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Plan, Do, Study, Act

(PDSA)

What are we trying to accomplish?
What is our time-specific aim?
What is the target audience or population that will be affected?

How will we know it's an improvement?
What are our quantitative measures for the specific change we are
making?

What change(s) can we make that will result in improvement?

PDSA is a model for accelerating improvements through the "scientific
method, adapted for action-oriented learning," with changes made and
tested in a real-world setting (IHI) through cycles of planning, trying,
observing results, and acting on what is learned. It contains four phases that
can be done in any order. PDSA starts with the hypothesized answers to
these questions:

http://www.apiweb.org/
http://www.ihi.org/resources/Pages/HowtoImprove/default.aspx
http://www.ihi.org/resources/Pages/HowtoImprove/ScienceofImprovementHowtoImprove.aspx


What is the goal? 
What principles underpin this goal? 
How does COVID-19 vaccination relate to the facility's mission and culture? 
When specifically should the goal be accomplished? 

Who is/will be affected? 
Who is trusted by stakeholders, influential, and can help facilitate or champion COVID-19 vaccination?
Who/what are barriers or hindrances for HCP to COVID-19 vaccination? What is at the root of their concerns?
How will the organization assure transparency, fairness, equity, and inclusion?

What are the communications tools most likely to be effective to:
Foster interaction and build trust between HCP and leadership?
Reach stakeholders? How do those affected get information?
Interact with stakeholders to get and give information? 

Implementation Team Charter and Roster
Stakeholder interview questions; list of potential stakeholders; 3 Ways to Help Your HCP Get Immunized (pdf)
Legal considerations and exemptions

Questions:
1.

a.
b.
c.

2.
a.
b.
c.

3.
a.
b.
c.

Resources:

Principles, Team, and

StakeholdersPLAN

https://ortp.guidelinecentral.com/cv19_toolkits/development-implementation-team/
https://ortp.guidelinecentral.com/cv19_toolkits/stakeholder-analysis/
https://ortp.guidelinecentral.com/cv19_toolkits/appendix-3/
https://ortp.guidelinecentral.com/cv19_toolkits/appendix-3/
https://ortp.guidelinecentral.com/wp-content/uploads/sites/10/2021/07/Vaccination-as-a-CoE-Principles-Infographic.pdf
https://ortp.guidelinecentral.com/cv19_toolkits/exemptions/


examples

Goal: educate frontline nurses to achieve 90%
vaccination rate 6 weeks after educational series. 
Principles: HCP and patient safety, compassion,
inclusivity.
Audience for educational activity: available to all
HCP, but specifically for frontline nurses (add
information learned from stakeholder analysis)
Communications activity: 3 live Q&A listening
sessions (recorded and available for later viewing
by organization's HCP)

PLAN
1.

2.

3.

4.

https://ortp.guidelinecentral.com/cv19_toolkits/stakeholder-analysis/


Educational activity(s): purpose, audience, facilitators/presenters, time, and place. 
Target audience's needs and motivators: 

Times and dates that work for different shifts
Onsite, offsite, and/or and online access
Verbal communications: Town Halls, Q&A, listening session webinars that facilitate back-and-forth, webinar
recordings
Visual communications: employee homepage, screen savers, loop slides, posters, fact sheets, FAQs
Individual and peer learning with incentives and rewards/gamification, webinar slides or leave-behinds

Communications resources: 
Overview
CDC "Vaccinate with Confidence":

Communication Checklist
Key Messages and Conversation Starter
How to address COVID-19 misinformation
How to tailor your message
Printables (see F and G)

1.
2.

a.
b.
c.

d.
e.

3.
a.
b.

i.
ii.

iii.
iv.
v.

OperationalizationDO

https://ortp.guidelinecentral.com/cv19_toolkits/communications-tools/
https://www.cdc.gov/vaccines/covid-19/downloads/Appendix-A-Communication-Confidence-Checklist-508.pdf
https://www.cdc.gov/coronavirus/2019-ncov/vaccines/keythingstoknow.html
https://www.cdc.gov/vaccines/covid-19/downloads/Appendix-B-Conversation-Starter-508.pdf
https://www.cdc.gov/vaccines/covid-19/health-departments/addressing-vaccine-misinformation.html
https://www.cdc.gov/vaccines/covid-19/hcp/tailoring-information.html
https://ortp.guidelinecentral.com/cv19_toolkits/communications-tools/


examples

Educational activity(s): 3 live webinars, recorded
for later viewing, with speakers answering pre-
submitted and live questions on specific
topics/concerns per webinar held.
Details: days and times, presenters, speakers for
Q&A, communications and promotion of events,
follow-up take-aways and distribution of
recording. Include date for submitting questions
in advance.

DO
1.

2.

Goal: educate frontline nurses to achieve 90%
vaccination rate 6 weeks after educational series. 
Principles: HCP and patient safety, compassion,
inclusivity.
Audience for educational activity: available to all
HCP, but specifically for frontline nurses (add
information learned from stakeholder analysis)
Communications activity: 3 live Q&A listening
sessions (recorded and available for later viewing
by organization's HCP)

PLAN
1.

2.

3.

4.

https://ortp.guidelinecentral.com/cv19_toolkits/stakeholder-analysis/


Feedback, Impact, and AnalysisSTUDY
Metrics: e.g. attendance/participation, changes in weekly vaccination rates (see "Metrics")
Feedback: from planners, presenters, and participants
Analysis:

What appears to have contributed toward achieving the goal?
What does not appear to have helped progress toward the goal? 
What can change to improve results of educational offerings (e.g. availability, times, topics, presenters,
leave-behinds)?

1.
2.
3.

a.
b.
c.

https://ortp.guidelinecentral.com/cv19_toolkits/examples/


examples

Educational activity(s): 3 live webinars, recorded
for later viewing, with speakers answering pre-
submitted and live questions on specific
topics/concerns per webinar held.
Details: days and times, presenters, speakers for
Q&A, communications and promotion of events,
follow-up take-aways and distribution of
recording. Include date for submitting questions
in advance.

DO
1.

2.

STUDY
Evaluation of first listening session: feedback shows
more time needed for Q&A and discussion, additional
discussion of safety monitoring for women who are
planning to become pregnant, not accessed by
certain roles; consider barriers to those in these roles
(time, location, language).

Goal: educate frontline nurses to achieve 90%
vaccination rate 6 weeks after educational series. 
Principles: HCP and patient safety, compassion,
inclusivity.
Audience for educational activity: available to all
HCP, but specifically for frontline nurses (add
information learned from stakeholder analysis)
Communications activity: 3 live Q&A listening
sessions (recorded and available for later viewing
by organization's HCP)

PLAN
1.

2.

3.

4.

https://ortp.guidelinecentral.com/cv19_toolkits/stakeholder-analysis/


Making ImprovementsACT
Build visibility of successes by sharing and celebrating, and encouraging others to share and celebrate,
increases in vaccination numbers. 
Involve individuals/roles who can address necessary improvements for subsequent educational efforts. 
Consider which groups had the highest uptake of activities and increases in vaccinations, and who were lower,
and identify factors that may have affected their participation or follow-through. Target ways to improve
access for those groups who participated less or remained less willing to be vaccinated.

Disseminate: inform planners what was successful, and what was not, and what needs to change for the next
efforts:

1.

2.
3.



examples

Educational activity(s): live webinar, recorded for
later viewing, with speakers answering pre-
submitted and live questions on specific
topics/concerns per webinar held.
Details: days and times, presenters, speakers for
Q&A, communications and promotion of events,
follow-up take-aways and distribution of
recording.

DO
1.

2.

ACT
Improvements for next listening session: initial
presentations shortened for longer Q&A, inclusion of
peer champion, additional fertility health SME,
including questions not able to be answered at the
conclusion of the previous session or between the
two listening sessions, offer one Spanish-language
session after-hours.

STUDY
Evaluation of first listening session: feedback shows
more time needed for Q&A and discussion, additional
discussion of safety monitoring for women who are
planning to become pregnant, not accessed by
certain roles; consider barriers to those in these roles
(time, location, language).

Goal: educate frontline nurses to achieve 90%
vaccination rate 6 weeks after educational series. 
Principles: HCP and patient safety, compassion,
inclusivity.
Audience for educational activity: available to all
HCP, but specifically for frontline nurses (add
information learned from stakeholder analysis)
Communications activity: 3 live Q&A listening
sessions (recorded and available for later viewing
by organization's HCP)

PLAN
1.

2.

3.

4.

https://ortp.guidelinecentral.com/cv19_toolkits/stakeholder-analysis/


SHEA COVID-19 Resources 
Multisociety Statement for COVID-19 Vaccination of HCP
CDC 

Overview of COVID-19 vaccines 
Available COVID-19 vaccines
Vaccinate with Confidence Tool Kit: Strategy to Reinforce Confidence in
COVID-19 Vaccines
MMWR: 

Aug. 24: Vaccine effectiveness (VE) in HCP during Delta;
Hospitalizations by Vaccination Status in LA
Aug. 18: Cases and Hospitalizations by Vaccination Status in NY;
Sustained Effectiveness of mRNA Vaccines in US Adults 

EEOC What You Should Know about COVID-19 and the ADA and EEO Laws 
APIC Vaccination Resources
IDSA:

Real Time Learning Network: Vaccines 
Diversity, Equity, and Inclusion Principles

IHI How to Improve PDSA Resources 
National Academies of Sciences Engineering Medicine Strategies for
Building Confidence in COVID-19 Vaccines
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