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Despite the growing numbers of research in the area of Management and 

Spirituality the research on workplace spirituality and Spirit at Work are not 

commonly approached as one of the possible organizational resources and 

strategy. Nevertheless PT Telkom Indonesia had established a Spiritual 

Capital Management division under its’ Human Resources Department in an 

endeavor to implement the “Great Spirit Grand Strategy” approach. This book 

is focusing on the research of Spirit at Work based on the phenomenon found 

in PT Telkom. It has demonstrated that Strategic Management concept 

applies in the Spirit at Work (SW) Context. SW is found to be one of the 

capabilities toward competitive advantages in the Resource Based View 

framework. It furthermore analyzes how Organizational Resources 

represented by the Spiritual Leadership variables and Human Resources 

represented by the individual Spirituality are dynamically influencing Spirit at 

Work and resulting in Organizational Commitment and Job Satisfaction, as 

important organizational indicators toward providing service excellence. 

This empirical research identifies the possible resources as antecedents 

of Spirit at Work (SW) in a Resource Based View framework. The research 

empirically examines 530 data taken from PT Telkom on the possible dynamic 

interaction between organizational resources in the form of spiritual 

leadership (SL) variables: Vision, hope/faith, altruistic love (AL) 

meaning/calling and membership towards SW, and human resource in the 

form of Individual Spirituality (IS) toward SW. Further, SW is tested toward 

Job Satisfaction (JS) and Organizational Commitment (OC) as a proxy 

towards competitive advantages in the Service Industry. 
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CHAPTER ONE 

 

 
WHY SPIRIT AT WORK 

 

 
Introduction 

Scholars of strategic management for some time have a competing 

explanation concerning the most appropriate way on analyzing sources of 

superior performance. Some scholars argue that the sources are through 

the primacy of activities or routines. They implemented value chain 

techniques to understand how firm’s activities can affect its competitive 

positioning, but on the other hand scholars of Resource Based View 

(RBV) emphasize on heterogeneous view based on the intangible 

capabilities and resources as stated by Ray et al. (2004). These intangible 

resources are valuable, rare, difficult to imitate and organized (VRIO) to 

influence the business process and create a sustainable competitive 

advantage (Barney et al., 2011; Mintzberg, 2003; Ray et al., 2004). In a 

simple explanation, Barney et al. (2004) posited that RBV suggests that 

firms excel because of what they are, whilst the competing view suggests 

that firms excel because of what they do (Ray et al., 2004). 

The case of Southwest Airlines had shown how resource based 

model had produced a distinguished outstanding customer service 

excellence (Barney & Wright, 1998; Milliman et al., 1999). The case also 

revealed that competitors such as Continental Airlines and United Airlines 

had attempted to compete with Southwest by also providing low cost 

service flights, but did not succeed. The VRIO framework could have 
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accurately predicted that Southwest’s superior performance is through the 

resource based view approach and is value based, rare and therefore 

cannot be imitated (Barney & Wright, 1998). 

The intangible resource and capabilities through the Resource 

Based View approach has therefore opened up new perspectives of 

intangible individual and organizational capabilities as the result of unique 

resources. RBV is giving the opportunity to link micro organizational 

process to the success or failure of the organization (Barney et al., 2011; 

Barney et al., 2001). Value and rareness of resources in the RBV 

framework contributes to a firm’s competitive advantage which in turn 

contributes to its performance (Newbert, 2008). RBV approach assumes 

that each organization is a collection of unique resources and capabilities 

that provides the basis for its strategy. Makhija (2003) also stated that 

RBV is more appropriate in analyzing the source of a superior 

performance in industry facing volatile market and extreme unpredictable 

change. In Indonesia, PT Telkom used to be the undefeatable 

telecommunication company holding a monopoly in the fixed line 

telecommunication system. But now, destructive innovation and 

competition from smaller private telecommunication company with high 

agility had jeopardized Telkom’s position as the strongest and biggest 

telecommunication company in Indonesia. Hence it is a good example of a 

service industry facing volatile and turbulent market, which is the reason of 

choosing PT Telkom as the context of this research. 

In the seminal work of Micro-foundations for Strategy, Foss and 

Lindenberg (2013) posited the importance to overarching normative goal, 

which expresses the desire to act in the service of a collective entity. This 

normative goal must have a strong impact on motivation by inhibiting 
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other goals such as the gain or hedonic goal frame which is lacking the 

long-term vision. The current growing interest on spirit at work in the 

workplace spirituality area of research (Kinjerski, 2013) is in line with the 

need to focus on a framework toward a joint production motivation for a 

greater good where members can recognize a joint endeavor and see 

themselves as part of the noble long term vision each with their own role 

and responsibilities. The sense of belonging brings them to exert intelligent 

and adaptive efforts in productivity gains and innovativeness (Foss & 

Lindenberg, 2013). Spirit at work becomes relevant as the approach to 

support the normative goal which enables the employees to exert 

intelligent effort to cooperate and assist each other actively. The strategic 

approach are producing helping behavior as the intangible capabilities 

toward competitive advantage (Barney, 2014; Stead & Stead, 2014). 

Research in workplace spirituality offers a framework of 

organizational values where the culture of the organization promotes the 

experience of transcendence through the work process, and it also 

facilitates the employees the sense of being connected to others in a way 

that provide the feeling of completeness and joy (Arménio & Miguel Pina 

e, 2008; Jurkiewicz & Giacalone, 2004). Research had shown that the 

emphasis toward value, meaning and spirit at work increased 

organizational performance (Garcia-Zamor, 2003). Harvard Business 

School examined ten companies with strong spirited workplace and ten 

with weak corporate cultures from a list of 207 leading corporation. In an 

eleven years longitudinal research, they found a dramatic correlation 

between the companies with the spiritual corporate culture to its 

profitability. In some cases, companies with high spiritual culture have 

outperformed the others in terms of net earnings, return on investment 
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and shareholder value by 400 to 500 percent (Garcia-Zamor, 2003). 

Vanderbilt University Business School study also resulted in a 

similar output, based on the study using the Fortune listing of The 100 

Best companies to Work (Neal, 2013). Other research had also supported 

that more spiritual companies are doing better than their counterparts with 

lower spirituality (Fry et al., 2011; Mitroff & Denton, 1999b). 

Unfortunately most of the research is still on the theoretical propositions 

and practical business bases. More academic driven research is needed to 

support this phenomenon empirically. 

Spirit at work is one of the concepts under the role of spirituality 

and religion in the workplace or frequently cited as workplace spirituality 

(Kinjerski, 2013). This is one of the concepts, acknowledged by the 

Academy of Management under the Management, Spirituality and Religion 

division/interest group. This concept has emerged from the foundational 

roots of theological background, through the religious work ethics, and 

implemented in the management subject as workplace spirituality (Geigle 

et al., 2013; Phipps & Benefiel, 2013). Through the psychological root, at 

the other mainstream of Managerial Psychology, scholars came up with the 

research on Spiritual Quotient sometimes referred as Spiritual intelligence 

(Ayranci & Semercioz, 2011) to differentiate with the term of Emotional 

Quotient also referred as emotional intelligence that has been introduced 

earlier (Martin & Hafer, 2009; Tischler et al., 2002). The development of 

spiritual capabilities involves the development of Spiritual Intelligence or 

Spiritual Quotients and Spiritual Capital. The latter refers to positive 

benefits of spiritual, psychological and moral development to individuals, 

organizations and societies (Stead & Stead, 2014). This multiple facets and 

sources of spirituality had enriched the research on workplace spirituality. 
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The need to come up with a business model that emphasizes on 

value, meaning and spirit cannot be brought only through ethical approach 

which is concerned with behaving as prescribed and imposed by the work 

environment (Garcia-Zamor, 2003). It is also not sufficient to implement 

the concept of Corporate Social Responsibility, Business Ethic, 

Stakeholder Management, Sustainability and Corporate Citizenship (Al- 

Qutop & Harrim, 2014), since all these subjects emphasize only on the 

social aspects of a company. 

De Bakker et al. (2005) conducted 30 years of research on the 

development of social responsibilities of business and yet found no 

consensus on the progress. Schwartz (2007) posited that the 

abovementioned concepts are simply built on the notions of the social 

responsibilities of business. In the other hand workplace spirituality is not 

just about the social responsibility of business, but rather, it is about value, 

spirit and culture that had to be brought from a workplace with a spiritual 

mind where altruistic love and hope gives meaning and purposes and 

unleash a motivational spirit even in time of crisis (Mitroff and Denton, 

1999). This ability to motivate even in time of crisis, complies with the 

requirement of RBV theory on the organization’s ability to manage human 

under volatile environment conditions (Barney, 2007). 

Earlier research had focused on Employee Engagement by Kahn 

(1990) as harnessing organizational member selves to their work roles in 

engagement where people express themselves physically, cognitively and 

emotionally during role performances. In the research of Spirit at Work the 

involvement are not just physically, cognitively and emotionally but also 

spiritually. It is therefore deeper than engagement and involving 

organizational support which create vision, hope/faith, altruistic love, 
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feeling of meaningfulness and calling and giving the mystical experience, 

spiritual connection and feeling of interconnectedness (Fry, 2008; 

Kinjerski, 2013). 

It is proposed, that a workplace without spirit will manifest itself in 

low morale commitment, high turnover, burnout, frequent stress-related 

illness and rising absenteeism (Garcia & Zamor, 2003). All of the results of 

the absence of spirituality in the workplace will negatively impact the 

organizational performance (Garcia, Zamor, 2003; Fry et al, 2011). The 

spirit at work is also believed to be a source to produce world-class 

products and services (Mitroff, 2003). In a respond to this, a growing 

number of researchers started to focus on the area of workplace spirituality 

(Duchon & Plowman, 2005; Kinjerski, 2013; Rego & Miguel Pina e, 2008). 

Despite the growing interest of research in spirit at work, there is 

still a lot of different understanding and vagueness of what specific area 

does spirit at work addresses. There are several terms used in research 

which focus on spirit at work. Some of the terms are spirit at work, 

spirituality at work, organizational spirituality, workplace spirituality and 

spirituality in the work place (Arménio & Miguel Pina e, 2008; Ashmos & 

Duchon, 2000; Duchon & Plowman, 2005; Milliman et al., 2003). Even 

though there are differences in emphasis, there is a considerable overlap 

(Kinjerski, 2013). 

Most approaches mentioned above are inconsistent albeit expected 

and combine the assessment of attitudes toward spirit at work including 

aspects of personal experience, spirituality and characteristic or perceptions 

of the workplace (Fornaciari et al., 2005). Kinjerski (2013) tried to 

overcome the problem by setting up an empirically grounded, clear and 
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theoretically defensible definition of spirit at work, focusing on the 

personal experience of engaging work, mystical experience, sense of 

community and spiritual connection in the workplace (Kinjerski, 2013). 

Hence the concept of spirit at work is chosen because it is focused on the 

real experience of spirituality in the workplace without confusing it with 

attitude, feeling and understanding based on the perspective of the 

individual. This study will refer to spirit at work as SW. 

SW is an interesting concept because it is inclusive of religious 

spirituality without the direct reference to specific religious ideology, as 

noted by Stevison, Dent and White (2009). Mitroff and Denton (1999) 

proposed four classifications of research orientation on spirituality. Spirit 

at work in this research will fit on the first category which does not 

separate between spirituality and religions; In the second category; the 

research sees religion dominates spiritual; In the third, the research sees 

spiritual as dominating religion; In the fourth, the research uses neither 

spiritual nor religious approach, but creates its own value based approach. 

Sweeney and Fry (2012) furthermore posited that separating spiritual from 

religion would be a problem especially in the Eastern culture. Muttaqin 

(2012) proposed that in Indonesia, spiritual and religion becomes a hybrid, 

therefore spirit at work concept is suitable for the Indonesian context. 

The hybrid of spirit with religion could create confusion since 

research findings show seemingly religious people are involved in counter- 

productive approach toward work performance, including corruption. 

Marquette (2012) posited in her paper that corruption is seen by the 

correspondents as being so systemic that being uncorrupt often makes 

little sense. Bandura (2002) calls this as “selective moral disengagement” 

which justifies their attitudes and behavior as a classic collective action 
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problem where religion is seen as just part of a ritual. In this research 

spirit at work is not about ritual and religion as a label, it will refer to the 

real substance of spirituality as the basic belief that human beings are part 

of God’s creature, all interconnected under a supreme power (Mitroff & 

Denton, 1999). Work is part of worship and businesses should have the 

sustainability paradigm embedded in their business model and offer 

answers to the world problems (More & Todarello, 2014; Stead & Stead, 

2014). 

Mitroff and Denton (1999) found that organization’s leaders 

believe strongly that organizations need to learn how to connect work into 

a meaningful purpose which will encourage the immense spiritual energy 

that is at the core of everyone, a characteristic that can be represented by 

spirit at work. Many authors and scholars also support organizational 

leadership as the antecedent of spirit at work (Dent et al., 2005; Fry & 

Altman, 2013; Middlebrooks & Noghiu, 2010; Wagner-Marsh & Conley, 

1999). Tevichapong in his research on spirit at work, found that inspired 

leadership, strong organizational foundations, organizational integrity, 

positive culture, sense of community, opportunity for personal fulfillment 

and appreciation for employees’ contributions have a significant 

relationship toward spirit at work (Tevichapong et al., 2010). In a more 

holistic approach, Fry and Altman (2009) proposed that there is a growing 

understanding that spiritual leadership is a combination of influence 

processes in the organization amongst followers, leaders, peers and the 

emergence collective dynamics (Fry et. al, 2011) which will encourage spirit 

at work. Empirical research is needed to determine the factors of Spirit at 

Work. Fry et. al, 2011 argues that Spiritual Leadership can be seen as the 

organizational resources point of view which emphasizes the value 
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congruence across the organization, hence more integrated and suitable to 

encourage the outcome of spirit at work. 

Spiritual Leadership is a leader-less approach where the whole 

organization and everyone regardless of their position can help support the 

spiritual value of the organization (Fry, 2003). This is in line with the key 

implication for managers, which is to not just focus on human capital at 

just one level—such as top managers or lower level employees— but 

instead to cultivate human capital across all levels within the hierarchy 

(Crook et al., 2011). Each variables used in the integrated model of 

Spiritual Leadership in the organization; Vision, Hope/Faith, Altruistic 

Love, Meaning /Calling and Membership (Fry, 2003) should support the 

individual experience of spirit at work, therefore become the determining 

factors toward spirit at work. 

Spiritual Leadership focuses toward value congruence across 

organizations, from top to bottom and vice versa, not focusing on 

individual leaders per se, but more toward the integrated impact of 

spirituality in the organization (Fry, 2003). Hence it is an integrated 

organization based approach to encourage the individual experience of 

spirit at work. In this research the focus is on how the variables of Spiritual 

Leadership through the organizational supports are giving impact toward 

the employees’ experience of Spirit at Work and the resulting impact on 

job satisfaction and organizational commitment in a service industry 

model. 

It is deemed possible that the individual spirituality which portraits 

the level of spirituality of a person, acts as a moderator intervening variable 

(Ayranci & Semercioz, 2011). Garcia-Zamor (2003) also proposed that 
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individual spirituality will influence his or her understanding and 

interpretation of ethical behavior, therefore influences how he or she 

implements the spirit at work. Hence, it is interesting to see how the 

individual spirituality would influence the impact of spiritual leadership in 

the organization toward spirit at work. There have been limited work on 

this area, mostly conceptual, and this research would reveal the possibility 

of a dynamic role of human resources’ individual spirituality (IS). IS in this 

research refers to the work of Rojas (2002) who set up a concept which 

emphasizes the congruence of ideology and life style in a relational form of 

interpersonal, intrapersonal and supra-personal in a holistic and integrated 

independent spirituality assessment scale. The concept is universal and is 

focusing toward value and substance of individual spirituality without 

focusing on the aspects of ritual practices of religion. 

Spiritual Leadership, Individual Spirituality and Spirit at Work as 

shown in the previous paragraphs had been discussed separately in the 

workplace spirituality area. The importance of these topics has been 

acknowledged and is shown through the list of previous research on these 

areas (Attachment 1). Nevertheless further research is needed to analyze all 

these issues in an integrated model of Resource Based View. It will be the 

mission of this research to see whether Strategic Management does apply 

in the Spirit at Work context empirically as proposed conceptually by 

previous researchers. Spirit at Work can be seen as the capabilities, as it 

shows firm’s capacity to deploy a combination of resources to achieve the 

desired end (Makadok, 2001). Therefore further research would be needed 

to determine the resources of Spirit at Work and understand the possible 

dynamic interaction between organizational resource in this research 

through Spiritual Leadership and human resource in this research 
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represented by Individual Spirituality. Dynamic interactions could be the 

possible finding, if the resources in the form of Spiritual Leadership 

variables have different directions impact once individual spirituality acts as 

the moderator. 

In a resource based research, utilizing performance as the 

dependent variable to test the VRIO impact of valuable resource and 

capability is problematic (Ray et al., 2004). Ray, Barney and Muhanna 

(2004) explained the reasons behind the problems: First, a firm may excel 

in some of its business processes, but below average in others, hence the 

aggregated performance is not the best way to test resource-based theory. 

Second, it is possible for the firm’s stakeholders to appropriate the 

economic profits that can be generated by a firm’s business processes 

before the profits are reflected in `a firm’s overall profitability. Third, 

resource can be valued because they allow firms to perform activities as 

the source of competitive advantage. Ray, Barney, Muhanna (2004) 

pointed out a model toward competitive advantage to overcome the 

abovementioned problems. In this model strategic managers arrange the 

firm’s resources, specifically the intangible assets and capabilities due to its 

value, rarity and difficulty to imitate, and strategically deploy them in ways 

that build competitive advantages in the business process. Hence, Barney 

et al. (2007) proposed an alternative class of dependent variables which is 

the effectiveness of business processes, as a way to test resource based 

logic (Hitt et al., 2012; Ray et al., 2004). 

Competitive advantage is unique toward specific industries (Ray et 

al., 2004). For example, in the architecture company, ability to develop new 

products is a competitive advantage (Henderson & Cockburn, 1994; Ray et 

al., 2004); in manufacturing companies, manufacturing process 
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effectiveness is the competitive advantage (Ray et al., 2004; Schroeder et 

al., 2002); Hence, in this model for service industries, people’s ability to 

perform service excellence is important which is related to organizational 

commitment and job satisfaction (Barney & Wright, 1998; Heskett et al., 

1997; Malhotra & Mukherjee, 2004). Studies on strategic human resource 

management, demonstrate the pivotal importance of employees in the 

creation of sustained competitive advantages leading to various 

organizational performance outcomes (Combs, Liu, Hall, & Ketchen, 

2006). Previous research had proven that organizational commitment and 

job satisfaction are good predictors toward effectiveness in giving service 

excellence (Paulin et al., 2006; Malhotra & Mukherjee, 2004). 

Job satisfaction and organizational commitment are both the 

organizational outcomes of various organizational behavior constructs 

(Crook et al., 2011; Latif et al., 2013). The spirit at work serves as the 

foundational value to always strive for the best, even in time of crisis 

(Mitroff & Denton, 1999a), hence other organizational behavior traits are 

embedded in the construct as opposed to competing with the SW 

construct. 

The output of service industries is in the form of service excellence 

(Heskett, Sasser., &Schlesinger, 1997). People in the leading service 

organization are being energized through truly innovative method of 

developing, recognizing and organizing the work itself (Heskett, Sasser., & 

Schlesinger, 1997). The method to provide high level satisfaction to service 

personnel will in turn create valuable service toward others. Heskett et al. 

(1997) furthermore posited that satisfied and committed employees will 

perform and satisfy their customer. Barney and Wright (1998) supported 

further that when the employees are treated right, they would treat the 
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customers right and create value. Employee plays an important role in 

service industry competition (Grönroos, 1984). The role of human 

resource in the service industry becomes pivotal and determines the 

success of the company. The company’s image depends on the service 

excellence provided by all the front liners and supported by the whole 

internal business process. The strategic management role is to formulate 

and implement a value-creating strategy to support and encourage spirit at 

work, since it will be reflected in work and in turn affect the employees’ 

service to the customers (Pandey et al., 2009). 

Spirituality gives the feeling of responsibility in the form of 

commitment and security in terms of feeling satisfied with the work 

bestowed upon the employees (Stead & Stead, 2014). Implementing spirit 

at work motivates the employees and creates satisfaction and commitment 

(Kinjerski, 2013). The happier the members of the organization, the more 

productive, creative, more satisfied and committed they became (Barney & 

Wright, 1998; Heskett et al., 1997). Eventually the culture of sharing and 

caring will influence and reach all the organization stakeholders such as 

suppliers, customers and shareholders (Garcia-Zamor, 2003). 

The rich background of interest for spirit at work research still 

needs further analysis on what constitutes the determinant resources which 

influence Spirit at Work in the RBV Framework. This becomes the main 

question of this study. The RBV approach acknowledges tangible and 

intangible resources in the form of physical, financial, technological, 

human and organizational resources. The intangible form of spirit at work 

should be seen through the intangible resources. This book hence would 

be focusing on the main question which is: What are the determining 

factors of Spirit at Work? The main question is then elaborated into sub- 
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questions; How does the organizational resource in this research 

represented by Spiritual Leadership variables influence Spirit at Work? 

What is the role of human resource in this research represented by 

Individual Spirituality influences Spirit at Work? And how does Spirit at 

Work impact the competitive advantage in a service industry which is 

represented in this book by Organizational Commitment and Job 

Satisfaction? 

 

The Telkom Story 

The model of the research is dedicated toward service industries. It 

is chosen, because of the high emphasis on the human resource aspect. 

The human capital becomes the resource of competitive advantage to win 

the competition (Barney, 1996). This study focuses on PT Telkom 

Indonesia as the context of this research for the reasons listed in chapter 

four. This section will be the overview of the research context. 

Telkom is facing a lot of pressure in the highly unpredictable high 

tech telecommunication era. Telkom has more than 24000 employees at 

stake and facing the turbulence high pace changes of technology in 

telecommunication. The high income from POTS (Plain Old Telephone 

Service) is now a history. Even the cellular telecommunication is facing a 

threat of obsolescence every time there is a new invention which serves as 

a creative destructions to the older technology. Under this high 

competitive pressure, a big company like Telkom needs high resilience, 

commitment and agility to face the uncertainties. In the challenge to 

achieve growth in the middle of such a high pressure, PT Telkom 

transforms its strategy by improving the quality of the human and 
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organization capital through value based spiritual capital (Yahya, 2013). 

This big shift toward spirit at work could also be seen through their 

training and communication system. In order to face the harsh 

competition and high pressure of uncertainty, Telkom implements the 

policy of “Great Spirit Grand Strategy” (the title of the book written by the 

former CEO of Telkom, Arief Yahya) to enable a paradigm shift in the 

mind of their employees (Yahya, 2013). 

Spirit at Work is looking at tasks not just as an obligation to fulfill, 

but as a part of worship, the reason of being and the way to leave a legacy, 

which will be the ultimate spirit to always give the best and be able to face 

the fierce and volatile competition. Despite the high growth target, the 

corporate strategy did not focus on numbers, but rather to these powerful 

mind shift (Yahya, 2013). 

The Spiritual Capital Management Division of Telkom with Mr. 

Yusuf Muhammad as the senior manager had build a value of spiritual 

organization and implement the “Ihsan concept” (always the best) as their 

company’s spirit since the beginning of 2013. The company is consistently 

conducting spiritual training and spiritual sessions to support the spiritual 

climate in the organization. Telkom prepared a well-designed training and 

spiritual sessions for various religions (Telkom Media, 2013). Telkom is 

following the trend in the world that shows companies are going through 

changes in their orientation of the employees’ training program, in addition 

to the technical training, they believe in the importance of spirituality to 

boost up employees’ morale (Garcia-Zamor, 2003; Lips-Wiersma & 

Mcmorland, 2006; Yahya, 2013). 

In the example of Telkom, up to early 2015 there were around 
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4700 leaders, officers, managers and senior managers who had gone 

through spiritual trainings specifically tailored to Telkom’s employees by 

the spiritual capital management division (Telkom report, 2015). Different 

sets of trainings are designed for each believer. There are at least five 

spiritual trainings: For the Moslems, Christians, Catholics, Hindu and 

Buddha’s believers. 

The leaders of Telkom believe in the importance of spiritual 

approach to boost up employee’s morale, commitment and performance, 

as mentioned by former HRD Director Priyantono Rudito. He had set up 

the Spiritual Capital Management under the HRD division. This strategy is 

made possible by the central role of the leaders who integrate spiritual, 

emotional, rational, and physical approach in a solid way (Yahya, 2013). 

Spiritual training is conducted in an endeavor to increase the 

understanding of spirituality in the workplace, where the employees 

perform work as a form of worship and will always strive to do their best 

(Yahya, 2013). 

Arief Yahya, former CEO of PT Telkom is one of the great 

proponents of the spiritual approach. His book on “Great Spirit, Grand 

Strategy: Corporate Philosophy, Leadership Architecture, and Corporate 

Culture for Sustainable Growth” is focusing on the potential of spirituality 

as part of PT Telkom strategy. Officers, leaders and managers are sent to 

retreat programs in the form of spiritual training. In addition, on a weekly 

basis, employees are given inspirational spiritual lectures. The guidance are 

well planned by the spiritual capital division to ensure that every branch 

office, Witel (Wilayah Telekomunikasi) in all the provinces in Indonesia are 

given the material and experiential learning process specifically prepared 

for every different religions of the employees. 
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One of the examples of spiritual training conducted for Telkom 

was commented by Facal (2012) and Rudnyckyj (2009) as follows: 

“Ginanjar designed a spiritual reform project to achieve “Indonesia Emas” 

(Golden Indonesia, 2020) by conducting a character building training series 

(Facal, 2012). Starting since 2001, to 2012 there approximately 1200000 

alumni all over Indonesia, and some in the overseas countries” (Uno, 2012; 

Sapta, 2012). The researcher, Daromir Rudnyckyj spent two years doing 

exploratory research on ESQ training conducted in Krakatau Steel the 

biggest steel manufacturer in Indonesia. Through his ethnographic 

sensibility, Rudnyckyv then wrote a book on Knowledge and Power: 

Spiritual Economies: Islam, Globalization, and the Afterlife of 

Development. Some quotes from the book reviews are as follows: 

“In Europe and North America, Muslims are often represented in 

conflict with modernity--but what could be more modern than 

motivational programs that represent Islamic practice as conducive 

to business success and personal growth? Daromir Rudnyckyj's 

innovative and surprising book challenges widespread assumptions 

about contemporary Islam by showing how moderate Muslims in 

Southeast Asia are reinterpreting Islam not to reject modernity but 

to create a "spiritual economy" consisting of practices conducive to 

globalization.” (Facal, para.1) 

These spiritual training are conducted to the employees to increase 

morale conduct and performance (Rudnyckyj, 2010). Facal and Rudnyckyj 

(2010), further more concludes that understanding the meaning of the 

substances behind the Islamic ritual has revived a spiritual reform which 

influences human life. Even though the training talks about Islamic values, 

but it is inclusive and offers universal values. It is stating that “Islam 
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offers universal values to the world” (Ginanjar, 2010; Newberry, 2013). 

The training is focused more on the spiritual aspect of becoming a leader 

with a character. People from different religious backgrounds have enjoyed 

and benefited from the training. 

 

Previous Studies on Workplace Spirituality 

Issues regarding workplace spirituality have received increased 

attention in the organizational science research. It is proven by the long list 

of previous research in the field of workplace spirituality and spirit at work 

as seen in the “Previous Research List” in the appendix 1 of this book. 

Scholars have formed an interest group/division devoted to do research in 

this area under the Management, Spirituality and Religion interest group of 

Academy of Management. It is believed to be the vital principle of life 

affirming energy in oneself and all human beings. Some are calling this a 

megatrend or the spiritual awakening in the workplace (Fry et al., 2011). 

The following are previous studies on all variables used in this research. 

Spirit at Work 

Fornaciari, Sherlock, Ritchie and Dean (2005) analyzed 29 

empirical articles within spirituality, religion and work domain, and found 

that the “scale development practices within the spiritual domain are 

sometimes inconsistent” (p.45) even though it is already expected. 

Nevertheless conceptual convergence occurs over the numerous research 

on spirituality (Sheep & Foreman, 2012). 

Some works were focused on developing measurements of 

spirituality; First, the work of Ashmos and Duchon (2000), Milliman 

(2003), Sheep (2004), Duchon and Plowman (2005), Armenio and Miguel 
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Pina (2008), and Kolodinsky et al (2008). To date most approach combines 

the assessment of attitudes toward spirit at work including aspects of 

personal experience, spirituality, and characteristic or perceptions of the 

workplace (Kinjerski, 2013). In the other hand Robertson and Liu (2011) 

proposed a completely different new theoretical conceptualization of 

spirituality. 

Some of the concepts of workplace spirituality were used in 

empirical quantitative analysis (Gupta & Kumar, 2014; Nwibere & 

Emecheta, 2012; Vanderberghe, 2011; Sulaiman & Bhatti, 2013; Osman, 

Hasyim, Ismail, 2012; Giacalone & Kolodinsky, 2008; Rego & Cunha, 

2008; Lee, Chen, Wang, Dadura, 2010; Piryaei, 2013; Malik, Naeem, Ali, 

2011). Mostly these researchers are looking at workplace spirituality as an 

independent variable toward different forms of organizational 

performance such as Organizational Commitment, Job Satisfaction, Job 

Involvement, Turnover Intention and Sales Performance. Other 

researchers are focused on the conceptual side (Pawar, 2009; Poole, 2009; 

Fahri, 2000; Bouckaert, 2012; Ferreira, 2010; Gotsis, Kortezi, 2007; 

Jurkiewicz & Giacalone, 2004). All these previous researches are listed on 

Appendix 1. 

Previous researches on spirit at work (SW) as defined by Kinjerski 

(2013) are using SW as an independent variable. The evident had shown 

that spirit at work had the strongest relationship with work-related 

measures such as job satisfaction and organizational commitment and a 

moderate relationship with measures such as satisfaction with life, spiritual 

transcendence, mysticism, gratitude and self-actualization and the weakest 

correlation with the personality dimensions. 
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Other researchers have used Spirit at Work in their research. 

Stevison (2008) is analyzing spirit at work and found that there is a 

mediation relationship, demonstrating that affective organizational 

commitment mediates the relationship between SW and both voice and 

helping behaviors. Tevichapong (2012) conducted an analysis of spirit at 

work in Thailand. He found that job satisfaction fully mediated spirit at 

work toward in-role performance and intention to quit. He also found that 

inspired leadership, strong organization foundations, organizational 

integrity, positive culture, sense of community, opportunity of personal 

fulfillment and appreciation for employees and their contribution are 

important antecedents for spirit at work. 

Spiritual Leadership 

Spiritual Leadership concept is looking at spirituality from the 

perspective of the organization support. It is emphasizing the value 

congruence of all the elements in the organization. As mentioned before, 

Spiritual Leadership is a model of organization that incorporates vision, 

hope/faith, and altruistic love, and spiritual survival Fry (2003; 2008; 

2011). The integrated spiritual leadership variables of the organizational 

model incorporate the Meaning/Calling and Membership variable from 

the organization perspective and in this research all variables (Vision, 

Hope/Faith, Altruistic Love, Meaning/Calling, Membership) will be 

referred as Spiritual Leadership variables. 

Fry (2003) had developed the intrinsic motivation model to create 

vision and value congruence in the organization across the strategic, 

empowered team and individual levels to foster higher levels of 

organizational commitment. In the development of the model, the 
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Spiritual Leadership Theory was used as a paradigm for Organization 

Transformation and Development (Fry, 2005). It has also been developed 

to transform the city government through spiritual leadership (Fry, 

Nisiewicz, Vitucci, Cedillo, 2007). Karadag (2009) conducted a research on 

Spiritual Leadership and how it affects the Organizational Culture. 

More recently, Fry, Hannah, Noel, Walumbwa (2011) had used the 

spiritual leadership concept on the military context toward performance in 

the form of Organizational Commitment and other Squad Military 

Performances. Spiritual leadership had also been used in addition to 

Indian local wisdom to see the influence toward spiritual climate through 

the Leaders’ Reputation variable (Pandey et al., 2009). 

Individual Spirituality 

The terminology of individual spirituality is independent of any 

religious preferences and more into the ideology application of every day 

real life situation (Rojas, 2002). It is seen as a skill and effort to align a 

worldview into everyday activities with the expectation of a desired long- 

term transformation. The ideology application has resulted into a strong 

indicator of spirituality as stated by Rojas (2005). This concept is an 

integrated approach where the congruence between ideology and life style 

is seen through all relational perspectives, such as interpersonal, 

intrapersonal and supra-personal. 

Mohammed Ehsan et al. (2010) conducted a research using this 

approach and were able to see the various level of individual spirituality of 

Higher Education faculty in Punjab. Malik and Naeem (2011) in another 

separate research conducted a survey in different Banks in Pakistan. One 

hundred twenty one regional managers, area managers and branch 
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managers’ respondents were surveyed using the independent spirituality 

assessment scale (ISAS) designed by Rojas (2002). 

Organizational Commitment and Job Satisfaction 

Organizational commitment is a popular concept on analyzing the 

level of employee’s commitment normatively and affectively (the highest 

level of commitment) and also looking at the continuance of the 

commitment, which is the weakest level of commitment (Meyer & Allen, 

1997). There are many researches using organizational commitment as the 

dependent variable. Some list of the research from the workplace 

spirituality domain are Vandenberghe, 2011; Nwibere, Emecheta, 2012; 

Sulaiman, Bhatti, 2013; Walker, 2013; Piryaei, Zare, 2013; Fry et. al, 2011; 

Milliman, 2003; Kinjerski, 2013; Rego, Cunha, 2008). Appendix 1 is a list 

of previous research on workplace spirituality with more detailed 

explanation on the researches. 

Job satisfaction (Gupta & Kumar, 2014; Nord, 1978; Gortner, 

2007) is one of the most important employees’ attitudes construct in 

organizational research. Job satisfaction studies have provided evidence 

that a lower level of job satisfaction will lead to negative symptoms such as 

low morale, high turnover as posited by Spector (1997). It is also a 

significant concept toward the ability of a service provider to give 

excellence service toward the customers (Barney & Wright, 1998; Heskett 

et al., 1997). 

Job satisfaction is the degree of which employees likes or dislikes 

their job. Despite its simplicity, the managerial impact had been considered 

important because of its persistency in giving a significant measurement 

toward the positive state of an organization (Spector, 1997). Previous 
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researches on Job Satisfaction as a dependent variable of workplace 

spirituality are seen through the work of Walker, 2013; Piryaei, Zare, 2013; 

Milliman, 2003; Kinjerski, 2013. These researches are listed as well in 

Appendix 1. 

 

Research Gap 

There is a long list of previous researches on the topic of spirit at 

work and the area of workplace spirituality in general. Some of the 

previous researches listed in Appendix 1 are offering conceptual theory on 

workplace spirituality. Some have conducted a quantitative approach with 

spirit at work as an independent variable (Kinjerski, 2013, Stevison, 2008). 

Nevertheless there is a lack of analysis of possible antecedents of Spirit at 

Work from the organizational and human resource point of view 

specifically through Spiritual Leadership variables and Individual 

Spirituality toward Spirit at Work. This would be the first gap. 

In the past individual spirituality had been used to determine the 

spiritual level of employees and the possible outcome toward 

organizational indicator such as organizational commitment and job 

satisfaction (Mohammed Ehsan et al., 2010; Muhammad & Basharat, 

2011). However, there is a need to analyze the possible unique interaction 

between individual spirituality as the representative of human resource and 

spiritual leadership as the representative of organizational resource in 

influencing spirit at work. 

This research would like to see the role of Individual Spirituality in 

affecting the influence of Spiritual Leadership variables toward Spirit at 

Work. This gap is deemed to be important, given the supports that 
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individual spirituality is an important aspect acting as the intervening 

moderator (Ayranci & Semercioz, 2011; Tischler et al., 2002), and 

influence how an individual will experience his/her spirit at work (Garcia- 

Zamor, 2003). Hence, this would be the second gap for this research. 

Some scholars had also conducted conceptual research on spiritual 

capabilities toward sustainability (Al-Qutop & Harrim, 2014; Stead & 

Stead, 2014). The acknowledgement of the spiritual element of an 

organization as a capability leads to the argument that certain resources are 

needed before it can be developed into a capability. This research then 

would be analyzing the resources of Spirit at Work as a capability. 

The above mentioned argument is in line with the RBV 

framework. Makadok (2001) posited that capabilities refer to a firm’s 

capacity to deploy a resource or a combination of resources using 

organizational process to achieve the desired end. They are information 

based, tangible and intangible processes that are firm – specific and are 

developed over time through complex interactions among the firm’s 

resources. They can abstractly be thought of as “Intermediate goods” 

generated by the firm to provide enhanced productivity of its resources. 

This capability also serves as a strategic flexibility and protection for its 

final product and service (Makadok, 2001). Spirit at Work (Kinjerski, 2013) 

in this study hence can be seen as spiritual capabilities. 

Furthermore, spiritual capabilities can be developed through 

developing organization and human resources in this study represented by 

Spiritual Leadership and Individual Spirituality. In order to understand 

how it influences competitive advantages, Spirit at work is tested toward 

Organizational Commitment (OC) and Job Satisfaction (JS). The need to 
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study Spirit at Work in the RBV framework toward competitive advantage 

is the third research gap. 

Research Questions 

The abovementioned gaps create a research problem to solve and 

analyze the resources of an RBV model where Spirit at Work has the role 

as capabilities toward achieving competitive advantage in the service 

industry. The main research question therefore is to understand: What are 

the determinant resources to produce Spirit at Work in a Resource Based 

View framework? 

From this main research question, a number of research questions 

can be generated. The detailed research questions are as follows: 

1. What are the impacts of organizational resources in this research 

represented by spiritual leadership variables toward spirit at work? 

2. How does human resource represented by Individual Spirituality 

influence the process toward producing spirit at work? 

3. What is the impact of spirit at work toward job satisfaction? 

4. What is the impact of spirit at work toward organizational 

commitment? 

 

Expected Contribution 

This research will provide a significant contribution toward the 

research in spirit at work. The study focuses on the strategic management 

issue in the area of resource based view theory, through the resource 

heterogeneity approach toward competitive advantages. Spiritual 

Leadership and Individual Spirituality are argued to be valuable, rare, and 

inimitable resources (Stead & Stead, 2014). The organizational approach in 
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RBV requires a test of whether the interaction of organizational and 

individual resources is organized to produce the desirable capabilities in 

the form of Spirit at Work construct. Further, the research will explore the 

role of spirit at work toward organizational commitment and job 

satisfaction as indicators of competitive advantage in the business process 

of a service industry. It will see the implementation of spirit at work as part 

of the effort to be more competitive in the increasingly volatile global 

market of telco service industry. It will also reveal the impact of strategic 

management in supporting spiritual capabilities toward competitive 

advantage. 

The management implication of this research would indicate the 

significance to synergize the management system to support integrated 

spiritual capabilities. It will also explore the importance of supporting 

spiritual capabilities by setting up spiritual leadership in the organization to 

encourage spirit at work. It will also imply the need for a specific value 

based recruitment process in hiring new talents and providing spiritually 

integrated training and development process for the human capital in the 

service industry. The result of the study would imply the need for trainings 

with an embedded focus on the spiritual substance in the form of always 

giving and serving the best. 

At the end, this research on Spirit at Work could also be seen as 

part of the implementation of Indonesian local wisdom through the 

practice of spiritual capabilities embedded in the organization. It could be 

an answer to overcome the low morality and commitment problem as our 

biggest menace from becoming a country with a great competitive 

advantage. 
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CHAPTER TWO 

 

 
THE LITERATURE JOURNEY OF SPIRIT AT WORK 

 

 
Strategic Management is known as the field which is intertwined 

with many other fields (Nag & Hambrick, 2007). It becomes even broader 

once the homogeneous view had shifted toward heterogeneous view 

sponsored by Barney (2007) with his Resource Based View Theory. The 

broadness of issue under strategic management can be seen by research 

with the origin of managerial psychology and other social sciences, as what 

we found in this research of Spirit at Work (SW). SW could be seen as 

intangible capabilities in RBV framework toward competitive advantages 

(Barney & Wright, 1998). In addition to that, SW is also originated from 

the workplace spirituality and managerial psychology study. In this chapter, 

the literature review would start by acknowledging the amorphous face of 

Strategic Management which has become its strength, followed by the 

creation of sustainable competitive advantage through the heterogeneous 

view of RBV and its implication in the Strategic Management field. 

In addition to the Strategic Management, this literature review 

would also share the two other origins of Workplace Spirituality as the 

framework of Spirit at Work (Figure 2.1). First the Theological background 

with the various Religious Work Ethic as the origin of workplace 

spirituality research (Benefiel & Fry, 2011; Geigle et al., 2013), and second 

the Psychological background through Managerial Psychology. 

The orientation of this research is looking at spirituality as an 
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output of religiosity, which will be explored on a separate section in this 

literature review. Nevertheless it is not depended upon any specific 

religion. Phipps and Benefiel (2013) mentioned that it is problematic to 

separate between spiritual and religion, and pointed that workplace 

spirituality in the first place was derived from Religious Work Ethic. 

In   the   world,   the   estimation   of   the   adherents   (sociological/ 

statistical perspective), ranked by numbers of adherents are as follows: 

The first is Christianity with 2.1 billion believers and the second is Islam 

with 1.6 billion adherents (El Garah, Beekun, Habisch, Lenssen, & Adaui, 

2012).  The  following  third  rank  is:  Atheist/  Nonreligious/  Agnostic/ 

Secular: 1.1 billion (Hunter, 2007). Christian is well known with its 

Protestant Work Ethics, promoted by Max Weber (Benefiel, Fry, 2011). 

Islam offers a complete version of Islamic Work Ethic as a holistic 

reference toward work conduct (Ali, 2009; Beekun & Badawi, 2005; 

Beekun & Westerman, 2012). Hence based on the prominence and scale of 

exposure of the religious work ethics study together with the biggest 

number of adherents in the world, this literature review will explore two 

religious ethics of Protestant and Islam Work Ethics. 

The origin from the other vigorous field of Psychology will be 

shared through the Managerial Psychology perspective of spiritual 

intelligence or sometimes quoted as spiritual quotient and spirituality as a 

trait of human being. After these three origins (Figure 2.1), the literature 

review will cover all basic foundations issues such as spirituality versus 

religion, spirituality and ethics, the positioning of management, spiritual 

and religion, the examples of spirit at work in a real company settings and 

the issue of spirit at work. All variables used in this research will also be 

explained in separate sections in this chapter. 
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From Strategic Management to the Research of Spirit at Work 

Strategic Management represents a case of an academic field that is 

still evolving. It has been abruptly re-labeled from business policy in 1979, 

into strategic management. The subject of interest overlaps with several 

other vigorous fields, including economics, sociology, marketing, finance, 

and psychology (Hambrick, 2004). Its participant members are experts and 

have been trained in various backgrounds, some in economics 

departments, and some in strategic management departments, some in 

finance, some in organizational behavior, and some in marketing. It is still 

evolving and interconnecting with other fields of interest (Hambrick, 

2004). 

It becomes quite a challenge to define the field of strategic 

management, since it covers a wide array of interest. But it turns out that 

strategic management's weakness becomes its strength (Hambrick, 2004). 

Its amorphous and flexible boundaries and inherent pluralism act as a 

common ground for scholars to thrive as a community. The strength lies 

in the flexibility of research by its scholars without being constrained by a 

dominant theoretical or methodological point of view. The views are far 

from being homogenous but more into the heterogeneous side sometimes 

even had shown ambidexterity and also had shown a Post-Modernist 

approach as opposed to the Classical Modernist approach. 

Strategic management acts as an intellectual brokering entity, which 

thrives by enabling the simultaneous pursuit of multiple research 

orientations (Hambrick, 2004). It becomes a rich field with members who 

come from a wide variety of disciplinary and philosophical regimes. At the 

same time, however, these diverse community members seem to be linked 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

30 

 

 

 

by a fundamental implicit consensus that helps maintain its identity whilst 

the field stays coherent (Nag & Hambrick, 2007). 

 

Strategic Management and Sustainable Competitive Advantage 

Scholars agree that strategic competitiveness is achieved when a 

firm successfully formulates and implements a value-creating strategy 

(Mintzberg, 2003). This is the underlying common goal, which may be 

achieved in a multi array approach and methodology. When a firm 

implements a value creating strategy that current and potential competitors 

are not simultaneously implementing and furthermore the other 

competitors are unable to duplicate the benefits of its strategy, then the 

firm has a sustainable competitive advantage (Barney et al., 2007). The 

company will have a sustainable competitive advantage only when others’ 

effort to duplicate the strategy have ceased and failed (Hitt et al., 2012). 

Sustainable competitive advantage gives the company an above-average 

profit. Investors will tend to choose companies with an above-average 

profit. In a typical market based advantage, usually the company can 

sustain this advantage for only a period of time. Other companies will 

soon imitate. To maintain above-average profit, companies will have to 

always find new ways to secure a sustainable competitive advantage 

position (Barney, 2007). 

Critics argued that companies with the emphasis to maximize 

profit by maintaining company’s competitiveness will be heavily depended 

upon the market and the external environment of the company. Then 

scholars begin to believe that companies need to build their own unique 

strength inside the company by improving their human resources, skills 
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and organizational potential to ensure sustainability (Mintzberg, 1994, 

2003). Based on the critics, Mintzberg (2003) defines a more holistic 

approach for strategic management, which is a pattern or plan to integrate 

company’s vision, policy and strategic milestone in a specific way that the 

managers are able to allocate organizational resource into a unique 

positioning which may adapt to the environmental changes in order to 

have a sustainable competitive advantage. The strategic becomes 

comprehensive to achieve company’s mission through the continuous 

creation and innovation to maintain sustainable competitive advantage 

(Hitt et al., 2011). 

Komala & Ganesh (2007), Pin, Yoau-Chau and Min, Ming-Chia 

(2010), posited that there is no exact prescription or specific method to 

manage and develop an organizational strategy. Different companies need 

to adapt to different strategies. The contingency theory of strategic 

management emphasizes the situational approach. Therefore the factors 

such as environment, organizational structure, type of strategies, high 

quality technology, capability and other external and internal resources 

become the determining factors. 

 

RBV Theory and Spiritual Intangible Resource Capabilities 

The resource based view approach based on Mintzberg (2003) has 

two understanding approach of Linear Understanding and Adaptive 

Understanding. The linier approach focused on the vision and strategies 

and methods to accomplish the goals. The adaptive understanding strives 

to get the best mixed between the external environment of the company 

and its internal resources and capabilities. According to the resource-based 
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theory (RBT) strategic managers arrange the firm’s resources, both its 

tangible and intangible assets and capabilities and strategically deploy them 

in ways that build competitive advantages (Barney, 1991; Barney, 1997; 

Wong, 2012). 

Resource Based View Theory (Barney, 2003, 2007) is an emphasis 

to maintain sustainable competitive advantage through the resource based 

strategies. The ability to maintain resources and abilities which are 

valuable, rare, imperfectly imitable and organized will be a valuable asset 

for the company. This becomes well known as VRIO (valuable, rare, 

imperfectly imitable, and organized). This point of view both applied for 

tangible assets and non-tangible asset such as skill, management approach, 

process and specific knowledge, etc. Issues concerning the resource-based 

view have developed into a dominant paradigm in strategic management 

studies (Ray et. al, 2004). 

In order for a resource to be a core competence it must be valuable, 

rare, and costly to imitate. These are the characteristics that distinguish 

core competencies from other resources. A resource is considered 

valuable if it can be utilized to exploit an external opportunity or neutralize 

a potential threat. A resource is considered rare when there are few 

competitors in the industry that possess it (Barney 1986; Barney 1991). 

Thus, a resource that is valuable and rare has the potential to be a 

competitive advantage. However, environmental turbulence may make a 

competitive advantage change across the time as competitors respond. 

A resource must also be costly to imitate by competitors to be 

considered a core competence. A resource is costly to imitate when firms 

who do not possess the resource or capability face a cost disadvantage in 
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obtaining or developing it compared to firms who already possess it 

(Barney 1986; Barney 1991). Thus, the inimitability of a resource is a key 

factor in determining the value of core competencies. Further, by 

examining resources through the lens of complexity theory, resources can 

be examined in terms of complex systems, such as business ecosystems, 

that allow for a more holistic, less reductive evaluation of resources. This 

includes evaluating the resource’s inimitability in terms of causal ambiguity, 

social complexity, and system level resources (Colbert, 2004). 

Causal ambiguity occurs when competitors do not fully understand 

how the firm is using its capabilities as foundations to build a competitive 

advantage. Causal ambiguity has its base in bounded rationality (Barney & 

Wright, 1998). This is based on the idea that the ability to make rational 

decisions is limited because of imperfect information. As the term causal 

ambiguity suggests, the cause-effect nature of situations is not clear, 

making them hard to understand and evaluate rationally. In the case of 

spiritual capabilities, causal ambiguity exists because of the way to solve 

problems, creating ideas and processes, are complicated and depends on 

the specific work context (Grant, 2005) even capable of turning crisis into 

opportunities (Mittrof & Denton, 1999). According to Reed and De 

Fillippi (1990), causal ambiguity is a legitimate barrier to imitating 

sustainable core competencies. 

Social complexity relates to complex social phenomena such as 

interpersonal relationships, trust, friendships among managers and a firm’s 

reputation with suppliers and customers. Social complexity generally refers 

to the fact that human relationships are highly complex phenomena that 

are difficult to understand and systematically managed with any real 

certainty. Barney et al. (2010) give interpersonal relationships among 
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managers, the dynamics of an organization’s culture, and the reputation of 

a firm with its customers as examples of socially complex factors in 

business organizations. The spiritual capabilities in the firm would create 

even a stronger bonding between employees, customers and suppliers since 

the paradigm is “Always serving the best” and serving others is an act of 

worshipping in the name of the Creator (Yahya, 2013). 

Makhija (2003) had supported further that RBV is more suitable to 

identify the source of superior performance than the Market Based View in 

a context of major change and volatile market. Makhija (2003) conducted 

the research during the massive privatization of Czech state-owned 

company. The aim of the study was to test and compare the predictive 

ability of the resource based view (RBV) model versus market-based view 

(MBV) model under conditions of great change. Market based view is seen 

as the homogeneous view based on industrial organizational economics. 

The external market orientation determines performance and the market 

position is seen as the base. Competitive advantage is gained through 

barriers to the competition arising from the structure of the market. In 

MBV, monopoly, barriers to entry and bargaining power are sources of 

value embedded in the competitive situation. 

Nevertheless, in a sample of 988 Czech firms undergoing 

privatization, the RBV driven variables through the heterogeneous view 

are remarkably better at explaining share values of Czech firms in the 

period of privatization than the MBV driven variables. These results 

furthermore emphasize the importance of company’s resources as a 

primary determinant of firm’s value in a significant and rapidly changing 

environment (Makhija, 2003). The result of Makhija’s research (2003) 

supports the model of this research on looking through the lenses of RBV 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

35 

 

 

 

when dealing with volatile market and major change, such as the situation 

of PT Telkom as the context of this study. 

Barney has developed a resource-based theory on how an 

organization can sustain competitive advantage using people as critical 

resources (Barney, 1991; Barney, 1997). Barney et al. (2007) posited that 

human capital is one of the intangible resources that can meet the above 

specification. It is inimitable, firm-specific and socially complex. Research 

evidence from companies have shown that the people-centered practices 

have a strong relation with higher profits and significantly lower employee 

turnover (Kreitner & Kinicki, 2007). 

Resource-based model is used in a particular way within a firm to 

form the basis of competitive advantage (Hitt et al., 2012). Most scholars 

acknowledge that resources by themselves cannot be a source of 

competitive advantage. Therefore the building blocks of corporate strategy 

are not products and markets, but the process of businesses are the source 

of competitive advantage. For example computer hardware would be a 

competitive advantage only if it is bundled with an organization’s 

commitment to customer service which enables the execution of excellent 

customer service (Ray et. al, 2004). Human resource with its human capital 

becomes an important issue in this resource based view approach, rather 

than focusing only on problem coping strategies, the people centered 

practices focused more on the human capital and require a more positive 

approach on the work force such as implementing a transcendence 

spirituality in the workplace (Robertson & Liu, 2011). 

The spiritual approach in the workplace for example serves as the 

valuable, rare, difficult to imitate resources which define the core 
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competencies of the firms. Strategic value of these intangible spiritual 

capabilities comes from their rarity (Barney et al., 2007; Stead & Stead, 

2014). Whereas most organizations understand that sustainability can 

improve their profits, organizations with a deep understanding and 

commitment to the sacredness of work, its people, the stakeholders, the 

environment and even the universe, are rare (Jurkiewicz & Giacalone, 

2004). 

Al-Qutop and Harrim (2014) even further proposed that the 

spiritual organization derives from a rich spiritual value would resulted into 

organization with a sustainable excellence. Organization will not just rely 

on good performance, but also offers the solution to the world problems, 

hence create a socially complex and causally ambiguous unique value, 

organized and difficult to imitate therefore suitable to the characteristics of 

resources toward sustainable competitive advantage (Barney et al., 2007). 

This research will focus on a snap shot portrait of how spirit at 

work is implemented as intangible resource capabilities to produce 

competitive advantage in the RBV framework. In order to understand the 

root of the research of spirit at work better, the author will share the other 

two big major origins of research on the field of workplace spirituality, 

namely The Theological root and The Psychological root. These multiple 

origins had enriched this research on spirit at work, and offered 

uniqueness as they intertwined under the resource based view framework 

and creating causal ambiguity, making it more difficult to imitate hence 

conform as a resource toward competitive advantages (Barney, 1997). 

 
The Theological root of Workplace Spirituality 

The research of spirit at work is universal and is not attached to 
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certain religion domination. The origin comes from the field of workplace 

spirituality. The root of the origin is through theology, religious work 

ethics, and faith at work movement. Interest in spirituality and religion in 

the workplace has emerged over the last few decades (Duchon & 

Plowman, 2005). The history of how workplace spirituality came into the 

management field were believed as the answer to ease tumultuous social 

business changes (Benefiel & Fry, 2011). A profound change in value 

globally had brought the need for spiritual renaissance (Fry & Altman, 

2013). 

A growing interest in Eastern philosophies had also surfaced and 

created a spiritual yearnings overall (Goldman Schuyler, 2012). The impact 

can be seen for example, in the various meditative classes available from 

the Eastern origin. There is also the interest on Sufism meditation with 

practical wisdom for management development on knowledge transfer and 

storage as well as organizational boundaries (El Garah, Beekun, Habisch, 

Lenssen, & Adaui, 2012; El Garah, Beekun, Habisch, Lenssen, Loza 

Adaui, et al., 2012). All these evidence show growing interest on the issues 

of spirituality. In this research the author will share two examples of 

religious ethics; Islamic Work Ethic and Protestant Work Ethic. The two 

were chosen as the two major religious based ethics and the two biggest 

religious adherents in the world (El Garah, Beekun, Habisch, Lenssen, & 

Adaui, 2012; Hunter, 2007). 

 

Islamic Work Ethic 

The emphasis on profit maximization at the expense of value- 

maximization had contributed toward the current economic and financial 
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crisis, and it was criticized as the impact of the wrong myopic short term 

view taught in business schools (Ghoshal, 2005). The education mill has 

responded by including concepts such as ethics, sustainability, integrity and 

corporate social responsibility. Nevertheless stand-alone courses in ethics 

may not make business students become more ethical. Ethical concepts 

have to be integrated with the constitutive tissue of every business courses 

(El Garah, Beekun, Habisch, Lenssen, & Adaui, 2012). This ethical 

concept must be integrated with the spiritual concepts. External control 

mechanisms such as regulation and financial incentives alone have failed, 

and focus had to be the values of spirituality in the workplace based on 

virtues and religion (El Garah et. al, 2012). Now it becomes a growing 

interest to turn to spiritual based ethics and Islam offers a holistic and 

detailed guidance on all aspects of living including business and work ethic 

(El Garah et. al, 2012). 

The syariah life, which governs ethics and the eternal law in Islam, 

is not limited to matters of religion; it permeates all aspects of life (Beekun 

& Badawi, 2005). Beekun (1997) stated in his work that Islam does not 

emphasize on transience of this life and retirement of this world by living 

in the monastery. Islam on the other hand stresses that piety is through the 

active participation of living and working in the day-to-day affairs. 

Through the struggle in life, a Muslim proves himself to be ethical. The 

idea of the active participation of man in the material world is part of the 

concept of tazkiyah namely growth and purification, an important aspect of 

Islamic economic theory (Beekun, 1997). In other word a Muslim is 

expected to participate in the world in a continuous improvement manner 

with the provision that any material growth must be adhered to social 

justice and spiritual enhancement toward both the society (ummah) and 
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himself. Observing the rituals in Islam serve to control the Muslim to 

conform to the Islamic code of ethics. 

Wilson (2006) stated that Islam has its own distinctive code of 

business ethics and the trust on this ethical implementation can lower 

transaction costs and increase management efficiency. Efficiency is a sign 

of doing work as part of worship, thus always offering service excellence, 

is a form of servant hood toward the Creator (Shahata, 1999). Wilson 

(2006) added further that there is no inherent conflict between Islam and 

capitalism, as long as it conforms to the Islamic code of ethics. Wilson 

(2006) also stated that, it is possible to identify the emergence of a 

distinctive Islamic type where capital accumulation is based on non- 

interest forms of financing. 

The alternative of non-interest forms of financing becomes a 

growing interest in the academic and business world, since it was proven to 

survive through financial crisis, when other conventional banks collapse 

(Brown & Skully, 2007). The strong foundation of syariah have earned 

recognition from the Western world, one of the evidence is the fact that 

the Western banks such as Citibank, HSBC, Barclays and Standard 

Chartered, are all providing syariah banking (Brown & Skully, 2007), and 

the fact that the biggest Syariah bank is located in England (Ismal, 2010). 

Some of the key parameters of the Islamic work ethics are as 

follows (Beekun, 1999): 

1. Intentions and decisions are judged to be ethical depending on the 

intention. 

2. Good intentions followed by good actions are considered as acts of 

worship. Halal (legal) intentions cannot make haram (illegal) action 
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halal. 

3. Islam allows an individual the freedom to believe and act however 

he/she desires, but not at the expense of accountability and justice. 

4. Belief in Allah (God/The Creator) endows the individual with 

complete freedom from anything or anybody except Allah. 

5. Decisions that benefit the majority or a minority are not necessarily 

ethical in themselves. Ethics is not a game of number. 

6. Islam uses an open system approach to ethics, not a closed, self- 

oriented system. Egoism and ethnocentrism has no place in Islam, all 

men are equal. Anything good regardless of the origin, as long as it 

does not violate the rules of Islam, is permissible. 

7. Ethical decisions are based on a simultaneous reading of the Qur’an 

and the natural universe. 

In a summary the Islamic ethical philosophy can be seen through 

five key axioms of Islamic ethics (Beekun, 1999), which are: 

1. Unity (Tauhid). Political, economic, social and religious aspects of 

man’s life form a homogeneous whole, connected vertically to The 

Creator /Allah. Islam which means the safety path provides the 

complete guidance toward the safe path in life and hereafter. 

2. Equilibrium, a sense of balance. Horizontally, a sense of balance with 

others and the various aspects of man’s life. 

3. Free will. Man’s ability to act without external coercion within the 

parameters of Allah’s creation and as Allah’s trustee on Earth. 

4. Responsibility. Man’s need to be accountable for his actions. 

5. Benevolence. Ihsan or an action that benefits others and offer service 

excellence, even more than what was expected, greater than just 

fulfilling responsibility. 
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There are plenty of literature in Islamic Business Ethics (IBE) 

focusing on the conceptual framework of IBE, both from the Eastern and 

Western origin. This is possible since the source from Al Qur’an and 

Sunnah (the collection of examples from the prophet Muhammad, peace 

be upon him) provide a complete conceptual explanation on the issue (Ali, 

2009). 

 

Protestant Work Ethic 

In the sixth century St Benedict wrote the rule for monastic life 

which emphasized the integration of work and prayer. He proposed that 

work and prayer complemented one another in the daily discipline of 

spiritual formation on the path to holiness (Benefiel & Fry, 2011). Benedict 

viewed that work conducted by monks are just as holy as the regular hours 

of prayer that punctuated the work, because both provided discipline for 

body and soul and served a good end. This teaching influenced the 

Christian West and underlined the understandings of the holiness of labor 

(Benefiel & Fry, 2011). 

Martin Luther during the reformation reaffirmed the holiness of 

daily work performed by ordinary people. Luther claimed that all people 

whatever their calling, should seek perfection in their work. This is later 

called the Protestant Work Ethic (PWE). People would attain holiness 

through the discipline of faith at work (Benefiel & Fry, 2011). 

During the Industrial Revolution, Protestants developed a work 

ethic that aimed to spiritualize the workplace. People were urged to 

engaged in the workplace rather than focusing in the monastery. Through 

the concept of “calling” people were encouraged to implement faith at 
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work rather than disengaging from the world in a request for perfection 

(Buchholz & Rosenthal, 2003). Although it emphasizes a holy purpose in 

work, but it carries a pessimistic view of basically humans are sinful and 

carry the sin throughout their life, and must deny earthly pleasure to earn 

heaven and avoid hell (Benefiel & Fry, 2013). 

The industrial revolution reinforced the Protestant views by 

extolling objectivity and focusing on free will (Mason, 2003). These 

assumptions influenced ideas about management and work. This is the 

first emerging scientific concept of cause and effects with hierarchy and a 

supreme controlling power. Hence, classical management theory rooted in 

the Protestant Work Ethic emphasized the need to practice autocratic rule 

and power. It was implemented to minimize employees’ conflict and 

resistance to work, but the problem is that humans are endowed with free 

will, and possess imagination, hope, faith, ambitions, creativity and the 

capacity to growth, hence could not be suppressed with authoritative 

power (Benefiel & Fry, 2011). 

Sociologist Max Weber, was one of the earliest and perhaps most 

notable advocates of the assertion that religious influences contributed to 

work ethic and spurred individual prosperity in business and the progress 

of Western economies (Phipps & Benefiel, 2013). The Protestant Work 

Ethic restricted consumption, suggesting that one should not lavishly 

consume wealth but rather invest it for greater individual and societal well- 

being. However, these well-intentioned values resulted in the production 

of economic wealth as an end in itself, severed from any moral principles 

that could enrich human existence (Benefiel & Fry, 2011). The implication 

is tragic, whatever constraint the Protestant Work Ethic may have 

provided has disappeared in the ever-increasing demand for a consumer 
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culture with products and services geared to produce pleasure and instant 

self-gratification. Not only production but also consumption has become 

an end in itself, separated from the moral purpose (Buchholz & Rosenthal, 

2003). 

Faith at Work scholar emerged in the late 19th century. The first 

Era started with the Social Gospel era, when Walter Rauschenbusch a 

Protestant clergyman and Bruce Barton rediscovered the relevance of the 

gospel to issues of work and society (Benefiel & Fry, 2011). The social 

gospel calls Christians to address both personal and societal 

transformation by entering the business realm and transforming it from 

the inside. The second era is during the two world wars and the great 

depression between them, where the ecumenical world is equally important 

as the clergy’s work in the Church. The third era 1986 to present is the 

prevailing economic conditions of constant change and turbulence led to a 

quest for integration of faith and work (Schwartz, 2006). 

Research had shown that most students, workers, marketplace 

professionals and leaders want to live a holistic life which integrates faith 

and work, but unfortunately few resources had supported them to fulfill 

the need (Benefiel & Fry, 2011). This new opportunity to integrate faith 

and work ironically was abdicated by the Church and theological academy, 

and surprisingly embraced by the management academy (Miller, 2007). 

In 2000 a division of Management, Spiritual and Religion, a special 

interest group and a division of Academy of Management, is established to 

accommodate the increasing interest toward research on this area. Up to 

date there are more than 500 members, actively focusing on this subject 

(Benefiel & Fry, 2011; Geigle et al., 2013). 
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These two religious ethics are just two origins of main religious 

work ethics in the world. In a separate section, this literature review will 

elaborate on the development of the study on workplace spirituality. But 

before moving on to the workplace spirituality implementation the next 

section would cover the other origin of spirit at work research through the 

Psychology point of view. 

 

The Psychological Root of Workplace Spirituality 

Starting at the early 20th century, scholars had started to study 

Emotional Intelligence or EI, (Martin & Hafer, 2009). In 1990 it was 

discovered again by Mayer et al. (2001) and was represented as two of the 

seven multiple intelligences proposed in Gardner’s book of Multiple 

Intelligence (Gardner, 1993; Tischler et al., 2002). Gardner’s book 

proposed that EI might matter more than IQ (Intellectual Quotient). There 

had been numbers of research on Emotional Intelligence, but Tischler et 

al. (2002) posited that until recently most of the empirical evidence for 

relationship between EI and success at work has been anecdotal with only 

few good studies. Scholars had moved on to explore the new trait which 

is seen through the spiritual angle; some people call it spiritual intelligence 

or SQ (Wigglesworth, 2013). 

Although there are lots of popular books on spirituality in business 

in the last ten years, but it is more difficult to find a common definition for 

spiritual intelligence than for EI (Martin & Hafer, 2009; Tischler et al., 

2002). Nonetheless a lot of research has been reported on studies of 

spiritual practices, such as Western energy practices and a variety of 

Eastern meditation practices, including Sufi mystical meditation (El Garah, 
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Beekun, Habisch, Lenssen, Loza Adaui, et al., 2012). Many medical 

research reviews of spiritual practices have demonstrated that spiritual 

practices produce many positive physiological and psychological health 

benefits (Tischler et al., 2002). Some reported that spiritual well-being has 

provided significant inner strength to people especially in times of 

uncertainty and chaos (Mitroff & Denton, 1999; Garcia-Zamor, 2003). 

Long term practices of Transcendental Meditation has also been 

correlated with improved creativity, intelligence and independence 

(Fergusson, 1993), and at the same time improved functioning of both the 

left and right hemispheres of the brain which is the verbal and analytical 

thinking as well as synthetic and holistic thinking (Tischler et al., 2002). In 

business, practicing Transcendental Meditation has been correlated with 

improved work performance and the same time also improved the 

relationship between co-workers and supervisors while increasing work 

satisfaction and decreasing the intention toward turnover (Tischler et al., 

2002). 

A number of dissertations have appeared in this subject of spiritual 

assessment. Beazley had come up with the Spirituality Assessment Scale 

(Beazley, 2002). Rojas (2002) proposed an Independent Spirituality 

Assessment scale. Trott (1996) proposed a correlation between spiritual 

well-being scale, general self-efficacy scale and organizational commitment 

scale based on 184 workers in a fortune 100 engineering construction 

company, and later proposed the importance of spirituality in pedagogy 

(Trott, 2013). These researches of spiritual intelligences had emerged from 

psychology area into managerial psychology and now become embedded 

under the workplace spirituality research in the Management subject. 
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All these three major subjects of origin, namely: Management, 

Theology and Psychology had supported the growth of research on 

workplace spirituality. Even though the notion of spirituality is relatively 

new, but there have been more than 300 titles in the 1990s (Garcia-Zamor, 

2003) on the general subject of workplace spirituality. Researchers agree in 

one important issue that spirituality seems to be an important source of 

organizational competitiveness by its impact toward performance and 

organizational commitment (Arménio & Miguel Pina e, 2008). Spiritual 

books offer advice on how spirituality can be created and leveraged. 

Academic researchers are now slowly joining in by conducting research on 

the construct. Nevertheless both parties are saddled with competing and 

inconsistent interpretations of the meaning of the construct. The 

inconsistencies start even with the basic definition of spirituality. What is 

the relationship between spirituality and religion? How different are they? 

How researchers would approach the analysis on spirituality, ethics and 

religion, and many other basic questions. The following review, are the 

academics view on spirituality and religion. 

 
Various Views of Ethics, Religion and Spirituality 

Despite the growing numbers of research in Workplace Spirituality, 

scholars have different perspective on Spiritual and its relation with 

Religion and Ethics. The author will share different perspectives as 

follows. 

 
Spiritual versus Religion 

In their overview of the state of research on spirituality and 

religion in the workplace, scholars identified the distinction of spirituality 
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and religion as a central issue facing the field. To be able to move forward 

and to mature, the construct needs conceptual clarity on the two terms and 

an understanding of the relationship between the two (Benefiel, 2003; 

Benefiel & Fry, 2011). 

The general definition of workplace spirituality is a particular kinds 

of psychological climate in which people view themselves as having an 

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

context of a community (Neal, 2013). Nevertheless, removing religion 

from research on spirituality in the workplace is problematic given the 

significant portion of the employee population for whom religion is 

important, and given the fact that religion is given a specific legal 

protection (Sweeney & Fry, 2012). 

Some researchers have made the case that religion is a subset of the 

larger category of spirituality or part of it. This perspective sees religion as 

a particular expression of the larger phenomenon of spirituality. Fry (2003) 

on the other hand argued that spirituality is necessary for religion, but 

religion is not necessary for spirituality. In other social sciences, spirituality 

is seen as a sub-domain of religion, still other scholars insist that the 

understanding of spirituality does not equate with religion (Mitroff, 2003; 

Mitroff & Denton, 1999b). Quoting (Duchon & Plowman, 2005): “It is 

important to note that religion (an organized belief system) and spirituality 

(an inner longing for meaning and community) is not the same thing” (p. 

809). 

 
Orientation toward Spiritual and Religion 

Mitroff and Denton (2003), proposed an interesting way of 

understanding the orientation toward Spiritual and Religion. These 
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propositions encompass all the possible orientation that a scholar might 

choose in a research on the Management and Spirituality and Religion. 

This proposition is established based on the study of spirituality in the 

workplace by Mitroff and Denton (1999b) and Kenneth (2001). They have 

found that people have four different orientations toward religion and 

spirituality. The detailed propositions can be seen through the following 

diagram of “Four Orientations toward Religion and Spirituality” (Figure 

2.1). 

Through the diagram for example, being positive for both 

Spirituality and Religion means that this person sees that religion and 

spirituality are synonymous, which means that spirituality will be 

experienced through religion. This is the orientation of this research on 

spirit at work. 

This point of view is also supported by the research on Individual 

Spirituality by Rojas (2002), with the view that spirituality can be seen 

through the source of different religion based. In addition Stevinson 

(2008) also emphasized on the inseparable issue of spirituality and the 

source which is the religious belief. 

A person can be positive about religion but negative on the 

spirituality. It means that this person dedicates all his time and energies to 

the religious life in the form of rituals and practices of a particular religion. 

A person can have a negative view of religion but a positive view on 

spiritual. He or she tends to see religious person as being rigid, intolerance, 

exclusive, but they see spiritual person as being open-minded, tolerant and 

has out of the box approach (Mitroff & Denton, 1999). These points of 

view could be driven as the result of proselytizing and zealotry which 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

49 

 

 

 

sometimes occur when a religious person failed to respect differences and 

implement exclusivism (Neal, 2013). 
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universal values 
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Spirituality dominates 

religion and is the source 

of basic beliefs or 

universal values 

Neither religion nor 

spirituality are primary; 

universal values can be 

defined and attained 

independently of religion 

and spirituality 

Figure 2.1: Four orientation toward Religion and Spirituality 

Source (Mitroff & Denton, 1999) 

 
A person is called religious when he or she has both positive views 

toward religion either spiritually or not. Finally a person can be negative 

for both religion and spirituality. This person believes that religion and 

spirituality has nothing to do with the workplace. This will create a 

complete secular workplace. This person would create a separate set of 

values without reference to any religious belief. For some it might be 

abdicating the religious aspect to prevent proselytizing and zealotry issue 

(Neal, 2013). 
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Organizational Model of Spirituality and Religion 

Mitroff and Denton (1999b); Barney (1991); Alpaslan et al. (2009) 

found that there are five different ways an organization is in the religious 

and / or spiritual scale. The explanation of the different scales will be 

important to understand the framework of research on workplace 

spirituality. Mitroff and Denton (1999) furthermore proposed that 

researcher may choose other perspective as well. 

Mitroff and Denton proposed the model of The Organizational 

Models of Spirituality and Religion, in a form of diagram as shared by 

Mitroff and Denton (1999). 
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- Evolutionary 

Organization 
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- Socially Responsible 

Organization 

 

 
 

Value-Based Organization 

Figure 2.2 Organizational Models of Spirituality and Religion 

Source (Mitroff & Denton, 1999) 

 
On the basis of research conducted by Mitroff and Denton 1999, 

there are five different ways in which organizations can be religious or 

spiritual (see figure 2.2). Mitroff and Denton do not restrict future models, 
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but these are the models based on their research findings: 

First, the religious based, is the organization who values religion 

positively, either spiritually or not. There are three distinct types or 

organizations that are negative toward religion but positive toward 

spirituality. The second type (the first out of three) in this research is the 

evolutionary organization, the organization that starts with a strong 

affiliation with a particular religion, and over time evolve into a more 

universal position. Third: The recovering organization, which adopts the 

principles of Alcoholics Anonymous as a way to foster spirituality. This 

happens in the case where the executives have to recover from addiction 

to alcohol, drugs etc. Fourth: In the socially responsible organization, 

where the leaders have strong spiritual principles and values that they apply 

directly to their business for the betterment of their society. In this case, 

the head of the organizations are more concerned with external 

stakeholders than with their own employees. The fifth is the values-based 

organization. This happens when the founders are guided by general 

philosophical principles or values that are not aligned to a particular 

religion or even with spirituality. 

All these five modules have a historical distinct and valid approach 

that humans have adopted in their quest to find meaning and purpose in 

their lives. All of them have strength and weaknesses, and major benefits 

and costs. Any organizations may choose any one or more basic models, 

or even reject them all (Mitroff & Denton, 1999b). 

Every model discussed above were initiated from an intense 

difficulties faced by the companies. The path to spirituality comes from the 

desire to confront major crises and to overcome them successfully. 
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Interesting findings from the models are the underlying principles of hope. 

Organizations are basically optimistic in what they are pursuing. They 

believe if they stick to their basic ethical principles and values, then profits 

will follow and take care of themselves. In summary, ethical values are the 

ultimate bottom line; profit will follow directly from being ethical and not 

the other way around (Mitroff & Denton, 1999b). Even stronger belief 

says; if a person is concerned with profit instead of ethical principles then 

profits will suffer. Thus, people need to be ethical for their own advantage. 

Paradoxically if one is concerned with the ethical values alone, then profits 

will follow (Mitroff & Denton, 1999b). 

Each organization turns to different sources and fundamental 

knowledge and wisdom on how to run an ethical business. The current 

belief is that most people are miss-educated by the traditional way of doing 

business (Mitroff & Denton, 1999a). Whilst other organizations use the 

terms of profits and losses, ethical companies also use the term such as 

caring, heart, love, shame-free or self-consciousness. The basic principles 

underlying all this model is preventing greed. Greed does not mean only 

unrestrained accumulation of money but also can be unrestrained 

accumulation of power. Each spiritual based organization set their own 

model for saying when enough is enough with their specific vision. The 

quantitative result of Mitroff and Denton (1999) research found that 

spiritual organizations see themselves as better than their less spiritual 

counterparts. Based on their research, we can conclude that no 

organization can survive long without spirituality and soul. Therefore we 

must manage spirituality without separating it from the other elements of 

management (Mitroff & Denton, 1999b). 
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Spirituality versus Ethics 

In order to understand spirituality we will compare it to the ethical 

well-being issue. A lot of literature dealing with spirituality has become part 

of some ethics course syllabi. Ethical well-being is defined by living one’s 

values, where behavior and attitudes from inside out create a principled- 

center congruent with the universal values (Cashman et al., 1995). Hence 

it is necessary to have ethical well-being but it is not sufficient. In addition 

to ethical well-being in spiritual leadership there is another important 

aspect which is the transcendence of self-pursuit of vision in the service to 

their key stakeholder. 

(Garcia-Zamor, 2003) posited that spirituality and ethics are quite 

different, even-though it is easier for a spiritual person to be ethical. 

Spirituality talks about character and the giving oneself for the benefit of 

others, which is also important in ethics. Behaving ethically is a necessary 

but not sufficient component of integrating faith and work (Phipps & 

Benefiel, 2013). Ethics is a moral philosophy, to explain the nature of good 

versus bad. Ethics will shed light on how to decide in terms of good 

decision ethically. Ethics manuals served as a resource guide for employees 

concerned about possible misconduct by their colleagues. Despite the 

ethical training, the work setting and the regulation enforcement in the 

organizations also determine whether employees are able to behave 

ethically (Phipps & Benefiel, 2013). 

In the other hand the relationship between work and spiritual life is 

more complex than just a good ethical behavior. Seeing work as more than 

a livelihood and definitely more than a means of accumulating wealth can 

bring peace to even an unsatisfying job (Mitroff & Denton, 1999b). In the 

spiritual view, the work becomes the way of worshipping the Divine. 
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Doing everything in the best way becomes some proof that your work is 

part of the big value of meaning. It is also proving that human being is the 

vicegerent of God in the planet. All in all it is part of our responsibility to 

take care of the universe (Yahya, 2013). 

 

The Positioning of Management, Spiritual and Religion 

After understanding how scholars see ethics, spiritual and religion, 

we need to understand the consequences of separating the research 

between spirituality and religion. There is an inherent risk to the field, in 

separating spirituality from religion. The risk is that the field will in turn 

focus its study only on those environments where spirituality and religion 

can be cleanly separated. In reality, this means that large portions of the 

world would be excluded from the study (Muttaqin, 2012; Phipps, 

Benefiel, 2013). The truth is there are situations where spirituality and 

religion cannot be separated and becomes part of the important cultural 

and civic considerations (Neal, 2013). This may not be a problem in the 

totally secular view such as the Western notions of separation of church 

and state, but does not translate well into some other cultures. In places 

such as the Middle East of South East Asia and Indonesia where religious 

belief is a central tenet of civic and cultural life, studying spirituality at 

work to the exclusion of religion would be problematic (Muttaqin, 2012). 

As a result, any resulting juxtaposition should allow researchers to explore 

spirituality and religion in a variety of cultural contexts and may encourage 

dialogue between people with different view of seeing the relationship of 

work and religion. 
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Figure 2.3. The Intersections of Management, Spirituality, and Religion. 

Source (Neal, 2013) 

Phipps and Benefiel (2012) have six propositions on the 

juxtaposition of spirituality and religion in the workplace as follows: 

1. The juxtaposition of spirituality and religion in the workplace must 

allow the field to speak of spirituality without speaking about religion, 

when necessary. 

2. The juxtaposition of spirituality and religion in the workplace adopted 

by the field should allow for and protect various expressions of 

spirituality and religion. 

3. The juxtaposition chosen by the field should allow researchers to 

explore spirituality and religion in a variety of cultural contexts and 

foster dialogue between those who see the relationship of work and 

faith in differing ways. 

4. The juxtaposition of spirituality and religion in the workplace adopted 
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by the field should open avenues for research in ways that mirror the 

work world as it currently exists. 

5. The field of faith and spirituality at work should treat religion and 

spirituality as distinct but overlapping constructs. 

6. Future researchers should specify whether they are studying 

spirituality, religion, or both. Such clarity would help scholars delve 

more deeply into the issues underlying the debate. 

 

The Development of Workplace Spirituality 

The sole focus on wealth creation had inflicted harm and resulted 

in years of downsizing and job insecurity which creates a spiritual revival in 

the workplace (Garcia-Zamor, 2003). People were unhappy with corporate 

greed. Many had sacrificed their personal values and lost their meaning of 

life (Garcia- Zamor, 2003). These had brought the importance of shifting 

the focus toward value, and increasing goodness to create a better world 

(Mitroff & Denton, 1999b). During a session of AOM (Academy of 

Management), 1 August, 2014 in Philadelphia, Henry Mintzberg the 

“Guru” of Strategic Management had agreed that the focus of Strategic 

Management should be toward establishing a responsible enterprise to 

create a greater value and balance for all stakeholders (Mintzberg, 2014a), 

as opposed to just the short term purpose of maximizing profit 

(Mintzberg, 2014b). 

The termed spirituality based on a research by Mitroff and Denton 

(1999) is the feeling of being connected with one’s complete self, others, 

and the entire universe. The spiritual leaders believe that unless 

organizations learn how to harness the whole person and the immense 
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spiritual energy at the core of everyone, they will not be able to produce 

world class products and services (Mitroff and Denton, 1999). 

It is an interesting journey to explore how the spirituality in the 

workplace began to emerge. Around thirty years ago, the new trend of 

spirituality awakening has started (Neal, 2013). One by one people around 

the world experienced the moments of enlightenment and transformation. 

People starts to realize that by living the faith and spiritual values in all 

parts of lives including work, people began to make a difference and 

everything seemed to be better and sustainable. More and more businesses 

adopt the concept of Spirit at Work because they realized everyone benefit 

out of it, not only the businesses and the individual employees, but also all 

the stakeholders, as spirituality encourages business to always do the best 

for the stakeholders (Brett et al., 1995). 

Over the past decade the appearance of spirituality, religion and 

God in the workplace has grown more significantly. It is not just in terms 

of slogan and scripture but also implemented in the workplace (Jurkiewicz 

& Giacalone, 2004). Schwartz proposed that “God should not be checked 

at the office door; instead God should be taken into account as a 

managerial stakeholder when business decisions are made” (Schwartz, 

2006). Putting the Creator as the main purpose will give a different 

perspective on viewing the meaning of work. Employees who want to 

bring their whole selves to work will be fulfilled by this new point of view. 

They have been extremely frustrated and tired of having to leave their 

spirit at home and pretending that human can survive without one 

(Schwartz, 2006). 

Schwartz (2006) research had shown that most people report that 
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the only thing they can bring to work is their brain, and not their deepest 

feeling and emotion, let alone their souls. The direct consequence of this 

has been that the organizations cannot reap the full potential of their 

employees. The employee’s improvement is hampered since he or she did 

not get the opportunity to develop himself as an integrated whole person. 

These had seriously influenced the morale integrity of the employee and 

the ability of organizations to compete effectively in the global economy. 

People especially want to develop and express their soul and spirit 

at work, the place where they spend the majority of their waking time 

(Mitroff, 2003). In general, the basic belief is that we are all connected in 

the universe, there is the existence of a Supreme Power that governs the 

entire universe; there is a purpose for everything and everyone. God is not 

only transcendent but everywhere present as well (Marques et al., 2005). 

This faith had created enormous belief of doing things beyond the limit for 

the welfare of human kind. 

With the spirituality in mind, all tasks become more purposeful and 

satisfying. Accomplishing work becomes a sense of worship and a chance 

to show piety (Beekun, 1997; Beekun & Badawi, 2005). Companies benefit 

from improved service level and increased creativity and innovation since 

everyone will try to do their best. One of the quotes from Brett et al. 

(1995); Sullivan (2013) is on Patty Flaherty, director of Human Resources 

at Ford Motor Company (Neal, 2013). She offers the employees of the 

Ford Interfaith Network (FIN) affinity group a spiritual mindset, “If 

everyone can bring all of their mind, body and soul, into the workplace 

and leverage the best of them, and feel appreciated for all who they are, 

then you can get the best from your employees” (Sullivan 2008). 
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Spirituality in the workplace implies that the work is set for ethical 

conduct and decisions are made on a sustainable mindset basis. Stress and 

symptoms of burnout will decrease (Mitroff & Denton, 1999b). 

Individuals can go home with more energy at the end of the day. Since the 

work is in congruence with what they believe, it will serve as a charger to 

their soul. This set the stage for a satisfying personal life, a good night’s 

sleep, and another cycle of satisfying, productive day at work (Neal, 2013). 

It will be like a positive viral impacting everyone in the stakeholder system 

to always try their best in their daily life. 

 

Spiritual Workplace Improves Communication and Efficiency 

The research on Spirit at Work is flourishing due to the obvious 

impact of Spirit at Work toward communication and efficiency as being 

shown through Gwilliam’s case (Neal, 2013). Gwilliam is an experience 

lawyer in settling legal case. He had won many huge verdicts, and stated 

that most of the cases would never have gone beyond a discussion 

between the disgruntled employee and someone in HR if the company’s 

representative had simply took a good care, listened better and been more 

respectful in handling their employees’ problem (Lee et al., 2014). He 

further more stated that had the company representatives handle the 

situation with a value and courteous action they could have avoided the 

harsh and painful litigation. It could have been settled sooner, less costly, 

had the company been willing to implement ethics of care with a spiritual 

approach and accept responsibility when they knew the truth of an 

employee’s charge. 

Gwilliam believes that if the company applies spirituality at work, 
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all parties see themselves as part of the whole company spiritually, and 

then they would not get caught in a middle of procedural duel between 

litigators. People think, to overcome the problem is by hiring a mean 

lawyer or company’s official. The truth is compassion and courteous 

attention to employees can be a great solution. The facts that the company 

give compassionate, courteous, prompt and quick attention to employee 

concerns will help defusing the claims and reducing potential damages. 

The value of serving others will encourage the other party to act more 

favorably for both sides (Sheep & Foreman, 2012). People’s discomfort, 

on the other hand, chills the workplace dynamic (Brett et al., 1995; 

Sullivan, 2013). 

The easiest way to understand how others feel harassed, not 

accommodated, or discriminated is by asking your own feelings if you 

were in the other person’s shoes. Whatever your faith, you can try and see 

better the issues of people from diverse religions in diverse workplace 

challenges. “Discover which practices make you uncomfortable and which 

inspire you. Notice your own experience, fears and vulnerability around 

spiritual issues. Notice how some ways people talk about their spirituality 

or religion. Some can be comfortable and inviting to you, and yet others 

can be a turned off” (Brett et al., 1995). 

 

The Emerging Concept of Spirit at Work 

Implementing the spiritual workplace concept requires developing 

spiritual capabilities of the human capital (Yahya, 2013). The spiritual 

approach will create a motivation to make a meaningful job and the need 

to make a difference (Ginanjar, 2010). This can be employed in creative 
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ways to establish successful strategic initiatives (Stead & Stead, 2014; Neal, 

2013). 

Researchers from the MIT Sloan Management Review and the Boston 

Consulting Group found that leading firms in the sustainability revolution, 

such as Unilever, Johnson & Johnson, New Belgium Brewing, and Procter 

and Gamble, place a very high value on spirituality. Even though spiritual 

slogans and jargon can be posted as corporate values on the wall, the real 

spiritual value of nature and humankind cannot be touched or displayed, 

but it can certainly be experienced, and the impact can be felt when the 

spirit exists. Firms strongly believed that spirituality even though intangible 

will improve their long-term competitiveness (Neal, 2013). 

Business and education institutions are focusing their students to 

learn the economic value of maximization of profit which tend to forgo 

the sustainable mindset of aiming to the higher purpose. This has created a 

big emptiness feeling, loss of conscience and created an increasing need of 

belonging and purpose within the workplace due to the diminishing size of 

families and increasing lack of community and neighborhood relationships 

(Ashmos & Duchon, 2000). Mitroff and Denton (1999b) demonstrate that 

for employees spirituality is important, appropriate, and relevant in the 

work context. Unfortunately sometime the feeling toward religion is the 

other way around, due to its problem of proselytizing and exclusivity 

(Mitroff & Denton, 1999). 

Fortunately in this current research with the context of Indonesia, 

where Islam is the majority of the population, the problem of proselytizing 

is not an issue (Muttaqin, 2012). Hence spirituality originates from 

religions and both can be the bases of this current research. A research by 
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Muttaqin (2012) furthermore proposed that spirituality blends together 

with religion and becomes a hybrid. In fact in PT Telkom Indonesia where 

the research is being conducted, spirituality is also catered for every need 

of different minority religions. Despite the difference in research 

orientation, several studies suggest that spirituality is a critical human need 

and should be integrated into organizational culture (Pawar, 2009) and this 

notion is also supported by Mitroff et al. (2009). 

Dent et al. (2005) analyzed eighty-seven scholarly articles on 

spirituality and organizational leadership. Findings conclude that most 

researchers couple spirituality and religion and that most either have 

found, or hypothesize a correlation between spirituality and productivity. 

The emergent categories offer provocative new avenues for the 

development of leadership theory. Managerial implications of spirituality in 

the workplace reside in the potential to engage employees’ broader 

qualities and talents at work by providing environments that favor the 

expression and development of spirituality. Considering the perspective of 

individual and organizational virtue, the non-instrumental implication of 

spirituality in the workplace could be to provide work environments that 

participate in the flourishing of human potential (Rego et al., 2011). 

A definition of spirituality itself is useful before introducing 

definitions of spirit at work. Based on (Emmons, 1999): Spirituality is a 

broad definition, encompassing a search for meaning, for unity, for 

connectedness, for transcendence, for the highest of human potential. 

Scholars seem to agree on the three notions of meaning, connectedness, 

and transcendence as the core to the most cited definitions of workplace 

spirituality (Neal, 2013). Experts also come up with three common 

elements: the sense of belonging, community, or membership; meaning, 
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purpose, or sense of calling at work; and inner experience and 

transcendence (Duchon and Plowman (2005); Fry (2003); Jurkiewicz and 

Giacalone (2004); Giacalone and Jurkiewicz (2012); Kinjerski (2013); 

Mitroff, Denton (1999); Bardrinarayan Shankar (2009); Joan, Satinder, 

Richard, Tahmoures (2011); Marques et al. (2011). 

Ashmos and Duchon (2000) define workplace spirituality as “the 

recognition that employees have an inner life that nourishes and is 

nourished by meaningful work that takes place in a context of community” 

(p. 137). Giacalone and Jurkiewicz (2012) refine their previous definition as 

aspects of the workplace, either in the individual, the group or the 

organization, that promote individual feelings of satisfaction through 

transcendence and specify that the process of work facilitates employees’ 

sense of being connected to a non-physical force beyond themselves that 

provides feelings of completeness and joy. 

 

The Psychometric Approach of Spirit at Work 

Spirit at work becomes a popular construct as more and more 

employees are seeking to fulfill their spiritual needs at work (Pawar, 2009). 

Since the late 1990s business publications have reported a growing quest of 

individuals who are seeking for a research on meaning and spiritual 

purposes at work. Researchers start to acknowledge the need for 

spirituality at work and in the organizations as well. The significance of 

spirit at work to the well-being of individuals, organizations and societies 

are supported by the researchers on workplace spirituality (Duchon & 

Plowman, 2005; Karakas & Sarigollu, 2013; Kolodinsky et al., 2008; 

Milliman et al., 2003; Pawar, 2009). They posited workplace values in their 
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seminal paper and explore personal, organizational, and interactive 

workplace spirituality (Kolodinsky et al., 2008). 

Researchers agree that establishing construct validity for a 

measurement of spirituality at work is complex and challenging (Kinjerski, 

2013). Researches unfortunately have used similar language in describing 

different things and different unit of measurements (Kinjerski, 2013). The 

analysis of spirit at work is different compared to the other research in 

workplace spirituality for several reasons (Kinjerski, 2013). First, some of 

the researches did not have an empirical basis and their researches were 

based on conceptual and philosophical discussions. Second, the definitions 

offered by other researchers were vague and abstract and often confused 

experiences of individuals, attitudes of individuals, characteristic of 

organizations and sometimes perceptions about one’s fit within the 

organization. Hence, Kinjerski (2013) tried to analyze and collect the 

experts on spirit at work to develop a comprehensive conceptual definition 

of spirit at work. It was quite impossible to develop a clear definition based 

on the experts responses to explain, describe or define the construct 

(Kinjerski & Skrypnek, 2004). However the experts came up with rich, 

strikingly similar descriptions of the experience of spirit at work. Based on 

this qualitative analysis of rich descriptions, the following six-dimensional 

definition emerged. The six dimensional definitions are physical, affective, 

cognitive, interpersonal, spiritual and mystical dimensions. The definition 

emerges from the six dimensions are as follows (Kinjerski, 2013): 

Spirit at work is a distinct state that is characterized by physical, 

affective, cognitive, interpersonal, spiritual, and mystical dimension. 

Most individuals describe the experience as including: A physical 

sensation characterized by a positive state of arousal or energy; 
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positive affect characterized by a profound feeling of wellbeing and 

joy; cognitive features involving a sense of being authentic, an 

awareness of alignment between one’s values and beliefs and one’s 

work, and a belief that one is engaged in meaningful work that has 

a higher purpose; and interpersonal dimension characterized by a 

sense of connections to something larger than self; and a mystical 

dimension characterized by a sense of perfection, transcendence, 

living in the moment, and experiences that were awe-inspiring, 

mysterious, or sacred (Kinjerski, 2013; Kinjerski & Skrypnek, 2004) 

pg. 37. 

This definition is rich and consistent with other conceptual 

definitions (Ashmos and Duchon, 2000; Milliman et al. 2003; Mitroff and 

Denton, 1999). In summary, other researchers are not focused toward 

individual experience of spirit at work, whilst this measurement established 

by Kinjerski incorporates a clear, empirically grounded and theoretically 

defensible definition is specifically focused to the individual experience and 

becomes a short psychometrically sound measure. A supporting fact by 

Kinjerski and Skrypnek (2008b) confirmed the definition through a study 

with lay individuals who experienced SW but were unfamiliar with the 

concept of SW literature. 

The work of Kinjerski and Skrypnek (2004; 2006; 2008) is offering 

an empirically derived definition and measure of individual Spirit at Work. 

This concept is different from attitudes about spirit at work and 

organizational view of spirituality at work. Based on the interview 

conducted by Kinjerski and Skrypnek (Kinjerski & Skrypnek, 2006) it was 

reported that organizational spirituality does not always translated into 

spirit at work and vice versa. 
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Kinjerski (2013) described the four studies developed in validating 

the Spirit at Work Scale. In the initial study, the development of the 18 

item SW and the four factor structures are outlined. The next three studies 

are for the initial validation. Specifically in study 2, factor structure is 

confirmed and convergent, and discriminant validity is demonstrated by 

correlating SW with measures expected to be related to it in various 

degrees. In study 3 convergent and discriminant validity were 

demonstrated by correlating SW with personal well-being scales. Study 4 

demonstrated SW’s temporal stability or test-retest reliability and sensitivity 

to change over time. 

Study I in developing the Spirit at Work scale and establishing the 

basic foundation for Construct Validity is by generating the first item pool. 

It is administered to a large sample and the best item to capture the 

construct is selected. In Study 1, Kinjerski conducted the process of 

developing SW. Factor analysis was used to confirm the dimensions 

identified in the conceptual definition. 

The method was conducted as follows (Kinjerski, 2013): 

1. Generation of the Initial Item Pool. First, an initial pool of 65 

items based on participants’ rich descriptions of their experiences 

of SW was generated to reflect the six dimensions emerged in the 

definition of SW. Second, review of the instrument of related 

constructs. In this phase Kinjerski and Skrypnek (2004) collected 

pool of 99 items. Third step is checking content validity through 

member checking. The 99 items were sent back to the original 14 

participants. Twenty six items were added based on their feedback. 

The fourth step is review and selection by experts. This phase has a 
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result of 102 items. 

2. Administration of the 102 Item Instrument Through email, the 

instrument was distributed to a large sample of employees in 

Western Canada. Sixty five subset was chosen based on the 

contribution to the total scale score (high item total correlations) 

and the ability to detect individual differences. If inter item 

correlations indicated that two item were highly correlated, the 

item best meeting the criteria was chosen. 

The 65 items were subjected to factor analysis using unweighted 

least squares analysis with promax rotation. Four dimensions are finally 

selected which reflects spirit at work namely Engaging work, Mystical 

experience, Spiritual connection and Sense of Community. Since the goal 

was to develop a short psychometrically sound measure, Kinjerski (2013) 

chose the items with factor loading greater than 0.40. Finally the scale item 

is derived into 18 measurement items. 

To confirm the reliability of the four factors, a second unweighted 

least squares factor analysis with promax rotation was conducted on the 

selected 18 items, and the same factor emerged. The cronbach alpha show 

a very acceptable internal consistency reliabilities ranging from 0.86 – 0.91. 

The next step was Study II, is seeking construct validity. Validation 

of a new measure is a process, with each step providing incremental 

evidence of construct validity. A test was conducted with two groups 

where one is expected to have high SW and another significantly lower 

SW. It turned out that SW‘s scores differed significantly between the two 

comparable groups. As predicted earlier, faith based respondents score 

higher. Measures were used to assess convergent and discriminant validity 
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of SW. The measures were job satisfaction, organizational commitment 

and organizational culture. Aspects of SW’s are self-actualization, 

mysticism, religiosity and spiritual transcendence, gratitude, vitality, life 

satisfaction. The research also analyzes big five personality dimensions: 

agreeableness, conscientiousness, extraversion, emotional stability and 

openness. 

In Study III, the SW’s short questionnaire was used to correlate 

toward burnout. As expected, SW was negatively correlated with emotional 

exhaustion subscale of Maslach Burnout Inventory and positively 

correlated with the personal accomplishment subscale. 

In Study IV, a longitudinal research was conducted. To investigate 

SW’s sensitivity to change, pre-test and post-test scores for the 

intervention group and comparison group were compared. There was a 

significant increase in scores in the intervention group providing evidence 

of the effectiveness of the intervention and demonstrating SW’s ability to 

detect change. 

In addition to the studies, independent researchers had 

implemented SW successfully in the UK (Tevichapong, 2010) and in the 

United States (Stevison, 2008). In terms of reliability, SW’s reliability was 

confirmed with eight samples across the UK, USA, Thailand and Canada. 

Cronbach alphas ranged from 0.91 to 0.96. Tevichapong and colleagues 

(2010) were using a longitudinal research design over 11 – 12 months and 

reported a very consistent SW’s means and standard deviations. 

In summary all the above mentioned studies had proven that SW 

has a strong evidence of construct validity. Cronbach and Meehl (1955) 

argued that for demonstrating construct validity, there is the importance of 
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a nomological network, a series of connected theoretical and observed 

terms that represent the theory (Cronbach & Meehl, 1955). There is 

sufficient evidence supporting the relationship between spirit at work, 

personality, personal and work outcomes. Kinjerski had also successfully 

conducted empirical relationship between spirit at work toward 

organizational commitment and job satisfaction. The measurements had 

been tested and were proven significant (Kinjerski, 2013). Based on all the 

previous study, the author is convinced that spirit at work is a sound 

psychometrical measurement, valid and reliable to analyze the experience 

of spirit in the workplace. 

 

Spiritual Leadership 

The abovementioned discussion on workplace spirituality describes 

that an environment promoting workplace spirituality will build a 

community around shared values, provide meaning and purpose, and 

acknowledge individuals’ inner life and connection to a power beyond 

human nature (Neal, 2013). Rego and Cunha (2008) states that when 

people have high spirituality in the workplace, they feel more responsible 

for the organization and they have a high loyalty which will be shown 

through more commitment and better performance. Nevertheless the 

support of the organization is also significant toward the spirit at work. 

The research suggests that corrective action on climate to support 

spirituality in the workplace need to be conducted. Managers can promote 

commitment to the organization by providing supporting atmosphere 

toward spirit at work (Dent et al., 2005; Rego & Miguel Pina e, 2008). 

Thus, next the author would analyze the spiritual leadership as the concept 
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of spirituality as seen through the organizational support. 

Businesses have gone through a lot of turmoil and intense 

competition through increasingly complex environment. Attracting, 

keeping and motivating high performers to win the competition became an 

increasingly important issue in contemporary organizations. (Lawler III, 

2008) proposed that there are four major changes that will contribute to 

this increasingly complex environment such as: a borderless economy, 

worldwide labor markets, instantly linked information and agile new 

organizations. Therefore, the challenge is to create a work environment 

which provides meaningfulness for employees became important (Lawler 

III, 2008). 

Lawler proposed the new logic of organization as follows: First, 

organization should create the ultimate competitive advantage by 

establishing management systems, processes and structures with critical 

elements to create competitive advantage which allows organization to 

perform in ways that competitors cannot. Second, employee involvement 

is the most effective source of control, since once they have their own 

sense of ownership; employees would be able to focus their energy and 

creativity on the improvement of organizational processes. This would lead 

to the third; Employees could add significant value to the organization. 

Fourth principle is that lateral processes are the keys to achieving 

organizational effectiveness. The fifth principle is the importance of team- 

based work. The last principle (sixth) is a need for a specific leadership 

approach which would support the “new logic” organization and impact 

the organization’s effectiveness by serving as a role model throughout the 

organization. 
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The abovementioned changes of “new logic” organization require 

different mindset radically different from the traditional centralized, 

standardized and formalized bureaucratic organizational form based on 

fear. More and more scholars concluded that “good people management” 

is more important that all other factors in predicting profitability (Fry & 

Whittington, 2005). Scholars even proposed that people is the only 

remaining source of sustainable competitive advantage (Pfeffer et al., 

2003). These findings had encouraged scholars to seek the possible source 

of competitive advantage through the implementation of workplace 

spirituality. Fry (2003) proposed a spiritual leadership concept as a possible 

mean of unleashing the good even sacred part of human being. The flow 

of how spirit becomes even more important is described below. 

The meaning of spiritual leadership concept is influenced by the 

word spirit. According to Anderson spirit is originated from the Latin 

word spiritus which means breath (Neal, 2013). Spirit which is defined as 

the abstract power keeping people alive and invigorated means a person’s 

deep connection with self and awareness of realities in human nature 

(Fairholm, 1996, 2011). 

The scholars’ interest on the spiritual side of human being keep on 

growing, including how spirituality in the workplace can be seen as part of 

a human resource strategy. The field is evolving through creative 

interaction of researchers and practitioners in organizational behavior, 

organizational theory, workplace diversity, sustainability, innovation, 

corporate governance, leadership, and corporate wellness, strategic 

management (Stead & Stead, 2014) as well as contributions by 

psychotherapists and religious studies (Neal, 2013). 
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This spiritual leadership construct developed by Fry and 

Whittington (2005) extended the spiritual leadership theory by exploring 

the concept of well-being, human health, character ethics, positive 

psychology, spiritual leadership and other new development in spirituality 

in the workplace. Fry (2003) proposes a model of spiritual leadership 

which would have a certain qualities as depicted below. 

There are several requirements of implementing the spiritual 

leadership at work (Fry & Altman, 2013): 

1. Leaders create a vision wherein organization members experience a 

sense of calling in that their life has meaning and makes a 

difference. 

2. Establishing a social/organizational culture based on the altruistic 

loves of leaders which impacted to all the groups and followers. 

The leaders should have genuine care, concern, and appreciation 

for both self and others, thereby producing a sense of membership 

and feeling of being understood and appreciated. 

3. Spiritual Leadership talks about motivation which includes the 

forces, either external or internal to a person, which arouses 

enthusiasm and persistence to pursue a certain course of action. It 

is specifically focusing on motivating certain human behavior and 

how to make the motivation sustained. Motivation in the 

workplace results when leaders create an environment that brings 

out the best in people as they achieve and receive individual, group, 

and system-wide rewards. It refers to those desires that, coupled 

with expectation of reward contingent on performance, cause the 

individual to exert effort above minimum levels, be spontaneous, 
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and  exhibit exploratory/cooperative behaviors (Stead & Stead, 

2014). 

Spiritual leadership theory can be viewed in part as a response to 

the call for a more holistic leadership that helps to integrate the four 

fundamental arenas that define the essence of human existence in the 

workplace—the body (physical), mind (logical/rational thought), heart 

(emotions; feelings), and spirit (Fry, 2003). Such a call that perhaps requires 

a new organizational paradigm that no longer views the study of the 

humanistic, spiritual, and natural as separate and independent domains; a 

worldview that regards spirituality at work in general and spiritual 

leadership in particular as vital components for building theory and testing 

propositions concerning purposeful humanistic systems and their 

effectiveness (Fry & Altman, 2013). 

According to the hypotheses of Fry (2003), individuals who 

practice spiritual leadership will score high on both life satisfaction in 

terms of joy, peace and serenity. In other word, they will experience greater 

psychological well-being and have fewer problems related to health. In 

summary the hope and faith in the organization will keep the individual to 

think toward the higher purpose. Training of the human capital is one of 

the powerful methods to increase spiritual leadership across organization 

(Ginanjar, 2010). Hence, below the author would share the spiritual 

training as the endeavors to support Spiritual Leadership in the 

organization. 

Human capital is seen as a powerful asset to maintain sustainable 

competitive advantage (Barney, 1997) and is one of the key to the success 

of the company (Fry, 2009). One of the forms of investment on Human 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

74 

 

 

 

Capital is spent for training and education. It will be optimum if all aspects 

of human being are congruence and heading to a direction of their belief 

and passion (Neal, 2013). The holistic training approach by developing the 

body, mind and soul toward a commitment of “always serving the best” 

will lead to an improvement in the quality and level of the output which 

will increase the economic value as a whole. The human capital will be the 

key to success, and it can be developed even better than what was 

expected. It will require a special integrated approach of the physical, 

emotional and spiritual to improve employees’ commitment and 

motivation toward work and organization (Neal, 2013). 

Leader who has great concern on the sustainability mindset are 

guided by a distinct sense of hope and purpose to implement change and 

support the world to be a better place. This is one of the findings from 

research on spiritual workplace (Neal, 2013). This difference-making 

purpose that created meaning in their work and sustained their efforts is 

the characteristic of “spirituality” as encompassed by both secular and 

non-secular traditions. To improve the spirituality, there is the new trend 

in the human resource development approach through spiritual training 

for employees. The participants of the training are exposed to the 

substantial meaning behind the religious belief. The training creates a belief 

of connectedness. It also unleashes the spirit to serve as human is the 

vicegerent of God, with the responsibility to take into account not only 

one-self, but also the organization, the communities and the environment 

(Ginanjar, 2010). 

The spiritual values expected from the spiritual training will 

influence the Spiritual Leadership as posited by Trott on his paper with the 

title of Teaching Spirituality and Work: Values and Voices (Trott, 2013). 
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The secret of the transformation is on the specific practices that these 

difference makers and leaders are engaged in, to create the “spiritual spaces 

or spiritual training and a mechanism to recharge spirituality, in which 

personal sustenance, meaning, and connection were generated, hurdles 

were overcome, and inspiration and wisdom were emerged. The 

experience of the training provides an actionable model for all to innovate 

and solve problems in our everyday lives. The training is customized to 

offer personal retreats to leverage spiritual resources for the benefit of 

humanity (Marques & Dhiman, 2011). 

For these leaders who want to make a difference, training 

supplement an underlying sense of purpose and provide additional sources 

of inspiration, connection, and understanding that enhance their work and 

enable them to work through difficult times (Mitroff & Denton, 1999b). 

The growing need of entrepreneurship spirit in organization to deal with 

lots of uncertainties had encouraged the emergence of leaders with 

spirituality. Training creates time and space to clear one’s mind of the 

burdens of daily life and work. It also provides new sources of ideas and 

inspiration and enhances the development of new perspectives. These 

outcomes can be particularly important to companies under pressure 

(Neal, 2013). 

For example those employees who are relentlessly pioneering new 

efforts, face significant hurdles and inherent skepticism in doing so. These 

training enable the capacity for reflective engagement with self, other, and 

systems. Once everything is bundled with a purpose to make a difference, 

an understanding of systems, moral imagination, and aesthetic sensibility 

will form a compromised wisdom and spiritual revelation. Training 

provides generative spaces where leaders can improve and even fortify 
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themselves. A purpose to foster change and implement wisdom 

intersected and tapped into a deep engagement and relationship between 

oneself, others, the people, the world at large, the universe and The 

Creator. In this process, spirituality flourishes (Neal, 2013). 

The connections to bigger purpose and meaning through trainings 

may be quite different from the explicitly religious meeting with one-way 

lectures. There are few empirical studies on the role of individual reflection 

in organizations and even fewer on the role of spiritual training in 

organizations. 

Ayranci and Semercioz (2011) and Lips-Wiersma and Mcmorland 

(2006) conducted researches on the above mentioned area. From the 

studies, three categories of findings are revealed. First; structured reflection 

on lasting values are an important attribute of the training. This 

opportunity for reflection contributes to healthy functioning of both the 

individual and the organization. It was found that the training enable 

employees to become (re)acquainted with their self and prioritize deeper 

values, make conscious choices based on such values, and reassess a 

balance between different roles and priorities. The benefit to the 

organization is the emergence of appreciation and understanding of fellow 

workers. In addition the training also served to enhance loyalty to the 

organization. Furthermore, directors reported that employees became 

proactive in taking steps to align their work and their values. The 

organizational advantages of individuals being able to work together need 

no further discussion; and regaining an appreciation for each other is 

particularly important in organizations that are in danger of the impact of 

silo-thinking where everyone moves toward enhanced functionalism. 
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Second, (Ayranci & Semercioz, 2011) found that engaging in 

reflection on lasting values and enacting these values do not come naturally 

in an organizational context. In fact, there often seems to be something in 

the organizational context that distracts participants from articulating these 

values and makes them temporarily forget them or stop acting out of these 

lasting values. One participant reflected on the hectic character of his daily 

work and his need for standing back. Another participant reflected on 

being in positions where he was violating his own principles, while a third 

participant commented on getting caught up in the organization and her 

need to see things in perspective, while also needing to be reminded to 

stick to her choices. A fourth participant talks about how somehow she 

does not articulate to her superiors what type of work gives her true joy 

and fulfillment. 

Third, the findings show that participants reflect on certain 

elements of their particular organizational higher economic goals context, 

such as “a climate where we become more commercial and tougher” and 

“the context of economies of scale, constant changes, the competition 

battle, forced market-orientation, and input/output management.” In this 

climate, it was found, it is simultaneously harder and yet more necessary to 

reflect on “the personal values that remain nonnegotiable” and “what the 

individual needs to not be tempted to forgo their higher values.” This 

consequentially brings the subject of individual spirituality, which is the 

inherent individual spirituality as a personal trait. Every employee comes 

with their unique individual spirituality. 

 
Individual Spirituality 

Fry (2003) defines that spiritual leadership as comprising values, 
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attitudes and behaviors to motivate individuals. Purushothaman (2014) 

stated that there is a significant impact of spiritual leadership toward how 

the spirit is implemented at work. Nevertheless there should be an inner 

quality of the individual’s ideology vs. life-style itself which would 

moderate the influence of spiritual leadership toward spirit at work. The 

holistic approach of understanding the congruence of ideology and life 

style of a certain individual can be seen through the concept of Individual 

Spirituality (Rojas, 2002). Therefore in addition to understand Spiritual 

Leadership and Spirit at Work, we need to delve deeper on Individual 

Spirituality as a proposed moderator on the abovementioned relationship. 

Rojas (2002) conducted a study to extract from the literature 

review the theoretical foundations for a relational-ideopraxis framework of 

independent spirituality assessment scale. The measurement is intended to 

measure individual spirituality regardless of denominational, religious or 

ideological preference and it is based on thirteen relational modes 

extracted from the vast arrays of spiritual literatures. The independent 

variables used in this assessment scale are fulfillment of self, self- 

determination, self-control, discovery of self, enrichment of self, 

transactional, transformational, transfiguration, partnership, small group, 

organizational, movements and ideo-praxis. This study on individual 

spirituality came up with a reliable measurement tool based on a sound 

empirical quantitative study. The important terminologies used in this 

study are as follows: 

Supra-natural presence or spiritual presence is a real time, felt or 

believed manifestation of a spiritual entity that unifies, orients and 

mobilizes the intrapersonal, supra-personal and interpersonal aspects of a 

person’s life. 
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Self is the aggregate of unique factors that constitute the 

individuality and identity of a person as a whole, or as the singular sum of 

intrapersonal, interpersonal and supra-personal relational outcomes. 

Intrapersonal aspect – focuses primarily on the inner thoughts, 

feelings, values of the individual and is best described as the inner world of 

the person, the domain for self-reflection and relationship to self. 

Interpersonal aspect refers to the contextual application of 

spirituality in multiple interactions with others, either in pairs, groups or 

larger organizational structures. 

Supra-personal aspect refers to the domain of relationships with a 

spiritual presence, higher power divinity, concept or the “Ultimate Al 

Mighty“ 

Ideo-praxis is combining idea and praxis into a single word which 

describe a deliberate effort to unify theory and practice or a skill describing 

the effort to integrate a worldview into everyday activities with a desired, 

long term effect of alignment and profound transformation. 

In this individual spirituality assessment spirituality is understood 

as the relational dynamics among the divine, self and others in maintaining 

a congruent ideology-life style. This relational-ideopraxis is centered on a 

supra-natural or spiritual presence (God, Al Mighty) and unifies orients 

and mobilizes all aspects of life, namely, the intrapersonal, supra-personal 

and interpersonal aspects. Although the main objective of the present 

study is to apply spirituality within the context of management theory, 

spirituality is seen as a relational-ideopraxis centered on a spiritual presence 

that unifies, orients and mobilizes all aspects of life. 

Rojas introduces the concept of relational modes or a conforming 
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arrangement of behaviors selected in response to a personal interaction 

context. Rojas had searched from 238 articles for the most prevalent 

relational modes sorted by aspect of spirituality which are intrapersonal, 

supra-personal and interpersonal, and twelve relational modes emerge. 

Five of the modes align within the definition of an intrapersonal aspect 

and are called: fulfillment of self, self-determination, self-control, discovery 

of self and enrichment of self. Three of the twelve modes are associated 

with the supra-personal aspect and are defined as the transactional, 

transformational and transfigurational modes. The remaining four modes 

discovered belong to the interpersonal aspect and consist of partnership, 

groups, organization and “movement” (social, political or religious) 

relational modes. These relational modes are identifies and used to develop 

measurement instrument for establishing an instrument to measure 

individual spirituality. 

These individual spirituality assessment findings minimize the 

discriminatory risks and resentments emerging from decisions skewed 

toward religious preferences. This study of Rojas, confirms the validity of 

spirituality as a separate construct from religion (Rojas, 2000; R. R. Rojas, 

2002). This measurement has demonstrated that a reliable and valid 

spirituality measurement scale founded on a relational ideo-praxis can be 

constructed to meet the empirical research needs of management theory 

development in spirituality by avoiding ideological reference and using a 

language more suitable for management and organizational theory 

concepts and build awareness of current management theory biases. 

 
Organizational Commitment 

In order to measure the competitive advantage of the 
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implementation spirit at work in the company working situation, this 

research would use a construct which is well accepted and well known 

toward increasing performance, especially in the service industry (Barney, 

2003). Organizational commitment is showing an individual’s commitment 

to an organization is his or her bond or attachment to that organization 

(Klein et al., 2009). Although organizational commitment has different 

bases, affective commitment is our primary interest because it is based in 

desire, not felt obligations or constraints (Meyer et al., 1993; Meyer & 

Allen, 1997). Affective commitment is self-determined and, therefore, 

influenced by individual beliefs and motivations more than other forms of 

commitment. In turn, affective commitment is associated with higher 

levels of individual performance and satisfaction and lower levels of 

turnover and turnover intentions (Cooper-Hakim & Viswesvaran, 2005). 

The importance of committed employees to organizations is 

unquestioned by scholars and practitioners, but work remains to 

understand the motivations underlying commitment (Johnson & Yang, 

2010). Commitment to an organization may be motivated by faith beliefs 

or a congregation that legitimizes and values work and the vocation of 

business. Meta-analytic research demonstrates that organizational 

commitment is related to the Protestant work ethic (Cooper-Hakim and 

Viswesvaran 2005), an association that may be rooted in a shared faith- 

based motivation. 

Allen and Meyer, 2000 developed one of the most cited research 

results on organizational commitment. Organizational commitment as a 

latent variable is approached through three variables. Allen and Meyer 

identified these three distinguishable forms of organizational commitment: 

affective (AC), normative (NC), and continuance (CC) commitment. AC 
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reflects an emotional attachment to, identification with, and involvement 

in the organization, whereas NC is experienced as a sense of obligation to 

remain, and CC reflects the perceived costs associated with leaving. 

The main difference among these three consists in the fact that the 

three of them represent different mindsets that characterize each 

dimension (Meyer & Allen, 1997; Rathore et al., 2013). Meyer and Allen 

(1991) developed 8-item measures of each component. These measures 

were subsequently revised to 6-item scales by Meyer et al. (1993), with the 

most extensive revision to the NC scale. The original NC scales focused 

on socialization experiences, whereas the revision measured felt obligation 

more generally, including obligation based on the need to reciprocate for 

benefits received from the organization (Meyer & Parfyonova, 2010). 

In light of some evidence for the bi-dimensionality of the CC scale 

where one dimension reflecting a lack of alternatives and the other 

reflecting perceived costs of leaving (McGee & Ford, 1987; Meyer & Allen, 

1991), some improvements are conducted to the construct. In this 

research, organizational commitment is using all the dimensions to 

measure the employees’ commitment toward organizations (OC = AC + 

CC + NC). In this research we will see the organizational commitment 

through the three different variables. 

 

Job Satisfaction (JS) 

In addition to organizational commitment the popular construct 

which could be used as a proxy toward performance is the JS construct. 

There are very few topics which are more central to employees and 

management other than job satisfaction. Spector (1997) has noted that 
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there have been more than 7000 research on JS and there are 

approximately 300 articles written every year on this topic. In testimony to 

its importance, JS topic has repeatedly been the subject of the scale 

development; job satisfaction has served as both a major independent and 

a key dependent variable for organizational researchers and practitioners. 

Spector (1997) stated that job satisfaction as the extent in which a 

person like their job, a very simple definition but job satisfaction influences 

people’s attitude towards their jobs and various aspects of their jobs. Job 

satisfaction is affected by personal and organizational factors, which cause 

an emotional reaction affecting organizational commitment (RT Mowday 

et al., 1979). The consequences of job satisfaction include better 

performance and a reduction in withdrawal and counter-productive 

behaviors (Morrison, 2008). Since job satisfaction involves employees’ 

affections or emotions, it influences an organization’s well-being with 

regard to job productivity, employee turnover, absenteeism and life 

satisfaction (Roodt et al., 2002). Motivated employees are crucial to an 

organization’s success, and therefore understanding people in their jobs 

and what motivates them could be a driving force in strengthening 

organizational commitment (Schein, 1990). 

The definition of Job Satisfaction is ensuring there is a positive 

working culture. This means that the business retains and cultivates 

employees’ talent, knowledge and skills, in order to maximize the delivery 

of business objectives. Investing in effective communication, meaningful 

development and providing team with room to grow and personally 

contribute to the success of the business are some of the examples of 

providing a good recipe to a successful working ethos across the group. 

The companies are responsible to provide means to accomplish job 
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satisfaction. Company had given increasing focus toward job satisfaction, 

since it is seen as the most important component of working life (Spector, 

1997). 

The Financial Adviser School, London, carried out research which 

highlighted that British workers are more interested in job satisfaction than 

money when selecting their career. Almost nine out of 10 people (87 per 

cent) told researchers that job satisfaction is important to them when 

selecting a career compared with 84 per cent who rated financial reward as 

a key factor when making decisions about their working life. While salary is 

clearly important to the majority of people when deciding which route to 

take in their career, it is very encouraging to see that job satisfaction is 

deemed to be even more influential. 
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Figure 2.4 

The Conceptual Model 
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CHAPTER THREE 

 

SETTING UP THE RESEARCH MODEL 

 

 
Conceptual Framework Building of the Research 

This chapter will elaborate and implement the conceptual theory 

on spirit at work in the form of a research model. This research will be 

modeled through the Strategic Management point of view. Strategic 

management is a subject of interest which overlaps with other vigorous 

fields. This has created a rich challenging field with wide arrays of interest 

including economics, sociology, marketing, finance, and psychology. 

Mintzberg (2003) furthermore defines a more holistic approach of strategic 

management which integrates the company’s vision, policy and strategic 

milestone. These enable the managers to allocate organization’s resources 

in a unique positioning. It revolves around the core of strategic 

competitiveness when a firm successfully formulates and implements a 

value-creating strategy (Mintzberg, 2003). 

Strategic management approach in summary is situational, based 

on the types of strategies, technology, capability and internal resources of 

the company. Barney (2003) had pioneered on establishing the resource 

based theory where strategic management is focusing on the firm’s tangible 

and intangible resources in ways that build competitive advantages (Wong, 

2012; Barney, 1991: Barney, 1997; Barney & Clark, 2007). He proposed 

that the intangible resources and capabilities which conform to the VRIO 

framework become significant resources toward competitive advantages. 

Stead and Stead (2014) proposed that the intangible Spiritual Capabilities 
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are valuable, rare, and inimitable therefore become a significant intangible 

strategies toward competitive advantages. 

Spirit at Work can be seen as spiritual capabilities. The resources of 

spiritual capabilities as intangible aspect can be in the form of 

Organizational and Individual resources. The organizational resources in 

this research are seen through the concept of Spiritual Leadership (Fry, 

2003, 2011) and the individual resource in this study is seen through 

Individual Spirituality (Rojas, 2002). In summary this study proposes a 

theoretical conceptual framework starting from Strategic Management as 

the main theme toward Resource Based View theory with the emphasis on 

Intangible Resource and Capabilities. 

Stead and Stead (2014) posited that intangible Spiritual Capabilities 

in this research is seen through Spirit at Work, are valuable, rare, difficult 

to imitate, therefore would be a significant source toward competitive 

advantage. In the service industry the capability of giving service 

excellence is influenced by the employees’ level of job satisfaction and 

organizational commitment (Heskett et al., 1997). Hence these two 

variables of Job Satisfaction and Organizational Commitment are seen as 

the competitive advantage, specifically in this model of a volatile Service 

Industry. In the following section each phase of VRIO (Valuable, Rare, 

Inimitable and Organized) will be elaborated. 

A resource is considered valuable if it can be utilized to exploit a 

capability which has the opportunity to neutralize threat / crisis. In this 

research the organizational intangible resources in the form of spiritual 

leadership variables and the individual intangible resources in the form of 

individual spirituality are analyzed toward spirit at work capability. The 
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Spirit at Work shows the experience of engaging work, mystical 

experience, spiritual connection and the sense of community has a 

profound potential to turn crisis into opportunity (Mitroff & Denton, 

1999a). Furthermore it will influence organizational commitment and job 

satisfaction as important variables toward service excellence (Malhotra & 

Mukherjee, 2004). 

A resource is considered rare when there are few other competitors 

who implement the same core competences. Contextually PT Telkom is 

the only company who has set up a Spiritual Capital Management division 

under its Human Resource Department to manage the strategic approach 

to develop Spirit at Work under the project name “From Character to 

Commerce”. It has established a meticulous syllabus of spiritual 

development for each different religion, in the form of retreat, training, 

weekly program, and twice a day broadcasting spiritual filler to build the 

spirit at work culture. The cost disadvantage is derived from the historical 

path where Telkom had started the spirit and value based transformation 

since 1988 under the leadership of Cacuk Sudarjanto who is known as the 

Transformation Leader of Telkom (Telkom website, 2009). In addition it is 

also difficult to imitate due to its’ high level of causal ambiguity and social 

complexity. 

Causal ambiguity is when competitors cannot easily understand 

how the firm is using its capabilities as foundation to build competitive 

advantage. This concept is derived from bounded rationality (Barney et al., 

2007). The idea is to build upon the limitation on making rational decisions 

due to the imperfect information. According to Reeds and De Filippi 

(1990) causal ambiguity is a legitimate barrier to imitate a sustainable core 

competencies. Social complexity relates to interpersonal relationship, trust, 
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reputation and friendship which are difficult to understand and 

systematically managed (Barney et al., 2010). 

The above contextual and conceptual elaboration on the VRI 

aspect of spiritual capabilities, encourage the researcher to set up the RBV 

model of spiritual leadership and individual spirituality toward spirit at 

work and further how it influences competitive advantage in the form of 

organizational commitment and job satisfaction. In the following section, 

the process of setting up the research model will be elaborated. 

 

The Research Model 

Spirit at work is a concept with a clear focus on the real experience 

of individual in the workplace with a solid grounding on empirical analysis. 

In this research spirit at work will be the main subject, and a starting point 

in the research model (Kinjerski, 2013). Duchon and Plowman (2005) 

mentioned in their paper on “Nurturing the spirit at work: Impact on 

performance”, that spirit at work will be associated with the 

organizational leaders’ ability to enable the worker’s inner life, which could 

be referred to the influence of organization support toward spirit at work. 

In this research as proposed earlier Spiritual Leadership (Fry, 2003) is seen 

as the organizational support. The general purpose of Spiritual Leadership 

is to create an organization which supports the vision and value 

congruence across the strategic, empowered team, and individual levels 

throughout the organization. 

Pawar (2009) mentioned in his research that spirituality can be seen 

from the organization focused approach and individual focused approach. 

Spiritual Leadership serves as the organization focused approach, and 
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individual spirituality as mentioned earlier would be the individual trait 

which moderates the impact of Spiritual Leadership toward Spirit at Work. 

The objective of the research is to analyze the influence of Spiritual 

Leadership toward Spirit at Work through a moderating impact of 

Individual Spirituality. Spirit at Work, would also be seen as a capability 

toward organization’s competitive advantage. As discussed before, in the 

research model, the competitive advantage will be represented by Job 

Satisfaction and Organizational Commitment. These variables would be 

suitable for the Service Industry Model of, since Organizational 

Commitment and Job Satisfaction are proven to influence service 

excellence which is the key for success in a service industry. Barney (1998) 

mentioned in his paper : “On Becoming a Strategic Partner: The Role of 

Human Resources in Gaining Competitive Advantage”, that a Strategy 

which gives impact toward higher job satisfaction in a company and is 

classified as valuable, rare, difficult to imitate and organized would be 

considered as CA (Competitive Advantage). Moreover if it can be 

sustained over time it would be supporting toward SCA (Sustainable 

Competitive Advantage). The proposed conceptual model where Spiritual 

Leadership is represented by its variables is seen in Figure 3.1. The detailed 

process of hypotheses development will be elaborated in the next section. 

http://digitalcommons.ilr.cornell.edu/cgi/viewcontent.cgi?article=1149&amp;context=cahrswp
http://digitalcommons.ilr.cornell.edu/cgi/viewcontent.cgi?article=1149&amp;context=cahrswp
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Figure 3.1 Research Model 

 

 
Abbreviations used throughout this book: 

Spiritual Leadership = SL 

Individual Spirituality = IS 

Spirit at Work = SW 

Organizational Commitment = OC 

Job Satisfaction = JS 

 
Hypotheses 

The theory and conceptual development of each and every 

hypotheses of the research model will be elaborated in detail. 

 
Major hypotheses on  the influence  of  SL (Spiritual Leadership) 

toward SW (Spirit at Work) 

Fry (2003) defines spiritual leadership as comprising the values, 
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attitudes, and behaviors of organizations that is necessary to intrinsically 

motivate one’s self and others so that they have a sense of spiritual survival 

of hope, altruistic love a sense of membership and spiritual calling. Fry 

(2008) mentioned that organizations create a vision where members 

experience the sense of calling and membership to facilitate a process or 

mechanism that seeks to facilitate the occurrence of spirit at work. 

Duchon, Dennis, Plowman and Ashmos (2005) stated that the 

work unit spirituality will be influenced by the organizational leaders’ 

ability to encourage the worker’s inner life. Hence, how a person is going 

to experience their spirit at work depends also on the support of the 

organization through providing Spiritual Leadership. In another statement 

it is posited that Spiritual Leadership is depicted by a group (organization) 

members interact with each other and various formal and informal leaders 

emerge and influence the worker’s spirituality (Van Velsor et al., 2010). 

Purushothaman (2014) in her dissertation stated that there is an impact of 

spiritual leadership in the organization toward the experience of spirit at 

work. 

Thus, the first major hypothesis is: 

H 1: The higher the level of spiritual leadership (SL) the higher the level 

of spirit at work. 

The minor hypotheses are derived from the five variables of 

Spiritual Leadership, as follows: 

1. a The higher the level of vision (V) the higher the level of spirit at 

work 

1. b The higher the level of Hope/Faith (HF) the higher the level of 

spirit at work 
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1. c The higher the level of Altruistic Love (AL) the higher the level of 

spirit at work 

1. d The higher the level Meaning/Calling (MC) the higher the level of 

spirit at work 

1. e The higher the level of Membership (M) the higher the level of 

spirit at work 

 

The Moderating impact of Individual Spirituality 

A person can be born with spirituality as their potential. But 

potential is not yet a skill. It needs to be honed into becoming a skill. Lots 

of people can develop their own spirituality. At the same time, it will be 

helpful to have a set of individual assessment of spirituality tool to show 

the level of individual spirituality. In this research the individual spirituality 

is seen as a faith neutral, faith-friendly way to approach and improve the 

individual spirituality as proposed by Rojas (2002). This personal level 

quality should have the moderating influence on the influence of 

organization supports in this case through the variables of Spiritual 

Leadership toward the implementation of spirit at work. Garcia and 

Zamor (2005) proposed that the way an employee implemented the spirit 

at work is based on their personal interpretations of the organizational 

spiritual approach, hence it refers to interpretations based on the personal 

trait which is shown through individual spirituality. 

Marques, Dhiman and King (2005) and Marques (2005) mentioned 

that the influential level of the individual which is the characteristic of 

individual spirituality will influence the organization impact toward spirit at 

work. 
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Purushothaman (2014) in her dissertation had proposed the 

influence of individual spirituality toward the ability to implement spirit at 

work. She had conducted a cross cultural exploratory research on spirit at 

work both in Eastern and Western traditions. In another research Cash 

and Gray (2000) posited that every employee have a right for spirit at 

work, therefore insinuating that the way they implement the spirituality will 

be based on their individual trait. In the other hand Bell, Taylor and 

Driscoll (2012) stated that spirit at work primarily emphasizes the role of 

the individual and how he or she perform and implement it in the 

workplace, which could be seen as how the individual spirituality of a 

person will influence the way he or she would exercise the spirit at work. 

Thus the Major Hypotheses is: 

H 2: Individual Spirituality moderates the influence of Spiritual 

Leadership toward Spirit at Work 

The minor hypotheses are derived from the five variables of 

Spiritual Leadership influencing the experience of spirit at work, as 

follows: 

2. a Individual Spirituality moderates the influence of Vision toward 

Spirit at Work positively 

2. b Individual Spirituality moderates the influence of Hope Faith 

toward Spirit at Work positively 

2. c Individual Spirituality moderates the influence of Altruistic Love 

toward Spirit at Work positively 

2. d Individual Spirituality moderates the influence of Meaning/Calling 

(MC) toward spirit at work positively 

2. e Individual Spirituality moderates the influence of Membership (M) 

toward the level of spirit at work positively 
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The influence of Spirit at Work toward Organizational Commitment 

Nwibere and Emecheta (2012) have conducted a research that 

shows a significant influence of workplace spirituality toward 

organizational commitment. Vandenberghe (2011) had also proven that 

workplace spirituality influence organizational commitment. Kinjerski in 

his work on spirit at work (2008, 2013) also had supported the influence of 

Spirit at Work toward organizational commitment. Stevinson (2008) in his 

dissertation had used Spirit at Work and empirically proven the impact 

toward organizational commitment. 

Ray, Barney and Muhanna (2004), mentioned in their paper, that 

organizational commitment is an important aspect in producing 

competitive advantage in the service industries. He illustrated that having 

expensive technology equipment is valuable, but this physical capital can 

be imitated easily by other competitors, whilst the most important thing is 

the commitment of employees to optimize the utilization of the 

equipment. Therefore it can be seen that spirit at work gives the feeling of 

engagement toward the work (Kinjerski, 2013) and therefore as a unique 

intangible resource capabilities, should have a significant impact toward 

organizational commitment. Thus the hypothesis is: 

H 3: The higher the Spirit at Work the higher The Organizational 

Commitment value. 

 

The influence of Spirit at Work toward Job Satisfaction 

Many corporations are encouraging the development of workplace 

spirituality because they believe that a humanistic work environment 

creates a mutually beneficial relationship between employees and the 
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organization. The goal is to make everyone in the organization happy, if 

they are happy; they will be more productive, creative and more fulfilled. 

Eventually personal fulfillment and high morale will lead toward 

outstanding performance and hence will have a direct impact toward 

organization’s financial success (Garcia-Zamor, 2003). 

Heskett (1997) had also proven that satisfied and fulfilled 

employees will have job satisfaction hence, the spirit at work which gives 

the feeling of happiness (Mitroff, Denton, 1999; Garcia-Zamor, 2003; 

Kinjerski, 2013) will create job satisfaction. There is also another research 

by Tevichapong (2012) which confirm the influence of spirit at work 

toward job satisfaction. 

Ray, Barney and Muhanna (2004) proposed that job satisfaction 

can be seen as the ability to share an excellent service to the customers. In 

the RBV framework, hence it should be proven that in a service industry 

model the intangible resources capabilities, in this research is spirit at work 

which is valuable, rare, and difficult to imitate should have significant 

relationship toward the competitive advantage in the form of ability to 

offer service excellence which is seen through job satisfaction. Hence, 

ample evidence to set up hypotheses that: 

H 4: The higher the level of spirit at work, the higher the job 

satisfaction. 
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Figure 3.2 Research Model Dimensions of Spiritual Leadership 
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Summary of the Research Model 

 

Major Hypotheses 

H 1: The higher the level of Spiritual Leadership (SL), the higher the 

level of SW. 

Minor Hypotheses 

1. a The higher the level of vision (V) the higher the level of SW 

1. b The higher the level of Hope/Faith (HF) the higher the level of 

SW 

1. c The higher the level of Altruistic Love (AL) the higher the level of 

SW 

1. d The higher the level Meaning/Calling (MC) the higher the level of 

SW 

1. e The higher the level of Membership (M) the higher the level of SW 

Major Hypotheses 

H 2: Individual Spirituality moderates the influence of Spiritual 

Leadership toward Spirit at Work 

Minor Hypotheses 

2. a Individual Spirituality moderates the influence of Vision toward 

Spirit at Work positively 

2. b Individual Spirituality moderates the influence of Hope Faith 

toward Spirit at Work positively 

2. c Individual Spirituality moderates the influence of Altruistic Love 

toward Spirit at Work positively 

2. d Individual Spirituality moderates the influence of Meaning/ Calling 

toward Spirit at Work positively 
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2. e Individual Spirituality moderates the influence of Membership (M) 

toward Spirit at Work positively 

H 3 The higher the Spirit at Work, the higher Organizational 

Commitment. 

H 4 The higher the Spirit at Work, the higher Job Satisfaction. 
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CHAPTER FOUR 

 

 
THE RESEARCH METHODOLOGY 

 

 
The phenomenon of Spirit at Work is an undeniable reality. It is 

the law of nature through the facts that around the world people start to 

realize the important role of spirit at work (Neal, 2013). We are witnessing 

the renaissance of the spirit at work, from something that needs to be left 

at home for personal matter, into a valuable thing in the corporate world as 

a source of a never ending spirit in the workplace (Schwartz, 2006). 

According to (Guba & Lincoln, 1994; Lincoln et al., 2011), in 

addition to the way we see the reality (ontology) and the way we see the 

knowledge objectively (epistemology), we should decide on how we go 

about finding out on the knowledge. In the case of spirit at work the 

methodology to discover it is through the strategic approach of scientific 

method (Wainwright, 1997) through the positivism approach. This 

research is not using the constructivism approach, due to the fact that there 

are adequate supporting theories on the subject. Positivism is the 

philosophy of science that information is derived from logical and 

mathematical treatments. It also believes that reports of sensory experience 

are the exclusive source of all authoritative knowledge. Moreover there is 

the truth and valid knowledge only in this derived knowledge. Verified 

data received from the senses are known as empirical evidence. Positivism 

holds that society like the physical world operates according to general 

laws. Introspective and intuitive knowledge is rejected. The positivist 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

102 

 

 

 

approach has been a recurrent theme in the history of western thought. 

But the modern sense of the approach was actually developed by the 

philosopher and founding sociologist Auguste Comte in the early 19th 

century. Comte argued that, much as the physical world operates according 

to gravity and other absolute laws, so does society (Comte, 1975). 

Spirit at work in this research uses the positivist approach since 

there are sufficient underlying conceptual theories and empirical research 

supporting the concept. Positivism is a philosophical system that holds that 

every rationally justifiable assertion can be verified through science, logic 

or mathematics. Spirit at work as a growing interest research had set up a 

strong previous study and had been through a rigorous process of setting 

up a solid concept (Kinjerski, 2013), therefore has a solid rationally 

justifiable foundation. It had also been empirically tested toward 

organizational commitment, job satisfaction and other indicators of 

organizational performance. Nevertheless, it has never been seen as an 

outcome of intangible resources as seen through the Resource Based View 

framework. Therefore it is suitable to follow through with a quantitative 

methodological approach, and see the spirit at work as part of the 

Resource Based View system toward competitive advantage (Barney, 

2007). Through this lens of view the research is going to be conducted 

methodologically. 

This chapter will be a thorough explanation on the research 

methods and methodology based on the hypotheses in the previous 

chapter. It will be discussed in several sections as follows: Background and 

Research Approach, Context of the Research, Research Model and 

Operational Definition of Variables, Population Samples and Data 

Collection and Research Method of Data Analysis. 
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Background of the Research Approach 

Workplace spirituality had received lot of attentions from 

researchers who explore the opinions and experiences of respondents on 

the issue under study. There has been a growing interest on understanding 

the phenomenon of spirit at work. Unfortunately most are still in the 

conceptual form and would need further empirical support based on 

methodologically proven approach. 

The researcher is focusing on spirit at work as a specific concept of 

personal experience in the area of workplace spirituality. Previous research 

had supported that spirit at work would be a significant source of job 

satisfaction and organizational commitment. In this research Spirit at Work 

is seen through the context of Resource Based View. Spiritual Leadership 

is seen to be the antecedent and Individual Spirituality as a moderating 

variable. According to the scientific methodology, each needs to be tested 

empirically. This research will see a cross-sectional snapshot analysis on the 

workplace spirituality issue, with spirit at work as the main anchor. This 

study proposes research gaps and questions to be answered based on the 

literature review of theoretical and empirical research on spirit at work. 

In this research based on the theoretical and previous study 

analysis, the author came up with a research model and hypotheses that 

needs to be proven quantitatively. According to the positivist approach 

discussed earlier the relationship needs to be proven scientifically and 

objectively. Hence the research is conducted deductively based on a 

robust exploration of literature, and will be tested empirically through an 

explanatory method of quantitative approach. On the following section, 

the author will share the context of this research and the reason behind the 
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selected research context followed by Resource Based View VRIO testing 

conceptually and contextually. 

 

Research Context Setting 

The research will be conducted in PT Telkom. The reason of 

choosing PT Telkom as the context of the research is as follows: 

First, Telkom is a big organization with more than 24.147 

employees all over Indonesia with a specific characteristic of service 

industry in a high volatile competition and unpredictable fierce 

competition. A lot is at stake with the position of PT Telkom being a 

partly government owned company and its big numbers of employees. 

Hence, as a service industry in the middle of a fierce competition, the 

company has to come up with a competitive advantage in service 

excellence. The decision maker of Telkom is taking the challenge by 

launching a spirit at work approach with the slogan of Ihsan, or quoted as 

“Always the Best”, in term of always striving to give service excellence 

(Yahya, 2013). Telkom is building the climate of spiritual leadership by 

setting up a spiritual capital division with the mission to encourage an out 

of the box spiritual state of mind. This spirit has the capabilities to turn 

threat into opportunities even in difficult times, as mentioned by Mitroff 

and Denton (1999) which is the essence of spirit at work. The spiritual 

division was established since January 2013. There are 6774 employees 

based on the Spiritual Capital division data as of Sept 2014 (Islam 5829, 

Christian 617, Hindu 328). All had been going through an intensive Spirit 

at Work training for four to five days, based on their respective religion. 

The management had never empirically tested the outcome of their 
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spiritual approach, albeit the full support from its management toward 

encouraging the spiritual capabilities of the company in the form of setting 

vision, mission and activities supporting spirit at work. There is no 

academic research conducted on whether the strategy they were doing 

both on the organization side and the individual side, really has been 

translated into a higher level of spirit at work. 

The second reason is, now Telkom is expanding its businesses 

toward overseas countries including the United States of America, 

Australia, Singapore, Malaysia, Hongkong, Macao, Timor Leste, Myanmar, 

Taiwan. The more aggressive this international expansion becomes, the 

more Telkom has the pressure of securing its competitive advantages 

especially on the difficult to imitate intangible resources area. The strategic 

focus to increase intangible resource capabilities as a competitive 

advantage is Telkom’s strategic approach embedded in all its efforts to be 

able to compete in different countries. 

The third reason is the broad business target of Telkom. The 

service coverage of PT Telkom is extensive, with the acronym of TIMES: 

Telecommunication, Information, Media, Edutainment and Services. 

Hence, Telkom is facing a high new challenge since it has to compete with 

smaller scale, agile competitors focusing on only specific kind of services. 

If Telkom does not transform itself from being a bureaucratic style of 

state-owned company into a new competitive atmosphere of always 

serving the best, it will definitely loose its cutting edge and competitive 

advantage (Yahya, 2013), and follow the trail of the other declining giant 

Telecommunication company in the world (Madden et al., 2003). Hence, 

the intangible resources of spiritual capabilities which are more difficult to 

imitate should be the source of sustaining competitive advantage (Stead 
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and Stead, 2014). 

Fourth, even though Telkom is doing a good business with 

revenue of 83 trillion for the year 2013, but the dwindling down cellular 

and already obsolete Plain Ordinary Telephone Service (POTS) business, is 

a significant threat toward Telkom, which means Telkom is facing crisis. 

Other giant Telecommunication companies such as Telstar Australia and 

AT&T of the US, had failed to remain on the top (Madden et al., 2003). 

This urged the need for Telkom to take major steps to be more creative 

and seek new opportunities in the digital industries and other TIMES 

(Telecommunication, Information, Media, Edutainment and Services) 

businesses, or fail just like the other giant telecommunication companies in 

the world. All these reason above matches the finding of Mitroff, Denton’s 

(1999) qualitative research that one must experience a severe crisis in order 

to embark on the search for spirituality. 

The Spiritual Capital Management forms both curriculum and non- 

curriculum activities. For the curriculum based activity, Telkom had set up 

a five year road map of the character building program. In addition to the 

scheduled program, there is a compulsory retreat and spiritually embedded 

human resource development programs. In the three days retreat program, 

all participants will experience mindfulness program, where all employees 

will get a complete paradigm shifting experience and understand the 

spiritual substance behind the ritual of prayers etc. The goal is to change 

the habit of practicing religion merely as rituals into applying the spiritual 

mindset to transform a human being into his/her spiritual being to 

“Always serving the Best” as we have discussed in the preceding chapters. 

For the non-curriculum activities, spiritual values are embedded in 
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all the activities and code of conduct. For example during the work 

meeting of top management, spiritual values are embedded in the form of 

initial greeting of gratitude toward the Creator, mass prayer before dawn 

(Tahajjud prayer for the Moslem), and mass prayers in the mosque five 

times a day for Moslem. The mass prayer applies also to the whole 

employees of PT Telkom. The adagium of Always Serving the Best is 

possible only when there is only One purpose, to serve the best in the 

name of The Creator, and this is the result of the mass prayer with the 

spiritual substance based understanding. Every Friday in addition to the 

mass prayer, subliminal alpha session of reciting the Al Mighty’s name 

(Ziqr) as part of the mindfulness program is also scheduled. This is to bring 

awareness of the essence and holy purpose of work and life. Telkom also 

have the recognition program where the award is in the form of spiritual 

pilgrimage. Moslem employees are awarded package of Pilgrimage to 

Mecca. Christian/Catholic employees are awarded pilgrimage to Vatican. 

Hindu and Buddhist employees are awarded pilgrimage to India, Tibet and 

other spiritual destination. 

It would be interesting to empirically investigate how the support 

of Spiritual Leadership in Telkom would influence the real implementation 

of spirit at work. In the following section there will be the VRIO Resource 

Based View testing and the following step is to determine research method 

and define the operationalization of the construct used in the research. 

 

The VRIO test of Resource Based View Approach 

In the strategic management framework, spiritual capabilities is 

seen as a potential, intangible, core competence, which is difficult/costly to 
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imitate by competitors due to its form in term of causal ambiguity and 

social complexity (Stead & Stead, 2014). These resource and capabilities 

are seen in a heterogeneous form. Resource heterogeneity is the bundling 

of resources and capabilities. The terms are used interchangeably and refer 

to the tangible and intangible assets firms use to develop and implement 

their strategies (Barney, 2004). The competitive advantages stem from 

several resources and capabilities bundled together. For example human is 

tangible homogeny resource, but bundled with spiritual capabilities it 

becomes a heterogenic resource. 

In testing the VRIO concept (Barney and Hesterly, 2006), 

resources are subjected to each question to determine whether it is 

considered a competitive advantage in a comparative sense. The first is the 

question of value. Does the resource enable the firm to exploit an external 

opportunity or neutralize an external threat? Conceptually, Mitroff and 

Denton (2009) posited in their seminal paper that spiritual capabilities have 

a potential to create opportunity even in the time of crisis, due to their 

unquestionable faith to the Higher power. Tejeda (2014) supported as well 

that spiritual well-being are influencing job satisfaction given adverse work 

condition. Empirically, in this research the organizational intangible 

spiritual capabilities is tested toward the experience of spirit at work and 

then tested toward organizational commitment and job satisfaction. A 

significant and positive result toward organizational commitment and job 

satisfaction are significant supports to prove that the spirit at work is 

valuable to create important traits in the service industry toward 

performance and organizational effectiveness (Osman-Gani, 2012; 

Karakas, 2010). This research is also supporting previous findings as 

follows: Tejeda (2014) posited in his research that spiritual well-being is 
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capable of influencing job satisfaction given adverse work condition. 

Osman-Gani (2012) had proven that spiritual well-being is positively 

impacting company’s performance and spirit at work is significantly 

influencing organizational effectiveness (Karakas, 2010). 

The second question of VRIO testing is Rarity. The value of the 

firm’s human resource is necessary but not a sufficient condition toward 

competitive advantage. Valuable but common practice only creates 

competitive parity (Barney, Ketchen, Wright, 2011). The strategic emphasis 

on establishing spiritual capabilities as intangible resource in the 

organization is in creating rare characteristics of the employees for 

competitive advantage. In the context of this research there is a specific 

organizational management division to take care of the spiritual capabilities 

which is called the spiritual capital management division. This specific 

Hence, this is not an ordinary strategic commitment and indeed a rare 

condition. The division is managing the strategy of developing character in 

the form of spirit at work to commerce, through an integrated human 

resource training and development program. The training guideline was 

designed to establish spiritual capabilities for all types of religions. The 

curriculum for each type was set up on a Roadmap of Five years to create 

the spirit of always serving the best. The Telco Company had taken what is 

considered to be a relatively homogeneous labor pool and exploited the 

rare characteristics of spirit at work to gain competitive advantage (Yahya, 

2013; Barney & Wright, 1998). 

The first test of VRIO is to see the combination of the two 

questions of value and rarity, if it is valuable but not rare, than it would 

create a competitive parity. If it is both valuable and rare it will create a 

competitive advantage, at least temporarily (Wright et al, 1998). In the 
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context of this research it is both rare and it is empirically proven valuable 

in impacting job satisfaction and organizational commitment as important 

traits to deliver service excellence. 

The third question is Imitability, whether the spirit at work strategy 

could be easily imitated by other companies. Cost of imitation is high in 

order to gain a competitive advantage due to the following reasons: Unique 

historical conditions, causal ambiguity and social complexity. A unique 

historical condition in this research context is due to the long history of 

strategic value driven with the inclination toward spirit at work. The long 

history had started from the late CEO Cacuk Sudaryanto (1988-1992) who 

was called the Father of The Telco Transformation (Kannan, Morris, 

2014). Under (the late) Cacuk Sudarijanto, Telkom made a Fundamental 

Change: Basic Culture Transformation with spirit at work as one of the 

strong value. This long unique history is also another aspect which makes 

it difficult to imitate. Innovative firm gains low-cost access to rare 

resources and capabilities in a particular time and space due to the long 

period of history. 

Causal Ambiguity is when an imitating firm cannot tell the factors 

that led to the competitive advantage of an innovative firm. Spirit at work 

enables employees to look upon crisis as an opportunity. This intangible 

capability is causally ambiguous. Spiritual capability has a high causal 

ambiguity in the sense that it is difficult to see the causal link between the 

specific resource and its capabilities since it is bundled and hence fogged 

the causal relationship (Stead & Stead, 2014; Barney & Wright, 1998). The 

spiritual capabilities create a strong organizational culture of employees 

who look at their work as part of their worship (Yahya, 2013). In the 

context of this research this culture is a result of a well-planned Human 
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Resource strategy of the Spiritual Capital Management Division “From 

Character to Commerce”. The spiritual capabilities hence are valuable, 

rare and difficult to imitate therefore it has a sustained competitive 

advantage if organized properly by the corporation (Stead and Stead, 

2014). 

The last question of VRIO test is on organization. A firm’s 

structure and control mechanism must be aligned so as to give people the 

ability and motivation to always exercise their spiritual capabilities in giving 

their best service at work. The question is whether there is an aligned 

management support which emphasizes the ability to implement the 

spiritual capabilities in the corporation. In this research it is proven to 

influence the experience of Spirit at Work, hence the organizational 

resource in the form of Spiritual Leadership are supporting Spirit at Work. 

To know further whether the current practice is continuously supported by 

the management to encourage spirit at work, would need a future specific 

longitudinal case study research on this Telco company. 

The empirical test in this research is the evidence that spiritual 

capabilities both organizational and individual intangible capabilities are 

resulting in spirit at work and impacting competitive advantage in the form 

of job satisfaction and organizational commitment. In a service industry 

these two variables are good predictor toward service excellence (Malhotra 

& Mukherjee, 2004; Tejeda, 2014). Hence, there is a competitive advantage 

as the result of the bundling process of organizational and individual 

spiritual capabilities. Theoretically and empirically spiritual capabilities are 

proven to be a competitive advantage to the firm. 

The spiritual capabilities in the organizations become the glue that 
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binds people together. They provide organizational members with a moral 

and a motivational framework in the form of a spirit. This spirit 

transcends, sustains, and enriches both material capital and social capital 

(Stead and Stead, 2014). The spirit is embedded in the organizational 

culture (Zohar and Marshall 2004). Developing such intangible capabilities 

will lead to the transformational changes required for a shared vision of 

creating long-term competitive advantages for the firm. In summary the 

framework of VRIO is shown in the next table. The support from the 

organization will be influence the experience of spirit at work by 

employees and enhance employees’ organizational commitment and job 

satisfaction. 

 
Valuable? 

 
Rare? 

Costly 

to  

imitate? 

Exploited by 

the    

organization? 

 

Competitive 

implication 

No 
   Competitive 

disadvantage 

 

Yes 

 

No 
  Competitive 

parity 

Yes Yes No 
 Temporary 

competitive advantage 

Yes Yes Yes No 
Unexploited 

competitive advantage 

Yes Yes Yes Yes 
Sustained 

competitive advantage 

Figure 4.1 The VRIO framework (Barney, Wright, 2001) 
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The above figure elaborates the conceptual and contextual 

approach of VRIO testing. Based on heterogeneous approach (Newbert, 

2007), spiritual leadership variables and individual spirituality as spiritual 

capabilities which conform to valuable, rare and inimitable traits (Stead & 

Stead, 2014) are proven to influence spirit at work and resulting in OC and 

JS as competitive advantage. Spirit at work is also proven as a result of 

organizational support in the form of spiritual leadership variables. 

 

Research Model and the Operationalization of the Construct 

In the quantitative Research Methodology, the vastly used research 

method is through questionnaires. It is often seem a logical and easy 

option as a way of collecting information from people. Actually 

questionnaire is rather difficult to design and because of the frequency of 

their use in all contexts in the modern world, the response rate is nearly 

always going to be a problem unless the researcher can directly handed the 

questionnaires, which is not the case in this research. In this research, 

fortunately the HR officers are supportive to help with data collection. 

In the questionnaire for this research the author offers to the 

respondents multiple choice questions from which to choose the statement 

with most nearly describe their response to a statement or item. The 

questionnaire uses the Lykert scale with a choice of response on a scale 1- 

5. It is purposefully using the standard of 1 – 5 from 1 being strongly 

disagree until 5 which is strongly agree, hence three could be assigned for 

indecisive respondent. The important advantages of using questionnaires 

are: 
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 Confidentiality. Questionnaire method ensures high confidentiality. It 

will be handed to the respondent through their HR officer and 

collected in closed envelope. 

 Sufficient information. There will be briefing in advance through the 

HR officer who is responsible to distribute and collect data. 

 Availability of Data. It is possible to prepare questionnaires more than 

what is needed 

 Selection. The researcher will brief and convince the HR officer that 

the mission is to enrich knowledge and there are no other hidden 

intentions, therefore the questionnaires can be answered as honest as 

possible. In this purposive sampling, the HR officer is briefed to select 

respondents that conform to the specific requirements. 

Hair proposed in his book of Multivariate analysis that researcher 

operationalized a construct by selecting its measurement scale items and 

scale type (Hair, 2010). In many examples, constructs can be defined and 

operationalized as they were in previous research studies, as stated by Hair 

(2010), most researchers use prior scales published in academic studies. 

This has been quoted as the opportunity of standing on the shoulder of the 

giant, with the giant being the scientific theory proven earlier. It is quoted 

from Isaac Newton’s letter: “If I have seen further, it is by standing on the 

shoulders of giants” (Clark, 2007). Knowing that this phrase came from 

Newton - a scientific maestro - it provides a model of humility which 

scientists would do well to emulate (McCaughrean et al., 2002). This 

research will be standing on the previous scientifically proven 

measurement and scale type. 
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Figure 4.2 The Full Complete Model 

 

 
Definition and the Operationalization of Variables 

The following list will elaborate each definition of the Individual 
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Construct and share the tables of the Operational Definition on the list of 

variables used in the research. Every construct represents several 

dimensions, with a specific set of questions. Every set of questions is 

derived from a carefully selected measurement tools validated and 

statistically proven in previous research. 

 

Spiritual Leadership 

Spiritual Leadership emphasizes the leader-less approach, 

focusing on the organizational approach to engage all group members to 

meet spiritual needs and enhance organizational spiritual capabilities. 

Spiritual leadership entails how organization support interactions of 

member, and encourage the emergence of various formal and informal 

leaders in the group (Drath & Palus, 1998). There are five variables as 

follows, with the set of questions from the concept as proposed by Fry and 

Altman: 

1. Vision – describes the organization’s journey and why we are taking it; 

defines who we are and what we do. This entails the way organization 

is encouraging the employees to share the same vision. 

2. Hope/Faith - the assurance of things hoped for, the conviction that the 

organization’s vision/ purpose/ mission will be fulfilled. The 

organization role is to set up the climate that encourages hope/faith. 

3. Altruistic Love - a sense of wholeness, harmony, and well-being 

produced through care, concern, and appreciation for both self and 

others. This is seen through how the organization care and make sure 

the employees feel these altruistic love. 

4. Meaning/Calling - a sense that one’s life has meaning and makes a 
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difference. The organizations role to create the atmosphere of 

meaningful job for the employees. 

5. Membership - a sense that one is understood and appreciated. The way 

the organization embraces and recognizes their employees. 

 

Individual Spirituality 

Individual Spirituality is defined as the individual spirituality 

expressed in its relational activities: intrapersonal, interpersonal and supra- 

personal. 

There are thirteen dimensions as follows (Four of the statements 

are reversed on purpose), classified in: 

Intrapersonal Aspect: 

1. Fulfillment of Self: Measure the degree of perceived fulfillment in the 

subject’s live 

2. Self Determination: Measure the degree of perceived strength of will. 

3. Self-Control: Measure the ability of the subject to cope with events 

beyond his or her control 

4. Discovery of Self: Determine the subject’s level of effort in discovering 

self 

5. Enrichment of Self; Measure the subject’s efforts in conducting 

activities oriented towards enrichment of self 

Interpersonal Aspect: 

1. Partnership mode: Measure the degree to which a partnership type 

relationship improves the overall self 

2. Small Group mode: Measure the degree to which a small group 

relationships improves the overall self 
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3. Organizational Mode: Measure the degree to which an organizational 

relationship improves the overall self 

4. Movement mode: Measure the degree to which a movement 

relationships improves the overall self 

Ideopraxis: 

Ideopraxis: Measure the subject’s level of congruence of ideology 

and lifestyle. 

Supra-personal Aspect: 

1. Transactional mode: Determine if the relationship with a spiritual 

presence is primarily transactional 

2. Transfigurational mode: Determine if the relationship with a spiritual 

presence is primarily transfigurational 

3. Transformational mode: Determine if the relationship with a spiritual 

presence is primarily transformational. 

 
Spirit At Work 

Spirit at Work variable could be qualitatively defined as: 

Spirit at work is a distinct state that is characterized by physical, affective, 

cognitive, interpersonal, spiritual and mystical dimensions. Most 

individuals describe the experience as including: A physical sensation 

characterized by a positive state of arousal or energy; positive affect 

characterized by a profound feeling of well-being and joy; cognitive 

features involving a sense of being authentic, an awareness of alignment 

between one’s values and beliefs and one’s work, and a belief that one is 

engaged in meaningful work that has a higher purpose; an interpersonal 

dimension characterized by a sense of connection to others and common 
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purpose; a spiritual presence characterized by a sense of connection to 

something larger than self; and a mystical dimension characterized by a 

sense of perfection, transcendence, living in the moment, and experiences 

that were awe-inspiring, mysterious, or sacred (V. M. Kinjerski & 

Skrypnek, 2004). It is measured by the dimensions as follows: 

1. Engaging Work: The feeling of work being meaningful and has a 

noble purpose 

2. Mystical Experience: The state of highness, full of potential vitality 

and energy, the feeling of happiness and closeness to one’s Creator. 

3. Spiritual Connection: The feeling of connectedness 

4. Sense of Community: The feeling of being part of the community 

 

 
Organizational Commitment 

Organizational Commitment Variable an affective or emotional 

attachment to the organization such that the strongly committed individual 

identifies with, is involved in, and enjoys membership in, the organization. 

1. Normative, commitment based on norms 

2. Affective, commitment based on affections 

3. Continuance, commitment based on continuance 

 

 

Job Satisfaction 

Spector (1997) stated that job satisfaction is the extent in which a 

person likes their job. It is a very simple definition but job satisfaction 

influences people’s attitude towards their jobs and various aspects of their 

jobs. Hence it has a significant impact and powerful managerial 

implication. 
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There are eighteen statements which are used to measure Job 

Satisfaction based on the short version of Minnesota Satisfaction 

Questionnaire or also known as MSQ (Weiss et al.1967). It is a popular 

tool with a high number of usages. 

In this research the author is using the measurement as prepared 

by Manu, Gupta, 2012. 

 

Research Population 

PT Telkom is a big company with more than 24400 employees 

(Telkom Annual report: 2013). The organization structure of Telkom is 

unique, with a horizontal cut off for the service providers in the form of 

Kandatel (Kantor Daerah Telekomunikasi) and Witel (Wilayah 

Telekomunikasi). This Kandatel/Witel service provider becomes the 

means to reach customers directly through Witel and Kandatel. The cut off 

function for Kandatel / Witel is solely as a service provider without any 

other function such as Research, Planning and Forecasting or any other 

functions regularly found in other branch offices. 

Another unique form is both Witel and Kandatel are doing the 

exact same function of serving the customer. The difference of the names 

Witel and Kandatel is just to differentiate the size of the office. The large 

scale service provider is known as Witel (Wilayah Telekomunikasi). 

Another problem is the diverse market background and characteristic of 

each Kandatel/Witel, which spans from Irian to Aceh covering the whole 

provinces of Indonesia and now with the International Expansion, is also 

serving ten additional countries. 

In order to get a thorough picture, Witel is chosen from all level. 
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Platinum is the highest rank of Witel, better known as level A Witel. These 

Witel earns the highest revenue compared to Witel B and Witel C (the 

lowest rank) in Indonesia. Witel level B, and level C will also be chosen to 

get a thorough picture on all levels of Witel. As the author have mentioned 

before, the product of Telkom is diverse, covering the TIMES business 

(Telecommunication, Information, Media, Edutainment and Services), yet 

only several Witel caters to all these type of services, mostly the A level 

Witel. 

All these considerations of product range, market characteristics, 

size of the Witel and revenue level, came up to the decision to choose all 

level of Witel. The organization of Witel is highly focused to function as a 

service provider for the region. The general position starts from staff 

toward officer, assistant manager, manager, senior manager, general 

manager and executive general manager. 

 

Unit Analysis, Sampling Technique 

The research will focus toward the middle level of employees of the 

Witel, starting from the officers, up to the managers. The choice of middle 

level is based on the focus on finding the micro organization process 

toward the service excellence output of the unit organization (Barney, 

Wright & Ketchen, 2001). Higher than manager would be too macro from 

the target of research focus which is providing service excellence, and 

lower than officer would be too low and might jeopardize the quality of 

the answer. The unit analysis is individual with the employees as the 

respondent of the Witel. This is supported by (Collings & Mellahi, 2009) 

who argue that the theoretical development in building organizational 
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performance could be focused on individual performances. The sum of all 

achievements of each individual talent will be reflected in the success of a 

team, a department, or a firm. The research on spirit at work is at the 

individual level of analysis given the premise that the higher the experience 

of spirituality by the individual talent (impact of the organizational culture), 

the higher their support toward organizational success (Fry, 2003, Mitroff 

and Denton, 1999, Kinjerski, 2008). 

In this research, organizational culture is measured and analyzed as 

perceived by the individual respondents reflecting what they sense in their 

organizations. Organizational culture is frequently explained as an 

aggregate of overall organizational behavior as gathered at the individual 

level and organizational culture can be explained as an individual-level 

phenomenon while an employee tries to make sense of how the 

organization operates (Kwantes & Boglarsky, 2007). These individual 

sense-making activities and individual interpretations of events and the 

situations in an organization will give meaning to what is felt and 

experienced at work (Kwantes & Boglarsky, 2007). 

The survey due to the strict regulation of Telkom could not be 

conducted face to face and has to be collective and conducted through the 

Human Resource Department of the Witel. The sampling technique is 

purposive sampling. Prior to the survey, researcher would conduct a 

briefing session with the HR officer on the Purposive Sampling 

techniques, with the characteristics as follows: 

First, the position is not higher than manager and not lower than 

officer as described above. Second, the respondent should be working at 

least six months in the specific Witel; this is to make sure that they have 
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the chance to immerse in the climate of the specific Witel office. Third, the 

education level should not be lower than high school graduates, just to 

emphasize on the ability to understand the questionnaire being distributed. 

Fourth, to avoid the out of the norms impact, respondents are selected not 

on the extreme type, but rather on the normal curve, and it is convinced 

that this questionnaire is highly confidential and respondents are not 

obliged to write down their names. 

In his classic book, Roscoe stated the size of sample for research as 

follows (Roscoe, 1975; Sugiyono, 2012): First, the size should be from 30 

to 500. Second, for each category should be at least 30 (for example man / 

women, etc). Third for a multivariate analysis, the sample is at least ten 

times the number of variables. Hair (2007) proposed that for SEM the 

data should be more than one hundred (100). 

The median position of the targeted sample is Assistant Managers. 

Around forty questionnaires were distributed to each of the Witel. In total 

there are more than 500 questionnaires collected from Telkom branch 

offices (witel) in Java island, Indonesia. 

 

Pretesting the Research Instrument 

Survey was conducted and questionnaires were distributed to 30 

respondents as a pre-test. This enabled researcher to check for the 

instrument’s validity. Validity test refers to the extent of the instrument is 

measuring what it is intended to be measured (Cooper & Emory, 1996). 

Therefore a valid instrument will be the one that accurately measures the 

variables and concepts of the research model. 

Reliability test is to know whether the instrument is consistent and 
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stable for repeated use by the respondent. An instrument is said to be 

reliable when the result of the questionnaire is relatively the same when 

taken repeatedly (Kuncoro, 2004). 

The preliminary pre-test was conducted using SPSS version 16. 

Loading factors are measured for each latent variable to determine the 

validity. For the complete full scale of data, the statistical approach of this 

research is using structural equation modeling (SEM) with Lisrel 8.7. 

Observable indicators are the representatives of specific latent variables. 

Structural Equation Modeling (SEM) 

SEM is a popular statistical technique to test, specify and estimate 

causal relationships by using combination of statistical data and qualitative 

assumptions of causal relationship (Hair, 2007). When the researcher has 

multiple constructs or latent variables, each represented by several 

measured observed variables than SEM would be favorable. It allows 

researcher to specify, estimate and evaluate models of linear relationships 

among a set of observable measured variables (MV) or in terms of 

generally smaller number of unobserved variables, it is called latent 

variables (LV). Shah and Goldstein, 2006 furthermore posited that LVs are 

hypothetical constructs that cannot be directly measured and in SEM 

typically represented by multiple variables as indicators of the underlying 

constructs. In a questionnaire method, each item would represents one 

observed variable or indicator (Shah & Goldstein, 2006). 

The latent variables in SEM are distinguished based on whether 

they are exogenous or endogenous (Wijanto, 2015). Exogenous variable 

are latent, multi-item equivalent of independent variables and determined 

by factors outside the model. In the other hand endogenous variable is the 
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latent, multi item equivalent to dependent variables, and determined by 

factors within the model. Hence they are dependent on other constructs 

and represented by a path from an exogenous variable to endogenous 

variable. This dependent variable in one relationship may become an 

independent variable in subsequent relationships, giving rise to the 

interdependent nature of the structural model (Hair, 2007). The 

relationships between the latent variables are often linear in nature and 

similar to linear regression equations. The measurement model specifies 

the rules of dependence between measured variables and latent variables. 

The main advantages of SEM are: First, to give the estimation of a 

series of separate but independent, multiple regression equations 

simultaneously by specifying them into a structural model and Second, to 

give the ability to incorporate latent variables into the analysis and 

accounts for measurement error in the estimation process (Hair, 2010). To 

be able to assess the extent of random measurement error, it is necessary 

that each construct be measured with multiple observed variables or 

indicators. This makes SEM a powerful statistical technique that 

establishes measurement models and structural models to address 

complicated behavioral relationships or hybrid model. 

A software package called LISREL ver. 8.7 (Jöreskog & Sörbom, 

1996) is used to carry out an iterative estimation process. This process will 

evaluate the fit of structural equation model with the sampled data. There 

is no minimal conditions constitute an adequate fit, nevertheless the 

general approach is that the iterative estimation procedure converges that 

all parameter estimates are within the range of permissible values, and the 

standard errors of the parameter estimates have reasonable sizes (Hair, 

2010). The evaluation of the fit of the research will consist of: First, the 
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measurement model fit, which is to identify the hypothetical constructs of 

latent variables measured by indicators, including validity and reliability 

measure of these construct. Second, the overall model fit is to identify the 

validity of the overall research model. Third the structural model fit is to 

identify direct and indirect relationships between the latent variables. 

The stage of SEM is suggested as follows (Hair, 2010): 

1. Model specification. 

Hair (2010) suggests that in model specification: The first stage is 

specifying the research model. Then selecting parameter estimation, 

afterwards the research will use three types of method of analysis: 

a. Confirmatory Factor Analysis 

b. The structural Model Analysis 

Each of the method will be elaborated further: 

a. Confirmatory Factor Analysis is designed to statistically test the 

ability of the hypothesized factor model to reproduce the sampled 

data. In CFA the model, a number of factors which are correlated as 

well as observed variables measuring factor are specified. 

There is an underlying assumption of SEM analysis that the items or 

indicators used to measure a LV are reflective (caused by the same 

underlying LV) in nature. In other words the observed variables are 

reflections of the related latent variables. The observed variables 

which are reflective of the latent variables are determined based on the 

content of the research. The measurement model will then attempt to 

confirm whether the observed variables are reflective of the latent 

variables. For the matter, then the analysis of measurement model is 

called confirmatory factor analysis or usually called the CFA. 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

127 

 

 

 

Construct Reliability is the measure of reliability or internal 

consistency of the measured variables representing a latent construct. 

This test will determine the consistency of the indicators or measured 

variables by using two measures, namely construct reliability and 

variance extracted. The value of construct reliability considered to be 

acceptable is bigger or at 0.7 and the value of variance extracted is 

bigger or at 0.5 (Hair, 2010). 

Construct Validity is the extent to which a set of measures or 

indicators accurately represents the latent construct. The validity 

evaluation uses factor loading to determine whether an indicator or a 

measured variable is considered valid to measure the latent variable. 

According to Hair (2010) factor loading with value greater or the same 

as 0.5 is considered necessary for practical significance. 

b. The Structural Model Analysis is used to test the causal 

relationships among latent variables. SEM specifies that particular 

latent variables directly or indirectly influence certain other latent 

variables in the model, resulting in estimation results that indicate how 

these latent variables are related. In this study all hypotheses from H1 

to H4 will be tested using this technique. In this research H2 will be 

an intervening variable with moderating effect which will be explored 

in the section below. 

After conducting the structural model analysis, the moderating 

impact would be tested through the Interaction Approach. This approach 

is used to test the linear impact of the moderating variable. The 

moderating variable is the variable that influences linearly the causal 

relationships between an independent variable and dependent variable 
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(Wijanto, 2008). The interaction effect between a moderating variable and 

the relationships of two variables – dependent and independent – can be 

either in the form of positive interaction which strengthens the 

relationship between the independent variable toward dependent variable, 

or in the form of negative interaction vice versa (Wijanto, 2008). 

Another way of testing moderation is through multi-sample 

approach. This approach will be conducted to see the different impact of 

higher and lower Individual Spirituality toward the relationship between 

Spiritual Leadership variables toward Spirit at Work. 

Multi-sample approach is used to test the impact of the moderating 

variable without testing the linear relationship. A moderating effect occurs 

when a third variable or construct changes the relationship between two 

related variables / construct (Hair, 2010). In this research the interaction 

of Individual Spirituality as the inherent spirituality in each individual will 

be tested toward the relationship between the variables of Spiritual 

Leadership toward Spirit at Work. 

In this research it is possible to divide Individual Spirituality into 

two groups of above average score and the below average score. Hence, it 

is possible to use the multi-sample approach and compare the results taken 

from these multi-sample groups (Wijanto, 2015). 

2. Model Identification 

Model identification deals with estimating unique value for each 

parameter in the model to identify whether a solution to a set of structural 

equations exists. Basically, identification problem is to see the ability of the 

model in providing good estimation. In LISREL software, the 

identification problem is manifested in error messages. The model 
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identification relates to the degree of freedom, critically linked to the 

minimum sample size required for adequate model fit; the greater the 

degrees of freedom, the smaller the sample size needed for a given level of 

model fit (MacCallum & Austin, 2000). 

The degree of freedom in SEM is calculated by the number of 

known equations minus the number of free unknown parameters to be 

estimated. For models in which there are fewer unknown parameters than 

equations or the degrees of freedom are one or greater than the model is 

over identified. In other words, the estimated parameter for each variance 

and covariance in the observed covariance has to be greater than the 

number of indicator variables. Over identified model is highly desirable 

since more than one equation is used to estimate at least some of the 

parameters, significantly enhancing reliability of the estimate (Hair, 2010). 

3. Model Estimation 

In principle, model estimation is performed to obtain the estimated 

parameters in the model. In the estimation process, the parameter is 

estimated through minimizing the difference residual between variance 

covariance matrix of population and the variance covariance matrix sample 

derived from the model. The objective of minimization such difference is 

to obtain S, which is convergent. 

Considering that the research model consists of latent variables 

(LVs) that cannot be directly measured, then it is represented by multiple 

MVs that serve as indicators, this research will discuss the validity and 

reliability of variables using a second order CFA. The end result of CFA 

can be obtained by first analysis of measurement model validity and 

second test of overall goodness of fit (GOF) of the measurement model 
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and third analysis of measurement model reliability. 

4. Assessing the Model Fit 

The overall model fit is evaluated by examining the extent to which 

the theoretical model is supported by the sample data. The evaluation of 

the performance of the model is carried out through an overall test. The 

goodness of fit measures can be performed with statistical inference of 

descriptive manner based on the following table 4.6 

 

Table 4.1 Indicator of Goodness of Fit Index (GOFI) 
 

GOFI 

Indicators 

 
Notes on GOFI Indicators 

Standard 

Values for 

Goodness of Fit 

RMSEA Root Mean Square Error of Approximation < 0.08 

NFI Normed Fit Index > 0.90 

NNFI Non-Normed Fit Index > 0.90 

CFI Comparative Fit Index > 0.90 

IFI Incremental Fit Index > 0.90 

GOFI 

Indicators 

 
Notes on GOFI Indicators 

Standard 

Values for 

Goodness of Fit 

Std. RMR Standardized Root Mean Square Residual < 0.05 

GFI Goodness of Fit Index > 0.90 

AGFI Adjusted Goodness of Fit Index > 0.90 

 
5. Model re-specification 

One of the characteristics required for a model is model 
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parsimony. In SEM analysis it is necessary to show that a hypothesized 

model provides a good approximation of real world phenomena, as 

represented by an observed set of data. When an initial model of interest 

does not satisfy this objective, the model can be altered to improve its fit 

to the data. The modification of a hypothesized model to improve its 

parsimony is termed a specification search (Long, 1983). It is designed to 

identify and eliminate errors from the original specification of the 

hypothesized model. 
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CHAPTER FIVE 

 

 
THE RESEARCH FINDINGS 

 

 
This chapter will present the discussion on the analysis of data 

collected from the survey. Questionnaires were distributed to branch 

offices in Java. There are three types of Branch Offices of Telkom known 

as Witel (Wilayah Telekomunikasi) which are classified into A, B and C, 

with A as the type with the highest revenue and highest rank in the scale 

and importance of the branch office and C is the lowest level mostly 

located in smaller scale area. 

This study will also include descriptive analysis based on the 

gender, education and job position aspects of the respondents. In addition 

there will also be the preliminary analysis on data validity and reliability, 

analysis on the effects of the type of branch offices toward the research 

variables and the analysis of research constructs and hypothesis. 

The study is conducted at PT Telkom to examine the variables of 

Spiritual Leadership as the antecedents of Spirit at Work. Individual 

Spirituality based on the ISAS (individual spirituality assessment survey) by 

Rojas (2012) is used as a moderator toward the relationship between the 

variables of Spiritual Leadership toward Spirit at Work. Furthermore Spirit 

at Work will be tested toward the outcome of Organizational Commitment 

and Job Satisfaction. 

Spiritual Leadership will be seen through the five variables of 

Hope/Faith,  Altruistic  Love,  Meaning/Calling,  Membership  and  their 
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influence toward Spirit at Work. The model will also see the outcome of 

Spirit at Work toward Organizational Commitment and Job Satisfaction. 

The unit analysis for this research is the individual employees of 

Witel / Kandatel Telkom. The lowest position is officer and the highest 

position is manager. The lowest education level of the respondent is high 

school graduate, and this commensurate with the policy of Telkom, where 

the minimum education for the officer is high school. 

 

Conducting Pre test 

The first pre-test was conducted in Kandatel Jakarta Pusat (Central 

Jakarta branch office). It was conducted in June 2014 through the HR 

Manager of Central Jakarta Kandatel, Mr. Dode Suparman. Thirty five 

questionnaires were distributed to the employees of Central Jakarta branch 

office (Witel), and thirty questionnaires were returned for a pre-test 

analysis. 

Reliability and Validity test were conducted using SPSS (see the 

summary result below). This research is conceptually driven, hence uses all 

of the indicators. Indicators were improved in the form of translated 

questionnaires in Bahasa Indonesia (Appendix 2). 

KMO & Bartlett’s Test of Spherecity is a measure of sampling 

adequacy that is recommended to check the case to variable ratio for the 

analysis being conducted. In most academic and business studies, KMO & 

Bartlett’s test plays an important role for accepting the sample adequacy. 

While the KMO ranges from 0 to 1, the world accepted index is over 0, 5 

but will be adequate when more than 0, 6. Also, the Bartlett’s Test of 

Spherecity relates to the significance of the study and thereby shows the 

validity and suitability of the responses collected to the problem being 
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addressed through the study. For Factor Analysis to be recommended 

suitable, the Bartlett’s Test of Sphericity must be less than 0.05. 

The Cronbach Alpha will examine reliability of the instrument of 

the test. All variables will be measured to determine validity and reliability. 

Based on the validity and reliability test for the 30 data for pre-test result, 

all but three indicators of Job Satisfaction (JS1, JS2 and JS3) of the latent 

variables indicators are valid (more than 0,5) and the calculated value of r 

in each latent variables exceeded the tabulated r value (with significance 

level =. 5%). JS1, JS2, and JS3 need to be dropped from the model 

measurement. After JS1, JS2 and JS3 are dropped, the recalculated validity 

shows that now all indicators are valid, hence could be used for the full 

spectrum sample. 

 
Expanding The Data Collection Process 

The final data was incorporated through extensive data collection 

from Witel Central, West, East, South of Jakarta, Bekasi, Serang, Cirebon, 

Tasik, Sukabumi, Karawang, Jogja, Solo, Sidoarjo and Malang. As seen 

earlier, there are three types of branch offices A, B, C which 

commensurately show the strongest and highest revenue rank to the 

lowest. In order to enhance the research findings, the author expands the 

research toward the whole Java regions, including all the types of A, B and 

C branch offices. Type A was obtained from Central, West, East, South 

Jakarta, and Bekasi. Type B was obtained from Solo, Jogja of central Java 

and Malang and Sidoarjo of East Java. These four Kandatel office 

branches are the only type B founded in Java island. Type C was obtained 

from Serang, Cirebon, Tasik, Karawang, Indramayu and Sukabumi branch 

offices which incorporate the sub-branches (surrounding sub-branch 
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offices) which used to be called STO, Sentra Telpon Otomat. 

All together there are 549 data from 14 branch offices Kandatel in 

Java. The detailed information on the data is as follows: 

There are 153 data taken from the respondents of PT Telkom in 

the level of Type A. The following is the recapitulation of Data from Witel 

type B. There are a total of 201 data from Witel Telkom type B. The next 

table is for Witel type C. All the Witel type A, B and C added to the 

amount of 549 data. After a careful scrutiny some of the data was not used 

due to the abnormality, where some of the indicators were blank. 

After the omission, (totally there are 530 completed questionnaires 

ready to be analyzed. In order to collect the 530 data, at first the 

questionnaires were distributed with two different methods: First, 

individually distributed through the branch offices (Witel) by the researcher. 

The questionnaires were then distributed by the HR managers of the 

Witel/Kandatel to their employees based on the general requirement 

which commensurate with the population of the sample. The requirements 

are minimum high school graduate, six months working in the specific 

branch office and minimum the staff level up to managers. A total number 

of 253 questionnaires were obtained directly through the HR Managers of 

the Kandatel consisting Central, East, West, South of Jakarta, Bekasi, 

Serang, Karawang and Malang. 

The second method is conducted through the support of the 

Spiritual Capital Division office. The Senior Manager, Bapak Yusuf had 

delegated his team to distribute questionnaires through the internet. The 

email blast reached seven different branch offices consisting of Solo, 

Malang, Jogja, Sidoarjo, Cirebon, Tasik, Sukabumi and other satellite 
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branch offices in Java. Three hundred other questionnaires were obtained 

through the email by this method. 

The data in this research are analyzed using statistical software 

Lisrel 8.7 for Structural Equation Modeling (SEM). The five variables of 

Spiritual Leadership will be seen as antecedents toward Spirit at Work, 

hence there would be nine construct seen through the data from Witel A, 

B and C. 

 
Analysis of Telkom Witel employee’s respondent’s profile 

The sample of employee respondents of this study covers 

employees who are in operational function units in branch offices. Based 

on Telkom organizational structure the functions of daily business 

operations are carried out by Witel for larger areas and Kandatel for 

smaller areas. The branch offices are classified into type A, B and C based 

on the workload, revenue and the significance of operation in each region. 

Branch offices Witel are led by Head of Branch Office, Kawitel 

(Kepala Wilayah Telekomunikasi) or Kakandatel (Kepala Kantor Daerah 

Telekomunikasi). Some of the branch offices has sub-branch Offices in the 

form of STO (Sentral Telepon Otomat) but this is not visible in the 

organization structure. 

The sample of respondents covers three layers of positions. First, 

the middle level managers in branch offices consisting of the Witels’ 

Managers, second, lower level assistant managers in branch offices and 

third all officers who are working under the Witel and Kandatel 

operational function units. The location of questionnaire distribution and 

number of respondents participated in the questionnaire are stated above. 

Altogether 549 questionnaires were completed. Of these 549 returned 
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questionnaires, there are 530 usable questionnaires because 19 

questionnaires were filled out abnormally with blanks answers. Therefore, 

the usable portion of employees’ questionnaire is 96 %. In the next sub- 

section, we will discuss in details the respondents’ profile based on 

education and job position as well as the information on the branch office 

type A, B or C. 

 
Analysis of individual profile 

The respondents’ individual profile for PT Telkom Witel and 

Kandatel employee samples is categorized in terms of gender, education 

and position. The number of male employees (419) is much larger than 

that of female employees (108). This is understandable considering that 

the respondents participated in this survey are employees assigned in 

operational functions. The female respondents mostly are assigned in 

administrative function. The genders’ profile is illustrated in Figure 5.1. 

Some of the respondents do not reveal their gender identification. 

 
 

Figure 5.1 Employees gender profile 

 
 

 

 

 

 

 

 

Female Male 
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Degree 

Master D. 

 

The significant difference between number of male and female in 

the operational level is a common problem. The requirement for high 

mobility and flexibility for the operational people naturally attracts more 

male employee compared to the female. The other reasons are also the 

targeted respondents are employees of Witel/Kandatel, which is the lowest 

position in the organizational structure of PT Telkom. All the other 

functions are handled by other division, branch offices Witel/Kandatel are 

only responsible for operational activities. This includes maintenance and 

other technical works. These technical works are the domain of male 

workers. 

In the next section the respondents’ data will be described through 

the education profile. In order to see a clearer picture, the table below, sees 

the educational level in each type of Witel A, B and C. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 5.2 Educational Background Profile for Branch Office A, B and C 

 
Telkom is a maturing organization in which the majority of 

respondents are male employees holding high school, diplomas and 

bachelor degrees. They are loyal employees who have worked for Telkom 
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for a significant amount of time. Combining their education background 

with the maturity of their ages, they are deemed to have adequate 

experience and knowledge about the company’s work process and culture 

which likely enable them to understand the measurement items in the 

questionnaire. Thus, they are considered as reliable respondents to answer 

the questions about the conditions of the company. 

 

Analysis of job position profile 

The respondents’ work profile for PT Telkom employees is 

categorized in terms of level of position at the sample of branch offices 

(Witel/Kandatel) location. 

The majority of respondents are assigned in the officer position 

(248). In terms of level of position, the second majority of respondents 

hold middle managerial position as Assistant Manager (125), 53 are 

Supervisors, 16 are Managers and 12 are Coordinators (figure 5.3). 

All the positions play vital roles in implementing strategy at 

operational level. Middle managers play vital roles in promoting strategic 

initiatives at operational level. All these respondents interact directly with 

Telkom’s stakeholder on a day-to-day basis. 

The respondents are considered to have sufficient knowledge and 

expertise in executing daily business operations. They are considered as 

reliable respondents to answer the questions about the work process and 

the current situation in the company. 

Overall, based on the data from questionnaires, the respondents 

have adequate capacity to analyze the main focus of this research. The 

capacity of respondents is important, since their observation will support 
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to test and examine the model in a rigorous manner. In the following 

section, the job positions for every type A, B, C will be pictured in one 

combined graphic. The largest portion of the respondents comes from the 

officer level. These officers were selected based on the requirement of 

respondents being the least as the staff/officer in the branch office and had 

served for the branch office for at least six months period. 

 

 

Figure 5.3 Job Position for every type of Branch Offices 

 

Measurement Model 

The measurement model depicts each and every variables and its 

standardized factor loading. For every variable there will be a summary 

table which shows the Construct Reliability and Variance Extracted. 

Loading factors (CFA) below 0.5 will be omitted since it is not deemed to 

be valid. After omitting the indicators with SLF below 0.5, the construct is 

measured again. The measurement result after the omission will also be 

listed. 
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Vision 

The latent variable vision is measured and the resulting path 

diagram showing the Standardized Loading Factor (SLF) is attached below. 

The following diagram, model and table show the measurement output of 

Vision as a latent variable. 

 

Figure 5.4 Path Diagram of Variable Vision (Standardized Loading Factor) 

 
 

The latent variable vision above is showing the loading factor 

measurement. All the indicators of Vision has a loading factor greater than 

0.5. This has justified that the measurement is valid. 
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Table 5.1 Summary of model measurement for Vision 
 

VISION    

Indicator 
Standardized 

Loading 
(Standardized 
Loading)2=R2

 
T value 

Error 
Variance 

V1 0.71 0.50 18.25 0.50 

V2 0.78 0.61 20.62 0.39 

V3 0.86 0.74 24.33 0.26 

V4 0.85 0.72 23.49 0.28 

V5 0.86 0.74 24.15 0.26 

 4.06 3.31  1.69 

Construct Reliability = 0.907 

Variance Extracted = 0.662 

 
Hope/Faith 

Hope/Faith is run through LISREL to see the SLF (Standard 

Loading Factor), t value and all the other measurement. Based on the 

summary, SLF is higher than 0.5. Hence it is proven valid. 

 

 

Figure 5.5 Path Diagram and Model Output for “Hope” 

 

All indicators show significant t value greater than 1.96. Hence the 

next step is to measure the CR and VE to determine reliability. 
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The following table Hope/faith’s Construct Reliability is showing 

CR > 0.7 and VE Variance Extracted is over 0.5. Based on the two 

measurements of CR and VE, these indicators are proven reliable. 

 

Table 5.2 Summary of model measurement for Hope/Faith 
 

HOPE    

Indicator 
Standardized 

Loading 
(Standardized 
Loading)2=R2

 
T value 

Error 
Variance 

HF1 0.82 0.67 22.35 0.33 

HF2 0.87 0.76 24.33 0.24 

HF3 0.78 0.61 20.86 0.39 

HF4 0.75 0.56 19.38 0.44 

HF5 0.78 0.61 20.59 0.39 

 4.00 3.21  1.79 

Construct Reliability = 0.899 

Variance Extracted = 0.641 

 
Based on the measurements, we conclude that hope/faith’s 

indicators are valid and reliable, and can be used to form the structural 

model. 

 

Altruistic Love 

The altruistic variable standardized solution shows SLF above 0.5, 

hence all indicators are valid to form the latent variable. 
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Figure 5.6 Path Diagram for “Altruistic Love” (standardized solution) 

 

 
All the SLF is showing a value greater than 0.5, hence the 

measurement is valid. 

 

Table 5.3 CR and VE measurement for “ Altruistic Love” 
 

ALTRU    

Indicator 
Standardized 

Loading 
(Standardized 
Loading)2=R2

 
T value 

Error 
Variance 

AL1 0.83 0.69 22.6 0.31 

AL2 0.81 0.66 21.93 0.34 

AL3 0.73 0.53 18.7 0.47 

AL4 0.81 0.66 21.74 0.34 

AL5 0.78 0.61 20.75 0.39 

AL6 0.75 0.56 19.76 0.44 

 4.71 3.70  2.30 

Construct Reliability = 0.906 

Variance Extracted = 0.617 
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All the indicators of Altruistic Love has a loading factor greater 

than 0.5. Hence all indicators are valid. All indicators have t value > 1.96, 

CR is above 0.7 and VE is above 0.5. Hence all measurement are reliable, 

all are accepted and will be used to set up the structural model. 

Meaning/Calling 

The variable Meaning/Calling need to be checked for its validity 

and reliability through path diagrams as follows: 

 

 

Figure 5.7 Path Diagram Meaning/Calling (Standardized) 

 

 
All values are greater than 0.5 hence valid. All indicators are valid 

predictors of the latent variable. In the next section latent variable of 

meaning/calling will also be measured to determine its validity and 

reliability. The following is the table of summary: 
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Table 5.4 Summary of model measurement for Meaning 
 

MEANING/CALLING    

Indicator 
Standardized 

Loading 
(Standardized 
Loading)2=R2

 
T value 

Error 
Variance 

MC1 0.83 0.69 22.58 0.31 

MC2 0.78 0.61 20.71 0.39 

MC3 0.84 0.71 22.99 0.29 

MC4 0.82 0.67 21.93 0.33 

 3.27 2.68  1.32 

Construct Reliability = 0.889 

Variance Extracted = 0.668 

 
Meaning/Calling has standardized loading for all indicators above 

0.5, therefore all the indicators are valid. The Construct reliability is 0.889 

above 0.7 and the variance extracted is 0.668 which is above 0.5, reliable. 

 

Membership 

 

 
 

Figure 5.8 Path Diagram for Membership (standardized solution) 
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All SLF are above 0.5 hence shows validity. The following is the 

path diagram for t value and the CR VE measurement. 

Table 5.5 Summary of model measurement for Membership 
 

MEMBERSHIP    

Indicator 
Standardized 

Loading 
(Standardized 
Loading)2=R2

 
T value 

Error 
Variance 

M1 0.82 0.67 22.62 0.33 

M2 0.87 0.76 24.86 0.24 

M3 0.88 0.77 25.32 0.23 

M4 0.89 0.79 25.92 0.21 

M5 0.9 0.81 26.36 0.19 

 4.36 3.81  1.19 

Construct Reliability = 0.940 

Variance Extracted = 0.761 

 
The summary shows that all standardized loading are above 0.5 

hence the measurement is valid. The construct reliability is 0.940 which is 

above 0.7 and variance extracted is 0.761 which is above 0.5. 

All the measurement above has proven that membership is a valid 

and reliable variable. 

 
Spirit at Work 

Spirit at work is a second order latent variable. The first stage all 

the dimensions of Spirit at Work will be listed with its loading factors. 

After all the four dimensions (and its observable indicators): Engaging 

work, Mystical Experience, Spiritual Connection and Sense of Community, 
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the summary measurement for Spirit at Work will be listed. All are valid 

and reliable. In the latter section the diagram is processed together with 

Organizational Commitment (OC), since OC has only two dimensions left 

therefore needs to be combined with others to run it through LISREL. 

Figure 5.9 Path Diagram Engaging Work (standardized) 

 
 

All measurement of SLF is above 0.5, hence valid and reliable. 
 

Figure 5.10 Path Diagram Mystical Experience (standardized) 
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Mystical experience latent variable has SLF all above 0.5 hence the 

observable indicators are valid reflecting the latent variable Mystical 

Experience. 

The following figure is the next latent variable called spiritual 

connection. The coefficients are all above 0.5 hence show validity. 

 

 

Figure 5.11 Path Diagram Spiritual Connection (standardized) 
 
 

 
Figure 5.12 Path Diagram Sense of Community (standardized) 

 

 
Each dimension is converted into latent variable score which would 

be analyzed as indicators of spirit at work. 

The following table will summarized the second order latent 

variable of Spirit at Work. 
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Table 5.6 Summary of model measurement for Spirit at Work 
 

Spirit at Work    

Indicator 
Standardized 

Loading 
(Standardized 
Loading)2=R2

 
T value 

Error 
Variance 

ENGAGING 0.87 0.76 23.31 0.24 

MYSTICAL 0.73 0.53 18.21 0.47 

SPRITUAL 0.62 0.38 14.91 0.62 

SENSE 0.76 0.58 19.38 0.42 

 2.98 2.25  1.75 

Construct Reliability = 0.835 

Variance Extracted = 0.562 

 
All the SLF are above 0.5, and the t value is significant. The CR 

and VE also exceeding to the standard of reliability, hence deemed reliable. 

 
Organizational Commitment (OC) 

The path diagram for OC and output model is depicted in the 

following: 

 
Figure 5.13 Path Diagram for Organizational Commitment 

(Standardized Solution) 
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Two of the variable latent Affective and Continuance are showing 

Standard Loading Factor (SLF) lower than 0.5. Before omitting both of the 

variables, the measurement of combined OC and SW is executed with only 

the lowest variable Continuance being omitted. 

The variable with the lowest SLF is omitted to solve the problem 

of validity. After the revised OC is combined with SW, the measurement is 

check again through LISREL and the resulting SLF are higher and equal 

than 0.5, hence the measurements are valid. 

 

 

Figure 5.14 Path Diagram for Organizational Commitment 

(Standardized Solution) 

 
The conclusion is achieved by only omitting one variable 

Continuance, since now the measurement is valid and reliable. The 

following table is showing the measurement of CR and VE. 
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Table 5.7 Table Measurement of CR and VE for OC 
 

 

ORGANIZATIONAL COMMITMENT   

Indicator 
Standardized 

Loading 
(Standardized 
Loading)2=R2

 
T value 

Error 
Variance 

NORMATIV 0.5 0.25 9.82 0.23 

AFFECTIV 0.67 0.45 11.98 0.41 

 1.17 0.70  0.64 

Construct Reliability = 0.681 

Variance Extracted = 0.521 

 

Based on the table, all of the variables and indicators are accepted 

and will be used to set up the structural model. 

 

Job Satisfaction 

Being conceptually driven all indicators is tested again in this CFA 

measurement for Job Satisfaction. Referring to the CFA measurement in 

the figure 5.28 for Job Satisfaction, JS 1, 2, 3 all has CFA < 0.5 hence not 

valid. The standard loading factor of 0.5 would request that JS 1, 2, and 3 is 

omitted. This support the earlier pre-test result. 

All the rest of the indicators of Job Satisfaction has a loading factor 

greater than 0.5. Hence the rest are accepted for the structural model. 

The diagram and table will depicts the Job Satisfaction variable 

before and after the omission. 

The table 5.30 and 5.31 is the table with the summary of 

measurement model after JS 1,2,3 has been omitted. 
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Figure 5.15 Path Diagram for Job Satisfaction (standardized solution) 

 

 
The path diagram above is the standardized solution to measure 
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the Standard Loading Factor of all the indicators which constitutes Job 

Satisfaction. All t value is significant. The JS 1 to JS 3 are less than 0.5 

hence are omitted and then recalculated, which conforms to the result in 

pre-test. The following diagram shows the result. 

 

Figure 5.16 Path Diagram for Job Satisfaction (standardized solution) 

 

 
After the omission all the values show SLF greater than 0.5 hence 

all are reliable. The omission has changed the SLF measurement into 
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acceptable numbers / values. All the SLF after omissions of variable JS 1, 

JS 2 and JS 3 are above 0.5 all valid and significant. 

 
Table 5.8 Table measurement model of Job Satisfaction 

 

JOB SATISFACTION    

Indicator 
Standardized 

Loading 
(Standardized 
Loading)2=R2

 
T value 

Error 
Variance 

JS4 0.56 0.31 18.58 0.69 

JS5 0.65 0.42 16.1 0.58 

JS6 0.66 0.44 16.67 0.41 

JS7 0.53 0.28 12.79 0.20 

JS8 0.64 0.41 15.91 0.30 

JS9 0.64 0.41 15.98 0.30 

JS10 0.57 0.32 13.68 0.30 

JS11 0.68 0.46 17.35 0.32 

JS12 0.7 0.49 17.96 0.34 

JS13 0.64 0.41 15.98 0.41 

JS14 0.71 0.50 18.13 0.43 

JS15 0.61 0.37 14.91 0.40 

JS16 0.74 0.55 19.24 0.45 

JS17 0.74 0.55 19.19 0.45 

JS18 0.54 0.29 12.91 0.30 

     

 9.61 6.22  5.88 

Construct Reliability = 0.940 

Variance Extracted = 0.514 

 
Based on the above mentioned table, the CR is above 0.7 and the 

VE is above 0.5, hence the indicators are reliable. All the remaining 

indicators can be used to set up the structural model. 
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Individual Spirituality 

Individual Spirituality first is seen through a second order Latent 

Variable model. All are measured and run in a compact model of 

Individual Spirituality with three second order variables Intrapersonal, 

Supra-personal and Interpersonal. The following is the measurement 

model to determine the validity. 

 

 

 
 

Figure 5.17 Path Diagram of Individual Spirituality (standardized solution) 

 

 
There are several SLF below 0.5 that needs to be omitted. After 

omission the model is measured again through LISREL. 

After the omission the model is measured again, shown in the next 

diagram. 
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Figure 5.18 Path Diagram for Individual Spirituality 

(standardized solution) 

Based on the Path diagram above, now all the SLF shows greater 

than 0.5. Hence valid. 

The following table in the next page measures the validity and 

reliability. All the standardized loading is above 0.5 hence valid. CR and 

VE also conform to the requirement of higher than 0.7 and higher than 

0.5. Hence it is a reliable model. 
 

Table 5.9 Measurement Model for Intrapersonal Aspect 
 

INTRAPERSONAL    

Indicator 
Standardized 

Loading 
(Standardized 
Loading)2=R2

 
T value 

Error 
Variance 

SDTR 0.79 0.62 0 0.38 

DSELF 0.78 0.61 19.41 0.39 

ESELF 0.81 0.66 20.5 0.34 

 2.38 1.89  1.11 

Construct Reliability = 0.835 

Variance Extracted = 0.629 
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The table shows CR above 0.7 and VE above 0.5, hence the 

measurement model is reliable and can be used for the next structural 

model. 

Table 5.10 Measurement Model for Supra-personal Aspect 
 

SUPRAPERSONAL    

Indicator 
Standardized 

Loading 
(Standardized 
Loading)2=R2

 
T value 

Error 
Variance 

TRACT 0.65 0.42 0 0.58 

TFOR 0.72 0.52 14.46 0.34 

TFIG 0.72 0.52 14.5 0.48 

 2.09 1.46  1.40 

Construct Reliability = 0.757 

Variance Extracted = 0.510 

 
The numbers from the table above show CR above 0.7 and VE 

above 0.5, hence we conclude that Supra-personal variable is reliable to 

proceed further. 

 

Table 5.11 Measurement Model for Interpersonal Aspect 
 

INTERPERSONAL    

Indicator 
Standardized 

Loading 
(Standardized 
Loading)2=R2

 
T value 

Error 
Variance 

MOVT 
0.53 0.28 0 0.72 

ORGZ 
0.77 0.59 12.21 0.41 

SGP 
0.81 0.66 12.51 0.34 

 
2.11 1.53 

 
1.47 

Construct Reliability = 0.751 

Variance Extracted = 0.512 
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The table above shows CR above 0.7 and dVE above 0.5, hence 

the variable and indicators of interpersonal aspect are reliable. 

After careful scrutiny throughout all the indicators and variables of 

the research model, we are convinced to follow through with the structural 

model. 

 

The ANOVA analysis on the differences of Witel A, B, C 

This section will discuss in details the descriptive analysis on the 

effects of Branch Offices’ (Witel/Kandatel) ranks toward each research 

constructs based on the respondents questionnaires. 

There are three different ranks A, B and C and the samples are 

taken from Java region. The branch offices are grouped based on the 

degree of importance and revenue of the branch office: 

Type A : The highest revenue and importance. 

Type B : The medium revenue and scale of importance. 

Type C : The lowest revenue bracket and lowest scale of size. 

The analyses are performed using ANOVA (Analysis of Variance) 

tests in order to show whether there are significant mean differences of the 

latent variables analyzed due to the differences in the type of branch 

offices. 

The following tables will measure the mean average, the 

significance and the post hoc analysis for the three type of branch offices 

in the form of kantor Witel (Kantor Wilayah Telekomunikasi) and some in 

the form of Kandatel (Kantor Daerah Telekomunikasi). The later now is 

being transformed to the Witel format as well. 
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The effects of type of branch offices toward the latent variables 

The tests are performed to observe the effects of branch offices’ 

type on each research variable based on the employee’s perception. 

ANOVA tests are conducted using SPSS ver. 16 software package with the 

result as follows (figure 5.6). 

As explained in the previous section, the A type is the branch office 

with the highest scale of importance with the highest revenue. The B type 

is the medium scale of importance with medium level of revenue, while C 

is the branch office with the lowest range of revenue. 

The significance level is p< 0.05. Based on data in Table 5.3, there 

are significant differences on the effect of type of branch offices on latent 

variables on all the latent constructs. In addition we will use post hoc 

analysis to see the detail information on the difference between A – B, B – 

C and A – C for all the constructs. 

The table above shows the different mean between branch offices type A, 

B and C. In order to have a better perspective POST HOC analysis is 

conducted to see the difference between A to B, B to C and A to C 
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Table 5.12 Mean Analysis ANOVA for Type A, B, C 

 
Descriptives 

 

 N Mean St d. Dev iation Minimum Maximum 

OC A 151 4.2340 .80643 1.00 5.00 

 B 190 4.3354 .78592 1.00 5.00 

 C 189 3.9328 .80266 1.00 5.00 

 Total 530 4.1629 .81553 1.00 5.00 

JOBS A 151 4.2746 .41218 3.20 5.00 

 B 190 4.2021 .40117 3.33 5.00 

 C 189 4.1097 .37716 3.00 5.00 

 Total 530 4.1898 .40078 3.00 5.00 

SW A 151 4.3947 .36948 3.48 5.00 

 B 190 4.4063 .40096 3.31 5.00 

 C 189 4.2310 .35653 3.57 5.00 

 Total 530 4.3405 .38472 3.31 5.00 

V A 151 4.5788 .42467 3.60 5.00 

 B 190 4.4126 .46989 3.40 5.00 

 C 189 4.3492 .43609 3.20 5.00 

 Total 530 4.4374 .45422 3.20 5.00 

HF A 151 4.5232 .43687 3.80 5.00 

 B 190 4.4168 .47065 3.60 5.00 

 C 189 4.2878 .41681 3.20 5.00 

 Total 530 4.4011 .45159 3.20 5.00 

AL A 151 4.3805 .51074 3.00 5.00 

 B 190 4.1659 .47918 2.67 5.00 

 C 189 4.1344 .42274 3.17 5.00 

 Total 530 4.2158 .48011 2.67 5.00 

MC A 151 4.5199 .48090 3.00 5.00 

 B 190 4.3842 .46832 3.25 5.00 

 C 189 4.2698 .43524 3.00 5.00 

 Total 530 4.3821 .47030 3.00 5.00 

M A 151 4.2742 .57486 3.00 5.00 

 B 190 4.2253 .50625 2.80 5.00 

 C 189 4.1143 .42534 2.60 5.00 

 Total 530 4.1996 .50397 2.60 5.00 
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Table 5.13 Post Hoc Multiple Comparisons 
 

Multi ple Comparisons 

LSD 

 

 
Dependent Variable 

 

 
(I) KELOMPOK 

 

 
(J) KELOMPOK 

Mean 

Dif f erence 
(I-J) 

 

 
St d. Error 

 

 
Sig. 

OC A B -.10139 .08698 .244 

  C .30117* .08708 .001 

 B A .10139 .08698 .244 

  C .40256* .08196 .000 

 C A -.30117* .08708 .001 

  B -.40256* .08196 .000 

JOBS A B .07251 .04317 .094 

  C .16491* .04322 .000 

 B A -.07251 .04317 .094 

  C .09241* .04068 .024 

 C A -.16491* .04322 .000 

  B -.09241* .04068 .024 

SW A B -.01161 .04106 .777 

  C .16375* .04111 .000 

 B A .01161 .04106 .777 

  C .17536* .03869 .000 

 C A -.16375* .04111 .000 

  B -.17536* .03869 .000 

V A B .16618* .04856 .001 

  C .22960* .04861 .000 

 B A -.16618* .04856 .001 

  C .06343 .04575 .166 

 C A -.22960* .04861 .000 

  B -.06343 .04575 .166 

HF A B .10634* .04823 .028 

  C .23535* .04829 .000 

 B A -.10634* .04823 .028 

  C .12901* .04545 .005 

 C A -.23535* .04829 .000 

  B -.12901* .04545 .005 

AL A B .21452* .05118 .000 

  C .24602* .05124 .000 

 B A -.21452* .05118 .000 

  C .03150 .04822 .514 

 C A -.24602* .05124 .000 

  B -.03150 .04822 .514 

MC A B .13566* .05020 .007 

  C .25003* .05026 .000 

 B A -.13566* .05020 .007 

  C .11437* .04731 .016 

 C A -.25003* .05026 .000 

  B -.11437* .04731 .016 

M A B .04891 .05457 .370 

  C .15989* .05463 .004 

 B A -.04891 .05457 .370 

  C .11098* .05142 .031 

 C A -.15989* .05463 .004 

  B -.11098* .05142 .031 

*. The mean dif f erence is signif icant at the .05 lev el. 
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Based on the Post Hoc Table, we can conclude in detailed the 

difference between A to B, B to C and A to C. The following table is 

showing the significance of the differences. 

 

Table 5.14 Significance of Difference for Type A, B, C 

 
ANOVA 

 

 Sum of 

Squares 

 
df 

 
Mean Square 

 
F 

 
Sig. 

OC Between Groups 16.421 2 8.210 12.900 .000 

 Within Groups 335.410 527 .636   

 Total 351.831 529    

JOBS Between Groups 2.328 2 1.164 7.421 .001 

 Within Groups 82.644 527 .157   

 Total 84.972 529    

SW Between Groups 3.535 2 1.767 12.459 .000 

 Within Groups 74.761 527 .142   

 Total 78.295 529    

V Between Groups 4.606 2 2.303 11.610 .000 

 Within Groups 104.534 527 .198   

 Total 109.140 529    

HF Between Groups 4.722 2 2.361 12.063 .000 

 Within Groups 103.157 527 .196   

 Total 107.879 529    

AL Between Groups 5.817 2 2.909 13.201 .000 

 Within Groups 116.122 527 .220   

 Total 121.939 529    

MC Between Groups 5.249 2 2.624 12.375 .000 

 Within Groups 111.756 527 .212   

 Total 117.005 529    

M Between Groups 2.340 2 1.170 4.671 .010 

 Within Groups 132.019 527 .251   

 Total 134.360 529    

 

The difference between A, B and C are significant below 0.05. 

 

 
The effects on Organizational Commitment. ANOVA test shows 

significant mean differences of latent variable Organizational Commitment 

as shown in Table 5.25. Multiple comparison tests were performed and 
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the result demonstrates that taking into account the significant mean 

differences at p < 0.05, there are significant mean differences between 

type A (mean=) and type C (mean=), and type B to type C. Meanwhile, 

respondents between A and B does not show significant differences. 

Therefore Organization Commitment in type A is similar to type B, but 

both have significance different toward C in a positive way. These means 

that the higher the competition in the branch office type A, the lower the 

Organizational Commitment, and similar things are happening in B. 

Significant higher OC is happening in the branch office type C, compared 

to A even B. Hence competition has a negative impact toward 

Organization Commitment 

The effects on Job Satisfaction. ANOVA test shows significant mean 

differences of latent variable Job Satisfaction as shown in Table 5.25. 

Multiple comparison tests were performed and the result demonstrates that 

taking into account the significant mean differences at p < 0.05, there are 

significant mean differences between type A and type C, and type B to 

type C. Meanwhile, respondents in A do not show significant differences 

toward B. This means exactly the similar way with the effects of 

Organizational Commitment, only in the case of Job Satisfaction the mean 

differences are only 0.16 between A to C and 0.09 between B to C. 

Obviously the lower the competition the higher the Job Satisfaction’s value. 

The effects on Spirit at Work. ANOVA test shows significant mean 

differences of latent variable Spirit at Work as shown in Table 5.25. 

Multiple comparison tests were performed and the result demonstrates that 

taking into account the significant mean differences at p < 0.05, there are 

significant mean differences between type A (mean=) and type C (mean=), 

and type B to type C. Meanwhile, respondents between A and B does not 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

166 

 

 

 

show significant differences. Hence type A is similar to B, but A is 

different to C, as well as B to C. This means that the lower the competition, 

will cause a higher Spirit at Work, and only applies between A to C and B 

to C. Therefore we can assume that type B is already facing quite a 

significant pressure as what we expect from branch office A. 

The effects on Variable Vision. ANOVA test shows significant mean 

differences of latent variable Vision as shown in Table 5.25. Multiple 

comparison tests were performed and the result demonstrates that taking 

into account the significant mean differences at p < 0.05, there are 

significant mean differences between type A (mean=) and type B, A to C 

(mean=). Meanwhile, respondents between B to C do not show significant 

differences. Hence even though B and C are similar, but A to B is 

different, so does A to C. The data shows that the Vision felt by the 

employees type B are similar to employees type C. The difference are only 

felt between A to C or A to B. In other words it seems that emphasizing 

vision in a smaller scale branch office tend to be more successful 

compared to the higher scale of big cities branch office. 

The effect on Hope/Faith. ANOVA test shows significant mean 

differences of latent variable Hope/Faith as shown in Table 5.25. Multiple 

comparison tests were performed and the result demonstrates that taking 

into account the significant mean differences at p < 0.05, all of the 

relationship has significant mean differences between type A (mean=) and 

type B and type C (mean=). This outcome show that the lower the revenue 

bracket resulting into the higher Hope/Faith felt by the employees. We 

could see the highest increased of Hope/Faith From A to C. 
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The effects on Altruistic Love. ANOVA test shows significant mean 

differences of latent variable Altruistic Love as shown in Table 5.25. 

Multiple comparison tests were performed and the result demonstrates that 

taking into account the significant mean differences at p < 0.05, there are 

significant mean differences between type A (mean=) and type B 

(mean=), and type A to type C. Meanwhile, respondents between B to C 

do not show significant differences. Even though branch B and C are 

similar but there are significant mean between A to C and A to B. Hence B 

and C have a better exposure on Altruistic Love compared to A. 

The effects on Meaning/Calling. ANOVA test shows significant mean 

differences of latent variable Meaning/Calling as shown in Table 5.25. 

Multiple comparison tests were performed and the result demonstrates that 

taking into account the significant mean differences at p < 0.05, all of the 

relationship shows significant mean differences between type A (mean=), 

type B and type C (mean=). The value of Meaning/Calling is significantly 

higher in lower revenue bracket. The lower type of branch office will have 

a higher feeling of Meaning/Calling. 

The effects on Membership. ANOVA test shows significant mean 

differences of latent variable Membership as shown in Table 5.25. 

Multiple comparison tests were performed and the result demonstrates that 

taking into account the significant mean differences at p < 0.05, there are 

significant mean differences between type A (mean=) and type C 

(mean=), and type B to type C. Meanwhile, respondents between A and B 

does not show significant differences. Hence when A is similar to B, but 

the value of membership increase from A to C and from B to C. It shows 

that the lower rank of branch office has a higher Membership value. 
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The Structural Model 

In this section, the analysis will focus on the structure model which 

incorporates all the latent variables used in this research: Vision, 

Hope/Faith, Altruistic Love, Meaning/Calling, Membership, Spirit at 

Work, Individual Spirituality, Job Satisfaction and Organizational 

Commitment. The following is the steps toward testing the hypotheses of 

this research. 

 

Analysis of research constructs and hypotheses 

First, SEM is used to analyze all nine latent constructs (Vision, 

Hope/Faith, Altruistic Love, Meaning/Calling, Membership, Spirit at 

Work, Individual Spirituality, Organizational Commitment and Job 

Satisfaction using data from respondents and to test hypotheses H1 (1a, 

1b, 1c, 1d, 1e), H2 (2a, 2b, 2c, 2d, 2 e) and H3, H4 developed in this 

research based on theoretical background. Analysis of the nine latent 

constructs will be identified by Confirmatory Factor Analysis (CFA) which 

is capable of measuring multiple indicators of the underlying latent 

constructs, as we have done earlier in the above section. 

Consecutively the hypothesized relationships will be analyzed by 

assessing the paths between the latent constructs. The interaction between 

the moderating variable (Individual Spirituality) and the moderated 

variables    (Vision,    Hope/Faith,    Altruistic    Love,    Meaning/Calling, 

Membership and Spirit at Work) in H2 (2a, 2b, 2c, 2d, 2e) will first be 

examined by employing interaction model approach using SEM analysis. In 

this research will be facilitated by LISREL version 8.8 software package 

(Jöreskog and Sörbom, 1996). 
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The interaction approach was explained in brief in the earlier 

section, and in the following section will be measured for the moderating 

impact toward the relationship between the variables of Spiritual 

Leadership, which was depicted in detail: Vision, Hope/Faith, Altruistic 

Love, Meaning/Calling and Membership through Spirit at Work as the 

dependent variable. 

 
Two-step approach in SEM Model 

A two-step approach will be employed into SEM model according 

to the statistical steps used in SEM (Shook et al., 2004). In the overall 

measurement model, the model is specified and estimated using 

Confirmatory Factor Analysis in order to test whether the constructs 

exhibited sufficient validity and reliability. Validity test is performed to find 

whether the multiple measured variables determined theoretically are valid 

indicators for each group of latent research variable. For construct validity, 

standardized loading factor ≥ 0.5 and t-value ≥ 1.96 are considered 

necessary for practical significance (Hair et al, 1998; Wijanto, 2015). 

CFA model specification involves identifying the set of 

relationships to be examined and determine how to specify these variables 

within the model based on theoretical or empirical supports. Construct 

Reliability (CR) and Variance Extracted (VE) are calculated to determine 

reliability. CR above 0.7 and VE above 0.5 are deemed to be reliable. 

The subsequent phase is to run the structural model of the hybrid. 

The structural model is added to the CFA model from the first stage in 

order to produce a hybrid model. This hybrid model will be estimated and 

analyzed for the overall goodness of fit of the model as well as evaluated 

against the structural model. 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

170 

 

 

 

In order to increase the Goodness of Fit between the data and the 

structural model, the modification indices are used. The hypothesized 

relationship in the structural model is considered significant when t-value 

≥ 1.96 (Wijanto, 2008). 
 

Figure 5.19 The structural model (standardized solution) 
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Structural model is showing the valuable information on the 

coefficient structure. The highest coefficient is seen in Membership 0.28, 

then followed by Hope/Faith with the coefficient of 0.27. The third rank is 

Meaning/Calling with the coefficient of 0.26. 

Table 5.15 Goodness of Fit Index on the Structural Model 
 

GOFI 

Indicators 
Notes on GOFI Indicators 

Value and Standard Values 

for Goodness of Fit 

RMSEA 
Root Mean Square Error 

of Approximation 

0.076 Good Fit 

< 0.08 

NFI Normed Fit Index 0.96 Good Fit 

> 0.90 

NNFI Non-Normed Fit Index 0.97 Good Fit 

> 0.90 

CFI Comparative Fit Index 0.97 Good Fit 

> 0.90 

IFI Incremental Fit Index 0.97 Good Fit 

> 0.90 

RFI Relative Fit Index 0.97 Good Fit 

> 0.90 

Std. RMR 
Standardized Root Mean 
Square Residual 

0.057 Marginal Fit 

< 0.05 

GFI Goodness of Fit Index 0.76 Marginal Fit 

> 0.90 

AGFI Adjusted Goodness of Fit 
Index 

0.73 Marginal Fit 

> 0.90 

The goodness of fit table shows that the data fits and supports the 

structural model. Therefore we can proceed with the moderating impact of 

Individual Spirituality. 

Individual Spirituality as The Moderating Factor 

The second hypotheses on the moderating impact of Individual 

Spirituality will be tested through the interaction method. This approach 
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assumes that there is a linier moderating relationship between IS to the 

relationship between the five independent variables Vision, Hope/Faith, 

Altruistic Love, Meaning/Calling and Membership toward Spirit at Work 

as the dependent variable. 

 

Figure 5.20 Interaction Model (standardized solution) 
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The interaction model is showing non-significant t values on all 

relation-ships between independent variables toward dependent variable 

SW. Hence, there is no linear moderating relationship between IS to the 

path between Vision, Hope/Faith, Altruistic Love, Meaning/Calling and 

Membership toward SW. 

To overcome the possibility of multi-collinearity in the whole 

model and to see the difference between the impact of independent 

variables toward dependent variable SW in relative higher IS and lower IS, 

the next step is to analyze the multi-sample approach. In this approach IS 

is divided into two categorical groups of higher than average and lower 

than average using the latent variable score as posited by Rigdon (1998) 

who suggests that ideally testing the hypothesized moderation should be 

without abandoning SEM”s advantage in terms of using latent variables 

that control for measurement error”. 

 

Multi-Sample Analysis 

Moderating variable is a variable which influence a causality 

connection between an independent variable with the dependent variable. 

Previously it is proven that there is no liner moderating relationship 

between independent variables and dependent variables since the 

interaction model was showing non-significant relationships. In this 

research Individual spirituality has a pure moderating variable, because it 

has no immediate influenced to the model, except through its interaction 

with the independent variable. 

The multi sample approach is chosen, since it is possible to make 

multiple groups, in this research we set up two groups of Individual 
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Spirituality. The first group is the group with Latent Variable Scores (LVS) 

of Individual Spirituality below average. The second group is the one with 

Individual Spirituality’s LVS above average. 

Byrne (1998) posited that multi sample approach requires an 

analysis to find variation between groups. The questions are as follows 

(Wijanto, 2015): 

1. Is there any variation between different groups? 

2. Is there any variation of structural model between groups? 

3. Is there any specific path without variations? 

Wijanto in his revised book (2015) stated that in general there are 

some steps in multi sample analysis: 

1. Research Model Estimation. All the data is used for measurement. 

2. Setting up groups with different categories. 

3. Setting up Baseline Model 

4. Estimate Multisample Model with equal parameters. 

5. Estimate Multisample Model with different parameters. 

6. Evaluate the differences. 

The following figures, show the estimation of model A with equal 

parameters and model B with different parameters, and at the end of the 

section there will be an analysis of significance to determine the 

significance of Individual Spirituality as a moderator. 

In the following figures each variable will be measured separately 

toward spirit at work. Model A with the same parameter, and Model B 

with different parameters. At the end there will be the measurement of P 

value for each of the variables relationship toward spirit at work, 

moderated by Individual Spirituality in a multi sample process. 
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After measuring the Model A and Model B, the chi square of each 

model will be calculated with the degree of freedom from each of the 

model, to analyze the p value. The calculation of p value to analyze 

whether the difference of Group 1 (below average) and Group 2 (above 

average) is significant. 

After running the model A with the group of Individual Spirituality 

below average, we run the model A with IS above average with the same 

parameter,. t value need to be measured, and at the end of the section 

calculated together to determine the p value. he result will be compared to 

B model with above average Individual Spirituality. The difference will be 

calculated in a separate table. 

After setting up the different group an evaluation on the Group 

difference are conducted as follows: 

Model A Chi Square = 6683 , df = 2053 

Model B Chi square = 6659 , df = 2048 

Chi-square difference = chi square Model A - chi square Model B = 

6683 – 6659 = 24 

Df differences: 2053-2048 = 5 

Chi square 24 and df 5, hence p value = 0,000217 which is smaller than 

0,05. 

The conclusion is that here is a significant difference between the 

first group of structural model (below average group of Individual 

Spirituality) and the second group of structural model (above average 

group of Individual Spirituality), since p value is lower than 0.05, H0 is 

rejected. Hence, IS (Individual Spirituality) is moderating the relationship 

between the variables of Spiritual Leadership toward Spirit at Work . 
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Table 5.16 Summary of Path Spiritual Leadership toward Spirit at Work 
 

 

 
PATH 

IS below 

KS 

IS below 

t 

IS above 

KS 

IS 

above 

t 

Vision-Spirit at Work 0.23 2.73 -0.14 -1.33 

Hope-Spirit at Work 0.07 0.96 0.43 4.23 

Altruistic Love-Spirit 0.22 2.83 0.03 0.34 

Meaning-Spirit at 

Work 

0.10 1.37 0.39 4.22 

Membership-Spirit 0.41 5.26 0.33 3.54 

 
The significant moderating impact p<0.05 is shown through the 

significant difference of spiritual leadership variables impact toward spirit 

at work between group of relatively lower IS compared to group with 

relatively higher IS. Nevertheless the value of coefficient of standardized 

solution shows different impacts as follows: 

1. Vision toward SW is significant in the group of relatively lower IS, 

but not significant in the group of relatively higher IS. 

2. Hope faith toward SW is not significant in the group of relatively 

lower IS but significant in the group of relatively higher IS. 

3. Altruistic love toward SW is significant in the group of relatively 

lower IS but not significant in the group of relatively higher IS. 

4. Meaning/Calling toward SW is not significant in the group of 

relatively lower IS but significant in the group of relatively higher 

IS. 
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5. Membership is significant in both groups but the impact of 

Membership toward SW is higher in the group of relatively lower 

IS. 

Hence, there are two patterns of this relationship: 

1. Vision, Altruistic love and Membership have stronger impacts 

toward SW in the group of relatively lower IS compared to the 

group of relatively higher IS. 

2. Hope/Faith and Meaning/Calling have stronger impacts toward 

SW in the group of relatively higher IS compared to the group of 

relatively lower IS. 

The hypotheses in chapter three shows that IS is moderating 

positively on the relationship between Vision, Hope/Faith, Altruistic 

Love, Meaning/Calling and Membership toward Spirit at Work. Therefore 

hypotheses 2 are partially supported. 

There are two groups of findings. First, hypotheses 2 b and 2 d on 

the moderating impact of IS to the relationship between Hope/Faith and 

Meaning/Calling toward SW are supported. Second, hypotheses 2a, 2c and 

2e on the moderating impact of IS to the relationship between Vision, 

Altruistic Love and Membership toward SW are not supported. In 

summary all the findings will be listed in the following table of test result. 

 

Summary of Hypotheses Testing Result 

Based on the results of data analyses in this Chapter, summary of 

Hypotheses are as follows: 
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Table 5.17 Summary of hypotheses testing result 

(1.= Below average IS, 2.= Above average IS) 

H Descriptive t val coeff. Summary 

H1a The higher the vision the higher Spirit 

at Work 

2.28 0.14 H1a 

supported 

H1b The higher the Hope/faith the higher 

Spirit at Work 

4.68 0.27 H1b 

supported 

H1c The higher Altruistic Love the higher 

Spirit at Work 

1.67 0.09 H1c not 

supported 

H1d The higher the Meaning/ Calling the 

higher Spirit at Work 

4.94 0.26 H1d 

supported 

H1e The higher Membership the higher 

Spirit at work 

5.74 0.28 H1e 

supported 

H2a IS moderates positively the influence 

of vision to SW 

1. 2.73 

2. -1.33 

0.23 

-0.14 

H2a not 

supported 

H2b IS moderates positively the influence 

of hope/faith to SW 

1. 0.96 

2. 4.23 

0.07 

0.43 

H2b 

supported 

H2c IS moderates positively the influence 

of altruistic love to SW 

1. 2.83 

2. 0.34 

0.22 

0.03 

H2c not 

supported 

H2d IS moderates positively the influence 

of meaning/calling to SW 

1. 1.37 

2. 4.22 

0.10 

0.39 

H2d 

supported 

H2e IS moderates positively the influence 

of membership to SW 

1. 5.26 

2. 3.54 

0.41 

0.33 

H2e not 

supported 

H3 The higher SW, the higher 

Organizational Commitment 

8.83 0.82 H3 

supported 

H4 The higher SW, the higher Job 

Satisfaction 

12.85 0.86 H4 

supported 
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CHAPTER SIX 

 

 
RESEARCH FINDINGS AND DISCUSSION 

 

 
The primary focus for this study is to understand the determining 

resources of Spirit at Work in a Resource Based View framework. The 

research reveals that organizational resource in the form of Spiritual 

Leadership interacts with human resource in the form of Individual 

Spirituality and influence Spirit at Work. In addition, the valuable impact of 

Spirit at Work then would be seen through Organizational Commitment 

and Job Satisfaction as important aspects toward the capabilities to give 

service excellence especially in a highly competitive setting of the volatile 

service industry. 

The research model first hypothesized that spiritual leadership 

variables  namely  Vision,  Hope/Faith,  Altruistic  Love,  Meaning/Calling 

and Membership are the organizational resources that can be managed and 

leveraged by the Service Industries and interacts with the human resources 

in the form of Individual Spirituality to influence the experience of Spirit at 

Work (SW). SW is seen through how the individual experiences the feeling 

of engagement at work, the transcendental feeling of flow, blissful and 

mystical feeling, the spiritual connection and the sense of trust and 

connections as part of a community (Kinjerski & Skrypnek, 2006, 2008a; 

Stevison, 2008). Kinjerski and Skrypnek (2004) had set up the spirit at 

work construct which focuses on the real experience rather than mere 

perceptions and characteristics of the workplace. In a ten year research, 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

180 

 

 

 

Kinjerski (2013) vigorously establish a measurement system on this 

“experience based” spirit at work which is used in this research. 

The lack of empirical research on the antecedents of spirit at work, 

specifically in the form of Spiritual Leadership variables as the 

organizational resource, was one of the gap proposed in chapter one. This 

study shows that Vision, Hope/Faith, Meaning/Calling, and Membership 

influence Spirit at Work positively, and provide an explanation of how the 

gap can be narrowed. Altruistic love also impacts Spirit at Work in the 

specific context for the group of relative lower Individual Spirituality. This 

finding shows that the organizational intangible resources in the form of 

spiritual leadership variables are influencing spirit at work. 

The second gap is looking at spiritual leadership variables and 

individual spirituality as the organizational and human resource which 

produces the spirit at work, and further influence competitive advantages 

in the form of organizational commitment and job satisfaction in the 

resource based view framework. The finding of this study provides an 

alternative explanation on the interaction of individual spirituality which 

represents human resource and spiritual leadership variables which 

represent organizational resources as determining factors of SW. Further, 

spirit at work positively influences organizational commitment and job 

satisfaction. 

The second set of the hypotheses is looking at the moderating 

impact of Individual Spirituality toward the relationship between each 

variables of SL toward SW. This study provides the finding showing 

significant moderating impact. Individual spirituality moderates the 

relationship between Spiritual Leadership variables and Spirit at Work (p = 
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0.000217). Some of the moderation is not toward the same positive 

directions as proposed in the hypotheses; Vision, Altruistic Love, and 

Membership variables have lower impacts toward SW in the group of 

higher Individual Spirituality. Hope/Faith, Meaning/Calling in the other 

hand conform to the hypotheses, are showing more influence to the group 

of higher Individual Spirituality. 

The findings partially answered the hypotheses questions. Vision, 

Hope/Faith,  Meaning/Calling  and  Membership  are  positively  impacting 

Spirit at Work. Altruistic love positively impacting Spirit at Work in the 

group of relatively lower Individual Spirituality. The second research 

question is on how Individual Spirituality (Rojas, 2002) plays the role of a 

moderator. This research shows that Individual Spirituality is a moderator 

on the relationship between SL variables and Spirit at Work. It moderates 

Hope/Faith and Meaning/Calling positively toward Spirit at work (SW), 

but for Vision, Altruistic Love and Membership the impact is higher in the 

group of lower Individual Spirituality. The third and fourth questions are 

answered since SW is proven positively and significantly impacting job 

satisfaction and organizational commitment. 

This section will discuss the findings based on the data processing 

and analysis presented in the previous chapter. The discussion will start on 

the results of hypotheses testing based on the questionnaires. The research 

is conducted on an individual unit of analysis since together they 

significantly form an impactful service excellence capacity (Pandey et al., 

2009), especially in the service industry. In turn this individual unit analysis 

would also be influential in explaining organizational performance at 

corporate level (Sadeli, 2014; Uno, 2013). 
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The organizational intangible resources in the form of SL and the 

individual intangible resource in the form of individual spirituality are 

valuable, rare and inimitable (Stead & Stead, 2014). These intangible 

organizational and individual resources are developed into spiritual 

capabilities in this research shown in the form of Spirit at Work. Spiritual 

capabilities conform to the requirement of VRIO in a resource based view 

approach (Stead & Stead, 2014). In a separate section in chapter four 

spiritual capabilities was analyzed based on the VRIO (Valuable, Rare, 

Inimitable and Organized) framework. Hence, conceptually and empirically 

this research has proven that SL influences SW positively through its 

variables, namely Vision, Hope/Faith, Meaning/Calling and Membership. 

It is proven that SL is organized and resulting into Spirit at Work. This 

hypothesis is tested through the context of a volatile service industry of PT 

Telkom Indonesia amidst the fierce competition and the issue of disruptive 

innovation. 

This RBV hypothesis is tested through the context of turbulence 

telco service industry of PT Telkom Indonesia which supports further 

Makhija (2003) that RBV framework is more appropriate in analyzing the 

source of a superior performance in industry facing volatile market and 

extreme unpredictable change. Based on the heterogeneity approach this 

research supports the RBV model where Organizational (SL) and 

Individual (IS) resources are organized and resulting into Spirit at Work 

(SW) and tested positive and significant toward competitive advantage (JS 

and OC) which both serve as important antecedents toward Service 

Excellence (Malhotra, Mukherjee, 2004). 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

183 

 

 

 

Discussions on hypotheses testing results 

Discussions on hypotheses testing results in the context of PT 

Telkom Indonesia will be presented in a sequence based on the major and 

minor hypotheses developed in chapter three. The discussion will start 

with the first Major Hypotheses that the higher the level of spiritual 

leadership (SL) will impact on a higher level of spirit at work. Each and 

every subsequent section will discuss on the minor hypotheses as follows: 

1.a The higher the level of vision (V) the higher the level of Spirit at 

Work. 

1.b The higher the level of Hope/Faith (HF) the higher the level of 

SW. 

1.c The higher the level of Altruistic Love (AL) the higher the level of 

SW. 

1.d The higher the level Meaning/Calling (MC) the higher the level of 

SW. 

1.e The higher the level of Membership (M) the higher the level of 

SW. 

 

Vision toward the level of SW; Hypotheses 1a: Supported. 

Vision is how the organization creates the deep motivation which 

includes the forces either external or internal to a person. The motivation 

arouses enthusiasm and persistence to pursue a certain course of action for 

a noble cause (Fry & Altman, 2013). Motivation will arise when leaders 

regardless of the positions they are holding in the organization share a 

holistic vision to bring out the best in people as they share the same vision 

as an individual, group and organization system (Fry & Altman, 2013; Fry 
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et al., 2011; Sweeney & Fry, 2012). Vision also refers to how organization 

is giving the picture of the future with implicit/ explicit commentary on 

why people should strive for that future. It should energizes, appeals, 

encourages standard of excellence (Fry & Altman, 2013; Fry & 

Whittington, 2005). This research finding further supports the growing 

Spiritual Leadership research (Fry, 2009; Fry, 2005; Fry et al., 2011) and the 

work of Cacioppe (2000) on creating spirit at work: Re-visioning 

organization development and leadership. In the latter work, Cacioppe 

(2000) suggest that the vision/purpose of work and leaders of 

organizations is to participate in the unfolding spirit as the framework of 

thinking. This pertains to moving from the self-egoistic level toward a 

higher level of self-awareness. In the context of this research, the vision is 

to always implement Ihsan or giving service beyond expectations. This 

finding can be further explained through the work of Aronson et al. (2013) 

on the technology driven project context. This research shows that even in 

a context of high spirit team, due to the nature of the technical challenge 

or the participants’ characteristics, in order to maintain and foster project 

spirit, it is beneficial to proactively manage spirit in the organization through 

a visionary approach. 

In the statistical evaluation the indicators show good fit and the 

path shows a positive coefficient and significant t values (0.14, t: 2.28). In 

analyzing the item measurement of Vision as a latent variable, there are 

three high loading factors. The factors show that the employees have faith 

in the organization’s vision and the organization’s vision is compelling to 

the employees, and that the organization’s vision inspires the employees’ 

best performance. The abovementioned indicators have higher coefficients 

as opposed to the self- commitment to the organization’s vision, or the 
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influence of work group’s vision. These conclude that organizational vision 

could predict Spirit at Work better, thus showing a higher influence. PT 

Telkom would benefit from a better implementation of visionary thinking 

in the personal and workgroup setting as well. 

PT Telkom Indonesia put a significant emphasis on creating the 

vision, which can be seen through the organization structure. They set up a 

spiritual capital management division to support the culture of “Always the 

Best” derived from the concept of Ihsan. Ihsan means that works are in the 

form of worship and dedicated for the greater good, and it is aligned with 

the motto “Always the Best”. It promotes the vision to make a person 

meaningful not only to oneself but also to the community, the organization 

and the environment (Yahya, 2013). This is also aligned with the concept 

of Spiritual Leadership established by Fry (2003) through his Spiritual 

Leadership researches (Fry & Altman, 2013; Fry & Cohen, 2009; Fry et al., 

2011; Fry & Slocum, 2008; Sweeney & Fry, 2012). The vision also shows 

that organizations that inspire their employees to perform their best, are 

giving the opportunity to their employees to experience the spiritual 

awakening which is pictured in the spirit at work construct. 

Telkom had a detailed plan on how the corporation establishes the 

vision to the whole organization. It serves as the Final Strategy for the 

Plenary Leaders. It provides an overview that the sustainable success of an 

organization is realized with an embedded value between Spirit and 

Strategy. The vision was made possible by the presence of the central role 

of the leaders who has the ability to incorporate the mind, sense, logic, and 

action as well as intention embedded with the spiritual value into their 

work (Yahya, 2013). Stead and Stead (2014) proposed that the key to 

achieve competitive advantage is through strategic approach with an 
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embedded spiritual value. Yahya (2013) furthermore stated that spirit 

embedded strategy is more powerful than just a plain strategy and the high 

spirit will find its way toward success. 

The vision setting is conducted by the Human Resource 

Development Division with the support from Spiritual Capital 

Management team. This vision is incorporated by developing the 

employees and by strengthening the company’s culture and spiritual 

character of the Human Resources (Yahya, 2013). By focusing attention on 

the greater good vision the leader operates on the emotional and spiritual 

resources of the work (Aronson et al., 2013). This is align with what was 

stated by (Ray et al., 2004) that the Resource Based View Theory suggests 

that firms excel because of who they are, their vision, their value and soul. 

The HRD transformation in PT Telkom had encouraged a new character 

of continuous improvement in achieving the company’s vision (Yahya, 

2012). 

 

Hope and Faith toward Spirit at Work; H1b: Supported 

The major gap from previous empirical researches is on how 

spiritual leadership variables would impact the existence of spirit at work. 

In these minor hypotheses (H1b) the focus is toward the variable of 

hope/faith and its influence toward spirit at work. The finding shows that 

it is proven that there is a relationship of hope/faith toward spirit at work 

which influences spirit at work positively (0.27, t: 4.68). 

Looking through the latent variables of hope/faith, there are two 

indicators with the highest influence. The first shows the way employee’s 

faith in the organization encourages them to exert the best effort to help 
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the organization to succeed. The second show the way employees 

demonstrate their faith in the organization by doing everything they can to 

help. These two indicators have stronger influence compare to other 

indicators which shows employees’ faith in organization and its leaders in 

bringing out the best in work, or the way the employees set challenging 

goals for organization that supports its employees to succeed. Both show 

emphasis on the individual leaders and a higher role of oneself. This 

suggests that faith to the organization better reflects the spirit at work. PT 

Telkom would benefit by cascading this hope/faith in the organization to 

all layers of leaders and to the individual employees. 

Organizational intangible resources should be seen in an integrated 

approach and the strongest influence comes from a holistic perspective 

where the organization as a whole and its leaders and all the employees 

share the faith and belief, which will be reflected toward spirit at work. If it 

is not embedded in the value of the organization and only depending on 

the charisma of some of the leaders, the influence of hope/faith risks the 

chance of sustainability (Fry & Nisiewicz, 2013). The evidence of positive 

relationship between the existence of hope and faith toward the emerging 

transcendental feeling in the form of spirit at work is strongest when it is 

seen through the organizational holistic approach which further supports 

findings from Spiritual Leadership research (Fry, 2003, 2008, Kinjerski, 

2008). 

The finding suggests that the evidence of hope/faith as the 

antecedent that constitutes the spiritual leadership atmosphere should be 

embedded in the corporate value to extend and influence the existence of 

spirit at work. In other words, the greater the hope and faith felt in all the 

layers of the company, hence the greater the existence of spirit at work felt 
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by the employees of the company (Garcia-Zamor, 2003; Sweeney & Fry, 

2012). 

Based on the Confirmatory Factor Analysis (CFA) result in SEM, 

the indicators of hope and faith reflect the construct and in turn influence 

the spirit at work. The finding supports further, that the highest influence 

of hope/faith in the organization has to be consistently felt through all the 

figures in the company regardless of their position. This will demonstrate 

faith in the organization and motivates employees to do everything 

possible to support the organization toward success (Fry, 2009). This 

emphasizes the need to have an embedded atmosphere of hope/faith in the 

organization with consistent values across leaders regardless of their 

position. Through an embedded value of faith, the company will be able to 

create the intangible organizational resources, resulting into trust that leads 

into competitive advantages (Neal, 2013a; Ray et al., 2004). The indicators 

with the highest loading factors show strong action of real implementation 

and demonstration of faith. This shows the importance of real action 

instead of just setting up the jargon and slogan for the corporate walls as 

posited by Neal (2013). 

Hope and Faith would give a high potential impact toward the 

employees in encouraging them to work with the best way possible. By 

having faith, work is a form of worship; hence it is done in a relentless 

effort of serving and giving the best (Yahya, 2012; Benefiel & Fry, 2011; 

Geigle et al., 2013). 

Hope/Faith is depicting how organization is giving a sense of 

making a difference. Hope/faith adds belief, conviction, trust and actions 

for performance and provides the desire and positive expectation that rules 
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effort through intrinsic motivation (Fry, 2005). This finding support 

previous researches by Fry (2003, 2008, 2011) and also is in line with a 

more recent research in finance and retail service industry by Chen and 

Yang (2012) and research conducted in China and Taiwan by Li and Chen 

(2013) where Hope/Faith also holds an important position. 

 

Altruistic Love toward Spirit at Work (H1c: Not supported) 

In this research the Altruistic love variable is positive but not 

significant toward the appearance of spirit at work (0.09, t: 1.67). 

Nevertheless a separate multi-sample analysis with Individual Spirituality as 

a moderating factor shows that Altruistic Love significantly influences 

Spirit at Work in a specific context toward a group of lower Individual 

Spirituality. This shows that altruistic love is significant toward the 

existence of spirit at work (0.22, t = 2.83) under the specific circumstances. 

Altruistic love, based on its true meaning, constitute a deep commitment 

of giving without any hidden agenda (Fry, 2003). In order to establish the 

altruistic love condition, all leaders in the company must together 

work hand in hand to show compassion, consideration and walk the talk 

(Fry, 2003, 2008, 2014). It is possible only when all the leaders 

regardless of their position in the company really act in the form of giving 

and loving unconditionally (Neal, 2013). This unconditional love 

foundation is a very deep act of giving which requires a high degree of 

continuous implementation of spiritual quality in a person. The highest 

loading factors come from the corporation showing care and loyalty 

toward employees. The lowest loading factor in this research comes from 

the “Walk the Talk” indicator. PT Telkom would benefit by making sure 
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that the leaders become role models, implementing the spiritual values as a 

whole value based way of life. This is aligned with previous research that 

spiritual values should be implemented in the deep substantial values of 

daily act of the leaders and not only shown through normative value, for 

example when spirituality is shown only through conducting ceremonial 

ritual as seen in the research of Uno (2013). In his research Individual 

Spirituality at Work correlate strongly with active role modeling through 

the normative values, which means that individual spirituality is influenced 

by the external factors seen through the normative values conducted by the 

role model leaders. 

Altruistic love from the perspective of human motivation which 

incorporate moral and spiritual dimension would be an external motives to 

receive help and support from outside (Guillén et al., 2014). Hence altruistic 

love from the organization as an external factor would be an important 

external motivation but since it is not directly related to the work context 

unlike the other variables of Spiritual Leadership, it is not showing 

significant influence toward SW. Spirit at work is specifically concerned 

about work and how the employees are experiencing engaging moments, 

mystical experiences, spiritual connections and the sense of being part of a 

community while at work. 

In the following section of hypotheses for moderating variables, 

Altruistic Love is seen as impacting toward the group of lower Individual 

Spirituality. Individual Spirituality represents a valid spirituality 

measurement scale that can be developed independently from a religious 

context on a series of relational modes from intrapersonal, interpersonal 

and supra-personal aspects (Rojas, 2002). Intrapersonal focuses on the 

inner thoughts, feelings, values and relationship to self, interpersonal refers 
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to the contextual application of spirituality in multiple interactions with 

others and supra-personal refers to the relationship with the Creator the 

Divine Power. The highest loading factors all come from Intrapersonal 

aspect, which shows strong determination, and a strong character shifting 

from the self-perspective of receiving help to the serving other’s 

perspective of giving help (Guillen, 2012). Hence, in this research Altruistic 

Love tends to be supporting spirit at work for the group of lower Individual 

Spirituality where the external motivation of receiving help is still important. 

Altruistic love is how employees receive supports from the 

organization in the sense of wholeness, harmony and being, through care, 

concern and appreciation. However as opposed to receiving support, 

giving help is more significantly associated to better mental health than 

relying from the external factor to receive help (Post, 2005). Hence 

altruistic love as an external factor would be an important external 

motivation but not strong enough to increase spirit at work, but giving 

help as internal motives would give stronger influence. The act of 

altruistic love is perceived as a necessary condition for the corporation, yet 

increasing it does not necessarily increase spirit at work. Nevertheless, as 

mentioned earlier, on a separate analysis using multi-sample approach, 

Altruistic Love is positive and impacting the groups of employees with 

relatively lower Individual Spirituality. The latter finding will be elaborated 

in the next section on multi-sample analysis discussions. 

 
Meaning/Calling toward spirit at work; H1d: Supported. 

Confirmatory Factor Analysis (CFA) results in SEM for the 

meaning/calling latent variable, supports previous empirical research by 
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Fry and Altman (2011). The finding proposes that meaning/calling is one 

of the important qualities to build spiritual leadership. The significant t- 

value (0.14, t: 4.94) shows that respondents support the notion that work 

needs to have strong meaning and a noble calling (Neal, 2013). Among the 

four indicators, the first indicator which shows the degree of the 

importance of the work has the highest coefficient value. This finding 

supports Fry previous survey on spiritual leadership, where work becomes 

a very important form of transcendental endeavor to serve and make a 

difference (Yahya, 2013; Fry, 2013). 

Overall, this finding validates other scholars findings in this area 

(Lawler III, 2008) which argue that organization’s resources in setting up 

the atmosphere of work as a calling, creates a powerful spiritual leadership 

atmosphere. This lies in the organization’s ambiance itself, as a reflection 

of the everyday experiences. Telecommunication industries are facing a lot 

of uncertainty, this meaning and calling embedded in the culture will 

decrease the anxiety incorporated in the highly turbulence industry 

(Mitroff and Denton, 1999). 

PT Telkom is a mature company facing a threat of uncertainties 

and destructive innovations on telecommunications. The business of 

POTS, home telephone is declining toward obsolescence and so does the 

mobile telecommunication provider business. The future players will be 

the company with the highest agility, innovations and long term forecasting 

ability. These need a leap of faith of working in a high turbulence 

uncertainties. Without spirit at work these would be an unbearable 

pressure (Mitroff, Denton, 1999). In the other hand once PT Telkom is 

successful in implementing the culture of spiritual character toward 

commerce resulting in spirit at work, it has a potential of turning crisis into 
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opportunities (Mitroff and Denton, 1999). In the strategic point of view 

this is a strong foundation for dynamic capabilities (Teece, Pisano, & 

Shuen, 1997). 

The highest coefficient of the indicators of the variable 

meaning/calling comes from the indicators which show that the work in 

the organization makes a difference, meaningful and is very important to 

its employees. All of these indicators are talking about how the employees 

perceived the work in the organization as being important and meaningful 

to them. The indicator which is talking about job activities does not get as 

much value. Hence the meaning/calling from the perspective of the 

organization as a whole, reflects spirit at work better compared to the 

perspective of jobs and activities. PT Telkom would benefit if the 

meaning/calling could also be strengthened through all the jobs and 

activities in the company. 

Marques (2005) quoted that people are hungering for human 

connection which shows a deeper sense of meaning that their work is 

something that contributes in a good way. This finding also is in line with 

Klenke (2005) in his research that meaning/calling has tapped into the 

human spirit at work and become a flourishing impact toward the 

organization, which focuses on the greater good for the benefit of all 

stakeholders. 

The respondents of this research mostly are officers with long 

years of services. PT Telkom to them is like a family, it is rare that the 

employees choose to resign and find other places to work for. In Telkom, 

spirit at work training has an elaborate program in creating the culture of 

meaning and calling toward the work. Systematically Telkom had set up a 
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roadmap to enhance meaning and calling by looking at work as a form of 

worship to The Creator. It is conducted through five phases, which is 

called the Spiritual Capital Management, “From Character to Commerce” 

(Yahya, 2013), with each phases emphasizing: 

1. Working with the name of Allah (Bekerja dengan Bismillah) 

2. Working for Allah (Bekerja Lillah) 

3. Working together with Allah (Bekerja Ma’allah) 

4. Working with Allah (Bekerja Billah) 

5. Working out of love with gratefulness (Bekerja Alhamdulillah) 

In the situation where all employees are working in the name, for, 

working with and always be grateful to Allah, then they would definitely 

experience the spirit at work (Yahya, 2013). In other similar programs 

Telkom also develop packages of Spiritual Development training for other 

religious beliefs; Christian, Catholics, Hindu and Buddhists. 

 

Membership toward Spirit at Work. H1e: Supported. 

The coefficient structure and the t value shows that membership 

has a positive influence toward spirit at work (0.28, t: 5.74). This finding 

has narrowed the gap proposed in chapter one and answer the question of 

whether membership as one of the variable of spiritual leadership has a 

positive influence toward spirit at work. The research finding is giving 

confirmation that the feeling of being respected and valued in the 

organization is encouraging the feeling of spirit at work, and in this 

research has the highest coefficient structure compare to other variables of 

Spiritual Leadership. 

The finding of the path indicates the positive relationship between 
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membership and spirit at work. This finding complements previous 

empirical research by Fry and Altman (2010) which demonstrates that 

membership positively influence the occurrence of spirituality in the 

workplace. In the context of Telkom, this membership gives the feeling of 

recognition which is pivotal contribution to the development of individual. 

In turn this individual will influence the others and enable them to improve 

the well-being of the communities (Kinjerski, 2008). In this case, 

membership is the antecedent to spirit at work which denotes the ability to 

extend understanding, appreciation and concern. This recognition and 

respect will integrate, build and motivate resources and capabilities in 

response to turbulence changes in business environment (Teece et al, 

1997). As such, the greater the membership recognition possessed by the 

individual units in the company, the greater their capability to experience 

spirit at work. 

Overall, the finding indicates that membership in shared meanings 

and understandings among individual employees units can act as a bonding 

mechanism that allow them to feel comfortable sharing internal resources 

and knowledge hence creating a trustful environment (Fry, 2008). The 

relationships are developed through a series of social interactions and 

create trust and joint-problem solving among individuals in the company. 

Analyzing through the indicators that constitutes the latent variable 

of membership, the indicators hold the highest coefficient through 

employees’ perception on the way their organization demonstrates respect 

to their work and on the way an employee is valued as a person in the job 

or organization. These two indicators have a very strong connection to a 

value based organizational culture (Tevichapong et al., 2010). The lowest 

coefficient comes from the degree of understanding employees’ concerns. 
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Improving understanding and empathy toward employees’ concern would 

be beneficial for PT Telkom. Organizational intangible resource need to be 

consistently organized to show not only value and respect but also 

understanding toward employees’ concern in order to encourage the 

emergence of Spirit at Work (Kinjerski & Skrypnek, 2008a; Stevison, 2008; 

Tevichapong et al., 2010). Membership also shows how the organization is 

providing an awareness of understanding and appreciating. This finding is 

also in line with the work of Duchon and Plowman (2005) on Nurturing 

Spirit at Work where membership has an important role toward spirit at 

work. 

This finding has narrowed the gap proposed in chapter one. 

Organizational intangible resources in the form of giving a feeling of 

respected and being a member of the company will result in spirit at work. 

This variable of membership is the highest contributor toward Spirit at 

Work, hence it has a major role in influencing Spirit at Work. Looking at 

the respondents’ profile, mostly high school graduates, with long years of 

service, we can understand how they have built up their loyalty and the 

feeling of membership, and togetherness in the company. 

In PT Telkom, membership is established through the strategy of 

human resource development approach. The feeling of membership is 

escalated by the program of TELIN (Telekom International) where 

Telkom encourage the patriotism of the employees to promote Indonesia 

to the world. It can be seen through the new logo of Telkom. The logo is 

showing the Earth in the palm of the hand, symbolizing their vision to go 

global (Yahya, 2013). Now Telkom had set up their overseas offices in 10 

different countries including USA, Australia, Malaysia and other countries 

in the world. The patriotism spirit had increased the feeling of membership 
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and the nationalism spirit to show the world that Indonesia would strive to 

be the future significant player in the telecommunication business (Yahya, 

2013). 

 

The Moderating Impact of Individual Spirituality (H2: Individual 

Spiritual moderates the relationship between SL toward OC) 

The major hypotheses of the moderating factor and the minor 

hypotheses is elaborated as follows: 

 

Major Hypotheses: 

H2 Individual Spirituality moderates the relationship between Spiritual 

Leadership toward Spirit at Work. 

 

Minor Hypotheses: 

Incorporating the variables of Spiritual Leadership, the Minor Hypotheses 

are elaborated, as follows: 

2.a Individual Spirituality moderates the relationship between Vision 

toward Spirit at Work positively. 

2.b Individual Spirituality moderates the relationship between Hope 

Faith toward Spirit at Work positively. 

2.c Individual Spirituality moderates the relationship between Altruistic 

Love toward Spirit at Work positively. 

2.d Individual Spirituality moderates the relationship between 

Meaning/Calling (MC) toward the level of spirit at work positively. 

2.e Individual Spirituality moderates the relationship between 

Membership (M) toward the level of spirit at work positively. 
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The first attempt to test the moderating impact of Individual 

Spirituality through interaction process shows a non-significant output for 

all the items. In order to ensure there is no multi-collinearity impact, the 

author attempt to analyze the moderating effect through the multi-sample 

approach. This multi-sample approach would show when and whether the 

difference in Individual spirituality is giving different impact toward the 

relationship between Spritual Leadership variables toward Spirit at Work, 

which is an important information for this research compared to just 

focusing on the linear interaction impact. 

The respondents are grouped into two groups of first the relative 

lower Individual Spirituality and second, the group of relative higher 

Individual Spirituality. The major finding through the multi-sample 

approach is that in general Individual Spirituality is moderating the impact 

of variables of SL toward SW (p value = 0.00027). The p value is lower 

than 0.05 which shows a significant number, hence answer the research 

question that Individual Spirituality indeed moderates the relationship 

between SL variables toward SW and narrowed the research gap, however 

the coefficient is showing different patterns. In general there are two 

different patterns finding on the multi-sample moderating impact. The two 

patterns will be discussed separately in the following section. 

 

Vision, Altruistic Love and Membership are more positively 

influencing toward Spirit at Work when Individual Spirituality is 

lower. (H2A, H2C, H2E: Not Supported). 

In the multi-sample approach the group of all 530 respondents are 

divided into two categorical groups. The first group is the group with 
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relatively lower Individual Spirituality, and the second group is the group 

with a relatively higher Individual Spirituality. Vision, Altruistic Love, and 

Membership variables, are showing higher impact toward spirit at work for 

the group of lower Individual Spirituality. The stronger relationship of 

Vision, Altruistic Love and Membership toward Spirit At Work is seen in 

the first group of the lower Individual spirituality. This is showing a 

different direction to the proposed positive moderation hypotheses in 

chapter three, which leads to an interesting finding. 

In a further analysis on the indicators of Individual Spirituality (IS), 

the higher variables show self-determination, self-discovery and represent 

the enrichment of self. A person with high IS will show a strong self- 

determination, lives according to their personal calling in life and always 

learning to become a better person. All of these high loading factors come 

from the Intrapersonal aspect. 

The finding of this research has supported the importance of 

Individual Spirituality in moderating the relationship between vision, 

altruistic love and membership toward spirit at work, with a higher 

influence in the group of relative lower Individual Spirituality level. This 

suggests that this group of people with lower Individual Spirituality 

responds positively to the organizational support on vision, altruistic love 

and membership. It is not influencing to the group with relatively higher 

individual spirituality and in the case of Membership, it is showing a lower 

influence. This suggests that for relatively higher Individual Spirituality, 

there is no significant dependence of Spirit at Work upon supporting 

vision and altruistic love from the organization. 

The highest component of indicators for Vision, Altruistic Love 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

200 

 

 

 

and Membership are on employees’ faith in their organization’s vision for 

the employees, and the way organization really cares for its people and 

demonstrates respect for employees’ work. All these indicators show 

strong dependence on organizational support for giving vision, care, and 

respect. The finding of this research shows that the support is more 

impactful for group with relatively lower individual spirituality to boost up 

their spirit at work, whereas in the group of relatively higher Individual 

Spirituality the impact is lesser or even non-significant. This would suggest 

that the dependence toward organizational support on vision, care, and 

respect is more influencing in the group of relatively lower individual 

spirituality. 

The finding of this research can be explained by the research of 

Marque (2005) who mentioned that the influential level of the individual 

which could be based on the individual spirituality will influence the 

organization impact toward spirit at work. Nevertheless there are two 

different patterns of influences. The first pattern shows that individual 

with relative lower individual spirituality would benefit from the external 

support of vision, altruistic love and membership. Post (2005) seems to be 

able to explain this tendency as follows: He stated that depending on the 

organization in giving helpful, compassionate, and relatedness is all the 

form of dependence toward external factors. It shows dependencies upon 

the supports from the company. These supports would help people to feel 

elevated and good about themselves and others. This level of support 

would not be needed for the group of self-fulfilled higher level Individual 

Spirituality. This is aligned with the finding that vision, altruistic love and 

membership are more influential toward the group of lower Individual 

Spirituality. 
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On the other hand, the internal factors become important to the 

group of higher IS with strong character and positive feelings upon 

themselves. In this research the internal variables are shown through the 

hope/faith  and  meaning/calling  variables.  This  internal  factors  reflect  to 

something received internally while the employee is acting or doing 

something which gives them pleasure or satisfaction (Guillén et al., 2014). 

This second pattern will be explained in detail in the next section. 

The higher IS show a high intrapersonal, interpersonal and supra- 

personal quality, characterized by a transcendental connection, beneficial 

partnership, and the ability to be self-fulfilled, which encourages high 

internal motive. Guillén et al. (2014) conducted a research on the extrinsic 

and intrinsic factors which is aligned with the finding of this research. He 

proposes a new taxonomy of moral and giving motivation as components 

of a more accurate taxonomy of a human need. The moral intrinsic factor 

motive may be defined as the desire to acquire moral good while acting, a 

good inside the agent. This would be an internal moral ability resulting 

from the realization of a moral virtue (Guillen et al, 2014). This giving 

motivation is labeled transitive motivation and shows movement from the 

self-perspective to the other’s perspective (Guillen et al, 2014) as opposed 

to the external factors which rely toward external support from the 

corporation. 

Employees with transitive motives are encouraged to serve useful 

goods instead of depending on receiving goods. Marques (2005) also 

posited that employees are hungering for deeper sense of meaning to 

contribute in a good way. This research suggests that employees with 

considerably higher individual spirituality are inclined to respond better to 

these transitive motives, where they become engaged in giving useful 
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service to others, whereas the relatively lower individual spirituality 

responds positively to receiving moral good from outside (Guillen, 2015). 

Aronson (2013) also posited that spirit at work is related to 

employees’ characteristics. This research finding suggests that the impact 

of organizational intangible resource in supporting spirit at work is based 

on the characteristics of their individual spirituality level. Hence, this 

finding seems to be aligned with the previous research by Aronson (2013). 

Scholars proposed that this implies toward recruiting employees with 

unique traits (Aronson, 2013) which is aligned with the organizational 

values. This will be explored further in the next section of managerial 

implication. 

 

Individual Spirituality moderates the relationship between Hope 

Faith and Meaning/Calling toward Spirit at Work. (H2b, H2d: 

Supported) 

The second group of Hope/Faith and Meaning/Calling variables 

are showing different pattern which conforms to the proposed hypotheses 

in chapter three. Hope/Faith and Meaning/Calling are showing higher 

influence toward Spirit at Work in the relatively higher Individual 

Spirituality group. The significant and positive impact conforms to the 

hypotheses in chapter three that individual spirituality moderates positively 

the relationship between hope/faith and meaning/calling toward spirit at 

work. 

The data shows that the effort of the organization to grow the 

ambiance of hope and faith and meaning/calling amongst their employees 

will be more influential among the employees with higher IS. Guillén et al. 
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(2014) proposes that extrinsic motives rely toward recognitions and 

support from the external, while the intrinsic motivation factors as shown 

in the Hope/Faith and Meaning/Calling variable includes the challenge, 

personal enrichment, interest and self-determination as the higher-order 

goals. This supports the finding of Hope/Faith and Meaning/Calling as 

showing active involvement in challenging work situation, which suits the 

need of higher order for the higher IS group (Guillén et al., 2014). Post 

(2005) had supported further that involving in benevolence and fuller 

actualization from selfless motive brings happier and healthier self. 

Involving actively serving others are associated with higher mental health, a 

trait of people with higher individual spirituality, compare to just 

depending on receiving support and help. This seems to explain further the 

finding on hope/faith and meaning/calling which involves high 

commitment to service. 

Rojas (2002) proposed that a highly spiritual person, would have a 

high intra-personal, interpersonal and supra-natural skill. This will form a 

strong character established intrinsically. The indicators of Hope/Faith and 

Meaning/Calling are showing a strong intrinsic motivation to exert their 

best effort. This is seen in the highest loading factor indicators through 

employees’ faith in their organization which encourages the employees to 

exert their best effort to help the organization to succeed and on the work 

that the employees are doing in their organization which makes a 

difference in people’s lives. These two examples of the highest loading 

factors show strong intrinsic motivation to do the best effort in helping the 

organization and making difference in people’s lives. These would require a 

high intrinsic motivation and the finding suggest these would work best 

with people with relatively higher Individual Spirituality. This finding 
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supports and accepts the hypotheses in the previous chapter and 

furthermore emphasizes the importance of individual spirituality where 

hope/faith and meaning/calling would be significantly impacting spirit at 

work when Individual Spirituality is relatively higher. The highest loading 

factors of Individual Spirituality are derived from the Intrapersonal aspect, 

which shows that the employees are self-determined, focused toward 

enrichment and discovery of self. These are strong characters with high 

intrinsic motivation. This suggests an explanation why in this research 

finding, hope/faith and meaning/calling have stronger influence toward 

the group of higher Individual Spirituality. Interesting finding from 

previous research on Individual Spirituality (Malik & Naeem, 2011; 

Mohammed Ehsan et al., 2010; Muhammad & Basharat, 2011) also shows 

the highest loading factors from Intrapersonal dimensions. This suggests 

that intrapersonal, such as self- determination, enrichment and discovery 

of self are strong foundations across cultures, as shown in these researches. 

 

The influence of Spirit at Work toward Organizational Commitment. 

H3: Supported 

In order to enhance the organizational performance, the existence 

of organizational commitment is an important foundation (Ray, Barney, 

Muhanna, 2004). Spirit at work is proven to be positively and significantly 

impacting toward organizational commitment. This research finding 

further emphasizes the finding of Kinjerski (2013) from 335 respondents 

at a large university in Western Canada, that Spirit at Work is significantly 

impacting Organizational Commitment. This is also aligned with the 

previous research by Stevison (2008) and Kinjerski (2007). This means 
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that individual employees who experience spirit at work show 

organizational commitment to pursue and accomplish organizational 

target. 

The measurement shows that latent variable Affective 

Commitment holds the highest loading factor of 0.71. This means that 

affective commitment has the strongest influence impacted by spirit at 

work. This is in line with the notion that spirit at work deals with engaging 

work, mystical feeling, spiritual connection and sense of community; hence 

all these spirit at work dimensions creates affections and a high value of 

commitment (Kinjerski, 2008a). This further suggests a good foundation 

for the service industry relying on high quality of service by its committed 

employees. This finding confirms that the greater the spirit at work 

experiences in daily work situation the greater the resulting commitment 

toward organization amongst the individual employees. 

This commitment establishes network ties of individual’s high 

commitment toward delivering service. Serving and committing to others 

were the impacts of the transcendence feeling of engaging work, mystical 

experience, spiritual connection and sense of community (Kinjerski, 2008). 

This high commitment will encourage delivering service excellence toward 

better organizational performance (Grönroos, 1984). 

 
The influence of Spirit at Work toward Job Satisfaction. H4: 

Supported. 

This research has supported previous study on the influence of 

Spirit at Work toward Job Satisfaction. Kinjerski (2013), Stevison (2009), 

and (Tevichapong et al., 2010) had conducted research on spirit at work 

and its impact toward Job Satisfaction. In this research the coefficient from 
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Spirit at Work toward Job Satisfaction is higher than the impact of Spirit at 

Work toward Organizational Commitment. This means that Spirit at Work 

has a higher influence toward Job Satisfaction. This finding validates 

further Kinjerski’s 

(2013) effort to quantify the experience of spirit at work in terms of 

quantitative measurement on the occurrence of engaging work, mystical 

experience, spiritual connection and sense of community toward job 

satisfaction (Kinjerski, 2013; Neal, 2013). 

Job Satisfaction is an important attribute toward service excellence. 

Heskett et al. (1997) proposed that the satisfied employees will in turn 

provide a good service excellence. There are many supporting paper 

correlating Job Satisfaction toward organizational performance (Darwish, 

2001; Pincus, 1986; Spector, 1997). Previous researchers on Spirit at Work 

Kinjerski (2008) and Stevison (2009) had also tested SW into Job 

Satisfaction. In the measurement of workplace spirituality, Job Satisfaction 

also becomes the dependent variable (Milliman & Ferguson, 2008; Piryaei 

& Zare, 2013; Walker, 2013). 

Looking at the indicators that constitute the latent variable of Job 

Satisfaction, there are two highest contributors toward Job Satisfaction, 

which shows satisfaction with the way the co-workers get along with each 

other, and the chance to do something that makes use of employees’ 

abilities and showing growth prospects. Based on these three indicators, 

the employees are mostly seeking for a higher self-actualization and growth 

prospect which show self-esteem, independence and work in harmony. 

These key concepts should be encouraged by all the leaders in the 

organization, regardless of their positions. These are powerful 
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organizational performance indicators, capable of changing status quo and 

make a difference (Garcia-Zamor, 2003). 

The position of Spirit at Work is a further advancement to the 

concept of Employee Engagement. If Employee Engagement is the state 

of how engaged an employee is to its job, in the term Spirit at Work, it is a 

deeper spiritual encounter in the work situation. It is the experience of 

flow, joy, authentic, connection and other awe-inspiring and sacred 

moments (Kinjerski, 2008). Previous research support that Spirit at work 

influences Job Satisfaction. In this research finding, the high degree of 

coefficient standardized solution shows the importance of Spirit at Work 

to create Job Satisfaction. Hence the hypotheses that Spirit at work is 

positively impacting Job Satisfaction is accepted and further support 

previous research on SW toward JS (Stevison, 2008, Kinjerski, 2013). The 

complete result of hypotheses is pictured below. 

Figure 6.1 Hypotheses Result 
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CHAPTER SEVEN 

 

 
CONCLUSION, THEORETICAL AND MANAGERIAL 

CONTRIBUTIONS 

 
Conclusion 

This research was set up to analyze the determining resource 

factors of Spirit at Work in a Resource Based View framework. It has 

answered the main research question that organizational resource in this 

research represented by Spiritual Leadership and human resource 

represented by Individual Spirituality are influencing spirit at work as a 

capability and giving positive impacts toward Job Satisfaction and 

Organizational Commitment as competitive advantages which influences 

service excellence (Malhotra, Mukherjee, 2004). Hence it has demonstrated 

that Strategic Management concept applies in the Spirit at Work context. 

The organizational resources in the form of Vision, Hope/Faith, 

Meaning/Calling and Membership are all influencing Spirit at Work 

positively. Altruistic Love, which is the only non-work related variable, is 

not showing adequate support toward Spirit at Work. This could well be 

explained, since resources should be directly related to work and influence 

the product value and/or value of service (Barney, 2004), but interestingly 

the research also shows that Altruistic Love matters once individual 

resource is moderating the relationship. 

The research was conducted in PT Telkom, a service industry 

facing volatile and unpredictable business forecast. In facing this turbulent 

business PT Telkom has to establish VRIO (Valuable, Rare, Inimitable and 
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Organized) resources and capabilities strategy to face the fierce 

competition. This research is an attempt to determine whether Spirit at 

Work, as the main issue discussed in the Spiritual Capital Management 

Division of PT Telkom, is a capability which conforms to VRIO in a 

Resource Based View framework. 

The empirical research answers the research questions on analyzing 

the determinant resource factors to produce Spirit at Work and how it is 

impacting competitive advantages in the setting of a volatile Telco Service 

Industry. This research also answers the dynamic role of human resource, 

in this research represented by Individual Spirituality on the influence of 

Spiritual Leadership variables in this research through Vision, Hope/Faith, 

Altruistic Love, Meaning/Calling and Membership toward Spirit at Work. 

In addition, this research is also testing the impact of spirit at work 

toward organizational commitment and job satisfaction. These two 

variables are representing important aspects toward delivering service 

excellence (Malhotra & Mukherjee, 2004). 

In summary the findings are listed in the following table of 

research questions and research results 
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Table 7.1 Summary of Research Result 
 

Research Question Research Result 

1. What are the determining 

factors of Spirit at Work in a 

Resource Based View 

framework? 

This study has identified and 

investigated two determining factors of 

spirit at work; First spiritual leadership 

(SL) variables as the organizational 

resource aspect and individual 

spirituality (IS) as the human resource 

aspect 

2. What are the determinants 

of organizational resources 

in this research represented 

by spiritual leadership 

variables toward spirit at 

work? 

This study found that the most related 

factor of Spiritual Leadership are 

Membership, Hope/Faith, Meaning 

Calling and Vision. Altruistic Love 

becomes a significant resource only 

under a specific context of lower IS 

3. How does human resource 

represented by Individual 

Spirituality possibly have a 

dynamic role on the 

influence of spiritual 

leadership toward producing 

spirit at work? 

This study found that Individual 

Spirituality are moderating Hope/Faith 

and  Meaning/Calling  positively  toward 

Spirit at Work, whilst Vision, Altruistic 

Love and Membership are more 

influencing in the group of Lower 

Individual Spirituality 

4. What is the impact of spirit 

at work toward job 

satisfaction? 

This study found that Spirit at Work 

influences Job Satisfaction strongly 

5. What is the impact of spirit 

at work toward 

organizational commitment? 

This study found that Spirit at Work 

influences Organizational Commitment 

strongly 
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This research had found that individual spirituality plays a dynamic 

role in moderating Spiritual Leadership toward Spirit at Work. The 

dynamic pattern reveals the dual supporting role of Spiritual Leadership 

toward an individual. The primary role is through Vision, Altruistic Love 

and Membership, which show hard approach and active role of the 

organization to share vision, care and respect. The secondary role which 

shows soft approach and more passive role is seen through Hope/Faith 

and Meaning/Calling. These latter variables show greater dependence 

upon the employees’ Individual Spirituality, where employees play more 

active roles. 

The dynamic patterns of organizational support rise through this 

primary and secondary role of Spiritual Leadership. The first pattern is 

shown through the primary role of Vision, Altruistic Love and 

Membership. These variables are representing vision; care and respect 

given by the company toward its employees. In this research Vision, 

Altruistic Love and Membership variables are showing higher influence 

toward Spirit at Work in the group of relatively lower Individual Spirituality. 

The variables of Vision, Altruistic Love and Membership are focusing on 

the active role of organizational support. Here organization is playing an 

active role through hard approach to influence Spirit at Work. In the other 

hand, the second pattern of Hope/Faith and Meaning/Calling are showing 

secondary role in the form of soft support of organization where Individual 

Spirituality plays a more significant role. Hope/Faith and Meaning/ 

Calling hence depend more on the initiative of the employees and 

organization should implement a persuasive approach to encourage active 

role of employees. This second pattern will be discussed further on a 

specific section. 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

213 

 

 

 

In PT Telkom, therefore organizational support should be 

customized based on the characteristics of the employees, which will be 

discussed further in the Managerial Contribution section. Currently the 

program of encouraging Spiritual Leadership in the title of “From 

Character to Commerce” is conducted by the Spiritual Capital 

Management Division of PT Telkom for all levels of employees without 

considering the different characteristics of employees. 

Spirit at work represents heterogeneity, imperfect mobility and 

limits to the competition and it is valuable, rare, causally ambiguous and 

socially complex (Stead & Stead, 2004). The spirit at work, hence 

conform   to   VRIO    (Barney,    2007),    which    would    support    the 

competitive advantage of the firm. It is also shown empirically in this 

research as influencing Organizational Commitment and Job Satisfaction, 

which serve as the competitive advantage and important traits toward 

service excellence (Malhotra & Mukherjee, 2004). 

This research has shed some lights on the strategic management 

field by demonstrating that Spirit at Work can be seen in the Resource 

Based View framework as a Valuable, Rare and Inimitable intangible 

capabilities produced by the interaction of Individual Spirituality (Rojas, 

2002) as the human resource and Spiritual Leadership (Fry, 2008) as the 

organizational resource, which influence Organizational Commitment and 

Job Satisfaction as important traits in the service industry model and serve 

as competitive advantages. The findings of this research support the 

conceptual theory that spirituality in the workplace matters in Strategic 

Management, even though it does not apply one hundred percent since 

one non-work related resource namely Altruistic Love is positive but does 

not show significant influence toward Spirit at Work. In essence, Spirit at 



Spirit at Work: The Telkom Experience of Great Spirit Grand Strategy 

214 

 

 

 

work applies in the Strategic Management concept, and influence the 

competitive advantage that firms so urgently pursue within the present day 

of turbulence business environment (Arnold, 2010, Rego, Cunha, 2008; 

Duchon, Plowman, 2005), and individual characteristics (individual 

spirituality) plays a dynamic role in the process. 

One of the variables of Spiritual Leadership, Altruistic Love, is the 

only non-work related variable. In this study, Altruistic Love is not directly 

influencing spirit at work. All the other work-related variables of Spiritual 

Leadership (Vision, Hope/Faith, Meaning / Calling and Membership) are 

positively influencing toward Spirit at Work. Barney (2007) posited that 

strategic approach should be more organized in the way that the resource 

would produce added values in work in the form of more efficient 

product/service or added value of product/service. In this research, vision, 

hope/faith, meaning/calling and membership are all work related variables, 

and are proven positively influencing spirit at work. Altruistic love is 

important in building relationship between leaders and followers (Fry, 

2008), even though it has no direct connection in creating more efficient 

product/service nor adding more value in product/service, but in a certain 

research context, it is proven to be a valuable resource to influence Spirit at 

Work. 

The indirect test has proven that Altruistic Love is positively 

influencing the group of respondent with relative lower Individual 

Spirituality. Therefore, even though Altruistic Love as a resource has no 

direct work value, but in a very specific condition, Altruistic Love is still 

proven to be a valuable resource which contributes toward the competitive 

advantage. Hence this contributes that altruistic love as one of the non- 

work related resources in the organization can have a significant influence 
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toward capability in a work setting if we consider the unique characteristic 

of human resource which creates the dynamic impact toward the 

relationship of Spiritual Leadership toward Spirit at Work. 

The highest loading factors of Individual Spirituality in this 

research all comes from the Intrapersonal dimension which shows self- 

determination, commitment, enrichment and discovery of self. This is also 

supporting previous finding using this measurement conducted in Punjab 

(Malik et al., 2010; Malik & Naeem, 2011; Mohammed Ehsan et al., 2010). 

This suggests that Intrapersonal factors focusing primarily on the inner 

thoughts, feelings, and values of the individuals are important aspect in the 

spirit at work strategy. 

 
Theoretical Contributions 

The novelty of this research is by demonstrating that Strategic 

Management concept can be applied in the Spirit at Work context. In 

general the organizational intangible resources in the form of Spiritual 

Leadership variables are influencing Spirit at Work as capabilities and 

resulting into Organizational Commitment and Job Satisfaction as 

competitive advantage in the turbulence service industry. Individual 

resource is seen through Individual Spirituality which dynamically interacts 

with the organizational resource to produce the experience of Spirit at 

Work. Together these heterogenic spiritual capabilities are impacting 

competitive advantage in the form of Organizational Commitment and Job 

Satisfaction. Spirit at Work (SW) is capabilities which are valuable, rare 

and inimitable (Stead and Stead, 2014). These SW are positively 

influencing Organizational Commitment and Job Satisfaction which are 

competitive advantages in the service industry. Therefore empirically, spirit 
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at work as a spiritual capability conforms to the RBV framework 

influencing toward Organizational Commitment and Job Satisfaction as the 

two important traits in delivering service excellence (Malhotra & 

Mukherjee, 2004). 

Vision, hope/faith, meaning/calling and membership are all work 

related variables and show positive and significant influence toward Spirit 

at Work. The contribution of this research is to further convey the 

importance of work-related, value enhancing qualities of a resource. In 

addition to possessing the valuable, rare, inimitable condition, the 

resources of the firm seeking competitive advantage need also to 

demonstrate the capability to increase product/service’s value. 

Nevertheless in this research it is proven that Altruistic Love which has no 

direct relation toward work, in a specific context of respondent with a 

lower Individual Spirituality, becomes a valuable resource toward Spirit at 

Work as a capability and consecutively toward Competitive Advantage. 

Therefore Altruistic Love becomes a valuable resource despite of its non- 

work related form. This shows that non-work related resources in the 

organization can have a significant influence toward capability in a work 

setting once the unique characteristic of human resource is taken into 

account. This would be the second contribution. 

The third contribution is demonstrating the importance of 

organizational strategy focusing on the interaction of Individual Spirituality 

as the individual resource and Spiritual Leadership as the organizational 

resource in producing spirit at work in the service industry model. In the 

finding of this research, individual spirituality moderates organizational 

intangible resource in the form of Spiritual Leadership variables toward 

spirit at work in a dynamic approach. The novelty of this research is 
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differentiating the two forms of Spiritual Leadership variables. The primary 

hard support is seen through the active role of the organization to share 

vision, care and respect toward employees, as seen through the Vision, 

Altruistic Love and Membership variables. The secondary soft support is 

seen through the persuasive approach of Hope/Faith and Meaning/Calling. 

These secondary supports depend more on the individual spirituality to 

influence Spirit at Work. 

 

Managerial Implication 

The study had shown that the full support of the Spiritual Capital 

Management (SCM) of PT Telkom is important to enhance the outcome 

of spirit at work. Nevertheless PT Telkom needs to consider the dynamic 

relationship between organizational resources interacting with human 

resources to influence Spirit at Work. PT Telkom needs to show their 

unique value proposition by providing the organizational resource toward 

spirit at work in a dynamic way. The current curriculum and non 

curriculum activities of SCM needs to be improved to consider the 

different characteristics of employees. 

PT Telkom needs to do a mapping of their human resources. To 

the relatively higher individual spirituality, the findings show that 

organization needs to focus more toward empowering the individual roles 

by the soft persuasive approach. This could be done for example by 

offering high employee empowerment and challenge to provide service 

and / or social service. This is in line with the findings of Guillen (2012) 

discussed in the previous chapter that the social aspect in work with the 

focus of helping and serving others creates a great intrinsic motivating 
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behavior. Through offering opportunities to serve in a social cause, the 

individual will satisfy his/her higher calling and meaning of work and build 

a solid hope and faith in work. Through the social and volunteering 

opportunity, company will find out which employees are showing high 

determination and commitment of helping and serving others. These 

would reveal that those specific employees would tend to have a relatively 

higher Individual Spirituality as they show the preference of helping 

others as opposed to the focus of self-orientation. 

This study proposes that the individual spirituality characteristic 

based approach should be considered as one of the mechanism to design 

the Human Resource Development plan toward a greater impact. The 

mapping process of employees’ characteristic could be done through 

conducting social projects as shown above. The employees could then be 

differentiated through the seemingly higher and seemingly lower Individual 

Spirituality who is focusing more toward self. The hard approach, where 

the company holds a primary role to support the employees’ Spirit at Work 

is appropriate toward the employees with relatively lower Individual 

Spirituality. In the other hand, the relatively higher Individual Spirituality 

respond better to the soft persuasive approach where the employees hold a 

more active role in developing their own Spirit at Work. Here the 

organization holds the secondary role in influencing employees’ Spirit at 

Work. 

The hard approach could be designed in the form of experiential 

learning workshop to enhance awareness of the company’s vision of 

“Character into Commerce” conducted by the Spiritual Capital 

Management (SCM) division. These workshops could be targeted toward 

employees with relatively lower Individual Spirituality. Nevertheless the 
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challenge is on making sure that the value given through the SCM 

curriculum is embedded in the organization through all the leaders as role 

models in the organization. Telkom would improve their Spirit at Work 

significantly if all the groups, leaders and each job activities are also 

implementing supporting values as presented by their organizational 

values. If the group, job activities and role model leaders from all layers 

top-down are all walking the talk consistently implementing the 

organizational values, the spirit at work would be sustainable and proven to 

not just be a part of a corporate façade or a management fad. 

Interesting finding shows that in general altruistic love is not strong 

enough to directly support spirit at work. Nevertheless it is still important 

and influence spirit at work significantly for the group of lower Individual 

Spirituality. This suggests that the organization could focus their specific 

care and attention to the employees with the relatively lower individual 

spirituality level, for instance the intensive training of Spirit at Work could 

be targeted to these specific employees. This could be the answer to 

maximize the impact of limited human resource development budget. 

Offering a similar training to the relatively higher individual spirituality may 

not be resulting toward the desired goals. It could in the other hand be a 

sign of distrust of the spirituality level of the already “High leveled” 

spiritual employees. 

Retaining the best talent has always been important. It is especially 

critical in the technology and knowledge-based economy, where service 

needs to be enhanced with tacit knowledge based on years of experience in 

working. The key to retaining these employees seems to be by 

understanding the characteristics of their needs toward experiencing spirit 

at work. Organization needs to understand the needs of employees based 
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on their unique level of individual spirituality. This research finding shows 

that primary role with hard approach should be catered toward lower than 

average individual spirituality. This suggests that these employees need 

specific support of vision, caring and respectful support. In the other hand 

group of higher Individual Spirituality which shows higher self- 

determination, enrichment and discovery of self tends to respond better to 

the soft persuasive approach which is shown through giving higher trust, 

level involvement, empowerment and responsibility. 

The variables of hope/faith and meaning /calling in the indicators 

show self-determination and high commitment in work which is the traits 

of high performers. This as discussed in previous chapter is in line with 

Kulesa (2003) and Marques (2005) who posited that top performers pay 

special attention to high-level issues. Hence, this research finding suggests 

that higher Individual spirituality employees seek an environment with 

enhanced development and career-path opportunities. This suggests that 

HR could adjust the career path strategy based on the Individual 

Spirituality characteristic of the employees. 

The finding shows that the highest loading factors of Individual 

Spirituality come from Intrapersonal dimension. This is also in line with 

the previous research using the Individual Spirituality measurement 

approach (Malik et al., 2010; Malik & Naeem, 2011). This suggests that the 

path toward enlightened human resource with spirit at work starts with 

hiring individuals with high level of intrapersonal spirit. The individuals 

should show self-determination, and the ability to discover and enrich one- 

self. These could be done through delivering individual assessment to 

show achievement orientation with a tendency to exert effort toward task 

accomplishment to achieve success as discussed in the earlier chapter 
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(Hughes & Ginnett, 2002). 

The finding of this research suggests that for the soft persuasive 

approach it is important that the intrapersonal aspect is continuously 

encouraged by a continuous self-discovery and self-enrichment process. 

This could be done by involving employees to serve in a communal aspect 

as discussed earlier, which enable to create social change as posited by 

Porth et al (2003). Hence the spiritual values and transcendental aspects are 

shown through a horizontal relationship with workers, vendors, customers 

and communities toward a beneficial relationship where the emphasis is on 

the mutual benefit for all the stakeholders. The spiritual motivation can be 

encouraged by involving employees in the social endeavors of giving. As 

stated in the earlier chapter, these motivations of giving will improve 

human intrinsic motivation in organization, foster better relationships and 

lead to a more ethical and spiritual culture (Guillen et al, 2012). 

 

Limitations and Future Research 

The limitation of this research could be seen through the content, 

and the methodology of the research. Through the content based, the 

limitation lies on the limited resources analyzed as the determining factors 

of Spirit at Work. This research is only focusing toward organizational 

resource and human resource through the intangible aspects point of view. 

In the theory of Resource Based View, physical resource, technology and 

financial are also possible resources. In terms of human and organization 

resources, this research is only looking through the lenses of spiritual 

aspects which encompassed other intangible aspects. Future research 

should also consider other intangible resources relevant with spirit at work, 
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such as organizational culture and perceived organizational support. 

Methodologically, spiritual aspects of a company should be analyzed 

also through the qualitative point of view. The findings should be mutually 

complemented based on both the quantitative and qualitative lenses. 

Therefore mix method would be a better future approach for this type of 

research. This research is only conducted in one service company in 

Indonesia which represents the volatile and turbulence technology based 

service company. It has not touched the other form of company which is 

stable, routine, and has low competition, such as PLN (Persero) Indonesia 

or manufacturing and / or government services. Different dynamics, 

competition level and technology pressure should also be considered in the 

future research model’s hypotheses. 

In addition, due to the restricted classified data, the research could 

not use objective data such as KPI (key performance indicators) of the 

employees; hence the measurements of the competitive advantages are 

using the perceived self-evaluation by the respondents which could 

influence the objectivity of the two constructs of OC and JS. Future 

research therefore should address the points mentioned as the research’s 

limitations. It would be beneficial for the future research to use objective 

data for the dependent variables which could convey a deeper analysis on 

the resources and capabilities toward competitive advantages. It will also be 

valuable if the measurement is conducted 360 degree with multiple sources 

of information. It would also be interesting to analyze different types of 

respondents, for example focusing only to the front office employees. 

The dynamic relationship of organizational resource interacting 

with human resources need to be revisited in the future research in a 
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different research context, for example in the context of monopoly, low 

competition companies, in order to further understand the dynamic 

characteristics of the interaction between Spiritual Leadership and 

Individual Spirituality. 
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