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Foreword

This book is extremely relevant and timely. Faith and spirituality have been a founda-
tional aspect of the human experience throughout the ages. Yet how they are experi-
enced and expressed continues to change with the times. For example, in the United
States (U.S.) context, a recent Gallup survey shows that Americans’ membership in
houses of worship (e.g., synagogue, church, or mosque) has fallen to 47% — the low-
est in the survey’s 80-year history and down from 70% in 1999 (Jones, 2021). This rep-
resents a steady decline since the start of the 21° century. This trend is being driven
by two factors: more adults expressing no religious affiliation and declining church
membership among those who are religiously affiliated. Beneath these trends are
population or generational differences, with younger age cohorts expressing less reli-
gious affiliation (7% of traditionalists — U.S. adults born before 1946; 13% of baby
boomers (1946-64); 20% of those in Generation X (1965-80) and 31% of millennials
(1981-1996)).

Simultaneously, the Fetzer Institute supported a Study of American Spirituality
that sought to better understand what spirituality means to Americans and how it
informs their social lives and civic action (Fetzer Institute, 2020). The study included
participants of diverse, including no, religious affiliation or spiritual identification.
It found that “Spirituality is a complex, diverse, and nuanced phenomenon that
people of all spiritual and religious self-identifications experience.” (Fetzer Insti-
tute, 2020) More specifically, 86% of people consider themselves to be spiritual
and 68% of people believe that their spirituality guides how they act in the world.
These numbers include people who identify as part of a faith tradition and those
who do not.

What are we to make of these two seemingly contradictory reports? I offer these
data as a foundation for the importance and relevance of spirituality in the work-
place. To many, spirituality in the workplace is inappropriate. And yet, as these
studies demonstrate, many people acknowledge the importance of spirituality in
their lives even as their connection to structures and places through which to ex-
press their spirituality is shifting. At the same time, many organizations and work-
places are inviting people to bring their ‘whole selves’, including their spirituality,
to work for increased wellbeing, engagement, creativity, and effectiveness (Kegan
&Lahey, 2016; Neal, 2013). Indeed, for those who are spiritually unaffiliated and for
those whose faith and spirituality are central to their lives, the workplace — where
many adults spend the majority of their time outside of the home — may be an im-
portant location for the expression and fulfillment of their values. Further, organi-
zations are often the structural mechanisms through which societies organize and
accomplish their most important and complex social, economic, and technical goals.
They are both drivers and representations of societal life and values. Given this, they
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VIl — Foreword

remain a critical focus site for and potential driver of personal growth and devel-
opment and human flourishing.

Recognizing all of this, at the Fetzer Institute (the Institute), we strive to live our
mission and values by creating a spiritually-grounded workplace community —
which we call a Community of Freedom (COF). Our COF is the spiritual ground of
our work to transform ourselves and society in an authentic and effective way. The
individual and communal ways of being and practices expressed through the
COF - and rooted in our core organizational values of love, trust, authenticity,
and inclusion - support the Institute in cultivating the necessary culture to enact
our mission of helping build the spiritual foundation for a loving world. One of
the structures we use to remain grounded in our mission and vision are our com-
munity of freedom gatherings (COFG). The COFGs consist of weekly, three-hour
gatherings of all staff — from our groundskeepers and program staff to our finance
and information technology staff and leaders. During COFGs we bring in outside
facilitators and spiritual teachers to help us engage in individual and communal
spiritual exploration and community building. We also offer sessions by staff and
provide space and resources for staff to pursue their personal paths. Examples of
sessions include suites of contemplative practices, the science of wellbeing, con-
versational capacity, and being with collective grief and mourning. Sessions usu-
ally include didactic and experiential components, along with opportunities for
small and large group discussions which allow staff to share deeply with one an-
other. In 2016, the Institute commissioned an independent case study to learn
more about the early lights, shadows, and impacts of the COFG. Some of the key
learnings were that staff felt an increased sense of trust, morale, connection, and
ability to navigate relational difficulties from the work. The case study also sur-
faced staff questions and concerns around the purpose of the COFGs as it relates
to our external work, use of inclusive language and framing around the COFG and
its offerings, and how the gatherings translate into larger organizational policies
and practices. Some of these questions have been answered as we have deepened
our work as a community and others we continue to inquire around and grow
into.

Not only is the Institute committed to cultivating our own spiritually grounded
workplace, but we also seek to learn with likeminded others in cultivating work-
place cultures that support human development and flourishing; and that enable
organizations to operate from and according to their deepest vision and values to-
wards a more loving world. It is this commitment that animates our support of the
work being done by the International Association of Management, Spirituality and
Religion (IAMSR), including this volume. Those of us seeking to create workplaces
that are robust containers for human flourishing and the world we want to inhabit
require support and fellow travelers. Many of us are grappling with similar inqui-
ries around the lights and shadows of bringing spirituality into the workplace.
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There is so much we have learned over the past twenty years of experimenting in
this area and so much more to learn. This volume offers some of the best thinking
and practice from thought leaders in the field. May it serve as inspiration and fuel
our collective imaginations and efforts around what is possible.

Shakiyla Smith, VP, Organizational Culture
Fetzer Institute
November 10, 2021
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Judi Neal, Yochanan Altman, Wolfgang Mayrhofer

1 The Past, Present and Future of Workplace
Spirituality

Introduction

In this introductory chapter we offer a brief history of IAMSR, a brief history of the
field of workplace spirituality, and a broad overview of the trends in the field. We,
the three editors of this book, will each conclude this chapter with offering our own
views of workplace spirituality and what we see emerging in the future.

A Brief History of IAMSR

The International Association of Management, Spirituality and Religion (IAMSR) was
established in 2010 by Yochanan Altman in response to an emerging need from in-
formed practitioners who did not ‘feel at home’ with the Journal of Management, Spir-
ituality and Religion (JMSR) community, as an exclusive academic forum. Since then,
TAMSR has primarily acted as a bridge between academia and practice through its
biennial conferences, which cater to both communities, running two parallel tracks —
one academic, one practitioner, on a common theme, with frequent exchange and
mutual fertilization. In 2020 IAMSR established a book series titled Management, Spir-
ituality and Religion in partnership with De Gruyter, of which this book is its first title.

To date, IAMSR has held five international conferences. Following the inaugu-
ral conference in Vienna in 2010 on the theme ‘Spirituality and Management:
Strangers no More?’, we held conferences in Bangalore, India on ‘The Indian Chal-
lenge to Western Management’ in 2012, in Lourdes, France on ‘Miracles & Manage-
ment’ in 2013, on ‘Creativity and Spirituality’ in Barcelona, Spain in 2015 and on
‘Leadership, Spirituality & Education’ in Fayetteville, Arkansas, US in 2017.

The conferences have been guided by the motto “to be informed and inspired
by the context.” The context refers to the situ of the conference. Hence, we wish to
refer to the location as well as season in which the event takes place. In Vienna it
was around its famed Christmas markets (and Hanukkah occasioned at the same
time too); in Bangalore, renown for its spiritual heritage, we were visited by no less
than three gods (gurus); in Lourdes, a Marian site, we held the conference during
the religious holiday of Pentecost; in Barcelona the conference was planned around
its national Sant Jordi day and in Fayetteville we benefited from engagement with
the Christian culture of the Deep South. Over the years the conferences evolved in
length and structure. The last two conferences were three days events that ran two
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parallel streams: an academic track and practitioner-oriented workshops with joint
keynotes.

IAMSR participants come from academia (mostly, but not only, from business
schools), training and consultancy firms, practicing managers as well as faith min-
istries. The conferences are strictly professional events, open to all faiths and none
and to participants from all countries. The conferences have been held under the
auspices of the Management, Spirituality and Religion Special Interest Group of the
Academy of Management (AoM).

We had planned to hold the sixth conference in Vienna in September 2020, see-
ing this as an opportunity to celebrate the tenth-year anniversary of IAMSR confer-
ences. Our vision was to invite eminent scholars to present their perspectives on
the trends in the field of workplace spirituality over the past ten years and to strate-
gically think about the future of the field for the next ten years. We had intended to
have participants submit chapters to a book following the conference. The Covid-19
pandemic changed our plans, and as of this writing, we hope to now hold that con-
ference in September 2022.

Challenges also present opportunities, so we decided that since the date of the
conference was delayed, we would instead invite selected scholars with unique per-
spectives on the field to submit chapters before the conference. Thus, this book.
Over thirty authors from around the world share their expertise and scholarship on
the past and current trends in workplace spirituality and they offer many sugges-
tions for future research and the future of the field itself.

The twenty chapters in this book are divided into five parts. Part I, “Introduc-
tion,” includes this introductory chapter and an overview chapter of the field of
workplace spirituality. Part II includes seven important themes that are essential
lenses on the field: (1) leadership, (2) ethics, (3) strategic management, (4) organiza-
tional change, (5) organizational behavior, (6) human resource management, and
(7) gender and diversity. Part III focuses in on three sectors where workplace spiri-
tuality has been implemented, describing both research and practice in these set-
tings. Part IV is titled “Key Issues” and the three chapters in this section delve more
deeply into ways of thinking about and enacting workplace spirituality that are not
yet in the mainstream but that expand this field in valuable directions. Part V con-
sists of four chapters on essential epistemologies and methodologies of interest to
theory development and empirical research: (1) indigenous studies, (2) relational
ontologies, (3) ethnography, and (4) psychodynamics.

This book is not a textbook for an introductory course on workplace spirituality.
Nor does it purport to completely cover all aspects of the field. Instead, this is
meant to be an update and a snapshot on what is presently unfolding is the work-
place spirituality domain since the inaugurating IAMSR conference. It is also de-
signed to provoke collaborative dialogue among scholars who will attend the next
IAMSR conference. It is our hope that those who read this book will find their think-
ing, their research, and their community expanded and enriched.
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Brief History of Workplace Spirituality

In 1970, Robert Greenleaf, who is often acknowledged as the instigator of the Ser-
vant Leadership movement, published an essay titled The Servant as Leader. This
pamphlet was published a few years after Greenleaf retired as the Director of Man-
agement Research after 38 years at AT&T. A few years later he founded the Green-
leaf Center for Servant Leadership. His concept of servant leadership was inspired
by Herman Hesse’s book Journey to the East (1956) that reminded Greenleaf of the
role of prophecy in Christianity. The adoption of servant leadership grew over time
and is still in practice in many organizations today. However, even though the ser-
vant leadership movement was founded as a result of a spiritual book, and even
though Greenleaf was a deeply religious man, the servant leadership movement
cannot be portrayed as the beginning of the workplace spirituality movement, since
it was not explicit about spirituality or faith in any way.

The same is true of the seminal contribution of Abraham Maslow. Known as the
founding father of humanistic psychology he could conceivably be considered a
founding father of workplace spirituality, with books such as Towards a Psychology
of Being (1962) and Religions, Values and Peak-Experiences (1970). Of Jewish up-
bringing, his concepts of peak experience and self-actualization have profoundly
influenced positive psychology and the positive organizational scholarship
movement, an important constituent of our field; and his hierarchy of needs has
been pivotal to human resource management and organizational behavior. Green-
leaf and Maslow were both of the Abrahamic faiths (the latter considered himself
an atheist), embodying an implicit bias of the field of workplace spirituality to this
day — its monotheistic and Western outlooks, though Maslow was deeply influ-
enced by indigenous spiritualities (Stine, 2019).

Thus, both Greenleaf and Maslow laid the groundwork for what was to come
later.

An extensive review of the workplace spirituality literature did not report any
references before 1970, and few between 1970 and the early 1990s. However, in the
early nineties, the field of workplace spirituality began to blossom (Neal, 2018).

Mitroff et al. (1994) published a seminal article in the Academy of Management
Executive, recommending that corporations create a “World Service/Spiritual Cen-
ter” to help them face global challenges in a turbulent world. An online search does
not turn up any organizations that created this kind of center, but this article was
an early step in legitimizing the emerging field of workplace spirituality. There are
two reasons for this legitimization: (1) Ian Mitroff is a highly respected management
scholar and practitioner, particularly for his work in systems theory and crisis man-
agement, and (2) the Academy of Management Executive is a highly ranked journal
for scholar/practitioners. A few years later, Mitroff and Denton (1999) published
seminal research on the state of the field from a corporate perspective, and this
work is still among the most widely referenced.
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Three other seminal works were published in 1994 including Dehler and Welsh
(1994), McCormick (1994) and Neck and Milliman (1994). Dehler and Welsh con-
trasted the fields of organizational development and organizational transformation,
declaring that attention to emotion and spirituality distinguish the field of organiza-
tional transformation. McCormick wrote about managerial challenges in workplace
spirituality and examined five themes: compassion, right livelihood, selfless service,
work as a form of meditation, and the problems of pluralism. Neck and Milliman fo-
cused on the inner work of workplace spirituality, describing “Thought self-leader-
ship.” Scholars continued to build on their work throughout the nineties, resulting in
a significant increase in publications in the field.

In 1995, the business media began to pay attention to workplace spirituality
from a practitioner perspective. Neal (2018, p. 13) documents:

In June of that year, Business Week published an article titled “Companies hit the road less
travelled: Can spirituality enlighten the bottom line?” (Galen & West, 1995). Over the next year
or so, there were articles on workplace spirituality in most of the major business publications
(cf. Laabs, 1995; Murray, 1995; Osborne, 1995; Segal, 1995; Brandt, 1996) and in many interna-
tional newspapers. In my observation, that was when workplace spirituality became a move-
ment. A glance at any comprehensive bibliography in the field (cf. Neal, 2016) will show a
smattering of scholarly and popular press publications before 1995, and a dramatic increase
from 1995 on.

Most of the publications during the nineties were in one of the following categories:
(1) descriptions of organizational practices, (2) attempts to define workplace spiritu-
ality, and (3) theory development. A major criticism of scholarly work during this
early period was the lack of empirical research, particularly quantitative research
(Gibbons, 2000; Giacalone & Jurkiewicz, 2003; Dent et al., 2005). This is typical for
a new field of study.

By the mid-nineties, it became common for professional scholarly organizations
such as the Organizational Behavior Teaching Society, the US regional Academies
of Management and the Management Education Division (MED) at the Academy of
Management to list workplace spirituality presentations in their conference pro-
grams. The majority of these were experiential, and they drew scholars who had a
deep personal interest in spirituality. They tended not to be research based at that
early stage. However, a handful of doctoral students began doing dissertations in
the field. The first of these was David Trott’s dissertation (1996), titled Spiritual well-
being of workers: An exploratory study of spirituality in the workplace. At that time,
faculty support for this kind of research was nearly non-existent. Tackney et al.
(2017) interviewed a number of pioneers in the field and quoted Trott describing the
challenges of doing research on workplace spirituality as a doctoral student:

When the professor asked me what my topic was, I didn’t even get the whole title out before
he grinned from ear to ear, slammed a 10-dollar bill on the table and said, “I’ll bet you nobody
is going to care about that topic in 5 years.” Literally, the very next second the dismissal bell
rang. I stood up and my head was down as I walked out of the room. My inner voice was
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whirling around thinking “what am I going to do”? I hadn’t walked 100 strides before I said “I
don’t care what he says — even if I have to leave this university, I'm going to pursue this.
(Tackney et al., 2017, p. 141)

When Trott conducted his research, there were no measures of spirituality in the work-
place, so he used Ellison’s (1983) psychological assessment of spiritual well-being.
However, the following year Hamilton Beazley (1997) completed his dissertation titled
Meaning and measurement of spirituality in organizational settings: Development of a
spirituality assessment scale. Both dissertations helped to lay the groundwork for
empirical research from that point on. Several years later Kinjerski and Skrypnek
(2004) developed the Spirituality at Work Survey (SAWS) which is still widely used in
quantitative studies.

A turning point for the professionalization of the field was a symposium on
workplace spirituality organized by Lee Robbins in 1997, sponsored by the MED di-
vision of the Academy of Management. Panelists included Judi Neal, Lee Bolman
and David Cooperrider. The session was standing room only and Lee Robbins, Jerry
Biberman and Judi Neal created a mailing list of interested attendees with the idea
of potentially creating a new interest group at the Academy of Management. The
high level of energy and interest at that symposium led to the creation of other
events at AOM in the next two years where petitions for forming an interest group
were circulated. The application for interest group status was approved by the
Academy in 2000, and the first sessions of the MSR group were conducted in 2001.

In the early 2000s, one of the hindrances to increased recognition of the field
was the difficulty of getting published in mainstream journals that were either skepti-
cal about the field or found the topics it engages with too threatening (King, 2008).
As more and more scholars began conducting research in the field, Jerry Biberman
and Judi Neal created a proposal for a new journal and then learned that Yochanan
Altman was considering doing the same thing. Altman became the founding editor of
the Journal of Management, Spirituality and Religion (JMSR) and Biberman was its
first senior editor. For the first six years (2004-2009), Altman published the journal
as an independent publication and over the following ten years (2010-2020) as a
partnership between IAMSR (constituted in 2010) and Routledge, of the Taylor &
Francis Group. Starting 2021 the Journal of Management, Spirituality and Religion is
once again independent; its publishing platform is IngentaConnect (https://www.in
gentaconnect.com/content/jmsr/rmsr20). With 70+ published issues JMSR is the larg-
est repository of academic knowledge in the field and widely considered its leading
journal. JMSR currently publishes 5 issues a year and offers its services as an ad-hoc
publisher to like-minded professional groups. In 2021 the journal publishes an Open
Access special issue in partnership with AITIA Institute (https://www.aitiainstitute.
org) in addition to its regular issues.

As well as the organizational sponsor of JMSR and organizer of the biennial con-
ferences, IAMSR established in 2020 a book series in partnership with De Gruyter.
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This book is the first in the series and at the time of going to press two additional
books are in the pipeline (https://www.degruyter.com/serial/MSR-B/html).

Since the early 2000s the field has matured substantially. While early research
was primarily descriptive, definitional, and non-empirical, current research is more
rigorous, more international, and more widespread. One sign of maturing is the re-
cent partnership between the Management, Spirituality and Religion (MSR) interest
group and Fetzer Institute. Fetzer Institute is one of the premier foundations in the
U.S. supporting research on faith, spirituality, and consciousness. Their mission is
to help build the spiritual foundation for a loving world. In 2018 they worked with
MSR leadership to create the MSR Fetzer Scholarship for Emerging Scholars and
New Faculty. Each year since 2019, Fetzer Institute, a sponsor of this book, has sup-
ported 20 doctoral students and new faculty in attending the annual Academy of
Management conference, with a focus on involvement in MSR events. The fact that
is has been easy to find at least 20 highly qualified scholars each year for this schol-
arship is strong evidence that work in this field is now widespread. Recipients of
this scholarship come from all over Europe, from African countries, from Asia and
the Asia Pacific, the Middle East, Australia, Latin America and North America. They
are a diverse group representing a variety of religious and spiritual perspectives as
well as fields of study. Twenty years ago, it would have been impossible to find any-
where near this number of scholarship recipients each year.

Some Observations of Trends in the Field Since
the First IAMSR Conference

This section discusses some of the trends we have seen since the first IAMSR confer-
ence. As you read the chapters in this book, there will be additional descriptions of
trends in the recent past as well as authors’ views of what could or what should
emerge as we move ahead in the development of this field.

1. The Maturing of the Field of Workplace Spirituality

We have already discussed the growth of MSR and the wider acceptance of work-
place spirituality research in the Academy of Management, and the growth of the
Journal of Management, Spirituality and Religion.

This book also represents the maturing of the field from an early focus on generic
workplace spirituality or generic research on faith at work to finer distinctions. For
example, in the “Themes” section of this book, authors explore specific connections
between spirituality and different aspects of the field of management such as leader-
ship, ethics, strategy, family business, and so on. The authors here also explore spe-
cific applications of workplace spirituality in various sectors such as policing and
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health and wellbeing. Other edited volumes have chapters that describe various reli-
gious and faith tradition perspectives (cf. Dhiman, 2018; Neal, 2013).

2. Levels of Analysis

In the early stages of this field, most of the research and publications focused on
the individual level of analysis. As the field developed, the level of analysis also
began to include group dynamics, organizational systems, and patterns across or-
ganizations. As will be discussed below, there is now an increasing interest on the
role of workplace spirituality in the development of global consciousness.

3. Religious Discrimination Lawsuits

One challenge that has emerged in recent years is the growth in the U.S. of religious
discrimination lawsuits (Sullivan, 2013). From 2002 until 2010, the International Center
for Spirit at Work gave the annual International Spirit at Work Award to organizations
that had specific policies, practices or programs that nurtured the human spirit at work
(Neal, 2013). But after 2010, the awards committee was not able to find any organiza-
tions willing to apply for the award. They were concerned that receiving the award
might give them too much visibility for their emphasis on spirituality or religion, open-
ing them up to potential lawsuits from employees (Point et al., 2019)

4. Evolution of Language

As Marie Holm describes in this book, mindfulness has become a major trend in the
workplace spirituality field. There are a few reasons for this including that early mind-
fulness programs at Aetna demonstrated a strong correlation between decrease in
healthcare costs and increases in employee productivity. Aetna estimated that they
saved about $2000 per employee per year in healthcare costs and gained about $3000
per employee per year in productivity (Pinkser, 2015). Chade-Meng Tan, a software en-
gineer at Google, built upon the success of the mindfulness programs at Aetna (Giang,
2015; Tan, 2012), bringing a sense of Silicon Valley coolness to mindfulness in the
workplace. After that, a large number of corporations jumped on the bandwagon and
this is now the most common approach to workplace spirituality. The use of the term
“mindfulness” creates a lot less resistance than terms such as “workplace spiritualty.”
Indeed, Altman found in the first seminar for Human Resource Managers on work-
place spirituality he convened in London in 2008 that participants could not bring
themselves to utter ‘spirituality’ and instead referred to the ‘S word’.

We should point out, however, that there is a much greater acceptance of spiritu-
ally-based language in scholarly settings than there is in corporate settings. This also
varies widely by geographic region and culture. For instance, in China and France,
there is low tolerance for explicitly spiritual language, in both cases due to its align-
ment with religion: in the former religion is outlawed, in the latter it conflicts with
the country’s constitution as laic; and so scholars and practitioners find other terms
to describe the phenomena ranging from philosophical to scientific terminology.



10 —— Judi Neal, Yochanan Altman, Wolfgang Mayrhofer

Language around “leadership” also seems to be changing. Jody Fry is probably
the most recognized scholar on spiritual leadership (Fry & Nisiewicz, 2012), and his
work has been the inspiration for many workplace spirituality dissertations. But just
as the term “workplace spirituality” can create resistance, particularly in corpora-
tions, there seems to be increasing resistance to using the term “spiritual leadership.”
So people use more secular language to describe the same phenomena, including
terms like authentic leadership, self-leadership, inner leadership, quantum leader-
ship and conscious leadership.

5. Scholar/Practitioners

Another trend we will discuss here is the rise of the Scholar/Practitioner in the field
of workplace spirituality. Twenty to thirty years ago, scholars had little connection
to practitioners and were not very aware of what was going on in organizational
practice. At the same time, practitioners were unaware of the research in the field
and were unlikely to read the journal articles or attend academic conferences and
were not guided by research discoveries. Now, not only are the interconnections be-
tween scholars and practitioners much stronger, it is not uncommon for the scholar
to be doing consulting and coaching in the field, many practitioners hold Ph.D.s
and conduct applied research in their organizational settings.

6. Impact: Making a Difference

A major trend we have evidenced in management academe is a new focus on re-
search that has a positive impact on the world in some way, also known as Manage-
ment Research Mode 2 (Bartunek, 2011). The same is true within MSR and within
the field of workplace spirituality. In the past, the focus has frequently been on
whether or not explicit spiritual approaches even exist within organizations. If they
exist, then scholars tend to describe them, but only more recently have begun to
explore the outcomes of programs and approaches. Typically, the outcomes focus
on benefits for the individual or benefits for the organization. More recently, schol-
ars and practitioners are starting to ask themselves questions about the impact of
workplace spirituality on all stakeholders, including communities, families, the en-
vironment, indigenous people. Broader issues such as racism, oppression, colonial-
ism, social justice, gender equality, environmental degradation, and humanity’s
relationship with non-human stakeholders have become a part of the conversation.
The bottom line is that increasing numbers of people who work in this workplace
spirituality domain are more interested in making a difference than in getting pub-
lished, getting promoted, or having more power.

This section has discussed six macro-trends in the field of workplace spirituality.
This is not all- inclusive and you are encouraged to explore the trends that are described
in the chapters that follow. All of these trends and more show up in one or more chap-
ters, and will hopefully expand your thinking about your own work in new ways.
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Individual Perspectives on What is Emerging
in Workplace Spirituality

This final section of our introductory chapter takes a brief look at emerging trends
that each of us sees from our own particular lens. These three emerging trends are
based on our personal experiences, our professional interests, and our commitment
to doing work that makes a difference.

Workplace Spirituality and Global Consciousness — Judi Neal

Vaclav Havel, in an address to the U.S. Congress made a statement that is even
more relevant today, over thirty years later:

Without a global revolution in the sphere of human consciousness, nothing will change for
the better in the sphere of our being as humans, and the catastrophe toward which this world
is headed - be it ecological, social, demographic, or a general breakdown of civilization will
be unavoidable. (Havel, 1990)

I believe that we are entering a “global revolution in the sphere of human con-
sciousness,” and it is essential that we do. This global revolution is both impacted
by workplace spirituality and has an impact on workplace spirituality.

As scholars and practitioners, we live in a global, interconnected world. The
world needs leaders who are capable of thinking and acting with global awareness
and a commitment to the greater good. Yet there are few resources available to sup-
port the development of globally conscious leaders in academia or in corporate
leadership development. There are no university courses or programs on global
consciousness and it is not considered a field of study in academia, or as a field of
practice in organization. But it is essential for the world we find ourselves in.

The wicked problems we face require humanity to collectively respond in ways
that will transform complex, messy situations such as the Covid-19 pandemic, politi-
cal polarization, and climate change into a world that provides well-being and flour-
ishing for all (Tsao & Laszlo, 2019). Mitroff (2021) states that these wicked, messy,
complex problems require a new mode of inquiry, which he calls “Heroic Inquiry.”
Heroic Inquiry requires a sense of wholeness, interconnectedness and oneness in
order to understand and solve wicked problems rather than the prevailing materialis-
tic scientific approach of taking something apart to analyze its elements.

The field of workplace spirituality has studied phenomena at the individual,
team and organizational level. It is now beginning to explore interconnections at
the global level from a systems dynamic perspective (Meadows, 1991). One of the
first initiatives to take this approach was the Fowler Center for Business as an
Agent of World Benefit at Case Western University led by David Cooperrider. Using
an Appreciative Inquiry (Cooperrider & Whitney, 2005) approach, students develop
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case studies showcasing businesses that are having a positive impact on the world
with a focus on human flourishing. Their work demonstrates the importance of a
shift in consciousness in organizational leadership. The research on quantum lead-
ership by Tsao and Laszlo makes this connection with global consciousness even
clearer (Tsao & Laszlo, 2019).

As a new field of inquiry in the domain of workplace spirituality, definitions are
important at this early stage. I offer three definitions as a way of providing an initial
map of the territory and inviting different but complimentary forms of scholarship
and programmatic actions.

1. Global Consciousness as an Individual Stage of Development

Global consciousness can reside in an individual as a stage of human development
beyond ego-centric and tribal-centric. The individual feels a sense of deep connec-
tion, interdependence, and oneness to humanity and the planet. There are count-
less stage theories of stages of human development, and of the development of
levels of consciousness. Some examples include Trust Theory (Gibb, 1978), Spiral
Dynamics (Beck & Cowan, 2014), and Integral Theory (Wilber, 2001). The highest
level of consciousness in these models goes by terms such as global consciousness,
oneness consciousness, or non-dual consciousness. In these theories there are usu-
ally bifurcation points where a quantum shift in self-identity occurs. Tsao and Las-
zlo describe this as a shift from consciousness of separation to consciousness of
connectedness (2019).

2. Global Consciousness as an Aspect of Leadership Development

Global consciousness is an aspect of leadership development where people are
trained in wisdom practices, connectedness practices, and linear and non-linear
ways of knowing. The goal is to create a critical mass of leaders with a deep aware-
ness of connectedness and interdependence.

In business in the past, terms like “global consciousness” or “global mindset”
have been framed as cross-cultural sensitivity, which is cognitive and behavioral
based, or as international management, which is strategic. Egel and Fry (2019) take
an expanded view of global leadership in a complex environment, which they call
“Being-centered leadership.” They argue that a commitment to the spiritual journey
is essential for developing the kind of global mindset that recognizes the dignity
and commonality of the human experience and includes the ability to reconcile and
transcend apparent opposites.

Leadership development programs, such as Tsao and Laszlo’s (2019) Quantum
Leadership program, have been developed to provide experiences, wisdom, practi-
ces, models and guidance to help leaders move to higher levels of consciousness in
a way that positively impacts their personal and professional lives, their organiza-
tions, humanity, and the planet. It would be valuable to document these programs
and to learn more about best practices and their impacts.
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3. Global Consciousness as a Collective Phenomenon

Global consciousness is a collective phenomenon whereby the human race per-
ceives itself collectively within and inseparable from nature and commits to the
greater good. There is an emergence of international and cross-functional projects
and organizations working in this domain. They are working together to solve the
climate crisis, and to support world peace, well-being of all living things, and eco-
nomic, social, and environmental justice.

There have been occasional examples of the experience of global consciousness
as a collective phenomenon. New Year’s Eve 2000 millennial angst is one example.
This was a time when the industrialized world was concerned about the negative
potential of Y2K on the computer-centric world. But for a 24-hour period, television
viewers could see the new year roll in, country by country around the world. It was
as if, for just a moment, all of humanity was celebrating the start of a new year, a
new century, and a new millennium. And they were also celebrating the fact that
computers and the internet kept working and that it wasn’t the “end of the world.”

Currently we are in the midst of several global “wicked problems.” Everyone is
impacted and it will take small and large actions from each and every person, as
well as interconnected and coordinated effort from major institutions to transform
these shared crises into a more loving world where all can flourish.

Workplace Spirituality and New Technologies -
Wolfgang Mayrhofer

It is a no-brainer that new technologies are here to stay and continue to have a
strong impact on the world of work. How we organize work at the collective and
individual level, e.g. within various societies, in organizations, and in our personal
lives, heavily depends on available technologies that support production and ser-
vice as well as the relationship between individual and/or collective actors. Take,
for example, the technology induced changes that have occurred over the past dec-
ades with regard to automated production processes, tracking information about
shipped goods, and the possibilities to communicate with each other across large
geographical distances. Computer-controlled machinery that requires fewer individ-
uals with different kinds of qualifications, the role of electronic data bases provid-
ing real-time information about traffic jams, alternative routes and delays in train,
plane, and tram connections as well as various ways of communicating via mobile
phones, computers and sophisticated conference software with team members
across the globe, are just the tip of the iceberg. As a result, at least three crucial
issues arise, all of which have consequences for the future of workplace spirituality.

Decoupling of space and performance. Due to the broad array of recent tech-
nology and its impact on the world of work, an increasing number of jobs no longer
depend on a specific spatial setting that the individual has to be in. True, this is not
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the case for a number of professions such as, e.g., physiotherapists, police officer pa-
trolling streets, and room cleaners. Nevertheless, the global COVID-19 pandemic from
the early 2020s clearly demonstrates the enormous potential to work, for the better or
the worse, outside a workplace that the employing organization has provided.

Real-time self- and other-monitoring. The broad diffusion of various kinds of
technology allows continuous surveillance of different aspects of individual, group,
and organizational behavior. There is plethora of examples for this, including the use
of embodied computing that uses tangible technology on, in, and around the body
such as intelligent wristbands, epidermal electronics, and implantables/ingestibles;
the availability of various key performance indicators at the team/organizational unit
related to, for example, sales and customer contact; and the broad array of indicators,
often in ‘dashboard style’, that show various organizational performance indicators
such as turnover, market share, waste, and energy consumption on a day-to-day basis.

Optimizing oneself and others. Linked to the above, figures that seem to ex-
actly capture vital aspects of individuals, groups, and organizations are not simply
‘available’. Rather, the embeddedness of our lives in a capitalist society where effi-
ciency, effectiveness, and merit are part of the individual and collective canon that
governs many parts of our lives seems to require the use of such information to fur-
ther optimize what is at hand. The ‘magic of numbers’ does its work and seduces us
to use the available figures and their development over time to guide our action
and measurably develop ourselves.

Against this backdrop, a number of developments should — and partially al-
ready do — emerge in the area of workplace spirituality. The following are of specific
importance.

1. Increasing emphasis on the body

While approaches to spirituality vary in their view of what is constitutive for a holis-
tic view of the individual, many would regard the body as an essential element of
the configurational web that forms human beings. Workplace spirituality is af-
fected, for example, by the decoupling between the space that one occupies during
working hours and the unit that one’s performance is attributed to since this gap
raises concerns about issues such as accountability, feeling wholeness, and mean-
ing. While for thousands of years the immediate link between action and outcome
at least in spatial terms has been relatively strong, the developments of the past
two decades are very recent and require massive individual and collective reorien-
tation. Workplace spirituality can further guide such a reorientation.

2. Supporting the here-and-now beyond functionalization

The current popularity of approaches such as mindfulness are but one indicator for
a growing and widespread uneasiness with the strict regime that — often with good
intentions — we as well as our peers, supervisors, and organization apply to opti-
mize ‘outcome’. The well-known adage of ‘unintentional intentionality’ comes to
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mind — workplace spirituality, in many, but not all practical appearances not tied
to the dictum of performance and outcome, has a worthy area to cover new ground.
Opening up avenues where individuals, groups, and organizations can consciously
spend time exploring and experiencing the spiritual realm becomes ever more im-
portant under conditions that relentlessly seem to require efficient, effective, and
goal-oriented use of one’s resources.

3. Establish, defend and enlarge sacred spaces

The concept of the sacred is a traditional part of most spiritual traditions and practi-
ces. While, of course, the concrete form of, justification for, and significance of the
sacred varies greatly, arguably a common characteristic is its isolation from the or-
dinary that pervades our daily life. New technologies have a tendency to usurp
many, if not all areas of the individual and collective life. This is especially true for
working environments and lives where the demands are high and there is the implicit
assumption that at least during — often way beyond — working hours the person fully
is a part of the economic system. Silent rooms, prayer breaks, meditation zones,
inner and outer pilgrimages etc. are a few examples how workplace spirituality can
create and use sacred spaces both in their material and immaterial sense.

These are well-trodden as well as partially new paths. New technologies’ emer-
gence and, some would argue, intrusion into our working lives require workplace
spirituality to cover many bases in order to contribute to a fuller and more holistic
individual and collective existence.

Confronting Dark Spiritualities: Antisemitism As a Case
in Point — Yochanan Altman

The workplace spirituality movement is commonly portrayed in bright colors, since
its aim (writ large) is to create a better world, the workplace included. With the pas-
sage of time though, its temporal attributes come to light. Workplace spirituality, as
a scholarly field and its practice equivalents, emerged in the 1990s and the first de-
cade of the 2000s. The same period also sees the beginnings of the academic fields
of positive psychology and positive organizational scholarship; a time of increasing
wealth and prosperity in the West, when liberal democracy and the human rights
and civil liberties it advocates triumphed, pro LGBT legislation became canonical
and diversity management at the workplace has come to be normative practice. In-
troducing positive psychology, Martin Seligman, in his 1998 APA presidential ad-
dress foresaw this new domain as “building of the most positive qualities of an
individual: optimism, courage, work ethic, future mindedness, interpersonal skill, the
capacity for pleasure and insight, and social responsibility” (Seligman, 1999, p. 561).
And so it did, possibly culminating in the establishment of happiness studies as a
scholarly domain and practice.
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At the onset of the 2020s we find ourselves with a different worldview, or perhaps
in a different world mood. In Europe, from where I am writing, multiculturalism has
been replaced by nationalism as the leading rhetoric and ‘illiberal democracy’ is no
longer a clandestine term, but the official policy of Viktor Orban in Hungary, whose
long stint in power and success in eroding civil liberties, resembles that of Recep Er-
dogan in Turkey and Vladimir Putin in Russia (not a conclusive list). Under the head-
ing Democracy Under Siege Freedom House’s survey of world politics sums up the
present situation: “As a lethal pandemic, economic and physical insecurity, and vio-
lent conflict ravaged the world, democracy’s defenders sustained heavy new losses in
their struggle against authoritarian foes, shifting the international balance in favor of
tyranny”. And the report elaborates: . . . ”the long-term democratic decline has be-
come increasingly global in nature . . . in 2020, the number of Free countries in the
world reached its lowest level since the beginning of a 15-year period of global demo-
cratic decline, while the number of Not Free countries reached its highest level.”
(Repucci & Slipowitz, 2021) And Gandesha (2018, p. 49) notes “We appear to be living
in an age of populism”, of both the right and the left.

With hindsight, signs of things to come were already evident at the time work-
place spirituality took its first steps on the academic and practitioner scenes. Zaka-
ria (1997) warned of the ‘rise of illiberal democracies’; and populist right-wing
policies were advocated, among others, by Le Pen in France, Haider in Austria and
Lega Nord in Italy since the 1980s, drawing growing public support. By then, Laclau
and Mouffe’s theories on left-wing populism (Laclau & Mouffe, 1985) were well ar-
ticulated and closely studied in political left circles.

A key development of the past decade — the rapid spread of social media and its
wide use (and misuse) — is a major contemporary current in public discourse with evident
political overtones. The impact of social media in creating and enacting grassroot move-
ments such as #me too, black lives matter and modern anti-slavery campaigns, with obvi-
ous workplace implications, are hard to ignore. The point is this. Whatever our views and
beliefs, it has become difficult to disentangle workplace spirituality from the politics of
the times. Thus, for example, organizing the fifth IAMSR international conference in
Fayetteville, Arkansas in May 2017, the organizers were faced with the calamity that dele-
gates from Muslim countries were prevented from attending due to President Trump issu-
ing executive order 13780 shortly before the conference took place, banning entry to the
USA from these countries. This was anathema to the philosophy of an institution and a
movement predicated on engaging with religion and its relevance to work, management
and organizations. Taking a stand on issues that are in the public domain and that may
be controversial thus becomes difficult to avoid. I am not talking about having a princi-
pled position on sustainability or climate change or corporate social responsibility —
these have become by now accepted truisms, much like — as the saying goes, mother-
hood and apple pie. I am talking about taking a stand against dark spiritualities.

By dark spiritualities I refer to deep seated prejudices, widely accepted negative
stereotypes implicitly shared by many, woven into societies’ cultural fabric from
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time immemorial and acted upon in our day to day, often subconsciously and some-
times without malicious intent. I wish to differentiate these dark spiritualities
which are often taken for granted, ‘because this is the way things are’, from the dis-
course on the dark side of organizations (Vaughan, 1999) — such as, bullying and
harassment, blatant discrimination, corruption and nepotism, sabotage; as well as
the dark side of workplace spiritualty, often attributed by critical management
scholars (Lips-Wiersma & Mills, 2014), since these tend to be specific and episodic;
whereas the dark spiritualities I refer to tend to be diffused and universal.

An example of a dark spirituality is Nazism, the darkest of all 20th century dom-
inant spiritualities. As a radical humanist movement, Nazism put center stage the
creation of a ‘new’ breed of human being that required the extermination of ‘un-
wanted’ elements in society, like the physically and mentally handicapped, homo-
sexuals, and most and foremost — Jews; culminating in the Final Solution of the
Jewish Question, i.e. the Shoah (Holocaust). At the core of Nazi ideology was Anti-
semitism, that is the hatred and fear of Jews. Nazism was routed but not uprooted
and its foundation — Antisemitism, remains intact. Whether Nazism was a direct
continuation of German (and European) Antisemitism of the 19 century, or a new
departure for this age-old hatred has been a matter for debate.

Antisemitism as a generalized anti-Jewish attitude (whether against Jews as in-
dividuals, Jews as a collective, or ‘Jews’ as an abstract concept) has been around
since at least the birth of Christianity — of relevance to a scholarly movement for
which religion is a point of departure. Its intensity fluctuates, but it has never
completely disappeared and is present also in geographies bereft of Jews (‘Antisem-
itsm without Jews’) resurfacing under favorable circumstances. Justin Welby, Arch-
bishop of Canterbury, said as much in evidence before the Home Affairs Select
Committee at the House of Commons (2016, p. 19):

we have to recognize that antisemitism has been the root and origin of most racist behavior for
the past 1,000 years . . . It seems to be something that is latent and under the surface, and it
bubbles to the surface very, very easily indeed. I think it is one of those things that, when we
see it, tells us that there are strains and stresses in society. It is the canary in the mine.

The world has experienced considerable strains and stresses over the past decade
or so, and lo and behold, Antisemitism has mushroomed in all corners of the world
and intensified, aided by social media and the darknet. A 2016 survey found that an
antisemitic post is uploaded to social media every 83 seconds (WJC, 2017). Antise-
mitic incidents include physical harm and loss of life, attacks on places of worship,
vandalism to cemeteries, harassment and intimidation of persons in public spaces.
More recently Jews were accused as both creators of the Covid-19 pandemic and fi-
nancially benefiting from its cure (EJC, 2021).

Whilst extensively studied by historians and political scientists, and of interest to
social psychologists, Antisemitism seems to have escaped the attention of business &
management scholars (Altman et al., in press). Consequently, bar the occasional
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scandal, we know next to nothing how Antisemitism as an attitude and behavior pat-
tern may affect individuals at work or infuse an organizational culture. The former
may be of personal concern for anyone perceived to be Jewish — whether they are
Jews or not; the latter, as was the case with the British Labour party, found to be
institutionally antisemitic in an official enquiry (EHRC, 2020), caused grave injury to
individuals and profoundly damaged a century old institution.

The challenge presented to the workplace spirituality movement is the opportunity
to engage in the here and now combating centuries old hatreds, such as Antisemitism,
thereby widening our reach as a scholarly and applied movement aiming to do good.
And whilst a logo colored rainbow for a Gay Pride parade doesn’t necessarily make a
workplace safe for LGBT+ employees, nor does a corporate Juneteenth celebration imply
Black workers are treated equitably, there are signs of willingness by both the corporate
and significant others to confront our deepest prejudices at the workplace. Contribution
through research, theorizing and developing applications for practice, would be a
worthwhile undertaking for workplace spirituality scholars and practitioners.
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Roger Gill
2 Introduction to Spirituality

Introduction

In this chapter we introduce spirituality and its place in the workplace and in or-
ganizations more generally. We look at the relationships between spirituality and
science and between spirituality and religion. We strike a note of caution: there is a
dark side to workplace spirituality. The chapter concludes with the future of spiritu-
ality and suggestions for further study and research.

What is Spirituality?

First, let us dispose of a common but eccentric notion of spirituality: its frequent
confusion with spiritualism. Spiritualism is a theory that the “spirit” exists sepa-
rately from matter, for instance the body, and that the only reality is spirit. It is asso-
ciated, for example, with astrology, mediums, séances, tarot cards and the practice
of supposedly communicating with the dead. Spirituality, whether based on religion
or secular humanism, can be an antidote to many of today’s societal problems; spir-
itualism may well reflect or even contribute to them. Kristy Hesketh (2020) has sug-
gested that a spiritualist movement based on spiritualism has grown rapidly as a
result of the formation and development of the mass media and the associated rise
of “fake news” and misinformation. Understanding what animates people to believe
the unbelievable, just as understanding what animates people to do anything, is
clearly an ongoing challenge, not least for “spiritually intelligent” leaders.
Misunderstanding of what spirituality is can create negative prejudice that hinders
productive learning and application of knowledge about the essence of being human
and motivation and well-being. Judi Neal (2018) speaks of her experience in the 1970s
when she broached the subject of spirituality in one of her organizational behaviour
classes at Yale University: “[I] was immediately shut down by the professor who pro-
claimed that anyone who thought they had any kind of transcendent experiences was
delusional, probably schizophrenic and needed to be in therapy.” And Lieutenant-
Commander Justin Top of the US Marine Corps says that many leaders simply shy
away from the talk of spirituality altogether because of the controversial nature of reli-
gious topics, yet “such a reaction can be an unfortunate neglect of a powerful and im-
portant tool for leadership” (Top, 2019, p. 66), which we discuss in the next chapter.
The Latin root of “spirituality” is spiritus, meaning “breath”. Early use of the
term, in the 5% century CE, for Christians, referred to the influence of God in human
lives — the Holy Spirit. By the 120 century CE, it had come to refer, in modern

@ Open Access. © 2022 Roger Gill, published by De Gruyter. This work is licensed under the
Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License.
https://doi.org/10.1515/9783110711349-002


https://doi.org/10.1515/9783110711349-002

22 —— Roger Gill

parlance, to the psychological aspects of human experience. And in its modern
sense, it is associated with la nouvelle spiritualité of Madam Jeanne-Marie Bouvier de
la Motte Guyon, a controversial mystic anathema to the Catholic Church, in 17th-
century France (Wakefield, 1988, pp. 184, 361-363). By the 20th century the word
came into widespread usage in many languages and in relation both to all religious
traditions and to secular and humanist traditions too. However, spirituality has re-
mained without a satisfactory common defnition (Wakefield, 1988, pp. 184, 362-363;
Cross & Livingstone, 1997, p. 1532; Wulff, 1997, p. 5). A universally accepted definition
is required for proper scientific study. In the absence of this, it is important and help-
ful to state and justify what one means by a term before proceeding to any explora-
tion or discussion of the concept it denotes.

Spirituality for me and for the purposes of this chapter concerns the human spirit
in the sense of a person’s animating principle and what this means for management
and leadership in organizations. It therefore concerns what relates to, or affects, the
emotions and personality of a person in relation to mood, courage, determination and
energy. Spirit is what drives people. It is a synergy of meaning, purpose, beliefs and
values (in particular, moral values or virtues), a sense of community and belonging,
and a sense of value or worth in one’s life that, together, animate us in what we seek
and do and thereby leads to our fulfilment and happiness. It is consistent with the
human need or desire both to understand human experience and for self-actualization
(in terms of Maslow’s hierarchy of needs) (Milliman et al., 2017). Individual spirituality,
for Rocha and Pinheiro (2020), is a personal identity:

. . . away of life that represents habits, the pursuit of meaning and purpose, search for transcen-
dence, connection with the others, and the divine in all aspects and areas (personal and work).
It is also a component of workplace spirituality because of interactions of spirituality within the
organization occur in the workplace as the members search for meaning in their work.

By the early 2000s more and more people in the United States and the United King-
dom and elsewhere, especially managers, were seeking meaning, value or worth in
what they do and are willing to forsake material wealth for this higher level of
being (Overell, 2002, p. 2; Chalofsky, 2003; Hoar, 2004; Nash & Stevenson, 2004).
Value comes from a profound feeling of well-being from work or other activity that
results from a belief that one is making a contribution, making a difference, and
connecting to others and to something beyond, and greater than, oneself through
pursuing a common purpose (Kaizen Solutions, n.d.). And purpose in life, manage-
ment philosopher Charles Handy (1997, p. 108) says, gives people “energy for the
journey”. As the German philosopher Nietzsche said: “He who has a why to live can
bear with almost any how” (Allport, 1983, p. 12).

Spirituality may take a humanistic (secular) form or — relating to a transcendent
higher power — a religious form. Chris Cook (2004), psychiatrist, ordained Anglican
priest and Professor of Spirituality, Theology & Health at Durham University, comments:



2 Introduction to Spirituality =—— 23

Spirituality is a distinctive, potentially creative and universal dimension of human experience
arising both within the inner subjective awareness of individuals and within communities, so-
cial groups and traditions. It may be experienced as relationship with that which is intimately
‘inner’, immanent and personal, within the self and others, and/or as relationship with that
which is wholly ‘other’, transcendent and beyond the self. It is experienced as being of funda-
mental or ultimate importance and is thus concerned with matters of meaning and purpose in
life, truth and values.

Cook (2020) also says, in respect of spirituality in the field of psychiatry: “Spiritual-
ity (whether religious or not) has become a fourth dimension of clinical concern,
alongside the psychological, social and biological.”

A study of 414 postgraduate students in three different schools — science, man-
agement, and social sciences and humanities — at Pondicherry University in India
showed a positive significant correlation between spirituality and subjective happi-
ness, meaning in life and satisfaction with life (Deb et al., 2020). The pursuit of hap-
piness is a widespread human phenomenon. Agnieszka Bojanowska and Anna
Zalewska (2016) explain how well-being is associated with happiness. They found
that people associate happiness mainly with health and relationships but also with
knowledge, work, material goods and freedom. Those who associated happiness
with work displayed greater positive feelings. Happiness associated with relation-
ships predicted greater life satisfaction. And happiness associated with material
goods predicted lower life satisfaction. Yet happiness has been shown to be associ-
ated with being a “taker”, meaningfulness with being a “giver”, concerned with the
needs of others (Baumeister et al., 2013). Laszlo Zsolnai and Bernadette Flanagan
(2019, p. 3) note that “numerous studies document that the more people prioritize
materialistic goals, the lower their well-being and the more likely they are to engage
in manipulative, competitive, and ecologically degrading behaviours”.

Based on our definition of spirituality we can define spiritual well-being as a
state of well-being characterized by positive thoughts, feelings and behaviour in
one’s relationships with one’s work in respect of meaning, purpose, belonging and
value or worth in what we do (Robertson & Cooper, 2015; Anglim & Grant, 2016),
and Gomez and Fisher (2003) say that spirituality is “a state of being that reflects
positive feelings, behaviours and cognitions of relationships with oneself, others,
nature and the transcendent, which provides the individual with a sense of identity,
wholeness, satisfaction, joy, contentment, beauty, love, respect, positive attitudes,
inner peace and harmony, and purpose and direction in life.”

Houghton et al. (2016) define spirituality in the context of work organizations
as the nurturing of employees’ inner selves, connectedness and community, and
meaning and purpose. Alewell and Moll (2018, pp. 33-46) define individual spiritu-
ality as connecting with other people and to the sacred and transcendent and the
personal attitudes and abilities that enable or facilitate it, for example love. Group
cohesion and identity are often enhanced by spirituality and religion in leadership
(Price & Hicks, 2006), thus providing a feeling of belonging. Rabell and Bastons
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(2020) point out that spirituality orientates the human being to the needs of others
and to an intellectual and affective openness to them that reinforces cooperation,
acting as a “social glue”. A survey of 2,230 people by Caroline Liu and Peter Robin-
son (2011) found three inter-correlated but distinct constituent factors of connected-
ness: interconnection with human beings, interconnection with nature and all
living things, and interconnection with a higher power. Their conceptualization of
spirituality “incorporates and transcends religiousness”.

In his reflections on his incarceration and survival of the Holocaust during
the Second World War, the Austrian neurologist and psychiatrist Viktor Frankl (1984)
concluded that our striving to find a meaning in one’s life is the primary motivational
force in human beings. While one may argue that a more fundamental driving force
in life is the need to stay alive, the need for meaning in life is indisputable. The mean-
ingfulness of events, goals, tasks, actions and situations in the workplace is deter-
mined significantly by personal values, beliefs and needs. Meaning in life, King and
Hicks (2021) say, poses a challenge to study, and, to make sense of it in a way that is
useful, it needs to be distinguished from the “the meaning of life”, which is best left
to philosophers and theologians. They suggest that the current scholarly consensus
on the nature of meaningfulness in life is that it entails comprehension or coherence
of one’s experience; purpose driven by one’s values, identity and associated goals;
and existential significance in terms of one’s belief that one’s life is valued and
makes a difference to the world in some way. Religion for many people provides
meaning in life and indeed the meaning of life because it provides guidance in how
to live one’s life in accordance with God’s plan. Ecklund and colleagues (2020) are
exploring how religion intersects with aspects of people’s social location, such as so-
cial class, income, race and gender, in shaping the experiencing of workplace con-
flict. More broadly, this could include spirituality and humanism.

By the start of the third decade of the twentieth century, according to Marianna
Fotaki and colleagues (2020), the fragmentation of meaning in our world has reached
new heights.” They point out that the world faces multiple crises in relation to eco-
nomic differences, finance, food, water, energy, climate, migration and security, as
well as a blurring of the boundaries between truth and lies, honest and dishonesty,
fact and fiction. Further issues concern the struggle between democracy and autoc-
racy, populism, the resurgence of hegemonic imperialism, xenophobia, the rise of
anti-Semitism, the spread of Islamophobia, racism, corruption and a host of dysfunc-
tional cultural differences. Fotaki and colleagues (2020) suggest that the reason is
that “there is an absence of shared understanding of their causes and of ways to ad-
dress them . . . partly due to the fragmentation of meaning and the failure of imagi-
nation.” They argue that new ways of thinking about these issues, communicating
about them and imagining solutions to them and the role of organizations and man-
agement in our societies are needed. In addition to envisioning possible attractive fu-
tures, storytelling and contributions from philosophy, theology and anthropology,
spiritual narratives offer strategies for doing so too.
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Meaninglessness in life is troubling. Its causes include boredom, but also a lack
of purpose and a lack of power to control or change a situation. Finding more
meaning in life when there are spiritual struggles — with self-doubt, moral conflict
and a lack of meaning — is associated with low neuroticism; and finding meaning
predicts greater well-being in terms of satisfaction with life, self-esteem, and less
depression and anxiety (Wilt et al., 2016). Neal Chalofsky (2003) suggests that
meaningful work — work that expresses one’s inner being — depends on several fac-
tors, among them:

- Knowing one’s purpose in life and how work fits with that purpose

- Having a positive belief about one’s ability to achieve that purpose and
pursuing

— the opportunity to do so through work

— Empowerment — autonomy and control over one’s environment

— Recognizing and developing one’s potential through learning

— The nature of work itself

Having a purpose and meaning in life increases overall well-being and life satisfac-
tion, improves mental and physical health, enhances resilience, enhances self-
esteem, and decreases the chances of depression (Arnold et al., 2007; Smith, 2013).
And having a sense of purpose in one’s life even predicts greater income and net
worth (Hill et al., 2016). When employees feel a lack of congruence with their or-
ganization’s purpose, they become disengaged, resulting in a lack of motivation
and commitment and consequential poor performance at both individual and or-
ganizational level (Benefiel & Abbott, 2019, p. 274). Having a sense of purpose in
life is associated with several personality characteristics; in order of magnitude these
are conscientiousness, low neuroticism, extraversion, agreeableness and openness
(Anglim & Grant, 2016).

Spiritual well-being is an aspect of spirituality. The extent to which a person per-
ceives or derives a sense of well-being from spirituality is important. It is therefore
useful to assess this. Spiritual well-being is not the same as mental health or physical
health but it is closely related. A useful inclusive definition of spiritual well-being is
that it is a state of wholeness in that all aspects of life are in balance and one feels
confident, creative and fulfilled, both within oneself and with other people, giving
one a sense of purpose, meaning, belonging and value or worth in everyday life. The
leadership challenge in this respect is to empower and engage people — followers,
subordinates or others — in pursuing and achieving this state of wholeness.

It is widely held, then, that spirituality is associated with good mental health
and well-being (Koenig et al., 2012). However, a causal link is less clear, for several
reasons:

— Variations in the definition of spirituality and in its measurement
— Evidence that an agreeable temperament and sociability (which correlate with
spirituality) may be the key personality characteristics that predispose people to
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be spiritually orientated and that these characteristics, rather than spirituality
in itself, contribute to well-being

— Evidence that the benefits associated with spirituality may be largely due to
being a member of a close-knit community

In other words, spirituality just may be a consequence of spiritual well-being rather
than a cause of it. Michael King (2014) cautions that spiritual experience should not
be conflated with its outcomes. A study exploring inconsistencies in research find-
ings on the connection between spirituality and well-being concluded that person-
ality (a preference for intuitive cognition rather than analytical cognition) exerts an
important influence in any positive well-being (salutogenic) effects from spirituality
or religiosity (Czekdova et al., 2018).

Spirituality, Science and Religion

Religion and science have long been a battleground for argument. But spirituality
and science have an overlapping and complementary relationship, according to Oli-
ver Robinson (2018, 2020). Both developed, he says, as “expressions of the modern
values of progress, questioning, innovation and individual empowerment”. How-
ever, their characteristics are opposites, or contrasts. As management and leader-
ship both draw on science and the arts, this relationship is of interest for the study
of spirituality and leadership. Robinson presents a model of multiple overlapping
dialectics (MODI) comprising seven polarities (Table 2.1).

Table 2.1: Robinson’s seven dialectical polarities of science and
spirituality (adapted from Robinson, 2018, 2020).

Science

Spirituality

QOuter knowing

Impersonal encounter
Cultivating thinking
Empirical focus

Verbal knowledge
Understanding mechanism
Explanation

Inner knowing

Personal encounter
Cultivating feeling
Transcendental focus
Ineffable human experience
Grasping ultimate purpose
Contemplation
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The MODI model has parallels with philosophical theories of spirituality (Chinese
yin-yang philosophy and Western alchemy, for example Jung’s Sol and Luna (Jung,
1963)), psychological theories (theories of cognition) and neurological theory (McGilch-
rist, 2011, 2012). It has potential for understanding the differences and relationship
between management and leadership, the nature of effective leadership, and the simi-
larities and differences in the contemporary wide range of leadership theories.

Spirituality for many people, however, is grounded in religion. Emile Durkheim
(1915/1995, p. 62) defines religion as “a unified system of beliefs and practices rela-
tive to sacred things, that is to say, things set apart and forbidden — beliefs and
practices which unite into one single moral community called a Church, all those
who adhere to them”. The concept of spirituality at work for others has come to
transcend religiousness or even to replace it with a secular or humanist view that
also involves looking inward at oneself (Liu & Robertson, 2011). There is the view
that spirituality is necessary for religion but religion is not necessary for spirituality,
and that altruistic love — regard or devotion to the interests of others - is the com-
mon bridge between them (Fry, 2003), and is an influence for good in leadership
(Gill & Negrov, 2021). The Dalai Lama (1999, p. 22) says:

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 I take to be concerned with
those qualities of the human spirit — such as love and compassion, patience, tolerance, for-
giveness, contentment, a sense of responsibility, a sense of harmony — which brings happiness
to both self and others . . . This is why I sometimes say that religion is something we can per-
haps do without. What we cannot do without are these basic spiritual qualities.

In distinguishing between religion and spirituality, the Dalai Lama describes reli-
gions characteristically as including rituals in their practice (although spiritual prac-
tices, such as meditation, may also involve them). Emma Thompson (2021, p. 66), a
solicitor (lawyer) and writer, says: “Physical gatherings and ceremonies are essential
in every civilisation and religion. Rituals can formally reflect our values, aspirations
and beliefs, investing them with solemnity and a sense of spiritual presence. Adding
sensory beauty to a special occasion with clothes, flowers, music and language is
something like taking a photograph for the soul, entrenching memories.”

This view also makes a connection between religion and spirituality in that reli-
gion can be a precursor to spirituality. However, as a leading exponent of spiritual
leadership, Louis (Jody) Fry (2005, pp. 47-83), has suggested, individuals can de-
velop their personal qualities and values without being dependent on any religious
or metaphysical belief systems and that workplace spirituality can be either inclu-
sive or exclusive of religious beliefs or practices or theories.

Morally binding values such as those grounded in a religion, and even spiritual
values, may alter organizational decision-making and ethical behaviour, for example
in family-owned firms (Astrachan et al., 2020). However, whether people who hold
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religious beliefs are more or less likely to behave ethically than non-believers is not
clear: the evidence appears to be ambivalent (Rashid & Ibrahim, 2008). Paul Tracey
(2012) pointed out in his substantial review of trends and future directions in the rela-
tionship between religion and organization that, while religion has played a pro-
found role in shaping contemporary societies, its relationship with organizations and
their management has not been explored much. For example, he says: “The idea that
objects become sacred in a given organization because of the collective meaning as-
cribed to them by a particular community has important implications for the study of
organizations, both religious and secular.” In discussing Karl Marx’s well-known
view of religion as “the opium of the people”, in which religion and economics are
intertwined and religion is masked as control and “exploitation that infuses capital-
ism”, Tracey suggests that Marx ignored the positive aspects of religion, such as its
role as the basis of almost all workers’ uprisings as well as its actually greater influ-
ence on the ruling classes than on workers.

Being able to express and explore our religion or spirituality is a basic human
need and a universal human right applied to everyone and enshrined in European
and UK law, based on the Universal Declaration of Human Rights (Mental Health
Foundation, 2014). Religion is an important part of life for many Americans in partic-
ular (Ecklund et al., 2020). In 2008, Bertelsmann Stiftung’s Religion Monitor, examin-
ing the responses from 21,000 people around the world from all the major religions,
found that there was very much greater religiosity in the United States than in most
of Europe, including Germany (Joas, 2010, pp. 317-334). More recently, the Pew Re-
search Center (2015) found that over 75 percent of Americans are affiliated with a reli-
gious tradition, mostly Christian (59 percent). And a large-scale study in the United
States found that 20 per cent of employees at all levels overall see their work as a
spiritual calling (a perception that one’s work has meaning or purpose such that it is
directed toward a greater good), whereas 58% do not do so, with variations among
ethnic groups, gender (24 percent of women and 17 percent of men), position in the
organization (26 percent at the top and 16 percent at the bottom).

There was an interesting reverse difference among Americans according to in-
come and religious identity: Protestant Christians and Muslims highest (26 to 33 per-
cent), followed by Roman Catholics (18 percent) and Jews (16 percent); figures were
19 percent for other religions and 8 percent for no religion (Ecklund et al., 2020).
Tracey’s review of the literature on religion and organization found that religion is
important for identity, self-evidently so in religious organizations, with well-known
examples of the relationships between the Palestinian and Jewish people in Israel
and between Roman Catholics and Protestants in Northern Ireland, though more
research is needed into this role in secular organizations (Tracey, 2012).

While being able to express and explore our religion is a universal human right,
people at work may experience conflict between their faith and the demands of their
job. In the American study above, some 20 percent overall were found to do so occa-
sionally (Ecklund et al., 2020). More black respondents than white respondents did
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so; more lower-paid than high-paid employees did so; and more Muslims than other
Christians also did so. There were no significant differences by gender or organiza-
tional position. Muslims (62 percent) and Jews (54 percent) experienced most reli-
gious discrimination, feeling that they had been treated unfairly most often because
of their faith, compared to other faiths and none.

Buddhism is not only a religion but also a philosophy for a spiritual way of life,
according to Kriger and Dhiman (2018). As a religion, they say that, through the role
model of the Buddha and The Way (Dharma), it connects human beings, and society
as a whole, to the nature of reality. And as a way of life, it values ethical norms for
living with wisdom and in harmony with others. In a sense Buddhism is a pragmatic
religion or philosophy in that, if personal experience does not concur with any aspect
of Buddhist theory or philosophy, then that aspect should be discarded. Mai Vu (2018)
carried out a study of the Buddhist approach to spiritual leadership in Vietnam in
which she discovered that this entailed a process of self-transformation and operated
as a skilful means to respond to contextual challenges in flexible and mindful ways.
Kriger and Dhiman (2018) describe aims of Buddhism as the creation of enduring hap-
piness, the cessation of suffering and an enduring balance in all aspects of self and
society as well as the creation of “a harmonious society based on equanimity, loving-
kindness, compassion, and reciprocal joy for oneself and others”. As they say, these
aims have important implications for engaged spirituality in the workplace.

The “New Spirituality” is a term coined by Gordon Lynch (2007) for a spirituality
based on “progressive values and practices informed by conceptual, material and so-
cial resources associated with established belief systems but detached from their in-
stitutional roots”, such as religion (Bell et al., 2020). This movement, Lynch (2007,
pp. 3—4) says, has been particularly apparent in Britain, Canada, Scandinavia, and
Australia and New Zealand but not so much in the United States and many Roman
Catholic societies in Western Europe. Bell and colleagues (2020) present the new spir-
ituality as an interdisciplinary approach to understanding different forms of contem-
porary spirituality and neoliberalism. They chart the lives and experiences of social
actors in engaging with new and alternative forms of spirituality in a neoliberal capi-
talist context. Examples are individualism expressed in mindfulness and outdoor
management development, commodification of spirituality, the enchantment of gar-
dens and gardening, and the “contemporary faith of innovationism”.

“Many roads Thou hast fashioned: all of them lead to the Light”, wrote Rudyard
Kipling (1906) in his “A Song to Mithras”, the Roman god of the rising sun, war, jus-
tice and contracts who some scholars suggest had first appeared in ancient polytheis-
tic Persian religion. Ananda Coomaraswamy (1944), the great art historian, used the
phrase “paths that lead to the same summit” to refer to the world’s range of religious
faiths and conceptions of spirituality that have given us the timeless and universal
wisdom found everywhere that is known as the perennial philosophy (Sotillos, 2020,
p. xii), which was popularized by Aldous Huxley (1945) in an anthology. The study of
comparative religions underpins this view (Bouquet, 1962). Samuel Sotillos (2020,
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p. 5) says: “The perennialist critique of the modern and postmodern world is con-
cerned with the loss of the sense of the sacred and the spiritual crisis that has devel-
oped in its wake ... with its destructive consequences.” Sotillos is referring to
religions here rather than secular or humanist conceptions of spirituality, but a spiri-
tual crisis that concerns rises in geopolitical conflict, materialism, consumerism and
human suffering has led to renewed and increasing attention to spirituality, both reli-
gious and secular.

In discussing the conservation of resources and the legacy of Prince Philip, the
Duke of Edinburgh, Rabbi Jonathan Wittenberg (2021, p. 28) says: “To the mystics of
all religions, and for many with no formal faith, God is not some distant deity, up
with the fairies in heaven. The sacred dwells in all life, in every human being, in the
animals, birds, trees, and the elements themselves, the flowing water and fertile
soil.” And he quotes Prince Philip: “If God is in nature, nature itself becomes divine.”
Wittenberg adds: “We therefore have a responsibility not to harm it, not just for our
own selfish interests, but as a duty.” It hardly needs to be said, but the implications
for management and leadership in government and business in respect of human
consumption, conservation of resources and protection of the environment are clear:
in Wittenberg’s words, we are not proprietors of the planet but its trustees.

There are many paths to the same summit, but what do these paths have in com-
mon and how do they differ? Perhaps understanding this — the multitude of religions
and spiritual practices — would help us to better understand workplace spirituality, es-
pecially in doing international business and in multinational teams, and in forging a
spiritual synergy for the common good. Since the religiously inspired 9/11 attacks in
the United States in 2001, there has been a growing movement arguing that religion is
harmful to humanity, though the proponents have been criticised for cherry-picking
their evidence (Whitehouse, 2019). Resolving this issue, Oxford social anthropologist
Harvey Whitehouse (2019) argues, depends on clarity about what is meant by “good”
and “bad” and investigating the role, if any, that religion has played “in establishing
the cooperative behaviours that have allowed human societies to grow from small
hunter-gatherer groups to vast empires and nation states”. We might add vast business
corporations and other organizations of all kinds that employ people. Early spiritual
leaders and prophets include Buddha, Confucius and Zrathustra, who arguably did
this through preaching their moralistic ideologies. Sacred rituals have served as a kind
of social glue in encouraging cohesion and cooperation among people.

Mubbasher Khanzada (2005) explored the views of leaders from the three mono-
theistic religions — Judaism, Christianity and Islam — on what characterised their faiths,
with a view to developing a holistic view. He found that there is much in common
among these religions in terms of values and ethics, morality, and principles and rules
for interacting with people. A fundamental principle that emerged, and is endorsed in
studies of comparative religion, is “Do to others what you would have them do to
you” — commonly called the Golden Principle or the Golden Rule, which dates at least
from Confucian and Ancient Greek times and is enshrined in virtually all religions of
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the world as well as humanism. It has a perhaps more useful corollary: “Do not do to
others what you would not wish them to do to you.” Either way it should be noted that
principle depends for its utility on knowing how others wish to be treated. Further key
principles that emerged are faith (in the oneness of God or the oneness of humanity),
belief, truth, love, hope, justice, forgiveness, humility and tolerance.

The differences that emerged among the three Abrahamic religions concern the
views of the nature and personality of God and who conveyed the message - the
prophets. Khanzada (2005, p. 70) says: “What divides us has to do more with igno-
rance, intolerance, misguided and misinformed perceptions than with actual reality.
Open-minded communications and dialogues without prejudice and hatred would let
rationality take its route and we can converge to the same focal point that is the will of
God.” Again, the lessons for management and leadership in government and business
are self-evident. A start could be made in the UK by improving religious education in
schools, which, according to the government’s education watchdog, Ofsted, are “im-
planting unhelpful misconceptions about religion and failing to prepare pupils for a
multi-religious and multi-secular society” (M. Davies, 2021). There is a wider issue with
teaching and learning in respect of religion. According to Donald Wiebe, the philoso-
phy of religion scholar, the academic study of religion in colleges and universities in
Europe and North America is almost always beset by religious bias (Wiebe, 2021). His
analysis suggests that the boundary between the objective (scientific) study of religion
and religious education for the purpose of societal improvement has become blurred.
He maintains that the objective and scientific study of religion should not be encum-
bered by religious or moralizing influences: rigour and honesty are crucial to knowl-
edge and the integrity of its teaching, learning and application.

While spirituality has often been equated to religion, it has increasingly come to
include a non-religious, secular form in recent times. Humanism, for example, is a
philosophy whereby people shape their own lives because they believe it is the only
life we have: there is no after-life (T. Davies, 2008). We make sense of the world, it
posits, through logical reasoning and evidence and believe in treating those around
us with warmth, understanding and respect: in other words, with love. Humanism
draws on science rather than revelation from a supernatural source in understanding
the world and it focuses on human agency. Humanism typically is non-religious and
is usually aligned with secularism. However, the term “secular spirituality” is contro-
versial. Secularism has been said by some to have increased during the twentieth
century at the expense of religion.

There is some evidence that people who are spiritual but not religious are more
prone to mental health problems than those who are spiritual and religious and
those who are neither spiritual nor religious (M. King, 2014). This research, Cook
and Powell (2013) point out, did not and could not prove any causal association,
and cultural context may be moderating factor (e.g. religious USA v. secular UK), so
it cannot be said that spirituality is bad for one’s health. Its author, Michael King
(2013), however, maintains that “a religious or spiritual life confers no advantage in
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terms of mental health”. Meanwhile, a clinical case has been made for individual-
ised personal healthcare in which it is the recipient who determines the importance
of religion and spirituality rather than any imposed formal policy or practice (Tim-
mins et al., 2016). This is endorsed in leadership research, in particular Bass and
Avolio’s model of transformational leadership and one of its four key constructs, in-
dividualised consideration: treating individuals according to their needs and recog-
nising their uniqueness (Bass, 1985, 1990; Bass & Avolio, 1994).

Organizational and Workplace Spirituality

We have so far defined spirituality that is personal, but can an organization be
“spiritual”? The notion of spirit was introduced into discussions about organiza-
tional health in 2001 by sociologist John Bruhn, defining it, consistent with our def-
inition in relation to individuals, as “the core or heart of an organization . . . what
makes it vibrant, and gives it vigor” (Bruhn, 2001, p. 17). The nature of the work
that people carry out, how they perceive it and how they do it are integral to their
self-concept (Geh, 2014). Pawar (2017) sees work itself, individual spirituality and
workplace spirituality as together constituting organizational spirituality.

Russ Moxley (2000, p. 39) contrasts what he calls a “spirited organization” with
a “dispirited” one (Table 2.2).

Table 2.2: Spirited and dispirited organizations (reprinted by permission of the publisher, Jossey-
Bass/John Wiley & Sons).

Dispirited Organizations Spirited Organizations

Use physical and mental energy Use four forms of energy: physical, mental,
emotional and spiritual

Work is a job Work is a vocation

Sense of separation and disconnected-ness Sense of connectedness to others

More competition than cooperation and Community ~ Community or family used as a metaphor
or family used as a community

Lack of congruence between personal and Congruence between personal and
organizational mission and values organizational mission and values

Lack of meaning and purpose; workers drained of Work has meaning and purpose: energized,
energy animated workers

Leadership exercised in a top-down way Workers involved in the activity of
leadership
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EILEEN FISHER, Inc., an American women’s fashion company established in
2000, is an exemplary organization in terms of workplace spirituality, according to a
case study by Bonita Betters-Reed et al. (2020). The founder’s personal values, includ-
ing spiritual values, Judi Neal (2013) says, are seen as central to having established
the company as a values-based organization in which these values are translated into
organizational practices and embedded in the culture, and a sense of meaning and
purpose is nurtured. The dignity and value of each and every person in the company
“drives everything from hiring practices to leadership style to customer service”.

The meaningfulness of work is an important aspect of workplace spirituality.
Richard Hackman and Greg Oldham (1976, 1980) define meaningfulness in this con-
text as a function of skill variety, task identity and task significance:

— Skill variety — the extent to which the job requires use of a range of skills and
offers a variety of tasks to perform

- Task identity — the extent to which a job-holder is able to complete a whole and
identifiable piece of work

— Task significance — the extent to which the job is perceived to have an impact
on others and their lives in the organization or in general

John Milliman and colleagues (2017) provide a useful analysis of the relationship
between workplace spirituality and the fit between the person and the environment
(Table 2.3):

Table 2.3: Workplace spirituality and person-environment fit (based on Table 1,
Milliman et al., 2017).

Level of P-E Fit Aspect of Workplace Spirituality

Person-Job Fit Meaningful work

Person-Group Fit Sense of belongingness and community
Person-Organization Fit Alignment with organizational vision, purpose and values

Human well-being is a key goal of ethical leadership: in a group or team at work or
play, in an organization, in a nation, in our world. Daniel Siegel (2012, p. 459) de-
fines general well-being as “a state of optimal regulation and adaptive functioning
of body, mind, and relationships”. Examples of unsatisfactory physical well-being,
he gives, include difficulty in working or other physical activities because of physi-
cal ill-health. Unsatisfactory psychological well-being includes inability to work be-
cause of emotional problems. And unsatisfactory relational well-being includes
lack of communication and intimacy with others. In a study of work-family conflict,
Selvarajan, Singh and colleagues (2020) found that spirituality mitigated its nega-
tive effects on well-being.
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Studies of the relationship between spirituality and organizational performance
and effectiveness are sparse (Houghton et al., 2016). One reason may be because
both concepts are defined in a variety of different ways. Most measures of organiza-
tional performance and effectiveness are financial in nature. Nidhi Sharma and Ree-
tesh Singh (2020) used Petchsawanga and Duchon’s Workplace Spirituality Measure
(Petchsawang & Duchon, 2009) and Taylor and Bower’s scale (Taylor & Bowers, 1972)
to measure organizational effectiveness in terms of group functioning, job satisfac-
tion and goal integration in a sample of academics in the higher-education sector in
India. They established an association between the two measures, spirituality and or-
ganizational effectiveness, and the universality of the association across several de-
mographic factors.

The Dark Side of Spirituality

Spirituality, organizational spirituality in particular, has a dark side. There are ex-
amples of its distortion and exploitation for instrumental purposes, such as cynical
impression management, control and domination, and the hope and expectation of
making more money (Case & Gosling, 2010; Tourish, 2013, pp. 59-76). Dennis Tour-
ish and Naheed Tourish (2010) argue that the workplace spirituality movement
“promotes constricting cultural and behavioural norms and thus seeks to reinforce
the power of leaders at the expense of autonomy for their followers”. Employees
and followers may come to realise that they are being manipulated deceitfully for
the benefit of the organization, not themselves. In turn this can lead to distrust,
cynicism, disgust with management, and disengagement — the very opposite of spi-
rituality’s more honourable and ethical characteristics — and, potentially, even in-
dustrial action and sabotage.

The history of management and leadership is littered with the debris of intrinsi-
cally useful and ethical innovations such as job enrichment, quality circles, empow-
erment, spirituality, mindfulness, unconscious bias and the rest because of their
cynical and mostly unsuccessful exploitation. Inspired by Buddhist teachings, mind-
fulness, for example, is an individual practice people use to cultivate wisdom in
order to help them resolve problems causing suffering and to enhance personal de-
velopment. However, in the secular context, corporate or organizational mindfulness
is largely recognised as a company’s effort to bring a heightened awareness of its em-
ployees to each moment and to help them to discern and respond to threats quickly,
and it has been commodified and commercialized accordingly (Vu & Gill, 2018).

Moreover, what may be desirable and progressive has an obverse face: what is
undesirable and harmful. How best to impart spiritual meaning without imposing
one’s religious beliefs or atheism on others remains ideologically controversial and a
challenge in resolving it (Holland et al., 2016) — in both the corporate world and
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government. Religion, spirituality and spiritual leadership are no exception. Accord-
ing to UK all-party parliamentary group’s report on religion in the media, many reli-
gious people believe that journalists are “indifferent towards religion and belief and
actively biased against people of faith at worst” (All-party Parliamentary Group’s on
Religion in the Media, 2021). Journalists focus too much on liturgy, doctrines and rit-
uals, the report says, and not enough on people’s lived experience, namely religious
literacy, while Humanists UK caution that there must be freedom to criticise religious
beliefs and ideas (Zeffman, 2021, p. 4).

Whither Spirituality?

A better understanding of how work contributes to meaning in our lives (L. A. King &
Hicks, 2021), workplace spirituality, and organizational spirituality in general (Rocha
& Pinheiro, 2020) is needed. As King and Hicks (2021) say, there are many opportuni-
ties at work for this. For example, confidence that our actions and behaviour are val-
ued and matter to other people can be instilled by meeting challenges, overcoming
obstacles and recognition for doing so. And seeing how our goals at work may con-
tribute to a higher purpose, such as the common good, also provides meaning in life.
However, while we know that meaning in one’s work has both personal and organi-
zational benefits, we need to know more about how organizations can foster this.

A major review of research into workplace spirituality by Judi Neal covered its
historical trends, research methodologies employed, organizational exemplars of
workplace spirituality, spiritual practices in the corporate sector, the consequences of
spirituality, and recommendations for further research (Neal, 2018). Neal recom-
mends further study of the evolution and relationships of the fields of spirituality and
psychology, spirituality and healthcare, both of which are relatively mature, and
workplace spirituality and theology, an emerging phenomenon (Tackney, 2018). This
book hopefully is a step in that direction. Neal (2018) identifies three movements in
workplace spirituality: the spirit at work, faith at work, and conscious capitalism.
She says that the spirit at work movement is mainly secular and influenced particu-
larly by Eastern traditions and practices such as mindfulness, meditation and yoga
(Neal, 2013). The faith at work movement is championed mainly by Protestant Chris-
tian business leaders and scholars (Miller, 2007). And the conscious-capitalism move-
ment is driven mainly by CEOs and exemplary business practices (Mackey & Sisodia,
2013).

More research is needed into the characteristics and inter-relationships of individ-
ual, workplace and organizational spirituality: Rocha and Pinheiro (2020) point out
that most of the extant literature is theoretical rather than empirical (including their
own model of organizational spirituality). Research is also hampered by lack of clear
and commonly accepted definitions, a problem in the field of leadership research too.
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It is, of course, helpful for researchers to state what they mean by “spirituality”, but
the wide variety of definitions they use makes creating a general theory of spirituality
almost impossible. Mixed-method approaches in research are the most likely ones to
throw more light on the nature and inter-relationships of spirituality, management and
religion. Avenues to explore further include the effects of spirituality not just on imme-
diate stakeholders but also on the wider communities, the influences of the environ-
ment — economic conditions, crises and disasters, climate change, war, terrorism,
conflict and peace, diversity, and corruption on spirituality. Similar concerns apply to
the role and importance of the institution of religion in organization theory, with its
narrow focus on corporations (Tracey et al., 2014).

Considerable progress has been made in studying the outcomes of spirituality at
work, such as, for example, meaningfulness of work, sense of purpose, sense of
connectedness ad belonging, recognition, fulfilment, satisfaction, well-being, happi-
ness, commitment, and organizational performance and productivity, and indeed the
greater good of society. Further progress could be made in respect of cross-cultural
similarities and differences, both sectoral and national, and the reasons for them. Dif-
ferences in values and beliefs and associated behaviour, are the cause of many con-
flicts, often based on misunderstanding. But despite this progress, the spiritual needs
of people at work still pose a growing challenge to those in leadership positions in
business, government and society at large (Gill, 2014). The issues are their awareness
and understanding of these needs and their willingness, desire and ability to respond
to them. This is a major challenge for leadership and management today, and it
needs to be addressed. Spiritual leadership may hold the key.
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3 Leadership and Spirituality

Introduction

The major challenges facing humanity in the third decade of the twenty-first cen-
tury are spiritual in nature. In meeting them successfully, leadership — spiritual
leadership in particular — holds the key. How, then, do spirituality and leadership
relate to each other? And how do they together contribute to the performance and
well-being of people at work? Let is first consider what they have in common? One
answer is that neither term has a single, universally accepted definition. The conse-
quence is that discussion and research concerning spirituality or leadership, or the
relationship between them, are at best at high risk of being fragmented and confus-
ing and at the worst fruitless. One antidote to this problem is that any discussion or
research concerning spirituality and leadership starts with a proposal for a clear
and precise definition of each term and a justification for it.

The purpose of this chapter is to review the state of the art in this field, the chal-
lenges ahead, and some suggestions for further research. In doing this I aim to show
how spirituality is fundamental to ethical and effective leadership and how spiritual
leadership is a development of “conventional” concepts of leadership and spirituality
and, as a result, our hope for the future of humanity.

What is Leadership?

It is commonly said that there are as many definitions of leadership as there are
those defining it, and they come from a diverse range of backgrounds — politics, busi-
ness, public service, the armed forces, sport, the media, the arts and, not least, aca-
demia. The quest for a general theory of leadership has been a challenging one and
unsuccessful so far but a fascinating and useful one (Goethals & Sorenson, 2006).
The least we can do is to say what we mean by the term and then write about it, as I
do with “spirituality”. Leadership, like spirituality, and indeed many words, such as
beauty and love, is what I call a “Humpty Dumpty” word:

When I use a word, Humpty Dumpty said, in a rather scornful tone, it means just what I
choose it to mean — neither more nor less. The question is, said Alice, whether you can make
words mean so many different things. The question is, said Humpty Dumpty, which is to be
master — that’s all. (Carroll, 1871, p. 87)

My definition, then, is that leadership is showing the way and helping or inducing
others to pursue it (Gill, 2011, p. 9). The rationale for this I present elsewhere in detail
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(Gill, 2011, pp. 2-11). In brief, this is, first, that it draws on its etymology, which in
this particular case eschews the well-known “etymological fallacy” simply because it
is very helpful to do so: etymology can aid clarification where there is confusion and
the development of helpful conventions. Second, it represents a distillation of the
wide range of extant definitions that have led to misunderstanding and confusion.
Leadership is very much more than the basic and most common definition: “a pro-
cess whereby an individual influences a group of individuals to achieve a common
goal” (Northouse, 2013, p. 5). In my model (Gill, 2011, pp. 99-106), showing the way
and helping or inducing others to pursue it entails envisioning a desirable future
(a vision); promoting a clear purpose or mission, supportive values and intelligent
strategies; and empowering and engaging all those concerned — six core themes
and practices (Figure 3.1).

An initial version of this model (Gill, 2006) has been independently validated
(Rupprecht et al., 2013), and the development and validation of the revised version
is underway.

Research into how long-term well-being develops has revealed that job resources
predict a high level of job-related well-being. Baran Metin and colleagues (Metin
et al., 2016) investigated aspects of empowerment focusing on the relationship be-
tween work resources such as autonomy, management and colleague support, and
knowledge and skills together with job demands and employee engagement and the
role of authenticity — employees’ ability to experience their “true selves”. They found
that authenticity was positively associated with engagement, job satisfaction and job
performance and it was also a mediator between job resources (empowerment) and
those outcomes.

Research on job resources has explored job control (autonomy and participation
in decision making) and supportiveness of the organizational climate in terms of per-
ceptions of the quality of communications and social support (Mdkikangas et al.,
2016). Other research also shows that empowerment clearly affects employee engage-
ment and that empowerment is itself a strategy for enhancing employee engagement
by providing more meaningful work (Rudolph & Baltes, 2017; Tanskanen et al., 2016).

Engagement — influencing, motivating or inspiring people to want to do what
needs to be done - is the focus of most theories of leadership. However, it is only
one piece in the jigsaw puzzle that is leadership. Viewing leadership as only about
engaging people at work is a mistake, though it is clearly a necessary and probably
the most important element as the consequence of the other five core practices of
leadership. Engagement is the extent to which people are motivated or inspired to
willingly, even eagerly, give of their discretionary effort over and above doing what
they have to do (Gill, 2011, p. 257). Jim Dethmer and colleagues allude to spirit in
saying: “[Employee engagement] is all about allowing the flow of life force or en-
ergy in individuals and in an organization’ [which] ‘is directly related to their vital-
ity, passion, focus, creativity, innovation, intuition, clarity, and vision” (Dethmer
et al., 2014).
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Figure 3.1: A model of six core themes and practices of leadership (Gill, 2011, p. 101).
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Schaufeli and colleagues (2002) found that employee engagement is a positive,
fulfilling and affective-motivational state of work-related well-being that is dis-
played during task performance by:

— Absorption (a cognitive dimension) — maintaining high levels of concentration
and involvement

— Dedication (an emotional dimension) — showing high levels of involvement, en-
thusiasm, inspiration, pride and challenge

— Vigour (a physical dimension) — showing high levels of energy, persistence and
effort, despite setbacks and difficulties

Engagement is akin to ‘flow’: a high degree of engagement is experienced and dis-
played when there is undistracted, concentrated absorption in an activity which is
rewarding in itself as greatly pleasurable, joyous, even rapturous (Nakamura &
Csikszentmihalyi, 2014, pp. 239-263). There is empirical evidence for the mediating
effect of meaning in work in the relationship between leadership and engagement
(Ghadi et al., 2013). And meaningfulness of work is associated positively with psy-
chological well-being (Arnold et al., 2007). One particular feature of engagement —
affective commitment (emotional attachment to the organization) — is a direct pre-
dictor of employees’ psychological well-being (Rivkin et al., 2018). And a positive
relationship was found in a study in a large HR services organization in Germany
between leaders’ own engagement and employee engagement (and performance),
with quality of leader-member exchange (LMX) as a mediator (Gutermann et al.,
2017). Much evidence exists for the association between employee engagement and
employee well-being (Guest, 2014). It is a salutary thought that making money for
the owners of a business (its purpose) never was motivating or engaging for its
employees.

Much research has focused on why employees are unengaged or disengaged at
work. Tomas Chamorro-Premuzic (2016, p. 13) says that research suggests two rea-
sons: those in leadership and management positions do not understand what peo-
ple really want from work and too many managers are simply incompetent leaders.
He says that “employees will be more engaged if their accomplishments are valued
by the organisation, if they can form meaningful relationships with their col-
leagues, and if the rules of conduct are transparent and enforced fairly. Conversely,
if they feel unappreciated, isolated or treated unfairly, they will become disen-
gaged, alienated and burnt out.”

There are individual differences in what employees emphasize with respect to
their values that influence or determine their behaviour. There is wide variation in
the extent to which these differences are understood and responded to by compe-
tent leaders and managers. Despite the plethora of expensive and time-consuming
leadership development programmes, there are still far too many managers failing
as leaders. There are a variety of reasons for this: faulty selection and promotion
practices, self-interest, sycophancy, narcissism, vanity, and sheer lack of aptitude
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for leadership. It may well be the case that those who need leadership development
most are those who desire and undertake it least. And leadership development pro-
grammes appear to be largely designed for those who need it least.

Just like spirituality itself, engagement in practice has its downside. High levels
may lead to excessive stress — physical, physiological or psychological — and “pre-
senteeism”, whereby an employee attends work despite sickness and not fully func-
tioning because of a high degree of commitment to the job, company or supervisor.
There is an association, Kelly McGonigal (2015) says, between stress and meaning-
fulness: those people who experience stressful life or work events tend to be those
who also consider their lives or work to be most meaningful. She notes: “Stress
seems to be an inevitable consequence of pursuing goals that feed our sense of pur-
pose”. Moreover, leadership that inspires excessive employee engagement is likely
to rebound, with increased absence due to sickness (K. Nielsen & Daniels, 2016).

In her introduction of a special issue on quantum management in the Journal of
Management, Spirituality and Religion, Kathryn Pavlovich (2020) brings together
current thinking about management and leadership that draws on quantum phys-
ics. Quantum management, she say, posits a universe that is an “inexplicable
wholeness and connectedness that is governed through entanglement, potentiality,
and indeterminism . . . [and] enables us to radically reframe our understanding of
reality through eliminating dichotomies.” Quantum management is dependent on
our “direct-intuitive experience [so] our personal experiences and practices are cen-
tral to this shift in awareness.” Increased awareness in turn enables us to critique
how our actions and behaviour impact on other people and on the world in general.
Quantum managers and leaders, it is argued, are then more likely to be able to
“focus on enhancing human flourishing and societal well-being”.

Quantum theory applied to leadership emerged in the 1990s. Drawing on both
Western and Easter thought — quantum leadership entails expanding and trans-
forming human consciousness — awareness of the mind of itself and of the world
around us — through enhanced connectedness (Tsao & Laszlo, 2019). Connected-
ness, which is more or less a form of mindfulness, entails empathy and compassion.
This deepens intuition by combining personal experience with analytical cognitive
development. The benefits are many in terms of greater personal effectiveness and
well-being at work. Our bodies, minds and spirit are in synchrony — working to-
gether simultaneously — and we are in tune with others around us and our natural
environment in oneness and wholeness. Examples of its outcomes are greater crea-
tivity, collaboration, ability to inspire people, and sustainable transformation.
Quantum leadership is also claimed to enhance productivity and profit in business
organizations. However, its obviously spiritual aspects are worthy of continuing
exploration.
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Spiritual Leadership

Spirituality concerns the human spirit in the sense of a person’s animating princi-
ple: spirituality is what drives people. Gilbert Fairholm (1996) suggested a spiritual
dimension to leadership as associated with integrity, independence and justice,
one that is concerned with meeting people’s needs for meaning and value in what
they do. Spirituality concerns what relates to, or affects, the emotions and personal-
ity of a person in relation to mood, courage, determination and energy. I define
spirituality as a synergy of meaning, purpose, beliefs and values (in particular,
moral values, or virtues), a sense of community or belonging, and a sense of value
or worth in one’s life. This synergy animates us in what we seek and do, leading to
fulfilment and happiness.

What we now call spiritual leadership may serve both an organization’s vision,
purpose, v