
  
    [image: Jess© 2.0]
  


  
    
      JESS© 2.0

      How Resilience in Teams and Organisations is Really Built

      
        The Jess© Series

        Book 2

      

    

    
      
        SHELLEY ANNE CRAWFORD

      

    

    
      
        
          [image: Joss Publishing]
        

      

    

  


  
    
      Jess© 2.0: How Resilience in Teams and Organisations Is Really Built

      © 2026 Shelley Anne Crawford. All rights reserved.

      
        
          
            [image: The redesigned Jess puzzle with 5 intersecting domains consisting of resilience-building puzzle pieces with labels.]
          
        

      

      ISBN: 978-1-0666696-8-4

      Jess© and the Jess© Resilient Human Systems Model are trademarks of Shelley Anne Crawford.

      This is the organisational companion to Jess©: How Resilience Is Really Built. The personal resilience model, the twenty-five resilience-builders, and a written version of the Jess© Self-Assessment are presented in full in that volume.  The online self-assessments are available by contacting: shelley@jessglobal.org.

      Shelley is also the author of The PACT©: How Trust is Really Built, and the trust-building strengths inventory.

      And

      Jess©: How Resilience Is Really Built, and the resilience-building strengths inventory.

      No part of this publication may be reproduced, stored, or transmitted in any form without the prior written permission of the author, except for brief quotations in a review.

    

  


  
    
      To Dolina, Caroline, Kim, Mary and Delphine – thank you for your unfailing belief in me and your constant support over the years, as I navigated the demands of work and life. I couldn't have done this without your inspiration, friendship and love.

      

      To Dr Kent Gustavson, who helped me believe in myself – thank you for being an extraordinary catalyst and support.

      

      To my children, for putting up with my work demands your whole lives. My love for you is endless.

    

  


  
    
      
        
        Resilience should not be the strength we demand of people. It should be the strength we build into the system around them.
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            Preface: From the Kitchen Table to the Boardroom

          

        

      

    

    
      The model at the centre of this book was not born in an organisation. It was born at a kitchen table in Ireland, in the slow work of rebuilding a single human life. Some of that story is told in the companion volume, Jess©: How Resilience Is Really Built.

      But the same model, carried into the world of work, kept proving useful – and kept revealing something. The research beneath each resilience-builder held just as firmly in a high-pressure organisation as in a private life. What needed to change was not the science but the language, the examples, and the level at which the work was pitched. Some of the original, deliberately tender language – landed differently in the boardroom. That feedback was not a problem to apologise for. It was information. And information, as this model insists, is something you act on.

      The result is Jess© 2.0: the same five domains, the same evidence base, the same conviction that resilience is a developable set of practices rather than a fixed trait – refined for teams, leaders, and organisations, and extended with three overarching principles that  become visible at the scale of a whole system.

      This book is for the people who shape organisational life: leaders and managers, coaches and consultants, HR and organisational-development practitioners, and anyone responsible for helping a group of human beings meet difficulty well. It sits alongside The PACT©: How Trust is Really Built (Crawford, 2026), which addresses the specific work of building trust.

      A note on how to read what follows. Chapter One makes the case for treating resilience as an organisational capability. Chapter Two takes the model into teams. Chapter Three introduces the Jess© 2.0 model – the five domains, the three Framing Qualities of the outer ring, and the organisational resilience-builders. Chapters Four to Nine explore each domain and its builders in depth, and Chapter Ten explains the shadow side of the resilience-builders. Chapters Eleven to Fourteen explore the organisational assessment and resilience plan. Chapter Fifteen offers a contextual guide for leaders and colleagues.
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            The Case for Organisational Resilience

          

        

      

    

    
      
        
        Resilience should not be the strength we demand of people. It should be the strength we build into the system around them.

      

      

      We tend to speak of resilience as though it naturally lived inside individuals – a quality which some people are lucky to have and others unfortunately lack. The organisational world has inherited that assumption, and it has cost it dearly. Because resilience is not only a property of people. It is a property of systems: of teams, of cultures, of the structures and norms that either help a group meet difficulty well or leave it exposed to being broken by it.

      The leader who walks into the office on Monday already braced for the week. The team that has stopped raising concerns, because raising them never seems to change anything. The high performer who quietly hands in their notice after one too many weekends spent recovering rather than living – their strengths never acknowledged, because their manager’s energy is spent entirely on the underperformer. None of these is a failure of personal resilience.

      Resilience and burnout

      The clearest evidence for this is burnout – of which there are  six organisational drivers⁠1 – excessive workload, an absence of control, insufficient reward, the breakdown of community, unfairness, and a conflict between stated and lived values.

      What is striking about all six is that not one of them is, at root, an individual failing. They are properties of the system surrounding the person.

      An organisation that treats burnout as a personal resilience deficit – to be solved with a wellbeing app and a half-day workshop – has misread the diagnosis, and will keep paying for it.

      Fortigenesis – strengths enabling

      Derived from the Latin word fortis (meaning strong), the concept examines the processes through which individuals and communities build strengths, thrive, and achieve a high quality of life. The more useful question is not how to help people endure more, but how to build the conditions in which people can meet pressure without being depleted by it. Fortigenesis⁠2 – the generation of strength – reframes the entire task. Resilience-building is not stress reduction. It is the deliberate development of resources, at every level of the system, that allow challenge to be met with capability rather than collapse.

      A systems approach

      This is why the organisational view has to be systemic. Research⁠3 on the learning organisation, and the broader systems tradition, ⁠4 make the same point in different language: a human system is not a collection of separate problems to be solved one at a time, but an integrated whole in which every part shapes every other.

      A depleted, fearful leader produces an anxious team. An anxious team makes defensive decisions. Defensive decisions erode the psychological safety – the foundational condition for learning and adaptive performance.⁠5The reverse is equally true: targeted strength in one domain creates the conditions for strength across the whole.

      And, crucially, resilience at this level is learnable. It is not the fixed character of a fortunate organisation. It is a developable capability – shaped, more than by anything else, by what leaders model and what the system rewards. Leaders do not think, feel, sleep, or relate only for themselves; they set the cognitive and emotional climate of everyone around them. That is both the burden and the opportunity of organisational resilience: it is built, or eroded, in the daily practice of the people with the most influence over the system.

      Why resilience, and why now

      For most of the last century, organisational strength was measured by efficiency: how reliably a system could repeat what it already knew how to do.

      Resilience – the capacity to absorb a shock, recover, and keep going while the ground is still moving – was treated as a personal quality you either had or lacked. Not as something an organisation could build on purpose.

      Gallup’s global tracking tells the story. The share of employees who are thriving fell from around sixty per cent in 2019 to roughly half by 2024. Engagement slid to its lowest in a decade, and the proportion of people who clearly know what’s expected of them hit a record low.⁠6

      What’s striking, in a report dominated by technology, is which human skills employers now rank highest. Resilience, flexibility, and agility sit among the most valued core skills — rising alongside AI literacy itself.⁠7

      
        
        The organisations expected to navigate the transition are not the ones with the most technology, but the ones whose people can keep thinking, deciding, and recovering while the technology – and everything around it – keeps changing.

      

      

      

      Put the two together and the conclusion is hard to avoid. Resilience has moved from a personal virtue to organisational infrastructure. It is no longer enough for individuals to be resilient inside systems that deplete them; the system itself has to be built to hold people, to recover from shock, and to adapt without breaking.

      That is the work this book is about, and it is the reason the Jess© model has been taken out of the individual frame of the companion volume and rebuilt for teams and organisations.

      The threatened brain at work

      To understand why resilience has to be built rather than demanded, it helps to understand what happens in a brain – and a team – under threat.

      David Rock's SCARF model gives us the clearest map.⁠8 Drawing on social neuroscience, Rock argues that the brain treats five domains of social experience as matters of survival: Status (our sense of self and relative standing), Certainty (our ability to predict what is coming), Autonomy (our sense of control over our own actions and decision-making), Relatedness (whether we feel connected – to our family, team or tribe), and Fairness (whether exchanges feel just).

      The finding underneath the model is the consequential one: a threat, perceived or real, to any of these social domains activates much the same neural circuitry as a threat to physical safety. Being publicly undermined, blindsided by a reorganisation, micromanaged, excluded, or treated unfairly is not merely unpleasant – the brain processes it as danger, and responds accordingly.

      And here’s the cruel part: when the brain is in threat mode, the very thinking we most need at work – judgement, creativity, seeing another’s view, holding complexity – is the first to shut down.

      
        
        You cannot reason a threatened brain back into reason; you have to reduce the threat first.

      

      

      Understanding ‘threat’ reactions

      The threat response itself has a longer pedigree. First described as the fight-or-flight reaction more than a century ago,⁠9 later work added freeze, and a fourth, fawn⁠10– described the instinct to appease and please a threat into going away.

      These four responses, so familiar in individuals, have unmistakable organisational equivalents. Fight shows up as defensiveness, blame, and turf protection – the meeting that curdles into point-scoring. Flight shows up as avoidance and withdrawal: leaving a meeting to ‘take a call’, disengagement, quiet quitting, the talent that simply leaves. Freeze shows up as paralysis under pressure – indecision, endless analysis, a team caught in the headlights of a change it cannot metabolise.

      And Fawn, the most underestimated in working life, shows up as false consensus and managed-upward agreement: people telling leaders what they want to hear, suppressing dissent, and performing alignment they do not feel. None of these is a character flaw. Each is a nervous system doing its job in a context it has read as unsafe.

      Threat is contagious

      What makes this an organisational problem rather than a private one is that threat is contagious. Barsade's research on the ripple effect shows that emotional states transfer between people in a group, shaping collective behaviour and judgement, often below awareness.⁠11A leader’s behaviour and responses, operating from an unexamined threat state, propagates through the team as urgency, control, or withdrawal, and the team inherits it as climate. This is why the Jess© model treats resilience as a property of the system, not only of the people in it.

      Jess© as the toolkit

      The Jess© practices are a toolkit for moving a team out of threat and back into the state where it can think. Each resilience-building indicator links with the SCARF domains.

      Status and Fairness are served by Knowing & Using Strengths, Expressing Gratitude, and Aligning with Values, which signal that people are seen and that the rules are sound.

      Certainty is rebuilt through Controlling Thoughts & Self-Talk, Managing Expectations, and Setting Goals & Taking Action – naming what is known, what is not, and what happens next.

      Autonomy is restored by Using Resources and Finding Flow Opportunities, returning a sense of agency.

      Relatedness is rebuilt through Building Trust, Supporting Others, and Connecting to Others, the difference between a team that reads each other as allies and one that reads each other as risk.

      And the threat response itself is met head-on by Challenging F.E.A.R., Relieving Tension, and Mindful Focus – naming the fear, settling the nervous system, and bringing attention back to what is actually in front of the team rather than what it dreads. Resilience-building, in this light, is not motivational; it is the deliberate, repeated reduction of threat until a group can do its best thinking again.

      Energy: the fuel resilience runs on

      If threat is what drains a team, energy is what it runs on – and energy, not time, turns out to be the more

      
      Relational Energy

      
      
      Organisational Energy
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      Energy is one system

      
      
      Negative emotional interactions deplete energy

      
      Energy conservation

      
      
      The heavier load: neurodivergence, masking, and energy
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      TRUST: WHERE TEAM ENERGY AND RESILIENCE BEGIN

      
      
      
        
        
      

      

      
      Psychological safety, trust and resilience

      
      
      
        
        
      

      

      
      
      The Jess© Organisational 5-domain model

      
      Reflection – for your organisation

      
        
          	
        Where in  your organisation is burnout currently being treated as an individual problem when it is, in fact, a systemic one?
      

      	
        Which of the six drivers – workload, control, reward, community, fairness, values – is most active in your organisation right now?
      

      	
        If resilience is shaped most by what leaders model and what the system rewards, what is your organisation actually rewarding?
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