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Abstract

In turbulent business environments, the key for teams to successfully withstand
risks, rapidly recover, and even achieve growth lies in team resilience. Team re-
silience is not only a capability for teams to rebound in adversity, but also a dy-
namic psychological process and a shared belief. However, research on team-level
resilience is quite scarce and dominated by the capability perspective, neglect-
ing its dynamic development and the emergence of consensus, while antecedent
research has seldom focused on leadership characteristics. This study integrates
three perspectives—the capability perspective, the process perspective, and the
consensus perspective—to delineate the internal mechanisms and boundary con-
ditions through which leader mindfulness influences team resilience formation.
The findings provide a relatively comprehensive theoretical integration frame-
work and management practice strategies for how teams can remain unbroken
in adversity and even become stronger through setbacks.
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Abstract: In turbulent business environments, team resilience is the key to
successfully resisting risks, rapidly recovering, and even achieving growth. Team
resilience represents not only a team’ s capacity to bounce back from adversity,

chinarxiv.org/items/chinaxiv-202301.00195 Machine Translation


https://chinarxiv.org/items/chinaxiv-202301.00195
https://chinarxiv.org/items/chinaxiv-202301.00195

ChinaRxiv [$X]

but also a dynamic psychological process and a shared belief. However, research
at the team level remains scarce and dominated by the capacity perspective,
neglecting its dynamic development and the emergence of collective consensus,
while antecedent studies have paid insufficient attention to leader characteristics.
This research integrates three perspectives—capacity, process, and consensus—
to delineate the internal mechanisms and boundary conditions through which
leader mindfulness influences team resilience formation. The findings provide a
comprehensive theoretical framework and practical management strategies for
how teams can withstand adversity and emerge stronger.

Keywords: leader mindfulness, team resilience, capacity perspective, process

perspective, consensus perspective
Classification Code: B849: C93

1. Problem Statement

The world today is undergoing unprecedented changes, with new economies,
business forms, and models constantly emerging, driving continuous flattening
of organizational design and structure (Zhang et al., 2021). Team-based work
modes have become increasingly prevalent, making team structure and design
iterations critical factors for organizational success (Zhang et al., 2020). Operat-
ing in volatile, uncertain, complex, and ambiguous business environments, work
teams inevitably face various crises (King et al., 2016). Team crises manifest
in multiple forms, ranging from chronic stressors (such as project deadline pres-
sures, collective fatigue, and role overload) to acute shocks (such as equipment
or technology failures, resource disruptions, and team conflicts) (Stoverink et al.,
2020). These adverse factors severely impact team performance by disrupting
critical team processes, impairing team functioning, and ultimately leading to
high team failure rates (Barton & Kahn, 2019).

Nevertheless, some teams demonstrate remarkable ability to withstand adver-
sity and even grow stronger through challenges. For instance, when faced with
the acute shock of a cockpit windshield suddenly shattering, a co-pilot being
partially sucked out, and rapidly dropping temperatures, the Sichuan Airlines
Flight 3U8633 crew remained calm, collaborated effectively, and successfully ex-
ecuted an emergency landing with 119 passengers. Similarly, when confronting
chronic workplace stressors, some teams that lose key members due to turnover
can still succeed through role restructuring; other teams can constructively re-
solve conflicts and restore relationships even after interpersonal disputes. Why
can some teams turn crises into opportunities and achieve renewal while others
succumb to adversity? Existing research indicates that the key lies in  “team
resilience” —the capacity to successfully resist risks, overcome adversity, rapidly
restore equilibrium, and even achieve growth and development (West et al.,
2009; Carmeli et al., 2013; Kennedy et al., 2016; Hartmann et al., 2020). Conse-
quently, enhancing team resilience represents both an important practical chal-
lenge for managers and a topic of growing scholarly interest. However, compared
to individual- and organizational-level resilience research, team-level resilience
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studies remain relatively scarce (Stoverink et al., 2020; Raetze et al., 2021).

Team leaders play a crucial role in shaping team resilience, with their influence
becoming particularly invaluable during crises (Vera et al., 2017; Dimas et al.,
2018). Faced with the suddenness and uncertainty accompanying crises, team
resilience requires team members to maintain awareness of subtle changes, coor-
dinate effectively to respond to disruptive and challenging events, and recover
from setbacks (Carmeli et al., 2013; Kennedy et al., 2016). These requirements
align perfectly with the core characteristics of leader mindfulness— “maintaining
high levels of awareness, staying clear and calm across different environments,
forming insights, and inspiring, empowering, and leading others from within”
(Schuh et al., 2019; Decuypere et al., 2020; Lu & Xiang, 2021). In the afore-
mentioned Sichuan Airlines case, Captain Liu Chuanjian demonstrated precisely
these core features of leader mindfulness—self-control, high-quality communica-
tion, and timely, accurate information processing (Lu & Xiang, 2021).

Thus, leader mindfulness potentially influences team resilience cultivation, but
unfortunately these two literature streams remain relatively independent. An-
tecedent research on team resilience has seldom examined leader characteristics,
and empirical findings urgently need enrichment (Stoverink et al., 2020; Raetze
et al., 2021). Meanwhile, scholars have called for examining the effectiveness of
leader mindfulness at the team level (Chong et al., 2020; Decuypere et al., 2020;
Jackson, 2021; Zhang et al., 2021; Shen & Ge, 2021). Therefore, theoretically
exploring and empirically testing the influence of leader mindfulness on team
resilience can not only enrich research on team resilience antecedents but also
extend the level of analysis for leader mindfulness effectiveness.

Furthermore, what mechanisms underlie the formation of team resilience
through leader mindfulness, and what constraints bound this relationship? A
comprehensive understanding requires examining the nature of team resilience.
Previous research indicates that team resilience is simultaneously a capacity for
teams to bounce back from adversity (West et al., 2009; Alliger et al., 2015), a
dynamic psychological process (Bennett et al., 2010; Morgan et al., 2013), and
a shared belief (Carmeli et al., 2013; Kennedy et al., 2016). However, existing
research overwhelmingly adopts the “capacity perspective,” neglecting questions
about where resilience capacity originates (Lu & Xiang, 2021). Additionally,
how does the team resilience process develop dynamically? How does team
resilience as a shared belief and collective consensus emerge among team
members? The capacity perspective alone cannot fully explain these questions.
Scholars therefore advocate investigating team resilience formation mechanisms
from dynamic “process” and interaction-based “consensus” perspectives
(Chapman et al., 2020; Raetze et al., 2021).

In response to these practical concerns and theoretical calls, this study integrates
capacity, process, and consensus perspectives on team resilience to conduct a
comprehensive theoretical investigation of the relationship between leader mind-
fulness and team resilience formation, aiming to reveal its internal mechanisms
and important boundary conditions. The research conclusions can deepen and
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expand relevant research on leader mindfulness and team resilience, providing
theoretical reference for team leadership development and crisis management
practice.

2.1 Research Status of Team Resilience

First, the connotation of team resilience. Reviewing previous studies, scholars
have explored the meaning of team resilience from three perspectives: capacity,
process, and consensus. The “capacity perspective” definition, most commonly
represented by West et al. (2009), describes team resilience as the ability to
recover from failures, setbacks, conflicts, or any other threats a team might
experience. This view has been subsequently cited as a state-like capability
based on collective teamwork patterns or as the capacity to handle team ad-
versity (Hartmann et al., 2020). Some scholars have expanded this definition
based on dynamic collective interaction patterns, defining team resilience as the
process through which teams manage adversity and setbacks (Bennett et al.,
2010), thus giving rise to the “process perspective” connotation. Morgan et
al. (2013) provide the most widely used definition from the process perspective:
team resilience as a dynamic socio-psychological process that primarily protects
team members from the potential negative effects of stressors they collectively
encounter through interactive behavioral and attitudinal processes among mem-
bers. From the “consensus perspective,” team resilience is defined as a shared
belief held by the team that it can cope with disruptive and challenging events
and recover from setbacks (Carmeli et al., 2013; Kennedy et al., 2016). In this
view, team resilience is also understood as an emergent state where the team
has confidence in dealing with difficulties (Kennedy et al., 2016).

This study adopts an integrated perspective for operationalizing team resilience:
team resilience is the capacity, dynamic process, and shared belief through
which a team’ s functional trajectory remains essentially unaffected after ex-
posure to adversity or recovers to normal levels after some deterioration. This
integrated perspective on team resilience can be understood within the Input-
Process-Output (IPO) model framework (Ilgen et al., 2005). Specifically, the
“capacity perspective” on team resilience can be described as the “input” of ca-
pabilities for successfully addressing various threats (Alliger et al., 2015; West
et al., 2009). The “process perspective” can be understood as the dynamic
socio-psychological “transformation process” through which team members pro-
tect each other from the negative effects of failures, difficulties, and setbacks
via social interaction (Morgan et al., 2013). The “consensus perspective” can
be summarized as the “output” of shared beliefs among team members about
resisting adversity and recovering from it (Kennedy et al., 2016).

Second, measurement of team resilience. Existing measurement tools fall into
two categories: (1) adapting established individual or organizational resilience
scales to measure team resilience through a referent-shift mode, and (2) scales
specifically developed to directly measure team resilience. Typical examples of
the first category include: a 6-item scale adapted from Luthans et al.” s (2007)
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psychological capital resilience subscale; a 7-item scale adapted from Mallak’
s (1998) organizational resilience implementation principles; and a 4-item scale
adapted from Sinclair and Wallston’ s (2004) brief resilient coping scale. Typical
examples of the second category include: Salanova et al.” s (2012) 7-item team
resilience subscale from the Healthy and Resilient Organization (HERO) scale;
Stephens et al.” s (2013) 3-item team resilience scale; and Carmeli et al.” s (2013)
6-item team resilience scale.

Third, antecedent research on team resilience. Most qualitative and quantita-
tive studies on team resilience focus on exploring its antecedents (Raetze et al.,
2021), which can be roughly categorized into three types: team characteristics,
team resources and interaction processes, and leader characteristics. Regarding
team characteristics, team diversity, interdependence, size, and member tenure
are closely related to team resilience (Morgan et al., 2015; McCray et al., 2016).
Concerning team resources and interaction processes, research has empirically
examined the positive effects of high-quality member relationships (Carmeli et
al., 2013; Carmeli et al., 2021), collective efficacy and teamwork (Vera et al.,
2017), trust among members (Stephens et al., 2013; Pavez et al., 2021), behav-
ioral integration (Chen & Zhang, 2021), and voice climate (Brykman & King,
2021) on team resilience. Regarding leader characteristics, positive leadership
styles can enhance team resilience (Morgan et al., 2015), but only transforma-
tional leadership’ s positive effect has been empirically tested (Vera et al., 2017;
Dimas et al., 2018; Sun et al., 2021).

2.2 Research Status of Leader Mindfulness

First, the connotation of leader mindfulness. Leader mindfulness refers to lead-
ers consciously, non-judgmentally focusing attention on the present moment
while actively maintaining alertness and sensitivity to both internal and exter-
nal environments (Dane, 2011; Leroy et al., 2013). As the effectiveness of mind-
fulness interventions gains recognition, consensus has emerged that mindfulness
can be enhanced through training and practice (Good et al., 2016). Conse-
quently, the state-like trait perspective of mindfulness has gained widespread
support (Brown & Ryan, 2003; Zheng & Ni, 2018; Feldman et al., 2022), suggest-
ing that while mindfulness is a relatively stable trait, it possesses some plasticity.
This also makes it possible to develop and enhance leadership through external
interventions such as mindfulness training and practice. Previous research indi-
cates that mindfulness has characteristics of a root construct, meaning it first
reshapes leaders’ own cognition, emotions, and behaviors, then influences oth-
ers through connections with the external world, achieving a dynamic leadership
process (Good et al., 2016; Shen & Ge, 2021). This study treats leader mindful-
ness as a state-like trait of leaders, extending leadership trait theory. Based on
previous leader mindfulness research (Reb et al., 2014; Reb et al., 2019; Schuh et
al., 2019; Peng et al., 2019; Decuypere et al., 2020; Zhang et al., 2021; Shen & Ge,
2021) and the “mindful leadership interaction model” (Lu & Xiang, 2021), this
study understands the process through which mindfulness enhances leadership
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effectiveness as: leaders maintaining present-moment awareness through atten-
tional self-regulation, perceiving environments, controlling themselves, and sens-
ing others in an open, non-judgmental, observer perspective manner, thereby
influencing others and responding to change.

Second, intrapersonal effects of leader mindfulness. The intrapersonal effects
primarily manifest in enhancing leaders’ work effectiveness and personal well-
being. Regarding work effectiveness: mindfulness improves leaders’ self-mastery
(King & Haar, 2017), interpersonal justice (Reb et al., 2019) and procedural
justice (Schuh et al., 2019), reduces automatic emotional reactions (Hiilsheger
et al., 2013), enhances creativity and decision quality (Decuypere et al., 2020),
and promotes high-quality listening and communication (Frizzell et al., 2016).
Regarding personal well-being: mindfulness helps leaders alleviate work stress
(Wasylkiw et al., 2016), increase sleep duration and reduce emotional exhaustion
(Murnieks et al., 2020), enhance psychological need satisfaction and well-being
(Reitz et al., 2020), and promote psychological capital thereby strengthening
hope, resilience, and optimism (Decuypere et al., 2020).

Third, interpersonal effects of leader mindfulness. The interpersonal effects
primarily manifest in enhancing subordinates’ work effectiveness and physical-
mental health. Regarding subordinate work effectiveness: leader mindfulness
improves task performance (Schuh et al., 2019; Reb et al., 2019) and extra-role
performance (Reb et al., 2019), while reducing workplace deviance (Reb et al.,
2014). Regarding subordinate well-being: leader mindfulness increases subordi-
nate well-being (Pinck & Sonnentag, 2017), promotes work-family balance (Reb
et al., 2014), enhances leader-member exchange quality (Reb et al., 2019), im-
proves subordinate resilience (Zhang et al., 2021), reduces hindrance stress (Liu
et al., 2021) and emotional exhaustion (Schuh et al., 2019).

2.3 Research Review

Existing research has made meaningful explorations of team resilience and leader
mindfulness separately, providing a foundation for this study. However, three
aspects require further investigation.

First, the capacity perspective dominates team resilience research (Talat & Riza,
2020; Brykman & King, 2021; Carmeli et al., 2021). While this has advanced the
field, a single perspective remains insufficient for revealing team resilience forma-
tion mechanisms and neglects comprehensive understanding of where capacity
originates (Lu & Xiang, 2021). Process- and consensus-based perspectives can
better enrich the capacity perspective’ s limitations, and scholars have called
for comprehensive investigation of team resilience formation mechanisms from
dynamic “process” and interaction-based “consensus” perspectives (Chapman
et al., 2020; Raetze et al., 2021).

Second, because team resilience has multiple conceptual perspectives, scholars
have not reached consensus on its operationalization, with some mismatches be-
tween conceptualization and measurement. For example, West et al.” s (2009)
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definition represents the capacity perspective, yet their measurement adapted
Luthans et al.” s (2007) psychological capital resilience subscale, which empha-
sizes resilience as a dynamic psychological state more aligned with this study’ s
process perspective. Vera et al. (2017) conceptualized team resilience as a col-
lective psychological construct emphasizing socio-psychological processes when
teams face difficulties (process perspective), but used Salanova et al.’” s (2012)
scale that treats team resilience as a capacity. Thus, clarifying team resilience’
s connotation and selecting corresponding measurement scales will help better
elucidate formation mechanisms and improve research validity.

Third, antecedent research on team resilience insufficiently examines leader char-
acteristics. Team leaders are crucial for shaping team resilience (Vera et al.,
2017; Dimas et al., 2018). Recent studies repeatedly note that empirical re-
search on how leader characteristics influence team resilience urgently needs
enrichment (Sun et al., 2021; Hartmann et al., 2021). While research suggests
mindfulness-based leadership practices can enhance leader resilience (Reitz et
al., 2020; Zhang et al., 2021), resilient leaders do not necessarily produce re-
silient employees, and a group of resilient employees does not automatically
create a resilient team (Alliger et al., 2015; Meneghel et al., 2016). Therefore,
investigating leader mindfulness’ s unique influence on team resilience at the
team level is valuable, and scholars have called for testing leader mindfulness ef-
fectiveness at the team level (Chong et al., 2020; Decuypere et al., 2020; Zhang
et al., 2021; Shen & Ge, 2021). Existing discussions of leader mindfulness and
team resilience remain independent and require further exploration.

3. Research Design

This study develops three specific research designs from the capacity, process,
and consensus perspectives. Study 1 examines the mechanism through which
leader mindfulness influences team resilience capacity. Based on social infor-
mation processing theory and the “team inputs-emergent states-interaction
patterns-team outputs” framework, it investigates how leader mindfulness se-
quentially promotes team resilience capacity formation through team work anx-
iety absorption and team emotional carrying capacity, while examining team
prior performance as a boundary condition. Study 2 reveals developmental
patterns of how changes in leader mindfulness affect changes in team resilience.
Based on conservation of resources theory, it examines within-team mechanisms
through which changes in leader mindfulness influence changes in team resilience:
a social resource mechanism (examining changes in team psychological safety)
and a cognitive resource mechanism (examining changes in team cognitive reap-
praisal). Study 3 depicts the emergence process of team resilience consensus pro-
moted by leader mindfulness. Based on sensemaking theory, it investigates how
leader mindfulness as sensegiving promotes team resilience consensus emergence
through team sensemaking, examining the contextual effect of team emotional
fusion. The overall theoretical framework is shown in Figure 1 [Figure 1: see
original paper].
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Figure 1. Overall Theoretical Framework of This Study
Note: Superscript 1 = content in Study 1, 2 = content in Study 2, 3 = content
in Study 3; A indicates the change in the variable between two time points.

3.1 Study 1: Leader Mindfulness and Team Resilience from
the Capacity Perspective

From the capacity perspective, team resilience refers to the ability to recover
from failures, setbacks, conflicts, or any other threats a team might experi-
ence (West et al., 2009). Anxiety in team resilience research contexts refers to
the worry, tension, and other emotional states employees exhibit when facing
adverse work environments or events (Spielberger, 2013). Team work anxiety
absorption occurs when teams confront and dissolve anxiety, diluting the power
and intensity of painful emotions (Barton & Kahn, 2019). Team work anxi-
ety absorption can be considered an emergent state of team affective cognition.
Leader mindfulness promotes team work anxiety absorption in three ways. First,
mindful leaders perceive environments clearly, provide explanations for uncer-
tain events, establish cognitive order, and maintain open communication about
work-related events (Burmansah et al., 2020). Therefore, leader mindfulness di-
rectly reduces confusion, anxiety, and tension among team members caused by
cognitive barriers (Zhang et al., 2021), enabling better acceptance of negative
emotions being experienced. Second, mindful leaders adopt a non-judgmental,
accepting attitude toward what happens (Hyland et al., 2015), allowing team
members to express their experienced anxiety without barriers. This state of
confronting anxiety together with honest communication and joint facing is
precisely the key to team work anxiety absorption (Barton & Kahn, 2019).
Third, leader mindfulness helps team members understand their experiences
(Burmansah et al., 2020) and respond with compassion and empathetic atti-
tudes (Liu et al., 2021). This information transmission helps team members
interpret the work environment as inclusive and caring, enabling free discussion
of anxiety and weakening the feeling of being controlled by anxiety, thereby
absorbing team work anxiety.

Proposition 1: Leader mindfulness positively influences team work anxiety
absorption.

Emotional carrying capacity, developed from high-quality connection theory at
the individual level, refers to team members’ ability to express and carry more
emotions and to do so in a constructive interactive manner (Stephens et al.,
2013). Team emotional carrying capacity represents a pattern characteristic in
team interactions. According to social information processing theory and the
team process composition model (Salancik & Pfeffer, 1978; Marks, 2001), team
work anxiety absorption as an “emergent state’reflects how leader mindfulness as
an information carrier shapes team affective-cognitive states, while “interaction
patterns” represent behavioral manifestations based on this affective-cognitive
state—namely, team emotional carrying capacity. Team work anxiety absorption
promotes team emotional carrying capacity through three mechanisms. First,
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after absorbing anxiety, team members create a more holding environment (Bar-
ton & Kahn, 2019), enabling them to express their feelings to each other with-
out barriers, which is key to team emotional carrying capacity (Stephens et
al., 2013). Second, when anxiety is effectively absorbed, team members con-
front rather than defensively avoid it, providing possibilities for more explicit
acknowledgment and discussion of issues in subsequent interactions (Kahn et
al., 2018), allowing both positive and negative feelings to be better expressed
and transmitted. Third, when team members develop anxiety absorption states,
they establish appropriate relational foundations (Kahn et al., 2013), enabling
better interactions and more constructive emotional expression to enhance team
emotional carrying capacity. Additionally, since emergent states can mediate
between team input factors and interaction patterns (Marks et al., 2001), this
study proposes that team work anxiety absorption transmits the influence of
leader mindfulness as a contextual team input on team emotional carrying ca-
pacity as a core activity in interaction patterns.

Proposition 2: Leader mindfulness enhances team emotional carrying capacity
by promoting team work anxiety absorption.

Team emotional carrying capacity emphasizes that team members express pos-
itive and negative emotions constructively and without barriers during inter-
actions (Stephens et al., 2013). It enhances team resilience capacity through
three pathways. First, frequent and timely expression of positive emotions helps
team members recover from frustration and disappointment experienced during
adversity (Kahn et al., 2018). Research has confirmed that positive affect trans-
mission promotes team resilience (Meneghel et al., 2016). Second, expression
of negative emotions among team members maintains vigilance and facilitates
team learning (Barton & Kahn, 2019). Teams that cannot timely express neg-
ative emotions often amplify their impact, causing stagnation and dysfunction
that damages team resilience capacity formation. Third, when emotions are ex-
pressed in threatening ways (such as blame or attack), team members become
alienated (Kahn et al., 2013), hindering mutual learning possibilities (Gibson &
Vermeulen, 2003) and reducing resilience responses. Therefore, when communi-
cation occurs constructively and caringly, it can prevent dysfunctional conflict,
increase team learning, and make team resilience capacity more likely to emerge
(Lawrence & Maitlis, 2012).

Proposition 3: Team work anxiety absorption promotes team resilience by
enhancing team emotional carrying capacity.

Based on the relationships described above and integrating social information
processing theory with the “team inputs-emergent states-interaction patterns-
team outputs” framework, this study proposes that leader mindfulness (team
input) practices and encourages open team communication, accepts all perspec-
tives non-judgmentally, and creates an empathetic and compassionate team at-
mosphere, thereby effectively absorbing and dissolving team work anxiety (emer-
gent state). This shared team affective-cognitive state promotes constructive
communication among members, helping them transmit positive and negative
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emotions timely through interactions, thus improving team emotional carrying
capacity (interaction pattern). This interaction pattern prevents dysfunction,
avoids ineffective conflict, and increases team learning, thereby enhancing team
resilience capacity (team output).

Proposition 4: Leader mindfulness positively influences team resilience by
promoting team work anxiety absorption to enhance team emotional carrying
capacity.

Social information processing theory suggests that social information plays a
greater role when the external environment is uncertain (Salancik & Pfeffer,
1978). The more uncertain the environment, the more team members seek
clues from leader mindfulness to understand their work context. From a per-
formance feedback perspective, teams may adjust subsequent focus and action
decisions based on prior performance (Schippers et al., 2013). Therefore, team
prior performance level represents an important contextual factor influencing
how team members interpret information transmitted by leadership styles (Gao
et al., 2020). Leader mindfulness better promotes team work anxiety absorp-
tion in teams with poor prior performance through two mechanisms. First, poor
prior performance triggers increased job insecurity, making team members more
needful of social information from leader mindfulness—such as non-judgmental
acceptance and positive emotion regulation (Hilsheger et al., 2013; Lippincott,
2018)—to better alleviate work anxiety. Second, teams with poor prior perfor-
mance experience uncertainty about how they should perform, creating cognitive
biases. Mindful leaders maintain awareness of environments and surrounding
information (Brown et al., 2007) and possess stronger situational awareness and
change adaptation abilities (Urrila, 2022). These help establish cognitive or-
der through leader mindfulness in uncertain environments, thereby effectively
alleviating work anxiety.

Proposition 5: Leader mindfulness better promotes team work anxiety ab-
sorption when team prior performance is poor.

Building on the aforementioned relationships, we can expect team prior perfor-
mance to further moderate the indirect relationship where leader mindfulness
sequentially influences team resilience through team work anxiety absorption
and team emotional carrying capacity. Specifically, for teams with poor prior
performance operating in more uncertain environments, leader mindfulness can
better help members care for each other, rebuild cognition, and absorb anxiety,
thereby facilitating smoother and more constructive communication of positive
and negative emotions and enhancing team resilience. Conversely, if prior per-
formance is strong, team members lose their sense of threat and urgency, falling
into inertial operation. Leader mindfulness’ s characteristic of rejecting inertial
operation would not benefit team work anxiety absorption and dissolution, po-
tentially creating relational rigidity that blocks emotional information exchange
and damages team resilience.

Proposition 6: When team prior performance is poor, leader mindfulness
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better enhances team resilience by promoting team work anxiety absorption to
increase team emotional carrying capacity.

3.2 Study 2: Leader Mindfulness and Team Resilience from
the Process Perspective

From the process perspective, team resilience refers to a dynamic socio-
psychological process that primarily protects team members from the potential
negative effects of stressors they collectively encounter through attitudinal
and behavioral interactions among members (Morgan et al., 2013). Previous
research has called for attention to the dynamic nature of team resilience and
its change processes (Chapman et al., 2020; Raetze et al., 2021). Accordingly,
this study introduces a dynamic change perspective to examine the dual
mediation pathways through which changes in leader mindfulness influence
changes in team resilience via changes in team psychological safety and team
cognitive reappraisal.

Research has noted that mindful leadership is not merely a management tech-
nique but a lifestyle (Mahfouz, 2018), implying that mindfulness development
in leaders may be a dynamic process. Additionally, the state-like trait nature
of leader mindfulness emphasizes its plasticity and capacity for dynamic change
and enhancement (Brown & Ryan, 2003). Changes in leader mindfulness pro-
mote changes in team resilience for three reasons. First, leader mindfulness
can transmit positive affect, creating a joyful and caring workplace culture
(Hougaard & Carter, 2018; Jackson, 2021) that promotes changes in workplace
positive affect. Conservation of resources theory posits that shared team con-
ditions can serve as resource caravans (such as positive affect) that promote
dynamic increases in generative resources (Hobfoll et al., 2018), bringing about
team resilience changes (Chen et al., 2015). Empirical research supports this,
showing that positive changes in team joy culture significantly predict positive
changes in team resilience (Hartmann et al., 2021). Second, changes in leader
mindfulness bring about changes in team positive affect, placing the team on a
positive growth trajectory. Conservation of resources theory’ s resource gain spi-
ral effect indicates that resource gains promote further acquisition of other posi-
tive resources (Hobfoll, 1989), and team positive resources have been confirmed
as important antecedents of team resilience (Meneghel et al., 2016; Carmeli et
al., 2021; Pavez et al., 2021). Therefore, over time, changes in leader mind-
fulness bring about functional changes in teams, and team resilience changes
accordingly. Third, research indicates that enhanced acquired resource endow-
ments increase team resilience (Guciardi et al., 2018), and positive changes in
leader mindfulness as a change in available team resource input can supplement
team resource endowments to promote team resilience changes.

Proposition 7: Positive changes in leader mindfulness positively influence pos-
itive changes in team resilience.

According to conservation of resources theory, we further propose that after
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acquiring resources (positive changes in leader mindfulness), teams use these
resources to gain more resources (Hobfoll, 2011), including social and cognitive
resources. Team psychological safety represents team members’ perceptions of
the consequences of interpersonal risks in the team (Edmondson, 1999) and
constitutes an important social resource change mechanism. Changes in leader
mindfulness potentially influence changes in team psychological safety in two
ways. First, research shows that high-quality relationships generated through
interpersonal interaction processes are important antecedents of team psycho-
logical safety (Edmondson, 1999). Increased leader mindfulness levels bring
about positive interactions and high-quality connections between leaders and
members (Reitz et al., 2020; Urrila, 2022). This helps create contagious atmo-
spheres that cultivate high-quality social relationships, thereby changing team
psychological safety. Similar empirical research demonstrates that collective
positive affect promotes prosocial behavior among members and reduces inter-
personal risk (West et al., 2021). Second, increased leader mindfulness enhances
empathy (Liu et al., 2021), #ir#& greater self-other overlap and more complex
understanding of others (Fredrickson et al., 2008). This makes developing in-
clusive team climates more likely, influencing changes in team psychological
safety.

High-quality relationships are generative and vital, forming important resources
for team functioning, especially team resilience (Carmeli et al., 2013; Stephens
et al., 2013). Research also shows that team psychological safety reflects high-
quality connections among members (Edmondson, 1999). Therefore, changes
in team psychological safety may influence team resilience changes in two ways.
First, when team psychological safety increases, members speak up more with-
out fearing interpersonal risks such as embarrassment, rejection, or punishment.
When adversity strikes, increased psychological safety reduces concerns that
might cause members to become defensive or less willing to openly discuss sig-
nificant issues (Carmeli et al., 2013), thereby promoting team resilience. Second,
changes in team psychological safety bring high-quality relational experiences
among members, and this generative relational resource enables members to pos-
sess resources for cultivating psychological capital (Carmeli et al., 2015), further
promoting team resilience changes.

Proposition 8: Positive changes in leader mindfulness bring about positive
changes in team resilience by promoting positive changes in team psychological
safety.

As a cognitive resource change mechanism, team cognitive reappraisal involves
team members cognitively changing the perceived meaning of situations (Gross
& John, 2003). Changes in leader mindfulness influence changes in team cog-
nitive reappraisal in three ways. First, changes in leader mindfulness enable
leaders to experience internal phenomena from a detached observer perspective,
helping team members decouple from painful situations they are experiencing
(Good et al., 2016), thereby generating different cognitions about how to view
situations. Second, increased leader mindfulness leads to more open and hold-
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ing attitudes toward work-related matters (Burmansah et al., 2020), promoting
members to consider issues from each other’ s perspectives (Liu et al., 2021),
enabling better thinking about problems in different ways and from different
angles. Third, increased mindfulness enhances leaders’ information processing
capacity (Lippincott, 2018), helping leaders flexibly adjust their own cognition
and positively influence team members (Zhang et al., 2021). Team members
adjust and change their thinking patterns based on leaders’ cognitive reactions
(DeChurch et al., 2011), thereby bringing about positive changes in team cogni-
tive reappraisal.

Changes in team cognitive reappraisal further influence team resilience changes
through three mechanisms. First, increased team cognitive reappraisal helps
team members maintain calm when facing difficulties and stress (Gross & John,
2003), thereby avoiding team relational rigidity and dysfunction—key factors
constraining team resilience enhancement. Second, positive changes in team
cognitive reappraisal lead teams to interact with more positive thinking pat-
terns, directly reducing possibilities for destructive team conflict (Kay & Skar-
licki, 2020) and thereby facilitating team resilience cultivation. Third, positively
developed team cognitive reappraisal helps teams alleviate potential negative
emotions such as sadness, anxiety, and anger in more constructive ways (Weber
et al., 2014), and absorbing team negative emotions is key to teams moving
from brittleness to resilience (Barton & Kahn, 2019).

Proposition 9: Positive changes in leader mindfulness bring about positive
changes in team resilience by promoting positive changes in team cognitive
reappraisal.

3.3 Study 3: Leader Mindfulness and Team Resilience from
the Consensus Perspective

From the consensus perspective, team resilience is defined as a shared belief
held by the team that it can cope with disruptive and challenging events and
recover from setbacks (Carmeli et al., 2013; Kennedy et al., 2016). In this view,
team resilience is also understood as an emergent state where the team has con-
fidence in dealing with difficulties (Kennedy et al., 2016). Sensemaking theory
provides a theoretical lens for understanding how teams interpret and respond
to adversity (Weick et al., 2005; Stoverink et al., 2020; Talat & Riaz, 2020; Sun
et al., 2021). When facing crisis situations, team members need to use envi-
ronmental cues to form understandings of crisis events and, through cyclical
interaction between internal interpretation and external behavior, create new
intersubjective meanings (Maitlis & Christianson, 2014). Team sensemaking is
a continuous, reciprocal process until consensus formation (Klein et al., 2010).
The team sensemaking process involves team information communication, cog-
nitive construction, and collective response (Akgiin et al., 2012).

Leader mindfulness as sensegiving in crisis situations promotes team sensemak-
ing in three ways. First, mindful leaders view internal experiences as detached
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observers and approach team tasks with a beginner’ s mind (Wihler et al., 2022),
thereby helping team members avoid experience-based constraints and view
and discuss matters from different angles and in different ways, strengthening
team information communication and promoting team sensemaking. Second,
leader mindfulness promotes high-quality listening and communication in the
workplace (Frizzell et al., 2016), enhancing affective exchange and connections
among members and promoting emotional interdependence. Mindful leaders
demonstrate more prosocial motivation and helping behaviors (Reitz et al., 2020;
Sawyer et al., 2022), increasing social exchange and mutual assistance among
members and promoting construction of team identity. This identity-based
cognitive construction is an important aspect of team sensemaking (Akgiin et
al., 2012). Third, mindful leaders maintain open communication about work-
related matters (Burmansah et al., 2020) and possess higher-level information
processing capacity (Lippincott, 2018). Mindful leaders coordinate different
perspectives among members and guide them to discuss work and review goals,
which are concrete manifestations of collective response in team sensemaking.

Proposition 10: Leader mindfulness positively influences team sensemaking.

Based on sensemaking theory, team sensemaking helps teams establish reason-
able interpretations of ongoing events in dynamic environments (Weick et al.,
2005). These interpretations help teams optimally invest key resources, thereby
becoming more resilient (Weick et al., 2005). Team sensemaking promotes team
resilience in three ways. First, effective team sensemaking facilitates informa-
tion communication, allowing real-time updating of reality understanding (Gray
et al., 2015). This increases attention to weak signals and uncertainty, form-
ing the foundation for team resilience cultivation. Second, team sensemaking
helps form identity, promotes team cohesion, and thereby enhances high-quality
connections among members (Welbourne & Paterson, 2017). Research has con-
firmed that high-quality member relationships facilitate team resilience forma-
tion (Carmeli et al., 2013; Carmeli et al., 2021). Third, team sensemaking
includes team reflexivity, encouraging members to question existing assump-
tions and beliefs (Schippers et al., 2015), allowing teams to reconfigure estab-
lished routines and propose new solutions and responses, thereby improving
team resilience. Additionally, empirical results show that team sensemaking
importantly influences team resilience (Talat & Riaz, 2020; Sun et al., 2021).

Proposition 11: Leader mindfulness enhances team resilience by promoting
team sensemaking.

Team emotional fusion refers to trust, respect, and liking among team members
(Cronin et al., 2011). Based on team interaction, it reflects overall working re-
lationships among members (Cronin et al., 2011; Marks et al., 2001). Leader
mindfulness promotes team sensemaking because it changes information com-
munication, cognitive construction, and collective response among members, all
of which facilitate team sensemaking. Team emotional fusion strengthens the
positive effect of leader mindfulness on team sensemaking for three reasons.
First, mindful leaders encourage members to view issues from other members’
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perspectives (Liu et al., 2021), promoting representational transformation. How-
ever, if team emotional fusion is low, members may lack motivation to interpret
sensegiving cues such as “perspective-taking” from leader mindfulness, reduc-
ing its promotional effect on team sensemaking through information exchange.
Second, leader mindfulness promotes high-quality social exchange (Reb et al.,
2019) and helping behaviors (Reitz et al., 2020; Sawyer et al., 2022), promoting
team concept formation and enhancing member team identity. When members
trust, respect, and like each other (Cronin et al., 2011), they develop stronger
pro-team motivation, and this team state that better matches leader characteris-
tics further facilitates identity-based team sensemaking. Third, mindful leaders
maintain open communication about work-related matters (Burmansah et al.,
2020), promoting team sensemaking. Emotional fusion increases tolerance for
different opinions and conflicts among members (Bradley et al., 2012). In teams
with high emotional fusion, members can openly discuss various viewpoints and
see them as opportunities to optimize team processes rather than taking crit-
icism or judgment personally (DeJong & Elfring, 2010). Therefore, the open
communication culture and atmosphere created by leader mindfulness better
promotes team sensemaking in teams with higher emotional fusion.

Proposition 12: Leader mindfulness better promotes team sensemaking when
team emotional fusion is high.

4. Theoretical Framework

Enhancing team resilience is key to teams turning crises into safety and
growing stronger through adversity. However, compared to individual- and
organizational-level resilience research, team-level resilience research remains
scarce. Among limited team resilience studies, the perspective treating team
resilience as a capacity dominates. While this has advanced research, a
single perspective remains insufficient for revealing team resilience formation
mechanisms. Existing research has neglected investigating resilience origins
from dynamic process and shared belief emergence perspectives. Meanwhile,
antecedent research on team resilience has insufficiently examined leader
characteristics. Crisis management practice reveals that leader mindfulness
may be an effective leadership characteristic for cultivating team resilience, yet
theoretical research on leader mindfulness and team resilience remains relatively
separate. This study pioneers the revelation of the relationship between leader
mindfulness and team resilience, integrating capacity, process, and consensus
perspectives to provide a more comprehensive theoretical explanation for
how leader mindfulness influences team resilience formation. The theoretical
contributions include:

First, constructing a capacity formation pathway between leader mindfulness
and team resilience. Capacity perspective research has mostly focused on pos-
itive affect’ s important role in team resilience capacity formation (Carmeli et
al., 2013; Meneghel et al., 2016; Carmeli et al., 2021; Hartmann et al., 2021).
However, research indicates that negative affective defensive states in adversity
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actually trigger team brittleness, while confronting and absorbing anxiety is key
to team resilience formation (Barton & Kahn, 2019). Therefore, team work
anxiety absorption may be an antecedent to team resilience capacity. Mean-
while, research shows that resolving and absorbing negative team emotions like
anxiety facilitates timely transmission of authentic emotions (both positive and
negative) (Kahn et al., 2018), which is precisely team emotional carrying ca-
pacity (Stephens et al., 2013). Thus, the capacity perspective, based on social
information processing theory, constructs the sequential transmission effects
of team work anxiety absorption and team emotional carrying capacity in the
leader mindfulness-team resilience process. Simultaneously, it incorporates team
characteristics (team prior performance) as a contextual factor, addressing the
practical question of when leader mindfulness is more effective, and providing a
theoretical framework for systematically clarifying when and how leader mind-
fulness promotes team resilience capacity formation.

Second, constructing a dynamic change mechanism between leader mindfulness
and team resilience. Previous team resilience research has employed traditional
static cross-sectional designs, neglecting team resilience’ s dynamic development
(Chapman et al., 2020; Raetze et al., 2021). Leadership and organizational be-
havior research also emphasizes that dynamic investigation represents a devel-
opmental trend (Zhang et al., 2016). Therefore, adopting dynamic longitudinal
tracking in research design is necessary to explore team resilience change pro-
cesses. Previous research suggests considering team psychological safety changes
in team resilience dynamics (Hartmann et al., 2021). Meanwhile, changing how
team members view adversity and its perceived meaning to generate adaptive
responses is key to team resilience changes (Barton & Kahn, 2019; Stoverink
et al., 2020), which is precisely what occurs when team cognitive reappraisal
changes. Thus, the process perspective, based on conservation of resources
theory, constructs within-team “social-cognitive” resource change mechanisms
through which changes in leader mindfulness influence changes in team resilience,
providing theoretical support for understanding the dynamic relationship and
its internal logic, and helping to better comprehend the potential driving forces
of team resilience development.

Third, constructing a consensus emergence mechanism between leader mindful-
ness and team resilience. Previous consensus perspective research indicates that
team consensus formation emerges through continuous interpretation, commu-
nication, and reflection among members (Kennedy et al., 2016). This emergent
state depends on members continuously searching for and interpreting infor-
mation in uncertain environments to construct meaning (Talat & Riza, 2020;
Sun et al., 2021), which is precisely the team sensemaking process. Meanwhile,
the sensemaking perspective emphasizes the important role of contextual infor-
mation and cues in shaping team sensemaking (Maitlis & Christianson, 2014).
Research suggests that team emotional fusion involving trust and reciprocity
among members plays an important positive contextual role in consensus for-
mation (Pavez et al., 2021; Carmeli et al., 2021), requiring attention to team
emotional fusion’ s contextual effects in sensemaking. Therefore, the consensus
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perspective, based on sensemaking theory, constructs the influence mechanism
through which leader mindfulness promotes team resilience consensus emergence
via team sensemaking, identifies the contextual effect of team emotional fusion
in this process, and provides a more comprehensive explanation for clarifying
and enhancing leader mindfulness’ s effectiveness in promoting team resilience.

Overall, this study clarifies the rich connotation of team resilience. Through
an integrated perspective, it treats team resilience not only as a team capacity
but also as a team interaction process and consensus emergence. Consequently,
the internal mechanisms through which leader mindfulness influences team re-
silience formation differ across these emphases. This study reveals the relation-
ship between leader mindfulness and team resilience more comprehensively from
capacity, process, and consensus perspectives, enriching research on leader char-
acteristics as antecedents of team resilience, expanding the breadth and depth of
team resilience research, and bridging the theoretical gap between leader mind-
fulness and team resilience literatures. The research provides a more integrated
and clear theoretical explanation for how leader mindfulness influences team
resilience formation, offering innovative theoretical explanatory approaches for
practical concerns such as leadership development and team resilience cultiva-
tion in turbulent business environments.
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