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Description automatically generated]                 PDSA Coin Exercise: Facilitator Prompts

Set-Up
Today we will be simulating the Plan, Do, Study, Act cycle which is a scientific approach that allows us to do rapid tests of change. This is a common method used to test changes that are linked to your key drivers that are linked to your aim(s). 
The Plan, Do, Study, Act cycle has four key components. The plan phase is where the change is planned and a prediction is made as to what the change being tested might achieve.  The do phase is the conduct of the test of change and observing for the effect of the tests and also if the test happened in the way that you had planned. In the study phase, the results of the tests are reviewed, including the outcomes and also what happened during the test. Reflection on how well the test was employed and if the outcome match the prediction. And the act stage that decision is made, what to do in the next cycle, based on what you've observed and your measures. Common decisions in this category include adopting, adapting, or abandoning. 
Adopting means that this is a something that worked well and we want to continue to work with it, or at least has some potential there so we want to continue to work with. Adapt means parts of the test were good but other components may require some tweaking. So, we are going to make some changes for the next cycle. Abandonment is a decision when the test data utterly failed. A failed test is not a bad thing. It is a part of the learning process, but sometimes in the abandoned decision we decide that we're not going to continue to test that idea instead test a new change idea.
The sheet in front of you [show slide of PDSA tracker and run chart] is a recommended way to track what we do. During the simulation exercise each test has its own row on the top chart. In which you list your Plan, Do, Study, Act results and on the bottom graph you can plot the times for your coin spins by PDSA cycle. 
Our aim for our “coin spin collaborative” is to get the longest coin spin time that we can. So that's the aim, we're trying to achieve. In the simulation, you will do PDSA cycles to try to optimize how long you can get your coins to spin.
TEAM ROLES & RESPONSIBILITIES
What we will do first is simulate working in a team environment. Each team has roles and responsibilities and in this particular case there are a couple of key roles. First, you need a spinner. This is the person who has their hands on the coin, they will need a flat desk surface and also a camera equal to angle down so that you can see the coin spinning on the table. The second person would be someone would have a smartphone available with a timer function to be our timekeeper. This will be the person who times the coin spins. The third person is the recorder, this is somebody who has a pen and the PDSA tracker and run chart worksheet or piece of paper available and can mockup something that looks like the worksheet. It doesn't have to be pretty, it can be very simple. But you'll need to be able to record the PDSA Plan, Do, Study, Act information and record the times for each PDSA cycle. Then there's a critical final role, this is the coach or observer role. Your role will be to observe what's going on in the group and to advise on what you're seeing with an intent on improving each time the group goes through another cycle. The Coach or Observer role  going to be really important in the study and act phases of the PDSA cycle. You can advise the team, which might be very focused on their timing or recording or spinning tasks on things that they may not have seen, but that you did. 
RULES
· There are very few constraints in the exercise.
· You have to spin a coin and the primary outcome is time.
· There has to be somebody who records, someone who does time, and someone physically is going to have to spin the coin, but otherwise it's their system.
· Changing roles is not prohibited.
· Teams can design their system or modify the system and some teams may go into it with an assumption that they can't.
ROLE SELECTION
Let's pause for a second and quickly establish roles.
· Spinner: Who would like to be our spinner? Who has a few coins and a flat surface?
· Timekeeper: Who would like to be timekeeper?
· Recorder:  Who like to record the PDSA cycles?
· Coach and/or Observers: Different coaches may want to focus on different things. One of you may want to focus on the spinning technique itself and the other person may want to focus on how the team is functioning. Consider:
· how the team is communicating 
· are decisions being made 
· is everybody's voice being heard and included in the process.
· Who’s going to coach the spinner? Timekeeper? Recorder?
· Global coach: the team dynamics coach…
PRACTICE SPINS
Alright, so we've got our roles setup, we're going to just practice some coin spins. 
[Prompt spinner to:]
· angle camera so timekeeper and observers can see the coin spin
· clear their desk as much as you can because the coins going to move around
· encourage a few practice rounds, no need to time or record this is to help spinner prepare for the first PDSA
· Spinner may ask questions…facilitator can say, “You can do it however you like.”
· If spinner is having a hard time… facilitator can say, “Can the team help her/him out here? This is just the practice.
· Ask if spinner is ready after a few tries to start the baseline tests.
BASELINE
Let's do a couple of baseline spins now, but don't worry, where we start from the goal of this is to simulate improvement not excellence, so don't worry if you're not like an Olympic spinner!
Are all roles ready? 
Prompts if they rush in and not have all roles ready:
· Let's reset. 
· Make sure that [role name: spinner/recorder/timekeeper/observer] is ready for the second baseline spin
· Let's do one more spin. 
· Let's pause and report out the times to the recorder
· Facilitator summarizes the baseline time

RUN PDSA CYCLES
PDSA #1: PLAN & DO
Now we're going to enter the PDSA process and this first cycle, the team has to determine:
· What could be done? 
· What would be a test of change that you could try that would increase the spin duration?
· Then what would your prediction be based on your plan?
· As you plan also think a little bit about what you observed in your best practice run 
· Facilitator can add commentary regarding their own observations during the baseline test. For example: “One thing that popped out in my mind, [spinner’s name] didn't seem to feel too comfortable. How might we want to think about helping her/him feel more comfortable? So maybe that will have an effect on the primary outcome.”
· Potential lesson/teachable moment: how can team members best support each other when things are stressful?
· Discuss quickly and come up with your plan in about a minute or so.
· Run first PDSA; everyone ready? 
· Facilitator may add commentary: “You just doubled your time, but also…”
PDSA #1: STUDY & ACT
· What were your results? 
· Did it align with your prediction?
· What is our change idea for the second test?
· What's our prediction? 
· Do we think that we will increase our spin time and improve our performance on this next try?
· All right, let's see what happens.
· Potential lesson/teachable moment: when spin goes poorly and spinner just re-spins without resetting timer, etc.
· What is considered an effective trial?
· So, when the coin just flops over like that, do we count that as an actual trial or is that a trial failure? 
· Also, when did we stop the timing? 
· What's the operational definition of duration? Is it when it falls off the side of the surface? So, if it falls off, did we stop the clock, then what do we do with that? Gain consensus as a team on operational definitions proposed by team members.
· When teams discuss what they learned, new change ideas may emerge. Facilitators should call out these new changes ideas and encourage them to run ONE small test not change many things in the next test, reinforcing small scale testing. Example: changing the spinning surface could be related to change of context/conditions.
· Facilitator can monitor and slow team down and keep them focused on this next test, with the prompt: What's our prediction for this test? Facilitator re-states prediction.
· OK let’s run the test---what was the time?
· Teams may decide to run a test in which they are predicting worst performance. This is really interesting to note that that's a test worth trying. Oftentimes teams will abandon the test since they predict that it's going to get worse rather than better. It's still testable because it's going to give you additional data/information which will guide future action. It's going to help you decide whether to stay with that [special surface] or change it.
PDSA #2 and 3: STUDY
· Let's reflect on what we saw.
· We predicted……. How did our results compared to what we predicted?
· Ask the recorder to start sharing the run chart plotting of data with the group using their camera.
· Compare baseline with PDSA tests results; draw a line 
· You can mention the value of annotating the chart to show what you learned over time.
· Prompts  to get team focused on next step: 
· Let’s consider the STUDY Phase of the PDSA Cycle
· We have observed a result. 
· Re-state prediction for last test. 
· What does the team think about what we found, based on observation versus prediction?
· Address frontline perspectives. “So that's some data, what is the actual time data suggests?”
· Ask coaches and observers to add to conversation of the study, “Is there anything else that they noticed?”
· Or “Others, we haven't heard from?”
· Potential lesson/teachable moment: if you notice the team is having fun
· If done well, QI work can be fun!
· Given the increased pressure everybody's under improvement work can be morale boosting for teams
· Oftentimes teams will avoid doing improvement work because they think it's one more thing, but the ironic thing is if it's done right, it actually can have the opposite effect. This has actually been observed across multiple collaboratives. 
PDSA #4 : ACT
· What is your next PDSA cycle going to be?
· What have we learned? Will we adapt, adopt or abandon? These are the three As.
· Adapt: keeping some component and tweaking others
· Adopt: keeping it the same and just repeating it
· Abandon: throwing out the whole thing and trying something different
· NOTE: Teams will struggle with this a little bit in the simulation. You may not have enough time to make them experts, but if you can help them differentiate between the three As in the very basic sense that will help them in the PDSA cycle. The ACT step is usually where teams will either get them entirely or perform poorly. It is often where PDSAs fall apart. People will say they're doing PDSAs, but they're not really. They're often skipping stages or superficially doing stages. A lot of focus on the Plan and Do and not the Study and Act phases. They are not making decisions deliberately based on the data, oftentimes it's because of teams start moving really quick.
· Before they run next step: “Okay, before you before you do it. What is the change that you would like to test? What’s will you be changing?
· What if prediction is not met? We may not want to abandon this just yet. Okay, so what's our prediction. We're going to try the same thing again and we predict it's going to get better with practice. So that's a theory, that practice is going to help improve.
Take Aways
· When these simulations are done well, with some timely facilitation, at certain points we can pull out a lot of pearls about the basic fundamentals of improvement that sometimes we rush past to get to the more technical stuff.
· PDSA is probably one of the areas where improvement is criticized the most and where fidelity is the worst.
· Teams learning these basic fundamental skills will tremendously help teams in their QI work.
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