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Aim

Learn about and practice the 7 dimensions of Relational 
Coordination (RC) to rekindle the head, the heart and the hand 
of oneself, relationships with micro and mesosystem colleagues 
including citizens/recipients of care and services.

• Discuss “transactional” relationships and impact on processes 
and systems

• Introduce Relational Coordination
• Explore the 7 dimensions of communication and relationships
• Practice Relational Coordination (RC) mapping to identify 

strengths and improvement opportunities
• Discuss the RC survey and how the results can inform 

interventions to improve RC
• Review a case study to learn from RC in practice
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How Does Relational Coordination Fit in 
Clinical Microsystem Improvement Work?

•Over 500 interprofessionals in dozens of 
clinical microsystems have reported 
successful improvement support should focus 
80% of the effort on the “people” and less 
than 20% focus on the technical aspects of 
improvement.

• Think about improvement efforts you are familiar 
with, what percent of the time is the focus on 
technical/process improvement?  

• What percent of the time is focused on 
communication and relationships?
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The 5Ps

•The 5Ps
•Patterns in the clinical microsystem 
culture.
•Reoccurring communication and 
Relationships contribute to culture

•RC Mapping can help uncover cultural 
attributes that can help or hinder 
improvement and team dynamics
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“We’ve been doing process improvement for 
several years, and we think we’re on the right 
track… 
We’ve tried a number of tools for process 
improvement, and they just don’t address 
the relationship issues that are holding us 
back.”

-- Chief Medical Officer, 
Tenet Healthcare Systems

Assessing Technical Issues is Necessary but Not Sufficient



Institute of Medicine
“The current system shows too little 
cooperation and teamwork.  Instead, each 
discipline and type of organization tends to 
defend its authority at the expense of the total 
system’s function.” (2003)

Joint Commission
Communication failures were implicated at the 
root of over 70% of sentinel events. (2005)



Doctors and Nurse Recognize the Problems

Physicians
“The communication line 
just wasn’t there.   We 
thought it was, but it wasn’t.  
We talk to nurses every 
day but we aren’t really 
communicating.”

Nurses
“Miscommunication 
between the physician and 
the nurse is common 
because so many things 
are happening so quickly.  
Because patients are in 
and out so quickly, it’s 
even more important to 
communicate well.”
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“Relational Coordination” Background



Operations 
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Flight departure 
process: 
A coordination challenge

Passengers
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What is Relational Coordination?
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Relational Coordination

• Measures the quality of relationships and communication involved in 
the coordination of work

• Matters most for work that is complex, uncertain and time constrained.

• Drives quality, efficiency, satisfaction, and engagement outcomes.

• Is supported and reinforced by relational, structural, and process 
improvements.

© 2020 Relational Coordination Analytics, Inc. All Rights Reserved



What is Relational Coordination?

Relationships shape the communication through which coordination occurs.
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Communicating and relating for the purpose of task integration

For Better… Or Worse…

© 2018 Relational Coordination Research Collaborative. All Rights Reserved
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A THEORY THAT FOCUSES ON HOW THE CONNECTIONS BETWEEN ROLES IMPACT ORGANIZATIONAL PERFORMANCE. TEXTBOOK DEFINITION A BIT OF AN OLYMPIC JAUNT TO MAKE IT PRACTICAL.BUT ALL OF YOU IN YOUR PROFESSIONAL AND LIKELY PERSONAL LIVES HAVE EXPERIENCED RELATIONAL COORDINATIONRELATIONAL COORDINATION DESCRIBES AND MEASURES HOW GROUPS OF INTERCONNECTED PEOPLE COORDINATE WORK.IT IDENTIFIES SEVEN BEHAVIORS THAT ASSESS THE QUALITY OF THAT COORDINATION  – 4 COMMUNICATION, 3 RELATIONSHIP. TOGETHER, THEY BEHAVE AS A SINGLE CONSTRUCT CALLED RELATIONAL COORDINATIONWHAT’S IMPORTANT ABOUT THIS SLIDE IS THAT [READ SLIDE] IS THAT IT IMPLIES THAT RELATIONAL COORDINATION ISN’T FIXED – THERE ARE OPPORTUNITIES TO IMPROVE WHEN THINGS GET OUT OF WHACK AND YOU HAVE SOME INDICATORS ABOUT WHERE TO START



Seven Dimensions of RC
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Relationships Communication
Shared Goals
The extent to which other workgroups are 
seen as having shared goals for the work 
process.
Shared Knowledge
The extent to which other workgroups are 
seen as understanding the role of others in 
the work process.
Mutual Respect
The extent to which other workgroups are 
seen as valuing and respecting the role of 
others in the work process.

Frequent Communication
The extent to which communication from 
other workgroups is seen as sufficiently 
frequent.
Timely Communication
The extent to which communication from 
other workgroups is seen as on time, received 
when needed.
Accurate Communication
The extent to which communication from 
other workgroups is seen as accurate.
Problem-Solving Communication
When problems arise, the extent to which other
workgroups are seen as seeking solutions more so than 
placing blame.

© 2020 Relational Coordination Analytics, Inc. All Rights Reserved
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Seven RC Dimensions Survey Questions

1. Frequent communication How frequently do people in each of these groups communicate with you about 
the work that we do together?

2. Timely communication How timely is their communication with you about the work that we do 
together?

3. Accurate communication How accurate is their communication with you about the work that we do 
together?

4. Problem solving 
communication

When there is a problem in the work that we do together, do people in these 
groups blame others or try to solve the problem?

5. Shared goals Do people in these groups share your goals for the work that we do together?

6. Shared knowledge Do people in these groups know about the work you do in the work that we do 
together?

7. Mutual respect Do people in these groups respect  the work you do in the work that we do 
together?

7 Dimensions of 
Relational Coordination
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Relationships shape the communication 
through which coordination occurs ...

“Communicating and relating
for the purpose of patient care integration”

Findings
Relational Coordination….

Jody Hoffer-Gittell, PhD
http://rcrc.brandeis.edu/



Relationships of shared goals, shared knowledge and 
mutual respect provide the cultural underpinnings for process 
improvement 

Enable participants to connect in a meaningful way across 
functional and organizational boundaries -- allowing them to 
coordinate “on the fly”
•Shared goals help us to align actions with each other
•Shared knowledge enables us to understand how our tasks 
fit together

•Mutual respect encourages us to value the contributions of 
others and to hear what others have said

•Together these relationships support frequent, timely, 
accurate, problem-solving communication

Why do relationships matter?
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• Task interdependence that is reciprocal 

rather than sequential

• Uncertainty due to variability of inputs or 

demand

• Time constraints due to time-sensitive 

customer needs or resource limits

When does relational coordination matter most?
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Relational Coordination in 
Cystic Fibrosis Lung 
Transplant Transition
Adult Cystic Fibrosis Program
Lung Transplant Program
(2 microsystems=mesosystem)

Two different cultures that come together to create the 
mesosystem of care for people with CF exploring lung 
transplant

17



Mesosystems

•Mesosystem members are part of a 
“community” and have relationships and 
activities which frequently are not 
recognized, revealed, studied, discussed 
or improved … but that might change 
with value based systems
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Mesosystem Community

• The individual microsystems operate in ways that 
make or break the mesosystem as it attempts to 
provide high value care to individual patients and to 
clinical populations

• Share vision and mission?
• Good hand offs and transitions?
• Feed forward and feedback of information?
• Create a “memory” of patients and families?
• Regular communications and improvement?
• Schedule time to discuss and improve care across 
the mesosystem?

• Patient & family centered co-design and 
coproduction 
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Begin to Explore 
Relational Coordination
1. Relational Mapping
2. Relational Coordination Survey

Interdisciplinary improvement teams including patients and 
families complete this work.
The dialogue and learning about oneself and each other is 
the secret sauce.
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Red=low  
Blue=moderate  
Green=high

1. Frequent communication

2. Timely communication

3. Accurate communication

4. Problem solving 
communication

5. Shared goals

6. Shared knowledge

7. Mutual respect

Let’s begin to look at CF Lung Transplant 
Transition Process through the lens of Relational 
Coordination

“Relational Mapping”



Notice the 
colored 
circles



Adult CF Referring Program Relationship 
Maps
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Exercise
Create a Relational Map

1. Think about a microsystem you are familiar with where people work together to create care 
or services

• Medical Unit
• Dialysis Unit
• Research Group
• COVID-19 Immunization Team
• Others

2. Create a map showing each of the main workgroups in the microsystem
• Patient/Families
• Nurses
• Doctors/Consultants
• Assistants
• Receptionist
• Technologists
• Physios
• Pharmacists
• Others

3. Review RC 7 dimensions 
4. Using colored markers or different types of lines…estimate the RC score within each workgroup and 

then between the workgroups
5. The examples can help you

• Be prepared to discuss your findings and experience



Rapid Debrief
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Survey Questions
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1. Frequent Communication During the CF lung transplant transfer and transition process, how frequently do 
people in these roles communicate with you?

2. Timely Communication Do they communicate with you in a timely way during the CF lung transplant 
transfer and transition process?

3. Accurate Communication Do they communicate with you accurately during the CF lung transplant transfer 
and transition process?

4. Problem-Solving Communication
When a problem occurs with the CF lung transplant transfer and transition 
process, do people in these roles blame others or work with you to solve the 
problem?

5. Shared Goals Do people in these roles share your goals for the CF lung transplant transfer and 
transition process?

6. Shared Knowledge Do people in these roles know about the work you do as part of the CF lung 
transplant transfer and transition process?

7. Mutual Respect Do people in these roles respect the work you do as part of the CF lung 
transplant transfer and transition process?

8. CF and Lung Transplant Program 
Perspective CF and Lung Transplant perspective.

9. CF and Lung Transplant Program Site Selection.
© 2020 Relational Coordination Analytics, Inc. All Rights Reserved



CF and Lung Transplant Transition 
Learning and Leading Collaborative 

Columbia Presbyterian 
Lung Transplant Program 
New York City 

Long Island Jewish 
Adult CF Program
Long Island New York

Dr. Selim Arcasoy Program Director and 
Hanyoung Kim RN, MSN Senior Lung 
Transplant Coordinator from the

Dr. Janice Wang Program Director and 
Jacqueline Concepcion, RN CF Program 
Coordinator



Columbia Presbyterian and LIJ 
Relational Coordination Mapping Exercise
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Presenter
Presentation Notes
Each team created their RC Map considering the Referral process for a person with CF from LIJ to Columbia Presbyterian for lung transplant. They then reviewed them together to learn about each teams perspective. 



Combined Columbia and LIJ RC Map
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Presenter
Presentation Notes
When they then sat down and did the exercise together this is the Map they created. Where there are many Red (low) lines there are also several Green (High) RC lines as well. 



Columbia and LIJ RC Scores
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Long Island Jewish 
Adult CF

Columbia Presbyterian 
Lung Transplant

3.85

Presenter
Presentation Notes
These are the original RC Scores for Columbia and LIJ. Note the common scores under Timely Communication and Shared Knowledge. At this point in their work together supporting people with CF transitioning to lung transplant the team had no formal processes in place to communicate about the referral other than a referral form that was sent.  Even though they referred many patients over the years, none of the professionals on the team knew the name nor had never met their colloquies in CF or Lung Tx 



RC is supported and reinforced by relational, structural, 
and process interventions.
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© 2018 Relational Coordination Analytics, Inc.  All Rights Reserved 
Worldwide.

Interventions to Consider

© 2018 Relational Coordination Research Collaborative. All Rights Reserved
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RC ISN’T AS IMPORTANT IN SETTINGS WHERE WORK ISN’T INTERCONNECTED, THERE ISN’T VARIATION IN THE INPUTS, AND TIME IS NOT A CONSTRAINT. IN THOSE SETTINGS, IT’S A NICE TO HAVE BUT IT’S NOT CRITICAL.IN SETTINGS CHARACTERIZED BY INTEREPDENCE, TIME CONSTRANTS AND UNCERTAINTY, HIGH RC PROVIDES PERFORMANCE EFFICIENCIES



RC Improvement
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© 2015 Relational Coordination Analytics, Inc. All Rights Reserved

Organizations and teams shape relational coordination through relational, structural, and process 
improvements that foster relational coordination and positively impact performance outcomes.

Relational
Improvements that build 

relational dynamics based on 
shared goals, shared knowledge, 

and mutual respect.

Work Process
Process or procedural 

improvements that connect 
relational dynamics to the way 

the work gets done.

Structural
Redesign of the hierarchical 
arrangement of authority, 
communication, roles, and 

responsibilities to support cross-
functional coordination and 

relationships.

© 2020 Relational Coordination Analytics, Inc. All Rights Reserved



Improvement Strategies We Tested 
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• Interprofessional improvement teams focused 
on improvement and improving team 
dynamics

• Practicing effective meeting skills

• Team Coaching

• Daily huddles

• Weekly improvement meetings for CF 
program, Transplant program AND Transition 
Team (CF & Transplant Programs)

• Leadership development to lead improvement 
and create Transition Team conditions

• Assessment of current program processes and 
outcomes (5Ps, data)

• Improvement Discipline and practice 
(Microsystem Improvement Process)

• Structured learning sessions

• Communication topics (Active listening, empathic 
communication, conflict engagement and 
negotiation)

• Visual displays of improvement assessment and 
PDSA cycles with measurement to engage all team

• Managing up in the organization

• “Exchange program” cross-organizational 
observation and learning (Leaders visited partner 
site with coach)

• CF Transplant Transition meetings

• Patient and family members are partners

• Role play and improv to improve relationships

Sample Improvement Strategies (review the CF LTT LLC final compendium May 2019)

© 2020 Relational Coordination Analytics, Inc. All Rights Reserved



Joint Relational Coordination
Interventions

Kelly 
(Columbia Patient)

Chris 
(Columbia Patient)

Columbia 
Transplant Team

Katie
LIJ LCSW

LIJ Adult CF Care Team
(lead by Dr. Wang)

Kelly 
(Columbia Patient)

Mary 
(Kelly’s Mom/Caregiver)

Theresa
(LIJ RDN, CDN)

Sasha 
(Columbia LCSW)

Dr. Arcasoy
(Columbia Lung 

Transplant Medical 
Program Director)

Hanyoung
(Columbia Senior 

Transplant Coordinator)

Columbia Transplant 
Team

Kelly 
(Columbia Patient)

Chris 
(Columbia Patient)

Presenter
Presentation Notes
The two team implemented several different initiatives that worked to improve their RC over the course of the collaborative between and within each team. Note the involvement of patients and families in their work. 



Combined Columbia and LIJ Time 2 
Comparison

(Completed during COVID-19)

35

Presenter
Presentation Notes
Note the improvement in the timely communication and shared knowledge.  The team continues to work together on improving the care they provide to their shared patients families. 



Lessons Learned

• Focus on processes not people/behavior or the number
• Use the 7 dimensions to evaluate their  planned 

improvements. Do they help address identified RC 
opportunities?

• The simplest solutions can be the best.
• Help the team be “unconditionally constructive” 

assume that everyone wants high levels of RC in their 
workplace and the barrier may only be not having a 
standard process in place to allow it to happen.

• The Patients perspective and involvement can help the 
team see RC differently.

• The Relational Mapping is a huge awareness builder 
and can be “good enough.”
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Summary

Learn about and practice the 7 dimensions of Relational 
Coordination (RC) to rekindle the head, the heart and 
the hand of oneself, relationships with micro and 
mesosystem colleagues including citizens/recipients of 
care and services.
• Why relational coordination and what we can learn to 
improve the systems of care through communication 
and relationships.

• Relational Mapping can be “good enough” to stimulate 
dialogue

• Relational Coordination Surveys can provide deeper 
insight including pre/post measures to assess the 
impact of interventions.
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Thank you
Margiegodfrey@gmail.com
Randall.Messier@UNH.edu
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