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ABSTRACT

The topic of spirituality in the workplace has exploded onto the contemporary
business scene over the last 12 years. [t is perhaps at once the most compelling and least
understood force driving organizational theory and practice today. Previous studies have
done little to codify what exactly spirituality in the workplace is, particularly as applied
to aggregate organizational contexts. This is ostensibly due to the impossibility of
defining a universally embraceable construct of organizational spirituality. Similarly,
previous studies have made no attempt to investigate empirically the relationship between
organizational spirituality and organizational performance. Theses two gaps in the
current theory served as the catalyst for this study, and led to its two driving questions.
First, can a universally applicable construct for codifying and measuring organizational
spirituality be developed? And secondly, what relationship exists between this measure
of organizational spirituality and organizational performance?

The study was conducted with the Fortune 500 as the organizational population.
Just over 14% of the firms participated in the study. Data were gathered via a researcher-
developed direct-mail survey of the top five senior executives in each of the Fortune 500
firms, and then analyzed to compute an Organizational Spirituality Score (OSS) for each
respondent organization. This measure represents each firm’s observed Organizational
Spiritual Normativity, or the degree to which each firm’s overall business activities,
individual employee behaviors and beliefs, and commonly employed interventions,

practices, and policies reflect congruence with widely-held spiritual norms or standards.



The relationship that exists between the Organizational Spirituality Score and long-term
revenue growth and profitability was then investigated.

Results support the conclusion that congruence with the construct of
Organizational Spiritual Normativity leads to stronger organizational performance. In
short, those organizations that are more spiritually normative in their activities are also
more profitable. Specifically, the study results showed that those organizations that
demonstrate moderate to strong Organizational Spiritual Normativity achieved
significantly higher long-term rates of net income growth and return on assets. The study
findings did not support the conclusion of a similarly significant relationship existing
between Organizational Spiritual Normativity and long-term revenue growth. Further
investigation of the relationship between organizational spirituality and organizational
performance is warranted, and specific recommendations are offered to this end for both
practitioners and researchers.

Thus, this study contributes significantly to the dialogue concerning spirituality in
the workplace in two primary ways. First, it presents a universally applicable theoretical
construct for codifying and assessing organizational spirituality. Secondly, the study
provides the first empirical evidence of a significant relationship between organizational

spirituality and organizational performance.



CHAPTER 1 - INTRODUCTION

“We in the West live in a culture that separates man's spiritual life from his institutional
life. This has had a far-reaching impact on modern Western organizations. It is also an
integral part of the old mindset, or paradigm. Our companies freely lay claim to mind
and muscle, but they are culturally discouraged from intruding upon our personal lives
and deeper beliefs...the dilemma for modern organizations is that, like it or not, they play
a very central role in the lives of many who work for them...splitting man into ‘personal’
or ‘productive’ beings makes somewhat artificial parts of what is the whole of his
character. When we do so, our cultural heritage not only too strictly enforces this
artificial dichotomization, but also deprives us of two rather important ingredients for
building employee commitment. First, companies are denied access to higher-order
values, which are among the best-known mechanisms for reconciling one's working life
with one s inner life. Second, the firm itself is denied a meaning-making role in society,
and thus pays excessive attention to instrumental values such as profit, market share, and
technological innovation. ™

Richard Tanner Pascale

Stanford Graduate School of Business

Apparently Pascale’s condemning words (1990, 80) concerning the traditional
forced dichotomization between the “secular” and the *“sacred” in the Western corporate
world have struck a resonant chord. Over the last 12 years many prominent management
and organizational theorists, including Senge (1990), Covey (1990), Block (1993),
Bolman and Deal (1995). Spears (1995), de Geus (1997), Neal (1997), Vaill (1998), and
Mitroff and Denton (1999) and have spent a great deal of time and energy struggling with

this potentially volatile yet highly salient topic: What are the spiritual elements of
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organizational life and work? How can organizations engage the “souls” of their
employees? What can/should organizations do to foster spirituality among the ranks?
What is considered “normative” from an organizational spirituality standpoint? And
most important to this project, what connection does this all have, if any, to

organizational performance?

Theoretical Foundations and Historical Context

While this may appear to be decidedly “new age” management fodder, in reality
the theoretical foundations for considering the spiritual element of organizational life are
deep indeed. Over 80 years ago Mary Parker Follett, now revered as a **prophet of
management” for producing thinking and writing that was well ahead of her time, spoke
of democratic governance as a *great spiritual force evolving itself from men, utilizing
each, completing his incompleteness by weaving together all in the many-membered
community life which is the true theophany” (1918, 137). With these words Follett
boldly asserts that when human beings work together in organizations in such a way that
their individual gifts, talents, and distinctives are woven together harmoniously, and each
willingly submits to the others in the same organization, we are witness to a visible
manifestation of “God” — an organization as “theophany”. Writings in this same vein
from Greenleaf (1970, 1988) and Maslow (1998) and are now canonized as management
classics, each addressing the depth and meaning of human potential in organizational
settings. Clearly, the thought-leaders of today’s management landscape have some broad

shoulders to stand upon as they address spirituality in the workplace.



Further fueling interest in the idea of organizational spirituality are both the
climate of the American corporate arena over the last 15 years, and the demographic and
sociological characteristics of today’s workforce. Vaill (1998) has written about the
*permanent whitewater”” in which most organizations find themselves today as a result of
increasing global competition and the rapid pace of technological change. He goes on to
infer that, as a result of this tremendous instability and the related market dynamics,
organizations as we know them will cease to exist as managers grapple with the
necessary means by which (reengineering, virtual organizations, e-commerce, global
acquisitions and/or alliances) their organizations remain competitive in the marketplace.
The result of this organizational reality of constant change is a workforce that has felt
increasingly “lost” in its search for meaning and balance in the workplace, with the
stability and structure of pre 1980’s corporate America a distant memory. Thus, as Vaill
rightly predicted in 1990. “it seems likely, therefore, that we will not feel as organized as
it might have been possible to feel a generation ago, although the process of letting go of
that need and feeling will doubtless be a painful one” (1998, 174).

We appear to have reached a point in the evolution of organizational and
management theory where we are simply being forced to face the question “what is the
ultimate purpose of work and organizational life.” Workers are no longer motivated or
satisfied by the traditional view of work as simply a means to a material end. Lee and
Zemke (1993), Neal (1997), and others have argued that such an assertion is supported by
the demographics and values of today’s workforce. With the baby boomers and the
generation X-ers now making up the majority of the workforce, it’s no wonder that these

former flower children and independent-minded employees are searching for deeper



meaning in their work. In fact, numerous popular business press articles purport that
these employees are in fact demanding what Hackman and Oldham (1976) referred to as
“experienced meaningfulness of work,” or they simply find another organization that will
provide them with such an environment. They represent a workforce in search of
aggregate self-actualization. One recent survey cited by Business Week and conducted by
the Gallup Organization indicated that 78% of Americans feel the need to experience
spiritual growth as part of their everyday lives, up from just 20% in 1994 (1999, 152).
This same survey also showed that 48% of Americans had spoken of their religious faith
in the workplace within the past 24 hours (1999, 153). Another important and recently
published qualitative study concludes that baby boomers in contemporary business
organizations are so desirous of spiritual holism that they are intentionally looking for,
and fostering, spirituality within and among their organizations despite the lack of
support from clergy and other “professional” spiritual moderators (Nash and McLennan,
2001).

Consistent with Vaill, Neal (1997) has posited that the abundance of
organizational downsizing that occurred between the mid 1980s and mid 1990s in
corporate America, combined with the arrival of the new millennium, has resuited in a
workforce that is spiritually hungry. The former because it has caused employees to
desire stability and meaning in their organizations, and spiritual values often serve as this
solid and constant “rock” of purpose, and the latter because the change of the century
gives us cause as employees, organizations, and even as a societal whole to reflect on
where we have been and imagine new possibilities for where we are headed. Thus, Neal

argues, there is an “overt openness to spirituality in the workplace at this unique point in



history” (1997, 121), and organizations are faced with the challenge of attracting,
motivating and retaining an increasingly shrinking talent pool that is hungry for
*“wholeness” in their work lives. Further fueling this firestorm of interest in spirituality is
the aftermath of the 9/1 ltragedy, and the return of widespread organizational downsizing
in conjunction with the U.S. economic slowdown of 2001. This is a reality that
contemporary business organizations must accept in their quest to remain competitive

into the 21% century.

Defining Spirit and Spirituality

The difficulty of addressing this reality of a workforce desiring wholeness and
deeper meaning in their lives begins with the challenge of defining what spirituality
means within the context of work and organizational life. The Latin origin/equivalent of
the word spirit is “spirare,” meaning “to breathe.” Thus, at its core, spirit is what is alive
in us when we are breathing and full of life. Without it, there is no life. Hawley (1993),
Scott (1994), Kanungo and Mendoca (1994), and Mitroff and Denton (1999) have
proposed definitions of spirit or soul within the context of work or organizational life that
are consistent with the meaning of the original Latin; that is, that spirit or soul is the
center or essence of a human being, out of which springs all creative, intellectual, and
“life-giving” work. The implication here is that failing to address the spirit or the soul of
an employee results in less than optimum performance because you fail to engage the
very center and “life-giving” force of that employee. Agreement on this appears to be

widespread among theorists in this arena.



However, as Neal points out, “spirituality is more difficult to define, and many of
the people writing on spirituality in the workplace don’t even attempt to try” (1997, 122).
Perhaps this is because spirituality has more to do with the form and function of
acknowledging the spirit; that is, the practice of living out a belief in the spirit. This
clearly becomes more difficult because of the inherent connections to varying religious
beliefs and practices, a subject that is decidedly more “sticky” in organizational settings
than merely acknowledging the existence of a human spirit or soul. However,
contemporary organizational and management theorists have overcome this objection by
pointing out the very real differences between “religiosity” and “spirituality.” The
former refers to the dangers of an organizationally established religion; the latter refers to
an organization’s acknowledgement of the universal and ecumenical ideal of a higher
purpose or power, and allowing and even intentionally fostering among the members of
its workforce a direct connection to such a purpose or power. Of course this will
inevitably lead to individual members of an organization bringing their religious practices
and values into their work and work-life, but this is an entirely different prospect from
proselytizing the workforce into one specified organizational religion. In fact many of
today’s management theorists would argue that such an outcome (i.e., employees
connecting their personal religious beliefs and convictions with their work and
organizational life) is exactly in line with the goals of a spiritually oriented organization
as it strives to holistically engage it’s workforce. It is important to note that the emerging
work that has been done on spirituality in the workplace has followed in this vein, and is

effectively quelling fears of organizational religiosity.



In one of the more recent contributions to the dialogue of spirituality in the

workplace, Mitroff and Denton demonstrate that a definition of spirituality can be posited

without fear of connections to any one religious perspective. Their thorough definition of

spirituality involves the following elements (1999, 23):

In contrast to conventional religion, spirituality is not formal, structured, or
organized.

Spirituality is not denominational.

Spirituality is broadly inclusive; it embraces everyone.

Spirituality is universal and timeless.

Spirituality is the ultimate source and provider of meaning and purpose in our lives.
Spirituality expresses the awe we feel in the presence of the transcendent.
Spirituality is the sacredness of everything, including the ordinariness of daily life.
Spirituality is the deep feeling of the interconnectedness of everything.
Spirituality is integrally connected to inner peace and calm.

Spirituality provides one with an inexhaustible source of faith and willpower.
Spirituality and faith are inseparable.

More succinctly, Block comments that in its simplest form “spirituality is the

process of living out a set of deeply held personal values, of honoring forces or a

presence greater than ourselves. It expresses our desire to find meaning in, and to treat as

an offering, what we do™ (1993, 48). In short, Block argues that spirituality in the

workplace begins with our willingness and ability to connect our higher-order values to

the actual work we perform on a daily basis, and to the roles, relationships, and



responsibilities we hold, build, and accept as members of organizations. Thus,
addressing spirituality in the workplace requires that we investigate and make explicit the
inherently spiritual nature of work on a micro level, and of organizations on a macro
level. Such investigation is performed as part of our overarching quest to make
contemporary organizations and the work completed within them more fulfilling and

meaningful, thereby enhancing individual and organizational effectiveness.

Contemporary Theories and Models for Enhancing Individual and Organizational

Effectiveness

Given an overview of the spiritual nature of organizations and work itself we can
turn our attention to an investigation of how spirituality enhances individual and
organizational effectiveness, and what approaches and models are more or less dictated
by a commitment to organizational spirituality. Here is where we attempt to move
beyond the theoretical to the practical, as we endeavor to implement the ideal of
spirituality in the workplace.

Indeed, in one of the most recent and empirical works completed in the arena of
spirituality in the workplace Mitroff and Denton have gone so far as to present “five
major and distinct models that constitute significant alternatives to the current policy of
strictly separating spirituality from the workplace™ (1999, 8) that can serve as conceptual
and philosophical blueprints for organizations desiring to become more spiritually
sensitive, boldly ending the first chapter of their important work with the following
statement: “We refuse to accept that whole organizations cannot learn ways to foster soul

and spirituality in the workplace. We believe not only that they can but also that they



must” (1999, 14). Much of the recent literature on the idea of spirituality in the
workplace has been in this vein, prefaced by similar claims of the imperative call for
organizations to become more spiritually sensitive, and presenting largely philosophical
ideals, models, and lists of “musts” for such aspiring organizations to embrace (see
Kriger and Hanson, 1999, and Cash and Gray, 2000).

Despite these important recent contributions, there is a need to advance the
dialogue concerning spirituality in the workplace in two significant ways. First, an
actionable and broadly inclusive definition of organizational spirituality must be
developed. Second, the quantifiable benefits of operationalizing organizational

spirituality must be investigated.

Statement of the Problem

Much has been written about the “inherently spiritual” nature of organizational
life but not to the extent that this inherent spirituality has been codified in operational
terms, at least not in an integrated whole. Moreover, there has been no attempt to
measure and quantify such a construct at an organizational level. Further, there has yet to
be any published studies of statistically supported connections between organizational
spirituality and organizational financial performance. Even the most empirical study
completed to date (Mitroff and Denton, A Spiritual Audit of Corporate America) makes
no attempt to connect organizational spirituality with organizational performance. These
gaps served as the catalysts for this research project. It was expected that the project and

any resulting papers/presentations would be a unique contribution to the existing
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spirituality in the workplace literature/academy, regardless of the resulting affirmation or

rejection of the ideal of organizational spirituality.

Significance of the Study

Despite the abundance of philosophical and conceptual arguments that have been
posited over the last 12 years the issue as to whether organizational spirituality in
particular is truly a source of competitive advantage is still in question. This is in large
part the fault of the contemporary theorists that have yet to produce compelling research
results to support or not support such an assertion. This is precisely why [ was motivated
to make this type of an empirical/quantitative study the topic of my dissertation research.
While the theory introduced above is compelling, much work needs to be done to
operationalize the theory and then empirically connect the theory to actual organizational
performance. To this end, [ have developed the theoretical construct of Organizational
Spiritual Normativity (defined as “the degree to which an organization’s overall business
activities, individual employee behaviors and beliefs, and commonly employed
interventions/practices/policies reflect congruence with widely-held spiritual norms or
standards,” and discussed in detail in Chapters 4 and S as a primary study finding) and
related survey instrument (Apendix B), and have tested the hypothesis that strong
Organizational Spiritual Normativity leads not only to more satisfied and motivated
employees on an individual level (as has already been supported by the recent work of
Mitroff and Denton), but, more specifically, to stronger economic performance at the
corporate level as well. I strongly believe that this is the next frontier of research

concerning spirituality in the workplace.
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Some may argue that this study is, at its very core, inconsistent with the idea of
spirituality due to the intention of connecting it to economic gain. [ would argue that
such investigation is necessary in order to for us to better understand the role of
spirituality in the workplace, and set our expectations appropriately. I for one expect that
the emerging research in this vein will only further strengthen the legitimacy of
implementing, and even leveraging as a source of competitive advantage, organizational

spirituality.

Research Questions

This study addressed the following research questions concerning the role of spirituality

in the workplace and its impact on organizational culture and organizational performance.

1. What are the normative aspects of organizational spirituality (based upon a broadly
inclusive view of spirituality)?

2. How reflective of Organizational Spiritual Normativity are the overall business
activities, individual employee behaviors and beliefs, and commonly employed
interventions/practices/policies of Fortune 500 firms? In short, which Fortune 500
firms are more spiritually normative?

3. Is there a difference in the long-term financial performance of those Fortune 500
firms that are stronger in terms of their organizational spiritual normativity and those
firms that are less spiritually normative?

4. Is there a relationship between commonly employed interventions/practices/policies

and organizational spiritual normativity?
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Research Design

Primary Research

The primary research involved a direct-mail (cover letter included as Appendix
A) survey of the top 4 or 5 senior managers (as indicated in public record) from the 500
largest (in terms of annual revenues), American-based corporations (as determined by
Fortune Magazine; popularly referred to as the “Fortune 500). Data from the survey
were analyzed to determine an "Organizational Spirituality Score” (OSS) for each
organization, as well as a “Spiritually-Related Interventions/Practices/Policies” Score
(SIPPS) for each organization. For the purposes of the study the respondent senior
executives were considered “key informants,” and their responses were thus considered
representative of their respective organizations as a whole. Targeting these individuals as
being “representative” of their organizations is consistent with the key informant research
methodology commonly employed in both quantitative and qualitative organizational and
management research (see Judge and Dobbins, 1995, Jehn, 1997, Stevenson and
Greenberg, 1998, Gerhart et. al.. 2000, Gupta et. al., 2000, and Godard and Delaney,
2000, for representative implementation and/or critical discussion of key informant
methodology in organizational contexts). Specifically, Kotter and Heskett’s seminal
study Corporate Culture and Performance (1992) is an excellent example of the
employment of key informant methodology within the context of a quantitative study,

and served as a significant source of influence for this research design.
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Secondary Research

The secondary research involved computing Annualized Average Growth Rates
in Total Revenues (TRG) and Net Income (NIG) for each of the subject organizations
over a 10-year period (including fiscal years 1992 through 2000), as well as Average
Return on Assets (ROA) for each of the subject organizations over a 3-year period
(including fiscal years 1998 through 2000). Because all of the subject organizations file
financial disclosures (such as an annual 10-K) with governmental agencies, the necessary
financial data were readily available from various sources, including Standard and

Poor