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Abstract

Conservation of resources (COR) theory was originally introduced as a framework for understanding and predicting the
consequences of major and traumatic stress, but following the work of Hobfoll and Shirom (1993), COR theory has been
adopted to understanding and predicting work-related stress and both the stress and resilience that occur within work
settings and work culture. COR theory underscores the critical role of resource possession, lack, loss and gain and depicts
personal, social and material resources co-travelling in resource caravans, rather than piecemeal. We briefly review the
principles of COR theory and integrate it in the crossover model, which provides a key mechanism for multi-person
exchange of emotions, experiences and resources. Understanding the impact of resource reservoirs, resource passageways
and crossover provides a framework for research and intervention promoting resilience to employees as well as to
organizations. It emphasizes that the creation and maintenance of resource caravan passageways promote resource

gain climates through resource crossover processes. Copyright © 2014 John Wiley & Sons, Ltd.
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Conservation of resources theory,
resiliency and the organization

Conservation of resources (COR) theory is one of the
two leading theories of stress, along with the pioneering
theory of Lazarus and Folkman (1984). COR theory
departs markedly from Lazarus and Folkman’s
personal appraisal theory, as well as having some major
points of overlap. Rather than emphasizing individual,
idiographic appraisals, COR theory emphasizes
objective elements of threat and loss. COR theory does
not ignore appraisals but depicts common, shared
appraisals held jointly by people who share a biology
and culture, as the paramount frames by which they
measure and approach their world. For example, a
child marrying at age 18 is seen as normal, too young
or too old, depending on shared cultural norms, and
marriage at 18 would be stressful for many where it
was seen as too young or too old. Another example is
terrorism. What is a terrorist for one culture is a
freedom fighter for another and would be reacted to
by most within each of those cultures accordingly. This
places greater weight on objective reality and the shared
reality construed by people sharing a culture or
organization and calls into focus the circumstances
where clear stressors are occurring.
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COR theory was introduced as a framework for under-
standing and predicting the consequences of major and
traumatic stress (Benight et al., 1999; Freedy et al,,
1994; Freedy, Shaw, Jarrell, & Masters, 1992; Hobfoll,
Canetti-Nisim, & Johnson, 2006; Ironson et al., 1997;
Kaiser, Sattler, Bellack, & Dersin, 1996; Norris, Perilla,
Riad, Kaniasty, & Lavizzo, 1999). However, a seminal
article by Hobfoll and Shirom (1993) translated COR
theory into an architecture for understanding and
predicting work-related stress and translating both the
stress and resilience that occurs within work settings and
work culture. It consequently has become a major theory
in the field of organization psychology, organizational
stress and research on burnout (Brotheridge & Lee,
2002; Buchwald & Hobfoll, 2004; Freedy & Hobfoll,
1994; Hobfoll & Freedy, 1993; Hobfoll & Shirom, 2001;
Ito & Brotheridge, 2003; Neveu, 2007), as well as the
emerging work in positive psychology (Bakker, Hakanen,
Demerouti, & Xanthopoulou, 2007; Halbesleben &
Bowler, 2007; Ito & Brotheridge, 2003; Jawahar, Stone,
& Kisamore, 2007; Sun & Pan, 2008; Zellars, Perrewe,
Hochwarter, & Anderson, 2006). Because COR theory
underscores the critical role of resource possession,
resource lack and resource loss and gain, it is a pivotal
theory for interpreting and predicting both positive and
negative impacts of stress, as well as the resilience process.
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In this article, we briefly review the principles of COR
theory, first exploring the aspects of specific resource
gain, loss and exchange. We then place particular em-
phasis on how these resources translate to the study of
resilience. We focus, in particular, on the crossover
model (Westman, 2001), integrating it with COR theory
and resilience in organizations. We use the term com-
merce in resources as the two primary definitions of
commerce are as follows: (1) the interchange of ideas,
opinions and sentiments and (2) the exchange of com-
modities and resources (Merriam-Webster, 2014). To-
gether, these two definitions combine to express the
exchange of valued social, personal and material re-
sources captured in both COR theory and crossover
models. Concepts surrounding the study of resilience
are not new, but recent work has been more careful in
applying resilience-related constructs and theory to em-
pirical test, particularly in work settings. These investiga-
tions are increasingly examining thriving in the face of
stress rather than most prior work’s emphasis on
succumbing or not succumbing to stress. Although we
share the excitement over the study of resilience, we
must not overly romanticize the positive outcomes of re-
silience. Even as we focus on resilience and growth,
work-related distress is still critical and, as COR theory
posits, where resource loss is salient, negative conse-
quences will outweigh positive outcomes. Indeed, thriv-
ing and resilience are fostered by circumstances where
people are able to apply, grow and sustain their personal,
social and material resources.

When we use the term resilience, we mean two
things (Hobfoll, 2011). First, resilience refers to
people’s ability to withstand the most negative conse-
quences of stressful challenge, including the full range
from everyday challenges to traumatic challenges.
Second, resilience refers to people remaining vigorous,
committed and engaged in important life tasks, even
amidst significant stressful circumstances. In the first
instance, we focus on people’s ability to remain
relatively free of depression, post-traumatic stress
disorder, burnout and health problems in the face of
stress and trauma or at least to bounce back in a timely
fashion after some initial disequilibrium and distress.
In the second instance, we turn to how people continue
to function in their work, social and family spheres,
even if at the same time, they may have a mix of
positive and negative emotions. This examination of
ongoing functioning is both understudied and fascinat-
ing, as it raises the question of how even when facing
significant stressors, many if not most individuals con-
tinue to be involved and committed in their life tasks,
whether or not they are simultaneously suffering from
difficult emotions and stress-related health problems.
That significant life challenges and losses cause psycho-
logical and physical distress is not surprising. ‘That
people may experience distress and disease and yet
remain committed and absorbed in their life tasks as
parents, partners, workers, citizens, and friends is
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fascinating and something we know little about. ... it
is nothing less than the next horizon for research in
stress’ (Hobfoll, 2011, p. 128).

Likewise, there is no one definition of the resilient
organization. Still, we might hazard some basic parame-
ters of the resilient organization (Horne & Orr, 2011).
First, they accept everyday and major challenges without
entering into crisis mode or promoting a sense of
catastrophe. Rather, these are interpreted with a positive
sense of excitement and sense of shared efficacy and
ability to meet demands. Second, they provide a sense
of positive meaning and belonging for their employees.
That is, they promote positive values. Third, they seek
improvement and invest resources in improvement.
Fourth, they are open and flexible, at the same time that
they appreciate and promote a sense of tradition. Their
success should be measured in producing a successful
product, but at the same time keeping a satisfied and
engaged workforce.

Related to resilience are concepts that have been
studied under the rubric of post-traumatic growth
(PTG). PTG has been defined as the experience of
positive change resulting from struggle with major life
events (Calhoun & Tedeschi, 1999). Other related terms
are stress-related growth (Park, Cohen, & Murch, 1996),
adversarial growth (Linley & Joseph, 2004) and thriving
(O’Leary & Ickovics, 1995). We will also consider how
these concepts have been studied and may be conceptu-
alized in work and organizational contexts.

Each period has its own elements of work-related
stress. Our current period is marked by its own
challenges, especially as organizations and workers face
downsizing and lay-offs. This stress is further height-
ened in many regions by the backdrop of wars, natural
disasters and terrorist threats that affect the individual,
the family and the whole community. Yet the majority
of people do not succumb to the everyday stressors of
work, and most people are at least partially and often
markedly resilient to stressful events at work.

Hence, it is critical that we both focus on and more
fully explore what Luthans and Youssef (2007, p. 778)
referred to as ‘proactive learning and growth through
conquering challenges’. Further, as Robertson and
Cooper (2013) pointed out, it is critical to differentiate
between the psychological and behavioural compo-
nents of resilience. The psychological component
enables people to maintain their mental health and
well-being when faced with adversity, whereas the
behavioural component enables people to remain
effective at home and work, focus on relevant tasks
and goals and carry them out.

Principles of conservation of
resources theory and its
relationship to resiliency

COR theory is a motivational theory that broadly
predicts people’s motivation and behaviour. Basic to
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COR theory is the premise that even when stress is not
occurring, people are motivated and directed
biologically, socially, cognitively and culturally to shepherd
their resources to obtain, retain and protect their resource
reservoirs. COR theory is based on several principles
and corollaries that are fundamental to understanding
the stress process.

COR theory begins with the tenet that ‘individuals
strive to obtain, retain, foster, and protect those things
they centrally value’. This tenet means that people
employ key resources in order 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, 1988, 1989,
1998, 2001; Hobfoll & Lilly, 1993).

Principle 1: The primacy of resource loss. The first
principle of COR theory is that resource loss is
disproportionately more salient than resource gain.
Resources include object resources (e.g. car and house),
condition resources (e.g. employment and marriage),
personal resources [e.g. key skills and personal traits
such as self-efficacy (SE) and self-esteem] and energy
resources (e.g. credit, knowledge and money).
Principle 2: Resource investment. The second principle
of COR theory is that people must invest resources in
order to protect against resource loss, recover from
losses and gain resources. Related to this, those with
greater resources are less vulnerable to resource loss
and more capable of orchestrating resource gain. Con-
versely, those with fewer resources are more vulnerable
to resource loss and less capable of resource gain.
Principle 3 Resource gain increases in salience when
resource loss has been high or chronic. This is a
paradoxical principle, as although COR theory places
the greatest weight on resource loss, this principle
asserts a key role of resource gain in the resilience
process. Thus, whereas resource gains may have little
impact on people who are not experiencing loss or loss
cycles, these gains become potent where major or
sustained resource loss has been experienced.

Resources enhancing resilience

According to COR theory, the factors that are the primary
building blocks of resilience are the resources available to
the individual and group and the fit of those resources to
situational demands. Much less has been written, how-
ever, about how personal, social and material resources
aid the course of recovery and the process of potential
growth and improved adaptation. COR theory sheds light
on the dynamics of resources, including loss and gain
spirals. Initial resource gain begets future gain, thus
generating ‘gain spirals’. These gain cycles are plausible,
because when initial gains are made, greater resources
become available. This principle distinguishes COR as a
proactive rather than reactive theory, and its focus on
the significance of proactive resource investment has
important implications for stress prevention and
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developing resilience. This was noted in a key paper by
Hakanen, Perhoniemi, and Toppinen-Tanner (2008)
among 2555 Finish dentists. It was hypothesized, on the
basis of COR theory, and found that job resources led
to better work engagement. Work engagement, in turn,
was related to greater personal initiative. This then
spiralled further into greater work-unit innovativeness.
Likewise, a gain spiral emerged from work-unit
innovativeness to great work resources.

Research has supported the beneficial role of
resources in successful coping, adjustment and growth.
There is evidence that resources such as hardiness, SE,
self-esteem and social support can develop and increase
resilience. In the next paragraphs, we discuss shortly
the unique proposed contribution of these three
resources that may lead to resilience and focus on the
crossover of such resources between partners.

Hardiness has been conceptualized by Kobasa (1979)
as a multidimensional construct consisting of three
subfacets: commitment, control and challenge. Kobasa,
Maddi, and Kahn (1982) claimed and demonstrated that
hardiness is associated with a tendency to perceive
potentially stressful events in less-threatening terms.
Accordingly, hardiness alters two appraisal components
that may lead to resilience. It reduces the appraisal of
threat and increases the expectations of successful
coping. Hardy employees may be predisposed to focus
on the ‘silver lining’ even when presented with an
objectively unfavourable working environment. Thus,
hardiness is considered an important factor in psy-
chological resilience and an individual-level pathway
leading to resilient outcomes.

Another resource that may lead to resilience is SE,
which refers to beliefs in one’s capabilities to organize
and execute the courses of action required to manage
prospective situations (Bandura, 1995). Efficacy beliefs
regulate human functioning and emotional well-being.
Those who possess high levels of SE might be more
capable of selecting, altering and implementing their
other resources (e.g. hardiness and social support) to
meet stressful demands. Efficacy theory should be
applied to resilience research for two major reasons;
at the individual level, SE is likely to have an impact
on the way employees cope with stressors in the work-
place (Leiter, 1991; Stumpf, Brief, & Hartman, 1987);
at the group level, efficacy beliefs may lead to resilience
as a strong sense of collective efficacy (Benight, 2004;
Chen & Bliese, 2002; Jung & Sosik, 2003; Stajkovic,
Lee, & Nyberg, 2009) contributes to both a positive
interpersonal climate and greater cooperation and help-
ing among group members. Such a climate may buffer
the effects of stressors by providing group members with
support during stressful periods (Cohen & Wills, 1985;
Gore, 1987). Several studies have demonstrated positive
relationships between hardiness, SE and social support.

Social support is defined by Hobfoll, Parris, and
Stephens (1990) as the interactive process between
individuals and their environments for the purpose of

97



Commerce and Crossover of Resources

attaining behavioural or emotional assistance and is
considered as one aspect of the repertoire of resources
that individuals utilize to cope with stress (Hobfoll,
1998). According to Hobfoll (2002), people who pos-
sess social support are more stress resistant and enjoy
better health. Therefore, COR theory views social sup-
port as a robust type of resource and the main route for
expanding resources available to the individual to meet
environmental demands and achieving personal goals
(Hobfoll, 2002). Schumm, Briggs-Phillips, and Hobfoll
(2006) indicated that the impact of social support is
one of the most robust single markers of resiliency re-
sources. Thus, hardiness, SE and social support, among
other similar resources, lead to a caravan of resources
leading to resilience.

Caravan passageways

According to COR theory, resources do not occur sepa-
rately but instead tend to aggregate and create and
sustain one another. This, in turn, introduces the
concept of resource passageways that are precisely what
healthy, highly productive work settings should strive
towards. ‘Caravan passageways are the environmental
conditions that support, foster, enrich, and protect the
resources of individuals, families, and organizations, or
that detract, undermine, obstruct, or impoverish people’s
resource reservoirs’. Employees and managers will be
best capable of developing and maintaining their
resource caravans or will contrariwise fail to develop
and maintain them, mainly in response to the overall
structure and culture of their work settings. As most
employees and indeed most managers have limited
control over these overall circumstances, achieving rich
and sustaining caravan passageways must be a shared
responsibility and often have its seeds in the most senior
levels of management or ownership.

As Zautra, Hall, and Murray (2010) argued, the concept
of workplace resilience can be applied to individuals,
groups and communities, and the resilient workplace
may be a key to creating passageways that catalyse and
enhance resilience and limit destructive, loss-generating
aspects of the work environment. For work and organi-
zational settings, resource investment rests in a large part
on the collective pool of resources available within that
organizational ecology and individuals’ and groups’ abil-
ities to access those resources. This ties in to the concept
of resource caravans within COR theory (Hobfoll, 2002).
Successful organizations offer members a marketplace of
shared resources; imbue their departments, sections,
managers and employees with resources; and facilitate
the internal transaction of resources to meet the organi-
zation’s mission. As in all marketplaces, resources of
value are exchanged, and within successful organizations,
those who are members or who belong have the special
status of use of these resources. Organizational support,
stability and safety are all aspects of resource caravan-
creating and resource caravan-sustaining organizational
ecologies. These ecologies can be seen to be creating
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passageways in which resources are supplied, protected,
shared, fostered and pooled. In this article, we focus
mainly on passageways that include psychological
resources and the way they cross over from one person
to another.

The crossover model

Crossover was defined by Bolger, DeLongis, Kessler,
and Wethington (1989) as the interpersonal process
that occurs when job stress or psychological strain
experienced by one person affects the level of strain
of another person in the same social environment.
The crossover model (Westman, 2001) adds another
level of analysis to previous approaches by adding the
inter-individual level, specifically the dyad, the team
and the organization, as additional foci of study
(Westman, 2001). The crossover model presents a
mechanism by which experiences, emotions and
resources are transferred within social and organiza-
tional contexts. Thus, crossover may act as one of the
mechanisms for resource exchange within resource
caravans. Most crossover studies have investigated
and found evidence of the crossover of psychological
stress and strains such as anxiety (Westman, Etzion,
& Horovitz, 2004), burnout (e.g. Bakker & Schaufeli,
2000; Westman & Etzion, 1995) and work—family
conflict (e.g. Hammer, Allen, & Grigsby, 1997;
Westman, Etzion, & Gattenio, 2008). However, less is
known about positive resource crossover and its vital
contribution to resilience.

Westman (2001) proposed three mechanisms delin-
eating how these crossover processes may transpire.
First, the experiences, emotion states and resources
between the partners are transmitted via empathy. This
is referred to as direct crossover, as the emotions trans-
fer directly from one person to another. The basis for
this view is the finding that crossover effects appear
between closely related partners or team members
who care for each other and share the greater part of their
lives together. Second, crossover can occur indirectly via
specific mediating or moderating mechanisms (e.g. cop-
ing and interaction style such as social undermining),
which result in the partner’s strain. This is referred to
as indirect crossover as, e.g. in the case of undermining,
when one person is stressed, he or she expresses his or
her stress by undermining the partner, and the partner
is stressed because of being undermined. Finally, sharing
some common stressors (e.g. economic hardships) may
lead to shared, common affects (e.g. anxiety and dissatis-
faction) in both partners.

Fundamental to our thesis, Westman (2001) sug-
gested broadening the definition of crossover to
include the transmission of positive experiences and
states. Accordingly, just as stressful job demands have a
negative impact on the partner’s well-being, positive
feelings following positive job events may also cross over
to partners or colleagues and have a positive effect on the
latter’s well-being. The extension of the crossover process
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to positive experiences and states is also consistent with
Fredrickson’s (2001) broaden-and-build theory that pos-
tulates that positive emotions broaden individuals’
thought—action repertoires, prompting them to pursue
a wider range of thoughts and actions than they typically
use. In the interpersonal context, the broaden-and-build
theory predicts that positive emotions broaden people’s
sense of self to include others and enhance individuals’
identification with others, consequently producing
greater feelings of self-other overlap and ‘oneness’
(Waugh & Fredrickson, 2006). Such feelings may lead
to positive crossover through the suggested direct cross-
over process, via empathy. The proposition to investigate
the crossover of positive emotions is also in line with the
growing interest in positive psychology (e.g. Seligman &
Csikszentmihalyi, 2000).

It is notable that the three suggested mechanisms for
the crossover process are equally applicable to negative
and positive crossovers. From a theoretical perspective,
positive emotions may be expected to cross over as well
through the same suggested processes for negative cross-
over. Thus, Westman (2001) argued that if the crossover
process operates via empathy, one would expect to find
crossover positive experiences as well. Just as strain in
one partner may produce an empathetic reaction in the
other, which increases the recipient’s strain, work
engagement expressed by one partner may fuel the other
partner’s engagement. One can think of many positive
instances, such as enjoyable experiences at one’s job
(reaching one’s sales targets and promotion), which lead
to the crossover of job satisfaction and engagement to a
partner. Furthermore, crossover of positive emotions
may occur indirectly, following the interaction between
the partners. When one person’s resources at work (such
as support and personal control) increase, he or she has a
positive interaction with the spouse and provides
support. Finally, spurious positive crossover effects may
occur in a work environment where all workers are
exposed to the same levels of job resources (e.g. flexible
work arrangements). By virtue of belonging to the same
work environment, these individuals experience the
same types and levels of job resources and therefore have
similar levels of engagement.

Crossover of resources between spouses or colleagues
may contribute towards a more resilient family, team or
organization and slowly into a more resilient society. For
example, Neff, Niessen, Sonnentag, and Unger (2013)
and Neff, Sonnentag, Niessen, and Unger (2012, 2013)
demonstrated crossover of resources from one person
to another, suggesting that one’s partner can act as a
source of positive work-related resources. By transfer-
ring self-esteem and SE from one person to their
partner, partners’ work engagement was also enhanced
(Neff et al., 2012). This represents a potential spiral of
gains that illustrates how resource caravans share
resources among their members. Such resource gain
transfers are transmitted to partners either at the family
or in the workplace. In this manner, those who possess
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resources are not only more capable of resource gain
but also help generate ‘gain spirals’ for the dyad, group
or organization. According to COR, these gain cycles
have positive forward momentum because initial
resource gains lead to still greater resource reservoirs.
Subsequently, with resource surpluses, employees and
work units are less vulnerable and able to invest more
resources that are not required for everyday functioning
or reserve capacity (Hobfoll, 1998, p. 82).

Resources may be pooled at many levels of the
organization, salary, career opportunities, interper-
sonal and social relations (e.g. supervisor and co-
worker support), the organization of work (e.g. role
clarity and participation in decision-making) and the
task (e.g. performance feedback and skill variety).
Strong resource pools lead to a greater likelihood that
individuals will seek opportunities to risk resources
for increased resource gains (gain spiral). In the
same way, organizations with a large resource pool
will offer their employees more passageways that
enable the creation of resource caravans, which may
lead to resilience.

Positive crossover and the
crossover of engagement

Most of the studies that have demonstrated positive
crossover focused on crossover of engagement or its
components (e.g. Bakker & Xanthopoulou, 2009;
Demerouti, Bakker, & Schaufeli, 2005; Westman,
Etzion, & Chen, 2009). Engagement is defined as a
positive, fulfilling, work-related emotional response
that is characterized by vigour, dedication and absorp-
tion (Schaufeli, Salanova, Gonzdlez-Roma, & Bakker,
2002). Vigour refers to high levels of energy and mental
resilience while working, the willingness to invest effort
in one’s work and persistence also in the face of
difficulties. Dedication refers to a sense of significance,
enthusiasm, inspiration, pride and challenge. Absorp-
tion is characterized by being fully focused on and
happily engrossed in work or other life endeavours.
Those who are engaged at work may experience an
expansion of energy and personal resources, such as
positive affect and SE. In turn, this addition of
resources may increase the likelihood that they would
participate in other roles, such as providing support
to partners and co-workers.

The engagement literature identifies job resources (e.g.
performance feedback, job autonomy, perceived
advancement opportunities and supervisor support) and
personal resources (SE, optimism, self-esteem etc.) that
predict individual engagement. By their nature, engaged
individuals have stores of personal and job resources and
enhanced cognitive and behavioural repertories as a func-
tion of their positive emotions (Bakker & Demerouti,
2008). Bakker and Demerouti (2008) described engaged
individuals as mentally resilient and energetic, viewing
work as both challenging and meaningful.
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According to the job demands-resources (JD-R) model
(Demerouti, Bakker, Nachreiner, & Schaufeli, 2001;
Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2007),
job resources reduce job demands and their associated
negative outcomes (e.g. burnout); aid in the achievement
of work-related goals; stimulate growth, learning and
development; and increase personal resources (e.g. SE)
that enhance perceptions of control and facilitate effec-
tive functioning at work. These benefits subsequently
foster intrinsic motivation in the form of engagement.
Engaged co-workers provide more support to the focal
individual, who in turn, experiences higher levels of
engagement upon receiving this support.

To illustrate the interplay of crossover with engage-
ment, Bakker, Demerouti, & Schaufeli (2005) found that
positive feelings of vigour and dedication expressed by
one partner influenced the other partner. On another
level, Bakker, Van Emmerik, and Euwema (2006) found
that team-level engagement enhanced individual team
members’ vigour, dedication and absorption. They
found that engagement (especially vigour) crossed over
from one employee to another, particularly on days
when colleagues interacted frequently. They concluded
that expressiveness manifested through frequent daily
communication may increase the chances for work
engagement to cross over among team members.

A few studies demonstrated crossover of both
positive and negative states. For example, Song, Foo,
and Uy (2008) showed that positive and negative mood
can be transmitted between spouses on a daily basis.
Similarly, Bakker et al. (2005) found support for
crossover paths from women’s exhaustion to men’s
exhaustion and from men’s life satisfaction to their
partners’ life satisfaction. Similarly, Totterdell, Wall,
Holman, Diamond, and Epitropaki (2004) found that
the extent to which affect converges between individ-
uals in work groups depends on the intensity of their
communications, because interactions are the channels
of the affect-sharing processes. These studies offer clear
preliminary support for crossover of positive experi-
ences and states among partners and team members.
This work extends Westman and colleagues’ findings
by indicating that such effects hold for positive as well
as negative emotional experiences. Westman, Shadach,
and Keinan (2013) found both negative and positive
crossovers of emotions from an individual to a group.
Furthermore, they found for the first time, to the best
of our knowledge, that the crossover of positive
emotions was stronger than that of negative emotions.

Crossover at the organizational level

The next level to consider is the crossover of positive
states across an organization. Here, it is instructive to
consider what Gonzdlez-Morales, Peiro, Rodriguez,
and Bliese (2012) termed ‘perceived collective burnout’
(PCB). PCB describes a mechanism that underpins
how the social context can be an antecedent to individ-
ual burnout. Using a top-down perspective, they
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proposed the conceptualization of PCB as an organiza-
tional-level construct defined as the shared perceptions
of the work environment in terms of how burnt out the
people we work with are. Cumulative experiences of
perceiving colleagues as ‘burnt out’ make workers
regard their organization as a place where ‘people are
used up or burnt out’. In this manner, PCB represents
an abstraction of the organizational environment in
relation to burnout. We would argue that perceived
collective resilience develops in a similar manner as
PCB and may be instrumental for the individual and or-
ganization’s resilience. This mechanism can just as easily
be applied to capacity-building and resilience-enhancing
processes within organizational settings.

The organizational top-down process of PCB can be
due to common demands or scarcity of resources that
every employee in the same organization must face
(Bakker, Demerouti, & Schaufeli, 2003). PCB can
signal the availability or scarcity of resources. On the
basis of COR theory (Hobfoll, 1989), the burnt-out
social environment can be experienced as a source of
stress because it signals a threat of lack of resources. If
people perceive that colleagues are burnt out and
depleted, they make a secondary assessment that help
from colleagues is unlikely to be forthcoming when
needed. At the same time, we can see by this process that
general expectancies and group-held norms of robust-
ness, capacity, strength and availability can also pervade
an organizational culture. They would signal collegial
availability, a shared resource reservoir, supportive
problem solving and the sense of a safety net. According
to COR theory, such resource richness is fundamental to
risk taking, as people conserve resources when they lack
capacity or fear loss but are willing to make resource in-
vestments when they assess their resource reservoir as
rich and supportive.

There are additional organizational factors that may be
involved in resilience creation and development. One such
organizational resource is perceived organizational sup-
port (POS). POS refers to employees” general belief that
their work organization values their contributions and
cares about their well-being (Eisenberger, Huntington,
Hutchison, & Sowa, 1986). POS is valued as assurance that
aid will be available from the organization when it is
needed to deal with stressful situations (cf. George, Reed,
Ballard, Colin, & Fielding, 1993). POS can be conceptual-
ized as an organization-based resource: support stems
from the organization, a top-down process. In COR
terms, POS is the environmental condition that provides
resources to individuals. POS strengthens employees’
beliefs that the organization recognizes and rewards
increased efforts and performance. These processes have
favourable outcomes both for employees (e.g. increased
job satisfaction and heightened positive mood) and for
the organization (e.g. increased commitment and perfor-
mance and reduced turnover). Therefore, POS enables
growth and performance even when the employee experi-
ences stress and thus may contribute to resilience.
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An additional important factor for building resilience
is the organizational culture. The organizational culture
is a very important factor that helps organizations cope
with the changing environment. Earley, Ang, and Tan
(2006, p. 20) defined culture as ‘patterned ways of
thinking, feeling, and reacting to various situations and
actions’. Core cultural values shape behaviour and atti-
tudes of employees. Strong organizational culture exists
where employees respond to stimulus because of their
alignment to organizational values, such that their con-
tributions and work are organically in line with the orga-
nization. Thus, if the organizational culture emphasizes
resilience, they would naturally not only seek to become
more resilient themselves but would also promote
strength in others, be they colleagues, supervisees or
persons more senior to them.

Resource gain, passageways and
organizational processes

Another way that the crossover model helps to under-
stand the passageways that create resilience is the com-
mon stressor mechanism (Westman, 2001). This
mechanism refers to common stressors in a shared
environment that increase both partners’ strain. ‘What
appears to be a crossover effect is the result of common
stressors in a shared environment increasing the strain
in both partners’. This suggests that people in close
relationships may experience shared stressors (e.g. eco-
nomic hardship) creating common psychological strain.
Common positive events or common positive character-
istics of the team or the organization may likewise impact
team members and employees across the organization.
This mechanism of positive events and sharing of
commonly held resources at the team or organizational
level may be fundamental to the creation and sustaining
of resilient teams and organizations.

The vital nature of resource gain can be used to
emphasize the critical role played by organizations and
teams within organizations in fostering passageways for
resource caravans. In this regard, organizations,
managers and team members filter and translate the
meaning of challenges faced in the work world. Several
key organization characteristics are fundamental in this
process. These include the organization’s strategy, the
culture and the POS. Workplaces may play a crucial role
in increasing the likelihood of sustained resilience,
especially where individuals may be lacking their own
resources or where they have undergone rapid or chronic
resource loss. A supportive environment often provides
essential conditions for fostering people’s engagement.
Supportive environments provide such conditions as
meaningful goals, share resources that may be lacking,
give guidance on how to successfully engage and poten-
tially include individuals in the shared opportunities for
success of the social unit (Sonnentag & Lange, 2002).
Hence, organizations that share high levels of work
resources are likely to have higher levels of individual
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and team engagement (Bakker et al., 2006). We
underscore that this increases in importance with organi-
zational and task complexity, because in such cases, it is
unlikely for one or even a few members of the organiza-
tions to hold the necessary pieces of the puzzle. Rather,
only when they join resources are task engagement and
success possible. Capitalization, strategic management,
technical expertise such as engineering and computer
systems and application expertise, e.g. in high-tech
organizations, are all interactively required and must be
co-occurring and even timed correctly.

The contribution of the crossover
model to the conservation of
resources theory

The crossover model provides a key mechanism for
multiperson exchange of emotions, experiences and
resources that extends COR theory. COR predicts that
stress occurs when individuals lose resources, face the
threat of resource loss or fail to gain resources follow-
ing significant resource investment. The crossover
model, in turn, lays out a series of mechanisms by which
resource gains and losses are transferred in social settings
from the dyad to the team and to the organization.
There has been an assumption in crossover research
that the same processes are valid for resource gain and
crossover of positive states or experiences and enhanced
resilience, as for resource loss and transfer of negative
states and experiences. Whereas crossover models have
not spoken to this point, COR theory would posit that
the commerce of resource and emotional transfer across
social enteritis (individuals and organizations) would be
slower, more incremental and less impactful for resource
gain and translation of positive states than for their loss
and negative equivalents. It would be of great interest to
examine whether organizational culture can affect this
speed of transfer. Healthy organizations would slow and
deflate the transfer of resource loss and negatively valenced
emotional states and accelerate and enhance the transfer of
resource gains and positive emotional states and climates.
However, this is actually a future empirical question. One
step in dealing with this issue is the Westman et al. (2013)
study, which compared the intensity of positive and nega-
tive crossover and found that positive crossover had a
stronger impact on a group than did negative crossover.
Research based on the broaden-and-build theory
supports the notion that positive emotions can widen
the range of potential coping strategies during times of
stress, consequently enhancing their resilience against
hardship (Folkman & Moskowitz, 2000; Fredrickson,
2004; Fredrickson & Losada, 2005; Tugade, Fredrickson,
& Feldman Barrett, 2004). Burns et al. (2008) and
Tugade et al. (2004) have demonstrated that positive
emotions can improve people’s ability to cope with stress
and subsequently enhance their resilience. Thus, an addi-
tional contribution of the crossover model is the spread
of positive emotions and experiences from one person
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to another or to team members using adequate coping,
which increases resilience under stressful conditions.
However, the speed of transfer and degree of impact of
‘broaden and build’ has never been compared with
‘narrow and tear down’. This leaves several important
theoretical questions, with enormous potential applied
value to be investigated.

Whereas COR theory claims that passageways increase
resilience, the crossover model does not demonstrate a
crossover of resilience per se, but rather of the components
that increase resilience. Similar to COR, the crossover
model proposes that a set of resources (resource cara-
vans) enhances resilience within work settings and work
culture and enhances families’ and teams’ resilience via
the crossover-of-resources process.

Another way where the crossover model comple-
ments COR theory is in furthering our understanding
of the mechanisms that underpin engagement.
Whereas COR theory emphasizes resource caravans
and passageways, it seldom relates to specific positive
outcomes of these phenomena except for resilience.
The crossover model shows that engagement might
result from resources (see the JD—R model) or from
the crossover of resources. Through the crossover
process, engagement leads to engaged and resilient
teams and organizations. Some of the most well-
founded positive resource outcomes include a strong
communication system, open communication, flexibil-
ity, an engaged workforce, productive work output,
employee commitment to stay with the organization
and employee health.

Implications for organizations

In today’s complex and often unpredictable organizational
environment, employees constantly face threatening
situations, including lay-offs, mergers and acquisitions,
reduction in income and benefits and rapidly advancing
technology that might outpace them. Understanding the
impact of resource pool, passageways, crossover and
resilience may contribute to employees as well as to
organizations. The goal of this paper was to demonstrate
that shared resource gain climates and resource crossover
are fundamental to creating and sustaining resilience in
organizations. At the same time, we must not ignore the
fact that resource loss-imbued settings will limit resilience
and undermine organizational resilience efforts. Integrat-
ing the crossover model as a mechanism for applying
COR theory enriches our understanding of the transfer,
commerce and obstacles to the passageways leading to
organizational resilience.

Just as crossover at the workplace can cause a
burnout climate in the organization, we can focus on
positive crossover where positive experiences impact
the team, the department and the organization
(Westman, 2001, p. 743). In the workplace setting,
the crossover of positive emotions and well-being from
one employee to another may lead to what Fredrickson
(1998) called an upward spiral. Fredrickson’s (1998,
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2001) broaden-and-build theory of positive emotions
states that positive emotions serve to broaden momen-
tary thought and action repertoires and build enduring
positive resources. Accordingly, the effect of such
‘broadening’ is enhanced creativity and problem
solving—both of which are critical to the successful
organization. The effect of ‘building’ is also positive,
with positive individuals being more likely to seek out
interaction with others and thus build social capital
(Fredrickson, 1998). Research has shown that positive
emotions can accelerate people’s recovery from the
effects of negative emotions (Fredrickson, 2000;
Fredrickson & Levenson, 1998). Following COR theory
and the crossover model, the interdependence in de-
mands and resources among co-workers would be an
important factor to examine at the organizational level.
It affects the individual appraisal of demands and re-
sources and its relationship with both PCB and
collective resilience and operates to build objective
resources and shared resource reservoirs.

One of the main questions is whether the impact of
resources on resilience is a top-down process, a bot-
tom-up process or both. From the reviewed literature,
we propose that engaged employees impact the team
and organization’s resilience and also that a resilient
workplace or organization helps employees to become
more engaged and resilient. So, clearly, our interpretation
of the literature suggests that these processes co-occur.
Still, this invites new research on the relative strength of
these downward and upward processes, how to accelerate
positive crossover and how to dampen negative cross-
over. Moreover, we have highlighted that this occurs
during different organizational phases, including after
organizational upset and major loss, in the resource-
building and capital-building process and in the
maintaining of the processes that have built resources
for sustained growth and development.

On the basis of these arguments and findings, orga-
nizations should facilitate engagement by supplying
organizational resources and developing personal,
social and material resources. Research suggests that
although resilience is related to stable personality
characteristics, it is not a fixed personality characteristic
and is influenced by supportive social interactions and
facilitating environmental structures. Research on resil-
ience training has shown that resilience is amenable to
change and can be effected in many kinds of organiza-
tions (Sood, Prasad, Schroeder, & Varkey, 2011). These
findings should encourage researchers and practi-
tioners to find innovative ways to increase organiza-
tional resilience in a process that is based on resource
principles as we have delineated here.

Organizations may facilitate and cultivate frequent
exchanges between engaged colleagues to promote the
crossover of engagement among employees. The end
result of such a process may be an ‘engaged and resilient
organization’. By helping employees acquire needed
resources that lead to resilience and by limiting or
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removing obstacles to resource investment, organiza-
tions can prevent unnecessary stress and strain and
enhance employee well-being and

effectiveness. .
interest.

Knowledge about the impact of the resources on

resilience in a work environment opens new direc-
tions for research and applications in organizations,
using both COR theory and the crossover model.
The understanding gained in this paper highlights the
challenge of helping employees, teams and organizations
to use passageways and caravans of resources that create

and enhance resilience.
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