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• 9 years as Subject Matter Expert in Public Health & 
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• MPH from Columbia University Effectiveness and 
Outcomes Research) focused on quality of life

• Training in Conversational Leadership, Narrative 
Medicine, Enchantivism and Creative Problem Solving 

• 20 years as professional artist



LEARNING OBJECTIVES:

1. Learn about the zeroth type of waste - relational coordination waste.

2. Understand how to reduce the zeroth waste by building narrative 
connections and culture in your everyday work.

3. Appreciate the narrative approach’s impact on key metrics such as 
employee engagement, quality performance improvement, and 
financial performance.



EXPERIENCE



TYPES of WASTE

Leanmanufacturingtools.org

Goleansixsigma.com

Myleanbiz.com



Leading is a Human Effort:

“As leaders, we must be humans before managers.”



ZEROTH TYPE OF WASTE

Relational coordination waste is 
the waste that occurs when team 
members do not exhibit or the 
infrastructure prohibits the basic 
building blocks of forming human 
relationships.

Zeroth= fundamental waste & 
established after others



RELATIONAL COORDINATION

who we are at work =
✓ Inclusive
✓ Psychologically safe
✓ Trust
✓ Sense of belonging to larger 

narrative of organization 
(connected to mission)

✓ Chose to not let down their best 
friends at work

✓ Highly reliable
✓ Higher performance

what we do at work =
✓ Transactional culture
✓ Low employee morale
✓ High turnover
✓ Un-sustained performance
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RELATIONAL COORDINATION (RC) THEORY
Relational Coordination (RC) is a 
mutually reinforcing process of 
communicating and relating for the 
purpose of task integration. 
Relational coordination captures the 
relational dynamics of coordinating 
work.

https://rcanalytic.com/rctheory/



RELATIONAL COORDINATION EVIDENCE

Relational coordination 
theory has been tested 
in over 70 empirical 
studies with positive 
performance results. 

https://rcanalytic.com/rctheory/



THEORY
Reduction of relational 
coordination waste 
improves performance of 
work process by improving 
the relationship between 
people.



Why Zeroth Waste is Critical

World Class Manufacturing Example 
Single Minute Exchange of Dies*

Wait for forklift 10 min

Call forklift driver first 
time

1 min

Call forklift driver 
second time

1 min

Call supervisor 1 min

Supervisor call forklift 
driver

1 min

Forklift driver responds 1 min

Forklift driver drives 
“long way” to machine

5 mins

*https://www.slideshare.net/OskarOlofsson/smed-quick-change-over



LEARNING OBJECTIVES:

1. Learn about the zeroth type of waste - relational coordination waste.

2. Understand how to reduce relational coordination waste by building 
narrative connections and culture in your everyday work.

3. Appreciate the narrative approach’s impact on key metrics such as 
employee engagement, quality performance improvement, and 
financial performance.



100 Day Workouts:  Theme-based, execution focused
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100 Day Workouts:
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2014

REPEAT…
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Workouts
1:  Waste
2:  Customer Experience
3:  Not Using Talent
4:  Quality Waste
5:  Quality Defects
6:  Manpower Budget 1
7:  Manpower Budget 2
8:  Employee Engagement

© Caldwell Butler & Associates, LLC.



100 Day Workouts:  Theme-based (Waste)

Workouts
1:  Waste
2:  Customer Experience
3:  Not Using Talent
4:  Quality Waste
5:  Quality Defects
6:  Manpower Budget
7:  Manpower Budget
8:  Employee Engagement

After 8 workouts focusing on waste 
themes and over 3 years later, how do 
we move this work to the next level?

=



Our Challenge:



Henry Ford West Bloomfield Hospital, Michigan USA

Case Study



BACKSTORY

1. impact on key metrics….

Source: Laura Caseley for LittleThings.com



BACKSTORY
2. build narrative connections and 
culture ….

“…real connection requires creating an environment 
that embraces the unique identities and experiences 
of employees inside and outside the workplace.” 

“The likelihood that authentic social connections will 
develop is greater when people feel understood and 
appreciated as individuals with full lives—as 
mothers and fathers, sons and daughters, 
individuals with passions outside of work, concerned 
citizens and community members.” 
Source: Murthy V. Work and the loneliness epidemic. Harvard Business Review. 2017. 
https://hbr.org/cover-story/2017/09/work-and-the-loneliness-epidemic.

Source: Nora Bateson, Budapest session on warm data with EuropeanODF
https://twitter.com/NoraBateson/status/1053694069883445248

https://twitter.com/NoraBateson/status/1053694069883445248


3. effects of the narrative approach on 
the personal, team and organization…

BACKSTORY

“The understanding that the key to story – and to life – is not 
‘rational’ thought, but emotion. That is, it’s not what someone ‘thinks’ 
about something that spurs their behavior, it’s how they feel about it. 
As Harvard psychology professor Daniel Gilbert said, ‘Indeed feelings 
don’t just matter, feelings are what mattering means.’” Lisa Cron, 
Wired for Story

“In a matter of months [the people] came to know one another deeply 
and to be committed to improving the teamwork in our 
institution...Narrative skills enable one to fully perceive and to 
represent what occurs in healthcare...[these routines] donate a sense 
of the high stakes of healthcare, letting both patient and clinician 
acknowledge the moment of what they together do.” 
Rita Charon, MD, PhD, Director & Founder, Program in Narrative 
Medicine, College of Physicians & Surgeons of Columbia University

Source: https://capitalcampaignmasters.com/dont-plan-boring-capital-campaign-imagine-future/

http://www.wjh.harvard.edu/~dtg/gilbert.htm
https://capitalcampaignmasters.com/dont-plan-boring-capital-campaign-imagine-future/


PLAN:

Problem:  
HFWBH’s Gallup staff 
satisfaction was 3.99 in 2017 
with the biggest 
opportunities being best 
friend at work, recognition, 
and opinions count.  

Plan: We planned to leverage 
personal effects of storytelling to 
develop personal relationships or 
friendships as a root cause.  By 
improving the interpersonal, 
teamwork improves, ultimately 
improving patient care or quality 
metrics. 



DO/CHECK (WHERE):

First PDCA implemented narrative exercises with 
one department (environmental services).
• CHALLENGE: Complexity scheduling staff on 

multiple shifts with little down time for this 
work.

• LEARNING: narrative storytelling work needs to 
be integrated into the work activities we were 
already doing.



DO/CHECK (WHERE):

Second PDCA cycle instituted a much 
wider scope of the narrative approach throughout 

the already scheduled group work.



WRITING PROMPTS (HOW):

Write the 
story of 

your name.

Tell us about a 
time when you 

utilized listening to 
reduce a patient, 

family member, or 
fellow employee’s 

stress?

Tell me about 
a time when 

you felt 
appreciated.

Describe a time 
when you observed 

another nurse's 
work, behavior or 

approach. What did 
you notice and how 

was it impactful? 

Tell us about a 
time you 

implemented a 
change that was 
not sustained? 

What happened?

Tell us about 
your 

experience 
as a patient.



LEARNING OBJECTIVES:

1. Learn about the zeroth type of waste - relational coordination waste.

2. Understand how to reduce the zeroth waste by building narrative 
connections and culture in your everyday work.

3. Appreciate the narrative approach’s impact on key metrics such as 
employee engagement, quality performance improvement, and 
financial performance.



EXPERIENCE



ACT:  The impact of storytelling as results

Relational Coordination 
Indicators

% who Agree/ 
Strongly Agree

I was able to see people 
differently. 70%
Team members became better 
listeners. 65%
I was inspired to communicate 
more. 59%
The exercises helped me think 
of new ideas or solutions. 56%
The exercises provided stress 
relief and joy. 56%

Impacted the interpersonal 
and team effect:

Improved staff satisfaction, 
including best friend at work:
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ACT:  The impact of storytelling as results

Positively impacted the bottom 
line with team synergies:

Achieved through
100 Day Workout #10
Project Not Impossible

who we are at work =
✓ Inclusive
✓ Psychologically safe
✓ Trust
✓ Sense of belonging to larger 

narrative of organization 
(connected to mission)

✓ Chose to not let down their best 
friends at work

✓ Highly reliable
✓ Higher performance
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Overachieved 
by $20M in 

2018



LEARNING OBJECTIVES:

1. Learn about the zeroth type of waste - relational coordination waste.

2. Understand how to reduce the zeroth waste by building narrative 
connections and culture in your everyday work.

3. Appreciate the narrative approach’s impact on key metrics such as 
employee engagement, quality performance improvement, and 
financial performance.



More ways to creatively 
implement narrative prompts 

to reduce zeroth waste



DRAWING PROMPTS:



FINISH THE STORY:
During the winter my wife’s grandmother began to show signs of 
memory loss that were sudden and really worried us. It started 
when she was visiting my sister-in-law in Arizona. When she 
returned home to West Bloomfield it was clear that something was 
terribly wrong. The week she returned I went to visit her and she 
was in bed in her apartment and not very responsive. Since she lived 
near Henry Ford Hospital West Bloomfield I took her to the 
emergency room.

After a series of tests, I was called by the doctor to tell me what was 
wrong. I can recall his words as though someone were telling them 
to me today. He said, “We have found cancer all over your 
grandmother’s body – in her brain, stomach and elsewhere. It’s 
Stage 4 cancer. We’re going to release her. She’ll want to go ahead 
and follow up with her internist.” While the news was shocking I 
couldn’t believe that a doctor was telling us she was dying but we 
were to leave the hospital. I fought with the doctor to admit her 
and I guess I must have worn him down because he eventually 
agreed.

The night she was put in a room, our family was pulled into a 
different room on the floor to talk with someone whose title I don’t 
recall. What I do recall is that he was not a doctor, but seemed as 
though he was trying to act like one. We had a lot of questions and 
he had few answers. We were told that a doctor would come to see 
her the following day, so we waited.

ED Physician CNO

Nursing Manager



FAILURE PROMPT :
Tell us about a 

time you 
implemented a 

change that was 
not sustained? 

What happened?



Stories + numbers

• Published in 2018:  collection of staff 
and patient stories with corresponding 
quantitative data to further share the 
narratives.

• Shared at RCRC Roundtable at Harvard 
School of Business 9/2018.

• Shared at ACHE Possibilities, 
Probabilities and Creative Solutions 
Conference 9/2018.



Selected stories











Lessons Learned:
▪ This is an ongoing process and requires sustained commitment but builds a 

foundation to reduce the zeroth and most important waste.
▪ Leadership has to be actively engaged and invite front line staff to 

participate (set the tone).
▪ For the biggest impact, this has to be integrated into the daily work.
▪ Discomfort is normal at first for participants because we are asking them to 

be vulnerable.  
▪ The work has to begin with some baseline level of psychological safety.
▪ There is no right way to tell a story.  Listening skills improve over time as a 

result of this work.
▪ Storytelling was not mandated but still engaging.



LEARNING OBJECTIVES:

1. Learn about the zeroth type of waste - relational coordination waste.

2. Understand how to reduce the zeroth waste by building narrative 
connections and culture in your everyday work.

3. Appreciate the narrative approach’s impact on key metrics such as 
employee engagement, quality performance improvement, and 
financial performance.

4. Develop a narrative action plan to improve a team with relational 
coordination waste.



What one thing did you 
learn that you can take 
back and apply?

❑ Where? 
❑ When?
❑ What is your prompt?

What is 
your 

prompt?



Call to action:

▪ Tell us about it….

▪ After you completed the narrative exercise with your team, email us and 
tell us what happened.

▪ Our goal is to build a community for sharing the narrative connection 
journeys as you move to reduce the zeroth waste.



Rita Patel 
CPA, MPH, CWWPM, Generative 

Coach & Consultant
ritagpatel@gmail.com

917-913-8394
ritapatel.com

Tracy Kramer 
Director, Strategic Planning, 

Business Development & Project 
Mgmt, Henry Ford West 
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tkramer2@hfhs.org  

248-802-0462


