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Peer Learning 
Network

• We’ll get started in just a moment.

• Please make sure you are on mute 
unless you are speaking.

• We will have time for questions at the 
end, but feel free to type a question 
into the chat any time.

• If you’d like to ask a question or make 
a comment, please use the “raise 
hand” function.
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Driving Quality Improvement 

May 8th, 2025 | 12:00pm ET
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Disclaimer: This presentation is for 
educational and general 
informational purposes only. 
Nothing in this presentation should 
be construed as medical or legal 
advice/opinion. Please seek legal 
or other professional advice with 
respect to your own particular 
situation.



• Your name
• Your clinic
• Location (City/State)
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Call Objectives:

• Explore how to move from identifying change ideas to 
choosing a place to start 

• Describe types of changes and the impact they make 

• Discuss how to approach testing changes geared towards 
improvement   
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Where have we been? 

Explored identifying areas 
for improvement through: 

Gap Analysis 

Fishbone diagrams 

Set an Aim for improvement 
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What are we trying to accomplish?

Gap Analysis and Charter
– ID IMPROVEMENTS

Impact/Effort –WHICH 
IMPROVEMENTS

PSDA – TRY 
IMPROVEMENTS
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QI PICK Prioritization Matrix

• Team-based activity

• List out all potential improvements or projects (use your Gap Analysis for 

ideas)

• Assess on difficulty of implementing and potential pay-off

• Possible (low pay-off, easy to implement)

• Implement (high pay-off, easy to implement)

• Challenge (high pay-off, hard to implement)

• Kill (low pay-off, hard to implement)

• Suggest doing a max of 12 potential improvements or projects on a PICK
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Gap Analysis - Example
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Gap Analysis - Example
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PICK - Example
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PICK - Example
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First Order Change = MORE

• More of the same ideas/changes 

already tried/implemented

• More time, money, staff, effort, 

inspections, alerts, screens, posters, 

warnings, stickers, education, in-

services, “talking tos,” data reviews, 

mailings, reminders, paperwork, policy 

and procedures…

• Maintains the status quo

• More of the same system
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Second Order Change = 
Change to the system

• Transforms our way of working 

• Think of a flow chart, human 

behavior/movement is changed

• Can be big or small

• Can be harder to come up with 

because of the power of the 

human mind, “perceptual ruts”

• Creates a new system
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Plan-Do-Study-Act 
Cycles 
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Poll 

How much do you know about PDSA cycles?? 

a. I have never heard of them 

b. I have heard of it but not applied 

c. I have applied at least once 

d. I have applied extensively 

e. I could teach/coach others on how to use them
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Langley, et al, The Improvement Guide, 2009



19

A concept inherent in how we live and learn…
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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 will 
happen if we 
try something 
different?

Let’s try it!
Did it 

work?

What’s  
next? 
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Repeated Use of PDSA

Sequential building of 

knowledge under a wide range 

of conditions

Hunches 
Theories Ideas

Changes That Result in 
Improvement

Very Small Scale Test

Follow-up Tests

Wide-Scale Tests of Change

Implementation of Change

Spreading
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Sustaining the gains



Example PDSA Ramp 

A
P D

S

A

P

D

S

AP

D S

A

P

D

S

A
PD

S

A

P

D

S

A P

DS

96% Reliable screen and 

follow-up 

Cycle 1: Test new paper based screen form on 1 patient on 

Tuesday. Analyze learning and modify.

Cycle 2: Test new paper based screen on registration 

for 1 week. Analyze learning. 

Cycle 3: Include screen in weekly communication to all 

and move to iPads. Ensure Spanish/English translation 

and process for assistance  

Cycle 4: Integrate scores into EMR templates to 

make available for clinical encounter & automate 

referral process to flag SW follow-up for + flags 

New process 
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4) Act: “What’s next?”

Run new PDSA with adaptations: 

• Hold conversation as part of next upcoming office visits 

for 3 patients in the next 2 weeks. 

1) Plan: “What will happen if we try something 

different?”

What: CHW will reach out to 3 patients with uncontrolled BP 

receiving care at clinic; Screen for SDoH and referral to 

relevant community based supports.  

Prediction: Patients may be hard to reach. Screening may 

take longer by phone. 

When: May 7-May 10

Who: Mary (CHW) 

3) Study: “What happened?” 
2 patients successfully contacted and connection to food 

pantry made for 1. Had incorrect contact info for 1 pt. 

Learnings: 

• Difficult to reach patients, had to try 2-3 times

• Conversation was lengthy and might not be feasible long 

term as phone conversation. Might want to test as part of 

next office visit. 

2) Do: “Let’s try it.”

plan carried out as noted
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Sustaining  improvements and 
Spreading changes to other 
locations

Developing a 
change

Implementing a change

Testing a 
change

Act Plan

Study Do

Theory and 
Prediction

Test under a 
variety of 
conditions

Make part of 
routine 
operations





Template: PDSA (Short-form)

Objective (What question(s) do we want to answer?): 

Date: 

Change Idea:

PDSA#: ________

4) Act: “What’s next?”
• Adapt? Adopt? Abandon? Run again?

1) Plan: “What will happen if we try 

something different?”
• What will you do? When and where will you do it? Who will do it?

• What data will you collect and how will you collect it?

• What do you predict will happen?

3) Study: “What happened?” 
• What did you learn?

• Was your prediction right or wrong?

2) Do: “Let’s try it.”
• Did the test go as planned? 

• Run the test: Carry out the plan. Collect and record the data.

Copyright © 2019 Institute for Healthcare Improvement. All rights reserved. Individuals may photocopy these materials for educational, not-for-profit uses, provided that the contents are not altered in any way and that proper attribution is given to IHI
as the source of the content. These materials may not be reproduced for commercial, for-profit use in any form or by any means, or republished under any circumstances, without the written permission of the Institute for Healthcare Improvement.
For instructions to use this tool, please see the QI Essentials Toolkit.



Breakouts (15min) 

In random breakout groups discuss:  

• What is one idea you are 

exploring in your clinic and what 

is your next/first test related to it? 
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Quick tips for early PDSAs

SMALL TESTS 
WHEN IDEAS ARE 

NEW 

INSURE YOU 
‘STUDY’

SHRINK TIMELINES 
TO LEARN MORE 

QUICKLY 

USE PREDICTION 
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Homework for your Cohort calls

1. Reflect on the change ideas you have 

chosen for your project and consider 

if they will result in fundamental 

changes to your clinic processes

2. Test one PDSA before your next 

cohort call (if you can!) 

OR

Come with your plan for your first test to 

share 
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Questions 
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