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AHM Program Timeline
Problem Assessment and 
Project Design Phase

March – April 2018
q Assess current workflows, 

challenges, measures
q Narrow and prioritize 

improvement opportunities
q Create project work plan, 

outlining improvement 
strategies, deliverables. 
Submit to IHQC by April 30

Pilot and Implementation 
Phase

May – December 2018
q Pilot improvement efforts
q Attend IHQC webinars
q Share project updates with 

IHQC + sponsored coach.  
Work with coach to plan 
next improvement 
activities

q Scale-up improvement 
efforts



To date, AHM webinars have covered:
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Change Management

PDSAs and 
Piloting Our 

Improvement 
Ideas



Today’s Webinar –
Embedding and Sustaining Change
• Strategies to help you are your team move 

beyond piloting your projects by:
q Improving your project readiness for 

implementation

q Approaches to implement and embed your project

q Considerations for spreading your project to new 
providers, teams, and/or sites

• Review Calendar and Next Steps
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1. Getting 
Started

2. Defining 
the 
Problem

3. Under-
standing 
the systems
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4. Designing 
and testing 
solutions

5. 
Implement-
ing and 
sustaining 
change

6. Spreading 
change

Improvement Project Timeline



Implementation Checklist
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Improving Your Readiness To Implement

q Data: Demonstrable Improvements & Perceived 
Value

q Leadership buy-in and support
q Efficient: Processes, Technology, and Equipment
q Oversight: Measurement, management
q Skills: Staff’s Capacity, Competency, and Training
q Communications and Change Management

q Organization: Clinical, Operational, 
Regulatory, and Financial Implications



Trend: 5 or 6 consecutive points going 
up or down
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Source: HQ Ontario QI Measures Primer 

Testing new referral  protocols 
and tracking processes  

Training PCPs in 
Referral Checklist



Shift – 6+ consecutive points above or 
below the median
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Source: HQ Ontario QI Measures Primer 

Testing new referral  protocols 
and tracking processes  

Training PCPs in 
Referral Checklist



AHM Data Example
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Numerator:  # of 
Assigned Health Net 
patients who 
completed CCS 
screening 

Denominator: # of 
assigned Health Net 
patients eligible for 
CCS screening

% Goal

May 2018 4 20 20%

40%

June 2018 10 20 50%

July 2018 6 20 30%

Aug 2018 3 20 15%

Sept 2018 6 20 30%

Oct 2018 4 20 20%



AHM Data Example
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Numerator:
Peds patients seen 
who completed 
immunizations

Denominator:
Peds patients seen 
who are due for 
immunizations

% Goal

June 2018 4 20 20%

60%

July 2018 ? ? ?

Aug 2018 10 20 50%

Sept 2018 13 20 65%

Oct 2018 11 20 55%



13 Source: Spreading change: A guide to enabling the spread of person- and 
community-centred approaches for health and wellbeing.  Health.org.uk



AMH Project Examples
• Time to complete outreach 

calls
• Hesitant to lead morning 

huddle discussions
• New patient education 

script is complicated and 
wordy

• Too many places to 
document screening in 
EMR – tough to remember

Optimize the Changes for Easier Adoption

Block 15-minutes after 
lunch for Alyssa to do 

reminder calls to 5 patients

Create Huddle Guide w/ 
checklist of things to review 

and discuss

Have MA rewrite script 
using more natural 

phrasing; test on 2 patients

Create 1-page cheat sheet 
for documenting screenings 

(w/ pictures); tape new 
computer screen



Implementation/Spread Models
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Photo: Flickr, Steven Guzzardi

Linear

Exponential

Big Bang



Improving Your Readiness To Implement

q Data: Demonstrable Improvements & Perceived 
Value

q Leadership buy-in and support
q Efficient: Processes, Technology, and Equipment
q Oversight: Measurement, management
q Skills: Staff’s Capacity, Competency, and Training
q Communications and Change Management

q Organization: Clinical, Operational, 
Regulatory, and Financial Implications



Efficient Processes, Equipment, Tech
q Efficient changes – any new workflows, 

processes, and other project changes 
have been refined and updated to 
ensure they are as clear and efficient as 
possible. 

q Trainings, checklists, workflows, 
scripts, and reminder systems have 
been created and tested to help staff 
learn/adopt these changes.  

q Training requirements are identified 
including content, duration, faculty/ 
coaches, and delivery mechanism 

q IT systems have been 
modified/optimized to support this 
change.
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Standard Work
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VISUAL,   SIMPLE   and    EFFECTIVE

Standard work is a method where you define and 
standardize the sequence, timing, supplies, people, 
space and equipment used in a particular task. 

Photo Source: pasukaru76 Grunt 
Instructions
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Standard Work for Cardiovascular 
Surgery Discharges
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Source: Kaiser Permanente Improvement Institute: Standard Work, May 2016



Standardizing Work in 
Our AHM Project

- Reminder calls
- Check lists
- Health Education
- Documentation/ Coding
- New huddle protocols
- Referral tracking and monitoring
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Emotional_ Rational 

1. Motivate Stakeholders

2. Direct Your Stakeholders

3. Optimize the Changes for Easier Adoption

How Can We better 
Manage Change?

Adapted from Switch by Chip and Dan Heath



Plan for Setbacks
Issue Causes
Failure to Launch • Employees resistant to change

• Rationale for “why change” not communicated across 
organization, nor are benefits of change credible to the 
organization

Failure to Sustain •New changes are not supported by change in day-to-day 
behaviors
• Change agents – not line leaders – lead the change
• Staff are not given new skills and capabilities to make the 
change
• Managers are not held accountable for performance
• Senior leaders do not role model desired new way of working

Failure to Scale
and Continuously
Improve

• No overarching blueprint for change across the organization 
with crystal clear objectives and priorities
• Competing priorities
• Limited leadership capacity to manage the process
• Waning focus from senior team

Source: Spread Primer.  Health Quality Ontario (April 2013)



Using the Implementation Checklist
Use Implementation Checklist to identify at least 2-3 areas 
that your team should work on to help with 
implementation.  Then use Implementation Plan Template 
to outline your action plan and next steps 
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PLANNING FOR SPREAD
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Spreading Improvement is Notoriously 
Challenging
• Research in UK hospitals and health centers showed that 

– 1/3 of projects reverted back to the status quo after 12 
months

– 1/3 maintained improvements at pilot sites but did not 
spread

– 1/3 maintained improvements and showed some signs of 
adoption organization-wide.
• Source: Dr Lynne Maher, Counties Manukau Health, Sept 2014

• Fortune 100 companies success rates of spreading 
initiatives company-wide reported to be between 20% & 
50%
– Source: Strubel. Why do employees resist change? HBR 1996
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Why is Spreading Improvement 
Notoriously Challenging?
ØResistance to change – tough to change status 

quo, especially when next steps are unclear
ØBeyond needing a strong project team, it also 

takes strong leadership – vision and align 
resources

ØRequires testing changes under enough 
circumstances to know if it will really work

ØRequires testing with front line staff/end users 
rather than champions
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Planning for Spread 
Pilot Site

• Team responsible for 
maintaining/monitoring 
changes?

• Measurement/monitoring 
system in place?

• Leadership buy-in? 
Confidence that program 
should be spread?

Spread Site
• Staff have the skills & 

competency needed to 
adopt changes?

• Project management and 
oversight?

• Measurement system in 
place for tracking progress?

• Different space, operations 
considerations?
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Scale-Up and Sustainability Resources
Spread and Sustainability Toolkits:
• IHQC Spread Assessment – Login to your cohort page at IHQC.org
• Implementaiton and Spread Primer from Health Quality Ontario: 

http://www.hqontario.ca/Portals/0/Documents/qi/qi-implementing-and-sustaining-changes-primer-
en.pdf

• Spreading Improvement Primer from Health.org: 
http://www.health.org.uk/sites/health/files/SpreadingImprovementIdeas.pdf

• Assessment of Spread Frameworks: https://www.ncbi.nlm.nih.gov/pmc/articles/PMC4731989/

• Spread and Sustainability Toolkit for NHS: 
http://www.qihub.scot.nhs.uk/media/596811/the%20spread%20and%20sustainability%20ofquality%20
improvement%20in%20healthcare%20pdf%20.pdf

• Detailed Tips for Leading and Spreading Improvement: 
http://www.qihub.scot.nhs.uk/media/835521/spread%20and%20sustainability%20study%20review%20
(web).pdf

• Kaiser Permanente Spread Toolkit: 
http://ep50.eventpilotadmin.com/doc/clients/IHI/IHI2011/library/M6_presentation_Spreading_Effectiv
e_Practices.pdf

Change Management
• Stick by Chip and Dan Heath
• Change Management Primer: http://www.hqontario.ca/Portals/0/Documents/qi/qi-change-

management-primer-en.pdf

30

http://www.hqontario.ca/Portals/0/Documents/qi/qi-implementing-and-sustaining-changes-primer-en.pdf
http://www.health.org.uk/sites/health/files/SpreadingImprovementIdeas.pdf
http://www.qihub.scot.nhs.uk/media/596811/the%20spread%20and%20sustainability%20ofquality%20improvement%20in%20healthcare%20pdf%20.pdf
http://www.qihub.scot.nhs.uk/media/596811/the%20spread%20and%20sustainability%20ofquality%20improvement%20in%20healthcare%20pdf%20.pdf
http://www.qihub.scot.nhs.uk/media/835521/spread%20and%20sustainability%20study%20review%20(web).pdf
http://ep50.eventpilotadmin.com/doc/clients/IHI/IHI2011/library/M6_presentation_Spreading_Effective_Practices.pdf
http://www.hqontario.ca/Portals/0/Documents/qi/qi-change-management-primer-en.pdf


Access AHM Resources on IHQC.org
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Username: ahm2018     
Password: improvement



On-Demand Fundamentals in QI

• Six 25-30 minute web-based modules aimed to give you 

additional skills, strategies, and techniques to support your 

HEDIS Improvement Projects; and address gaps found in your 

QI Capacity Assessment Results 

1. Problem Assessment 

2. Project Planning

3. PDSAs

4. Measurement & Data

5. Embed & Sustain

6. Project Management 
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Accessible Now on IHQC.org!
Username: ahm2018     
Password: improvement



IHQC Staff Contact Info:

- Chris Hunt, MPH – chunt@IHQC.org
- Bridget Cole, MPH – bcole@IHQC.org
- Sharon Lau – slau@IHQC.org

www.IHQC.org
Username: ahm2018     Password: improvement

mailto:chunt@IHQC.org
mailto:bcole@IHQC.org
mailto:slau@IHQC.org
http://www.ihqc.org/

