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 SEQ CHAPTER \h \r 1  SEQ CHAPTER \h \r 1GROW UP!

 SEQ CHAPTER \h \r 1The Eight Stages of Individual Maturity
 SEQ CHAPTER \h \r 1

 SEQ CHAPTER \h \r 1  SEQ CHAPTER \h \r 1The Human Process of Continuous Growth

 SEQ CHAPTER \h \r 1"A team is only as strong as its individuals are mature."  

Sociotechnical systems and team experiences are generally new to most employees.  When individuals join an organization, they are still in the process of growing, maturity and developing.  This is the human process of continuous learning, unlearning and relearning.

The eight stages of individual development (Elkind, 1970; Erickson, 1963) continue throughout our entire life cycle and reappear whenever an individual is thrown into new situations that are both challenging and threatening, i.e., promotions, transfers or joining a new team.  These stages of development are relevant to the work situation when one considers that the team as well as the organization has an influence over how a working adult comes to terms with self and others.  Assessing maturity begins with team members themselves understanding their own personal growth and development needs within the team.  How well they have made the following shifts will greatly impact their performance as a team member, as well as the team's overall performance.

Trust - from Mistrust to Trust.  Building mutual trust is essential.  The degree to which team members trust one another depends largely on the care and support they receive from their fellow team members.  However, when care and support are non-existent or sporadic, an attitude of fear and suspicion prevails and leads to basic mistrust.  This can occur within a team or between teams and the organization, and can arise at any stage of development.

Autonomy - from Suspicion to Autonomy and Self-Control.  Team members want to have a  SEQ CHAPTER \h \r 1sense of autonomy – to do things for themselves when they have the capability and skills to do them.  The degree to which fellow team members and their leaders allow them to act independently develops the sense of self-control and autonomy.  However, if fellow team members and superiors continue to act for them, members will retain a sense of doubt.  It should be noted however, that too much autonomy can be just as harmful as too little.  Giving individuals or teams a task which they are not equipped to handle (due to lack of knowledge or skills) can be just as detrimental as doing it for them.  Doing it with them, on the other hand, will develop their skills to allow independent action in the future.

Initiative - from Doubt to Initiative.  The manner in which team members' initiatives are viewed by others either encourages them to freely contribute or makes them feel hesitant and uncommitted.  This lack of mutual support can develop a sense of doubt and guilt concerning self-initiated activities or suggestions.  Differences will not be shared and resolved; team product acceptance and support will be hindered.  The extent to which team members take on new tasks and activities can be greatly influenced and enhanced by how others respond to their inquiring questions.  If ignored, cut short, or ridiculed, new initiatives will become fewer and fewer.

Accomplishment - from Inferiority to Accomplishment.  If team members are encouraged to take on and complete projects and are rewarded for results, then the sense of accomplishment and industry will grow and develop.  But if the efforts are overly criticized, the result can be an increased sense of inferiority.  The core of self-esteem is accomplishment through difficult,  SEQ CHAPTER \h \r 1sustained effort.  Each defeat or the taking of the easy path deteriorates the individual's self-concept.

 SEQ CHAPTER \h \r 1Identity - from Role Confusion to Identity.  New team members need to bring together their past experiences and learning and integrate them with the needs of the team and fellow members.  The extent of the integration of individuals with fellow team members' strengths and weaknesses builds a sense of identity, a sense of who they are, where they have been, and where they are going.  The varied background and experiences create a diversity of opinion.  These differences can create conflict between members if not resolved openly as a team and viewed as helpful and essential to synergism.  The degree to which the previous four stages have developed greatly influences the team and its individual members' sense of identity.

Intimacy - from Isolation to Intimacy.  The ability of individual team members to care about one another without the fear of losing their own identities develops intimacy.  If individuals fail to establish sharing and caring relationships, the result is a sense of distance and isolation from fellow team members.  Intimacy is essential to real support and encouragement.  Team members that have worked with each other under difficult and stressful circumstances develop a strong commitment to each other that embodies this sense of intimacy.

Wholeness - from Self-Centeredness to Wholeness.  When team members are preoccupied by their own needs and comforts as opposed to being concerned about the larger system and its members, survival and growth are threatened.  Team members who fail to establish a sense of wholeness fall into a state of stagnation where personal needs and wants are more important than the needs of the team.  The team must be viewed as an integrated system whose very survival and success is dependent on the integration of its parts.  Team synergy can only be realized through involvement of each team member.  Team members need to grow together through the team's goal attainment processes, doing whatever needs to get done for the team and the larger whole.

 SEQ CHAPTER \h \r 1Integrity - from Despair to Integrity.  A sense of integrity develops over time when individual team members can look back with satisfaction and know that he or she has cared for others while doing the things needed for the team and the organization.  Growth comes in learning to adapt to the tough trials and victories of the team.  The other extreme is looking back upon the time with the team and organization as a number of missed opportunities; feeling that it's too late.  Such feelings lead to disgust and disgust hides despair.  To reach a satisfactory level of maturity and wisdom, an individual needs to develop through the previous seven growth stages, gaining the ability to respect and recognize the quality and uniqueness of others.  Members of a successful team truly integrate their strengths and weaknesses and are willing to actively participate in doing whatever needs to get done for the whole, as well as accepting leadership responsibility when it's required.

The level of integrity versus despair within a team and an organization can really manifest itself in how individuals are treated and treat each other during highly emotionally-charged situations (i.e., discipline, reductions, demotions, promotions, deselection, etc.).  During these times, an individual's sense of worth and previous work contributions can either build integrity or result in a feeling of injustice and despair.

 SEQ CHAPTER \h \r 1Regardless of how an organization or team approaches these issues of individual growth and maturity, one must recognize that they are individual.  Each team member is unique and brings his or her own history of preferences, strengths and weaknesses.  These differences in experience help define and build the team culture.  They provide the diversity essential to creativity.  In building a team, each member needs to be provided the opportunity to be his or her own person, contributing to the larger whole.  This can take on as many different forms as the team has different individuals with different backgrounds.  Some team members may prefer to be specifically directed and guided in their activities, while others may wish to receive only general direction.  Some members enjoy subgroup or team problem-solving activities, while other members may enjoy working alone on certain types of tasks.  Team members can learn to accommodate these differences within their group by providing work assignments that match individual preferences.  The organizational design needs to handle this diversity by allowing the teams to organize how they wish to accomplish what gets done.  This approach will lead to consistency in purpose and product (what gets done), while allowing the teams and their members to select the norms and patterns of work life they prefer.

Individuals who have learned to grow and mature by integrating these differences will be better team members and people.  Their lives will be more effectively disciplined through principles and values, not situations.  Members come to realize that while the team provided support and strength, it only enabled them to use what each already had.  Individuals now can continue to empower themselves and others.  The Individual Maturity Index can assist individuals in  SEQ CHAPTER \h \r 1evaluating themselves.  Sharing their results with fellow team members can help them validate and confirm their results.  Discussing personal needs and wants in this way provides team members with a vehicle for integrating differences, while building new norms, understandings and expectations of each other.




INDIVIDUAL MATURITY INDEX

Instructions:  Circle the number on each of the eight scales that best reflects your own level of development within your team environment.  Then list any actual examples of instances that aided or inhibited your growth.

Trust
0  1  2  3  4  5


Autonomy

0  1  2  3  4  5


Initiative
0  1  2  3  4  5


Accomplishment
0  1  2  3  4  5


Identity
0  1  2  3  4  5


Intimacy
0  1  2  3  4  5


Wholeness
0  1  2  3  4  5


Integrity
0  1  2  3  4  5
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