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Objectives



 

Learn the 4 steps in a PDSA cycle 
(Plan-Do-Study-Act) Cycle 



 

Understand the rationale for testing 
changes. 



 

Distinguish between tests and tasks


 

Develop your capacity to construct 
and execute PDSA cycles
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The Model for Improvement 
Answers the Question



 

When making improvements, how do I  


 

test and learn? 


 

adapt and implement changes? 
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Fundamental Questions for 
Improvement



 

What are we trying to accomplish?



 

How will we know that a change is an 
improvement?



 

What changes can we make that will result 
in an improvement?

Presenter
Presentation Notes
-Each member of API researched 5 successful and 5 unsuccessful teams: All who could answer these 3 questions did get improvement, all who could not did not have improvement

When I’ve been asked to help stalled teams I ask them first question---often they haven’t got this questions answered.  Divergence.

Question2: All improvement takes change, but not all changes are an improvement.  Lloyd calls this feedback step more than measurement step, sometimes numerical data sometimes not

If we haven’t made a change we haven’t got a shot at improvement yet!

 Unsuccessful teams can’t rattle off the changes they made!





1. Aim question

2. Feedback question

3. Ideas question



What are we trying to
accomplish?

How will we know that a
change is an improvement?

What change can we make that
will result in improvement?

Model for Improvement

Act Plan

Study Do
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Sample Aim Statements

By December 2010, our team will improve 
medication management for our patients over 
age 65 with multiple medications so that:


 

95% of patients have medication adherence 
assessed at Start of Care and at least one other 
time



 

85% of patients with a sign/symptom of a 
potential medication-related complication have 
their physician notified
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What Are We Trying to 
Accomplish?



 

What are your team’s aims


 

An Aim Statement is a clear and concise 
statement of what the team intends to do  



 

They include an unambiguous target for 
improvement – using numerical goals

Presenter
Presentation Notes
Some guidance on setting team aims:

1.  Involve senior leaders - it’s important for the local team to meet with the senior leader prior to the beginning of the Collaborative; the senior leader gives the team guidance in setting their aim and can begin to plan for the spread of improvement from the BTS team to other units within the organization.

2.  There needs to be a strong will to change in order for improvement efforts to be successful; selecting an aim that the organization (and the front line staff) cares about means that the team can take advantage of this will for change.

3.  An unambiguous aim means that there is a clear targeted level of improvement that is stated in the aim, e.g., “To reduce the time that patients spend in the clinic for a routine visit from 2 hours to 30 minutes.”

4.  The team can also benefit from guidance in specifying the patient population (specific clinics, departments, units, etc.) where they will focus their efforts, possible strategies to use (start with primary care clinics rather than specialty ones), and the resources that they might need (e.g., information systems support, etc.) 
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Aim statement components



 

By when?


 

What?


 

For whom (pt pop)?


 

How much (goals)
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Act Plan

Study Do

The PDSA Cycle 
Four Steps: Plan, Do, Study, Act

Also known as:

• Shewhart Cycle

• Deming Cycle

• Rapid Cycle 
Improvement

Presenter
Presentation Notes
We tell those in collaboratives that all they have to do in these 9 months or 12 months is to answer these 3 questions!  But it can be hard to do.  They could use some help.  The  PDSA  cycle can help them.

-Introduce PDSA cycle and it’s history and other names associated with it

-Sometimes we don’t have idea

-Or have idea but don’t know how to implement it

 -If need help getting  or implementing ideas we can use the PDSA cycle



The PDSA Cycle for Learning and Improvement

Act
• What changes

are to be made?

• Next cycle?

Plan
• Objective
• Questions and

predictions (why)
• Plan to carry out the cycle

(who, what, where, when)
• Plan for data collection 

Study
• Complete the

analysis of the data
• Compare data to

predictions
• Summarize

what was
learned

Do
• Carry out the plan
• Document problems

and unexpected
observations

• Begin analysis
of the data 

Presenter
Presentation Notes
See p. 132

Plan: make a prediction to see what’ll happen if we do this. Ask what the basis is for prediction. Planning requires prediction, prediction requires theory. 

Use this as a tool to help Sarah with the Hotel’s registration. 
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Question and Predict



 

A test of change answers a specific 
question



 

A test of change requires a prediction
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Shewhart Cycle: PDSA
Plan hunch, theory & 

predict
Do small scale 
Study to learn 
Act adopt, adapt, 

abandon
Act Plan

Study Do
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Sequential Building of Knowledge 
Includes a Wide Range of Conditions 
in the Sequence of Tests

Breakthrough 
Results

Theories, 
hunches, 
& best practices Learning and improvement

A P
S D

Evidence & Data

A P
S D

A P
S D

A P
S D

Test on a small scale

Test a wider group

Test new conditions

Spread

Implement
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What Can We Do Now! 

By Next Week,
By Tuesday,

By Tomorrow 
That won’t harm a hair on the head of a 
patient?

Presenter
Presentation Notes
Kathleen gives overview in story format
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Requirements for a 
PDSA Cycle: 



 

The test or observation was planned 
(including a plan for collecting data)



 

The plan was attempted (do the plan)


 

Time was set aside to analyze the data and 
study the results 



 

Action was rationally based on what was 
learned



 

Results were compared to prediction
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Why Test?



 

Increase belief that the change will result in 
improvement



 

Predict how much improvement can be 
expected from the change



 

Learn how to adapt the change to conditions 
in the local environment



 

Evaluate costs and side-effects of the change


 

Minimize resistance upon implementation

Presenter
Presentation Notes
1. Testing provides evidence that a change really does result in the improvement that was expected.  Even though a change may sound like a good idea, you don’t know until you actually use it in practice.  

There are often multiple changes that are needed in order to produce the desired effect on your system.  Testing a change, or a group of changes, gives you information about how much improvement can be expected from a change or set of changes.  It allows you to evaluate whether you need additional changes to reach your aim.

3.  Even though a change may have produced the desired effect in a different setting, you don’t really know how it will work in your particular environment until you try it.  

4.  Change sometimes produces unintended consequences.  Testing allow you to observe the costs (resources, time, equipment, etc.) that the new process might involve as well as the side-effects that might accompany the change.  For example, providing same-day access for clinic patients may affect the process for locating medical records.     

5.  It is often easier for people to agree to try a new way of doing something if the change is presented as a short-term, small scale trial.  “Let’s just try it with the next three patients…” In this way, they don’t have to immediately abandon the old way of doing something.  Testing often shows people that the new way is really better and they are then more willing to embrace the new process. 
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3 Principles for Testing 
a Change 

• Test on a small scale
• Collect data over time
• Build knowledge sequentially with 

multiple PDSA cycles for each change 
idea, include a wide range of 
conditions in the sequence of tests
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Test on a Small Scale



 

Have others with knowledge comment on 
feasibility



 

Test the change on team members who develop 
it before introducing the change to others



 

Incorporate redundancy in the test by making 
the change side-by-side with the existing 
system



 

Conduct the test over a short time period

Presenter
Presentation Notes
These are all tips to use in designing a test on a small scale.  A small scale test does not mean that the test is insignificant.  The test should be “big” in that it is based on an important idea for how the process can be improved.  The scale is small to conserve resources, and to be able to work quickly to learn as much as possible in the quickest time. 
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Test on a Small Scale (Cont.)



 

Conduct the test with one member of your 
team, or with one patient



 

Test the change on a small group of 
volunteers



 

Develop a plan to simulate the change in 
some way



21

Test or task?



 

Inservice education


 

Make form


 

Determining whether email or phone 
call works best with physician 
notification of problem



 

Posting data


 

Newsletter to physicians about project


 

Team meeting
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Tip 1:  Decrease Scope 



 

Years


 

Quarters


 

Months


 

Weeks


 

Days


 

Hours


 

Minutes

Drop down next 
“two levels” to 
plan Test Cycle!
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Tip 2:  Test of Oneness



 

1 patient


 

1 day


 

1 admit


 

1 physician
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Tip 3:  Multiple PDSA Cycle 
Ramps

Tes
tin

g an
d ad

ap
tat

ion

A P
S D

A P
S D

A P
S D

D S
P A

A P
S D

A P
S D

A P
S D

D S
P A

A P
S D

A P
S D

A P
S D

D S
P A

A P
S D

A P
S D

A P
S D

D S
P A

Medication 
Reconciliation

Physician 
fax-back 

form

Consultant 
Pharmacist  

Enlist entire team
(PT, HHA, etc.)

Presenter
Presentation Notes
In BTS is not this simple -not like sequence-

So typically we have multiple series of cycles running in parallel

This picture is more realistic
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Plan One PDSA Cycle

Select one change idea
Plan:



 

What question are you trying to answer?


 

What is your prediction?


 

How will you carry out the test?


 

How will you measure success?


 

How will you analyze the data?
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Fundamental Questions for 
Improvement



 

What are we trying to accomplish?


 

Team Aim Statement


 

How will we know that a change is an 
improvement?



 

Measures


 

What changes can we make that will 
result in an improvement?



 

Changes and change concepts

What are we trying to
accomplish?

How will we know that a
change is an improvement?

What change can we make that
will result in improvement?

Model for Improvement

Act Plan

Study Do

Presenter
Presentation Notes
Research: if can’t answer these probably can’t get improvement 

If can, do get it

Question2: not call measurement step - is feedback step, sometimes numerical data sometimes not



1. Aim question

2. Feedback question

3. Ideas question
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