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Plan-Do-Study-Act (PDSA) Tool 

How to use the PDSA Tool 

This tool will guide you through the process of completing a Plan-Do-Study-Act (PDSA) cycle 
for Modules 1, 2, and 3. This tool is designed to help you implement instructional strategies to 
support the practice guide recommendations in your classroom and study their effect on your 
instruction and student learning. It includes four worksheets, each corresponding to the four 
phases of a PDSA cycle.1 

The following table describes the goals of each phase of the PDSA cycle. 

PDSA cycle overview 

Plan Goals: 
• Identify instructional strategies aligned with each recommendation to

implement and study during this PDSA cycle.
• Plan how you will incorporate the instructional strategies into your

instruction.
• Define what successful implementation of the instructional strategies will look

like for you and your students.
• Choose data tools that can provide information related to your definition of

successful implementation.

Do Goals: 
• Implement your planned instructional strategies.
• Collect data using the selected data tools.
• Capture low-inference implementation notes.

Study Goals: 
• Summarize your results.
• Analyze and reflect on your implementation data.
• Analyze and reflect on your outcome data.

Act Goals: 
• Use insights from the Study phase to determine how you will revise and

strengthen your implementation of the instructional strategies you used in
this PDSA cycle.

• Identify additional resources you might use to support your revised plan.
• Identify colleagues who might support you.

1 This tool draws upon resources from Continuous Improvement in Education: A Toolkit for Schools and 
Districts, developed by the Regional Educational Laboratory Northeast & Islands. Coaching PDSA Cycles is an 
additional resource available from the Carnegie Foundation for the Advancement of Teaching. 

https://ies.ed.gov/ncee/edlabs/regions/northeast/pdf/REL_2021014.pdf
https://ies.ed.gov/ncee/edlabs/regions/northeast/pdf/REL_2021014.pdf
https://www.carnegiefoundation.org/improvement-products-and-services/articles/coaching-pdsa-cycles/
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Plan phase 

How will you incorporate the instructional strategies into your instruction? 

1. Identify instructional strategies to implement.

a. What instructional strategies will you implement and study during this PDSA cycle?
Describe one or two strategies that you plan to try in your classroom.

b. Why did you choose these instructional strategies?
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2. Describe how you will implement the instructional strategies into a lesson or series of
lessons.

a. How will you use or adapt your curricular materials as you implement the
instructional strategies? Include the name, date, and/or number of the lesson plan or
series of lessons you are using.

b. When will you incorporate the instructional strategies (beginning/middle/end of
lesson/throughout lesson)? How often will you incorporate them (in how many
lessons)?

c. What mode(s) of instruction will you use to incorporate the instructional strategies
(e.g., whole-group discussion, small-group/pair work, independent work)?

d. What materials or resources, including those from the toolkit, will you use as you
implement the instructional strategies?
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What will successful implementation of the instructional strategies look like for you and 
your students? 

3. Define what successful implementation of your planned instructional strategies would
look like.

a. Which teacher actions will indicate that you have successfully implemented the
instructional strategies?

b. Which student actions will indicate that your students are engaged with your
instructional strategies?

4. Choose at least two data tools, including one that will give you information about your
implementation and one that will give you information about student outcomes, for each
instructional strategy you plan to implement.

a. Instructional Strategy #1:

i. Which data tools will you use to collect data that will give you valuable
information about implementation?

ii. Which data tools will you use to collect data that will give you valuable
information about outcomes?
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iii. Why did you choose these data tools?

b. Instructional Strategy #2 (if needed):

i. Which data tools will you use to collect data that will give you valuable
information about implementation?

ii. Which data tools will you use to collect data that will give you valuable
information about outcomes?

iii. Why did you choose these data tools?
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When and how will you use each data tool? 

Consider which specific questions from your chosen tools would be most appropriate for 
measuring the teacher and student actions that indicate successful implementation. Below, 
list the numbers of the specific questions from the tools that you will use. 

Instructional Strategy #1 

Implementation data tool(s) 

Data tool(s): 

Question number(s): 

When and how I will use the tool(s): 

Outcome data tool(s) 

Data tool(s): 

Question number(s): 

When and how I will use the tool(s): 
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Instructional Strategy #2 (if needed) 

Implementation data tool(s) 

Data tool(s): 

Question number(s): 

When and how I will use the tool(s): 

Outcome data tool(s) 

Data tool(s): 

Question number(s): 

When and how I will use the tool(s): 
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Do phase 

Implement the recommendation using your planned instructional strategies, take notes, 
and collect and record data using the implementation and outcome data tools. 

Implementation data tools: 

• Educator self-reflection tool. The educator completes a short, written reflection after
using their planned instructional strategy in the classroom.

• Visitation tool. The educator asks a colleague or administrator to visit a lesson in which
they use an instructional strategy from the toolkit. The visitor records their observations
and shares them with the educator after the lesson.

• Evidence/artifacts demonstrating implementation such as lesson plans, student
work, other classroom observations, or walkthroughs.

Outcome data tools: 

• Student survey. The educator administers this short survey to a class of students or to
a smaller subset of students following a lesson in which they used an instructional
strategy from the toolkit.

• Student knowledge assessment tool. The educator administers this knowledge
assessment to a class of students following a lesson in which they used an instructional
strategy from the toolkit.

• Data that the educator already collects within their classrooms, such as exit tickets,
quizzes, or tests.
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5. Record low-inference notes about what happened when you implemented the
instructional strategies. (Only one set of reflection notes is needed, even if implementation
occurred over several days.)
Low-inference notes are notes that document what happened, without jumping to conclusions as to why.
You can consider using this space to document any context on what was happening in your classroom on
the day(s) you implemented the instructional strategies (e.g., “schedule adjustment occurred after learning
students were coming from lunch rather than ELA”) in addition to capturing notes on if and how you
deviated from your implementation plan (e.g., “5 students were absent; I made 4 small groups rather than
the 5 groups I intended to use”).
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Study phase 

What did you learn from implementing the instructional strategies? 

Record results from the data tools and specific questions you identified in the Plan phase, 
step 4. 

Results from your implementation data tool(s): Review your data as suggested below. Then, 
use your data to answer the reflection question in the next box. 

Educator self-reflection tool: Review your responses to the self-reflection questions. 

Visitation tool: Review your visitor’s responses and notes on the visitation tool. 

6. Summarize. Summarize the results from your implementation data tools in one short
paragraph below.

7. Study data about implementation. Review the data you collected in the Do phase
section and study the data using the following prompts:

a. What teacher or student actions did you see (from the educator self-reflection tool,
visitation tool, or student survey)?

b. How do the actions compare with how you defined successful implementation in the
Plan phase?
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c. If different, why do you think this is?

d. Did your implementation data indicate that implementation went well? Why or why
not?

e. What aspects of implementation could be improved?

f. What additional data would help you confirm your explanations? How might you
collect those data in the future?
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Results from your outcome data tool(s): Summarize your results using your own tools or the 
optional tools provided below. Then, use your summarized results to answer the reflection 
questions in one of the two boxes below. Note that the reflection questions for the student 
survey are different from the reflection questions for the knowledge assessment and 
classroom data. 

• Student survey part 1 – Math learning survey template. Use the template on the 
Algebra Toolkit website2 that corresponds to the module you are working on to enter 
data from your student surveys. The template will then automatically create a data 
summary of the responses. Use that summary to answer the questions in the next section 
of this handout. 

• Student survey part 2 – Math class engagement survey template. Use the template3 
to enter data from your student surveys on math class engagement. The template will 
then automatically create a data summary of the responses. Use that summary to answer 
the questions in the next section of this handout. 

• Student knowledge assessment tool. Grade your students’ knowledge assessment. 
Use the template on the Algebra Toolkit website2 that corresponds to the module you are 
working on to enter data from your students’ knowledge assessment. The template will 
then automatically create a data summary of the responses. Use that summary to answer 
the questions in the next section of this handout. 

• Data that you already collect within your classroom, such as exit tickets, quizzes, or 
tests: Grade your students’ exit tickets, quizzes, or tests, then write a short response to 
each of the questions in the next section of this handout. 

8. Summarize (student survey only, part 1 and/or part 2): 

a. Which survey questions had the highest percentage of students reporting that they 
agree or strongly agree? 

b. Which survey questions had the highest percentage of students reporting that they 
disagree or strongly disagree? 

 
2 https://ies.ed.gov/ncee/rel/algebra-middle-and-high-school 
3 https://ies.ed.gov/ncee/rel/algebra-middle-and-high-school/xls/Module_1-
3_Math_Class_Engagement_Student_Survey_Data_Collection_Template.xlsm 

https://ies.ed.gov/ncee/rel/algebra-middle-and-high-school
https://ies.ed.gov/ncee/rel/algebra-middle-and-high-school/xls/Module_1-3_Math_Class_Engagement_Student_Survey_Data_Collection_Template.xlsm
https://ies.ed.gov/ncee/rel/algebra-middle-and-high-school
https://ies.ed.gov/ncee/rel/algebra-middle-and-high-school
https://ies.ed.gov/ncee/rel/algebra-middle-and-high-school/xls/Module_1-3_Math_Class_Engagement_Student_Survey_Data_Collection_Template.xlsm
https://ies.ed.gov/ncee/rel/algebra-middle-and-high-school/xls/Module_1-3_Math_Class_Engagement_Student_Survey_Data_Collection_Template.xlsm
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9. Summarize (student knowledge assessment or classroom data):

a. What was the average and/or median score?

b. What percentage of students were proficient or above in the math skill that your
assessment measured?

c. Was this percentage greater than the percentage of students who were identified as
developing and the percentage of students who were identified as approaching
proficiency?

d. Were there any assessment questions on which a high percentage of students scored
poorly? If so, which question(s)?

10. Study data about outcomes. Review the data you collected in the Do phase section
and study the data using the following prompts:

a. What student outcomes did you see (from the student survey or student content
knowledge tool)?



Plan-Do-Study-Act (PDSA) Tool 14 

b. How do these outcomes compare with how you defined success in the Plan phase?

c. If different, why do you think this is?

d. Did the outcomes data indicate that you achieved the student learning outcomes you
wanted? Why or why not?

e. What aspects of student learning related to the recommendation do you need to keep
working on?

f. What additional data would help you confirm your explanations? How might you
collect those data in the future?
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Act phase 

How will you continue to refine and implement these evidence-based practices in your 
classroom in the future? 

11. Based on insights from the Study phase, how will you continue to use and refine the
instructional strategies in the future? What, if anything, will you change next time you
use these instructional strategies?

12. What toolkit resources will you review or draw upon to support your revisions? How will
you use these resources?
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13. Which colleague(s) might be able to support you as you work to refine your use of
instructional strategies? What supports from these colleagues would be helpful?

14. How will you measure whether the refinements you have made have resulted in
improved instruction and student learning?
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