
Communication, Systems & 
Organisational Maturity
Exploring the interconnected world of organizational development, communication theory, 
and systems thinking to build more effective and mature organizations.



Organisational Maturity Framework
The Capability Maturity Model Integration (CMMI) provides a structured approach to organizational development, helping organizations evolve from 
chaotic, ad-hoc processes to optimized, continuously improving systems.

01

Initial
Unpredictable processes, reactive management, 
and inconsistent results characterize this 
foundational level.

02

Managed
Basic project management practices emerge with 
some process discipline and planning 
capabilities.

03

Defined
Standardized processes across the organization 
with documented procedures and consistent 
implementation.

04

Quantitatively Managed
Data-driven decision making with statistical process control and predictable 
performance outcomes.

05

Optimizing
Continuous improvement culture with innovation, adaptation, and 
organizational learning at the core.



Living Systems Perspective
Organizations are not mechanical structures but living, breathing systems that adapt, 
evolve, and respond to their environment. This perspective transforms how we 
understand organizational behavior and change.

Traditional View

Hierarchical command structures

Predictable, linear processes

Control-based management

Static organizational charts

Living Systems View

Networked, adaptive structures

Emergent, non-linear dynamics

Facilitative leadership

Dynamic relationship patterns

Living systems exhibit self-organization, adaptation, and emergence - qualities that 
enable organizations to thrive in complex, changing environments rather than merely 
survive.



Communication Theory 
Foundations
Understanding communication through two fundamental lenses: Shannon's technical 
model and Luhmann's social systems theory, each offering unique insights into 
organizational communication dynamics.

Shannon's Model
Information transmission between sender and receiver through channels, focusing 
on signal clarity, noise reduction, and message fidelity in technical communication 
systems.

Luhmann's Theory
Communication as the basic operation of social systems, where meaning emerges 
through selections and distinctions rather than simple information transfer between 
individuals.

While Shannon focuses on efficient information transfer, Luhmann emphasizes how 
communication creates and maintains social reality within organizations, making meaning 
through ongoing interactions and selections.



Ashby's Law of Requisite Variety

Only variety can destroy variety
This fundamental cybernetic principle states that a system's control capacity must match the variety it faces. For leaders, this means developing diverse 
responses to handle organizational complexity effectively.

Environmental Complexity
Organizations face increasing variety in markets, 
technologies, regulations, and stakeholder 
demands requiring sophisticated responses.

Leadership Variety
Leaders must develop diverse skills, 
perspectives, and approaches to match the 
complexity they're managing.

Requisite Balance
When leadership variety matches environmental 
variety, organizations achieve effective control 
and adaptation.



Inter-Organizational Relationships
Modern organizations exist within complex networks of external partnerships, alliances, and stakeholder relationships that require sophisticated 
management approaches.

Strategic Partnerships
Long-term collaborative relationships focused 
on mutual value creation and shared strategic 

objectives.

Supply Networks
Complex webs of suppliers, distributors, and 
service providers requiring coordination and 
integration.

Stakeholder Ecosystem
Diverse groups including customers, 
regulators, communities, and investors with 
varying interests and influence.

Competitive Dynamics
Relationships with competitors involving both 

competition and collaboration in different 
contexts.



Intra-Organizational 
Relationships
Internal organizational relationships form the foundation of culture, performance, and 
adaptability. These relationships operate across multiple dimensions and levels within the 
organization.

Vertical 
Relationships

Leadership-employee 
dynamics

Authority and 
accountability flows

Performance 
management systems

Career development 
pathways

Horizontal 
Relationships

Cross-functional 
collaboration

Peer-to-peer 
knowledge sharing

Team dynamics and 
cohesion

Informal network 
connections

Network 
Relationships

Matrix reporting 
structures

Project-based teams

Communities of 
practice

Cross-boundary 
initiatives

Effective intra-organizational relationships create psychological safety, enable knowledge 
flow, and build the social capital necessary for organizational success and resilience.



Communication Breakdown Case 
Study
A technology company's strategic initiative to expand into new markets failed due to 
communication breakdowns across multiple organizational levels, resulting in misaligned 
execution and missed opportunities.

1 Strategy Announcement
Executive team announces ambitious expansion plan without detailed 
implementation guidance to middle management.

2 Translation Gaps
Middle managers interpret strategy differently, creating inconsistent 
departmental objectives and resource allocation.

3 Execution Confusion
Front-line employees receive conflicting priorities, leading to fragmented 
efforts and customer confusion.

4 Feedback Failure
Limited upward communication prevents executives from understanding 
implementation challenges until too late.



Root Causes Analysis
The communication breakdown stemmed from systemic issues rather than individual 
failures, highlighting the importance of robust communication systems and organizational 
maturity.

Insufficient Variety
Leadership lacked requisite variety to address diverse implementation challenges 
across different departments and markets.

System Immaturity
Organization operated at CMMI Level 2, lacking standardized processes for strategy 
communication and execution monitoring.

Feedback Loops
Weak feedback mechanisms prevented early detection of communication failures 
and course correction opportunities.

Relationship Gaps
Poor inter-departmental relationships hindered cross-functional collaboration 
essential for complex strategy execution.



Building Communication 
Excellence
Successful organizations integrate systems thinking, communication theory, and maturity 
frameworks to create robust, adaptive communication capabilities that support strategic 
execution.

Develop Requisite Variety
Build diverse leadership capabilities and communication channels to match 
organizational complexity and environmental demands.

Advance Maturity Levels
Implement standardized communication processes while maintaining 
flexibility for adaptation and continuous improvement.

Embrace Living Systems
Foster self-organizing communication networks that enable emergence, 
adaptation, and resilient organizational responses.

The integration of these concepts creates organizations capable of thriving in complex, 
dynamic environments through effective communication, strong relationships, and 
adaptive systems thinking.


