
ABSTRACT

This study analyzes the relationship between psychological capital (i.e., understood as the set of
positive personality features used in the professional scope) and workaholism and their repercus-
sions on workplace spirituality (i.e., a team’s sense of community, alignment with the organization’s
values, sense of contribution to community, enjoyment of work and opportunities for inner life). The
results show a positive correlation between Psychological Capital and Workaholism as well as a pos-
itive repercussion of both on Workplace Spirituality.
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In 1971 Oates coined the term “workaholic” attracting the attention of  practitioner circles and
of popular press for workaholism (Andreassen, Hetland, & Pallesen, 2010; Carlotto, 2011; Del
Líbano, Llorens, Salanova & Schaufeli, 2010; Douglas & Morris, 2006; McMillan, Brady, O’Driscoll
& Marsh, 2002). Since then, the term workaholism has often been used to describe hardworking
employees and people who work long hours (Douglas & Morris, 2006). Throughout the 1980s some
authors defended workaholism as a positive phenomenon from the organizational perspective (Korn,
Pratt, & Lambrou, 1987; Machlowitz, 1980; Sprankle & Ebel, 1987 cit. in Burke, Matthiesen &
Pallesen, 2006, p. 1224-1225).

Over the past four decades there has been no consensus regarding the measurement and con-
ceptualization of workaholism, and little theory development and empirical knowledge has been
amassed (Andreassen et al., 2010; Brady et al. 2002; Del Líbano et al. 2010; Douglas & Morris,
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2006). All these factors may have favored the emergence of a social image of workaholism as an
added value to the organization and of a workaholic as dedicated and struggled employee. These
considerations represent a compelling issue to direct research to investigate on the phenomenon.

Workplace spirituality gained ground in academic research over a decade ago. In 1999 it was the
subject of an article published in the Journal of Organizational Change Management. Since then, it
has gained respectable academic focus, and the debate about what exactly spirituality means also
started growing (e.g. Ashmos & Duchon, 2000; Duchon & Plowman, 2005; Krishnakumar & Neck,
2002; Poole, 2009). 

Rego, Souto, and Cunha (2007) have linked positive organizational behavior with workplace
spirituality, stating that there are many publications both on positive organizational behavior and
workplace spirituality, but only a few studies linking the two. The authors explain this with the rela-
tive youth of both themes in the organizational literature. 

The actual view of psychological capital in the organizational context is relatively new (Luthans,
Avey, & Patera, 2008). Positive Organizational Behavior (POB) is rooted on positive psychology.
Positive psychology does not completely ignore the organizational sphere, although it is mostly
focused on clinical psychology (Machado, 2008). 

As Luthans et al. (2008) points out “although the importance of positivity has been given atten-
tion through the years, only recently has it been proposed as a new (or at least renewed) lens to
focus study on organizational behavior” (p. 209). This study also intends to contribute scientifically
by (re)contextualizing POB in an organizational scope and analyzing the role of workaholism in rela-
tion with workplace spirituality and psychological capital.

2. LITERATURE REVIEW

2.1 Workaholism
Workaholism can be defined by its compulsive and addictive nature (Andreassen et al. 2010;

McMillan, Brady, O’Driscoll, & Marsh, 2002), considered to have a very negative impact on the vic-
tims themselves (Ersoy-Kart, 2005), also bringing inconvenience and damage to the workplace envi-
ronment and coworkers (Burke & Koksal, 2002). Despite that, workaholism is still very often reward-
ed on a professional level (Machlowitz, 1978, cit. in McMillan et. al, 2002, p. 357) and “people teas-
ingly refer to themselves as ‘workaholic’ in social gatherings as something of which to be proud”
(Robinson, 1996, p.447).

The first operational and academic definition of workaholism, i.e., as a set of attitudes, was pro-
vided by Spence and Robbins (1992). These authors understood a workaholic as someone very
involved with work, but with little pleasure in working. These authors classify workaholism on three
components: work involvement, drive and enjoyment of work. Work involvement is related to the
efficient use of time at work or outside work, i.e., also refers to the boundaries between work and
personal life. Drive deals with the internal motivation of individuals to work as well as how often they
think about work. Enjoyment of work refers to the pleasure of work, the satisfaction that individuals
derive from the work performed (Andreassen et al. 2010).

Accordingly to Spence and Robbins (1992), workaholics feel compelled to work by internal pres-
sures. In this study, the authors presented two classifications of workaholics: the work addict and
the enthusiastic workaholic. Work addicts are defined as having high work involvement and drive but
low work enjoyment, while enthusiastic workaholics exhibit high work involvement, drive and work
enjoyment. Enthusiastic workaholics work excessive because their enjoyment comes from the work
itself from which they derive immense fulfillment (Fry, Matherly, & Vitucci, 2006).

Related literature presents different definitions and classifications of workaholism. These defini-
tions can be distinguished through the following aspects: addiction (Oates, 1971, Robinson, 1996;
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Robinson, 2000); attitudinally (Machlowitz, 1980; Spence & Robbins, 1992); behaviorally (Scott,
Moore, & Miceli, 1997) and can also be recognized by different typologies associated with causes
and outcomes (Douglas & Morris, 2006). 

2.2 Workplace Spirituality
Workplace spirituality is related to the search for connection with coworkers and other people

involved at work and to the alignment of values   and fundamental beliefs of the organization (Mitroff
& Denton, 1999 cit. in Milliman et al. 2003, p. 430). 

Ashmos and Duchon (2000) emphasized that workplace spirituality is not related with religion,
the acceptance of specific beliefs or conversion. It is about the employee’s understanding of oneself
as a spiritual being who needs nutrition for the soul from work, “experiencing a sense of purpose
and meaning in the work beyond of meaning found” (p.135).

Rego et al. (2007) defined workplace spirituality as a thread of organizational behavior and of
positive psychology.  Organizations with well-developed spirituality have employees more commit-
ted in further efforts in order to serve the company and to achieve self-development. 

Several studies have pointed out that organizations that encourage workplace spirituality achieve
higher revenues, increased productivity and employee commitment, reducing absenteeism and
depression (Krishnakumar & Neck, 2002; Poole, 2009; Rego & Cunha, 2008; Rego, Souto, et al.
2007).

2.3 Psychological Capital 
The study of psychological capital comes from positive organizational behavior which has its

origin from positive psychology. The application of positive psychology in the organizational context
began with Fred Luthans (2000) and led to the emergence of two fundamental movements on the
theme: Positive Organizational Scholarship and Positive Organizational Behavior (Luthans, 2002;
Machado, 2008; Palma, Cunha, & Lopes, 2007). 

Luthans, Youssef, et al. (2007) claimed that psychological capital can be understood as the set
of positive personality characteristics, employed in the workplace. Several studies have demonstra-
ted the positive impact of these four points to organizational settings (e.g. Carifio & Rhodes, 2002;
McCarter, Hargrove &  Wad, 2009; Chen & Bliese, 2002; Luthans et al. 2008; Scott, Radosevich, &
Clesca, 2008; Stajkovic & Luthans, 1998; Toor & Ofori, 2010). However, we did not find studies link-
ing psychological capital with workaholism and its impact on workplace spirituality.

Hypothesis 
1. There is a negative correlation between psychological capital and workaholism;
2. Psychological capital has a positive impact on workplace spirituality;
3. Workaholism has a negative impact on workplace spirituality. 

Methodology
This research has an empirical, non-experimental, cross-sectional and research design. The

sample is comprised of a heterogeneous group of 301 Portuguese employees.
The demographic profile included 132 males (43.7%) and 169 females (56%) of ages between

18 and 67 years (M= 40.11; SD=10.78).  Concerning education level we found that there is no large
difference of sample split between the three educational levels, 29.9% (n=90) have basic education,
34.6% (n=104) have secondary education and 35.5% (n=107) have higher education. 

The analysis of the relationship between the performance of leadership roles and educational
level of the participants showed the same rates for secondary education and higher education
(10.6%, N = 32) and a difference of 1.3% for primary education (9.3%, N = 28).
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Measures
The variables were assessed using three instruments: Workplace Spirituality (Rego, Cunha et

al. 2007), Psychological Capital (Luthans, Youssef, et al. 2007) and Workaholism Battery (Spence
and Robbins,1992).

Workplace Spirituality. We have adopted a five-item scale from Rego & Cunha (2007). It was
subjected to internal consistency assessed by Cronbach Alpha coefficient (Cronbach, 1951). Values   
equal to 0.70 or greater were considered satisfactory (Nunnally, 1994). We calculated the internal
consistency of the whole questionnaire (α = 0.933) as well as the internal consistency of each
dimensions, according to the model designed by Rego, Souto et al. (2007). 

Results showed that both the scale as a whole and the proposed dimensions have good inter-
nal consistency.

Team’s sense of community mainly provides information related to the sense of community and
common purpose, team spirit and mutual care among members (α = 0.926).

Alignment between organizational and individual values is relates to the compatibility of the
individual’s values   and inner life with the organization’s values, mission and purposes (α = 0.885).

Sense of contribution to the community provides information about the relationship between
work and personal values (α = 0.810). 

Sense of enjoyment at work is related to the sense of pleasure and enjoyment at work (α = 0.783). 
Opportunities for the inner life evaluates how the organization respects the individual’s spiritu-

al values and the spirituality of the workers (α = 0.751). 
We also performed a Structural Equation Models (SEM) with AMOS 17.0. Considering the stud-

ies of Bentler (1990), Browne & Cudeck, (1993), Byrne (2001), Kline (1998) and Stieger (1990), the
model appears to be a good fit to the data (CFI = 0.938; NIF = 0.908; RMSEA = 0.077). 

Workaholism Battery. The instrument proposed by Spence and Robbins (1992) is the scale
most widely used in the investigation of workaholism. The version adopted was based on a stan-
dardized translation-back-translation procedure of the original by Andreassen, et al.  (2010) and was
subjected to internal consistency (Cronbach, 1951). The whole questionnaire result was α = 0.798.

Work Involvement provides information about the use of time and energy in or out of work (α = 0.540).
Drive allows evaluating the internal motivation of people to work, level of drive to work (α = 0.672).
Enjoyment of Work measure the level of pleasure from work obtained through responses (α = 0.827).
Considering that the reliability of the instrument as a whole has a good internal consistency, we

accept that the model has a moderated fit once one of the three dimensions, namely Enjoyment of
Work, has a very good internal consistency (Nunnally, 1994). However, the other two dimensions,
namely Drive and Work Involvement had an alpha coefficient below 0.70 suggested by Nunnally
(1994), but above 0.50 and considered accepted by Kehoe (1995), so we decided to continue using
the instrument.

Furthermore, Huang, Hu, and Wu (2010) showed that only Andreassen et al. (2007) validated
the three dimensions of WorBat with a Cronbach’s alpha greater than 0.70. The authors also claim
that several items of Work Involvement tend to have a Cronbach’s alpha below 0.70 (e.g. Burke,
1999; Burke, Richardsen, & Martinussen, 2002; Ersoy-Kart, 2005; Kanai et al. 1996; Russo &
Waters, 2006; Spence & Robbins, 1992, cit. in Huang, Hu, & Wu, 2010, p.165).

Regarding the structural equation model, considering that RMSEA is 0.08 we accept the struc-
tural model as significant despite its low adjustment, expressed by low values   of CFI (0.695) and NIF
(0.614).

Psychological Capital. We have adopted the PsyCap Questionnaire (PCQ), a four-item scale
from Luthans, Youssef, and Avolio (2007). This instrument is widely used in positive psychology
research and also in organization studies (e.g. Luthans, Avolio, Walumbwa, & Li, 2005; Peterson &
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Luthans, 2003; & Youssef Luthans, 2007; Luthans et al. 2008). 
The internal consistency was assessed by Cronbach Alpha coefficient showing α= 0.919 for the

whole questionnaire. The four items present the following results:
Self-efficacy is the confidence that an individual has in his ability to direct their cognitive

resources, motivation and action to perform a given intervention in a specific context (α=0.891). 
Hope is based on the concepts of agency, pathways and goals (α=0.824).
Resilience is the people’s ability to rebound and succeed from adversity or failure (α=0.773). 
Optimism is the characteristic of those who perceive positive events as internal, stable and glob-

al, and negative events as external, unstable and specific (α=0.690). 
The results for SEM analysis to PsyCap shows a good adjustment of the model (CFI = 0.876; NIF

= 0.819; and RMSEA = 0.075). 
As we have shown, three of the four dimensions have good internal consistency. Considering

the reliability of the instrument and its extensive application, we chose to continue using it.
Data Analysis Technique
The statistical programs SPSS 20.0 (Statistical Package for the Social Sciences) and AMOS 17.0

(Analysis of Moment Structures) were used in tabulating and analyzing the data.
The SEM was the main technique used for data analysis. SEM is a multivariate technique which

examines multiple relationships between sets of variables simultaneously and allows the use of dif-
ferent relationships for each set of the dependent variables. (Kline, 2011).

5. RESULTS

5.1. The structural model
To ascertain the correlations between the three instruments used in this study (PsyCap, WorkBat

and Workplace Spirituality Questionnaire - WSQ), we calculated the Pearson’s intercorrelations (see
Tables 1 and 2).

Correlation between Workplace Spirituality and PsyCap
Table 1 – Pearson Correlation coefficients between the questionnaires: PsyCap and Workplace

Spirituality

In Table 1 we can observe that there is a significant positive correlation between workplace spir-
ituality and psychological capital (r = 0.504), as well as strong and positive correlations between most
of the factors. Only D5 (WSQ) and D3 (PsyCap) did not present a statistically significant correlation
(r = 0.112). This suggests that respect for spiritual values   have little correlation with resilience. 
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Correlation between Workplace Spirituality and WorkBat
As can be seen in Table 2, workaholism also has a significant positive correlation with workplace

spirituality (r = 0.397) meaning that the increase or decrease of a variable is directly reflected in the
other. Regarding the correlation between dimensions, the factor of WorkBat which showed smaller
correlations with WSQ as a whole is D2 - Drive.

We can observe that D2 and D3 are negativity correlated (r = -0.025). It could suggest that the
level of drive and internal motivation to work are inversely proportional to the respect that the organ-
ization spends to spiritual values   of workers. However, this negative correlation is not statistically
significant and therefore we will not consider this data as valid for the interpretation of results. 

Finally, we performed an SEM to test the hypothesis. The results show a good adjustment of the
hypothetical model (CMIN/DF value of 4.796; CFI = 0.878; NIF = 0. 853; and RMSEA = 0.112), agree-
ing with what is recommended in the literature (Bentler, 1990; Byrne, 200; Browne & Cudeck, 1993;
Kline, 1998).

Figure 1 - Intercorrelation between Workaholism, Workplace Spirituality and Psychological Capital:
Estimated structural model
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As shown in Figure 1, all the dimensions of Workplace Spirituality are positively correlated with
the factors and those with higher values   are “alignment between organizational and individual
values” (β = 0.84) and “sense of enjoyment at work” (β = 0.83). Regarding psychological capital it
can be observed in Figure 1 that there is a relative balance between the scores of each dimension,
the two extremes of which being hope (β = 0.88) and resilience (β = 0.71). Finally, the SEM showed
a higher workaholism score for “enjoyment of work” (β = 0.82).

Regarding the correlations between variables, the structural model showed a correlation value
of β = 0.55 for psychological capital and workaholism representing a positive correlation. Both
psychological capital (β = 0.47) and workaholism (β =0.29) have a positive influence on workplace
spirituality. 

The correlation between workplace spirituality and psychological capital is stronger than the cor-
relation between workplace spirituality and workaholism. In Table 03 the most important values   
obtained by SEM are highlighted. 

Table 3 - Standard errors (SE), non-standardized regression coefficients (b), standardized (β)
and critical ratios (CR): proposed structural model

As a whole, the regression coefficients of observable variable range from β = 0.293 to β = 0.884.
As shown in Table 03, workaholism is more related with workplace spirituality through the dimen-
sion Alignment between organizational and individual values (β = .841). 
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DISCUSSION

The first hypothesis supposing that psychological capital was negatively correlated with worka-
holism was not supported – instead they are positively correlated. This means that when one
increases or decreases, it is reflected in the other of the same order. 

The theoretical frame suggests that psychological capital refers to the application of positive
aspects in the workplace (Luthans & Youthsef, 2007). Instead, workaholism is a compulsion that
drives people to work beyond the economic needs and organizational requirements (Robinson,
1998). Thus, at first glance, a positive correlation between them seems incompatible with the theo-
retical basis. 

Accordingly Spence & Robbins (1992) workaholism distinguished two types of workaholics: the
work addict (scores high on Work Involvement and Drive and low on Enjoyment of Work) and enthu-
siastic (scores high in all dimensions of WorkBat). Our analysis did not show a low score on Work
Involvement (M = 3.41); Drive (M = 3.14) and Enjoyment of work (M = 2.78). Previous studies indi-
cate that enthusiastic workaholics “seem to experience relatively high levels of positive human
health and psychological well-being” (Fry et al. 2006, p. 331). 

The results seem to indicate the prevalence of enthusiasts in the sample. Once these worka-
holics are related to positive aspects and health, it seems reasonable that the correlation between
workaholism and psychological capital has been positive. 

Contrary to the second and third hypotheses, data showed workaholism and psychological cap-
ital to have positive impact on workplace spirituality. In summary, the higher workaholism or psy-
chological capital is, the greater work spirituality is. This result is associated with two issues. First
is the prevalence of enthusiastic workaholism in the sample as shown before. 

Finally, the conceptualization of workplace spirituality presented in this study (Ashmos &
Duchon, 2000; Milliman et al. 2003; Poole, 2009; Rego et al. 2007; Rego et al. 2008) and the meas-
ure adopted (Rego et al. 2007) associated workplace spirituality mainly with sense of community.
One may wonder here: does considering oneself as member of a community not lead people to
become more involved with work and just work harder?

CONCLUSION

We empirically tested the relationship between Psychological Capital and Workaholism and the
repercussions of both on Workplace Spirituality. The results show that there is a positive correlation
between psychological capital and workaholism and both have positive and direct repercussion on
workplace spirituality. Moreover, a prevalence of enthusiastic workaholism in our sample have been
reported. 

From these considerations, we report that this study presents scientifically: 1) empirical evi-
dence of a positive correlation between psychological capital and enthusiastic workaholism in the
sample analyzed; 2) empirical evidence of the positive influence of psychological capital and enthu-
siastic workaholism on workplace spirituality in the sample analyzed.
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