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Abstract
The role and influence of workplace spirituality on individual and organisational outcomes continue to draw attention among 
management scholars. Despite this increased attention, extant literature has yielded limited insights particularly into the 
impact and influence processes of workplace spirituality on performance outcomes at both the individual and unit levels of 
analysis. Addressing this gap in research, we proposed and tested a multilevel model, underpinned by social cognitive theory, 
that examines the processes linking perceptions of workplace spirituality and performance outcomes at the individual and 
organisational level of analysis. Data were obtained from 51 branches of a retail organisation in the United Kingdom. Results 
from structural equation modelling analysis revealed three salient findings. First, workplace spirituality was positively related 
to ethical climate, prosocial motivation, and moral judgment. Second, ethical climate partially mediated the relationship 
between workplace spirituality and prosocial motivation and moral judgment, respectively. Third, aggregated ethical climate 
significantly relates to branch-level helping behaviour and service performance.

Keywords  Workplace spirituality · Ethical climate · Moral judgment · Prosocial motivation · Helping behaviour · Service 
performance

Introduction

The dynamic and unstable business environment caused 
by the current tumultuous societal and political landscape, 
coupled with the increasingly global world of work, has 
underscored the criticality of promoting an organisational 
culture that fosters employee well-being, engagement and 
performance (e.g. Petchsawang and Mclean 2017). One such 
cultural practice that has received increased research atten-
tion is workplace spirituality defined as ‘a framework of 
organisational values evidenced in the culture that promotes 

employees’ experience of transcendence through the work 
process, facilitating their sense of being connected to oth-
ers in a way that provides feelings of completeness and joy 
(Giacalone and Jurkiewicz 2003, p. 13).

The surge in interest in workplace spirituality has resulted 
in the development of numerous theories and scholarly 
work into its outcomes (e.g. Kolodinsky et al. 2008; Mil-
liman et al. 2003; Pawar 2009). Predominantly, research 
has focused on the positive impact of workplace spirituality 
on employee work attitudes such as increased job satisfac-
tion (e.g. Lee et al. 2014), employee engagement (e.g. Roof 
2015), organisational commitment, reduced intention to quit 
(e.g. Gatling et al. 2016) and decline in deviant behaviours 
(e.g. Ahmad and Omar 2014). Few studies have examined 
its impact on group-level outcomes such as organisational 
productivity (Fry and Matherly 2006a), and work unit per-
formance (Duchon and Plowman 2005). Alongside these 
scholarly articles noting the positive effect of workplace 
spirituality on outcomes, there is also a growing body of 
critical scholars arguing the potential harmful effect of 
organisations using spirituality as a tool for increasing 
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organisational performance (e.g. Houghton et  al. 2016; 
Kamoche and Pinnington 2012).

Despite the scholarly contributions of existing studies, 
there is still an evident dearth in research on the topic which 
limits the extension, development and application of the con-
cept (Gatling et al. 2016; Pawar 2014). Scholars have noted 
these inadequacies in existing research and have suggested 
future research requirements to enhance our understand-
ing of the topic (cf. Pawar 2014). Below, we outline four 
research requirements expressed in the existing literature 
that would help in positioning the present study.

First, although early research noted that ‘‘theory concep-
tualization appears to be stronger than empirical evidence’’ 
in spirituality literature? (de Klerk 2005, p. 65), to date, 
this limitation still exists, hence the requirement for greater 
emphasis on empirical studies. Indeed, Giacalone (2012) 
highlighted the increasing need for more evidence-based 
empirical research into the impact of spirituality on organi-
sational life.

Second, Sheep (2006, p. 371) notes that workplace spir-
ituality’s ‘‘inclusion in established research streams is long 
overdue’’ and also suggests that future research should 
empirically test the relationships among ethical work cli-
mate combinations and ethical dilemmas of workplace 
spirituality as an important step in theory building. His 
suggestion is similar to Parboteeah and Cullen (2003), and 
more recently Lee et al. (2014) who proposed relationships 
between workplace spirituality and ethical work climate. 
Despite these suggestions and the theoretically established 
importance of antecedents to organisational ethical climate 
(e.g. Wang and Hsieh 2013; Demirtas and Akdogan 2015), 
no research to our knowledge has examined the impact of 
workplace spirituality in creating an ethical climate which 
could in turn influence individual- and organisational-
level outcomes. Research conducted by Vitell et al. (2016) 
examined spirituality and ethics. Focusing on consumer 
spirituality, their results showed that the more spiritual an 
individual consumer is, the more likely that consumer is 
to be ethically predisposed. Indeed, spiritual experiences 
play a vital role in influencing the ethicality of decisions 
(Zsolnai 2011) as it helps individuals transcend narrow 
self-conceptions and exercise genuine empathy with oth-
ers (e.g. moral judgement), hence taking an all-compassing 
perspective. Workplace spirituality, in particular, promotes 
a culture where individuals are encouraged to have an inner 
experience of interconnectedness with all living things (cf. 
Bouckaert and Zsolnai 2012). By so doing, it helps employ-
ees distance themselves from the pressures and routines of 
work, restores intrinsic motivation (such as prosocial moti-
vation) and consequently employees develop innovative 
ethical ideas and practices (Bouckaert and Zsolnai 2012). 
The overarching argument (examined in this paper) there-
fore is that workplace spirituality is an essential tool needed 

for an organisation to build an ethical climate; encourages 
employees to engage in moral self-regulation, and promotes 
a culture of prosocial motivation.

Third, the equivocality of the documented influence of 
workplace spirituality on outcomes noted above calls for 
more research that explicates the intermediate linkages in 
this relationship. For example, research has proposed work-
place spirituality values, ethical climate (Lee et al. 2014); 
and in few instances examined job satisfaction (Ahmad and 
Omar 2014) and supervisors organisational commitment 
(Gatling et al. 2016) as underlying mechanisms of the influ-
ence of workplace spirituality–outcome relationship. These 
studies however, are few, and have yielded only limited 
insights into the influence of workplace spirituality on indi-
vidual- and organisational-level outcomes. Consequently, 
there is a need for multilevel research to examine simulta-
neously the impact and influence processes of workplace 
spirituality at both the individual and organisational levels. 
This is particularly important if we are to more accurately 
understand how and why individual and organisational influ-
ences shape the performance effects of workplace spiritu-
ality. Thereby providing organisations and their managers 
with actionable knowledge about the importance of creating 
a culture where spirituality at work thrives, and informing 
them on how best to create and sustain that culture for con-
tinuous competitive advantage.

Finally, empirical evidence suggests that in a spiritual 
workplace ‘wellness’ policies lead to enhanced employee 
performance, in the United Kingdom (UK); however, the 
employees’ basic spiritual well-being is deemed not to be 
a workplace issue (Shinde and Fleck 2015). In addition, 
despite the importance of religious beliefs to people in 
the UK, employers and employees traditionally regard the 
workplace as off-limits for any demonstration of faith (Ali 
2010). However, the separation of spirituality and business 
is becoming blurred and as such, the workplace is being 
transformed into an environment where expressions of spir-
ituality and practices are now regarded as more common-
place (Abuznaid 2006). This approach to spirituality in the 
workplace appears to be a matter of acceptance where the 
majority of organisations are beginning to recognise employ-
ees’ basic spiritual well-being (Mitroff 2003; Stokes 2011). 
In spite of this progress, tolerating spirituality in the work-
place is found to be an act of benevolence by some employ-
ers rather than a plain legal structure (Morgan 2005). It is 
therefore imperative that more research into spirituality is 
conducted within the UK in order to highlight its potential 
importance in improving performance.

Accordingly, and grounded in social cognitive theory 
(Bandura 1986; Wood and Bandura 1989), in this study 
using a multilevel model, we examine the impact of work-
place spirituality on ethical climate and its effect on the 
individual-level outcomes of prosocial motivation and moral 
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judgment. We also posit that ethical climate will mediate the 
relationship between workplace spirituality and the individ-
ual-level outcomes, and that aggregated ethical climate will 
influence organisational outcomes of service performance 
and helping behaviour.

By pursuing these objectives, our study contributes to 
the literature in four significant ways. First, it contributes 
to the nascent study of spirituality by identifying workplace 
spirituality as a central antecedent to creating an ethical cli-
mate (c.f. Bouckaert 2015). Business ethics scholars have 
called for more research on factors that could lead to ethical 
climate. Some suggestions by scholars include ethical lead-
ership behaviours (Demirtas and Akdogan 2015); informal 
control methods (Goebel and Weißenberger 2017); human 
resource systems (Manroop et al. 2014) and so on. Despite 
these studies, we still know very little about how ethical 
climates are built (cf. Manroop et al. 2014) and the potential 
of a firm’s workplace spirituality in facilitating the develop-
ment of enhanced ethical climate perceptions.

Second, calls for the development of empirical studies 
focusing on workplace spirituality continue to abound (e.g. 
Afsar and Badir 2017; Geigle 2012). Despite these calls, 
and as noted earlier, few studies exist which have tested the 
effects of workplace spirituality on behaviours and even less 
studies have looked at organisational-level outcomes. More 
focus has been on the effects of spirituality on employee atti-
tudes (e.g. Lee et al. 2014; Shinde and Fleck 2015; Karakas 
and Sarigollu 2017). Among those that exist (e.g. Afsar and 
Badir 2017; Roof 2015; Ahmad and Omar 2014), none have 
explored prosocial motivation and moral judgment as key 
outcomes, particularly when workplace spirituality aids the 
creation of a collective ethical climate. We therefore add to 
the limited research examining behavioural effects of work-
place spirituality.

Third, of the studies that exist, to our knowledge, none 
has tested a multilevel model of the effects of spirituality 
on outcomes, particularly organisational-level outcomes. 
Despite the fact that workplace spirituality is typically con-
sidered a unit/organisational-level construct (Ashmos and 
Duchon 2000), the pathways through which it influences 
performance have usually been examined as the system/
individual level (e.g. Gatling et al. 2016; Roof 2015). Con-
sequently, we do not yet know whether these system-level 
pathways can also account for the influence of workplace 
spirituality on unit-level performance in a service context. 
Our study therefore fills this gap by examining a multilevel 
model to understand the relationship between workplace 
spirituality and outcomes. By adopting a multilevel per-
spective, our study explicitly recognises that individual and 
organisational characteristics combine to influence indi-
vidual and organisational outcomes (Kozlowski and Klein 
2000; Aryee et al. 2012), hence, the integrated nature of 
organisations.

Finally, the majority of empirical studies on workplace 
spirituality have been conducted in other countries particu-
larly in the USA (see review by Geigle 2012) where spiritu-
ality is considered a very important factor in organisational 
life. Fewer studies exist examining workplace spirituality 
within Europe, particularly in the UK. It is therefore impor-
tant to examine these factors within a UK context in order 
to extend knowledge.

Theoretical Framework and Hypotheses 
Development

Social Cognitive Theory

Social cognitive theory (SCT) originates from the health 
sciences and describes a human agency model in which indi-
viduals proactively self-reflect, self-regulate and self-organ-
ise (Bandura 1989). According to Martin et al. (2014), “SCT 
estimates the ability of an individual to engage in a targeted 
behaviour, based on internal and external parameters and 
their interrelationships” (p. 2). Triadic Reciprocity (which 
represents the co-interaction of personal, environmental and 
behavioural factors) is core to this theory (Bandura 1986) 
and acts as regulators and influencers of human behaviour. 
SCT proposes that morality and other psychosocial factors 
(such as working conditions, climate, etc.) explain how 
moral reasoning governs moral conduct (Wood and Bandura 
1989). Thus, ‘‘social cognitive theory adopts an interaction-
ist perspective to moral phenomena’’ and presents a frame-
work in which ‘‘personal factors, such as moral thought and 
affective self-reactions, moral conduct and environmental 
factors all operate as interacting determinants that influence 
each other in determining outcomes’’ (Bandura 1986, p. 2).

More specific, SCT suggests that there are variables 
(internal or external inputs to the system) which act as stim-
uli to promote (or relegate) behaviour (Martin et al. 2014, p. 
2). These variables include, but are not limited to skills train-
ing, observed behaviour, perceived social support and verbal 
persuasion, perceived barriers and obstacles, interpersonal 
states, environmental context, internal and external cues to 
action. Based on SCT, external cues (e.g. workplace spir-
ituality) and internal cues (e.g. individual spirituality) could 
act as influencers of employee behaviours such as engaging 
in prosocial motivation and making judgements which are 
considered moral. Similarly, the environmental context, such 
as having a climate that supports ethical behaviour, is likely 
to influence employees’ behaviours resulting in the predis-
position to behave in an ethical way (e.g. making moral 
judgments). Accordingly, and based on SCT, Wood and 
Bandura (1989) propose that an individual’s beliefs (such 
as their spirituality) and motives form the basis for value 
judgments (e.g. perception of ethical climate) and morality 
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and that their resulting moral conduct (e.g. moral judgment 
and prosocial motivation) reflects both personal factors as 
well as the environment.

Underpinned by SCT, we argue that employees within an 
organisation are influenced by internal and external cues, 
which prompt them to take ethical actions that are beneficial 
to the organisation. Based on Bandura (1986), individuals 
continually regulate their behaviours by self-assessing their 
own standard of conduct in comparison with environmental 
circumstances, which encompasses ethical climate (Domino 
et al. 2009). We also posit that these cues influence the envi-
ronmental context in which the behaviour occurs. Hence, 
when an employee perceives or observes the behaviours of 
fellow colleagues as ethical, it results in their perception of 
the organisation supporting a general ethical climate which 
then triggers resultant ethical behaviours such as prosocial 
motivation, moral judgments, helping behaviours and ser-
vice performance (see Fig. 1 for Theoretical Model).

Hypotheses Development

According to Ashmos and Duchon (2000), workplace spir-
ituality helps people to realise they have an inner and outer 
life, communicate meaning and purpose in work as well as 
provide a sense of community thereby moving beyond one’s 
economic self-interests. These three dimensions: inner life, 
meaningful work, and community highlighted by Ashmos 
and Duchon (2000) are seen as the sine qua non of work-
place spirituality. Parboteeah and Cullen (2003) view work-
place spirituality as involving more than mere fulfilling of 
organisational tasks to viewing work as feeding employees’ 
souls. Ethical climate on the other hand has been defined as 
“prevailing perceptions of typical organisational practices 
and procedures that have ethical content” (Victor and Cul-
len 1988, p. 101). According to Schwepker and Hartline 
(2005), ethical climate is the combined perceptions of an 
organisations ethical values and behaviours as practiced by 

H2a

H4b

H4a

H1Workplace 
Spirituality 

Moral Judgment 

Ethical Climate 

Prosocial Motivation 

H2b

Aggregated 
Ethical Climate  

Helping Behaviour

Service Performance

Individual Level 

Branch Level 

Fig. 1   Proposed theoretical model. H3a posits the mediating role of ethical climate in the relationships between workplace spirituality and moral 
judgement. H3b posits the mediating role of ethical climate in the relationships between workplace spirituality and prosocial motivation
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the employees and can be majorly influenced by a firm’s 
‘written code of ethics’. These code of ethics encompass 
a formal, management-initiated control that sets standards 
of expectations regarding both preferred and problematic 
behaviours (Weaver 1993).

Workplace spirituality expressed through spiritual codes 
can have a positive effect on ethical decision-making and 
the overall ethical climate within an organisation. Spiritual 
codes, according to Parboteeah and Cullen (2003), can offer 
the necessary standards for organisations “to follow a moral-
ity that demands more than following the minimal standards 
of acceptability of conventional business practices” (Jackson 
1999, p. 61). In other words, spirituality can help employees 
handle the challenges of the current work environment and 
produce a work climate conducive to ethical conduct where 
individuals sincerely care for the well-being of everyone 
(Wimbush and Shepard 1994). The link between spiritual-
ity and ethics has been highlighted in the literature (Furnham 
1995; Gunther 2001; Jackson 1999; McKee 2003) with some 
authors arguing spirituality to be a key component of ethical 
behaviour (Gull and Doh 2004; Furnham 1996).

McGhee and Grant (2008) see Aristotelian virtue playing 
a mediating role in the link between spirituality and ethics. 
They argue that the dimensions of spirituality e.g. the inner 
life, sense of purpose and feeling part of a community rep-
resent a regulative ideal (McGhee and Grant 2008) defined 
as the normative disposition which guides an individual’s 
conduct and adjusts his or her motivation (Oakley and Cock-
ing 2001). Spiritual individuals follow their regulative ideal 
focusing more on others’ welfare and acting morally well. 
Overall, spirituality as a personal principle shapes individu-
als’ behaviour when faced with ethical issues by examin-
ing the nature of their work as it relates to their personal 
morality (Giacalone and Jurkiewicz 2003). Such individuals 
through social interactions, which is a key internal environ-
mental consideration (Ferrell and Weaver 1978), can influ-
ence fellow employees’ ethical behaviour thereby creating a 
shared perception of what is ethically right. In other words, 
the ethical conduct of individuals will collectively produce 
an ethical climate (Ashforth and Anand 2003; Carlson and 
Kacmar 1997). We therefore hypothesise:

Hypothesis 1  Workplace spirituality is positively related 
to ethical climate.

Workplace spirituality helps people to gain greater 
insights into the ethical problems they face on a daily basis 
(Gull and Doh 2004). The regulative ideal or the internalised 
view of spirituality guides the way spiritual individuals act. 
It produces a web of specific moral values that represent a 
tendency to be and act in ways that enable a spiritual individ-
ual to strive for moral excellence (McGhee and Grant 2008). 
Moral judgment (i.e. decision as to whether something is 

ethical or not) stems from these moral values rooted in ethi-
cal philosophies which explain how individuals form the 
standards [the regulative ideal] to decide what is morally 
right and wrong (Dubinsky and Loken 1989; Jones 1991; 
Schwepker 1999). The regulative ideal governs the moral 
choices spiritual individuals face in the workplace—moral 
dilemmas that require attention and immediate decisions 
(McGhee and Grant 2008). In other words, judgements, 
motivations and behaviours which conform with the regu-
lative ideal are employed/exercised and the ones that con-
flict are discarded (McGhee and Grant 2008). We therefore 
hypothesize:

Hypothesis 2a  Workplace spirituality is positively related 
to moral judgement.

A key dimension of workplace spirituality is a sense 
of being connected to others i.e. the sense of community 
(Ashmos and Duchon 2000). This dimension operates at the 
group level and relates to the interpersonal relationships at 
work where people see some type of a connection between 
one’s inner self and those of others (Maynard 1992; Miller 
1992; Milliman et al. 2003). This sense of connectedness 
can increase feelings of empathic concern for the welfare of 
others which may motivate individuals to engage in behav-
iours that benefit others (Einolf 2013). This is also supported 
by research which shows that spiritual individuals tend to 
have greater compassion towards others (Sprecher and Fehr 
2005), behave more altruistically and have higher empa-
thy (Saroglou et al. 2005). The tendency to care for other 
people’s interests is referred to as prosocial motivation and 
is viewed in terms of prosocial values or attaching signifi-
cance to maintaining and facilitating well-being of others 
(Schwartz and Bardi 2001). We therefore hypothesize:

Hypothesis 2b  Workplace spirituality is positively related 
to prosocial motivation.

As argued above, spiritual individuals follow their regula-
tive ideal which activates their moral imagination and shapes 
their moral judgment (or behaving in ways that align with 
their internal moral standards) (Gull and Doh 2004; McGhee 
and Grant 2008). They are driven by the sense of meaning 
and purpose, seeing work not just as job but rather a calling. 
This prompts them to promote ethical conduct at individual 
and organisational levels (Johnson 2009) thereby creating 
an ethical climate. Such an atmosphere is essential to the 
individuals moral development besides the personal influ-
ences (Victor and Cullen 1988). It impacts which problems 
are considered ethical, how they are resolved and the attrib-
utes of their resolution (Victor and Cullen 1988). According 
to Kohlberg, an organisation’s “socio-moral atmosphere” is 
critical to the moral judgement and action of its members. 
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For example, in discussing My Lai, Kohlberg (1984, p. 263) 
argued, “The moral choice made by each individual soldier 
who pulled the trigger was embedded in the larger institu-
tional context of the army and its decision-making proce-
dures”. Victor and Cullen (1988) see the concept of moral 
atmosphere analogous to an ethical climate in that it reflects 
the existing norms of the group rather than the individual 
characteristics. Business ethical decision-making models 
also highlight the role of “organisational factors” on indi-
vidual moral or ethical decision-making (Barnett and Vai-
cys 2000). Trevino (1986) argues that individuals usually 
look outside for assistance with the ethical issues, as such 
organisational factors can influence the relationship between 
mental processing and behaviour through organisational 
rules, reinforcements and management’s influence. Given 
our arguments above, we believe ethical climate represents 
a mechanism which enables spiritual individuals to regulate 
their moral judgments. We therefore hypothesize:

Hypothesis 3a  Ethical climate partially mediates the rela-
tionship between workplace spirituality and moral judgment.

Spiritual individuals and workplaces aim to serve mean-
ingful goals (Johnson 2009). This prompts them to place 
high importance on ethical conduct (Johnson 2009). With 
ethics as a top priority, each individual considers the well-
being of others in the workplace (Parboteeah and Kapp 
2008). Group process characteristics which characterise 
an ethical climate such as cooperation, personal attraction 
among members and positive feelings about a task (Wech 
et al. 1998) may contribute in creating the sense of com-
munity. Moreover, an ethical climate where people care for 
each other may produce more cohesive groups and an even 
stronger sense of community (Parboteeah and Cullen 2003). 
Such an ethical climate creates a caring environment where 
members are sensitive and motivated to help and support 
each other (Parboteeah and Cullen 2003). Given our argu-
ments above, we see ethical climate as a mechanism which 
motivates spiritual individuals to care for the well-being of 
others. We therefore hypothesize.

Hypothesis 3b  Ethical climate partially mediates the 
relationship between workplace spirituality and prosocial 
motivation.

Helping behaviour in organisations refers to “voluntar-
ily helping others with, or preventing the occurrence of, 
work- related problems” (Podsakoff et al. 2000, p. 516). It 
is seen as an important form of citizenship behaviour and 
includes acts like altruism, peace-making, cheerleading, 
courtesy and other cooperative, considerate and helpful 
gestures (Podsakoff et al. 1997, 2000; Van Scotter and 
Motowidlo 1996). Since citizenship behaviour (i.e. helping 

behaviour) communicates dynamics between members of 
an organisation, it should be investigated at the collective 
level (Shin and Choi 2010). In the current study, collective 
helping behaviour is conceptualised as the degree to which 
employees of an organisation together engage in helping 
behaviour to establish shared norms and expectations (cf. 
Shin 2012; Nielsen et al. 2012). Such behaviours can be 
impacted by organisational factors such as climate, culture, 
leadership and so on (Somech and Drach-Zahavy 2004). 
For example, research has linked ethical climate to extra-
role behaviours (Leung 2008) which can be explained 
through social exchange theory (Shin 2012). According to 
this theory, employees are likely to reciprocate in positive 
and prosocial ways, if they perceive that being part of the 
organisation contributes to them in a positive and benefi-
cial way (Organ 1988). Therefore, in organisations with a 
strong ethical climate, employees are likely to engage in 
prosocial behaviours in exchange for being treated ethi-
cally and fairly by their organisation (Leung 2008). Given 
the arguments above, it is generally expected that an ethi-
cal climate has a positive relationship with collective help-
ing behaviour.

Hypothesis 4a  Aggregated ethical climate positively 
relates to branch-level collective employee helping 
behaviour.

Although ethical climate is a concept at a macro level, 
its perceptions have consequences for individuals at the 
micro level (Wyld and Jones 1997). The effects of ethical 
climate on the performance of individuals have received 
a lot of attention in the literature (e.g., Schwepker 2001; 
Valentine and Barnett 2003; Weeks et al. 2004). Individual 
employees’ performances aggregate to produce organisa-
tional performance (Bakotić 2016). If the organisation 
adopts the “do the right thing” philosophy and creates 
an ethical climate, it should be mirrored in its policies 
and procedures that align with doing ‘what’s right’ for the 
internal and external customers (Weeks et al. 2004). An 
organisation that champions an ethical climate might give 
high importance to customer service, put in place perfor-
mance measurement systems that assess and reward high 
levels of customer satisfaction and hire employees who 
establish better customer relations through high-quality 
service (Wimbush and Shepard 1994; Weeks et al. 2004). 
Research by Weeks and Nantel (1992) links a well-com-
municated code of ethics to sales force behaviour—sales 
force working in such an environment can be described to 
have relatively high job performance. Likewise, Hunt et al. 
(1989) see ethical values (through commitment) as critical 
to success. We therefore argue:
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Hypothesis 4b  Aggregated ethical climate positively 
relates to branch-level collective employee service 
performance.

Method

Participants and Procedures

The theoretical framework of this study was tested by col-
lecting data from the managers and employees of a large 
multi-million-pound retail chain organisation in the UK, 
consisting of 51 stores nationally and 676 employees. For 
the purpose of this study, survey information was obtained 
from all employees, with Sales and General Managers sur-
vey data collected separately. In the first instance, Sales 
Managers and General Managers were invited to rate 
items of workplace spirituality, the overall service per-
formance and helping behaviour of front-line employees 
and to report the market performance of their stores. Sec-
ondly, the remaining employees were asked to assess their 
perceptions of workplace spirituality and ethical climate 
and to rate their prosocial motivations and moral judg-
ments. The questionnaires were sent out through the inter-
nal email (electronically) to the General Managers and 
Sales Managers in individual branches, who printed them 
off, completed theirs and then distributed the employees’ 
surveys to their respective staff within the branches. To 
retain anonymity and avoid social desirability, the staff 
were allowed to complete the survey in their own time and 
were provided with sealed envelopes in which to return 
the survey.

To address the possibility of common method variance 
bias, we followed remedial procedures suggested by Pod-
sakoff et al. (2003). First, the questionnaire as a whole 
included different response formats: Likert scales with 
different endpoints, open-ended questions, and reversely 
scored items. Second, all the relevant concepts in each 
question were explicitly specified, with examples when 
needed. Third, to avoid social desirability in answering, 
participants were guaranteed response anonymity. Finally, 
as proposed by Frese and Zapf (1988) and applied in 
Huhtala et al. (2015) research, when using multilevel mod-
elling, the individual results are aggregated at the between 
level, which helps to minimise the problem of common 
method variance.

Of the 676 employees, we received a total of 366 sur-
veys from both managers and employees, representing a 
54% response rate. After excluding incomplete surveys, we 
had 62 manager surveys and 304 employee surveys from 
51 stores. Of the 304 employees, 41% (124) were female, 
44.1% (178) were between the ages of 25–42 years, and 
reported an average organisational tenure of 3.58 years 

(s.d. = 1.49). In terms of educational attainment, 30.3% 
(92) had received at least an undergraduate, GCE A Lev-
els or a first degree. With regard to managers, 19.4% (12) 
were female, 64.5% (40) were between the ages of 34 and 
51 years, and reported an average organisational tenure of 
4.51 years (s.d. = 1.24). In terms of educational attainment, 
46.7% (29) had received at least an undergraduate, GCE A 
Levels or a first degree.

Measures

Workplace Spirituality

We measured workplace spirituality using two of the fac-
tors developed by Ashmos and Duchon (2000) and adapted 
by Milliman et al. (2003). The two factors selected for this 
study measure workplace spirituality as a unit-level con-
struct and have previously demonstrated satisfactory levels 
of reliability and validity in other research (e.g. Madden 
et al. 2015). As described in Ashmos and Duchon (2000), 
Factor 1 relies on items that describe ‘informants’ sense of 
their work community (i.e. the extent to which the work 
unit is encouraging and caring), while factor 2 describes 
the extent to which informants identify with the unit’s val-
ues, goals and mission. These two factors capture notions 
of community and meaningful work (Ashmos and Duchon 
2000) Sample items include, “in this organisation, working 
cooperatively with others is valued” (Sense of community; 
α = 0.86); “the organisation I work for cares about whether 
my spirit is energised by my work” (Alignment to organi-
sational values; α = 0.85). The measure was based on a 
7-point likert-type scale ranging from 1 = strongly disagree 
to 7 = strongly agree. The overall alpha reliability in this 
study was 0.92.

Employee Perception of Ethical Climate

We measured employee ethical climate perceptions with an 
adapted version of a 3-item scale developed by Mayer et al. 
(2013), and used by Hansen et al. (2016). Similar to Hansen 
et al. (2016), we chose this measure because it required 
respondents to measure their perceptions regarding the 
ethical climate perceptions of the employees around them, 
thus, reducing the possibility of socially desirable responses. 
A sample item includes, “whether employees support me 
in following my company’s ethical standards”. The scale 
ranged from 1 = strongly disagree to 5 = strongly agree, and 
had a Cronbach alpha of 0.76.

Prosocial Motivation

We assessed prosocial motivation with a five-item scale 
used by Grant and Sumanth (2009), which they adapted 
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from measures of prosocial motivation (Grant 2008a) and 
goal orientation at work (Vande Walle (1997). Given that 
those who benefited from their work were customers, the 
term ‘others’ in the scale was used to refer to customers. 
Items were measured on a 5-point Likert-type scale ranging 
from 1 = strongly disagree to 5 = strongly agree. A sample 
item is “I get energized by working on tasks that have the 
potential to benefit others”. The alpha reliability in this study 
was 0.87.

Moral Judgment

We measured moral judgment by using the business situation 
scenario that was adapted from hypothetical ethical dilem-
mas developed by Frank (2004). This has been applied to 
undergraduate business students by Brown et al. (2010) and 
Wang and Calvano (2015) and fit this study as our focus was 
on examining how employees made moral judgments in a 
business environment rather than within their personal lives. 
The business-related dilemma was whether a business owner 
should inform his or her supplier (a mail-order company) of 
an error on the bill and ask for the correct amount, which 
would be higher than the incorrect bill. The scenario asked 
the respondent to indicate a percentage of how likely they 
would be to respond in a particular way with answers rang-
ing from 0 to 100% of likelihood. Higher percentages indi-
cate a greater propensity to be ethical in decision-making.

Aggregated Ethical Climate

To assess the overall perception of ethical climate for the 
retail company as a whole, we averaged across branches rat-
ings of the individuals to form branch-level ethical climate. 
This approach is consistent with prior studies on service per-
formance which have average individual-level service per-
formance to achieve branch-level performance (e.g. Liao and 
Chuang 2004; Aryee et al. 2012). We also computed intra-
class correlation or ICC(1) and reliability of group mean or 
ICC(2) (Kozlowski and Klein 2000). The ICC(1) was 0.73, 
and the ICC2 was 0.74, F(303, 608) = 4.13, p < 0.001, pro-
viding support for aggregating to the branch level.

Service Performance

Service performance was assessed with seven items adapted 
from Liao and Chuang (2004), which was originally devel-
oped by Borucki and Burke (1999). Similar to Chuang and 
Liao’s (2010) study, items were reworded for managers 
to rate the service performance of their stores as a whole 
(1 = strongly disagree to 7 = strongly agree). An example 
item is that “our employees ask good questions and listen 
to find out what a customer wants”. The alpha reliability in 
this study was 0.65.

Helping Behaviour

Helping behaviour was assessed with a seven-item helping 
subscale of citizenship behaviour developed by Podsakoff 
et al. (1997). Similar to Chuang and Liao’s (2010) study, 
items were reworded for managers to rate the store employ-
ees’ overall helping behaviour (1 = strongly disagree to 
7 = strongly agree). A sample question is “our employees 
willingly give of their time to help co-workers who have 
work-related problems”. The alpha reliability in this study 
was 0.85.

Because service performance and helping behaviour were 
rated by managers across different stores, we calculated aver-
age mean deviation (AD) index to determine the level of 
agreement among manager ratings (Chuang and Liao 2010; 
Burke and Dunlap 2002; Burke et al. 1999). According to 
Burke and Dunlap (2002), the AD index “involves deter-
mining the extent to which each item rating differs from the 
mean (or median) item rating, summing the absolute values 
of these deviations (ignoring plus or minus signs), and divid-
ing the sum by the number of deviations” (p. 160). Similar 
to Chuang and Liao (2010) and as suggested by Burke and 
Dunlap (2002), we adopted an upper-limit cutoff of 0.83 
(c/6, where c indicating the number of response options for 
a measure item) when a 5-point Likert scale is used, with 
smaller indices indicating stronger agreement among raters. 
The AD index for each item of helping behaviour (ranged 
between 0.70 and 0.71), and service performance (ranged 
between 0.53 and 0.54) all showed that the managers at the 
various stores reached an acceptable level of agreement. We 
also computed intraclass correlation or ICC(1) and reliabil-
ity of group mean or ICC(2) (Kozlowski and Klein 2000). 
ICC(1) values were significant for the two variables, with 
the values of 0.78 for helping behaviour, and 0.44 for ser-
vice performance. In addition, ICC(2) values for helping 
behaviour and service performance, were 0.85 and 0.65, 
respectively.

Control Variables. We controlled for respondents’ age, 
gender and ethnicity because previous research has shown 
them to be related to spirituality and various attitudes and 
behaviours (e.g. Roof 2015; Vitell et al. 2016). Gender was 
coded 1 = male and 2 = female; age was coded 1 = 16–24, 
2 = 25–33, 3 = 34–42, 4 = 43–51 and 5 = 52+. Ethnicity was 
coded 1 = Asian, 2 = White British, 3 = Indian, 4 = Pakistani, 
5 = Bangladeshi, 6 = Black Caribbean, 7 = Black British, 
8 = Black African, 9 = Chinese, 10 = Irish, 11 = Mixed race 
and 12 = Other.

Data Analysis

Our model is multilevel in nature, consisting of variables at 
both the branch level (i.e. aggregated ethical climate, helping 
behaviour and service performance) and individual level (i.e. 
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workplace spirituality, perception of ethical climate, proso-
cial motivation and moral judgment). We used structural 
equation modelling (SEM) to test our Hypotheses (i.e. to 
examine the directed and mediated relationships proposed 
in the research model), as recommended by researchers (e.g. 
Chuang and Liao 2010; James et al. 2006; MacKinnon et al. 
2002). This was done using IBM SPSS Amos 23. According 
to MacKinnon et al. (2002), SEM provides a better balance 
of Type I error rates and statistical power by simultaneously 
testing both paths from an independent variable to a media-
tor and from the mediator to the dependent variable (p. 83).

As recommended by Hair et al. (1998), given the sample 
size of the respondents at the branch level, we used Maxi-
mum likelihood estimation procedure, which is deemed an 
appropriate method for smaller sample sizes. Similar to 
other scholars e.g. Chuang and Liao (2010), to increase the 
ratio of sample size to free parameter, we combined the scale 
items to create three “composite” indicators for service per-
formance and helping behaviour, respectively, following the 
procedure by Mathieu and Farr (1991).

To test the hypothesised mediating role of subordi-
nates’  perception of ethical climate, we first assessed the 
following conditions for mediation: (a) The independent var-
iable must be related to the mediator, (b) the mediator must 
be related to the dependent variable and (c) the independent 
variable must have no effect on the dependent variable when 
the mediator is held constant (full mediation) or the effect 
should become significantly smaller (partial mediation; 
Kenny et al. 1998). We compared an alternative partially 
mediated model (adding paths from workplace spiritual-
ity to prosocial motivation and moral judgment) with the 
hypothesized model (fully mediated) to examine the third 
condition of mediation. To further provide a more rigorous 
test, we followed Preacher and Hayes’ (2008) bootstrapping 
procedure for assessing and comparing indirect effects. We 
used AMOS 23.0 (SPSS Inc., 2008) to conduct the simula-
tion and bootstrapping procedures.

To assess model fit in this analysis and throughout this 
article, we adopted the standards from the literature that 
reasonable fit is indicated by comparative fit index (CFI) 
and incremental fit index (IFI) values greater than 0.90 and 
root-mean-square error of approximation (RMSEA) values 
less than 0.10 (Diamantopoulos and Siguaw 2000; Hu and 
Bentler 1995).

Results

Measurement Issues

Prior to testing the statistical model, we conducted a series 
of confirmatory factor analyses (CFA). CFA was used to 
test the fit of the measurement model i.e. whether each of 

the measurement items specified loaded significantly onto 
the latent constructs with which they were associated. Spe-
cifically, we conducted CFA to examine whether workplace 
spirituality (sense of community and organisational values), 
perception of ethical climate, prosocial motivation and moral 
judgment, captured distinct constructs at the individual level 
of analysis. To do this, we first examined a measurement 
model that included all five measures (i.e. workplace spir-
ituality (sense of community and organisational values), 
perception of ethical climate, prosocial motivation and 
moral judgment). We then compared the five-factor meas-
urement model to more parsimonious models that set two of 
the hypothesized five factors to correlate at 1.0 to keep the 
basic measurement model structure equivalent, allowing for 
meaningful Chi-square difference tests.

Results showed that the hypothesized 5-factor measure-
ment model fits the data well, χ2(242, N = 304) = 650.47, 
p < 0.001, CFI = 0.90, IFI = 0.90, RMSEA = 0.07. Rela-
tive to the hypothesized model, the fit for an alternative 
model in which we set the covariance between the percep-
tion of ethical climate and prosocial motivation to be equal 
to 1.0 was worse, χ2(243, N = 304) = 692.77, p < 0.001, 
CFI = 0.89, IFI = 0.89, RMSEA = 0.07; so was that for a 
second alternative model, in which we set the covariance 
between the two workplace spirituality factors (i.e. sense 
of community and organisational values) to be equal to 
1.0, χ2(243, N = 304) = 670.63, p < 0.001, CFI = 0.89, 
IFI = 0.89, RMSEA = 0.08. Similarly, the hypothesized 
five-factor model had a superior fit to a model in which we 
set the covariance between one aspect of spirituality (i.e. 
sense of community) and ethical climate to be equal to 1.0, 
χ2(243, N = 304) = 699.54, p < 0.001, CFI = 0.89, IFI = 0.89, 
RMSEA = 0.08. These results provide support for the discri-
minant validity of our employee self-rated constructs.

Hypothesis Tests

Table 1 presents the means, standard deviations, correlations 
and coefficient alphas (α) among the study variables at the 
individual level. As shown in Table 1, all hypothesized pairs 
of relationships were statistically significant.

Hypothesis 1 suggested that individual-level spirituality 
would be related to ethical climate. As depicted in Fig. 2, 
we found a strong, positive relationship between the work-
place spirituality and perception of ethical climate (γ = 0.89, 
p < 0.01), thus Hypothesis 1 received support.

Hypothesis 2a suggested that workplace spiritual-
ity would be related to moral judgement, and Hypothesis 
2b posited that workplace spirituality would be related to 
prosocial motivation. As depicted in Fig. 2, we found a posi-
tive relationship between workplace spirituality and moral 
judgment (γ = 0.49, p < 0.001) as well as a strong, positive 
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relationship between workplace spirituality and prosocial 
motivation (γ = 0.53, p < 0.001), thus supporting Hypotheses 
2a and 2b.

Hypotheses 4a and 4b posited that aggregated ethical 
climate would positively influence branch-level helping 
behaviour and service performance, respectively. Results 
showed that aggregated ethical climate significantly relates 

to branch-level helping behaviour (γ = 0.51, p < 0.001) and 
branch-level service performance (γ = 0.57, p < 0.001), 
thus supporting Hypotheses 4a and 4b.

Mediation Analysis

Hypotheses 3a and 3b suggested that ethical climate will 
partially mediate the influence of workplace spirituality 

Table 1   Means, standard deviations, reliabilities and intercorrelations among study variables

N = 304. Coefficient alphas are listed in parentheses along the diagonal
*p < 0.05, **p < 0.01 (2-tailed)

Variables M SD 1 2 3 4 5 6 7 8

1 Sense of community 3.07 0.89 (0.93)
2 Alignment to organisational values 3.39 0.88 0.84** (0.88)
3 Perception of ethical climate 4.38 1.00 0.60** 0.65** (0.73)
4 Prosocial motivation 3.42 0.72 0.72** 0.73** 0.66** (0.81)
5 Moral judgment 3.41 0.80 0.50** 0.36** 0.36** 0.56** (0.81)
6 Age 2.08 1.00 − 0.00 0.01 0.02 0.04 0.00 –
7 Gender 1.48 0.50 0.11 0.04 − 0.01 0.05 0.15* − 0.11 –
8 Ethnicity 3.66 1.41 − 0.06 − 0.09 − 0.09 − 0.08 − 0.02 − 0.03 0.07 –
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on moral judgment and prosocial motivation, respectively. 
As noted earlier, we used SEM to test these hypotheses, 
controlling for age, gender and ethnicity. SEM was under-
taken using AMOS 23 to test the mediation Hypotheses. 
Following recent best practice (e.g. Wood et al. 2010; Zhao 
et al. 2010), we conducted two sets of structured equation 
modelling: a full mediation model (in which direct effects 
from workplace spirituality to the two dependent varia-
bles-prosocial motivation and moral judgement were not 
included) and a partial mediation model (where direct paths 
from workplace spirituality to the two dependent variables-
prosocial motivation and moral judgement were included). 
The goodness-of-fit indices for the full mediation model 
were χ2 = 161.45, df = 63, RMSEA = 0.072, IFI = 0.95, 
CFI = 0.95, and for the partial mediation model χ2 = 141.66, 
df = 61, RMSEA = 0.066, IFI = 0.96, CFI = 0.96. The results 
showed that the chi-squared for the partial mediation model 
was significantly smaller (Δχ2 = 19.79, Δdf = 2, p < 0.001) 
than that of the full mediation model. Following James, 
Mulaik and Brett (2006), the partial mediation model was 
accepted as the better model because it slightly improved fit 
over the full mediated model. Additionally, the Akaike Infor-
mation Criterion (AIC: Akaike 1987) values showed that our 
hypothesized partially mediated model had a smaller value 
(AIC = 229.66) than the fully mediated alternative model 
(AIC = 245.45), reinforcing our decision to accept the parsi-
monious hypothesized model as the best-fitting model. Thus, 
providing support for Hypotheses 3a and 3b. Table 2 shows 
the direct and indirect effects of the mediation tests.

To further provide a more rigorous test and cross-validate 
the mediated findings described above, we followed Preacher 
and Hayes’ (2008) bootstrapping procedure for assessing and 
comparing indirect effects in mediator models. We used 
AMOS 23 to conduct the simulation and bootstrapping pro-
cedures. Results from the bootstrapping analysis suggest 
that the indirect effect of workplace spirituality on prosocial 

motivation through ethical climate was positive and signifi-
cant (0.32; 95% bias-corrected CI = 0.11, 0.99). Further-
more, the indirect effect of workplace spirituality on moral 
judgement was positive and significant (0.07; 95% bias-
corrected CI = − 0.20, 0.58). Because zero is not in the 95% 
intervals, we conclude that the indirect effects are indeed, 
significantly different from zero (p < 0.05, two-tailed).

Discussion

Grounded in Bandura’s (1989) social cognitive theory, 
we examined the effects of workplace spirituality on ethi-
cal climate and its subsequent relationships with the indi-
vidual-level outcomes of prosocial motivation and moral 
judgment. The study also aimed to examine the mediating 
role of ethical climate between workplace spirituality and 
the individual-level outcomes; and to test how aggregated 
ethical climate will influence organisational outcomes of 
service performance and helping behaviour. The findings 
revealed that when employees perceive that their organisa-
tion works towards facilitating an environment that supports 
and encourages workplace spirituality, as reflected through 
its values and sense of community, it is more likely to affect 
their perception of the overall ethical organisational climate 
(cf. Jurkiewicz and Giacalone 2004). Similarly, this percep-
tion creates an environment where the employees are more 
likely to be motivated to behave in a prosocial manner and to 
make good moral judgements. These findings are consistent 
with those of other researchers that have found workplace 
spirituality to influence ethical climate (e.g. Lee et al. 2014) 
and employees’ behaviours such as increasing organisational 
citizenship behaviour (Milliman et al. 2003), innovative 
work behaviours (Afsar and Badir 2017) and reducing devi-
ant behaviours at work (Ahmad and Omar 2014). However, 
our study differs and goes further to demonstrate not just 
the direct effect of workplace spirituality on the employee 
behaviours of prosocial motivation and moral judgment, but 
that this relationship works through perception of ethical 
climate to enhance these behaviours. We discuss the implica-
tions of these findings in the succeeding sections.

Theoretical Implications

Our findings advance knowledge of workplace spirituality 
and ethical climate in three ways. First, our findings pro-
vide empirical evidence to show the value of workplace 
spirituality in organisational life. Particularly, we show 
how encouraging spirituality within the workplace is a pre-
requisite for ethical decision-making amongst employees, 
hence creating a composite ethical climate. Our findings 
also show that moral judgment and prosocial motivation are 
driven by a spiritual work climate. Thus, providing support 

Table 2   Structural equation path coefficients

N = 304
*p < 0.05, **p < 0.01, ***p < 0.001 (2-tailed)

Standardised path coef-
ficients

Model 1(full 
Mediation)

Model 
2(partial 
Mediation)

Workplace spirituality-prosocial motiva-
tion

0.53***

Workplace spirituality-moral judgment 0.49***
Workplace spirituality-ethical climate 0.89*** 0.79***
Ethical climate-prosocial motivation 0.93*** 0.41***
Ethical climate-moral judgment 0.58*** 0.09 ns
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for Bouckaert (2015) and Zsolnai’s (2015) argument that a 
spiritual approach to business ethics is badly needed and is 
one of the few factors that create a sustained ethical climate.

Second, our findings not only revealed the performance 
implications of workplace spirituality within the UK con-
text, but also showed this relationship to be indirect through 
ethical climate that emerge at the branch level as aggregated 
ethical climate. We therefore add to the spirituality research 
by adopting a multilevel perspective in examining the role 
of ethical climate in accounting for the performance effects 
of workplace spirituality. Specifically, the results of the 
current study suggest that employees’ shared perception of 
the organisational ethical climate is associated with posi-
tive organisational outcomes—collective helping behaviour 
and service performance. Although, previous research has 
examined the relationship between ethical climate and work 
outcomes, it has mainly been at the individual level (e.g. Elçi 
and Alpkan 2009; DeConinck 2010; Mulki et al. 2008). By 
revealing the organisational-level dynamics among work-
place spirituality, ethical climate, collective employee help-
ing behaviour and service performance, the current study 
adds to the research on workplace spirituality and business 
ethics at the macro level. It contributes to the literature 
needed to study different elements of spirituality and eth-
ics in the workplace to prevent unethical behaviour from 
becoming a norm.

Finally, our study underpinned by social cognitive theory 
provides strong evidence of the positive effect of workplace 
spirituality. The equivocal findings noted above called for 
more empirical evidence on the potential positive outcomes 
of workplace spirituality, our study’s findings provide this 
evidence. We show that encouraging workplace spirituality 
could act as an influencer of employee behaviours such that 
it propels them to engage in prosocial motivation and mak-
ing judgements which are considered moral. Similarly, the 
environmental context such as having a climate that supports 
ethical behaviour is likely to influence employees’ behav-
iours resulting in the predisposition to behave in an ethical 
way (e.g. making moral judgments).

Practical Implications

Since workplace spirituality is the potential influencer of 
ethical climate, organisations should train employees to 
understand the positives of workplace spirituality. Different 
ways to impart these values should be researched. For exam-
ple, spiritual development program should be a part of the 
training activities in organisations to see how these impacts 
the workplace outcomes (Dent et al. 2005). Managers should 
also understand the spiritual needs of the workforce, create 
a supportive work environment and carefully observe the 
individual and organisational milestones which are met. Fur-
thermore, it is critical to establish an organisational climate 

which prioritises collective achievement or citizenship 
behaviours, rather than self-interest. Such norms increase 
the connection between an individual’s self-concept and 
work, meaning in work, and feeling part of the community 
(Badrinarayanan and Madhavaram 2008).

The findings may be of particular interest to managers 
and organisations interested in encouraging helping behav-
iour and increasing service performance on the part of their 
employees. Research shows that the employees develop a 
positive perception of the workplace when there are clear 
standards that assist them in determining what is ethical or 
unethical (Trevino et al. 2001; Valentine and Barnett 2003). 
High ethical standards increase the efficiency of employees 
and improve their well-being. Espousing an ethical climate 
involves being ethical to internal and external customers 
through high levels of customer service. Managers and 
supervisors should act as a role model here for employees to 
emulate. Employees perceiving such a climate show higher 
levels of performance as they see high-quality work as ethi-
cal (Weeks et al. 2004) and feel a sense of caring towards 
others (Leung 2008).

Limitations and Directions for Future Research

These findings though significant must be interpreted against 
a backdrop of limitations, and by discussing them we are 
simultaneously highlighting some directions for future 
research. First, the cross-sectional design of our study pre-
cludes any inference of causality. Although our study is 
grounded in social cognitive theory and the relationships 
we reported are consistent with our predictions and theory, 
future research with a longitudinal design will be better 
suited to addressing the directionality and strength of the 
relationships we examined.

Second, there might be additional factors to consider 
in managing a service organisation. For example, leaders 
and leadership style can play a critical role in shaping the 
employee ethical climate perceptions and encourage affec-
tive commitment and reduced turnover intention (Demirtas 
and Akdogan 2015). Store managers may be influential in 
communicating information about management policies and 
practices directed toward customers and reinforcing manage-
ment practices (Borucki and Burke 1999) directed at increas-
ing workplace spirituality and ethical climate. Given poor 
leadership, workplace spirituality is less likely to have strong 
impacts on climate perceptions and employee performance. 
We therefore encourage future research to examine the role 
of leadership in the relationship between workplace spiritu-
ality and organisational performance.

Third, in this study, we were unable to obtain objective 
measures of unit performance. We measured unit-level 
performance by obtaining data on service performance 
and helping behaviour from supervisors and managers in 
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individual branches. This is consistent with other research-
ers (e.g. Chuang and Liao 2010) and the existence of a large 
body of literature linking employee service performance 
and extra-role behaviour with desirable sales and financial 
performance (e.g., Borucki and Burke 1999; Schneider 
et al. 2005) can be seen as lending support to link employee 
behaviours and objective market. Nonetheless, we encour-
age future research to obtain objective performance data and 
also to complement data from an internal source with those 
from external stakeholders, such as customers (Schneider 
et al. 2005). Finally, as the data in this study were collected 
from a sample of employees within the retail sector, the gen-
eralisation of our findings to other sectors and industries 
should be taken cautiously. To broaden the applicability of 
our findings, future research can replicate the study in other 
industries.

Conclusion

The current business environment places a premium on 
understanding the factors that could mitigate ethical miscon-
duct and trigger positive employee responses. We therefore 
conducted a study examining the role of workplace spir-
ituality in establishing an ethical climate and influencing 
workplace behaviours and outcomes. Though numerous 
antecedents of ethical climate have been studied, workplace 
spirituality may be the direct explanation. Through social 
interactions, spiritual individuals create a shared perception 
of what is ethical or unethical which also influences their 
moral judgment as well as their motivation to help and sup-
port each other. Our study further shows that such organisa-
tions also experience higher levels of service performance 
and collective helping behaviour from employees. We hope 
the findings of this study and the suggested directions for 
future research will provide actionable knowledge that will 
enable organisations to more effectively develop and lever-
age the positive influence of workplace spirituality in creat-
ing an ethical climate and increasing performance outcomes 
among employees.
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