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Abstract

This paper presents a theoretical inquiry into the reframing of ethics and spirit as fundamental components within organizations,
including educational institutions. Such reframing is particularly relevant amid the turbulence of globalization and growing
institutional complexity. Grounded in an interdisciplinary approach—drawing upon Bolman and Deal’s four-frame model,
spiritual leadership theory, and the etics-emics paradigm—this study offers a conceptual framework for understanding how
educational institutions can become ethically resilient and spiritually meaningful entities. The discussion interprets organizations
symbolically as a factory (excellence), an extended family (care), a jungle (justice), and a temple (transcendence), each reflecting
distinct yet interrelated ethical dimensions. The paper concludes that value-based leadership is fundamental to cultivating

educational environments that are not only sustainable and human-centered, but also aligned with the noble and holistic
aspirations of national education.

Keywords: Ethics, Spirituality, Educational Organizations, Organizational Reframing, Symbolic Frames, Moral Culture Frames,
Moral Culture

INTRODUCTION

In the 21st century, educational organizations are increasingly accelerating pace of globalization has intensified the demand for
challenged by rapid social change, technological advancement, and organizational efficiency, often at the expense of humanistic and
growing demands for accountability and transparency. These ethical considerations. As such, it is imperative for educational
global dynamics necessitate a critical reflection on the fundamental institutions not only to serve as centers of knowledge transmission
values that underpin organizational life. In particular, the but also as moral agents responsible for cultivating ethical values
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and character in future generations (Sallis, 2002). Despite their
central role, many educational organizations today face profound
challenges, including a decline in educator motivation, weakened
institutional integrity, and the marginalization of ethical and
spiritual principles in leadership and management practices. These
conditions point to a need for theoretical reorientation. Ethical
lapses and the erosion of organizational spirit have revealed critical
gaps in the current understanding of what sustains meaningful and
resilient educational systems.

To response to these challenges, this paper proposes a theoretical
reframing of ethics and spirit as core dimensions of organizational
life in education. Ethics refers to universal moral principles such as
justice, honesty, and responsibility, which serve as normative
anchors across institutional contexts (Berry et al., 2011). Spirit, on
the other hand, encompasses intrinsic motivation, shared values,
and spiritual energy that drive collective engagement and
organizational commitment (Fry, 2003). Together, these
dimensions represent not only normative ideals but also strategic
resources for sustaining organizational effectiveness in complex
and uncertain environments.

This study aims to explore how ethics and spirit can be
theoretically reframed as foundational constructs in educational
organizations. Drawing on organizational theory, ethical leadership
models, and perspectives on workplace spirituality, the paper seeks
to offer a conceptual framework for understanding how values-
based leadership and collective spiritual energy can enhance
organizational integrity, humanize institutional culture, and
strengthen educational outcomes. The discussion is grounded in
key theoretical perspectives including Etics and Emics (Berry et
al., 2011), Spiritual Leadership (Fry, 2003), Transformational
Leadership (Bass and Avolio, 1994), and Reframing Organizations
(Bolman and Deal, 2017). By synthesizing these theoretical
frameworks, this paper advances a more comprehensive and
ethically anchored model of educational management, one that
moves beyond the conventional focus on structural efficiency to
encompass the moral, spiritual, and humanistic dimensions of
leadership and organizational culture.

DISCUSSION

The dynamics of modern organizational culture, particularly within
educational institutions, highlight universal values (etics) and
internal spirit as foundational elements for building sustainable,
adaptive, and meaningful systems. The concept of etics refers to
ethical principles that transcend cultural and organizational
boundaries. As proposed by Berry et al. (2011) in the theory of
Etics and Emics, a distinction is made between culturally specific
norms (emics) and universally shared ethical standards (etics).
These universal values, such as justice, honesty, responsibility, and
accountability, serve as the ethical compass guiding organizational
behavior (Robbins and Judge, 2019).

Within educational organizations, these etics play a critical role in
fostering ethical conduct among members, shaping effective
governance, and cultivating public trust. Such values are essential
not only in administrative decision-making but also in the
pedagogical processes that influence student formation. Without a
strong ethical foundation, educational institutions risk becoming
merely bureaucratic structures focused on performance metrics
rather than human development. Complementing these ethical
foundations is the concept of spirit, which in educational
organizations extends beyond mere motivational factors. It

encompasses a deeper sense of meaning, purpose, and spiritual
engagement in work. Spiritual Leadership Theory posits that
spiritually grounded leadership fosters a sense of calling and
membership among organizational members (Fry, 2003). This
leadership model emphasizes intrinsic motivation and shared
values, which can enhance employee engagement, strengthen
ethical commitment, and foster a culture of mutual respect
(Krishnakumar and Neck, 2002). In educational contexts, spirit
manifests as a collective energy that sustains passion for teaching,
learning, and serving the broader community. When integrated
with universal ethical principles, spirit becomes a transformative
force that aligns individual aspirations with institutional missions,
thereby enhancing organizational resilience and coherence.

Responding to the challenges of managerial complexity and
increasing pressure for efficiency, educational organizations must
engage in a deliberate reframing of ethics and spirit. This approach
is informed by the Reframing Organizations theory, as proposed by
Bolman and Deal (2017), which offers four interpretive frames:
structural, human resource, political, and symbolic. Among these,
the symbolic frame is particularly relevant for understanding the
cultural and spiritual dimensions of organizational life. It
highlights the importance of meaning, ritual, vision, and shared
values in shaping organizational identity and behavior.

Reframing ethics and spirit through the symbolic lens encourages
educational institutions to shift from a purely instrumental view of
management toward a values-driven, holistic approach. It urges
leaders to view schools and universities not merely as production
units for academic outputs, but as moral communities grounded in
human dignity and collective purpose.

Soul and Spirit in the Organization

The growing importance of business ethics in organizations,
including corporations and educational institutions, reflects the
increasing demand for strong, value-driven foundations in an era of
intense global competition. To build a resilient and competitive
organization with strong value-creation capacity, it is essential to
establish a solid foundation. This often begins with strategic
planning, robust organizational structures, transparent systems and
procedures, a strong organizational culture, and consistently
applied ethical principles. Structurally, ethics refers to excellence
in carrying out tasks to the highest standards. Ethics represents a
set of moral principles or values that guide the behavior of
individuals and organizations. Psychologically, however, spirit is
often associated with soul—a sense of identity that defines the
individual or the organization’s core beliefs and values. For ethics
to be truly embedded within an organization, it must reside in the
soul of each member. Organizations with a strong core ideology
and belief system are more likely to achieve long-term success.

In the context of human resources, love can be understood as a
moral foundation that fosters concern for ethics and leadership.
Love, in this sense, transcends personal emotion and reflects a
commitment to humanitarian values that underpin ethical practice
in organizations. Ethics, as a manifestation of love and care,
incorporates values such as compassion, justice, and empathy in
managerial decision-making (Fry, 2003). Politically, ethics serves
as a principle of distributive justice, emphasizing fair and
proportional allocation of resources across diverse organizational
and societal groups. This perspective is consistent with the theory
of justice as fairness, which emphasizes the equitable distribution
of rights and responsibilities as a fundamental expression of ethical
accountability (Rawls, 1971). Symbolically, ethics can be
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understood as an expression of moral conviction, a collective belief
that work is not merely an economic activity, but a vocation that
contributes meaningfully to the human community. This
perspective resonates with the spiritual leadership approach, which
views work as a vehicle for realizing higher values and serving
others (Konz and Ryan, 1999; Fry, 2003).

A compelling example of the integration of ethics and spirit in
corporate practice is the case of Merck, a leading American
pharmaceutical company. Merck’s corporate mission emphasizes
preserving and enhancing human life rather than merely pursuing
profit. This ethical vision is reflected in its decision to distribute
essential medication free of charge to millions affected by river
blindness in impoverished regions of Africa and Latin America.
Despite the high cost of research and distribution with no financial
return, Merck prioritized the moral imperative of alleviating human
suffering. This decision not only demonstrated corporate integrity
but also fostered lasting goodwill and trust. Similarly, Herb
Kelleher, former CEO of Southwest Airlines, led with humor, love,
and soul. Kelleher valued his 18,000 employees and cultivated a
culture of happiness, believing that satisfied employees lead to
satisfied customers. His philosophy, “Happy Employees Make
Happy Customers,” transformed the workplace into an
environment driven by joy, commitment, and productivity. In the
education sector, Finland's education system serves as a prominent
example of successfully integrating ethics, humanistic values, and
educational spirit into practice. The Finnish model emphasizes
equity, trust, and integrity, rather than competition. Learning is
designed to be enjoyable, stress-free, and relevant to real life. The
system values not only academic excellence but also life skills,
empathy, creativity, and collaboration. The spirit of “teachers as
leaders” is central to the model, with educators recognized as
trusted agents of change (Sahlberg, 2011).

Research confirms that genuine care for organizational members
enhances their performance. Feuerstein notes, “Our people became
incredibly creative. They were willing to work 25 hours a day.”
Collins and Porras (1994) emphasize that the defining
characteristic of long-lasting companies is a core ideology that
transcends profit and provides inspiration and guidance to
employees. In order to conceptualize the reframing of ethics and
spirit within organizations, this study proposes four organizational
frames: (a) Factory, focuses on achieving excellence in products
and outputs as a reflection of core organizational values; (b)
Extended Family, envisions the organization as a familial structure,
emphasizing care, empathy, and love; (c) Jungle, views the
organization as a political arena where power dynamics must be
balanced with justice and ethical leadership; and (d) Temple,
represents the organization as a sacred space, where work is seen
as a form of worship and moral commitment. These frames offer
analytical tools for understanding and shaping organizations
through ethical and spiritual perspectives, enabling institutions,
especially in education to be more human-centered, morally
anchored, and spiritually meaningful.

Table 1. Reframing Ethics

Organizational Leadership

M h . .
etaphor Ethics Contribution

Factory Excellence Authorship

Extended Family Caring Love

Jungle Justice Power

Temple Faith Significance

The Factory: Excellence And Authorship

The integration of ethical values into organizational products
constitutes a critical dimension of strategic advantage, reflecting a
commitment to integrity, accountability, and socially responsible
innovation. Within a highly competitive global context, effective
product development necessitates not only innovation and
efficiency, but also the integration of ethical values that reflect the
organization's core commitments. Every stage of the product
development process must be executed with both effectiveness and
efficiency to ensure the delivery of high-quality outcomes.
Attaining such standards of excellence necessitates not only the
implementation of well-structured systems, but also the cultivation
of a shared ethical commitment and the promotion of work
autonomy across all levels of the organization. Leadership serves
as a pivotal force in shaping, nurturing, and institutionalizing an
ethical organizational culture. Leaders are expected to serve as
facilitators and moral agents who foster, support, and
institutionalize ethical behavior throughout the organization. As
Senge (2006) emphasizes, ethical leadership involves shaping
shared values, enabling learning, and nurturing long-term
commitment. Robbins and Coulter (2018) also stress the
importance of aligning leadership with ethical values to guide
decision-making and sustain organizational integrity.

A compelling illustration of this approach can be found in the case
of General Electric (GE) under the leadership of Jack Welch in the
mid-1990s. During this period, GE implemented the Six Sigma
methodology to enhance product quality and operational
efficiency. In 1997, GE invested approximately $200 million in Six
Sigma training, involving over 200 Master Black Belts and 800
Black Belts across more than 3,000 process improvement projects.
The outcomes were substantial, with GE reporting an estimated
$300 million in operational savings that year. This strategic
initiative demonstrated how ethics, quality, and efficiency can be
harmoniously integrated through visionary leadership and a shared
organizational commitment.

In a broader perspective, Thomas Peters and Robert Waterman
(1982) outlined eight characteristics of excellent companies,
features that reflect a deep alignment between ethical values,
organizational culture, and strategic execution. these include: (a) a
bias for action, organizations prioritize tangible action over
abstract planning. the principle of “try it, do it, fix it” exemplifies
their emphasis on execution and responsiveness; (b) close to the
customer, excellent companies deeply understand customer needs.
They establish mechanisms such as customer advisory boards, 24-
hour service centers, and continuous consumer research to meet
and exceed expectations; (c.) autonomy and entrepreneurship,
these organizations value employee independence, originality, and
risk-taking. Innovation is nurtured through a culture that empowers
individuals at all levels; (d) productivity through people, human
capital is regarded as the most valuable asset. Employees are seen
as mature, creative actors whose development is supported through
investment in training and engagement; (e.) hands-on, value-
driven, organizations emphasize long-term, sometimes even
transcendental, goals. Employees are inspired to work not just for
financial gain but for meaningful, higher purposes (superordinate
goals); (f) stick to the knitting, rather than excessive diversification,
these companies focus on their core business. They learn from past
experiences and remain disciplined in areas where they have
expertise and competitive strength; (g) simple form, lean staff,
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organizational structures are kept simple and agile. a lean
workforce enables quick adaptation and decision-making, in
contrast to large, bureaucratic hierarchies that often slow down
responsiveness; and (h) simultaneous loose, tight properties. these
firms master the balance between centralization and
decentralization. While core values and strategic goals are tightly
held, operational autonomy and innovation are encouraged at
various levels.

These principles collectively reflect a deep integration of ethical
behavior, organizational spirit, and strategic clarity. In essence,
organizational excellence is not solely the result of systems and
strategies, but also of the underlying ethical and human values that
shape decision-making, innovation, and performance.

The Family: Caring and Love

Caring and love constitute two foundational dimensions that
organizations may integrate as part of ethical and spiritual
reframing efforts, serving as essential drivers in fostering trust,
compassion, and moral responsibility within organizational culture.
In times of organizational transformation, members seek leaders
who are responsive and attentive to their needs and to the broader
concerns of stakeholders. This demand places greater responsibility
on leaders to develop empathy and moral sensitivity. Leaders who
embody caring and love are more likely to receive positive
feedback from organizational members, fostering a reciprocal
relationship of trust and loyalty. When employees feel genuinely
cared for and loved, they respond by developing affection,
commitment, and respect toward their leaders and the organization
as a whole. However, in practice, caring and love are often absent
in managerial leadership. Love in this context is not a romantic
emotion, but rather the willingness to reach out, connect
emotionally, and open one’s heart to others. It is a leadership
disposition that nurtures a culture of compassion, solidarity, and
moral responsibility within the organization.

Prominent example of leadership grounded in caring and love is
Southwest Airlines. The company openly integrates love as part of
its corporate identity, symbolized by its ticker symbol “LUV” on
the New York Stock Exchange. Internal communications include a
newsletter titled LUV Lines, and the company’s 20th anniversary
campaign was branded “20 Years of Loving You.” Such
expressions are not merely symbolic; they reflect a deeper
organizational ethos where employees feel valued, respected, and
emotionally engaged. As a result, the love and care received by
employees translate into a strong sense of ownership and
commitment, which is extended further to customer service. The
company’s success is closely linked to this emotionally intelligent
form of leadership, where organizational spirit and ethical values
converge. Another instructive case is Levi Strauss & Co., which
has long embedded ethical principles into its global operations.
Core values such as honesty, fairness, respect, compassion, care,
and integrity are not only espoused in its codes of conduct but also
practiced across its branches worldwide. A notable example is the
company’s decision to cease operations in China due to human
rights violations, despite the country's vast market potential.
Similarly, in Bangladesh, Levi Strauss intervened upon discovering
that contractors employed underage workers. Rather than sever ties
entirely, the company required that the children be returned to
school, while continuing to provide them with financial support.
These examples demonstrate that ethical leadership founded on
caring and love can lead to morally sound and socially responsible
decisions, even when such decisions involve financial trade-offs.

More importantly, they show that love, when embedded as an
organizational value, is not a weakness but a source of strength that
enhances organizational integrity and long-term sustainability.

The Jungle: Justice and Power

Framing the organization as a jungle offers a compelling lens
through which to understand its inherently political nature, an
environment shaped by fierce competition, conflicting agendas,
and dynamic power relations among actors within the system.
Within this perspective, the organization is conceived as a political
space, where individuals and groups act as both “predators” and
“prey,” each striving to gain influence, control decision-making,
and secure access to limited resources (Morgan, 2006). This
framework suggests that organizations are not neutral entities;
rather, they are arenas in which personal and collective agendas
frequently clash in strategic and calculated ways. Nevertheless,
amidst the political complexity of organizational life, ethical
obligations remain imperative. Ethics plays a critical role in
maintaining the integrity of organizational processes, especially in
decision-making and power distribution. The principle of justice
serves as a normative foundation essential to balancing power and
preventing domination that disadvantages certain individuals or
groups (Rawls, 1971; Denhardt et al., 2013). Thus, even when
viewed through the lens of political power, organizations must
remain grounded in moral values to ensure fairness, legitimacy,
and long-term sustainability.

The term justice carries multiple meanings. First, as an attribute, it
refers to the quality of being fair and equitable. Second, as an
action, it signifies the implementation of law or the determination
of rights and consequences. Third, in institutional terms, it refers to
a public official, such as a judge, who holds the authority to
determine conditions before legal adjudication. Solomon (1993)
regards justice as a fundamental moral virtue within organizational
life. He argues that perceptions of justice must be extended to all
key stakeholders, employees, customers, and investors, who
collectively contribute to the organization’s continuity and success.
Given that justice is context-dependent and lacks a universally
agreed definition, leaders play a strategic role in shaping and
sustaining the perception of fairness within the organization. By
creating equitable and participatory systems, leaders empower
organizational members with a sense of control over their work
environment. When individuals feel fairly treated and capable of
contributing meaningfully, they are more likely to channel their
energy and intellectual resources toward productivity rather than
resistance or subversion (Solomon, 1993).

In relation to decision-making, Bolman and Deal (2001) emphasize
the importance of leadership wisdom in balancing authority and
participation. Excessive authoritarianism often provokes resistance
among organizational members, while overly lenient leadership
can result in disorganization and strategic drift. Effective leaders
are those capable of navigating complex power dynamics with
discernment, while upholding moral legitimacy through justice,
inclusivity, and participatory governance.

Broadly conceived, power denotes the ability to influence others
and drive change at different levels within organizational and
social systems. A leader’s power must operate across key
dimensions, individual, group, and organizational. At the
individual level, power enables direct influence over the work
environment and interpersonal dynamics. At the group level,
organizational challenges increasingly involve navigating ethnic,
racial, and gender diversity. As Gallos and Ramsey (1997)

Copyright © ISRG Publishers. All rights Reserved.
DOI: 10.5281/zenodo.15162273




contend, institutional, structural, and systemic problems are often
difficult to perceive by members of dominant groups, as the
systems in place tend to be designed to serve their own needs.
Justice, therefore, requires that leaders systematically work to
enhance the power of subdominant groups and ensure equitable
access to decision-making. This includes creating internal
advocacy groups, fostering informational diversity, developing
inclusive incentive systems, and expanding career advancement
opportunities. Such efforts are only sustainable if there is explicit
and ongoing commitment from top management

The Temple: Faith And Significance

In the contemporary business landscape of the twenty-first century,
organizations operate within an increasingly volatile, uncertain,
complex, and ambiguous (VUCA) environment. In order to sustain
their competitive advantage, organizations must go beyond
conventional parameters of success such as innovation,
technological sophistication, and structural efficiency. Ethical and
spiritual dimensions have emerged as integral components of
organizational resilience and strategic renewal (Kriger and Seng,
2005). The integration of spirituality within organizational settings
not only reinforces ethical foundations but also enhances employee
loyalty, strengthens stakeholder trust, and fortifies corporate
reputation. In this regard, spirituality transcends its conventional
role as a supplementary attribute and is repositioned as a core pillar
of sustainable and socially responsive organizational development.

The infusion of spiritual values in organizational life introduces a
transcendental  dimension that enhances integrity, social
responsibility, and long-term organizational viability. One useful
conceptual lens to articulate this integration is the "Three W"
framework: Worship, Wealth, and Warfare. First, Worship
encapsulates the vertical relationship between individuals and the
Divine, fostering work practices grounded in sincerity, honesty,
and a sense of divine purpose. Second, Wealth is interpreted not as
the mere accumulation of material assets, but as a vehicle for
collective  well-being, embodying principles of equity,
philanthropy, and distributive justice. Third, Warfare reflects the
moral and spiritual struggle inherent in navigating ethical
dilemmas, resisting corruption, and upholding justice amidst
organizational adversity (Fernando, 2005).

A Place of Worship

A spiritual-organizational perspective envisions the workplace as a
sacred space, a domain where work is transformed into an act of
devotion. Rather than being reduced to transactional duties,
professional responsibilities are imbued with spiritual significance.
This conception is rooted in the theological understanding that
human beings are moral agents and stewards accountable to a
higher authority. Consequently, work becomes a means to express
integrity, sincerity, and responsibility (Ashmos and Duchon, 2000).
Such spiritual orientation not only enriches the individual sense of
purpose but also contributes to the cultivation of an ethically
coherent and value-driven organizational culture (Giacalone and
Jurkiewicz, 2003).

A Place of Wealth

A spiritually grounded organization also serves as a center for the
equitable distribution of both material and non-material forms of
well-being. This view challenges the reductionist logic of profit
maximization by highlighting the ethical imperative to create
shared value for all stakeholders. Fairness in role allocation,
recognition of individual contributions, and the fulfillment of

psychological and spiritual needs are essential for fostering a work
environment that is both humane and productive (Fry and
Nisiewicz, 2013). Within this framework, wealth signifies the
ethical stewardship of organizational resources and the intentional
alignment of economic goals with broader societal welfare.

A Place of Warfare

Finally, the organization is also a site of ethical contestation and
moral struggle. Conceptualized metaphorically as a battlefield, the
workplace becomes an arena where individuals and institutions are
called upon to confront ethical dilemmas, challenge injustice, and
advocate for the common good. In legal contexts, the judiciary
functions as a space for pursuing justice; analogously, in business
and education, leaders are expected to uphold ethical standards and
act as agents of social transformation (Fernando, 2005). This
metaphor underscores the inherently non-neutral nature of
organizational life and affirms the need for integrity, moral
courage, and principled leadership in addressing complex
challenges and advancing the public interest.

CONCLUSION

Ethics and spirituality within educational organizations should not
be treated as peripheral considerations; rather, they constitute
fundamental pillars for fostering governance grounded in dignity,
integrity, and shared moral values. Ethical principles must be
internalized at the individual level and institutionalized as integral
components of organizational culture. To maintain relevance and
resilience amid the rapid transformations of a globalized world,
educational institutions must consistently embed these values
within their vision, mission, and administrative practices.
Examining organizational life through the lens of ethics and
spirituality facilitates a more integrative and value-conscious
approach to leadership and decision-making. Such a perspective
allows institutions to move beyond mechanistic models of
management by recognizing the symbolic dimensions of
organizational identity, including collective meaning, shared
purpose, and moral accountability. Within this framework, leaders
are called upon to adopt a strong ethical orientation and cultivate
an institutional culture that embodies justice, responsibility, and
spiritual depth.

Embraced as a core organizational principle, spirituality serves as a
transformative force that reshapes institutional culture and
strengthens ethical coherence. It enhances individual motivation
and well being, reinforces social cohesion, and contributes to the
development of a meaningful, values-driven work environment. In
an era marked by complexity, uncertainty, and ethical disruption,
reframing organizations through the integration of ethical and
spiritual values presents a compelling pathway toward building
educational institutions that are not only adaptive and effective but
also deeply humane and morally anchored.
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