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Plan , Do, Study, Act (PDSA) Tips 
 

PDSA Tip: Deciding What to Test  
 

This chart reflects the size of the test of 
change as it relates to readiness for, cost 
of failure and confidence in the change. It 
can help you identify opportunities to 
breakdown larger tests of change to 
smaller components using considerations 
highlighted in the following tips.  

The outcome of your test will determine if 
you adopt, abandon, modify or expand 
your testing. 
 
 

 

 
 

PDSA Tip: Determine your Measures 
 
Understanding your system-ensure you 
collect enough baseline data before 
testing a change. 
 
Choose your measures wisely; outcome, 
process and/or balancing measures. 
 
Engage others in identifying what 
measures are important. 
 
Keep data collection and measurement 
simple. 
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PDSA Tip: Scale Down 
The drop two principle: If the test being planned is for 
a year, drop down two levels (months or even 
weeks) to test the change. If it is for a month, drop 
down to days. If days, try hours or even minutes. 
This formula helps people rethink the time frame of a 
test cycle. 

Conduct the test in one facility or one office in the 
organization or one provider or with one patient. The 
purpose of the test is to learn quickly. 

A test should be designed so that as little time, 
money, and risk as possible are invested while at the 
same time almost as much is learned from the test. 

No testing sample is too small. It is best to test a 
change with the lowest impact (e.g.one patient, 
provider or unit) then two, then a few more. Each 
successive test provides new learning that can be 
incorporated into the next test, ensuring a high 
likelihood of success once the change is fully 
adopted.  

 

 
 

PDSA Tip: Oneness 
A test should be designed so that as little 
time, money, and risk as possible are 
invested while at the same time almost as 
much is learned from the test as would be 
learned from a full-scale implementation of 
the change.  

No testing sample is too small. Sometimes it 
is best to test a change on one patient or 
provider, then two, then a few more, before 
implementing the change on a broad scale. 
Each successive test provides new learning 
that can be incorporated into the next test, 
ensuring a high likelihood of success once 
the change is fully implemented 
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PDSA Tip: Concurrent Tests of Change 
Be aware of completing multiple tests 
where similar outcomes are desired, as 
they may influence each other. If 
measures show improvement, it’s hard 
to tell which change(s) led to the 
improvement. 

 

An example of a non-competing test 
would be a test for managing demand 
vs. managing workflow. 

 

 

 
 

 

 

PDSA Tip: Documenting Your Journey 
 
The Plan-Do-Study-Act (PDSA) 
worksheets will help your team document 
the many tests they conduct. We strongly 
support filling out the PDSA as it is an 
important document for reflection, learning 
& decision making related to change 
management. Your team will test several 
different changes, and each change will go 
through several PDSA cycles. It can be 
shared with your team or Improvement 
Facilitator.  
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