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Our mission is to provide solutions for reliably functioning
organizations of all kinds by answering the question

What is right and good management?

Established in 1973 as a foundation by the Society for
Management Research at the University of St. Gallen,
Switzerland.

Converted into Malik Management Inc., St. Gallen, in 1984 for
research and practical application based on the Malik
Management Thinking System.

Today, Malik is unique in its integrated scientific approach to
general management, educating and consulting more than
12’000 executives per year.

Some 200 employees with scientific qualification and practical
experience in the business, public, academic and scientific
domains.

The Malik Networks in Management Cybernetics as well as
Management Bionics are the largest worldwide.
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The success of the past turns into a trap for the future

The consequences of a fast, uncontrolled growth during times of economic upturn
become apparent now, uncovering the weaknesses of the organizational and
operational structure:

1. Complexity within organizations that has not been coped with can lead to tremendous
iInefficiency which manifests itself in loss of productivity and lack of transparency and
accountability.

2. Thisis exacerbated by the increase of complexity in the environment within which

the organization is operating. ,If the rate of Change Outside exceeds the rate of Change Inside — the End
is insight” (Jack Welch, CEO GE)

3. Atthe same time the increasing pressure for results and profit leads to quick and ill-
conceived measures burdening the viability of the organization even further.

We need a radically different understanding of organization!
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The organization of the future requires
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Organizational Charts show the
hierarchical breakdown but say nothing
about the functioning or an organization

From «Who» und «Where» ... ... to «What» und «How»
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Organizational design meeting todays times criteria

Organization of the 20ieth century

Model: Machine
Low complexity / dynamic
Determinate tasks
Manual labor
Explicit rules and control

e

Technical Functions Who & where
1. Hierarchies and Individuals
2. Efficiency
3. Data

ko=

3

Organization of the 21st century

Model: Organism
High complexity / dynamic
Changing tasks / high collaboration
Information / knowledge
Implicit rules / self-organization

Control Functions What & how

. Areas of responsibility & accountability
. Effectiveness & Efficiency
. Information

page 5



© Malik 2013

An organizational structure for the control of complex systems
Derived from principles of functioning in nature

Despite the variability of ... the functional logic of ... lies within its invariant , Deep Structure*
the , Surface (Structure)* the central nervous system and its underlying adaptability to change
.J ’“_Ta\“\ |
LI 77N
AN

/

Stafford Beer derives an invariant model for viability from the logic of functioning of the

human nervous system; the Viable System Model.
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The Viable System Model
The organizational model of functioning

The VSM is the organizational

diagnosis and design Model of the
21st century.

It poses the only alternative to
current organizational trends,
arbitrariness and inadequacy.

:
/
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The Viable System Model
The 5 essential Functions for Viability

B

:
j

© Malik 2013

Give Purpose & Provide Values

Ellucidate & Adapt

Provide Real-Time Information

Optimize in the interest of the Whole

Foster Self-Coordination and Collaboration

(Operative Units)
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The Viable System Model
The Principle of Recursion

Each viable system is embedded in a viable system and consists of viable systems.

This way, the whole organization can be designed with one model, including all organizational levels,
units and management functions, client groups, competitors and regions/areas of focus.
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Applying the VSM
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The necessary and sufficient steps to designing a viable organization

{2 Defining

Critical Management
/_" Tasks (CMTs)
\1) Working out the What?
«Basic Structure»

Segmentation [ 5 )Allocating the CMTs
Finalizing the to the Levels

| 6 . L
J Organizational and of the Organization
Operational Structure How?
A Viable Organization

E) Deduction of Job
Descriptions
Who?

\ J Working out
System-Function Charts

Where?



«How can we most efficiently manage
the transformation process and most
Importantly the change thereafter?»
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We need a software that takes us through the project steps ...

\ 2 Defining
Critical Management

-~ Tasks (CMTs)
V1
\-) Working out the What?
«Basic Structure»

Segmentation [ 5 )Allocating the CMTs
Finalizing the to the Levels

‘\6) Organizational and of the Organization
Operational Structure How?
A Viable Organization

~§) Deduction of Job
Descriptions
Who?

\ "J Working out
System-Function Charts

Where?



Design your Organization Viable
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5

Working out the «Basic Structure» Segmentation

usA

i

{ East / West Europe

Region H—2‘
Deutzchland
Segment R-3
usA
R-1
Segment R-3 :_‘ Region H—E‘ 5| Comorate RD
East/ West Europe Intemational Headquarter
Segment R-3
Distribution
Divisian R-1
Lifestyle
[Hagim H—Z} ) ) )
— Work out your organizational structure according
N ==n = to VSM Logic ...
el
= E:mz’ Edit Z ﬁgm -
2 Delete
% Cut
ok Paste R-1
] Add System to R-3 |

Add System to R-1
Mowve up
Move down
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Design your Organization Viable \\1)
Working out the «Basic Structure» Segmentation

Region R-2
Deutschland
Segment R-3
usa
| Divisian R-1
~| Medical
I I | Segment R-3 <| Region R-2 5| Cormporate RO
—_— e East/ West Europe Intemational Headquarter
Segment R-3
Distribution
Divisian R-1
Lifestyle

Work out your organizational structure according
to VSM Logic ...

... thus preparing the framework for a viable
organization
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Design your Organization Viable

Defining Critical Management Tasks \What?

Syslem 5

ariety Engineering 51 R-3: Hospital - VSMinteractive

rrrrrrr

nnnnnnnnnnn

(Fahrungssystem filr HVs

IKey-Account Betreuung
(Genossenschaftsmanagement
[Produktentwickhungsprozess klar definieren

Nutzen
\Veranstahungen

Ll Ll L) |2

\Zusammenarbeit der HV's bersichsubergreifend
istaricen : [

Unterschiediiche, abgestimmte Konzepte: Kaufiraft in den

/ venragliche (Bele. siehe 9. ..}

|PE-Massriahmen Jobrotation, intemationale Praktica/Projsits in Groups oder assozieten Fimen (drategische Ausrichtung)

R&D Process Management: well defined specs.

Grossere Flexibilitat und Senshiliat (z B. auch 2 Marke)

KomplexiEistreiber Ummaelt

SRR =

. A Treiber Zug... |Kons...|Erstellt am -
[w] | [=]
(mesetzliche — —
1 i ] ] |05.04.2013 __
Key Accournt — =
2 Varetst (] [ (5042003 T
— | _—
i Bestehende Treiber ;
L Laschen ‘ s Meuer Treiber =T o

Collect the complexity drivers in the “Deep Structure” ...

© Malik 2013
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Design your Organization Viable
Defining Critical Management Tasks \What?

Varietdtsddampfer und -verstirker

© Malik 2013

Fihrungssystem fir Hs
PE-Massnahmen

Key-Account Betreuung

Genossenschaftsmanagement

-

=8| 2
Beschreibung fobe (e
urter Benicksichtigung der verraglichen Gegebenheiten / verragliche Anpassungen? (fiele, siehe 5, ..)
Jobrotation, intemationale PrakdiliaProjelde in Groups oder assoziieten Fimen (strategische Ausrnchtung)
h
| "
Delete CMT ‘ | Neue KMA hinzufiigen
_« Management.
A Treiber Zug... |Kon: Erstellt am A Treiber Zug... |Kon: Erstellt am A Treiber Zug... |Kon: Erstellt am
7 SRS | — o | = E—
s T O swans P [echedc T o008
2 o fooort O | O owmans o
W |‘Bestfb'”;:§|j'la’e‘ha’ | Mo Traber ‘ [ Lischen ngsﬁ";:‘jﬁr;;‘“‘|‘ Never Trsiber ‘ I Lissch
R-2 Deparment Hospital e P
T — — .
Beschreibung der Urwelt Beschreibung der Operation Beschreibung des Managements
Bitte Beschreibung eingeben Bitte Beschreibung eingsben Bitte Beschreibung eingeb
[ Konsolidierung H Schiessen

Collect the complexity drivers in the “Déep Structure” ...
... wherever variety originates

... and derive corresponding Critical Management Tasks (CMTSs)
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Design your Organization Viable (2
Defining Critical Management Tasks \What?

T
WM Konsolidierte KMA-Liste - WSMinteractive S [ B B [weenng 51 B3 o - Vikimwmscne
R o amd e e tembiang = [P
Malik VSM Diagnosis & Design ® - Konsolidierte KMA-Liste Alle Systeme IZ“ - ! —
-
Bezeichnung Allgemeine Beschreibung Konflikt | Beschreibung 1y TR Ayttt P Mgt i &
A tm rrrmeres Petis Frpmte v L rer mEsete Srree mreecwe e Asstraoy
v
Binhetlichs, nemaional vemelzie || -Siukiar nach T Siandards Spiacig
einhettliche, standardisierte Auswertungen globales, bereichsilbergrefendes medi-Informationssystem, proaktive Kennzahlen
Information der MA: transparente Pro fintemational) "Bestelmanager”, Koordination Handelsware, Sourcingentscheidungen
Anbindung der assozi Partner, um dis P = 211 optimi Partner= Ligferanten {M22, profim)
Patentwesen
Pressearbeit Medienprasenz erhohen

Vergleichstests mit Mitbewerbem die kommuriziert wenden

Kommurikation von Allsinstellungsmerkmalen

Globale Markenstrategie - Wer bedient in Zukurft dis intemationalzn Markte mit

ot setianate M s it a0 e etk CEP Produkten? Bort im Gleichilang mit Gesundheitsarticein? Kann das sein?

Klare Abstimmung CEP/Fashion mit Phisbologie fur den Saritatsfachhandel

] ) i 5 o

7, S VR SR Y T N S I A

Using / Exchanging several experences with regards to training tools, success

training tools / succes Stores

stories etc. D
Sharing knowledge so as to use and spread specialist know-how (use people's Example: Sharng knowledge of the different people to leam from each other: e.g. 0
expertise as an intemal leaming tool) Knowledge of J.P. Capory on Orthopedics

Clear Communication and Explanation on Change of Responsibilties (Consultation w
Perinds)

Clear Communication of the History of medi as compared to History of the groug =

companies (why medi 1st in Gemary) =3 transparency on the strateqy
Markenfiihrung Collect the complexity drivers in the “Deep Structure” ...

m i ... wherever variety originates

e r— ... and derive corresponding Critical Management Tasks (CMTS)
:Tm:“fmmf:dmw g‘eﬁmm@?&“ﬁﬂmlﬁf% This process is repeated for each relevant subsystem
oo e b bt o oo e o eses. 1 IS WY, @ large number of CMTs is accumulated, which is
e ' collected in a consolidation list.

Zusammenfiihung

Neue Khkit hinzufigen b et s

‘ Zusammenfiihren | KbA-Zuweisung ‘ | Era-Liste <onso




Design your Organization Viable
Allocating the CMT to the Leve

© Malik 2013

\ 3

s of the Organization How?

5 _ 2 —
E B =
e 2 3
b} 5-5 | 54 [ 53 (53 % 55 54|53 | 53|52 35 5-5 5-3 | 5-3*
@ = Fd
b i B
g ; §
ElE|E|® = ElE|lE|® = m|E|E|®|® N
2 N O @ @ & OE &\ O (= @
> = E O Ed O O O E & E &E|==°
Lobby-Arbet bei Erkaufsveranden LR (RS | NS (IR - L L L [ e i o @
| CrfvebBnANebIcen A Ve N i |
1.iii
m Bezeichnung Allgemeine Beschreibung a = =
- ‘
001 Et]en_‘ne kundenspezfische Absprache beziiglich Teminen, Inhalten, Konditionen, _
3 stimmuna
nicht unbedingt ein Gremium - kann auch uber eine Plattform statifinden.
L = Implementierung des neuen Produkt- und Leistungskatalogs =
2 ﬁ?&fﬂﬁg::;t{ienm:&;en Bereichsubergreifender Know-how-Austausch & Abstimmung=>Austausch der Bls O@EBZ 06 o o
! = luttivieren?, offizielen Raum dafir geben! Cperative Abstimmung ist OK
_— strategischer ausbaufahio, Marketing national QK e
a) Kenntris der gesundheitspolitischen Gesetze (Ortho)
b) Kenntniz uber die verschiedenen gesetziichen Regelungen {regulatory affairs) in O o 0O o
den verschisdenan Landem (Prothetilk) a
¢} Kenntnis der sich verandemden gesetzlichen Vorgaben (Hospital) Al
3 Knowledge of Rules & Regulations  d) Up to date knowledge of the insurance regulations, financing systems (Bl.Print
NL) O OO (=w)
&) Kenntnis der YVergltungssysteme und gesetzlichen Regelungen (Mads)
) Markd-, Umfeldanalysen Kenntris (ber die verschiedenen Vergltungssysteme in
| 1 den verschiedenen Landem
a) Lobby- und Informationsarbeit beziglich der Krankenkassen {Othopadie) / O o o o
b) Posttionierung & Lobby-Arbeit bei Krankenkassen (Mads) ¢
S ¢} Kaszsen-Management (Phiebologis)
004 Lobby-Arbett bei Krankenkassen d) Geldzparen fir die KKz, KDHZEDTE’:": Geldsparen / Patienten bleiben gesund, = )|
Informationen./Kommunikation der Krankenkassen Uber die Konzepte inkl.
| 4 Schulungen (Prothetik)
Lobby-Arbeit bei Lobby- und Informationsarbeit beziiglich der Einkaufsverbande (Pflegs). Es ist im o O O O
005 Ei v eigertlichen Sinne keine Lobbyarbeit, sondem Verkaufen - strategisches
niaufsverbanden Marketing & Vertrieb”
1 a) Erhohung der Zuzahlungsberetschaft {Ortho)
b} Information, Schulung, Bindung, etc. (Phlebo)
MNEL: Endverbraucher Management
(06 Endverbraucher Management Beeinhaltet Endverbraucher Ansprache: C 0 rpo rate R O
a) Tools fur Direktkommunikation an Endverbraucher,
| | b} Prasenz bei Endverbraucherveranstaltungen. H ead ua rter
Department R2 /r q
Beispiel 1 :
} Uiite Ty S O
Depariment R2 |,
Beispiel 2

. In this step you define along the 3

Questions of Organizational Allocation,
how (centrally — de-centrally) and in what
occurrence (S2, S3, S3*, S4, S5) the
before accumulated CMTs are executed:

I. The organizational level, unit and
occurrence is displayed in the
columns.

ii. The CMTs are displayed in the rows.

lii. Within the matrix the CMTs are
assigned accordingly.

. The CMTs are thus allocated to the

respective units ...

... and are split into their according
occurrence within each unit.

. In the final step specific responsibilities

are assigned; which actor is involved in
which part of a CMT. (view next slide)
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Design your Organization Viable
Working out System-Function Charts \Where?

(i)

Al Nr,
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© Malik 2013

9

" 1. For each unit a system-function-chart is
generated, which displays the following
attributes:

I. Actors (meetings, organs, functions,
etc.)

ii. Occurrence of each CMT (S2-S5)

lii. Description of the CMT

Iv. Respective actor responsibilities
(initiate, decide etc.)

. Clicking on the matrix opens a window in

which the definition and specification of
the tasks are imputed.

Once the specific tasks are sufficiently
defined, the according actor is
automatically entered into the visual
display, which serves as the navigation
surface.

. At the end of this process, navigation

interfaces in VSM logic are generated for
each unit through which the information
windows are accessible. (view next slide)
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Design your Organization Viable sf)
Deriving Job Descriptions \Who?

‘vsn Funktion CEQ - VSMinteractive L=l A ] 1 CI|Ck|ng On eaCh aCtor Opens an
Sibaystem: S information-window, which displays:

T [ceo O] }
P g Sim——— ﬂ i. The name of actor including a general
| R 3 description
|| [ ii. The responsible employee (job
L allocation)
S P iii. Relevant documents
| = Iv. In case the actor-type is “function”: in
) ey i ) which other actors of the type
! meeting, organ etc. the actor
Gremium ->Milglieder: | Strategic Marketing Coordination Commities \ partiCipateS
v. Which specific tasks the actor is
responsible for
| vi. Which specific tasks have to be
] conducted by the meetings, organs
e oo S etc. which the actor is a member of
2. Each specific task can be described in
Z|  further detail in a separate window.
(view next slide)

Headauarter

Dokumente:

e

Sitzung -> Leitung:

Spezifische Autgaben

Indirekte spezifische N
Aufgaben

staltung, klare Definition der Sortimentsbreite 4
staltung, klare Definition der Sortimentsbreite | o

............................... S o T Sy T L e TR |
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Design your Organization Viable
Deriving Job Descriptions \Who?

P - 1 ! ™ I
¥aM Spezifische Aufgabe Rt Headquarter - 5-3 interne kundenspezifis.. | = =l P _'\; =

A

\ o] )
ives Management des Konzems.
— J

!

o

[ System: RO: Headguarter - Subsystem 5: Normatives Management nj
LAkteur: ICED B] @ m J
— — —_— 4
KMA: i interne kundenspezifische Abstimmung E” P L’_‘ m
Aligemeine Absprache bezuglich Teminen, Inhalten, Kondtionen, _ -
Beschreibung
System- und Grundlegende Firmenpolicy und Stossrichtung definieren -
Funktionsspezifische
Beschreibung
8 = J
- — T - N — N
Spezifische Aufgabe: i Entscheidung
Beschreibung Finale Verantwortung - c
Spezifische Aufgabe: Erhalt Input vom Coordination Committee
Dokumente: [ Richtlinie bezgl x l
Deadline: 05.06.2013 EI \
Aktuelle Situation Sitzung angesetzt auf 10.5.2013 -
Input erwartet von...
Momentaner Stand: In Arbeit Ej]
J
[ j Spn_aiciljelml :I | Abbrechen

© Malik 2013

)

1. Aclick on a specific task opens a window

with further details:

I. Where is a CMT allocated and
executed within the entire
organization?

Il. Who is responsible for it?

lll. What has to be done in detail?

. Which contribution to the whole CMT

Is delivered by this specific task?

Documents relevant for this specific

task (such as minutes for a meeting,

checklists, etc.)

Appointments, deadlines and

description of the current status

Thus, this window offers a complete

overview of the relevant information for

the specific tasks on a single screen. All
relevant documents and dates are stored
right “in the specific task”, i.e. according
to VSM logic.

VI,
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We need a software that takes us through the project steps allowing for
flexibility to cover for individual organizational needs

‘f) Defining
Critical Management Tasks
(CMTs)
!\%) Working out the What?

«Basic Structure»
Segmentation

. 5 )Allocating the CMTs
to the Levels

of the Organization

How?

‘3) Depiction of the
Organization

A Viable Organization?

\\9 Deduction of Job
Descriptions
Who?

‘f) Completing the
System-Function Charts

Where?
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We need a software that takes us through the project steps and provides the
Management with a Company Navigation & Information System

M Spezifische Aufgaben suchen far Endverbraucher Management - VSMinteractive = B B
Endh @) Erhch der Zuzahl b (Ortho) b) Information. Schulung. Bindung. etc. (Phlebo) NEU: Endverbraucher Management |
he: a) Tools fur Direkik ion an Endverbraucher. b) Prasenz bei Endverbraucherveranstaltungen | Se
Hilterungsoptionen E3
_Subsys(em" s Systemfunktiong -~ | Spezifische P Y iT\k(eur-r’u‘f;
[ Select al I Select al m ‘L Select all ‘[ Selet al M
&+ [ RO: Headquarter a|l||E) Subsystem 2 [E0 mitiative [E] Funktion
[ R-1: Medical J|||E Subsystem 3 [ Kentrolle [CJ Gremium
- R-2: Germany '1:‘ [0 Subsystem 3 [0 Planung [ Organ
+~ [0 R-3: Phlebology A (|2 Subsystem 4 (& Mitsprache [C] Organisatorische Einheit
|+~ R-3: Orthopedics [0 Subsystem 5 [CJ Entscheidung [0 Sizung
{ [0 R-3: Hospital (£ Austishrung
| “EJR-3: Prostethics [ Keine Auswahl
&[0 R-2: International
Beschreibung Akteur Subsystem Spezifische Aufgabe | Bezeichnung Spezifische Aufgabe “
4 Akteur Beschreibung Akteur System Systemfunktion | System- und Funktionsspezifische Beschreibung Spezifistw
7 I
NEU: Endverbraucher Management
i Besinhaltet Endverbraucher Ansprache
» (CEO Operative Letung des Gesamtkonzems RO: Headquater  Subsystem 5 a) Tools fiir Drekti kit i Erdlvabaoudiae: M
b) Prasenz bei Endverbraucherveranstaiiungen
NEU &dvﬁmw Management
| Besinhaltet Endverbraucher Ansprache:
End Consumer Management RO: Headquarter  Subsystem 5 a) Tools fir Di RAm S g E
b) Prasenz bei Endverbraucherveranstaltungen
NEU: Endverbraucher Management
b Beeinhaltet Endverbraucher Ansprache:
End Consumer Management RO: Headquater  Subsystem 5 a) Teols for Direktkommunikation an Endverbraucher P
b) Prasenz bei Endverbraucherveranstaiiungen
Corporate Marketing RO: Headquarter  Subsystem 4 A
Comorate Marketing RO: Headquarter ~ Subsystem 4 P
End Consumer Management RO: Headquatter  Subsystem 4 I
Marketing & Sales RO: Headquarter  Subsystem 4 E
Marketing & Sales Committee Medical Lavel R-1: Medical Subsystem 3 | ‘:
Marketing & Sales Committee Medical Level R-1: Medical Subsystem 3 |2
Marketing Medical R-1: Medical Subsystem 3 E ‘
Marketing & Sales Committes Medical Level R-1: Medical Subsystem 2 A |
Marketing Medical R-1: Medical Subsystem 2 E ‘
Head Marketing Gemany R-2: Germany Subsystem 4 |
Head Marketing Gemany R-2: Germany Subsystem 4 A ‘
Marketing & Sales Committee Gemany R-2: Germany Subsystem 4 |2 ‘
Director Medical Germary R-2: Germany Subsystem 3 K ‘
Co-Director Medical Germany R-2: Germany Subsystem 3 K
Head Marieting Gemany R-2: Germany Subsystem 3 | —
Coordination Committee Int1 R-2: Intemational ~ Subsystem 4 E
Markeeting R-Z: Intemational | Subsystem 4 |
Marketing R-2: Intemational  Subsystem 4 A
T B &

Example: Task-Tracking System

The Task-Tracking system allows for filtering
every CMT across the entire organization.
This enables queries according to relevant
criteria.

1. The top of the window displays the
description of the CMT to be examined.

2. Specific tasks may be filtered according to
the following criteria:

I. Location of the execution
ii. Occurrence (S2 — S5)
iii. Type of the specific task
iv. Type of the executing actor (meeting,
function, organ etc.)
3. The result of the enquiry is displayed at
the bottom part of the window.
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»S0 we can basically design our own organization with the new VSMinteractive?“

Design your Organization Viable

(Re-)Design of any kind of organization based on the principles of the Malik Viable
System Model

1. Step-by-step guidance through the Malik VSM Design process by breakdown of the design
process in self-contained steps.

= All the relevant building blocks of the organization are considered.

2. Relative flexibility in the order of execution of these steps by automatic transfer of the relevant
information for previous or following steps.

= The necessary flexibility to meet company specific needs and maturity levels is granted.

3. Adherence to the principles of the VSM through a well-balanced mix of rules and flexibility within
the given design options.

= The benefits of the Malik VSM (customer-centricity, clarity and transparency, operational

efficiency, adaptability to changing needs of the environment) and thus the long-term viability
of the organization are safeguarded.
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»If | need something immediately .. then VSMinteractive®. Everything else is a waste of time*

Navigate your Viable Organization

Fast and simple navigation through your organization

1. Immediate and automatic bundling of all information collected under a navigation interface in VSM
logic.
= An intuitively operated organizational navigation system is ready to use.

2. Unlimited possibility for adding further relevant information through respective data repositories.
= The individual company needs with regards to management-relevant data is ensured.

3. Automated task- and deadline-tracking system through individually updatable data entry.
= Real-time information about tasks and deadline status on employee level.

4. Self-managed adjustment of the own organization through an easy-to-use editing system.

— Real-time management of changes of any kind (from minor cosmetic modifications to radical
changes) without dependence on external expertise.
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»The transformation happens almost by itself!"

Manage the Transformation

Self-Enforced Change through a user-friendly Management Steering Model

After a restructuring process, many managers are faced with the challenge of implementing and managing the change.
Failure to implement is not uncommon, as business as usual is calling and managers fall back into their good old habits.

1. Delivery of all collected data into an easy to use management steering model along the new

organization in VSM logic.
— The steering of the new organization is intuitive and simple.

2. Linking of existing information and information systems to the VSMinteractive.
= All the steering-relevant information is accessible through the new organizational logic.
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