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Abstract

In the present business scenario, organisations grapple with continuous disruption 
driven by competition, technological advancements, geopolitical volatility and 
an increasingly informed consumer base. This evolving environment has shifted 
from the VUCA model (volatility, uncertainty, complexity and ambiguity) to the 
BANI framework (brittle, anxious, nonlinear and incomprehensible). To navigate 
these challenges, resilience and agility have become crucial for organisations, 
necessitating the development of a supportive culture and competent workforce. 
Amidst newspaper reports of toxic leadership and toxic culture prevailing in 
Indian banking sector, employee wellbeing has become a significant aspect 
for better performance in recent times. As India aims to become $5 trillion 
economy by FY 2025–26, the Indian banking sector is expected to align itself 
with this objective and perform efficiently. In this backdrop, it can be argued 
that spiritual leadership may act as toxin handler and influence job engagement 
through spiritual wellbeing. This research study aims to explore the relationship 
between spiritual leadership, spiritual wellbeing and job engagement in the 
Indian banking sector. The proposed conceptual framework, derived from Fry’s 
(2005) Causal Model of Spiritual Leadership, indicates ‘vision’, ‘hope/faith’ and 
‘altruistic love’ as components of spiritual leadership and ‘meaning/calling’ and 
‘membership’ as components of spiritual wellbeing. The conceptual model is then 
tested using partial least squares structural equation modelling and the result 
confirms that spiritual wellbeing is a significant predictor of ‘job engagement’ 
in the Indian banking sector. Further, this study establishes the critical role of 
spiritual leadership in enhancing overall employee wellbeing. Leadership is a 
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crucial factor in creating the right work environment and practicing spiritual 
leadership would help nurture an engaged workforce.
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Introduction

As India aims to become $5 trillion economy by FY 2025–26, the Indian banking 
sector is expected to align itself with this objective and perform efficiently. 
According to the newspaper reports, in FY 2023–24 so far, the bank credit has 
been growing at the rate of 15% per annum. The overall non-performing assets 
also decreased. However, raising retail deposits remained a challenge in this 
highly competitive sector. As a consequence, the bank employees are under 
much pressure to perform consistently. In recent times, several incidents of 
verbal and other forms of abuse of senior employees to their subordinates 
generated wide debate on the presence of ‘toxic leadership’ and ‘toxic work 
culture’ vis-à-vis employee wellbeing and sustainable practices in the Indian 
banking sector.

Research on toxic work culture is more of a recent phenomenon. Frost 
(2003) was one of the early researchers on this topic who proposed that 
workplace toxicity originates due to ignorance of emotions that people contain 
about their workplace. A toxic workplace negatively impacts an employee’s 
confidence, self-esteem and self-worth. While the short-term effects of 
workplace toxicity are fatigue and irritability, the long-term effects could be 
clinical depression and heart disease. Frost further proposed the concept of 
‘toxic handlers’—the compassionate and caring individuals who help their 
fellow colleagues to combat stress and thus contribute significantly to create 
a healthy organisation.

Other researchers such as Appelbaum and  Roy-Girard (2007), George (2023) 
established the fact that toxic managers or leaders and toxic culture largely result 
in destructive and ineffective toxic organisations. Anjum and Ming (2018) and 
Rasool (2021) observed that workplace harassment, workplace bullying 
and workplace ostracism act as detrimental factor towards employee motivation 
and engagement and productivity.

On the other hand, the desire for alternative leadership styles gained 
momentum since 2000s as several cases of fraudulent and dishonest acts, 
distrust, low employee engagement and employee turnover continued, and 
organisations tried to address such issues by adopting alternative leadership 
approaches such as spiritual leadership. Influence of workplace spirituality on 
employee wellbeing has been studied by several researchers in recent past 
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(Khatri & Gupta, 2017; Pawar, 2016). Taking a cue from the existing literature, 
this study aims to establish a relationship between spiritual leadership, spiritual 
wellbeing (SWB) and job engagement in Indian banking sector, based on an 
empirical survey.

Literature Review and Hypothesis Formation

Spiritual Wellbeing and Employee Wellbeing: The Interconnection

Moberg was one of the early researchers on the subject of SWB who explained 
SWB as ‘man’s inner resources, especially his ultimate concern, the basic value 
around which all other values are focused, the central philosophy of life that guides 
a person’s conduct’ (Moberg, 1984). He further explained the concept as having two 
components—vertical dimension or religious wellbeing and horizontal dimension 
or existential wellbeing. While religious wellbeing is more connected to supreme 
divinity or an eternal power, existential wellbeing is the sense of purpose in life, 
peace and life satisfaction (Su et al., 2009) or, one’s relationship with oneself, and 
with the environment. Moberg’s contemporary researcher Ellison suggested that 
SWB has been an outcome of spiritual health of an individual (Ellison, 1983). With 
time, the functional definition of SWB got more associated with ‘health’ in totality 
of the inner resources of people, a sense of within-person integration or 
connectedness. Dhar et al. (2013) stated that SWB is ‘one of the most important 
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dimensions of human well-being’. On the other hand, Fisher (2011) proposed the 
Four Domains Model of SWB where the identified domains have been ‘personal’, 
‘communal’, ‘environmental’ and ‘transcendental’. The ‘personal’ domain includes 
attributes such as meaning, purpose and values (self-awareness).

Ryff (1989, 2014, 2018), another prominent researcher in the field of 
psychological wellbeing (PWB), developed the scale of PWB consisting of six 
constructs, namely, ‘autonomy’, ‘environmental mastery’, ‘personal growth’, 
‘purpose in life’, ‘positive relations with others’ and ‘self-acceptance’. The core 
dimensions of PWB are mentioned in Figure 1. On the other hand, a meaningful 
life or purpose in life is also a dimension of SWB. Park et al. (2017) mentioned 
that SWB comprises belief, meaning and peace.

The concept of wellbeing has wide range of explanations such as ‘an 
individual’s perception of life, happiness, meaning and purpose, work 
satisfaction, personal development, or social relationships’ (Su et al., 2014). 
Wellbeing is ‘a state of mind wherein individuals perceive on mental health, 
happiness and also quality of work experiences’. Many researchers argued that 
wellbeing encompasses social, spiritual, emotional and intellectual wellbeing 
(McCarthy et al., 2011). Paloutzian and Ellison (1982) reported the spiritual 
well-being scale consisting of two major aspects of SWB—including a religious 
sense and an existential sense.

Job Engagement: An Important Workplace Outcome

Workplace outcomes across organisations depend on employees’ willingness to 
engage in their own jobs to a great extent (Bakker et al., 2016). Employee job 
engagement is also found to be important for achieving efficiency and good 
performance at individual (Bayighomog & Arasli, 2022), team (Seppälä et al., 
2020) and organisational level (Yang et al., 2019).

Spiritual Leadership, SWB and Job Engagement

Fry et al. (2005) proposed causal model of spiritual leadership that involves 
intrinsically motivating and inspiring workers through ‘hope/faith’, ‘vision’ and 
‘altruistic love’. Fry’s model proposes SWB as a higher-level construct with sub-
dimensions of meaning/calling and membership. The purpose of spiritual 
leadership is to explore the basic needs of both the leader and followers for SWB 
and to fabricate vision and value agreement across the individual employee, teams 
and organisation as a whole.

This study is focused on understanding spiritual leadership as a predictor of 
SWB as proposed by Fry’s Causal Model mentioned in Figure 2. Fry’s model 
describes spiritual leadership as a function of vision, hope/faith and altruistic love 
and SWB as function of meaning/calling and membership. Vision is explained as 
depiction of the future with some reason or explanation as to why that future 
needs to be attained. Hope/Faith is a desire with an expectation of fulfilment of 
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vision. For spiritual leadership, Altruistic Love is defined as ‘a sense of 
wholeness, harmony, and wellbeing produced through care, concern, and 
appreciation for both self and others’. Further, Fry indicated two sub-dimensions 
of SWB, that is, a sense of meaning and membership. Meaning/Calling is the 
idea of questioning one’s existence which is the primary matter of human life. 
Work is one of the ways to find a sense of meaning in life. Meaning in work has 
also been studied in the empowerment model (Spreitzer et al., 1997) and the job 
characteristics model (Hackman & Oldham, 1976). Membership is a matter of 
interrelationships and connection through social interaction. People value their 
affiliations, being interconnected and the sense of belongingness to a larger 
community. Membership is often considered as the core of organisational culture 
(Fagley & Adler, 2012).

Some researchers indicated spiritual leadership as an important factor in the 
workplace that may impact subjective wellbeing. Further, it has been argued 
that spiritual leadership influences psychological ownership directly and 
through a mediating role of SWB (Arshad & Abbasi, 2014). Spiritual leadership 
is linked with various organisational outcomes, such as employee wellbeing and 
human health by means of SWB (Nielsen et al., 2009). SWB in turn influences 
employee morale, commitment, a sense of meaning and a job calling (Fry et al., 
2005), greater employee and leader motivation, satisfaction and task involvement 
(Delbecq, 1999), and job engagement (Salanova & Schaufeli, 2008). This 
suggests that spiritual leadership–induced SWB has an impact on job 
engagement.

‘Job engagement’ refers to ‘the harnessing of organisation members’ selves to 
their work roles’ (Kahn, 1990). When an employee exercises high level of 
professional engagement, he or she will be more integrated into the role behaviour 
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at work and at the same time would express himself or herself at work. In the 
process, the employee would become more engaged, satisfied and passionate 
about his or her work. There are two theoretical aspects of job engagement, one is 
‘role theory’ and the other is resource ‘conservation theory’. The ‘role theory’ 
discusses why individuals have different degrees of engagement in their 
workplace. A high degree of engagement in the workplace is called ‘personal 
dedication’ to work, while a low degree of engagement is called ‘personal 
alienation’. Employees in their work ‘employ and express themselves physically, 
cognitively, and emotionally during role performances’ (Kahn, 1990).

‘Resource conservation theory’ is first proposed by Hobfoll (1989) and is often 
used to explain the relationship between ‘job stress’ and ‘job burnout’ (Hunsaker, 
2019). Job requirements are considered as the influencing factors of ‘threat of loss 
of precious resources’—the main cause of job burnout. On the contrary, job 
resources are considered as the influencing factors of the acquisition of additional 
precious resources that can reduce job burnout and even improve employees ‘job 
engagement’. Lack of work resources leads to individual alienation (Joormann, 
2010; Schaufeli et al., 2006).

Csikszentmihalyi (2003) defines engaged employees as those who are 
immersed in their work and experience ‘a positive, fulfilling, work related state 
of mind that is characterised by vigour, dedication, and absorption’. On the 
other hand, employees with high levels of engagement usually score high on 
wellbeing aspect (Truss et al., 2013). Furthermore, Mendes and Stander (2011) 
argued that meaning, as one of the dimensions of SWB, is a predictor of work 
engagement.

Building upon the above arguments, the present research hypothesises:

H1: Spiritual leadership is a predictor of SWB.
H1(a): Vision is a predictor of meaning/calling.
H1(b): Vision is a predictor of membership.
H1(c): Hope/Faith is a predictor of meaning/calling.
H1(d): Hope/Faith is a predictor of membership.
H1(e): Altruistic love is a predictor of meaning/calling.
H1(f): Altruistic love is a predictor of membership.
H2: SWB is a predictor of job engagement.
H2(a): Meaning/Calling is a predictor of job engagement.
H2(b): Membership is a predictor of job engagement.

Materials and Methods

Convenience sampling is adopted for the purpose while conforming to certain 
criteria such as representativeness. Convenience sampling is a ‘statistical method of 
drawing respondents by selecting people because of the ease of their volunteering 
or selecting units because of their availability or easy access’. Employees working 
in managerial level in the Indian banking sector (assistant manager and above) are 
approached for cross-sectional, questionnaire-based survey.
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The questionnaire comprises statements for the constructs such as 
spiritual leadership, SWB and job engagement. To measure spiritual 
leadership and SWB, Fry’s SLT survey questionnaire is used (2005), whereas 
to measure job engagement, Schaufeli et al. (2006) Utrecht Work Engagement 
Scale 9 is used (refer to Table 1). The instrument uses nominal scales for 
placing data into categories such as age, years of experience and gender of 
the managers. Seven-point Likert-type scale is used to record the varying 
degree of agreement and disagreement with strongly disagree being 1 to 
strongly agree being 7, for a series of statements to capture their perception 
and interpretations.

The pilot survey was performed on 50 samples, and reliability and internal 
consistency of the questionnaire were established by measuring Cronbach’s alpha 
and exploratory factor analysis. The survey instrument was then applied for more 
sample collection, and overall 395 responses were received (refer to Table 2). The 
questionnaire was distributed in the form of a Google form to the bank employees 
of both public and private sector banks. Age, gender, managerial level and 
education are control variables.

After data collection using the survey instrument, partial least squares 
structural equation modelling (PLS-SEM) was applied to check relations 
between the constructs. Since PLS-SEM supports measuring complex 
models with a causal-predictive approach, the researchers felt that the causal 
nature of the conceptual model could be tested by using PLS-SEM technique 
Figure 3.

Table 1. Scales Adapted for the Present Research.

Sr. No. Variable Author/Year Instrument Title of Paper

1. Spiritual  
leadership 
(vision, hope, 
altruistic love)

Fry et al. (2005) SLT survey 
questionnaire

Spiritual 
leadership and 
army transfor-
mation: theory, 
measurement 
and establishing 
a baseline

2. Spiritual  
wellbeing 
(meaning/ 
calling,  
membership)

Fry et al. (2005) SLT survey 
questionnaire

Spiritual 
leadership and 
army transfor-
mation: theory, 
measurement 
and establishing 
a baseline

3. Job  
engagement

Schaufeli et al. 
(2006)

Utrecht work 
engagement 
scale 9

The measure-
ment of work 
engagement 
with a short 
questionnaire
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Figure 3.  Conceptual Model Proposed by the Researcher.

Table 2. Demographic Description of Sample Collected.

Item Category Frequency Percentage (%)

Age Less than 30 41 10

30–45 294 74

45–60 60 15

Gender Male 221 56

Female 174 43

Managerial level Assistant manager 167 42

Branch manager 153 52

Chief manager 75 19

Education Graduate 341 86

Postgraduate 54 14

Proposed Conceptual Framework

Result

Assessment of Measurement Model

The measurement model is assessed by measuring factor/item loadings (for item’s 
contribution to its assigned construct), variance inflation factor (for co-linearity) 
Cronbach alpha (for reliability), composite reliability (CR, for assessing the 
reliability of the model) and average variance extracted (AVE, for convergent 
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Table 3. Assessment of Measurement Model.

Construct Items
Factor 
Loading

Variance 
Inflation 
Factor

Cronbach’s 
Alpha

Composite 
Reliability

Average 
Variance 
Extracted

Vision IV1
IV2
IV3
IV4

0.856
0.877
0.819
0.837

2.313
2.398
1.811
2.245

0.870 0.911 0.719

Hope/
Faith

IH1
IH2
IH3
IH4
IH5

0.901
0.852
0.931
0.905
0.917

3.556
2.723
5.140
3.648
4.438

0.942 0.956 0.813

Altruistic 
love

IA1
IA2
IA4
IA5
IA6

0.851
0.807
0.872
0.841
0.878

2.449
2.082
2.748
2.602
2.990

0.904 0.929 0.723

Meaning/
Calling

IM1
IM2
IM3
IM4

0.857
0.886
0.890
0.844

2.291
2.967
3.091
2.171

0.892 0.925 0.756

Member-
ship

IMM1
IMM4
IMM5

0.843
0.824
0.873

1.757
1.602
1.939

0.803 0.884 0.718

Job en-
gagement

DJ3
DJ4
DJ5
DJ6
DJ7
DJ8

0.847
0.788
0.911
0.880
0.892
0.843

2.91
2.3

4.458
3.531
4.248
2.846

0.930 0.945 0.741

validity). The minimum acceptable limit for factor/item loadings, Cronbach’s 
alpha and CR is more than 0.7; for AVE, it is more than 0.5 and VIF is acceptable 
up to 10, and all the values mentioned in Table 3 are within the prescribed range. 
Discriminant validity is assessed by calculating the heterotrait–monotrait ration 
and found within permissible range of below 0.90 (Table 4).

Assessment of Structural Model

Once the measurement model is established, the structural model is assessed to 
evaluate proposed hypotheses as shown in Figure 4. The model presented a good 
fit with SRMR 0.076. Baring H1(b), all the hypotheses are significant as detailed 
in Table 5. Two-tailed, percentile bootstrap was performed at 0.05 significance 
level to test effects Figure 5.
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Table 4. Discriminant Validity—Heterotrait–Monotrait Ratio.

Altruistic 
Love

Hope/
Faith

Job  
Engagement

Meaning/
Calling Membership Vision

Altruistic 
love

Hope/Faith 0.816

Job engage-
ment

0.881 0.787

Meaning/
Calling

0.802 0.829 0.804

Membership 0.842 0.851 0.837 0.753

Vision 0.875 0.787 0.69 0.724 0.804

Source: Results received from PLS-SEM Analysis.

Figure 4. Assessment of Structural Model.

Discussion

Out of three microvariables of spiritual leadership construct, that is ‘vision’, 
‘hope/faith’ and ‘altruistic love’, ‘altruistic love’ emerged as significant predictor 
for ‘Meaning/Calling’ explaining variations (beta = 0.988) up to 98%. Another 
microvariable of spiritual leadership ‘hope/faith’ also influences ‘meaning/
calling’, explaining variations (beta = 0.201) up to 20%. However, ‘vision’ 
emerged as no significant impact on ‘meaning/calling’. For ‘meaning/calling’, R2 
value 0.864 denotes that the exogenous variables are substantially significant as 
the value is above 0.75 (Hair et al., 2013).
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Figure 5. Final Validated Structural Model.

Table 5. Assessment of Structural Model and Hypothesis Testing.
Endogenous 
Variable

Hypothesis 
Testing

Path 
Coe. Std. Err. T Stat P Value R2 Remark

Meaning/ 
Calling

Vision → 
meaning/
calling

−0.307 0.050 6.189 .603 0.864 Not  
supported

Hope/Faith 
→ meaning/
calling

0.201 0.050 4.012 .000 Supported

Altruistic 
love → 
meaning/
calling

0.988 0.039 25.036 .000 Supported

Membership Vision → 
member-
ship

0.019 0.059 0.317 .751 0.810 Not  
supported

Hope/Faith 
→ mem-
bership

0.244 0.058 4.190 .000 Supported

Altruistic 
love → 
member-
ship

0.668 0.047 14.202 .000 Supported

Job engage-
ment

Meaning/
Calling → 
job engage-
ment

0.732 0.045 16.312 .000 0.916 Supported

Member-
ship → job 
engagement

0.245 0.046 5.366 .000 Supported

Source: Results received from PLS-SEM Analysis.
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Further, out of three microvariables of spiritual leadership construct, that is 
‘vision’, ‘hope/faith’ and ‘altruistic love’, ‘altruistic love’ and ‘hope/faith’ 
emerged as significant predictors for ‘membership’ explaining variations 
(beta = 0.668), up to 66%, and (beta = 0.244) up to 24%, respectively. ‘Vision’ 
emerged as having no significant impact on membership (beta = 0.019). For 
membership, R2 value 0.810 denotes that the exogenous variables are substantially 
significant as the value is above 0.75 (Hair et al., 2013).

Out of two microvariables of SWB, both ‘meaning/calling’ and ‘membership’ 
are significant predictors of ‘job engagement’, explaining variations (beta = 0.732), 
up to 73%, and (beta = 0.245) up to 24%, respectively. For job engagement, R2 
value 0.916 denotes that both of the microvariables of SWB (‘meaning/calling’ 
and ‘membership’) are substantially significant as the value is above 0.75 
(Hair et al., 2013).

Conclusion and Recommendation

Based on the results of hypothesis testing carried out in this study, it can be 
concluded that SWB has a positive effect on job engagement in employees of the 
Indian banking sector. In addition, it can also be concluded that the trait of 
altruistic love in the leader (managerial level employees in Indian banks) is a 
significant predictor of SWB. Moreover, the leader’s hope/faith in his vision also 
influences SWB.

Besides, this study also brings into notice an interesting fact that leader’s vision 
may exert a negative impact on meaning/calling. The present researchers 
recommend future studies in this regard to understand the reasons behind this.

Indian retail banks must focus on SWB as a part of overall wellbeing of its 
employees since it would benefit the organisation in terms of inculcating an 
engaged workforce. Future research studies may test this model to other sectors 
such as healthcare.
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