
Plan-Do-Study-Act cycles
FPQC PAIRED Initiative Kickoff QI Snippet
Presenter: Maya Balakrishnan

Recorded: 3/19/21

PAIRED: PArticipation in care & decision-making; dignity & respect in identifying every infant & family as Individuals; Respectful collaboration with 
families; Information sharing regarding EDucation for families on medical care
Link to another video example: https://youtu.be/ZwnpexR2z1w



What is a PDSA cycle?
• Useful tool for developing & documenting tests of 

change to improve
• AKA PDCA, Deming Cycle, Shewart Cycle

P – Plan a test
D – Do a test
S – Study & learn     

from test results
A – Act on results 

1. Plan

2. Do3. Study

4. Act

Deming WE. The New Economics for Industry, Government, and Education. Cambridge, MA: The MIT Press; 2000.



If you’re going to fail, 
fail small, 
fail fast,

fail often, 
LEARN & MOVE ON



Reasons to test changes

Learn whether change will result in improvement

Predict the amount of improvement possible

Evaluate the proposed change work in a practice 
environment

Minimize resistance at implementation



When are we ready for a PDSA cycle?

Team formed
Questions answered
Aim established?
Measures developed?
Generated ideas for tests of 

change?

We are ready for a PDSA 
cycle to test our ideas Plan

DoStudy

Act

What are we trying 
to accomplish?

How will we know that a 
change is an 

improvement?

What changes can we 
make that will result in 

improvement?

IHI’s Model for Improvement



Example QI initiative: PAIRED Skin-to-Skin Care (SSC)

Aim statement
By 6/2023, >60% (a 20% improvement 
from our baseline of 50%) of infants 
admitted to our NICU will receive skin-
to-skin care from at least one family 
caregiver within 3 days of clinical 
eligibility1.

1 Clinical eligibility is defined by individual NICU 
protocols.

Problem statement
SSC is a major component of 
incorporating the family into a paired 
mental model with the medical team 
in the NICU. Many of Florida NICUs 
do not consistently provide SSC to 
infants in an optimal manner. This is 
important because SSC is shown to 
benefit infant growth, improve 
neurodevelopment, and reduce 
morbidities.



Plan-Do-Study-Act

• Have an objective
• Concisely state what you plan to do 
• I plan to... Intentionally include family caregivers 

in daily bedside rounds
• Make a prediction of what will happen

• I hope this produces... more family caregiver 
education/awareness re: direct care opportunities 
increase number of SSC episodes

• Execute the plan



• Have an objective

• Make a prediction

• Execute the plan

Plan-Do-Study-Act

"who-will-use-your-iphone-or-ipad-
app" by Ramotionblog is licensed under CC BY-ND 2.0

https://www.flickr.com/photos/56073858@N03/5188784967
https://www.flickr.com/photos/56073858@N03
https://creativecommons.org/licenses/by-nd/2.0/?ref=ccsearch&atype=rich


Who? What? When? Where? How data to be collected?

Plan-Do-Study-Act



Who? What? When? Where? How data to be collected?

Plan-Do-Study-Act



Who? What? When? Where? How data to be collected?

Plan-Do-Study-Act



Who? What? When? Where? How data to be collected?

Plan-Do-Study-Act



Plan-Do-Study-Act
• Do the test



Plan-Do-Study-Act
• Take notes on problems & observations



Plan-Do-Study-Act
• Know when to stop the test

• Can terminate before designated time frame if the test 
clearly doesn’t work



Plan-Do-Study-Act
Analyze your results

 Do results support your prediction?
What did we learn (good and bad) ?



Plan-Do-Study-Act
Refine next cycle based on what was learned

What modifications should be made?
 Can we expand our test?
What will our next test be?



Keep in mind

• Scale down scope of tests

"Ruler - INCOMPETENT MANUFACTURERS" by B/Hiking Nikon Maui is licensed under CC BY 2.0

https://www.flickr.com/photos/67395061@N00/408971482
https://www.flickr.com/photos/67395061@N00
https://creativecommons.org/licenses/by/2.0/?ref=ccsearch&atype=rich


Keep in mind

• Scale down scope of tests
• Pick willing volunteers

"Cartoon artist sketch" by Photo Extremist is licensed under CC BY 2.0

https://www.flickr.com/photos/27027945@N07/4839060832
https://www.flickr.com/photos/27027945@N07
https://creativecommons.org/licenses/by/2.0/?ref=ccsearch&atype=rich


Keep in mind

• Scale down scope of tests
• Pick willing volunteers
• Choose changes that don’t require long 

process for approval initially



Keep in mind

• Scale down scope of tests
• Pick willing volunteers
• Choose changes that don’t require long 

process for approval initially
• Don’t reinvent the wheel

"Wheel" by maugan22 is licensed under CC BY 2.0

https://www.flickr.com/photos/31884584@N04/3566046810
https://www.flickr.com/photos/31884584@N04
https://creativecommons.org/licenses/by/2.0/?ref=ccsearch&atype=rich


Keep in mind

• Pick easy changes with good yield



Keep in mind

• Pick easy changes with good yield
• Avoid technical slow downs



Keep in mind

• Pick easy changes with good yield
• Avoid technical slow downs
• Reflect on results of EVERY change – even 

failures



Keep in mind

• Pick easy changes with good yield
• Avoid technical slow downs
• Reflect on results of EVERY change – even 

failures
• End the test if there is no improvement



Resources tab  QI workbook



Florida Perinatal
Quality Collaborative

Maya Balakrishnan, MD, CSSBB
Associate Professor of Pediatrics, USF
Director of Quality & Safety, USF GME
Associate Director, FPQC

mbalakri@usf.edu

Karen Fugate, MSN, RNC-NIC, CPHQ
NICU Nurse specialist
FPQC NAS Nurse consultant

kfugate@tgh.org

Slide set developed for FPQC QI Bootcamp series

mailto:mbalakri@health.usf.edu
mailto:kfugate@tgh.org


Design your team’s 1st PDSA cycle
Use our QI toolkit
• Determine the next PDSA/DMAIC cycle in Section 10 
• PDSA/DMAIC cycle example in Appendix K 
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