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Testing your change 
ideas - PDSA



Reactive change versus change for 
improvement

• Reactive change is one required to maintain 
the system at its current level of performance

• Improvement – change that will result in an 
improved level of performance





Trial and error 
The do-do-do approach



Extensive study 
The plan-plan-plan approach



Trial and learning 





Use of a PDSA cycle for



Why test?



PDSA are used to develop / test 
AND confirm or adjust the theory







Examples of PDSA cycle ramp

• Change idea “To reduce the irritability related 
to nicotine withdrawal in new admits to IPU 
by having a timely plan and access to 
replacement therapies”

• How will we know if this is an effective idea?
– By seeing if we can reduce the number of those who 

smoke experiencing a seclusion (related to withdrawal) 
in the initial 48 hours following admission to IPU

– Reliably increasing the number of new admissions 
(smokers) with a plan and offered replacement therapy



Plan this cycle ramp

• PDSA 1: Process for the early identification of 
smokers prior to or during admission assessment.

• PDSA 2: Process for access to nicotine replacement 
treatment at assessment areas.

• PDSA 3: Communicate the withdrawal plans.

• PDSA 4:  Process for reliably providing early nicotine 
replacement therapies.

• PDSA 5: Establishing  therapies (more than one) 
that we can safely and reliably provide.







Linking PDSA cycles and test of change



Scale of test







Breakout

Using the PDSA form:

• Begin planning your test of change

• Identify change idea  - what primary driver is it 
linked to?

• What is your theory for this change?

• How will you capture data to learn about the 
effectiveness?


