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EXECUTIVE QUESTION

Why do some organizations consistently develop coherence while others remain fragmented despite similar
resources and leadership?

Executive Summary

Why Organizational Maturity Matters
Organizations often evaluate performance by looking at visible outcomes: financial results,
execution, employee engagement, customer experience, or operational efficiency. When
performance differs, organizations frequently attribute those differences to leadership,
strategy, talent, or market conditions.

While these factors certainly matter, they do not fully explain why organizations with similar
resources often achieve very different levels of sustained performance.

One important difference lies in organizational maturity.

Organizational maturity reflects an organization's capacity to consistently align its decisions,
governance, operating practices, leadership behaviours, and organizational systems over time.
Mature organizations do not simply possess stronger individual capabilities - they are better
able to integrate those capabilities into a coherent whole.

As maturity develops, organizations become increasingly capable of maintaining coherence
despite growth, change, and external disruption. Less mature organizations often depend upon
individual effort to compensate for fragmented systems, creating performance that is difficult
to sustain.

CORE PROPOSITION 

Organizational maturity reflects an organization's capacity to
consistently align and reinforce its major systems, enabling
organizational coherence to emerge and endure over time.
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Understanding Organizational Maturity

Definition
Organizational maturity reflects an organization's capacity to integrate increasing complexity
while maintaining coherent relationships between its major organizational systems.

As organizations grow, complexity naturally increases. New leaders, functions, products,
customers, governance structures, and operating practices introduce additional
interdependencies that must be coordinated over time.

Maturity therefore does not describe organizational size, age, or sophistication. It reflects an
organization's ability to absorb increasing complexity without becoming increasingly
fragmented.

More mature organizations consistently reinforce alignment across strategy, governance,
leadership, operating practices, and organizational behaviour despite continual change.

CORE PROPOSITION 

Organizational maturity reflects an organization's
capacity to integrate increasing complexity while
sustaining organizational coherence over time.

What Organizational Maturity Is Not
Organizational maturity should not be confused with organizational size, organizational age,
process documentation, technology investment, or organizational complexity.

Large organizations can remain operationally fragmented despite sophisticated systems.
Smaller organizations may demonstrate remarkably mature decision-making, governance, and
operating discipline.

Complexity itself is not evidence of maturity.

Rather, increasing complexity creates an increasing need for organizational maturity.

Maturity reflects an organization's capacity to integrate that complexity into a coherent
operating system rather than allowing it to become fragmentation.
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The Organizational Maturity Continuum
Organizational maturity is not a permanent organizational
achievement. It reflects an organization's current capacity to integrate
increasing complexity while maintaining coherence across its major
systems.

As organizations grow, leadership changes, markets evolve, and
operating models become more complex, maturity can strengthen - or
decline. The objective is not simply to progress through maturity
levels, but to continually develop the organizational capability required
to sustain coherence as complexity changes.

CORE PROPOSITION 

Organizational maturity is an evolving organizational
capability that determines an organization's ability to
sustain coherence as complexity changes.

Reactive

Developing

Adaptive/Coherent

Organizations may progress or regress along the maturity
continuum as organizational complexity changes or as their
capacity to integrate that complexity strengthens or
weakens.

Integrated/Aligned

↔

↔

↔
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The Maturity Continuum
Organizational maturity becomes visible through everyday decisions
rather than formal organizational structures. As maturity develops,
organizations become increasingly capable of maintaining coherence
despite growth, complexity, and change.

CORE PROPOSITION 

Organizational maturity is an evolving organizational
capability that determines an organization's ability to
sustain coherence as complexity changes.

Developing

OBSERVABLE BEHAVIOURS
Basic governance and operating practices begin
to emerge.
Planning becomes more structured, but
execution remains inconsistent.
Cross-functional collaboration improves,
although it still depends on individual
relationships.
Problems are identified earlier and addressed
more proactively.
Leaders begin replacing individual workarounds
with repeatable practices.

EXECUTIVE EXPERIENCE
Firefighting becomes less frequent, but it hasn't
disappeared.
Planning survives longer before priorities shift.
Leaders spend less time coordinating manually
and more time improving operations.
Teams begin trusting organizational processes
instead of relying solely on individuals.
Execution becomes increasingly repeatable,
although setbacks remain common.

Reactive

OBSERVABLE BEHAVIOURS
Decisions are primarily reactive.
Priorities shift frequently in response to emerging
issues.
Cross-functional coordination is inconsistent.
Processes rely heavily on individual effort.

EXECUTIVE EXPERIENCE
Every issue feels urgent.
Decisions are repeatedly revisited.
Leaders compensate for systemic weaknesses.
Planning rarely survives contact with reality.
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The Maturity Continuum
Organizational maturity becomes visible through everyday decisions
rather than formal organizational structures. As maturity develops,
organizations become increasingly capable of maintaining coherence
despite growth, complexity, and change.

CORE PROPOSITION 

Organizational maturity is an evolving organizational
capability that determines an organization's ability to
sustain coherence as complexity changes.

Adaptive/Coherent

OBSERVABLE BEHAVIOURS
Strategy evolves without creating organizational
fragmentation.
Governance, operating practices, and leadership
behaviours adapt together.
Cross-functional decisions consistently reinforce
organizational priorities.
Organizational learning is embedded into
everyday operations.
Complexity is absorbed without requiring major
organizational resets.

EXECUTIVE EXPERIENCE
Leaders spend most of their time thinking ahead
rather than catching up.
Organizational priorities remain clear despite
rapid change.
Teams solve problems without waiting for
executive intervention.
New opportunities can be pursued without
disrupting existing performance.
Change becomes an expected organizational
capability rather than a recurring crisis.

Integrated/Aligned

OBSERVABLE BEHAVIOURS
Strategy, governance, and operations reinforce one
another.
Decision-making becomes more consistent across
functions.
Cross-functional coordination occurs through
operating practices rather than personal relationships.
Priorities remain stable despite normal operational
disruption.
Improvement efforts build upon one another rather
than competing for attention.

EXECUTIVE EXPERIENCE
Leaders spend more time improving the business than
coordinating it.
Decisions require less revisiting because
organizational intent is understood.
Accountability becomes clearer across functions.
New initiatives integrate more naturally into existing
operations.
Performance becomes increasingly sustainable and
predicatable.
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CORE PROPOSITION 

Organizational maturity develops when leaders
intentionally strengthen the organizational capabilities
required to absorb increasing complexity without
sacrificing coherence.

Area Executive Reflection

Decision-Making Where do important decisions regularly need to be revisited?

Governance Which governance processes improve decisions, and which primarily
create delay?

Leadership Where do leaders routinely compensate for weaknesses in the
operating model?

Planning How often do priorities change because circumstances changed
versus because the organization lacked clarity?

Coordination Which work depends primarily on relationships rather than
organizational capability?

Change When new initiatives begin, do they naturally integrate into existing
operations or create additional complexity?

Complexity If the organization doubled in size tomorrow, which capabilities would
begin to fail first?
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Where Does Your Organization Sit Today?
Organizational maturity is rarely revealed by organizational charts or
documented processes. It becomes visible through the everyday
experiences of leaders and employees—the decisions that are revisited,
the work that requires constant coordination, and the extent to which
organizational systems consistently reinforce one another. The
questions below are intended to help leaders reflect on where their
organization currently sits on the maturity continuum and where
additional capability may need to be developed.
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Closing Reflection
Organizations do not become mature simply because they grow.

Growth creates complexity.

Maturity determines whether that complexity becomes organizational capability or
organizational fragmentation.

Every operating model is intentionally designed or unintentionally inherited.

The question for executive leaders is not whether their organization has been designed.

It is whether that design continues to produce the behaviours, decisions, and relationships
required for the organization they are becoming.

        A QUESTION FOR REFLECTION

If your organization needed to double its complexity over the next three years, which organizational
capabilities would need to evolve first?

A CLOSING REFLECTION

Organizational maturity is not measured by
size, age, or sophistication. It is reflected in
an organization's continuing ability to
intentionally evolve while preserving
coherence as complexity grows.


