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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?
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Plan-Do-Study-Act Cycles
Best Practice for Running and Documenting

This document is intended to provide guidance for CLAHRC for Northwest London improvement projects.
What are PDSA cycles and why do we use them?

On your way to achieving the aim of your project you will set objectives – both to make improvements and to resolve problems. To achieve your objectives you will make changes to the way healthcare is delivered. These changes are sometimes called interventions.
The complexities of healthcare systems make it impossible to do all the design and planning of a change before it is put into practice. For this reason the Model for Improvement includes the Plan-Do-Study-Act (PDSA) cycle. The PDSA cycle is a way of developing your intervention over time, testing changes by starting on a small scale, overcoming barriers you encounter, and then gradually ramping up to a full scale intervention. By the time you reach full scale implementation all the little unforeseen glitches will have been sorted out and you will have a better chance of achieving your aim and sustaining this in the long term.

Best practice guidance
Each PDSA cycle is a structured test of a change in practice. Whenever your team decides that something new is ready to be done “for real”, you should be thinking Plan-Do-Study-Act. For example:
· You wish to try out a new way for patients to access your service
· You wish to see whether some changes to the education session make it better

· You wish to try out new guidance to support clinicians deliver care
Once you’ve identified that you want to try something, the next step is to structure your approach.

Cycle Title

In working towards each objective you will undertake a whole series of PDSA cycles. To keep track of this, give each objective (each series) a number and a short name describing the objective, and each cycle within the series a letter. For example:

1a Patient information leaflet

1b Patient information leaflet

1c Patient information leaflet

2a Participant recruitment

2b Participant recruitment

2c Participant recruitment

Enter this into the title field of a new PDSA cycle on you project’s WISH Application.
For each of the four phases (Plan, Do, Study, Act) of the cycle, remember to document the date that the phase occurred, and which members of your team were involved in that phase.
Plan

Note: a PDSA ‘plan’ phase should always be documented in the future tense: “We will...”

The first step is to plan your test of change. Your plan should be clear, concise, and detailed enough that a colleague from outside your team could understand it. Your plan should include the following:
Objective and prediction: What change are you planning to make, what problem is this change tackling and what is it predicted to achieve? Are you expecting any difficulties during the change?
Data: What do you need to measure to be able to tell whether the change you have made is an improvement? What data will you need to collect? This will almost always include both qualitative data (observations, verbal feedback/ feelings/ opinions) and quantitative data (numbers). Quantitative data may come from your weekly improvement data inputted and analysed on the WISH Application.
Scale: Starting on a small scale allows you to learn from mistakes with little detrimental impact and then building up scale as you learn what changes work. Think duration, quantity and complexity – Over what duration will the test of change be conducted? How many patients, staff or other items will be subjected to the change? Will multiple tests be conducted at once or will you just start with one?
Detail: The nuts and bolts of your plan – who, what, where, when.

It is best to document your plan before you enact it. Use your project’s WISH Application to do this. Remember to save your PDSA cycle so you can come back to it and document the other three phases later.

Do

Note: a PDSA ‘do’ phase should always be documented in the past tense: “The plan was carried out by...”

Having made and documented the plan, the next step is to carry it out. Remember to carefully collect the planned data. As you go along make a note of any deviations from the plan. Did you have to delay it? Were there bits that weren’t possible? Did anything unexpected happen? etc.
As soon as possible after you have finished enacting the plan, carefully document a factual description of what happened using your project’s WISH Application.
Study

Note: a PDSA ‘study’ phase should always be documented in the past tense: “The analysis showed that...”

Having carried out your plan, the next step is to study the data that you have collected. 

Analyse: This may include some numerical or statistical analysis. Ideally you would use your project’s weekly improvement data on WISH. Has then been an improvement? Has variation reduced? Alternatively you may evaluate the qualitative observations or feedback you have collected 
Compare: Did your test of change meet the predictions you made in the plan?

Summarise: Write a short conclusion of your findings, referring to your weekly improvement data graphs and changes demonstrated by statistical process control if appropriate. In some PDSA cycles, the ‘study’ phase will be much simpler than this and be a summary of an observation or feedback.
Document a clear concise summary of the analysis of your results using your project’s WISH Application.
Act

Note: a PDSA ‘act’ phase should always be documented in the future tense: “Next week we could try...”

Discuss: Talk about the results with other people. This may include your team, other patients and colleagues, your CLAHRC contact and other stakeholders.

Act: Having studied and discussed the results of your test of change, you should identify what you want to happen next. 

Depending on the outcome, this could include:

· “celebrating success and moving to a larger scale test”, or “embedding the change in a system” 
· “generating ideas for resolving problems and tweaking some changes” 

· “going back to the drawing board and choosing a new idea to test”
These are all ideas for, or links to, the next cycle (or cycles) in the series.

You can also record other relevant actions here – for example it may be necessary, in light of what you have learnt, to undertake a piece of data collection to gain further insight before making your next plan.

Carefully document a clear concise summary of new ideas to test and/or actions you want to take using the WISH Application.
Plan-Do-Study-Act Cycles

Best Practice Template for Conducting and Documenting PDSA Cycles


	Cycle Title
	asdasd





Reference     

	Iterative nature
	New cycle  FORMCHECKBOX 
; Linked to previous cycle FORMCHECKBOX 
 (Ref.:     )

	Plan
	

	Test of change
	What is the change? 

     
Why is a change being made?

Previous cycle  FORMCHECKBOX 
; Feedback from patients/ staff/ others  FORMCHECKBOX 
; Data  FORMCHECKBOX 
; Evidence  FORMCHECKBOX 
; Hunch/ Common sense  FORMCHECKBOX 

Description of why:

     
What is the predicted impact of the change (improvements/ difficulties)?

     


	Data over time
	What data will be used to determine impact of change?

Regularly collected numerical data  FORMCHECKBOX 
; One-off collected numerical data  FORMCHECKBOX 
; Staff feedback  FORMCHECKBOX 
; Patient feedback  FORMCHECKBOX 
; Other  FORMCHECKBOX 

Description of data:      


	Scale
	What will be considered when determining scale?

Duration (hours, days, weeks) of cycle  FORMCHECKBOX 

Quantity (number of patients, staff, forms, clinics) of changes tested during cycle  FORMCHECKBOX 

Description of scale:      
Complexity: Is more than one change being tested within this cycle? Yes  FORMCHECKBOX 
; No  FORMCHECKBOX 


	Further Details
	Description of plan – who, what where, when 

     


	Do
	

	
	Was the plan carried out as described? Yes  FORMCHECKBOX 
 No  FORMCHECKBOX 

If no, what were the deviations from the plan and why?      


	Study
	 

	
	Analyse: Using the data source specified in the plan, was there any improvement?

     
Are there any data items that you did not expect to collect?

     
Compare: Did the test of change meet the predictions made?

      

Reasoning: Why do you think this was the case (ensure this is discussed within the team)?

     


	Act
	

	Next Steps
	In light of the “study” of this PDSA what are the next steps need to develop the change tested?

Iteratively adapt and develop the change  FORMCHECKBOX 

Test change on a larger scale  FORMCHECKBOX 
 (Quantity  FORMCHECKBOX 
; Duration FORMCHECKBOX 
)

Complete testing and monitor in everyday practice  FORMCHECKBOX 

Identify a new change  FORMCHECKBOX 

Other  FORMCHECKBOX 

Description of Next steps:

     


	Future cycles
	List brief descriptions of potential future cycles:
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