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 INTRODUCTION
ehemiah is often viewed as a Biblical exam-
ple of transformational leadership. He faced 
seemingly insurmountable, complex problems, 
while dealing with difficult people, yet was able 
to effectively motivate the team around him 

to achieve a vast rebuilding project. While the project was 
successful due to God’s providence, it was also successful 
because Nehemiah understood the factors that motivated 
the people with him. He understood the yearning to correct 
the historical disgrace from captivity and a destroyed Jeru-
salem (Nehemiah 4:17). Nehemiah understood the need for 
hope and the desire of his team to improve the future for 
their families (Nehemiah 4:14). He understood the economic 
challenges demotivating some of the people (Nehemiah 5).

Similarly, successful leaders of modern faith-based orga-
nizations (“FBO” or “FBOs”) must understand their employ-
ees and the factors that motivate them. It is surprising, that 
while much has been written with respect to motivational 
factors in corporations, little exploration has been done with 

respect to such factors in FBOs. In this research, we seek to 
begin this exploration by examining the effectiveness of just 
three motivational factors within the context of FBOs: em-
ployees’ personal faith, the perceived fit between personal 
and organizational faith, and transformational leadership. 
First, does personal faith itself make employees more satis-
fied with their jobs? If so, will motivation mediate this rela-
tionship? In other words, will stronger personal faith lead to 
higher employee motivation levels, which in turn will result in 
higher job satisfaction? Although research in organizational 
behavior has examined personal faith, this has largely been 
in the general work environment. Remarkably, we could not 
identify research that has explored the link between person-
al faith and job satisfaction and the possible mediating effect 
of motivation in FBOs. 

The second motivational factor examined is the perceived 
fit between personal faith and organizational faith. This is a 
new construct introduced in this study, which we define as 
the extent to which an employee perceives personal faith as 
consistent with that of the organization. Employees in FBOs 
often share the same religion but are not necessarily from 
the same sub-group within that religion and thus may have 
considerably different beliefs and practices. For example, 
Christianity comprises six major groups: Church of the East, 
Oriental Orthodoxy, Eastern Orthodoxy, Roman Catholicism, 
Protestantism and Restorationism. Protestantism alone in-
cludes many denominations that have diverging beliefs and 
practices, such as Adventism, Anabaptism, Anglicanism, 
Baptists, Lutheranism, Methodism, Moravianism, Pentecos-
talism, and Reformed Christianity.1 Organizations may also 
have varying commitment levels to the beliefs and practices 
of the religious sub-group they are affiliated with. Some may, 
therefore, perceive a high level of fit between their personal 
faith and the faith of their employer, while others perceive 
a low level of fit or no fit at all. Will the different levels of 
perceived fit lead to different levels of job satisfaction? If so, 
will motivation mediate this relationship? Again, no previous 
research seems to have examined these possible effects. 

Third, considering the proposed motivating effects of 
personal faith and perceived fit, we examine if transforma-
tional leadership still impacts motivation and job satisfac-
tion in FBOs. Prior research confirms the strong relationship 
between transformational leadership and job satisfaction in 
secular organizations.2 However, in FBOs, where people gen-
erally put God ahead of leaders, will the normal link between 
transformational leadership and job satisfaction still exist? If 
so, will motivation also mediate this relationship? 

N
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ABSTRACT
This paper fills a gap in research on job satisfaction 
and motivational factors in faith-based organiza-
tions. Drawing on motivational theories, we present 
a conceptual model that hypothesizes the effects of 
three factors (personal faith, perceived fit between 
personal faith and organizational faith, and transfor-
mational leadership [TL]) on job satisfaction and the 
mediating effects of motivation. A statistical analy-
sis of survey data from four Christian institutions of 
higher learning in Canada concluded that personal 
faith is positively related to job satisfaction, but only 
among employees high in perceived fit. We also con-
firm that motivation fully mediates the relationship 
between perceived fit and job satisfaction. In addi-
tion, TL has a direct effect on job satisfaction and an 
indirect effect through the partial mediation of moti-
vation. Managerial implications of these findings are 
also discussed.
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Drawing on three motivation theories, expectancy the-
ory,3 two-factor theory,4 and job characteristic theory,5 we 
present a conceptual model in which we assert that person-
al faith, perceived fit, and transformational leadership are 
each positively related to job satisfaction and that motiva-
tion mediates each relationship. We then test our conceptual 
model with a survey among faculty and staff in four faith-
based colleges in Canada. (We are cognizant that there are 
many different types of FBOs and faith based colleges may 
not perfectly represent all such organizations. We acknowl-
edge this limitation and encourage further research across a 
broader range of FBOs.) Finally, we endeavor to provide the-
oretical contributions and managerial implications. 

 LITERATURE REVIEW  
    AND HYPOTHESES 
    DEVELOPMENT

FAITH-BASED ORGANIZATIONS

While most people intuitively understand what a FBO is, there 
are varying definitions. Bradley argues that, for an organi-
zation to be considered faith-based, faith needs to be em-
bedded in its operational structure.6 Bielefeld and Cleveland 
refer to FBOs as religiously influenced organizations with 
an explicit goal to provide social services.7 Clarke proposes 
that FBOs rest on two pillars: a conceptual-ideological pillar, 
which promotes social justice, peace, and development, and 
a programmatic pillar, which imbues ideology into practical 
social activities.8 Smith and Sosin identify three character-
istics of FBOs: relying on religious entities for resources, af-
filiating with a religious group, and having a religious culture 
that creates a niche for the organization to pursue its reli-
gious values.9 In our research, an FBO simply refers to “an or-
ganization with a main purpose other than worship, but with 
some significant connections with a religious organization or 
tradition” (p. xi).10

PERSONAL FAITH

Personal faith has been shown to impact various job-related 
outcomes, including: work attitude;11 satisfaction with intrin-

sic, extrinsic, and total work rewards; organizational commit-
ment;11, 12 meaningfulness of work;13 ethical decision-mak-
ing;14 engagement in organizational citizenship behavior and 
less burnout;12 and accountability to the organization.15 Job 
stressors have more negative effects when employees have 
lower personal faith levels.12 Note that these faith-related 
studies took place in general work settings rather than FBOs.

The personal faith literature remains surprisingly silent 
on one question: in FBOs, is personal faith related to job sat-
isfaction? We believed this relationship should exist. For em-
ployees high in personal faith, work is about searching for 
deeper meaning and expressing inner life needs and wants.16 
Previous research shows that when people’s work-relat-
ed wants, desires, and expectations are met, they are more 
satisfied with their jobs17 and that intrinsic influences, such 
as meaningfulness of work, have positive effects on job sat-
isfaction.18, 19 In addition, employees high in personal faith 
are more likely to experience a sense of community when 
interacting with coworkers with the same religion. In other 
words, mental, emotional, and spiritual connections are like-
ly to occur among these employees, which in turn will lead 
to a deeper sense of connection, mutual support, freedom 
of expression, and genuine caring among them.19 Linge and 
Mutinda found that good relations with coworkers are posi-
tively related to job satisfaction in FBOs.20 Thus:

Hypothesis 1
In FBOs personal faith is positively related to job 
satisfaction.

MOTIVATION

We believed, based on expectancy theory, that in FBOs mo-
tivation would mediate the relationship between personal 
faith and job satisfaction. That is, personal faith is positively 
related to the level of motivation, and this level is positive-
ly related to job satisfaction. Vroom’s expectancy theory of 
motivation proposes that people are motivated to select a 
specific behavior over others because they expect certain 
results from the selected behavior and that the motivation 
of the behavior selection is determined by the desirability 
of the outcome related to the behavior. Expectancy theo-
ry has three components: expectancy, instrumentality, and 
valence. Expectancy refers to belief that effort will result in 
attainment of desired performance goals, as determined by 
past experience, perceived self-efficacy, perceived difficul-
ty of the performance goal, and perceived control over the 
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goal attainment process. Instrumentality refers to belief 
that meeting performance expectations will be rewarded by 
financial incentives, recognition, promotion, or sense of ac-
complishment. This belief is determined by the level of trust 
in those who decide on rewards, perceived control of how 
the reward decision is made, and understanding of the poli-
cies that connect performance and reward. Valence refers to 
the value put on the rewards received, or satisfaction with 
the rewards, which is related to factors such as needs, goals, 
value systems, and sources of motivation. The product term 
of expectancy, instrumentality, and valence is called “moti-
vational force.” When selecting among multiple behavioral 
options, people will select the one with the highest amount 
of motivational force.3 

We posit that in FBOs, personal faith is positively relat-
ed to each of expectancy, instrumentality, and valence. First, 
for expectancy, employees high in personal faith should 
have higher levels of meaningfulness and sense of purpose 
in their work, which will motivate more involvement in their 
work. Personal faith can also lead to greater cooperation and 
mutual support among coworkers. These factors will bring 
both higher levels of perceived self-efficacy and lower lev-
els of goal difficulties, leading to higher expectancy. Second, 
instrumentality is determined by the level of trust in manag-
ers who make reward decisions. Employees and managers 
working in FBOs often have the same religious background, 
which should create greater trust because employees are 
likely to categorize their managers as “in-group”, rather than 
“out-group” and thus trust them more, according to social 
identity theory.21 Managers, following personal religious be-
liefs (e.g., honesty), are more likely to keep reward promises 
by honoring reward policies, which will lead to higher instru-
mentality. This effect should be stronger among employees 
high in personal faith because they are more likely to trust 
their managers more as mentioned above. Third, for valence 
in FBOs, employees high in personal faith are more likely to 
value rewards because they believe the rewards ultimately 
come from God (Psalm 16:2; James 1:17). 

We further posit that in FBOs, motivation is positively 
related to job satisfaction. Herzberg's two-factor theory of 
motivation distinguishes between motivators and hygiene 
factors. Motivators, such as achievement, recognition for 
achievement, the work itself, responsibility, and growth or 
advancement, lead to job satisfaction. By contrast, hygiene 
factors, such as job security, work conditions, and salary, do 
not lead to job satisfaction, but their absence can lead to dis-
satisfaction. As discussed, more motivated employees are 

likely to believe that they are able to achieve tasks and will 
be rewarded and recognized, which, according to two-factor 
theory, will lead to higher job satisfaction.4 Previous research 
confirms a positive relationship between intrinsic motivation 
(e.g., achievement, recognition) and job satisfaction in gener-
al work settings.22 Thus:

Hypothesis 2  
In FBOs, motivation mediates the relationship be-
tween personal faith and job satisfaction. That is, 
personal faith is positively related to motivation, and 
motivation is positively related to job satisfaction. 

 PERCEIVED FIT BETWEEN 
    PERSONAL FAITH AND  
    ORGANIZATIONAL FAITH

Within a particular religion there is substantial diversity 
in beliefs and practices. This diversity makes it possible 

for employees in an FBO to have different levels of perceived 
fit between personal faith and organizational faith. We posit 
that in FBOs, this perceived fit between personal and organi-
zational faith is positively related to job satisfaction for two 
reasons. First, how workers perceive the spirituality of their 
organization can affect their work attitudes, beliefs, satis-
faction, and capacity to overcome work challenges.23 When 
employees perceive a good fit between personal and organi-
zational faith they will identify with the organization, which 
will make them feel more involved with the organization’s 
mission24 and their own job.12 These higher levels of identi-
fication and involvement should lead to higher levels of job 
satisfaction. Previous research confirmed the link between 
organizational identification and job satisfaction.25 Second, 
employees with a high level of perceived fit are more likely 
to experience a spiritual calling to their jobs when there is 
consistency between their own faith and that of their organi-
zation. Neubert and Halbesleben confirmed the positive link 
between spiritual calling and job satisfaction.15 Thus: 

Hypothesis 3
In FBOs, the perceived fit between personal faith 
and organizational faith is positively related to job 
satisfaction.

We anticipated that motivation would mediate the re-
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lationship between perceived fit and job satisfaction. First, 
as discussed, when employees perceive a good fit between 
personal and organizational faith, they will be more involved 
with their work and organization. The sense of spiritual call-
ing may make them believe that they are blessed when doing 
the work. These factors should lead to a stronger belief that 
they are able to complete tasks. These employees should 
have high levels of expectancy. Second, a higher level of per-
ceived fit will lead to greater perceptions that the organiza-
tion will keep its promises by honoring the reward policies 
when employees complete tasks. These employees should 
have higher levels of instrumentality. Third, employees with 
a higher level of perceived fit may have a sense that by do-
ing their work, they are actually glorifying God. As a result, 
they will put a high value on whatever rewards they receive 
because they are likely to believe that these rewards are not 
just from the organization but also from God. Their valence 
level will be higher. These higher levels of expectancy, instru-
mentality, and valence will lead to higher motivation levels.3 
As discussed, more motivated employees will be more satis-
fied with their jobs. Thus:

Hypothesis 4
In FBOs, motivation mediates the relationship be-
tween perceived fit of personal faith and organiza-
tional faith and job satisfaction. That is, perceived 
fit between personal faith and organizational faith 
is positively related to motivation, and motivation is 
positively related to job satisfaction. 

 TRANSFORMATIONAL 
    LEADERSHIP

Transformational leadership has four dimensions: ideal-
ized influence, inspirational motivation, intellectual stimu-

lation, and individualized consideration. Idealized influence, or 
charisma, refers to the extent to which leaders behave so 
admirably and inspirationally that followers identify with 
them. Inspirational motivation refers to the extent to which 
leaders articulate a vision that is inspiring to their followers. 
Intellectual stimulation refers to the extent to which leaders 
challenge existing assumptions and solicit creative ideas 
from their followers. Individualized consideration refers to the 
extent to which leaders care about individual needs and lis-
ten to specific concerns.2, 26, 27

Transformational leadership has been found to impact 

organizations, including: subordinates’ trust in leaders,28 
team members’ development of shared values with their 
leaders,29 moral judgment,30 perception of higher levels of 
core job characteristics,27 follower motivation and perceived 
leader effectiveness,2 and job performance.31, 32 A few stud-
ies have also examined transformational leadership’s impact 
in FBOs. For example, transformational leadership positively 
impacts affective, continuance and normative organizational 
commitments among faith-based university employees.33 It 
also affects employees’ engagement with the organization34 

and emotional intelligence.35 To our knowledge, however, no 
study has extensively examined transformational leader-
ship’s effects on motivation and job satisfaction in FBOs.  

As proposed, in FBOs both personal faith and perceived fit 
are positively related to job satisfaction, mediated by motiva-
tion. Will transformational leadership have the same effect? 
Job characteristic theory posits that jobs should be designed 
with five core characteristics in mind: skill variety, task iden-
tity, task significance, autonomy, and feedback. These core 
characteristics produce the critical psychological states of 
experienced meaningfulness (the extent to which employees 
believe their jobs are meaningful, valued, and appreciated), 
experienced responsibility for the outcome (the extent to which 
employees feel accountable for the results of their work), 
and knowledge of the actual results (the extent to which em-
ployees know how well they are doing). These psychological 
states lead to positive outcomes, including job satisfaction.5 
We suggest that transformational leadership does produce 
the five core job characteristics in FBOs. Specifically, lead-
ers with inspirational motivation will communicate task signif-
icance to their employees, leaders with intellectual stimulation 
will nurture skill variety and autonomy, and leaders with indi-
vidualized consideration will provide employees with individ-
ualized feedback, equipping them with skill variety and nur-
turing autonomy. These core characteristics will lead to the 
three psychological states, which will eventually lead to job 
satisfaction. Thus: 

Hypothesis 5
In FBOs, transformational leadership is positively re-
lated to job satisfaction.

We further propose that motivation mediates the posi-
tive relationship between transformational leadership and 
job satisfaction. First, leaders high in inspirational motivation 
will bring optimistic attitudes toward goal attainment, and 
leaders high in intellectual stimulation will stimulate creativity 

CBR PEER-REVIEWED ARTICLESMOTIVATIONS IN FAITH-BASED ORGANIZATIONS



CHRISTIAN BUSINESS REVIEW Fall 2022 227

among employees. Furthermore, leaders high in individual-
ized consideration care about the specific needs of employees 
and listen to their concerns. All these factors should increase 
belief in the ability to complete assigned tasks. Thus, the ex-
pectancy dimension will be high. Second, leaders high in ide-
alized influence are able to make employees trust and identify 
with them, while leaders high in individualized consideration 
care about their employees on an individual basis. These fac-
tors should make employees believe that leaders will honor 
the organization’s reward policies. Thus, the instrumentality 
level will be high. Third, leaders with inspirational motivation 
will articulate an appealing vision. In FBOs, this vision is more 
likely to be related to employees’ faith. As a result, employ-
ees will likely put organizational vision and benefits ahead of 
their own. These factors should lead employees to value the 
rewards given to them, whether they are extrinsic rewards 
(e.g., financial incentives) or intrinsic rewards (e.g., recog-

nition). Thus, the valence level will be high. High levels of 
expectancy, instrumentality, and valence indicate more mo-
tivated employees who, in turn, will be more satisfied with 
their jobs. Thus:

Hypothesis 6
In FBOs, motivation mediates the relationship be-
tween transformational leadership and job satisfac-
tion. That is, transformational leadership is positive-
ly related to motivation, and motivation is positively 
related to job satisfaction. 

Fig. 1 presents our conceptual model based on the six hy-
potheses.
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FIGURE 1
CONCEPTUAL MODEL WITH HYPOTHESIZED ROUTES
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TABLE 1
SAMPLE PROFILE

DEMOGRAPHIC ATTRIBUTE N (%)

GENDER 205 (100)

Male 90 (43.9)

Female 115 (56.1)

AGE (YEARS) 205 (100)

25 and below 18 (8.8)

26-35 29  (14.1)

36-45 53 (25.9)

46-55 47 (22.9)

56-65 49 (23.9)

Over 65 9 (4.4)

EDUCATION 205 (100)

High School 9 (4.4)

College (including Bachelor's) 67 (32.7)

Master's 66 (32.2)

Doctorate's 63 (30.7)

YEARS IN THE CURRENT ORGANIZATION 205 (100)

Between 2 and 3 40 (19.5)

Between 3 and 5 44 (21.5)

Over 5 121 (59.0)

ROLE IN CURRENT ORGANIZATION 205 (100)

Staff 110 (53.7)

Faculty 95 (46.3)
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 METHODOLOGY

RESPONDENTS AND PROCEDURE

We tested the six hypotheses in a cross-sectional online 
survey in four Christian colleges in Canada, using an inter-
net-based survey. All four are attached to a religious orga-
nization or tradition, have strong statements of faith and 
deeply embed faith in their operational structure, meeting 
Torry’s FBO definition.10 The link to the survey was sent to 
faculty and staff in each university, after permission from 
management. The respondents were informed that the pur-
pose of the survey was to examine various motivational 
factors in FBOs. We added two screening questions to en-
sure that only faculty and staff (not administrators) would 
be included in the survey and that only employees who had 
been working at the university continuously for at least two 
years would be included (recognizing that it may take time 
for the three motivating factors to have an effect on job sat-
isfaction). Questions in the survey included measures of job 
satisfaction, personal faith, perceived fit between personal 
and organizational faith, TL, motivation, demographics, and 
job-related questions (i.e., age, gender, education level, and 
years in the organization).36 

Three hundred and five respondents attempted to partic-
ipate, resulting in a response rate of 43.70% (cumulatively, 
the four universities have 698 employees).37 We removed 98 
responses because of either the two noted restrictions or 
missing data. We eliminated two more responses because 
of unengaging behaviors (too short a time to complete the 
survey). As a result, the final sample size was 205. As some 
questions asked respondents to evaluate the transforma-
tional leadership of their immediate supervisors, we antic-
ipated there would be some unwillingness to provide accu-
rate answers out of a concern that data would be disclosed. 
To overcome this possible response bias, we purposely did 
not ask respondents to identify their university, in addition 
to providing confidentiality guarantees. We were then unable 
to compare response patterns across the universities as well 
as leaving university management unexamined as an exog-
enous variable; however, the discrepancies in responses are 
likely to be low because of similar mission and organizational 
faith. A random drawing for three gift cards was offered as an 

incentive to participate. Table 1 provides the sample profile.

MEASURES 

There are various schools of transformational leadership. 
For example, Anthony and Schwartz identify five charac-
teristics of transformational leaders (e.g., they tend to be 
“insider outsiders”, and use cultural change to drive engage-
ment).38 Lancefield and Rangen describe four actions that 
transformational leaders often take (e.g., sharing leader-
ship more systematically, and making empowerment live up 
to its promise).39 In this research, we adopted the 15-item 
seven-point scale to measure transformational leadership 
from Bass and Avolio’s Multifactor Leadership Question-
naire,40 including four, four, three, and four items for ideal-
ized influence, inspirational motivation, intellectual stimulation, 
and individualized consideration, respectively. The fit indexes 
for the four first-order factors plus one second-order fac-
tor fell within an acceptable range (χ2(86) = 240.31, p < .001; 
comparative fit index [CFI] = .95; Tucker–Lewis index [TLI] 
= .94; root mean square error of approximation [RMSEA] = 
.09 (slightly higher than the .08 cutoff value); standardized 
root mean square residual [SRMR] = .04), suggesting that 
the dimensions we used reflected the transformational 
leadership construct. Based on the definitions of expectan-
cy, instrumentality, and valence, we developed four, four, and 
three measurement items to measure the three concepts, 
respectively. We dropped one item each for expectancy and 
instrumentality due to low factor loadings, which result-
ed in a nine-item seven-point scale to measure motivation, 
including three items each for expectancy, instrumentality, 
and valence. The fit indexes for the three first-order factors 
plus one second-order factor fell within an acceptable range 
(χ2(24) = 65.13, p < .001; CFI = .98; TLI = .97; RMSEA = .09 
(slightly higher than the .08 cutoff value); SRMR = .06); thus, 
the dimensions we used reflected the motivation construct. 
We used a four-item seven-point scale to measure personal 
faith, adapted from the Spiritual Transcendence Index.41 We 
drafted four measurement items based on the definition of 
perceived fit between personal and organizational faith. We 
dropped one item with low factor loading, which resulted 
in a three-item seven-point scale to measure perceived fit. 
We measured job satisfaction with a three-item seven-point 
scale adapted from the satisfaction with overall job scale.42 

All variables had good Cronbach’s alpha values. All constructs 
demonstrated convergent and discriminant validity. Average 
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CONSTRUCT(RELIABILITY, M, SD) FACTOR LOADING

IDEALIZED INFLUENCE (α=.93, M=5.29. SD=1.15)

1. S/he instills pride in me for being associated with her/him .82

2. S/he goes beyond self-interest for the good of the group .92

3. S/he acts in ways that build my respect .95

4. S/he considers the moral and ethical consequences of decisions .83

INSPIRATIONAL MOTIVATION (α = .94, M = 5.53, SD = 1.19)

1. S/he talks optimistically about the future .90

2. S/he talks enthusiastically about what needs to be accomplished .92

3. S/he articulates a compelling vision of the future .89

4. S/he expresses confidence that goals will be achieved .86

INTELLECTUAL STIMULATION (α = .89, M = 5.19, SD = 1.08)

1. S/he re-examines critical assumptions to question whether they are 
appropriate

.84

2. S/he seeks differing perspectives when solving problems .89

3. S/he gets me to look at problems from many different angles .85

INDIVIDUALIZED CONSIDERATION (α = .87, M = 5.17, SD = 1.12)

1. S/he spends time teaching and coaching .71

2. S/he treats me as an individual rather than just as a member of a group .79

3. S/he considers me as having different needs, abilities and aspirations 
from others

.84

4. S/he helps me to develop my strengths .90

TABLE 2
CONSTRUCT FACTOR ANALYSIS
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TABLE 2 CONTINUED ON NEXT PAGE
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CONSTRUCT(RELIABILITY, M, SD) FACTOR LOADING

EXPECTANCY (α = .65, M = 3.62, SD = 1.60)

1. If I work hard, I will have good job performance .47

2. Normally the employees in my organization are able to achieve their 
assigned goals through hard work

.88

3. I am able to achieve my assigned goals if I work hard. .68

INSTRUMENTALITY (α = .96, M = 3.41, SD = .58)

1. If I do well on my job, I have a good chance of being rewarded and com-
pensated for that success

.97

2. I think I will be rewarded and compensated by my organization if I per-
form well

.97

3. The better I perform, the better my chance of being rewarded and com-
pensated by my organization

.88

VALENCE (α = .94, M = 3.71, SD = 1.39)

1. The reward and compensation system in my organization is attractive 
to me

.87

2. I like my organization’s current reward and compensation system .98

3. It is good for my organization to have the current reward and compen-
sation system

.91

PERSONAL FAITH (α = .91, M = 5.11, SD = .74)

1. I maintain an inner awareness of God’s presence in my life .84

2. I try to strengthen my relationship with God .88

3. God helps me to rise above my immediate circumstances .87

4. I experience a deep communion with God .83

TABLE 2
CONSTRUCT FACTOR ANALYSIS (CONT'D)

TABLE 2 CONTINUED ON NEXT PAGE
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CONSTRUCT(RELIABILITY, M, SD) FACTOR LOADING

PERCEIVED FIT BETWEEN PERSONAL FAITH AND ORGANIZATIONAL FAITH 
(α = .88, M = 5.45, SD = 1.08)

1. There is a good fit between my own religious belief and that of my or-
ganization

.91

2. The faith in my organization well reflects my own faith .96

3. There is no difference between my own faith and the one of my orga-
nization

.73

JOB SATISFACTION (α = .91, M = 6.08, SD = .86)

1. My job gives me a sense of accomplishment .87

2. My job is satisfying .89

3. I am really doing something worthwhile in my job .86

TABLE 2
CONSTRUCT FACTOR ANALYSIS (CONT'D)

The inter-construct correlations are all significant at p < .001 (two-tailed), except for three correlations: between personal faith and motivation (p = .002, 
two-tailed), between perceived fit and job satisfaction (p = .058, two-tailed), and between personal faith and job satisfaction (p = .164, two-tailed).      

TABLE 3
CONSTRUCT CONVERGENT VALIDITY,  DISCRIMINANT VALIDITY.  AND 

INTER-CONSTRUCT CORRELATION MATRIX

AVE

HIGHEST 
SQUARED 

INTER-
CONSTRUCT 

CORRELATION

TL MOTIVATION
PERSONAL 

FAITH
PERCEIVED 

FIT
JOB SATIS-

FACTION

TL .77 .18 1.00  

MOTIVATION .57 .18 .43 1.00

PERSONAL FAITH .73 .18 .29 .25 1.00

PERCEIVED FIT .76 .18 .37 .37 .42 1.00

JOB SATISFACTION .77 .14 .37 .36 .11 .15 1.00
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variance extracted from each construct ranged between .57 
to .77. 

Table 2 provides measurement items for each construct, 
Cronbach’s alpha values, means, standard deviations, and 
factor loadings. Table 3 provides convergent and discriminant 
validities for each construct and inter-construct correlations. 

 RESULTS

We used structural equation modeling (SEM) with AMOS 
26 to examine the hypothesized model. We employed 

a second-order hierarchical model because of the multidi-
mensional nature of transformational leadership and moti-
vation. SEM offers a simultaneous test of an entire system of 
variables in a hypothesized model; as a result, it can assess 
the extent to which the hypothesized model is consistent 
with the data.43 

MEASUREMENT MODEL ASSESSMENT

We conducted confirmatory factor analysis (CFA) to estimate 
the quality of the factor structure and loadings.43 We entered 
the second-order variables transformational leadership and 
motivation (including the four dimensions of transforma-
tional leadership and the three dimensions of motivation), 
personal faith, perceived fit, and job satisfaction in the mod-
el. The measurement model revealed a good fit to the data 
(χ2(510) = 834.12, p < .001; CFI = .95; TLI = .94; RMSEA = .06; 
SRMR = .07), meeting the cutoff criteria when sample size is 
less than 250 and the number of measures is more than 30 
(i.e., χ2/df < 3, expected significant p-values, CFI > .92, TLI 
> .92, RMSEA < .08, SRMR < .09).44 All factor loadings were 
equal to or greater than .68, except .47 for one item in the 
expectancy dimension of motivation. 

COMMON METHOD VARIANCE 

The cross-sectional survey research design and self-report-
ed nature of our data could lead to the threat of common 
method variance (CMV). We took ex ante remedy strategies to 
reduce possible CMV, including assurance of anonymity and 
confidentiality, informing that there were no right or wrong 
answers, and encouraging that questions be answered hon-
estly. We asked criterion variable questions (i.e., job satis-
faction) first, followed by filler questions unrelated to this 
study and then predictor variables questions (i.e., personal 

faith, perceived fit, TL, and motivation).45 We also took ex post 
remedy strategies by using Gaskin and Lim’s CFA approach 
during data analysis to test for possible CMV.46 Specifically, 
we compared two CFA models, with a common latent factor 
added. In the first model, we set all the paths from the com-
mon latent factor to all the indicators to zero (i.e., the con-
strained model), while in the second model, the path coeffi-
cients are        difference test revealed a significant difference 
between the two models (χ2 difference = 106.06, df difference = 
33, p < .001; constrained model: χ2(510) = 834.12, p < .001; 
unconstrained model: χ2(477) = 728.06, p < .001), indicating 
that CMV did exist. As a result, we needed to account for the 
bias in the structural model. Following Gaskin and Lim’s ap-
proach, in the unconstrained CFA model, we performed da-
ta imputation, which generated adjusted scores for the five 
variables in the conceptual model (personal faith, perceived 
fit, TL, motivation, and job satisfaction).

STRUCTURAL MODEL ASSESSMENT

We performed SEM to determine whether the data collected 
support for the six hypotheses.43 Iacobucci posits that SEM 
models perform well even with small samples (e.g., 50 to 
100).47 Bentler and Chou (1987) propose a rule of thumb that 
the ratio of sample size to number of free parameters should 
be higher than 5:1 in order to get trustworthy parameter es-
timates.48 A sample size of 205 and 26 free parameters in 
our SEM model resulted in a ratio of 7.9:1, higher than the 
5:1 threshold ratio. In the structural model, in addition to the 
five variables in the conceptual model (now with adjusted 
scores), we added role (faculty and staff) and years in the 
organization as control variables. We did not include gen-
der, age, and education level as controls, because previous 
research shows that these variables are not related to job 
satisfaction.49 The results indicated that the hypothesized 
model fit the data well (χ2(2) = 3.19, p = .203; CFI = .99; TLI = 
.94; RMSEA = .05; SRMR = .02) (Hair et al.).44 Fig. 2 presents 
the overall structural model with path coefficients. The re-
sults show that neither personal faith (β = –.08, p = .272) nor 
the perceived fit between personal and organizational faith 
(β = –.07, p = .341) affects job satisfaction, thus rejecting H1 
and H3, respectively; however, transformational leadership 
is positively related to job satisfaction (β = .37, p < .001), in 
support of H5. 

Mediation effects were tested using Preacher and Hayes 
(2004) bootstrapping method. This method provides point 
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FIGURE 2
OVERALL STRUCTURAL MODEL WITH PATH COEFFICIENTS
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estimates and confidence intervals, with which one can as-
sess whether a mediation effect exists. Point estimate indi-
cates the mean over the number of bootstrapped samples. If 
zero does not fall between the resulting confidence interval, 
it can be concluded that there is a significant mediation ef-
fect.50 The results indicate that motivation has no mediating 
effect on the link between personal faith and job satisfac-
tion (a1b = .00, 95% confidence interval [CI] = [–.04, .04], p = 
.961), thus rejecting H2; however, motivation mediates both 
the link between perceived fit of personal and organizational 
faith and job satisfaction (a2b = .04, 95% CI = [.01, .08], p = 
.005) and the link between transformational leadership and 

job satisfaction (a3b = .10, 95% CI = [.05, .18], p = .002), in 
support of H4 and H6, respectively. Neither role nor years in 
the organization affect job satisfaction (ps > .05). 

 DISCUSSION

We found that in FBOs, (1) personal faith has no effect 
on either motivation or job satisfaction, (2) perceived 

fit has no direct effect on job satisfaction but has an indi-
rect effect through the full mediation of motivation, and (3) 
transformational leadership has direct effect on job satisfac-
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tion and indirect effect through the mediation of motivation. 
Contrary to our hypotheses, personal faith was not relat-

ed to either motivation (β = .00, p = .999) or job satisfaction. 
At a cursory glance, this finding is difficult to understand and 
counterintuitive; however, it becomes more understandable 
when we consider the positive relationship between per-
ceived fit and job satisfaction. Among employees with higher 
perceived fit levels, a higher personal faith level may lead to 
greater perceived meaningfulness of their work and identifi-
cation with the organization, which in turn will lead to higher 
levels of motivation and job satisfaction. By contrast, em-
ployees with lower perceived fit levels are more likely to dis-
agree with the organization’s faith, perceive less freedom to 
discuss their own faith at work, lack meaningfulness in work, 
and not identify with the organization. All these factors could 
diminish job satisfaction. It is possible that among employ-

ees with low perceived fit levels, the higher their personal 
faith the lower the job satisfaction, because employees high 
in personal faith are then more likely to disagree with the 
organizational faith. Consequently, in a group of employees, 
high levels of job satisfaction from those with high personal 
faith and perceived fit may be balanced out by low levels of 
job satisfaction from those with high personal faith but low 
perceived fit.

We ran a forward stepwise regression (with two models) 
to test this speculation. In the first model, personal faith and 
perceived fit were the independent variables and job sat-
isfaction the dependent variable. In the second model, we 
added the interaction between personal faith and perceived 
fit as one more independent variable. We standardized all 
the independent variables in the models to reduce poten-
tial multi-collinearity between the interaction term and their 
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components.51 The results indicated that the first model was 
not significant (p = .107) while the second was marginally 
significant (p = .063). Thus, we selected the second model as 
the final model, in which the interaction between personal 
faith and perceived fit has a marginally significant effect (β 
= –.08, p = .092) but neither personal faith (p = .160) nor 
perceived fit (p = .115) has a main effect. The highest vari-
ance inflation factor was only 1.95.44 To further examine 
the personal faith variation within high or low perceived fit 
situations, we ran simple slope tests at one standard devia-
tion below and above the mean of perceived fit, respectively. 
The results showed that among employees low in perceived 
fit, the effect of personal faith on job satisfaction was not 
significant (β = .04, p = .917). Conversely, among employees 
high in perceived fit, personal faith has a marginally signifi-
cant and positive effect on job satisfaction (β = .20, p = .071). 

This interaction pattern indicates that the effect of personal 
faith on job satisfaction only exists among employees high in 
perceived fit, thus confirming our speculation. This result al-
so explains why personal faith has no significant main effect 
on job satisfaction among all employees (both high and low 
on perceived fit). Fig. 3 presents a plot of the personal faith × 
perceived fit interaction effect. Fig. 4 presents the final mod-
el, depicting all the findings in this research. 

Another finding differing from our expectations is that 
perceived fit was not related to job satisfaction. However, as 
hypothesized, motivation mediates the relationship between 
perceived fit and job satisfaction. These two findings togeth-
er indicate that motivation fully mediates the relationship be-
tween perceived fit and job satisfaction. That is, if motivation 
were not included in the model as the mediator, perceived 
fit should have been significantly related to job satisfaction 

FIGURE 4
THE FINAL MODEL
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(a correlation analysis confirmed that the two variables are 
indeed correlated; r = .14, p = .039); however, when motiva-
tion is inserted, the significant relationship disappears. The 
full mediation indicates that when employees in FBOs per-
ceive a higher level of fit between their faith and that of the 
organization, they will be more motivated, leading to higher 
job satisfaction. Furthermore, as analyzed, perceived fit is a 
condition for personal faith to have an effect on job satisfac-
tion. Only when employees with strong religious beliefs and 
practices believe that their faith matches that of their orga-
nization are they likely to be more satisfied with their jobs. 

As hypothesized, transformational leadership is positive-
ly related to job satisfaction in FBOs, and this link is medi-
ated by motivation. This finding indicates that the transfor-
mational leadership practices that are effective in secular 
organizations, such as being charismatic, articulating a vision, 
soliciting creative ideas, and taking individual care of each 
follower,2 are also effective in motivating employees in FBOs. 
In other words, whether working for God or not, these trans-
formational leadership practices are effective. Furthermore, 
the higher path coefficient from transformational leadership 
to motivation (β = .45, p < .001) than that from perceived fit 
to motivation (β = .20, p = .003) indicates that transforma-
tional leadership may be even more effective than perceived 
fit in motivating employees in FBOs. Furthermore, the find-
ing that transformational leadership has both a direct effect 
on job satisfaction and an indirect effect through motivation 
indicates that transformational leadership practices will mo-
tivate employees, which in turn will lead to job satisfaction, 
and that motivation only partially mediates transformational 
leadership’s effect on job satisfaction. That is, in addition to 
motivation, there should be other mediators in the link be-
tween transformational leadership and job satisfaction in 
FBOs. These transformational leadership related findings are 
particularly inspiring because they indicate the necessity to 
explore the possible effects of other management practic-
es and leadership styles in faith-based work environments. 
Other practices effective in secular organizations may be 
just as effective in FBOs. Exploring such endeavors would 
advance the literature on both leadership and FBOs. Finally, 
we find that neither role nor years in the organization have 
an effect on job satisfaction. These findings suggest there 
may be limited need to differentiate between roles when de-
veloping motivational strategies in FBOs, and longer service 
does not necessarily lead to higher job satisfaction. 

 THEORETICAL 
    CONTRIBUTIONS

This research makes five theoretical contributions. First, 
we advance the transformational leadership literature 

by empirically confirming that transformational leadership is 
effective in FBOs. Specifically, we confirm that transforma-
tional leadership leads to more motivated employees, which 
in turn results in higher job satisfaction. Given that employ-
ees in FBOs put God ahead of a human leader we questioned 
if this would reduce transformational leadership’s effective-
ness. However, our results indicate that transformational 
leadership was effective in FBOs. Furthermore, the partial 
mediation of motivation found in our research indicates that 
the mediating mechanism in the link between transforma-
tional leadership and job satisfaction in FBOs is complex; 
other variables have a mediating effect in this relationship 
as well. 

Second, we advance the motivation literature by empiri-
cally confirming that expectancy theory is applicable in faith-
based work environments. Our results show that both trans-
formational leadership and perceived fit have positive effects 
on motivation and that motivation positively affects job sat-
isfaction (β = .25, p < .001). Specifically, both transformation-
al leadership practices and perceived fit will lead to employ-
ees’ stronger beliefs that they are able to complete assigned 
tasks (expectancy), that managers will honor the reward pol-
icies (instrumentality), and that they value the rewards given 
to them (valence). These factors will make employees more 
satisfied with their jobs. Given that rewards and compensa-
tion included both non-financial (e.g., recognition, promotion) 
and financial (e.g., pay increase, commissions) incentives, the 
findings further indicate that even if employees in FBOs have 
the religious belief that they should not focus on personal 
gain, financial incentives are still effective motivators lead-
ing to job satisfaction. A possible explanation for this seem-
ing contradiction is that employees may view the rewards 
as God’s recognition for their work. We did not examine this 
speculation in the study, but leave it to future research to 
explore empirically.

Third, we introduce the construct of perceived fit between 
personal faith and organizational faith and find that it posi-
tively affects motivation and job satisfaction and moderates 
the relationship between personal faith and job satisfaction 
(that is, personal faith affects job satisfaction only among 
employees high on perceived fit, but not among employees 

CBR PEER-REVIEWED ARTICLESMOTIVATIONS IN FAITH-BASED ORGANIZATIONS



CHRISTIAN BUSINESS REVIEW Fall 202238

low on perceived fit). In addition, motivation fully mediates 
the relationship between perceived fit and job satisfaction. 
This finding provides a clear picture of the underlying mech-
anism in the link between perceived fit and job satisfaction.

Fourth, although research has examined personal faith in 
general work settings,12 to our knowledge, our study is the 
first to explore the effect of personal faith on job satisfac-
tion in FBOs. We find that this relationship is more complex 
than expected. When not differentiating employees by high 
and low perceived fit levels, personal faith was not related 
to job satisfaction in FBOs. However, when we add perceived 
fit as a moderator, the picture became clearer: personal faith 
indeed positively affects job satisfaction in FBOs, but only 
when employees perceive their faith as matching that of 
their organization. When employees do not perceive such a 
match, the relationship between personal faith and job sat-
isfaction disappears. 

Fifth, we show that in addition to expectancy theory of 
motivation, the other two motivation theories used in this 
research, two-factor theory4 and job characteristic theory,5 

are applicable in FBOs as well. We empirically confirm the 
two relationships (between motivation and job satisfaction, 
and between transformational leadership and job satisfac-
tion) as we hypothesized. 

 MANAGERIAL 
    IMPLICATIONS

Motivating employees in FBOs has been explored in 
some ways. For example, through Employee Engage-

ment Survey and 360 Leadership Review, the Best Christian 
Workplaces Institute helps Christian organizations improve 
their effectiveness.52 Based on our research we would make 
three key recommendations to further assist management in 
FBOs. First, transformational leadership works in FBOs and 
when hiring managers, FBOs should select applicants with 
strong transformational leadership traits. In daily operations, 
FBOs should also encourage and promote transformational 
leadership practices among managers through training and 
performance evaluations. These practices will lead to high-
er motivation and job satisfaction. Second, when hiring em-
ployees, FBOs should consider not only whether an applicant 
has strong personal faith within a broader type of religion 
but also whether there is a perceived fit between personal 
faith and that of the organization. Furthermore, after em-

ployees are hired, organizations should offer training and 
communications in the faith of the organization for the pur-
pose of increasing the perceived fit levels. These procedures 
are important because our results show that perceived fit, 
but not personal faith, positively affects employees’ levels 
of motivation and job satisfaction. In addition, these train-
ing and communication programs should be helpful in ful-
filling the organization’s mission, which ultimately is to glo-
rify God.53 Third, in addition to transformational leadership 
practices and perceived fit, if FBOs find out that other factors 
or policies are effective to motivate employees, they should 
promote them because our results show that motivated em-
ployees in FBOs are more satisfied with their jobs. 

 LIMITATIONS AND 
    FUTURE RESEARCH

Whis paper has several limitations that we plan to ad-
dress in future research. First, we surveyed only fac-

ulty and staff in four Christian colleges. In addition, we only 
examined the role and years in the university, not whether 
employees in different disciplines have specific response 
patterns. We also did not examine other types of FBOs af-
filiated with other religions, or FBOs in other countries, and 
question whether the motivational factors we examined 
would have different effects in those circumstances. We also 
did not examine commercial companies with Christian lead-
ership and mission which may have some similarity to FBOs. 
A much broader future study will determine the generaliz-
ability of our findings. 

Second, we did not explore the effects of other possible 
motivating factors in FBOs (e.g., servant leadership, trans-
actional leadership). For example, personal commitment 
to serving God may in itself motivate employees in FBOs.54 
Erisman and Daniels also find that many corporate job per-
formance appraisals tend indirectly to measure Christian 
scriptural values (e.g., faithfulness),55 which should provide 
motivational incentives for employees even in non-FBOs. 
While not the focus of our research, management in Chris-
tian organizations may be able to motivate by simply high-
lighting the alignment of these scriptural values with em-
ployees’ personal faith. We also did not examine the possible 
effects of the three motivating factors on other attitudinal 
and behavioral outcomes (e.g., organizational identification, 
organizational citizenship behavior, turnover intention, orga-
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nizational commitment, job performance). These issues were 
beyond the scope of this study and future research is needed 
to determine the overall motivating mechanisms in faith-
based work settings. 

Third, although we took ex ante remedies in our question-
naire design, our data analysis shows that some CMV exist-
ed. We note that as an ex post remedy we performed data 
imputation,46 before analyzing the structural model.

 Fourth, in our model we did not test the possible relation-
ship between transformational leadership and perceived fit 
between personal and organizational faith. However, trans-

CBR PEER-REVIEWED ARTICLESMOTIVATIONS IN FAITH-BASED ORGANIZATIONS

formational leaders may be able to improve their employees’ 
perceived fit level with inspirational motivation activities 
such as articulating a faith-based vision that is appealing and 
inspiring. Finally, in our model we proposed, and empirically 
verified, that motivation mediates the relationship between 
perceived fit and job satisfaction. However, it is also possible 
that perceived fit mediates the relationship between motiva-
tion and job satisfaction and this warrants future exploration.
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