
Engaged Management ReView Engaged Management ReView 

Volume 5 Issue 1 Article 2 

2022 

Creating Positive Impact: The Power of Greater Purpose and Creating Positive Impact: The Power of Greater Purpose and 

Consciousness of Connectedness Consciousness of Connectedness 

Joseph Leah 
Florida Gulf Coast University, jleah@fgcu.edu 

Chris Laszlo 
Case Western Reserve University, chris.laszlo@case.edu 

Follow this and additional works at: https://commons.case.edu/emr 

 Part of the Organizational Behavior and Theory Commons, Other Business Commons, and the 

Strategic Management Policy Commons 

This work is licensed under a Creative Commons Attribution-Noncommercial 4.0 License 

Recommended Citation Recommended Citation 
Leah, Joseph and Laszlo, Chris (2022) "Creating Positive Impact: The Power of Greater Purpose and 
Consciousness of Connectedness," Engaged Management ReView: Vol. 5 : Iss. 1 , Article 2. 
Available at: https://doi.org/10.28953/2375-8643.1059 
https://commons.case.edu/emr/vol5/iss1/2 

This Empirical Paper is brought to you for free and open access by the Weatherhead School of Management at 
Scholarly Commons @ Case Western Reserve University. It has been accepted for inclusion in Engaged 
Management ReView by an authorized editor of Scholarly Commons @ Case Western Reserve University. For more 
information, please contact digitalcommons@case.edu. 

http://commons.case.edu/emr
http://commons.case.edu/emr
https://commons.case.edu/emr
https://commons.case.edu/emr/vol5
https://commons.case.edu/emr/vol5/iss1
https://commons.case.edu/emr/vol5/iss1/2
https://commons.case.edu/emr?utm_source=commons.case.edu%2Femr%2Fvol5%2Fiss1%2F2&utm_medium=PDF&utm_campaign=PDFCoverPages
https://network.bepress.com/hgg/discipline/639?utm_source=commons.case.edu%2Femr%2Fvol5%2Fiss1%2F2&utm_medium=PDF&utm_campaign=PDFCoverPages
https://network.bepress.com/hgg/discipline/647?utm_source=commons.case.edu%2Femr%2Fvol5%2Fiss1%2F2&utm_medium=PDF&utm_campaign=PDFCoverPages
https://network.bepress.com/hgg/discipline/642?utm_source=commons.case.edu%2Femr%2Fvol5%2Fiss1%2F2&utm_medium=PDF&utm_campaign=PDFCoverPages
http://creativecommons.org/licenses/by-nc/4.0/
http://creativecommons.org/licenses/by-nc/4.0/
http://creativecommons.org/licenses/by-nc/4.0/
https://doi.org/10.28953/2375-8643.1059
https://commons.case.edu/emr/vol5/iss1/2?utm_source=commons.case.edu%2Femr%2Fvol5%2Fiss1%2F2&utm_medium=PDF&utm_campaign=PDFCoverPages
mailto:digitalcommons@case.edu


ABSTRACT

As the idea of business as a positive force in society grows, we study 
this question: Under what conditions do business leaders transform 
their companies into organizations that create positive value for all 
stakeholders, generate above-average economic returns, and serve 
personal well-being, community health, a fair and inclusive society, 
and a thriving natural environment? This paper identifies the under-
lying factors and motivations leading to business as a force for good 
and offers practical guidance for business leaders working toward this 
goal. Our prior research led us to two hypotheses: 1) A leader’s mind-
set—or consciousness—is the foundation of the leader’s orientation 
toward meaningful social responsibility; and 2) a clear, higher purpose 
for a business galvanizes the organization’s people to achieve the 
positive outcomes we articulated. Using a quantitative, survey-based 
study, we explored the relationship between leaders’ consciousness, 
the expression of greater purpose for the business, the relational cli-
mate in the company, and the outcomes achieved (economic, social, 
and environmental). Our findings suggest that leader consciousness 
has a significant impact on the relational climate in an organization 
(which mediates the impact on business results), and that greater 
purpose is a powerful force influencing both the relational climate and 
positive economic, social, and environmental outcomes.

Creating Positive Impact:  
The Power of Greater Purpose 
and Consciousness of 
Connectedness

Joseph Leah 
Florida Gulf Coast University

Chris Laszlo 
Case Western Reserve  
University

EDITORIAL NOTE

It is highly common to explain a firm’s financial 
performance either using the economic logics of resource 
configurations, endowments, dynamic capabilities 
or positions in the market. Some leadership focused 
analyses also attribute the performance to critical CEO 
attributes or top management team attributes. In their 
article, Joseph Leah and Chris Laszlo take an unusual 
turn in explaining firm performance. Rather, they seek 
to explain performance by goal displacement.  In their 
argument higher performance results if managers care 
about more than pure economic goals such as higher 
purpose in their life or activity and to what extent they 
seek to embrace and relate to their environment through 
harmony and connectedness. Their analysis shows such 
dispositions result in improved economic performance 
and achievement of social and environmental (CSR) 
goals- part of them through improved firm level relational 
climate (compassion/shared vision). Though their 
analysis does not suggest causality, it calls us to think 
more extensively about what ultimately drives the firm’s 
financial outcomes: are communal and spiritual aspects of 
leadership also instrumental in promoting firm’s economic 
performance and viability?
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SYNOPSIS

Purpose

Business leaders from a wide range of in-
dustries are increasingly attracted to the 
idea of business as a force for good—of 
serving their communities, creating a car-
ing and compassionate environment for 
employees and their families, seeking to 
improve human well-being, and contribut-
ing to environmental renewal. The purpose 
of this study is to identify leverage points 
to help leaders guide their organizations in 
this direction. Our study uses a survey to 
assess the influence of two specific fac-
tors: 1) the mindset of leaders (what we 
call a “consciousness of connectedness”), 
which we define as a sense of oneness 
manifested by an implicit understanding 
of how one’s attitudes and actions affect 
all life on earth; and 2) the extent to which 
a company seeks to serve a greater pur-
pose through its business activities, which 
we define as the intention to serve the in-
terests of human well-being and environ-
mental regeneration, as well as economic 
prosperity. We explore the impact of these 
two factors through the mediating effect 
of the relational climate inside the organi-
zation.

Problem of Practice

After decades under the predominant view 
that business is mainly about maximizing 
short-term profit—also referred to as the 
doctrine of shareholder primacy—an al-
ternative narrative of the purpose of busi-
ness is gaining widespread acceptance. 
The 2019 Business Roundtable state-
ment on the purpose of the corporation, 
the emergence of B Corporations, and the 
growing financial power of ESG (environ-
mental, social, governance) investment 
approaches each contribute to a shift in 
the understanding of the role of busi-
ness in society. Our study suggests that 
two core factors are central to the new 
narrative for business practitioners: First, 
leaders need to develop a consciousness 
(in themselves and their organizations) 
that recognizes the interconnectedness 
of all things; and second, leaders need to 
create and communicate an explicit higher 

purpose for their organizations that aligns 
with their core values. As part of this shift, 
leaders need to focus on who they are being 
as much as on what they are doing. 

Results

Our results show a strong direct relation-
ship between the recognition and articula-
tion of a greater purpose for the business 
and the achievement of positive social and 
environmental outcomes, as well as an 
indirect relationship mediated by the re-
lational climate in the organization. These 
findings support our hypotheses and also 
support findings from a stream of litera-
ture demonstrating the power of organi-
zational intention and purpose. We also 
found a smaller but significant correlation 
between greater purpose and positive 
economic outcomes when mediated by 
relational climate.

For leader consciousness, we found a sig-
nificant effect on relational climate, which 
mediated the effect on positive social and 
environmental outcomes, as well as eco-
nomic performance. Further, we found a 
significant direct effect on positive social 
and environmental outcomes from a lead-
er’s consciousness of connectedness.

Insights from the Study

As a growing number of business leaders 
seeks to provide value to stakeholders 
through a range of ESG initiatives, our 
study suggests that two factors contrib-
ute to and enhance the success of these 
initiatives: attending to the transforma-
tion of leaders’ consciousness, and devel-
oping a clearly defined greater purpose to 
guide the energy and efforts of all involved 
in the organization. 

Practical Relevance

By leveraging the core factors of con-
sciousness and purpose—and under-
standing the conditions under which 
leaders can develop their own conscious-
ness of connectedness and choose to 
pursue greater purpose—business prac-
titioners are able to take practical actions 

aimed at transforming their own business 
leadership toward the service of world 
benefit. 

Keywords: connectedness; conscious-
ness; leadership; greater purpose; flour-
ishing; mindfulness; quantum science; 
spirituality; social and environmental im-
pact
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METHODS

Research Question

The overarching research question under-
lying this quantitative study is this: How 
does a leader’s consciousness of connect-
edness, combined with greater purpose, 
influence company culture and economic, 
social, and environmental outcomes of the 
business organization?

Method/Design

We conducted the study as a quantitative 
analysis, with all survey items and con-
structs tested for validity and reliability 
(see Appendix A, Methods). The constructs 
were established based on previous re-
search that identified a qualitative rela-
tionship between leader consciousness, 
purpose, culture, and business perfor-
mance. (See Figure 1 for our theoretical 
model.) We collected the data using an 
anonymous online survey, implemented 
through the Qualtrics platform. In doing 
so, we used screening methods to ensure 
that our sample comprised appropriate re-
spondents. 

Sample

Using a detailed questionnaire, we collect-
ed survey data from 322 respondents in 
leadership positions in organizations from 
a cross-section of industries. The survey 
was designed to filter out respondents 
not in leadership positions. Our sample 
included 91 owners or c-suite executives, 
110 directors or division-level managers, 
and 121 middle managers. By age range, 
respondents included 46 Baby Boom-
ers (over 55), 141 Gen X members (36 to 
55), and 135 Millennials (under 35). By 
gender, our sample included 171 men 
and 151 women. The survey asked a se-
ries of questions aimed at exploring the 
relationships between a consciousness 
of connectedness, greater purpose, the 
relational climate in organizations, and 
positive economic performance, as well 
as positive social and environmental out-
comes. 
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PRACTICAL PROBLEM

Many business leaders are motivated by 
the idea of business as a noble profession 
and by their sense that the contributions 
of business to society go far beyond the 
creation of economic prosperity. The chal-
lenge is finding a way to translate these 
concepts into practical action. While corpo-
rate social responsibility (CSR) and stake-
holder theory provide a starting point, we 
hypothesize that a leader’s consciousness 
of connectedness—combined with the 
power of greater purpose—contribute 
more meaningfully to the leader’s success 
in addressing current societal challenges 
given their magnitude and complexity.

Why these two factors? We draw inspira-
tion from the work of Donella Meadows, a 
foundational leader in the field of systems 
thinking, as well as a strong proponent of 
sustainability and CSR. Viewing economic 
activity as part of a complex societal sys-
tem, Meadows (1997) proposed a hierar-
chy of leverage points for intervening in a 
system to achieve systemic change. Two 
of the highest order interventions she 
proposed align with the guiding structure 
of this study: 1) the purpose or goals of a 
system; and 2) the paradigms (or mindset) 
out of which the system arises. We ex-
plore the influence of these two leverage 
points through the relational climate in the 
organization because the implementation 
toward goals and the transfer of a mindset 
into action ultimately occur through the 
people in the system.

LITERATURE REVIEW

The purpose or goal and the paradigm or 
mindset of a system intervention, as pro-
posed by Meadows, form the independent 
variables in our model. We use them as a 
basis to explore how they might affect the 
outputs of the system—the social, envi-
ronmental, and economic outcomes of the 
business, which are mediated through the 
relational climate in the organization. We 
briefly discuss each of these broad the-
oretical areas and our definitions of the 
constructs in our model.

Consciousness of Connectedness

We define consciousness of connected-
ness as a sense of oneness manifested 
by an implicit understanding of how one’s 
attitudes and actions affect all life on 
earth. The idea traces its roots to the ear-
liest expressions of human consciousness. 
Whether the connection was expressed 
in relation with other human beings, with 
nature, or with the universe (or God), con-
nectedness has been central to what it 
means to be human. 

Western thinkers—such as Immanuel 
Kant, Max Weber, and Martin Heideg-
ger— and Eastern thinkers—dating from 
Confucius, Lao Tzu, and the early Vedic tra-
ditions—all address the centrality of con-
nectedness in various forms (Huai-chin 
& Bodri, 2002). The latest developments 
of modern science and a rediscovery of 
ancient philosophies are driving many 
scholars toward a new understanding of 
connectedness (Laszlo et al., 2014).

The emerging study of human flourishing 
highlights the centrality of connectedness 
both in terms of personal well-being and 
in terms of leadership and organizational 
impact. We see a growing understanding 
of the link between a sense of connect-
edness in individuals (especially leaders), 
the climate within organizations, and the 
resulting global effect on positive environ-
mental and social outcomes. For example, 
in his book Relational Being, Kenneth Ger-
gen (2011) explores the relational aspects 
of connectedness and the implications for 
organizations, suggesting that caring in 
organizations comes from relationships 
and not from the individual as a bounded 
entity.   

For the purposes of this study, we devel-
oped a survey to measure consciousness 
of connectedness and to explore the ex-
tent to which it affects the other con-
structs in our model. 

Greater Purpose

We define greater purpose in business 
as the incorporation in its mission of de-
monstrably meaningful service toward 

society, the environment, the community, 
employee well-being, and future genera-
tions. A range of books and studies have 
explored this idea from the perspective 
of CSR and the positive outcomes that 
can be achieved when businesses act for 
the common good. Leading management 
thinkers, such as Peter Drucker (1994), 
have focused on mission in terms of how 
a business defines the way it makes a 
“difference in the economy and in the so-
ciety at large.” Similarly, Edward Freeman 
(1984) promoted the concept of stake-
holder theory and the assumption that 
values are a necessary and explicit part of 
doing business.

In a recent article, Malnight et al. (2019) 
reported the results of an eight-year study 
of high-growth companies. Their find-
ings show that, among the four drivers 
examined, purpose boosted growth the 
highest. Their report suggests that a pur-
pose-driven strategy helps companies not 
only address business challenges, such 
as slowing growth and declining profits, 
but also provides three specific benefits: 
“more-unified organizations, more-moti-
vated stakeholders, and a broader positive 
impact on society” (Malnight et al. (2019): 
79). 

In our study, we measure the level to 
which greater purpose is expressed as 
part of the organization’s mission, and we 
explore correlations with organizational, 
social/environmental, and economic out-
comes of the business.

Relational Climate: Shared Vision, 
Compassion, and Relational Energy

The construct of relational climate is de-
fined by the interrelationship between 
three sub-constructs: shared vision, com-
passion, and relational energy (Boyatzis & 
Rochford, 2020). It is based on decades of 
research, led by Richard Boyatzis, on the 
effects of positive and negative emotion-
al attractors (i.e., psycho-physiological 
states that drive thinking, feeling, and be-
havior) in organizations. Thus, relational 
climate provides a solid framework for our 
exploration of the impact of consciousness 
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of connectedness and of greater purpose 
on organizational culture and outcomes. 
Shared vision refers to a common mental 
image of a future state that is desirable 
and that serves as a basis for action for 
members of an organization. Compassion 
relates to how members of an organiza-
tion empathize with each other, notice 
whether another person is in need, and 
respond to that need to improve another 
person’s well-being. Relational energy re-
fers to whether and how relationships in 
an organization increase positive energy, a 
feeling of aliveness, and a readiness to act. 

Emotional contagion, like emotional at-
tractors, serves as an underlying factor 
in the understanding of relational climate 
and as a marker of the centrality of emo-
tional connection to effective leadership. 
Emotional contagion – both positive and 
negative – is based on the idea that we 
are wired to pick up subtle clues from one 
another about our emotional state and in-
tentions (Boyatzis & McKee, 2005). From 
our perspective, when a leader develops 
a consciousness of connectedness, these 
theories suggest that, through emotion-
al contagion, the leader’s consciousness 
could emanate throughout the organiza-
tion.

In our study, relational climate serves 
as an organization-level mediating fac-
tor between the individual perspectives 
of consciousness and purpose and the 
economic, social, and environmental out-
comes of the organization. 

Positive Social, Environmental, and 
Economic Outcomes

A growing body of literature suggests that 
positive economic performance correlates 
with contributing to a healthy environ-
ment and improving human well-being. 
One study, led by Raj Sisodia et al. (2014), 
explored what the authors call “firms of 
endearment.” In their analysis of both pub-
lic and private companies across a range 
of industries, Sisodia et al. (2014) demon-
strate that firms conducting business in a 
way that provides social and environmen-
tal value to a full spectrum of stakehold-

ers also tend to achieve better economic 
performance. Bob Chapman, chairman of 
the global industrial company Barry-Weh-
miller, offers a specific illustration of this 
idea. Chapman frequently describes how 
a caring culture has been central to build-
ing his company to $3 billion in annual 
revenue, with an 18% compound annual 
revenue growth since 1987 (Chapman & 
Sisodia, 2014). 

Relatedly, Porter and Kramer (2011) have 
popularized the idea of “shared value,” de-
scribing it as doing business in a way that 
enhances a company’s competitiveness 
while improving the economic and social 
conditions in the communities in which 
it operates. Further supporting evidence 
has been provided by Eccles et al. (2014), 
who compared the financial performance 
over time of companies identified as 
“high-sustainability” firms to the financial 
performance of “low-sustainability” firms. 
High-sustainability firms were described 
as ones that incorporate environmen-
tal and social policies into their business 
models. Their analysis tracked corporate 
performance over 18 years and found that 
high-sustainability firms significantly out-
performed low-sustainability firms in both 
accounting and stock market performance 
measures (Eccles et al. 2014). A more re-
cent meta-study by Friede et al. (2015) 
aggregates the findings from nearly all 
academic review studies between 1970 
and 2014, including 60 individual review 
studies covering 2,200 primary studies of 
corporate financial performance (CFP). The 
study supports the business case for ESG 
investing, finding that around 90% of stud-
ies show a positive or neutral correlation 
between ESG and CFP results (Friede et al. 
2015). An even more recent meta-study by 
Whelan et al. (2021) aggregates the find-
ings of 1,000 primary studies published 
between 2015 and 2020 and finds a sim-
ilarly positive ESG to CFP relationship. In 
our study, we use economic performance 
and social/environmental outcomes as 
dependent variables and explore how the 
factors of consciousness, purpose, and re-
lational climate influence these outcomes. 

Overview of Hypotheses

The final research model was informed 
by the results of our previous qualitative 
research, as well as by the salient litera-
ture. Building on the constructs described 
and on the related theoretical foundation, 
we formulated two sets of hypotheses to 
explore what Meadows called the purpose 
or “goals of a system” and “the mindset or 
paradigm out of which the system arises.” 
(Meadows, 1997: 83-84) We expected the 
effect of these two points of intervention 
to be partially mediated by the way in 
which people relate to each other in the 
organization (relational climate) and also 
by a direct effect on business outcomes.

Greater purpose is a shared organization-
al understanding about the mission and 
direction of the company. Those who act 
to achieve this purpose are part of the or-
ganizational culture, and we expected the 
culture (measured by relational climate) 
to have a positive mediating effect on the 
outcomes. Meanwhile, greater purpose 
emerges from a direction set by the or-
ganization’s leadership, and regardless 
of the state of the relational climate, we 
expected that the expression of a greater 
purpose would directly affect social and 
environmental outcomes because the 
strategic infrastructure of the organiza-
tion (e.g., objectives, budgets, and com-
pensation) would be geared toward these 
outcomes.  

Consciousness of connectedness is relat-
ed to the individual mindset of the leader. 
That mindset is transferred into actions 
through the organizational culture. As a 
sense of connectedness increases and 
infuses the relational climate of the orga-
nization, we expected to see an indirect 
positive effect on social and environmen-
tal outcomes. We also expected to see a 
direct effect. As the consciousness of the 
leader is oriented toward connectedness, 
the leader’s decisions implicitly take into 
account the effects of social and environ-
mental factors. It becomes as much a part 
of who leaders are being as of what they 
are doing.
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Our hypotheses seek to explain the im-
pact of our two independent variables—
greater purpose and consciousness of 
connectedness—through four paths each. 
Hypothesis 1 relates to greater purpose, 
and Hypothesis 2 relates to consciousness 
of connectedness. 

Hypotheses related to Greater Purpose:

Hypothesis 1a. Greater Purpose has a posi-
tive direct effect on social and environmental 
outcomes.

Hypothesis 1b. Greater Purpose has a posi-
tive direct effect on relational climate.

Hypothesis 1c. Greater Purpose has a posi-
tive indirect effect on social and environmen-
tal outcomes, partially mediated by relational 
climate.

Hypothesis 1d. Greater Purpose has a posi-
tive indirect effect on economic performance, 
partially mediated by relational climate.

Hypotheses related to Consciousness 
of Connectedness:

Hypothesis 2a. Consciousness of Connected-
ness has a positive direct effect on social and 
environmental outcomes.

Hypothesis 2b. Consciousness of Connected-
ness has a positive direct effect on relational 
climate.

Hypothesis 2c. Consciousness of Connected-
ness has a positive indirect effect on social 
and environmental outcomes, partially medi-
ated by relational climate.

Hypothesis 2d. Consciousness of Connect-
edness has a positive indirect relationship to 
economic performance, partially mediated by 
relational climate.

The theoretical model outlined in Figure 1 
depicts the interrelationships described 
in our discussion of the literature and our 
hypotheses.

FINDINGS 

Our findings support all of the hypotheses 
for both greater purpose and conscious-
ness of connectedness. The direct paths 
from greater purpose to relational climate 
and to positive social/environmental out-
comes are significant and strong. The indi-
rect paths, mediated by relational climate, 
are significant but weaker. The paths from 
consciousness of connectedness follow 
a similar pattern. As expected, the rela-
tionships between both antecedents to 
economic outcomes were fully mediated 
through relational climate. Overall, three 
major findings emerged relative to our 
hypotheses with practical relevance for 
business leaders. See Tables 1A and 2A 
in Appendix A, Methods, for a complete 
summary of the hypothesized paths and 
estimates.

Finding 1: Greater Purpose Is a 
Powerful Force

The total effect (direct and indirect) of 
greater purpose on positive social/envi-
ronmental outcomes is significant and 
strong, with a standardized estimate of 
0.331 (p=.001). The direct effect of great-
er purpose on relational climate is also 
strong, with a standardized estimate of 
0.351 (p<.001).

These findings affirm the power of inten-
tion and purpose in moving an organiza-
tion toward creating business as a force 
for good and creating a strong relational 
climate. Although we hypothesized that 
the impact of greater purpose would be 
mediated through relational climate, our 
expectation was that the direct and indi-
rect effects would be roughly equal. The 
findings show that the direct effect is 
considerably stronger, suggesting that the 
power of purpose transcends the relation-
al climate through which it is executed. 

Finding 2: Consciousness and Greater 
Purpose Both Impact Relational Climate 

Consciousness of connectedness and 
greater purpose both have a significant 
positive impact on relational climate, but 
they affect relational climate in different 
ways. We tested the model using the sec-
ond-order construct of relational climate, 
broken into its three sub-components: 
shared vision, compassion, and relation-
al energy. We discovered that greater 
purpose loaded most strongly on shared 
vision, while consciousness of connected-
ness loaded most strongly on compassion. 

Finding 3: Direct Effects Are Stronger 
than Mediated Effects

The partial mediation through relation-
al climate, while still significant, was less 
strong than we had predicted. The direct 

Figure 1. Overall Theoretical Model
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paths from both greater purpose and 
consciousness of connectedness were 
stronger than the indirect paths through 
relational climate. One explanation might 
be that relational climate simply is not a 
strong mediator between our independent 
and dependent variables; although our hy-
potheses are supported, the impact is not 
as strong as we predicted. Another expla-
nation might be that the sub-components 
of relational climate offset one another 
in their mediating effects, as evidenced 
by the different loadings of shared vision 
and compassion. A third explanation might 
be that the direct influence of the leader 
on positive outcomes of the organization 
simply represents a stronger factor. This 
finding suggests that Meadows’s points 
of intervention in a system may be more 
powerful than we predicted. 

LESSONS FOR PRACTICE

Our findings show that greater purpose 
and a consciousness of connectedness 
have a significant effect on organizations 
and the results they achieve. We propose 
two areas of action for business leaders. 

First, business leaders can develop a high-
er level of consciousness of connected-
ness through direct-intuitive practices. 
Our study points to a significant positive 
shift in the relational climate of the orga-
nization as the mindset of leaders evolves 
towards one of connectedness. At the 
individual leader level, research points 
toward the effectiveness of regular prac-
tices, which can include activities ranging 
from meditation and journaling to exercise 
and nature immersion. The key is to have 
a practice of connectedness, whatever 
form it may take, that heightens aware-
ness of how one’s actions affect others 
and the world. Such practices are also 
effective when implemented at the team 
level, ranging from check-ins before meet-
ings to organized reflection and relation-
ship-building activities. New findings in 
quantum science are converging with pe-
rennial spiritual traditions to validate the 
neuroscience of direct-intuitive practices 
which show that the experience of con-

nectedness is grounded in the essential 
oneness of reality (Laszlo, 2020).

Second, business leaders need to es-
tablish a greater purpose as part of their 
business mission. Business leaders can 
benefit from reflecting on how they might 
create a positive impact in the world 
through their organizations and make this 
purpose an explicit part of their organiza-
tion’s reason for being. Note that the most 
effective long-term missions are built with 
the involvement of all stakeholders in the 
process. Approaches such as Appreciative 
Inquiry have been demonstrated to be 
highly effective in building a lasting com-
mitment to an overriding organizational 
direction and purpose.  

By focusing in these two areas, we pro-
pose that business leaders can signifi-
cantly enhance the positive outcomes for 
all stakeholders of their organizations.

CONTRIBUTION TO THEORY

This research offers a model for linking 
positive CSR and stakeholder outcomes 
with the antecedents that generate these 
outcomes. It provides evidence of a signif-
icant relationship between the theoretical 
concept of high-order points of interven-
tion in a system (i.e., greater purpose and 
consciousness of connectedness) and 
positive outcomes achieved by a business. 
It offers a validated construct of con-
sciousness of connectedness that can be 
used in future research and demonstrates 
that a leader’s consciousness (at the indi-
vidual level) and sense of greater purpose 
(perceived at the organization level) have a 
positive effect on the relational climate in 
an organization. 

This study does not offer a deductive con-
clusion based on established theory, but 
it does provide validation that the inter-
relationship between concepts such as 
mindset and purpose can be quantitatively 
correlated with organizational outcomes. 
In doing so, it furthers the process of ongo-
ing theoretical exploration and suggests a 
path for future research. It emphasizes the 

need for theoretical constructs that take 
into account fundamental human desires 
and needs for connection and purpose. A 
search for relationships and meaning is 
fundamental to the human experience. 
The sense of being part of a whole has the 
potential to define our most basic impuls-
es toward others and all life on earth. In 
the context of business enterprise, as well 
as other aspects of life, an emphasis on 
relationality and a broad sense of purpose 
change how we think and act. Empathy, 
understanding, and compassion balance 
the drives of self-interest and competi-
tion. In addition, our research suggests 
that when humanity is seen as an integral 
part of the natural world, rather than sep-
arate from it, we become more attuned to 
how our actions affect not only others but 
all life forms. 

In parallel with the shifting perception 
of the role of business in society toward 
one of connectedness and purpose, a 
growing awareness of new findings in 
both natural and human sciences—in 
disciplines as diverse as quantum phys-
ics, consciousness research, evolutionary 
biology, epigenetics, neuroscience, eco-
nomics, psychology, and organizational 
behavior—is beginning to overturn con-
ventional views about the nature of real-
ity. The Newtonian-Cartesian-Darwinian 
views have been used to cast humans as 
separate and spirit-less beings living in a 
ruthlessly competitive mechanical uni-
verse. The emerging quantum paradigm 
is very different: it reveals wholeness and 
connectedness, with reality (including hu-
manity) distinguished by potentiality and 
indeterminism. Humans in this theoretical 
view are, by our essential nature, part of a 
whole; we are thinking and feeling; phys-
ical, biological bodies and meta-physical 
energies. We essentially and necessarily 
are relational and cooperative. Reality un-
derstood via quantum science reorients 
vision and purpose toward connected-
ness, care, and compassion. Transforming 
consciousness requires more than a cog-
nitive argument. Unlike the business case 
for social responsibility, which tries to 
persuade managers based on rational, an-
alytical grounds, a consciousness of con-
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nectedness changes who people are and 
how they act as it changes their percep-
tion of reality. Our study contributes to an 
understanding of the value of this altered 
view of reality in business leadership.

APPENDIX A: METHODS

This analysis is based on survey data col-
lected in a detailed questionnaire from 
322 respondents in leadership positions 
within organizations from a cross-section 
of industries, administered as an anon-
ymous, online survey through the Qual-
trics platform. Respondent demographics 
included a gender representation of 171 
males and 151 females and an age range 
representation of 46 Baby Boomers (over 
55), 141 Generation X members (36 to 
55), and 135 Millennials (under 35). At the 
organizational level, respondents includ-
ed 91 owners or c-suite executives; 110 
directors or division-level managers; and 
121 middle managers.

Screening points were established to en-
sure that only respondents in leadership 
positions in their organizations complet-
ed the survey, and attention screens and 
minimum and maximum time thresholds 
were implemented to ensure engaged 
participation.

Survey Development

The survey was developed and tested in a 
multi-step process and included face-to-
face discussion of survey items and evalu-
ation of face validity, Q-sort methodology 
to assess relatedness to our theoretical 
constructs, and pilot testing of the survey 
questions (Moore & Benbasat, 1991). 

Four questions related to a conscious-
ness of connectedness (CC)—defined as a 
sense of oneness manifested by an implicit 
understanding of how one’s attitudes and 
actions impact all life on earth—were de-
signed using a visual representation based 
on an adaptation of a oneness survey from 
Swann et al. (2012) and a connectedness 
to nature survey from Mayer and Frantz 
(2004). Four questions using a Likert scale 

related to greater purpose (GP)—ex-
plained as “defining the business mission 
as including some greater purpose toward 
society, the environment, the community, 
employee well-being, future generations, 
etc.”—and were adapted from Glavas and 
Kelley (2014).

We used a 12-question Likert scale sur-
vey to measure relational climate, with 
relational climate defined as “a relatively 
stable collective structure that represents 
the socio-emotional atmosphere that is 
created and maintained as people interact 
in a dyadic relationship, team, or organi-
zation.” The 12 questions were organized 
along three sub-constructs, with five 
questions related to shared vision (SV), 
defined as “the extent to which members 
of an organization share a common men-
tal image of a desirable future state that 
provides a basis for action.” Four questions 
were related to compassion (CO), defined 
as “the extent to which members of an or-
ganization notice another person as being 
in need, empathize with him or her, and 
act to enhance his or her well-being in re-
sponse to that need.” Three questions re-
lated to relational energy (RE), defined as 
“the extent to which relationships in the 
organization are a source of energy in that 
they result in feelings of positive arousal, 
aliveness, and eagerness to act” (Boyatzis 
& Rochford, 2020).

To measure the endogenous factors, the 
survey asks respondents to assess the 
perceived performance of their organi-
zation relative to their major competitors 
using a 5-point scale. Three items were 
related to economic performance (EP), 
and four items were related to positive 
social and environmental outcomes. Var-
ious studies have validated the reliability 
of self-reported economic performance 
in survey research (Liozu & Hinterhuber, 
2013), while recognizing the potential for 
single response bias as a limitation.  

Because social desirability can influence 
respondents’ assessment of the positive 
value they provide for society or the envi-
ronment and of being a positive member 
of an organization, we included controls 

for social desirability. We incorporated the 
scale offered by Hays as a control (1989).

We tested our hypotheses using structur-
al equation modeling (SEM) in AMOS; all 
model variables were included during our 
analysis, and we analyzed mediation ef-
fects using bootstrapping.

Exploratory Factor Analysis

Exploratory factor analysis (EFA) was 
conducted using Statistical Package for 
the Social Sciences (SPSS) to analyze and 
reduce the dimensions of the 27 survey 
items into seven latent factors. The anal-
ysis was based on the a priori assumption 
in our theoretical model and incorporates 
the three sub-constructs of relational cli-
mate.  

The seven factors accounted for 58.2% of 
the variance. An evaluation of the factor 
matrix showed no cross loadings, which 
indicates good discriminant validity and 
clean loadings on the seven factors. As 
evidence of convergent validity, we had 
loadings of more than .5 for most items 
converging on the seven factors. The 
corresponding Eigenvalues, variance ex-
plained, and Cronbach’s scale reliability 
measures suggest a clean factor analysis 
and strong convergent validity. The Kai-
ser-Meyer-Olkin test (KMO) of .919 ex-
ceeded the minimum threshold of 0.8 on 
all EFA tests conducted, and the Bartlett’s 
Test of Sphericity (BTS) was significant 
(p=0.000).

The Cronbach’s Alpha for all seven factors 
was greater than .70, indicating acceptable 
scale reliability (Cronbach, 1951). A review 
of the factor correlation matrix (available 
from the editor) indicated no issues with 
discriminant validity.

Confirmatory Factor Analysis

The factors determined through the EFA 
were transferred to AMOS for confir-
matory factor analysis (CFA). The CFA 
model was evaluated for convergent and 
discriminant validity. The average variance 
extracted (AVE) for all factors was above 
.5, indicating convergent validity. Compos-
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ite reliability (CR) was greater than .7 for 
all factors, indicating acceptable reliabili-
ty. We tested for outliers and influentials 
using Cooks Distance tests and tested for 
multicollinearity by evaluating tolerance 
and variance inflation factor (VIF) statis-
tics in SPSS. No problematic results were 
identified during these tests.

A test for common method bias was con-
ducted using a common latent factor (CLF) 
and a marker variable (i.e., social desirabil-
ity). Using a chi-square difference test, 
we compared the results of an uncon-
strained common method factor model to 
the results of a fully constrained common 
method factor. The test indicated that the 
unconstrained and constrained models 
were different at the model levels, indicat-
ing the presence of common method bias. 
The common latent factor and marker 
variable were included when factors were 
imputed for structural equation modeling 
analysis.  

A summary of model fit statistics, including 
the CLF and marker, showed Chi-square = 
538.482, DF = 354, SRMR = .0403, CFI = 
.96, RMSEA = .04, and PCLOSE = .992. All 
of these results remain within the model 
fit thresholds from Hair et al. (2010) and 
Hu and Bentler (1999).

Results

Using AMOS for our SEM analysis, we 
created a second-order construct of Re-
lational Climate, incorporating the three 
sub-constructs of shared vision, compas-
sion, and relational energy. A summary of 
the model paths and standardized esti-
mates are provided in Tables 1A and 2A.

Limitations

Several limitations exist that could be ad-
dressed in future research. One limitation 
is the use of cross-sectional data. Future 
studies could be designed to follow the 
independent, mediating, and dependent 
variables over time within a measured 
group. In addition, although we addressed 
common method bias and social desir-
ability in our study, the lack of instrument 
variables and tests for other implicit bias-

es raise issues of endogeneity and could 
be addressed in future studies. 
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Table A1 – Model Paths and Estimates for Greater Purpose

Standardized 
Estimates P-Value Supported

Hypothesis 1a – Direct Path:

Greater Purpose à Social/Enviro Outcomes 0.288 <0.001 Yes

Hypothesis 1b – Direct Path:

Greater Purpose à Relational Climate (RC) 0.351 <0.001 Yes

Hypothesis 1c – Mediated Path:

Greater Purpose à RC à Social/Enviro Outcomes 0.042 0.001 Yes

Hypothesis 1d – Mediated Path:

Greater Purpose à RC à Economic Performance 0.080 0.001 Yes

Table A2 – Model Paths and Estimates for Consciousness of Connectedness

Standardized 
Estimates P-Value Supported

Hypothesis 2a – Direct Path:

Consciousness of Connectedness (CC) à Social/Enviro Outcomes 0.120 0.026 Yes

Hypothesis 2b – Direct Path:

CC à Relational Climate (RC) 0.250 <0.001 Yes

Hypothesis 2c – Mediated Path:

CC à RC à Social/Enviro Outcomes 0.030 0.045 Yes

Hypothesis 2d – Mediated Path:

CC à RC à Economic Performance 0.057 0.001 Yes

18 JANUARY 2022, VOL. 5, NO. 1Engaged Management ReView



Joseph Leah is an Assistant Professor of Management in the Lutgert College of Business at Florida Gulf Coast University (FGCU), 
where he teaches the Integrated Management Capstone and Business Strategy. Prior to academia, he was a Managing Partner 
with StratX and was a Principal with IMS Health (now IQVIA). He has led engagements for Fortune 500 companies in over for-
ty countries across Europe, Asia-Pacific, and the Americas. His research is focused on companies that deliver great business per-
formance while generating long-term positive impact on society and the environment. He holds a PhD in Management from Case 
Western Reserve University, an MBA from IMD in Lausanne, Switzerland, and a BA from the University of Pittsburgh.

Chris Laszlo is Professor of Organizational Behavior at Case Western Reserve University’s Weatherhead School of Management, 
where he researches and teaches flourishing enterprise. He is author of Quantum Leadership (2019), Flourishing Enterprise (2014), Em-
bedded Sustainability (2011), and Sustainable Value (2008), all from Stanford University Press. In 2012, he was elected a “Top 100 
Thought Leader in Trustworthy Business Behavior” by Trust Across America™. He is a member of the International Academy of 
Management and Chair of the Management, Spirituality, and Religion (MSR) Interest Group at the Academy of Management.

ABOUT THE AUTHORS

REFERENCES

Boyatzis, R. E., & McKee, A. 2005. Resonant 
Leadership: Renewing Yourself and Connecting 
With Others Through Mindfulness, Hope, and 
Compassion. Boston, MA: Harvard Business 
School Publishing.

Boyatzis, R. E., & Rochford, K. 2020. Relational 
Climate in the Workplace: Dimensions, 
Measurement, and Validation. Frontiers in 
Psychology, 11(February): 1–15.

Chapman, B., & Sisodia, R. 2014. Everybody 
Matters: The Extraordinary Power of Caring for 
Your People Like Family.

Drucker, P. 1994. The Theory of Business. 
Harvard Business Review, (September-October): 
100.

Eccles, R. G., Ioannou, I., & Serafeim, G. 2014. 
The Impact of Corporate Sustainability on 
Organizational Processes and Performance. 
Management Science, 60(11): 2835–2857. 

Freeman, R. E. 1984. Strategic Management: A 
Stakeholder Approach. Cambridge University 
Press.

Friede, G., Busch, T., & Bassen, A. 2015. ESG 
and financial performance: aggregated evidence 
from more than 2000 empirical studies. Journal 
of Sustainable Finance and Investment, 5(4): 
210–233.

Gergen, K. 2011. Relational Being: Beyond Self 
and Community. Oxford University Press.

Glavas, A., & Kelley, K. 2014. The Effects of 
Perceived Corporate Social Responsibility on 
Employee Attitudes. Business Ethics Quarterly, 
24(April): 165–202. 

Hair, J., Black, W., Babin, B., & Anderson, R. 
2010. Multivariate Data Analysis (7th ed.). Upper 
Saddle River, NJ: Prentice Hall.

Huai-chin, N., & Bodri, W. 2002. Spiritual Paths 
and Their Meditation Techniques. Top Shape 
Publishing LLC.

Laszlo, C. 2020. Quantum Management: the 
practices and science of flourishing enterprise. 
Journal of Management, Spirituality & Religion, 
17(4): 301–315.

Laszlo, C., Brown, J. S., Ehrenfeld, J. R., Gorham, 
M., Pose, I. B., Robson, L., et al. 2014. Flourishing 
Enterprise - The New Spirit of Business. Stanford 
University Press.

Liozu, S. M., & Hinterhuber, A. 2013. Pricing 
orientation, pricing capabilities, and firm 
performance. Management Decision, 51(3): 
594–614.

Malnight, T. W., Buche, I., & Dhanaraj, C. 2019. 
Put purpose at the core of your strategy. 
Harvard Business Review, (September-October): 
79.

Mayer, F. S., & Frantz, C. M. 2004. The 
connectedness to nature scale: A measure of 
individuals’ feeling in community with nature. 
Journal of Environmental Psychology, 24(4): 
503–515.

Meadows, D. 1997. Places to Intervene in a 
System. Whole Earth, Winter: 78–84.

Porter, M. E., & Kramer, M. R. 2011. Creating 
Shared Value. Harvard Business Review, 
(February): 63–77.

Sisodia, R., Sheth, J., & Wolfe, D. 2014. Firms of 
Endearment (2nd ed.). Pearson Education.

Swann, W. B., Jetten, J., Gómez, Á., Whitehouse, 
H., & Bastian, B. 2012. When group 
membership gets personal: A theory of identity 
fusion. Psychological Review, 119(3): 441–456. 

Whelan, T., Atz, U., Van Holt, T., & Clark, C. 2021. 
ESG and Financial Performance: Uncovering 
the Relationship by Aggregating Evidence from 
1,000 Plus Studies Published between 2015 – 
2020. NYU Report.

19 JANUARY 2022, VOL. 5, NO. 1Engaged Management ReView


	Creating Positive Impact: The Power of Greater Purpose and Consciousness of Connectedness
	Recommended Citation

	Creating Positive Impact: The Power of Greater Purpose and Consciousness of Connectedness

