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How Do We Make Changes That Will Be Sustained?

In planning to make changes, keep in mind the following three questions to help you keep on task:

· What are we trying to accomplish?

· How will we know a change is an improvement?

· What changes can we make that will result in an improvement?

Remember that there is a route to developing promising changes. Start with an understanding of current processes and systems; move into creative thinking -- including change concepts; use testing cycles.  An easy testing cycle to use is the PDSA (Plan, Do, Study Act) rapid-cycle test.

Plan  
This first step in the PDSA cycle involves planning. In this step, the framework for the change is created.

Key actions in the “plan” phase

· Identify objectives (select the change to be made) 

· Write an aim statement (a written statement of the accomplishments expected from the improvement effort)
· Identify questions and predictions (what will happen when the change is made, and what data will you collect to determine if the change was successful?)
· Create action plan 

Do 
This second step in the PDSA cycle involves implementing the change defined in the planning phase. In this step, the change is carried out.

Key actions in the “do” phase
· Carry out the action plan

· Document problems/unexpected observations

· Collect data on key indicators
Study

This third step in the PDSA cycle involves implementing the change defined in the planning phase. In this step, the effects of the change are studied.

Key actions in the “Study” Phase
· Analyze data and effects

· Compare data to predictors

· Summarize what was learned 

· Explore reasons for the findings

Act

This fourth step in the PDSA cycle involves acting on the results of the change. In this step, decisions are made about the change.

Key actions in the “Study” Phase
· Decide if the change will be built into system

· Identify next cycle

· Decide on modifications

· Limit the number of modifications

· Test on a small scale

· Involve other people








Why test? 

There are a number of reasons to test changes on a small scale.

1. To increase facility’s perception that the change can actually be successful 

2. To document how much improvement can be expected from the change

3. To learn to adapt similar changes to other conditions of your environment

4. To evaluate expected costs of the change

5. To assess for unanticipated side effects of the change
6. To minimize facility’s resistance to implementation
TIP: How to be successful
Here are some hints to help you be successful in making changes.

· Remember to scale down the size of the test and be sure to collect useful data during each testing cycle

· Plan multiple testing cycles to test the change, and always think a couple of cycles ahead

· Don’t try to get consensus on the change; rather, test with a group of volunteers

· Make the test feasible; be innovative and creative with testing ideas

· Test over a wide range of conditions

More tips

Here are some additional things to remember.

· Maintain communication with all those affected

· Remember the organizational priorities

· Bite off what you can chew

· Fix obvious problems

· Look upstream

· Document progress and problems

· Monitor changes; publicize and celebrate successes
Worksheet for Testing Change


Aim: (Overall goal you would like to reach):

Every goal will required multiple smaller tests of change 

	Describe your first (or next) test of change:
	Person Responsible
	When to be done
	Where to be done

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


	List the tasks needed to set up this test of change:
	Person Responsible
	When to be done
	Where to be done

	1. 
	
	
	

	2. 
	
	
	

	3. 
	
	
	

	4. 
	
	
	

	5. 
	
	
	

	6. 
	
	
	



	Predict what will happen when the test is carried out:
	Measures to determine if prediction succeeds:

	1. 
	1.

	2. 
	2.

	3. 
	3.

	4. 
	4.

	5. 
	5.

	6. 
	6.



Describe what actually happened when you ran the test: 


Describe the measured results and how they compare to the predictions:


Describe what modifications to the plan will be made for the next cycle from what you learned:
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Determine what changes need to be made
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