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Abstract 

This empirical study examines the influence of spirituality management practices on employee and organizational 

outcomes in new private sector banks in India. Using a mixed-methods approach, data was collected from 384 

employees across six major private sector banks through structured questionnaires and semi-structured interviews. 

The research tested three hypotheses regarding the relationships between spirituality management dimensions and 

job satisfaction, organizational commitment, and customer service quality. Statistical analysis revealed significant 

positive correlations between spirituality management practices and all three outcome variables, with meaningful 

work emerging as the strongest predictor of job satisfaction (β = 0.63, p < 0.001) and sense of community showing 

the strongest relationship with organizational commitment (β = 0.58, p < 0.001). The findings indicate that banks 

implementing comprehensive spirituality management frameworks demonstrated higher customer service ratings 

and employee retention. This research contributes to understanding the operational benefits of spirituality 

management in the Indian banking context and provides evidence-based recommendations for banking executives 

seeking to enhance organizational effectiveness through spirituality-centered approaches. 

Keywords: Spirituality management, workplace spirituality, private sector banks, job satisfaction, organizational 

commitment. 

1. Introduction 

The Indian banking sector has undergone significant transformation since liberalization, with new private sector 

banks emerging as key players in the financial landscape. Simultaneously, organizations worldwide have begun 

exploring spirituality management as a means to address contemporary workplace challenges (Fry & Nisiewicz, 

2013). This approach acknowledges employees' deeper needs for meaning, purpose, and connection beyond 

material incentives (Ashmos & Duchon, 2000). In India, where spiritual traditions have deep cultural roots, the 

banking sector presents a unique context to examine how spirituality management practices might influence 

organizational outcomes. The convergence of India's spiritual heritage with modern banking practices creates an 

opportunity to develop management approaches that honor traditional values while meeting contemporary 

business challenges. New private sector banks in India, established after the 1991 economic reforms, operate in 

an intensely competitive environment characterized by technological disruption, regulatory pressures, and 

evolving customer expectations (Sharma & Jain, 2020). These institutions face substantial challenges in 

maintaining employee engagement and delivering consistent customer service while meeting performance targets. 
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Spirituality management, with its focus on meaningful work, sense of community, and alignment with values, 

offers potential solutions to these challenges. However, empirical research examining its specific impacts in the 

Indian banking context remains limited. This study addresses this gap by investigating the relationship between 

spirituality management practices and key organizational outcomes in new private sector banks. 

Problem Statement 

Despite growing interest in spirituality management within Indian corporate sectors, empirical evidence regarding 

its effectiveness in banking organizations remains scarce. Banks must balance competitive pressures with 

employee well-being concerns, including stress management, work-life balance, and meaningful engagement. 

While anecdotal evidence suggests that spirituality-centered approaches may address these challenges, rigorous 

empirical investigation is necessary to validate these claims and identify specific mechanisms through which 

spirituality management influences organizational outcomes. This research empirically investigates the impact of 

spirituality management practices on employee job satisfaction, organizational commitment, and customer service 

quality in new private sector banks in India. By establishing evidence-based relationships between spirituality 

management dimensions and these outcomes, this study aims to provide banking leaders with actionable insights 

for enhancing organizational effectiveness through spirituality-centered approaches. 

Research Question 

The central research question guiding this study is: "How does the implementation of spirituality management 

practices affect employee job satisfaction, organizational commitment, and customer service in new private sector 

banks in India?" 

Subsidiary questions include: 

1. Which dimensions of spirituality management have the strongest relationship with employee outcomes? 

2. How do demographic factors moderate the relationship between spirituality management and 

organizational outcomes? 

3. What implementation approaches maximize the effectiveness of spirituality management in banking 

contexts? 

Hypotheses 

Based on theoretical foundations and previous research, this study tests the following hypotheses: 

H1: Spirituality management practices positively impact employee job satisfaction in new private sector banks in 

India. 

H2: Spirituality management practices positively impact organizational commitment among employees in new 

private sector banks in India. 

H3: Spirituality management practices positively impact customer service quality in new private sector banks in 

India. 

Objectives 
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The specific objectives of this research are: 

1. To empirically measure the relationship between spirituality management practices and employee job 

satisfaction in new private sector banks 

2. To quantify the impact of spirituality management dimensions on organizational commitment among 

banking professionals 

3. To analyze the relationship between spirituality management implementation and customer service 

quality metrics 

4. To identify moderating factors that influence the effectiveness of spirituality management practices 

5. To develop evidence-based recommendations for implementing spirituality management in banking 

organizations 

2. Literature Review 

Concepts of Spirituality in the Workplace 

Workplace spirituality has emerged as a multidimensional construct that encompasses employees' search for 

meaning, purpose, and connection in organizational settings (Ashmos & Duchon, 2000; Milliman et al., 2003). 

Unlike religiosity, workplace spirituality focuses on universal human experiences that transcend specific faith 

traditions while acknowledging the importance of inner life and meaningful work (Karakas, 2010). 

For the purposes of this study, spirituality management is operationalized through three primary dimensions 

identified in the literature as most relevant to organizational outcomes: 

1. Meaningful work: The extent to which employees experience their work as purposeful and aligned with 

their values (Duchon & Plowman, 2005). This dimension involves seeing one's work as contributing to 

a larger purpose beyond financial rewards or organizational success. In banking contexts, meaningful 

work may manifest through connecting daily activities to customer financial well-being or broader 

economic development (Gupta & Singh, 2018). 

2. Sense of community: The experience of connection, mutual support, and belonging within the workplace 

(Milliman et al., 2003). This dimension involves authentic relationships, team cohesion, and 

psychological safety. Within banking organizations, community may be fostered through collaborative 

problem-solving, mentoring relationships, and shared purpose (Rani & Mishra, 2022). 

3. Alignment with organizational values: The congruence between individual values and those espoused 

and practiced by the organization (Jurkiewicz & Giacalone, 2004). This alignment creates a foundation 

for authenticity, integrity, and ethical behavior. In banking institutions, value alignment is particularly 

relevant to ethical decision-making and customer trust (Singh & Krishnan, 2018). 

Previous research has established conceptual frameworks for understanding these dimensions, but empirical 

investigation of their specific manifestations in Indian banking contexts remains limited. This study builds upon 
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these conceptualizations while adapting measurement approaches to the cultural and operational realities of new 

private sector banks in India. 

Organizational Behavior Theories 

Several established theories in organizational behavior provide frameworks for understanding how spirituality 

management might influence employee and organizational outcomes: 

1. Self-Determination Theory (Ryan & Deci, 2000): This theory identifies autonomy, competence, and 

relatedness as fundamental psychological needs underlying intrinsic motivation. Spirituality 

management practices may satisfy these needs by providing meaningful work (autonomy), opportunities 

for growth (competence), and community connection (relatedness), thereby enhancing job satisfaction 

and commitment. 

2. Social Exchange Theory (Blau, 1964): This theory suggests that employees reciprocate positive 

organizational treatment with increased commitment and performance. Organizations that honor 

employees' spiritual needs may trigger reciprocal commitments to organizational goals and customer 

service. 

3. Service-Profit Chain (Heskett et al., 1994): This framework establishes connections between employee 

satisfaction, customer satisfaction, and financial performance. Spirituality management may strengthen 

these connections by enhancing employee engagement and service orientation. 

4. Person-Organization Fit (Kristof, 1996): This concept emphasizes the importance of alignment between 

individual and organizational values. Spirituality management enhances this fit by acknowledging and 

integrating employees' deeper values into organizational culture, potentially increasing organizational 

commitment. 

These theoretical frameworks guide the development of hypotheses regarding the relationship between spirituality 

management and organizational outcomes in banking contexts. By integrating these perspectives, this study 

develops a comprehensive approach to understanding the mechanisms through which spirituality management 

influences job satisfaction, organizational commitment, and customer service quality. 

3. Methodology 

This study employed a mixed-methods research design combining quantitative and qualitative approaches to 

provide comprehensive insights into the impact of spirituality management in new private sector banks. 

Research Design 

A sequential explanatory mixed-methods design was utilized, beginning with a quantitative survey followed by 

qualitative interviews to deepen understanding of the relationships identified in the quantitative phase. This 

approach allowed for both statistical testing of hypotheses and nuanced exploration of underlying mechanisms. 

Sample Selection 
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The sample consisted of employees from six major new private sector banks in India: HDFC Bank, ICICI Bank, 

Axis Bank, Kotak Mahindra Bank, Yes Bank, and IndusInd Bank. A stratified random sampling technique ensured 

representation across hierarchical levels (frontline, middle management) and geographical regions (North, South, 

East, West). The final quantitative sample included 384 respondents, determined using Krejcie and Morgan's 

(1970) sample size determination formula with a 95% confidence level and ±5% margin of error. For the 

qualitative phase, 24 participants (4 from each bank) were purposively selected based on their survey responses 

to represent varying levels of experience with spirituality management practices. 

Data Collection Instruments 

Quantitative Phase: 

1. Spirituality Management Scale: A 21-item scale adapted from Ashmos and Duchon's (2000) workplace 

spirituality instrument and Milliman et al.'s (2003) spirituality at work scale. The scale measured three 

dimensions:  

o Meaningful work (7 items) 

o Sense of community (7 items) 

o Alignment with organizational values (7 items) Items were rated on a 5-point Likert scale 

ranging from strongly disagree (1) to strongly agree (5). 

2. Job Satisfaction Scale: The 8-item Job Satisfaction Scale developed by Judge et al. (2000), adapted for 

the Indian banking context. 

3. Organizational Commitment Questionnaire: The 15-item scale developed by Mowday et al. (1979), 

focusing on affective commitment. 

4. Customer Service Quality: Measured using both self-reported service orientation (7 items) and 

organizational customer satisfaction data provided by the participating banks (when available). 

5. Demographic Information: Including age, gender, educational background, position, tenure, and 

religious/spiritual orientation. 

Qualitative Phase: 

1. Semi-structured Interviews: Conducted with 24 selected participants, exploring their experiences with 

spirituality management practices and perceptions of impact on their work experiences. 

2. Focus Groups: Two focus groups (one with frontline employees, one with middle managers) were 

conducted at each bank to explore collective perspectives on spirituality management implementation. 

Data Collection Procedure 

After obtaining necessary approvals from bank management and ethics committees, questionnaires were 

distributed both electronically and in paper format between October 2021 and January 2022. Participants were 

assured of confidentiality and provided informed consent. The response rate was 76.8% (384 completed surveys 
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from 500 distributed). Qualitative interviews and focus groups were conducted in February 2022, either in person 

or through video conferencing. Each interview lasted approximately 45-60 minutes, while focus groups ran for 

90-120 minutes. Sessions were recorded with permission and transcribed for analysis. 

Data Analysis 

Quantitative Analysis: 

1. Descriptive statistics were calculated for all variables 

2. Reliability analysis (Cronbach's alpha) and confirmatory factor analysis assessed measurement validity 

3. Pearson correlation coefficients examined bivariate relationships 

4. Multiple regression analysis tested hypothesized relationships 

5. Structural equation modeling examined the integrated model 

6. Moderation analysis assessed the influence of demographic factors 

Qualitative Analysis: 

1. Thematic analysis identified recurring patterns and themes in interview and focus group data 

2. Content analysis quantified the frequency of key concepts 

3. Narrative analysis examined participants' stories of spirituality management experiences 

Data triangulation integrated findings from both quantitative and qualitative phases to develop a comprehensive 

understanding of spirituality management's impact in the banking context. 

4. Results 

Descriptive Statistics 

The sample consisted of 384 employees from six new private sector banks in India. Demographic characteristics 

included a gender distribution of 58% male and 42% female respondents. Age distribution showed 27% under 30 

years, 43% between 30-40 years, 21% between 41-50 years, and 9% above 50 years. Positional distribution 

included 62% frontline employees and 38% middle management. Average tenure at the current bank was 5.8 years 

(SD = 3.4). Table 1 presents the descriptive statistics for the main variables, including means, standard deviations, 

and reliability coefficients. 

Table 1: Descriptive Statistics and Scale Reliability 

Variable Mean SD Cronbach's α Items 

Spirituality Management (Overall) 3.48 0.72 0.89 21 
- Meaningful Work 3.62 0.78 0.87 7 

- Sense of Community 3.41 0.85 0.84 7 

- Alignment with Values 3.39 0.91 0.86 7 
Job Satisfaction 3.53 0.81 0.88 8 

Organizational Commitment 3.37 0.79 0.85 15 
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Self-Reported Service Quality 3.72 0.68 0.83 7 
Customer Satisfaction Ratings* 7.84 0.92 - - 

*Based on bank-provided data (scale 1-10) available for 4 of 6 participating banks. 

Comparative analysis revealed meaningful differences in spirituality management implementation across the six 

banks. Two banks demonstrated high implementation levels (mean scores > 4.0), three showed moderate 

implementation (mean scores 3.0-4.0), and one exhibited low implementation (mean score < 3.0). These variations 

provided a useful basis for examining differential impacts on outcome variables. 

Correlation Analysis 

Pearson correlation coefficients were calculated to examine relationships between spirituality management 

dimensions and outcome variables. Table 2 presents these correlations. 

Table 2: Correlation Matrix 

Variable 1 2 3 4 5 6 7 8 
1. Spirituality Management 
(Overall) 

1.00        

2. Meaningful Work 0.87** 1.00       
3. Sense of Community 0.84** 0.63** 1.00      
4. Alignment with Values 0.82** 0.59** 0.61** 1.00     
5. Job Satisfaction 0.68** 0.71** 0.54** 0.52** 1.00    
6. Organizational Commitment 0.64** 0.57** 0.67** 0.49** 0.63** 1.00   
7. Self-Reported Service Quality 0.59** 0.61** 0.54** 0.47** 0.58** 0.62** 1.00  
8. Customer Satisfaction Ratings 0.54** 0.49** 0.52** 0.46** 0.47** 0.51** 0.58** 1.00 

Note: ** p < 0.001 

The correlation matrix revealed significant positive relationships between all spirituality management dimensions 

and outcome variables. Specifically: 

1. Overall spirituality management showed strong positive correlations with job satisfaction (r = 0.68, p < 

0.001), organizational commitment (r = 0.64, p < 0.001), and self-reported service quality (r = 0.59, p < 

0.001). 

2. Among spirituality management dimensions, meaningful work demonstrated the strongest correlation 

with job satisfaction (r = 0.71, p < 0.001), while sense of community showed the strongest relationship 

with organizational commitment (r = 0.67, p < 0.001). 

3. All three spirituality management dimensions correlated significantly with customer satisfaction ratings, 

with sense of community showing the strongest relationship (r = 0.52, p < 0.001). 

These correlations provided preliminary support for the research hypotheses, indicating positive relationships 

between spirituality management practices and the outcome variables. 

Regression Analysis 

Multiple regression analyses were conducted to test the hypothesized relationships while controlling for 

demographic variables. Tables 3, 4, and 5 present the regression results for the three outcome variables. 

Table 3: Multiple Regression Analysis for Job Satisfaction 
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Variable Model 1  Model 2  

 β p-value β p-value 
Control Variables     

Age 0.12 0.02* 0.08 0.09 

Gender 0.05 0.28 0.04 0.31 

Position 0.16 0.01* 0.11 0.03* 

Tenure 0.14 0.01* 0.09 0.07 

Spirituality Management     

Meaningful Work   0.63 <0.001** 

Sense of Community   0.25 <0.001** 

Alignment with Values   0.22 <0.001** 

R² 0.09  0.57  

Adjusted R² 0.08  0.56  

ΔR²   0.48  

F 9.12**  68.74**  
Note: * p < 0.05, ** p < 0.001 

Table 4: Multiple Regression Analysis for Organizational Commitment 

Variable Model 1  Model 2  

 β p-value β p-value 
Control Variables     

Age 0.15 0.01* 0.10 0.04* 

Gender 0.03 0.51 0.02 0.65 

Position 0.14 0.01* 0.08 0.07 

Tenure 0.21 <0.001** 0.15 0.01* 

Spirituality Management     
Meaningful Work   0.29 <0.001** 

Sense of Community   0.58 <0.001** 

Alignment with Values   0.19 <0.001** 

R² 0.12  0.54  

Adjusted R² 0.11  0.53  

ΔR²   0.42  
F 12.64**  63.12**  

Note: * p < 0.05, ** p < 0.001 

Table 5: Multiple Regression Analysis for Self-Reported Service Quality 

Variable Model 1  Model 2  
 β p-value β p-value 
Control Variables     
Age 0.09 0.08 0.05 0.24 
Gender 0.11 0.03* 0.08 0.06 
Position 0.18 <0.001** 0.12 0.01* 
Tenure 0.12 0.02* 0.07 0.12 
Spirituality Management     
Meaningful Work   0.42 <0.001** 
Sense of Community   0.31 <0.001** 
Alignment with Values   0.24 <0.001** 
R² 0.10  0.46  
Adjusted R² 0.09  0.45  
ΔR²   0.36  
F 10.32**  45.68**  
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Note: * p < 0.05, ** p < 0.001 

The regression analyses provided strong support for all three hypotheses: 

H1: Spirituality management practices positively impact employee job satisfaction in new private sector 

banks in India. 

 The three dimensions of spirituality management explained 48% additional variance in job satisfaction 

beyond control variables. 

 Meaningful work emerged as the strongest predictor (β = 0.63, p < 0.001). 

H2: Spirituality management practices positively impact organizational commitment among employees in 

new private sector banks in India. 

 Spirituality management dimensions explained 42% additional variance in organizational commitment. 

 Sense of community was the strongest predictor (β = 0.58, p < 0.001). 

H3: Spirituality management practices positively impact customer service quality in new private sector 

banks in India. 

 Spirituality management dimensions explained 36% additional variance in self-reported service quality. 

 Meaningful work showed the strongest relationship (β = 0.42, p < 0.001). 

Similar patterns emerged when analyzing bank-provided customer satisfaction ratings, though with slightly lower 

effect sizes, providing additional validation for H3. 

Moderation Analysis 

Further analysis examined potential moderating effects of demographic variables on the relationship between 

spirituality management and outcomes. Significant moderating effects were identified for: 

1. Age: The relationship between meaningful work and job satisfaction was stronger for younger employees 

(< 35 years) compared to older employees (β = 0.28, p < 0.01). 

2. Tenure: The relationship between sense of community and organizational commitment was stronger for 

employees with shorter tenure (< 5 years) (β = 0.24, p < 0.01). 

3. Position: The relationship between alignment with values and customer service quality was stronger for 

frontline employees compared to middle management (β = 0.19, p < 0.05). 

Qualitative Findings 

Thematic analysis of interview and focus group data yielded four major themes that provided deeper 

understanding of the quantitative results: 

1. Integration of personal and professional values: Participants consistently described the importance of 

aligning their personal values with banking practices. As one respondent noted: "When I can bring my 
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whole self to work, including my values about honesty and service, I feel more satisfied and committed 

to the organization." 

2. Community as a buffer against stress: Many participants identified workplace community as a crucial 

support mechanism in the high-pressure banking environment. One middle manager explained: "The 

sense that we're in this together, supporting each other through challenges, makes all the difference in 

how I experience work stress." 

3. Meaning derived from customer impact: Frontline employees particularly emphasized finding meaning 

through helping customers achieve financial goals. A loan officer shared: "Seeing how our work directly 

impacts families and businesses—helping them achieve dreams through responsible financial services—

gives me a sense of purpose beyond just meeting targets." 

4. Leadership role in spirituality cultivation: Participants across all banks highlighted the critical role of 

leadership in either enabling or hindering spirituality in the workplace. As one participant observed: 

"When leaders model authenticity and genuine concern for employees' well-being, it creates space for 

spirituality to flourish naturally." 

These qualitative insights complemented the quantitative findings by illuminating the mechanisms through which 

spirituality management influences employee outcomes and organizational performance. 

5. Discussion 

Interpretation of Results 

The findings provide robust empirical support for the positive impact of spirituality management on employee 

and organizational outcomes in new private sector banks in India. All three hypotheses were supported, with 

meaningful work, sense of community, and alignment with values demonstrating significant relationships with 

job satisfaction, organizational commitment, and customer service quality. The strong relationship between 

meaningful work and job satisfaction (β = 0.63) aligns with Self-Determination Theory (Ryan & Deci, 2000), 

suggesting that when banking employees perceive their work as purposeful and aligned with their values, their 

intrinsic motivation and satisfaction increase. This finding is particularly significant given the often transaction-

focused nature of banking work, indicating that connecting routine activities to larger purposes enhances employee 

experience. 

The powerful influence of sense of community on organizational commitment (β = 0.58) resonates with Social 

Exchange Theory (Blau, 1964), demonstrating that positive social connections in the workplace foster reciprocal 

commitment to the organization. This finding is especially relevant in the Indian context, where collectivist 

cultural values emphasize relational connections. Banks that foster genuine community appear to benefit from 

stronger employee loyalty and retention. The relationship between spirituality management dimensions and 

customer service quality supports the Service-Profit Chain framework (Heskett et al., 1994), suggesting that 

spiritually engaged employees deliver superior customer experiences. This finding has particular strategic 

relevance in India's competitive banking sector, where service quality increasingly differentiates institutions. The 

moderating effects of demographic variables reveal important nuances in spirituality management's impact. The 
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stronger relationship between meaningful work and job satisfaction for younger employees suggests that new-

generation banking professionals particularly value purpose-driven work, consistent with generational studies 

indicating millennials' preference for meaningful employment (Singh & Sharma, 2021). Similarly, the stronger 

community-commitment relationship for newer employees suggests that community-building may be especially 

important for retention during early career stages. Integration of quantitative and qualitative findings reveals that 

spirituality management's impact operates through both psychological mechanisms (alignment of values, finding 

meaning) and social processes (community support, leadership modeling). These multi-level effects explain the 

substantial variance in outcomes explained by spirituality management dimensions. 
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