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The Alliance for Innovation on Maternal 
Health is a national, cross-sector 

commitment designed to support best 
practices that make birth safer, improve 

maternal health outcomes, and save lives. 

You can find more information at 
saferbirth.org.



Before We Get Started 

You are muted upon entry to the call.

You will have the ability to unmute yourself during Q&A times.

We encourage participants to remain muted to reduce background 
noise.

If you are experiencing technical difficulties, please chat an AIM staff 
member or email aimdatasupport@acog.org

This presentation will be recorded.

Both the slides and recording will be available on the AIM 
Sustainability COL Webpage and shared in the Monthly Digest 

newsletter.
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Sustainability in Healthcare Implementation
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Visit: saferbirth.org
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How do we 
keep this 
project moving 
forward? 
Creating a path for 
Sustainability



Disclosures 

• The presenters have no financial relationships to disclose

• The presenters will not discuss any off-label or 
investigational use of medications in this lecture



Learning Objectives

Define sustainability

Identify key elements for sustaining QI initiatives

Develop a process to ensure improvement and leadership teams can 
bring new interventions to care when appropriate and identify when 
projects are not meeting desired goals



What is sustainability? 

• “Ensuring gains (outcomes) are maintained beyond the life of the 
project, or the institutionalization or routinization of programs into 
ongoing organizations systems”*

• Why did we do this project in the beginning?  
• Is that still a goal?

• Sustainability is not “keeping things as they are.”  It is continuing to 
understand the outcome/goal we want and evolving the processes.  

*https://www.ahrq.gov/hai/tools/ambulatory-surgery/sections/sustainability/training-tools/slides.html



Why is sustaining improvement so important – 
and so difficult? 





This is the cycle that we’re going to think 
about today



Why is sustainability so hard?  
First, it’s not as interesting as improvement



There are other reasons as well… 

We want to get this done now

We might not know what is the key process or outcome measure

We can’t quite get the measure from our system

We don’t really know what we’re going to do during this project
Especially if we are learning/developing new processes along the way

Full implementation seems so far away

The people who will need to keep this going are not at the table

No-one is asking for a sustainability plan





Is there a secret to sustaining improvements? 
Sustaining improvement is not an on-off event 

IHISustainingImprovementWhitePaper.pdf

QUALITY PLANNING

QUALITY
IMPROVEMENT

QUALITY
CONTROL

Continuous touch-
points and improve as 
needed



Quality Improvement and Quality Control work 
together

Scoville R, Little K, Rakover J, Luther K, Mate K. Sustaining Improvement. 
IHI White Paper. Cambridge, Massachusetts: Institute for Healthcare 
Improvement; 2016.

‘Internally driven 
process, taking self-
corrective action’

New ways to solve 
the problem

Environment change
• Staff type
• Staffing ratios
• Geographic 

location
• Resource 

availability
New Goals



Ultimately, there are 3 main drivers for high 
performing teams

Scoville R, Little K, Rakover J, Luther K, Mate K. Sustaining Improvement. 
IHI White Paper. Cambridge, Massachusetts: Institute for Healthcare 
Improvement; 2016. (



Consider primary drivers of high-performing 
systems

• Management system is organized to anticipate and detect defects, 
maintain stable operations, respond to abnormalities

Drive Quality Control (Operations)

• Management system mounts coordinated projects to improve 
process capability

Manage Quality Improvement (System Change)

• Positive trust relationship encouraged and sustains frontline staff 
engagement in QC and QI

Establish a Culture of High-Performance Management

https://www.ihi.org/sites/default/files/IHISustainingImprovementWhitePaper.pdf

©2003 Institute for Healthcare Improvement



There are 4 groups to consider when thinking 
of quality

Patients experience the system

Working team interprets and puts the system into action

Management provides resources, assists in direction 

Leadership sets priorities, helps initiate and maintain 
quality and safety



It takes a coordination and trust between 
management, leadership and the working team

Work 
Team/QI

design and test 
solutions

Management 

 process and 
outcomes

Leadership 
prioritize, 

suggests aim, 
resources

Patients

Experience 
/influence 
the system



There are many 
different tools 
teams may use to 
plan sustainability

What tools have you used? 



MOCHA is an efficient way to think about 
sustainability

https://www.ihi.org/sites/default/files/2023-11/IHITool_Sustainability-Planning-
Worksheet.pdf

Measurement Ownership Communication 

and Training

Hardwiring 

the Change
Assessment of 

Workload



Measurement is core to monitor the process and 
outcome

IHISustainingImprovementWhitePaper.pdf

What will we display publicly?

What will we continue to 
measure?

Who collects it and how often is 
it to be reviewed?  By who?

What will we stop measuring 
once the QI is complete?
  
What will the team do if they see 
a negative signal ?



Ownership of the process needs to be clear

IHISustainingImprovementWhitePaper.pdf

Where do patients go to when we 
don’t meet the standard?

Who owns the new work standard 
(usually leadership)?

Who will respond to the  process 
and outcome data?

Is leadership involved in the 
improvement  planning?

Is leadership on board with the 
changes? 



Communication of the changes and ongoing training 
should be either added to present process or created

IHISustainingImprovementWhitePaper.pdf

How will patients know what to 
expect?

How will we communicate about the 
standard to our team ongoing?

How will we support individuals in the 
new standard we have set? 

What type of training will we use for 
our present and new colleagues?



Hardwiring the change is essential

IHISustainingImprovementWhitePaper.pdf

How will we make it difficult to do the 
wrong thing and easy to do the right 
thing? 

Where is this updated process 
available to the teams?  

How do we make sure that the change 
allows for modification as new ideas 
and tools become available?

How does patient feedback affect this 
hardwired process?



Assessment of workload is necessary to keep the 
process possible and safe

IHISustainingImprovementWhitePaper.pdf

Do we need to adjust the 
workload over time? 

How does this new process 
affect all the other workloads?

Do we need fewer or more 
work hours or effort at the 
time of this process?



MOCHA is an efficient way to think about 
sustainability

https://www.ihi.org/sites/default/files/2023-11/IHITool_Sustainability-Planning-Worksheet.pdf

Measurement Ownership Communication 

and Training

Hardwiring 

the Change
Assessment of 

Workload

• What we will 
continue to 
measure

• What we will  
stop 
measuring

• What will we 
do if there is 
a negative 
signal

• Who owns 
the new work 
standard

• Is s/he 
onboard with 
the changes

• Who will 
communicate 
the change? 

• How will the 
change be 
communicated

• How will we 
make it hard 
to do the 
wrong thing 
and easy to 
do the right 
thing? 

• How will we 
standardize?

 

• Are our 
changes 
increasing the 
overall 
workload? 



An example:  QI was done to initiate improved 
Postpartum Mental Health information for patients with 
discharge information and info magnets

Structure Measures

• 5/5 Structure 
measures 
reported as fully 
implemented

Process Measures

• 2/3  Process measures 
reported at 85% or 
greater for 3 
consecutive quarters

• 1/3 process measures 
reported at 75% or 
greater x2 consecutive 
quarters

• Unit reviews 
conducted quarterly 
during day shifts 

Outcome Measures

• >90% of patients going 
home with verbal, 
written information 
and magnets

The team went through problem identification, process improvement ideas, 
prioritization, PDSA testing, and measurement to know if the changes 
improved the outcomes.



Let’s use the MOCHA sustainability planning worksheet



Complete the MOCHA worksheet with people leading and 
managing the project



Sustainability Planning: Knowledge 
Pearls
• Clearly define your AIM

• Has the AIM changed since you started your QI program implementation? 
• Identify measures for sustainability as part of your QI program implementation
• Consider using IHI’s MOCHA or another sustainability planning tool

• Sustainability doesn’t just happen – you must plan for it!
• Develop a plan of action for when, not if, your data indicates a negative shift

• Can you make minor corrections as part of your sustainability plan 
OR
• Can you move the project back into a QI phase to address factors contributing to the 

negative shift
• How will you keep leaders and staff up to date on sustainability monitoring? 



Scoville R, Little K, Rakover J, Luther K, Mate K. Sustaining Improvement. 
IHI White Paper. Cambridge, Massachusetts: Institute for Healthcare 
Improvement; 2016.



Breakout Session 
(20 minutes)



Evaluate a project for sustainability 

Back to the basics: Choose a project
• What were you trying to improve? 

• What was your aim?
• What changes did you test? 

• Have your changes over time resulted in improvement?
• Does your data reflect the changes you desire?  

• How did you know a change was an improvement
• What were you measuring?

• Did you keep up the processes and outcomes you wanted?
• Do you know who is monitoring the process?
• Extra points: have you kept variance low?



Share what you learned

A-ha moments from break out groups



Call to action

• What QI projects do you have in flight? 
• What is your sustainability plan for each 

QI project? 
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