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Abstract 

The purpose of this paper was to examine the contribution of workplace spirituality to 

employee commitment from a multi-focal perspective at the individual, group and 

organizational levels. Obtained data from a random sample of 111 Tunisian employees were 

analysed using PLS-SEM to test the proposed hypothesis of the study. The findings revealed 

that three-dimensional workplace spirituality (meaningful work, sense of community and 

organizational values) contributed positively and significantly to multiple commitment levels 

(individual, group and organization levels). Besides, these spiritual dimensions contributed to 

more than one level and showed that workplace spirituality framework can provide an 

expanded contribution to the multiple commitment research. In particular, meaningful work 

had the largest contribution to all commitment levels and can offer unique approach to 

manage overall commitment within organizations. 

Keywords: workplace spirituality, employee commitment, multi-focal analysis 

1. Introduction 

In light of the enduring transformations of work and employment relationships, the 

psychological bonds of employees within their organizations have changed and challenged 

companies and employees to reconsider their commitment strategy (Meyer, 2016; Singhal & 

Chatterjee, 2006; Van Rossenberg et al., 2018). Thus, employee commitment continues, to 

this day, to trigger the present and future of work employment relationships, and therefore 

needs a thorough consideration. In particular, the contemporary work context has renewed the 

interest in commitment research by emphasizing the importance of its multiple forms and 

targets. For instance, temporary and cross-boundary work have expanded the targets of 

commitment from one singular target (i.e., the organization) to multiple targets either internal 
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(e.g., colleagues, teams, job) or external (e.g., other organizations, customers, professions, 

careers). Yet, this multiplicity often led to conflicting bonds and commitments which may 

result from the incompatibility of multiple goals and values percieved by employees in the 

presence of different targets in the work environment (Klein et al., 2012; Van Rossenberg et 

al., 2018).Thus, companies should be aware of the complexities induced by these work 

changes to accept and then adequately manage the coexistence of these different 

commitments within one single company without hindering overall commitment. 

Consequently, the complex nature of commitment in modern organizations invites us to 

understand each employee‟ s interests and needs to determine and develop more adequate 

commitment orientation and strategy (Meyer, 2016). Besides, and in response to these 

changes, an interest has been adressed to the study of workplace spirituality. This research 

stream has initially focused on the impact of modern work transformations and how 

individuals in consequence become looking to their work and organization to achieve 

high-order needs, accomplish interesting and meaningful work and nurture their fundamental 

self-concept (Ashmos & Duchon, 2000; Duchon & Plowman, 2005; Mitroff, 2003). Indeed, 

several studies have shown the benefits of value and spiritual-based environment to foster the 

humanness of the work environment (Dhiman & Marques, 2011; Wagner-Marsh & Conley, 

1999) and create favourable conditions for identification, psychological well-being and 

positive work-related attitudes and behaviours (e.g., organizational identification, 

organizational commitment, organizational performance, etc.)  (Milliman et al., 2003). For 

instance, Milliman et al. (2017) suggested that research on workplace spirituality can provide 

a convenient framework to assess more adequately the psychological interplay and fit of 

individuals with their work environment and their company. Accordingly, similar to 

person-environment fit framework (Kristof-Brown et al., 2005), they proposed a spiritual 

multifocal framework, comprising the individual, group and organizational levels, with an 

emphasize on the spiritual and higher-order needs as regarding to different constituents of the 

workplace (job, team, colleagues, company, etc.).  

The present study aims to contribute to this research stream by examining the impact of 

three-dimensional workplace spirituality (meaningful work, sense of community and 

organizational values) on specific employee commitments at the individual, group and 

organizational levels. To this end, a multifocal framework integrating these spiritual 

dimensions was presented to establish their links with multiple commitment foci. Next, 

subsequent hypotheses will be tested using a PLS-SEM analysis. Finally, implications and 

directions for future research are given with regard to the findings.   

2. Theoretical Background and Hypothesis Development 

2.1 Employee Commitment and Workplace Spirituality in Today’s Workplace 

Employee commitment continues to be an important psychological concept in most 

organizational studies and in employment relationships in particular (Meyer, 2016). 

According to Klein et al. (2012), employee commitment refers to a psychological bond with 

one or more targets of a work setting (e.g., organization, colleagues, job, supervisor, etc.). 

Accordingly, the whole organization was first considered as a privileged target to which an 
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individual feels emotionally attached and identified, in addition to a strong desire to maintain 

its membership within it (Mowday et al., 1979). This approach of commitment has been 

referred to as the attitudinal or affective view of commitment (Meyer & Allen, 1991). Besides, 

commitment was viewed as a multidimensional concept involving, in addition to the affective 

component, two other components known as the continuance commitment referring to the 

perceived costs of leaving the organization; and the normative commitment, which refers to 

the obligation to stay in the organization (Meyer & Allen, 1991). Finally, commitment was 

also studied as a multiple foci or target concept, suggesting that employees might be 

committed to one or various targets at a time within or outside the company (Meyer et al., 

2002).  

Yet, in practice, maintaining and achieving long-term commitment in today‟s workplace 

becomes a challenging issue. For instance, many employees may have multiple and unstable 

bonds with different targets and hence may experience their attachment to each one 

differently (Klein et al., 2012). As explained by Cohen (2003, p. 5), several factors have 

pushed employees to reconsider their commitment orientation. For example, changes in 

employment practices and relationships to gain more flexibility and efficiency (e.g., 

downsizing, layoffs, mergers, etc.), have reduced the degree of commitment towards the 

company and raised instead the importance of other forms such as career-oriented and 

occupation-oriented commitment (e.g., professional commitment). These employees would 

search for more fulfilling and exiting life-long employment. Besides, new management styles 

based on teamwork increased the interest in high-qualities interrelationships and hence other 

types of commitment such as group-oriented commitment. Thus, employees can develop 

different psychological bonds at the workplace at the same time and other targets besides the 

company may be more or less desirable (Knapp et al., 2020). In support for this assumption, 

several scholars referred to the self-concept and identity-based theory of commitment, which 

linked specific work-related attitudes and behaviours to the identity definition and level of 

individuals (Burke & Reitzes, 1991; Oyserman, 2007; Shamir, 1991). For instance, Johnson 

and Chang (2006) and Johnson et al. (2010) explained that specific types of commitment 

within the company varied according to the identiy level (e.g., individual, relational or 

collective) and the contextual information processed by the individuals. For example, 

employees with an individual-based identity were more focused on self-interested outcomes 

(job recognition, respect, career development) whereas relational- or collective-based 

individuals were focused on group-interested outcomes (group welfare, social and collective 

interests, quality of interrelationships). Likewise, Klein et al. (2012) and Greguras and 

Diefendorff (2009) found that individuals perceive their work environement in different 

matters and at different levels and hence may choose different commitment targets and 

orientations. Similarly, employees tend to manifest specific attitudes and behaviours given 

their self-concept (Brewer & Gardner, 1996; Lapointe et al., 2019) and therefore can perform 

better in a workplace where they can completely understand and define themselves according 

to their needs and expectations whether concerning their job, group or the company as a 

whole (Duchon & Plowman, 2005).  

In the same vein, an interest in the study of Workplace Spirituality (WS) has followed the 
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rapid change of work and employment relationships and raised the importance of the 

fundamental and higher-order employees‟ needs at the workplace (Ashmos & Duchon, 2000). 

In fact, business leaders have acknowledged the need for a new business paradigm for the 

workplace which directly embraces spiritual needs (e.g., meaning, transcendence, community) 

above material concerns (e.g., salary, working hours, etc.)  (Ashar & Lane-Maher, 2004; 

Delbecq, 2013; Gull & Doh, 2004; Neal, 2000; Van Den Heuvel et al., 2009). Indeed, current 

workplace transformations have added more pressure on employees and so forth more 

emotional and spiritual competencies are deemed important (Dehler & Welsh, 1994). 

Conjointly, the workplace becomes an opportunity for individuals to search for meaning and 

purpose in their life (Ashmos & Duchon, 2000; Mitroff & Denton, 1999) and transcend to a 

more personal and spiritual growth (Krahnke et al., 2003). Overall, the workplace spirituality 

framework can ultimately be viewed as the joint study of the individual self and the work 

environment with a focus on spiritual needs such as the search for meaning and belonging 

through the experience of work at the individual, group and organizational levels (Duchon & 

Plowman, 2005; Milliman et al., 2017; Shamir, 1991). 

Consequently, the contemporary view of today‟s workplace will require a further 

understanding of multiple commitment targets and determinants and therefore a better 

screening of the psychological orientation and needs of employees with regard to these 

different targets (Cohen, 2003; Johnson & Chang, 2006; Van Rossenberg et al., 2018). The 

next section will provide further insight to this research avenue by exploring the contributing 

role of workplace spirituality to employee commitment from a multifocal standpoint.  

2.2 A Multi-Focal Framework Linking Workplace Spirituality to Employee Commitment 

As discussed above, the contemporary view of the workplace has suggested that employee 

commitment can no longer be viewed as a single commitment type nor oriented towards one 

unique target (Cohen, 2003; Klein et al., 2012). Therefore, it can be assumed that employee 

commitment can be of various types and targets that rise in importance given specific 

workplace conditions. In order to explore this multifocal nature of commitment and 

workplace characteristics, the present paper used the spiritual framework developed by 

Ashmos and Duchon (2000, p. 137) which was defined as “the recognition that employees 

have an inner life that nourishes and is nourished by meaningful work that takes place in the 

context of community”. In a recent empirical reviews (Benefiel et al., 2014; Houghton et al., 

2016; Joelle & Coelho, 2019), the Ashmos and Duchon (2000)‟s framework was recognized 

as showing large acceptance and consistency (Houghton et al., 2016, p. 5). In particular, it has 

enabled the adoption of three-level workplace dimensions (individual, group and 

organizational) and showed its adequacy in the study of different employee work attitudes 

such as job satisfaction, job involvement and employee commitment in general. Besides, 

Benefiel et al. (2014) and Houghton et al. (2016, p. 14) recommended that future research 

should further explore whether workplace spirituality may have different effects at various 

levels of analysis. Therefore, the use of this framework as a basis for explaining employee 

commitment can further enhance the understanding of its multifaceted and multilevel nature.  

This framework described the workplace based on three spiritual dimensions, which are 
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meaningful work, sense of community and organizational values, examined at three different 

levels, individual, group and organizational levels, respectively. Hence, based on this 

framework, the present study posits the following hypotheses which linked each spiritual 

dimension to three specific commitment targets (hereafter, job involvement, group 

commitment and organizational commitment) measured at the individual, group and 

organizational levels: 

2.2.1 Individual Level: Meaningful Work and Employee Commitment 

Central to the definition of WS is the dimension of meaningful work which posits that the 

experience of work conveys to the employee feelings of joy and contribution and constitutes 

a source of meaning and purpose in life (Ashmos & Duchon, 2000; Milliman et al., 2003). 

Guevara and Ord (1996, p. 713) asserted that the realm of work provides for individuals the 

opportunities to derive meaning around three main spheres, i.e., contribution, belonging and 

relationship. Individuals want to perceive a positive value and impact of their job and how 

this contributes to their relations to others, the group and the organization. According to the 

authors, if none of this is possible in the context of work, individuals will feel disoriented, 

depressed and this will impact their ability to perform well. Pratt and Ashforth (2003) 

asserted too that the meaningfulness of work is based on a meaning in work (the direct 

attributes of the job) and a meaning at work (membership and belonging). Besides, several 

authors argued that some employees look up to their job as something they could create and 

craft by themselves in order to be meaningful (Wrzesniewski & Dutton, 2001). Hence, 

according to Duchon and Plowman (2005) and Milliman et al. (2017), this particular spiritual 

dimension, evaluated at the individual level, expands the limits of job-design literature to 

embrace higher-order values of one‟s work such as the sense of calling, transcendence, 

service to others and conncecting to larger good and important things in life (Krahnke et al., 

2003; Neal, 2000). Meaningful work is therefore considered as a spiritual dimension of large 

scope and benefits.  

Previous empirical studies regarding the dimension of meaningful work reported its positive 

link with employee commitment. For example, Brown and Leigh (1996) found that the 

increase of meaningfulness and psycholgical safety of work fostered job involvement and 

enccouraged employees to invest entirely in their work roles. Milliman et al. (2003) found a 

positive link of meaningful work, as developed and measured by Ashmos and Duchon (2000), 

with job involvement and organizational commitment. Similar results were found by Pawar 

(2009) concerning job involvement, job satisfaction and organizational commitment, and by 

Rego and Cunha (2008a) regarding affective and normative commitment. Crawford et al. 

(2009) and Riasudeen and Prabavathy (2011), using the Milliman et al. (2003)‟s measurement 

survey, found a positive and significant link of meaningful work with job involvement, 

intrinsic job satisfaction and organizational commitment.  

Thus, it is expected that this spiritual dimension will be positively linked to employee 

commitment and this association will be of greater importance with a job-focus commitment, 

hereafter job involvement. 

H1a. Meaningful work will be positively linked to job involvement. 
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H1b. Meaningful work will be positively linked to group commitment. 

H1c. Meaningful work will be positively linked to organizational commitment. 

2.2.2 Group Level: Sense of Community and Employee Commitment 

The second key dimension of WS referred to sense of community which is evaluated at the 

group level. It describes a work environment where employees feel part of a family through 

authentic and caring relationships (Fry et al., 2005; Milliman et al., 2003). Neal (2000) 

described this dimension as the “team spirit” since it embodies deep connections amongst 

group members mentally, emotionally and spiritually. The sense of community dimension 

emphasizes the high quality of connection and positive social relationships between group 

members (Dutton & Heaphy 2003; Pfeffer, 2010). Thus, this spiritual dimension would then 

enhance employees‟ feelings of affiliation, satisfy their social needs and their overall 

happiness at the workplace (Rego & Cunha, 2008b). In particular, the success of working 

teams and units requires this kind of feelings in order to endure the negative consequences of 

job and market pressure on teams‟ objectives (Dutton & Heaphy 2003; Felps et al., 2006; 

Kozlowski & Bell, 2012), and instead enhance loyalty and positive attitudes (Ellemers et al., 

2004). Furthermore, using the Ashmos and Duchon (2000)‟s measures, Duchon and Plowman 

(2005) found that differences in work unit community between multiple work units explained 

differences in their correspondant performance, and suggested that community building at the 

group level would be necessary to improve work unit productivity. Likewise, Milliman et al. 

(2003) found a positive and significant relationship of sense of community with 

organizational commitment, job involvement and organizational-based self esteem. Also, 

Crawford et al. (2009) and Riasudeen and Prabavathy (2011) provided further support for 

these findings. Hence, this spiritual dimension defined at the group level is assumed to be 

linked to employee commitment. In particular, the association is expected to be higher with a 

group-focused commitment, hereafter group commitment. 

H2a. Sense of community will be positively linked to job involvement. 

H2b. Sense of community will be positively linked to group commitment. 

H2c. Sense of community will be positively linked to organizational commitment. 

2.2.3 Organizational Level: Organizational Values and Employee Commitment  

The third spiritual dimension is defined at the organisation level and referred to 

organizational values. These values embrace the company‟s meta-values which are linked to 

its mission and they are trusted and shared with all employees. As such, the alignment with 

the organizational values enhances the employees‟ feelings of belonging and attachment to 

their company (Kriger & Hanson, 1999). Similarly, Kets de Vries (2001) holded that paying 

attention to meta-values that are worthy and compelling satisifies the employees‟ 

motivational need to belonging, attachement and enjoyment at work. These value-based 

organizations can be described as holding authentizotic qualities (i.e., vital to life) which 

allow the employees to explore the very best of them in matters of self-assertion, 

effectiveness and competency. Additionally, according to O‟Reilly and Pfeffer (2000), 

value-based companies engage the hearts of their employees as much as their minds. Thus, 
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Kinjerski and Skrypnek (2006) reported via qualitative interviews with several participants 

that a compelling vision and mission provided their company with a strong organizational 

foundation and encouraged them to contribute more effectively and collectively. Milliman et 

al. (2003) and Rego and Cunha (2008a) provided empirical evidence of the benefits of 

organizational values, measured with Ashmos and Duchon (2000)‟s survey, to different 

employee attitudes (e.g., organizational commitment, affective commitment and job 

satisfaction). Besides, Dvir et al. (2004) found that a meaningful vision of the company 

linked to its core values related positively to the affective commitment (emotional bond) and 

not to continuance commitment (calculative bond). Added to that, the spiritual dimension of 

organizational values has an impact on higher-order employee needs such as the search for 

meaning and deeper values in one‟s job and community (Milliman et al., 2017). Therefore, it 

is posited that organizational values will be positevely linked to employee commitment and, 

in particular, with an organization-focus commitment (e.g., organizational commitment).  

H3a. Organizational values will be positively linked to job involvement. 

H3b. Organizational values will be positively linked to group commitment. 

H3c. Organizational values will be positively linked to organizational commitment. 

Altogether, Figure 1 depicts the aformentioned multifocal framework and the underlying 

hypotheses associated with it: 

 

Figure 1. Research model 

3. Method 

3.1 Sample and Procedure 

An online questionnaire was designed and sent to a random population in the Tunisian work 

context. A total number of 111 employees out of 350 filled the questionnaire, with only 2 

responses excluded due to high rate of missing values. The final number of usable 

questionnaires (N = 111) represented a response-rate of 31.66%. Table 1 shows the 

characteristics of this sample. 
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Table 1. Sample characteristics 

N=111   Tenure <1 year 20% 

Gender Female 58.52%  1-3 years 28.8% 

 Male 41.48%  3-5 years 17.1% 

Age 18-25 8.31%  5-10 years 24.3% 

 26-35 75%  >10 years 9.88% 

 36-40 9.5% Position Manager 25.2% 

 >40 7.19%  Administration 22.4% 

    Engineer-Technician 30.6% 

Education University 98.16%  Operator 2.6% 

 High school 1.84%  Teacher 2.2% 

    Other 17% 

The proposed hypotheses of this study were tested with PLS-SEM analysis using SmartPLS 3 

software. This statistical modeling technique is recommended as a causal-predictive approach 

for exploratory as well as explanatory research using latent (non-observable) variables (Hair 

et al., 2019). Besides, it was recommended to overcome the lack of statistical power in social 

and organization research since the PLS-SEM can generate a high statistical power for 

exploratory and developing research in particular (Hair et al., 2019; Sosik et al., 2009). The 

method overcomes the limits of mutliple regression models, which handle only direct 

observed variables, by combining a principal component analysis (for measurement models) 

with separate ordinaty least squares regressions (for structural models) to study the 

relationships between the latent unobserved variables (Hair et al., 2019; Mateos-Aparicio, 

2011). The survey-based measurement of such latent variables in social and organization 

research, as for the filed of workplace spirituality and employee commitment, implies the 

presence of measurement errors which are not explicitly covered with multiple regression 

methods (Bollen & Pearl, 2013; Mateos-Aparicio, 2011). Besides, given the purpose of the 

study was to explain the variation of commitment level through the variation of spiritual 

predictor variables (variables‟ effects test), the PLS seemed more convenient since it is a 

variance-based technique unlike the covariance-based SEM (model fitting test) (e.g., 

CB-SEM) (Gefen et al., 2000; Petter, 2018). Added to these facts is that the PLS-SEM 

method does not require large sample sizes or very restrictive assupmtions such as the 

multicolineariy between predictor variables, whose dependence relationships is particulary 

possible, or the lack of normality (Mateos-Aparicio, 2011). These issues can well be covered 

by the use of bias-corrected and accelerated bootstrapping (Bca) technique which should 

reduce the effect of data distributional concerns (Hair et al., 2019). For the present study, the 

sample size was then examined based on the required recommandations in PLS-SEM analysis 

(Cohen, 1988; Hair et al., 2014, p. 21) to ensure a minimum power analysis of 0.8 as 

recommended in statistical modelling. The sample size followed also the inverse square root 

method suggested by Kock and Hadaya (2018) for minimal sample size in PLS-SEM 

analysis.                
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3.2 Measures 

Employee commitment: this construct was subdivided into three commitment target-variables 

to account for the interest levels of this study (e.g., individual, group and organization). At the 

individual level, it was measured using four items adapted from the Job Involvement (JI) 

scale developed initially by Kanungo (1982) which focuses primarily on the psychological 

involvement with one‟s job and which is recommended in most multiple commitments 

research (Cohen, 2003). The four-item version of this scale was adopted by Milliman et al. 

(2003) who reported a single factor solution and satisfactory psychomertric characteristics. 

Some examples of these items are “I am very much involved personally in my job” and “I 

have very strong ties with my present job”. At the group level, it was measured by the Group 

Commitment (GC) scale developed by Ellemers et al. (1998) which also reflects the sense of 

emotional involvement with the group. Sample items are “I am prepared to do additional 

chores, when this benefits my team” and “This team lies close to my heart”. At the 

organizational level, it was measured using the Organizational Commitment (OC) scale 

developed by Mowday et al. (1979) (e.g., “I talk up this organization to my friends as a great 

organization to work for”, “I am glad to tell others that I am part of this organization”). The 

six-item version of this scale comprises the positively worded items of the original scale 

which were also adopted by Milliman et al. (2003).  

Workplace spirituality: this construct consisted of three dimensions. Meaningful work (MW) 

was measured with six items of the Ashmos and Duchon‟s (2000) scale (“I understand what 

gives my work personal meaning”; “My spirit in energized by work”). Sense of Community 

(SC) was measured using the seven-item scale adopted by Milliman et al. (2003) and inspired 

by Ashmos and Duchon (2000). Examples of these items are “I believe employees of my 

work unit genuenily care about each other” and “I feel there is sense of being part of a family 

in my work unit”. The last spiritual dimension of Organizational Values (OV) was measured 

using eight items adopted by Ashmos and Duchon (2000) and Milliman et al. (2003), such as 

“I feel positive about the values of this organization” and “This organization is concerned 

about the health of those who work here”. 

All variables were self-reported and measured on 5-point Likert scale ranging from “Totally 

disagree” to “Totally agree”. Given that, VIF values (Variance-Inflation-Factor) were 

calculated for all latent variables of the study using the full collinearity test proposed by Kock 

(2015) to check for Common Method Bias (CMB) in PLS-SEM analysis. The latter showed 

no CMB problem as all inner VIF values for each construct were below the threshold of 3.3 

and 5 (see Table 2). Additionally, the Harman‟s single-factor test showed that the total 

variance extracted by one general latent factor equalled 43.657%, which is below the cut-off 

of 50% recommended by Podsakoff and Organ (1986). Overall psychometric properties of 

the measurement scales are given in Table 3. 
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Table 2. Full test collinearity (Common method bias) 

Notes: Figures represent inner VIF values computed for all latent variables (LV) based on the 

full test collinearity (Kock, 2015) where all the LV (both endogenous and exogenous 

variables) were considered as potential predictors for each construct. All VIF were below the 

threshold of 3.3 and 5. 

4. Findings 

4.1 Evaluation of the Measurement Models  

As suggested by Chin (2010), measurement models were assessed regarding their internal 

reliability, convergent and discriminant validity. The statistics concerning these tests are 

given in Table 3 and Table 4. First, all items loadings corresponding to each measured 

construct were above 0.6. Besides, the composite scale reliability (CSR) and the ρ A exceeded 

0.7 and fall below 0.95 as recommended by Hair et al. (2014). Thus, internal reliability of the 

measurement sclaes was validated. Second, the AVE values were above 0.5 indicating a good 

convergent validity. Third, discriminant validity was tested using the HTMT criterions as 

recommended by Henseler et al. (2014). All HTMT values were below the cut-off of 0.85 

(see Table 4 below). Overall, all measurement models were validated with regard to their 

internal reliability, convergent and discriminant validity. 

 

 

 

 

 

 

 

 

 

 1 2 3 4 5 6 

Meaningful work  4,534 4,617 3,507 4,314 3,951 

Sense of community 2,779  2,551 2,832 1,687 2,828 

Organizational values 2,376 2,142  2,295 2,369 2,133 

Job involvement 3,232 4,259 4,110  4,161 4,106 

Group commitment 3,834 2,447 4,091 4,012  4,063 

Organizational commitment 3,219 3,760 3,377 3,630 3,725  
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Table 3. Psychometric properties of measurement scales 

Notes: ρ A= Rho A (Internal reliability), AVE= Average Variance Extracted, CSR= Composite 

Scale Reliability, MW= Meaningful work, SC= Sense of community, OV= Organizational 

values; JC: Job commitment; GC= Group Commitment; OC= Organizational Commitment 

 Meaningful 

work 

Sense of 

community 

Organizational 

values 

Job 

involvement 

Group 

Commitment 

Organizational 

Commitment 

ρ A 0,916 0,906 0,909 0,831 0,907 0,944 

CSR 0,911 0,892 0,907 0,828 0,902 0,943 

AVE 0,632 0,549 0,551 0,547 0,570 0,734 

MW1 0,793      

MW2 0,801      

MW3 0,796      

MW4 0,690      

MW5 0,761      

MW6 0,914      

SC1  0,807     

SC2  0,579     

SC3  0,585     

SC4  0,638     

SC5  0,860     

SC6  0,874     

SC7  0,775     

OV1   0,708    

OV2   0,824    

OV3   0,726    

OV4   0,762    

OV5   0,746    

OV6   0,643    

OV7   0,763    

OV8   0,752    

JI1    0,675   

JI2    0,741   

JI3    0,801   

JI4    0,735   

GC1     0,738  

GC2     0,874  

GC3     0,685  

GC4     0,743  

GC5     0,833  

GC6     0,749  

GC7     0,639  

OC1      0,822 

OC2      0,826 

OC3      0,905 

OC4      0,890 

OC5      0,887 

OC6      0,805 
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Table 4. Measurement models evaluation (Results of convergent and discriminant validity) 

Notes: Figures below the diagonal represent HTMT values (Heterotrait-Heteromethod 

correlations, all correlations are below 0.9). Figures on diagonal represent each construct‟s 

AVE (all values are above 0.5). 

4.2 Evaluation of the Structural Model: Hypotheses Testing 

Figure 2 depicts the results of PLS analysis of the conceptual model where every path 

relationship corresponded to each of the hypotheses H1a to H3c, respectively. The model was 

first checked for collinearity problem between predictor latent variables (Hair et al., 2014). 

As the inner VIF values were below the threshold of 3.3, no collinearity problem was then 

detected (see Table 5). 

Table 5. Test for latent variables collinearity 

Notes: Figures represent the inner VIF values obtained by PLS analysis. All values 

correspond to the cut-off of 3.3. 

Hence, after running the model, the estimates showed a positive and significant effect of 

meaningful work on both job involvement, group commitment and organizational 

commitment. Sense of community was only found linked positively and significantly to 

group commitment, but no significant effect was found on job involvement and 

organizational commitment. Organizational values were found only related positively and 

 1 2 3 4 5 6 

Meaningful work 0,632      

Sense of community 0,491 0,549     

Organizational values 0,611 0,594 0,551    

Job involvement 0,849 0,541 0,658 0,547   

Group commitment 0,723 0,773 0,612 0,724 0,570  

Organizational 

commitment 

0,811 0,511 0,690 0,786 0,688 0,734 

 Meaningful work Sense of community Organizational values 

Job involvement 1,665 1,661 1,978 

Group commitment 1,665 1,661 1,978 

Organizational 

commitment 

1,665 1,661 1,978 
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significantly to organizational commitment but not with job involvement nor group 

commitment (e.g., Table 6). 

Table 6. Hypotheses testing results 

Notes: MW= Meaningful work, SC= Sense of community, OV= Organizational values; JC= 

Job commitment; GC= Group Commitment; OC= Organizational Commitment; CI= 

confidence interval Bias Corrected (Bootstrapping Bca). 

Besides, the combined effects of the validated relationships, measured by the R2adjusted 

coefficient were calculated for each commitment target variable to evaluate the predictive 

accuracy of the model (Ringle et al., 2018). Also, to evaluate more adequately the predictive 

power of the model, the Q2 values for each dependent variable were computed using 

PLSpredict approach (Shmueli et al., 2016) (e.g., Table 7). Furthermore, the above results 

pointed out differential effects between the studied spiritual predictors. For instance, sense of 

community and organizational values contributed exclusively to group commitment and 

organizational commitment, respectively, whereas meaningful work contributed to all 

commitment targets. Added to that, every predictor contributed largely to its presumed 

commitment target. Specifically, sense of community had the largest and only effect on group 

commitment, as organizational values had on organizational commitment. Similar findings 

were reported by Milliman et al. (2003) for the case of alignement of values which did not 

predict employee work attitudes (e.g., job involvment and intrinsic work satisfaction) over 

meaningful work and sense of community. However, meaningful work had largest effect 

successively on job involvement, organizational commitment and group commitment. In 

order to verify these findings, effect sizes were calculated after omitting each preditor 

successively from the model (Cohen, 1988) (e.g., Table 7). 

 

 

 

 

 

 

Hypotheses Path coefficient  T-statistics P-value CI [2.5%, 97.5%] Decision 

H1a: MW→JI β1a=0.692 7.602 0.000 [0.515,0.848] Supported 

H1b: MW→GC β1b=0.438 4.430 0.000 [0.246,0.613] Supported 

H1c: MW→OC β1c=0.607 8.020 0.000 [0.441,0.738] Supported 

H2a: SC→JI β 2a=0.078 0.697 0.486 [-0.129,0.312] Not supported 

H2b: SC→GC β 2b=0.554 7.133 0.000 [0.395,0.689] Supported 

H2c: SC→OC β 2c=0.040 0.447 0.655 [-0.132,0.192] Not supported 

H3a: OV→JI β 3a=0.188 1.525 0.128 [-0.055,0.423] Not supported 

H3b: OV→GC β 3b=0.008 0.076 0.940 [-0.199,0.191] Not supported 

H3c: OV→OC β 3c=0.298 3.211 0.001 [0.125,0.504] Supported 
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Table 7. R
2

adjusted, Q
2 
and Effect sizes f 

2
  

Notes: * the largest effect of the predictor variable on the presumed commitment variable. 

Meaningful work had largest effect on all commitment variables; Sense of community had 

largest effect on group commitment; Organizational values had largest effect on 

organizational commitment. 

5. Discussion 

As posited in this study, all spiritual dimensions were positively and significantly linked to 

multiple commitments. All hypothesis were then validated except for H2a, H2c regarding 

relationships of sense of community with job involvement and organizational commitment, 

from one hand, and H3a and H3b regarding the links of organizational values with job 

involvement and group commitment from the other hand. These latter were not found 

significant in PLS analysis despite the positive correlation of sense of community and 

organizational values with all three commitment foci. These findings joined multiple studies 

on workplace spirituality and organizational commitment. For instance, Rego and Cunha  

(2008a) found a positive and significant links of three spiritual dimensions (sense of 

community, alignment of values and sense of contribution) with organizational commitment 

measured with Allen and Meyer‟s (1990) scale. Milliman et al. (2003) reported that three 

spiritual dimensions correlated positively with organizational commitment using the Mowday 

et al.‟s (1979) measurement scale. In particular, they found that meaningful work and sense of 

community were linked to intrinsic work satisfaction and job involvement whereas 

organizational values linked only to organizational commitment. In sum, contribution of 

workplace spirituality dimensions to employee commitment was then confirmed by this study. 

Figure 2 below depicts the final model of the study. 

Predicted latent 

variable 

R2
adjusted Q2 Predictors Effect sizes f 2 

Job Involvement 0.745 0.565 Meaningful work 1.161 (large effect) * 

   Sense of community 0.015 (small effect) 

   Organizational values 0.072 (small effect) 

Group commitment 0.746 0.617 Meaningful work: 0.466 (large effect) * 

   Sense of community 0.748 (large effect) * 

   Organizational values 0 (no effect) 

Organizational 

commitment 

0.711 0.620 Meaningful work 0.787 (large effect) * 

   Sense of community 0.003 (very small effect) 

   Organizational values 0.160 (medium effect) * 
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Figure 2. Final model  

In addition, as expected, each spiritual dimension was found linked differently to multiple 

commitments. For instance, organizational values, which pertain for value-based and 

authentic environment evaluated at the organizational level, had only the largest effect on 

organizational commitment. Likewise, sense of community, reflecting high-quality 

inter-relationships, mutual care and deep connections with correspondent and immediate 

group members, contributed largely and only to group commitment. In contrast, only 

meaningful work was found related mostly to job involvement, in addition to group and 

organizational commitments as well. These findings can be emphasized and explained with 

respect to the theoretical background exposed earlier. Hence, as suggested by self-concept 

and identity theories (Burke & Reitzes, 1991; Oyserman, 2007; Shamir, 1991), employees 

tend to have different commitment orientation depending on their chronic self-identity which 

determine how the employees define themselves within the company, either at organization, 

group or individual levels (Johnson et al., 2010). Besides, the strength of and the tendency 

towards one particular foci of commitment would depend on the perceived interaction 

between the individual and the situational and environmental characteristics of the 

correspondent foci. These interactions were assessed in this study through the spiritual 

dimensions of organizational values, sense of community and meaningful work for three 

commitment foci (job involvement, group commitment and organizational commitment).  

Following this, on one hand, when individuals evaluated this interaction more positively in 

terms of collective and relational ways (e.g., the organization and group levels), they were 

likely to be committed to a target relevant to these levels, which represented in this study the 

organizational and group commitments. These commitment targets were then mostly 

determined by the spiritual dimensions of organizational values and sense of community, 

respectively. On the other hand, when this interaction was evaluated positively at the 
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individual level, employees were likely to be self-based committed. That is, they try to 

emphasize their personal values, attitudes and benefits, even at the expense of others, and 

hence, they show more instrumental and calculated commitment rather than relational and 

group-based commitment (Johnson et al., 2010, p. 234) which was evidenced in this study by 

the job involvement orientation. Similarly, Ellemers et al. (1998) explained that individuals 

who seek personal desire to advance in one‟s professional path would be more focused on 

personal career commitment, as opposed to team-oriented commitment which emphasizes 

rather the team‟s interests and benefits. Hence, this particular commitment target was 

explained largely via the spiritual dimension of meaningful work which emphasized the 

tendency to overvalue meaningful and enjoyable work tasks to satisfy personal and spiritual 

needs.   

Yet, the present study showed in addition that those individuals who perceived more 

favourably their working context in terms of personal meaning and experience of work role 

(e.g., sense of meaningful work) were oriented to other commitment targets (group and 

organization focused commitment). In support of this finding, according to Johnson et al. 

(2010, p. 236), individuals with strong individual-focused identity can yet expand their 

commitment to other foci (e.g., group or organization) if their personal and desired goals 

overlap those of the immediate group or the organization. In particular, employees in this case 

search for additional and extra socioemotional needs like the respect and the recognition of 

their team-members and the company. As described by Pratt and Ashforth (2003), satisfying 

these extra needs can promote the meaning at work via the need for belonging and 

membership within the teams and the company (e.g., group and organizational levels). In the 

same way, although individuals strive for their own success, the experience of 

meaningfulness suggests that they strive to meet others‟ success, too, including their 

team-members and organization (Milliman et al., 2017; Wrzesniewski & Dutton 2001). 

Indeed, drawing on theory of purposeful work behavior, Barrick et al. (2012, p. 138) posited 

that work meaningfulness increases in importance when employees feel their actions are 

valuable and useful for the company or for broader interest (e.g., societal level), leading to 

greater psychological absorption and dedication and fully functioning individuals (Ryan & 

Deci, 2001, p. 161). In the same vein, Lips-Wiersma and Wright (2012) demonstrated that 

meaningful work can be a dynamic and process-oriented construct which focuses both on the 

self and the others (e.g., colleages and team-members). Overall, these assumptions were 

confirmed by the positive and significant relationship of meaningful work with all 

commitment foci. Indeed, this particular spiritual mindset appeals also a sense of calling and 

a “transcendental meaning” (Vandenberghe, 2011), which advocates for higher-order values 

of work-meaning and expands its limits to reach others, organization and life in general. 

Besides, several scholars have agreed on the fact that the search for meaning represents the 

quentessential stone of WS (Ashar & Lane-Maher, 2004; Krishnakumar & Neck, 2002). 

Also, with regard to theory and commitment strategies implications, these results can inform 

more adequate linkages which enable an optimal fit of spiritual enviornment attributes with 

commitment targets. For example, companies should encourage employees to pursue their 

personal higher-order values and goals by enabling the best conditions for meaningful work 
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(e.g., listening and satisfying the employees‟ needs and expectations towards their job, 

providing opportunities for self-expression and contribution), since this has substantial value 

added for individual outcomes (job involvement and other potential correlates like personal 

growth, individual performance, sense of contribution and career advancement), but also for 

group and organizational outcomes as well (e.g., work unit, global and complete 

performance). As posited by Kets de Vries (2001), companies who promoted the meaning 

need system inside their work context were considered as the best functioning companies 

whose employees are willing to go beyond expectations. Therefore, in this sense, meanignful 

work can be considered as a unique spiritual component that can be developed and used for 

multiple work conditions and strategies. Besides, given the importance of other commitments 

like group and organizational commitments, in particular for situations where group and 

organizational cohesiveness is most needed (e.g., project-based strategies, research and 

development strategies; or during certain circumstances like market crisis, low performance 

periods, transition periods, etc.), the company should invest in developing the company and 

teams‟ values and missions in line with the individual and personal values. This should 

enhance employees‟ sense of attraction and endorsment towards what is most important for 

the company and teams, besides its importance to them individually. For example, in certain 

circumstances (e.g., market crisis, special work projects, company social mission, etc.), some 

individuals believe more in the company or work unit‟s values and mission beyond what they 

feel about their work tasks, and so feel more attracted and committed to these targets 

(Milliman et al., 2017). These plausible two-way interactions of the individual self and the 

working environment may allow more possibilities for employees to express, organize and 

fulfill their needs for the best of them, their company and their life in general (Parker, 2014). 

HR practices can invest in that way to manage and increase the overall fit at the workplace 

while making the best fit at the personal individual level. Relatedly, as suggested by Milliman 

et al. (2017), these results provided support for the present spiritual framework as an 

extension or alternative of the multidimensional person-enviornment fit research. The authors 

discussed the assoiation between person-job fit with meaningful work, person-group fit with 

sense of community and person-organization fit with organizational values. In this way, these 

associations can be studied either as a mediating blocs or as an alternative framework for 

studying work environment fit with regard to different commitment variables or other related 

work outcomes (job performance, organizational citizenship, turnover intention). Also 

important is that this spiritual framework as a person-enviornment fit basis explained largely 

and homogenously all the studied commitment targets (job, group and organzizaion).   

6. Conclusion and Suggestions for Future Research 

The study of employee commitment has recently been challenged for a renewal in 

organizational and HRM studies. The employement relationship had to overcome its “hard” 

view of focusing on performance and liberate the employee voice (Arrowsmith & Parker, 

2013). Moreover, the decline of employee commitment should be considered, in a certain way, 

as an organizational “loss of faith” and hence calls for the study of personal and spiritual 

issues (Blenkinsopp, 2007).  

Studied at three different levels (e.g., individual, group and organization), the present study 
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reported that three-dimensional WS (meaningful work, sense of community and 

organizational values) contributed significantly to employee commitment. Besides, the study 

provided two main contributions to the multiple commitment research. First, the present 

spiritual framework provided a borader and more adequate emphasize on employees‟ needs in 

relation to employee commitment, as it was demonstrated that these spiritual dimensions 

contributed to and determined, about the same proportion, multiple commitments variance 

(e.g., job involvement, group commitment and organizational commitment). Thus, as 

suggested by Milliman et al. (2017, p. 4), this study asserted empirically the benefit of 

integrating workplace spirituality framework in the study of multiple employee commitment 

which specifically takes into account the interaction of employees‟ needs with the work 

enviornment attributes. Second, and more importantly, when the workplace adresses a more 

higher-order level of employees‟ needs fulfilment (e.g., self-transcendence, personal-growth, 

complete self-expression), implications go beyond self-interested and hedonic psychological 

interests. This was particularly evidenced by the substantial contribution of meaningful work 

to all commitment targets on which it had largest effect sizes (ranging from 0.466 to 1.161) 

unlike the contribution of organizational values and sense of community. Besides, the study 

demonstrated empirically the differential effects of workplace spirituality dimenions as 

suggested by several authors (Benefiel et al., 2014; Houghton et al., 2016). Yet, despite their 

contribution to multiple commitments, each spiritual dimension showed a specific link with a 

particular commitment level. For instance, based on effect sizes, the study reported a higher 

effect of each spiritual dimension on the presumed commitment target. 

Finally, given that this study was limited to the direct relationship of workplace spirituality 

dimensions with specific commitment types and examined only three levels of analysis (e.g., 

individual, group and organization), further evaluation of individual-supervisory and 

individual-group relationships seems also needed. For instance, though its importance, the 

role of sense of community was not clearly evidenced in this study compared to other 

predictors (e.g., meaningful work), suggesting the use of other moderating or mediating 

variables as proposed by Oh et al. (2014) who reported a significant impact of culture for the 

case of these relationships in particular. Thus, future studies can evaluate moderating and/or 

mediating relationships and variables such as socialization processes, gender differences and 

leader-member exchange specifically for group, job and career outcomes. In addition, the 

study of interaction between different commitment targets can further be examined through 

different combinations of spiritual dimensions. This interaction is well supported in the 

multiple commitment research though the concerns raised for redundancy issues between 

commitment types (Cohen, 2003).   
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