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About the Regional Educational Laboratory 
(REL) Program

Ten RELs work in partnership with LEAs, SEAs, and others to use data 
and research to improve academic outcomes for students.



RELs: Three Main Activities

• Conduct applied research

• Facilitate the flow of actionable, credible, up-to-date research 
evidence

• Provide technical support around data collection, evidence use, and 
research



Our Aspiration



How Do We Make Change? 



How Do We Make Change? (continued)



The Goal of Improvement Science

Achieve “Quality with Reliability”



Educators as 
empowered 
change agents



Iterative tests: 
Fail fast, learn fast

Marshmallow Challenge



Improvement Science Cheat Sheet



Model for Improvement
From The Improvement Guide: A Practical Approach to Enhancing 
Organizational Performance



Engine for Learning: 
The Plan-Do-Study-Act (PDSA) Cycle



Mr. Potato Head

Adapted from Mr. Potato Head Plan, Do, Study, Act (PDSA) Exercise by TrueSimple, LLC.  Williams, DM. and the Carnegie Foundation for the Advancement of Teaching



Simulation: Building a Potato Head



Mr. Potato Head Wants to Look His Best 

When you finish building Mr. P. H., he should look like this. 
Accuracy is important. 



Roles

• Time Keeper: Uses a device to keep time (seconds)

• Quality Inspector: Assigns accuracy score

• Note-taker: Fills out PDSA tracker – someone who has done Level 1

• Data-tracker: Records data on data recording sheet



Data and Measures



Accuracy Data Run Chart



Time Data Run Chart



Overview of the Activity

• Part 1: Baseline Test
• Collect baseline data on ONE test

• Part 2: Build a collective theory of improvement
• Part 3: All tables run tests

• Assign roles
• Identify change idea & make predictions
• Run test cycles and fill out the PDSA tracker

• Part 4: Network learning
• Share learnings
• Run test cycle and fill out the PDSA tracker

• Part 5
• Discussion & debrief



Part 1: Baseline test

• We will quickly run ONE cycle for baseline data  
• Need volunteers for

a) Time Keeper
b) Quality Inspector
c) Builder

• Predictions
i. Time
ii. Accuracy
iii. Other



Rules

1. Reconstruct Sam as shown in the picture.

2. Start only after the time keeper says “Go!”

3. Stop the timer only after a builder removes hands from all parts 
AND says “Done!”



Part 2: Develop a shared theory
Driver Diagram for Mr. Potato Head Assembly



Part 3: Run tests, try to improve (1)



Part 3: Run tests, try to improve (2)

BEFORE you build Mr. Potato Head:
• Assign roles (time keeper; quality inspector; 

note-taker; data tracker)
• Identify what change idea you will try & 

your predicted accuracy & time on 
“Testing Tracker”

AFTER you build Mr. Potato Head:
• Record your results
• Identify what you learned from that cycle
• Plan the next cycle

Adapted from Mr. Potato Head Plan, Do, Study, Act (PDSA) Exercise by TrueSimple, LLC.  Williams, DM. 
and the Carnegie Foundation for the Advancement of Teaching



STOP!



Part 4: Revisions to a shared theory?
Driver Diagram for Mr. Potato Head Assembly



Part 5: Discussion

1. What happened in your team?

2. What did you learn about building Mr. Potato Head?

3. What did you learn about PDSA cycles?

4. What did you notice about this approach to improvement?



Learning Our Way to Improvement



Determining the Size of the Test

©2009 RC Lloyd and IHI



REL West Information

This presentation was prepared for the Institute of Education Sciences (IES) under Contract ED-
IES-17-C-0012 by Regional Educational Laboratory (REL) West at WestEd. The content of the 

presentation does not necessarily reflect the views or policies of IES or the U.S. Department of 
Education, nor does mention of trade names, commercial products, or organizations imply 

endorsement by the U.S. Government.

The Regional Educational Laboratory West (REL West) at WestEd provides scientifically valid 
research findings that help meet the education needs in Arizona, California, Nevada, and Utah. 

Our staff draw from existing high-quality research, as well as conduct research and development 
projects and experimental studies. We also help stakeholders interpret evidence and build 

their own research capacity.
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