
 

Support Congruence Reference Guide 
  

What  The Reference Guide is designed to prompt thinking about 
requirements for support congruence in six likely areas.  Anticipating 
support requirements early in this phase will give you a jump to ensure 
that the supporting changes in other areas will be there when you need 
them. 

 
Who Leaders and managers.  Can also be used by change 

consultants/facilitators. 

 
When Early in the Executing Change phase 

 
Why Support congruence is critical for successful change.  Realizing too 

late the nature and extent of support required to enable the change to 
function as intended can have a debilitating effect on the outcome.  
Assessing the requirements far in advance gives you the lead time to 
put the right support in place.   

 
How Work through the six areas in the reference guide and consider the 

prompting questions.  Your responses to the questions will provide 
you with a suitable set of requirements with which to begin 
conversations with key support groups. 

 
Related tools This tool can be used in conjunction with other change management 

tools: 
• Gap Analysis Tool 
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Support Congruence Reference Guide 
Support congruence is an important work system design principle.  It is being used 
here to encompass more than originally stated, but the intent is the same.  Broadly 
stated, systems of support should be designed to reinforce the way of working and the 
behaviors the change is designed to elicit. 

While it is impossible to develop a reference guide that covers support congruence for 
all types of changes, there are several sources of support that figure prominently in 
most change efforts.  The reference guide is designed to prompt consideration of the 
nature of the required “changes around the change” so that you can begin 
conversations with the leaders of those support groups. 

 

Human Resources 
HR occupies an 
important space in 
most if not all 
changes.   Your 
change may trigger 
the need for changes 
in any or all of the 
following areas. 

Key Questions and Considerations 

 

Sourcing § Does the change require that HR source candidates who 
possess different skills, knowledge, abilities, and 
experience? 

§ Does the change require HR to source candidates with 
different personal attributes (values, work ethic, etc.)? 

§ If yes, what are your specific requirements in both areas? 
Selection § Does the change require that HR screen and select for 

candidates based on different criteria? 
§ If yes, what specific criteria will you want them to screen 

and select for? 
Assimilation (on-
boarding) 

§ Does the change require that new employees be oriented 
differently?  

§ If yes, what in particular do you want employees to have as 
they enter the organization? 

Compensation § Does the change require that people be compensated 
differently?  
ü E.g. base plus incentives for performance (like sales)?  
ü For acquired and applied skill and knowledge (skill-

based pay) rather than by the parameters of the current 
system, etc.? 



 

§ If yes, what about the focus of compensations to reinforce 
the change needs to be adjusted? 

Performance 
management 

§ Does the current performance management system 
reinforce through focus and rewards the requirements of the 
new work environment, e.g. values, behaviors, and 
performance targets? 

§ If not, what about the performance management system 
needs to change?  

 

Coordination and 
Dependencies 
with other units 

Key Questions and Considerations 

Sequential 
interdependence – 
work flows in 
sequence and units 
must work closely 
and coordinate with 
the units that 
precede and follow 
them 

§ Are there adjacent units with which you have a sequential 
interdependency? 

§ Will the nature and degree of this interdependency change 
in the new work environment?   

§ If yes, what expectations and agreements about planning 
and coordination will you need to negotiate with other units 
to make workflow smooth and efficient?   

Reciprocal 
interdependence – 
work interaction is 
cyclical; the output of 
one unit becomes the 
input to another and 
vice versa until work 
is complete 

§ Are there units with which you have a reciprocal 
interdependency? 

§ Will the nature and degree of this interdependency change 
in the new work environment? 

§ If yes, what mutual adjustments will need to occur with 
other units to accommodate for the changes? 

 

Policy and 
decision-making 
authority 

Key Questions and Considerations 

In many cases, the 
new way of working 
requires that the 
location and degree 
of decision-making 
responsibility and 
authority change.  

§ Do assumptions about level of responsibility and authority 
in the new work environment push against current policies, 
e.g. signature authority for purchasing? 
ü If so, what policies or portions of policies need to be 

modified to match the requirements of the new system?   
§ Do assumptions about type and level of decision-making in 

the new work environment challenge current norms about 



 

Here are some 
considerations for 
policy and decision-
making. 

decision-making, e.g. who has decision rights about what 
and at what level, i.e. authority to call a manufacturing line 
down? 
ü If so, how must decision-making be re-aligned to 

adequately support the new environment? 
 

Measurement/ 
metrics 

Key Questions and Considerations 

Process Metrics § Does the nature of the change you are making suggest that 
you change how you measure the process itself? 
ü For example, if a process is being redesigned to reduce 

overall cycle time, you will be interested in measuring 
value-added time, wait time, and both as a percentage 
of cycle time. 

§ What about process measures must be modified and what 
metrics must you use to reinforce the change? 

Outcome Metrics § Does the nature of the change you are making suggest that 
you change how you measure outcomes?   
ü For example, if your change is designed to improve 

overall customer satisfaction, you will want to count 
revenue only when a customer has satisfactorily 
accepted an installed product rather than counting 
revenue when the product ships. 

§ What outcome measures must be modified and what 
metrics must you use to reinforce the change? 

 

Training Key Questions and Considerations 

Nearly all changes 
require some degree 
of skill building and 
knowledge transfer.  
Here are three places 
to consider where 
training support may 
be required. 

§ Will people need to learn and apply different or more 
complex technical skills in response to different technology, 
tools, methods, procedures, processes, etc.?  

§ Will the new work environment cause people to work in 
groups differently than they do today? 

§ Will the new work environment require a different level of 
knowledge and sophistication about the business (business 
literacy) to inform newly placed authority and responsibility? 
ü If yes to any or all of these, what work do you need to 

do with training to help them develop learning objectives 
so they can design and deliver what you need when you 
need it?  

 



 

Information 
Technology 

§ Key Questions and Considerations 

Many changes 
demand something 
different in the way of 
IT capability.  Here 
are a few 
considerations to 
prompt your thinking.   

§ Does the new work environment require different 
capabilities in any of the following areas? 
ü Purchase and installation of new applications 
ü New application development 
ü Upgraded hardware 
ü Additional storage capacity 
ü Higher data transfer rates 
ü Dedicated servers 
ü Greater specialized support 

 

 

 


