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Learning Objectives

At the end of the session, participants will be able to:

1. Explain the concept of PDSA and its relation to the Model for Improvement

2. Apply Plan , Do , Study and Act

3. Apply Scaling PDSA and sequential improvement



3 Questions

PDSA cycle

AIM 

Measurement

Change concepts/ideas

Source:  The Improvement Guide 

by Langley, Moen, Nolan et al

Institute for Healthcare Improvement

Also known as 

Shewhart Cycle

Deming Cycle

Learning and improvement cycle 



What’s  next? 

What will happen 

if we try 

something 

different?

Did it work? Let’s try it!

The PDSA Cycle



ME Forum 2019 Orientation “I didn’t fail a thousand times I 
found a thousand ways how not to 

make a light bulb”
- Thomas Edison

“If the plan didn’t work you 
should change the plan but 

never the aim”
- Anon

Prepare to learn
Share successes and failures



PDSAs



ME Forum 2019 Orientation 

Why we need to Test Changes

Increasing degree of 
belief that the change 

will result in 
improvement. 

Deciding which of 
several proposed 

changes will lead to the 
desired improvement. 

Evaluating how much 
improvement can be 

expected if the change 
is implemented

Deciding whether the 
proposed change will 

work in the actual 
environment of 

interest. 

Evaluating cost 
implications and 

possible side effects of 
the change

Giving individuals a 
chance to experience 

the change to minimize 
resistance upon 
implementation



The Sequence of Improvement 

P
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DS
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DS

A

Theories, hunches 

and best practices

Very small scale test(s)

Follow up tests

Test under different conditions

Wide scale testing

Breakthrough 

results/ 

implementation



1st PDSA – Change Idea: Teach-back Form

Plan, Do, Study, Act Cycle

PDSA Aim: test teach-back form
Describe what your first test of change will be

(Every goal will require multiple tests of change)

Person 

responsible

When will the test 

take place?

Where will the test 

take place?

Test Teach back form On call resident  the last patient of 

the day (Monday)

30th May 2022

Male Ward

Predict what will happen when you carry out your test

Data collection plan

The resident will write a brief

paragraph about his experience

using Teach-Back form with the last

patient.

• How much time will it take to use Teach-Back form with patients? 

It will take 5-10 min.

• Will it be worthwhile?  

Yes; and will prevent possible future rework

• Will we have the information we need to answer patient’s questions? 

Yes, we will have the answers to their questions

• What will we do if patient doesn’t understand the care plan? 

If patient is not able to explain back his care plan, we will need to explain it 

again, perhaps in a different way. Or modify the form



1st PDSA – Change Idea: Teach back

Plan, Do, Study, Act Cycle

Do:

Describe what actually happened when you ran your test (note any unexpected events or problems)

Jack did teach back using form at the end of the day on Monday with one patient.

He found that his patient did not understand the medication schedule, he reviewed it and at

the end he was confident that the patient was going to be able to take the medication

appropriately and as indicated.



1st PDSA – Change Idea: Teach back

Plan, Do, Study, Act Cycle

Study:



1st PDSA – Change Idea: Teachback

Plan, Do, Study, Act Cycle

From your learning above, what modifications you will make to your plan for the next 

cycle of tests

The teach-back form will be modified with clear medications instructions 

(version 2). Residents will test version 2 with two patients in one day. 

Act:



In the basis of what is learned from any cycle, a 
change might be:

Implemented 
as is (adopt)

Dropped 
(abandon)

Modified 
(adapt)

Increased in 
scope 

(expand)

Tested under 
other 

conditions



The Iterative Nature of Learning and Improvement



PDSA Objective: Improve Patient Understanding 
Through Use of Teach-back



Multiple PDSA Cycles Ramps

Teach back         MDT rounds          Consent form       P&F Feedback 
process



Methods to accelerate the learning

• Use the PDSA Cycle to Accelerate Learning

• Three principles to guide testing a change:

Test on a small 
scale and build 

knowledge 
sequentially

Collect data 
over time

Include a wide 
range of 

conditions in the 
sequence of tests



References:

• Langley, Gerald, et al. “The Improvement Guide: A Practical Approach to Enhancing Organizational

Performance" 2nd Edition (2019): 15-23, 89-99

• URL: http://www.ihi.org/resources/Pages/HowtoImprove/ScienceofImprovementTestingChanges.aspx

• URL: http://www.ihi.org/resources/Pages/Tools/PlanDoStudyActWorksheet.aspx

http://www.ihi.org/resources/Pages/HowtoImprove/ScienceofImprovementTestingChanges.aspx
http://www.ihi.org/resources/Pages/Tools/PlanDoStudyActWorksheet.aspx


Exercise on Sequential PDSAs



The PDSA Cycle for Learning & Improvement

Plan
• Objective

• Questions &

predictions

• Plan to carry out:

Who?When?

How? Where?

Do
• Carry out plan

• Document

problems

• Begin data

analysis

Act
• Ready to

implement?

• Try something

else?

• Next cycle

Study
• Complete data

analysis

• Compare to

predictions

• Summarize

What’s  

next? 

Did it 

work?

What will happen 

if we try 

something 

different?

Let’s try it!





MATERIALS NEEDED:
• Blank sheets of paper
• Black Pen
• PDSA Form
• Run Chart Template

THE RULES
• Fill out the PDSA prior to every build, document the plan / theory and

prediction prior to beginning the test
• You will only be given 5 seconds to view the picture and then complete the

test by drawing the picture within 20 seconds (goal)
• Document your results using the PDSA Form and the Run Chart Template



Please fill out this form during planning and 
debrief. 

PLAN DO STUDY ACT

PDSA 

number

What is your theory 

of change? What is 

the plan for your first 

or next test? 

Prediction? 

Time?

Accuracy?

Process?

Run the Test: 

What was the 

time?  

Accuracy? 

Process?

Reflect on 

what 

happened if it 

matched your 

prediction?

What 

modifications 

to next PDSA?

1

2

3

4



Operational definition for TIME to build the robot
• Measurement unit: seconds
• Timing starts: When the timer starts after the picture is shown
• Timing stops: When you declare the job complete

How to record the time:
• Indicate the number of seconds in your timer when you have declared the job

complete

After each build, the ‘Quality Assurance Officer’ will determine how many defects you
have made and this is how you will score the accuracy:
3 - Robot is built exactly the same with no defects
2 - Robot is built with one or two defects
1 - Robot is built with more than 2 defects 



Run Charts for Time and Accuracy



Please fill out this form during planning and debrief. 



Build a Robot





Draw the robot.





Run Charts for Time and Accuracy



Please fill out this form during planning and debrief. 



Please fill out this form during planning and debrief. 



Build a Robot





Draw the robot.





Run Charts for Time and Accuracy



Please fill out this form during planning and debrief. 



Please fill out this form during planning and debrief. 



Build a Robot





Draw the robot.





Run Charts for Time and Accuracy



Please fill out this form during planning and debrief. 



Build a Robot

• Did every individual improve their speed/accuracy from the first PDSA?

• What theories of change improved speed and accuracy?



Build a House-Q Learning
• Knowledge is gained through testing (versus

planning and brainstorming)

• Tests should be small, rapid and sequential

• Theory and prediction preceding and
following every test is essential

• To demonstrate the ease of measurement
for learning

• To show the ease of rapid cycle testing and
measurement for learning.

Plan
• Objective

• Questions &

predictions

• Plan to carry out:

Who?When?

How? Where?

Do
• Carry out plan

• Document

problems

• Begin data

analysis

Act
• Ready to

implement?

• Try something

else?

• Next cycle

Study
• Complete data

analysis

• Compare to

predictions

• Summarize
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