CHAPTER SEVEN

Spiritual Leadership: State-of-the-Art
and Future Directions for Theory,
Research, and Practice

Louts W. (Jopy) Fry

A person’s spirit is the vital @1391@. or A»::dmism momg ﬁmmmzmo”gwuw
believed to be the intangible, life-affirming mﬁ.uwoo __3‘ the se m:o Jnat
human beings.! Now people, as part OTTQM spiritual journey, are ma
i i i for their work.2 Some are calling this tren
mrzm épﬁrwémeMwmeBWMMWm American workplace ™ Patricia Aburdene
WM MMM_MMM@M%OOW >\th2§& NSQ., states mr.wm the mOn:m:o:%?w:cMwﬁN
in business is becoming so pervasive that it stands as ﬂmo 3\ M:m;s:w
est megatrend.” She contends that more and more vmomv e MM ' “oé%
choices in the marketplace as :Ficaufa:/\o: 003,35”.3 w: ! .Jiwan:: ‘
of spirituality 1 increasingly impacting our ﬁn;o:wﬂ. Zm,ﬁ and spreading
into organizations to foster a _:oS.H Quww.wo::.wznz n Sa.:ﬁ« Although
Many question why this ::@nmwfﬁwv;mmw”ﬁm _Mrmwoﬁnmuﬁnﬂ“m“w A
¢ many arguments, one viable reas S 5O s seel
MWWMmﬁcm% mo_cQM:mmmo better respond to tumultuous moﬂ.m_ m:oamM%M:MH
changes,* and that global changes have brought a mmoiw.:mm g 5%5
tual consciousness.” Indeed, Duchon and Plowman® posit tha muérpn m
spirit at work may mean “ignoring a fundamental feature o
\ an.

Em@wqmﬂw@zwr”ﬂnmﬁi part of our self-concept and greatly N\.mﬂ,mm?,hww
quality of our hives both at 2.9‘.# and at home. As Ej.ﬁ.ﬁxam,” ;?:.ﬁmﬂ\::m
ing an increasing amount of time at work, they are actively pur:
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opportunities for meaningful experiences in the workplace.” Indeed,
some employees even expect their employers to provide for such a spirt-
tual search.” In addition to the number of work hours required to be
put in by employees, the unstable work environment, often character-
ized by downsizing, has increased distrust in organizations. This dis-
trust has made employees see themselves as expendable resources.” This
diminished view of work has compelled employees to search for deeper
meaning and connection in life and, consequently, integrate a spiritual
work identity. "

However, workplace spirituality has been an ambiguous term,
although scholars are increasingly bringing clarity to the definition.
Ashmos and Duchon defined workplace spirituality in terms of its
components: (1) a recognition that employees have an inner life; (2) an
assumption that employees desire to find work meaningful; and (3) a
commitment by the company to serve as a context or community for
spirttual growth. These dimensions have been incorporated into the
term spiritual well-being (SWB), which is a “self-perceived state of the
degree to which one feels a sense of purpose and direction.”!2

Other scholars suggest that workplace spirituality can be cultivated
to produce increased organizational performance. Reder'” found that
spirituality-based organizational cultures were the most productive,
and through maximizing productivity they reach dominance in the
marketplace. In addition, there is emerging evidence that workplaces
that are spiritually healthy perform better.!*!>10

In response to this calling for spirituality to be based on defin-
able and measurable aspects of the work environment, Giacalone and
Jurkiewicz,"" in their Handbook of Workplace Spirituality and Organizational
Performance, define workplace spirituality as

A framework of organizational values evidenced in the culture
that promotes employees’ experience of transcendence through
the work process, facilitating their sense of being connected in a
way that provides feelings of compassion and joy.

This sense of transcendence—of having a calling through one’s work
or being called (vocationally)—and a need for social connection or
membership are secn as necessary for providing the foundation for any
theory of workplace spirituality. Workplace spirituality and spiritual
leadership must therefore be comprechended within a holistic or Sys-
tem context of interwoven cultural and personal values. Also, to be of
benetit to leaders and their organizations, any definition of workplace
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spirituality must demonstrate its utility by impacting performance,
turnover, productivity, and other relevant criteria of effectiveness.'

A growing number of companies, such as Chick-Fil-A, Interstate
Batteries, Taco Bell, Pizza Hut, and BioGenenex, are using spiritual
lessons in their management and leadership strategies.'”?” As the con-
cept of spirituality in the workplace has gained strength and inter-
est, the Academy of Management created a new special interest group
for its members. The Management, Spirituality, and Religion interest
group was created in 2000 and is helping to legitimize the study of
spirituality in the workplace while simultaneously paving the way for
this emerging concept into the leadership arena.?! More specifically,
1s the interest in workplace spirituality grows, more research should
be directed to understanding spirituality at work and its relation to
leadership.?*

Spiritual Leadership Theory

Spiritual leadership can be viewed as a field within the broader con-
text of workplace spirituality. To date, Fry*»?* and Fry and Slocum?
have developed the only theory of spiritual leadership that has been
extensively tested and validated in a variety of settings. Studies have
been conducted in over 100 organizations, including schools, military
units, cities, police, and for profit organizations (sample sizes ranged
from 10 to over 1000). These studies, without fail, have confirmed
the spiritual leadership causal model and the reliability and validity of
its measures. Results so far support a significant positive influence of
spiritual leadership on employee life satisfaction, organizational com-
mitment and productivity, and sales growth,20:2728:2%:30

Spiritual leadership 1s a causal leadership theory for organizational
transformation designed to create an intrinsically motivated learning
organization.” Initially, the theory of spiritual leadership®® was devel-
oped using an intrinsic motivation model that incorporates vision,
hope/faith, altruistic love, theories of workplace spirituality, and
SWB. The purpose of spiritual leadership is to tap into the fundamen-
tal needs for the SWB of both leader and follower, through calling
and membership, to create vision and value congruence across the
individual, empowered team, and organization levels, and, ultimately,
to foster higher levels of organizational commitment and productiv-
ity. Operationally, spiritual leadership comprises the values, attitudes,
and behaviors that are necessary to intrinsically motivate one’s self and
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others so they have a sense of SWB through 1
. a sens S call and shi
This entails the mO:Oc,\EmNS ¢ g and membersinp

1. Creating a vision wherein leaders and followers experience a
sense of calling in that life has meaning, purpose, and mak
difference. , v e

2. mm.gU:mE:m a social/organizational culture based on the values
of altruistic love whereby leaders and followers have a sense o,m
membership, feel understood and appreciated, and have .mwz,r::m
care, concern, and appreciation for both self and others.

m«ﬁ.p.oxnm:&oa spiritual leadership theory by exploring the concept
o.m positive human health, psychological well-being, and life ﬁm:m@m
tion through recent developments in workplace spirituality nrwﬂanﬁﬁ
ethics, positive psychology, and spiritual leadership. He ar,mn wnﬂ ued
.ﬁrwﬁ these areas provide a consensus on the values, atticudes, and Unmwm,?
iors necessary for positive human health, psychological in_,_uvﬂzm life
,ﬁm:m?ncos, and, ultimately, corporate social responsibilit mﬁm:n&
émzlvﬁzm 1s defined as authentically living one’s values wﬁswﬂ_mom and
vmrw<.5n from m.rm inside out in creating a principled mn::ﬁ no:,m,i_l
MMMO/WMW,MWMW_::83& consensus values inherent in spiritual leadership

Fry wz%omm& that those practicing spiritual leadership at the personal
level will score high on life satisfaction in terms of joy, peace mswa ﬁmnn:-

ity, positive human health, and the Ryff and Singer™® di i
well-being. In other words, they will ‘ mensions of

1. Experience greater psychological well-being.

Im/.\o fewer problems related to physical health in terms of allo-
static load (cardiovascular disease, cognitive impairment, declines
in physical functioning, and mortality). o |

o

More specifically, those practicing spiritual leadership and their
followers would have a high regard for one’s self and one’s past life
along with good quality relationships with others. This in ﬁ:,«: TQ S zw
create the sense that life is purposeful and meaningful, the mmvum:@ to
mm.mnﬁ.:\.o_% manage one’s surrounding world, the ability to follow :w\:nﬂ
convictions, and a sense of continuing growth and self-realization

More recently, Fry and Matherly” and Fry and Slocum®* mﬁ:m. that
one o?zw greatest challenges facing leaders today 1s the need to amﬁw_o.
new business models that accentuate ethical leadership, mEEO%mM
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well-being, sustainability, and social 3%33&?:9\ é:ﬁccﬁ mmm:m_ﬂ:m
profitability, revenue growth, and other indicators of D:.m:ma_ perfor-
mance. Increasingly, there is a need for top managers to m:sc:m:moc.m_m
maximize the so-called triple bottom line or m_uom%_m, Planet, Profit.

Research conducted with Interstate Batteries s Qmmﬁa as a case mn.:.m«,
of a company that may serve as a role :5&,& wow ,ﬁ?:ﬁ:i. #omﬁwm?—:ﬁ.
They also present a general process ﬁow maximizing the ﬁ:,v_c qo:.o_,:*
line through the development of Eozécos.::a _nmam?r% requircc
to simultaneously optimize employee well-being, social responsibility,
oﬂmw:ﬁwﬁo:p_ commitment, and financial performance.

Spiritual Leadership as an Emerging Paradigm

[t is important that theories meet the four components that @«ofaﬂnrc
necessary and sufficient conditions for the Qn.<m_ov5®.:n of any t mom
retical model.*1*2 They must specify (1) the units or variables o?:ﬁé,ﬂ
to the researcher; (2) congruence as amm.:d& by the laws of qc_w.:osw
ship among units of the model that specify r.o<< 9@% are wwmoﬂuwnm,
(3) boundaries within which nr.m laws of am_mﬁo:mr% are mwinﬁmnrwo
operate; and (4) contingency effects that specify system states within
which the units of the theory take on characteristic values that are
deterministic and have a persistence through time. .
However, theory is but a necessary component for m.wmﬁm%m3<
Kuhn® defined a paradigm as “An entire oo:mﬁm:wﬁ_oa of beliefs, SL.CQ,”
techniques, and so on shared by the Bmziuw; of a given community.
In other words, a paradigm is a philosophical and mrmonm:mm_ frame-
work of a scientific school or discipline within which theories, laws,
and generalizations and the methods to test 9@3 are .moidimﬁnar Thus,
for spiritual leadership to be an emerging paradigm, it must (1) have wz
.dentifiable conceptual domain; (2) have a theory ﬁrmn offers hypoth-
eses that are testable through a variety of methodologies; and @ spec-
ify boundary conditions and system states /,zrnﬂmrw\ the mo_.mﬁo:mr.%m
among the theory’s variables may operate differently (e.g., interactive
effects due to a moderating variable). . N
A special issue on spiritual _mwa.n?r% in 2005 n The Pmmmemﬁﬁ
Quarterly served as a vehicle for moving the w,ﬁ_m o*..m?:ﬁcm_ leadership,
within the broader context of workplace spirituality, Aﬁ.om,\ua vmawa_mﬁ_
matic status.** In that issue, Dent, Higgins, and /x\rw:*.ﬁ, and Reave
reviewed 87 and over 150 scholarly articles, respectively, and o?ﬁ
8 areas that have implications for establishing the conceptual domain of
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spiritual leadership and show that there 1s a clear consistency between
spiritual values and practices and leadership effectiveness. Dent et al*’
use a qualitative narrative analysis to produce emergent categories to
identify and validate cight areas of difference and/or distinction in the
workplace spirituality literature, which have imphications for defining
the domain of spintual leadership theory: (1) definition; (2) connected
to religion; (3) marked by epiphany; (4) teachable; (5) individual devel-
opment; (6) mecasurable; (7) profitable/productive; and (8) nature of
the phenomenon. Reave®™ argues that values that have long been con-
sidered spiritual ideals, such as integrity, honesty, and humility, have
an cffect on leadership success. Similarly, practices traditionally associ-
ated with spirituality have been shown to be connected to leadership
effectiveness.

From these articles a theme emerges: what is required for workplace
spirituality is an “inner life” that nourishes and is nourished by “calling
or transcendence of self”” within the context of a “community” based on
the values of altruistic love. Satisfying these spiritual needs in the work-
place positively influences human health and psychological well-being
and forms the foundation for the new spiritual leadership paradigm.
By tapping into this basic theme through spiritual leadership, spiritual
leaders produce the follower trust, intrinsic motivation, and commit-
ment that are necessary to simultaneously optimize human well-being,
corporate social responsibility, and organizational performance.

A Revised Theory of Spiritual Leadership

Duchon and Plowman*’ found that work unit performance is posi-
tively related to work unit spirituality. In support of spiritual leadership
theory,” "2 they discovered that work unit spirituality is associated
with the leader’s ability to enable the worker’s sense of meaningful
work (meaning/calling) and community (membership). In addition,
they found that workplace spirituality is associated with the leader’s
ability to personally incorporate as well as enable/support the unit
workers’ inner life or spiritual practice (c.g., spending time 1n nature,
prayer, meditation, reading inspirational literature, yoga, observing
religious traditions, writing in a journal), which 1s a central activity in
all major spiritual and religious traditions.,

On the basis of these findings, a revised causal model of spiritual
leadership is offered. In figure 7.1, the source of spiritual leadership
is an inner life or spiritual practice that, as a fundamental source of
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Figure 7.1 Revised Causal Model of Spiritual Leadership

positively influences the development of

inspiration and insight,
ision of service to key stakeholders

(1) hope/faith in a transcendent v
and (2) the values of altruistic love.

What then are the defining characteristics
inner life practice? This is clearly an area for future research. To review
this topic in detail would require an exploration of the great spiri-
tual and religious traditions as well as current work on wﬁnmm:on,myﬁmm
mindfulness,”*” and meditation.®3% This is clearly beyond the scope
of this chapter. However, for our purposes we can begin with the notion
that employees have spiritual needs (i.c., an inner life) just as they have
physical, mental, and emotional needs, and none of these needs are left
at the door when one arrives at work. And, at the root of the connec-
tion between spirituality and leadership is the recognition that we all
have an inner voice that is the ultimate source of wisdom in our most
difficult business and personal decisions.”’

Observing, witnessing, and cultivating this inner voice as it relates

to tapping into or drawing upon a higher power® is often the purpose
spiritual practice. Duchon and Plowman®® posit that
ated to two organizational constructs:

individual identity and social identity, and that “individual identity 1s
oncept, or inner view of themselves, and the
Jife is in part an expression of social identity.”
that a job is more motivating when there

or qualities of an effective

of an inner life or
the existence of an inner life 1s rel

part of a person’s selt-c
expression of that inner
Self-concept theory proposes

\llullltllll
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1s a high level of ¢ nee i
mc_wn%“mw/m.ﬁ_;c* congruence between the job, its context, and a person’s
Therefore, spiri cade i
s EOMW _Mﬂoﬂ__wzﬁﬂ Wm_%cﬁww\“w”mﬂumhz :“:E‘ life orspiricual practice
ues of altruistic love and a transcendent U/MM_MVVM,%_%“MM_“H ”c_ngm o
”JMEQJWBQ the hope/taith to “do what it takes™ to um_:néw :gn%\mz.rn(
Uc:wﬁﬂﬂ:ﬁm:w Jv:_::m_ leadership, _mummnﬂw, through their m:_.ﬁ:ammzh“u_“_.
: , mode Co values of altruistic love as they jointly devel
common vision with followers. Subsequently, both leaders M_ :.n:ov i
MMH;WM__J:, a sense .Ow membership—that part of SWB M_SH ,mw«wmﬁ M:%,“T
romn\@mﬂw om_#:wm;_:m .ﬂ_.am?ﬁo,oa gw& mﬁ@«oﬂﬁc&. This then mo:cﬁ;,o_w
pope/taith and a willingness to “do what it takes” in pursuit of the
v mm/\a,ﬁ ich p:wM“MM_ nﬂﬂwacowm a sense of n&.::mlﬁ:uﬁ part of SWB
a ditference. Ec,_oo\,?mﬁrmim“nMM__Mm:MMMﬁpM_:m, A
(ference : adds belief, viction, trust, and action for
wr% ﬁrooawmﬁumm.m”ﬁnm%\ﬁﬂw_ﬂﬁ wo .F,rmn,./\c ﬁ.rc vision. Thus, spiritual leader-
b theory pre ose ope/faith in the organization’s vision keeps
O ooking forward to the future and provides the desire : *
positive expectation that fuels effort through intrinsic ,:5:<A\ M,w:n -
) ,j_:m mtrinsic motivation cycle based on vision ?nl.c::g:;,_,3:\.#
“MHMO/\M Mﬂw\/m_,&, and hope/faith (effort) results in an 5n«wpﬁﬂ,nwr.ﬂcﬂm,(f,
:#:Sm:%_ - AM«MJ:MM_._M”% ‘J:a :,19:7@2_13 and ultimately tcg:(&
ndividual 1 &, 17 o\ﬂp o:?c:#}.m:mr as organizational com-
, productivit cmployee life satisfaction,
social responsibility,®® and, gi o effect e and corpore
Uml.oa:E:mcui_ax?, and, given an effective market strategy, financial

Future Directions for Spiritual

Leadership Research

Mﬂ_ﬂnﬁinﬁv_ ;*:@om_na on several fronts on our revised causal theory of
)_er_wﬁmwm_ _Mwwncﬂﬂ“ﬁ %aﬂ@ﬁ:ﬁﬂiﬂ: it is :imcg. mclusive of other eSMc?
e S:i 5@0&1 HM_OM w:m extends them, including our initial work,
roush Oamu_iwgsaz\g_uu_:ho.%o_.mﬂmm 2?55 spiritual, culeural, fol-
| ational effectiveness variables. Of special importance
is the need to rescarch the distinction between spirituality and Mc:mmv_”h

Spirituali sus Religr
_ ﬁ&:&:@ versus Religion. Duchon and Plowman™ note that a spiritual
ipirituality v w b . lor at a spiritua
eader uv:.:m a worker’s expression of “inner life” can be problem
atic 1f the s ‘ S e I . . e
e spiritual leader’s enthusiasm or zeal is seen by the worker
> 1 as
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coercive. It is important to avold the negative consequences of a hostile
work environment that may result when employers emphasize a par-
ticular religion or spiritual practice in the workplace. This can happen,
for example, when only the leader’s form of inner life expression is
accepted and “honbelievers” (i.e., those preferringa different form) feel
marginalized. The spiritual leader’s enabling of a worker’s inner life has
to be undertaken in a work culture based on a norm of individual and
collective tolerance and freedom. Organizations are able to avoid these
pitfalls through periodic surveys and by allowing openness to spiritual-
ity, religion, and cranscendence “in full freedom” through adherence
to its core values. Robert Ouimet, owner of Tomasso corporation, for
example, argues that this “full freedom’ approach to work place spiri-
tuality is necessary to reconcile productivity and human well-being.”!
Tomasso makes this unambiguous by publicly proclaiming

All actors in the company’s life freely interpret the value of
Transcendence in their own way.... Transcendence can mean the
Creator; the Higher Power; God Love: God the Father, Son, and
Holy Spirit; Allah; Jehovah; Buddha; or any other openings to
Transcendence. To this value of Transcendence can be added, for
those who so desire and according to their personal choices, differ-
ent forms of reflection, meditation, and for some silent and personal
prayer during work. This is quite possible without stopping work.

A central hypothesis to be tested in future research relates to the dis-
tinction between spiritual and religious approaches to workplace spiri-
tuality across the individual, group, and organizational levels.”? A clear

distinction between spirituality and religion is offered by the respected
73

Dalai Lama:
Religion I take to be concerned with faith in the claims of one
faith tradition or another, an aspect of which is the acceptance of
some form of heaven or nirvana. Connected with this are religious
teachings or dogma, ritual prayer, and so on. Spirituality T take
to be concerned with those qualities of the human spirit—such
a5 love and compassion, patience tolerance, forgiveness, content-
ment. a sense of responsibility, a sensc of harmony—which brings
happiness to both self and others.

Many feel that viewing workplace spirituality through the lens of reli-
gious traditions and practice is divisive 1n that, to the extent that religion
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views itself as the only path to God and salvation, it excludes those who
do not share in the denominational tradition.”* Furthermore _.m,: rlous
practices often conflict with the social, legal, and ethical mv::,aa:%:ﬁ o_*
business, law, and public and nonprofit administration.”® Thus, reli ,5:
can lead to arrogance that a particular company, faith, or ﬁogm,ﬁ Hfmw wﬁ

ter, morally superior, or more worthy than u:mﬁjmﬂé,_::,uzg WMc: :le
Into workplace spirituality can foster zealotry at the expense Mw or ME:
zational goals, offend constituents and n:mﬁo\:gm? and dccrease 5”3_\
u:,m.o:%_@do well-being.”” Accentuating the line between 3_,_. rion m.:m
m?:wcm:J\ with regard to workplace spirituality 1s essential in jro:oz:

the integrity of both disciplines and is a key area for future rescarch.’™ ’

&@%Em% Spirituality. Regarding rescarch on workplace spiritualit
siacalone and Jurkiewicz’” identify four major écur:awmcw that .:EM
Um. mmﬁ«mmwma if this newly emerging paradigm 1s to mn?o/\m,pmmw JSE_Q
2:.:5 the scientific community: (1) the lack of an accepted Q\:‘gwc WE&
definition; (2) inadequate measurement tools; (3) :::ﬁmm. ﬁrnngn:
development; and (4) legal concerns. To address these weaknesses MEM
ﬁo.u.&/\wamo workplace spirituality as a paradigm rooted in me:n,m ,n_:ma
critical issues will need to be addressed: (1) levels of conceptual m:,i $1s;
Am.v conceptual distinctions and measurement foci; and (3) lemywﬁ;
of the relationship between criterion variables.*” o
In uﬂ&:o: to the key issues mentioned above, research on several
fronts 1s necessary to establish the validity of spiritual leadership %mq
ory Uo.woﬂo it should be widely applicd as a model of organizational/
professional development to foster systemic change and ﬁaw:wm:.,:::c:
moﬂ example, more longitudinal studies are needed to test for A.TW: C
n ._Am%, variables over time. Studies are needed that g.:mo_.ﬁogﬁ.c H:Mﬁm
ogmne\m @.mamo:dm:nc measures from multiple sources (Podsakoff et al *")
Other individual outcomes (e.g., joy, peace, and serenity) r<voﬁrn,,ﬁ‘~&
to be mmm,mnmnm by spiritual leadership need to be validated for ﬁv:ﬁ_.m:_
leadership theory. Finally, the conceptual distinction vﬁinm: f:wl
tual leadership theory variables and other leadership theories, .f,:,o*r as

DCﬁT 1C —n\wﬁan ﬁ__:u AJ\:JHA D~ ~ a S H. A _L Ve € ers ) (e (
ent . e Qn; _J vv I servant v;ﬁ_ o *

s d 1P, ne h
Tn\ A_H:AA—. ! Y

Spiritual Leadership in Practice

Strategic lcaders—through choices about vision, purpose, mission
,,ﬁ.ﬁﬁom%“ and their implementation—are responsible  for creating
vision and value congrucnce across all organizational levels, as well as
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developing effective relationships between the organization and envi-
ronmental stakeholders." In this regard, two key practices are criti-
cal for the practice and implementation of spiritual leadership. First,
conduct a periodic assessment of the spiritual leadership causal model
to establish a baseline and identify 1ssues for organizational transforma-
tion and development interventions. Second, using the results of this
assessment, conduct a vision stakeholder analysis to (1) establish and/or
reinforce the hope/faith, vision, and cultural values of spiritual leader-
ship as the context for identifying key issues and (2) provide the basis
for an organization-wide dialogue concerning the appropriate goals

and strategies to address them.

Establishing a Baseline for Intervention. The first step is to gather informa-
tion through surveys and interviews to establish a baseline for further
Organization Development (OD) intervention. It is necessary that top
management provides access to critical organizational data and fully
supports this effort. All members should be provided with a survey that
will measure spiritual leadership. After this, interviews with differ-
ent members at all levels should be conducted to gain a more detailed
insight into what 1s going on in the organization. Interview questions
should likewise include questions that measure the theory’s variables to
validate findings. Below are the items for the revised theory of spiritual
leadership that have seen some initial validation %%

Vision—describes the organization’s journey
and why we are taking it; defines who we
are and what we do.

1 I understand and am committed to my organization’s vision.

2. My organization has a vision statement that brings out the best
in me.

3. My organization’s vision inspires my best performance.

4. My organization’s vision i clear and compelling to me.

Hope/Faith—the assurance of things hoped for,
the conviction that the organization’s
vision/purpose/mission will be fulfilled.

1. 1 have faith in my organization and I am willing to “do whatever
«t takes” to ensure that it accomplishes its mission.

2. 1 demonstrate my faith in my organization and its mission by
doing everything I can to help us succeed.

W~
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w o —
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I persevere and exert extra cffort to help my organization succeed
because I have faith in what it stands for.

. T set mrm:n:m:ﬁ goals for my work because [ have faith in my
organization and want us to succeed.

Altruistic love—a sense of wholeness, harmony,
and well-being produced through care, concern,
and appreciation for both self and others.

The leaders in my organization “walk the walk™ as well as “talk
the talk.” |

. The leaders in my organization are honest and without false pride

My organization is trustworthy and loyal to its employecs.

.:ﬁ leaders in my organization have the courage to stand up for
their people. ;

My organization is kind and considerate toward its workers, and
when they are suffering, want to do something about it.

Meaning/Calling—a sense that one’s life has
meaning and makes a difference.

The work I do makes a difference in people’s lives.

. The work I do is meaningful to me.

The work [ do is very important to me.
My job activities are personally meaningful to me.

Membership—a sense that one is
understood and appreciated.

[ feel my organization appreciates me and my work.

[ feel my organization demonstrates respect for me and my work
[ feel I am valued as a person in my job. \ .
[ feel highly regarded by my leaders.

Inner life—the extent to which one
has a spiritual practice.

[ feel hopeful about life.

[ consider myself a spiritual person.

[ care about the spiritual health of my co-workers.

[ maintain a spiritual practice (e.g., spending time in nature
prayer, Em&_ﬁm:o:, reading inspirational hiterature, yoga, ovﬁojﬁ,
ing religious traditions, writing in a journal). ,

My spiritual values influence the choices I make.
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Organizational commitment—the degree
of loyalty or attachment to the organization.

1. 1 feel like “part of the family” in this organization.

2. 1 really feel as if my organization’s problems are my own.

3. [ would be very happy to spend the rest of my career with this
organization.

4.1 talk about this organization to my friends as a great place to

work 1n.
5. 1 feel a strong sense of belonging to my organization.

Productivity—efficiency in producing
results, benefits, or profits.

In my department cveryone gives his/her best efforts.

In my department work quality is a high priority for all workers.
My work group 15 very productive.

My work group is very efficient in getting maximum output from
the resources (money, people, equipment, etc.) available.

P D

Satisfaction with life—one’s sense of subjective
well-being or satisfaction with life as a whole.

1. The conditions of my life are excellent.

2. [ am satisfied with my life.

3. In most ways my life is ideal.

4. If1 could live my life over, I would change almost nothing.
5. 1 have gotten the important things [ want in life.

Vision/Stakeholder Analysis Process. The next step after the establish-
ment of a baseline using the spiritual leadership survey is to initiate
a vision/stakeholder analysis process that produces a vision/purpose/
mission whereby strategic leaders and followers serve the interests of key
stakeholders. Research is especially needed on the vision/stakeholder
analysis process that creates the energy to drive change throughout the
onmw:imso:.?‘oa The vision/stakeholder analysis process that 1s central
to spiritual leadership is based on appreciative inquiry, which focuses
on identifying and addressing key stakeholder issues by discovering
what works well, why it works well, and how success can be extended
throughout the oﬁmm:.HNwSc:.SS Appreciative inquiry is premised on
three basic assumptions. The first critical assumption is that organi-
zations arc responsive to positive thought and positive knowledge.
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mmmo:a, both the image of the future and the process for creating that
image produce the energy to drive change throughout the organiza-
tion. Cv\ engaging employecs in a dialogue about what works well based
on their own experiences, employees recognize that there 1s much that
works reasonably well already and therefore further change 1s possible
Finally, appreciative inquiry is based on a belicf in the power of wﬂm?.
Emﬁo:ﬂ if people can envision what they want, there is a better chance
of it happening. This approach is suited to organizations that seek to
be collaborative, inclusive, and genuinely caring for both the people
&\:E: the organization and those they serve. By using an m@?nni?\m
inquiry approach, organizations can discover, ::&S.WS:&, and learn
from success, while creating new 1mages for the future.”? 4

. I_Jra spiritual leadership paradigm also utilizes a stakcholder approach
n viewing social organizations as being embedded in layers or levels
(individual, group, organizational, societal) with various internal m:m
mxﬁagm_ constituencies (employees, customers, suppliers, government
agencies, etc.), all of whom have a legitimate strategic and moral stake
in the organization’s performance.”®”” Each of these stakeholders may
r.m<o different values and interests as well as different stakcholder rela-
:o:mrwﬁw with other individuals, groups, and organizations. The vision
?<.ru.ﬁ is our journey), purpose (why this journey is important), and
mission (what we employees do to fulfill our purpose as we engage
in our vision quest) work together to identify key stakeholders. Taken
together, the vision/purpose/mission must vividly portray a journey
ﬁrmw when undertaken, will give one a sense of calling, of one’s _:)m
having meaning and making a difference.

The vision/purpose/mission then forms the basis for the social con-
struction of the organization’s culture and the ethical system and values
Eﬁmlﬁnm it, which serves as a primary means of mo_dq::_:mms.:w
«Q:mogw:m, and rewarding appropriate organizational behavior. F,
spiritual leadership, these values are prescribed and form the foundation
for a culture based on altruistic love.”® To set the stage for initial change
efforts, strategic leaders must model these values through their cvery-
day attitudes and bchavior throughout the vision/stakeholder analysis
process. \

41_1_#. vision is initially created by the strategic leaders for the orga-
nization as a whole. All members or representatives of the organiza-
tion should ultimately be offered the opportunity to participate. The
ultimate goal is for all employees to know, believe in, and be fully
committed to the vision. The purpose and mission of cach department
and any branches or subunits within a department are then derived in
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a linking-pin or cascading process. As this process E:O_Q.f key 1ssucs
ssociated with current employee well-being, organizational commit-

ment, corporate social responsibility, and @Q‘mo::m,:no are identified.
Then a team comprising of members from affected internal &i exter-
nal stakeholders is formed to address these rw< issues and OD interven-
tion strategies'’” are adopted to apply ammr.s.écmw.m:m ﬁnmrﬁo?mﬁm tor
change. These strategies may include traditional interventions such as
team building, intergroup Qm<m~om5m:ﬁ or total quality management.
Else, they may include the introduction of workplace-spirituality-
based programs to target issues such as the recovery msﬁwcwmmﬁovgnsﬁ
of workaholics and the organizations that nurture ﬁrag.. :

[t is through this process of Sﬁoz\mSWmToan analysis and becom-
ing committed to a vision grounded in service to key mﬁuroro_a.-
ers that employees develop a sensc of nm:Smlirc«o. mrﬂocmﬁ Em:
work, they feel they are making a difference in other pcople’s lives
and therefore their life has meaning and purpose. They also develop a
sense of membership in being understood, wﬂ?mmwmﬁ.ma, and cared for
as the organization’s key leaders “walk the walk” in nc.::a& <&cn.m
and an ethical system based in altruistic love. The combined experi-
ences of calling and membership are the essence of m/x\m. A;rw ,Sao:\
stakeholder analysis process is therefore the key to creating vision and
value congruence across the strategic, mB_uA.é,\mRa team and at the
ndividual levels and, ultimately, to foster higher levels of employee
well-being, social ~.c%c:£?:3a and performance excellence.

Conclusion

Leaders who practice spiritual leadership by .&Eéw:m on an _::mw.rg
practice and communicate and model hope/faith, a Qm.:mnmsmo:ﬁ vision,
and organizational values based 1n altruistic love will encourage the
manifestation of positive performance outcomes for both 90.595&:&
and the organization. When leaders personify the values, attitudes, and
behaviors of altruistic love that result in both the leader and o_dn?%nnm
feeling understood and appreciated as <<m.: as a sense ow mw:_:.m ﬁ.rpm
their job makes a difference, they will tap into ﬁrm.:;::,ﬁn motivation
cvcle that results in high levels of human well-being, corporate social
_,o\mwo:m?::%, and organizational ﬁn«?ﬁa&:mo.:m_:z ,
Our revised theory of spiritual leadership in figure 1\...~ proposes that
spiritual leaders must shape an c&ﬁ:ﬁmso: that recognizes the impor-
tance of an inner life or spiritual practice that enables both leaders and
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tollowers to participate in meaningful work that takes place in the con-
text of community. This inner life practice is the fundamental source
for spiritual leaders to draw on and it ultimately produces the follower
trust, intrinsic motivation, and commitment that 1s necessary to simul-

taneously optimize human well-being, corporate social responsibility
and organizational performance.
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