What It Is: Relational job design is a process to examine and align how the
responsibilities of each role relate to each other role across a team, including
responsibilities for coordinating with other roles inside and outside the team, including
coordination with clients.

Why It Matters: Relational job design helps to clarify responsibilities relative to other
team members, helping to reduce confusion, prevent duplication of effort and ensure
accountability for coordination, leading to better teamwork and productivity.

How To Do It: Guided by results of the Org Structures Assessment, identity which jobs
need a more relational job design. Interview team members to review current roles and
expectations. Use tools like responsibility matrices (e.g., RACI) to clearly define and
document who is responsible, accountable, consulted, and informed for specific tasks.
Address overlaps or gaps in responsibilities. Update job descriptions to reflect findings,
especially coordination responsibilities. Revisit as the work changes over time.
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= Selecting & training for teamwork
= Relational job design

= Shared accountability & rewards
= Shared conflict resolution

= Boundary spanner roles

= Shared meetings & huddles

= Shared protocols

= Shared information systems

= Shared space

A summary of the evidence:
Bolton, R., Logan, C., & Gittell, J. H.
(2021). Revisiting relational
coordination: A systematic review.
The Journal of Applied Behavioral
Science, 57(3), 290-322.

Gittell, J. H. (2016). Structural interventions in Transforming relationships for high
performance: The power of relational coordination. Stanford University Press.
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https://drive.google.com/file/d/117RPnFLvJH_K9VF9lvIoT5VZEkdlde8Q/view?usp=sharing
https://drive.google.com/file/d/1B9gAIUPtq1WZQelNAjElOy1vi-JnPS5g/view?usp=sharing
https://drive.google.com/file/d/1B9gAIUPtq1WZQelNAjElOy1vi-JnPS5g/view?usp=sharing

Structures Nurses Case Physicians Residents Physical Respiratory
managers therapy therapy

Selecting for Teamwork
Training for Teamwork

Relational Job Design

Shared Accountability
Shared Rewards

Conflict Resolution

Boundary Spanner Role
Shared Meetings & Huddles
Shared Protocols

Shared Info Systems

Shared Space
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The organizational principles involved in Taylorism and Fordism have pushed
us to . . . restrict communication among the people responsible for the way in
which the different parts are performed . . . They have led us to divide the inter-
nal structure of large organizations into a series of functionally distinct divisions
as well . . . But from the cognitive perspective, the problem is that it limits the
hermeneutic process, the cycle back and forth between parts and wholes,
through which cognitive structures evolve.

If one looks at innovations in business practice and the critique of existing
organizational structures within the management literature, the thrust is in pre-
cisely the opposite direction. The attempt is to break down barriers . . . between
divisions and departments, and encourage direct, rich and textured communi-
cation ... forcing people who previously operated at arms length to confront
coordination problems directly and resolve them cooperatively.

Piore, M. J. (1993). The social embeddedness of labor N RELATIONAL
markets and cognitive processes. Labour, 7(3), 3-18. el COORDINATION
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¢ People in different jobs often need to work together to
deliver a service for the customer

& Adam Grant and Sharon Parker have written about the

benefits of relational job design

¢ How to design jobs that have clear technical and relational

responsibilities?

Grant, A. M., & Parker, S. K. (2009). Redesigning work design

theories: The rise of relational and proactive perspectives.
Academy of Management Annals, 3(1), 317-375.
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https://drive.google.com/file/d/1AWQlz1i5rlcdYJ13S0ZW7wkQ0jj4Yo7r/view?usp=sharing
https://drive.google.com/file/d/1AWQlz1i5rlcdYJ13S0ZW7wkQ0jj4Yo7r/view?usp=sharing

e Job design often overlooks relationships between jobs
e But people in different jobs need to work with others
to deliver high performance outcomes
e Relational job design
— Can design jobs for overlap between roles
— Can design boundary spanners between roles
— Can design in more interaction with the customer
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Collect and record job information

Check for accuracy

Use the info to determine which technical and
relational capabilities are needed for each job

Write job descriptions based on this info

Update job descriptions from time to time as jobs

evolve S RELATIONAL
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e A good job analysis helps us to understand an
organization’s recruitment needs

e We not only need to know how many workers are needed
(quantity of demand) but what capabilities are needed to
achieve our organization’s goals

e Job analysis provides the basis for many other HR
practices - selection, training, compensation,

performance monitoring, etc.
S RELATIONAL
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e Job content

— Tasks required
— Time allocation across tasks

e Job context
— Conditions and demands of the job
— Technologies used
— Interdependence with other roles

e Worker requirements
— Based on job content and context

S RELATIONAL
Il COORDINATION

COLLABORATIVE



e |[nterviews
e Questionnaires & surveys

e Observing workers (could include electronic
monitoring)

Consider benefits and drawbacks of each method
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® Existing jobs are often based on outdated goals or
technologies

e Not enough to simply analyze existing jobs as a basis for
developing job descriptions and making hiring decisions

e Rather determine which jobs are needed to achieve the
organization’s current goals based on current technologies

e Time to go from job analysis to job design

S RELATIONAL
Il COORDINATION

OOOOOOOOOOOOO



e Start with organization’s strategy and purpose

|dentify tasks that are needed to achieve it

Divide tasks into jobs
— Horizontal division of labor
— Vertical division of labor

How broad should these jobs be?
How flexible should the boundaries between job be?
How to design the jobs to support coordination?
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If these jobs are interdependent, the job
descriptions should clearly state both
technical and relational responsibilities.
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e Scientific mgt (specialized)

Discover one best way using
time and motion studies

Highly specialized jobs
Employees can focus efforts
Develop expertise
Achieve efficiency

Taylor (1911)

e Human relations (broad)

Consider human factors such as the
meaning of work, how people
interrelate

Broader jobs

Job rotation

Achieve greater
satisfaction/meaning/ motivation

Hackman and Oldham (1978)
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Which is best for:

e Quality?

e Efficiency?

e Worker well-being?

e Customer well-being?

e Ability to balance changing workload?
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How to achieve the benefits of
broad jobs without losing the
benefits of specialization?
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Hybrid is attempt to get the benefits of broad and specialized jobs

Worker 1 Worker 2 Worker 3

boundaries

NS

Boundary spanners to Worker 4
coordinate across jobs
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“Each person has a specific job, but part of the job is
to help the other person. Then it’s easier to work in a
more efficient manner.”

Gittell (2003). The Southwest Airlines Way: Using the
Power of Relationships to Achieve High Performance.
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“The operations agent’s job is important. It’s
their responsibility to coordinate the flight. You
need someone quarterbacking the flight
departure.”

Gittell (2003). The Southwest Airlines Way: Using the
Power of Relationships to Achieve High Performance.
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Find summary here:
Bolton, R., Logan, C., & Gittell, J. H. (2021). Revisiting relational

coordination: A systematic review. The Journal of Applied
Behavioral Science, 57(3), 290-322
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https://drive.google.com/file/d/1B9gAIUPtq1WZQelNAjElOy1vi-JnPS5g/view?usp=sharing
https://drive.google.com/file/d/1B9gAIUPtq1WZQelNAjElOy1vi-JnPS5g/view?usp=sharing

New physician job
design specialized
in hospital care to
enable easier
coordination
other jobs in the
hospital

Job Design

Stage- and Site-Based
Specialization

Relational Coordination
Between Functions

Shared Goals
Shared Knowledge
Mutual Respect

Frequent Communication
Timely Communication
Accurate Communication
Problem-Solving
Communication

A

Efficiency Performance

Excess Length of Stay
Total Costs

e

Quality Performance

Mortality
Readmit Within 7 Days
Readmit Within 30 Days

4

aThis figure illustrates how the impact of job design on quality and efficiency performance is mediated through relational coordination.

FIGURE 1. Mediated Model of Job Design, Relational Coordination and Performance?

Gittell, J. H., Weinberg, D. B., Bennett, A. L., & Miller, J. A. (2008). Is the doctor in? A relational
approach to job design and the coordination of work. Human Resource Management, 47(4), 729-755.
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TABLE 11

Relational Coordination Under Traditional Job Design Versus Hospitalist Job Design?

RC With RC With RC With RC With RC With Case
Physician Residents Nurses Therapists Managers |
Nurses 3.34 3.90 4.31 3.80 3.96 |
4.30 3.97 4.40 3.94 4.16
(p =.0000) (p =.1939) (p = .0958) (p =.1368) (p =.0151)
(t =—9.74) (t =—-0.86) (t=-1.31) (t=-1.10) (t=—217)
= df = 430) df = 285) (df =292) (= A10)
Therapists 2.10 2.19 3.89 4.34 3.70
2.69 2.79 4.07 4.21 3.81
(p =.0008) (p =.0011) (p = .0256) (p =.8270) (p =.1828)
(t =-3.18) (t =—-3.10) (t=-1.96) (t=0.94) (t =—0.91)
=25 S e S =275 (df =227) (df = 258)
Case 322 3.29 4.26 3.16 A.38
Managers a4.17 3.20 4.18 3.20 4.62
(p =.0000) (p =.7013) (p = .8303) (p =.4250) (p =.0199)
(t =—6.86) (t=0.53) (t =0.96) (t =-0.19) (t =—2.07)
L df =272) | (df =314) (df =344) (df =254)

2Unit of observation is the provider response (n = 893). Each cell shows relational coordination as reported by the provider type in the

left-hand column with respect to the provider type in the top row, first under traditional job design (first number in each cell) then under
hospitalist job design (second number in each cell). Physicians and residents were not surveyed and therefore do not appear in the left-hand
column. One-tailed t-tests, with unequal variance where needed, were used to test for significance of difference between the two means.




.o o 1L Mediated Model of Job Design, Relational Coordination, and Performancea®

Excess

Length of Stay

Excess

Length of Stay

Excess
Length of Stay

Physician job design —59~ =
(.011) (.250)
Relational coordination —. -
between other team mem- (.000) (.000)
bers and the physician
Probability of assignment —2.59%* -3.27* —-2.99*
to hospitalist (.048) (.011) (.021)
Patient severity of illness —.47%*** —.46%*** —.46***
(.000) (.000) (.000)
Patient age —-.02* —.02** —.02%*
(.012) (.009) (.009)
Patient gender = 7 4 .34 B 137
(.118) (.143) (.126)
Constant 3.3 nE B.39%"% 5.20%*%
(.000) (.000) (.000)
R squared .18 21 .21
Observations 304 304 304




ts Log Total Costs Log Total Costs
Physician job design -.13* -.07
(.037) (.273)
Eelational c':)ordination T Dox
etween other team mem-
bers and the physician (-005) (.030)
Probability of assignment —.94%** —=109— —=T o
to hospitalist (.007) (.001) (.004)
Patient severity of iliness JBFE J3*eE J3F*E
(.000) (.000) (.000)
Patient age -.01** = 0" -.01%**
(.050) (.005) (.004)
Patient gender .04 .04 .04
(.493) (.564) (.520)
Constant 8.5 %= 8.90*** 3.8 %%
(.000) (.000) (.000)
R squared 22 23 23
Observations 312 312 312




e Organizations strive to motivate employees to go
“above and beyond” their job

e Relational job design that includes relationships with
customers or clients can be motivating.

Grant, A. M. (2007). Relational job design and the motivation to make a RELATIONAL
prosocial difference. Academy of management review, 32(2), 393-417. ?\C COORDINATION
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® Job context Start with organization’s
strategy and purpose context

— Organization’s strategy and purpose

— Interdependence between jobs - requires coordination

— Conditions and demands of the job e
Identify interdependence

* Job content using relational map and RACI
— Tasks required, including time allocation

— Include coordination with colleagues, customers, suppliers

e Worker requirements

— Based on job content and job context

— Include relational competencies along with technical competencies
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® Choose a job that needs to be designed or redesigned.
e What are the goals it is dedicated to achieving?

e Which other job does this job need to coordinate with in order
to achieve those goals? Add those jobs to the relational map.

e Consider clients, external partners and suppliers.

e Use the following colors to draw lines between the squares
that indicate CURRENT strength of RC between the focal job
and each other job:

© STRONG RC = GREEN

o MODERATE RC = BLUE
o WEAKRC=RED S RELATIONAL
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Focal Job

Other Job Other Job

Other Job

Other Job

Other Job

STRONG RC

MODERATE RC R ELATIONAL
WEAK RC el COORDINATION
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Focal Job
Other Job Other Job
Other Job Other Job
Other Job
HIGH INTERDEPENDENCE - STRONG RC NEEDED
MODERATE INTERDEPENDENCE - MODERATE RC NEEDED S RELATIONAL

Na
LOW INTERDEPENDENCE - WEAK RC OK = QQLUL&[E];IONRAATTIQI\!



® Where is relational coordination currently strong for
this job? Where is it moderate or weak?

® \Where does it need to be strong due to high
interdependence?

® How can you design this job to better support
relational coordination where it is needed most?
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RACI is a model that describes the participation of
various roles in completing tasks or deliverables for
a project or process. The four key responsibilities most

typically used are: responsible, accountable, consulted
and informed. RACI is often used to define roles and
responsibilities in cross-departmental projects.

The RACI model is also known as a responsibility R ELATIONAL
assignment matrix or linear responsibility chart. s COORDINATION




Responsible: Those who complete the task.

Accountable: The one ultimately answerable for the correct completion of
the deliverable or task, ensuring the prerequisites of the task are met, and

delegating the work to those responsible.

Consulted: Those whose opinions are sought, such as subject-matter

experts, and with whom there is two-way communication.

Informed: Those who are kept up-to-date on progress, often only on
completion of the task or deliverable, and with whom there is just one-way

communication.

No option called Coordinate. But you could use C to indicate Coordinate
rather than Consult, if there’s interdependent work requiring coordination.
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Tasks Job 1 Job 2 Job 3 Job 4

Task 1 A R I C
Task 2
Task 3
Task 4
Task 5
Task 6

> > > > P>
- — O O|=

C
I
I
R
R
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Relational job design tool - relational mapping

Relational job design tool - RACI model

SAMPLE relational job description
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https://docs.google.com/document/d/1DkquMtNYIts7H10DoEpooFcABWcA1Lm0/edit?usp=sharing&ouid=110346350874869472129&rtpof=true&sd=true
https://docs.google.com/document/d/1iXM3JcuNfBF8YHmw1nXqC7smELjwsFJB/edit?usp=sharing&ouid=110346350874869472129&rtpof=true&sd=true
https://docs.google.com/document/d/16_05IiTNy6sHbQ_voNu9q0ou3JQq6iLj/edit?usp=sharing&ouid=110346350874869472129&rtpof=true&sd=true

