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Learning Session Agenda

Introduction

TeamBirth Core Knowledge & 
Skills

○ Learn: Shared Planning Tool - NEXT HUDDLE
○ Learn: WHEN TO HUDDLE

TeamBirth Implementation ○ Implementation Roadmap & Timeline
○ Current core activities: 

○ SOCIALIZE CULTURE CHANGE
○ PROVIDE TRAINING & PRACTICE 

HUDDLES
○ Reminder - ASSESS YOUR CONTEXT

Looking Ahead ○ Takeaways From Today
○ Action Items



NJ TeamBirth Websites

Access the private NJ Cohort Resource Page

www.njhcqi.org/teambirthnjcohorts

Password: NJcohorts2022!

Public TeamBirth NJ website

https://www.njhcqi.org/shared-decision-making

http://www.njhcqi.org/teambirthnjcohorts
https://www.njhcqi.org/shared-decision-making/
https://www.njhcqi.org/shared-decision-making/
https://www.njhcqi.org/shared-decision-making/
https://www.njhcqi.org/shared-decision-making/
https://www.njhcqi.org/shared-decision-making/


TeamBirth Implementation Pathway
Guiding practice and culture change activities to ensure effective and sustainable 
implementation



TeamBirth Core Knowledge & Skills



TeamBirth Core Components
Critical to successful delivery of TeamBirth across the maternal health 
continuum

2.
SHARED 

PLANNING 
TOOL

1. 
STRUCTURED

TEAM HUDDLES

Structured conversations 
that includes the birthing 
person and their support 

people

Visual tool that structures 
communication and 
provides space to 

document discussions 
during huddles





KEY BEHAVIOR: Promote the role of each team member

TEAM

INTENT

To ensure all roles have 
valuable input in shared 
decision-making

To establish psychological 
safety by providing an 
invitation and ongoing 
opportunity to participate

DETAILS

Verbalize that a TeamBirth 
huddle is occurring 

Start with the patient followed by 
their support people

Ensure relevant team members 
are included 

May include additional 
information (e.g. here until 7 pm 
shift change)



KEY BEHAVIOR: Elicit patient preferences, thoughts, 
& concerns to inform the current plan

PREFERENCES

INTENT

To humanize the person 
giving birth & gain insight to 
what matters most now

To give customized clinical 
care

To facilitate equitable care

DETAILS

May include referencing an 
already established birth plan

Expect them to change over 
time

Opportunities to discuss 
expectations

Encourage support people to 
help write in this section

Should be written in the 
patient’s word choice (ie. break 
water vs AROM)



Discussion

What is the value in asking for 
more information about a 
preference or concern?

Preferences 
Prompt 

Exploration

What are the risks in asking 
for more information?

What shapes the preferences 
and concerns that people hold?



Preferences Prompt Exploration

“What are you hoping this will help with (or prevent)?”

“What experiences led you to this [perspective/preference/concern]?”

“I’d like to hear more about [stated preference/concern], what more 
can you share with me about this?”

When a preference or concern is shared with you…
Pause. And get curious!



What’s the relationship between the Plan & Preference part of 
Huddles and a person’s “birth plan”?

TeamBirth & Birth Plans

Preferences Plans

What matters most to a birthing person at the 
time of the Huddle 

With a birth plan:
● Discuss the stated preferences
● Support and education how the birth plan 

preferences relate to their current 
experience and current plan of care 
being discussed at each Huddle

Without a birth plan:
● Elicit their current thoughts, questions, & 

concerns related to their experience and 
the plan of care being discussed at each 
Huddle

What healthcare professionals recommend based on 
their assessments and a patient’s stated preferences

With a birth plan:
● Acknowledge and incorporate stated preferences 

into the current care plans being discussed in each 
Huddle

With or Without a birth plan:
● Consistent use of the TeamBirth Plan format helps 

teams:
○ Untangle plans for the birthing person, their 

baby, and the labor progress
○ Identify where the birth plan preferences can 

be incorporated 

Birth Plan = 
Written summary or 
list of a patient’s 
preferences for their 
birthing process



CONNECTION: PREFERENCES AND 
PLANS

Patient preferences discovered in the Preferences section of 
the Huddle directly inform what is prioritized in the Plan section.

Elicit patient preferences that 
inform care planning

Distinguish the different care plans for 
the birthing person, baby, and labor 

progress



KEY BEHAVIOR: Distinguish the different care plans
PLAN

INTENT

To ensure transparency and 
precision during care 
planning

To facilitate clear 
communication and shared-
decision making

DETAIL
S

Plan content should be written in 
patient friendly language

Each Huddle, the Plan should 
be discussed even if no change 
is made

Can be updated more frequently 
as needed by the nurse



Discussion
How involved do patients want to 
be in decision making?Clinician 

Perspectives on 
Shared Decisions

When is a person’s autonomy 
conditional in a health care setting?





How do my assessments fit into the shared planning tool & huddles?
Clinical Assessment

Assessments PREFERENCES + PLAN

Assessments provide critical information 
that inform the PLAN

● Assessments are not explicitly included 
on the board because:

○ Clinicians don’t need a shared 
planning tool to remind them to do 
or talk about their assessments

○ Assessments are documented in 
the EHR

The shared planning tool reminds us to:

● Elicit patient PREFERENCE information 

● Use shared decision making to apply what you 
know from your assessment and the 
PREFERENCES to establish the current 
PLAN

○ This often includes sharing your 
assessment or articulating future needs 
for assessment

○ Only what we are currently doing for the 
mom, baby, and labor progress get written 
in the PLAN section





KEY BEHAVIOR: Set shared expectations for the 
timing of the next huddle

NEXT HUDDLE

INTENT

To reduce uncertainty for 
the patient and support 
person

To facilitate situational 
awareness

DETAILS

Identify planned times for 
huddles 
(e.g. next labor evaluation, in a specific time 
frame)

Identify likely reasons to initiate 
an as needed huddle 
(e.g. if pain increases, a decision needs to 
be made)

Anyone can request a huddle

They can occur in-person or 
over the phone/video 
conference 



Wrapping up the Huddle based on the 
PLAN:
1. Set expectations and make sure the 

patient understands what is coming

2. Identify potential planned or as needed 
Huddles to note on the board

Facilitating situational awareness
Next Huddle



There is no prescribed number of huddles 
expected to occur per patient, per day, or 
per birthing experience

The goal is:

● To have a huddle anytime there is a 
change in conduction or care plan and 
by request

● Not to make you huddle more than is 
necessary for the typical standard of 
care 

Facilitating situational awareness
Next Huddle

By 10pm
After next exam

Anytime we need to

~2 or 3 hours



WHEN TO HUDDLE



Door to Door TeamBirth

Triage / 
OBED

Around admission, 
ensure an INITIAL
huddle occurs that 

establishes TeamBirth 
as the standard process 

for communication

Admission

Ensure patient needs are 
addressed and support 

labor progress with 
PLANNED and AS 
NEEDED huddles

Labor

Huddle to discuss about 
deciding to do an 

assisted delivery or c-
section

Birth

Huddle with newborn 
providers or lactation to 
address changes to the 
newborn plan of care

Newborn

If transferring, establish 
the new mom baby 

board and huddle as 
needed for changes to 

the care plan 

Postpartum Discharge

These key moments describe how TeamBirth is put in practice throughout the birthing 
journey.



Types of Huddles

Occurs at or around admission to establish TeamBirth as the 
standard care process for communication for every patient

Occurs at key decision points, changes in the plan of care, 
and requests from any team member

Every patient at a TeamBirth facility should experience an initial huddle

“Is this patient 
ready to 
admit?”

INITIAL

ONGOING



Types of Huddles

Based on clinical workflows. Commonly understood time 
points when huddles are expected can be predicted or 
scheduled

Initiated when there is an unplanned update or 
communication need, often identified by the 
patient, support person, or nurse

Any member of the care 
team (including patients 

and support persons) 
requests a huddle

PLANNED

AS NEEDED



Identifying your key moments and their sparks

“Are we going to start 
supplementing with formula?”



HUDDLE TIMING
Review the TeamBirth Components 
resource for guidance on adapting 
Huddles to your unique context 
go.ariadnelabs.org/TBcomponents

Use the When to Huddle infographic to 
align with your teams on your patient 
journey’s unique key moments and 
huddle sparks

https://go.ariadnelabs.org/TBcomponents
https://library.ariadnelabs.org/share/78678B33-E462-4FAA-B75663B5A185B621/?mediaId=DDAB06E7-8F3D-4967-B150D4317E0330CC




Design your tool
Create a work plan to ensure your team can manage the process efficiently

Completion Needs Assessment Planning
Work Plan 
Logistics

❏ How many rooms?

❏ What type of boards for 
each room: triage, 
postpartum, L&D, etc?

❏ Are frames needed?

❏ Dry erase or inserts?

❏ Writing utensils for each 
board?

❏ Establish available budget 
& desired timeline

❏ Identify vendor

❏ Clarify regulatory and 
branding requirements

❏ Engage relevant 
stakeholders: marketing, 
patient experience, 
purchasing, facilities, etc

❏ Work plan design and 
test activities

❏ Set deadlines for 
purchasing and 
installation

❏ Order boards

❏ Install boards



Design & 
Test FinalizeDraft Test

Design your tool
Use the TeamBirth Components resource to guide your unique 
adaptations

❏ Review 
examples

❏ Edit the 
template

❏ Get input from 
care team

❏ Get input from 
patients / 
advocates

❏ Make a prototype 
with paper or a 
dry erase board

❏ Have champions 
try out the draft

❏ Use different 
Huddle scenarios 
with the draft

❏ Get feedback on 
what works and 
what doesn’t

❏ Update your 
draft based on 
feedback

❏ Finalize design 
with 
appropriate 
approvals

❏ Send your final 
design to your 
TeamBirth 
Coach for 
review

Complete and 
Send Draft of 

Board Mock Up 
by Next 

Coaching Call 



TeamBirth Implementation



TeamBirth Implementation Roadmap
Building on the priority implementation activities from the first session

PHASE PREPARE ENGAGE & COACH IMPLEMENT SUSTAIN

CORE 
ACTIVITIES ✓ Build your team

✓ Develop your 
strategy

✓ Assess your 
context 

✓ Customize 
TeamBirth

✓ Socialize TeamBirth

✓ Provide training & 
practice huddles

✓ Conduct patient 
surveys

✓ Test & improve

✓ Collect data & 
feedback

✓ Launch TeamBirth

✓ Monitor & celebrate 
progress

✓ Embed for 
sustainability

✓ Evaluate impact & 
continuously 
improve



Core Implementation Activity: 
SOCIALIZE TEAMBIRTH



PREPARE PHASE

SOCIALIZE TEAMBIRTH

OBJECTIVES

Apply your TeamBirth communication strategy

Utilize the TeamBirth resources available for socializing 
TeamBirth

Convey key messages to engage colleagues and ensure strong 
buy-in

ADAPT Your methods for how and when you talk to, present on, and 
answer questions about TeamBirth

CORE: Build familiarity and buy-in for TeamBirth across staff and 
clinicians

“Socialize” just means 
intentionally talk about 

TeamBirth!



THE BASICS What the project is and why it is important?

THE GOALS How this project is aligned with your individual, team, or 
organizational priorities and values?

THEIR ROLE What will be asked of them and how they benefit by 
participating (What’s in it for them?)?

WHAT TO 
EXPECT

How everyone will learn about the project and be 
supported throughout implementation?

Where and when the opportunities will be to engage 
and provide feedback?

Socialization Key Points
Key messages or points to engage in with colleagues:



SOCIALIZE TEAMBIRTH
Our collection of resources help support your messaging and 
communication plan

TeamBirth 1-
pagers & 

Infographics

Share and reference 
these documents about 
TeamBirth’s Components 
and Implementation

Why TeamBirth 
Video

Share this short video 
showcasing TeamBirth
go.ariadnelabs.org/Why_TeamBirth

Publications

Share the TeamBirth 
research demonstrating 
its effectiveness and 
impact

http://go.ariadnelabs.org/Why_TeamBirth


SOCIALIZE CULTURE CHANGE
Take the steps to ensure your implementation has strong buy-in

❏ Review and download the resources in the 
Socializing Package: go.ariadnelabs.org/TeamBirth
(also linked on your Cohort Resource Page)

❏ Why TeamBirth (video)
❏ Infographic | Why TeamBirth
❏ Why TeamBirth | Components & Implementation Overview
❏ Infographic | TeamBirth Key Behaviors
❏ TeamBirth Implementation Support Overview
❏ TeamBirth Data 3-Pager
❏ TeamBirth News and Media Coverage
❏ TeamBirth publications

❏ Discuss the communication plan to socialize 
TeamBirth

❏ Get socializing by sharing the resources and having 
conversations!

Turning an infographic into a 
poster

http://go.ariadnelabs.org/TeamBirth


Socialize TeamBirth

❏ What thoughts do you have 
on how you will socialize 
TeamBirth?

❏ How will you reach 
providers?

❏ What questions do you 
have?



Core Implementation Activity: 
PROVIDE TRAINING & PRACTICE HUDDLES



ENGAGE & COACH PHASE

PROVIDE TRAINING & PRACTICE 
HUDDLES

OBJECTIVES

Identify who should be trained 

Ensure everyone who received training has multiple opportunities to practice 
huddles

Develop and begin your TeamBirth training strategy

Milestones:
❏ All Champions completed training
❏ All clinicians completed training (goal: minimum of 80% completed by 

launch)

ADAPT Your strategy for training: who, how, and when

CORE: Establish the knowledge for applying TeamBirth’s components (huddles, the 
shared planning tool, and discussion and support guides) AND put training into practice 
by applying knowledge in practice scenarios with multidisciplinary groups



MAR APR MAY JUN JUL AUG SEP OCT NOV DEC

Champion 
Training

All Staff Training

Training Timeline

Launch in 
Sept!We are here!

Start by training and practicing with your champions so they 
are ready to support staff training this fall through launch

80% of staff completed



For TeamBirth success,
Ensure everyone has the necessary knowledge AND the opportunity to 
apply it

Scenarios 
& feedback

Videos, slides, 
& infographics

Tabletop Simulations
Scenario stations

LMS integration
Live presentations

ADAPTATION
EXAMPLES

TEAMBIRTH
SUCCESS!

CORE IMPLEMENTATION COMPONENTS

PROVIDE TRAINING
Didactic knowledge

PRACTICE HUDDLES
Application



TeamBirth Training Videos
Access and download videos and resources via the Ariadne Labs 
Collection: go.ariadnelabs.org/TBtraining (and linked on your Cohort Resource 
Page)

https://go.ariadnelabs.org/TBtraining


Video 1: Why TeamBirth is for 
everyone!

Use early and often for socialization 

Implementation Team 1 - 7 

OB Providers & Midwives 1 - 6

LDRP RNs, Doulas, CBEs 1 - 6 

L&D RNs 1 - 3, 5 -
6

Anesthesiologists / CRNAs 1, 2, 6

Postpartum RNs, Lactation, & 
Newborn Providers 1, 2, 4 

Who should watch which video?
Assign staff based on the content relevant to their role



Provide Training

CORE IMPLEMENTATION COMPONENTS

PROVIDE TRAINING
Didactic knowledge (videos & 

slide)

PRACTICE HUDDLES
Application

Adaptation for 
your context

● Assign videos in online learning 
management system

● Distribute QR codes for YouTube 
links

● Give your own live presentation of 
TeamBirth video content

● Supplement videos with TeamBirth 
resources like the infographics

● Role play huddle simulation in 
multidisciplinary groups

● Tabletop scenario practice

● Demos

● SIMs

● Combine with skills day

Ensure everyone has the necessary knowledge AND the opportunity to 
apply it



Training Resources
Use these resources to support staff and provider education and 
training: go.ariadnelabs.org/TBtraining
(also linked on your Cohort Resource Page)

Resource Examples 
• Guide to Eliciting Preferences
• Infographic | TeamBirth Basics
• Infographic | When to Huddle
• TeamBirth Shared Planning Tool Word Bank
• Spanish TeamBirth Shared Planning Tool Word Bank 
• TeamBirth Training Scenarios
• Template | Training Lunch & Learn Slide Deck

… And more

https://go.ariadnelabs.org/TBtraining


MAR APR MAY JUN JUL AUG SEP OCT NOV DEC

Champion 
Training

All Staff Training

Training Timeline

Launch in 
Sept!We are here!

Start by training and practicing with your champions so they 
are ready to support staff training this fall through launch

Goal: 80% of staff 
completed



Core Implementation Activity: 
ASSESS YOUR CONTEXT



Prepare for your assessment: 

● Share the Atlas survey and provide reminders while advocating for 
survey completion to reach the 60% response rate goal

ASSESS YOUR CONTEXT

FEB MAR APR MAY JUN

Pre-Implementation 
Survey

Report on Findings in 
Coaching Calls



Looking Ahead



Implementation Timeline

JAN FEB MAR APR MAY JUN JUL AUG SEPT OCT NOV DEC +

Learning 
Session

s
4th 

Monday

#1 #2 #3 #4 #5 #6 #7 #8 #9 #10 #11 #12

Coachin
g Calls

Activitie
s

Staff Training

Atlas 
Survey

Patient Surveying

Go 
Live!

Champion 
Training

Baseline Patient 
Surveying

Order & Install Boards



Today’s Key Takeaways
Shared Planning Tool: NEXT HUDDLE
● Setting clear expectations for future huddles
● Reduces uncertainty by providing transparency

WHEN TO HUDDLE
● All patients should have an initial huddle to establish norms
● Ongoing, planned, and as needed huddles will occur throughout 

their stay at key decision points or requests

Socialize Culture Change
● Review and share TeamBirth resources
● Build buy-in across staff

Provide training & practice huddles
● Establish staff knowledge for applying TeamBirth’s components 
● Apply training via practice scenarios with multidisciplinary groups

Assess Your Context
● Surveying staff to understand your strengths and opportunities for 

improvement is essential 



Action Items 
Implementation Pathway Action Items Details & Resources

GENERAL Find resources on the TeamBirth NJ Cohort 
Resource Website

http://www.njhcqi.org/teambirthnjcohorts
Password: NJcohorts2022!

SOCIALIZE CULTURE 
CHANGE

Implementation team review the resources and 
discuss your team’s communication strategy

Cohort Resource Page or  
go.ariadnelabs.org/TeamBirth

Start having conversations and sharing 
resources 

PROVIDE TRAINING & 
PRACTICE HUDDLES

Implementation Team and Champions watch 
training videos

Training Resources

Plan training for staff and providers HOW TO | Provide training & practice huddles

CUSTOMIZE 
TEAMBIRTH

Draft your board design HOW TO | Customize Your Shared Planning 
Tool

Submit draft to Armonie & Christine by 3/31/26 Email: apierrejacques@njhcqi.org & 
civery@njhcqi.org

ASSESS YOUR 
CONTEXT

Begin distributing your Atlas survey links Create a socialization & surveying flyer using 
this template!

http://www.njhcqi.org/teambirthnjcohorts
https://go.ariadnelabs.org/TBtraining
https://library.ariadnelabs.org/share/7750A22D-F17D-4980-AB3C084803C25355/?mediaId=91A13CFE-C73F-482F-A774C3AFCE90C9FA
https://library.ariadnelabs.org/share/7750A22D-F17D-4980-AB3C084803C25355/?mediaId=D39E3311-5098-40EA-A5C29B53E8D95224
https://library.ariadnelabs.org/share/7750A22D-F17D-4980-AB3C084803C25355/?mediaId=D39E3311-5098-40EA-A5C29B53E8D95224
mailto:apierrejacques@njhcqi.org
mailto:civery@njhcqi.org
https://library.ariadnelabs.org/share/7750A22D-F17D-4980-AB3C084803C25355/?mediaId=5A9A73BA-1638-4D30-8A23EC308D383861


Share your feedback!
● Anonymous
● Short survey
● Tell us what you like
● Tell us how to improve

Email Armonie & 
Christine for 
● Support and updates
● Resources
● Implementation questions & needs

Next Steps

apierrejacques@njhcqi.org
civery@njhcqi.org

Coaching Calls
See follow up email for 
Learning Session Handout

Learning Session 3
April 22, 2026
1:00 - 2:00 pm EST

mailto:apierrejacques@njhcqi.org
mailto:civery@njhcqi.org
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