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ABSTRACT 

The study aimed to investigate if an organization’s 

pre-disposition towards certain key spiritual 

attributes aided in the management of sudden 

specific changes, and its overall impact on employee 

attitude before and after the change, specifically in 

the IT domain.  A survey was administered among 60 

IT professionals residing in the state of 

Maharashtra. It was qualitative in nature and 

conducted over telephone. Analysis of responses 

clearly indicated that spiritually-based organizations 

were better equipped to handle change as opposed to 

non-spiritually-based ones. The result suggests the 

need to integrate spirituality in the company’s core 

HR policies for a more holistic growth of employees 

and therefore greater productivity.  

Keywords- Spirituality, attitude, change 

INTRODUCTION 

Spirituality has had varied influences on the 

behavior of human beings ever since civilization 

emerged. It has affected the day-to-day lives of 

people since then. In this dynamic market marked 

by cut-throat competition, it becomes imperative 

to not just retain employees, but also ensure that 

they find meaning in what they do. These key 

elements promote productivity, efficiency and 

therefore cost reduction. Companies have 

adopted luxuries and comfort to retain key 

employees in the organization. However, these 

facilities do not result in organizational 

commitment in the long run. The need for peace, 

contentment, tranquility and a balanced existence 

among employees in any sector today is on the 

rise. Additionally, the workplace is undergoing 

constant change- be it technological change, 

cultural shift or change in the leadership. 

Managing change in the IT domain, the biggest 

contributor to employment in India, has taken a 

major turn with technologies advancing in leaps 

and bounds. The desire for more skilled 

employees who are adaptable to changing 

technologies is increasing among recruiters. Such 

constant change along with improving economic 

conditions increases the overall attrition 

percentage. The IT sector has been facing 

increasing attrition rates at the mid- and lower-

level. Notwithstanding, it is the HR manager who 

has the toughest task of balancing employee 

motivation and engagement, thus fighting 

attrition to ensure productivity. As the pace of 

change is increasing, offices are now adapting to 

the new management practices to handle evolving 

technology and materials. Moreover, the 

changing dynamics of workforce is coupled with 

transforming expectations of employees (Lee A. 

, 2012). Organizations, thus, have to equip 

themselves to face the situation of constant 
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transformation as leading change is not easy. 

John Kotter in his book Leading Change revealed 

that only 30 percent of change programs succeed 

while McKinsey survey stated that only one 

transformation out of three succeeds. However, in 

this scenario where employees face constant 

change, apart from offering advanced skillsets 

and adaptability, they also look for holistic career 

growth. They search for harmony and peace, 

which is essentially a spiritual journey.  

This trend is mainly demonstrated by millennials 

who are now contributing to the majority of 

workforce. Researches have documented the 

possibility of millennials composing half the 

strength of global workforce by 2020. Their focus 

on fat pay-checks has declined and search for 

meaning to work is gaining momentum. Thus, 

organizations will have to cater to their spiritual 

needs for sustainable success. According to this 

new dimension, employees seek simplicity, 

meaning and interconnectedness to something 

higher (Marques, Joan, Dhinman, Satinder, & 

Richard, 2007). 

Therefore, focusing on the importance of 

spirituality at workplace, the present study 

intends to capture the impact on certain employee 

attitudes like organizational commitment, 

intention to quit, job engagement and 

organization self-esteem, when exposed to 

certain changes within the organization, 

especially in the attrition driven IT sector. 

LITERATURE REVIEW  

Change is a fundamental ingredient for the 

growth and development of any organization. 

The term change is defined as a system of discrete 

episodic changes that happen in one or more 

organizational domains like people, structure, 

and technology (Romanelli & Tushman, 

1994).By virtue of being imperative, change is 

also inevitable, and thus unpredictable. As a 

result, it tends to be reactive, discontinuous, ad 

hoc and often triggered by organizational crisis 

(Burnes & B, 2004; De & Meyer, 2005; Leucke, 

2003 & Nelson, 2003). This calls for a robust 

mechanism to equip employees, both mentally 

and technologically, to adapt to the change 

without delay. Therefore, organizations today 

have their own set of policies to manage change 

at all levels effectively. Change management is 

defined as the “process of continually renewing 

an organization’s direction, structure and 

capabilities to serve the ever-changing needs of 

external and internal customers” (Moran & 

Brightman, 2001).As Milliman, Czaplewski & 

Ferguson (2003) rightly said, work is largely 

about attempting to find deeper meaning and 

purpose, meeting one's inner life needs by doing 

meaningful work, as well as making contribution 

to others. Researches have revealed that 

‘workplace spirituality’ can provide employees a 

feeling of purpose, a sense of connection and 

meaning at work (Brandt & E, 1996; Bolman & 

Deal, 1995; Giacalone & Jurkiewicz, 2003) 

Many employees in today’s workplaces 

question the essence and meaning of their 

work and search for a sense of purpose (Ashmos 

& Duchon, D, 2000; Cacioppe, 2000; Karakas, 

2010). Furman, Benson, Canda and Grimwood 

(2005) define spirituality as an attitude or 

approach to encompassing a search for meaning, 

purpose and morally fulfilling relations with self, 

other people, the encompassing universe, and 

ultimate reality. Additionally, workplace 

spirituality programmers result in increased job 

satisfaction and commitment among employees, 

reduction in workers/employees absenteeism, 

turn over and increase in organizational 

productivity (Fry, 2003; Giacalone & Jurkiewicz, 
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2003; Paloutzian, Emmons, & Keortge , 2003; 

Reave, 2005) and improvement in employee 

attitudes of commitment to the organization, 

work satisfaction and job involvement (Milliman, 

Andrew J, & Jeffery, 2003) 

Lips-Wiersma (2002) rightly summarizes the 

views of researchers on the outcome of adopting 

spirituality among employees as follows: 

“increased creativity and intuition” (Neck & 

Milliman, 1994; Biberman & Witty, 

1997)“improved ethical behavior” (Maclagan, 

1991)“increased empowerment” (Lee M. , 

1991)“more and better leadership” (Cogner, 

1994; Nevard, 1991) “cohesive vision and 

purpose” (Kahnweiler & Otte, 1997) and; 

“enhanced team and community building” 

(Hawley, 1993; Henson, 1991)  

Hence, emerges the question of how can we 

incorporate spirituality into the HR policy 

framework of an organization, so as to make the 

overall goals of the company align with its 

spiritual ideals, resulting in better management of 

change within the organization at short notices, as 

well as employee retention and company growth 

in both the short and long term.   

PURPOSE OF RESEARCH 

The recent importance given to organizational 

development to attain a competitive advantage in 

the dynamic market focuses on workplace 

spirituality for the utilization of organizational 

resources to improve efficiency and productivity 

during change. The purpose of the study is:  

1. To understand the impact on employee 

attitudes when exposed to certain changes at the 

workplace, their adaptability or lack thereof, as a 

result of the spiritual nature of workplace. 

2. To understand the perception of spirituality 

among employees and their expectations from the 

workplace for a holistic growth in career. 

3. To formulate and strategically integrate 

spirituality into the HR framework in order to 

equip IT organizations at the grass-root level to 

manage change more effectively. 

RESEARCH METHODOLOGY 

The research design used by the authors is 

descriptive and analytical in nature, and employs 

primary as well as secondary data into this 

research. Convenience sampling technique is 

used as per which 60 IT professionals were 

identified for the study of the subject. The 

average age and work experience of the sample 

population was 27 years and 5 years respectively. 

The area of research is limited to the state of 

Maharashtra. The authors have focused on 

obtaining qualitative data and hence conducted a 

combination of personal and telephonic 

interviews which encompassed 12 questions. 

These questions were designed with an intention 

to elicit quantifiable responses and hence, largely 

focused on close-ended questions with a few 

open-ended ones.  

The questions revolved around employee 

attitudes demonstrated in response to changes 

taking place within an organization. The key 

variables rated for the purpose of this study were 

borrowed from a research journal by John 

Milliman, Andrew J. Czaplewski and Jeffrey 

Ferguson called Workplace Spirituality and 

Employee Work Attitudes. The variables are 

organizational commitment, intention to quit, job 

engagement and work-based self-esteem. The 

interview has attempted to gauge the differences 

in approach and ability to adapt to changes in 

organizations that are spiritually-inclined and 
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those that are not. Deriving from the model 

suggested by Marques, Satinder Dhiman and 

Richard King in their book “Spirituality in the 

workplace- What it is, Why it matters, How to 

make it work for you”, the following attributes 

were identified as key indicators of spirituality in 

organizations. (Refer Table 1) 

These attributes, as selected by respondents 

themselves, classified their companies as either 

‘Spiritually-based Organizations’ or ‘Non-

spiritually-based Organizations’. If respondents 

opted for more than three of the above indicators 

under a particular column, it is automatically 

designated under the category of organization 

mentioned above following which, the 

respondents cited a change they have experienced 

under any one of the changes; namely, leadership, 

technology, cultural and team change. The 

changes in the attitudes of the respondents before 

and after the change has been recorded and noted 

with the consent of the participants. The 

secondary data has been collected from various 

journals, magazines, books, web portals and 

industry reports. Detailed analysis has been done 

to arrive at conclusions and suggest 

recommendations.  

KEY FINDINGS AND ANALYSIS 

The following exhibit explains the key factors 

that have enabled employees glide through/ 

caused employees to suffer through the four 

changes in their organization. The responses were 

taken down in great detail over descriptive type 

telephonic-interviews. (Refer Table 2 or 3) 

IMPLICATIONS & 

RECOMMENDATIONS 

Identifying more spiritually inclined 

employees and designating them as spiritual 

coaches on a quarterly basis.  

Based on the authors’ interaction with 

respondents, there emerged three types of 

individuals in an organization that can be 

identified by the HR Department based on their 

balance score card with spirituality indicators, 

peer assessment and personal views on their own 

attributes. (Refer Table 4) While individuals 

belonging to Type I are already intrinsically 

driven to work for personal satisfaction, they can 

serve as motivators or spiritual guides to 

individuals belonging to the Type II category. 

The respondents have discussed with authors a 

dire need for employees to associate themselves 

with the Type I category for greater personal 

growth and peace of mind at work place as 

opposed to Type III that is not quite interested in 

spiritual development at all.  

The HR policy can factor these in while forming 

teams under specific supervisors to keep 

productivity going, as well as ensuring the mental 

well-being of the employees in the process. 

(Refer Table 5) 

CONCLUSION 

On analyzing the insights gathered from the 

interview it is evident that in a non-spiritually 

based organization, change is marked by knee-

jerk reactions, indicating a see-saw effect when 

the before and after-effects are mapped out. 

However spiritually-based organizations were 

well-equipped to deal with change and were 

proactive to ensure employee attitudes are not 

affected in the process. Lack of positive working 

relations, distorted channels of communication, 

absence of encouragement and acknowledgement 

initiatives, no growth opportunities, 

unchallenging work are reasons employees 

exhibit low-organizational commitment and 

tendencies to quit in an organization that is not 

spiritually-based. The enthusiasm and 
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productivity levels are high in a spiritually-based 

organization, and the major commonality across 

all types of change is a low tendency to quit. 

Employee retention and organizational 

commitment is high in such organizations as 

employees feel valued even after the change has 

occurred. Hence, companies which are not 

spiritually based need to identify this gap to 

initiate actions so as to enhance productivity and 

ensure employee retention especially when 

attrition rates are soaring. 
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LIST OF TABLES: 

Table 1 

Spiritually-Based Organizations Non-Spiritually-Based Organizations 

Transparency/ Open Communication Repression of views/ opinions 

Shared goals - Company Vision and 

Mission 

Lack of awareness about company Vision 

and Mission 

Co-operation among peers/ superiors Hostility among peers/ superiors 

Constructive Feedback System Harsh Criticism without proper explanation 

High level of trust Lack of trust 

Continuous guidance/ mentoring Erratic guidance mentoring 

Decent/ good facilities for work-life 

equilibrium 

Few facilities for work-life equilibrium 
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Table-2 

 

Types of Change 

 

 

Spiritually-based Organization 

 

 

Non-Spiritually-based 

Organization 

TEAM CHANGE Before Change After Change Before Change After Change 

 Organization 

Commitment 

 Intention to Quit 

 Job Engagement 

 Self-Esteem 

High 

Low 

Moderate 

Moderate 

High 

Low 

High 

Moderate 

Moderate 

Low 

High 

Moderate 

Low 

High 

Low 

Low 

LEADERSHIP CHANGE     

 Organization 

Commitment 

 Intention to Quit 

 Job Engagement 

 Self-Esteem 

Moderate 

Low 

Moderate 

Moderate 

High 

Very Low 

Very High 

High 

Moderate 

Low 

High 

High 

Moderate 

Very High 

Low 

Moderate 

CULTURAL CHANGE     

 Organization 

Commitment 

 Intention to Quit 

 Job Engagement 

 Self-Esteem 

Moderate 

Low 

Moderate 

Moderate 

Moderate 

Low 

High 

Very High 

High 

Low 

Moderate 

High 

Low 

Low 

Low 

High 

TECHNOLOGY CHANGE     

 Organization 

Commitment 

 Intention to Quit 

 Job Engagement 

 Self-Esteem 

Moderate 

Low 

High 

Moderate 

High 

Very Low 

High 

Very High 

Moderate 

Low 

High 

Moderate 

Low 

Moderate 

Low 

Low 
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Table 3 

The table below analyses the results in detail: 

Types of 

Changes 

Spiritually-based organizations Non-spiritually-based 

organizations 

Team Change  Job engagement increases 

 Team change happened after 

long discussions with employee 

 Projects assigned according to 

employee interests 

 Every member’s views were 

given importance 

 Greater leeway to discuss about 

personal aspirations being met/ 

unmet by project at hand 

 Organizational commitment, job 

engagement and self- esteem 

affected, while intention to quit 

rises drastically 

 Employee not adequately 

consulted or briefed about 

requirements of new project 

 Self-esteem takes a hit as 

employee feels undervalued in 

new team 

 Opportunity of mobility to 

another team is highly restricted 

 Hostility and competition within 

own team increased 

 To create bond from scratch with 

unfamiliar peers drains energy 

and motivation  

Leadership 

Change 
 Job engagement sees highest 

increase followed by self- 

esteem and organization 

commitment 

 Leadership voted as the most 

impactful change by 

respondents 

 Good leadership brought in 

sufficient morale boost and 

motivation 

 Topmost reason cited for above 

– continuous guidance and 

regular feedback 

 Highly approachable leader  

 Immediate supervisor/ 

supervisor’s supervisor brought 

in the following culture: No pre-

discussed flow of operations, 

vague instructions, grievances 

heard but not addressed, 

favouritism within team, 

inadequate appreciation of 

contribution and supervisor takes 

credit for team effort 

 However, there was no ill-will 

against the organization.  

Cultural Change  Self-esteem shoots up as an 

open culture promotes feeling 

of greater inclusion. 

 Organizational commitment and 

self- esteem drops drastically 

 More interference by supervisors 
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 Shift to a flatter structure 

resulting in more access to 

supervisors 

 More innovative/ creative 

verbal rewards and recognition 

acknowledging contribution 

 Special training in non-

technical areas such as 

decision-making, creativity, 

communication skills etc. 

 Promotes workforce diversity 

and  provides sensitivity 

training 

 More incidences of micro 

management as a result of 

switching to a flattened structure 

 Less employee autonomy, more 

scrutiny 

 Lesser time for employee 

recognition 

 Job engagement is forced just to 

show supervisors 

 

Technology 

Change 
 Sharp rise in self-esteem and 

further drop in intention to quit 

 Technology change is 

welcomed and viewed as an 

opportunity for personal growth 

 Company takes measure to 

ensure employees receive clear 

instructions and proper training 

 Supervisors personally monitor 

knowledge transfer 

 Employee feels invested in, and 

thus valued 

 Regular assessment and 

feedback alongside guidance 

from a bunch or superiors and 

Subject Matter Experts 

 While intention to quit lowers as 

a result of technological change, 

job engagement, organizational 

commitment and self-esteem 

drop 

 There is inadequate/ unclear 

guidance and little training to 

cope with the transition 

 Limited cooperation from peers 

and superiors 

 Targets given at short notice 

without equipping employees 

with relevant technical know-

how 

 Procrastination and delayed 

completion of targets 

 Rising insecurity over getting 

fired for incompetency, hence 

greater tendency to piggy back on 

performers 
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Table 4 

Type I Individuals exhibiting high levels of spiritual attributes such as job 

engagement, optimism, integrity, transparency, helpfulness, appreciative-ness, 

trustworthy-ness and dependability. They have found purpose in their work 

and are highly satisfied individuals. 

 

Type II Individuals seeking to exhibit moderate to high levels of the above attributes 

in a bid to find a sense of purpose in their work and better connected-ness with 

peers and superiors in the organizations. 

 

Type III Individuals indifferent to spiritual awareness at work place, and who seek only 

certain spiritual attributes on specific occasions only. 
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Table 5 

Proposed Holistic Model for integrating spirituality in HR policy framework 

Human Resource Functions Suggestions to incorporate in policy framework 

Recruitment and selection  Psychometric test to measure level of spirituality 

of candidates against core spiritual ideals of the 

organization. 

 Validation through situation-based questions 

during personal interview. 

Training and Development  Workshops on corporate ethics, how to achieve a 

sense of purpose in doing what you are doing, 

stress management, striking a balance between 

meeting personal aspirations and organization 

goals, sensitivity training, and more team building 

exercises across verticals to promote more inter-

department camaraderie. 

Performance Management System  Incorporate spirituality quotient as a key 

performance indicator and include it in the 

balance scorecard.  

 Spiritual election to award teams and individuals 

demonstrating high levels of integrity, co-

operation and team work across departments in 

the company.  

Compensation and Benefits  Hot skill bonuses to learn a new skill and conduct 

knowledge transfer sessions  

 Designated reward for learning initiatives. This 

will ensure team building and cross-departmental 

relationship building. 

Career Planning and  Feedback  Mapping the career path post a change to discuss 

coping strategies and mentoring techniques.  

 Supervisor/Mentor can be rated by employees 

thus increasing accountability 
 


