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In this original paper, we aimed to find the impact of spiritual leadership (SL) on organizational learning
capacity (OLC), which may then improve the organizational development. To perform the study, we con-
ducted research with 578 employees in metalworking manufacturing. We measured SL in dimensions of
vision, hope/faith, altruistic love, meaning/calling and membership. After the data analysis, we deter-
mined that OLC has positive significant correlation with each of SL dimensions (at 0.000 level), how-
ever, the total explained variance of OLC - depending on SL- has come out a very low value (0.09),
which the businesses should consider while planning their development processes.
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INTRODUCTION

This paper is a research report, based on the develop-
ment of organizations. The last global crisis which has
started in 2008 has shown that it is necessary for the or-
ganizations to focus on development concept as a conti-
nuous process and make more detailed analyses in case
of industry shakeouts. In the context of continuous deve-
lopment process, our research question is about increas-
ing the development of the organizations through spiritual
leadership (SL) and organizational learning capacity
(OLQ).

We believe that OLC gets crucial importance to compe-
te in the global business. The businesses should follow
the new improvements in their sector and adapt them to
their organizations in order to survive in the market. OLC
will assist in organizations when adapting new improve-
ments into their businesses and by this way they will gain
a new eye. To contribute to organizational development,
we made a literature survey and recognized that there is
not any study analyzing the relationship between OLC
and SL. For this purpose, we constructed an original mo-
del, which investigates whether there is significant rela-
tionship between SL and OLC and besides that, we sear-
ched whether SL affects OLC. This is the main question
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of our study. SL is a newly concept in the literature and
the relationships between SL and other disciplines should
be by all means scientifically investigated in order to con-
tribute to the businesses as well as academic resear-
chers. We are in doubt about spirituality, as to bring a
new aspect to learning concept, which will in turn reveal
the factors that hinder the learning activity. At the same
time, the results of organizational behavior researches
may differ from business to business. For instance, the
employees in the service sector may be fully motivated
by their salary whereas it may not become an important
motivator for the employees in the production area. On
account of this, we wanted to apply our research on a
considerable area, to maximize the number of employees
who will benefit from the results of this study. After a de-
tailed investigation, we recognized that, this kind of study
has not been undertaken before, in any industrial area.
Key manufacturing activities, such as automotive Indus-
try, building industry, packaging, infrastructure or white
goods production are derived from metalworking manu-
facturing. The other factors that influenced us to select
the metal industry are the importance of the metal sector
in the global economy, the significant number of metal
sector employees all over the world and lack of resear-
ches related with the development of metalworking firms.
In addition to these, to connect the importance of learning
and metal industry, it has been concerned by Pitarch and
Marhuenda (2002) that, the mentality of work on metal



sector does require high educated personnel. This is the
other reason why we researched the metal sector and
consumed our effort and time on this area. The metal In-
dustry is one of the key manufacturing sectors in the re-
gion both in terms of production and employment (Hanzl
and Havlik, 2004). Metalworking firms are generally glo-
bally acting organizations, whose products may be de-
manded by the international customers (Akyildiz and Gun
gor, 2007). In this manner, our study may contribute to
other global organizations outside the metalworking sec-
tor that are facing similar problems. To perform our study,
we conducted a scientific research with 578 employees of
the related sector, entered the data into SPSS (Statistical
package for the social sciences), then analyzed the re-
sults by correlation and regression analyses and came to
a conclusion. Thus, we believe that the gap between SL
and OLC will be fulfilled and the businesses will gain an
extensive vision in planning their development processes.

Organizations are boundary maintaining, goal directed
and socially constructed systems of human activity, which
focuses attention on various processes (Aldrich, 1999). In
some cases, the complexity of these processes force or-
ganizations to search more efficient operational explo-
ration to improve their effectiveness. In this study as we
specified above, we investigated the organizational deve-
lopment from the stand point of OLC. For Senge (2006),
organizational learning has crucial importance to create
the future that the organization wants. Additionally,
Sveiby (1992) stated that as the organizations enhance
their learning potential, they will better create organiza-
tional strategies. Besides these, Berkout et al. (2006)
imply that; the organizations should learn more and more
to adapt to sudden changes becoming in the sector. The
se statements make us conclude that, increasing the
OLC will affect the organizational development. On the
other hand, there may be many factors influencing the OL
C. For instance, education level of the members, cultural
properties and demographic, political or social factors
may affect the OLC. The organization members need a
moiator or need to be inspired to enhance their stock of
knowedge. These factors may differently affect the mem-
ers and hence, organizations (Senge, 2006). As an ori-
inal study, we investigated the OLC from the SL perspec-
tive in metalworking organizations.

Spiritual leadership

In the rapidly changing global world, the persons need for
leadership ethics more than they’ve needed before. Thus,
investigating the leadership in a deeper manner comes
into question. A narrower concept, ‘spiritual leadership’ is
a type of leadership and will be researched in our study.
The notion of spirituality in the workplace has come into a
considerable prominence in the last decade (Gibbons,
2000). It becomes in the mind (Maxwell, 2003) and has
the property of inspiring. Spirituality should be thought as
an integral component of leadership in today's busines-
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ses. This integration is a leading factor for development
in order to shift to higher levels of internal and external
success (Sanders et al., 2003). SL is related with the
member’s inquiring, thinking, perceiving, valuing, and act-
ing in the community with the team spirit rather than
acting individually (Eggert, 1998). This means that team-
work is more supported in SL rather than individual work.
The spirituality provides an inner knowing through a com-
mon consciousness with a higher power (Cook-Greuter,
2002). This also requires a deeper intuition and emotional
activity. Goertzen and Barbuto (2001) state that spiritual
leaders ensure some important properties for their orga-
nizations, such as self-actualization and meaning in life,
which may then provide health and wellness as outcomes
in the workplace (Dent et al., 2005). Some famous scho-
lars such as Fairholm (1998), Fry (2003), Strack (Fottler),
Wheatley and Sodomka (2002), link spirituality to leader-
ship, inasmuch as spirituality facilitates reaching producti-
vity, provides ethicality and hinders stress in the organi-
zations (Giacalone and Jurkiewicz, 2003). This statement
explains that, spiritual leaders play an important role for
organizational effectiveness. On the other hand, they hin-
der mental escape from the work environment and try to
find better ethical ways for their followers. Moreover, spi-
ritual leaders harmonize the expression of compassion
and wisdom (Maxwell, 2003) and make their followers
share the responsibilities more willingly. Besides that, spi-
rituality may have an effect to enhance the organizational
learning and it encourages the organizational members
about organizational learning rather than individual learn-
ing (Bierly et al., 2000). Organizational learning is a wide
concept and many authors emphasized on it on reaching
better and healthier organizations. For this pur-pose, to
contribute to business development, the strategy plan-
ners should take into consideration the spiritual lea-ders
(and focus on them) in providing organizational learning
in metalworking area (which is also the main question of
this paper).

Ouimet (2003) states that as the spiritual leaders get
older, the power of them on the organization members al-
so increases. This is to mean that the followers (may)
display higher commitment to the older spiritual leaders.
The mature leaders are believed to have more ethical va-
lues and therefore, are respected better in comparison to
younger leaders (the age business in spiritual leaders is
an important point, which should be investigated by the
researchers in further studies). Therefore, we may con-
clude that SL is concerned with moral, transformational
and ethical leadership and it defends integrity, goodness,
honesty, teamwork, knowing, congruency, wholeness
and interconnectedness (Dent et al., 2005). Additionally,
Kakabadse et al. (2002) also commented that, the spiri-
tual leaders often espouse the values such as harmony,
love, compassion, unity, peace, truth or honesty. In spiri-
tual environment, by the effects of these values, the
members share the responsibilities more willingly and this
facilitates the leader’s role. Thus, cynicism, impatience,
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greed, envy or moral decline will be avoided in the busi-
nesses. As a matter of fact, these values are all for the
welfare of the workplace, which is -then- to provide a bet-
ter work environment. On the strength of these explana-
tions, as a general definition, SL may refer as the beha-
viors, values and attitudes that motivate the organization-
al members to have a sense of spiritual survival through
the organizational membership (Maddock and Fulton,
1998).

After a general look to SL, we had investigated the lite-
rature to find out a SL model which best fits to our resear-
ch model. Eventually, we decided to apply the model of
Fry et al. (2005) for our research analysis. According to
Fry et al. (2005), the theory of SL is developed within an
intrinsic motivation model that incorporates leader and
follower values (such as vision, hope, faith, altruistic love,
creating a meaning and being a loyal member of the or-
ganization) in order to contribute to organizational com-
mitment and productivity as the outcomes. Due to this
statement, we may consider that the followers are strictly
motivated with the spiritual leaders. There comes a
different atmosphere, which has been created by the spi-
ritual leaders. This positive atmosphere composes cohe-
rence between the leader and the followers. To accom-
modate the theory of Fry et al. (2005), our research mo-
del will investigate the SL in terms of vision, hope/faith,
altruistic love, meaning/calling and membership. ‘Vision’
defines the attractive future for an organization, which is
also in motivator role. It is in the future, not in present.
The vision aims to bring out the best in the members. The
leader has a crucial role in creating the vision and super-
vising. The second dimension of the SL is ‘hope/faith’,
which keeps followers looking forward to the future and
provides the desire and positive expectation that ensures
to create effort through intrinsic motivation (Fry et al.,
2005). The members set challenging goals as well as
per-severe for their job and faith helps for it. The third
dimen-sion of SL is ‘altruistic love’, which is to love
everybody with no exception. Altruistic love makes peo-
ple prefer to suffer themselves instead of suffering the
others. Being self-centered is avoided by altruistic love.
The other di-mension is ‘meaning/calling’, in which the
organization members believe that the job they do is
important and meaningful for them. In addition, they
believe that their job makes difference in the people’s
lives. As the last dimension, ‘membership’ means that the
organization un-derstands its members and appreciates
them, so the em-ployees become loyal members of the
organization.

Organizational learning capacity

Learning at the organizational level is becoming greater
in importance for businesses and is a complex process.
Organizational learning, that is, developing and applying
new knowledge, has the potential to change employees’
behavior (Skerlavaj et al., 2007), which implies that it will
strengthen the organization to achieve improved results,

ensure adaptability to change, grow through innovation
and create result-oriented employees. However, OLC
goes one step further in that it is an organization’s capaci-
ty to develop the capabilities to acquire new information
and convert that information into knowledge. These acti-
vities are vital for businesses to remain competitive. For
Millward (2006), in order to survive in the global business,
organizations need to develop their productive learning
capacity, which is related with how more they can learn.

OLC is thought to have four components, systems
orientation, organizational climate for learning orientation,
knowledge acquisition and utilization orientation and in-
formation sharing and dissemination orientation (Teo et
al., 2006). We therefore investigated OLC from these four
standpoints. ‘Systems orientation’ makes the person a
systems thinker and provides identifying the problems
and solving them faster. For Senge (1990) and Stalk
(1988) systems thinking is understanding the systems
and interrelations between the subsystems and it encou-
rages the organizations to focus their strategic efforts on
one system (Kandemir and Hulthb, 2004). The other
component ‘organizational climate for learning orienta-
tion” analyzes how the organization members’ learning is
affected by the environmental conditions. Changing the
conditions to improve the learning activities will facilitate
the organization’s members to acquire new skills. The fol-
lowing component is ‘knowledge acquisition and utilize-
tion orientation’, where knowledge acquisition represents
the extent to which an organization is skilled in obtaining
knowledge and utilization orientation is making that know-
ledge a part of the organization that is necessary for im-
provement and innovation (Choo, 1998). As the last com-
ponent, ‘information sharing and dissemination orienta-
tion’ facilitates reaching the information within the organi-
zation. Information sharing helps the colleagues to gain
new knowledge and hence, the members of the orga-
nizations will better meet the needs of the organization.
According to Schein (1992), without sharing and dissemi-
nation, knowledge would reside only in specific indivi-
duals or groups and, this will not create synergy, which is
very important for the organizations to increase their core
competencies and competitiveness.

The research model

Related to our subject, we have constructed a relation-
ship between the two concepts SL and OLC and created
a model (Figure 1).

According to this model, we see that SL is composed of
the values of vision, hope/faith, altruistic love, meaning/
calling and membership. We calculated SL value by the
subtotal of these five values. Additionally there is a link
from SL to OLC. We referred the OLC by the factors of
systems orientation, organizational climate for learning
orientation, knowledge acquisition and utilization orienta-
tion and information sharing and dissemination orienta-
tion. We calculated the OLCv alue by the subtotal of
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Figure 1. The model.

these four factors. The big circle minus the four smaller
circles represents that there may be other factors affect-ting
OLC, however we selected these four which best fit
metalworking area.

METHODOLOGY

The research plan has been stated as researching for the survey
questions on the literature, constructing the best fitting survey from
the alternatives, reaching the participants and informing them for
the survey, gathering the data, refining the data, measuring the
data and analyzing the data.

Scales

2 different scales were used to gather data. There are 6 descriptive
items for the first type of questions. The second type of questions
(44 items) is about the dimensions of SL (25 items) and OLC (19
items). In the second type of questions, the respondents have filled

the statements in -likert response categories ranging from 1 to 5,
which (1) is strongly disagree and (5) is strongly agree. To perform
our research, we have searched for the related scales in the litera-
ture. The scales have been obtained after a detailed investigation of
the literature. The survey items of SL have been obtained from Fry
et al. (2006) and the OLC survey items have been obtained from

Teo et al. (1993).

Sample and data collection

We drew our sample from the employees of metalworking firms in
Turkey. The selected firms have had manufacturing process. They
are all profit organizations. After specifying the sample, we have
formed the survey instrument and searched for the potential parti-
cipants to send the questionnaire. More than 1000 contacts were
made or attempted. Some of them were ineligible, some of them re-
fused to participate in the survey, some of them did not respond al-
though they accepted to participate. A total of more than 640 sur-
veys returned, however, about 60 of them had excessive missing
values and were excluded from the analysis. Finally, the valid res-
ponses have reached to 578. The participants joined to the resear-
ch by clicking the link of the survey on the internet, which was deve-
loped by a web programmer. In addition to this way of collecting the
data, we have sent the questionnaire to the participants via electro-
nic mail. In some occasions, we telephoned to the firms to inform
about the survey and requested to join it. The data were collected
within about 8 months, in the year of 2008.

Results of the analyses

After gathering the data, we have first entered them in
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MsExcel for descriptive statistics. Next we have used
SPSS version 11.5 to perform reliability analysis, factor
analysis, correlation analysis and regression analysis.

Results of the descriptive statistics

As the first analysis, we have described the basic fea-
tures of the data with the descriptive statistics to provide
simple summaries about respondents. Out of 578 res-
pondents, the average age of individuals who joined the
survey is 32.75 (Mean = 32.75, standard deviation =
7.94). The average of total working year is 11.01 (Mean =
11.01, standard deviation = 7.91). The average of work-
ing year on their current employer is 7.69 (Mean = 7.69,
standard deviation = 6.21). 8% of 578 employees are gra-
duated from primary school (44/578), 67% of them are
graduated from high school (387/578), 25% of them are
graduated from university (147/578). The respondents
who are between the age of 19 and 25 are 20% (116/
578), between 26 and 35 are 47% (272/578), between 36
and 45 are 24% (141/578), older than 46 are 8% (49/
578). The people in management roles made up 7% of
total number of responses (40/578). The employees wor-
king on the production department are 56% (322/578)
and the other departments are 44% (256/578). The rate
of the respondents whose job-life is between 1 and 10
years is 54% (314/578), 11 and 20 years is 32% (183/
578), more than 20 years is 14% (81/578). The rate of the
respondents who have been working on their current firm
for 1 to 10 years is 71% (410 /578), for 11 to 20 years is
24% (138/578), for more than 20 years is 5% (30/578).

Results of the SPSS analysis

We reached the following results after we analyzed the
data using some of SPSS tools. Through reliability analy-
sis statistical test, we have found that our results are re-
liable and we may trust our data. Through factor analysis
statistical test, we had an adequate number of factors for
both SL and OLC. The ‘Bartlett's test of sphericity’, which
implies the significance of the factor analysis has been
verified at 0.000 level. The goal of our factor analysis is to
find the smallest number of interpretable factors that
explain the correlations among the set of variables. In the
factor analysis that we have applied, the factor loadings
show, what percent of each question has been loaded to
factors. By the help of factor analysis, reducing a large
amount of data to identify the common characteristics of
a group of variables will facilitate to interpret the results of
the research. According to the results of the factor load-
ings of SL items, hope/faith and membership had the
same meaning for the respondents whereas vision, altrui-
stic love and meaning/calling had different meanings.
This outcome implies ‘when the members deeply feel that
they are a part of the organization, they become more ho-
peful and faithful as well. According to the results of the
factor analysis of OLC items, ‘knowledge acquisition and

utilization orientation and ‘information sharing and disse-
mination orientation’ have gone to same factor, however,
‘systems orientation’ and ‘organizational climate for learn-
ing orientation’ have gone to different factors. This refer-
red for the respondents that acquiring the knowledge, uti-
lizing it, sharing the information and disse-minate through
the organization are not discriminated in the respondents’
mind. The ‘Kaiser-Meyer-Olkin test’, which inform the re-
searchers about the adequacy level of the scales has
come out as 0.93 for SL and 0.96 for OLC. These values
are above a good limit and prove that the survey items
have a great capability to measure the SL and OLC con-
cepts. Through correlation analysis statistical test, we
have found that there are positive significant correlations
(at 0.000 level) between OLC and each SL dimensions
(vision, hope/faith, altruistic love, meaning/calling and
membership). The correlation analysis gives the result
about the variables that they tend to vary together and
implies that as the vision, hope/faith, altruistic love, me-
aning/calling and membership va-ries, the learning capa-
city of the organization also chan-ges. Therefore, if the
managerial level employees need to make sense on OL
C, they should try to focus on the values of SL. Never-
theless, correlation analysis gives only the result of chan-
ging together or not. To measure the intensity of this va-
riation, we should perform the regression analysis and
find how more the level of OLC has increased up by SL.
Through a regression analysis, we have found that our
model is significant at the level of 0.000. This means that
constructing a link between SL and OLC is meaningful to
the employees of the metalworking organizations and
‘what we search for’ is valuable. Additionally, SL dimen-
sions can explain 9% of the total variance of OLC. This is
the R square value of the regression output. Table 1
shows the other technical findings of the regression ana-
lysis (Table 1).

The R square refers the dependency of SL on OLC.
Since the R square value is 0.09, our model is not ade-
quate enough to explain the dependence of OLC on SL.
We may deduce from the R square value that a big part
of OLC is dependent on other factors in metalworking or-
ganizations. However, at least, this study shows that the
organizations should not construct their organizational
learning plans only by spiritual leaders. The other impor-
tant result is that, the researchers should find other fac-
tors which will make the R Square value approach 1.

CONCLUSION AND DISCUSSIONS

In the global business, know-how is gaining more impor-
tance, which requires knowledge based activities such
as, research and development (R and D) activities, engi-
neering activities, technology following activities. The or-
ganizations should increase their learning capacity to be
successful in these activities. It is obvious that enhancing
the learning capacity will make the organizations utilize
from the learning opportunities which may then improve
the organizational development. Our paper researched
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Model Summary

R R Square  Adjusted R Square Std. Error of the Estimate
0.299% 0.090 0.082 0.53245
ANOVA"®
Model Sum of Squares df Mean Square F Significant
Regression 15.960 5 3.192 11.259 0.000%
1 Residual 162.166 572 0.284
Total 178.126 577

a Predictors: (Constant), vision, hope/faith, altruistic love, meaning/calling and membership. b Dependent Variable: Organizational

learning capacity.

researched the organizational development from the
point of OLC, moreover, how OLC is affected by SL in
metalworking organizations. By the results, although we
may conclude that each SL dimensions (vision, hope/
faith, altruistic love, meaning/calling and membership)
have positive significant relationships with OLC, the total
explained variance of OLC depending on SL dimensions
is around a very low level (0.09). This is the regression
value which clarifies that the below points inspire the
learning capacity of the organizations, however not at a
considerable level:

i) Acting as a systems-thinker and seeing the big-picture
in organizational learning processes.

ii) Creating a climate that facilitates organizational learn-
ing.

iii) Increasing the skill of employees in knowledge acqui-
sition and utilizing that knowledge in their work,

iv.) Sharing information, trying to convert it into know-
ledge and disseminating that knowledge through the or-
ganization.

We found that spiritual leaders have very low impact on
OLC in the metal industry. This finding may refer that
metalworking manufacturing is heavy industry and trading
in this sector requires great monetary power. Therefore,
these businesses may be more finance-focused rather
than spiritualism. As another reason, metal industry is
more related with global business and the customers or
the employees may be from different cultures, where SL
values may not make sense for these mixed cultured cus-
tommers or the employees. Eventually, the spiritual lea-
ders should more focus on organizational learning con-
cept and try to find the factors that hinder or facilitate the
learning business.

The other discussion point is about the results of the
factor analysis. The researchers should investigate why -
knowledge acquisition and utilization orientation and in-
formation sharing and dissemination orientation have
gone to same factor. They are definitely different con-
cepts, however had the same meaning for the organi-
zation members. As a matter of fact, acquiring the know-

ledge, utilization orientation, sharing the information and
disseminating through the organization are value chain
activities and each should have different mission for the
respondents. Nevertheless, the members may be think-
ing that whenever a new knowledge comes into the orga-
nizations it must be shared rapidly. Besides that, for the
results of the factor analysis of SL, hope/faith and mem-
bership has gone to the same factor. This is meaningful
and refers that being a loyal member of the organization
requires strict membership and this carries hope for the
organization members.

The correlation analysis results imply that each SL va-
lues are positively related with OLC. However the resear-
chers should discuss whether which of SL values affect
OLC in more depth. This is to connect the interdependent
parts of the mechanism between leadership and organi-
zational learning. In this way, the organizations will deci-
de which strategic direction they will follow to maximi-ze
their learning capacity.

As another discussion point, the researchers should
discuss why the R square output of regression analysis is
very low and how to find out the exact factors which will
increase this value up to 1. We concluded from this study
that the businesses should not trust only the spiritual lea-
ders to increase the learning capacity. At the same time,
it should also be discussed that SL may have a greater
effect when joining the model with the other factors. In
such a case, we may come to conclusion and discuss
that SL has a synergetic effect that speeds up in reaching
great learning capacities and hence do not have signifi-
cant meaning stand alone.

The results of this study have original implications for
businesses as well as academic researchers. We believe
that the managerial level employees will consider the
findings of this research when improving their organiza-
tion’s productivity. Further study to include different sec-
tors, other organizations, other OLC factors would allow a
comparison of results and contribute further evidence on
the organizational impact of SL. In addition, it would be
interesting to discover whether each SL factor separately
influences each of the OLC factors. To reveal this, a com-
plex model could be constructed for inferences that are
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more detailed. Moreover, as a leadership study, the re-
searchers may investigate the influence of other leader-
ship types on OLC and compare the results for a high
level of productivity in the businesses.
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