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· Sharing information

· Assessment selection and retention of new employees

· People development 

· Justice and conflict resolution

· Accountability 

· Technology/Capital

· Recognition (Intrinsic)

· Reward ( base and performance pay (Extrinsic) 

· Measurement 

· Loss control

· Work area cleanliness

· Equipment maintenance 

· Quality/ISO certifications

· Demand forecasting

· Equipment buying

(
Work scheduling

· Innovation and creativity

· Consumer/Customer feedback

The list goes on.  But following a quick check of what systems we have in place, we should then do some of the following:

(
Clarify our organization(s purpose and objectives

(
Benchmark each system against the purpose and objectives.  Are they:

(
Strongly aligned with the purpose and objectives

(
Weakly aligned with the purpose and objectives

(
No apparent tie from the system to our purpose and objectives

(
Identify the critical few systems which need our attention and begin to build a process to align them with our system  

There is no organization (primary system) in which the support systems are perfectly aligned with its purpose.  This is a continuous process, where as we grow and change, the past solutions no longer fit.  Our main opportunity is to be continually open to the incongruencies we and others observe in our systems, and dedicate ourselves to helping them fit for tomorrow.


SUPPORT CONGRUENCE


High performance systems need social and technical support to reinforce the behaviors and processes which the organization is designed to achieve.  If, for example, the organization is designed on the basis of group or team operation with team responsibility, a pay system based on individual members( span of control would be incongruent with this design.  

This principle applies to much more than pay systems.  Systems of selection, training, conflict resolution, work measurement, accountability, safety, research, performance assessment, timekeeping, leave allocation, maintenance, promotion, and separation can all reinforce or contradict the behaviors and results that are desired.  These systems are not separate functions outside of the socio-technical design (like the departments of more traditional organizations) but should be integrated with the design, seamless and congruent with the focus and desires of the organization while providing the knowledge, skills, abilities and critical resources necessary to drive high overall performance.  

Socio-Technical designs are focused on the core transformation of specific inputs into specific outputs.  The transformation of the product and the manner in which the materials, people and environment are organized and responded to by the organization demonstrate how effective it is in achieving its purpose, or reason to exist.  Support systems demonstrate their effectiveness by supporting, not detracting from this core transformation.  They must support, not direct, the manner the organization responds and meets its purpose.  Effective support systems share responsibility for the transformation process and are accountable for the results of the organization ( not just their function.

EXISTING IN SUPPORT OF A PRIMARY SYSTEM
Organizational structures have traditionally thought of the organization in terms of (line( and (staff( functions.  However, it is possible to think of everyone involved in the organization as (aligned( or in-line with the central purpose.  In fact, if the activity they perform is not in support of this purpose, then why are they hanging on the organization.  

As we try to view the organization in this way, Peter Senge suggests we look at the system as a (circular( process.  If we combine the Open System model with this thinking, we get a model similar to the one below.  Inputs are connected to Outputs through a transformation process which is connected back to Inputs through our feedback loop.  Our purpose is visionary and never completely achieved.  It sits outside of the loop and asks us to reach forward and assess our outputs and processes to continually improve.  

Within the primary system loop we have created, there are support system loops.  Each support system connects to the primary transformation or feedback line, and as noted by the arrows, is congruent when it aids these lines in being more effective.  If the support system attempts to inhibit, control, or go against the flow of this line, then it causes a (drag( on the system, conflicting with its progress toward purpose.

These systems are not functions or departments, though many organizations still assign the work to a department.  For example, a TPM (Total Productive Maintenance) support system is generally organized by insuring that the (in-line( teams have the skills and expertise necessary to perform the majority of the maintenance work as an integral part of producing and controlling product variances.  The system need not have any dedicated, separated, non-line team employees, but be very effective in accomplishing the need of equipment repair.  Another system may have a (core( of maintenance specialists needed to meet the support needs along with direct ties to the in-line groups.  Effectiveness is not determined by whether employees are dedicated to a support group, or all contained in the in-line groups ( but is determined by the results it achieves in the overall accomplishment of objectives and purpose of the primary system.  

Another example might be employee selection.  Traditionally, we set up a Human Resources Department to hire people, and of course, to take care of all the other things having to do with this (people( management we had to do.  Even though this department(s stated objective was to hire the right, or best people, often they are seen as the (controllers( of the selection process rather than a support to the group which needs the people.  As a support system, there may or may not be people assigned to work separately on the selection process, but the group which is in need of additional workers is involved with the recruiting, selection, and integration of the workers into their process.  The support system they are a part of creating is designed and controlled in congruence with the group it is serving.


KEY SUPPORT SYSTEMS
Identifying the support systems needed by a primary system varies for each organization.  Many systems will exist without actually being (identified( as a separate system.  They will grow out of the group(s need to accomplish, control, measure, or interact in the performance of their purpose and objectives.  A good way to approach this would be to ask (what is our system or processes for accomplishing the following?(
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