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Purpose

The purpose of this document is to provide a suggested process for
implementing the “I gave birth” initiative within a birthing facility or
outpatient practice. This document will provide step-by-step instructions on

how to create a team and implement the “I gave birth” initiative.

The “I gave birth” initiative is designed to create systems that support risk-
appropriate care of mothers and birthing people when they experience

maternal warning signs.

This tool kit includes guidance on creating systems and workflows across
Women's Services and Emergency Services to support timely access to care.
It also provides key educational topics to share with pregnant and

postpartum patients.

The “I gave birth” bracelet acts as a visual reminder to the patient's family

and staff. It is important to remember that the bracelet is only a tool and is

not the intervention.
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Getting Started:
Building Your Team

Who on your team is part of planning and implementing the “I gave birth” initiative?

How well is your team working together to make sure that the planning and
implementation of the initiative is successful?

The chart below is designed to help active implementation teams and communication strategies.
Implementation teams support the planning and implementation.

Guiding Questions Responses Next Steps

Who should be part of your team?
What roles (e.g. providers, labor and
delivery nursing,) should you include
in your team?

How will you make sure that a variety
of viewpoints are represented?

Who understands the needs of your
initiative and can serve on a team
designed to support implementation?
Identify 4-8 people.

Does your team need more
information to guide this work? What
other help is needed to support
implementation of the initiative?

What existing meetings can be
changed to focus on planning and
implementation?

Can implementation team members be
added to these meetings?

What is the best day and time for your
implementation team to meet to
discuss and develop action plans?

What supports are needed so that all
team members can attend the
meetings?

Consider things such as virtual meeting
technology.

Implementation Teams - Collaborative for Implementation Practice [Internet]. implementationpractice.org. 2021 [cited 2023 Mar 13]. Available from: https://implementationpractice.org/resources/implementation-teams/



Implementing an initiative that crosses multiple service lines requires the engagement
of an interdisciplinary team. Organizations that have implemented the “I gave birth”
initiative have found it beneficial to have the following team members involved in the
planning at the beginning:

For inpatient settings our suggestions include: For outpatient settings our suggestions include:

Administrative Staff

¢ Labor and Delivery Leadership Team
(Nurse Manager or Representative)

Front desk receptionist

e Postpartum Leadership Team
(Nurse Manager or Representative)

Emergency Departments

Emergency management
¢ Obstetrical Medical Director

» Providers
e Emergency Department Medical Director o Staff
o Staff representation from involved  Office Manager

departments (labor and delivery, postpartum
unit, emergency department, and some have
included the NICU staff)

¢ Patient/Family Advisor
e Data Managers

e IS/IT (to support build and development of
needed documentation within EHR)

Who from the community needs to be included?
These members don’t need to be on the inpatient team, but they are necessary for supporting full implementation

e Urgent Care

e WIC

Health Departments

Federally Qualified Health Centers
Early Childhood Care Centers



Selecting
Team Champions

Team champions are essential in providing direction and feedback when a change
in process is going to happen. Champions assist with encouraging collaboration from
all involved in the process, providing support and encouragement to staff
implementing a change, and ensuring on-going organizational commitment to
continuing a change.

Nursing Champions are designated as unit
experts and show leadership characteristics.
They help promote positive patient
outcomes and help implement nursing
models to change.

» Have a nurse champion for each unit to
support the implementation

When identifying key
members for champions

on the team, consider . . ) )
Provider Champions play a role in engaging

having people with a
. § peop . with clinical implementation, motivating
diverse set of skills, o i
. colleagues, and monitoring key metrics to
experience, knowledge, . . . .
. identify any inefficiencies that need to be
and perspectives.

adjusted.

Leadership Champions bring an innovative
and strategic perspective to the table, with a
broader end-to-end understanding. They
assist with communicating changes and
training employees.

» Consider risk management or quality experience



Meetings and
Communication

»
When preparing an effective team
meeting, choose a date when all key
members and champions can be present,
consider setting objectives, and include an

agenda. Ensure that the
. s . llow
During the initial meeting, the agenda 5P a:.e f’ ° ts ¢
. . . articipan (0]
should include an introduction of team p bants
o share thoughts
members (roles and contributions to the .
. and ideas
process) and team guidelines and protocols
. . . through
(team expectations and how decisions will . .
discussion

be made).

For all meetings ensure that the physical or
virtual space allows participants to share
thoughts and ideas through discussion and
include a wrap-up time and/or follow-up

email to document the next steps and .
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follow-up actions for subsequent meetings.



Implementation
Plan

Now that the team has been established, consider the following areas
for your implementation plan:

Workflows: Understand the current workflows to determine
how this project integrates into everything else already
happening in the care environment(s)
e This can be done via a meeting with the project team to assess the
next steps.

Timeline: Develop a timeline for the project and share it with
the team to help keep the project on track.

Staff Education: Understand and make a plan to fill any
applicable training or skills gaps for staff who will be
expected to carry out the project.

Share Essential Documents: Identify a location to share and
update project materials.
e SharePoint, Shared Drives, MS Teams, etc.

Measure Progress: Determine an approach for tracking the
implementation of project steps and outcomes and agree on
the frequency of reporting to ensure a timely implementation
across teams.

Questions: Provide a forum for questions and answers to
monitor and address common concerns

Measure Success: How will your team decide if the current
approach is successful? How will the results be measured and
how often?



Post

Implementation

Post Implementation involves the continued measurement of key
metrics to track utilization and adherence will improve overall patient

care and quality.

Below are examples of measures that teams may want to continue to track, even once the project is up and running:

Patients who delivered at
the hospital were given
bracelets and Post-Birth
Warning Signs training

Goal: 80% of patients who
deliver at hospital will
receive bracelet and PBWS
education

Proportion of patients within
the last month (3 months, 6
months, year) with receipt of
bracelet documented in the
chart

Proportion of patients within
the last month (3 months, 6
months, year) with delivery of

PBWS education documented in

the chart

Patients who visited ED,
urgent care, outpatient
office, or were readmitted
were screened for
postpartum status

Goal: 100% of women
screened; 70% of
postpartum women
wearing bracelet)

Proportion of women seen in
the last month (3 months, 6
months, year) who were
screened for having delivered
a baby in the last year

Proportion of women in the
last month (3 months, 6
months, year) who were
postpartum that were wearing
the “Igave birth” bracelet

Staff education is
kept up to date

Goal: 100% of current staff
are trained annually;
100% of new staff are
trained within 60 days of
start

Proportion of staff who have
received training on PBWS
and bracelets within the last
year

Proportion of new hires in the
last year who received
training within 60 days of
start
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