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Abstract

As the world continues to battle the global pandemic, organizations face a lot of challenges,
most especially that which shoves them to a certain change. With what is at hand, they must
continue to strive for progress even amidst adversities. An important element of
Organizational Development is change management — a systematic approach aimed to arise
with strategies and methods that will be enforced to effect change and be able to adapt to it
efficiently (SIGC, 2016). Adapting and managing change is a challenge that calls for
organizational resilience. In this paper, the significance of resilience in organizations is
emphasized. Organizational resilience models are identified and briefly described to guide
would-be employee development programs. This paper considers organizational resilience as
contributive not just to organizational structure development but also in building a more
positive organizational culture.
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1. Introduction

“Change is the only constant in life. One's ability to adapt to those changes will determine your
— Benjamin Franklin

”

success in life.

Change is certain. It is a constant force that we are confronted with from time to time. This claim is
supported as we have witnessed how the global pandemic has transformed the way we live, interact and thrive.
To push further, we were just trying to hold our gates up against a virus, when calamity, one after another
knocked us down. Who would have thought that even with what seems to be an insurmountable amount of effort
of preparation was not enough? Hence, one may assume that change is not something we just face, but
something we overcome together.

The same is true most especially in organizations, which must continually strive to progress even amidst
adversities. An important element of Organizational Development is change management — a systematic
approach to how organizational goals, values, processes, and the like are moved to a certain shift of
transformation (SIGC, 2016). It is aimed to arise with strategies and methods that will be enforced to effect
change and be able to adapt to it efficiently (SIGC, 2016). Change management programs in organizations would
be more effective if members of the whole team would develop the so-called, Resilience.

2. Resilience in an organization

Resilience, aside from being an attitude, is also used to describe an organization. The term “organizational
resilience” means the “maintenance of positive adjustment under challenging conditions such that an
organization emerges from those conditions strengthened and more resourceful” (Mogus & Sutcliffe, 2007). It is
also conceptualized as “the ability to develop capabilities and capacities necessary to thrive despite challenges,
as well as to bounce back from adverse situations” (Lengnick-Hall et al., 2011). Noticeably, resilience is
imperative in making sure organizations collectively survive.

With most of the work’s nature of being volatile, resilience is vital for employees to perform effectively
especially in challenging and demanding situations (Fredrickson, Tugade, Waugh, & Larkin, 2003). Coutu, 2002
& Fredrickson, 2001, would say that team resilience gives a possibility to aid better performance and success.
According to research, preparedness for change that leads to the resilience of employees is enhanced when
employees are given persistent support and encouragement to be creative when dealing with it (Sundblad,
Algevik, Wanther, & Lindmark, 2013). Therefore, if the goal is to thrive as an organization beyond the given
undesirable situation, especially in unfortunate changes, resilience is the key. It is a prudent strategy in fostering
quality of work as we move forward in the sustained pursuit of a common goal.

3. Models of resilience as contributory to change management

3.1 The Johns Hopkins Model (Teng-Calleja et al., 2020)

This model is a cyclical process highlighting the before (resistance), during or in the period of (recovery),
and after a crisis or disaster (resilience). This model sees a continuum of interventions as a requirement to
resilience-building to become sturdy amidst disasters (resistance), the capacity to function in normalcy again
(recovery), and rebound after (resilience). The first stage in this model is Resistance. It is described as “the
ability to resist or develop an immunity both psychological and behavioral against distress and dysfunction”
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(Nucifora et al., 2007 cited by Teng-Calleja et al., 2020). According to this model, resistance as a proactive
stance (versus reactive stance) toward disaster preparedness is significant for inclusion. This stage includes
initiatives to increase resilience before chaos happens, such as disaster training, and other programs that ideally
receive ample support from the administration. The second stage is Resilience, which pertains to “the ability to
rapidly and effectively rebound from psychological and/or behavioral perturbations.” This stage includes
strategies such as protocols to address the crisis as it happens and interventions in terms of mental health
concerns in the post-disaster (individual or organization-based intervention). The third stage is Recovery which
pertains to “the ability to recover psychologically and behaviorally, — and regain a sense of control after
experiencing distress in the light of critical incidents.” This stage suggests therapy for trauma victims and
debriefing as possible interventions.

3.2 Sense making (Weick, 1993, 1995)

Sense making is a perspective that seeks to know how people literally make-sense of unexplainable
circumstances and how they generate an order from confusion and what seems to be a chaotic situation (Weick,
1995). Maitlis et al. (2014, 2010) and Weick (1995) would say that in experiencing unexplainable situations,
generally, the members of the organization search for answers by making sense of the prompts around them; This
leads to grasping what has transpired. These sense making processes now change the views and practices of the
individuals or organizations as well as how they plan to deal with the challenges encountered (Maitlis &
Christianson, 2014).

3.3 Conservation of resources model (Hobfoll, 2011)

Conservation of Resources’ principle stresses that if individuals strive to acquire, maintain and secure the
resources they value, then, they possess a “resilient” quality (Hobfoll, 2011). This means that a resilient
individual obtains "resources to conduct the regulation of the self, their operation of social relations, and how
they organize, behave and fit into the greater context of organizations and culture itself” (Hobfoll, 2011). An
assumption of the theory of Conservation of Resources, based from Chen et al. (2015), is that “people are
motivated and directed biologically, socially, cognitively and culturally to shepherd their resources to obtain,
retain and protect their resource reservoirs” even when there is no danger or threat. Resilience, in the context of
COR theory, is described as having the foresight and preparing enough resources to combat any mishap that may
agitate the said resources. Stoverinks et al. (2018) names four team-level resources: “team potency, mental
models of teamwork, team capacity to improvise, and team psychological safety.” Additionally, they would
define these resources as follows:

Team potency is a team'’s confidence that it can resolve and confront any encountered difficult
task or demanding job successfully. Mental models of teamwork describe ‘“team members’
knowledge of roles, responsibilities, and interaction patterns and familiarity with one another’s
knowledge, skills, and preferences”; team capacity to improvise or adjust to demands carefully
while emerging quickly and effectively something which is innovative out of the existing
resources, and team psychological safety as “a shared belief that a team is safe to take

interpersonal risks.”

3.4 What then is the relationship of the conservation of resources theory with the so-called “team resilience”?

Morgan et al. (2013) describes team resilience as one that comprises a “process whereby team members use
their individual and collective resources to positively adapt when experiencing adversity.” Individual members
of a certain team possess not just separate but also social resources because of their shared interactions. This
contributes, then, to their collective capacity to adapt constructively to adverse events and even to the possible
results of negative stressors they collectively encounter. The mentioned resources build in a team the capacity to
harmonize their actions in the present adverse situation and create a shared meaning of the situation.
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3.5 Integrating sense making and core theory to team resilience (Degbey & Einola, 2019)

In building resilient teams, what matters is how the members make sense of the critical events and arrange
their team resources so that the team can go about performing its tasks (Degbey & Einola, 2019). When facing
unfortunate situations, a team initially expresses negative reactions and emotions. For instance, their ‘resource
investment’ (such as team psychological positive emotions, team potency, and team capacity improvise
Stoverinks et al., 2018) is not well-established. In these cases, they are drawn towards misfocus and may find it
difficult to respond accordingly. Sense making, then, aids a better understanding of the present difficulty while at
the same time paving the way to appropriate responses and wiser alternatives (Degbey & Einola, 2019).

Additionally, elevating positive emotions is also a vital factor to develop team resilience (Morgan et al.,
2015). Self-reflection could help them actively identify the roots of why the adverse situations happen at present,
to be keener with signals, and prepare for realistic plans (Alliger et al., 2015). Through this, learning from the
adverse situation, which changed the team almost holistically, will be ensured (Alliger et al., 2015). In this way
as well, the so-called “resilient” resources make a robust foundation in an organization.

3.6 Vulnerability-resilience model (Faulkner et al., 2020)

According to the proponents, this model primarily aims to connect the two concepts of vulnerability and
resilience, which normally is ignored in planning theory and practice. Most literature treats these two concepts in
a “codependent dualism model” whereby vulnerability is seen as opposite to resilience (Faulkner et al., 2020). So
often are these two concepts taken exclusively from each other. Hence, the proponents stitch literature that focus
either on resilience or vulnerability alone. The model highlights four components namely: (1) “exposure (relating
to pre-shock attributes), (2) sensitivity (relating to negative impacts caused by shock), (3) capacity of response
(relating to pre-shock attributes), and (4) adaptive capacity (relating to positive responses to shock)” that which
intellectualizes vulnerability and resilience in a holistic approach.

According to the proponents, this model is positioned towards exposure and/or “capacity of response”, and
sensitivity and/or “adaptive capacity.” Nonetheless, these four components need to be interconnected to
understand their practical implications. The proponents argue that “resilience is essentially a component of
vulnerability since shocks cause vulnerability in the first instance” (Faulkner et al., 2020, p.11). They sought the
potential interconnections between and among the four components in order to prove that resilience and
vulnerability can be explored side by side with each other. Taking that into consideration, they argue now that “it
is the resilience components of the capacity of response and adaptive capacity that mitigate the impact of a shock,
only once it has taken place.”

One argument after the other, the proponents concluded that it is, then, possible for both vulnerability and
resilience to occur at the same time, in certain places. This is due to the so-called “place-based attributes” as well
as leadership and adaptive capacity. Diverse economic base and governance institutions are also factors to look
into, in balancing vulnerability and resilience. Therefore, it is safe to say that this model represents the
multifaceted and complex process of their correlation.

4. AProposed Resilience Funnel Model

A conceived model of Catherine Nicca M. Carlos (2021) for a possible contribution in building
organizational resilience in the face of change management. In perception, there are three vital elements in
developing resilience both as an individual and as an organization. First is the experience. The endurance of an
uncomfortable experience at the first time of encounter) aids a lot in learning to cope with the probability of
encountering the same uncomfortable experience the second time. In this way, the organization will be able to
prepare well for the next time they come across the same adversity. The second element is the individual’s or an
organizations' collective belief system and/or principles. Most organizations uphold a certain ideology. It may be
an advocacy, a thrust, a value, or a spirituality. This is basically the reason why organizations would have a
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mission, vision, and goals. In facing adversities, an organization can be resilient when every member visualizes
each of them holding on and believing in that one and common belief system or principle. With this kind of
attitude and mindset, an organization thrives. And with this kind of persistence, an organization builds resilience.
The third element is support, from which an organization finds itself in the process of continuous organizational
development when it realizes that it still has a constant provision in the financial, social, psychological, and even
moral aspects. How often have we seen an organization falter due to the absence of backing and assistance?
Hence, it is contributory to the overall organizational resilience that they receive valued and continuous support.
It boosts their self-assurance, especially in identifying their capacity to traverse adversity. When all these three
extensive elements are congregated, the organization then journeys toward the depth of resilience to which it
becomes adept.

5. Implication

To pursue Organizational Resilience is to hone an organizational culture that is more people-centered. As
SIGC (2016) would claim: any intervention for Organizational Development must be people-centered, and
unashamedly humanistic. Moreover, to effect change in the organization, the centrality must always be geared
towards the benefit of the people and enacted by the people. Thus, Organizational Resilience develops every
member of an organization to manage positively any sort of change and leads the whole team to display pliability,
making the whole organization more stable. Realizing how the circumstances of today can ‘rock our
organizations’ boat’, this overlooked feature becomes inevitable. Organizational Resilience may also be injected
into employee development programs, to be discussed as is, or be in an organizational development intervention
such as team building and workshops. The models presented above can be an initial basis for conceptualizing
these programs, with the hope that organizational resilience may immerse in  an organizational culture: A
culture that moves toward the so-called adhocracy—a corporate culture of an organization with collective
capacity in adjusting to and being flexible with the constantly changing circumstances.

6. Conclusion and future directions

Resilience is a vital factor in change management especially when organizations would undergo
development in these unpredictable times. The models presented here, namely: The Johns Hopkins
resistance—resilience-recovery model; Integration of Sense making, Conservation of Resources, and Team
Resilience; Vulnerability-Resilience Model could guide the organizational developers in planning how to shape
organizational resilience in their respective teams. Additionally, the authors of this paper attempt to contribute to
the existing models of resilience by creating their own model named as “The Resilience Funnel Model.” This
model names valuable elements—experience, basic principles, and support—that may aid in firming the
resilience of an individual or culture of an organization. Researchers can apply qualitative research methods to
assess how these models can work during this pandemic.
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