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Collective Risks We Face
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2016 - 2017 Program Timeline
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Agenda
Project Delivery Leadership Essentials (15 Min)

Communication Measurement (30 Min)

Communication Development (50 Min)

Housekeeping (5 Min)

Plus/Delta (10 Min)
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Effective Leadership Mitigates Risk

Leaders are:

Engaged and have a positive project impact 

Maintain consistent personnel throughout 

project timeline

Proactively engage key players to a project

Create opportunity through clarity in roles and 

responsibilities

Foster productivity and quality with forward-

thinking actions
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Leadership Traits for Effective Project Performance 

Project Delivery Leadership Traits

Respectful Creates Vision Honest Prepared
Decisive Inspiring  Honorable  Organized
Solution Minded Motivating Trustworthy Proactive
Informed Empowering Emotionally Stable Forward looking
Factual Enabling Resilient Fair
Logical Creates 

Engagement
Confident Cooperative

Authoritative Effective 
Communicator

Consistent Demanding

Coach Accessible Dependable Responsible
Listener Open Supportive
Understanding Aware Transparent



Communicate Your Way to 
Desired Outcomes.

Can we measure it?
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Communication Measurements

» Survey

» Goal Achievement

» Daily Huddles

» RFI Responses

» Constraints

» % Plan Complete

» Co-Location Environment

» Communication Matrix & Procedures



Case Western Reserve University 
Health Education Campus

Team Survey #3
June 30, 2016
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Sample Survey
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Survey Samples
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Survey Samples

Snapshot: 4 Questions out of a Total of 33
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Survey Samples
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Survey Result Trends
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Survey Methods



+

Developing Relational Coordination

Prepared by John Paul Stephens, Ph.D.
Associate Professor
Dept. of Organizational Behavior
Weatherhead School of Management
Case Western Reserve University



+
The challenge for today’s organizations

 Pressure to deliver better outcomes 
at  lower cost

 Learning to do more with less

 Are these goals possible to achieve? 

Can relational coordination help 
organizations to achieve these goals?



+
Relational coordination…

 …Focuses on the quality of communication among 
interdependent stakeholders

 This matters because…

 “An organization comes into being when (1) there are 
persons able to communicate with each other (2) who are 
willing to contribute to action (3) to accomplish a common 
purpose. These elements are necessary and sufficient 
conditions initially, and they are found in all such 
organizations” (Barnard, 1938, p. 82). 



Measuring relational coordination
RC dimensions Survey questions
1. Frequent 
communication

How frequently do people in each of these groups 
communicate with you about  [focal work process]?

2. Timely 
communication

How timely is their communication with you about  
[focal work process]?

3. Accurate 
communication

How accurate is their communication with you about 
[focal work process]?

4. Problem solving 
communication

When there is a problem in [focal work process], do 
people in these groups blame others or try to solve 
the problem?

5. Shared goals How much do people in these groups share your goals
for [focal work process]?

6. Shared 
knowledge

How much do people in these groups know about the 
work you do with [focal work process]?

7. Mutual respect How much do people in these groups respect  the 
work you do with [focal work process]?



Mapping relational coordination
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Relational Mapping to Identify and 
Change Communication Patterns
 What is the interdependent work process?

 What is the overall goal of the activity in the case? 

 Which groups/actors were involved?

 Put each actor in a circle, and for each relationship between 
two actors, consider how strong it is in the 7 dimensions of 
RC

 Color the lines between each actor, indicating strength of RC

RED = LOW RC
BLUE = MEDIUM RC
GREEN = HIGH RC



+
How did Relational Coordination 
apply here?

8-25

 Relational Coordination

 Frequency of 
communication?

 Timeliness of 
communication

 Problem-solving nature of 
communication?

 Accuracy of 
communication?

 Sharedness of goals?

 Sharedness of knowledge?

 Amount of mutual respect?



+
Learning Takeaways

 Relational coordination helps us figure out not just whether a 
system of relationships works, but also why

 Relational coordination surveying and mapping can be an 
analytic tool as well as intervention

 Delivering feedback involves timely, constructive, and 
respectful communication from you too!

13-26
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Barriers to Communication

» Unfamiliar Team Players

» Lack of Trust

» Cultural Differences

» Geographical Distance

» Egos

» Improper Delivery System



Communicate Your Way to 
Desired Outcomes.
How do we develop it?
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Co-location/ Big Room

• Co‐Location
• Education & Continuous 

Improvement 
• Pull Planning 
• Reliable Promising ‐ LRM
• communication through 

structured and 
improvised meetings

• Report Outs – Allows all 
partners to see where we 
are on the Schedule, 
Scope and Target Budget

• Transparent Decision 
Making – A3

• Video Conferencing
• WebEx & Join.Me
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Pull Planning – Design, Construction & Transition /Activation
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Education – Standard Work
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Education – Process Mapping
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Communication Tools
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Planning & Scheduling Activities
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Communication Messaging
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Huddle Format to Maintain Communication
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Documentation of Ideas and Follow Through
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Documentation of Ideas and Follow Through
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Communication Styles
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Communication Procedures



Inspire. Educate. Unite.

Communication Procedures
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Managing Conflict

“Tactics to separate 

substantive issues from 

personalities:
» Focus on the facts

» Multiply the alternatives

» Create common goals

» Use humor

» Balance the power structure

» Seek consensus with qualification.”
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May 2016 Program Recap

 ‐  1.00  2.00  3.00  4.00  5.00

Objectives were clear

Provided new/useful information

Amount of material covered was appropriate

Was worth the time I invested

Gain a better understanding of subject

Facilitators were knowledgeable and
professional

Enough time was allocated

Apply what I learned in the future

Cogence Program Survey Results

Mar‐16 May‐16

March 2016 Program: Attendees 43, Survey Responses 26
May 2016 Program: Attendees 41, Survey Responses 37 
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May 2016 Program Recap

Plus
» Welty’s recap of Risks

» Everyone participated

» New members

» Future roadmap helpful

» Time management

» Room temperature controlled

» Toolbox discussion good

» Program set up for discussion

Delta
» More specific toolbox ideas

» Late arrivals

» Need understanding of how 

this information will be 

disseminated

» Continue to work on creating 

value

» Share Cogence global strategy
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Website Place Holder



Strategic Plan Review
3 August 2016 | 12:00

@ Karpinski Engineering
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July 2016 Program Recap

Plus
» Organized event – effort and 

preparation was evident

» Great participation

» Practical solutions

» New ideas learned  

Delta
» Make information available

» Make solutions/tools practical 

to “resource limited” projects

» Get information out to industry

» Ask for feedback to shape 

discussion when invitation goes 

out



Next Meeting
14 September 2016 | 4:30
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