
Do What You Are: Re-Framing 

Work and the Workplace in a 

Brave New World 
 

Bruce Musgrave, RVH Chaplain  



Contents 

1. Introduction 

– Cultural context/factors 

– baby boomers/gen X  

– Interest in spirituality at work 

– Benefits of Spiritual workplaces 

2. Spiritual Work for Individuals 

3. Spiritual Workplaces ( attributes )  

4. Leadership and Organizational Life 



Spirituality And Work 

• A survey conducted by Human resource 
strategists found that 55% of the 1,000 workers 
polled considered spirituality to play a significant 
role in the workplace 

• From 1990 to 1999 more than 300 titles on 
workplace spirituality had appeared in bookstores 

• A study reported in Training in 2004, cited that 
61% of adults believe their workplace would 
benefit by a greater sense of spirituality 



The decline of religion - 2005-2012 

Top 10  

 Country 2005 2012 % change 

Vietnam 53% 30% -23% 

Ireland 69% 47% -22% 

Switzerland 71% 50% -21% 

France 58% 37% -21% 

South Africa 83% 64% -19% 

Ecuador 85% 70% -15% 

USA 73% 60% -13% 

Canada 58% 46% -12% 

Austria 52% 42% -10% 

Global Avg. 77% 68% -9% 



The Year 2050 

      No Affiliation with Religion 

 

Canada – could rise to 61% 

 

Ontario – could rise to 70%  



Changing Times (David Tracey) 

“The widespread demise of religion throughout the 
educated countries of the world has brought with 
it a great impoverishment and aridity to the 
human soul…” pg.22 

 

 “The yearning for sacredness, spiritual meaning, 
security and personal engagement with the spirit 
are primary needs and longings of the 

contemporary world.” pg 20, The Spirituality Revolution, 2004 

 



The Hunger for Spirituality in the 

Postmodern World 
    Modern Worldview 

 

1. The sufficiency of Self 

2. The supremacy of Reason 

3. The Right of Freedom 

4. The Belief in Progress 

 

 Postmodern Worldview 

1. Denial of Objective Truth 

2. Celebration of Connectedness 

3. Pursuit of Spirituality 

4. Embracing of Pessimism 



Satisfaction with Work? 

•    In 1973 -- 40% of persons stated they 

 were satisfied with their work. 

•    In 1994 – only 25% stated they were 

 extremely satisfied with their work 

                        ~~ Fairholm, 1996. page 11. 

   A growing number of persons are seeking a 

more “intrinsically valued” lifestyle 

                             ( Renesch,1995 )                        



Reasons for Interest in 

Spirituality at Work  
1. The de-moralization caused by the downsizing, reengineering and layoffs 

of the past decade (1980s) 

2. The workplace is increasingly seen as a place of community in an age of 
the decline of neighborhoods, churches, civic groups, and extended 
families 

3. Increases access to Pacific Rim cultures and eastern philosophies ( Zen 
Buddhism, Taoism, Sufism encourage meditation and emphasize values 
such as group loyalty and finding one‟s spiritual center in every activity  

4. Aging Baby Boomers are moving ever closer to life‟s greatest uncertainty – 
death -- and this prompts ponderings about life‟s meaning  

5. Increasing global competition has led many leaders to realize that 
employee‟s creativity needs nurturing if their company is going to have the 
competitive edge  



Reasons for Interest In 

spirituality at Work 

6. Aging baby boomers asking the question, „is 

this all there is?‟ 

7. As traditional support systems such as places 

of worship and religious community, 

neighborhoods and the role of the nuclear 

family have fallen into decline, work has taken 

on a greater significance and role as something 

that shapes our social identity 

 



More reasons for Interest in 

Spirituality at Work 
8. Employees looking for ways to counterbalance the stresses and 

pressures of a turbulent pace of life 

9. Shifts in contemporary life-styles : single parent families, 
geographic mobility, the temporary nature of jobs, new 
technologies that create distance between people….. all 
underscore the lack of community that persons feel 

10. People are looking for involvement and connection 

11. A rising general interest in spirituality due to a loss of meaning in 
life 

12. Organizations are evolving from arenas of purely economic 
exchanges and social activity into places of spiritual development  

 

 



Aging Baby Boomers ( born 

1946-1964 )   

• Baby boomers are asking in their final work 
years………………………  

1. Is there all there is? 

2. Is this work or this organization what I want as my 
legacy? 

3. Are the sacrifices I have made for work worth it? 

• Baby boomers are resurrecting the artist‟s paradigm of 
their youth believing that work should be an expression 
of the self, with a quality of play and artistry 

 

 

 

 



Generation X ( born after 

1964 )  
Characterized by: 

• Highly adaptive to environments that are unstable , without clear lines 
of authority and certainly without clearly defined career paths 

• Their belief that there is no such thing as job security 

• Attracted to opportunities to grow professionally and personally and 
willing to leave their organization to do that 

• Have placed their trust in the individual to shape or re-shape the 
institution 

• They resist hierarchy and doubt the wisdom of authority 

• They function best in de-centralized work structures where 
employees are empowered to make decisions    



Winning Recipe 

   

 

“Good people in a good environment do good 

work” 

 

~~ Tom Morris, If Aristotle Ran General 

Motors 

 

 

 



What is workplace 

spirituality? 
1. “Workplace spirituality is the recognition that people 

have an inner life that nourishes and is nourished by 
meaningful work that takes place in the context of 
community” ( Ashmos and Duchon ( 2002 ) 

2. At the organizational level spirituality in the workplace 
refers to an organizational culture that is guided by 
mission statements, leadership, and business practices 
that are socially responsible and value-driven; that 
recognizes the contributions that employees make to 
the organization, and that promotes personal spiritual 
development and well-being. ( Mitroff and Denton, 
1999; Ashmos and Duchon, 2000)   



Spirituality In The Workplace 

Spirituality in the workplace is an experience 

of interconnectedness among those involved 

in a work process; initiated by authenticity, 

reciprocity, and personal goodwill; 

engendered by a deep sense of meaning 

that is inherent in the organization‟s work; 

and resulting in greater motivation and 

organizational excellence. 



„Small is Beautiful‟ 

• A 1996 Angus Reid poll found that 62% of 

Canadians believe that entrepreneurs are 

happier than employees  

• In the US similar results exist – there is a 

growing trend away from working for large 

organizations and towards working for 

smaller ones     



Work as Spiritual Food 

• A 1996 Fortune magazine survey indicated that 80% of 
persons would continue working even if they became rich 
enough that they didn‟t need the money 

 

• Ten CEOs were asked what would be the greatest 
challenges facing their organization in 5 years and more 
than 50% of them stated that they „would be struggling 
with how to reignite commitment and help people find 
meaning in their work.‟  

 

 

                 ~ Klein and Izzo,1998   



Does it pay to be spiritual? 

1. Harvard Business School  -- 11 yr. study comparing 10 companies 
with weak corporate culture vs. 10 companies with strong corporate 
culture, and found that the more spirited cultures outperformed the 
weaker companies 400 to 500 percent 

2. Vanderbilt University Study – confirmed these findings tracking 
Fortune 500‟s 100 best companies to work for 

3. McKinsey and Co. – a study showed that when companies use 
spiritual techniques productivity improves and turnovers are greatly 
reduced 

4. Mitroff and Denton – argue that embracing spirituality “produces 
world class products and services” and greater profits because it is 
“the source of all productivity and creativity in the workplace”       



Benefits of Healthy Work 

Cultures 
Organizations high in workplace spirituality outperform those without it by 

86% 

Such organizations: 

1. Grow faster 

2. Increase efficiencies 

3. Produce higher returns on investments  

Personally? 

• Increased physical health/mental health 

• Advanced personal growth by contributing to something larger than 
self 

• Enhanced sense of self-worth 

                                 ( Jurkiewicz and Giacalone, 2004 )       



Benefits of Spirituality 

• Spirituality in organizations is positively 
associated with: 

1. Productivity 

2. Reduced turnover of staff 

3. Employee satisfaction 

4. Team performance 

5. Organizational commitment 

6. Creativity 

7. Organizational performance 



A Spiritual Audit of Corporate America 

(Mitroff and Denton, 1999)   

• Based upon 131 survey responses to a 

questionnaire mailed out to 2,000 senior 

executive human resources executives 

• The research also consisted of in-depth 

interviews with 27 executives in two 

companies and partial interviews with 20 

other executives  



Results of Study 

• Respondents believed spirituality was one 
of the most important determinants of 
organizational performance and that people 
who are more highly developed spiritually 
achieved better results  

• Respondents felt that the meaning of the 
word spirituality can be best epitomized by 
the word interconnectedness   



Austaco, Inc. 

• A franchise owner of 70 Taco Bell restaurants in Austin, 
Texas started hiring chaplains in 1992 and since that time 
the company has reduced its annual turnover of staff from 
300% to 125%. The company credits the drop in turnover 
rates to the chaplaincy program.  

• The four pillars of the company are: culture, year over 
year development, brand differentiation and people 
development 

• Under culture – „a respectful positive working environment 
that impacts our team physically, emotionally and 
spiritually with trust, integrity, encouragement and hope   

 

 

 

 



The Legacy Project ( Dr. Karl 

Pillemer ) 

• Interviews with seniors discovered that 
seniors unanimously stated that finding 
work that brings enthusiasm and happiness 
is far more important than looking at what 
kind of job will give you the most money 

• Seniors interviewed encouraged younger 
adults to do what they like to do and what 
they are passionate about 



Function of Vision 

• Vision serves four functions: 

1. Clarifies the general direction of change 

2. Simplifies hundreds or thousands of more 
detailed decisions, and 

3. Helps to quickly and efficiently coordinate the 
actions of many different people 

4. It describes the organization‟s journey and why 
the leaders and followers are taking it 

                       ( Fry, page 211 ) 



A „Job‟ vs. „Work‟ 

• A job is what we do to satisfy our financial and physical needs; work 
satisfies our emotional, mental and spiritual needs and gives us 
meaning in life. 

• Personality refers to the outer mask, the gifts and talents we bring to 
our jobs; soul refers to our inner reality, the experience of meaning 
and purpose that we have derived from our work…or that we bring to 
our work ( Take Your Soul to Work, Tanis Helliwell ) 

• „Low-road work‟ – oftentimes serves the short-term personality 
needs of individuals and organizations 

• „High-road work‟ – happens when we use our jobs as vehicles to 
create something for the betterment of ourselves, others and the 
world. 



High Road Work 

1. Called by our soul to the high road of a certain 
occupation 

2. Called to transform our workplace with high road 
conduct by being compassionate, joyful, wise, ethical 
and courageous in speaking the truth 

       

Most of our jobs contain aspects of both high and low road 
work –aspects that satisfy the soul and others that 
satisfy the personality 

  



Knowing Our Passion 

   An anonymous Indian poet wrote what can 
be haunting words that describe those of us 
who do not know our own passion or who 
have failed to bring our values to work: 

 

  “The song I came to sing is left unsung, I 
spent my life stringing and unstringing my 
instrument.” 



The 150 % Question 

(Izzo and Klein) 
• Invited several thousand people to respond to the question 

• Think of a job or project that brought out  150% of your energy – a 
time when you felt fully engaged at work and felt you were at your 
best and wanted to be doing the work you were doing  

 

Questions that will help your exploration are: 

  

• How did this experience connect with your personal 
values/passion? 

• Why was the outcome of the work important to you and the team? 

• What kind of tasks did you perform? 

• What characterized the interpersonal relationships and team 
dynamics?  



Research Results 

• Results from their research discovered four 

broad paths to engaging corporate culture that 

suggest how organizations might help people 

find the soul in their work: 

1. The path of Self 

2. The path of Contribution 

3. The path of Craft 

4. The path of Community 



High Road Work 

1. Does your work diminish or increase you? 

2. Does your work give you joy, creativity, meaningful learning, love? 

3. Do others experience joy, creativity, meaningful learning because 
of you and your work? 

4. Does your work benefit the world in both the short and long term? 

5. Which parts of your work are „low road‟ and which parts are „high 
road‟? 

6. Are you satisfied with the combination of low and high road aspects 
of your work? 

7. If not, what would you like to do differently? 



Listening to One‟s Soul 

Dreams 

1. Mohandes Gandhi was called from 

practicing law to his work to secure home 

rule for India 

2. Terry Fox – after his leg was amputated 

his soul dream/call was to run across 

Canada and raise money for cancer   



The Path of Self 

• From their research the first path that emerged 
was the Path of Self 

• When people know their passions and when their 
work is an outgrowth of that passion, and when 
their personal values live through their work –
energy flows and commitment grows 

• Knowing one‟s passions and values is essential 
to fostering soul at the workplace 

  



Reflection 

• With the person sitting next to you talk 

about the  aspects/parts of your job that 

you love to do….. What activities bring you 

great joy? Bliss? 

 

• What activities leave you energized? 

 



Culture 

    

 

“The invisible but tangible presence of the 

unseen souls of the many who walk there.” 



The Path of Contribution 

• The path of contribution taps the innate 

motivation of the soul to use one‟s inner 

talents in service of a worthy goal 

• The soul wants to „make a difference‟  

• The path of contribution looks to the work 

itself as the source of meaning and 

fulfillment  

   



Extrinsic Versus Intrinsic Motivation 

EXTRINSIC 
MOTIVATION 

INTRINSIC 
MOTIVATION 

EFFORT PERFORMANCE REWARD 

EFFORT PERFORMANCE 

REWARD 

(My work is my reward) 

(Give me a reward to work) 



Leadership and Motivation 

• Extrinsic motivation consists of persons receiving 

external rewards for their performance  

• Intrinsic motivation is defined as interest and 

enjoyment of an activity for its own sake and is 

associated with active engagement in tasks that 

people find interesting and fun and that, in turn, 

promote growth and satisfy higher order needs 



The Path of Craft 

• This path is generated when attention and opportunity is 
given to develop mastery and artistry 

• Every job has its own type of artistry and organizations 
that engage their workers and encourage them to define 
their own high standards of mastery are pursuing the path 
of craft 

• Workers want to bring their creative energies to work and 
they need to be invited and encouraged to be involved in 
setting standards of craftsmanship at the workplace   



Job Design 

   Well designed jobs can enhance motivation, satisfaction and 
performance of employees. A well known model for job design is 
the job characteristics model which identifies 5 core job 
characteristics: 

 

1. Skill variety 

2. Task identity 

3. Task significance 

4. Autonomy 

5. Feed back 

 

Three psychological states are: 

1. Experienced meaningfulness 

2. Experienced responsibility 

3. Knowledge of results 
 

 

 



The Path of Community 

• This path is fostered when persons share 

their personal stories ( hopes, fears, goals 

for work ) with one another 

• Community is fostered when truth is 

allowed to be spoken without fear and the 

whole organization moves forward as a 

result 

 



Fluid Structure 

   “A spiritual organization requires an organic, 

adaptive, with a learning organization -- mindset, 

one that has a boundary--less structure with low 

specialization, low formalism, high 

decentralization, and smooth , free, open 

communication in all directions” 

             ( Banyhamdan et al, c. 2012 ) 

  



Organizational Structure 

   Cross functional and cross hierarchical 

teams should be used and this structure 

should enhance, support and encourage 

knowledge building and sharing throughout 

the whole organization                    

 

   ( taken from Banyhamdan et al., c. 2012 ) 

 



 
COLLABORATION     ( If Aristotle Ran General 

Motors,        Tom Morris, page 61 )  

PEER 
RELATION 

STANCE 
KEY 

CHARACTERISTIC
S 

Combative Fighting 
Aggression, resistance, 

damage 

Competitive Striving 
Rivalry, mixed 

motivations 

Co-operative Agreeing 

Acquiescence, 

obedience 

 

Collaborative Partnering Synergistic interaction 



Hierarchical vs. Partnering Relationships 
Hierarchical Relationships 

Focus: “I” 
Partnering Relationships 

Focus: “We” 

Position and Power Driven Principle, Mission, and Vision Driven 

Boss / Manager / Subordinate Partnership 

“Power-Over” “Power Releasing” 

Evaluate and Judge Enhance Potential 

Problem Focused Opportunity Focused 

Urgency / Crisis What Matters Most 

“Transactional” Relationships 
Task Driven 

Visible / Time Oriented 

“Transformational” Relationships 
Mission Driven 

Invisible / Value Oriented 

Individual Wisdom Collective Wisdom 

Competition / Turf Collaboration 

Entitlement Alliance 

Efficiency Effectiveness 

Compliance Ownership 

Ramification: 
Blame / Guilt 

Ramification: 
Accountability 

Wesorick, B. (1996) – The Closing And Opening Of A Millennium:                             

A Journey From Old To New Relationships In The Work Setting. 



What is a healthy work culture? 

HEALTHY WORK CULTURE UNHEALTHY WORK CULTURE 

Focus:  Honouring the wholeness 
(Body, Mind, Soul) of both provider 

and recipient of care. 

Focus:  The “tasks” to be done by 
provider for recipient of care 

Connection of the unseen souls of 
the many who carry out important 

work. 

Lack of connection of the unseen 
souls of the many who carry out 

important work. 
 

Shared meaning and purpose. 
Shared accountability to get             

things done. 

Meaningful conversation – dialogue. 
Transactional conversations around 

tasks to be done. 

Healthy relationships – partnerships. Hierarchical relationships. 

Wesorick, B., Shiparski, L., Troseth, M., and Wyngarden, K. (1998) 

Partnership council field book – Strategies And Tools For Co-creating                         

A Healthy Workplace 



Workplace Spirituality– 

Community  

     “A framework of organizational values 

evidenced in the culture that promote 

employees‟ experience of transcendence 

through the work process, facilitating their 

sense of being connected to others in a 

way that provides a feeling of 

completeness and joy”  ( Giacalone and 

Jurkiewicz, 2003,13 )    



Defining Spirit at Work ( Kinjerski 

and Skrypnek, 2006 ) 
• 14 individuals were interviewed ( from Canada, US and 

England, 4 women, 10 men, all professionals who work 
in the broad field of workplace spirituality ) to explore 
what elements are present when a person experiences 
spirit at work? 

Their responses identified six themes: 

1. Physical – physiological arousal and energy 

2. Affective – positive affect characterized by well-being 
and joy  

3. Cognitive – authenticity, alignment, and making a 
contribution 

• Authenticity – expressing oneself completely at work 

• Alignment – congruity between one‟s values and beliefs 
and one‟s work 

• Making a contribution- a belief in work as a higher 
power 



Defining Spirit at Work 

4. Interpersonal experience – sense of 

connectedness to others and common 

purpose 

5. Spiritual presence – awareness of 

connection to something larger than self 

6. Mystical – characterized by a sense of 

perfection and effortless energy 

         ( Kinjerski and Skrypnek, c. 2004 ) 



Spirit at Work? 

 
Kinjerski and Skrypnek‟s research: 

1. Engaging work – characterized by a profound feeling of 
well-being and a belief that one is engaged in 
meaningful work that has a higher purpose 

2. A spiritual connection to something larger than oneself 

3. A sense of community  -- to others and a common 
purpose 

4. A mystical or unitive experience – characterized by a 
positive state of energy or vitality, a sense of perfection, 
transcendence, and experience of joy and bliss…. 

                 (Kinjerski and Skrypnek, 2006, page 21-22)   



Workplace Attributes 

Key work attributes in the literature are: 

• Work that is valued 

• Work that stretches workers‟ capabilities 

• High-quality interpersonal relationships 

• Efforts that are recognized, supported, and rewarded 

• Managers who act as guides 

• The opportunity to find meaning in work that transcends 
economic gain 

• A strong work ethic 

• empowerment  



Workplace attributes con‟t 

9. Collaboration 

10. Respect for workers 

11. Commitment to a cause 

12. Ability to take care of the customer 

13. The opportunity to learn from mistakes 

14. The responsibility to behave in a self-managing way, 
and 

15. Clear and consistent leadership 

                 ( Fawcett et al. 2008, page 425 ) 

               



Organizational Climate 

      In order for workplace values to be effective 
they have to find a home in a climate that is 
nurtured by the ABCs: 

1. Affirmation – where workers feel valued which 
then leads them to bring creativity and passion 
to work 

2. Belonging – a worker‟s need to feel connected 

3. Competence – requires that managers 
recognize worker‟s capabilities and need for 
growth and then invest in that growth  



Cultural Characteristics of 

Spiritual Organizations 

1. Strong sense of purpose 

2. Focus on individual development 

3. Trust and openness ( among members of 

the organization, and between members 

and customers, suppliers, etc. 

4. Employee empowerment 

5. Toleration of employee expression 

             ( Robbins and Coulter, 2005 )        



Leadership 

1. Emphasize mission and values over profit 

2. Encourage autonomy and decision-making 
responsibility 

3. Use self-managed teams 

4. Use collective forms of rewards and recognition 

5. Let people be who they are and use and develop their 
gifts and skills 

6. Provide a way for people to fulfill their family and other 
social obligations 

7. Drive fear and abuse out of the organization 

                                ( Pfeffer, 2003 )                       



Internal Factors 

Leadership All Workers 

Sensitive, kind top executives Kind people 

Access to different levels of the organization Interaction 

Team performance 

Involvement 

More bonding of people, through commonality in 

character 

Reflection of leader‟s spiritual intent in the workplace 

Helping one another 

Prioritizing collective over personal goals 

Trust 

Respect 

Valuing differences 

Focus on solutions instead of problems 

Mentors 

A sense of mission that goes beyond                   the 

bottom line 

Conviviality among employees 



Workplace Spirituality            

Measurement Tools 

Name Measurers 

Job Satisfaction Scale 
Measurers intrinsic, organizational and extrinsic 

job satisfaction  

Organizational Commitment 

Measurers an employee‟s belief in and 

acceptance of the organization‟s goals, their 

willingness to expand effort and desire to maintain 

membership in the organization 

Organizational Culture Survey 

Answers 6 areas: 

Teamwork / conflict; Climate / morale; Information 

flow; Involvement; Supervision; Meetings 

The Vitality Scale 
Measurers feelings of aliveness,                       

energy and enthusiasm 

Satisfaction With Life Scale 
Answers the cognitive component of subjective 

well-being 

Sense Of Coherence Scale 
Answers a person‟s capacity to respond to 

stressful life situations 



 

 

The Transmutation of the Organization , Gull & Doh, c. 2004. 



Management at the Surface 

    „Coordination and control are realized through an infrastructure compromising 
policies, procedures, processes/systems, and structures – things such as 
goal setting procedures , performance evaluation systems, financial 
monitoring systems, information technology systems, and hierarchical power-
over structures. It follows, with depth denied, management‟s role becomes 
administration of the surface-level objective aspects. 

 

 Those who administer don‟t develop and nurture labor, they deploy it. They 
don‟t seek labor‟s understanding, and commitment, they drive and direct it. 
They don‟t lead and facilitate labor, they oversee and govern (over) it. This is 
further evidenced by the fact that management education and training deals 
primarily -- if not solely – with the empirical, the objective, the external, the 
measurable realm of the organization. In this system of orientation what is 
counted is far more important than what counts.‟  

            ~~ The Transmutation of the Organization….Workplace 

                                                 Gull and Doh, C 2004. page 132. 



Wilbur’s Four-Quadrant Model of Spiritual Reality  

INDIVIDUAL 

GROUP/COLLECTIVE 

Source:  Adapted from Wilber - 1996 

- Values 
- Thoughts 
- Feelings 

Quadrant 1 Quadrant 2 

Quadrant 3 Quadrant 4 

- Actions 
- Behaviour 
- Performance 

- Culture 
- Beliefs 
- Values 

Systems of 
Performance 

(I) 

(We) 

Internal 

Internal 

External 

External 

(“It” 
side of 
reality) 



Reflection 

• On a scale of 1-10 how would you rate your 

workplace culture?  

 

• What are it‟s strengths and weaknesses? 

 

• What are it‟s opportunities for 

improvement? 



Spiritual Leadership 

   ….as comprising the values, attitudes and 

behaviors that are necessary to intrinsically 

motivate one‟s self and others so that they 

have a sense of spiritual survival through 

calling and membership. 



Spirituality and Leadership 

• Kouzes and Posner ( 1995 ) developed a model of leadership 
effectiveness from their research using thousands of managers‟ 
responses to 38 open-ended questions on their best experiences at 
leading others to attain exceptional achievement 

• Results indicated that 5 practices allowed leaders to establish and 
maintain their credibility and to earn the confidence of others: 

1. Challenge the process 

2. Inspire a shared vision 

3. Enable others to act 

4. Model the way 

5. Encourage the heart    



Overlay of Kouzes’s and Posner’s Effective Leadership 
Practices on Wilber’s Four-Quadrant Model                            

of Spiritual Reality  

INDIVIDUAL 

GROUP/COLLECTIVE Source:  Strack - 2001 

- Values 

- Thoughts 
- Feelings 

Quadrant 1 Quadrant 2 

Quadrant 3 Quadrant 4 

- Actions 

- Behaviour 
- Performance 

- Culture 
- Beliefs 
- Values 

Systems of 
Performance 

(I) 

(We) 

Internal 

Internal 

External 

External 

(It) 

Encourage the Heart Model the Way 

Inspire a 

Shared Vision 

Challenge the 
Process 



Mission and Vision Statement 

1. Vision – a clear and compelling vision 
statement should portray a journey which gives 
one a sense of calling and hence gives one‟s 
life meaning and enables one to make a 
difference 

2. Mission Statement – details the philosophy 
and values of the organization and explains the 
goals and acceptable means for achieving the 
goals in understandable language  

          ( Banyhamdan et al , c. 2012 ) 



A Values Framework  

• The identification and nurturance of values 

promotes workplace spirituality 

• Research shows that the presence of such  

values as benevolence, generativity, humanism, 

integrity, justice, mutuality, receptivity, respect, 

responsibility and trust all help to promote a 

healthy work environment  

          ( Jurkiewicz and Giacalone, 2004 ) 



Values 

 “Values form a lot of the architecture of a 

person‟s character, his shape, and personhood. 

They do the same for an organization, or a 

relationship….if a company values employees 

and people as well as profits, then he or it will 

bow to the demands of that value, even at the 

expense of his own self-interest.”  

                       ~~ Dr. Henry Cloud, Integrity  

 



Kingston Technology 

Company 
   Courtesy, honesty, modesty trust, respect and 

compassion for others are at the heart of 
Kingston‟s philosophy. Kingston‟s founders 
believe that by creating an environment free of 
politics and mistrust, employees will enjoy their 
jobs more and reach their individual potential. As 
a result, those employees will work harder and 
produce higher quality work. This feeling of 
respect and values also extends outside the 
company, as Kingston treats each vendor and 
customer as a valued family member.  



The Values-Based 

Organization 
    From its distribution channels to its 

management principles, Kingston‟s philosophy 

in conducting business has been unique. The 

concept of family is central to Kingston‟s 

philosophy. Every Kingston employee is treated 

as a member of the family. No one person is 

more important than the other and egos are left 

at the door. 

                    -- Kingston Technology Company 



Making Value Your Mission! 

    “Most companies today have mission statements that 

are meant to be fine expressions of their goals, but 

usually are a foggy mix of philosophy and action. But 

what senior management lays out in the mission 

statement is too often unattainable, because they have 

saddled themselves with the wrong kind of day-to-day 

corporate culture. This results in a big difference 

between what management says it will do and what it 

actually ends up doing. It is critically important to focus a 

company‟s corporate culture on creating value for all its 

stakeholders. 
 

                       (The Value Enterprise, page 37) 



Models Of Organizational Life 

 Socially-Responsible Organization Values-Based Organization 

Focus on social values who give away profits 

for social causes (Ben & Jerry‟s Vermont-

based ice-cream manufacturer) 

Focus on ethics / respect 

Use the language of “leading with values” 

Promotes an atmosphere of family values 

and virtues in expression of concern for the 

whole person 

May use the words “soul” and “spirituality” As appeal is widespread and universal 

How are the various departments (finance, 

manufacturing, marketing research) infused 

with soul and spirituality? 

As concepts / words are neutral and avoids 

potentially offensive words like soul and 

spirituality 



Human Resource Development 

( Empowerment ) 

   Human development should not be limited 

to the skills and capabilities relevant to the 

specific job assignments but go beyond 

that to include skills capabilities, 

knowledge , values and attitudes which 

benefit the greater whole and contribute to 

the betterment of other‟s lives at the 

community, national and worldwide level.  



Empowerment 

   A critical factor in whether spiritual-based 

management practices result in improved 

performance involves empowering employees 

with the capability to participate in developing and 

implementing the organizational vision. 
 

             (Neck and Milliman, 1994) 

  



Empowerment 

Closely related to human resource development is employee 
empowerment 

 

•    Four factors involved in empowerment are: 

1.    Meaning ( value of work goal or purpose) 

2.    Self-determination (autonomy) 

3.    Impact ( the degree to which the individual‟s behavior makes 
 a difference/influence on work outcomes ) 

4.    Competence 

       A key aspect of spirituality is that all people should seek to 
 reach their full potential and empowering employees is 
 the only way individuals can attain their fullest sense of 
 growth and development (Neck and Milliman, 1994)  



Diversity And Creativity 

When employees are encouraged to express their creativity, 

the result is a more fulfilled and sustained workforce.  Happy 

people work harder and are more likely to stay at their jobs.  

A study of business performance by the highly respected 

Wilson Learning Company, found that 39 percent of the 

variability in corporate performance is attributable to the 

personal satisfaction of the staff. 



Getting Started 

1. Create opportunities for people to identify their own values and 

how these can be put into action at work. Invite persons to 

connect the corporate vision/mission/goals with their own 

 

2. Build corporate values from the bottom up 

 

3. Persuade people to identify what sparks commitment and energy 

at work 

 

4. Coach someone to help him or her find his or her passion. Ask the 

person questions that clarify what he or she wants out of work and 

how more of that could be brought into his or her current job 

 

5. Build a career development program that allows people to ask, 

“What could I do in the company that is closer to my passion?” 



Advancing Spirituality In 

Organizational Life 

1. As the impetus towards a spiritual change is often initiated 

by a personal or organizational crisis, ask the question, 

What crisis or near crisis has our organization had  that 

indicates that we need to move to a more ethical/spiritual 

plane if we are to avoid future crises? 

 

2. What new sources of knowledge and wisdom does our 

organization need to draw on in order to move it to a higher 

ethical/spiritual plane? 

 

3. What are the previous principles and practices and 

structure that has led the organization to the brink of crisis 

and prevented it from becoming fully alive and productive? 



Advancing Spirituality In The 

Organization 

4. What forms of greed/power or abuse has our organization 

been subjected to in the past? How has our organization 

been unable to limit this? What new mechanisms does our 

organization propose in order to confront and limit this 

greed/power/ abuse? 

 

5. Whereas organizations that are spiritual do not discount 

future generations, it is also important that they ask, How 

does our organization intend to honor the existence and 

well-being of future generations? ( ie new staff? )    

 



 

 

 

Questions? / Comments 


