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What is Teaming?

Stages of Team Development

Psychological Safety on Teams

Application: Improving Your Team



Relational 
Leadership

The Power of Connection

Relational Leadership Framework

Relational Leadership (RL) is a human-
centered approach to working with 
others that cultivates connection and 
awareness in order to increase belonging, 
collaboration, equity, and impact across 
health systems.



Invitation:
Participation 
Ahead!



Observe

Psychological Safety and Teams



Teaming

Strong, high-functioning 
teams don’t just appear. 
You need to work to 
create intentional teams 
that foster healthy 
working cultures 

Process Outcomes

Are team members seen, 
heard, and valued? 

Are we prioritizing the 
wellbeing and satisfaction 
of our team?

Are we accomplishing what 
we set out to do?

Are we effective, efficient, 
and innovative in our work?



✓ Diversity of perspectives
✓ Disagreement surfaces
✓ Concerns aired

✓ Excitement
✓ Anticipation
✓ Optimism

✓ Identify shared goals
✓ Cohesion increases
✓ Acceptance of 

differences

✓ Well-oiled machine
✓ Autonomy + 

interdependence
✓ Performance and 

goal achievement is 
high

✓ Team is cohesive
✓ Members clear on 

roles

Adjourning

(Major goal achieved, team 
disbanded)
✓ Celebration and relief

(Leader leaves, significant 
turnover, or crisis/major 
change to work)
✓ Rally to support

Transforming
Forming

Storming

Norming

Team Development
Tuckman’s stages of

Performing



Signaling in our 
teams



Belonging

Authenticity Growth

Integration
WELLBEING + ENGAGEMENT

TRANSPARENCY + AGENCY

COLLABORATION + INTERDEPENDENCE

LEARNING + INNOVATIONPsychological 
safety
“A shared belief that a 
group is safe for 
interpersonal risk-taking.”

-Amy Edmonson

Challenger 
Safety

Inclusion 
Safety

Contributor 
Safety

Learner 
Safety

adapted from Timothy Clark’s Four Stages of Psychological Safety



No one wants 
to appear …

Ignorant NegativeIncompetent Intrusive

So we don’t offer 
ideas.

So we don’t 
critique the 
status quo.

So we don’t ask 
questions.

So we don’t admit 
weakness or 
uncertainty.

Edmondson, 2016



A virtuous cycle that 
improves outcomes and 
wellbeing

The Cycle of 
Safety

Better 
innovation + 

decision-
making

Learning 
From 

Failure

Comfort 
Admitting 
Mistakes

Open 
Sharing 
of Ideas



The Case for 
Psychological 
Safety
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Results from a meta-analysis of 62 papers from 
19 countries

Psychological Safety Increases:

• Provider wellbeing

• Patient safety

• Willingness to report errors and learn from 
them

• Increased engagement in quality improvement 
initiatives

Grailey, Murray, Reader, and Brett, 2021
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Reflect & Share

Full Name
Title

Full Name
Title

Full Name
Title

Full Name
Title

What characteristics of a high 
performing team are present? 
Which aren’t?

What stage of development are 
you in?

How might you help the team 
improve?

What actions promote 
psychological safety?

What actions decrease 
psychological safety?



Redefining Power
We define power in 3 ways based on the works of different leaders

self determination visibilityinfluence

to control how we 

respond to situations

to direct or guide the 

behavior of others

to feel seen, heard, 

and valued

Victor Frankel Tenzin Gyatso, Dalai Lama Chimamanda Adichie

“Everything can be taken from a man but one 

thing: the last of the human freedoms—to 

choose one’s attitude in any given set of 

circumstances, to choose one’s own way.”

“Real power has to do with the 

ability to influence the minds and 

hearts of others.”

“The ability to not just tell the story of 

another person, but to make it the definitive 

story of that person.”



Where Power Comes From

Positional Power

Power you have 

from a position or 

role you hold.

Power of Majority

Power relating to how 

closely our identities 

align with the 

dominant culture. 

Social Power

Experiential Relational

Power from our 

expertise, familiarity, 

or experience with 

certain things.

Power stemming 

from our network 

and connections 

with others.

Power relating to 

whether an aspect of 

your identity is in the 

majority.

Cultural/Systemic



Power 
Over

Power 
With

How We Use Power

traditional hierarchy 

and force whereby 

you use your power 

to get your way.

Top-down unilateral 

decision-making

Coercive Power Distributive Power

collective or shared 

process whereby you 

use your power to 

create space to hear 

from others.

collaborative decision-

making
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Full Name
Title

Full Name
Title

Full Name
Title

Full Name
Title

Reflection

Think for ~1 minute about a time 

when you experienced a team in 

which “power with” dynamics were 

predominant. What practices did you 

experience that created that?



Strategies for 
formal 
leaders
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1. Understand the current safety climate: 
incorporate items from Edmondson’s Team 
Learning and Psychological Safety Survey 
into anonymous questionnaires

2. Withhold opinions early in meetings

3. Use facilitation strategies that foster 
inclusion of all voices

4. Set clear boundaries about what acceptable 
behavior is (improves transparency)

5. Signal safety



Strategies for 
leading from 
wherever you 
stand
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1. Ask yourself: when was the last time 
someone disagreed with me?

2. Admit limits and ask for help

3. Replace blame with curiosity

4. Ask for feedback publicly (and act on it)

5. Make space to listen



Strategies for 
leading from 
wherever you 
stand
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6. Model authenticity and vulnerability 

7. Acknowledge reality - set a foundation for 
communication

8. Amplify colleagues’ voices, ideas and 
experiences

9. Voice appreciation



Wrap Up + Takeaways

Reflect



Please Share 
Your Feedback
& Questions



Thank you.

For more information: 
www.intendhs.org

Co-Branding if needed

http://www.intendhs.org/


Questions? 
Submit your questions through the 

chat feature



National Center for Complex Health & Social Needs:
nationalcenter@camdenhealth.org

Kari Mader:
kari.mader@cuanschutz.edu

Kyle Turner: 
kyle.turner@pharm.utah.edu

For more 
information
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Putting Care at the Center 2022
Values and value in complex care

● Where: Sacramento Convention Center, Sacramento CA

● When: September 21-23, 2022

● Co-hosted by Adventist Health

For more information visit: centering.care



We want your feedback!

An evaluation survey will be sent 
out after this webinar



Camden Coalition of Healthcare Providers

National Center for Complex Health and Social Needs
An initiative of the Camden Coalition of Healthcare Providers

www.nationalcomplex.care
@natlcomplexcare

800 Cooper St., 7th Floor
Camden, NJ 08102

Thank you!


