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Abstract
This study aimed to identify and explain the components involved in the institutionalization of organizational spirituality, with particular
emphasis on the role of ethical climate, and to develop a framework appropriate to the structural and managerial context of the Education
Organization of Razavi Khorasan Province. This applied study employed a qualitative content-analysis approach. The study population
consisted of university academics, specialists, managers, and educational experts with scholarly or professional experience in
organizational spirituality and ethical climate. Participants were selected through purposive sampling, and semi-structured interviews
continued until theoretical saturation was achieved. Data were collected through documentary analysis and expert interviews. Open and
axial coding procedures were used to analyze the qualitative data, with similar concepts repeatedly reviewed, compared, and organized
into higher-order categories. Overall, 114 initial codes were extracted from 466 interview segments and subsequently classified into 10
principal categories. The analytical findings indicated that the institutionalization of organizational spirituality is shaped by the interaction
of individual, occupational, organizational, and extra-organizational factors, behavioral indicators of spirituality, supportive strategies,
organizational and occupational deficiencies, and performance-related outcomes. Among the identified categories, extra-organizational
supportive strategies had the greatest conceptual prominence, with 117 assigned codes, followed by extra-organizational deficiencies with
73 codes and organizational factors with 56 codes. Extra-organizational deficiencies, occupational factors, extra-organizational factors,
and individual factors were also among the most pervasive categories. The findings further indicated that an appropriate ethical climate
characterized by value orientation, trust, justice, accountability, meaningful work, and work conscience facilitates the institutionalization
of spirituality. Such institutionalization was associated with organizational development, stronger organizational commitment, greater
creativity, employee retention, and improved performance. Institutionalizing spirituality in educational organizations is a multidimensional
and multilevel process that requires alignment between ethical norms, supportive policies, organizational structures, occupational
conditions, and individual values. Accordingly, educational managers should systematically integrate spirituality and ethical-climate
components into policymaking, human-resource management, professional development, performance evaluation, and organizational
transformation initiatives.

Keywords: Organizational Spirituality; Ethical Climate; Institutionalization; Organizational Ethics; Education Organization; Content
Analysis.
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EXTENDED SUMMARY

Educational organizations are not merely administrative structures for implementing formal programs; rather, they are social,

cultural, and value-based systems in which the quality of interpersonal relationships, leadership practices, organizational norms,
and employees’ perceptions can directly influence the achievement of educational and developmental goals. Within such
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organizations, employees’ work is often associated with responsibility, service, commitment, ethical conduct, and the search for
meaning. Consequently, organizational spirituality has increasingly attracted attention as a construct capable of linking
employees’ inner values with their professional roles and the broader mission of the organization. Workplace spirituality
generally refers to employees’ experience of meaningful work, connectedness with others, alignment between personal and
organizational values, self-awareness, and a sense of contribution to purposes beyond narrowly instrumental goals. Recent
evidence has highlighted the relevance of workplace spirituality to employee well-being and positive organizational experiences,
indicating that spirituality can serve as an important dimension of contemporary organizational life (Shahir et al., 2025).
The significance of spirituality may be particularly pronounced in educational systems because the mission of education inherently
involves human development, value transmission, social responsibility, and moral formation. Teachers, school administrators,
and educational staft are expected not only to perform technical and administrative duties but also to interact continuously with
students, families, colleagues, and society. Therefore, the organizational environment in which they work may influence the
extent to which they perceive their professional roles as meaningful and ethically coherent. Previous studies have linked
workplace spirituality with job satisfaction and quality of work life, suggesting that perceptions of fairness, opportunities for
growth, supportive working conditions, and meaningful work can contribute to employees’ spiritual experience within
organizations (Karimi et al., 2018; Kashfi et al., 2019). Likewise, the relationship between workplace spirituality and
organizational commitment has emerged as a significant line of inquiry in recent organizational research (Khan et al., 2025).
However, spirituality cannot be sustainably institutionalized if the organizational context is inconsistent with ethical principles.
Ethical climate refers to shared perceptions concerning appropriate ethical behavior, acceptable decision-making criteria,
accountability, justice, and the values that guide organizational conduct. In schools and educational organizations, ethical climate
is closely related to professional accountability and employees’ willingness to accept responsibility for their roles (Cayak &
Eskici, 2023). School climate has also been associated with teachers’ job satisfaction, with self-efficacy functioning as an
important psychological mechanism through which environmental conditions may influence occupational attitudes (Fang &
Qi, 2023). These findings suggest that organizational spirituality should not be examined solely at the individual level; rather,
it should be understood in relation to the broader ethical and organizational environment.

Leadership constitutes another major mechanism through which ethical and spiritual values can be translated into organizational
practice. Ethical leadership can clarify behavioral expectations, strengthen trust, reinforce fairness, and transform formal
organizational values into everyday managerial practices. Evidence from educational settings has emphasized the importance of
school principals’ adherence to ethical leadership principles (Kadoma, 2024), while recent research has also explored the
relationship between ethical leadership, teacher motivation, and organizational commitment in public schools (Neves, 2025).
Similarly, spiritual leadership has been associated with employee empowerment, suggesting that leadership approaches
emphasizing meaning, shared values, and purpose may facilitate more positive organizational experiences (Niazshirvani et
al., 2020). Research on servant, transformational, and hybrid leadership has further demonstrated the relevance of
contemporary leadership models to employee development, commitment, and organizational citizenship behavior (Heydari,
2017; Mousakhani & Mohammadnia, 2018).

At the individual and occupational levels, spirituality is also connected with concepts such as work meaning, conscience, altruism,
self-awareness, responsibility, job involvement, and commitment. Work-related ethical frameworks have emphasized duty,
value-oriented action, and responsibility beyond immediate personal gain (Rastogi et al., 2020), while research on work
cthic has demonstrated the enduring relevance of value systems to work attitudes and organizational behavior (Schilpzand &
de Jong, 2021). Individual characteristics may also influence job flow, organizational commitment, and other work-related
behaviors (Kim et al., 2019), whereas job involvement itself is shaped by multiple personal and organizational antecedents
(Lambert et al., 2018). In addition, the development of employees’ professional competencies is essential for organizational
effectiveness and for translating organizational values into sustained practices (Palsaitis et al., 2017).

Despite this growing body of research, previous studies have frequently examined spirituality, ethical climate, leadership, job
satisfaction, commitment, or empowerment as separate constructs. Less attention has been given to identifying an integrated set
of individual, occupational, organizational, and extra-organizational components through which spirituality becomes
institutionalized in educational systems. This gap is particularly important in education, where value-oriented goals coexist with
complex administrative structures, resource constraints, social expectations, and continuous environmental change.
Accordingly, the present study aimed to identify the components of institutionalizing spirituality in the Education Organization
through an ethical climate approach and to explain the related factors, deficiencies, supportive strategies, and organizational

outcomes.

Methods and Materials
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This applied study employed a qualitative research design based on content analysis. The study population consisted of university
academics with scholarly experience in spirituality and ethical climate, as well as experts and managers working in the Education
Organization of Razavi Khorasan Province. Participants were selected purposively because of their professional expertise and
direct familiarity with the phenomenon under investigation. Sampling and interviewing continued until data saturation was
achieved, which occurred after interviews with 10 participants.

Data were collected through documentary review and semi-structured interviews. The interview protocol included questions
concerning participants’ perceptions of organizational spirituality, ethical climate, relevant individual and organizational factors,
strengths and weaknesses in the educational context, opportunities and threats, and the possible dimensions of a model for
institutionalizing spirituality. The interviews were recorded with participants’ permission, transcribed, and analyzed
systematically.

Qualitative data analysis was conducted through open and axial coding. During open coding, interview transcripts and
documentary materials were examined in detail to identify meaningful units and initial concepts. Similar codes were then
compared, refined, and grouped. In axial coding, relationships among the initial codes were examined, and conceptually related
codes were organized into broader categories. Continuous comparison between codes, categories, and the original texts was
used to reduce omission and enhance conceptual consistency. The analysis resulted in 114 initial codes derived from 466
interview segments, which were ultimately classified into 10 major categories.

Findings

The qualitative analysis identified 10 major categories underlying the institutionalization of spirituality in the Education
Organization: extra-organizational supportive strategies, performance outcomes, behavioral indicators of spirituality, extra-
organizational factors, organizational factors, occupational factors, individual factors, extra-organizational deficiencies,
organizational deficiencies, and occupational deficiencies.

Among these categories, extra-organizational supportive strategies had the highest frequency, with 117 assigned codes. This
category included the development of research and educational centers, expansion of technical and individual skills in society,
strengthening educational investment, use of philanthropic capacities, expansion of specialized counseling centers,
decentralization of decision-making, development of technology, strengthening nongovernmental organizations, community
needs assessment, development of specialists, and implementation of transformation and supportive policy documents. Extra-
organizational deficiencies ranked second with 73 codes, and organizational factors ranked third with 56 codes.

The analysis also showed that all 10 interviewees referred to extra-organizational deficiencies, occupational factors, extra-
organizational factors, and individual factors. Behavioral indicators of spirituality, organizational factors, and organizational
deficiencies were each mentioned by 90% of participants. Extra-organizational supportive strategies were identified by 80%,
occupational deficiencies by 70%, and performance outcomes by 50% of participants.

The behavioral indicators of spirituality comprised the development of monotheistic beliefs, altruism, individual trust, critical
thinking, value orientation, self-awareness, a shared vision, working for divine satisfaction, and transcendent awareness.
Organizational factors included organizational belonging, organizational citizenship behavior, accountability, truth secking,
organizational justice, employee competence, organizational trust, capability development, customer orientation,
environmental management, organizational development, social responsibility, violence prevention, resource management,
change management, human resource management, value orientation, satisfaction of employee needs, effective communication,
and organizational lcadcrship.

Occupational factors included job enjoyment, in-service training, job participation, professional competence development,
meaningful work, job satisfaction, and occupational cohesion. Individual factors included generosity, fairness, adaptability,
competence, self-esteem, personal ethics, individual justice, inner satisfaction, self-leadership, respect for individual rights,
spiritual and psychological concerns, personality typology, and work conscience.

Extra-organizational deficiencies included inadequate social behavioral orientations, lack of appropriate service systems, legal
limitations, insufficient needs assessment, managerial weaknesses, limited access to schools, financial restrictions, weak
implementation of transformation policies, fragmented decision-making, political influences on education, low technological
penetration, inadequate government budgets, and lack of strategic evaluation. Organizational deficiencies included weak
organizational coaching, resource waste, lack of integration, inadequate welfare systems, weak human resource management,
low effectiveness, insufficient educational resources, poorly equipped schools, inefficient decision-making, limited educational
space, and obsolete equipment. Occupational deficiencies included lack of meritocracy, poor person-job fit, and insufficient
attraction of creative human resources.

Finally, the principal performance outcomes associated with the institutionalization of spirituality were organizational
flourishing, development of personal and organizational behavior, employee retention, increased creativity, organizational
commitment, and improved performance.

Discussion and Conclusion
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The findings demonstrate that institutionalizing spirituality in the Education Organization is a multidimensional and multilevel
process rather than an exclusively individual or psychological phenomenon. The prominence of extra-organizational supportive
strategies indicates that organizational spirituality depends considerably on the broader institutional and social environment.
Supportive policies, educational investment, technological development, community participation, decentralization, and
effective implementation of transformation documents appear to provide the infrastructure required for spiritual and ethical
values to become sustainable organizational practices.

The findings also show that organizational conditions play a central role in this process. Trust, justice, accountability, leadership,
value orientation, effective communication, social responsibility, and human resource management were identified as important
organizational foundations. This suggests that spirituality becomes institutionalized when organizational values are reflected in
actual managerial procedures rather than remaining limited to formal statements or individual beliefs. In this regard, ethical
climate can be interpreted as the organizational context through which spiritual values are translated into consistent patterns of
behavior.

The identification of occupational and individual components further indicates that employees must perceive their work as
meaningful, professionally developmental, and ethically coherent. Job satisfaction, professional competence, participation,
occupational cohesion, work conscience, fairness, self-awareness, and personal ecthics collectively create an individual and
occupational foundation for spirituality. Nevertheless, the presence of these characteristics alone is insufficient if organizational
structures are characterized by weak management, inadequate resources, ineffective decision-making, poor meritocracy, or
environmental constraints.

The identified performance outcomes also demonstrate the practical relevance of spirituality institutionalization. Organizational
flourishing, employee retention, creativity, commitment, and improved performance suggest that spirituality should not be
regarded merely as an abstract or symbolic organizational value. Rather, when embedded within an appropriate ethical climate,
it may contribute to sustainable organizational functioning and strengthen employees’ relationship with their professional roles
and institutional mission.

Overall, the results support a systemic interpretation of organizational spirituality in which individual values, meaningful work,
cthical climate, leadership, organizational structures, supportive external conditions, and the reduction of structural deficiencies
operate in combination. Therefore, educational managers secking to institutionalize spirituality should simultaneously strengthen
cthical leadership, organizational justice, trust, employee development, participatory decision-making, professional growth
opportunities, and external institutional support. The study concludes that the sustainable institutionalization of spirituality in
educational organizations requires alignment among individual, occupational, organizational, and extra-organizational
dimensions within a coherent ethical climate.
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