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Objectives

By the end of this session, participants will:

• Understand basics of PDSA

• Know safeguards that will promote PDSA 
success

• Know how to design a Preconception CoIIN
PDSA to test

 Shared Learning Question
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Innovation and Quality Improvement

Overlapping values and aspects
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PDSA Basics

What is PDSA?

 Rapid tests of change

Act Plan

Study Do

• Objective of cycle 

• Questions/predictions

• Plan to carry out the 

cycle (who, what, 

where, when) 

• Carry out the plan

• Document problems/ 

unexpected 

observations

• Begin analysis of 

data 

• Complete the 

analysis of data

• Compare data to 

predictions

• Summarize what 

was learned

• What changes 

are to be made?

• Adapt? Or 

Abandon?

• Next cycle?

What’s its purpose?

 Learning



Abt Associates | pg 5

Avoid Potential Pitfalls

1. Take time to plan

a) Identify its purpose – what do we want to learn?

b) Predict PDSA results – what do we think will happen?

c) Design a data collection and analysis plan that provide 

required answers

d) Engage stakeholders in planning, testing, and data 

analysis

e) Use PDSA findings to plan a new cycle

The problem with Plan-Do-Study-Act cycles

https://www.ncbi.nlm.nih.gov/pmc/articles/PMC4789701/

https://www.ncbi.nlm.nih.gov/pmc/articles/PMC4789701/
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Avoid Potential Pitfalls

2. Be sure to record and share your learning from each 

cycle

3. Take sufficient time conduct the learning to improve 

success for full-scale implementation

4. Identify a PDSA ending timeframe

5. Determine how the successful intervention will be 

sustained in practice
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Tips for Testing Changes
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Tips for Testing Changes
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9

Rapid Tests of Change

Hunches 

Theories 

Ideas

Changes That 

Result in 

Improvement

A P

S D

A P

S D

Very Small 

Scale Test

Follow-up 

Tests

Wide-Scale Tests 

of Change

Implementation of 

Change

*Langley GL, Nolan KM, Nolan TW, Norman CL, Provost LP.
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Brochure Video Referrals

Changes in Parallel

Staff TrainingWorkflow

Team 1 Team 2 Team 3
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PDSA Planning and Tracking

 Why use a PDSA planning form?

 Who designs and plans the PDSA?
 Who conducts the test?
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Activity: Designing a PDSA

https://www.oregon.gov/oha/PH/HEALTHYPEOPLEFAMILIES/DATAREPORTS/
MCHTITLEV/Documents/One%20Key%20Question%20Presentation.pdf
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https://www.oregon.gov/oha/PH/HEALTHYPEOPLEFAMILIES/DATAREPORTS/
MCHTITLEV/Documents/One%20Key%20Question%20Presentation.pdf
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Designing a PDSA (Plan)

Objective for this Test  

(Why are you doing this test? What do you hope to learn?)
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Designing a PDSA (Plan)

Specific Questions to Address

1.

2. 

3.

4.
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Designing a PDSA (Plan)

Specific Questions to Address  

Initial Question

1. Is the new screening approach 
being implemented correctly?

2. Is the new approach taking 
more time?

3. Do consumers understand the 
new program’s education tools?

4. Are we practicing health equity 
in our implementation?

More Useful Question

1. What % of providers are correctly 
implementing the new approach?

2. How much more time is the new 
approach taking?

3. To what extent (%) are consumers 
understanding the education tools?

4. What is the % breakdown of people 
of color receiving OKQ?
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Designing a PDSA (Plan)

Specific Questions to Address

1.

2. 

3.

4.
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Designing a PDSA (Plan)

Predictions/Hypotheses  

(What do you think will happen when the test is 

done?)



Abt Associates | pg 19

Designing a PDSA (Plan)

Tasks to Complete Who? What and How? When? Where?

Plan for Test
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Designing a PDSA (Plan)

What to measure Who? How to measure? When? For how 
long?

Plan for Data Collection  (Does each measure link to the Specific Questions and/or to the Plan?)
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Tips for PDSA Data Collection

1. The Questions developed during PDSA planning 
promote efficient data collection 

2. Consider data sampling to conserve resources and 
reduce burden

3. Develop a form on which to record data for the PDSA; 
test it first

4. Train staff who will collect the data 

5. Document unusual circumstances
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What’s Next?

Act Plan

Study Do

• Objective of cycle 

• Questions/predictions

• Plan to carry out the 

cycle (who, what, 

where, when) 

• Carry out the plan

• Document problems/ 

unexpected 

observations

• Begin analysis of 

data 

• Complete the 

analysis of data

• Compare data to 

predictions

• Summarize what 

was learned

• What changes 

are to be made?

• Adapt? Or 

Abandon?

• Next cycle?
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PDSA Cycle Tracking Form

 Why monitor test cycles? Who will do this?
 Is it difficult to monitor/document cycles? (Why don’t we do this well?)

 When do we adapt a test and start another cycle of testing?
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Shared Learning

 How do you sustain the gains?

 What do you do with your documented learnings?

 To whom will you communicate accomplishments?
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Summary

Remember to . . .

– Use a PDSA template

– Plan for the “do, study, act”

– Plan measures and analysis

– Start small and ramp up

– Record and share learnings

– Involve stakeholders



Questions? 

IM CoIIN TA line:      888-239-2048

IM CoIIN TA email:   IMCoIIN@abtassoc.com

Lou Anne Stout:   lastout@improvepartners.org

Mary Webster: mwebster@improvepartners.org

mailto:IMCoIIN@abtassoc.com
mailto:lastout@improvepartners.org
mailto:mwebster@improvepartners.org

