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Abstract This study investigates and compares the
impact of spiritual leadership on organizational citizenship
behavior in finance and retail service industries to deter-
mine the possibility of generalizing and applying spiritual
leadership to other industries. This study used multi-sample
analysis of structural equation modeling. The results show
that values, attitudes, and behaviors of leaders have posi-
tive effects on meaning/calling and membership of the
employees, and further facilitate employees to perform
excellent organizational citizenship behaviors, including
the altruism of assisting colleagues and the responsible
conscientiousness toward organization. The effect of
altruism toward colleagues is especially stronger. Finally,
the effect of leaders’ values, attitudes, and behaviors on the
spiritual survival of employees is stronger in retail than that
in finance.

Keywords Spiritual leadership - Organizational
citizenship behavior - Multi-sample analysis - Finance
industry - Retail industry

Introduction

In modern society, pressure and anxiety have become the
workplace norm. Workers often suffer from interpersonal
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alienation and exhaustion at work. Leaders experience
overwork and occupational burnout and neglect family and
friends. Abusive language and violence may even occur,
resulting in employees feeling anxious and experiencing
tremendous pressure (Palmer, 1994; Cavanagh, 1999).

How individuals within organizations can maintain
inner and outer balance is an important issue. The basic
entities of existential philosophy—the body (physical), the
mind (logical/rational thought), the heart (emotions/feel-
ings), and the spirit are like the four corners of a table: the
table will be in danger of falling over if one corner is
missing (Moxley 2000). Conventional centralized, stan-
dardized, bureaucratic organization leadership is no longer
sufficient to care for these diverse balance needs of
employees. Spiritual leadership theory (SLT) has arisen to
meet the needs of the times, and is receiving much atten-
tion from management scholars.

According to the definition of Fry et al. (2005), spiritual
leadership refers to the establishment of a learning orga-
nization through the use of employees’ inner motivation for
the purpose of achieving organizational transformation.
The goal of spiritual leadership is to employ the strategies
and empowerment of individuals and teams to establish a
consensus concerning organizational vision and values,
and thereby enhance the organization’s commitment and
performance. Spiritual leadership boosts organizational
performance by combining leaders’ attitudes, values,
and behavior, inspiring employees’ inner motivation, and
causing employees to recognize the meaning of their work
and the call of mission, feel that they can make a differ-
ence, and feel understood and appreciated in their work. In
other words, spiritual leadership is not only able to satisfy
followers’ basic needs, but can also satisfy followers’ high-
level needs, and can help employees transcend the view of
work as an exchange of benefits, and instead realize that
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they are working for their own inner values and sense of
meaning (Reave 2005).

Many studies have investigated the relationship between
leadership and organizational citizenship behavior. How-
ever, few studies have explored the impact of spiritual
leadership on organizational citizenship behavior. This
study suggests that spiritual leadership increases the
intrinsic value and meaning of work and makes employees
feel a sense of membership in the organization, helping
them exhibit beneficial organizational citizenship behav-
iors and enhancing enterprise competitive advantage. Fur-
ther investigation of the topic is necessary.

In studying spiritual leadership, Fry et al. (2005) used
soldiers as test subjects. Could the results be generalized
to other industries? The two major service industries in
Taiwan are finance and retail. This study investigates
implementing spiritual leadership in these two industries
and compares the impact of spiritual leadership on orga-
nizational citizenship behavior to determine the possibility
of generalizing and applying spiritual leadership to other
industries.

Research Framework and Hypotheses

Based on the discussions of Fry et al. (2005), spiritual
leadership includes vision, hope/faith, altruistic love,
meaning/calling, and membership. The first three are val-
ues, attitudes, and behaviors of leaders; the last two are
feelings of spiritual survival generated through meaning/
calling and membership. The first three items of spiritual
leadership affect the last two items. Experiencing the
meaning of work and a sense of membership in the orga-
nization strengthens employees’ intrinsic motivations and
then makes employees demonstrating citizenship behaviors
(altruism and conscientiousness) that benefit the organiza-
tion. Figure 1 shows the research framework of this study.

Spiritual Leadership

An examination of spiritual leadership requires under-
standing the research context. Lawrence and Duggal (2001,
p- 304) suggest that “spiritual dimension is intrinsic to any
culture, and in many cultures almost inextricably entwined

leader’s spiritual altruism

leadership spiritual survival
vision [ membership
hope/faith meaning/calling
altruistic love

conscientiousness

Fig. 1 Research framework
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with conduct, morality, personal expectations and concepts
of shame and psychological and social reward”. Previous
studies relating to spirituality considered the needs for self-
actualization, interpersonal relationships, and the pursuit
for meaning, purpose, and hope. The studies suggested a
spiritually healthy person would create intrinsic motiva-
tions, be full of hope, be firm about beliefs, and devoted to
pursuing meaningful work, living, and life goals (Ross
1995; Lawrence and Duggal 2001). Spirituality is an
important characteristic within individuals; some scholars
introduced the concept of spirituality in workplace man-
agement, recognizing that employees need to explore the
meaning of work, life purposes, and good interpersonal
relationships (Milliman et al. 1999; Wagner-Marsh and
Conley 1999). An organization that values spirituality has
the following characteristics: visions and goals of the
organization engender intrinsic meaning for employees;
emphasizing employee development; emphasizing the
cultural values of trust and honesty; offering employee
empowerment; and giving employees opportunities to
express opinions.

Leadership studies have paid attention to the concept of
spirituality in the study of leadership. The initial direction
has been to determine the spiritual characteristics of
effective leaders. For example, Fairholm (1997) pointed
out that effective leaders have higher intrinsic beliefs and
higher intellectual abilities. They have the ability of help-
ing people escape feelings of subordination. They value
personal meaning, personal values, and life purpose. Reave
(2005) reviewed 150 related studies about effective lead-
ership, to find universal spiritual qualities (integrity, hon-
esty, modesty) and behavior (respect toward others, fair
treatment, love and care, recognition of contribution, lis-
tening and response, self-reflection) of successful leaders.
However, Fry (2003) was the first to combine the concepts
of spirituality (individual psychological characteristic) and
leadership (external behaviors of leading groups effectively
to achieve organizational goals). Fry proposed the cause
and effect model of “spiritual leadership” and Fry et al.
(2005) recognized the U.S. Air Force as the investigation
sample to exemplify the SLT proposed in 2003. The results
showed that the goodness of fit between the data and the
theoretical model reached a statistically acceptable stan-
dard and proved that spiritual leadership style has a
significant effect on organizational commitment and pro-
ductivity of employees.

Researchers of SLT summarized and compared previ-
ous studies and discovered that: (1) Previous leadership
theories discussed the intrinsic needs of subordinates.
Discussions on satisfying the individual high-level needs
were lacking. For example, social needs, esteem needs,
and self-actualization needs in Maslow’s hierarchy of
needs can be transformed to be continuous intrinsic
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motivations. (2) Previous studies rarely discussed the
relationship between intrinsic values and the behaviors of
leaders, or the value system on which the organizational
culture placed much emphasis. (3) A clear relationship
between intrinsic motivations of subordinates and orga-
nizational outcome was lacking (Fry 2003; Fry et al.
2005; Reave 2005).

Spiritual leadership theory combines the motivation-
based perspectives in some previous leadership theories
(e.g., the emphases on intrinsic motivation of transforma-
tional and charismatic leadership) with the religious-based
perspective (e.g., religions and spirituality place great
emphasis on giving care and love toward others), the ethic-
based perspective (e.g., treating organizational stakehold-
ers or customers with service and responsible attitudes),
and the value-based perspective (e.g., fostering an organi-
zational culture that values employees’ meaning of work
and friendly interpersonal relationships). SLT defines
spiritual leadership as it “comprises the values, attitudes,
and behaviors that one must adopt in intrinsically moti-
vating one’s self and others so that both have a sense of
spiritual survival through calling and membership” and “it
relates to increasing levels of intrinsic motivation, com-
mitment, productivity, and well-being” (Fry et al. 2005,
p. 836).

This theory suggests that leaders establish a vision that
calls for intrinsic self-significance and self-value of
employees. This calling is not an external behavior, but
makes employees feel that the tasks are special and
meaningful. The leader exhibits a confident attitude that the
vision is achievable to inspire employees with confidence
in the vision. The leader establishes the value of mutual
care in the organizational culture and emphasizes caring
and respectful behaviors toward employees to make
employees feel understood and appreciated, creating a
sense of membership in the organization. This feeling is the
intrinsic reward for employee to create firmer beliefs and
encourage the pursuit of a meaningful organizational
vision.

The cause and effect model proposed by Fry (2003) and
Fry et al. (2005) are by far the most representative of SLT.
Therefore, this study adopted the definition and the mea-
surement tool of spiritual leadership proposed by Fry and
employed SLT as the basis of logical thinking to investi-
gate its relationship with organizational citizenship
behaviors. The investigation compared different industries
to inspect the effect of generalization.

The Process Effects of Spiritual Leadership
In the theory of spiritual leadership, Fry et al. (2005) pro-

posed five important dimensions defined as follows: (1)
Vision: describing the future path of the organization and

explaining the reasons for taking the path; defining self-
positioning and self-behaviors; valuing the process of
drafting the vision; hoping to construct a vision that calls for
feelings of meaningfulness in employees; (2) Hope/Faith:
affirming expectations; believing firmly that the vision/
purpose/mission of the organization can be achieved; (3)
Altruistic love: creating a sense of completeness, harmony,
blissfulness through care, love, and appreciation of self and
others; (4) Meaning/Calling: feelings that the life of an
individual is meaningful, valuable, and capable of great
achievements; (5) Membership: feelings of being under-
stood and appreciated. If leaders and employees together
create a meaningful vision, employees feel the work and life
are special and meaningful. The employee care values and
behaviors insisted on by leaders make employees feel a
sense of membership in the organization and creates a
culture that values mutual care. In addition, leaders’ con-
fidence in achieving the vision and the care for employees
leads employees to work for the vision.

Discussing the relationship between leaders and subor-
dinates from the perspective of the exchange theory means
the relationship is a relationship-oriented exchange rela-
tionship. Leaders and subordinates form this exchange
relationship primarily because they exchange the organi-
zation-specific skills, trust, and effective engagement. The
relationship requires a long time mutual adjustment process
to complete. When leaders show positive effective
engagement and provide assistance for the mission, sub-
ordinates feel valued and respected, and in turn exhibit
positive effective engagement and seek to reciprocate the
leaders or the organization (MacNeil 1985; Rousseau and
Parks 1992; Robinson et al. 1994; Morrison and Robinson
1997). Therefore, this study suggests that in spiritual
leadership, leaders’ values, attitudes, and behaviors make
employees’ work meaningful and gives them a sense of
membership in the organization. This study proposes the
following hypothesis:

H1 Leaders’ spiritual leadership positively affects
employees’ perception of meaning/calling and membership.

Spiritual Leadership and Organizational Citizenship
Behavior

Organizational citizenship behavior refers to an individ-
ual’s autonomous behavior that facilitates an organization
to function effectively (Organ 1988). Research for the past
20 years has widely studied organizational citizenship
behaviors (Organ et al. 2006; Podsakoff et al. 2000).
Champoux (2000) and Mayfield and Mayfield (2002)
pointed out that leader’s caring behaviors toward the
employees make employees emotionally attach to the
organization, and be willing to stay in the organization.
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Moorman et al. (1988) pointed out that leaders’ respectful
behaviors cause employees to feel valuable and important
in the organization, making them willing to exhibit orga-
nizational citizenship behaviors. Williams and Anderson
(1991) divided organizational citizenship behaviors into
two types, including organizational citizenship behaviors
toward an individual (i.e., behaviors that are directly
helpful to a specific individual and indirectly contribute to
the organization) and organizational citizenship behaviors
toward an organization or a team (i.e., behaviors that
directly contribute to the organization).

Based on the content, this study classifies organizational
citizenship behaviors as altruism toward colleagues and
conscientiousness toward the organization, and suggests
that spiritual leadership makes employees aware of the
meaning and value of the work, enabling them to find
satisfaction in assisting others and completing the tasks
with diligence. Spiritual leadership also imparts a high
degree of organizational membership to employees. In a
harmonious organizational atmosphere, employees are
willing to help others at work and complete tasks with
diligence. Therefore, this study proposes that under spiri-
tual leadership, employee response positively affects
organizational citizenship behaviors.

H2 Employees’ perception of meaning/calling and
membership positively affects employees’ altruism toward
colleagues.

H3 Employees’ perception of meaning/calling and mem-
bership positively affects employees’ conscientiousness.

Research Method
Sample and Data Collection

According to governmental statistics in Taiwan in recent
decades, service industry and financial/banking industries
developed vigorously. The statistics by the end of 2007 in
Small and Medium Enterprise Administration of The
Ministry of Economic Affairs (2008 White Book of Small
and Medium Enterprises) revealed the companies in ser-
vice industry and financial/banking industry in Taiwan
reaches a ratio of 79% of the total SMEs, and the employee
population is 58%.

Through purposive and convenience sampling, the
samples for this study were recruited from two service
industries, including (1) the retailing-service industries,
and (2) the financial-service industries. A total of 28 major
companies participated in the survey, and the number of
valid samples was 466. The background characteristics of
the sample were as follows. There were 239 retailing
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service industry samples, and 227 financial service industry
samples.

Basic information of samples from the retail industry:
Age: Mean = 34.26, standard deviation = 9.07, ranging
from 20 to 60; Gender: Male = 121 (50.6%), Female =
116 (48.5%); Work experience: Mean = 10.17, Standard
deviation = 7.91, ranging from 0.5 to 30. Basic infor-
mation of samples from the finance industry: Age:
Mean = 36.90, Standard deviation = 8.23, ranging from
22 to 60; Gender: Male = 130 (57.2%), Female = 95%
(41.9); Work experience: Mean = 12.37, Standard devia-
tion = 7.79, ranging from 0.5 to 40. For both industries,
most of the respondents have an educational level equal or
higher than college in retail (76.5%) and finance (90.7%)
industries. Regarding the organization scale, the retail
industry contained about equal ratio of small (the capital is
lower than NTD 80 million, 53.5%) and large companies
(the capital is higher than NTD 80 million, 46.5%), while
more than 90.2% of the finance industry samples were
large companies. About 60% of the employees in the
total sample were positioned as general staff in their
organizations.

Measures

The questionnaire included three parts, including spiritual
leadership, organizational citizenship behavior, and basic
demographic information. Apart from basic demographic
information, the assessments in all parts utilized a 5-point
Likert-type scale from ‘strongly disagree’ (1) to ‘strongly
agree’ (5). This study conducted a translation test for the
scale. The English questionnaire was translated into Chi-
nese, and an expert was asked to translate the Chinese into
English. Two foreign language experts examined the con-
sistency level between the original English questionnaires
and the translated English questionnaires. Questions with a
low consistency level went through the translation test
again.

Spiritual leadership includes vision, hope/faith, altruistic
love, meaning/calling, and membership. The vision section
of the questionnaire measured whether an organization
creates a vision that calls for feelings of meaningfulness in
employees (5 items). Hope/faith measured employee
affirmation for expected tasks and the firm belief that the
vision/purpose/mission of the organization could be
achieved (5 items). Altruistic love measured the altruistic
love of organizations and leaders toward the employees
(7 items). Meaning/calling measured employees’ feelings of
meaningfulness toward work (4 items). Membership mea-
sured employees’ feelings of being understood and appre-
ciated (5 items). This study adopted the spiritual leadership
scale created by Fry et al. (2005), totaling 26 items.
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Williams and Anderson (1991) divided organizational
citizenship behaviors into two types, including organiza-
tional citizenship behaviors toward an individual and
organizational citizenship behaviors toward an organiza-
tion or a team, that is, altruism toward colleagues and
conscientiousness. Altruism toward colleagues measured
the behaviors that employees exhibited to assist colleagues
to deal with work problems, totaling four items. Consci-
entiousness measured employees’ behaviors to take the
initiative to exceed requirements, obey organizational
rules, and strive to complete the own tasks, totaling five
items.

Analyses and Result
Reliability and Validity

This study used LISREL 8.72 to analyze the research
model. The measurement model of all constructs first
assessed the adequacy of each multi-item scale in capturing
its construct. This research checked internal consistency
reliability, convergent validity and discriminant validity
before testing the hypotheses via the causal model
(Anderson and Gerbing 1988). First, according to confir-
matory factor analysis (CFA), this research deleted no
items of spiritual leadership. Spiritual leadership (leader)
totaled seventeen questions within three sub-dimensions.
Spiritual survival totaled nine questions within two sub-
dimensions. We used CFA of the first order and the second
order, respectively. According to Marsh and Hocevar
(1985), by calculating the target coefficient’ this work
compares CFA of the first order and the second order to
decide the fitness with data. The 7 value that is closer to 1
implies that the second order CFA can replace the first
order CFA, making the model more precise. The T values
of spiritual leadership (leader) are 1 for both finance
(339.07/339.07) and retail (345.07/345.07) industries. The
T values of spiritual survival are 1 for both finance (131.36/
131.36) and retail (125.89/125.89) industries. The fitness
indexes of second order CFA of spiritual leadership and
spiritual survival for both industries reveal the fitness is
good. Therefore, this study takes the results of second order
CFA to implement structural model analyses.

Secondly, the study includes CFA of all constructs and
deletes one item in conscientiousness. Although the chi-
square values were significant, the other fit indices showed a
good fit for finance sample (7 (59) = 175.78, p = 0.00;
root mean square error of approximation [RMSEA] = 0.09;
root mean square residual [RMR] = 0.04; normed fit index,

! Target coefficient (7) = first order-measurement model xz/second—
order measurement model 12'

[NFI] = 0.96; comparative fit index [CFI] = 0.97; good-
ness-of-fit index [GFI] = 0.89; adjusted goodness-of-fit
index [AGFI] = 0.84) and retail sample (12 59) = 17141,
p = 0.00; RMSEA = 0.08; RMR = 0.03; NFI = 0.95;
CFI = 0.97; GFI = 0.90; AGFI = 0.85). In the reliability
aspect, according to the result of Table 1, the Cronbach o of
each variable is between 0.70 and 0.94 for finance sample
(between 0.76 and 0.93 for retail sample), above 0.70 rec-
ommended by Nunnally and Bernstein (1994). The com-
posite reliability (CR) of measurable variable is between
0.72 and 0.94 for finance sample (between 0.78 and 0.93 for
retail sample), above 0.6 recommended by Bagozzi and Yi
(1988) and Fornell and Larcker (1981), revealing that the
research variables are in the acceptable range.

Finally, this work measures validity according to con-
vergent validity and discriminant validity proposed by
Anderson and Gerbing (1988). Table 1 shows that the
factor loading ¢ value is between 9.01 and 18.13 for finance
sample (between 7.60 and 18.48 for retail sample), and
each measurable variable reaches significance. The average
variance extracted (AVE) of measurable variable is
between 0.54 and 0.80 for finance sample (between 0.50
and 0.76 for retail sample), above 0.5 recommended by
Fornell and Larcker (1981). This measurement model,
therefore, has good convergent validity.

The discriminant validity was first checked by forcing
the estimated correlation coefficient (};) to be one
between two constructs, and then conducting chi-square
difference tests (Andersonand and Gerbing 1988). All
chi-square differences were highly significant. Moreover,
the square root of AVE for each pair of constructs was
compared with the correlation between them. As Table 2
shows, all the square root of AVE values exceeded the
correlation values. Theses results support the discriminant
validity.

Hypotheses Testing

After the test of reliability and validity, we move on to
conduct structural model analysis. Although the chi-square
values were significant for finance sample (;(2 61) =
176.56, p = 0.00) and retail sample (12 (61) = 171.42,
p = 0.00), the model fit was still good because it can easily
be rejected if the number of the sample is large (Bentler
and Bonett, 1980), and other fit indices showed a good
fit for finance sample (}*/df = 2.89; RMSEA = 0.09;
RMR = 0.04; NFI =0.96; CFI =0.97; GFI = 0.89;
AGFI = 0.84) and retail sample (ledf = 2.81; RMSEA =
0.08; RMR = 0.03; NFI = 0.95; CFI = 0.97; GFI = 0.90;
AGFI = 0.85). Table 3 revealed the results.

According to the results, leader’s spiritual leadership
has positive impact on spiritual survival both finance
(y11 =087, r=28.60, p<0.01) and retail sample
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Table 1 The reliability and validity analysis of each measurable variable

Index Mean Standard deviation Factor loading t value CR AVE Cronbach o
Vision 3.52 (3.58) 0.77 (0.80) 0.86 (0.86) 15.82 (16.26) 0.90 (0.89) 0.75 (0.73) 0.90 (0.88)
Hope/Faith 3.77 (3.77) 0.79 (0.77) 0.89 (0.91) 16.48 (17.64)
Altruistic love 3.36 (3.44) 0.84 (0.84) 0.85 (0.79) 15.33 (14.27)
Meaning/Calling 3.94 (3.86) 0.76 (0.77) 0.62 (0.85) 9.61 (15.31) 0.72 (0.81) 0.57 (0.69) 0.70 (0.80)
Membership 3.44 (3.53) 0.77 (0.81) 0.87 (0.81) 14.01 (14.28)
Altruism 1 4.28 (4.18) 0.66 (0.78) 0.88 (0.86) 16.77 (16.53) 0.94 (0.93) 0.80 (0.76) 0.94 (0.93)
Altruism 2 4.33 (4.22) 0.65 (0.75) 0.89 (0.92) 16.86 (18.48)
Altruism 3 4.26 (4.15) 0.69 (0.74) 0.93 (0.86) 18.13 (16.42)
Altruism 4 4.32 (4.28) 0.65 (0.69) 0.87 (0.85) 16.42 (16.12)
Conscientiousness 1 3.99 (3.84) 0.68 (0.75) 0.71 (0.68) 11.66 (11.08) 0.82 (0.78) 0.54 (0.50) 0.80 (0.76)
Conscientiousness 2 3.95 (3.83) 0.91 (0.95) 0.71 (0.66) 11.78 (10.73)
Conscientiousness 3 4.14 3.97) 0.70 (0.75) 0.90 (0.87) 16.35 (15.64)
Conscientiousness 4 3.77 (3.59) 0.83 (0.94) 0.58 (0.49) 9.01 (7.60)
The data of retail sample is in parentheses
gj\giiin’l\:ﬁn&s&;iirjn Spiritual leadership  Spiritual survival  Altruism Conscientiousness
matrix of constructs Spiritual leadership ~ 0.87 (0.85)

Spiritual survival 0.67** (0.78*%*) 0.75 (0.83)
The square root of AVE is on Altruism 0.34%% (0.41%*) 0.48%* (0.49%%*) 0.89 (0.87)
the diagonal. The data of retail Conscientiousness 0.39%* (0.36%*%) 0.53%%* (0.44%%) 0.64*%* (0.62**)  0.73 (0.71)
sample is in parentheses Mean 3.56 (3.60) 3.69 (3.70) 429 (4.19) 3.96 (3.81)
*# Correlation is significant at Standard deviation  0.73 (0.71) 0.66 (0.72) 0.61 (0.70) 0.62 (0.66)
the 0.01 level (two-tailed)
Table 3 Estimates of path coefficients in single sample
Hypotheses Path Parameter Completely t Value

standardized estimates

H1 Leader’s spiritual leadership — follower’s spiritual leadership Y11 0.87(0.87) 8.60%*%(13.54%%*)
H2 Follower’s spiritual leadership — altruism B 0.45(0.56) 5.64%%(8.14%%*)
H3 Follower’s spiritual leadership — conscientiousness B 0.22(0.18) 3.31%%(2.60%%)

The data of retail sample is in parentheses
* p <0.05; ** p < 0.01

(y11 = 0.87, t = 13.54, p < 0.01). Therefore, H1 are sup-
ported. Moreover, spiritual survival has positive impact on
altruism (f;; = 045, =564, p <0.01; fy; = 0.56,
t = 8.14, p <0.01) and Conscientiousness (f3; = 0.22,
t =331, p<0.01; f3; =0.18, t =2.60, p <0.01) for
finance and retail samples respectively. Therefore, H2 and
H3 are supported.

Multi-sample analysis
This study investigated the possibility of generalizing and

applying spiritual leadership to different industries and
examined Taiwan’s finance and retail industries, using
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LISRELS.72 for comparison between industries. Table 4
shows the results. Model 1 is the result of two completely
non-equivalent modes; model 2 sets 7, as equal; model 3
sets f»; as equal; model 4 sets f§3; as equal. Through the
chi-square difference test, this study discovered that only
model 2 and model 1 have a significant difference (the
threshold value of 13195( 1) is 3.84). Behavioral characteristic
of leaders with spiritual leadership have a positive influ-
ence on the meaning/calling and membership of employees
in finance and retail industries; however, the level of
influence differs. The result of model 1 showed that the
effect on the retail industry (y;; = 0.98, ¢ = 13.54,
p <0.01) was greater than on the finance industry
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(y11 = 0.72, t = 8.60, p < 0.01). The results indicated that
spiritual leadership has effects on industries. However, the
applying spiritual leadership to the retail industry resulted
in stronger reactions from employees.

Discussion and Recommendation
Discussion

This study investigated the impact of spiritual leadership on
organizational citizenship behavior and conducted com-
parative research between finance and retail industries to
understand the impact of generalizing and applying spiritual
leadership to different industries and analysing the impact.

Fry et al. (2005) used soldiers as research subjects. In the
future research, they suggested applying spiritual leadership
to manufacturing or service industries to further validate the
SLT. This study applies the theory to service industries. The
results showed that the behavioral characteristics of leaders
with spiritual leadership had positive impacts on meaning/
calling and membership of the employees, and further
confirmed the process perspective of the SLT and the
generalization of applying the theory to different industries.
Leaders’ values, attitudes, and behaviors (i.e. the vision,
hope/faith, and altruistic love in spiritual leadership),
through such a process facilitated employees’ needs for
spiritual survival (i.e. meaning/calling and membership), to
transform a bureaucratic organization to a learning organi-
zation, enabling the organization to meet the challenges of a
changing competitive environment.

When employees experienced meaningful work and a
sense of membership toward the organization, this study
found the intrinsic motivation effects facilitated employees
to perform excellent organizational citizenship behaviors,
including the altruism of assisting co-workers and the
responsible conscientiousness of individuals. The effect on
the two samples reached a significant level; the effect of
altruism toward colleagues was especially stronger. This
study suggested that employees experiencing a sense of
membership toward an organization would generate the
feeling of an extended family in the organization. The
feeling is conducive to performing altruistic citizenship
behaviors, making employees more willing to help solve

Table 4 Multiple-sample analysis

Model Chi-square DF Chi-square F
Model 1 347.98 122

Model 2 (y;; equal) 354.94 123 6.96 1
Model 3 (f3,; equal) 347.94 123 —0.04 1
Model 4 (f3; equal) 347.63 123 —0.35 1

Chi-square and F are the result that each Model minus Model 1

co-workers’ problems. Therefore, the impact on altruism is
stronger than conscientiousness.

Finally, this study found that the effects of spiritual
leadership differed in different industries. Leaders’ values,
attitudes, and behaviors had impacts on the spiritual sur-
vival of employees. The effect in the retail industry was
stronger, possibly caused by the difference in industries.
The finance service is primarily an intangible service. In
terms of the organizational scale, 90.2% are large enter-
prises and 9.8% are small and medium enterprises. The
educational backgrounds of the employees are 9.2% with a
high school diploma, 28.6% with a college diploma, and
62.1% with a university degree or above. The retail
industry sells tangible products. In terms of the organiza-
tional scale, 46.5% are large enterprises and 53.5% are
small and medium enterprises. The educational back-
grounds of the employees are 23.5% with a high school
diploma, 29.0% with a college diploma, and 47.5% with a
university degree or above. In the finance industry, most
enterprises are large, and employees have higher educa-
tional backgrounds. For large enterprises, organizations are
large and the division of work is finer. Employees with
high educational backgrounds possibly have a higher level
of needs. Creating feelings of meaningfulness in employees
toward work and a sense of membership to the organization
would be rather difficult; therefore, large enterprises gen-
erated different results. Exploring the difficulty for spiritual
leadership to have effects on large enterprises and
employees with high educational backgrounds is worth-
while for further investigations.

Managerial Implications

This study effectively applied spiritual leadership to the
finance and retail industries. Therefore, field practitioners
should use and apply the theory to enhance the competitive
advantage of enterprises. According to the elaborations of
Fry (2003) and Fry et al. (2005) toward spiritual leadership,
when enterprises applied spiritual leadership, they first
employed the appreciative inquiry process. Leaders and the
executive team developed an effective vision, which gave
individuals feelings of a calling, finding meaning in life,
and creating a different life. The process of developing a
vision forms the value of altruistic love. Through hope/
faith in the vision, leaders, individuals, and team members
persevered to achieve a challenging organizational goal.
Spiritual leadership facilitated employees’ spiritual feel-
ings, helping employees experience meaningful work and a
sense of membership toward the organization and influ-
enced employees’ organizational citizenship behaviors.
Therefore, to apply spiritual leadership, an organization
must clearly understand how to execute the appreciative
inquiry process. Enterprises should know whether the
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employees understand the vision, whether the entire orga-
nization is transformed from a bureaucratic organization to
a learning organization, and whether employees feel cared
by the organization and the leaders. The organization needs
to form a caring organizational culture, conducive to the
developing organizational citizenship behaviors.

Further Research

This study found that the influence of leaders’ values,
attitudes, and behaviors on employee’s spiritual survival is
particularly stronger in the retail industry. Although this
study discusses possible reasons, future research can
investigate relevant moderating variables to understand
whether differences in products, characteristics of
employees’ tasks, industry structure, or other factors cause
the interferences.

Secondly, this study investigated the impact of spiritual
leadership on organizational citizenship behaviors. Fry
et al. (2005), suggested that future research consider other
outcome variables, such as whether spiritual leadership
influences employee behaviors of executing corporate
social responsibilities, and the effect that spiritual leader-
ship has on financial performances.

Thirdly, this study investigated spiritual leadership in
the finance and retail industry, and conducted comparative
research. Future research can investigate other manufac-
turing and service industries, making spiritual leadership
applicable to more industries.

Finally, possibly due to differences in cultures, spiritual
leadership generated different effects. Therefore, future
research can investigate moderating effects of cultural and
social factors on the relationships between spiritual lead-
ership and outcome variables, and conduct transnational
comparative research.
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