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ABSTRACT 

Background and theological framing. Marketplace chaplaincy has re-emerged as a form of workplace spiritual care that is intentionally 

pluralistic, voluntary, and ethically bounded, yet rooted in a Christian vision of compassionate presence and the dignity of persons made 

in God’s image. This study positions chaplaincy as applied business theology, arguing that practices consistent with Galatians 6:2, Genesis 

1:27, and 1 Peter 5:2–3 can be operationalized within organizations without coercion. Purpose. The study evaluates whether organizations 

with workplace chaplaincy programs differ from matched organizations without chaplaincy on four measurable outcomes: employee 

retention/turnover, workplace conflict incidence, ethical climate, and employee well-being. Methods. A quantitative, quasi-experimental 

matched comparison design was employed using strictly secondary (archival) data. Organizations were matched on observable 

characteristics (e.g., industry, size, region, and workforce demographics) to strengthen causal inference without random assignment. The 

final sample comprised 100 organizations (50 chaplaincy; 50 controls), with balance checks indicating baseline equivalence. Results. 

Compared with matched controls, chaplaincy organizations demonstrated significantly lower annual turnover (about a five percentage-

point advantage), fewer formal HR-recorded conflict incidents, a modest but significant improvement in ethical climate ratings, and higher 

employee well-being. Findings were interpreted as associations, given the observational design and potential residual confounding. 

Conclusions and implications. The evidence supports marketplace chaplaincy as a credible employee-care intervention associated with 

improved organizational outcomes, plausibly operating through enhanced perceived support and greater meaning at work, with stronger 

effects in high-stress contexts and where leadership commitment is present. Practically, the study recommends treating chaplaincy as a 

core element of ethical employee support while maintaining strict confidentiality and voluntariness consistent with Christian moral 

boundaries and pluralistic workplace realities. 
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climate in organizations; workplace conflict reduction; employee well-being outcomes 
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1. Introduction 

1.1. Background of the Study 

In recent decades, marketplace chaplaincy – the provision of 

pastoral care and spiritual support within secular workplaces – has 

emerged as a notable practice in organizations across industries and 

regions (Miller et al., 2018; Wolf & Feldbauer-Durstmüller, 2023). 

Employers partner with Christian ministry organizations (or hire 

internal chaplains) to offer chaplaincy services as an employee 

benefit, reflecting a growing recognition that workers’ holistic well-

being and values significantly impact organizational life (Kraft, 

2023; Miller et al., 2018). This trend aligns with the broader faith at 

work movement, which emphasizes integrating spiritual values into 

one’s work and organizational culture (Miller & Ewest, 2013). Yet, 

despite the expansion of corporate chaplaincy programs – with 

chaplains now serving employees in manufacturing plants, 

hospitals, tech companies, retail chains, and even digital workplaces 

– scholarly research on their effects remains limited (Miller et al., 

2018). Most literature on workplace spirituality has historically 

been conceptual or qualitative, with few empirically rigorous 

studies focused on chaplaincy in particular (Nimon et al., 2008; 

Miller, 2007; Seales, 2012). This gap between practice and research 

underscores the need for a clearer understanding of both the 

theological underpinnings and the measurable organizational 

outcomes of marketplace chaplaincy. 

Workplace chaplains typically operate as spiritual caregivers 

embedded in the work environment, distinct from secular coaches 

or employee assistance programs (EAPs) in their approach and 

scope. While executive coaches tend to focus on performance goals 

and professional development, and EAPs offer short-term 

counseling or referrals for personal issues, chaplains provide 

ongoing, proactive pastoral presence that addresses employees’ 

emotional, spiritual, and practical needs in a holistic manner (Miller 

et al., 2018; Wolf & Feldbauer-Durstmüller, 2023). A recent 

literature review emphasized “the holistic view of humans and 

enabling human dignity in working life” as a primary goal of 

workplace chaplaincy (Miller et al., 2018). Unlike EAP counselors 

who are typically engaged off-site and reactively, chaplains 

regularly visit workplaces, build relationships with employees, and 

often extend care to family members, creating a continuous support 

system within the organization (Miller et al., 2018; Wolf & 

Feldbauer-Durstmüller, 2023). This visible ministry of presence 

fosters trust and approachability; indeed, some reports suggest 

employees are far more likely to engage with a known workplace 

chaplain than to utilize anonymous counseling hotlines or secular 

coaching resources (Miller et al., 2018). Meyer and Davis (2002) 

famously described workplace chaplains as “filling a need 

traditional EAPs can’t meet,” by bringing spiritual and relational 

care directly into the work milieu (Miller et al., 2018). In an age 

when many workers feel isolated or stressed, chaplaincy programs 

often signal that “the suits care about us” – that management values 

employees as whole persons, not just as productivity units (Meyer 

& Davis, 2002; Miller et al., 2018). Such perceptions can yield 

tangible benefits: employees receiving chaplain support have 

reported improved well-being and gratitude toward their employers, 

which logically infers greater morale, commitment, and retention 

(Miller et al., 2018). Companies, in turn, hope that chaplaincy 

services will contribute to reduced turnover, better conflict 

resolution, a stronger ethical climate, and enhanced overall wellness 

in the workforce (Miller et al., 2018; Kraft, 2023; Wolf & 

Feldbauer-Durstmüller, 2023). 

This study is rooted in the context of a particular model of 

marketplace chaplaincy: a Christian ministry organization that 

partners with multiple employers globally to provide on-site and 

digital chaplaincy services as an employee benefit. In this model, 

chaplains (who are trained ministers or qualified laypersons) are 

assigned to visit employees across various employer clients on a 

regular basis, while some chaplains also serve employees through 

technologically mediated interactions (e.g. video calls, chats, or AI-

assisted communication tools). The ministry’s ethos is to offer 

compassionate spiritual care to a religiously mixed workforce 

without any coercion, respecting each individual’s freedom and 

beliefs. This means chaplains operate in a pluralistic environment, 

akin to hospital or military chaplains, where overt evangelism is 

restrained and the focus is on service, presence, and ethical witness. 

The global scope of these partnerships – spanning different 

industries, cultures, and faith backgrounds – introduces both 

opportunities and challenges that frame this research. On one hand, 

it provides a rich setting to explore chaplaincy’s impact on 

organizations; on the other hand, it requires sensitivity to diverse 

religious and cultural norms, as well as innovative strategies (like 

digital chaplaincy) to reach employees in non-traditional or remote 

work settings. 

In summary, the background to this study is the convergence of a 

theological conviction – that compassionate pastoral care belongs 

in every sphere of life, including business – and a practical question 

faced by employers: Does providing workplace chaplaincy actually 

benefit the organization and its people in observable ways? 

Grounded in that context, this study seeks to investigate 

marketplace chaplaincy as a form of applied theology in business, 

examining both its biblical foundation and its empirical effects on 

key organizational outcomes. 

Biblical and Theological Grounding for Marketplace 
Chaplaincy (Sola Scriptura) 

As a study in Business Theology, this work is grounded in Sola 

Scriptura, meaning it draws its theological framework directly from 

the Bible (Christian Standard Bible translation) as the supreme 

authority, independent of later denominational traditions. Scripture 

portrays a God who cares about people’s whole lives – including 

their work life – and calls His followers to extend care, justice, and 

compassion in every context (Colossians 3:17, 23). Several biblical 

principles and mandates undergird the concept of marketplace 

chaplaincy: 

Bearing One Another’s Burdens: The Apostle Paul exhorts 

believers to “Carry one another’s burdens; in this way you will 

fulfill the law of Christ” (Galatians 6:2). Chaplaincy in the 

workplace operationalizes this mandate by helping employees 

shoulder personal and interpersonal burdens – whether grief, family 

challenges, stress, or ethical dilemmas – that they carry into their 

work. Rather than compartmentalizing life into “sacred” and 

“secular,” chaplaincy recognizes that an employee’s suffering or 

joy outside of work affects their whole person at work. By “bearing 

burdens” in a company setting, chaplains fulfill Christ’s law of love 

in a tangible way, creating a supportive environment reflective of 

Christian community values even in a mixed-faith corporate 

context. 

Shepherding with Servant Leadership: The Apostle Peter 

instructs church elders to “Shepherd God’s flock among you… not 

overseeing out of compulsion but willingly, as God would have 

you… not lording it over those entrusted to you, but being examples 

to the flock” (1 Peter 5:2–3, CSB). Although originally addressed 

to church leaders, this pastoral charge provides a model for 

chaplains serving in workplaces. Chaplains act as shepherds for 

employees – a flock entrusted to their care by partnership with the 

employer – by watching over their well-being, guiding them 

through personal or ethical struggles, and doing so with willingness 

and humility. Notably, Peter contrasts true shepherding with 

“lording it over” others; authentic spiritual care is never coercive. 

Workplace chaplaincy must therefore be marked by a gentle, 

example-setting approach rather than any abuse of authority or 

pressure, especially since employees come from various faith (or 

non-faith) backgrounds. The chaplain’s role is to serve and model 

Christlike compassion, not to boss or proselytize – resonating with 

Jesus’ own teaching that “whoever wants to be great among you 

must be your servant” (Mark 10:43). 

Doing Good to All and the Imago Dei: The New Testament 

encourages believers, “as we have opportunity, [to] work for the 

good of all” (Galatians 6:10, CSB). This broad call to beneficence 
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underlies the ethos of chaplaincy: it is a ministry of presence and 

help offered to all employees, not only to those who share the 

chaplain’s faith. Every person in the workplace bears the image of 

God (Genesis 1:27) and thus has inherent dignity and worth. 

Marketplace chaplaincy is a practical expression of recognizing that 

imago Dei in coworkers and employees – treating them not as mere 

economic instruments, but as persons deserving care, 

understanding, and respect. It echoes Jesus’ command to “love your 

neighbor as yourself” (Matthew 22:39) and the parable of the Good 

Samaritan, in which compassionate action defines true 

neighborliness across cultural or religious divides. Theologically, 

providing spiritual care in the workplace aligns with the Christian 

belief that God’s concern is not confined to church gatherings but 

extends Monday through Saturday, into offices and shop floors. The 

prophet Jeremiah’s instruction to “seek the welfare of the city” 

where God’s people live (Jeremiah 29:7) can be applied to seeking 

the welfare of one’s workplace – contributing to an environment of 

peace, justice, and flourishing. 

Pastoral Care and Presence in Exile: Throughout Scripture we 

see examples of God’s people ministering in secular or pluralistic 

settings. Joseph served God by caring for people during famine in 

Pharaoh’s court (Genesis 41:55–57), and Daniel provided wise 

counsel and comfort in the Babylonian king’s service, effectively 

acting in a chaplain-like capacity among idol-worshipping 

colleagues (Daniel 

6:1–3, 16). These accounts, while narrative, reinforce that God can 

station His servants within secular institutions to be instruments of 

blessing. The incarnational aspect of chaplaincy – being a 

comforting presence amidst the daily grind – resonates with the 

doctrine of the Incarnation itself (John 1:14), in which Christ “dwelt 

among us.” Chaplains, in a sense, dwell among employees in their 

work environment, embodying God’s love and listening ear in 

places often viewed as spiritual deserts. They provide what one 

scholar calls a “mercy presence”, grounded in the fact that “we are 

merciful, because God is merciful” (Luke 6:36, Lewis, 2018). In 

bearing others’ burdens and shepherding with compassion, the 

chaplain participates in God’s own pastoral work in the world. 

Under Sola Scriptura, these scriptural themes form the foundation 

for marketplace chaplaincy as a ministry. There is no requirement 

to appeal to post-biblical church authority or denominational 

tradition to justify chaplaincy; it stands firmly on biblical 

injunctions to care for souls, practice hospitality and compassion 

(Hebrews 13:1–3), pursue peace (Romans 12:18), and be a witness 

of Christ’s love in word and deed (John 13:34–35). The Christian 

Standard Bible’s language highlights humility and service, which 

set the tone for chaplaincy. Thus, the ministry of workplace 

chaplains can be viewed as an applied ecclesiology in the 

marketplace – taking the “one another” commands of the New 

Testament beyond the four walls of the church and into the realm of 

everyday work. 

Importantly, a commitment to Sola Scriptura also means that the 

ethics of marketplace chaplaincy must align with biblical ethics. 

Coercive evangelism or disrespect toward those of other faiths is 

inimical to the gospel of love (1 Corinthians 13:1–7) and violates 

chaplains’ ethical codes. Instead, chaplains are called to “conduct 

themselves honorably among the Gentiles” (1 Peter 2:12, CSB), i.e. 

among those who do not share their beliefs, so that their good works 

are evident. This scriptural mandate translates into a professional 

ethic of respect and consent in chaplaincy. In fact, professional 

chaplaincy codes of ethics echo these biblical values: chaplains 

must “demonstrate respect for the cultural and religious values of 

those they serve and refrain from imposing their own beliefs” 

(Council on Collaboration, 2004). This ethical stance allows 

chaplains to offer Christlike care in a pluralistic workplace with 

integrity, balancing faithful witness with gentle respect. In 

summary, the Bible provides both the theological impetus (love, 

shepherding, compassion, incarnation) and the moral guardrails 

(humility, non-coercion, respect for all people) for marketplace 

chaplaincy. This study will build on these scriptures as the primary 

lens for understanding why and how chaplaincy can be a legitimate 

and vital ministry in business settings. 

Conceptualizing Marketplace Chaplaincy as Applied 
Business Theology 

Marketplace chaplaincy can be understood as applied business 

theology – the practical application of Christian theological 

principles within the context of business operations and 

organizational life. Business theology, in this sense, asks: “What 

does faith teach us about the purpose and practice of business, and 

how should Christians conduct themselves in the marketplace?” 

Chaplaincy offers one answer by translating theology into action: it 

embeds pastoral theology (care for souls) and Christian ethics (love, 

service, justice) into the daily rhythms of corporate life. In a 

company that engages chaplaincy services, theology is no longer 

confined to theory or Sunday sermons; it is incarnated in the person 

of the chaplain and the support they provide to employees. By 

ministering in workplaces, chaplains exemplify the idea that 

business can be more than a profit-making endeavor – it can also be 

a community where spiritual and moral values are lived out. 

From a conceptual standpoint, marketplace chaplaincy operates at 

the intersection of theology of work, pastoral care, and 

organizational behavior. Theology of work, drawing on the doctrine 

of creation and stewardship, posits that secular work has intrinsic 

value and is a sphere of discipleship (Guinness, 1998). Applied to 

business, it implies that God cares about how employers treat 

employees and how ethical and compassionate the workplace 

culture is. Chaplaincy, by providing care and promoting ethics, 

becomes a vessel for infusing workplaces with these values. It 

consciously distinguishes itself from secular employee support 

programs by its spiritual orientation and relational approach. As one 

definition puts it, “Workplace chaplaincy brings spirituality to the 

workplace and provides employees with opportunities to look 

inward…finding sense and fulfillment in life and work” (Wolf & 

Feldbauer-Durstmüller, 2023). In effect, chaplaincy invites 

employees to reflect on deeper questions of meaning, purpose, and 

values in the midst of their work routines – something typically 

beyond the scope of standard HR or coaching programs. 

One way to conceptualize this is to view the chaplain as a bridge 

between the world of faith and the world of business. The chaplain 

stands in the gap, translating Christian love into corporate care. This 

bridging role has several dimensions: 

• Spiritual Care in Secular Spaces: Chaplaincy takes pastoral care 

outside church walls and into offices, break rooms, hospital 

wards, truck cabs, and even virtual chat platforms. It asserts that 

God’s love is relevant everywhere. By meeting employees on 

their “turf,” chaplains practice an incarnational ministry 

analogous to Paul bringing the gospel into the marketplace of 

Athens (Acts 17:17–23) – though modern chaplaincy typically 

proclaims the gospel through quiet service rather than 

preaching. The presence of a chaplain signals that spiritual well-

being is not ignored but rather valued alongside physical and 

mental health in the workplace (Kraft, 2023). 

• Ethical Influence and Moral Dialogue: As part of applied 

theology, chaplains often serve as ethical sounding boards in 

organizations. Their very role reminds both employees and 

leaders of a moral dimension to work. Chaplains can gently raise 

considerations of integrity, forgiveness, reconciliation, and 

justice in workplace situations – for example, by counseling a 

manager struggling with an ethical decision or mediating a 

conflict between coworkers with fairness and compassion. In 

some contexts, chaplains have even played prophetic roles, 

advocating for the “weaker members” of the workforce (Wolf 

& Feldbauer-Durstmüller, 2023), echoing biblical prophets’ 

concern for justice. While corporate chaplains in the U.S. model 

typically focus on individual care rather than labor relations, 

their influence can still improve the ethical climate by 

exemplifying honesty, confidentiality, and concern for others’ 

welfare. In essence, they bring a theological conscience to the 

workplace, albeit in a non-threatening, supportive manner. 
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• Distinct from Coaching or Counseling: Conceptual clarity requires 

distinguishing chaplaincy from roles like secular life coaching 

or counseling, even as they may complement each other. A 

coach usually works on skill development and goal 

achievement; an EAP counselor might address psychological 

issues or crises short-term. A chaplain, however, engages the 

whole person over the long term, offering not just problem-

solving but presence. One HR study noted that chaplains 

contribute uniquely by their consistent physical presence and 

availability, something EAPs cannot match (Miller et al., 2018). 

Moreover, chaplains are free to address spiritual or existential 

issues if the employee wishes – topics a secular coach might 

avoid. This aligns with the notion that humans have spiritual 

needs at work (for meaning, belonging, hope) that secular 

programs often leave untouched. By fulfilling these needs, 

chaplaincy can integrate the sacred and secular in employees’ 

lives, a hallmark of applied business theology. 

• Marketplace Ministry as Partnership: The model studied here, 

where a Christian ministry organization partners with 

businesses, reflects an understanding of business as a mission 

field. Theologically, this partnership can be seen as an 

expression of the priesthood of all believers (1 Peter 2:9) – 

chaplains acting as priests in the marketplace, interceding and 

caring on behalf of Christ. It also raises ecclesiological 

questions: is chaplaincy an extension of the Church into the 

workplace? In practical terms, many chaplaincy organizations 

operate interdenominationally, not tied to a single church, which 

allows them to serve a broad client base. By conceptualizing 

chaplaincy as “applied theology,” we acknowledge that the 

chaplain’s work is ministry, even if it is rendered under a 

corporate service contract. The employer provides access and 

perhaps funding, but the chaplain provides a ministry of 

presence, counsel, and prayer that is deeply informed by 

scripture and faith. This dynamic requires careful navigation – 

chaplains must balance their accountability to their ministry 

organization and God with their role in the company’s 

ecosystem – a tension previous research has noted (e.g. Bell, 

2006, on chaplains’ “middle position” between management 

and employees [Miller et al., 2018]). Conceptually, it means 

chaplaincy success is measured not just in spiritual terms but 

also in business terms (e.g. impact on retention or morale), 

illustrating the very idea of business theology: seeking spiritual 

and organizational good in tandem. 

In summary, marketplace chaplaincy as applied business theology 

posits that theological virtues like love, compassion, and hope can 

and should be applied to business settings, and doing so yields 

benefits both for people and for performance. It incarnates biblical 

principles in day-to-day workplace interactions. This concept will 

guide the development of the study’s framework, ensuring that the 

empirical investigation (on outcomes like retention or well-being) 

remains connected to its theological rationale (that caring for 

employees honors God and exemplifies Christian ethics in 

business). 

1.2. Statement of the Problem 

Despite anecdotal success stories and theological rationale, there is 

a lack of comprehensive scholarly understanding of how and why 

marketplace chaplaincy influences organizational outcomes. The 

central problem is twofold: (1) a theoretical gap in articulating a 

robust biblical-theological foundation for chaplaincy in business 

contexts, and (2) an empirical gap in determining whether 

chaplaincy programs produce measurable differences in outcomes 

such as employee retention, conflict reduction, ethical climate, and 

well-being. As Miller et al. (2018) observed, workplace chaplaincy 

has a rich history and growing presence but “scant scholarly study” 

to date (Miller et al., 2018), leaving both academics and 

practitioners with limited evidence-based guidance. 

For ministries and employers implementing chaplaincy, this poses 

practical challenges. One challenge is ministry allocation: how to 

effectively allocate chaplain resources across multiple employer 

partners and hundreds or thousands of employees. Should chaplains 

spend a certain number of hours per week on-site per workplace? 

How can one chaplain adequately serve employees in different 

locations or on different shifts? These questions are complicated by 

the global scale of some programs and the diversity of industries 

(e.g., a chaplain may visit a factory one day and a tech office the 

next). A second, related challenge is the use of technology-mediated 

care. As remote and hybrid work environments expand (a trend 

accelerated by the COVID-19 pandemic and highlighted by 

workforce analyses [Kraft, 2023]), chaplains must adapt pastoral 

care to digital formats. This raises questions about how effective 

virtual chaplaincy is compared to in-person visits, and how to 

maintain confidentiality, trust, and personal connection through 

tools like chat apps or AI-assisted communications. Ethical 

questions also arise around technology: for instance, what are the 

boundaries of using AI to augment pastoral care without losing the 

human touch that is central to ministry? 

The problem extends to measurement: organizations without 

chaplaincy might attribute positive outcomes to other initiatives 

(wellness programs, leadership training, etc.), while organizations 

with chaplaincy may not be systematically tracking its impact. 

Without rigorous comparative data, it remains unclear whether any 

observed improvements (like lower turnover or improved morale) 

are truly associated with chaplaincy or due to selection effects (e.g., 

perhaps companies that choose chaplaincy already have a people-

centered culture). The absence of empirical studies using control or 

comparison groups means claims about chaplaincy’s effectiveness 

often rely on testimonials or provider-driven surveys. This study 

addresses that problem by proposing a matched comparison design 

to compare organizations with and without chaplaincy on key 

metrics, helping to isolate the chaplaincy factor. 

In short, the problem motivating this research is the need to bridge 

the theological credibility of marketplace chaplaincy with empirical 

credibility. How can we biblically defend the presence of chaplains 

in secular workplaces (to skeptics who see it as proselytism or 

unnecessary), and simultaneously demonstrate to business decision-

makers that chaplaincy yields benefits that justify its investment? 

Additionally, how can chaplaincy be delivered effectively and 

ethically given practical constraints like chaplain bandwidth and the 

rise of remote work? This study seeks to tackle these problems by 

developing a biblical-theological framework for marketplace 

chaplaincy and testing its implications through data analysis, 

thereby contributing both to theology and to organizational science. 

1.3. Purpose of the Study 

The purpose of this study is to develop a strong biblical and 

theological foundation for the practice of workplace chaplaincy as 

a form of applied business theology and to empirically evaluate the 

impact of marketplace chaplaincy programs on selected 

organizational outcomes using a matched comparison research 

design. In essence, the study aims to connect the why and the what 

of chaplaincy in businesses: why it is theologically legitimate and 

important, and what difference it makes in measurable terms for 

organizations and their employees. 

On the theological side, the study will articulate how marketplace 

chaplaincy fulfills scriptural mandates (such as caring for others, 

fostering ethical leadership, and respecting human dignity) and how 

it can be understood within a Christian worldview of work and 

ministry. This involves a Sola Scriptura approach, drawing only on 

biblical teachings (CSB) to avoid denominational biases, thus 

providing a foundation that Christians across traditions can affirm. 

The study will show that chaplaincy is not an extraneous add-on to 

business, but rather a natural extension of Christian theology of 

service and stewardship in the workplace. 

On the empirical side, the purpose is to test whether organizations 

that implement chaplaincy as an employee benefit experience 

different outcomes compared to similar organizations without 

chaplaincy. Key outcomes of interest include employee retention 

(do chaplaincy-served companies have lower turnover rates?), 

conflict reduction (are there fewer formal conflicts, grievances, or 
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interpersonal frictions thanks to chaplain intervention?), ethical 

climate (do employees perceive a stronger culture of ethics and 

care?), and employee well-being (are employees’ holistic well-

being and morale improved?). The study will use secondary data to 

examine these outcomes, leveraging data sources such as company 

HR metrics, employee surveys, or aggregated industry reports. By 

employing a matched comparison (quasi-experimental) design, the 

study aims to approximate the rigor of an experiment: pairing 

chaplaincy companies with non-chaplaincy companies of similar 

size, industry, and workforce characteristics to control for 

confounding factors. 

Additionally, the study seeks to explore potential mediating 

mechanisms and moderating factors in the relationship between 

chaplaincy and outcomes. For example, it will investigate whether 

the presence of a chaplain improves outcomes through enhancing 

employees’ sense of pastoral support or ethical awareness 

(mediators), and whether the effects differ by context such as 

industry type or work setting (moderators). By doing so, the study’s 

purpose is not only to ask “Does chaplaincy work?” but also “How 

might it work and under what conditions?”. 

Ultimately, the purpose of combining theological and empirical 

inquiry is to produce a well-rounded scholarly understanding of 

marketplace chaplaincy. The findings are intended to inform 

Christian ministry organizations, business leaders, and academics 

about the validity and value of chaplaincy in the marketplace. In 

fulfilling this purpose, the study will contribute to both practical 

theology (by extending pastoral care into a new domain) and 

organizational leadership/HR literature (by evaluating a novel form 

of employee support through data). 

1.4. Research Questions 

In alignment with the stated problem and purpose, this study is 

guided by the following research questions (RQs): 

1. Biblical-Theological Foundation: What are the biblical and 

theological principles that ground marketplace chaplaincy as a 

legitimate ministry and form of applied business theology? 

(Addressed through exegesis of scripture and theological 

analysis under Sola Scriptura.) 

2. Chaplaincy and Organizational Outcomes: Do organizations 

that implement a workplace chaplaincy program have 

significantly different outcomes in employee retention, 

workplace conflict, ethical climate, and employee well-being 

compared to organizations without a chaplaincy program? 

3. Mediating Mechanisms: To what extent are any positive 

outcomes associated with chaplaincy mediated by factors such 

as increased perceived pastoral support, enhanced sense of 

meaning at work, or heightened ethical awareness among 

employees? 

4. Moderating Factors: How do contextual factors (such as 

industry sector, remote versus on-site work environments, 

workforce religious diversity, and leadership support for 

chaplaincy) moderate the relationship between chaplaincy 

presence and organizational outcomes? 

5. Chaplaincy Implementation: (Descriptive sub-question) How 

is chaplaincy “exposure” or intensity characterized in the 

partner organizations (e.g., chaplain-to-employee ratio, 

frequency of chaplain contact, availability of digital 

chaplaincy), and what challenges and best practices emerge in 

allocating chaplains across multiple workplaces including 

virtual settings? 

These research questions collectively address the core inquiry of the 

study. RQ1 is qualitative/theological, laying the groundwork for 

why marketplace chaplaincy is pursued from a Christian 

perspective. RQ2–4 are primarily quantitative/comparative, 

examining what effects chaplaincy has and under what conditions 

those effects hold. RQ5 is partly descriptive and informs the 

interpretation of RQ2–4 by clarifying how chaplaincy is delivered 

in practice (which could influence its impact). 

By answering these questions, the study will connect the theoretical 

“ought” (we ought to care for employees spiritually, per scripture) 

with the empirical “is” (what actually happens when we do). Each 

question will be addressed in the subsequent sections through 

literature review, methodology, analysis, and discussion. 

1.5. Hypotheses or Propositions 

Based on prior literature and the theoretical framework, the study 

posits several hypotheses regarding the expected outcomes of 

chaplaincy. These hypotheses will be tested quantitatively in 

relation to RQ2–4: 

• H1 (Retention): Organizations with a marketplace chaplaincy 

program will have higher employee retention (lower turnover 

rates) than matched organizations without chaplaincy. This 

hypothesis stems from the idea that chaplaincy builds trust and 

shows organizational care, which increases employee 

commitment and loyalty (Miller et al., 2018). 

• H2 (Conflict Reduction): Organizations with chaplaincy will 

experience fewer workplace conflicts or faster resolution of 

conflicts compared to organizations without chaplaincy. 

Chaplains are expected to mediate disputes and provide 

counseling that preempts escalation of interpersonal issues, 

contributing to a more harmonious work environment (cf. 

historical cases of industrial chaplains aiding in labor disputes) 

(Miller et al., 2018). 

• H3 (Ethical Climate): Organizations with chaplaincy will report 

a stronger ethical climate than those without chaplaincy. The 

presence of a chaplain is hypothesized to heighten ethical 

awareness and moral reflection among employees and 

management, thereby fostering a culture of integrity, empathy, 

and accountability. Employees in chaplaincy-served companies 

may perceive the company as more values-driven and caring 

(Kraft, 2023). 

• H4 (Employee Well-being): Employees in organizations with 

chaplaincy will, on average, report higher levels of well-being 

(including emotional, social, and spiritual well-being) and lower 

levels of stress and burnout than those in organizations without 

chaplaincy (Miller et al., 2018). Through pastoral care, 

encouragement, and provision of resources or referrals, 

chaplains are expected to positively influence personal well-

being (analogous to findings in healthcare chaplaincy that 

spiritual care correlates with improved patient and staff well-

being). 

• H5 (Mediation – Pastoral Support): The positive effect of 

chaplaincy on retention (H1) and other outcomes will be 

mediated by employees’ perception of pastoral support and 

organizational care. In other words, we expect chaplaincy to 

first increase the feeling among employees that “my 

organization cares about me as a whole person,” which in turn 

reduces their intention to leave and improves morale (Miller et 

al., 2018). Thus, when controlling for perceived support, the 

direct effect of chaplaincy on outcomes will diminish. 

• H6 (Mediation – Meaning/Purpose): Chaplaincy’s influence on 

well-being and engagement is mediated by an increased sense 

of meaning or purpose at work. By addressing spiritual 

questions and helping employees integrate their values with 

their work, chaplains may enhance employees’ sense that their 

work is meaningful, which is known to improve job satisfaction 

and well-being 

(e.g., Lips-Wiersma et al., 2009). We hypothesize that any gains in 

well-being from chaplaincy are partly explained by this enhanced 

meaning. 

• H7 (Moderation – Industry): The impact of chaplaincy on 

outcomes will be moderated by industry type. For instance, 

chaplaincy might have a larger effect in high-stress, people-

intensive industries (e.g., healthcare, military contracting, 

emergency services) where employees face regular emotional 

strain, compared to industries where work is more independent 
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or technical. We expect stronger chaplaincy effects in industries 

with higher baseline stress or exposure to trauma. 

• H8 (Moderation – Work Setting): The benefits of chaplaincy 

will differ between traditional on-site work settings and 

remote/hybrid settings. We propose two possibilities: (a) 

chaplaincy might be more impactful in remote settings as it fills 

a void of personal connection, or (b) its impact might be 

diminished if virtual interactions are less effective than face-to-

face. This hypothesis will be exploratory, examining interaction 

effects between chaplaincy presence and proportion of remote 

workers on outcomes. 

• H9 (Moderation – Religious Diversity): Chaplaincy’s effect on 

outcomes may vary with the religious diversity of the 

workforce. In a highly religiously diverse or largely non-

religious workforce, chaplains must operate with great 

sensitivity; if successful, they demonstrate care across faith 

lines, potentially yielding high trust. Alternatively, in such 

settings, employees might be initially hesitant to engage, 

possibly muting the chaplaincy’s impact. We hypothesize that 

in organizations where leadership visibly supports pluralism and 

the chaplain’s role, chaplaincy will have positive outcomes 

regardless of diversity level. 

• H10 (Moderation – Leadership Support): The positive 

outcomes of chaplaincy will be stronger in organizations where 

top management actively supports the chaplaincy program (e.g., 

by communicating its importance, modeling utilization, or 

aligning corporate values with the chaplain’s work). Where 

leadership is indifferent or the program is siloed, chaplaincy 

may struggle to gain traction and thus show weaker results. 

Essentially, leadership support is expected to amplify the 

effectiveness of chaplaincy (a facilitating condition). 

These hypotheses will be tested where data allow. Some (H5–H6 

on mediation) require appropriate survey measures of mediators, 

and others (H7–H10 on moderation) require segmenting the sample 

by contextual factors. If data are insufficient for certain hypotheses, 

they will be addressed conceptually or left as propositions for future 

research. Notably, the hypotheses reflect a generally positive 

expectation of chaplaincy’s impact, based on preliminary evidence 

from practice and related research on workplace spirituality 

correlating with desirable outcomes (Miller et al., 2018). However, 

the study remains open to null or negative findings, considering the 

rigorous matched comparison; it will also examine alternative 

explanations (e.g., perhaps companies that hire chaplains already 

have lower turnover to begin with – a selection effect). 

1.6. Brief Overview of Methodology 

Research Design: 

To investigate the research questions, this study employs a matched 

comparison group design using secondary data. This quasi-

experimental design involves selecting a sample of organizations 

that have marketplace chaplaincy programs and a comparable 

sample of organizations that do not, and then comparing outcome 

measures between the two groups. By using statistical matching 

(e.g., propensity score matching or stratified matching) on factors 

like industry, company size, region, and workforce demographics, 

the design aims to approximate the conditions of an experiment 

wherein the primary difference between the groups is the presence 

of a chaplaincy program. This approach strengthens causal 

inference by controlling for observable confounders that might 

affect outcomes (such as industry-specific turnover rates). 

The study relies on secondary data sources for both independent and 

dependent variables. Potential data sources include: HR analytics 

databases or surveys provided by the partnering chaplaincy 

organization (for chaplaincy client companies), publicly available 

data (e.g., LinkedIn or Glassdoor statistics on company retention, if 

accessible; industry reports on turnover; or published lists of “best 

places to work” which often include culture and well-being 

metrics), and possibly archival survey datasets if the chaplaincy 

organization has administered employee surveys gauging 

satisfaction and well-being. No new primary data will be collected 

via surveys or interviews by the researcher; instead, the analysis 

will integrate existing data to test hypotheses. 

Variables and Measures 

Independent Variable (IV) – Chaplaincy Presence/Intensity: The 

key predictor is whether an organization has a marketplace 

chaplaincy program (chaplaincy presence, a binary variable: 1 = 

chaplaincy in place, 0 = none). In addition, we will consider 

chaplaincy intensity as a nuanced measure: for example, the ratio of 

chaplains to employees, the number of chaplain visits or hours per 

employee per month, or the longevity of the chaplaincy program in 

that organization (how many years since implementation). These 

intensity metrics help capture exposure – an organization with a 

full-time chaplain on staff (or contracted) for 100 employees would 

be a higher intensity than one where a chaplain visits 500 employees 

once a month. We will gather such metrics where available through 

the chaplaincy provider’s records. Chaplaincy in this study 

explicitly includes digital chaplaincy presence as well – for 

instance, if employees have 24/7 access to a chaplain hotline, or a 

dedicated “chat with a chaplain” app (such as the MyChap app) 

(Marketplace Chaplains, 2017). Those features will be incorporated 

qualitatively into the intensity construct. For analysis, intensity may 

be coded in tiers or used as a continuous variable if quantifiable. 

Mediating Variables (MVs): Based on our framework, we identify 

a few conceptual mediators: 

• Perceived Pastoral Support – employees’ sense that they have 

emotional/spiritual support at work (e.g., measured by survey 

items like “I feel supported in dealing with personal or family 

issues by my organization” or utilization rates of chaplaincy 

services as a proxy). 

• Meaning and Purpose at Work – degree to which employees feel 

their work has meaning beyond just a paycheck, and alignment 

with personal values (possibly gleaned from employee 

engagement surveys or purpose indexes). 

• Ethical Awareness/Climate – employees’ recognition of ethical 

values in the workplace (could be measured by an ethical 

climate questionnaire or number of ethics-related concerns 

raised, though the latter could be inverse – more concerns might 

mean more awareness or more problems). 

• Employee Morale/Engagement – general morale, which could 

mediate outcomes like retention or conflict (if morale is higher, 

retention improves and conflicts may reduce). 

These mediators will be included if data are available (for instance, 

if a subset of companies administers annual employee engagement 

surveys that include pertinent items). We anticipate using statistical 

mediation analysis (e.g., structural equation modeling or regression 

with mediator terms) to test their role. 

Outcome Variables (DVs): The primary outcomes of interest are: 

• Employee Retention/Turnover: Measured as annual turnover 

rate (% of employees leaving voluntarily or involuntarily in a 

year) – a lower turnover rate or higher retention in chaplaincy 

companies relative to matches is expected (H1). This data might 

come from internal HR metrics or, for publicly traded 

companies, sometimes turnover is reported or can be estimated. 

• Conflict Incidence: Since “conflict reduction” is a bit abstract, 

proxies might include the number of formal HR grievances or 

disputes logged, frequency of team discord incidents, or even 

qualitative indicators like “days since last workplace incident” 

if applicable. Another angle is absenteeism or interpersonal 

workplace sanctions. If direct data is unavailable, this outcome 

may be assessed via management surveys or dropped in favor of 

qualitative insight. However, chaplaincy providers sometimes 

track anecdotes of diffused conflicts (though not easily 

quantifiable). For this study, we will attempt to use any available 

proxy (e.g., an employee relations case rate). 

• Ethical Climate: Ideally measured by an established scale (Victor 

& Cullen’s Ethical Climate Questionnaire) if survey data exists 

(Victor & Cullen, 1988). Absent that, we might use surrogate 

measures like the presence of ethical programs, or simply rely 
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on employee engagement items that touch on trust and fairness 

(e.g., “Management can be trusted to keep its promises” or 

“Employees are treated with respect”). Another proxy could be 

whether the company has had ethical breaches/scandals (though 

rare and binary). 

• Employee Well-being: Potential measures include employee 

satisfaction scores, self-reported stress or burnout levels (if 

survey data), usage of mental health days or EAP 

(counterintuitively, chaplaincy might increase EAP usage as 

chaplains refer folks to professional help when needed [Roberts, 

2005]), and possibly health outcomes like lower absenteeism or 

healthcare claims (if data can be obtained). We might also look 

at engagement as a proxy for well-being and motivation. 

Each outcome will be compared between chaplaincy and non-

chaplaincy groups. Statistical tests may include t-tests for 

differences in means, chi-square for categorical outcomes, and 

regression analyses controlling for covariates. 

Moderating Variables: Key moderators to be examined include: 

• Industry Type: We will categorize organizations by industry 

(e.g., Manufacturing, Healthcare, Technology, Service, etc.) and 

test interaction effects to see if chaplaincy’s impact on DVs 

varies by industry category. 

• Work Setting (Remote vs On-site): We will estimate the 

proportion of workforce that is remote or the extent of hybrid 

work in each organization (some data can be gleaned from 

company reports or the nature of the business – e.g., tech 

companies vs. manufacturing plants). Interaction terms between 

chaplaincy presence and remote-work prevalence will be 

included to test H8. 

• Religious Diversity: This could be approximated by geographic 

region (if global) or by any available demographic data on faith 

(rare in company data due to privacy, but perhaps region or 

national culture could serve as a rough proxy for workforce 

religiosity/diversity). We may also use an indicator like whether 

the company is in a country with high religious pluralism. This 

will be exploratory. 

• Leadership Support: This may be qualitatively assessed (e.g., 

whether the CEO or executives publicly endorse the chaplaincy 

program, or if chaplaincy was implemented as part of a top-

down initiative vs. just a grassroots benefit). If not directly 

measurable, we might use presence of a company values 

statement aligned with chaplaincy (like emphasis on caring 

culture) as a proxy. Alternatively, in some chaplaincy providers’ 

records, companies are classified by engagement level; we 

could incorporate that. 

Conceptual Framework 

Putting these elements together, the conceptual framework for the 

study can be visualized as follows: 

 

Figure 1.1. Preliminary conceptual framework for marketplace chaplaincy as applied business theology. 

Alt text: Diagram showing chaplaincy program presence or intensity as the independent variable; support, meaning, ethical awareness, and morale as 

mediators; retention, conflict reduction, ethical climate, and well-being as outcomes; and industry, work setting, religious diversity, and leadership support 
as moderators. 

In this framework, the chaplaincy program (IV) is expected to exert 

both direct effects on outcomes and indirect effects through 

improving employees’ support systems and sense of meaning 

(mediators). For example, the presence of a chaplain may directly 

contribute to conflict resolution by mediating disputes, while 

indirectly improving retention by increasing employees’ loyalty via 

feeling supported. Moderators like industry may strengthen or 

weaken these pathways (e.g., in healthcare, the need for chaplaincy 

might be greater, amplifying its impact on well-being, whereas in a 

tech firm, highly autonomous work might mean a chaplain has to 

work harder to engage employees, possibly reducing impact). 

Data Analysis Plan 

The analysis will proceed in five steps: 

1. Matching: We will pair chaplaincy and non-chaplaincy 

organizations using a matching algorithm to ensure baseline 

comparability (using covariates such as size, industry, region). 

Balance checks will be done to verify the groups are similar pre-

intervention. 

2. Descriptive Statistics: We will describe the chaplaincy 

implementation (answering RQ5) – e.g., average chaplaincy 

intensity, range of program duration, etc. – and present summary 

stats for outcome variables by group. 

3. Hypothesis Testing: Using appropriate statistical tests, we will 

evaluate H1–H4 by comparing group means or proportions on 

each outcome. Regression models will then be used to adjust for 

any remaining covariates and to test mediation (using Baron & 

Kenny’s approach or structural equation modeling) for H5–H6. 
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Interaction terms in regression or subgroup analyses will test 

H7–H10 for moderation effects. 

4. Robustness and Sensitivity: We will perform sensitivity checks 

such as removing outlier companies, using alternative matching 

methods, or checking whether results hold across subgroups of 

companies (e.g., large firms vs. small firms). 

5. Qualitative Integration: Although the study is primarily 

quantitative, we will integrate any qualitative insights available 

(e.g., chaplaincy provider’s case studies or testimonies) to help 

interpret the numbers. For instance, if retention is higher, 

anecdotes may illustrate how chaplains influenced employees to 

stay during tough times, bringing the data to life. 

This methodology enables us to address the research questions with 

rigor while acknowledging practical limitations (such as reliance on 

available data). Ethical considerations in the methodology include 

ensuring confidentiality of any organizational data used and being 

mindful of attribution (for example, if a chaplaincy client list is 

confidential, results will be reported in aggregate without 

identifying companies). 

By employing this matched design and clearly defining how 

chaplaincy exposure is measured, the methodology section (Section 

3) will provide a detailed account of how exactly the above plan is 

executed. The brief overview here sets the stage and clarifies that 

the approach is comparative and correlational with an aim to infer 

causation cautiously, rather than a randomized trial. 

1.7. Significance of the Study 

This study holds significance on multiple levels – theoretical, 

practical, and theological: 

Theoretical Significance (Academic Contribution): It will 

contribute to the literature on workplace spirituality and 

organizational behavior by focusing specifically on chaplaincy, an 

area that has received scant scholarly attention relative to its 

prevalence (Miller et al., 2018). By empirically testing chaplaincy’s 

impact with a rigorous design, the research addresses a gap noted 

by prior scholars who called for more data-driven studies of faith-

at-work interventions (Nimon et al., 2008; Miller & Ngunjiri, 

2015). It will also enrich practical theology as a discipline, 

demonstrating how theology can be operationalized in secular 

institutions. The conceptual framework integrating chaplaincy with 

outcomes via mediators will provide a model other researchers can 

build on or test in different contexts. Furthermore, the study may 

uncover mechanisms (e.g., pastoral support leading to commitment) 

that contribute new knowledge to social support theory or human 

resource management – potentially positioning chaplaincy as an 

innovative form of employee support that bridges personal and 

organizational domains. 

Practical Significance (For Organizations and Chaplaincy 

Providers): For business leaders and HR professionals, the study’s 

findings will offer evidence-based insights into the value of 

chaplaincy programs. If positive outcomes are demonstrated, it 

strengthens the business case for chaplaincy – showing, for 

example, that investing in employees’ spiritual and emotional care 

can yield returns in retention, reduced conflict (hence less 

disruption or litigation), and a more ethical culture that possibly 

leads to better overall performance (Miller et al., 2018). This could 

encourage more organizations to consider chaplaincy as part of their 

employee well-being or diversity/inclusion initiatives (as spiritual 

care for all faiths and none). Conversely, if certain outcomes show 

no difference, that will also be instructive; it might suggest that 

chaplaincy needs to be modified or supplemented by other 

programs to achieve that outcome (for instance, if we found no 

difference in ethical climate, perhaps chaplains need to be more 

formally involved in ethics training). For chaplaincy provider 

organizations (such as Marketplace Chaplains, Corporate Chaplains 

of America, etc.), the research provides external validation (or 

constructive feedback) for their ministry model. It could identify 

which aspects of chaplaincy are most effective (e.g., frequency of 

visits, management buy-in) and thus inform best practices. 

Additionally, addressing technology use is practically significant: 

the study’s insights on digital chaplaincy can guide providers in 

leveraging AI and virtual platforms ethically – maximizing reach 

without losing the relational core. This is especially relevant in a 

post-2020 world where remote work is common and innovative care 

delivery is needed. 

Theological and Missional Significance: From a Christian 

perspective, this study is significant because it explores how 

ministry can be effectively conducted in the secular workplace 

while remaining faithful to the gospel. It defends the notion that 

caring for employees’ souls is part of the Church’s mission (“equip 

the saints for the work of ministry” in every context – Ephesians 

4:12) and that such care has implications for human dignity and 

flourishing. Demonstrating tangible benefits (like improved well-

being or justice in the workplace) underscores a theology of human 

dignity: that people, created in God’s image, thrive when treated as 

whole beings, not merely economic units (Miller et al., 2018). This 

aligns with biblical themes that “the worker is worthy of his reward” 

(1 Timothy 5:18) and that employers should care for those who 

labor for them (cf. Colossians 4:1). By measuring outcomes, we are 

effectively holding up a mirror to how well organizations honor 

those principles. However, the study also theologically critiques any 

utilitarian view that reduces people to metrics; rather, it uses metrics 

to testify to principles of love and stewardship. If chaplaincy indeed 

leads to better retention and morale, one could argue it’s a modern 

embodiment of “seek the peace and prosperity of the city” 

(Jeremiah 29:7) applied to a company – which has both spiritual and 

temporal rewards. 

Policy and Societal Significance: On a broader level, the research 

may have implications for how faith-based initiatives are perceived 

in public discourse. A positive result could encourage more 

acceptance of faith-friendly policies in workplaces (within the 

bounds of ethics and inclusion). It may also inspire similar 

programs in non-Christian contexts (e.g., could a multi-faith 

chaplaincy approach be beneficial? The study’s Sola Scriptura 

stance is Christian, but the outcomes could spur dialogue on 

accommodating diverse spiritual care at work). Additionally, it 

touches on the role of technology in care, contributing to emerging 

discussions on digital ethics in pastoral work. As AI and remote 

communication grow, this study could be among the first to 

comment on their use in chaplaincy, guiding others in how to 

maintain ethical standards (confidentiality, empathy) when using 

such tools. 

In sum, the significance of this study lies in its potential to validate 

and refine an approach to workplace ministry that intersects with 

employee well-being and organizational excellence. It seeks to 

show that applying Christian theology in business is not only 

principled but can be practically transformative – benefiting 

individuals, companies, and communities. If successful, the study 

will serve as a landmark integrating faith and work scholarship with 

rigorous analysis, inspiring further research and action in this 

interdisciplinary domain. 

1.8. Scope and Delimitations 

This study is intentionally scoped in specific ways and has certain 

delimitations (boundaries set by the researcher): 

• Organizational Scope: The research focuses on marketplace 

chaplaincy programs in business organizations (corporations, 

companies across industries). It does not cover chaplaincy in 

other institutions like the military, healthcare (hospital 

chaplains), prisons, or educational institutions, except by 

analogy in the literature review. The rationale is to maintain a 

consistent context – the unique dynamics of employer-provided 

chaplaincy in a corporate setting, which often involve an 

external ministry partnership. Within business organizations, 

the scope is global (multinational), but all are presumed to have 

a Christian chaplaincy service available. We acknowledge that 

chaplaincy models vary by country (some are exclusively 

church-run in Europe, etc. [Wolf & Feldbauer-Durstmüller, 

2023]), but our primary scope is the prevalent U.S.-origin model 
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now operating globally, where chaplains are provided as a 

benefit to employees. 

• Population (Workforce) Scope: The workforce in scope is 

religiously mixed (pluralistic). A delimitation is that we are not 

specifically studying workplaces that are homogeneous faith 

environments (like a Christian non-profit hiring a chaplain, 

which would be a different dynamic). We assume employees 

range from devout Christians to other faith adherents to 

secular/atheist individuals. This mix is important for examining 

how chaplaincy functions ethically without favoritism. We are 

not examining, for example, proselytization outcomes (like 

number of conversions) – that is outside our scope, as the 

emphasis is on care and organizational outcomes, not 

evangelistic efficacy. 

• Type of Ministry Scope: The study is delimited to workplace 

chaplaincy as provided by a Christian ministry organization (or 

similarly trained chaplains) as an employee assistance/service. 

It does not evaluate other workplace spirituality interventions 

like mindfulness meditation programs, on-site counseling 

(secular), or religious employee resource groups. Deliberately, 

we focus on chaplains who have pastoral training and operate 

from a Christian worldview, even as they serve all. This means 

findings might not generalize to, say, a secular “life coach” 

program or a purely digital mental health app, because the 

chaplaincy includes unique elements (prayer, scripture 

encouragement when appropriate, spiritual discernment) that 

those do not. 

• Outcomes and Data Delimitations: The study looks at secondary, 

organizational-level data. A delimitation is that we are not 

directly surveying individual employees or conducting 

ethnographic observations. Thus, the richness of individual 

experiences (stories of life change, spiritual growth) is mostly 

outside the quantitative scope – those may appear anecdotally 

but are not systematically measured. Instead, we target 

outcomes that can be captured in organizational metrics 

(retention rates, etc.). The timeframe is another delimitation: the 

data likely covers a specific period (perhaps one to three years 

of outcomes), rather than a long-term longitudinal study over 

decades. While matched design strengthens cross-sectional 

comparisons, it is not a true longitudinal panel; thus, causal 

claims are cautious. 

• Theological Delimitations: By adhering to Sola Scriptura, this 

study delimits itself from incorporating church tradition or 

denominational doctrines about chaplaincy. For example, 

Catholic or Anglican theological treatises on chaplaincy, or the 

concept of sacramental ministry at work, are not directly 

discussed, to avoid confounding the biblical basis with sectarian 

views. The theology portion sticks to what can be drawn from 

scripture itself (as interpreted in a broadly evangelical manner). 

Additionally, this is a Christian theological study; it does not 

attempt a multi-faith theology of workplace chaplaincy. 

References to how chaplaincy is justified in other religions (if at 

all) are beyond our scope. 

• Intervention Consistency: We treat “marketplace chaplaincy” 

somewhat generally in the study, assuming a reasonable degree 

of consistency in how chaplains operate across participating 

organizations (e.g., all offer confidential listening, crisis 

support, referrals, etc.). We will not delve deeply into 

differences between providers or individual chaplain styles. 

This uniformity assumption is a simplification – in reality 

chaplaincy can vary – but delimiting the intervention this way is 

necessary for analysis. We note it as a limitation that we won’t 

capture intra-chaplaincy variability. 

• Matched Design Limitations: The matching controls for certain 

variables, but not all. We delimit the analysis to observable 

characteristics. Unobservables (like a particularly 

compassionate corporate culture or effective HR leadership) 

might still bias results if they coincide with adoption of 

chaplaincy. We acknowledge this is a limitation and will 

interpret results accordingly. 

• Delimitations in Technology Aspect: While technology use by 

chaplains is discussed, the study does not provide a full 

technical evaluation of AI tools or apps. We treat technology as 

part of the chaplaincy delivery mechanism qualitatively. The 

effectiveness of specific tech tools (like comparing outcomes for 

companies using the chaplain app vs those that don’t) is not 

separately analyzed due to data constraints, except as part of 

overall chaplaincy intensity. 

In essence, the scope is carefully bound to “Christian workplace 

chaplaincy in secular organizations and its organizational 

outcomes,” and the study does not attempt to be all things to all 

aspects of workplace spirituality. These delimitations ensure a 

focused inquiry, but they also mean caution should be used in 

generalizing beyond these bounds (see Limitations below for 

further discussion on generalizability). 

1.9. Limitations 

Every research project has limitations that must be acknowledged, 

and this study is no exception. Understanding these limitations is 

crucial for interpreting the findings appropriately: 

• Causality and Self-Selection: As a non-randomized study, one 

major limitation is the inability to establish definitive causation. 

Companies are not randomly assigned to have chaplaincy; they 

choose to adopt it. This self-selection means there could be 

underlying differences between companies that opt for 

chaplaincy and those that do not (e.g., perhaps chaplaincy-

adopting firms already have more compassionate leadership or 

lower tolerance for turnover). The matched comparison design 

mitigates this by pairing similar companies, but it cannot 

account for all unobservable factors. Therefore, even if we find 

differences in outcomes, we must be careful in saying 

“chaplaincy caused X”; rather, we can say “chaplaincy is 

associated with X, controlling for observed factors.” A related 

limitation is reverse causality: it’s possible, for instance, that a 

company with a conflict problem decides to bring in a 

chaplaincy program to address it, meaning high conflict 

preceded chaplaincy rather than chaplaincy reducing conflict. 

Where data allow, we will check timing (e.g., comparing pre- 

and post-introduction turnover rates), but comprehensive 

longitudinal data may not be available. 

• Data Limitations and Quality: Relying on secondary data means 

we are limited to what data exist and were recorded. Some 

outcome measures might be proxies and not ideal (for example, 

using absence of grievances as a “conflict reduction” measure 

could be flawed – not all conflicts are officially reported). There 

is also a risk of inconsistent data quality: different companies 

might measure retention or well-being differently. We will have 

to standardize definitions as much as possible (e.g., define 

turnover uniformly). If using self-reported survey data, there 

may be response biases. If data come from chaplaincy 

providers’ internal records, there is a possibility of bias or 

selectivity (they might share success stories more readily than 

failures). To counter this, we will emphasize metrics likely to be 

objectively tracked (like turnover). The sample size could be a 

limitation if not many matched pairs are available; a small 

sample reduces statistical power and generalizability. 

• Generalizability: This study’s findings will be most generalizable 

to large and mid-sized organizations with a Christian-oriented 

chaplaincy service in place. It may not generalize to small 

businesses (who might not have resources for chaplaincy), or to 

non-western cultural contexts where the concept of a chaplain 

might be unfamiliar (even though we include global companies, 

chaplaincy is still largely a Western export concept). Moreover, 

because we focus on Christian chaplaincy, the results don’t 

automatically transfer to, say, a purely secular wellness coach 

program or a Muslim or Hindu chaplaincy model (if such were 

attempted). The theology basis is specifically Christian, so the 

conclusions about “biblical foundation” obviously don’t apply 

to other faith traditions’ rationale for workplace care. 
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• Measurement of Theological Constructs: The integration of 

biblical principles is qualitative; we are not quantitatively 

measuring, for example, “degree of Christlikeness” in a 

company. Thus, the theological impact (such as moral 

development or spiritual outcomes in employees) is not directly 

measured. One might argue that some of chaplaincy’s most 

important outcomes (like an individual finding hope, or even 

coming to faith) are intangible or confidential and thus absent 

from our analysis. This is a limitation in capturing the full effect 

of ministry – we focus on those outcomes that organizations also 

care about and that can be openly measured. 

• Potential Confounds and Overlaps: Many companies have 

multiple programs to support employees (EAPs, counseling 

hotlines, peer support groups, etc.). Chaplaincy might be one 

element of a broader wellness strategy. A limitation is isolating 

chaplaincy’s effect. We will attempt to account for whether non-

chaplaincy companies have other robust support (maybe a high-

end EAP) and whether chaplaincy companies also use EAPs. It 

could be that chaplaincy works in tandem with other programs. 

If chaplaincy companies are simply more invested in employee 

well-being overall, outcomes could be due to that broader 

culture, not chaplaincy per se. We cannot fully disentangle this, 

though matching on “companies that offer any kind of employee 

care program” might be attempted. 

• Ethical and Reporting Bias: Companies might be reluctant to share 

negative information. If chaplaincy “fails” somewhere (e.g., a 

chaplain causes offense and conflict rises), such instances may 

be hidden or rare. Our data sources might have a positivity bias 

(especially if reliant on chaplaincy provider contacts). We 

mitigate by using as objective measures as possible. 

Nonetheless, absence of evidence of negative effects is not proof 

that none exist. It’s conceivable that chaplaincy could have 

unintended effects (e.g., some employees might distrust it, 

thinking it’s a corporate spying tool) – those are hard to measure 

and outside our current scope, but worth noting as a limitation 

that we are mostly examining presumed positives. 

• Technology Factor Complexity: We mention technology-assisted 

chaplaincy, but the study may not be able to deeply assess the 

difference between in-person and digital chaplaincy outcomes. 

If most data comes from a time when chaplains did in-person 

visits, we might not have variation to compare. Thus, any 

conclusions about AI or remote chaplaincy will be tentative or 

based on reasoning rather than firm data. This is a limitation 

given that we set out to consider tech-mediated care – the fast 

pace of tech development might outstrip what our data (likely 

from the last few years) can tell us. 

• Scope of Scripture Use: From a theological perspective, a 

limitation is that by not incorporating historical theology or 

wider Christian tradition, we might miss some depth or nuances 

(e.g., how the Church historically viewed ministry in daily life). 

We justify this by Sola Scriptura and scope, but readers should 

understand this theological foundation is intentionally non-

traditional. This could be seen as a limitation if one expected 

engagement with, say, Catholic social teaching or a particular 

denominational stance on chaplaincy. 

In acknowledging these limitations, the study maintains 

transparency about what can and cannot be concluded. The findings 

will be interpreted with these caveats in mind. For instance, if we 

observe improved retention with chaplaincy, we will discuss the 

limitation that causality isn’t certain and suggest further research 

perhaps with longitudinal designs or even experiments (if an 

organization is willing to pilot chaplaincy in some units and not 

others). By being upfront about limitations, we aim to present a 

balanced and credible analysis that respects both the potential and 

the boundaries of the data. 

1.10. Assumptions 

Several key assumptions underlie this study, which are conditions 

we presume to be true for the purposes of planning and interpreting 

the research: 

• Chaplaincy Program Consistency: It is assumed that all 

organizations labeled as having a chaplaincy program indeed 

provide a relatively consistent form of workplace chaplaincy 

(e.g., chaplains are trained, available regularly, follow ethical 

guidelines, etc.). We assume the chaplains in our sample 

companies perform the core activities of pastoral care – 

listening, counseling, crisis support, and informal guidance – 

and are reasonably effective in doing so. Without this 

assumption, interpreting aggregate outcomes would be difficult 

(since a completely ineffective chaplaincy would not differ from 

having none). Essentially, we assume the chaplaincy is 

implemented in good faith and has at least some engagement 

from employees. 

• Global and Cross-Cultural Applicability: We assume that the 

general concept of marketplace chaplaincy (as defined in this 

study) is applicable across different cultural and national 

contexts included in the sample. This means we treat chaplaincy 

in, say, a factory in Texas and an IT firm in Bangalore under the 

same conceptual umbrella, even though practical details differ. 

We assume the biblical principles (bear burdens, etc.) are 

globally relevant, and that employees everywhere have basic 

human needs for meaning and support – though we remain 

sensitive to context. This assumption is necessary given the 

global scope; we believe it is reasonable because chaplaincy 

organizations often operate internationally with similar models. 

• Mixed-Faith Workforce Engagement: It is assumed that a chaplain 

can serve a religiously diverse workforce without alienating 

them. In other words, we assume employees of various faiths or 

no faith are at least somewhat receptive to chaplain services (or 

at minimum, not hostile such that the program fails). This is 

undergirded by the ethical stance chaplains take (no 

proselytization without invitation). We assume, as many 

chaplaincy providers claim, that even non-religious employees 

often appreciate a listening ear or practical help from a chaplain, 

even if they might not engage in explicitly religious 

conversation. This assumption justifies measuring outcomes 

like well-being across the whole workforce, not just Christian 

employees. 

• Secondary Data Reflects Reality: We assume that the secondary 

data we obtain (turnover rates, etc.) are accurate and reliable 

indicators of the constructs we intend to study. For example, if 

a company reports a 10% annual turnover, we assume that is 

correctly calculated and reflective of retention. We also assume 

that any surveys used (if any) had honest responses. Essentially, 

we trust our data sources as valid representations of 

organizational phenomena. 

• Secondary Data Sufficiency: Relatedly, we assume that secondary 

data will be sufficient to test our hypotheses – i.e., that we can 

obtain enough organizations’ data to have a meaningful sample, 

and that matching variables will be available to make fair 

comparisons. We proceed under the assumption that the 

chaplaincy organization or other sources can provide or point to 

relevant data for, say, at least 30 chaplaincy companies and 30 

non-chaplaincy companies (a rough assumption for sample 

size). If this assumption failed (too few data points), the study 

would pivot perhaps to a more exploratory or qualitative 

analysis. 

• Measurable Outcomes Represent Beneath-the-Surface Benefits: 

We assume that improvements in outcomes like retention, 

conflict rates, etc., are meaningful indications of improved 

human well-being and ethical environment, not just cold 

metrics. For instance, if chaplaincy helps retain employees, we 

assume that’s at least partly because those employees are more 

content or supported (a positive thing), rather than purely 

because they feel guilty leaving a company that “cares.” We 

assume chaplaincy’s impact, if present, is fundamentally 

positive for human flourishing, consistent with its mission. This 

assumption is theological and ethical in nature – it frames 

outcomes as reflections of human dignity being honored. It 

guards us against an attitude that “people are just staying 
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because of benefits,” emphasizing instead that retention 

correlates with satisfaction and well-being in many studies 

(Baptiste, 2008). 

• No Major Concurrent Changes: We assume that during the period 

of analysis, there were no other major interventions or 

disruptions in the chaplaincy companies that would skew results 

(e.g., massive leadership changes, mergers, or other new 

programs implemented at the same time as chaplaincy). We 

know real life is complex, but we assume for clean analysis that 

chaplaincy is a key distinguishing factor. We will, however, 

watch for any obvious cases where an external shock might 

explain an outcome, and account for it qualitatively if needed. 

• Ethical Compliance: We assume all chaplains in the study follow 

the expected ethical guidelines (confidentiality, respecting 

diversity, etc. (Council on Collaboration, 2004) so that the 

program’s integrity is intact. If this assumption didn’t hold (e.g., 

if a rogue chaplain was proselytizing aggressively and causing 

issues), it would complicate attributing outcomes to chaplaincy 

as a construct. We operate on the premise that the chaplaincy 

organizations train their staff well in ethical conduct. 

In articulating these assumptions, the researcher clarifies the lens 

through which the study is designed. These assumptions will be 

revisited in Section 5 when interpreting whether they hold true, as 

sometimes data can test an assumption (for example, if many non-

Christian employees reported refusing chaplain contact, that would 

challenge the mixed-faith engagement assumption). Recognizing 

assumptions helps ensure the study’s conclusions are drawn within 

a proper frame of reference. 

1.11. Definition of Key Terms 

To ensure clarity, the following key terms are defined as they are 

used in this study: 

• Marketplace Chaplaincy: A form of chaplaincy where spiritual 

care providers (chaplains) are assigned to a secular workplace 

or multiple workplaces to offer voluntary, holistic care to 

employees and their families. Marketplace chaplains typically 

engage through regular site visits or on-call support, addressing 

emotional, spiritual, and practical needs in the work-life context. 

This is distinguished from chaplaincy in institutional settings 

like hospitals or the military by its integration into corporate 

employee benefit programs (Wolf & Feldbauer-Durstmüller, 

2023). 

• Business Theology: The discipline or perspective of applying 

theological principles to business contexts and practices. In this 

study, business theology refers specifically to Christian 

theology (biblical principles) informing how business is viewed 

– including the purpose of work, treatment of people, ethics in 

commerce, and the role of ministry in the marketplace (Shearer, 

n.d.). Applied business theology means putting those 

theological insights into action within businesses (e.g., 

implementing chaplaincy as an expression of Christian care in 

the marketplace). 

• Sola Scriptura: A Protestant Christian doctrine meaning 

“Scripture alone.” It holds that the Bible is the supreme 

authority in all matters of doctrine and practice. In the context 

of this study, Sola Scriptura indicates that the biblical texts 

(CSB version) are the foundational source for the theological 

argument, rather than church traditions or extrabiblical 

teachings. All theological grounding for chaplaincy is drawn 

directly from Scripture. 

• Chaplain (Workplace Chaplain): A trained individual (ordained 

minister or qualified layperson) who provides spiritual and 

emotional support in a chaplaincy setting. Workplace chaplains 

in this study are typically Christian ministers who are either 

employed by a chaplaincy service organization or directly by a 

company, tasked with employee care. They perform services 

such as confidential counseling, hospital visitation, grief 

support, conflict mediation, prayer (when welcomed), and 

referral to other resources (Miller et al., 2018). They serve all 

employees regardless of the employees’ faith or lack thereof. 

• Employee Assistance Program (EAP): A work-based intervention 

program designed to assist employees in resolving personal 

problems (e.g., emotional, family, financial, substance abuse) 

that may be adversely affecting their performance. EAPs often 

provide short-term counseling and referrals through phone 

hotlines or external counselors. In this study, EAPs are often 

contrasted with chaplaincy; unlike chaplains, EAP counselors 

are typically not on-site regularly and do not engage with 

employees proactively. Chaplaincy is not a replacement for 

professional counseling but can complement EAPs by 

encouraging utilization and addressing issues on an 

interpersonal level that EAPs may not reach (Miller et al., 2018; 

Goforth, 2015). 

• Chaplaincy Presence/Intensity: A term describing both the 

existence and the extent of chaplaincy services in a workplace. 

Chaplaincy presence is a binary indicator of whether a 

workplace has a chaplaincy program. Chaplaincy intensity 

refers to how much exposure employees have to chaplaincy – 

for example, number of chaplains per employee, frequency of 

chaplain visits, and scope of services (including digital access). 

A higher intensity might mean a full-time on-site chaplain for a 

small company, whereas lower intensity might be a shared 

chaplain visiting occasionally. 

• Digital Chaplaincy / AI-Assisted Communication: Innovative 

modes of chaplaincy delivery using technology. Digital 

chaplaincy refers to providing spiritual care through digital 

platforms – such as video calls, text messaging, email, or 

dedicated apps. AI-assisted communication tools in chaplaincy 

might include chatbots that can handle initial interactions or AI 

that helps chaplains manage information (always under human 

oversight and ethical guidelines). In this study, these terms 

acknowledge that chaplains leverage technology to reach 

remote employees and augment their ministry, while striving to 

maintain personal connection and confidentiality 

(Telechaplaincy, as defined in healthcare, is analogous – 

spiritual care via telehealth) (Sprik et al., 2021). 

• Employee Retention: An outcome variable representing an 

organization’s ability to retain its employees over time. It is 

often measured as the inverse of turnover – e.g., annual retention 

rate (percentage of employees who remain) or turnover rate 

(percentage who leave). High retention (or low turnover) is 

generally seen as positive, indicating employee loyalty and 

possibly satisfaction. In this study, retention is a key metric 

hypothesized to improve with chaplaincy support, as employees 

may feel more cared for and thus stay longer. 

• Conflict Reduction: In this context, a decrease in the frequency 

or severity of workplace conflicts and interpersonal disputes. It 

can manifest as fewer formal HR complaints, grievances, or 

disciplinary actions, and also as improved relationships and 

communication climate. Since directly measuring all conflicts is 

difficult, we use proxies; but conflict reduction essentially 

means chaplaincy contributes to a more peaceful work 

environment by mediating tensions (e.g., helping reconcile 

feuding coworkers or advising managers on handling conflicts 

constructively). 

• Ethical Climate: A concept describing the prevailing perceptions 

of what is considered ethically correct behavior in an 

organization and how ethical issues are addressed. An ethical 

climate encompasses norms about honesty, care, law-abiding 

behavior, and whether employees feel safe to raise concerns. A 

positive ethical climate might be indicated by trust in leadership, 

fairness in policies, and care for employees. We consider ethical 

climate as both an outcome (something chaplaincy might 

improve) and a mediator (companies with chaplains might instill 

stronger values that lead to other benefits). We may measure it 

through survey responses on ethics and trust, or note absence of 

ethical violations as a proxy. 
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• Employee Well-Being: A holistic term referring to the overall 

health and wellness of employees, including mental health, 

emotional satisfaction, sense of purpose, and work-life balance. 

In this study, well-being includes stress levels, morale, and 

potentially spiritual well-being (feeling at peace, having hope). 

We anticipate chaplaincy influencing well-being positively by 

offering counseling, encouragement, and resources in times of 

need. Metrics for well-being could include employee 

satisfaction survey scores, self-reported stress, absenteeism (as 

high absenteeism may indicate poor well-being), or even 

healthcare utilization patterns. 

• Mediator (Mediating Variable): A variable that explains part of 

the relationship between an independent variable and a 

dependent variable. In our context, a mediator (like perceived 

support) is an intervening factor that chaplaincy might improve, 

which then leads to better outcomes. We will say a mediator 

carries the effect of chaplaincy to the outcome. For example, 

chaplaincy (IV) → higher support (Mediator) → lower turnover 

(DV). We will test mediators to better understand how 

chaplaincy works. 

• Moderator (Moderating Variable): A variable that affects the 

strength or direction of the relationship between an independent 

and a dependent variable. A moderator can amplify, reduce, or 

change the effect. For instance, industry type could be a 

moderator if chaplaincy’s effect on retention is strong in one 

industry and weak in another. Moderation is about under what 

conditions chaplaincy has an impact. We will explore 

moderators like work setting and leadership support as 

previously defined. 

• Matched Comparison Design: A quasi-experimental research 

design where units (organizations, in our case) in a treatment 

group (with chaplaincy) are matched with units in a control 

group (without chaplaincy) based on similarities in key 

characteristics. The goal is to approximate random assignment 

by creating pairs or groups that are alike in all observed ways 

except the treatment. In this study, the matched comparison 

helps isolate the effect of chaplaincy by comparing companies 

that are similar in size, industry, etc. The design involves 

matching, then comparing outcomes between the matched sets. 

• Secondary Data: Data that were collected by someone else (or 

for another purpose) which the researcher re-purposes for 

analysis. Our study uses secondary data such as company 

records, published statistics, or data provided by the chaplaincy 

organizations. We do not directly collect survey responses from 

individuals; instead, we rely on existing data sources. Using 

secondary data can be efficient but means we must adapt to what 

data are available. The assumption is these data are pertinent and 

reliable for our research questions. 

• Open Christian University: (If needed in context) The institution 

for which this study is submitted. It is an academic setting that 

presumably values integrating Christian faith and scholarly 

research. This term doesn’t affect the content of the section but 

is mentioned for completeness since the work is tailored for that 

environment. 

Each of these terms will be used throughout the study. Defining 

them here provides a common understanding and avoids ambiguity, 

especially since terms like “well-being” or “chaplaincy” could have 

varied meanings outside our specific context. With these definitions 

in mind, the reader can proceed through the study with clarity on 

what is meant by the key concepts. 

1.12. Organization of the Article 

This study is organized into five major sections, plus references and 

appendices, following a standard academic format for doctoral 

research: 

• Section 1: Introduction – (Current section) Provides an overview 

of the research topic and context, articulates the background, 

biblical-theological grounding, conceptual framework, problem 

statement, purpose, research questions, hypotheses, 

methodology overview, significance, scope, limitations, 

assumptions, key term definitions, and outlines the structure of 

the study. Essentially, it sets the stage for the study and what the 

reader can expect in subsequent sections. 

• Section 2: Literature Review – Reviews relevant literature across 

three domains: (a) Biblical and Theological Literature related to 

work, ministry in the workplace, pastoral care, and ethics 

(examining scriptures in greater detail, and scholarly 

interpretations thereof, to ground marketplace chaplaincy in 

Sola Scriptura); (b) Theoretical and Empirical Studies on 

workplace chaplaincy and workplace spirituality, including 

prior research findings on chaplaincy outcomes, faith at work 

movements, employee well-being and engagement theories, and 

ethical climate in organizations; (c) Organizational and 

Management Literature on employee assistance programs, 

coaching, and comparative approaches to employee care. This 

section will identify gaps that this research addresses and refine 

the conceptual framework based on existing knowledge. It will 

highlight that while some qualitative insights exist (e.g., 

employee perceptions of chaplains, leadership views, etc. 

[Miller et al., 2018]), there is a dearth of quantitative outcome 

studies, thereby justifying the study’s empirical focus. 

• Section 3: Research Methodology – Describes in detail the 

research design and methods employed to carry out the study. It 

will cover the research design (matched comparison strategy), 

sample selection (criteria for including organizations, how 

matching was done, source of the sample), data sources (what 

secondary data were used, e.g., specific databases or chaplaincy 

org data), variables and measures (operational definitions of 

IVs, DVs, mediators, moderators as introduced in Section 1 but 

with technical specifics on measurement), data analysis 

procedures (statistical tests, software, and step-by-step analytic 

plan including matching technique, regression models, etc.), and 

ethical considerations (ensuring confidentiality of company 

identities, compliance with any data use agreements, etc.). This 

section will ensure the study’s approach is reproducible and 

rigorously designed. 

• Section 4: Results – Presents the findings of the study in an 

organized manner. It will start with descriptive statistics of the 

sample and checks on matching balance to show the groups are 

comparable. Then it will address each research 

question/hypothesis in turn: for example, showing tables or 

figures comparing retention rates (addressing H1), statistical test 

results for differences, mediation analysis outcomes (e.g., 

showing that pastoral support scores mediated retention 

differences, if survey data available for that), and moderation 

tests (e.g., a figure showing chaplaincy vs no chaplaincy 

retention differences by industry). The results will be reported 

with appropriate APA-style tables and significance levels, 

confidence intervals, etc. Qualitative observations (if any were 

noted in data or provided by the chaplaincy org) may be briefly 

noted to enrich interpretation, but the focus is on quantitative 

results. This section will refrain from extensive interpretation 

(which is for Section 5), instead focusing on objective reporting 

of what the data revealed. 

• Section 5: Discussion and Conclusion – Interprets the results in 

light of the research questions and the literature. This section 

will discuss whether the hypotheses were supported and what 

that means for theory and practice. It will connect back to the 

biblical and theological grounding: for instance, if retention 

improved, we might discuss how that reflects on the earlier 

notion of “bearing one another’s burdens” creating a more loyal 

community, etc. The discussion will explore implications: 

Theological implications (e.g., how does the evidence of outcomes 

support a theology of caring for employees, and what caution is 

needed to ensure people are not seen merely as means to an end?), 

Practical implications for businesses and chaplaincy organizations 

(e.g., if certain mediators were key, organizations should focus on 

those; or if digital chaplaincy showed effectiveness, perhaps 

investing in tech is worthwhile), 
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Implications for Theory/Research (e.g., contributions to social 

exchange theory or organizational support theory by adding a 

spiritual care dimension; suggestions for future research such as 

longitudinal studies or exploring employee perspectives 

qualitatively). The section will also clearly outline the limitations of 

the study (as noted in Section 1, plus any new insights on limitations 

encountered during research) and offer recommendations for future 

research. Finally, it will conclude with a summary of the study’s 

significance and a closing reflection tying together the theological 

and business insights, effectively bringing the study full circle back 

to its main theme: Marketplace Chaplaincy as Applied Business 

Theology. 

Following Section 5, the reference list will be provided, compiling 

all sources cited in APA 7th edition format. Any appendices (such 

as detailed tables, consent letters if needed for data access, or survey 

instruments if secondary data surveys were used) will appear at the 

very end. 

This organizational roadmap is designed to guide the reader 

logically from foundational concepts to detailed evidence to broader 

implications. The progression from introduction to literature, to 

method, to results, to discussion ensures a coherent scholarly 

argument and analysis. By the end of the study, the reader should 

have a thorough understanding of both the why (theology and 

theory) and the what (empirical outcomes) of marketplace 

chaplaincy, as well as how to integrate these insights in both 

academic and real-world settings. 

2. Literature Review 

2.1. Introduction 

Section 2 provides a comprehensive review of literature relevant to 

marketplace chaplaincy as applied business theology, building on 

the foundation laid in Section 1. This section surveys both 

theological and empirical works to situate the current study’s focus. 

First, it reinforces the Sola Scriptura biblical and theological 

principles that underpin workplace chaplaincy, connecting these 

directly to the conceptual model introduced earlier. It then 

delineates how marketplace chaplaincy is conceptually distinct 

from—but related to—other workplace support interventions like 

Employee Assistance Programs (EAPs) and coaching. 

Subsequently, the section synthesizes empirical research findings 

on workplace chaplaincy, including documented chaplaincy 

methods, mediator variables, and outcomes such as employee 

retention, conflict reduction, ethical climate, and well-being. 

Additionally, it discusses chaplaincy service models in pluralistic 

(multi-faith or secular) settings and their outcomes. The review 

further explores key theoretical lenses (e.g., social support theory, 

perceived organizational support, ethical climate theory, 

psychological safety, meaningful work, and virtue ethics) that help 

explain the mechanisms by which chaplaincy might influence 

individual and organizational outcomes. Finally, the section 

examines emerging literature on technology-mediated chaplaincy 

and artificial intelligence (AI) in spiritual care, considering both 

new opportunities and the biblical-ethical safeguards required. The 

section concludes by refining the study’s conceptual framework in 

light of the literature and explaining how this review justifies the 

quasi-experimental matched comparison design that will be detailed 

in Section 3. In sum, this literature review provides the scholarly 

context and rationale for investigating the measurable impacts of 

marketplace chaplaincy, ensuring that the study is grounded in both 

sound theology and current empirical knowledge. 

2.2. Review Method and Search Strategy 

To gather relevant literature for this review, a systematic search 

strategy was employed across theological and social science 

databases. Secondary sources were used to ensure a breadth of 

perspectives. Key databases included ATLA Religion Database (for 

biblical and theological sources), JSTOR and EBSCOhost (for 

interdisciplinary and business journals), Scopus (for broad indexing 

of peer-reviewed studies), and specialized sources like Google 

Scholar for recent open-access publications. The search spanned 

publications primarily from the past two decades (2000–2025), 

aligning with the growth of the workplace spirituality movement 

and corporate chaplaincy initiatives. Key terms and phrases used 

(individually and in combination) were: “marketplace chaplaincy,” 

“workplace chaplaincy,” “workplace spirituality,” “employee 

assistance programs,” “employee support programs,” “ethical 

climate,” “employee retention,” “pastoral care at work,” “business 

theology,” “corporate chaplains,” and “workplace spiritual care.” 

Inclusion criteria favored peer-reviewed articles, scholarly books, 

and dissertations that specifically address chaplaincy in work 

organizations or closely related concepts (e.g. faith at work, 

corporate spirituality). Given the applied theology focus, 

theological sources were included if they dealt with Christian ethics 

of work, pastoral care principles, or scriptural exegesis relevant to 

caring for others in everyday contexts. Empirical sources were 

included if they studied chaplaincy or analogous spiritual 

interventions in workplaces, or measured outcomes pertinent to 

chaplaincy (e.g. well-being, turnover). Articles on general 

workplace spirituality were considered when they shed light on 

mechanisms or concepts applicable to chaplaincy (such as 

meaningful work or spiritual support), but purely conceptual pieces 

without direct relevance were generally excluded. 

The search strategy was iterative: initial broad searches helped 

map the landscape, and references within key articles (including 

prior literature reviews) were followed to find additional studies. 

The Open Journal of Business Theology and the Journal of 

Management, Spirituality & Religion (JMSR) were identified as 

especially pertinent for recent peer-reviewed research on 

marketplace chaplaincy and were searched issue by issue for 

relevant content. For the biblical and theological portion, a Sola 

Scriptura approach (as established in Section 1) meant focusing on 

the Bible as the primary authoritative source; thus, scriptural 

exegesis and biblical commentaries formed the core of that section, 

rather than later church tradition or doctrinal texts. Notably, in 

reviewing empirical studies, care was taken not to fabricate access 

to paywalled materials—only findings from sources actually 

reviewed or from open-access summaries are presented to maintain 

integrity. By combining these strategies, the review aims to be both 

comprehensive and targeted, covering the most relevant literature 

to date while aligning with the conceptual boundaries of this study. 

2.3. Biblical and Theological Literature (Sola 
Scriptura Foundations) 

In keeping with a Sola Scriptura foundation, this section draws 

directly from the Bible (using the Christian Standard Bible 

translation) to establish theological principles for marketplace 

chaplaincy. These principles form the theological bedrock of the 

study, ensuring that chaplaincy in business is grounded in 

Scripture’s teachings on care, ethics, and ministry. The exegesis 

focuses on key passages that illuminate the role of caring for others 

in everyday (including work) contexts and the manner in which 

such care should be offered. This section also explores biblical 

themes like the imago Dei (image of God), human dignity, justice, 

non-coercive witness, vocation, and neighborly love as they relate 

to spiritual care in the workplace. Finally, it outlines biblical ethical 

guidelines particularly relevant to chaplaincy practice in a 

pluralistic work environment (e.g. voluntary service, truthfulness, 

confidentiality, gentleness, and impartiality). 

Bearing One Another’s Burdens – Galatians 6:2 

One foundational scripture for workplace chaplaincy is Paul’s 

exhortation: “Carry one another’s burdens; in this way you will 

fulfill the law of Christ” (Galatians 6:2). In context, the Apostle 

Paul encourages the Christian community to support each other in 

trials, thus living out Christ’s commandment of love. Exegetically, 

Galatians 6:2 emphasizes mutual aid and empathy – believers are 

called to “bear” or carry the weight of hardships that others face, 

whether emotional, spiritual, or material. This reflects Jesus’ 
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“law” of love (cf. John 13:34), suggesting that practical care for 

others is a fulfillment of Christ’s teachings. Marketplace chaplaincy 

operationalizes this mandate in a modern work context: chaplains 

come alongside employees to help shoulder personal and 

interpersonal burdens they carry into the workplace. Such burdens 

might include grief, family or marriage challenges, stress, or ethical 

dilemmas encountered on the job. Rather than adopting the secular 

mindset that compartmentalizes work life from personal life, 

chaplaincy acknowledges the holistic nature of persons. An 

employee’s suffering or joy outside of work inevitably affects their 

demeanor and performance at work[3]. By “bearing one another’s 

burdens” in a company setting, chaplains tangibly express 

Christlike love and create a supportive atmosphere. This fosters a 

micro-community within the workplace that mirrors the caring 

values of the Christian community, even though the workforce itself 

may be of mixed faith or no faith. In essence, chaplaincy fulfills 

Galatians 6:2 by bringing the church to work – demonstrating love 

through help and thus embodying the law of Christ in daily 

corporate life. 

Shepherding with Humility – 1 Peter 5:2–3 

Another key scriptural foundation is Peter’s instruction to spiritual 

leaders: “Shepherd God’s flock among you… not overseeing out of 

compulsion but willingly, as God would have you… not lording it 

over those entrusted to you, but being examples to the flock” (1 

Peter 5:2–3). In its immediate context, this passage addresses 

church elders, urging them to exercise pastoral oversight with a 

willing heart and humble attitude, rather than from obligation or for 

personal gain. The shepherding metaphor – common in Scripture – 

implies tender care, guidance, protection, and feeding of the “flock” 

(those under one’s care). Although the workplace is not a church 

per se, this pastoral charge can be applied analogously to chaplains 

serving employees in a company. Workplace chaplains act as 

shepherds for employees – a “flock” entrusted to their care through 

the partnership between the chaplaincy organization and the 

employer. They watch over employees’ well-being, guide 

individuals through personal or ethical struggles, and do so with a 

spirit of willingness and service. Crucially, 1 Peter 5:2–3 contrasts 

true shepherding with “lording it over” others. Authentic spiritual 

care is never coercive or domineering. In the chaplaincy context, 

this translates into a gentle, servant-leadership approach rather than 

any use of positional authority. Chaplains have no formal power 

over employees (unlike a manager), which positions them to serve 

as humble caregivers and advisors. This resonates with Jesus’ 

teaching that “whoever wants to be great among you must be your 

servant” (Mark 10:43). A corporate chaplain, therefore, exemplifies 

servant leadership by coming alongside employees rather than 

being “above” them. The phrase “not under compulsion but 

willingly” (1 Pet 5:2) is particularly relevant to chaplaincy: it 

underscores that both the chaplain’s service and the employee’s 

reception of that service should be voluntary. Chaplains serve 

because they are called and willing, and employees must never be 

forced to interact with a chaplain. The willingness and humility 

embedded in this biblical model sets the ethical tone for chaplaincy 

– the chaplain’s role is to care and guide as a living example of 

Christ’s compassion, not to proselytize, manipulate, or control. This 

principle becomes especially important given that chaplains work 

in pluralistic workplaces where employees may have various faith 

or non-faith backgrounds. The chaplain’s authority, therefore, 

comes not from their position, but from the trust and respect they 

earn through consistent, caring presence and exemplary conduct. 

Imago Dei and Human Dignity at Work 

The doctrine of imago Dei – that humans are created in the image 

of God – provides a crucial theological basis for treating all 

employees with dignity and respect. In Genesis 1:27, “God created 

man in his own image… male and female He created them,” 

establishing that every person reflects, in some way, the Creator’s 

image. From this flows the Christian conviction that all individuals 

have inherent worth and should be treated not as means to an end 

but as valued persons. Marketplace chaplaincy is grounded in this 

view of human dignity: by providing compassionate care to any 

employee, regardless of rank or background, chaplains affirm that 

each person is more than just a “human resource.” Every encounter 

is an opportunity to honor the divine image in the other. The New 

Testament reiterates this ethos. For example, we are told, “as we 

have opportunity, [let us] work for the good of all” (Galatians 6:10). 

The phrase “good of all” implies an inclusive beneficence – doing 

good not only to fellow believers but to all people around us. 

Chaplaincy in a secular company lives this out by being a ministry 

“to all” in the workplace. It is not limited to those who share the 

chaplain’s faith. By intentionally serving a diverse workforce, 

chaplains acknowledge that every person bears God’s image and 

thus deserves care and attention. This approach echoes Jesus’ 

command to “love your neighbor as yourself” (Matthew 22:39), 

which in the parable of the Good Samaritan (Luke 10:25–37) is 

illustrated as extending compassionate action across ethnic and 

religious divides. In a similar way, chaplains often serve people 

very different from themselves, thereby becoming living witnesses 

of neighborly love in the marketplace. The imago Dei foundation 

also implies justice and fairness in how people are treated at work. 

If each employee has God-given dignity, then workplace practices 

should uphold that dignity – from interpersonal respect to ethical 

labor practices. This theological perspective complements ethical 

frameworks in business that stress humanistic values. As an Old 

Testament parallel, the prophet Jeremiah’s letter to the exiles in 

Babylon instructs God’s people to “seek the welfare of the city” 

(Jeremiah 29:7). By extension, employees and employers are to 

seek the welfare of their workplace community. Chaplaincy 

contributes to “the welfare of the city” by promoting an 

environment of peace, justice, and flourishing within the company. 

In summary, recognizing the imago Dei in coworkers provides the 

spiritual rationale for chaplains to treat every individual – from a C-

suite executive to an hourly wage worker – with equal care and 

respect, advocating a workplace culture that values people above 

profit. 

Justice, Peace, and Compassion in the Workplace 

Biblical theology also brings to marketplace chaplaincy a strong 

emphasis on justice, peacemaking, and compassion in human 

relationships. The Hebrew and Christian scriptures repeatedly call 

for fair and kind treatment of others, which can be directly applied 

to workplace ethics and chaplaincy roles. Justice in scripture often 

relates to protecting the vulnerable and ensuring fairness. For 

instance, Micah 6:8 famously says, “He has told you, O man, what 

is good: to act justly, to love faithfulness, and to walk humbly with 

your God.” In a business context, acting justly can encompass 

treating employees fairly, addressing grievances honestly, and 

fostering equitable policies. Chaplains, while not corporate policy 

makers, often become informal advocates for fairness and 

compassionate treatment within an organization. By listening to 

employees’ struggles, chaplains may bring to management’s 

attention systemic issues (like overwork, harassment, or family-

work conflicts) that touch on justice and ethics. There are 

documented instances of chaplains playing prophetic roles, 

“advocating for the ‘weaker members’ of the workforce,” echoing 

the biblical prophets’ concern for justice. Although corporate 

chaplains typically focus on individual care rather than activism, 

their presence can gently influence leaders to consider the moral and 

human implications of workplace decisions. Peacemaking is 

another relevant theme – Jesus said, “Blessed are the peacemakers” 

(Matthew 5:9). Paul also urged, “If possible, as far as it depends on 

you, live at peace with everyone” (Romans 12:18). Workplace 

chaplains often serve as peacemakers or reconcilers when conflicts 

arise between employees or between staff and management. Their 

training in pastoral counseling and mediation allows them to step 

into relational rifts and help mend them, pursuing the biblical ideal 

of peace. In fact, one of the hoped-for outcomes of chaplain 

intervention is reduced workplace conflict. By mediating disputes 

or simply by improving communication and understanding (for 

example, across cultural lines), chaplains contribute to a more 

peaceful work environment. This peacemaking role is performed in 
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a gentle, impartial manner aligned with scriptural counsel (James 

3:17 describes heavenly wisdom as “peace-loving, gentle, 

compliant, full of mercy…”). Compassion is at the heart of 

chaplaincy work and is deeply rooted in the character of God as 

revealed in Scripture. Hebrews 13:1–3 exhorts believers: “Let 

brotherly love continue. Don’t neglect to show hospitality… 

remember those in prison as though you were in prison with them, 

and the mistreated as though you yourselves were suffering.” Such 

passages establish the principle of empathic compassion – entering 

into others’ suffering. Workplace chaplains embody this by 

showing personal concern for employees’ hardships (illness, 

bereavement, family crises, etc.) and often extending hospitality 

(sometimes literally providing food, resources, or a comforting 

presence in times of need). By caring for people in practical ways, 

chaplains mirror God’s compassion on what might be considered 

secular ground. In doing good to those who suffer (Gal 6:10) and 

“weeping with those who weep” (Romans 12:15), chaplains 

integrate compassion into corporate life. These scriptural 

imperatives for justice, peace, and compassion collectively 

reinforce that marketplace chaplaincy is a ministry of practical love. 

It brings the ethical priorities of the faith (fairness, reconciliation, 

mercy) into the workplace, aligning with the view that God’s 

concern is not confined to church settings but extends to everyday 

economic and social life. 

Work as Vocation and Witness without Coercion 

Under a Christian theology of work, labor is seen not merely as a 

secular activity but as a vocation – a calling through which one can 

glorify God and serve others. Colossians 3:23 instructs believers, 

“Whatever you do, do it from the heart, as something done for the 

Lord and not for people.” This sanctifies work itself as an arena of 

faithful living. The theology of work reminds us that God is 

interested in the Monday-through-Friday working lives of people, 

not just their Sunday worship. A chaplain’s presence in the 

workplace underscores this truth: that the spiritual well-being of 

employees and the moral quality of the work environment matter to 

God. By offering spiritual counsel, prayer (when welcomed), or 

moral support at work, chaplains help employees connect their work 

and life challenges to larger purposes and values. Many Christian 

thinkers (e.g., Luther and the Reformers) spoke of the priesthood of 

all believers (see 1 Peter 2:9) and affirmed that ordinary work can 

be a calling. Workplace chaplains reinforce this by encouraging 

employees to find meaning and dignity in their jobs, to work 

ethically, and to balance work with other God-given 

responsibilities. This supportive role can help employees 

experience their work as more than just a paycheck, potentially 

increasing their sense of meaningful work – a theme we will revisit 

in theoretical lenses. Furthermore, chaplains themselves serve as 

witnesses of Christ’s love and truth in the workplace, but notably 

without coercion. The Great Commission calls Christians to witness 

(Matthew 28:19–20), yet the manner of witness is governed by love 

and respect. The New Testament provides guidance on this: 1 Peter 

3:15 says, “Always be ready to give a defense to anyone who asks 

you for a reason for the hope that is in you,” but it adds, “do this 

with gentleness and respect.” This is the hallmark of chaplaincy 

evangelism – it is incarnational and relational rather than aggressive 

or coercive. Chaplains are typically prohibited (by both policy and 

conscience) from proselytizing or imposing beliefs; instead, they 

“conduct themselves honorably among the Gentiles” (1 Peter 2:12) 

so that their good works and character testify to their faith. Any 

explicit sharing of faith or prayer happens only with consent and 

often at the employee’s initiative or openness. This approach aligns 

with biblical teaching that faith must never be forced – conversion 

is the work of the Holy Spirit, not human pressure (cf. 1 Corinthians 

3:7). Moreover, coercive or manipulative evangelism would violate 

the law of love (as 1 Corinthians 13:1–7 emphasizes, without love 

our witness is empty noise). Therefore, chaplains practice a ministry 

of presence – demonstrating Christ’s love through service and 

integrity, ready to speak of faith when appropriate but primarily 

witnessing through actions. This gentle witness in a pluralistic 

environment represents a form of apologetics through love, 

consistent with biblical models (John 13:34–35: “By this everyone 

will know you are my disciples, if you love one another”). 

Importantly, this stance is not only theological but also ethical and 

legal in a work context, as employees’ religious freedom must be 

respected. By being unobtrusive carriers of grace rather than 

preachers, chaplains gain trust even among non-religious 

employees and thus create more authentic opportunities for 

meaningful dialogue. 

Biblical Ethical Principles for Workplace Chaplaincy 

Flowing from the biblical principles above, certain ethical 

guidelines emerge as particularly pertinent to chaplaincy in the 

workplace. These ensure that chaplains conduct their ministry in a 

manner consistent with Scripture and with professional ethics, 

especially in a secular or multi-faith corporate setting. Key biblical-

ethical principles include: 

• Voluntary Care and Consent: Christian ethics demand that acts of 

service be offered freely and never under compulsion (1 Pet 

5:2). Similarly, those receiving care should do so voluntarily. In 

workplace chaplaincy, this means employees must have full 

freedom to engage or not engage with the chaplain. Jesus never 

forced himself on anyone; he invited (“Come to me, all who are 

weary,” Matthew 11:28) but allowed people to walk away. 

Chaplains mirror this by making themselves available, never 

coercing participation. This principle is doubly important 

because employees may fear that talking to a chaplain (or not 

talking) could have workplace consequences; chaplains must 

clarify that their services are optional and separate from 

employment evaluations. All chaplaincy interactions occur with 

the employee’s consent, whether it’s a simple conversation or a 

moment of prayer. Voluntariness fosters trust, as employees 

realize the chaplain is there for their benefit, not as an arm of 

management. 

• Truthfulness: Scripture highly values truth in speech and conduct 

(“Speak the truth, each one to his neighbor” – Ephesians 4:25). 

Chaplains, therefore, must be honest and transparent in all 

dealings. This includes honesty about the chaplain’s role (they 

should not misrepresent themselves or their intentions) and 

honesty in counseling (avoiding false promises or platitudes). It 

also implies theological truthfulness – not compromising core 

beliefs, yet communicating in loving and context-appropriate 

ways. In practice, truthfulness builds credibility: employees 

learn that the chaplain’s word can be trusted. For instance, if a 

chaplain offers to help find resources for an employee’s need, 

they must follow through reliably (echoing Psalm 15:4’s ethic 

of keeping one’s word). Truthfulness also extends to not 

feigning expertise; chaplains must admit when a problem is 

beyond their training (e.g., a mental health issue requiring a 

professional counselor) and make an honest referral rather than 

attempting to handle everything. 

• Confidentiality: The Bible implicitly commends keeping 

confidence—“A gossip goes around revealing a secret, but a 

trustworthy person keeps confidence” (Proverbs 11:13). In 

chaplaincy, maintaining confidentiality is both an ethical 

imperative and a biblical value linked to trustworthiness and 

love. Employees often share sensitive, personal information 

with chaplains (family struggles, health issues, doubts, even 

confessions of wrongdoing). Chaplains are ethically bound (and 

often legally bound by privacy laws) not to disclose these details 

to others, including management, except in cases of potential 

harm or with permission. Upholding confidentiality 

demonstrates respect for the person’s dignity (imago Dei) and 

fosters a safe space for vulnerable conversations. Biblically, it 

reflects love covering a multitude of sins (1 Peter 4:8) – not that 

chaplains hide misconduct, but that they protect a person’s 

dignity by not exposing personal issues unnecessarily. In 

pluralistic settings, strict confidentiality also reassures 

employees that engaging with the chaplain will not result in 

religious proselytization or workplace gossip. Professional 

chaplaincy codes echo this, requiring strict confidentiality and 

clear boundaries of disclosure. 
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• Non-Manipulative Witness and Gentleness: As discussed, 

witnesses should be gentle and respectful (1 Pet 3:15). 

Chaplains must never manipulate conversations to proselytize 

or leverage moments of vulnerability to push religious agendas. 

Any spiritual discussions should unfold naturally, led by the 

employee’s comfort level or questions. The Apostle Paul wrote, 

“We have renounced secret and shameful things, not acting 

deceitfully… but commending ourselves to everyone’s 

conscience in the sight of God” (2 Corinthians 4:2). By 

eschewing deceit or high-pressure tactics, chaplains live out this 

verse, operating with integrity. The quality of gentleness (a fruit 

of the Spirit, Galatians 5:23) is crucial in chaplain interactions—

whether offering advice, correction, or consolation. A gentle 

answer can defuse anger (Proverbs 15:1) and makes the chaplain 

approachable. In practice, this means chaplains speak with 

kindness, listen more than they talk, and are patient even with 

difficult individuals. This gentleness is not weakness; it is 

strength under control, modeled by Christ (Matthew 11:29, “I 

am gentle and humble in heart”). 

• Impartiality and Respect for Persons: The Bible teaches that God 

shows no partiality (Acts 10:34) and warns believers against 

showing favoritism (James 2:1). In a workplace, where 

hierarchies and office politics abound, chaplains must remain 

scrupulously impartial. They serve all employees, from the CEO 

to the janitor, with equal care. They also remain neutral in 

conflicts, serving as an advocate for reconciliation rather than 

taking sides (unless one party is clearly victimizing another, in 

which case the chaplain’s role may include advocating for 

justice in alignment with the earlier principle of justice). 

Impartiality extends to respecting all cultural and religious 

backgrounds of employees. As noted, chaplains “demonstrate 

respect for the cultural and religious values of those they serve 

and refrain from imposing their own beliefs”. This professional 

ethic is deeply rooted in the biblical mandate to love one’s 

neighbor and to be “honorable among Gentiles” (1 Pet 2:12), 

meaning one’s conduct should be exemplary and respectful 

among those of different beliefs. By treating each person as a 

neighbor to be loved, chaplains avoid any discrimination or 

prejudice. Whether someone is a devout Christian, an atheist, or 

of another faith, the chaplain’s care and concern remain 

consistent. 

In summary, these biblical-ethical principles (voluntariness, 

truthfulness, confidentiality, gentle witness, and impartiality) form 

guardrails that ensure marketplace chaplaincy is practiced with 

integrity and love. Adhering to them enables chaplains to offer 

Christ-like care in a secular workplace without coercion or 

compromise. They also protect the chaplain’s ministry from causing 

harm or offense, thus maintaining a credible witness. In doing so, 

chaplaincy fulfills Jesus’ description of disciples as “salt” and 

“light” (Matthew 5:13–16) in the workplace—preserving what is 

good and illuminating dark situations—while avoiding any 

behavior that would cause the ministry to be spoken of as evil. 

2.4. Marketplace Chaplaincy as a Distinct 
Construct (Applied Business Theology) 

Having established the theological foundations, it is important to 

delineate what marketplace chaplaincy is as a distinct concept, 

especially in comparison to other workplace support roles. 

Marketplace chaplaincy can be defined as the provision of holistic 

spiritual and emotional care to employees (and often their families) 

by dedicated chaplains within a work organization, typically as part 

of an employee benefit or workplace wellness program. It 

represents a form of applied business theology, meaning it applies 

religious principles (in this case, primarily Christian pastoral care 

and ethics) within business operations and organizational life. In 

effect, chaplaincy is theology in action on the company floor: it 

“embeds pastoral theology (care for souls) and Christian ethics 

(love, service, justice) into the daily rhythms of corporate life”. By 

ministering in workplaces, chaplains demonstrate that business is 

not solely a profit-making venture but also a community where 

spiritual and moral values have a place. This section clarifies how 

chaplaincy differs from secular analogues like EAPs or coaching, 

outlines the typical functions of a workplace chaplain, and connects 

those functions to theological concepts. 

Distinct from EAPs and Coaching: Workplace chaplaincy 

intentionally distinguishes itself from Employee Assistance 

Programs (EAPs) and executive or life coaching services, even 

though they all address employee well-being in different ways. 

EAPs are usually employer-provided counseling or referral services 

designed to help employees with personal problems (mental health 

issues, substance abuse, financial troubles, etc.) through short-term 

counseling or referrals to specialists. Executive or life coaches, on 

the other hand, focus on professional development, helping 

employees (often managers) set goals, improve performance, or 

enhance leadership skills. Chaplaincy overlaps with these in caring 

for employees but is broader in scope and different in orientation. 

Unlike coaches, chaplains are not primarily concerned with 

performance metrics or career advancement; and unlike EAP 

counselors, chaplains are not solely reactive or problem-focused 

therapists. Instead, chaplains provide an ongoing, proactive pastoral 

presence that addresses employees’ emotional, spiritual, and 

practical needs in a holistic manner. One literature review 

summarized that “the holistic view of humans and enabling human 

dignity in working life” is a primary goal of workplace chaplaincy 

(Wolf & Feldbauer-Durstmüller, 2022). This means chaplains 

consider the employee as a whole person (body, mind, spirit, social 

context), not just a worker or a case file, and aim to enhance their 

dignity and well-being on all those fronts. 

Chaplains routinely build relationships by regularly visiting the 

workplace (or connecting virtually), whereas EAP counselors 

typically engage off-site and only upon referral or crisis. Chaplains 

may also extend care to employees’ family members, something 

outside the scope of most EAP or coaching arrangements. This 

consistent availability and personal familiarity distinguish 

chaplains: employees get to know and trust “their” chaplain over 

time, rather than dialing a random hotline counselor. Indeed, 

research suggests employees are far more likely to engage with a 

known, friendly workplace chaplain than to utilize an anonymous 

counseling hotline. Meyer and Davis (2002) famously described 

workplace chaplains as “filling a need traditional EAPs can’t meet” 

by bringing spiritual and relational care directly into the work 

milieu. Where EAPs might treat a symptom (like stress) for a 

limited time, chaplains invest in an ongoing supportive relationship. 

And while coaches work on skill-building, chaplains often help with 

heart and soul matters (grief, purpose, interpersonal reconciliation). 

The presence of chaplaincy often signals a different message from 

the employer as well: employees interpret it as “the suits care about 

us” – an indication that management values them as whole persons, 

not just productivity units. This perception can yield tangible 

benefits: employees who receive chaplain support report improved 

well-being and even gratitude toward their employer, which implies 

higher morale, commitment, and potentially greater retention. In 

turn, companies hope chaplaincy will indeed contribute to reduced 

turnover, better conflict resolution, a stronger ethical climate, and 

enhanced overall wellness. These anticipated outcomes align with 

what chaplaincy aims to achieve and go beyond what a typical EAP 

or coaching engagement would promise. 

Core Functions of Workplace Chaplains: A marketplace 

chaplain typically fulfills multiple roles and functions, each with 

theological significance: 

• Ministry of Presence: Perhaps the chaplain’s most distinctive 

function is simply being present regularly among employees. 

This “incarnational” approach (reflecting the idea of Christ 

dwelling among us, John 1:14) means the chaplain shows up in 

the break room, on the shop floor, or in the office halls, 

becoming a familiar, friendly figure. Theologically, this echoes 

the doctrine of presence—God’s presence with us and the call 

for Christians to be present with those in need. By meeting 

employees on their turf, chaplains practice an incarnational 

ministry analogous to Paul engaging people in the marketplace 
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of Athens (Acts 17:17). However, unlike Paul’s direct 

preaching, modern chaplains “proclaim” mainly through quiet 

service and genuine relationship-building. The visible presence 

fosters trust and approachability; employees learn that the 

chaplain is consistently there, creating space for conversations 

that might never occur with external counselors. Presence is also 

preventative—it communicates care before a crisis hits. In some 

sense, the chaplain is a living reminder of spiritual and ethical 

values in the workplace community. This overlaps with pastoral 

concepts of “ministry of presence” long valued in hospital and 

military chaplaincy. 

• Emotional and Spiritual Support (Listening & Counseling): 

Chaplains serve as listeners and counselors, providing a 

compassionate ear for any issue an employee might be facing. 

This ranges from personal life crises (family issues, 

bereavement, illness) to work-related stress or moral dilemmas. 

The act of listening without judgment has deep theological roots 

in the idea of showing mercy and being “quick to listen, slow to 

speak” (James 1:19). In offering counsel, chaplains often draw 

upon biblical wisdom (when appropriate) or simply share 

empathetic, experience-based advice. Prayer is offered when 

welcomed, serving as a spiritual resource for those who desire 

it. The function of offering pastoral counseling connects to the 

biblical gift of exhortation and encouragement (Romans 12:8) – 

chaplains encourage and build up those who are weary or 

troubled. They may also provide spiritual resources such as 

scripture (for those open to it), or help connect individuals to 

faith practices (e.g., connecting a Muslim employee with a local 

imam, or a Catholic with a priest for sacraments, demonstrating 

interfaith support). In all this, chaplains treat each person’s 

concerns with compassion (Colossians 3:12) and 

confidentiality, reflecting Christ’s love. 

• Crisis Care and Intervention: When emergencies or tragedies 

strike – an accident at work, the death of an employee or family 

member, a natural disaster impacting the workforce – chaplains 

often act as first responders for emotional and spiritual care. 

This includes providing on-site grief support, debriefing after 

traumatic incidents, and aiding in conflict or anger diffusion. 

Proverbs 17:17 says, “a brother is born for a difficult time,” and 

chaplains become like family in times of crisis. Their presence 

during critical moments is invaluable: one study identified 

facilitating urgent care as first responders in crises as one of the 

key ways chaplains assist employees (Miller et al., 2018). By 

bringing a calm, compassionate presence and often coordinating 

help (referrals to counseling, organizing memorials, etc.), 

chaplains mediate God’s comfort (2 Corinthians 1:4) in dire 

situations. Their work in crises also helps maintain workplace 

stability and can prevent issues like prolonged depression or 

PTSD among employees by intervening early. 

• Referral and Resource Networking: Acknowledging their own 

limits, chaplains often act as navigators, referring employees to 

specialized services when needed. For example, if a chaplain 

encounters an employee with severe depression or marital 

breakdown, they might connect them with a professional 

therapist, support group, or relevant community resource. This 

aligns with the body-of-Christ concept (1 Corinthians 12) – 

chaplains recognize they are one part of the caring network and 

gladly involve others with appropriate gifts or expertise. They 

might also leverage charitable or community programs to assist 

employees facing financial or practical hardships, thus 

embodying the church’s diaconal ministry (Acts 6:2-3) in a 

corporate environment. 

• Mediation and Ethical Guidance: Another function is acting as a 

mediator or ethical sounding board. Because chaplains are seen 

as neutral and trustworthy, managers or employees sometimes 

consult them about ethical dilemmas or interpersonal conflicts. 

A chaplain might mediate a dispute between coworkers by 

facilitating understanding and forgiveness – a task resonant with 

Jesus’ call to be reconciled (Matthew 5:24) and Paul’s counsel 

to forgive one another (Colossians 3:13). In terms of ethics, 

chaplains can gently raise considerations of integrity, justice, or 

compassion in workplace situations. For instance, a chaplain 

could counsel a supervisor struggling with how to handle an 

underperforming employee in a humane way, or advise on 

handling rumors ethically. While they are not part of 

management, their moral perspective can subtly influence 

decisions. In some contexts, chaplains have addressed the needs 

of the “weaker members” of the workforce (perhaps advocating 

for a policy change if workers are unduly burdened), thus 

echoing biblical justice concerns. Importantly, chaplains walk a 

fine line: they are not lobbyists or employee reps, but by virtue 

of trust they can sometimes speak truth to power in loving, 

private ways. This ethical influence contributes to the 

organization’s ethical climate by exemplifying honesty, 

confidentiality, and care for others’ welfare. 

These functions collectively illustrate how marketplace chaplaincy 

bridges faith and work. As one description puts it, “Workplace 

chaplaincy brings spirituality to the workplace and provides 

employees with opportunities to look inward… finding sense and 

fulfillment in life and work”. In doing so, chaplains fill gaps left by 

standard HR or coaching programs, especially addressing spiritual 

or existential needs that secular programs often avoid. Notably, 

chaplains are free (when invited) to engage with ultimate questions 

of meaning, purpose, forgiveness, hope – areas that a secular 

counselor or coach might sidestep. 

This doesn’t mean chaplaincy is in competition with EAPs or 

counseling; rather, they can be complementary. Many companies 

offer both: the chaplain might refer someone to EAP for therapy, 

just as EAP might refer a spiritually-seeking client to talk to the 

chaplain. But chaplaincy’s unique contribution is the integration of 

soul care into the work context, reflecting a theology that God cares 

about workers’ souls and the moral/spiritual fabric of the 

workplace. 

Finally, conceptually viewing chaplaincy as applied business 

theology raises interesting ecclesiological and organizational 

questions. Some have likened marketplace chaplains to bringing an 

aspect of the church into the corporation – a form of “applied 

ecclesiology in the marketplace,” taking the New Testament’s “one 

another” commands beyond church walls to daily work 

relationships. It leverages the idea of the “priesthood of all 

believers” (1 Peter 2:9) in that chaplains serve as priests in the 

marketplace, interceding and providing spiritual care on behalf of 

Christ outside traditional church settings. Of course, chaplains 

themselves are often ordained or commissioned ministers, but they 

operate interdenominationally. Many chaplaincy organizations 

explicitly avoid affiliation with any single denomination so they can 

serve a broad client base. This raises the notion: is chaplaincy an 

extension of the Church into the workplace, or a new form of 

ministry altogether? Practically, it sits at the intersection of the 

Church’s mission and the business world’s realm – a para-church 

ministry in partnership with companies. This partnership means 

chaplains must navigate a dual accountability: to their ministry’s 

spiritual mission and to the company’s expectations. Research has 

noted the chaplain’s “middle position” between management and 

employees, which can sometimes create tension. For example, a 

chaplain is hired (directly or indirectly) by the company, but must 

maintain independence and confidentiality to effectively minister to 

employees – they are neither fully an employee nor an outsider. 

Balancing these loyalties is part of chaplaincy’s distinct challenge 

(Bell, 2006, explores this in British industrial chaplaincy contexts). 

Nonetheless, when done well, the partnership is seen as mutually 

beneficial: businesses get happier, healthier employees and 

improvements in intangible cultural metrics, while chaplains get 

access to people who might never walk into a church. In essence, 

marketplace chaplaincy reframes the company as a mission field 

and the act of doing business as an opportunity for ministry. It 

pursues spiritual good (changed lives, comforted hearts, ethical 

actions) alongside organizational good (retention, productivity, 

better culture), which is the hallmark of business theology – seeking 

a synthesis of faith and performance outcomes. 
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2.5. Empirical Literature on 
Workplace/Marketplace Chaplaincy 

Scholarly research on workplace chaplaincy has historically lagged 

behind the practice, but it is now an emergent field intersecting 

practical theology, organizational behavior, and human resource 

studies. Much of the early literature was conceptual or anecdotal, 

but recent years have seen a growing number of empirical studies—

qualitative and quantitative—investigating chaplaincy programs 

and their impacts. This section synthesizes the empirical findings 

from key studies, with a focus on chaplaincy methods, mediating 

factors, and outcomes relevant to this study (employee retention, 

conflict reduction, ethical climate, employee well-being, and 

perceived support). Special attention is given to studies published 

in the Journal of Management, Spirituality & Religion (JMSR) and 

the Open Journal of Business Theology, as well as doctoral 

research, since these represent much of the peer-reviewed 

knowledge base on marketplace chaplaincy. Additionally, the 

section notes how chaplaincy services function in pluralistic 

settings (with diverse employee religions or none) and what 

outcomes have been observed in such contexts, given the 

importance of pluralism to this study’s context. 

Scope of Existing Research: A literature review by Wolf & 

Feldbauer-Durstmüller (2018) provided one of the first 

comprehensive overviews of workplace chaplaincy scholarship. 

They noted that interest in workplace spirituality had risen, but 

rigorous studies focused specifically on chaplaincy were few. Their 

review emphasized the holistic and dignity-affirming nature of 

chaplaincy, as mentioned earlier, and likely pointed out gaps such 

as the need for outcome-based research. Miller (2007) and others 

documented the history and faith at work movement, situating 

chaplaincy as one strand of this movement (Miller, 2007). Nimon, 

Philibert, & Allen (2008) conducted an exploratory study relating 

corporate chaplain activities to EAPs. They found some parallels in 

the types of issues addressed, but chaplains tended to handle a wider 

spectrum including spiritual and family issues, and were seen to 

sometimes coordinate with EAPs rather than duplicate them. 

More recent qualitative studies have provided rich insight into 

perceptions and reported outcomes of chaplaincy. A notable series 

of studies by Miller, Ngunjiri, and colleagues examined corporate 

chaplaincy from different stakeholder perspectives: 

• Leadership Perspectives: Miller & Ngunjiri (2015) interviewed C-

suite executives and managers about why they utilize chaplaincy 

programs. Leaders cited various justifications—some business-

driven (like hoping to improve retention, engagement, and 

company culture), some sociocultural (valuing care for 

employees as the “right thing to do” or as part of company 

identity), and some explicitly spiritual (viewing the company as 

a place to live out Christian values or even as a mission field). 

Executives perceived chaplaincy as contributing to positive 

outcomes such as lower turnover (higher retention), reduced 

workplace conflict, improved morale, and a more welcoming 

organizational culture (Miller & Ngunjiri, 2015). Essentially, 

leaders saw chaplaincy as aligning doing good for employees 

with doing well for the company – a finding that underscores the 

concept of business theology (integrating spiritual care and 

organizational excellence). However, this study also noted that 

leaders were aware of potential challenges, like ensuring 

religious inclusivity and justifying costs. 

• HR Professionals’ Perspectives: Miller, Ngunjiri & Lorusso 

(2017) surveyed and interviewed human resource professionals 

in companies with chaplaincy. HR managers generally viewed 

chaplains as enhancing positive organizational culture by 

supporting employee well-being and fostering interpersonal 

relationships (Miller et al., 2017). They appreciated chaplains as 

an additional resource for employee care, noting that chaplains 

often relieved some burden from HR (for instance, by handling 

personal employee crises or being a go-between in sensitive 

situations). 

HR respondents believed chaplaincy boosted employees’ sense of 

being cared for by the company, which relates to perceived 

organizational support. There was also mention that chaplains’ 

presence correlated with anecdotal improvements in retention and 

engagement, though formal metrics were not always tracked. One 

outcome HR often cited was conflict mitigation – chaplains 

defusing issues early, preventing escalation to formal grievances. 

On the other hand, HR professionals had to manage the boundary 

issues (e.g., making sure chaplains adhered to privacy, 

understanding chaplains are not doing “counseling” in the clinical 

sense, etc.). 

• Employee Perspectives: Miller, Ngunjiri & Lorusso (2018) 

published “‘The suits care about us’: Employee perceptions of 

workplace chaplains” (the title itself reflecting a key theme). 

This qualitative study (56 employees across 9 organizations) 

revealed that employees utilized chaplains for a wide range of 

needs – work-related, personal, practical, emotional, and 

spiritual (Miller et al., 2018). Five broad themes of chaplain 

assistance emerged: (1) help with work stresses, (2) help with 

practical and social needs (like connecting to resources, or 

simply friendship), (3) addressing psychological or emotional 

issues, (4) being first responders in crises, and (5) providing 

religious or pastoral services (for those who wanted prayer, 

scripture, or even rites)(Miller et al., 2018). Importantly, 

employees consistently interpreted the chaplain’s care as a sign 

of organizational support. The study concluded that 

“employees’ experience of such care from chaplains can be 

interpreted as perceived organizational support (POS)” and that 

chaplain services helped employees feel greater well-being and 

organizational commitment (Miller et al., 2018). In other words, 

when a chaplain helped carry a burden, the employee often felt 

“my company cares about me”, leading to gratitude and a desire 

to reciprocate with loyalty (Miller et al., 2018). This finding is 

significant: it ties chaplaincy to established organizational 

behavior theory (POS), suggesting a mechanism by which 

chaplaincy might improve outcomes like retention and 

engagement. While qualitative, the study inferred that improved 

POS, well-being, and commitment due to chaplaincy likely 

contribute to tangible outcomes (less absenteeism, less turnover 

intent, higher morale). The authors explicitly called for 

quantitative research to correlate chaplaincy presence with these 

variables, noting the need for statistical evidence to back the 

qualitative insights (Miller et al., 2018). This study’s design is a 

direct response to that call, aiming to measure differences in 

outcomes like retention between companies with and without 

chaplaincy. 

• Outcomes in Quantitative Studies: There have been a few attempts 

at quantitative measurement. As of this writing, large-scale 

statistical studies are still limited. One doctoral study by Bester 

(2017) in South Africa looked at corporate chaplaincy, 

spirituality, and wellness, finding positive associations between 

chaplaincy involvement and employee wellness measures 

(though the context and methodology differ from U.S. corporate 

chaplaincy). A study by Garcia-Zamor (2003) earlier posited 

that spiritual programs in workplaces could increase job 

satisfaction and reduce turnover, but chaplaincy-specific data 

were not provided. A more targeted quantitative exploration by 

Marker (2013, as cited in various sources) surveyed employees 

on job satisfaction relative to chaplain contact frequency, but 

results did not find a simple linear relationship – suggesting 

quality of interaction may matter more than quantity. Nimon et 

al. (2008), the exploratory study mentioned, did collect survey 

data: they found chaplaincy usage and EAP usage were not 

redundant; some employees who wouldn’t use EAP would talk 

to chaplains. They also noted companies with chaplains tended 

to report high satisfaction with the program’s impact on 

workplace morale (though again causality was not established). 

Another empirical angle is from provider surveys – for example, 

Marketplace Chaplains USA periodically reports client 

retention statistics, claiming significantly lower turnover among 

client companies versus industry averages (Marketplace 
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Chaplains, 2025), but such data often lacks peer-review and 

control for self-selection (companies with people-centric 

cultures might both hire chaplains and naturally have lower 

turnover). 

Mediators and Mechanisms: The empirical literature, especially 

the qualitative studies, point toward several mediating factors 

through which chaplaincy yields outcomes. Three frequently 

mentioned mediators are: perceived support, meaning at work, and 

ethical climate/awareness. 

• Perceived Support: As noted, employees often equate chaplain 

care with organizational support (Miller et al., 2018). This 

enhanced perceived organizational support (POS) is known to 

increase affective commitment to the organization and reduce 

turnover intention in organizational psychology. The chaplain 

essentially “humanizes” the company in employees’ eyes; the 

company is no longer just an impersonal employer but becomes, 

through the chaplain, a caring community or family. Studies 

show that higher POS leads to greater job satisfaction, 

commitment, and retention. Thus, chaplaincy → higher POS → 

higher retention & engagement is a plausible chain. Miller et al. 

(2018) articulate this, suggesting chaplains “lubricate” the 

relationship between employees and organization, prompting 

employees to reciprocate with positive attitudes and 

commitment (Miller et al., 2018). 

• Meaning and Purpose: Some literature on workplace spirituality 

(e.g., Ashmos & Duchon, 2000; Milliman et al., 2003) finds that 

when employees find meaning and purpose in their work, it 

correlates with well-being and performance. Chaplains can 

facilitate a sense of meaning at work by helping employees 

process how their work connects to their values or life purpose. 

The earlier quote indicated chaplaincy invites employees to 

reflect on deeper questions of meaning and fulfillment in life 

and work. When employees derive a sense of purpose – say, 

feeling that the company cares not just about output but about 

them as individuals, or realizing their work serves a bigger 

picture – they often experience higher motivation and 

satisfaction. Elkington (2013) argued that a chaplain’s presence 

can contribute to a “missional ontology of the workplace,” 

where employees see their work as part of a larger mission or 

calling. Though hard to measure directly, meaning at work may 

mediate outcomes like well-being (purpose-driven employees 

tend to be more satisfied and resilient) and even retention 

(people are less likely to quit a job that they find meaningful). 

Anecdotally, employees have reported being “happier to come 

to work” and 

“more productive” after interactions with chaplains (Miller et al., 

2018), which the authors interpreted as signs of increased 

engagement and possibly meaning or alignment with values. 

• Ethical Climate/Awareness: Workplace chaplaincy, by its very 

nature, carries an implicit moral and ethical presence. Several 

studies note that chaplains tend to improve the ethical climate of 

an organization. Ethical work climate, as defined by Victor & 

Cullen (1988), is the shared perception of what is ethically 

correct behavior and how ethical issues should be handled in an 

organization. Chaplains can influence this by modeling ethical 

behavior (confidentiality, compassion, honesty) and sometimes 

by gently reminding others of ethical principles (as in the earlier 

example of raising considerations of integrity or fairness in 

decisions). Miller et al. (2017) titled their study on HR 

perceptions “enhancing positive organizational culture,” which 

encompassed values like trust and care that tie into ethical 

climate. When employees consistently observe a chaplain 

respecting everyone, keeping their word, and treating people as 

ends in themselves, it can set a tone that discourages toxic 

behaviors (like gossip, bullying, dishonesty). In pluralistic 

settings, chaplains’ insistence on respect for all faiths (as 

mandated by their code) can also foster a more inclusive ethical 

climate. A stronger ethical climate has been associated with 

outcomes like reduced misconduct, higher trust, and improved 

organizational citizenship behaviors. For example, if chaplaincy 

contributes to a caring climate, employees might be more likely 

to help one another (because that’s the norm being modeled) and 

less likely to cut corners unethically. While quantitative 

evidence is sparse, some companies with chaplains report fewer 

HR incidents or compliance issues (this could be a function of 

chaplains mediating conflicts or counseling those on the edge of 

violating policies). Reducing workplace conflict is one expected 

benefit of chaplaincy, and indeed conflict rates or grievance 

filings could be empirical proxies to test (Section 3 intends to 

examine whether chaplaincy sites have lower formal conflict 

occurrences than comparators). 

Another potential mediator is employee well-being or stress relief, 

as chaplains often help alleviate personal stress which can translate 

into better work focus and morale. Some HR professionals in 

studies observed lower stress and burnout levels in departments that 

engaged chaplains (though this could be subjective). Bagheci 

(2020) in JMSR found that spiritual support at work can buffer 

stress and improve work-life balance perceptions. Chaplains, by 

providing emotional support, might indirectly improve physical 

health outcomes too (less stress-related illness), contributing to 

overall wellness. 

Pluralistic Service Models and Outcomes: Marketplace 

chaplaincy in the U.S. typically has Christian roots, but chaplains 

serve employees of all faiths. The empirical literature indicates that 

pluralism is handled through an approach of servant leadership and 

respect rather than explicit religious activity. Cadge & Konieczny 

(2014) observed that religion and spirituality are often “hidden in 

plain sight” in secular organizations – chaplains are part of how 

faith manifests quietly in such settings. Studies of healthcare 

chaplaincy (which is interfaith by necessity) provide analogies: they 

show that spiritual care providers can effectively serve diverse 

populations by focusing on universal human concerns and tailoring 

support to individual belief systems. In corporate chaplaincy, 

providers like Marketplace Chaplains or Corporate Chaplains of 

America often hire chaplains from a variety of denominations but 

expect all to abide by an interfaith respectful ethic. Some companies 

with very diverse workforces have even engaged chaplains of 

multiple faith backgrounds (e.g., a Christian and a Jewish chaplain 

both available). However, more commonly a single chaplain or 

team handles all, and if something specific is needed (say a Muslim 

employee needs Ramadan accommodation advice), chaplains 

educate themselves or connect the employee appropriately. 

Outcomes in pluralistic settings appear positive as long as the 

chaplain is skilled in cross-cultural sensitivity. Miller et al. (2018)’s 

employee sample included non-Christian employees who still 

valued the chaplain’s care (some even noted they were surprised 

that a religious figure could be so non-judgmental and helpful with 

non-religious problems). The pluralistic model requires trust: any 

hint of proselytizing can alienate employees of other faiths or 

secular-minded staff, so chaplaincy programs that succeed 

empirically tend to be those where chaplains are well-trained in 

spiritual care rather than explicit evangelism. The outcomes 

(retention, well-being, etc.) in such settings seem to depend on 

chaplaincy being seen as an inclusive benefit. For instance, a Hindu 

employee receiving comfort from a chaplain when his parent dies 

may feel just as supported as a Christian employee would – the 

chaplain might pray in a generic way or simply listen and 

empathize, which that employee then interprets as the company 

caring. The metric of success becomes: do employees of all 

backgrounds utilize and appreciate the chaplaincy? Some data from 

provider companies show utilization rates across demographics. 

One internal survey (as cited by Vaughan, 2018) found that atheists, 

interestingly, had high satisfaction with chaplain visits, perhaps 

because the chaplain was one person they could talk to without any 

workplace repercussion about existential issues even though they 

weren’t religious. This underscores that chaplaincy’s outcomes 

(like perceived support or reduced loneliness) do not require the 

employee to share the chaplain’s faith – it’s the human connection 

that matters most. 
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Additionally, chaplaincy outcomes in mixed-faith settings highlight 

the importance of ethical guardrails (already covered in the 

theology section) as part of empirical reality: any crossing of 

boundaries could turn a pluralistic workplace against the program, 

whereas strict adherence to respect wins broad support. A telling 

example is how chaplains handle religious holidays of others – 

many chaplaincy programs will acknowledge all employees’ 

special days (e.g., wishing a Muslim “Eid Mubarak,” etc.), which 

employees report as making them feel seen and respected. Such 

practices can enhance diversity and inclusion metrics, an area not 

yet deeply studied but ripe for research. 

In summary, empirical literature, while still developing, generally 

paints a positive picture of marketplace chaplaincy’s impact: higher 

retention and loyalty, reduced conflicts, improved well-being and 

morale, enhanced ethical climate, and strengthened perceived 

support are among the reported outcomes (Miller et al., 2018). 

These outcomes align with the claims made by chaplaincy 

advocates and provide testable hypotheses for further study. 

However, researchers consistently note that more rigorous, 

controlled studies are needed to conclusively attribute these 

outcomes to chaplaincy. This study’s quasi-experimental approach 

(comparing organizations with and without chaplaincy) is designed 

to address that gap, moving beyond correlation and perception to 

examine actual differences in measurable outcomes. The findings 

from Section 3 will thus contribute empirical evidence to 

complement the qualitative insights derived from prior works. 

2.6. Theoretical Lenses for Mechanisms and 
Outcomes 

To deepen the understanding of how and why marketplace 

chaplaincy might lead to the outcomes discussed, it is helpful to 

view chaplaincy through several theoretical lenses. These theories 

come from psychology, organizational science, and ethics, and they 

offer explanatory frameworks for the mediators and effects posited 

in the conceptual model. Below, we critically synthesize key 

theories and show how each relates to chaplaincy’s influence on 

employees and organizations: 

• Social Support Theory: At its core, chaplaincy provides social 

support, which is well-established in psychology as a buffer 

against stress and a predictor of well-being (Cohen & Wills, 

1985). Social support theory differentiates types of support – 

emotional (empathy, care), instrumental (practical help), 

informational (advice, guidance), and appraisal support 

(affirmation and feedback). Chaplains arguably provide all four 

types: they offer emotional support by empathizing with 

employees’ struggles; instrumental support by helping with 

resources or actions during crises; informational support via 

counseling or guidance on personal and ethical issues; and 

appraisal support by offering perspective and encouragement. 

The presence of a chaplain means employees have an additional 

support figure beyond coworkers, family, or supervisors. 

According to the theory, strong social support networks improve 

individuals’ ability to cope with stress, thereby enhancing 

mental health and even physical health. In the workplace, social 

support from colleagues and supervisors has been linked to 

higher job satisfaction and lower turnover. By introducing a 

chaplain, an employer effectively boosts the social support 

available to employees. This can explain reduced stress levels 

and improved well-being (employees have someone to confide 

in, which reduces the detrimental effects of stress). Social 

support theory would predict that chaplaincy has the greatest 

impact on those employees who lack other support or are 

dealing with significant stressors, as the chaplain’s support can 

prevent them from reaching a breaking point (e.g., quitting 

impulsively or disengaging from work). Additionally, the mere 

knowledge that support is available (even if not always utilized) 

can increase resilience – a concept known as the stress-buffering 

hypothesis. For chaplaincy, this means that just having a 

chaplaincy program might create a sense of security among 

employees (“if something goes wrong, there’s someone I can 

turn to”), which in turn fosters psychological safety (discussed 

below) and loyalty. 

• Perceived Organizational Support (POS): POS, from 

Eisenberger’s influential theory (Eisenberger et al., 1986), refers 

to employees’ general belief that their organization values their 

contributions and cares about their well-being. High POS has 

been linked to outcomes like increased organizational 

commitment, better performance, and lower turnover. The 

employee perceptions literature clearly positions chaplaincy as 

a driver of POS (Miller et al., 2018). A chaplain, while not the 

same as a supervisor or policy, is an agent of the organization’s 

care. Employees often interpret chaplain interactions as proof 

that “the company cares about me as a person” (Miller et al., 

2018). Theoretically, chaplaincy could be considered an HR 

practice that signals support, similar to work-life balance 

programs or generous benefits. Because chaplaincy addresses 

personal needs (even outside work), it strongly conveys 

benevolence on the part of the employer. According to POS 

theory, when employees feel supported, they reciprocate with 

positive attitudes and behaviors – they might go the extra mile, 

speak well of the company, and have greater desire to stay 

(affective commitment). The Miller et al. (2018) study explicitly 

used POS as a lens, suggesting that chaplains help “lubricate” 

the employee-organization relationship by meeting 

socioemotional needs, which leads employees to feel obligated 

to reciprocate (Miller et al., 2018). One can map this onto a 

social exchange framework: the organization (through the 

chaplain) provides care (a socioemotional resource), and the 

employee returns the favor with loyalty and effort – a dynamic 

consistent with Blau’s social exchange theory and Gouldner’s 

norm of reciprocity. This lens helps explain outcomes like 

retention (why employees might stay longer in a company that 

provides chaplaincy) and engagement (why they might be more 

invested in their work for such a company). It also implies that 

if chaplains are not integrated well or seen as genuine, they 

might fail to increase POS. So, the effect is contingent on 

employees perceiving the chaplain as truly representing 

organizational care rather than, say, a PR gesture. Leadership 

support for chaplaincy (one of our moderators) likely influences 

this – if leaders openly champion the chaplaincy, employees 

more readily attribute it to the company’s care, boosting POS. 

• Psychological Safety: Psychological safety (Edmondson, 1999) is 

a team-/organizational-level concept describing a climate where 

individuals feel safe to take interpersonal risks, such as asking 

for help, admitting mistakes, or sharing concerns without fear of 

punishment or embarrassment. While originally studied in 

teams regarding speaking up, it can be applied to help-seeking 

behavior in general. A chaplain’s confidential and non-

judgmental presence can increase an employee’s sense of safety 

to speak about problems – essentially a safety valve for personal 

and even work-related issues. Knowing that one can talk to the 

chaplain about, for example, a conflict with a supervisor or a 

mistake one made, without it affecting one’s job, provides an 

outlet that might prevent issues from festering. This can 

contribute to an overall culture where asking for help is 

normalized. Moreover, chaplains sometimes mediate between 

employees and management; by doing so in a trusted way, they 

can improve communication and reduce fear. For instance, an 

employee might share with the chaplain that they are struggling 

with workload – the chaplain could encourage them to talk to 

their manager or even, with permission, raise the concern 

generically to HR. If the organization responds supportively 

(perhaps adjusting the workload), that reinforces psychological 

safety. Another aspect is emotional safety – employees may feel 

safer at work knowing someone “has their back” emotionally. 

This can particularly impact workplaces that are high-stress or 

involve trauma (consider chaplains in law enforcement or 

healthcare settings; their presence helps staff process tough 

experiences, contributing to a sense that it’s okay not to be okay, 

which is vital for safety). In sum, psychological safety can 

mediate chaplaincy’s effect on innovation and performance – 
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employees who feel safe might be more creative and 

collaborative. It could also mediate retention: if employees feel 

psychologically unsafe (e.g., hostile culture) they leave; 

chaplains can mitigate that by fostering inclusion and addressing 

relational toxicity. 

• Ethical Climate Theory: As noted, Victor & Cullen’s (1988) 

typology of ethical climates provides a way to think about 

chaplaincy’s influence on organizational ethos. Ethical climate 

types (e.g., caring climate, rules climate, instrumental climate) 

describe the predominant ethical character of an org. Chaplaincy 

would presumably bolster a caring climate, where employees 

perceive that the company emphasizes concern for others’ well-

being. The presence of a chaplain is a concrete symbol of a 

caring climate – a company wouldn’t have a chaplain if it didn’t 

value care, the reasoning goes. Additionally, chaplains might 

contribute to a principled climate by reminding people of ethical 

principles or being an ethical consultant. Theoretical work by 

Weaver & Agle (2002) on “religiosity and ethical behavior in 

organizations” suggests that when ethical values (often rooted 

in religion) are salient in a workplace, they can reduce unethical 

practices. Chaplaincy, while not imposing religion, certainly 

makes ethical discourse more accessible (employees might even 

ask chaplains about ethical concerns, as chaplains are seen as 

moral authorities or at least people of principle). An improved 

ethical climate can lead to outcomes such as higher trust in 

management, reduced unethical incidents, and a stronger 

company reputation. In the context of this study, ethical climate 

is itself an outcome of interest (perceived ethical climate). The 

theory suggests chaplaincy’s influence on ethical climate could 

be mediated by how management and employees embrace the 

chaplain’s role in reinforcing values. If leadership uses 

chaplains as ethical confidants or sounding boards, that effect 

trickles down. If employees see chaplains advocate fairness, 

they will rate the climate as more benevolent. This lens also 

raises the prospect of chaplaincy influencing ethical decision-

making on an individual level (moral awareness, judgment, 

intention). For example, an employee considering covering up a 

mistake might, after a chaplain’s counsel about integrity, choose 

honesty – a micro-level ethical outcome that won’t show up in 

broad stats but is meaningful. 

• Meaningful Work and Calling: There are theories specifically 

about meaningful work (Pratt & Ashforth, 2003; Rosso et al., 

2010) that explore how a sense of meaning in one’s job leads to 

positive outcomes like job satisfaction, engagement, and 

personal fulfillment. Additionally, the notion of work as a 

calling (Bunderson & Thompson, 2009) describes how viewing 

work in light of a larger purpose or identity can influence 

motivation and persistence. Chaplains frequently engage 

employees in conversations that can instill or uncover meaning. 

They might help an employee see how their work benefits 

others, or how enduring a trial at work can build character, etc. 

Moreover, chaplains sometimes help employees align their 

values with their work or find ways to make work serve their 

personal life goals (for instance, helping someone realize that 

their job enables them to provide for family and serve the 

community). By doing so, chaplains contribute to an employee’s 

sense of meaning or calling in their occupation. Theoretical 

implications: if chaplaincy increases meaningful work 

perceptions, we would expect higher job satisfaction and 

engagement, and likely lower turnover. People generally desire 

meaningful work; if the chaplain helps them find it in their 

current job, they have less reason to leave searching for meaning 

elsewhere. Frankl’s logotherapy principles (“meaning through 

suffering”) even might apply – chaplains often help employees 

find meaning in hardship (e.g., “Perhaps caring for your ill 

spouse has given you more empathy at work”). From a research 

perspective, meaning at work could be a mediator between 

chaplaincy and well-being or performance outcomes. While this 

has not been tested explicitly in chaplaincy contexts yet, it is a 

logical extension of workplace spirituality research, which 

shows that spiritual interventions often boost sense of meaning 

(and that is correlated with outcomes like organizational 

citizenship behaviors and lower absenteeism). 

• Moral and Spiritual Formation (Virtue Ethics): Virtue ethics (in 

the Aristotelian-Thomistic sense, or in modern business ethics 

via authors like Alasdair MacIntyre) emphasizes the 

development of moral character and virtues within a 

community. A workplace can be seen as a community where 

certain character traits are nurtured or stifled. Chaplains, by their 

influence, could help cultivate virtues such as compassion, 

patience, integrity, and forgiveness among employees and 

leaders. For example, through counseling an employee to 

forgive a coworker, the chaplain is fostering the virtue of 

forgiveness in that micro-culture. Through encouraging a 

manager to show empathy, they foster compassion as a 

leadership trait. Over time, these repeated influences might 

shape a more virtuous organizational culture. The theory of 

moral formation would suggest that chaplaincy is a practice that 

embeds a moral tradition (in this case, largely Judeo-Christian 

virtue tradition) into the daily life of the workplace. MacIntyre’s 

concept of practice-community-institution could be invoked: 

chaplaincy as a “practice” carries internal goods (care, grace) 

that can only be sustained if the institution (the company) allows 

those to flourish, potentially counteracting the purely external 

goods (profit) focus. If successful, this yields what MacIntyre 

calls a tradition of virtue in that setting. Empirically, virtue 

development might show up as employees doing more ethical 

actions even when not watched (integrity), managers making 

fairer decisions (justice), colleagues supporting each other more 

(charity). While measuring virtue directly is complex, outcomes 

like decreased reports of misconduct or increased acts of 

kindness (e.g., a fund collection for a sick coworker) could be 

indirect indicators. Spiritual formation is a related concept: 

chaplaincy may help spiritually-inclined employees to grow in 

their faith or integrate it with work. For those who desire it, a 

chaplain can provide resources (like scripture or prayer or just 

theological reflection) that deepen the employee’s personal 

spiritual journey. This can lead to personal outcomes like 

improved mental health, clarity of purpose, and moral 

consistency. For non-religious folks, “spiritual” growth might 

instead be growth in personal values or existential 

understanding – chaplains can help with that too (like helping 

someone articulate their core values or legacy they want to 

leave). All these improvements in personal virtue or spiritual 

well-being can boomerang back into work outcomes: an 

employee at peace or of strong character likely performs better 

and contributes positively to the team. 

In applying these theoretical lenses, we should also recognize their 

interplay. They are not mutually exclusive; indeed they reinforce 

one another. For instance, social support (the chaplain’s care) 

increases POS (because support is attributed to the org), which in 

turn fosters engagement and meaningful work (as people invest 

more in the job), which then might open them up to moral growth 

(as they exemplify the values of the supportive culture). Meanwhile, 

a caring ethical climate and psychological safety make it easier for 

chaplains to do their work effectively (employees will approach 

them). Thus, chaplaincy operates in a web of mechanisms. The 

conceptual model for this study posits chaplaincy presence 

influencing outcomes through these mediators – e.g., chaplaincy → 

increased perceived support (social/organizational) → higher 

retention and well-being; or chaplaincy → improved ethical climate 

→ fewer conflicts; etc. The theories above give scholarly credence 

to those links. 

One must also critically consider alternative explanations: it could 

be that companies who hire chaplains already have high POS and a 

caring climate (i.e., chaplaincy is a result of a caring culture rather 

than the cause). This will be addressed in Section 3 via the matched 

design and by considering leadership support (a moderator). The 

theoretical frameworks however support a causal story if 

implemented in otherwise similar contexts. For example, if two 

companies are alike but one adds a chaplaincy program, we would 



 
Marketplace chaplaincy and organizational outcomes OJ-BT | Vol. 6, No. 1 (2026) 

 
DOI: 10.65655/OCP.0079 22 Open Christian Press | OJ-BT | CC BY 4.0 

expect over time that company to see boosts in support, meaning, 

etc., compared to the control, based on these theories. 

In conclusion, these lenses help explain how chaplaincy might work 

its effect: by providing social support (House’s theory), signaling 

organizational support (POS theory), increasing psychological 

safety (Edmondson), promoting a caring climate (ethical climate 

theory), enriching work with meaning (meaningfulness and 

calling), and nurturing virtuous character (virtue ethics). They form 

the theoretical backbone to our hypotheses about mediators in this 

study. Section 3 will specifically test some of these pathways, for 

example, by examining if companies with chaplains show signs of 

higher perceived support or ethical climate in employee surveys 

compared to those without. While not every theory can be directly 

measured in the dataset, they guide which outcome measures to 

focus on and help interpret the results in a broader scholarly context. 

2.7. Technology-Mediated Chaplaincy and AI 

As the world of work becomes increasingly digital and remote, 

chaplaincy is also adapting through technology-mediated forms of 

care. The COVID-19 pandemic in particular accelerated the use of 

virtual communications for pastoral care when in-person visits were 

restricted (Campbell-Reed, 2023). This section explores how 

chaplaincy services are delivered via technology—such as video 

calls, phone, email, text messaging, and even emerging uses of 

artificial intelligence (AI)—and discusses the opportunities and 

limitations of these modes. It also addresses the biblical-ethical 

safeguards necessary to ensure that the use of technology (and 

especially AI) in spiritual care respects consent, privacy, dignity, 

and truth. 

Digital and Remote Chaplaincy: Digital chaplaincy can be 

understood in two ways: (1) providing traditional chaplaincy care 

through digital platforms (for instance, a chaplain having a 

counseling session over Zoom instead of face-to-face), and (2) 

addressing the spiritual and emotional needs arising from people’s 

online lives (for example, helping someone cope with issues like 

social media anxiety or online harassment)(Campbell-Reed, 2023). 

In the corporate chaplaincy arena, the first form is most prevalent. 

Many marketplace chaplaincy organizations now offer virtual 

chaplain visits or on-demand chat conversations for remote 

workers. For example, a large healthcare system, Ascension, has a 

program where employees can request a “virtual spiritual care” 

session via an app and get connected to a chaplain via video within 

minutes (Campbell-Reed, 2023). Similarly, corporate chaplaincy 

providers have developed secure chat apps where employees can 

text their chaplain for quick counsel or prayer at any time. These 

innovations greatly extend chaplaincy’s reach: geographically 

dispersed employees, night-shift workers, or those traveling can still 

access support. Research by the Chaplaincy Innovation Lab (2020) 

found that telechaplaincy became widely accepted during the 

pandemic, with most chaplains reporting they could still establish 

meaningful connections via phone or video when needed 

(Campbell-Reed, 2023). 

The opportunities of remote chaplaincy include convenience, 

immediacy, and sometimes a sense of safety for the employee 

(some feel more comfortable opening up from behind a screen than 

in person). It also allows chaplaincy to scale; one chaplain can cover 

multiple sites if they rotate virtual check-ins, and employees can 

reach out anytime rather than waiting for the next on-site visit. 

Additionally, digital platforms can offer creative avenues: group 

support chats, inspirational content distribution, or even virtual 

prayer groups for those interested. In companies with international 

presence, a centralized virtual chaplain team can serve employees 

in multiple countries, overcoming distance that would have made 

in-person chaplaincy impractical. 

However, there are notable limitations and challenges. Many 

chaplains observe that nothing fully replaces the incarnational 

power of in-person presence – the casual encounters in the hallway, 

the ministry of physical presence at a bedside, etc. Virtual 

interactions may miss non-verbal cues or the depth of personal 

touch (literally and figuratively). As one digital ministry expert put 

it, “Human empathy, responsiveness, presence and relationality 

cannot be imitated by artificial means” (Campbell-Reed, 2023). 

People can certainly connect over digital platforms (as evidenced 

by the proliferation of teletherapy and online support groups), but 

chaplains have to develop new skills to convey warmth and 

attentiveness through a screen or phone. Technological issues 

(glitches, lack of privacy at one end, time zone differences) can also 

hinder the flow of conversation. Furthermore, some workers 

(especially older “digital immigrants” [Campbell-Reed, 2023]) may 

be less comfortable with virtual engagement, potentially leading to 

lower utilization among those who might benefit most. 

Another aspect is digital overload – employees already spend much 

of their day on screens; a video call with a chaplain could feel like 

more “Zoom time” which some might avoid. In response, 

chaplaincy providers try to diversify contact methods: a quick 

encouraging text or a phone call can sometimes be more welcome 

than yet another video meeting. The key is flexibility to the 

employee’s preference, which chaplains strive to offer. 

Artificial Intelligence in Chaplaincy: A frontier development is 

the exploration of AI tools in spiritual care. This can range from 

simple chatbots that provide scripture verses or guided meditations, 

to more complex AI that triages needs or assists chaplains by 

analyzing trends in employee concerns. For instance, an AI chatbot 

might be available 24/7 to respond with comforting messages or 

suggest coping resources if an employee types “I’m really anxious 

right now.” There was even an experimental “robo-chaplain” in 

Japan for counseling, and more recently, apps that leverage AI for 

spiritual wellness prompts. However, AI is not a substitute for a 

chaplain – at best, it’s a supplementary tool. Digital chaplaincy is 

about humans using digital means, whereas an AI chaplain would 

imply the chaplain is a machine, which is not the case in legitimate 

programs (Campbell-Reed, 2023). Experts caution that while some 

AI can be useful in ministry (for scheduling, information 

dissemination, or even sentiment analysis of text to alert human 

chaplains to someone’s distress), the core elements of chaplaincy – 

empathy, active listening, discernment – are uniquely human 

qualities that AI cannot replicate (Campbell-Reed, 2023). 

A possible appropriate use of AI could be in triage or augmentation: 

For example, an AI system might scan an employee’s typed request 

and categorize it (loss, stress, substance issue) so the chaplain can 

prioritize and perhaps get recommended resources from a database 

quickly. AI might also help break language barriers through instant 

translation, allowing a chaplain to chat with someone in their native 

language with less delay. These applications can enhance 

accessibility and response time. But any attempt to have AI deliver 

actual counseling or spiritual advice runs into ethical and practical 

problems. AI lacks genuine understanding and cannot truly adapt to 

the nuances of a person’s spiritual journey. It also might give 

incorrect or insensitive answers if not properly programmed (and 

moral and theological insight is hard to program). 

Biblical-Ethical Safeguards in Tech-Mediated Care: From a 

Christian ethical standpoint, several safeguards must guide the use 

of technology and AI in chaplaincy: 

• Consent and Voluntary Use: Just as chaplaincy is voluntary in 

person, the same rule applies digitally. No employee should be 

forced or inadvertently “opted-in” to digital chaplaincy. The 

company should not, for example, automatically enroll all 

employees in a chaplain text message list without their consent. 

Employees must choose to engage. If AI tools (like a chatbot) 

are available, it should be clearly opt-in. This respects individual 

autonomy and echoes the biblical principle of free will in 

matters of receiving care or ministry (“not under compulsion but 

freely,” cf. 1 Pet 5:2). Consent also means being clear about 

what the digital interaction entails – e.g., if a chat is being 

recorded or if an AI is analyzing it, the person should know and 

agree. 

• Confidentiality and Data Privacy: Maintaining confidentiality 

is even more complex with digital tools. Chaplaincy providers 

must ensure that any communication via app or text is secure 
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(encrypted) and that transcripts or data are protected. From an 

ethical view, this is part of 

“protecting the one who confides” (Proverbs 11:13’s spirit). 

Practically, companies and chaplains should have strict policies: no 

digital conversation with a chaplain will be shared with the 

employer (just as face-to-face talks are confidential). If AI is 

involved (which might require data processing), extra caution is 

needed about who has access to that data. No surveillance can be a 

subset of this principle: under no circumstance should an employer 

use chaplaincy tech to monitor employees’ emotional states or 

personal issues. For example, if an AI could theoretically flag “this 

department seems very stressed based on chaplain chat keywords,” 

feeding that to management without employee consent would be a 

breach of trust. Chaplains ethically must oppose any use of their 

interactions as surveillance. Leviticus 19:16 warns against 

spreading information that endangers a neighbor’s life; while not 

directly about data, the spirit aligns with not betraying confidences 

in ways that could harm someone’s employment or reputation. 

• Dignity and Human Touch: Technology should be used in ways 

that uphold the imago Dei dignity of each person. This means 

not reducing individuals to data points or algorithmic profiles. 

Even if AI helps categorize needs, chaplains must remember 

each case is a unique human being. Ethically, the person should 

never feel like they are interacting with a cold system. One 

safeguard is ensuring a human chaplain is always in the loop and 

that AI serves only as a bridge, not as the final voice. The 

moment an employee reaches out, a human chaplain should 

ideally follow up personally as soon as possible. Additionally, 

the tone of digital communications should be respectful and 

empathetic, reflecting Colossians 4:6 (“let your speech always 

be gracious”). 

• Truthfulness and Transparency: In using AI or any digital content, 

honesty is crucial. If an employee is interacting with a chatbot 

thinking it’s a person, that is deception. Therefore, transparency 

dictates that any non-human interaction should be clearly 

labeled (e.g., “This is an automated assistant; your message will 

be forwarded to a chaplain.”). Furthermore, AI-generated 

content should be vetted for accuracy and theological soundness 

by real chaplains. There’s a risk of AI “hallucinating” incorrect 

advice or misapplying scripture out of context – which could 

mislead or hurt someone. Chaplaincy must hold to truth (Eph 

4:25 again) in every message. If something is not known, better 

to say, “We’ll get back to you” than have AI make a guess 

(Huang et al., 2025). 

• No Coercion or Intrusiveness: With digital ease comes the 

temptation to push content on employees (daily inspirational 

texts, etc.). While encouragement is nice, it must not cross into 

spamming or unwelcome preaching. Ethical chaplaincy would 

perhaps offer an opt-in daily inspiration email, but not auto-

subscribe everyone. Digital chaplaincy must remain non-

intrusive – preserving the gentle and permissive posture of in-

person ministry. In biblical terms, it’s the difference between 

“standing at the door and knocking” (Revelation 3:20) versus 

forcing the door open. Chaplains should provide digital 

resources and contact availability, but let employees initiate 

depth. 

• Training and Competence: Finally, chaplains need proper 

training to use technology effectively and ethically. A tool is 

only as good as the hand that wields it. Ensuring chaplains are 

educated about confidentiality, tech pitfalls, and online etiquette 

is part of stewarding these tools wisely 

(Proverbs 19:2: “Desire without knowledge is not good” – zeal to 

use new tech must be accompanied by knowledge). Many chaplains 

have taken webinars from organizations like the Chaplaincy 

Innovation Lab on telechaplaincy best practices (Campbell-Reed, 

2023). 

In practice, when these safeguards are in place, technology-

mediated chaplaincy can be a powerful adjunct to traditional 

methods. For example, during COVID-19, chaplains reported that 

phone or video calls, while initially strange, led to “some of my 

most meaningful moments” with people in crisis (Campbell-Reed, 

2023), such as connecting ICU patient families with spiritual 

support when they couldn’t be bedside. In workplaces, digital 

chaplaincy has helped cover global operations – an on-call chaplain 

can respond to a factory accident at 2 AM via phone, offering 

immediate comfort and prayer, whereas previously help might have 

been hours away. It has also allowed chaplains to maintain 

continuity when traveling (an employee who moved to a different 

state could still contact the same chaplain who knows them). 

Nonetheless, the limits should be acknowledged: as pandemic 

restrictions eased, many chaplains found that returning to in-person 

rounds recovered some richness of ministry that was lost online. 

The consensus is that hybrid chaplaincy is likely the model forward 

– combining on-site visits when possible with digital availability to 

fill the gaps. Also, companies must consider digital equity (Allen et 

al., 2015; Eurofound, 2020): not all employees may be tech-savvy 

or have easy private access to video (especially frontline workers). 

Offering a variety of contact modes (text, phone, in-person, video) 

is essential to truly be inclusive. 

In summary, technology and AI are tools that, when used with 

wisdom and love, can extend the reach of marketplace chaplaincy 

but they do not replace the fundamental human ministry. The 

biblical-ethical mandates of voluntary, confidential, dignified, and 

truthful care remain paramount. The high-tech future will still need 

the high-touch shepherd’s heart that has characterized chaplaincy 

through the ages. As one chaplaincy commentator noted, the goal is 

to leverage innovation without losing the soul of chaplaincy – “to 

thrive, we need community” even if mediated by screens 

(Campbell-Reed, 2023). The next section’s methodology will 

consider how any use of data (for example, analyzing employee 

wellness surveys) is handled ethically, consistent with the values 

outlined here. 

2.8. Conclusion 

This literature review has established a dual foundation for the 

study: a theologically grounded understanding of marketplace 

chaplaincy and a synthesis of empirical findings and theories that 

shape expectations about its organizational impact. From Scripture, 

we derived that caring for employees through chaplaincy is not an 

extraneous add-on to business, but a natural extension of Christian 

theology of service, compassion, and justice in the workplace. Key 

biblical themes – bearing burdens, servant leadership, imago Dei 

dignity, doing good to all, peacemaking, and loving witness – 

provide both the impetus and the moral boundaries for chaplaincy 

practice. These form the answer to “why chaplaincy?” in 

theological terms. From empirical and theoretical literature, we 

gathered evidence and rationales that chaplaincy can indeed make a 

difference in measurable outcomes like retention, conflict 

reduction, ethical climate, and employee well-being. Prior 

qualitative studies show improved morale, commitment, and 

perception of support among employees with workplace chaplains 

(Miller et al., 2018). Theoretical frameworks suggest plausible 

mechanisms for these effects (e.g., increased perceived 

organizational support, enhanced meaningful work, a stronger 

caring climate). At the same time, we noted that rigorous 

quantitative evidence has been limited and that the question “does 

chaplaincy work?” under quasi-experimental conditions remains 

open – a gap this study seeks to fill. 

Integrating these insights, Figure 2.1 presents a refined conceptual 

framework for the study. This diagram illustrates the hypothesized 

relationships among chaplaincy presence, mediators, moderators, 

and outcomes based on our review: 
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Figure 2.1. Refined conceptual framework linking workplace chaplaincy to organizational outcomes. 

Alt text: Refined conceptual model in which chaplaincy affects organizational outcomes directly and through perceived support, meaning and purpose, ethical 
awareness, and morale, while industry, work setting, workforce religious diversity, and leadership support moderate the relationships. 

Chaplaincy (independent variable) is expected to positively 

influence key outcomes (employee retention/turnover, workplace 

conflict levels, ethical climate, and employee well-being/morale). 

This influence is proposed to occur via several mediating 

mechanisms: enhanced perceived pastoral/organizational support, 

greater sense of meaning/purpose at work, and increased ethical 

awareness/climate (as internalized by employees). For example, a 

chaplain’s support may make employees feel more valued (support 

mediator), which in turn increases their loyalty and likelihood to 

stay (retention outcome) (Miller et al., 2018). Likewise, chaplaincy 

might elevate the ethical tone (ethical awareness mediator), leading 

to a more respectful and just culture (ethical climate outcome) and 

fewer conflicts. The model also recognizes moderating factors that 

may strengthen or weaken chaplaincy’s effects: industry sector 

(chaplaincy might yield larger benefits in high-stress industries), 

work setting (remote vs. on-site) as discussed (effects could differ 

if employees are dispersed vs. co-located), workforce religious 

diversity (the more diverse, the more chaplaincy must navigate 

carefully, but also the more it might stand out as unusual support), 

and leadership support for chaplaincy (if top management 

champions the program, outcomes likely improve, whereas 

lukewarm support could dampen chaplaincy utilization and impact). 

These moderators align with Research Question 4 from Section 1, 

ensuring the study examines “under what conditions” chaplaincy is 

effective. 

Overall, the literature review justifies the next steps of the research. 

Theologically, it assures that the study’s framework is built on 

sound Christian principles (addressing RQ1, the biblical 

foundation) so that measuring outcomes does not occur in a moral 

vacuum but rather under the guidance of what chaplaincy ought to 

be. Empirically, it highlights both supportive evidence and the need 

for more evidence, thus validating the study’s purpose to provide 

data where there is a paucity of it. The quasi-experimental matched 

design outlined for Section 3 is a response to calls in the literature 

for more rigorous analysis (Miller et al., 2018). By comparing 

organizations with and without chaplaincy (while controlling for 

factors like size and industry), the study aims to isolate the 

“chaplaincy effect” on outcomes like turnover rates, conflict 

incidence, and employee survey scores. This design is directly 

informed by the literature: for instance, Miller et al. (2018) 

speculated about improved retention and urged quantitative 

confirmation – our design will test retention differences (Miller et 

al., 2018). The inclusion of mediators in the conceptual model 

means the study will also explore “how might it work” (RQ3), such 

as examining if any available measures of perceived support or 

workplace meaning correlate with chaplaincy presence. 

Furthermore, understanding moderators (RQ4) will help interpret 

the findings in context – literature hinted that factors like industry 

(e.g., manufacturing vs. tech) or leadership attitude could shape 

outcomes, so our analysis will include subgroup comparisons (as 

Figure 2.1 suggests, perhaps visualized by interaction effects or 

separate retention comparisons by industry). 

In conclusion, Section 2 has built a strong bridge from the 

conceptual grounding of Section 1 to the methodological approach 

of Section 3. It has demonstrated that marketplace chaplaincy stands 

on firm biblical-theological ground as an expression of applied 

business theology, and it has reviewed what is known (and 

unknown) about chaplaincy’s effects in organizations. This 

comprehensive understanding sets the stage for the empirical 

investigation to follow. In Section 3, we will detail the research 

design, data sources, and analysis plan that will be used to test the 

hypotheses derived from this literature review. By doing so, we 

move forward in answering whether, how, and under what 

conditions chaplaincy makes a measurable difference – thus 

contributing new knowledge to both the academy and the practice 

of caring for the workforce in a manner that honors both God and 

the dignity of employees. 

3. Research Methodology 

3.1. Introduction 

This section details the methodology for investigating marketplace 

chaplaincy as applied business theology in the workplace. The 

study’s purpose is to determine whether organizations that have a 

workplace chaplaincy program differ on key organizational 

outcomes (employee retention/turnover, workplace conflict 

incidence, ethical climate, and employee well-being) compared to 

matched organizations without chaplaincy. To explore these 

differences, a quasi-experimental matched comparison design is 

employed, using strictly secondary (archival) data and no new 

primary data collection. The section delineates the research design 
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and its rationale, the target population and sampling strategy, data 

sources and management, operational definitions of variables 

(including chaplaincy presence/intensity, outcomes, mediators, and 

moderators), the matching procedure to reduce selection bias, and 

the planned data analysis techniques. Issues of validity, reliability, 

and trustworthiness are addressed to ensure methodological rigor. 

Ethical considerations – especially regarding secondary data use, 

confidentiality, pluralism, and the non-coercive handling of 

chaplaincy-related information – are discussed in alignment with 

both standard research ethics and relevant theological ethics (e.g., 

confidentiality and respect for persons). Finally, the section outlines 

the study’s methodological limitations and delimitations, and 

concludes with a brief summary. Through this structure, Section 3 

establishes a transparent and robust plan for how the research 

questions will be answered in a manner consistent with scholarly 

standards and the context of prior sections. 

3.2 Research Design and Rationale 

The study adopts a quantitative, quasi-experimental research 

design, specifically a nonequivalent groups matched comparison 

design. In this design, the “treatment” group consists of 

organizations that have an established workplace chaplaincy 

program, and the comparison group consists of organizations 

without such a program. Unlike a true experiment, the groups are 

not formed by random assignment; instead, they are pre-existing 

organizations selected to be as similar as possible except for the 

presence of chaplaincy (Thomas, 2024). By matching companies on 

key characteristics (described in Section 3.6), the design 

approximates the conditions of a controlled experiment while 

acknowledging that it is non-randomized. 

The rationale for this design is both practical and ethical: it would 

be infeasible (and unethical) to randomly assign chaplaincy 

programs to organizations, as chaplaincy is an intervention that 

organizations voluntarily adopt based on their values, culture, and 

needs. Therefore, a quasi-experimental approach is the most 

appropriate way to examine chaplaincy effects in real-world 

settings where randomization is not possible (Thomas, 2024). 

The matched comparison element strengthens the design’s internal 

validity by selecting a control group of companies without 

chaplains that closely resemble the chaplaincy companies in terms 

of size, industry, and other factors (Thomas, 2024). This helps 

address the primary threat of selection bias, which occurs because 

organizations self-select into having a chaplaincy program. By 

matching or statistically controlling for observable confounders, the 

study aims to ensure that any differences in outcomes can more 

confidently be attributed to the presence of chaplaincy (or 

associated factors) rather than to underlying dissimilarities between 

organizations (Thomas, 2024). It must be emphasized, however, 

that without randomization the design cannot eliminate all bias; 

unobserved differences may still influence results. Therefore, any 

observed associations will be interpreted cautiously as correlations 

or associations rather than definitive proof of causation. As noted in 

methodological literature, even sophisticated matching methods 

rely on the assumption that no unmeasured confounders are driving 

the results, which is an assumption that cannot be conclusively 

verified (McEwan, 2010). Thus, the study will focus on whether 

chaplaincy is associated with better (or worse) outcomes on the 

selected measures, rather than claiming chaplaincy causes those 

outcomes. 

The study is comparative and cross-sectional in nature, using 

existing data from organizations (e.g., records from the most recent 

full fiscal or calendar year). If longitudinal data are available (e.g., 

multiple years of records), the design could incorporate a 

retrospective element (e.g., examining trends before and after 

chaplaincy implementation within the chaplaincy group); however, 

the primary analysis compares chaplaincy vs. non-chaplaincy 

organizations over a similar time frame. This cross-sectional 

comparison is supplemented by design elements to strengthen 

inference, such as matching and possible statistical controls for 

baseline levels (if historical data can be obtained for matching or 

covariate adjustment). 

The rationale for focusing on secondary data is multi-fold. First, 

leveraging archival data (such as HR metrics and existing surveys) 

allows analysis of large, naturally occurring samples without 

imposing new data collection burdens on employees or 

organizations. This approach is efficient in terms of time and 

resources, and it avoids the response biases or low participation 

rates that can occur with primary surveys. Second, given that 

workplace chaplaincy often involves sensitive personal support, the 

use of secondary data is less intrusive and more respectful of 

employee privacy than new surveys or interviews asking about 

personal spiritual support experiences. Third, the applied business 

theology context suggests that practical outcomes (retention, 

conflict, climate, well-being) are paramount; these outcomes are 

often already tracked by organizations, making secondary 

quantitative data a rich source for analysis. Indeed, prior research 

and practitioner reports indicate that chaplaincy programs are 

believed to yield tangible organizational benefits such as improved 

retention and employee well-being (Miller et al., 2018; Marketplace 

Chaplains, 2025). By examining objective indicators of these 

outcomes in existing records, this study can test those claims 

systematically. 

In summary, the chosen design – a matched quasi-experiment using 

secondary data – aligns with the study’s goals and constraints. It 

provides a reasonable balance between internal validity (through 

matching and controls) and external validity (by studying real 

organizations in their natural context) (Thomas, 2022). This 

approach is consistent with recommendations to use quasi-

experimental designs when true experiments are impractical 

(Thomas, 2024). The next sections describe how the study 

population and sample will be defined, how data will be obtained 

and managed, the specific variables of interest and their 

operationalization, and the procedures for matching and analysis. 

3.3 Population, Sampling Frame, and Case 
Selection 

Population: The population of interest for this study is 

organizations in the marketplace that could potentially implement a 

chaplaincy program. In practical terms, this includes medium-to-

large businesses across various industries that employ workforce 

chaplains or similar spiritual support personnel as part of their 

employee care strategies. It also includes comparable organizations 

that do not have chaplaincy programs. The population is 

conceptually global, but to ensure consistency of context, the study 

will focus on a defined region or country (e.g., the United States) 

where workplace chaplaincy is relatively common. Within this 

context, many organizations partner with external chaplaincy 

providers (such as Marketplace Chaplains, Corporate Chaplains of 

America, etc.), while others may hire internal chaplains. Both types 

fall under the scope of “workplace chaplaincy” for this study, as 

long as the chaplain’s role is to provide voluntary, pluralistic 

spiritual support and counseling to employees at the workplace. 

Sampling Frame: The sampling frame consists of identifiable 

companies with chaplaincy programs and a pool of comparable 

companies without chaplaincy. To construct the chaplaincy group, 

the researcher will utilize industry connections and chaplaincy 

service providers’ client lists (where available) to identify 

organizations that have active workplace chaplaincy programs. For 

example, chaplaincy provider organizations may supply a list of 

client companies (with permission), or the researcher may use 

publicly available information (press releases, corporate social 

responsibility reports, or membership in a “faith-at-work” 

consortium) to determine which companies employ chaplains. The 

comparison group will be drawn from business directories or 

databases (such as industry association lists or commercial 

databases) to find companies of similar size and industry that are 

not known to have chaplaincy programs. To ensure a robust 

sampling frame, inclusion criteria will be established for both 

groups, such as a minimum company size (e.g. at least 100 
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employees) and availability of the required outcome data. Very 

small businesses are likely to be excluded as they may not 

systematically track the outcome metrics or employ formal 

chaplaincy programs (chaplaincy is more prevalent in mid-sized 

and large organizations). 

Likewise, organizations that have chaplaincy in name only or for a 

very short duration (e.g. pilot programs under 6 months) may be 

excluded to ensure that the “treatment” reflects a sustained 

chaplaincy intervention. 

Case Selection: Within the sampling frame, purposive matching 

will guide case selection. Each organization in the chaplaincy group 

will be paired with one or more non-chaplaincy organizations of 

similar profile (the matching procedure is detailed in Section 3.6). 

The selection will thus occur in tandem: for a given chaplaincy 

organization (case), a matched control case is chosen. If multiple 

suitable matches are available, the one with the closest match on 

key variables (industry, size, etc.) will be selected to form a matched 

pair. This yields a sample comprising matched pairs (or matched 

sets) of organizations – one with chaplaincy and one without, per 

pair. The target sample size is driven by how many chaplaincy 

companies can be obtained with complete data. For example, if data 

from N chaplaincy companies are secured, the study will attempt to 

include N matched non-chaplaincy companies (for a 1:1 ratio). A 

larger control pool may also be used (e.g., 2 control companies per 

chaplaincy company) if available and if it improves statistical 

power, though 1:1 matching simplifies paired analyses. The exact 

sample size will depend on data availability and the breadth of the 

chaplaincy provider’s network. 

Selection will also consider stratification by industry sector. To 

enhance generalizability, the sample will include chaplaincy and 

non-chaplaincy organizations from multiple sectors (e.g., 

manufacturing, healthcare, retail, etc.). If chaplaincy programs are 

more common in certain sectors, the sampling will reflect that 

distribution while ensuring that for each sector represented, a 

comparable non-chaplaincy firm is included. Additionally, 

geographic location may be taken into account in matching (e.g., 

pairing companies within the same region or state) to control for 

regional labor market conditions that could affect turnover or other 

outcomes. This approach helps isolate the effect of chaplaincy from 

external factors. 

All selected cases will be screened for data availability. 

Organizations must have reliable records or accessible data for the 

key outcome variables (turnover, conflict incidents, etc.). If an 

otherwise eligible company is unwilling or unable to share certain 

data, it may be excluded or replaced with an alternative match to 

avoid missing data. The study will formalize agreements or 

Memorandums of Understanding (MOUs) with participating 

organizations as needed to obtain the data (see Section 3.4). Each 

organization included in the study will be assigned a confidential 

code (e.g., Company A, Company B) to mask its identity in all 

analysis and reporting, maintaining privacy and focusing on 

aggregate patterns. 

In summary, the sampling approach is a matched purposive sample 

of organizations drawn from the broader population of medium-to-

large businesses. It strives for comparability between the chaplaincy 

and non-chaplaincy groups by design. This approach supports the 

study’s goal of assessing differences attributable to chaplaincy 

presence, by holding constant as many organizational 

characteristics as possible through careful case selection. 

3.4 Data Sources, Data Access, and Data 
Management 

Data Sources: The study relies exclusively on secondary data 

sources, meaning data originally collected for purposes other than 

this research. The primary sources of data will include: 

• Organizational Records: Participating companies’ internal 

records and reports will provide quantitative indicators for the 

outcome variables. For example, Human Resources (HR) 

records will supply data on employee turnover (e.g., annual 

turnover rate or retention rate), and possibly data on workplace 

conflict incidents (e.g., number of formal HR complaints, 

grievances, or disciplinary cases in a year). If companies track 

metrics on employee well-being (such as sick days taken, health 

insurance claims related to stress, or engagement survey scores), 

those data will also be sourced from internal reports. 

• Chaplaincy Program Records: For organizations with chaplains, 

the chaplaincy provider or internal chaplaincy office may 

maintain records on program intensity and utilization. This can 

include data such as the number of chaplain visits or contacts 

per month, chaplain service hours, chaplain-to-employee ratios, 

and modes of chaplain interaction (in-person vs. digital). For 

instance, Marketplace Chaplains (a major provider) reports an 

average chaplain-to-employee ratio of about 1:200 

(Marketplace Chaplains, n.d.); such data help operationalize 

chaplaincy intensity. Chaplaincy records might also note usage 

statistics (e.g., what percentage of employees engaged with the 

chaplaincy services in a given period) and qualitative program 

reports (which will not be quantitatively analyzed but provide 

context). 

• Employee Survey Data (if available): Many companies conduct 

regular employee engagement or climate surveys. If 

participating organizations have conducted surveys that include 

relevant items (such as perceived organizational support, sense 

of meaning at work, ethical climate perceptions, or 

morale/engagement indices), those results can be used as data 

for mediator or outcome variables. – the availability of such 

survey data will vary by company. The researcher will inquire 

whether companies have historical survey results they are 

willing to share in de-identified aggregate form. For example, 

an annual engagement survey might provide an average score 

for “ethical climate” or “management support” for each 

company. 

• Public/Third-Party Data: In some cases, supplementary data 

might be gathered from public sources or third-party databases 

to fill gaps. For instance, if a company’s turnover rate is not 

directly provided, it might be inferred from publicly available 

reports or databases (especially for large companies that report 

workforce metrics in annual reports or sustainability reports). 

Industry-average data from sources like the Bureau of Labor 

Statistics or professional associations could serve as reference 

points or control variables (e.g., industry-average turnover rates) 

if needed. 

Data Access: Gaining access to company-specific data requires 

careful coordination and ethical clearance. The researcher will 

pursue the following steps to access data: 

• Partnership with Chaplaincy Organizations: The researcher 

will collaborate with one or more workplace chaplaincy service 

organizations (e.g., Marketplace Chaplains, Corporate 

Chaplains of America) which have existing relationships with 

client companies. Through these partnerships, introductions can 

be made to client companies that might be willing to share data 

for research purposes. A formal data use agreement will be 

established, specifying that data will be used only for this 

research and that company identities and individual identities 

will be protected. 

• Direct Company Agreements: In some cases, the researcher may 

approach companies directly (particularly for the non-

chaplaincy group) to request data sharing. A letter explaining 

the study’s purpose and the data needed will be provided, 

assuring that only aggregate, non-identifiable information is 

sought (e.g., overall annual turnover percentage, not individual 

employee records). Companies that agree to participate will 

likely require a non-disclosure agreement (NDA) or similar to 

ensure confidentiality. 

• Ethical Oversight: Prior to data collection, the research protocol 

will be submitted to an Institutional Review Board (IRB) or 

ethics committee. Since the data involve human subjects 

(employees) indirectly, an IRB review is warranted even though 

the data are secondary. The expectation is that this research may 
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qualify for IRB exemption or expedited review because the data 

are either fully de-identified or aggregated such that individual 

employees cannot be identified (Tripathy, 2013). The IRB 

application will detail the data sources, how confidentiality will 

be maintained, and will include any permission letters from data 

owners. If any data are not publicly available, explicit written 

permission from the data owners (companies or chaplaincy 

providers) will be obtained and documented in the IRB 

materials (Tripathy, 2013). 

• Data Retrieval: Once approvals are in place, the researcher will 

collect the data via secure means. For example, companies may 

provide Excel spreadsheets or reports through a secure file 

transfer, or allow on-site access to review records. If data are 

stored in enterprise systems, the companies’ analysts might 

extract the relevant metrics. The researcher will provide a 

template or specification to ensure consistency (for instance, 

clearly defining how turnover is calculated, over what time 

period, etc., to standardize the data received from different 

companies). 

Data Management: Upon collection, all data will be stored and 

managed securely. A dedicated research data storage system will be 

used, with the following precautions: 

1. Data will be de-identified at the earliest possible stage. Each 

company will be assigned an ID code (e.g., Company 01, 

Company 02…), and any documents received will be stripped 

of company names and any personally identifying information 

(PII) about employees. If individual-level data are provided (for 

example, a raw dataset of employee hire and termination dates 

to calculate turnover), the researcher will remove any identifiers 

(employee IDs, names) and only retain what is necessary for 

aggregate calculations. 

2. Electronic data files will be stored on a password-protected, 

encrypted drive accessible only to the researcher. If cloud 

services are used for backup, they will comply with high 

security standards (e.g., encryption in transit and at rest). No 

data will be stored on unsecured personal devices. In line with 

recommended practices, hardcopy materials (if any) will be kept 

in locked cabinets, and digital files will be encrypted (Tripathy, 

2013). 

3. The researcher will maintain a data inventory and log detailing 

when data were received, from whom, and any processing steps 

taken (cleaning, transformation). This audit trail enhances the 

transparency and trustworthiness of data handling. 

4. Data will be retained only as long as necessary to complete the 

study analyses and any follow-up. In accordance with data 

protection guidelines, the data will be destroyed or permanently 

de-identified after a defined period following the study’s 

completion (e.g., 3 years, or per IRB requirements)(Tripathy, 

2013). Participating organizations will be informed of the data 

retention timeline. 

5. Combining data from multiple sources will require careful data 

integration and cleaning. For example, if one company reports 

“annual turnover rate = 18%” and another provides raw numbers 

(e.g., 90 separations out of 500 employees), the researcher will 

compute a consistent metric (e.g., 18% in the first case is already 

given, in the second case compute 90/500 = 18%). Similarly, 

conflict incidents may be reported as a raw count; to compare 

across companies of different sizes, a normalized rate (incidents 

per 100 employees) may be calculated. The creation of any 

derived variables will be documented. 

Quality control: The researcher will perform checks for data 

accuracy, such as verifying that turnover rates are within plausible 

ranges and checking for any obvious errors (e.g., a conflict incident 

count that is improbably high or low given company size). Any 

discrepancies or clarifications will be resolved by contacting the 

data source. By evaluating the data collection methodology, time 

frame, and accuracy for each dataset (as recommended for 

secondary data use [Tripathy, 2013]), the researcher will assess 

whether each data point is suitable for analysis or if any adjustments 

(or exclusions) are needed. 

Throughout data access and management, confidentiality and 

ethical use are paramount. Even though the data are numerical and 

aggregated, they represent real workplaces and people. Thus, 

measures like coding identities, securing files, and limiting access 

ensure that no sensitive information is disclosed and that 

organizations feel safe in contributing data. These practices align 

with both regulatory requirements and a biblical ethic of 

stewardship and confidentiality (honoring commitments to keep 

information in confidence). In sum, the data handling procedures 

are designed to protect participant anonymity, uphold data integrity, 

and comply with all ethical standards for secondary data research. 

3.5 Variables and Operational Definitions 

This section defines all key variables in the study and how they are 

measured or operationalized using secondary data. Variables are 

grouped into: (a) independent variables (the chaplaincy intervention 

indicators), (b) dependent variables (outcomes of interest), (c) 

mediating variables (potential mechanisms through which 

chaplaincy might influence outcomes), (d) moderating variables 

(factors that might change the strength or direction of chaplaincy’s 

effect on outcomes), and (e) control variables (other covariates to 

be adjusted for). Table 3.1 (not shown here) would typically 

summarize these operational definitions. 

Independent Variables (Chaplaincy Intervention): 

• Workplace Chaplaincy Presence (Binary Indicator): This is the 

primary independent variable, indicating whether the 

organization has a workplace chaplaincy program (1 = yes, 0 = 

no). An organization is coded “1” if it has a formal arrangement 

for chaplaincy services available to employees. This could be an 

in-house chaplain on staff or an external chaplaincy service 

provider under contract. The “0” category includes 

organizations with no chaplaincy program. This information 

will be verified through company records or chaplaincy provider 

lists. It is a straightforward variable, but its operational 

definition requires consistency: for example, if a company only 

occasionally invites a chaplain for specific events (but not 

ongoing care), it would be treated as having no chaplaincy for 

the purposes of this study. In contrast, any organization with 

regular chaplain availability (even if part-time or remote access 

only) will be counted as having chaplaincy. This binary 

indicator underpins the matched design (treatment vs. control 

group). 

• Chaplaincy Intensity/Exposure (Continuous Measures): 

Beyond mere presence, the study will quantify the degree of 

chaplaincy exposure in the organizations that do have 

chaplaincy. This acknowledges that chaplaincy programs vary 

in scope. Several metrics may be used: 

• Chaplain-to-Employee Ratio: The number of chaplains (or full-

time equivalent of chaplain hours) per number of employees. 

For example, a chaplaincy provider might assign 1 chaplain per 

200 employees on average (Marketplace Chaplains, n.d.). A 

lower ratio (e.g., 1:100) indicates higher intensity (more 

chaplain availability per employee). This ratio will be obtained 

from chaplaincy program records or provider information. 

• Chaplains’ Visit Frequency: How often chaplains are on-site or 

directly interacting with employees. Many chaplaincy programs 

involve weekly on-site visits (Marketplace Chaplains, n.d.). 

This can be operationalized as visits per week or month. If 

chaplains make special visits (e.g., after critical incidents), those 

are aside from regular rounds. For companies with a mostly 

remote workforce, “visit” may translate to virtual check-ins 

frequency. 

• Utilization Rate: The proportion of employees who have 

interacted with the chaplain in a given period (e.g., annually). If 

records show, for instance, that 50 out of 200 employees met 

with the chaplain at least once in the past year, the utilization 

rate is 25%. This measure captures employee uptake of 

chaplaincy services. – utilization data will be gathered if 

chaplaincy providers track it, possibly through activity logs or 

reports of total counseling sessions. 
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• Digital Access Features: Whether the chaplaincy program 

includes digital or 24/7 access, such as a helpline or a mobile 

app for contacting chaplains. For instance, the presence of a 

dedicated chaplaincy app (like the “MyChap App”) that enables 

employees to reach chaplains via phone, text, or video at any 

time (Marketplace Chaplains, n.d.) can be noted as a qualitative 

intensity factor (Yes/No). If multiple organizations have this 

feature, it could be coded (e.g., 1 = digital access provided, 0 = 

not provided) as another dimension of intensity. 

These intensity metrics will be used in analyses to differentiate 

among chaplaincy-implementing organizations. For example, one 

could test whether a higher chaplain contact rate correlates with 

better outcomes among the chaplaincy companies. For the main 

binary comparison (with vs. without chaplaincy), intensity metrics 

won’t apply to the “without” group (they would effectively be zero). 

In some analyses, a composite or categorical variable might be 

created (e.g., “High-intensity chaplaincy vs. low-intensity 

chaplaincy vs. none”). All chaplaincy intensity data will be obtained 

from program administrative records in aggregate form; no 

individual’s usage will be identified to maintain confidentiality. 

Dependent Variables (Organizational Outcomes): These are the 

measurable outcomes the study aims to compare between the 

chaplaincy and non-chaplaincy groups. Each outcome is 

operationally defined as follows: 

• Employee Retention/Turnover: This outcome captures workforce 

stability. It can be expressed either as a turnover rate (percentage 

of employees leaving the organization within a given period, 

typically one year) or its complement, a retention rate 

(percentage of employees staying). The data will likely be 

reported as turnover. For example, “annual turnover rate” = 

(Number of employee separations in a year) / (Average number 

of employees during that year) × 100%. A lower turnover rate 

(or higher retention) is generally positive, indicating employees 

are staying longer. The study will use the most recent full-year 

data available for each company. If available, turnover may also 

be broken down by type (voluntary vs. involuntary) or tenure, 

but the primary metric will be overall turnover percentage for 

comparability. This is typically a well-defined HR metric, so 

reliability is high; however, we will ensure that all companies 

use a similar calculation method. If any company provides data 

for multiple years, the focus will be on the year corresponding 

to chaplaincy status measurement (or an average over multiple 

years if needed to smooth anomalies). A difference between 

groups in turnover will address whether chaplaincy is associated 

with improved retention (e.g., a hypothesis is that chaplaincy 

companies will have lower turnover, reflecting higher 

retention). 

• Workplace Conflict Incidence: This refers to the frequency of 

formal workplace conflicts or disputes. Operationally, this can 

be measured by the number of recorded conflict incidents per 

year. Possible specific metrics include: ○ Number of formal 

complaints or grievances filed by employees (e.g., harassment 

complaints, disputes filed through HR or a grievance system). ○ 

Number of disciplinary actions or HR interventions due to 

interpersonal conflicts or misconduct. ○ In unionized settings, 

possibly the number of arbitrations or conflicts escalated to third 

parties. 

Because company sizes vary, the conflict incidence rate per 100 

employees might be calculated to standardize the measure. For 

instance, if a company of 1000 employees had 10 formal conflict 

cases last year, that’s 1 per 100 employees. Data for this measure 

come from HR or compliance departments’ records. Some 

organizations might not have a central “conflict count” if they 

handle issues informally; thus, the definition will be clearly 

communicated to data providers as “any documented employee 

dispute, complaint, or disciplinary case.” It is acknowledged that 

not all conflicts are formally reported, so this metric captures overt 

conflict that rises to formal attention. A lower conflict incidence 

rate is considered a better outcome, potentially reflecting a more 

harmonious work environment. The study expects that chaplaincy 

could reduce conflicts (e.g., chaplains mediate issues before they 

escalate), though this is an empirical question. – If companies do 

not provide this data or have differing definitions, the researcher 

will note the data availability limitations. For analysis, conflict 

incidence may be treated as a count outcome (possibly requiring 

Poisson or negative binomial modeling if counts are low and 

dispersed). 

• Ethical Climate: Ethical climate is the collective perception of 

the organization’s ethical standards and practices – essentially, 

employees’ sense of “what is the right behavior here” and how 

ethics are managed. It is more subjective and typically measured 

via surveys. In this study, ethical climate can be operationalized 

in two ways: 

• Survey-based Ethical Climate Score: If an organization has 

administered an ethical climate questionnaire or included items 

about ethics in an engagement survey, we will use that. For 

example, the Ethical Climate Questionnaire (ECQ) by Victor & 

Cullen is a validated instrument that yields scores on dimensions 

like caring, rules, law/code, etc., at the organizational level 

(Essex et al., 2023). A simpler measure might be a single survey 

item like “Management consistently demonstrates ethical 

behavior” rated by employees, or a composite of several ethics-

related items. This would yield an average score (e.g., on a 1–5 

Likert scale). – It depends on whether such survey data are 

available in company records. 

• Proxy/Objective Indicators: In absence of survey data, proxies 

may be used, such as the number of ethics hotline reports or 

compliance violations. For instance, some companies have 

anonymous reporting systems for unethical behavior – the 

volume of reports (normalized by employee count) might 

indicate aspects of ethical climate (paradoxically, more reports 

might indicate a more open culture of reporting, or a more 

problematic climate – interpretation is tricky). Another proxy is 

whether the company had any significant ethical breaches (e.g., 

fraud cases) in the period, though those events are rare and 

binary. 

Given these challenges, the preferred measure is a survey-based 

ethical climate index, if accessible. A higher score indicates a more 

positive ethical climate (employees perceive the environment as 

ethical and values-driven). The presence of chaplaincy might 

influence ethical climate by reinforcing ethical values, but since 

ethical climate can also be influenced by many other factors 

(leadership, policies), any measurement will be interpreted with 

caution. If no direct measure is available, the study will 

acknowledge the gap: e.g., “: No direct ethical climate survey data 

available for Company X; ethical climate differences will be 

inferred qualitatively or omitted from quantitative comparison.” 

• Employee Well-Being: Employee well-being is a broad outcome 

encompassing employees’ mental, emotional, and perhaps 

physical health as related to work. Several potential operational 

definitions exist: 

• Employee Engagement/Satisfaction Scores: High engagement 

often correlates with well-being. If engagement survey results 

are available (e.g., a percentage of employees who are “highly 

engaged” or average scores on statements like “I am satisfied 

with my job” or “I would recommend this company as a great 

place to work”), these can serve as indicators of overall well-

being. Many organizations use instruments like Gallup’s Q12 or 

custom surveys; a composite engagement index could be used. 

• Absenteeism or Sick Days: Average number of sick days used 

per employee per year could reflect well-being (higher 

absenteeism might indicate worse well-being or job stress). 

However, differences in leave policies complicate this measure. 

• Employee Assistance Program (EAP) Utilization: If the 

organization has an EAP for counseling and if chaplaincy is an 

added resource, one might look at whether EAP usage is lower 

or higher in chaplaincy companies. (A hypothesis could be that 

chaplains address issues early, lowering EAP/crisis usage, or 

alternatively, chaplains might refer people to EAP, increasing 

usage appropriately – interpretation needed). 
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• Turnover (functional aspect): Turnover is already an outcome, 

but it is sometimes considered a proxy for well-being (unhappy, 

unwell employees might leave). We treat it separately as above. 

For this study, employee engagement survey results will likely be 

the primary well-being measure if obtainable. For example, if a 

company reports an employee well-being index of 80 (on a 0–100 

scale), that can be compared. If no survey, – alternative measures 

like average sick days per employee or EAP usage rates per 100 

employees will be collected. Higher engagement/satisfaction or 

lower absenteeism would indicate better well-being. We expect 

chaplaincy could enhance well-being by providing emotional 

support (one mechanism being chaplains help employees manage 

stress, thereby improving engagement and satisfaction). 

Each dependent variable will be aligned to the same time frame 

(e.g., calendar year 2024 data for all companies) to ensure 

comparability. They will be treated either as continuous variables 

(percentages, scores) or counts/rates depending on their nature, and 

analysis methods will be chosen accordingly (see Data Analysis 

Plan). 

Mediating Variables (Potential Mechanisms): The study posits 

several mediators – intermediate variables that chaplaincy might 

influence, which in turn could affect the outcomes. Mediators are 

ideally measured at the individual employee level via surveys, but 

given the secondary data constraint, only some may be available in 

aggregate. The mediators of interest and their operationalization 

are: 

• Perceived Pastoral Support (PPS): This is the degree to which 

employees feel supported by the chaplain in a personal, pastoral 

sense. It is a specific facet of overall support, focusing on the 

unique role of the chaplain (who provides emotional/spiritual 

care). This could be measured by employee feedback such as, “I 

feel that the workplace chaplain cares about my well-being,” or 

utilization satisfaction surveys if the chaplaincy provider 

conducts them. Because no new survey will be done, – the 

availability of any metric for PPS is uncertain. Some chaplaincy 

organizations do periodic employee satisfaction surveys 

regarding chaplain services; if such data can be obtained (e.g., 

an average satisfaction rating or the percentage of employees 

who agree the chaplain has helped them), that would serve as a 

measure. If not, this mediator may not be directly quantifiable 

and thus can only be discussed conceptually. It overlaps with 

perceived organizational support but is chaplain-specific. 

• Perceived Organizational Support (POS): This refers to 

employees’ general belief that the organization values their 

well-being and cares for them. It’s often measured with a 

standardized survey (e.g., Eisenberger’s POS scale). Chaplaincy 

could enhance POS by serving as a tangible sign that the 

company cares for employees (providing personal care 

services). If companies have engagement survey data, an item 

like “Management cares about employees’ well-being” or “I feel 

supported by the organization” could be a proxy for POS. We 

would use an average agreement score on such items. – likely 

comes from the same source as engagement data. If available, it 

might be an average percentage favorable on support-related 

items. Higher POS is expected in chaplaincy companies if 

chaplaincy indeed signals organizational care. 

• Sense of Meaning/Purpose at Work: Chaplains often address 

existential or purpose-related questions, potentially helping 

employees find greater meaning in their work or personal lives. 

A mediator here would be employees’ reported sense of purpose 

or meaning in their job. Some surveys include items like “My 

job provides me with a sense of meaning and purpose.” If any 

participating companies have data on such items, we will use the 

average score. Otherwise, we acknowledge that direct data may 

be missing. Another possible proxy (if no survey) could be 

qualitative reports or anecdotal evidence, but for quantitative 

analysis we likely need survey data. This mediator is included 

conceptually because of its prominence in workplace spirituality 

literature, but it may not be empirically testable in this study 

without appropriate data. 

• Ethical Awareness/Climate: There is some overlap between this 

and the ethical climate outcome. Here as a mediator, it implies 

chaplaincy might raise employees’ awareness of ethics or 

encourage a more ethical mindset, which then affects outcomes 

(like reducing conflict or misconduct). If an ethical climate 

score is available (as described under outcomes), it could also 

be treated as a mediator in models predicting other outcomes 

(like turnover or well-being). For example, chaplaincy → 

improved ethical climate (mediator) → improved retention. 

However, using the same variable as outcome and mediator in 

different contexts requires caution. We will clarify analytical 

treatment in the Data Analysis Plan. – as previously noted, 

ethical climate data is contingent on surveys. If not available, 

this mediator cannot be directly measured. 

• Morale/Employee Engagement: While also an outcome in a sense, 

we list morale or engagement as a mediator particularly in the 

chain between chaplaincy and retention. The hypothesis is that 

chaplaincy boosts morale (employees feel more valued, have 

higher spirits), which leads to better retention and less conflict. 

Engagement survey overall scores or morale indices could 

represent this. If “employee engagement” is provided as a metric 

(many companies have an engagement score or percentile), it 

can be both a direct outcome of chaplaincy and a mediator 

towards retention or reduced conflict. We will treat it carefully 

in analysis to avoid confusion. If an engagement metric is 

available, we might include it as an outcome in its own right and 

not double-count as mediator, unless we are testing a formal 

mediation model. Because engagement data is likely available 

from surveys if anything, we hope to include it. If not, will again 

apply. 

Moderating Variables (Subgroup and Contextual Factors): 

Moderators are variables that might influence how strong or in what 

direction the effect of chaplaincy is on outcomes. The study 

identifies several potential moderators to examine via interaction 

effects in analysis: 

• Industry Sector: The industry or sector of the organization (e.g., 

healthcare, manufacturing, finance, etc.) could moderate 

chaplaincy’s impact. For instance, in industries with high stress 

or emotional labor (like healthcare), chaplaincy might have a 

stronger effect on well-being or retention than in, say, a tech 

industry office setting. Industry will be coded categorically 

(using standard classifications like NAICS codes or broad sector 

names). In analysis, we can either conduct subgroup analyses 

(compare effects within one industry vs. another) or include 

interaction terms (Chaplaincy × Industry). Practically, because 

matching will often pair companies within the same industry, 

industry is somewhat controlled by design. However, we will 

explicitly test moderation by industry to see if the chaplaincy 

effect on outcomes varies by sector. Industry data is readily 

available from company profiles and will be recorded for each 

organization. 

• Workforce Setting (Remote vs. On-site): This refers to the 

predominant work arrangement of the employees. Companies 

with mostly on-site (in-person) workforces versus those with 

largely remote or hybrid arrangements might experience 

chaplaincy differently. A chaplain’s ability to build 

relationships in-person might yield stronger effects in on-site 

settings. Conversely, companies with distributed remote teams 

might rely on digital chaplaincy offerings. We will approximate 

this moderator by classifying companies as primarily on-

site/traditional or primarily remote/distributed, possibly with a 

hybrid middle category. This information can be gleaned from 

company policies or descriptions (and chaplaincy providers 

often note if they serve via virtual means). An interaction could 

be tested to see if, for example, chaplaincy’s association with 

retention is higher in on-site contexts than remote. – some data 

on workforce distribution will be needed, possibly from 

company HR or public info (e.g., a company might report 80% 

of staff are on-site manufacturing workers, whereas another is 

100% remote software engineers). 
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• Religious Diversity (Workforce or Locale): The religious 

composition or diversity of the employee base might moderate 

chaplaincy outcomes. Chaplaincy programs are typically 

pluralistic (serving employees of any or no faith), but the impact 

could differ in a homogeneously religious environment versus a 

highly diverse or secular environment. Since companies do not 

(and should not) collect employees’ religion data due to privacy 

and legal concerns, we will use proxies. One proxy might be the 

geographic region’s religious demographics (assuming 

employees roughly reflect the local population). Another might 

be the presence of affinity groups or chaplain usage patterns (if 

chaplain logs note multi-faith engagement). For simplicity, the 

study might categorize companies by whether they are in an 

environment with high religious pluralism (e.g., urban, diverse 

cities) versus not. – This is admittedly a rough measure. If 

feasible, the researcher might use external datasets (such as 

census data on religion by region) to assign a diversity index to 

each company’s location. We will then test if chaplaincy’s 

effects on outcomes differ in more religiously diverse contexts. 

For example, perhaps chaplaincy has to overcome more 

skepticism in diverse settings (leading to a smaller effect) or 

conversely is valued more because it’s carefully inclusive. 

These analyses will be exploratory. 

• Leadership Support for Chaplaincy: This moderator gauges how 

much top management endorses and actively supports the 

chaplaincy program. Strong leadership support might amplify 

chaplaincy’s effectiveness (as resources are provided and a 

culture of acceptance is fostered). Measuring this quantitatively 

is challenging with secondary data. Possible indicators: 

statements in company communications (e.g., CEO mentions 

chaplaincy in newsletters), budget allocation (higher funding 

implies support), or simply the fact the program exists can imply 

some support. This may end up being treated qualitatively or as 

a binary flag (e.g., “leadership explicitly champions chaplaincy 

= 1”). For instance, if the CEO personally meets chaplains or 

encourages employees to utilize the service, that company might 

be coded as high support. – likely requires company interviews 

or internal documents, which are beyond the scope of secondary 

data. If not directly measured, this moderator will be 

acknowledged but not included in quantitative tests. It might be 

addressed in the discussion as a contextual factor. 

In addition to these primary moderators, the analysis will consider 

control variables that need to be adjusted for irrespective of 

chaplaincy. These include: 

• Organization Size: Number of employees (or a size category). 

Size can affect outcomes (e.g., larger firms might have more 

bureaucracy leading to higher conflict, or might have more 

resources affecting well-being programs). Matching will 

already account for size to some extent, but residual differences 

in size will be controlled in regression analyses by including 

employee count or its log as a covariate. 

• Organization Tenure/Age: How long the company has been 

established or how long the chaplaincy program has been in 

place. If chaplaincy is newly implemented, effects might not be 

realized yet. We may include “years of chaplaincy program” as 

a covariate among chaplaincy companies or exclude very new 

programs as per delimitations. 

• Baseline Outcome Levels: If any baseline data (prior to 

chaplaincy introduction for the chaplaincy group, or an earlier 

year for both groups) can be obtained, those values will be used 

either in matching or as covariates to control for regression to 

the mean and initial differences. For example, if we know the 

turnover rate of each company in the year before chaplaincy (for 

chaplain companies) and equivalent year for control, that can be 

controlled. 

• Other HR practices: Though hard to quantify, differences in 

other support programs (like whether a company has an 

Employee Assistance Program, wellness programs, etc.) could 

confound results. If data permits, we may include a binary 

control for “EAP presence” (though most mid-large firms have 

EAPs, chaplaincy might complement or substitute them). Any 

known major program that could influence outcomes (like a 

robust diversity and inclusion program affecting climate) might 

be noted qualitatively. 

By clearly defining these variables and their measures, the study 

sets the stage for analysis that is both rigorous and transparent. The 

use of existing measures (surveys, HR metrics) maximizes 

construct validity when possible, but where data are sparse, the 

limitations are explicitly noted. Table 3.1 would list each variable, 

its definition, data source, and level of measurement for quick 

reference. With variables defined, we next describe how the 

chaplaincy and control cases will be matched on certain variables 

to support unbiased comparisons. 

3.6 Matching Procedure and Bias Mitigation 

A critical component of the research design is the matching 

procedure used to equate chaplaincy and non-chaplaincy 

organizations on key characteristics. Matching is undertaken prior 

to outcome analysis to mitigate selection bias, ensuring that the two 

groups are comparable on observable factors (Thomas, 2022). This 

section details how matches are made and what steps are taken to 

address biases. 

Matching Variables: Based on literature and logic, the following 

variables are identified as important to match on (or control for) 

because they could influence the outcomes independently of 

chaplaincy: 

• Industry Sector: Companies will be matched within the same (or 

very similar) industry whenever possible. This controls for 

industry-specific factors affecting turnover and conflict (e.g., 

healthcare may inherently have higher stress and turnover than 

education, etc.). The industry is treated as a categorical match – 

for instance, a manufacturing firm with chaplaincy will be 

matched with another manufacturing firm without chaplaincy. 

• Organization Size: Matching will consider size (e.g., number of 

employees). Ideally, each chaplaincy company is matched to a 

company of similar scale (perhaps within ±20% of employee 

count). If exact matching on size is hard, size will be included 

in the propensity score (see below). Size affects many HR 

outcomes and resources for support programs. 

• Geographic Region: Companies in the same region or state will 

be matched to avoid regional economic differences (like local 

unemployment rates or cultural differences) from confounding 

outcomes. If exact regional match is infeasible, region will be a 

matching criterion or controlled variable. 

• Baseline Performance Indicators: If available, a chaplaincy 

company’s prior outcome values (like last year’s turnover) will 

be matched with a control company having similar prior values. 

For example, if Chaplain Company A had 20% turnover before 

chaplaincy, we’d prefer a control company around 20% 

turnover. This helps address the possibility that companies 

adopting chaplaincy were experiencing specific problems (like 

high turnover) that prompted adoption. – baseline data might not 

be available; if not, we rely on cross-sectional similarity. 

• Workforce Demographics (approximate): If known, factors like 

average employee age or income might be considered in 

matching because, for instance, a workforce of mostly low-wage 

hourly workers might have different dynamics than a salaried 

professional workforce. Such detailed matching is likely 

infeasible with available data, so these factors will be noted 

qualitatively or assumed to align with industry and size proxies. 

Matching Method: The matching will be performed using a 

propensity score matching (PSM) approach or a manual matching 

approach, depending on sample size and available data. In 

propensity score matching, we first model the probability of an 

organization having chaplaincy based on observed covariates 

(industry, size, region, etc.) (Schneider & McDonald, 2010). Each 

chaplaincy company is then matched with one (or more) non-

chaplaincy companies that have a similar propensity score. The 

propensity score is essentially a summary of those covariates into 
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one value (Schneider & McDonald, 2010), making the match multi-

dimensional. PSM is well-suited for cases where multiple 

covariates must be balanced and when we have more potential 

controls than treatments (Schneider & McDonald, 2010). 

Alternatively, if the sample is small and manageable, a nearest-

neighbor matching without formal propensity scores may be done: 

i.e., for each chaplaincy company, find the control company closest 

in a composite sense (for example, same industry, closest employee 

count). In either case, we will use a matching ratio of 1:1 primarily, 

unless additional control companies are easily available (1:n 

matching could increase statistical power but complicates paired 

analysis). 

Quality of Match: After matching, the researcher will evaluate 

covariate balance between the chaplaincy and non-chaplaincy 

groups. This involves comparing the means/proportions of 

matching variables across groups to ensure no significant 

differences remain. For instance, we will compare the average size 

of companies in both groups, distribution across industries, etc. If 

differences remain, the matching procedure may be refined (e.g., 

using caliper matching to require closer propensity scores, or 

swapping a control case for a closer one). If perfect matches are not 

possible (common in observational studies), any residual 

differences will be noted and later controlled for in the regression 

analysis. 

Bias Mitigation Beyond Matching: Even with matching, the study 

acknowledges that selection bias can persist, especially due to 

unobserved factors (Schneider & McDonald, 2010). To further 

mitigate bias: 

• Statistical Controls: The data analysis will include control 

variables for any important covariates that could not be perfectly 

matched. For example, if one group’s average size is slightly 

larger, we include size as a covariate in outcome models. This 

is sometimes known as “covariate adjustment” post-matching 

(Schneider & McDonald, 2010). By doing so, we adjust for the 

remaining differences. 

• Sensitivity Analysis: We will conduct a simple sensitivity 

analysis to estimate how robust the findings are to an 

unmeasured confounder. For instance, Rosenbaum’s sensitivity 

test (often used in matched observational studies) can indicate 

how strong an unmeasured bias would have to be to explain 

away the effect. If results are only slightly above significance 

and could be negated by small biases, we will interpret them 

very cautiously. 

• Matching on Additional Variables if Data Permit: Should 

additional data become available, e.g., culture metrics or 

financial performance, we might incorporate those into the 

propensity model to ensure groups are similar. The guiding 

principle is to mimic the conditions of a randomized experiment 

as closely as possible by accounting for factors that lead a 

company to adopt chaplaincy. Research suggests PSM works 

best when the data includes all major determinants of treatment 

assignment (Schneider & McDonald, 2010). We have identified 

the main observable ones (industry, size, etc.), but there could 

be latent ones (like “progressive leadership mindset”) that we 

cannot measure directly. 

• Use of Pair Fixed-Effects (if feasible): In analysis, if we maintain 

matched pairs, we could use modeling techniques that account 

for pairings (like a fixed-effect for each pair) which inherently 

control for all shared characteristics of the pair. For example, a 

paired t-test on outcomes uses each pair as its control, cancelling 

out differences between pairs. For multivariate regression, 

including a pair ID as a fixed effect would drastically reduce 

bias by comparing each chaplaincy company only to its matched 

counterpart. This is an option if 1:1 matching is applied strictly 

and will be considered in the Data Analysis Plan. 

The matching procedure’s success will be documented by reporting 

metrics such as the standardized mean differences for covariates 

before and after matching. Achieving small standardized 

differences (below 0.1 or 0.2) will indicate good balance. By doing 

so, the study satisfies design standards for high-quality quasi-

experiments that approximate randomized trial conditions (Thomas, 

2022). 

It should also be noted that matching inherently reduces the sample 

size (because we discard control units that don’t match well, etc.), 

which is a trade-off for improved internal validity. The study 

accepts this trade-off, aiming for quality of comparison over sheer 

quantity of data. 

In conclusion, the matching strategy is geared toward creating a 

control group that is as similar as possible to the chaplaincy group 

on known confounders (Thomas, 2022). While this cannot 

guarantee elimination of all biases, it significantly strengthens the 

causal interpretation of any differences observed. With matched 

groups in hand, the next step is to analyze outcome differences and 

test the influence of chaplaincy, which is described in the following 

section. 

3.7 Data Analysis Plan 

The data analysis will proceed in a structured manner to address the 

research questions and hypotheses, using appropriate statistical 

techniques for the matched quasi-experimental design. The plan 

includes: (a) preliminary analyses, (b) main comparative analyses 

for each outcome, (c) tests of mediators and moderators, and (d) 

robustness checks. All quantitative analyses will be conducted 

using statistical software such as IBM SPSS or R. Significance will 

be evaluated at the p <.05 level (two-tailed) for hypothesis testing, 

with effect sizes reported for practical significance. Given the non-

random design, emphasis will be on effect size and confidence 

intervals as well as p-values. 

3.7.1 Preliminary Analyses: Descriptive Statistics and 
Balance Checks 

First, we will compute descriptive statistics for all variables. This 

includes mean, standard deviation, and range for continuous 

variables (e.g., turnover rate, ethical climate score, engagement 

score) and frequencies/percentages for categorical variables (e.g., 

industry distribution, presence of digital chaplaincy). These will be 

reported for the chaplaincy group and the non-chaplaincy group 

separately. This provides an initial sense of any gross differences. 

We will also verify the success of matching by checking the balance 

on covariates. For example, if industry was perfectly matched, then 

by design those frequencies are identical. For numeric covariates 

like size, we might conduct a t-test or standardized difference as 

mentioned in Section 3.6 to ensure no significant difference 

remains. These results will typically be presented in a table form 

(often called Table 3.2: “Pre-match and Post-match Covariate 

Balance” in methodology write-ups). 

If any large imbalance is detected in matching variables, we will 

note that and plan to adjust for that variable in subsequent analyses 

(e.g., through ANCOVA or regression as a covariate). If imbalance 

is severe, we might consider rematching if possible. However, 

assuming balance is achieved, we proceed with outcome analysis. 

We will also inspect the distribution of outcome variables to decide 

on analysis methods. For instance, conflict incidence might be 

skewed (many zeros or low counts), ethical climate scores might be 

roughly normal (if survey-based), turnover rates might cluster in 

certain ranges. We will determine if any transformations are needed 

(e.g., log-transforming highly skewed data) or if non-parametric 

tests are more appropriate for small samples. 

3.7.2 Main Outcome Comparisons (Chaplaincy vs. Non-

Chaplaincy): 

For each of the four main outcomes – turnover, conflict incidence, 

ethical climate, and employee well-being – we will compare the 

chaplaincy group to the non-chaplaincy group: 

• Employee Turnover: Hypothesis: Organizations with chaplaincy 

have lower turnover (higher retention) than those without. 

Analytical approach: If matched pairs are considered 

independent sets, a paired t-test can be performed on the 

turnover rates of each pair (this would directly test if within each 

matched pair, the chaplaincy company tends to have lower 

turnover). Alternatively, we can run an independent-samples t-
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test comparing the two groups (since matching should make 

them comparable, though a paired test has more power 

controlling pair-level variance). We will likely use a paired t-

test for precision, but also verify with an independent t-test or 

Mann-Whitney U (if normality is questionable). We will 

calculate the mean difference in turnover and its 95% 

confidence interval, as well as effect size (Cohen’s d for 

independent or paired design accordingly). If turnover data are 

proportions, comparisons are straightforward; if we had 

individual employee data (unlikely for confidentiality reasons), 

we could use logistic regression at the employee level with a 

random effect by company, but aggregated rates suffice. 

Additionally, we might use a linear regression model: 

TurnoverRate = β0 + β1(Chaplaincy presence) + 

β2(covariates…). This regression would yield similar results to 

the t-test but allows adjusting for any covariate imbalances (like 

slight size differences). The key coefficient is β1 for chaplaincy 

(expected to be negative, indicating reduced turnover). We will 

cite relevant analysis standards for interpreting such results as 

associational. 

• Workplace Conflict Incidence: Hypothesis: Chaplaincy 

companies experience fewer formal conflicts. Analytical 

approach: The distribution of conflict counts will dictate the 

method. If counts are relatively large and approximately 

normally distributed after scaling to per 100 employees, we 

might treat it continuously and use t-tests/regression similar to 

turnover. If counts are low or skewed, a Mann-Whitney U test 

(non-parametric) might compare medians between groups. 

Alternatively, a Poisson regression or negative binomial 

regression can be used: e.g., model the count of conflicts with 

chaplaincy as a predictor and log(employees) as an offset (to 

account for company size). This yields an incidence rate ratio 

for chaplaincy vs. no chaplaincy. We anticipate an incidence 

rate ratio < 1 if chaplaincy is associated with fewer conflicts. 

For simplicity, if conflict is rare, we might also collapse into a 

binary outcome (e.g., 0 = no conflicts reported that year, 1 = at 

least one conflict) and use Fisher’s exact test or chi-square, but 

that loses information. We will carefully decide based on actual 

data properties. Regardless of method, results will be reported 

as differences or ratios with confidence intervals. If matched 

pairs, a Wilcoxon signed-rank test could be used for paired 

count data. 

• Ethical Climate: Hypothesis: Chaplaincy is associated with a more 

positive ethical climate. Analytical approach: Assuming we 

have a numeric ethical climate score per company (from 

surveys), we will compare means between groups using a t-test 

or rank-sum test (depending on distribution). If the scale is, for 

example, 1–5, differences might be subtle (like 0.2 higher in 

chaplaincy group). We will check internal consistency 

(Cronbach’s alpha) of any multi-item ethical climate measure if 

provided, to comment on reliability. An independent t-test 

(because matching on this wasn’t direct, though industry/size 

could correlate) can be used or a regression controlling for 

covariates. If the ethical climate measure wasn’t part of 

matching, a regression can adjust for any factors to isolate 

chaplaincy effect. If no direct measure is available, we may not 

have a statistical test; instead, we might use qualitative info or 

proxies as described, but any such analysis would be descriptive 

rather than hypothesis testing. 

• Employee Well-Being: Hypothesis: Chaplaincy companies show 

higher employee well-being (e.g., higher engagement, lower 

absenteeism). Analytical approach: If using engagement scores, 

a t-test between group means will be performed. If using 

absenteeism rates or similar, again t-test or appropriate non-

parametric test. For example, “average sick days per employee” 

could be compared (though note differences in leave policy 

could confound, we’d interpret carefully). We will present 

whichever metric is used, e.g., “Chaplaincy companies had an 

average engagement score of X vs. Y in non-chaplaincy, a 

difference of Z points, which was statistically significant/not 

significant.” If multiple indicators of well-being are available, 

we might analyze each or create a composite index. Since well-

being is multifaceted, we’ll focus on one primary indicator to 

avoid multiple comparisons (likely engagement or satisfaction 

rating). Additional metrics like EAP usage might be analyzed 

separately as ancillary findings. 

For each outcome analysis, if the matching was not 1:1 or if 

using regression, we will include covariates as needed. For 

example, when analyzing turnover via regression, we might include 

controls such as size, industry (if cross-industry comparison is done 

rather than pair fixed effects), or any moderator variables to be 

tested (see next section on moderation). The regression approach 

has the benefit of simultaneously testing moderators or adjusting for 

covariates, but the simpler group comparison tests provide clarity. 

We will likely report both the raw comparison (unadjusted 

difference) and the adjusted difference from a regression model to 

show robustness. 

3.7.3 Mediation Analysis: 

If we have data on the proposed mediators (PPS, POS, meaning, 

ethical climate, morale), we will explore mediation to understand 

the process by which chaplaincy might influence outcomes. A 

mediation analysis formally tests if the effect of chaplaincy on an 

outcome is partially or fully channeled through a mediator. Given 

the data is at organizational level, any mediation test would also be 

at that level (since we are not doing individual-level path analysis 

here). 

For example, consider perceived organizational support (POS) as a 

mediator for retention. We would follow steps analogous to Baron 

and Kenny’s classic approach (Newsom, 2025): 

1. Show that chaplaincy presence is associated with the outcome 

(e.g., lower turnover) – from our main results. 

2. Show that chaplaincy is associated with the mediator (e.g., 

chaplaincy vs. no chaplaincy differences in POS scores). This is 

a group comparison on the mediator. 

3. Show that the mediator is associated with the outcome, 

controlling for chaplaincy (e.g., higher POS correlates with 

lower turnover when both POS and chaplaincy are in a 

regression predicting turnover). 

4. If the association between chaplaincy and turnover diminishes 

when POS is included, that indicates mediation (partial or full) 

(Newsom, 2025). 

We will likely use regression-based mediation analysis or the causal 

steps logic. A more modern approach would be bootstrapping the 

indirect effect for significance (using something like the PROCESS 

macro by Hayes), but with a small sample of organizations, that 

might be underpowered. We will be cautious and treat any 

mediation findings as exploratory. 

One mediator of interest is ethical climate (if measured). It could 

mediate, for instance, the relationship between chaplaincy and 

conflict: chaplaincy might improve the ethical climate (employees 

act more ethically, treat each other better) which in turn reduces 

conflicts. We would test that chain similarly, though establishing 

temporal order is tricky in cross-section. We will interpret 

mediation analyses as showing consistency with a mediation 

hypothesis rather than definitive proof (Newsom, 2025), due to the 

correlational design. 

If data for mediators are lacking (which is possible for several 

mediators we listed as), we will explicitly acknowledge that we 

cannot empirically test those mediation pathways. In that case, the 

results section will focus on direct differences in outcomes and will 

discuss mediation only conceptually in the discussion section. The 

study will note, for example, “Due to the absence of survey data on 

perceived support and meaning, the hypothesized mediation of 

chaplaincy’s impact via these psychosocial mechanisms could not 

be directly tested. The implications of this limitation are discussed 

in Section 5.” This transparency ensures we do not overreach 

beyond what data allow. 

3.7.4 Moderation Analysis: 



 
Marketplace chaplaincy and organizational outcomes OJ-BT | Vol. 6, No. 1 (2026) 

 
DOI: 10.65655/OCP.0079 33 Open Christian Press | OJ-BT | CC BY 4.0 

To address whether the effect of chaplaincy on outcomes varies 

under certain conditions, we will conduct moderation analyses for 

the identified moderators (industry, remote/on-site, religious 

diversity proxies, leadership support). In statistical terms, we will 

include interaction terms in regression models. For instance: 

• To test industry as a moderator, we can add (Chaplaincy × 

IndustryCategory) interaction(s) in a regression predicting an 

outcome. If industry is categorical with multiple levels, one 

approach is to run separate analyses by industry (if sample size 

permits) or to include an interaction for one key comparison 

(e.g., manufacturing vs. service sectors). Given the likely small 

sample, a sensible plan is to examine qualitatively if one sector 

seems to drive the effect and possibly do a subgroup mean 

comparison for that sector. 

• For remote vs. on-site, we can create a binary moderator (e.g., 1 = 

primarily remote workforce, 0 = primarily on-site). Then test if 

chaplaincy effect on, say, well-being is different in remote 

contexts by including Chaplaincy, Remote, and 

Chaplaincy×Remote in a regression. A significant interaction 

(p<.05) would mean the chaplaincy effect differs by work 

setting. We would probe it by looking at chaplaincy effect 

within each subgroup (simple effects). 

• For religious diversity, perhaps measured by an index or a 

high/low category, the process is similar: include 

Chaplaincy×Diversity interaction in the model for an outcome. 

For example, does chaplaincy improve retention more in less 

religiously diverse (more homogeneous) workplaces? We 

would examine the sign and significance of the interaction term. 

• For leadership support, if we manage to code it (e.g., high vs low 

support), we can test Chaplaincy×Support interaction for 

outcomes like ethical climate (perhaps expecting that 

chaplaincy only improves climate if leadership is supportive). If 

we cannot quantify support, we may not test this quantitatively. 

Instead, it might surface in qualitative observation or be left to 

discussion. 

Each moderation test will be reported with the interaction 

coefficient and an interpretation: e.g., “Industry sector significantly 

moderated the effect of chaplaincy on turnover (interaction p =.03), 

with chaplaincy associated with notably lower turnover in 

manufacturing companies but little difference in tech companies.” 

Graphical depiction (interaction plots) might be used in the study to 

illustrate how outcomes differ by chaplaincy across moderator 

levels, if space permits. 

Because multiple moderators exist, we will be cautious about 

overfitting with too many interactions in one model. We may test 

them one at a time or in a limited combined model. The sample size 

of companies might restrict how many predictors we can include. 

The analysis will focus on the most theoretically important 

moderators (industry and work setting likely the top, given strong a 

priori reasons). The others will be secondary/exploratory. 

3.7.5 Combined and Ancillary Analyses: 

If chaplaincy intensity data are available (beyond presence), we 

will conduct ancillary analyses: 

• Among chaplaincy companies only, correlate chaplaincy intensity 

metrics with outcomes. For example, compute Pearson or 

Spearman correlation between chaplain-to-employee ratio and 

turnover rate. Or compare outcomes between high-intensity vs 

low-intensity chaplaincy subgroups (median split, for instance). 

• Use dose-response regression: Create a variable that is 0 for no 

chaplaincy, and for chaplaincy companies use the chaplaincy 

intensity value (e.g., visits per 100 employees). Then regress 

outcomes on this dose variable. A significant negative 

coefficient (for turnover, e.g.) would suggest a dose-response 

effect (more chaplaincy contact associated with lower turnover), 

supporting a causal linkage. However, interpreting zero as none 

and continuous intensity for others assumes linearity which may 

or may not hold, so we will interpret with caution. 

We will also examine whether any outliers are influencing results. 

For instance, if one chaplaincy company had an extreme turnover 

drop due to an unrelated merger, it could skew results. We may 

conduct analyses with and without such cases to ensure findings are 

not driven by anomalies (robustness check). 

3.7.6 Statistical Assumptions and Validity: 

We will ensure assumptions of each statistical test are met or 

address violations appropriately: 

• T-test/regression: assume approximate normality of residuals and 

homogeneity of variances. We can use Levene’s test for equal 

variances for t-tests. If variances differ, a Welch’s t-test 

(unequal variances) will be used. 

• If the sample size is small, the power to detect differences is 

limited. We will interpret non-significant results with caution, 

considering effect sizes. A post-hoc power analysis might be 

conducted for key outcomes to discuss whether non-

significance might be due to low power. 

• For any regression, multicollinearity will be checked if multiple 

predictors are used (especially if including interaction terms or 

many covariates). We will keep models parsimonious. 

• The matched design might violate independence if using 

independent sample tests (because pairs create a dependency). 

That’s why paired tests or cluster-robust standard errors in 

regressions can be used. We will choose accordingly; e.g., if 

using a regular regression on matched data, we might use a 

cluster term for pair or robust SEs to account for any pair-wise 

dependency. 

Results will be compiled in a coherent manner for Section 4 

(Results). The analysis plan outlined here ensures that the 

examination of data will directly tie back to the research objectives: 

determining differences in outcomes associated with chaplaincy, 

and exploring how and under what conditions those differences 

manifest. By following established statistical procedures and 

carefully checking assumptions, the study aims to present credible 

and comprehensible findings. 

3.8 Validity, Reliability, and Trustworthiness 

Ensuring the validity and reliability of the study’s findings is 

critical, especially given the non-experimental design and use of 

secondary data. This section discusses how the study addresses 

various validity concerns (internal, external, construct) and 

reliability issues, as well as the overall trustworthiness of the data 

and results. 

Internal Validity: Internal validity refers to the extent we can 

confidently attribute differences in outcomes to the chaplaincy 

intervention rather than other factors. This study faces the inherent 

internal validity limitation of quasi-experiments: without random 

assignment, it is possible that pre-existing differences between 

chaplaincy and non-chaplaincy organizations (selection bias) are 

responsible for outcome differences. We mitigate this through 

matching and statistical controls, as described earlier. The matched 

comparison design with carefully chosen controls improves internal 

validity relative to a simple observational comparison (Thomas, 

2022). By equating groups on known confounders (industry, size, 

etc.), we reduce the threat of selection effects. 

However, we acknowledge remaining threats: 

1. Selection on Unobservables: There may be unmeasured factors 

(e.g., organizational culture, leadership style) that lead a 

company to implement chaplaincy and also influence outcomes. 

We cannot eliminate this risk fully (Schneider & McDonald, 

2010). We have noted leadership support as one such factor; if 

chaplaincy firms generally have more caring leadership, they 

might have better outcomes regardless of chaplaincy. We 

partially address this by including any observable proxies (like 

other programs in place), but some bias may remain. We will be 

cautious not to claim causation due to this. 

2. History & Maturation: Because data is cross-sectional, classic 

history or maturation (time-related changes) apply more to 

longitudinal designs. In our context, if chaplaincy companies 

systematically adopted chaplaincy in response to some 

historical event (e.g., the COVID-19 pandemic causing stress, 
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and only certain companies responded with chaplains), then the 

observed difference might be entangled with that event’s 

effects. We tried to match the time period (all data in the same 

year). If using retrospective comparisons (pre/post within 

chaplaincy firms), history would be a concern, but we primarily 

compare contemporaneous groups. 

3. Instrumentation Differences: Since data come from multiple 

organizations, the way variables are measured might differ. This 

is a threat to internal validity and construct validity. For 

example, one company’s way of logging “conflict incidents” 

might be more rigorous than another’s. We mitigate this by 

providing clear definitions to data providers and, where 

possible, standardizing measures (like computing rates). Still, 

inconsistent instrumentation can introduce noise or bias. We 

will consider this when interpreting results (e.g., if a difference 

in conflict rates is found, is it real or due to one group under-

reporting conflicts?). We may also solicit clarifications on how 

data were collected (improving trustworthiness). 

4. Regression to the Mean: This is a concern in designs where 

groups are selected based on extreme values. Here, if companies 

adopted chaplaincy because they had extremely high turnover 

issues, then naturally they might improve over time even 

without chaplaincy (regression to mean). Our design tries to 

avoid selecting on outcomes; we select on chaplaincy presence, 

not on outcome levels. Matching on baseline outcomes (if 

possible) also helps. So regression to mean is not a major design 

feature, but we remain aware if any group differences in baseline 

might cause over/underestimation of chaplaincy effect. 

5. Interactions among Outcomes: We ensure internal validity by 

treating each outcome separately. However, if chaplaincy 

affects multiple outcomes which then influence each other (e.g., 

improved well-being could reduce turnover), the interpretation 

of direct effects needs caution. This is more of a conceptual 

overlap issue; methodologically, it just means we carefully 

specify models and possibly use multivariate analysis if needed. 

External Validity (Generalizability): External validity concerns 

whether the results can be generalized to other contexts. This 

study’s sampling strategy (targeted matching, likely focusing on 

particular industries and region) means the findings will be most 

applicable to organizations similar to those in the sample. For 

example, if our sample heavily consists of mid-sized U.S. 

manufacturing and healthcare companies, the conclusions are best 

generalized to that population. We have to be cautious in 

generalizing to: 

1. Different Countries/Cultures: Workplace chaplaincy is more 

common in certain cultural contexts (e.g., the U.S.) and may not 

exist or take different forms elsewhere. The results might not 

translate to countries with different religious-cultural dynamics 

or legal frameworks regarding religion at work. 

2. Small Businesses: Our likely exclusion of small firms (due to 

chaplaincy being rare there and data not readily available) 

means results apply to medium and large organizations. We 

cannot claim that a 20-person company would see the same 

effects from chaplaincy. 

3. Non-Business Organizations: We focus on marketplace 

(business) chaplaincy. The findings might not generalize to 

chaplaincy in other settings like military, hospitals (which have 

different chaplain roles), or schools. 

4. Future Conditions: The data are from a particular time frame. If 

there are temporal trends (e.g., increasing attention to mental 

health in workplaces generally), the chaplaincy effect might 

evolve. Our snapshot might not hold in the distant future or past 

contexts. 

We strengthen external validity by including diverse companies in 

the sample (ensuring not all from one industry or one chaplaincy 

provider). We also discuss the context of chaplaincy programs – for 

instance, if many chaplaincy companies come from one provider, 

the results reflect that provider’s model. Other models (like 

exclusively digital chaplaincy vs. in-person) might yield different 

outcomes. The study will transparently describe the sample 

characteristics so readers can judge how far generalizations can be 

made. 

Construct Validity: Construct validity refers to how well our 

measurements capture the theoretical constructs. We have multiple 

constructs: chaplaincy presence, chaplaincy intensity, retention, 

conflict, ethical climate, well-being, support, etc. We address 

construct validity as follows: 

• For clearly defined HR outcomes like turnover, construct validity 

is strong because turnover rate is a standard indicator of 

retention. For conflict incidence, it’s a bit less standard, but as 

long as we clearly define it (which we did) and use it 

consistently, it’s a reasonable proxy for workplace relational 

climate. - Ethical climate and well-being are more abstract. We 

rely on established measurement approaches (surveys with 

validated questions) to the extent possible. For instance, if we 

use the Ethical Climate Questionnaire or a part of it, that lends 

validity (Essex et al., 2023). If we use engagement as a proxy 

for well-being, we note that engagement is not exactly the same 

as holistic well-being, but it’s related. We ensure any scales used 

have published reliability and validity evidence (and we might 

cite that in the final study text to justify). - Chaplaincy presence 

as a construct is straightforward (presence or absence). 

Chaplaincy intensity is more complex – we devised multiple 

operational metrics to capture it. One could question if chaplain-

to-employee ratio truly reflects exposure (e.g., a low ratio is 

good, but it doesn’t guarantee employees actually use the 

chaplain). We bolster this by also looking at utilization rates. By 

combining quantitative and qualitative aspects (presence of 24/7 

app, etc.), we aim for a comprehensive operationalization of 

“intensity of chaplaincy.” Still, measuring an inherently 

qualitative service with a few numbers is imperfect. We 

acknowledge that chaplaincy quality (rapport, chaplain’s skill) 

isn’t directly measured – a limitation in construct validity of the 

“chaplaincy” independent variable. We treat intensity metrics as 

proxies. - Many mediators like meaning or pastoral support rely 

on hypothetical survey items that we may not have. If we can’t 

measure them, construct validity is moot for those because 

they’re not in the analysis. If we do measure, say, POS via a 

survey item (“My company cares about me”), we’ll check that 

item’s source (perhaps a known scale) to ensure it indeed 

reflects POS. 

• Some constructs might overlap: e.g., pastoral support vs. 

organizational support vs. morale. There’s potential 

multicollinearity conceptually. We won’t include highly 

collinear mediators simultaneously in models; instead, we treat 

each as an alternate explanation path. 

Reliability: Reliability concerns the consistency and precision of the 

measurements: 

• Many outcome measures are single metrics (like a turnover 

percentage). Reliability in terms of internal consistency doesn’t 

apply, but reliability in data collection does. We trust that HR 

records are accurate counts – likely reliable given they’re used 

for business purposes. However, if data are self-reported by 

companies without verification, there could be reporting errors. 

We try to ensure reliability by taking data from authoritative 

sources within each organization (e.g., an HR manager 

providing the turnover number that they use officially). Where 

possible, we cross-check: for example, if a publicly known 

number exists (some companies report turnover in sustainability 

reports), we compare it to the provided number for consistency. 

- Survey-based measures (ethical climate, engagement, etc.) 

have reliability in terms of Cronbach’s alpha or composite 

reliability. If we have multi-item scales, we will calculate or 

obtain the Cronbach’s alpha to report it. A threshold of 0.7 is 

usually acceptable. If we only have a single item as a proxy, we 

note that lowers reliability and increases measurement error. - 

Chaplaincy program data (like number of visits) reliability 

depends on chaplains’ reporting practices. There could be 

variability in how diligently chaplains log interactions. We have 
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to assume that aggregated over a year and across multiple 

chaplains, the data are reasonably reliable (any underreporting 

is likely consistent enough not to favor one company 

systematically unless different providers have different 

practices). If we detect any anomalies (like one chaplaincy 

company reports implausibly high utilization rates), we might 

question the reliability and possibly treat it as an outlier or 

verify. - The use of secondary data inherently means we rely on 

the original data’s quality. One risk is that some data may be 

“dirty” (errors, or out-of-date). We will do data cleaning to 

improve reliability (e.g., if an obviously incorrect entry is found, 

we correct or remove it). We’ll also note if any data seemed 

especially questionable and conduct sensitivity analysis with 

and without it. 

• Another aspect of reliability is the consistency of effect 

estimation: by using matched pairs, we improve reliability of 

comparison because each pair acts as a small experiment 

controlling some variance. That can actually improve the 

reliability of detecting differences by reducing noise from 

extraneous variability. 

Trustworthiness: Although “trustworthiness” is a term often used in 

qualitative research to encompass credibility, transferability, 

dependability, and confirmability, here we can adapt it to mean the 

credibility and rigor of the research process and data. To ensure 

trustworthiness: 

• Credibility: We have taken steps to ensure credible findings by 

using appropriate design and analyses. Triangulation in a 

quantitative sense is limited, but we do have multiple outcome 

measures – if all point toward a consistent story (e.g., chaplaincy 

companies show benefits on multiple metrics), that increases 

credibility. If findings are mixed, we will present them 

transparently rather than cherry-picking favorable outcomes. 

Also, by grounding our methodology in established quasi-

experimental techniques and citing relevant literature, we follow 

accepted practices (increasing confidence in the approach). 

• Dependability: We maintain a thorough documentation of 

procedures (the methodology section itself serves as an audit 

trail). If another researcher were to replicate this study’s 

approach on a different sample, they should be able to follow 

the described steps. Any custom decisions (like how we 

operationalized conflict) are clearly stated. 

• Confirmability: We reduce researcher bias by relying on 

quantitative data and predefined analysis plans. The data 

analysis will be scriptable (especially if using software like R, 

we can keep code as a record). Results are based on data, not on 

researcher’s subjective interpretations. To further ensure 

objectivity, the findings (especially around sensitive 

interpretation like theological implications) will be cross-

checked with peers or advisors to confirm that conclusions 

logically follow from results. 

• Transparency: Any limitations in data or deviations from plan 

(like if a certain mediator could not be measured) are openly 

noted. The study does not attempt to hide problems – for 

example, if one expected variable is missing, we label it and 

discuss the implications. This honesty contributes to 

trustworthiness. 

Additionally, given that this is a topic intersecting with theology 

and business, there could be skepticism from some audiences about 

bias (e.g., a faith-driven desire to show chaplaincy “works”). To 

counter such potential bias perceptions, we commit to reporting all 

results impartially, whether or not they favor chaplaincy. The 

methodology includes rigorous checks precisely to avoid 

overstating what the data show. As an extra measure, we might 

consider an independent secondary review of the data analysis by a 

statistician or committee member to validate that the analysis was 

conducted correctly (common in study processes, enhancing 

dependability/confirmability). 

In summary, while no study is without flaws, the combination of 

careful design, multiple validity safeguards (matching for internal 

validity, diverse sampling for external validity, use of established 

measures for construct validity), attention to reliability of data, and 

methodological transparency all contribute to a high level of 

trustworthiness. We recognize that the non-randomized nature 

places a ceiling on internal validity (the study is likely to achieve a 

moderate level of causal evidence (Thomas, 2022), not as high as 

an RCT), but within those bounds, we strive for rigor and honesty. 

3.9 Ethical Considerations 

Conducting this research involves several ethical considerations, 

particularly because it deals with workplace data, some of which 

may be sensitive (e.g., data related to employee well-being, 

conflicts, and a religiously oriented intervention). Although no 

direct intervention or surveys with individuals are performed by the 

researcher, careful attention is needed to respect privacy, obtain 

proper permissions, and handle the data in an ethical manner. 

Below, we outline how the study addresses key ethical issues, 

including confidentiality, informed consent (as applicable), data 

protection, cultural/religious sensitivity (pluralism), and the 

responsible use of information (WHO, 2021). 

Informed Consent and Data Usage Permissions: In secondary 

data research, traditional informed consent from individual 

employees is generally not required if the data are aggregated and 

de-identified (Tripathy, 2013). However, consent in another form is 

relevant: the organizations providing data must consent to its use 

for this study. We will secure gatekeeper consent from each 

participating company – typically a senior HR or management 

official will sign an agreement allowing the researcher to use the 

company’s data for specified research purposes. This agreement 

will outline what data will be shared, how it will be used, and the 

measures to protect the company’s identity. As per ethical 

guidelines, if the data shared includes any personally identifiable 

information (which we aim to avoid), either that information will be 

removed by the company before sharing, or if not possible, the IRB 

would require a justification and likely a consent waiver. We plan 

to only work with anonymous or aggregated data, thereby 

qualifying for IRB exemption or waiver of individual consent 

(Tripathy, 2013). Each company will be informed that they can 

withdraw their data from the study at any point prior to publication 

if they have concerns, ensuring they don’t feel locked in or coerced. 

Confidentiality and Anonymity: Protecting the confidentiality of 

both organizations and any individuals indirectly represented in the 

data is a top priority. As described in Data Management (Section 

3.4), companies will be assigned codes, and no real names will 

appear in any reports or datasets accessible to others. In the study 

and any publications, results will be presented in aggregate (e.g., 

group means) or with generic descriptors (e.g., “Company A, a 

manufacturing firm with 500 employees…”). We will avoid any 

descriptions that could inadvertently reveal a company’s identity 

(for example, if one company is very unique in some characteristic, 

we will mask that detail or combine categories if needed). If 

presenting a quote or qualitative comment from a chaplaincy 

provider or company document, we will anonymize it. 

For individuals, since data is mostly at the organizational level, the 

risk is minimal. However, some metrics like conflict incidents are 

about employees; we ensure that when companies report those, no 

names or specific case details are transmitted – just counts. 

Similarly, if any company shares an engagement survey dataset, it 

will be aggregated by question or dimension (no individual 

responses). This way, no employee can be identified or singled out. 

Chaplaincy program data can be sensitive because chaplains often 

hold confidences about personal issues of employees. Importantly, 

we are not collecting any chaplaincy session notes or personal 

content – only high-level usage stats. We have explicitly instructed 

chaplaincy providers that under no circumstances should they share 

information that could identify which employees saw a chaplain or 

the content of those conversations. Typically, chaplains operate 

under confidentiality akin to clergy-penitent or counselor-client 

privilege. Our data collection respects that by only asking for 

summary figures (e.g., “100 visits occurred this quarter”), which do 

not compromise any individual’s privacy. This approach aligns with 
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a biblical ethical principle of confidentiality – for example, “a 

trustworthy person keeps a secret” (Proverbs 11:13) highlights the 

importance of not disclosing information given in confidence. In 

keeping with both secular research ethics and such values, the study 

keeps personal matters shared with chaplains completely out of 

scope. 

Data Security: We covered technical measures in Section 3.4, but 

to reiterate in ethical terms: maintaining data security is an ethical 

obligation to prevent any unauthorized access that could lead to 

confidentiality breaches (Tripathy, 2013). The researcher is the only 

one with access to raw data files. In any case where data are stored 

electronically, strong encryption and passwords are used. When 

working with data for analysis, the researcher will ensure that if 

using assistants or statisticians for consultation, they do not receive 

any raw identifiable data without a confidentiality agreement. 

Generally, no such sharing is planned; analysis will be done by the 

researcher, and only summary results will be disseminated. 

Avoiding Harm and Non-Coercion: This research is low-risk in 

that it doesn’t involve interventions on people or sensitive surveys. 

However, one potential harm is to the organizations’ reputations or 

interests. For example, if a participating company with chaplaincy 

turned out to have worse outcomes than its match, one must ensure 

that information cannot be traced back or used against it. By 

anonymizing and possibly mixing data in reporting (we might 

present average results rather than a company-by-company table), 

we protect companies from any negative exposure. Likewise, 

companies with positive results won’t be directly named, to avoid 

any suggestion of a study endorsement or advertising (the research 

is independent, not a promotional evaluation for chaplaincy 

organizations, and must remain objective). 

Non-coercion also extends to participants in chaplaincy services: 

It’s imperative that employees do not feel that their data (for 

instance, whether they used the chaplain or their personal outcomes) 

is being scrutinized in a way that could affect them. Since only 

aggregated data are used, no employee will be singled out for any 

outcome (e.g., we won’t know if John Doe left the company and if 

he saw the chaplain). The study’s design ensures employees’ 

interactions with chaplains remain completely voluntary and 

confidential – nothing in the research changes that. We are 

essentially observing from an arm’s length the organizational-level 

patterns, without interfering or getting involved in the chaplain-

employee relationship. 

Pluralism and Religious Sensitivity: Workplace chaplaincy by 

nature intersects with religion/spirituality in the secular workplace. 

Ethically, we must handle this respectfully and inclusively: 

• We respect that employees have diverse religious beliefs or none 

at all. Chaplaincy programs typically commit to serving all 

employees regardless of faith, and we mirror that respect in our 

analysis and interpretation. For example, when considering 

religious diversity as a moderator, we do so not to judge any 

religion but to understand context; we do not imply that one 

religious makeup is superior for outcomes. We also refrain from 

proselytizing or implying the religious content of chaplaincy is 

what drives outcomes. We focus on chaplains’ role in providing 

care and support, which can be considered in line with pastoral 

care ethics but translated to a pluralistic environment. 

• In reporting, we use inclusive language. We call it “workplace 

chaplaincy (a form of employee support)” to clarify for readers 

from different backgrounds. If referencing any theological 

concepts (kept minimal by design in this section), we ensure 

they’re framed appropriately. For instance, in discussing ethics 

of data confidentiality, one might note that it coincides with 

principles found in many traditions (e.g., maintaining trust). 

However, we avoid heavy theological argumentation here since 

methodology is primarily a scientific domain in the study. 

• If any stakeholders (like a company or provider) have concerns 

that sharing data about a spiritual program might be 

misinterpreted as violating separation of work and religion, we 

assure them that the research is strictly examining voluntary 

chaplaincy programs’ associations with common business 

metrics, and that no religious belief of any employee is being 

recorded or evaluated. This clarity ensures no ethical lines are 

crossed regarding freedom of belief. 

IRB Compliance and Legal Considerations: As part of IRB 

review, issues like confidentiality and data protection will be 

scrutinized. We will adhere to all conditions set by the IRB. Legally, 

data protection laws (such as GDPR in Europe, if any EU data were 

involved) demand careful handling of personal data. Our study 

likely avoids personal data, but if any personal data were to be 

processed, we would comply with relevant laws (e.g., 

anonymization to meet GDPR’s definition of anonymous data, 

which is not regulated like personal data). In the U.S., while no 

omnibus data privacy law exists for this scenario, we still follow 

best practices and professional ethical standards (e.g., per APA 

Ethics Code and federal guidelines for human subjects research). 

Transparency with Participants: Though we do not have 

individual participants, we have organizational participants. We 

will debrief them with the results if they are interested. Each 

company contributing data can receive a summary of findings (with 

all identities masked, they’ll just see overall trends). This is a 

courtesy and also an ethical gesture of reciprocity – they helped the 

research, so they deserve to know what we found. It also increases 

trust that we used their data responsibly. 

Avoiding Misuse of Findings: The data and results will not be used 

beyond the scope of research. For instance, if a chaplaincy provider 

is sponsoring or assisting with data collection, we make clear the 

academic independence of the analysis. We will not allow the 

provider to suppress or spin the results if they are unfavorable, nor 

will we allow them to use the results in a misleading way. This will 

be clarified in agreements: the data is for research, not for 

competitive intelligence or marketing without proper context. The 

researcher maintains the right and responsibility to publish truthful 

results per academic standards, regardless of positive or negative 

findings. This stance prevents conflicts of interest from 

undermining research integrity. 

In conclusion, the ethical considerations in this study are addressed 

through rigorous confidentiality safeguards, obtaining necessary 

permissions, respecting the voluntary and pluralistic nature of 

chaplaincy, and following through on data protection. The approach 

is consistent with both secular ethical research standards and 

principles of integrity and respect that are also valued in many faith 

traditions (e.g., honesty, protection of the vulnerable, and treating 

others as one would wish to be treated). By upholding these 

practices, the study seeks to honor the trust placed by organizations 

and ensure no harm comes from the pursuit of knowledge in this 

sensitive intersection of workplace and spirituality. 

3.10 Limitations and Delimitations (Method-
Focused) 

Every research design has limitations (constraints that are beyond 

the researcher’s control) and delimitations (choices made by the 

researcher to define the scope). This section transparently discusses 

both, focusing on methodological aspects. Recognizing these 

factors helps contextualize the conclusions drawn in later sections 

and suggests caution where appropriate. 

Limitations: 

• Lack of Random Assignment – Causal Inference: The most 

fundamental limitation is that this is a non-randomized study. 

Even with rigorous matching and controls, we cannot 

definitively establish causality. There remains the possibility of 

unmeasured confounding variables that differentiate chaplaincy 

vs. non-chaplaincy organizations (Schneider & McDonald, 

2010). For example, companies that choose to implement 

chaplaincy might also have more compassionate leadership or a 

stronger commitment to employee well-being independent of 

chaplaincy. Such qualities could be the true drivers of improved 

outcomes. We mitigate this as much as possible, but the 

limitation stands: results will be interpreted as associations, not 

proofs of cause and effect. 
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• Data Availability Gaps: Relying on secondary data means we are 

constrained by what data already exist. Some important 

constructs (mediators like perceived support, meaning at work, 

etc.) may not be available in any form via secondary sources. If 

companies did not measure these, we cannot include them. We 

have marked these as in our design; their absence would mean 

we have a theoretical model that is only partially tested. For 

instance, we might detect a difference in turnover but be unable 

to empirically explain why (because we lack data on the 

presumed mediator, say employee morale). This limitation 

means our discussion of mechanisms could be speculative or 

reliant on literature rather than demonstrated by our data. 

Moreover, even some outcomes like ethical climate might not be 

directly measured and could require proxies, weakening the 

precision of conclusions about that outcome. 

• Measurement Inconsistencies and Reliability Issues: As 

mentioned, companies might measure things differently or with 

varying accuracy. This introduces noise. For example, one 

company’s “conflict” count might include minor issues, while 

another only counts formal grievances. Thus, comparisons of 

conflict incidence have an instrumentation bias limitation. We 

attempt to standardize definitions, but full consistency is not 

guaranteed. Additionally, historical HR data may have errors; 

we rely on accurate reporting but cannot fully audit each 

company’s records. The retrospective nature of data means we 

trust data quality without having been involved in its collection 

(Thomas, 2022). This could affect the reliability of 

comparisons. 

• Sample Size and Power: Depending on how many organizations 

provide data, the sample size may be moderate (perhaps tens of 

companies, not hundreds). With a limited sample, the statistical 

power to detect differences, especially for mediation or 

interaction effects, is limited. We might have a higher risk of 

Type II errors (failing to detect a real effect). For example, if 

chaplaincy truly reduces turnover by a small margin, our sample 

might not be large enough to show it as statistically significant. 

Similarly, moderation analyses with several subgroups could be 

underpowered. Thus, some null findings might be inconclusive 

rather than definitive. We will have to interpret non-significant 

trends carefully and possibly rely on effect sizes to judge 

importance. 

• Potential Bias in Data Sharing: There is a subtle selection bias in 

terms of who agrees to share data. Companies that volunteer 

their data might be those that are particularly interested in 

chaplaincy (perhaps expecting positive results) or those with a 

certain culture of openness. If a chaplaincy company had very 

poor outcomes, it might decline to participate, skewing the 

sample toward “better” chaplaincy cases. Similarly, we might 

inadvertently get control companies that are more open (and 

possibly better performing) as well. This self-selection bias in 

participation could inflate or deflate differences. We will note 

the participation rate and consider any obvious differences 

between those who participated and those who did not (to the 

extent known). 

• Homogeneity of Treatment: We treat “chaplaincy” somewhat 

monolithically in analysis (aside from intensity differences), but 

in reality chaplaincy programs can differ (different providers, 

approaches, chaplain personalities). Our study cannot fully 

capture qualitative differences, so we assume a level of 

homogeneity that might not hold. If one chaplaincy program is 

very effective and another less so, but we lump them, the effect 

size is an average that might under-represent the best case or 

over-represent a less common scenario. This variance within the 

treatment group is a limitation. We try to mitigate by measuring 

intensity, but not all quality aspects are measurable. 

• Temporal Ambiguity: Because we largely use cross-sectional data 

(one time point), we sometimes assume chaplaincy is in place 

and outcomes observed after. However, if chaplaincy was 

implemented very recently in some companies, the outcomes 

might mostly reflect pre-chaplaincy status (insufficient time for 

effect). Conversely, some outcomes might actually precede 

chaplaincy but still be in the data. Without a clear baseline and 

follow-up measure, our design has temporal ambiguity – we 

cannot always be sure the chaplaincy exposure preceded the 

outcome measurement in effect. We mitigate this by focusing 

on companies with established chaplaincy (one delimitation is 

excluding very new programs), but it’s not perfect. Ideally, a 

longitudinal design would be better, but that’s beyond our 

current scope. 

• Outcome Scope: We focus on certain measurable outcomes, but 

chaplaincy might have other impacts that we’re not capturing 

(positive or negative). For example, chaplaincy might improve 

productivity or customer satisfaction – we do not measure those. 

It might also have a personal spiritual impact on employees – 

not measured here. On the flip side, if chaplaincy caused any 

resentment among employees who prefer secular boundaries, 

that might manifest in some ways (maybe conflict, which we 

measure, but maybe subtle morale issues). If our chosen 

outcomes don’t cover some effect, we will miss it. Thus, our 

conclusions are limited to the outcomes studied and should not 

be generalized to “overall organizational performance” or such, 

since financial or other metrics were not included (a conscious 

delimitation). 

• No Qualitative Insights: Methodologically, we do not include 

qualitative data (interviews, open-ended feedback) which could 

enrich understanding. The absence of qualitative perspectives is 

a limitation in that we may correctly observe a difference but 

misattribute the cause without employee narratives. For 

example, if retention is better with chaplaincy, is it because of 

emotional support or because chaplaincy is a signal of a broader 

caring culture? Qualitative input could clarify that, but we won’t 

have it in this section’s approach (though Section 2 literature 

might supply some insight). 

• Trustworthiness of Self-Reported Survey Measures: If we 

incorporate company engagement survey results, remember 

these are self-reported by employees and could suffer from 

common survey biases (e.g., fear of confidentiality, especially 

on ethics items; cultural differences in using rating scales). Also, 

if chaplaincy presence correlates with something like employees 

feeling they should answer more positively out of gratitude or 

social desirability, that can bias survey-based outcome 

differences. This is a limitation that we note: differences in 

ethical climate scores or engagement might partially reflect 

response bias differences between organizations (maybe 

chaplaincy places encourage openness, so employees are 

actually more honest, ironically perhaps reporting lower climate 

if they feel safe to critique, or vice versa). 

• Analysis Complexity and Multiple Comparisons: We plan several 

analyses (4 outcomes, some mediators, some moderators). This 

raises the issue of multiple comparisons, which can inflate the 

chance of a Type I error (finding something significant by 

chance). Strictly, if we were testing a single hypothesis, α =.05 

is fine, but with many tests, the probability of at least one false 

positive increases. We are aware of this and will interpret a lone 

significant finding among many with caution. We might employ 

a Bonferroni or Holm correction for the family of four outcomes 

if needed, but given the exploratory nature, we might not 

formally adjust but rather qualitatively weigh the pattern of 

results. This is a limitation: the more we fish in data, the more 

careful we need to be about over-interpreting one significant p-

value. 

Delimitations: 

• Scope of Organizations: The study is deliberately focused on 

marketplace chaplaincy in businesses. We delimit by not 

including, say, hospital chaplaincy or military chaplaincy 

contexts, which have extensive literature but different 

dynamics. We also primarily focus on for-profit companies 

(likely those that partner with chaplaincy providers). Non-profit 

organizations or the public sector with chaplains (like some 

police/fire departments) are excluded to keep the comparison 
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consistent and within “business theology” context. This choice 

narrows generalizability but provides a more homogeneous field 

to study chaplaincy as a management practice. 

• Geographical Focus: We anticipate focusing on one country 

(e.g., U.S.) or a limited region rather than global. This 

delimitation avoids cross-national differences in chaplaincy 

models and legal environments that could confound results. It 

also aligns with where data access is feasible (most workplace 

chaplaincy providers operate primarily in North America). We 

thus intentionally do not include international cases (if any are 

available) to maintain consistency in cultural context. 

• Variables Chosen: We have chosen specific outcome variables 

(turnover, conflict, ethical climate, well-being) based on 

relevance to business outcomes and what literature suggests 

chaplaincy might impact (Miller et al., 2018). We consciously 

delimit the study to these and not to others like productivity, 

profitability, or customer outcomes. That’s a choice to keep the 

project manageable and directly tied to employee-related 

outcomes. We also chose certain mediators (support, meaning, 

etc.) from theory, delimiting away from others (for example, we 

didn’t include “religious commitment” of employees as a 

mediator or outcome, since we keep theology minimal and focus 

on organizational metrics). The delimitations in variables ensure 

we stay on the “applied business theology” angle (looking at 

business-relevant outcomes influenced by a theologically-

informed practice, chaplaincy). 

• Time Frame: The study likely uses data from a recent period (e.g., 

2024 data). We delimit not to examine trends over time 

extensively (though if data from multiple years are given, we 

might use them in matching or context, but not doing a full time 

series analysis). This cross-sectional focus is a delimitation for 

practicality. We could have designed a longitudinal study 

tracking changes pre/post chaplaincy in a single organization or 

following many over time, but that would be a different design. 

By delimiting to a cross-sectional matched design, we sacrifice 

some temporal depth in exchange for breadth of cases at one 

point in time. 

• No Primary Data Collection: A major delimitation is the 

decision to not conduct new surveys or interviews. This was a 

strategic choice (due to time, resource, or perhaps pandemic 

constraints if any). It means we rely wholly on secondary data. 

The advantage is efficiency and possibly larger sample size (if 

many companies share data) versus doing fieldwork in each 

company. The disadvantage, as noted in limitations, is missing 

data on certain constructs and inability to probe deeper. This 

was consciously chosen to align with the study’s resource 

constraints and perhaps philosophical approach of mining 

existing information before burdening subjects with new 

questions. 

• Chaplaincy Definition: We delimit chaplaincy as a formal 

program providing pastoral care at work. We do not include 

other forms of workplace spirituality initiatives (like 

mindfulness programs, employee prayer groups, etc.) in the 

treatment definition. If a control company has something similar 

to chaplaincy (like a robust Employee Assistance Program with 

counseling), we still consider it “no chaplaincy” because 

chaplaincy specifically implies a spiritual dimension and 

ongoing presence. One could argue EAP or counseling is a 

quasi-comparable service; we delimit that we are studying 

explicitly faith-based chaplaincy, not generic counseling. 

However, we will note in discussion if EAP presence in both 

groups might dampen observable differences. 

• Moderators Limited: We chose a few moderators (industry, etc.) 

that we think are important. We delimit away from others we 

could consider (for instance, “urban vs rural” location, or “union 

vs non-union environment” could moderate conflict outcomes, 

but we didn’t include that explicitly; or “blue collar vs white 

collar workforce”). We had to limit the scope to key questions. 

We acknowledge there could be many context variables; we 

focus on those most relevant to chaplaincy context and diversity 

considerations. 

• Theological Content Minimal: In alignment with the notion of 

“applied business theology,” we deliberately do not measure or 

analyze theological/spiritual outcomes directly (like changes in 

employees’ spiritual well-being, or the religious nature of 

chaplain interactions). That’s a delimitation to maintain focus 

on business outcomes. The theological discussion is minimal by 

design in methodology; Section 2 might cover theological 

underpinnings, but the study itself doesn’t measure, say, 

employees’ faith or religious growth. This keeps the study in the 

realm of observable workplace metrics, but delimits out a whole 

dimension of chaplaincy impact (the spiritual impact) since it’s 

harder to measure and beyond the business focus. This is a 

conscious choice to make the research relevant to organizational 

studies and acceptable within secular academic expectations. 

• No Interference/Standardization of Intervention: We do not 

attempt to standardize how chaplaincy is implemented across 

companies (that would be more like an experiment). We take 

chaplaincy programs as they are. This delimitation means we 

study them in situ, but also means we accept variance in 

program implementation. We are not testing a specific 

chaplaincy protocol; we’re testing chaplaincy as practiced in 

real-world variety. That’s fine for external validity to real 

practice but is a delimitation in terms of experimental control. 

• Focus on Quantitative Metrics: By delimiting to quantitative 

secondary data, we exclude qualitative outcomes like anecdotal 

employee testimonies of improved ethical awareness, which 

could be very insightful but are not captured. Thus, our results 

will lack the narrative element that might resonate in theology 

discussions. This is a trade-off chosen to maintain 

methodological rigor in a quantitative framework. 

Understanding these limitations and delimitations is important for 

interpreting the findings. In Section 5 (Discussion), we will revisit 

how these factors might influence the conclusions and 

recommendations. For instance, we will stress that any policy 

implications drawn must consider that we found associations in a 

specific context, not universal truths proven beyond doubt. The 

delimitations helped shape a feasible and focused study, while the 

limitations point to areas where further research (perhaps with 

experimental or longitudinal designs, or qualitative complements) 

would be beneficial to build on what this study finds. 

3.11. Summary 

Section 3 has outlined the methodology of this study research in 

detail, establishing a solid foundation for executing the study and 

analyzing its results. We began with an introduction situating the 

methodology in relation to the research purpose – examining 

differences between organizations with and without workplace 

chaplaincy on key outcomes – and highlighting the use of a quasi-

experimental matched design relying on secondary data. The 

research design and rationale (Section 3.2) explained why a non-

equivalent group's design is necessary and appropriate, 

emphasizing both its strengths (real-world relevance, ethical 

feasibility) and its limitation of non-random assignment (Thomas, 

2022). 

Subsequently, we described the target population and sampling 

approach (Section 3.3), noting how chaplaincy and comparison 

organizations will be identified and selected through careful 

matching. We specified inclusion criteria and the strategy to pair 

companies, aiming for comparability in industry, size, and other 

factors. 

In Section 3.4, we detailed the data sources to be utilized (HR 

records, chaplaincy program data, surveys, etc.), and how we will 

gain access to these data ethically and securely. We stressed the 

robust data management practices to maintain confidentiality and 

data integrity, aligning with recommended guidelines for secondary 

data usage (Tripathy, 2013). 
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Section 3.5 enumerated the variables of interest and their 

operational definitions – from the independent variable (chaplaincy 

presence and intensity) to each dependent outcome 

(retention/turnover, conflict incidence, ethical climate, and well-

being), as well as mediators (support, meaning, ethical awareness, 

morale) and moderators (industry, work setting, diversity, 

leadership support). For each, we explained how it will be measured 

or indicated with transparent notation of data limitations. This 

thorough mapping of variables ensures clarity in what exactly is 

being measured and compared, helping to guard against construct 

validity issues. 

We then discussed the matching procedure (Section 3.6) central to 

our design. We outlined how organizations will be matched on 

observable characteristics to reduce selection bias, potentially using 

propensity score techniques (Schneider & McDonald, 2010), and 

how we will check and improve the balance between groups. This 

section also touched on remaining bias risks and how analysis 

adjustments will further mitigate them (Schneider & McDonald, 

2010). 

The data analysis plan (Section 3.7) provided a step-by-step 

blueprint for how we will use statistical methods to answer the 

research questions. We described initial descriptive analysis and 

balance checks, followed by outcome comparisons using t-tests and 

regressions for each key outcome. Plans for exploring mediation 

(using regression-based approaches to see if chaplaincy’s effects are 

channeled through support, ethical climate, etc.) and moderation 

(using interaction terms to see if context changes the effect) were 

included, albeit contingent on data availability. We emphasized 

interpreting results in terms of associations and effect sizes, and 

indicated how we will handle assumptions and potential multiple 

comparisons to maintain rigor. 

In Section 3.8, we addressed validity and reliability considerations. 

We acknowledged the moderate internal validity due to the quasi-

experimental nature and described measures taken to strengthen it 

(matching, controls) and to be transparent about it (Thomas, 2022). 

We discussed external validity and to what contexts we can 

generalize (marketplace chaplaincy in similar settings) and where 

caution is needed. Construct validity of each measure was 

considered, and reliability of data sources was analyzed – overall 

striving to argue that our methods yield trustworthy findings as long 

as their scope is understood. 

Section 3.9 delved into ethical considerations, demonstrating the 

study’s compliance with ethical norms. We explained how we will 

protect confidentiality (e.g., anonymizing company data) and 

ensure no harm to organizations or individuals comes from 

participation. We highlighted that using pre-collected data with 

anonymity poses minimal risk, and we align our practices with both 

IRB requirements and the moral imperative of respecting privacy 

(Tripathy, 2013). We also considered the religious sensitivity of the 

topic, ensuring a pluralistic and non-coercive approach throughout 

the research. 

Finally, in Section 3.10, we outlined the study’s limitations and 

delimitations. Limitations such as the inability to fully eliminate 

selection bias, potential data gaps, and the cross-sectional design’s 

constraints on causal claims were candidly acknowledged. 

Delimitations like focusing on certain outcomes, excluding others, 

and restricting the context to business organizations in a certain 

region were also specified, clarifying the intended boundaries of the 

research. 

In conclusion, Section 3 has provided a comprehensive roadmap of 

how the research will be conducted and why it is designed that way. 

This meticulous planning ensures that the study is methodologically 

sound and that readers (and future researchers) can understand the 

process step by step. It balances methodological rigor with practical 

feasibility and ethical responsibility. With this methodology in 

place, the study can proceed to Section 4, where the plan is put into 

action and the data are analyzed, followed by Section 5, which will 

discuss the results, their implications for theory and practice of 

workplace chaplaincy (as applied business theology), and 

recommendations for further research. 

By adhering to the methods outlined here, the study aims to 

contribute credible empirical evidence to the conversation about 

whether and how chaplaincy programs tangibly benefit 

organizations and employees. 

The care taken in research design and execution, as described in this 

section, underpins the validity of the conclusions that will be drawn 

from this investigation. 

4. Results 

4.1 Sample Characteristics and Descriptive 
Statistics 

This section presents the quantitative findings of the study, 

following the analytic plan outlined in Section 3. We first describe 

the sample of organizations and verify the baseline equivalence of 

the chaplaincy and non-chaplaincy groups. Then, results are 

organized by each research question: differences in key 

organizational outcomes (RQ2), mediation analyses (RQ3), 

moderation analyses (RQ4), and descriptive insights on chaplaincy 

implementation (RQ5). All results are reported in alignment with 

APA 7th edition standards, with tables summarizing the statistical 

models (including coefficients, standard errors, confidence 

intervals, and p-values). Throughout, findings are presented 

cautiously as associations rather than definitive causal claims, given 

the observational, matched design. 

Sample Description: The final sample included N = 50 

organizations with an established workplace chaplaincy program 

(“chaplaincy group”) matched 1:1 with N = 50 comparable 

organizations without chaplaincy (“control group”), for a total of 

100 organizations. These companies span multiple industries (e.g., 

manufacturing, healthcare, retail, finance, technology) and varied in 

size from approximately 100 employees to over 5,000. The 

chaplaincy group had a median program tenure of 5 years (range 1–

20 years), indicating most had multi-year experience with the 

intervention. Each chaplaincy company was paired with a control 

company of the same industry and similar size, region, and 

workforce demographics. Table 4.1 displays descriptive statistics of 

the sample and confirms the success of the matching procedure in 

creating equivalent groups. 

Group Equivalence Checks: As shown in Table 4.1, there were no 

significant pre-existing differences between the chaplaincy and 

control groups on key organizational characteristics. The average 

company size in the chaplaincy group was 1,050 employees, 

compared to 1,030 in the control group, a difference that was not 

statistically significant (p =.88). The industry composition was 

balanced – for example, each group contained 10 manufacturing 

firms, 8 healthcare organizations, etc., with roughly equal 

representation across sectors. Baseline human resource metrics 

(prior to chaplaincy implementation for the chaplaincy group, or a 

comparable historical year for controls) were also closely matched. 

For instance, the mean annual turnover rate before the program was 

18.2% in chaplaincy companies vs. 18.7% in control companies 

(difference = –0.5 percentage points, t = 0.20, p =.84). Baseline 

employee engagement scores (available for ~60% of firms) likewise 

showed no significant group difference (Chaplaincy M = 74.5 on a 

100-point engagement index, Control M = 73.8; p =.73). These 

results indicate that the matching achieved baseline balance, 

mitigating selection biases. We therefore proceed with greater 

confidence that post-implementation differences can be attributed 

to chaplaincy presence, acknowledging that unobserved differences 

could still exist. 

Assumption Checks: Prior to hypothesis testing, we examined 

statistical assumptions. Continuous outcome measures (e.g. 

turnover % and survey scores) were approximately normally 

distributed across companies; Shapiro-Wilk tests showed no severe 

deviations from normality (p >.05 for all four key outcome 

distributions). Homogeneity of variance between groups was 

assessed via Levene’s test and found satisfactory (e.g., for turnover 

rate, F(1,98) = 1.22, p =.27). Where outcomes were counts (e.g., 
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conflict incident counts), we inspected dispersion and zero-

inflation. Conflict incident data were moderately skewed (many 

companies had few formal incidents per year); as a result, non-

parametric tests and count regression models were considered in 

addition to mean comparisons. Overall, there were no violations 

preventing the planned analyses. In cases of non-normality or skew, 

we report both parametric and, for robustness, corresponding non-

parametric results. 

Table 4.1. Descriptive statistics and baseline equivalence of matched sample 

Characteristic Chaplaincy group (N = 
50) Control group (N = 50) Difference (chaplaincy - 

control) p value 

Company size (employees) 1,050 ± 980 (median 700) 1,030 ± 950 (median 680) +20 .88 

Industry: Manufacturing (%) 20% 20% 0% .99 

Healthcare (%) 16% 16% 0% .99 

Retail (%) 14% 14% 0% .99 

Finance (%) 12% 14% -2% .78 

Technology (%) 10% 10% 0% .99 

Other industries (%) 28% 26% +2% .82 

Baseline turnover rate (%) 18.2 ± 9.5 18.7 ± 9.8 -0.5 pp .84 

Baseline engagement score (0-100) 74.5 ± 10.1 (N = 30) 73.8 ± 9.8 (N = 32) +0.7 .73 

Has employee assistance program (EAP) 

(%) 80% 78% +2% .81 

Other wellness programs (count) 1.8 ± 1.2 1.7 ± 1.3 +0.1 .77 

Note. Values are mean ± SD or percentages as indicated. No differences are statistically significant, confirming matched baseline equivalence. pp = percentage 

points. Baseline engagement scores were available for a subset of firms. Other wellness programs are reported as a count out of five possible types. 

With the sample described and baseline balance established, we turn 

next to the hypothesis tests addressing each research question. In 

summary, the results provide evidence that organizations with 

chaplaincy programs differ from those without on several 

outcomes, and shed light on how those effects may occur and under 

what conditions. All findings are summarized by research question 

at the end of the section (Section 4.6). 

4.2 Chaplaincy and Organizational Outcomes 
(RQ2) 

Research Question 2 asked: Do organizations that implement a 

workplace chaplaincy program have significantly different 

outcomes in employee retention, workplace conflict, ethical 

climate, and employee well-being compared to organizations 

without a chaplaincy program? We addressed this question by 

comparing the chaplaincy versus control groups on each of the four 

key outcomes, as hypothesized in Section 1 (H1–H4). Table 4.2 

summarizes the results of these group comparisons using regression 

models for each outcome. In each model, the presence of a 

chaplaincy program (a binary indicator: 1 = chaplaincy, 0 = none) 

is the primary predictor, controlling for any minor residual 

differences in company size or industry if needed. We report 

unstandardized coefficients (B), standard errors, 95% confidence 

intervals, and significance. In addition, we cross-checked the results 

with simpler tests (e.g., t-tests or nonparametric tests) to ensure 

robustness, as noted below. All tests are two-tailed with α =.05. 

4.2.1 Employee Retention (Turnover Rates) 

H1 (Retention) posited that organizations with chaplaincy would 

have higher employee retention (i.e. lower turnover) than matched 

organizations without chaplaincy. The data support this hypothesis. 

On average, chaplaincy organizations showed significantly lower 

annual turnover rates than controls. As shown in Table 4.2, the 

regression model for turnover yielded B = –5.21 (SE = 1.78) for the 

chaplaincy indicator, meaning chaplaincy companies had about a 

5.21 percentage-point lower turnover rate than comparable non-

chaplaincy companies, p =.003. The 95% confidence interval for 

this difference was [–8.75, –1.67], indicating a robust effect. In 

practical terms, if the control group’s mean turnover was, say, 18%, 

the chaplaincy group’s mean was around 12.8%. This translates into 

a retention rate of roughly 87% in chaplaincy companies vs. 82% in 

controls – a meaningful improvement in retaining employees. 

Figure 4.1 (see Appendix A) plots the distribution of turnover rates 

by group, illustrating that chaplaincy companies consistently cluster 

at the lower-turnover end. 

The difference remained significant after adjusting for any slight 

variations in firm size and industry that were not perfectly matched 

(in the regression, those covariates were not significant). A paired 

t-test on turnover within the 50 matched pairs also confirmed the 

result (mean difference = –5.2%, t(49) = –3.12, p =.003). The 

nonparametric Wilcoxon signed-rank test echoed the finding (Z = –

2.85, p =.004), showing it is not driven by outliers. Thus, 

organizations with workplace chaplains tend to experience 

substantially less employee turnover than their peers without 

chaplains, all else being equal. This finding aligns with anecdotal 

reports from industry – for example, Marketplace Chaplains USA 

has claimed significantly lower turnover among their client 

companies relative to industry averages – and with leaders’ 

perceptions that chaplaincy boosts employee loyalty. It also 

resonates with organizational behavior theory: employees who feel 

cared for are more likely to stay, consistent with the concept of 

perceived organizational support and its well-known inverse 

relationship to turnover intention. In Section 2, Miller et al. (2018) 

observed that employees interpreted chaplaincy as a sign that “my 

company cares about me,” often responding with gratitude and 

loyalty. The present quantitative result provides empirical 

confirmation that such loyalty translates into improved retention 

outcomes. 

4.2.2 Workplace Conflict Incidence 

H2 (Conflict) hypothesized that organizations with chaplaincy 

would experience fewer workplace conflicts or faster conflict 

resolution than those without chaplaincy. We operationalized 

“workplace conflict” as the annual number of formal HR-recorded 

conflict incidents (e.g., filed grievances, harassment complaints, or 

serious interpersonal disputes) per 100 employees. Because these 

incident counts can be skewed (many zeros or low counts), we 

analyzed conflict rates using both a comparison of group medians 

and a negative binomial regression. 

The frequency of formal conflict incidents was significantly lower 

in the chaplaincy group. Table 4.2 shows that the chaplaincy 

presence had B = –0.47 (SE = 0.19) on the log-incident rate (p 

=.014) in the count regression model. Exponentiating this 
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coefficient, the incidence rate ratio (IRR) for conflicts in chaplaincy 

vs. non-chaplaincy companies is approximately 0.62 (95% CI 

~0.43–0.91). In other words, chaplaincy companies had about 38% 

fewer formal conflict incidents per employee than comparable 

companies without chaplains, holding size constant. For example, 

if a control company averaged 2.0 HR grievances per 100 

employees annually, a similar company with chaplaincy averaged 

only about 1.2 per 100. This difference is also reflected 

nonparametrically: the median number of annual conflicts was 1 in 

the chaplaincy group vs. 2 in the control group (per 100 staff), and 

a Mann-Whitney U test indicated a significant reduction (U = 962, 

p =.03). These results support H2, suggesting chaplaincy is 

associated with a more harmonious workplace or better conflict 

management. 

Interpreting this finding requires care. The raw numbers of recorded 

conflicts were low in both groups (many organizations had zero 

formal complaints in the year analyzed), so the effect is driven by 

differences among those with any incidents. It could reflect 

chaplains preventing conflicts from escalating – by mediating 

disputes early or providing counsel to employees before issues 

require HR intervention. Qualitative comments from HR managers 

in chaplaincy companies bolster this explanation: HR professionals 

have noted that chaplains often defuse tensions and “preempt 

escalation to formal grievances”. Additionally, employees may 

handle issues more informally with a chaplain’s help, reducing the 

need for official complaints. Our data cannot prove the mechanism, 

but the strong reduction in formal conflict reports is consistent with 

chaplaincy’s peacemaking role. Notably, this outcome also 

dovetails with the biblical ethos of chaplains as peacemakers in the 

workplace (cf. Matthew 5:9) – though interpretation of such 

theological alignment is reserved for Section 5, we observe here that 

chaplains’ presence correlates with a measurably calmer workplace. 

4.2.3 Ethical Climate 

H3 (Ethical Climate) predicted that organizations with chaplaincy 

would report a stronger ethical climate than those without. We 

measured ethical climate using an index derived from employee 

survey data in each company. Where available, we took the mean 

score (on a 1–5 Likert scale) of several items related to the 

organization’s ethical environment – e.g., “Management exhibits 

integrity,” “Employees are treated with respect and care,” “It is safe 

to voice ethical concerns.” Approximately 60 companies (30 pairs) 

had administered internal climate surveys that included such items. 

For others, we used a proxy measure: the absence of any ethical 

violations or compliance breaches in the past year (however, since 

serious ethics breaches were rare in our sample, the survey-based 

measure was the primary indicator). 

Results indicate that chaplaincy is positively associated with a 

stronger ethical climate, although the effect size is modest. In Table 

4.2, the chaplaincy coefficient for ethical climate score is B = +0.22 

(SE = 0.10), p =.031. This suggests chaplaincy companies scored 

about 0.22 higher on the 5-point ethical climate index than controls 

(e.g., an average of 4.15 vs. 3.93). The 95% CI for the difference is 

[0.02, 0.42]. While this difference may appear small in absolute 

terms, it is noteworthy given that organizational climate scores 

typically move in narrow ranges. An increase of 0.2 on a 5-point 

scale can correspond to a considerable improvement in employees’ 

collective perceptions of honesty, fairness, and care in the 

workplace. 

We also ran an independent-samples t-test on the climate score 

which confirmed significance (t(58) ≈ 2.20, p =.032). No control 

variables were needed since the matching inherently controlled 

major factors; nonetheless, including industry and size did not alter 

the chaplaincy effect. For a subset of firms, we could compare 

longitudinal survey results (pre- vs. post-chaplaincy 

implementation): those analyses (though limited N) showed ethical 

climate scores tended to rise after introducing chaplaincy, whereas 

matched controls showed no change, further implying a chaplaincy 

benefit. 

This finding supports H3 and provides quantitative backing to the 

notion that having a chaplain contributes to an ethical, caring 

culture. Chaplains, by their presence and counsel, may reinforce 

ethical values and model compassion and integrity, thereby 

influencing the climate. In prior qualitative research, corporate 

leaders perceived that chaplains heighten moral awareness and 

“foster a culture of empathy and accountability”. Our data give 

credence to those perceptions. The effect is not huge – which is 

unsurprising, as ethical culture is influenced by many factors 

(leadership, policies, etc.) – but it is statistically significant. It aligns 

with the idea that chaplains can function as ethical influencers or 

guardians of company values. In a pluralistic work environment, 

chaplains insist on respect for all and uphold confidential, truthful 

care, which can nurture an inclusive ethical climate. Indeed, Miller 

et al. (2018) noted that even non-religious employees appreciated 

chaplains’ non-judgmental support, which can build trust across the 

organization. Our findings therefore suggest that chaplaincy, as an 

embodiment of applied theology in business, correlates with a 

perceivably more ethical and caring organizational climate. 

4.2.4 Employee Well-Being 

H4 (Employee Well-Being) predicted that employees in 

chaplaincy-served organizations would report higher well-being 

(emotionally, socially, and spiritually) and lower stress/burnout on 

average than those in organizations without chaplaincy. We 

examined employee well-being through two quantitative indicators: 

(1) self-reported well-being and stress levels from employee 

surveys, and (2) objective proxies like average sick days taken per 

employee. Many companies conduct annual engagement or well-

being surveys; we used any available composite well-being or job 

satisfaction score (often on a 1–5 or 1–7 scale, or percent favorable) 

from the most recent survey for each company. We also collected 

data on annual sick leave usage (as higher absenteeism can signal 

lower well-being) where available. These measures were 

standardized and combined into a well-being index for analysis 

(higher = better well-being). 

The results show a significant positive difference in well-being 

associated with chaplaincy. As seen in Table 4.2, chaplaincy 

presence predicts an increase of about 0.25 SD on the well-being 

index (B = +0.27, SE = 0.11 in standardized units, p =.016). In raw 

terms, chaplaincy companies had higher average well-being survey 

scores (e.g., 4.20 on a 5-point scale vs. 3.95 in controls) and slightly 

fewer sick days per employee (mean 5.4 days/year vs. 6.1 in 

controls, though the sick day difference alone was not significant). 

When combined, the overall index difference was reliable 

statistically. For a concrete illustration, one common survey item 

was “Overall, I would rate my mental/emotional well-being at work 

as positive.” The chaplaincy group’s mean response was 4.1 out of 

5, compared to 3.7 in the control group, corresponding to 8% more 

employees rating their well-being favorably. Similarly, burnout-

related items (like “I feel burned out by my job”) were less 

frequently endorsed in chaplaincy companies. These patterns 

confirm H4’s expectation of a well-being benefit. 

It is important to note that while the association is significant, it 

does not prove chaplaincy alone caused the well-being 

improvement – other supportive initiatives could co-occur. 

However, the matched design and analysis lend confidence that 

chaplaincy played a role. This inference is bolstered by theoretical 

and practical context: chaplains provide counseling, emotional 

support, and spiritual guidance, all of which are known to alleviate 

stress and enhance an individual’s sense of wellness (Miller et al., 

2018). Indeed, employees in interviews have credited chaplains 

with helping them navigate personal challenges – from family crises 

to mental health struggles – thereby improving their overall well-

being (Miller et al., 2018). Our quantitative data mirror these 

testimonials. The finding is also in line with broader research on 

meaningful work and supportive workplaces: meaningful work and 

strong support systems are linked to better mental health, less 

anxiety, and less burnout (Westover, 2025). By integrating pastoral 

care into the work context, chaplaincy appears to contribute to those 

supportive conditions. As Lips-Wiersma and colleagues note, 
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fostering meaning and compassion at work leads to improved 

satisfaction and well-being (Westover, 2025). Section 2 highlighted 

a study by Bester (2017) in South Africa which found positive 

associations between corporate chaplaincy involvement and 

employee wellness measures – our results here provide a parallel 

quantitative affirmation in a U.S. context. 

Overall, for RQ2 we find that all four hypothesized outcomes show 

differences in the expected direction: lower turnover, fewer 

conflicts, and higher ethical climate and well-being in chaplaincy 

organizations compared to matched non-chaplaincy organizations. 

These results, summarized in Table 4.2, are statistically significant 

and practically meaningful. They suggest that marketplace 

chaplaincy, as an applied form of pastoral care in business, 

correlates with beneficial organizational outcomes across multiple 

domains. The next sections delve into how these effects might arise 

(mediators) and when or for whom they are strongest (moderators). 

Table 4.2. Regression results for chaplaincy versus non-chaplaincy on key outcomes (RQ2) 

Outcome Model / term Predictor B / effect SE 95% CI p value 

Employee turnover OLS regression (turnover % per 

year) Chaplaincy (0/1) -5.21 1.78 [-8.75, -1.67] .003** 

 Covariates: size, industry (n.s.) Intercept 18.60 1.26 [16.10, 21.10] <.001** 

Conflict incidents Negative binomial (log count per 

100 employees) Chaplaincy (0/1) -0.474 0.192 [-0.850, -0.098] .014* 

 Offset = log(employees) Intercept -2.302 0.154 [-2.604, -2.000] <.001** 

 Equivalent incidence-rate ratio IRR 0.62  [0.43, 0.91]  

Ethical climate OLS regression (mean score 1-5) Chaplaincy (0/1) +0.22 0.10 [0.02, 0.42] .031* 

 Covariates: none (matched) Intercept 3.93 0.07 [3.78, 4.08] <.001** 

Employee well-being OLS regression (well-being index, 

standardized) Chaplaincy (0/1) +0.27 0.11 [0.05, 0.49] .016* 

(composite measure) Covariates: none (matched) Intercept -0.01 0.08 [-0.17, 0.15] .91 

Note. Each row represents a separate model or model term. For conflict incidents, the coefficient is on the log scale; the incidence-rate ratio (IRR) is shown 
for interpretation. Higher ethical-climate and well-being scores indicate better outcomes. Well-being was standardized. Tests are two-tailed. * p < .05. ** p 
< .01. 

4.3 Mediating Mechanisms (RQ3) 

Research Question 3 asked: To what extent are any positive 

outcomes associated with chaplaincy mediated by factors such as 

increased perceived pastoral support, enhanced sense of meaning at 

work, or heightened ethical awareness among employees? In other 

words, how might chaplaincy bring about the benefits observed in 

RQ2? Our study focused on two key mediators specified in our 

hypotheses: (a) employees’ perceived pastoral support and 

organizational care, and (b) employees’ sense of meaning/purpose 

at work. We also considered ethical awareness as a potential 

mediator (since chaplaincy might instill stronger ethics which then 

improve outcomes), but due to data limitations we primarily tested 

the first two mediators corresponding to H5 and H6. Mediation was 

examined using regression-based path analysis following Baron and 

Kenny’s framework and confirmed with bootstrap tests of indirect 

effects. 

All mediator variables were measured via employee surveys in a 

subset of companies that provided such data. 

4.3.1 Perceived Pastoral Support as a Mediator 

H5 (Support Mediation) proposed that the positive effect of 

chaplaincy on outcomes like retention would be mediated by 

employees’ perception of support – i.e., chaplaincy makes 

employees feel the organization cares about them as whole persons 

(pastoral support), which in turn reduces their desire to leave. We 

operationalized Perceived Pastoral/Organizational Support by an 

item (or index of items) from company surveys analogous to the 

well-known concept of perceived organizational support (POS). A 

representative item was: “My organization cares about its 

employees’ well-being.” We specifically looked at the pastoral care 

dimension, capturing whether employees felt they had personal 

support for life issues at work. In chaplaincy companies, this 

presumably reflects the chaplain’s impact. The support score was 

on a 1–5 scale (5 = strongly agree that the organization cares). 

Our mediation analysis focused on the pathway: Chaplaincy → 

Perceived Support → Turnover. The results strongly support a 

mediation effect. First, chaplaincy significantly increased perceived 

support: Chaplaincy companies had higher support ratings (mean 

4.30, vs. 3.85 in controls, on the 5-point scale). In a regression 

predicting support, chaplaincy presence had B = +0.45 (SE = 0.12, 

p <.001), 95% CI [0.21, 0.69]. This confirms a substantial direct 

effect of chaplaincy on the mediator (Path a). Employees in 

companies with chaplains indeed felt more holistically supported by 

their employer – a finding that echoes the qualitative theme “the 

suits care about us” identified by Miller et al. (2018). The magnitude 

(almost half a point on a 5-point scale) is considerable in 

organizational survey terms. 

Second, higher perceived support was associated with lower 

turnover. In the combined sample, the support score correlated 

negatively with annual turnover rates (Pearson r ≈ –0.50, p <.001). 

In a regression predicting turnover, perceived support had B = –6.8 

(SE = 1.9, p <.001), meaning each 1-point increase in support 

corresponded to about a 6.8 percentage-point decrease in turnover 

(e.g., a company with support rated 4.5 had much lower turnover 

than one rated 3.5). This relationship aligns with extensive 

organizational research that high perceived support increases 

employee commitment and reduces their intention to leave. It also 

makes intuitive sense: when employees feel valued and cared for, 

they are less likely to quit. 

Third, when we include both chaplaincy and perceived support in a 

regression predicting turnover, the previously significant 

chaplaincy effect diminishes to near zero. Table 4.3 presents the 

mediation regression models. The total effect of chaplaincy on 

turnover (Model 1) was B = –5.21, p =.003 (as reported earlier). 

When perceived support is added (Model 3), the direct effect of 

chaplaincy shrinks to B = –1.95 and becomes non-significant (p 

=.21), while perceived support remains a strong predictor (B = –

5.62, p =.002). In other words, controlling for employees’ sense of 

support, chaplaincy no longer has a unique impact on turnover – 

implying that chaplaincy’s impact was largely carried through the 

support it generated. The Sobel test for mediation was significant 

(Z = –2.77, p =.005), and a bootstrap analysis (5,000 resamples) 

estimated the indirect effect at –3.26 percentage points (95% CI [–

5.8, –1.1]), confirming a significant mediation. Approximately 63% 

of the total effect of chaplaincy on turnover appears to be mediated 

by perceived support (per standardized coefficients). 
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These results provide compelling evidence for H5: perceived 

pastoral support is a key mechanism linking chaplaincy to retention. 

Essentially, having a chaplain boosts employees’ feeling that the 

employer cares (the chaplain “humanizes” the company), and that 

feeling of support in turn makes employees more likely to stay. This 

finding ties directly into established OB theory – it casts chaplaincy 

as an effective driver of perceived organizational support (POS). In 

Section 2 we noted that employees often interpret chaplains’ care as 

care from the organization itself, which increases effective 

commitment and loyalty. Our quantitative mediation analysis 

validates this interpretation. From a theological perspective, it also 

resonates with the principle of “bearing one another’s burdens” (Gal 

6:2) – the chaplain’s burden-bearing ministry leads employees to 

feel valued and supported, which yields tangible organizational 

benefits in retention. We refrain from deeper theological exposition 

here, but observe that the empirical data and spiritual rationale 

converge: genuine care for employees fosters a reciprocity of 

loyalty. 

Table 4.3. Mediation of chaplaincy effect on turnover by perceived pastoral support (H5) 

Regression model Predictor B SE 95% CI p 

Model 1: Outcome = turnover % (total 

effect) Chaplaincy (0/1) -5.21 1.78 [-8.75, -1.67] .003** 

 Intercept 18.60 1.26 [16.1, 21.1] <.001** 

Model 2: Outcome = perceived support 

(1-5) Chaplaincy (0/1) +0.45 0.12 [0.21, 0.69] <.001** 

 Intercept 3.85 0.08 [3.69, 4.01] <.001** 

Model 3: Outcome = turnover % Chaplaincy (0/1) -1.95 1.54 [-5.01, 1.11] .21 

(chaplaincy and mediator → turnover) Perceived support -5.62 1.69 [-8.98, -2.26] .002** 

 Intercept 20.01 1.21 [17.6, 22.4] <.001** 

Indirect effect (chaplaincy → support 

→ turnover) Bootstrapped indirect effect -3.26  [-5.8, -1.1] Mediation 

confirmed 

Note. N = 100 companies. Support = employees’ perceived pastoral/organizational support (mean survey rating). Coefficients are unstandardized. In Model 
3, chaplaincy’s direct effect becomes non-significant, indicating mediation. Sobel Z = 2.77, p = .005. Bootstrap confidence interval based on 5,000 samples. 

In summary, perceived support fully mediates the chaplaincy–

retention link in our data. The chaplaincy program’s effect on 

reducing turnover operates through the pathway of making 

employees feel supported and cared for. This highlights the crucial 

role of pastoral care in driving outcomes: it is not simply the 

presence of a chaplain per se, but the supportive relationships they 

cultivate, that produce organizational benefits. 

4.3.2 Meaning/Purpose at Work as a Mediator 

We next examine H6 (Meaning Mediation), which hypothesized 

that chaplaincy’s influence on employee well-being and 

engagement is mediated by an increased sense of meaning or 

purpose at work. The rationale was that chaplains, by addressing 

spiritual questions and helping employees integrate their values 

with their work, might enhance employees’ perception that their 

work is meaningful – and meaningful work is known to improve job 

satisfaction, engagement, and well-being (Westover, 2025). We 

used an Employee Meaning/Purpose measure collected via surveys. 

Many companies had an item like “My work has real purpose and 

meaning.” We compiled such items (scored 1–5) or a short scale 

(e.g., the Work As Meaning Inventory) where available. The 

mediator “Meaning” was thus the average employee rating of 

meaningful work. 

Our mediation test focused on the pathway: Chaplaincy → 

Meaning → Well-Being. This analysis is somewhat more limited 

by data (meaning at work was assessed in about 50 companies), but 

still informative. The findings suggest partial mediation: chaplaincy 

does increase employees’ sense of meaning at work, which in turn 

is associated with higher well-being, but chaplaincy also retains a 

direct effect on well-being beyond meaning. 

First, chaplaincy had a positive effect on the meaning mediator. 

Chaplaincy companies reported higher meaning/purpose scores 

(e.g., “I find my work meaningful” averaged 4.2 out of 5) than 

control companies (mean ~3.9). In a regression, Chaplaincy 

presence → Meaning gave B = +0.28 (SE = 0.13), p =.033, 95% CI 

[0.02, 0.54]. So having a chaplain was associated with a significant 

0.28-point increase in employees’ sense of work meaning. This is 

noteworthy; it implies chaplains contribute not only to emotional 

support but to existential support – helping employees connect their 

work to a greater sense of purpose. Qualitative accounts support 

this; employees have described chaplains helping them reframe 

their job struggles in light of personal values and growth (Miller et 

al., 2018). The chaplains’ ministry of listening and guidance can 

imbue even routine jobs with a sense that someone cares and that 

one’s work matters. 

Second, the meaning at work was strongly linked to employee well-

being. Companies where employees felt high meaning tended to 

have better well-being outcomes (higher morale, lower burnout). In 

our data, the Meaning mediator correlated at r ≈ +0.45 with the well-

being index (p <.001). Regression: Meaning had B ≈ +0.50 (SE = 

0.15) when predicting the well-being index (standardized), p =.002. 

This aligns perfectly with a rich body of research: meaningful work 

is associated with higher job satisfaction, engagement, and even 

physical and mental health (Westover, 2025). Prior meta-analytic 

evidence (Allan et al., 2019) confirms that employees who find 

work highly meaningful report substantially better well-being and 

lower intentions to leave (Westover, 2025). Our findings concur: 

meaning is a potent positive factor for employees. 

Third, including Meaning in the chaplaincy → well-being model 

reduced the chaplaincy effect, though not to zero. In Model 1 

(chaplaincy → well-being index) we had B ≈ +0.27 (from Table 

4.2). In Model 3 (chaplaincy + meaning → well-being), the 

chaplaincy coefficient dropped to B ≈ +0.15 and its p-value rose 

to.18 (n.s.), while Meaning remained significant (B ≈ +0.47, p 

=.004). This pattern indicates that a sizable portion of chaplaincy’s 

impact on well-being operates through enhanced meaning (indirect 

effect). The Sobel test for the indirect path was significant (Z ≈ 2.10, 

p =.036), and bootstrapping gave an estimated indirect effect of 

about +0.13 SD on well-being (95% CI [0.02, 0.30]). However, 

unlike the retention case, chaplaincy still had a small positive direct 

effect on well-being that was not fully accounted for by the meaning 

mediator (the direct effect, while non-significant here, remained 

positive). This suggests partial mediation: increased meaning at 

work explains some, but not all, of the chaplaincy benefit to 

employee well-being. 

In sum, H6 is supported in part. Chaplaincy was associated with 

higher meaning in work, and that meaning was in turn associated 

with improved well-being and job engagement, carrying a portion 

of chaplaincy’s overall effect. This provides a plausible mechanism: 

chaplains help employees find personal significance in their work, 
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which boosts morale and satisfaction. As one employee 

summarized qualitatively, “The chaplain helped me see purpose in 

what I do, which made coming to work each day easier” (anecdote 

from a chaplaincy client company). Our data put numbers to that 

story. At the same time, chaplaincy likely improves well-being 

through other avenues beyond meaning – for example, direct 

emotional support or counseling can reduce stress irrespective of 

existential meaning. The direct effect that remained could 

encompass those other pathways (e.g., conflict resolution leading to 

a less stressful workplace, or tangible assistance provided by 

chaplains improving well-being). 

We also explored ethical awareness as a mediator (whether 

chaplaincy’s effect on, say, conflict might be mediated by raising 

ethical standards). However, since ethical climate was already 

treated as an outcome, and our ability to measure individual ethical 

awareness was limited, we did not find strong evidence on this 

front. We did observe that chaplaincy companies had slightly higher 

scores on ethics-related survey items (“people here behave 

ethically”) and that those scores correlated with lower observed 

conflict. A post-hoc mediation test suggested a small indirect effect 

of chaplaincy on conflict through ethical climate (indirect IRR 

~0.95, i.e. chaplaincy → higher ethical climate → slightly fewer 

conflicts), but the effect was not statistically significant (95% CI for 

the indirect effect overlapped 1). Given the data limitations, we 

reserve conclusions; it remains conceptually plausible that 

chaplains improve outcomes partly by shaping a more ethical, 

compassionate mindset among employees (which could then reduce 

conflicts or misconduct), but our study cannot confirm that pathway 

quantitatively. This could be a fruitful area for future research when 

more fine-grained data on employee ethics perceptions are 

available. 

To conclude RQ3: Yes, positive outcomes appear to be mediated 

by increased perceived support and enhanced meaning at work. 

Perceived pastoral support emerged as a powerful mediator, 

essentially explaining the chaplaincy–retention link. Enhanced 

meaning at work also contributed significantly to explaining 

chaplaincy’s impact on well-being, albeit partially. These mediators 

underscore that it is the relational and spiritual value added by 

chaplaincy – making employees feel cared for and that their work 

has meaning – that drives the improvements in outcomes. Figure 

4.2 (Appendix B) provides a visual summary of the mediation 

findings, mapping the significant pathways. Overall, RQ3’s 

analyses strengthen our understanding of how chaplaincy works: it 

works by touching hearts and minds (support and meaning), which 

then translates to concrete organizational metrics. 

4.4 Moderating Factors (RQ4) 

Research Question 4 asked: How do contextual factors – such as 

industry sector, work environment (on-site vs. remote), workforce 

religious diversity, and leadership support for chaplaincy – 

moderate the relationship between chaplaincy and organizational 

outcomes? In other words, under what conditions or in which 

subgroups is chaplaincy more or less effective? We tested 

moderation hypotheses H7–H10 using interaction analyses and 

subgroup comparisons. Each moderator was examined primarily in 

relation to the outcomes where we expected differences, especially 

retention (turnover) as a key outcome, but we also note patterns for 

other outcomes when relevant. Below we address each moderator 

in turn. 

4.4.1 Industry Sector as a Moderator 

H7 (Industry Moderation) posited that the impact of chaplaincy on 

outcomes would vary by industry type. Specifically, we expected 

chaplaincy might have a larger effect in high-stress, people-

intensive industries (such as healthcare, social services, 

manufacturing with high manual labor stress, etc.) compared to 

industries where work is more independent or technical (e.g., IT, 

engineering) with potentially lower baseline emotional strain. This 

hypothesis arises from the idea that in high-stress contexts, 

employees have greater emotional and spiritual needs that chaplains 

can address, thus yielding more pronounced benefits. 

Our analysis indeed found significant moderation by industry on 

chaplaincy’s effects. We performed an ANOVA on turnover rates 

with factors Chaplaincy and Industry Category (grouping industries 

into broad categories: e.g., manufacturing/production, 

healthcare/human-services, professional/technical, and 

retail/service). The Chaplaincy × Industry interaction was 

statistically significant for turnover (interaction F(3,92) = 3.10, p 

=.031). We also examined simple effects within each industry 

category. The difference in turnover between chaplaincy and 

control companies was largest in high-stress, care-oriented sectors 

and smallest in technical sectors: 

• Healthcare: Chaplaincy hospitals/clinics had an average turnover 

rate of 12.4%, compared to 19.5% in matched non-chaplaincy 

healthcare organizations – a 7.1 percentage-point reduction (p 

=.008). This is a substantial effect; healthcare workers often face 

burnout and moral distress, and chaplains seem to markedly 

improve retention in this context. One hospital HR director 

noted the chaplaincy program was “instrumental in stabilizing 

nursing staff morale,” aligning with this quantitative result. 

• Manufacturing/Construction: Companies in manufacturing 

with chaplains had turnover ~14.0% vs. 20.3% in controls, a 6.3-

point gap (p =.014). Many manufacturing settings in our sample 

involved blue-collar labor and rotating shifts – environments 

where chaplains often provide counseling for life challenges 

(family, finances, etc.) that can otherwise lead to absenteeism or 

quitting (Miller et al., 2018). The data suggest chaplaincy’s 

impact on retention is strong here. 

• Retail/Hospitality: This sector is generally high-turnover. 

Chaplaincy companies (e.g., large food processing plants and 

retail chains) showed turnover of 18.0% vs. 22.5% in controls 

(–4.5 points, p =.10). The trend favored chaplaincy, though in 

statistical terms it was marginal here (perhaps due to smaller N 

in this subgroup). Still, even a modest reduction in an inherently 

high-turnover sector can be meaningful for employers. 

• Professional/Technical (e.g., IT, finance): In this category, 

chaplaincy’s effect was weakest. Turnover in chaplaincy 

companies averaged 10.5% vs. 12.0% in controls (–1.5 points) 

and was not significant (p =.40). These industries often have 

lower emotional labor and employees may access other forms 

of support; the chaplain might be less utilized or less critical to 

retention here. It’s also possible that knowledge workers have 

different expectations or a different workplace culture where 

chaplains, while appreciated, do not influence decisions to stay 

as much. 

These patterns confirm H7: chaplaincy’s benefits are amplified in 

certain industries. In high-stress, people-facing workplaces like 

healthcare, chaplaincy had the most dramatic impact (over 7 

percentage points reduction in turnover). Manufacturing also saw a 

strong effect, consistent with hypotheses and prior anecdotal 

justifications that chaplains help in industrial environments (e.g., 

they have historically mediated labor disputes and helped with 

personal issues affecting work). On the other hand, in sectors where 

work is more analytical and perhaps stress is more workload than 

emotional (like tech/finance), the chaplaincy effect, while still 

directionally beneficial, was muted. 

It’s worth noting that chaplaincy was not harmful in any industry – 

we did not find any sector where chaplaincy companies 

underperformed controls; the differences were either positive or 

null. This suggests chaplaincy programs can be broadly applicable, 

but their ROI is highest in industries where employees’ emotional 

and spiritual needs are greatest. This aligns with leader interviews 

from Miller & Ngunjiri (2015), where executives felt chaplaincy 

was especially needed in intense environments (they cited examples 

like military contracting or emergency services as high-stress fields 

ripe for chaplaincy impact). Our data empirically bolster that 

notion. It also reflects a practical consideration: industries with 

higher baseline turnover (e.g., hospitality) have more “room” for 

chaplaincy to make a difference, whereas industries with already 
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low turnover (e.g., stable tech firms) might show smaller percentage 

changes. 

For other outcomes, the moderation by industry was directionally 

similar. For instance, the conflict reduction effect of chaplaincy was 

pronounced in manufacturing (where baseline conflict incident 

rates were higher) but negligible in the professional services firms 

(which had few formal conflicts to start with). Well-being scores 

improved most with chaplaincy in healthcare and service sectors 

(where burnout is common), whereas in low-stress offices there was 

little difference. These trends echo the retention results, reinforcing 

that context matters: chaplaincy yields the biggest wins in 

challenging work contexts. 

4.4.2 Work Modality (Remote vs. On-Site) as a 
Moderator 

H8 (Work Setting Moderation) explored whether the benefits of 

chaplaincy differ between traditional on-site work settings and 

remote or hybrid work settings. With the rise of remote work and 

digital chaplaincy, two contrasting possibilities were hypothesized: 

(a) chaplaincy might be more impactful in remote settings by filling 

a void of personal connection, or (b) its impact might be diminished 

if virtual interactions are less effective than face-to-face chaplain 

presence. We tested this by quantifying each organization’s work 

modality (percentage of employees who work remotely or in a 

hybrid arrangement). We then looked at chaplaincy effects at high 

vs. low levels of remote work. 

The moderation analysis found a significant interaction between 

chaplaincy and work modality on key outcomes, supporting the 

notion that chaplaincy’s effect varies by how dispersed the 

workforce is (interaction term p =.02 for turnover in a regression 

with chaplaincy, % remote, and their interaction). The nature of the 

interaction aligns with scenario (b): chaplaincy’s positive impact 

was stronger in primarily on-site workplaces and somewhat weaker 

in highly remote workplaces. 

For example, among companies with mostly on-site staff (≤20% 

remote), the chaplaincy vs. control turnover difference was about –

6 percentage points (p =.004), similar to the overall effect. In 

contrast, in companies that were predominantly remote or hybrid 

(≥80% of workforce regularly off-site), the turnover difference was 

only about –2 points and not statistically significant (p =.30). A 

simple way to illustrate this is by splitting the sample: 

• Mostly On-Site Companies: Chaplaincy means turnover ~13%, 

Control ~19% (difference –6%, p <.01). Chaplaincy companies 

also had significantly higher well-being scores in this group (on-

site chaplaincy companies had well-being index +0.35 SD 

above their controls, p =.01). 

• Mostly Remote Companies: Chaplaincy means turnover ~15%, 

Control ~17% (difference –2%, n.s.). Well-being scores were 

only slightly higher with chaplaincy (+0.10 SD, n.s.), and the 

ethical climate difference was negligible here. 

The interaction plot (not shown here) indicated a crossover trend: at 

low levels of remote work (mostly on-site), chaplaincy had a large 

benefit; as the proportion of remote workers increased, the 

chaplaincy advantage gradually shrank, and at very high remote 

levels it nearly vanished. We did not observe the alternative 

hypothesis of chaplaincy being more beneficial in fully remote 

contexts – if anything, fully remote environments posed a challenge 

for chaplaincy effectiveness. 

These findings suggest that physical presence and in-person 

relationship-building remain critical components of effective 

workplace chaplaincy. When chaplains can roam the hallways, drop 

by workstations, and have face-to-face interactions, they likely form 

deeper trust and reach more employees (especially those who might 

not actively seek help virtually). In remote settings, although 

chaplains made themselves available via phone, video, and text, 

engagement may be lower and the quality of interaction different. 

This aligns with anecdotal insights from chaplaincy providers 

during the COVID-19 era: many chaplains reported that while they 

could maintain contact digitally, “returning to in-person rounds 

recovered some richness of ministry that was lost online”. Our data 

confirm quantitatively that the richness of in-person chaplaincy 

translates into stronger outcomes. Remote work can dilute that 

impact – not necessarily because chaplains do nothing (they often 

tried creative methods to engage remote staff), but possibly because 

remote employees may be less aware of or inclined to use 

chaplaincy, and because digital interactions lack the subtle personal 

touch of being physically present (e.g. the ministry of presence). 

That said, it’s notable that chaplaincy still showed a positive 

direction even in remote-heavy companies; it just wasn’t very large. 

This indicates chaplaincy can still provide value through digital 

means, but perhaps not to the same degree. The implication for 

practice (discussed more in Section 5) is that hybrid chaplaincy 

models should be strengthened – combining on-site visits when 

possible with creative digital outreach – to better serve distributed 

workforces. Indeed, Marketplace Chaplains and others have been 

developing apps, chatbots, and 24/7 hotlines for remote workers. 

These innovations may improve engagement over time. Our current 

findings reflect the early stage of digital chaplaincy: effective, but 

not a full substitute for face-to-face connection. 

In conclusion, H8 is supported in that work modality moderates 

chaplaincy effectiveness. Chaplaincy was most effective in 

traditional co-located workplaces and less so in highly virtual ones. 

This underscores the importance of embodied presence – a 

theological concept as well (the Incarnational aspect of ministry, 

being “present among the people” cf. John 1:14) – in achieving the 

best outcomes. How to bridge the gap in remote contexts remains 

an ongoing challenge, albeit one chaplaincy organizations are 

actively addressing with technology and adaptive strategies. 

4.4.3 Workforce Religious Diversity as a Moderator 

H9 (Religious Diversity Moderation) examined whether 

chaplaincy’s effect on outcomes varies with the religious 

composition or diversity of the workforce. One might expect that in 

a highly religiously diverse or largely non-religious workforce, 

chaplains have to overcome more skepticism or cross-cultural 

barriers, potentially muting their impact; alternatively, if handled 

sensitively, chaplaincy could still thrive and even be especially 

appreciated for caring across faith lines. In more religiously 

homogeneous (e.g., predominantly Christian) settings, chaplains 

might be more readily accepted, but there is also a risk of others 

feeling excluded. We predicted outcomes would be positive 

provided that leadership supports pluralism and the chaplain’s role, 

as articulated in our hypothesis. 

To test this, we created a Religious Diversity Index for each 

company. Using any available demographic data (employee self-

reported religion where available, or approximations from 

geographic/regional religious demographics), we estimated the 

diversity of faith backgrounds. The index was scaled 0 to 1 (similar 

to a Herfindahl index or entropy measure, where 0 = homogenous, 

1 = highly diverse). For analysis, we split companies into three 

groups: “Low diversity” (e.g., >70% of employees share a single 

faith tradition), “Moderate diversity”, and “High diversity” (no 

majority faith, very mixed including many non-religious). 

The moderation results showed no significant overall interaction 

between chaplaincy and diversity on outcomes (interaction p =.28 

for turnover). In other words, the positive effects of chaplaincy on 

retention, conflict, etc., were evident across all levels of religious 

diversity in our sample, and we did not find a statistically reliable 

difference in effect size by diversity. Chaplaincy presence was 

associated with better outcomes in both homogeneous and 

heterogeneous workforces, suggesting robustness of the program’s 

benefits. 

That said, a few nuanced observations emerged: 

• In highly diverse or largely secular workplaces, chaplaincy 

companies did have slightly smaller improvements on average. 

For instance, in the top quartile of diversity (where no single 

faith group was more than ~30% of employees), the chaplaincy 

vs. control turnover difference was about –4 percentage points, 

compared to –6 points in lower-diversity settings. This 

difference was not statistically significant, but it hints that initial 
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utilization of chaplaincy might be lower until trust is built. Some 

chaplains reported needing more time to earn credibility in very 

diverse settings, which could delay impact. 

• However, qualitative evidence indicates that once trust is 

established, chaplaincy works well in diverse settings. Miller et 

al. (2018) found that non-Christian employees still valued the 

chaplain’s care when it was delivered in a non-judgmental way. 

Our results reflect this: none of the companies reported negative 

backlash or increase in conflicts due to chaplaincy in diverse 

environments. In fact, a few highly diverse companies in our 

chaplaincy group had exceptional outcomes, serving as 

exemplars of best practice (e.g., one international tech firm with 

very pluralistic staff had both high retention and high employee 

satisfaction with chaplaincy, thanks to a chaplain team skilled 

in interfaith engagement). 

• In low-diversity (religiously homogeneous) companies, 

chaplaincy’s effect was strong, but one must consider that in 

such settings chaplains still served employees of different or no 

faith; their success indicates they did so without issue. If 

anything, in these companies chaplains might integrate more 

seamlessly because the dominant culture already accepts 

spiritual discourse. The risk of misuse (chaplain seen as 

sectarian) did not manifest in our data, likely because chaplaincy 

providers train chaplains to adhere to strict codes of impartiality 

and not proselytize. As long as that ethic holds, chaplaincy can 

benefit even a mix of believers and non-believers. 

Given the above, our interpretation is that chaplaincy’s 

effectiveness is not inherently hindered by religious diversity, so 

long as the program is implemented with respect and inclusivity. In 

our sample, chaplaincy programs that succeeded were indeed those 

where chaplains respected all backgrounds – in line with 

professional chaplaincy codes of ethics to be gentle, confidential, 

and impartial in pluralistic settings. Any “moderation” by diversity 

was minor and statistically non-significant. This speaks to a 

theological point: the love and support chaplains offer can transcend 

religious differences when done in a Christ-like (self-giving, non-

coercive) manner. One could say the chaplains “loved their 

neighbors” regardless of creed (Matthew 22:39), and the neighbors 

responded with trust and appreciation, yielding positive outcomes. 

Again, deeper theological analysis will follow in Section 5, but 

empirically, RQ4 finds that the chaplaincy effect holds up across 

diverse contexts. 

We note that leadership support for pluralism was mentioned in H9 

and indeed seems crucial. In our study, all participating chaplaincy 

companies had management that explicitly endorsed the chaplain’s 

mandate to care for all employees, not just co-religionists. Where 

available, we saw that communications about chaplaincy 

emphasized it was for everyone and voluntary. This likely mitigated 

any potential negative moderation by diversity. If leadership had 

been unsupportive or if employees feared a hidden agenda, 

outcomes might differ. Since that was not the case in our data, 

chaplaincy flourished equally in diverse workplaces. 

4.4.4 Leadership Support as a Moderator 

Finally, H10 (Leadership Support Moderation) proposed that 

chaplaincy’s positive outcomes would be stronger in organizations 

where top management actively supports the chaplaincy program, 

and weaker where leadership is indifferent or minimally involved. 

The logic is that leadership support can amplify utilization and 

integration of chaplaincy – e.g., by encouraging employees to 

engage, modeling that it’s valued, and aligning the program with 

company values – whereas if leadership just “ticks a box” and 

leaves the chaplain isolated, the program’s reach and impact may 

be limited. 

We assessed Leadership Support for Chaplaincy through multiple 

indicators: whether executives publicly championed the program, 

referral rates (managers referring employees to chaplain), funding 

and resources allocated, and chaplain’s access to leadership (e.g., 

regular meetings with the CEO/HR). We created a composite rating 

(by combining chaplain feedback and company reports) that 

classified chaplaincy companies as having High, Medium, or Low 

leadership support. All control group companies, by definition, 

have no chaplaincy program and thus no direct leadership support 

for chaplaincy (we treated them as a separate baseline category in 

analysis). 

The moderation effect of leadership support was pronounced. In 

fact, this factor showed one of the largest interaction effects in our 

study. When we compared outcomes among: (a) control companies 

(no chaplaincy), (b) chaplaincy companies with low leadership 

support, and (c) chaplaincy companies with high leadership support, 

the differences were striking: 

• Chaplaincy with High Leadership Support: These companies 

(about half of our chaplaincy sample) reaped the most benefits. 

Their average turnover rate was just 10.4%, compared to 19.0% 

in their matched controls – an 8.6 percentage-point reduction (p 

<.001). In contrast, chaplaincy companies with low support did 

not differ much from controls. For example, one large firm 

where the chaplain was rarely mentioned by top management 

saw virtually no turnover improvement (chaplaincy 18% vs 

control 19%). High-support companies also saw larger gains in 

well-being (+0.5 SD vs controls, p <.01) and ethical climate 

(+0.3 on the 5-point scale, p =.02). In low-support chaplaincy 

cases, these differences were negligible. 

• Interaction test: A regression including an interaction between 

Chaplaincy and a Leadership Support dummy (High vs Low) 

yielded a highly significant coefficient (for turnover, 

B_interaction ≈ –7, p =.005). Essentially, having both 

chaplaincy and strong leadership backing led to far better 

outcomes than the additive effects alone. Graphically, one can 

imagine control baseline high turnover; chaplaincy with weak 

support only slightly lowers it; chaplaincy with strong support 

dramatically lowers it. 

For clarity, consider retention: In chaplaincy companies where 

CEOs actively promoted chaplaincy (e.g., introducing chaplains in 

all-hands meetings, personally consulting chaplains, endorsing 

them in communications), employees not only had chaplains 

available but clearly felt the organization truly values the chaplain’s 

role. Those companies had the best retention – in some cases, their 

turnover was half that of comparable firms. On the other hand, in a 

few chaplaincy companies where leadership was lukewarm 

(perhaps they contracted a chaplain service but rarely talked about 

it or treated it as just an EAP add-on), the chaplain struggled to 

integrate. Utilization rates in those were low, and consequently 

outcomes showed no significant improvement over controls. This 

dichotomy underscores H10’s point: leadership support acts as a 

catalyst for chaplaincy’s effectiveness. 

This finding resonates strongly with both organizational change 

theory and theological principle. From an organizational 

perspective, top management support is known to be critical for any 

culture or wellness initiative to succeed – it signals priority and 

allocates resources. Our data echo that: chaplaincy is most 

impactful as a top-down supported program rather than a siloed HR 

experiment. From a ministry standpoint, one might say that when 

leaders “walk the talk” of caring for employees (embodying servant 

leadership values), the chaplain’s work is empowered and bears 

fruit, whereas indifferent leadership can “quench the spirit” of the 

program. Practically, chaplains in high-support settings reported 

being included in company events, having management’s ear, and 

thus being able to do more for employees (and get referrals), 

compared to those left on the sidelines. 

No adverse effects were seen in low-support cases – it’s not that 

chaplaincy backfired, it just underperformed. This suggests that 

merely having a chaplain on paper is not enough; active integration 

is key. One could draw a parallel to Jesus’ instruction that those in 

authority should actively support and care for the flock (1 Peter 5:2–

3) – here, leaders who actively supported the chaplain essentially 

did just that, and their “flocks” thrived. Leaders who abdicated 

involvement saw minimal change. 

In conclusion, H10 is strongly supported: context matters greatly, 

and leadership support in particular magnifies chaplaincy outcomes. 
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The chaplaincy–outcome relationship is significantly moderated by 

leadership involvement, to the point that chaplaincy with strong 

support and chaplaincy with weak support looked like two different 

interventions in terms of results. This highlights an important 

boundary condition for chaplaincy programs: they should not be 

implemented in a vacuum. Organizational buy-in at the top is 

crucial for maximizing impact. 

To summarize RQ4, our analyses identified clear moderation 

patterns: 

• Industry: Chaplaincy impact varies by industry (biggest in high-

stress sectors). 

• Work modality: In-person contexts see greater chaplaincy 

benefits than remote ones. 

• Religious diversity: No significant moderation; chaplaincy works 

in both homogeneous and diverse settings, as long as it’s done 

inclusively. 

• Leadership support: Major moderator – high support 

dramatically amplifies chaplaincy’s effectiveness. 

These interactions help explain why chaplaincy might yield 

transformative results in some organizations and only modest 

results in others. They also offer guidance: to get the best outcomes, 

consider the context – deploy chaplains where they’re most needed, 

invest in ways to reach remote workers, emphasize pluralism 

competence, and ensure leadership champions the program. 

4.5 Chaplaincy Implementation and Intensity 
(RQ5) 

The final research question, RQ5, was a descriptive sub-question: 

How is chaplaincy “exposure” or intensity characterized in the 

partner organizations, and what challenges and best practices 

emerge in allocating chaplains across multiple workplaces 

including virtual settings? While RQ1–RQ4 dealt with outcomes 

and analytics, RQ5 provides contextual detail on how the 

chaplaincy programs were implemented in our sample and 

synthesizes qualitative observations from chaplains and 

stakeholders. Addressing RQ5 is important for interpreting the 

results and informing practical recommendations. 

4.5.1. Chaplaincy Intensity and Exposure Metrics 

We collected data on several indicators of chaplaincy intensity: 

• Chaplains per Employee (Ratio): On average, the chaplaincy 

providers maintained approximately 1 chaplain per 250 

employees in our sample. This aligns with industry norms; for 

instance, Marketplace Chaplains USA reports an average 

chaplain-to-employee ratio around 1:200. In smaller companies, 

this often meant a chaplain visited multiple small sites, whereas 

large companies might have a dedicated chaplain or team. The 

ratios ranged from about 1:80 in a small company (very high 

intensity, essentially a part-time chaplain for 80 staff) to 1:500 

in a large firm (lower intensity). The median ratio was 1:240. 

Generally, companies with stronger outcomes tended to have 

moderately higher chaplain presence (the top quartile of 

chaplaincy outcomes had a median ratio ~1:180), suggesting 

there is some benefit to not overstretching chaplains. 

• Contact Frequency: Chaplains typically visited each major work 

site about once per week, spending a few hours each visit. A 

typical pattern (for an agency chaplain covering multiple 

clients) was making rounds at a given company weekly or 

biweekly (IFOC, 2025). In high-intensity cases (with on-site 

chaplains), they were available daily. We asked chaplains to 

estimate how often they interact with any given employee. 

Many employees simply exchange greetings on rounds; deeper 

conversations occur as needed. We estimate that an average 

employee in a chaplaincy company might have a brief 

interaction with a chaplain monthly, and about 20–30% of 

employees per year have at least one substantive talk or 

counseling session with a chaplain. This utilization rate 

(percentage of unique employees who engaged with chaplaincy 

in a year) averaged ~30%, with some companies as high as 50% 

and others as low as 10%. Higher utilization was correlated with 

higher leadership promotion and chaplain presence (no 

surprise). Notably, even employees who don’t personally 

engage still benefit indirectly from the improved 

culture/climate, according to many respondents who said 

knowing a chaplain is there gives peace of mind. 

• Digital Chaplaincy Utilization: With hybrid work, chaplaincy 

organizations have implemented 24/7 hotlines, video calls, 

texting services, and mobile apps for employees. In our sample 

(mostly pre-2025 data), usage of these digital channels was 

present but not dominant. On average, about 20% of chaplaincy 

interactions occurred via phone or video rather than in-person. 

Companies with a high remote workforce saw a larger share, of 

course; one tech company reported 80% of chaplain contacts 

were via phone/text due to geographically dispersed employees. 

Chaplains noted that text messaging is surprisingly popular for 

quick check-ins, while video calls are used for scheduled 

counseling. An emerging aspect is AI-assisted chatbots used by 

chaplaincy providers to field initial requests or provide 

inspirational content – however, none of the companies studied 

had fully deployed AI chat for chaplaincy yet (plans were in 

pilot stages). The data suggest digital modes are a valuable 

supplement but have not replaced face-to-face engagement. As 

mentioned earlier, best practice is evolving toward a hybrid 

chaplaincy model: regular on-site visits combined with always-

available digital support. 

• Program Tenure: The length of time a chaplaincy program had 

been in place varied widely. Some companies were first-year 

pilot sites, while others had chaplains for decades. The median 

tenure was 4 years. We observed that programs often gain 

momentum over time – utilization and trust grew in years 2–3, 

according to interviews. Many of the most successful outcome 

cases were companies that had chaplaincy for >5 years, 

indicating that chaplaincy is a long-term investment. Newer 

programs (≤1 year) sometimes had minimal immediate impact, 

which is expected as chaplains initially focus on relationship-

building. In fact, we excluded a couple of extremely new cases 

from outcome analysis to be fair (as noted in Section 3’s 

delimitations). For RQ5, the takeaway is that time matters – 

sustained chaplaincy likely yields cumulative benefits. 

4.5.2. Implementation Challenges 

Through qualitative feedback, we identified several challenges in 

implementing workplace chaplaincy, especially across multiple or 

virtual workplaces: 

• Awareness and Stigma: A common initial hurdle is making 

employees aware of the chaplain and overcoming any 

skepticism. In secular workplaces, some employees fear the 

chaplain might proselytize or report to management. Chaplains 

address this by consistent, gentle presence and clarifying 

confidentiality. One challenge is simply ensuring every 

employee knows who the chaplain is and that the service is 

voluntary and inclusive. Companies with high leadership 

support tackled this by introducing chaplains in orientations, 

emails, and signage. Where that didn’t happen, awareness 

remained low and usage lagged. Best Practice: Conduct regular 

communications about chaplaincy’s purpose, perhaps sharing 

anonymized success stories, to normalize its use. 

• Multi-site Logistics: For chaplains covering multiple locations, 

travel and scheduling can be challenging. Some chaplains serve 

five or more client companies, driving site to site. This can strain 

their bandwidth, especially if crises happen at one location while 

they’re at another. Best Practice: Prioritize critical locations for 

more frequent visits, use assistant chaplains or on-call backups, 

and leverage technology to be reachable anytime (which many 

do: chaplains are typically available 24/7 by phone in 

emergencies [IFOC, 2025]). Companies with geographically 

dispersed sites often rotate chaplain visits or have local part-

time chaplains engaged. 
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• Remote Engagement: As noted, reaching remote employees is 

tough. Many remote workers might not engage unless they 

proactively seek help. Chaplains tried things like virtual “office 

hours,” sending encouraging weekly emails or videos, and 

joining team video calls occasionally to introduce themselves. 

Still, chaplains reported it is harder to build trust without in-

person contact. Challenge: Zoom fatigue and the impersonal 

nature of chat can limit depth. Best Practice: Use a variety of 

platforms (text, phone, video) to meet different comfort levels, 

and collaborate with HR to remind remote staff of chaplaincy 

availability (for example, posting chaplaincy info on the 

company intranet, or having managers mention it in meetings). 

One successful example was a company Slack channel where 

the chaplain would share a short well-being tip each week; 

employees began to message the chaplain privately after seeing 

those. 

• Diverse Needs and Cultural Sensitivity: In pluralistic workplaces, 

chaplains must be adept in intercultural competence. A 

challenge some chaplains mentioned is navigating language 

barriers or different religious customs. For instance, in one 

manufacturing firm with many immigrant workers, chaplains 

needed interpreters or to learn basic phrases in Spanish and 

Vietnamese. Best Practice: Provide chaplains with cultural 

competency training and, where possible, diversify chaplain 

teams (e.g., have chaplains of different genders, ethnic 

backgrounds, or language skills to match the workforce). Also, 

chaplains celebrating or at least acknowledging various 

religious holidays of employees (as some programs do) goes a 

long way. 

• Integration vs. Boundaries: Chaplains walk a fine line between 

being integrated in the organization and maintaining their 

independent, confidential stance. A challenge is ensuring 

managers refer employees to chaplaincy when appropriate 

(integration), but also not using chaplains as HR informants or 

ignoring confidentiality (boundary). We found that in well-

implemented programs, HR and chaplains have clear protocols: 

chaplains can alert HR if someone is a danger to self or others 

(with consent or in extreme cases), but generally they do not 

report personal info. A best practice seen was a Memorandum 

of Understanding that outlined these roles, and chaplains 

regularly meeting with HR just to discuss general trends (e.g., 

“We’re seeing a lot of stress in department X,” without naming 

individuals). Challenges occur if a manager expects the chaplain 

to divulge details or if the chaplain’s role is not well understood. 

Ongoing education of management about chaplaincy’s 

boundaries is important. 

• Measuring Impact and Justifying Cost: Some organizations 

struggled initially to quantify the ROI of chaplaincy. While our 

study provides outcome data, individual companies often rely 

on anecdotal feedback or employee satisfaction surveys to 

justify continuing the program. A challenge for chaplaincy 

providers is to supply client companies with meaningful reports. 

We saw that some chaplaincy providers issue quarterly activity 

reports (# of employees served, types of issues encountered in 

aggregate) (Nimon et al., 2008). However, tying those to 

outcomes like productivity or retention requires analysis many 

companies hadn’t done before participating in this study. Best 

Practice: Use both qualitative testimonials and quantitative 

metrics (like changes in turnover or EAP usage) to demonstrate 

value. In our sample, companies that expanded chaplaincy 

tended to be those that heard directly from employees about its 

positive impact (“the suits care about us” effect). 

4.5.3. Best Practices and Success Factors 

From the above, we can distill some best practices for implementing 

marketplace chaplaincy effectively: 

• Leadership Endorsement: We cannot overstate the importance 

of visible, genuine support from top leaders. When CEOs and 

managers champion the chaplaincy program as part of company 

culture, utilization and acceptance skyrocket, amplifying 

outcomes (as evidenced quantitatively in Section 4.4.4). Leaders 

setting a tone of compassion and even personally interacting 

with chaplains (while respecting confidentiality) sets an 

example. One company’s CEO would occasionally invite the 

chaplain to begin staff meetings with a short positive thought 

(not explicitly religious) – this normalized the chaplain’s 

presence. 

• Integrating with Existing Support Programs: Chaplains should 

complement, not replace, other resources like Employee 

Assistance Programs (EAPs). A best practice is cross-referral: 

chaplains encourage employees to use counseling benefits when 

needed, and HR/EAP can refer people to chaplains for ongoing 

personal support. Nimon et al. (2008) found chaplains often 

handle issues EAPs cannot and vice versa. Successful 

implementations in our sample had chaplains working in 

harmony with HR, not siloed. Regular check-ins between 

chaplains and HR (maintaining confidentiality) helped identify 

emerging employee wellness concerns early. 

• Chaplains’ Professionalism and Ethics: Adhering to a code of 

ethics is crucial. All chaplains in the study were trained to 

uphold confidentiality, voluntary participation, and respect for 

all faiths. Many were Board-certified or members of chaplain 

associations which require such standards. This professionalism 

builds trust. Employees soon learned that “your business is not 

all over the place” with a chaplain (Miller et al., 2018), meaning 

chaplains kept confidences rigorously. Any breach would have 

undermined the program, but none were reported – a testament 

to following ethical best practices. Additionally, chaplains 

approached their role as servants and not proselytizers, 

consistent with the servant leadership model (Mark 10:43) 

emphasized in training. 

• Chaplain Selection and Training: The personal qualities of 

chaplains matter. Companies reported that having the “right” 

chaplain fit is key – someone who is personable, empathetic, and 

understands corporate environments. Best practice from 

providers is to match chaplains to client culture (e.g., ex-military 

chaplains for defense contractors, bilingual chaplains for sites 

with many Spanish speakers). Continuous training is also 

provided, for instance in mental health first aid, diversity, and 

even business basics so chaplains can converse knowledgeably 

with employees about work stress. In our qualitative notes, 

chaplains who had some industry background or at least 

awareness tended to integrate faster. 

• Scaling and Intensity: Ensuring chaplains have adequate time for 

each workforce is a logistical best practice. We saw that 

programs with too high a chaplain-to-employee ratio (>1:500) 

risk the chaplain being spread too thin, reducing visibility. 

Service level agreements often specify how many hours per 

month a chaplain will be on-site; sticking to those or increasing 

them if needed is important. Some large companies supplement 

with employee volunteer chaplain aides or peer support groups 

facilitated by the chaplain to extend reach. 

• Hybrid and After-Hours Care: Many best practices addressed 

making chaplaincy 24/7 accessible. Crises don’t time 

themselves to work hours. Chaplaincy providers uniformly 

offered 24/7 on-call support (which a few employees utilized for 

emergencies like a midnight call about a family death – 

chaplains would respond immediately). Having an on-call 

system and advertising it (wallet cards with chaplain phone, 

etc.) is standard. For remote/hybrid contexts, continuing to 

innovate with digital engagement (as mentioned, Slack 

channels, video “coffee chats”, etc.) is ongoing. Some chaplains 

host group sessions via Zoom on topics like stress management 

or grief, which remote employees can join – an effective practice 

noted in one consulting firm. 

In summary, RQ5 reveals that successful marketplace chaplaincy is 

characterized by intentional implementation: appropriate chaplain 

staffing, active promotion by leadership, integration with workplace 

routines and support systems, cultural sensitivity, and leveraging 

both in-person and digital methods to engage employees. 



 
Marketplace chaplaincy and organizational outcomes OJ-BT | Vol. 6, No. 1 (2026) 

 
DOI: 10.65655/OCP.0079 49 Open Christian Press | OJ-BT | CC BY 4.0 

Challenges like remote work and diversity can be overcome with 

thoughtful strategies, many of which our participating organizations 

were already employing. 

The data and observations gathered here not only explain some of 

the variance in outcomes (as we discussed in moderation) but also 

provide a practical guide. Table 4.4 below presents an “evidence 

map” linking each research question to key findings and illustrative 

evidence, which helps synthesize this section’s results and sets up 

the discussion in Section 5 about implications and 

recommendations. 

4.6 Synthesis of Key Findings by Research 
Question 

This section has provided a detailed account of the results for RQ2–

RQ5. To close, we synthesize the findings, organized by each 

research question, and briefly note interpretation points and 

limitations for each. Table 4.4 presents an evidence map 

summarizing the core results for RQ2–RQ5, with references to 

where in the section the evidence was discussed. This serves as a 

bridge to Section 5, where we will further interpret these findings 

in context, discuss their theoretical and practical implications (in 

light of the biblical-theological foundation from RQ1), and 

acknowledge the study’s limitations and opportunities for future 

research. 

Table 4.4. Evidence map of findings by research question (RQ2-RQ5) 

Research 
question Summary of key findings Evidence (results and statistics) Interpretation and notes 

RQ2: Outcomes – 

Do organizations 

with chaplaincy 

differ in retention, 

conflict, ethical 

climate, and well-

being vs. those 

without? (H1–H4) 

Yes. Chaplaincy companies 

showed significantly better 

outcomes on all four measures: 

~5 percentage points lower 

turnover; ~38% fewer formal 

conflict incidents; slightly higher 

ethical climate scores (+0.2 on 5-

point scale); and higher employee 
well-being/satisfaction (+0.25 

SD). 

●Lower turnover with chaplaincy (B = –5.21, 

p =.003) (Section 4.2.1); turnover 12.8% vs 

18.0%. ●Fewer conflicts (IRR ≈ 0.62, p =.014) 

(Section 4.2.2); e.g. 1.2 vs 2.0 incidents/100 

employees. ●Higher ethical climate (B = 

+0.22, p =.03) (Section 4.2.3); mean ~4.15 vs 

3.93/5. ● Higher well-being index (B ≈ +0.27, 
p =.016) (Section 4.2.4); e.g. 4.2 vs 3.9/5 on 

surveys. 

Chaplaincy is associated with improved retention, 

reduced conflict, and modest gains in ethical climate 
& well-being. Differences were statistically 

significant and meaningful in practice. Causality 

cannot be definitively claimed (due to observational 

design), but matching bolsters the inference. No 

negative outcome found. Suggests chaplaincy 

delivers on claims of benefiting employees and 

organizations. Results consistent with qualitative 

perceptions that chaplains increase loyalty and 
peace. Limitations: possible unmeasured factors (e.g. 

overall culture) might also influence these outcomes; 

however, outcomes align with chaplaincy presence 

as hypothesized. 

RQ3: Mediators – 

Are positive 

outcomes mediated 

by increased pastoral 

support, sense of 

meaning at work, or 
ethical awareness? 

(H5–H6) 

Yes, primarily by perceived 
support and partially by meaning. 

Chaplaincy led to higher 

perceived organizational/pastoral 

support, which in turn drove 

lower turnover (full mediation of 

retention effect). Chaplaincy also 

increased work meaning, which 

partially mediated well-being 
improvements. Ethical awareness 

as a mediator was not clearly 

supported (chaplaincy did raise 

ethical climate, but that overlaps 

as an outcome). 

● Chaplaincy → Support ↑ (B=+0.45, p<.001); 
Support → Turnover ↓ (B=–5.6, p=.002). 

Chaplaincy effect on turnover became n.s. 

when controlling support; indirect effect –3.3 

pp, CI excludes 0 (Section 4.3.1, Table 4.3). ● 

Chaplaincy → Meaning ↑ (B=+0.28, p=.033); 

Meaning → Well-being ↑ (B~+0.50, p=.002). 

Chaplaincy effect on well-being dropped 

~50% with meaning in model (direct p ~.18); 
indirect effect ~+0.13 SD, p<.05 (Section 

4.3.2). ● Ethical climate/awareness: 

chaplaincy did improve ethical climate 

(Section 4.2.3), which correlated with conflict, 

but mediation was not significant. 

Perceived support emerged as a powerful mediator: 

Chaplaincy makes employees feel “my company 

cares about me,” which greatly reduces turnover 

intentions. This aligns with POS theory (Eisenberger 

et al.) and shows chaplaincy’s effect operates 

through relational support. Meaning at work also 

contributes: chaplains help employees find purpose, 
boosting morale and well-being (Westover, 2025). 

Some of chaplaincy’s impact on well-being is 

explained by this existential benefit, though 

chaplaincy also directly reduces stress via other 

means (e.g., counseling). Ethical awareness was 

conceptually plausible but we lacked distinct 

measures to confirm mediation; chaplaincy’s 

influence on ethics likely contributes indirectly to 
outcomes like conflict reduction (creating a caring 

climate where conflicts are less frequent), but that 

pathway overlaps with the climate outcome itself. In 

sum, chaplaincy works through heart-level changes – 

increasing support and meaning – which in turn yield 

quantifiable improvements. Limitation: mediation 

data came from subsets with survey data; common-

source bias possible (employees rating support and 
outcomes). We mitigated this by using objective 

turnover for the support→turnover link. Results are 

consistent with calls in prior research that chaplaincy 

enhances POS and meaningful work. 

RQ4: Moderators – 

Do context factors 

(industry, work 

modality, diversity, 

leadership support) 

moderate 

chaplaincy’s effect 

on outcomes? (H7–

H10) 

Yes, context matters. Chaplaincy 

effects were strongest in high-

stress industries (e.g. healthcare, 

manufacturing), and weaker in 

low-stress technical industries 
(H7). They were stronger in 

mostly on-site workplaces and 

weaker in predominantly remote 

settings (H8). Religious diversity 

did not significantly diminish 

chaplaincy outcomes – 

chaplaincy was effective in both 

homogeneous and diverse 
workforces when implemented 

sensitively (H9). Crucially, 

chaplaincy’s impact was far 

greater in organizations with high 

leadership support for the 

program, versus those with low 

leadership engagement (H10). 

● Industry (H7): Significant 

Chaplaincy×Industry interaction on turnover 

(p=.03) (Section 4.4.1). Eg. Healthcare: –7.1 

pp turnover with chaplaincy; Manufacturing: –

6.3 pp; Tech: –1.5 pp (n.s.) (Section 4.4.1). 

Conflict and well-being differences echoed 

this pattern (bigger gains in people-centric 
sectors). ● Work Modality (H8): Significant 

interaction Chaplaincy×%Remote (p =.02) 

(Section 4.4.2). Chaplaincy reduced turnover 

~–6 pp in on-site companies (p<.01) but ~–2 

pp in high-remote (n.s.) (Section 4.4.2). Well-

being and climate gains are similarly larger on-

site. ● Religious Diversity (H9): No significant 

interaction (p=.28). Chaplaincy benefit 
observed at all diversity levels (Section 4.4.3). 

Eg. High-diversity companies still saw ~–4 pp 

turnover (ns trend) with chaplaincy, and strong 

qualitative acceptance. ● Leadership Support 

(H10): Very strong moderation. Chaplaincy 

with high leadership support: –8.6 pp turnover 

vs control (p<.001); with low support: ~–1 pp 

● Industry: Chaplaincy yields greatest benefits where 

employees face significant emotional or moral stress 

(healthcare, etc.) – contexts where chaplains meet 

pronounced needs. In lower-stress settings, 

chaplaincy still positive but less impactful, possibly 

due to lower utilization or less need. Implication: 

Target or tailor chaplaincy services to high-need 
industries for maximum ROI. ● Work Modality: 

Face-to-face ministry amplifies chaplaincy’s effect. 

Virtual-only interaction, while helpful, is less potent 

– personal presence fosters trust and utilization. 

Implication: Hybrid approaches are needed; 

chaplaincy programs should strive for some in-

person contact even for remote staff (e.g., periodic 

meetups), and innovative digital engagement must be 
improved to bridge the gap. This finding highlights 

an evolving challenge as remote work grows. ● 

Diversity: Chaplaincy can succeed in pluralistic 

workplaces – diversity per se did not reduce 

effectiveness. This suggests that when chaplains are 

well-trained in interfaith respect and when leadership 

endorses an inclusive approach, employees of all 
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Research 
question Summary of key findings Evidence (results and statistics) Interpretation and notes 

(n.s.) (Section 4.4.4). Interaction p=.005. Also 

larger well-being gains with high support (+0.5 

SD vs ~0). 

backgrounds embrace chaplaincy. Implication: Focus 

on chaplain training in cultural/religious competence, 

and reassure diverse workforces that chaplaincy is 

for everyone (no agenda). Then benefits are broad-

based. ● Leadership Support: Perhaps the most 

critical moderator – active management support 

dramatically magnifies chaplaincy outcomes. Where 
leaders treated chaplaincy as core to caring for 

employees, results were excellent; where leaders 

were hands-off, chaplaincy had limited reach. 

Implication: Gaining leadership buy-in and 

involvement is essential. This aligns with 

organizational change literature (initiatives need 

tone-from-the-top). It also resonates with theological 

notions of servant leadership – leaders must 
champion care programs to truly love employees in 

deed. One limitation is that leadership support was 

not randomly assigned – one could argue companies 

with caring leaders both adopt chaplaincy and have 

better outcomes inherently. We attempted to match 

on culture proxies, but cannot entirely rule out that 

more “caring” organizations (the kind that strongly 
support chaplaincy) have other advantages. Even so, 

the data show chaplaincy’s impact is contingent on 

integration into organizational culture. 

RQ5: 

Implementation – 
How is chaplaincy 

exposure 

characterized, and 

what challenges/best 

practices emerge for 

multi-site and virtual 

settings? 

Chaplaincy programs in our 

sample typically had: ~1 chaplain 

per 200–250 employees, 

chaplains visiting worksites 
weekly or biweekly, and ~30% 

utilization (employees per year 

engaging). Many companies 

provided 24/7 on-call coverage 

and some digital access 

(text/phone). Program tenure 

varied (median ~4 years). 

Challenges: raising awareness & 
trust (overcoming stigma), 

covering dispersed locations and 

remote workers, cultural/religious 

sensitivity, maintaining 

confidentiality and boundaries, 

and demonstrating ROI. Best 

practices: visible leadership 

endorsement, clear ethical 
guidelines (confidentiality, 

impartiality), integrating 

chaplaincy with HR/EAP, 

providing hybrid (in-person + 

digital) care, matching chaplain 

profiles to workforce, training in 

diversity, ensuring adequate 
chaplain visit frequency, and 

continuous communication about 

the program. 

● Chaplain–Employee Ratio: ~1:240 on avg 

(range 1:80–1:500) (Section 4.5); >1:500 may 

dilute presence. ● Visit Frequency: ~weekly 

rounds common (Section 4.5); ~20–50% 
employees interacted per year. 24/7 phone 

support is universally offered. ● Digital Use: 

~20% of interactions via phone/text on avg; 

higher in remote firms. Some use of 

email/newsletter by chaplains. ● Tenure: 

Programs >3 years saw higher utilization and 

trust. New programs need ramp-up time. ● 

Challenges: e.g. low initial uptake in one new 
program until chaplain did intro sessions; 

remote staff feeling “out of the loop” (some 

never met chaplain); chaplain travel overload 

(covering 10 sites); one chaplain needing 

translator for ESL employees, etc. ● Best 

Practice Examples: CEO of Company X sends 

monthly all-staff note highlighting chaplain’s 
work – increased awareness. Company Y’s 

chaplain attends safety briefings, becoming 

part of the team routine. Chaplain Z organized 

a virtual grief support group on Zoom, aiding 

remote employees after a colleague’s death. 

Many companies integrate chaplaincy into 

wellness programs rather than isolating it. 

Confidentiality protocols were clearly 
communicated (e.g., chaplain reports only 

usage stats, no personal details) to build trust. 

●Exposure: The level of chaplain presence must be 
sufficient to build relationships. Data suggests a 

moderate ratio (~1:200) works; if a chaplain is too 

thinly spread, effectiveness falls. Frequent on-site 

visits (weekly) help maintain visibility. The observed 

utilization (~30%) implies a substantial minority 

actively engage – likely those in need – while others 

benefit from knowing support is there (even unused, 

it contributes to perceived care climate). 
●Challenges: Implementation is not plug-and-play; it 

requires careful introduction and trust-building. 

Initial skepticism is common (“why is a chaplain 

here?”), especially in secular firms. Overcoming that 

via consistent, non-judgmental presence and 

confidentiality is critical. Multi-site logistics mean 

chaplains must prioritize and use tech creatively. 

Remote work remains a challenge – it’s harder to 
replicate water-cooler chats virtually. Cultural 

diversity demands chaplains be adaptable (language, 

customs); a one-size-fits-all approach falters. ●Best 

Practices: These align with the success factors 

identified in RQ4 (leadership support, integration). 

Additionally, professional standards (like APC’s 

code) are key – the chaplain’s credibility rests on 
ethical conduct. Organizations that treated 

chaplaincy as part of their holistic wellness strategy 

(integrating with EAP, etc.) saw it normalized rather 

than odd. The importance of communication came 

up repeatedly: employees won’t use a service they 

don’t understand. Regular reminders and testimonies 

help sustain engagement. Hybrid chaplaincy is 

evolving: our data captured the start of it, and best 
practice will involve iterating on technology without 

losing the “soul” of chaplaincy. ●Overall, RQ5 

findings provide context to interpret the quantitative 

results and offer practical guidance: the how of 

chaplaincy implementation significantly influences 

the how much of its impact. These insights will 

inform recommendations in Section 5. 

Note. This evidence map consolidates the reported results for RQ2-RQ5 and preserves the statistical values presented in the manuscript. Interpretations remain 
associational because the design is observational and matched rather than randomized. 

In conclusion, Section 4 has presented a comprehensive set of 

results demonstrating that marketplace chaplaincy, as an applied 

form of business theology, is associated with tangible positive 

outcomes for organizations and employees. The data support the 

hypotheses that chaplaincy can improve retention, reduce conflict, 

enhance ethical climate, and boost well-being, primarily through 

fostering a caring support system and sense of meaning at work. 

The effectiveness of chaplaincy is maximized in supportive 

conditions (both contextual and organizational), aligning with the 

notion that faithful ministry in the workplace flourishes when the 

“soil” is prepared (leadership buy-in, cultural receptivity). These 

findings, while encouraging, have been interpreted with appropriate 

caution regarding causality – associations are strong, but 

unmeasured variables or reverse effects (e.g., a great culture might 

both enable chaplaincy and reduce turnover) cannot be entirely 

ruled out. Section 5 will delve into the implications of these results, 

tying them back to the theological foundation (RQ1) and discussing 

how, consistent with Sola Scriptura principles, this empirical 

evidence can be viewed as supporting the wisdom of “bearing one 

another’s burdens” in corporate life. We will also address 

limitations (such as data scope and generalizability) in more detail 

and suggest avenues for further research to continue building on this 

study’s contribution to both theology and organizational science. 
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5. Discussion and Conclusion 

5.1 Introduction 

This section discusses the findings of the study in light of the 

research questions, hypotheses, theoretical frameworks, and 

biblical-theological principles. The purpose is to interpret what the 

results mean – both analytically and theologically – while 

acknowledging the study’s design constraints. The research 

problem was to evaluate marketplace chaplaincy as applied 

business theology by examining whether organizations with 

chaplaincy programs exhibit different outcomes (e.g., turnover, 

conflict, ethical climate, well-being) than those without, how any 

differences might occur (through support, meaning, etc.), and under 

what conditions chaplaincy is most effective. Section 4 presented 

quantitative results addressing these questions. Now, in Section 5, 

we synthesize and interpret those results, connecting them back to 

each Research Question (RQ) and hypothesis (H1–H10) as well as 

to the conceptual foundations laid in Sections 1 and 2. 

It is important at the outset to remember the observational matched-

comparison design of this study and the use of secondary data. The 

study compared companies with chaplaincy to matched companies 

without chaplaincy, using statistical controls and matching 

techniques to approximate a quasi-experimental design. This 

strengthens our confidence that differences observed are associated 

with the presence of chaplaincy, but it does not prove strict 

causality. Unlike a randomized trial, our design cannot eliminate all 

potential selection biases – there may be unmeasured ways in which 

companies that choose to implement chaplaincy already differ from 

those that do not. We mitigated this by matching on industry, size, 

region, and baseline metrics, and by using longitudinal elements 

where possible, but residual confounding could remain. Therefore, 

throughout this discussion we use cautious language (e.g., 

“associated with” rather than “caused by”). We also note where 

alternative explanations could apply. 

Using secondary data (existing organizational records and surveys) 

has both advantages and implications. On one hand, it allowed 

analysis of “real-world” chaplaincy programs at scale, enhancing 

external validity. On the other, we were constrained by what data 

were available. Some ideal measures were not present (for example, 

a detailed measure of employees’ personal spiritual growth was 

beyond our scope, and ethical awareness had to be inferred 

indirectly). The interpretations we draw must respect these limits – 

we cannot claim more than what the data support, and any 

extrapolation beyond measured variables is speculative. With these 

caveats in mind, we proceed to summarize key findings and then 

explore their meaning in depth. 

In what follows, Section 5.2 provides a concise summary of the key 

empirical findings by research question, strictly based on the results 

already reported in Section 4. Section 5.3 then offers a detailed 

discussion organized by each research question and corresponding 

hypotheses (H1–H10), interpreting the results, considering their 

magnitude and plausibility, and relating them to the literature. In 

Section 5.4, we transition to a theological interpretation, examining 

how these empirical patterns resonate with biblical principles (Sola 

Scriptura) and Christian ethics. This section includes a dedicated 

discussion of ethical cautions under the heading “Employees as 

Image-Bearers, Not Instruments,” underscoring confidentiality, 

voluntariness, and the imago Dei. Section 5.5 draws out practical 

implications for business leaders, HR practitioners, chaplaincy 

providers, and innovations like digital chaplaincy, translating the 

findings into actionable guidance. Section 5.6 discusses 

implications for theory and future research, showing how our study 

extends or nuances existing theories (e.g., social exchange, 

perceived organizational support, meaningful work, ethical climate) 

and recommending directions for further scholarly work. Section 

5.7 honestly addresses the study’s limitations – methodological 

constraints, data gaps, and generalizability issues – to contextualize 

the conclusions. Section 5.8 provides concrete recommendations 

grounded in the findings, from organizational policy safeguards to 

suggestions for future inquiry. Finally, Section 5.9 offers a 

concluding reflection that synthesizes the theological and practical 

insights of the study, bringing full circle the theme of marketplace 

chaplaincy as an integration of faith and organizational life. 

Through this comprehensive discussion, we aim to honor both the 

empirical evidence and the theological vision that informed this 

project. 

5.2 Summary of Key Findings by Research 
Question 

For clarity, we summarize the core findings of Section 4 according 

to each research question (RQ2 through RQ5), since RQ1 was 

conceptual/theological in nature (addressed in Sections 1-2) rather 

than an empirical question answered with data. All findings 

mentioned here are grounded in the Section 4 results and use only 

facts already reported. 

• RQ1 (Theological Foundation) – What biblical-theological 

principles undergird marketplace chaplaincy? (Addressed in 

prior sections): In Sections 1 and 2 we established that 

workplace chaplaincy is grounded in biblical mandates of 

compassion, service, and ethics. Key principles include bearing 

one another’s burdens (Galatians 6:2, CSB), the practice of 

presence and servant-leadership (1 Peter 5:2–3, CSB), 

respecting human dignity as all people are made in God’s image 

(Genesis 1:27, CSB), and offering care in a voluntary, non-

coercive manner (cf. 1 Peter 5:2, “not overseeing out of 

compulsion but willingly”). These principles formed the 

foundation for our hypotheses about chaplaincy’s potential 

effects. (While RQ1 itself did not require data analysis in 

Section 4, it is the backdrop for interpreting the empirical 

results.) 

• RQ2 (Outcomes) – Do organizations with chaplaincy programs 

differ from those without chaplaincy in key outcomes: employee 

retention, workplace conflict levels, ethical climate, and 

employee well-being? Four hypotheses (H1–H4) corresponded 

to these outcomes. The study found significant differences on 

all four measures in the expected direction. In summary, 

companies with chaplaincy had: 

• Lower Turnover (Higher Retention): On average about 5 

percentage points lower annual employee turnover than 

matched non-chaplaincy companies. For example, if control 

companies had ~18% turnover, chaplaincy companies averaged 

around 12–13%, implying a notable retention benefit (H1 

supported). This difference was statistically significant (p <.01) 

and remained so under multiple analytic approaches. 

• Fewer Formal Workplace Conflicts: Approximately 38% fewer 

HR-recorded conflict incidents (grievances, complaints) per 

employee in chaplaincy companies compared to controls. In 

practical terms, if control sites had on average ~2 formal 

incidents per 100 employees annually, chaplaincy sites had 

around 1.2 per 100. This reduction was statistically significant 

(H2 supported). Many organizations had low absolute numbers 

of conflicts in both groups, but chaplaincy sites consistently 

trended lower, suggesting a more harmonious environment or 

better conflict resolution. 

• Slightly Stronger Ethical Climate: Chaplaincy companies 

scored higher on an ethical work climate index derived from 

employee surveys (H3 supported). The mean ethical climate 

rating was about 0.2 points higher on a 5-point scale in 

chaplaincy organizations (e.g., 4.15 vs 3.93). This difference 

was statistically significant (p ≈.03) though modest in 

magnitude. It indicates a small but meaningful uptick in 

employees’ perceptions of integrity, fairness, and care in the 

workplace. 

• Higher Employee Well-Being: Chaplaincy was associated with 

improved employee well-being and satisfaction (H4 supported). 

A composite well-being index (combining survey measures of 

well-being/stress and objective data like sick days) was about 

0.25 standard deviations higher in chaplaincy companies. For 

example, on survey questions rating overall mental/emotional 
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well-being, chaplaincy organizations averaged roughly 4.1 out 

of 5 versus 3.7 out of 5 in controls (a noticeably higher 

favorability). This difference was statistically significant (p 

<.05). While relatively moderate in size, it is practically 

meaningful given well-being’s importance. Notably, chaplaincy 

firms also had slightly fewer average sick days taken per 

employee, aligning with the self-reported improvements 

(though the sick day difference alone was not significant). 

Interpretation point (in brief): RQ2’s findings suggest that 

chaplaincy is associated with positive organizational outcomes 

across multiple domains. All observed differences favored the 

chaplaincy group and were in line with our hypotheses. The 

retention and conflict reductions are especially striking, potentially 

translating into substantial cost savings and cultural benefits for 

those organizations. Ethical climate and well-being showed more 

modest gains, yet even small improvements in those areas can be 

significant for employee morale and moral culture. It is important 

to emphasize that these results are correlations from a quasi-

experimental comparison; we infer that chaplaincy likely 

contributed to these outcomes, but causation cannot be definitively 

claimed due to the non-randomized design. However, the matching 

and lack of baseline differences bolster the inference that the 

chaplaincy intervention played a role. (The detailed discussion in 

Section 5.3.1 will further analyze these outcomes and their 

plausibility.) 

• RQ3 (Mediators) – Are the effects of chaplaincy (on outcomes like 

retention and well-being) mediated by specific mechanisms, 

such as increased perceived support or greater sense of 

meaning/purpose at work? Two hypotheses focused on 

mediation: H5 posited that chaplaincy works by enhancing 

employees’ perceived organizational/pastoral support, and H6 

posited that chaplaincy increases employees’ sense of meaning 

in work, thereby improving outcomes. The findings partially 

confirmed these mediating mechanisms: 

• Perceived Support: Chaplaincy had a strong impact on 

employees’ feeling of support from the organization 

(specifically, the feeling that “my employer cares about my 

well-being”). Chaplaincy companies reported significantly 

higher perceived support (mean around 4.30 on a 5-point scale, 

versus 3.85 in controls). This increase in perceived support fully 

mediated the retention outcome: statistical tests showed that 

once employees’ support perceptions were accounted for, the 

direct effect of chaplaincy on turnover virtually disappeared. In 

other words, chaplaincy’s association with lower turnover was 

explained largely by the chaplaincy-induced boost in perceived 

support (H5 was strongly supported). This is compelling 

evidence that “feeling cared for” was the key pathway through 

which chaplaincy reduced employees’ likelihood of leaving. 

• Sense of Meaning/Purpose: Companies with chaplaincy also 

showed higher employee ratings of meaningfulness of work 

(e.g., agreement that “my work has purpose and meaning”), 

though data for this measure were available in a subset of firms. 

The difference was significant (chaplaincy increased the 

meaning score by ~0.28 on a 5-point scale on average). 

Furthermore, higher sense of meaning was associated with 

higher well-being and engagement – consistent with literature 

that meaningful work correlates with better job satisfaction and 

lower burnout. Mediation analysis indicated that part of 

chaplaincy’s beneficial effect on well-being was mediated by 

enhanced meaning: including the meaning variable in models 

reduced the chaplaincy→well-being effect by roughly half, and 

a significant indirect effect was detected. However, unlike the 

support/retention case, chaplaincy still retained a small direct 

positive effect on well-being beyond what meaning could 

explain (the mediation was partial, not full). Thus, H6 was 

supported in part: increased meaning appears to be one 

mechanism for chaplaincy’s impact on well-being (and possibly 

on related attitudes like engagement), but it did not entirely 

account for the effect. 

• Ethical Awareness: We also explored whether chaplaincy might 

operate through raising ethical awareness or a “caring ethical 

climate,” which could then reduce conflicts or improve climate. 

The data for this were limited and results were inconclusive. 

Chaplaincy did coincide with slightly better ethical culture 

ratings (as noted under RQ2) and those were inversely related 

to conflict levels, suggesting a plausible chain (chaplaincy → 

ethical climate → fewer conflicts). But a formal mediation test 

did not reach significance given the overlapping nature of the 

measures and limited sample for survey data. Therefore, we 

cannot confirm ethical awareness as a statistically significant 

mediator, though we consider it a conceptually plausible 

secondary mechanism. 

Interpretation point (brief): RQ3’s analyses strengthen our 

understanding of how chaplaincy produces benefits. The evidence 

points to relational and existential mechanisms: chaplaincy makes 

employees feel genuinely supported by their employer, and it helps 

employees find greater meaning in their work. The support 

mechanism, in particular, was very powerful – essentially 

accounting for the retention gains. The meaning mechanism also 

mattered for well-being, though chaplaincy likely also reduces 

stress through direct counseling and problem-solving beyond just 

instilling meaning. In sum, chaplaincy “works” by touching hearts 

and minds: it humanizes the company in employees’ eyes (through 

caring relationships), and it connects work to deeper purpose. These 

findings connect directly to organizational behavior theories like 

perceived organizational support and meaningful work (to be 

discussed in Section 5.3.2), and they resonate with pastoral theology 

insights (e.g., the importance of bearing burdens and ministering to 

existential needs, which we will explore theologically in Section 

5.4). 

• RQ4 (Moderators) – Under what conditions is chaplaincy more or 

less effective? This question examined whether the impact of 

chaplaincy varies across different contexts or subgroups. Four 

hypotheses addressed specific moderators: industry sector (H7), 

work environment – specifically degree of remote work – (H8), 

workforce religious diversity (H9), and leadership support for 

chaplaincy (H10). The findings showed that context does matter 

for chaplaincy outcomes, with several significant moderation 

effects identified. In summary: 

• Industry (H7) – Chaplaincy’s impact differed by industry type. It 

was most pronounced in high-stress, people-intensive industries 

like healthcare and manufacturing, and least pronounced in 

technical/professional industries like IT or finance. For 

example, in healthcare organizations, chaplaincy companies had 

on average ~7.1 percentage points lower turnover than their 

non-chaplaincy counterparts, a large gap (and significant). In 

manufacturing, the gap was around 6.3 points (also significant). 

In contrast, in professional/technical firms, the turnover 

difference was only ~1–2 points and not statistically significant. 

Similar patterns were observed for other outcomes: conflict 

reduction and well-being improvements were strong in 

manufacturing and service sectors (where baseline stress and 

conflict were higher), but negligible in the low-conflict, lower-

turnover tech sector. These results supported H7, confirming 

that chaplaincy yields larger benefits in certain industry 

contexts. Essentially, where employees face greater emotional 

or practical hardships (e.g. caregiver burnout in hospitals, or life 

stresses in blue-collar settings), the chaplain’s presence filled a 

critical void and led to marked improvements. In lower-stress 

environments, chaplaincy was still positive but made a smaller 

observable difference (and certainly did no harm). 

• Work Modality – On-site vs Remote (H8) – Chaplaincy’s 

effectiveness was moderated by the degree of remote work. We 

found that the chaplaincy impact was stronger in primarily on-

site workplaces and somewhat weaker in highly 

remote/distributed workplaces. In companies where most 

employees worked on-site (traditional, in-person settings), the 

outcomes of chaplaincy were very robust – e.g., turnover was 

about 5–6 percentage points lower than controls (significant), 
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and well-being scores were substantially higher. By contrast, in 

companies with a large majority of employees working 

remotely, the chaplaincy vs. control differences shrank to 

around 1–2 percentage points in turnover (non-significant) and 

minimal gains in well-being. The interaction of Chaplaincy × 

%Remote was statistically significant, confirming H8. This 

suggests that the “ministry of presence” is a key factor – when 

chaplains can physically engage with employees (hallway chats, 

face-to-face relationships), the impact is more pronounced. In 

remote settings, chaplaincy services were still offered (via 

phone, video, etc.) and still beneficial (the effects did not 

disappear entirely), but the magnitude was notably smaller. We 

did not find evidence for the alternate hypothesis that chaplaincy 

might be more needed in fully remote contexts; instead, it 

appears that virtual interactions, while helpful, did not replicate 

the full richness of in-person pastoral care. 

• Workforce Religious Diversity (H9) – We examined whether the 

religious composition or diversity of the workforce affected 

chaplaincy outcomes. The core finding was that chaplaincy was 

generally effective across all levels of religious diversity, and 

the interaction was not statistically significant. In highly diverse 

or largely non-religious workforces, chaplaincy still showed 

positive outcomes, and in more religiously homogeneous 

settings it also showed positive outcomes – there was no clear 

evidence that “diversity dampens chaplaincy’s impact” in any 

significant way. Quantitatively, the chaplaincy benefits (e.g., 

retention gains) were slightly smaller on average in the most 

religiously diverse quartile of companies (~4 point turnover 

improvement vs ~6 point in low-diversity companies), but this 

difference was not reliable statistically. Qualitative observations 

suggested that chaplains might take longer to build trust in very 

diverse environments or need to overcome initial skepticism, 

which could delay some impact, but ultimately when chaplains 

practiced inclusivity and respect, employees of all faiths (or no 

faith) utilized and appreciated their care. In fact, some of the 

strongest success cases in our sample were highly pluralistic 

companies where chaplains, by design, served everyone in a 

non-sectarian way. Thus, H9 was not strongly supported in 

terms of a statistical interaction – diversity was not a barrier to 

chaplaincy effectiveness per se. Instead, the key was ensuring 

the chaplaincy was implemented with sensitivity and pluralism. 

All chaplaincy companies in our study did emphasize that the 

chaplain is for everyone, and we saw no instance of chaplaincy 

causing division or conflict in diverse settings. This points to the 

importance of chaplain training and program design (addressed 

in practical implications) to maintain trust across religious 

differences. 

• Leadership Support (H10) – Perhaps the most critical moderator 

identified was top management support for the chaplaincy 

program. The data showed that chaplaincy programs backed by 

active, visible leadership engagement produced dramatically 

larger benefits than those with lukewarm or minimal leadership 

involvement. Companies where executives championed the 

chaplaincy – for example, CEOs publicly endorsing it, 

integrating chaplains into company communications and culture 

– saw the greatest outcomes (e.g., turnover reductions on the 

order of 8–9 percentage points, major well-being and climate 

improvements). In contrast, in chaplaincy companies where 

leadership was hands-off or perfunctory (treating chaplaincy as 

just another HR add-on without active support), the outcomes 

were closer to the control group (little to no turnover 

improvement, etc.). Statistically, the interaction of Chaplaincy 

× Leadership Support was highly significant. One striking 

illustration: chaplaincy companies with high leadership support 

averaged ~10% turnover vs ~19% in controls (huge difference), 

whereas chaplaincy companies with low leadership support 

were around ~18% vs 19% in controls (virtually no difference). 

This effectively means chaplaincy under strong leadership 

support and chaplaincy under weak support are almost two 

different interventions in their impact. H10 was thus strongly 

supported. The implication is that chaplaincy cannot reach its 

full potential unless organizational leaders truly embrace and 

encourage it. Leadership support likely amplifies chaplaincy by 

increasing employee awareness and trust (employees know 

management values the chaplain, so they are more likely to 

utilize the service and see it as part of the culture). Conversely, 

if leadership is indifferent, employees may ignore the chaplain 

or perceive that using the service is not particularly endorsed, 

leading to lower engagement and fewer benefits. 

Interpretation point (brief): RQ4 reveals that contextual and 

implementation factors critically influence chaplaincy outcomes. 

Chaplaincy is not a one-size-fits-all intervention that will 

automatically yield the same results everywhere. Rather, its impact 

is contingent on factors like the nature of the work and workforce, 

and especially how the program is led. We see that chaplaincy 

makes the biggest difference in environments that are high-stress or 

high-need (industries with more human strain), in settings where 

personal presence is possible, and when leadership creates a 

supportive climate for it. Notably, chaplaincy still “works” in 

diverse workplaces, debunking the concern that a religiously plural 

environment negates the value of a chaplain – when done right, 

chaplaincy’s care transcends those differences. However, if a 

company merely implements chaplaincy superficially (e.g., hires a 

chaplain but leadership pays no attention), the benefits may not 

materialize. These moderation findings will be discussed in detail 

in Section 5.3.3, along with their implications for how organizations 

should approach chaplaincy implementation. 

• RQ5 (Chaplaincy Implementation and Context) – How were the 

chaplaincy programs implemented in the studied organizations, 

and what qualitative insights emerged regarding challenges and 

best practices (especially in multi-site or hybrid work contexts)? 

RQ5 was addressed with descriptive and qualitative data in 

Section 4, rather than hypothesis testing. While not a 

hypothesis-driven question, it provided important context for 

interpreting RQ2–RQ4 and for formulating practical 

recommendations. Key points from RQ5 included: 

• Chaplaincy Intensity and Exposure: The ratio of chaplains to 

employees in our sample averaged about 1:250, with higher-

intensity programs having ratios closer to 1:100–1:200 (more 

chaplain hours per employee) and lower-intensity ones ~1:500. 

Companies with better outcomes tended to have somewhat 

higher chaplain presence (suggesting that not overstretching 

chaplains is beneficial). Chaplains generally made rounds on-

site weekly or biweekly, aiming to interact regularly and build 

relationships. On average, about 20–30% of employees in 

chaplaincy companies engaged in at least one substantive 

conversation with the chaplain in a given year, though virtually 

all were at least casually aware of or greeted the chaplain. This 

indicates a significant reach, even if a subset actively seek 

counseling at any time. 

• Digital Chaplaincy Use: In addition to in-person visits, 

chaplaincy providers offered 24/7 phone support, and some had 

begun using video calls, texts, and even pilot chatbot or app-

based tools for remote employees. Before 2025, digital 

interactions made up roughly 20% of chaplain encounters on 

average (higher in companies with many remote workers, where 

it could be >50%). Text messaging was a common mode for 

quick check-ins, and video sessions were used for more in-depth 

counseling when in-person was not feasible. However, both 

chaplains and employees indicated that these digital means, 

while very helpful, did not fully replace the rapport of face-to-

face visits – consistent with the moderation finding (H8) that 

remote-heavy settings saw reduced impact. The trend is toward 

hybrid chaplaincy models: maintaining regular on-site presence 

while also leveraging technology for accessibility and 

continuity between visits. 

• Program Tenure and Trust-Building: Chaplaincy programs 

ranged from newly launched (1 year or less) to very established 

(10+ years) in our sample. We observed that chaplaincy often 

has a cumulative effect over time – utilization and impact tend 

to increase after the first year or two as trust and awareness 



 
Marketplace chaplaincy and organizational outcomes OJ-BT | Vol. 6, No. 1 (2026) 

 
DOI: 10.65655/OCP.0079 54 Open Christian Press | OJ-BT | CC BY 4.0 

grow. Many high-impact cases were programs in place for 5 or 

more years, whereas some very new programs had yet to show 

measurable effects (indeed, we excluded a couple of cases that 

were in the first months of implementation to avoid unfairly 

counting them). This suggests patience is needed; chaplains 

typically spend the initial phase building relationships and 

credibility. Organizations considering chaplaincy should view it 

as a long-term investment in culture and people, not a quick fix 

– a point to be stressed in recommendations. 

Common Challenges: Qualitative feedback identified several 

recurring challenges in implementation: 

• Awareness and Stigma: Initially, some employees either don’t 

know the chaplain’s role or worry that speaking to a chaplain 

carries stigma (e.g., “is this only for religious people?” or “will 

talking to the chaplain get back to my boss?”). Successful 

programs addressed this through clear communication 

(introducing the chaplain to all staff, emphasizing 

confidentiality and voluntary participation, sharing testimonials 

of how chaplains helped employees across backgrounds). 

• Multi-site Logistics: Chaplains covering multiple locations face 

travel and time constraints. It can be challenging to be 

sufficiently present at each site, especially during crises. Best 

practices included scheduling regular rotations, prioritizing sites 

with higher needs, having on-call backup chaplains, and using 

phone/text to be reachable in between visits. 

• Remote Engagement: As noted, engaging remote employees 

required creativity: virtual office hours, sending periodic 

encouragement emails or short videos, joining team Zoom 

meetings to remind staff of the resource. Despite these efforts, 

building trust without any in-person contact remained difficult, 

highlighting the importance of multi-modal outreach. 

• Diversity and Cultural Competence: In workplaces with 

linguistic or cultural diversity, chaplains had to overcome 

language barriers and be sensitive to different customs. Some 

chaplains learned basic phrases in employees’ languages or 

coordinated with interpreters. Successful programs often had 

chaplains undergo cultural competency training and sometimes 

assembled chaplain teams diverse in gender/ethnicity to better 

connect with a diverse workforce. 

• Integration vs. Boundaries: Another tension was integrating 

chaplaincy into the organization’s support systems (EAP, HR, 

management referrals) while maintaining the chaplain’s 

independent, confidential status. Clear protocols were needed so 

that chaplains could, for instance, inform HR of general trends 

or urgent risks (with employee consent in non-extreme cases) 

but never divulge personal specifics without permission. 

Companies that had formal memorandums of understanding 

about these boundaries and educated managers about the 

chaplain’s role saw smoother operations. Misunderstandings in 

a few cases (e.g., a manager pressuring a chaplain for info) 

reinforced the need for ongoing communication about 

confidentiality. 

• Measuring Impact: Some organizations initially struggled with 

how to assess the chaplain’s value. Chaplaincy providers often 

give usage reports (number of visits, issues addressed in 

aggregate), but translating that into ROI or tangible outcomes 

was not straightforward for companies until participating in this 

study. This study itself provided those companies with outcome 

data (like turnover changes), which many found illuminating. 

The challenge of quantifying chaplaincy’s impact is one reason 

scholarly research like this study is valuable, and it suggests that 

chaplaincy programs should gather both qualitative stories and 

quantitative indicators to demonstrate their contributions (more 

on this in implications). 

• Best Practices: From the challenges above, the analysis distilled 

best practices that mirror the factors we found important: secure 

strong leadership endorsement (leaders should visibly support 

and normalize chaplaincy usage), communicate clearly about 

the chaplaincy program (so employees know it’s for them, it’s 

safe and confidential, and not just for a crisis or for certain 

people), maintain appropriate chaplain staffing levels (don’t 

stretch one chaplain too thin across many employees or sites), 

invest in chaplain training (both theologically and in soft skills 

like active listening, cross-cultural competence, ethics), and 

embrace a hybrid model (use technology to supplement – but 

not replace – personal connection). Organizations that treated 

the chaplain as an integral part of the company’s care 

infrastructure (inviting them to company events, including them 

in wellness initiatives, etc.) saw higher engagement. Those that 

took a “set it and forget it” approach saw lower utilization. In 

short, intentional implementation was key: chaplaincy 

flourished where it was woven thoughtfully into the fabric of 

organizational life. 

While RQ5 did not yield a simple numeric answer, it provided 

context to interpret why we saw the variation captured in RQ4 and 

how chaplaincy can be optimized. These insights will heavily 

inform Section 5.5 on practical implications and recommendations. 

In summary, successful marketplace chaplaincy is characterized by: 

sufficient chaplain presence, active promotion and endorsement by 

leaders, integration with other support resources (while respecting 

boundaries), cultural sensitivity to the workforce, and the flexibility 

to engage employees both in-person and through digital means. 

When these conditions are met, chaplaincy programs tend to thrive 

and produce the positive outcomes measured in RQ2. When they 

are lacking, chaplaincy may underperform or struggle to gain 

traction. 

Having summarized the key findings, we now turn to a deeper 

discussion of each set of hypotheses and their implications. 

5.3 Discussion by Research Question and 
Hypothesis 

5.3.1 Outcomes of Chaplaincy (H1–H4: Retention, 
Conflict, Ethical Climate, Well-Being) 

The first four hypotheses examined whether chaplaincy presence is 

associated with better organizational outcomes: specifically, lower 

employee turnover (higher retention), reduced workplace conflict, 

a stronger ethical climate, and higher employee well-being. All four 

hypotheses were supported by the data, indicating a consistent 

pattern: organizations with chaplaincy programs tended to 

outperform their non-chaplaincy counterparts on each of these 

dimensions. We will discuss each outcome in turn, reflecting on the 

magnitude of the effect, its practical and theoretical implications, 

and the plausibility of chaplaincy being a contributing cause given 

what we know from prior research and this study’s design. 

Employee Retention/Turnover (H1). The finding that chaplaincy 

companies experienced about 5 percentage points lower annual 

turnover than matched controls is considerable. In human resource 

terms, a difference of that size – roughly a 25% relative reduction if 

one assumes ~20% baseline turnover – can translate into significant 

cost savings and knowledge retention for firms. Is it plausible that 

a chaplaincy program could have such an effect? Yes, in light of 

both theoretical reasoning and anecdotal evidence from practice. 

Turnover is known to be influenced by employees’ affective 

commitment to the organization and their perception of 

organizational support (i.e., feeling that the company cares about 

them). Workplace chaplaincy directly addresses those very factors: 

by providing personal care, counseling, and support for employees, 

chaplains send a powerful message that “the company values you 

as a whole person.” This aligns with social exchange theory’s 

notion of reciprocity – when employees feel valued and supported, 

they are more likely to reciprocate with loyalty and stay with the 

organization (Gouldner, 1960; Eisenberger et al., 1986). Our results 

empirically confirm this: chaplaincy led to higher perceived 

support, which in turn strongly predicted lower turnover (Section 

5.3.2 will elaborate on this mediation). In essence, chaplains 

function as agents of organizational support, and employees 

respond in kind by sticking around rather than seeking employment 

elsewhere. This interpretation is reinforced by prior qualitative 

studies. For example, Miller, Ngunjiri, and LoRusso (2018) found 
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that employees often interpreted the presence of a workplace 

chaplain as a sign that “the suits care about us”, which generated 

gratitude and a sense of loyalty to the company. Leaders 

interviewed in another study observed that chaplains helped 

“lubricate” the relationship between employees and employer, 

increasing trust and commitment (Miller & Ngunjiri, 2015). Our 

quantitative data put numbers to this dynamic – showing a clear 

association between chaplaincy and increased retention – thus 

lending credence to what was previously based largely on anecdote 

and managerial perception. 

It is also noteworthy that this retention effect persisted across 

diverse organizations in our matched sample and remained robust 

in multiple analytic approaches (simple comparisons, regression 

controlling for any minor residual differences, paired tests, etc.). 

That consistency reduces the likelihood that the result is a statistical 

fluke or an artifact of some uncontrolled variable. While we must 

be careful not to over-claim causality, the magnitude of the 

difference (5+ percentage points) coupled with theoretical backing 

makes it reasonable to conclude that chaplaincy programs 

contributed meaningfully to retaining employees. Alternative 

explanations (aside from random chance) could be that companies 

which adopt chaplaincy also tend to have other “people-first” 

practices that reduce turnover (e.g., perhaps they also invest in 

better benefits or have a strong culture). We attempted to account 

for this by matching companies on baseline engagement scores and 

presence of other wellness programs – indeed the chaplaincy and 

control groups were similar on those fronts initially. The fact that 

differences emerged post-implementation suggests chaplaincy 

added something on top of whatever else those companies were 

doing similarly. Even if chaplaincy is part of a broader ethos, it 

appears to be a pivotal part, not merely a coincidental one, in 

affecting retention. 

In practical terms, lower turnover means reduced recruitment and 

training costs and preservation of institutional knowledge. But 

beyond economics, from a values perspective it also signals a 

healthier employer-employee relationship. People generally do not 

leave environments where they feel genuinely cared for, except for 

reasons chaplaincy cannot control (like a spouse’s job relocation or 

personal career change). Thus, the retention finding is a strong 

indicator that chaplaincy fosters a more loyal workforce – a point 

we will connect to biblical values (loyalty and mutual care) in 

Section 5.4. For now, we conclude that H1’s support aligns with 

both organizational support theory and the intended goals of 

chaplaincy. Marketplace Chaplains USA and similar providers have 

often claimed lower turnover at client companies, and while such 

claims were sometimes met with skepticism due to lack of rigorous 

evaluation, our study provides independent evidence that those 

claims are not unfounded. 

Workplace Conflict (H2). Conflict reduction is a less commonly 

quantified outcome in organizational studies than turnover, but it is 

highly salient for workplace climate and productivity. We defined 

“formal conflict incidents” as HR-recorded events like official 

grievances or harassment complaints – essentially the tip of the 

iceberg of conflict (many minor conflicts never reach this stage). 

The finding that chaplaincy companies had about 38% fewer such 

incidents per capita is notable, though it comes with some nuances. 

First, in absolute terms many companies had zero or very few 

formal conflicts in a year (especially smaller firms or those with 

calmer cultures). So the statistical comparison relied on differences 

among those who did have some incidents. The chaplaincy group 

clearly trended toward fewer issues escalating to the formal 

complaint level. This suggests that chaplains likely play a 

preventative or mediating role. It is very plausible that chaplains, by 

virtue of being a confidential, trusted third party, help address 

interpersonal tensions or employee grievances before they blow up 

into formal HR cases. Qualitative feedback from HR managers in 

chaplaincy firms corroborated this: they recounted instances of the 

chaplain stepping in to defuse an argument or counsel someone who 

felt mistreated, thereby preventing the situation from becoming an 

HR complaint. One HR director described the chaplain as “an early 

warning system and a mediator” who often facilitated forgiveness 

or mutual understanding in minor disputes, so they didn’t escalate. 

This aligns with the broad concept of chaplain as a peacemaker in 

the workplace. “Blessed are the peacemakers” (Matthew 5:9) is a 

biblical adage often cited in chaplaincy contexts; here we see its 

practical effect – a measurable reduction in recorded conflicts. 

The magnitude (roughly 0.8 fewer incidents per 100 employees, 

e.g., 1.2 vs 2.0) might seem small, but one must realize that formal 

conflicts are relatively infrequent by nature. A drop in one or two 

formal cases can actually represent many informal tensions resolved 

behind the scenes. Each avoided grievance can save considerable 

time, legal cost, and morale damage. So even a “38% reduction” 

must be interpreted in context – it’s meaningful in human terms 

even if the numbers are small. Additionally, the presence of any 

significant difference in conflicts is telling, because conflict rates 

are influenced by myriad factors (leadership style, organizational 

culture, workforce composition, etc.). That chaplaincy showed up 

as a differentiator implies it’s touching an area often considered 

intangible: the social fabric of the organization. 

One might ask: could the lower conflict rate be because chaplaincy 

companies inherently had more harmonious cultures to begin with 

(and that’s why they adopted chaplaincy)? We addressed this 

partially by matching on prior engagement scores and such. 

Furthermore, if anything, one might expect that companies riddled 

with conflict would be more likely to seek chaplaincy help, which 

would bias the sample in the opposite direction (meaning 

chaplaincy companies might have historically been worse on 

conflict). The baseline checks didn’t show significant differences in 

pre-chaplaincy. Therefore, it’s reasonable to attribute the observed 

difference to chaplaincy’s influence. By providing a “relational 

safety valve”, chaplains likely helped employees handle issues 

informally. They might counsel someone on how to approach a 

difficult coworker with grace, or listen to an irritated employee vent 

their frustrations, thereby diffusing anger that might otherwise 

come out destructively. In some cases, chaplains acted as 

intermediaries – one chaplain shared an example of carrying a 

concern (with permission) to management in a constructive way, 

whereas the employee might have filed a complaint had the chaplain 

not been there to raise the issue calmly. These kinds of interventions 

are consistent with conflict resolution and pastoral care theory. 

Thus, H2’s confirmation is believable and aligns with both prior 

anecdotal reports (e.g., HR professionals in Miller et al. (2017) 

noted chaplains as helpful in mitigating conflicts) and a theological 

understanding of chaplains as reconcilers (cf. 2 Corinthians 5:18 

calls Christians to a “ministry of reconciliation,” which in a 

workplace can manifest as healing relational rifts). We will later 

discuss how this finding exemplifies applied theology (Section 5.4), 

but from a management standpoint, it underscores an often 

overlooked benefit of chaplaincy: a reduction in workplace friction 

and the fostering of a more peaceable work environment. That said, 

we temper our interpretation by acknowledging that formal conflict 

numbers were low overall; chaplaincy is not eliminating conflict 

(nor could it ever eliminate all conflict in a fallen world), but it 

appears to reduce the frequency or severity of conflicts that reach 

critical levels. 

Ethical Climate (H3). Ethical climate refers to the prevailing 

perception among employees of “how we do things here” in terms 

of ethics – are honesty, integrity, and caring behavior the norm, and 

do people feel safe to voice ethical concerns? According to Victor 

and Cullen’s (1988) classic framework, an organization’s ethical 

work climate can range from self-interested to benevolent or 

principled climates. Our hypothesis that chaplaincy would correlate 

with a more benevolent/caring ethical climate was borne out, albeit 

with a modest effect size. Chaplaincy companies scored on average 

0.2 points higher on a 5-point ethical climate index. While a fifth of 

a point might not sound dramatic, in organizational climate research 

such differences can be meaningful because climate scores usually 

have limited variance (most organizations like to think of 

themselves as ethical, so scores cluster in the high 3’s and 4’s). A 

0.2 uptick might reflect, for example, a shift from “somewhat 



 
Marketplace chaplaincy and organizational outcomes OJ-BT | Vol. 6, No. 1 (2026) 

 
DOI: 10.65655/OCP.0079 56 Open Christian Press | OJ-BT | CC BY 4.0 

agree” to “agree” on statements like “Managers here demonstrate 

integrity” or “This company cares about employees.” 

It stands to reason that a workplace chaplain – by modeling 

compassion, fairness, confidentiality, and a listening ear – could 

influence the ethos of a workplace. Chaplains often act as an ethical 

presence simply through their consistent example. They are not 

enforcers of rules, but their role as a moral and spiritual counselor 

can gently nudge the culture toward empathy and honesty. For 

instance, if a chaplain consistently treats everyone with respect and 

keeps confidence, coworkers may emulate that behavior, or at least 

they recognize that the company endorses such values by having a 

chaplain. Some chaplains also provide ethical guidance when 

consulted (e.g., a manager informally asking a chaplain, “I’m 

struggling with how to handle X situation fairly”). In doing so, 

chaplains can help decision-makers reflect on principles of justice 

or compassion that might otherwise be overlooked. Moreover, 

chaplains often advocate quietly for the “little guy” – for example, 

if they notice a group of employees feeling unheard or a systemic 

issue causing moral distress, they might bring those to leadership’s 

attention in a constructive way (without breaching confidentiality). 

This can lead to ethical improvements, such as policy changes or 

simply a greater awareness by management of the need to treat 

employees as valued individuals, not just cogs. 

The empirical result supporting H3 is consistent with qualitative 

perceptions documented in literature. Corporate leaders in Miller & 

Ngunjiri (2015) believed that chaplains “heighten moral awareness” 

and foster a culture of empathy and accountability. Our data 

provides some quantitative backing for that belief. The effect size 

being modest is not surprising – the ethical climate is influenced by 

many factors, chiefly the behavior of top leaders and the company’s 

formal ethics programs. A chaplain alone cannot override a toxic 

leadership tone or compensate for unethical policies. However, in 

environments that are not overtly unethical to begin with (most of 

our sample were average companies with decent cultures), 

chaplains likely serve as a complementary influence reinforcing the 

positive ethical cues. The 0.2 difference essentially could be viewed 

as chaplaincy helping a good company become a slightly better 

company in terms of integrity and care. One could speculate that if 

a company had serious ethical issues, a chaplain’s presence might 

help mitigate those or at least support employees, but our data didn’t 

include any severe cases of ethical scandal to test that scenario 

(almost all companies had no major compliance breaches in the 

period studied). 

Another angle: employees may perceive the decision to provide a 

chaplain as itself an ethical act by the company – a sign that the 

organization cares about more than the bottom line. This perception 

can improve how employees rate the “ethical climate.” It’s telling 

that one of the items in our index was essentially “employees are 

treated with respect and care here.” Chaplaincy directly speaks to 

that: it operationalizes respect and care. Even employees who never 

personally used the chaplain could observe how the company treats 

those who are hurting (e.g., providing a chaplain to help an 

employee going through a family tragedy) and infer that the 

company has a compassionate ethic. This would boost ethical 

climate perceptions. In sum, the support of H3 suggests chaplaincy 

contributes to a caring ethical climate – one in which doing the right 

thing by people is part of the culture. 

From a theological perspective, this resonates with the idea that 

introducing a ministry of presence in the workplace brings a leaven 

of righteousness and grace into the organizational culture (Matthew 

13:33’s leaven metaphor could be apt). We’ll expand on that later. 

But even strictly speaking in management terms, this finding is 

important: it indicates that chaplaincy might be a viable component 

in efforts to strengthen ethical culture and employee trust. Ethical 

climate has been linked in research to outcomes like reduced 

misconduct and increased employee voice (Victor & Cullen, 1988; 

Huang & Paterson, 2014). So a small improvement could have 

ripple effects. Our study didn’t measure misconduct directly, but the 

conflict reduction could be partly due to a more ethical, respectful 

atmosphere taking root, which naturally leads to fewer interpersonal 

flare-ups. 

We caution that chaplaincy is not a panacea for ethics – leadership 

must still set the tone at the top. However, chaplains can certainly 

bolster ethical discourse. They are often one of the few roles in a 

company that can speak truth to power gently, as they are not in the 

chain of command and maintain moral credibility. One chaplain 

shared that they occasionally would advise a manager privately, 

saying, for example, “I think how you handle employee X’s issue 

will send a message; maybe consider extending grace in this case.” 

Such input can shape ethical outcomes in subtle ways. 

Employee Well-Being (H4). The finding that chaplaincy was 

associated with higher aggregate employee well-being (as measured 

by survey scores and a slight reduction in sick days) is in line with 

what we would intuitively expect: if you care for employees’ 

emotional and spiritual needs, their overall well-being should 

improve. Well-being is a broad construct, encompassing mental 

health, stress levels, and overall morale. Our analysis indicated 

about a quarter standard deviation improvement, which is a 

meaningful uplift at the organizational level. In concrete terms, 

chaplaincy companies had a larger proportion of employees rating 

their well-being positively and a smaller proportion reporting 

burnout. 

This result is highly plausible because it aligns with the nature of 

chaplaincy work: pastoral care inherently aims to support well-

being. Chaplains provide counseling for personal and work-related 

issues, which can alleviate stress and anxiety. They offer emotional 

support during crises (grief, illness, family problems), which can 

prevent those stressors from deteriorating an employee’s mental 

health or work performance. They might encourage healthy coping 

strategies, refer employees to professional counselors or support 

groups when needed, and even address spiritual struggles that, if left 

unattended, could manifest as despair or disengagement. 

Essentially, chaplains contribute to what organizational 

psychologists call “psychosocial support” in the workplace. There 

is ample evidence outside the chaplaincy literature that 

psychosocial support – whether from supervisors, peers, or 

programs like employee assistance – correlates with better 

employee well-being and lower burnout (Baptiste, 2008; 

Halbesleben, 2006). Our study adds chaplains to that equation: they 

are a specialized source of support, and indeed we saw earlier that 

increased perceived support mediated this well-being benefit to 

some extent. 

One interesting aspect is that chaplaincy companies showed a non-

significant trend of fewer sick days. While not definitive, it suggests 

potential physical health or recovery benefits, which aligns with the 

holistic concept of well-being. Stress and mental health have well-

known links to physical health (chronic stress can lead to more 

illness, etc.). If chaplains help reduce stress, it’s conceivable this 

translates into fewer days lost to stress-related ailments or quicker 

recovery because employees have emotional support. Bester 

(2017), in a study of corporate chaplaincy in a South African 

context, reported qualitative evidence of improved wellness among 

employees with chaplain access; our quantitative data in a U.S. 

context echoes that. 

It’s worth noting that some companies in both groups had other 

wellness initiatives (fitness programs, etc.), but those were matched. 

Chaplaincy seems to add a dimension that typical wellness or EAP 

programs might not fully address: the personal, relational care and 

the spiritual/existential support. One could say chaplains attend to 

the soul at work, which standard wellness programs (focused on 

physical health or generic counseling referrals) might not explicitly 

do. This could explain why even with EAPs present in many control 

companies, chaplaincy companies still showed an edge in well-

being. Employees possibly find chaplains more approachable or 

relevant for ongoing life issues than a distant hotline. This is 

supported by prior surveys indicating employees are far more likely 

to engage with a known chaplain than to call an EAP counselor 

(Meyer & Davis, 2002). So chaplaincy might increase the 

utilization of supportive services (since the chaplain actively 
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reaches out rather than waiting for an employee to initiate a call). 

Greater utilization of support logically leads to better well-being 

outcomes in aggregate. 

Another mechanism for well-being is that chaplains help employees 

find meaning in their work and lives, which is correlated with well-

being. We found partial evidence of this in H6. When people feel 

their work has purpose, they typically experience higher job 

satisfaction and lower burnout (Allan et al., 2019). By engaging 

employees in discussions of purpose, values, and even praying with 

those who desire it, chaplains can rekindle a sense of meaning or 

hope that buffers against burnout. For instance, an employee 

struggling with the monotony of a job might, through conversations 

with a chaplain, come to see how their work supports their family 

or contributes to society, thereby gaining renewed motivation. This 

aligns with the idea of work as vocation – a theological concept that 

has practical well-being implications. Our results suggest 

chaplaincy indeed had such effects on some employees (reflected in 

modest well-being gains aggregated). 

The cautious interpretation here is that while chaplaincy is 

associated with improved well-being, it likely works in tandem with 

other supports. And we cannot rule out that companies predisposed 

to care about well-being were those who chose chaplaincy (though 

again, matching was done on baseline engagement which includes 

well-being facets). However, given the mediation by support and 

meaning we observed, it’s very reasonable to conclude chaplaincy 

had a hand in uplifting employee well-being. Importantly, there 

were no signs that chaplaincy harmed well-being for any subgroup 

(even those who didn’t use it directly might benefit from a more 

positive environment). One concern sometimes raised is if 

chaplains might impose values or if someone is uncomfortable – our 

study found no evidence of negative outcomes. 

Employees who didn’t want chaplaincy simply didn’t engage; there 

was no indication of resentment affecting morale at an aggregate 

level. That’s a testament to chaplains maintaining a respectful, 

voluntary approach (which we emphasize as an ethical necessity in 

Section 5.4). 

To sum up H4: the chaplaincy program acted as a source of holistic 

care that likely reduced stress, provided emotional comfort, and 

enhanced employees’ sense of being cared for and purposeful – all 

of which manifested in higher self-reported well-being. This finding 

underscores the argument, made by workplace spirituality scholars 

like Duchon and Plowman (2005), that attending to employees’ 

spiritual needs can positively affect their overall wellness and 

engagement. It also complements the Christian understanding that 

human beings are integrated wholes – spiritual, emotional, physical 

– and that caring for the soul can have benefits for the mind and 

body as well. 

Integrative Reflection on Outcomes (H1–H4). The fact that all four 

outcome hypotheses were supported provides a cohesive picture: 

workplace chaplaincy, as an expression of genuine care, is 

associated with healthier, more positive organizational dynamics. 

Lower turnover and conflict indicate a more stable and harmonious 

workforce; better ethical climate and well-being indicate a more 

positive and humane workplace culture. These are exactly the kinds 

of outcomes proponents of “faith at work” integration and Business 

Theology would hope for – demonstrating that following a people-

centric, values-driven approach (in this case, rooted in Christian 

pastoral care principles) can yield tangible organizational benefits. 

Our results thus contribute empirical evidence to the notion that 

“doing right by employees” and “doing well as a company” need 

not be in opposition; they can coincide, which is a theme that Miller 

& Ngunjiri (2015) observed in executive attitudes (leaders saw 

chaplaincy as aligning moral values with business interests). 

Of course, we reiterate that we are not claiming chaplaincy alone 

causes these outcomes in a deterministic way. Rather, chaplaincy 

seems to be a catalyst or key component of a broader ethos that 

values employees. It’s likely that companies who invite chaplains 

also cultivate other positive practices (like flexible work 

arrangements, for example), and chaplains then enhance and focus 

that ethos by addressing personal issues that otherwise slip through 

the cracks of standard HR. The outcomes we measured are 

interrelated too: improved well-being and ethical climate can reduce 

conflicts and turnover; reduced conflict and stress in turn improve 

well-being – a virtuous cycle may be at play. Chaplaincy appears to 

kick-start or reinforce such a cycle by injecting compassion, 

counsel, and meaning. 

The magnitude of effects, while varying, are practically significant 

enough to matter to management. A 5% reduction in turnover can 

save a firm with 1,000 employees tens or hundreds of thousands of 

dollars annually in rehiring and training. A more ethical climate and 

fewer conflicts can prevent costly lawsuits or damage to reputation. 

Happier, healthier employees are generally more productive and 

creative (a relationship well established in occupational health 

psychology). Though our study didn’t directly measure productivity 

or performance metrics, one could reasonably hypothesize those 

might be higher in chaplaincy companies as a side effect of reduced 

stress and turnover. Future research could examine that, but from a 

discussion standpoint, our findings already make a strong case that 

chaplaincy yields benefits that any CEO or HR director would 

value. 

One more point: no negative outcomes were observed. Sometimes 

skeptics wonder if having a chaplain could create dependency or if 

it might offend some employees (thus harming engagement). We 

did not find any evidence of backlash or downside in the metrics. 

Engagement scores (where available) were generally higher in 

chaplaincy companies, not lower (though not a primary focus, it 

correlates with well-being). And as noted under diversity 

moderation, even in multi-faith settings chaplaincy did not spur any 

increase in conflict or turnover – if anything, it still helped slightly. 

This is critical: it suggests that as long as chaplaincy is implemented 

respectfully, the fears of religious programs causing polarization are 

not borne out. That being said, careful attention to how chaplaincy 

is presented and practiced is essential (addressed in Section 5.4’s 

ethical cautions and Section 5.5’s implementation advice). 

In conclusion, the discussion of H1–H4 affirms that the presence of 

a well-run workplace chaplaincy program corresponds with 

improvements in key organizational health indicators. These 

findings validate what marketplace chaplaincy advocates have long 

asserted and what the literature review in Section 2 anticipated: 

chaplaincy can be seen as a form of “applied theology” that 

produces measurable, positive outcomes in the secular metric of 

organizational performance. In the next subsection, we delve into 

the “why” behind these outcomes – the mediating forces of support 

and meaning (H5–H6) that we touched on, exploring how our 

results integrate with theoretical frameworks like perceived 

organizational support and meaningful work theory. 

5.3.2 Mechanisms of Impact (H5–H6: Perceived 
Support and Meaning as Mediators) 

Having established what differences were observed with 

chaplaincy, we turn to how those differences come about. 

Hypotheses H5 and H6 posited two primary mechanisms: (1) 

Enhanced perceived organizational support (through the chaplain’s 

pastoral care) and (2) Enhanced sense of meaning or purpose in 

work. Our analyses in Section 4 provided evidence that both 

mechanisms play a significant role – especially the support 

mediation which was very strong, and to a more moderate extent 

the meaning mediation. This section discusses these mediators in 

depth, tying them to relevant theories and explaining why they are 

crucial for understanding chaplaincy’s influence. 

Perceived Support (H5) – “My Company Cares About Me.” The 

mediation analysis for H5 revealed a striking pattern: chaplaincy led 

to a notable increase in employees’ perceptions that their 

organization cares about their well-being (a pastoral form of 

perceived organizational support, or POS), and this in turn was 

linked to substantially lower turnover intentions/behavior. 

Statistically, once we accounted for this perceived support, the 

direct link between chaplaincy and retention dropped to zero – 

indicating that most of the effect of chaplaincy on retention was 

carried through the support factor. In plain terms, the chaplaincy 
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program worked by making employees feel valued, and those 

feelings of being valued drove them to stay. 

This finding is deeply aligned with Social Exchange Theory and 

POS theory. Eisenberger et al. (1986) theorized that when 

employees develop a strong belief that “the organization cares about 

me and values my contributions” (POS), they reciprocate with 

loyalty, higher commitment, and reduced intent to quit. Over 

decades, research has robustly shown that high POS is associated 

with lower turnover and higher organizational commitment 

(Rhoades & Eisenberger, 2002). Our study adds to this body of 

evidence by identifying chaplaincy as a specific, concrete 

organizational practice that can boost POS. In many companies, 

drivers of POS include things like supervisor support, fair rewards, 

or developmental opportunities. Here, we see that providing a 

workplace chaplain – a person whose primary role is to support 

employees personally – sends a powerful signal of organizational 

care. Employees essentially interpret the chaplain’s care as an 

extension of the company’s care. Qualitative comments from 

employees in the chaplaincy group made this clear: e.g., “I’m 

thankful my employer provides [the chaplain]; it shows they 

actually care about us as people.” Some even used nearly that exact 

phrase of feeling humanized: “the chaplain made me see that to my 

company I’m not just an employee ID, I’m a person they care about” 

(these insights echo the findings of Miller et al., 2018, hence 

supporting our empirical data). 

The magnitude of the chaplaincy effect on the support metric 

(roughly +0.45 on a 5-point agreement scale) is noteworthy. A shift 

of nearly half a point on a Likert scale aggregated at the company 

level is quite large for a climate/perception measure. It underscores 

that chaplaincy had a broad impact on how employees viewed their 

employer. Even those who didn’t personally use the chaplain much 

may have been positively influenced by knowing that resource was 

available. It contributes to a generalized sense that “this company is 

trying to do right by us.” That general sentiment can lift morale 

across the board. 

Why is perceived support so tightly linked to retention (and likely 

other positive behaviors)? From a motivational perspective, 

employees who feel cared for develop an emotional bond and sense 

of obligation – a positive form of obligation – to reciprocate (Blau, 

1964; Gouldner, 1960). They are less likely to job-hop because they 

recognize and appreciate that their current employer values them. 

Moreover, high POS often translates into increased trust and 

reduced stress: if I believe my employer will stand by me, I’m not 

constantly anxious or looking for escape. A chaplain’s interventions 

– listening, helping in crises, celebrating joys – all contribute to 

employees feeling “I’m supported at work.” This fosters an 

environment where employees can bring their whole selves, which 

again increases attachment to the workplace. 

Our data indicated that about 63% of the total chaplaincy effect on 

turnover was mediated by perceived support. This is an 

impressively high proportion for a mediation model in social 

science. It suggests that the primary value-add of chaplaincy, in 

terms of outcomes, is relational support. This doesn’t diminish other 

possible chaplain contributions, but it quantifies that the lion’s share 

of benefit comes from employees simply feeling cared about. In 

practical terms, this highlights a lesson: if organizations want the 

retention (and related) benefits of chaplaincy, they should focus on 

enabling chaplains to maximize that supportive presence. It’s not 

about chaplains performing administrative tasks or being involved 

in operations – it’s their relational work that matters most. 

It’s also instructive to consider that perceived support itself can 

have cascading effects beyond retention: high POS has been linked 

to better performance, citizenship behaviors (helping others, going 

the extra mile), and lower absenteeism (Eisenberger & 

Stinglhamber, 2011). We did not measure all those outcomes, but 

it’s reasonable that some of chaplaincy’s impact might also 

manifest in those areas as intermediate outcomes. For example, an 

employee who feels supported might be more engaged and thus 

serve customers better. Future research could explore that. But even 

focusing on retention alone, the mechanism is clear and consistent 

with theory. Our contribution is demonstrating it empirically in the 

context of a faith-based workplace intervention. 

From a theological viewpoint, this mediation result is fascinating as 

it connects with the biblical principle of loving-kindness and 

reciprocity. When employees felt cared for in a Christ-like way 

(even if the chaplain’s care was subtle and not explicitly religious, 

the ethos is one of unconditional love and service), they responded 

with loyalty – which can be seen as analogous to how people 

respond to genuine love with commitment in human relationships. 

Scripture notes that “we love because He first loved us” (1 John 

4:19); analogously, employees’ loyalty grew because the company 

(through chaplaincy) first loved/cared for them. While one must be 

careful not to sacralize organizational relationships, the parallel is 

there: grace begets gratitude. Section 2 referenced Galatians 6:2 

(“Carry one another’s burdens…fulfill the law of Christ”) and 

posited that chaplaincy is an embodiment of that in the workplace. 

Our findings show that this burden-carrying (support) fulfills 

something in the organizational sense too – it fulfills the 

psychological contract and leads employees to stick around, much 

as carrying one another’s burdens in the early Church fulfilled the 

law of love and built a devoted community. We will reflect more on 

this theological consonance in Section 5.4, but it is deeply satisfying 

to see that empirical data and biblical wisdom align on this point: 

genuine care yields loyalty. 

In conclusion on H5: The mechanism of increased perceived 

support is not just a statistical abstraction; it is the very human story 

of employees feeling seen, heard, and valued. Workplace 

chaplaincy operationalizes this support in a personal way, and the 

result is that employees respond with trust and commitment. This 

underscores a major implication – companies looking to improve 

retention (or employee commitment generally) should pay attention 

to employees’ support needs. Chaplaincy is one method to meet 

those needs, complementing supportive leadership and culture. It is 

especially noteworthy that chaplains often provide a type of support 

that supervisors or HR cannot: a confidential, empathetic, non-

judgmental listener who is not evaluating your performance. That 

unique role likely enables chaplains to boost perceived support 

beyond what a manager’s open door policy might achieve, 

particularly for personal or sensitive issues employees hesitate to 

bring to their boss. This mediating role of chaplains as support-

providers offers a concrete mechanism for the oft-stated claim that 

chaplains improve morale and loyalty (we now see the data trail for 

that claim). 

Meaning and Purpose (H6) – “My Work Matters.” The second 

mediator, increased sense of meaning in work, was supported in 

part. Chaplaincy companies did report higher levels of meaningful 

work, and those levels were associated with higher well-being and 

engagement, indicating that meaning served as a conduit for some 

of chaplaincy’s effect. However, chaplaincy’s impact on outcomes 

was only partially explained by meaning; some effect remained 

direct. This is not surprising – as powerful as meaningfulness is, it’s 

just one aspect of the work experience, and chaplains do more than 

talk about meaning. They also provide emotional support, which 

can improve well-being regardless of whether someone finds great 

meaning in their tasks. 

The relationship between chaplaincy and work meaning makes 

intuitive and theoretical sense. Chaplains, by virtue of engaging 

with employees at a deeper level, often help them connect their 

values or life narrative with their work. They may discuss an 

employee’s calling, or reframe a mundane job as one that still has 

dignity and serves others (a classic pastoral approach to infusing 

work with meaning). For example, a chaplain might remind a 

warehouse worker that providing for their family through honest 

work is honorable, or help an engineer see their work as part of 

God’s mandate to steward creation through technology. Even when 

explicitly religious language isn’t used (depending on the 

employee’s openness), the chaplain’s encouragement can help 

employees link their work to broader life purpose or to service to 

others. Additionally, when employees go through personal 

hardships (illness, loss) and the chaplain supports them, upon 
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returning to work they might view their workplace more positively 

– e.g., “My company cared for me in my darkest hour,” which in 

turn can make their daily work feel more significant as part of a 

caring community. 

Meaningful Work theory (Pratt & Ashforth, 2003; Lips-Wiersma & 

Morris, 2009) holds that meaningfulness arises when work aligns 

with one’s values, provides a sense of purpose, and makes a 

difference. Chaplains can influence all three: they often explicitly 

talk about values and encourage alignment of personal and 

corporate values; they remind people that their work has an impact 

(even if it’s just making a colleague’s day better, or contributing to 

a team); and they attend to the spiritual dimension, which can imbue 

any task with greater significance (for people of faith, the idea of 

“working as for the Lord” (Colossians 3:23) can make even routine 

work an act of worship, for instance). Our findings showed a 

statistically significant bump in the meaning measure (+0.28 on a 

5-point scale) for chaplaincy organizations. This is modest but non-

trivial. It suggests chaplains did indeed move the needle on 

collective sense of purpose. 

Now, the link from meaning to well-being was quite strong (we 

found a correlation ~0.45 and a regression coefficient indicating 

meaningful work significantly predicted higher well-being). This is 

consistent with extensive research: meaningful work is one of the 

strongest predictors of job satisfaction and psychological well-

being at work (Allan et al., 2019). It serves as a protective factor 

against burnout – if you find meaning in what you do, you’re more 

resilient when stress comes. In our mediation test, including 

meaning reduced the direct chaplaincy→well-being effect by 

roughly half, which implies that a notable portion of chaplaincy’s 

benefit on well-being operates by increasing work meaningfulness. 

However, a remaining direct effect of chaplaincy on well-being 

(though statistically non-significant when meaning was added, it 

was still positively sized) indicates that chaplains also improve 

well-being through other avenues beyond just instilling meaning. 

Those avenues likely include the direct emotional support and 

counseling that reduce stress (as discussed under H5, support itself 

has a direct effect on well-being by alleviating burdens). 

Additionally, chaplains might improve the work environment (e.g., 

by reducing conflict, which makes the workplace less stressful – an 

indirect path we considered with an ethical climate). So meaning is 

one piece of a larger puzzle. 

Therefore, H6 being “partially” supported is not a disappointment 

but an expected outcome showing that chaplaincy’s influence is 

multi-faceted. The part that runs through meaning is important 

because it touches on the spiritual/existential role of the chaplain. 

One might say chaplains serve as informal workplace chaplains-

theologians, helping employees reflect on the why of their work, 

not just the how. In doing so, they contribute to what theologian 

Miroslav Volf calls work in the Spirit – work infused with spiritual 

significance. Even in a secular company, these conversations can 

occur because many employees grapple with questions of purpose 

and the chaplain provides a safe person to explore those with. 

Interestingly, employees who find more meaning at work are also 

less likely to quit (the meta-analysis by Allan et al., 2019 found 

meaningful work is negatively related to turnover intentions). We 

measured primarily actual turnover rather than intention, but it 

stands to reason that part of chaplaincy’s retention effect might also 

be due to increased meaning (people don’t leave jobs they find 

meaningful as readily). Our formal mediation was on well-being, 

but if we had measured turnover intention and meaning at the 

individual level, we might see chaplaincy → meaning → lower 

intent to leave as well. This wasn’t explicitly tested due to data 

limits, but logically fits. We did note in Section 4 that chaplaincy 

companies had higher engagement scores and lower burnout 

reports, which often correlate with turnover intention. So meaning 

likely also indirectly helped retention by boosting engagement. 

From a theoretical standpoint, the partial mediation by meaning 

extends the application of “Meaningful Work” theory into the realm 

of interventions. Much of the meaningful work literature is 

descriptive or correlational (identifying what conditions correlate 

with employees finding meaning). Our results suggest that adding a 

human-centered intervention (a chaplain) can actually enhance 

those conditions. It provides evidence that organizations are not 

helpless in the face of meaning as purely intrinsic – they can take 

action (like chaplaincy or similar programs) to foster a sense of 

meaning. This is an important contribution because it moves beyond 

saying “people who have meaningful work are happier” to saying 

“here’s one way employers might help employees experience work 

as more meaningful.” It should be noted this is delicate territory: 

meaning is personal and one must not manipulate it cynically. 

Chaplains, being employee advocates, navigate that by genuinely 

listening and helping employees discover meaning rather than 

imposing a “meaning narrative” top-down. This difference is 

crucial ethically – and our chaplaincy model as implemented 

respected that (chaplains did not try to coerce employees into 

adopting the company’s mission as their personal mission; rather, 

they encouraged reflection on values and offered a broader 

perspective if welcomed). 

Theologically, the connection between chaplaincy and meaning 

links to the concept of vocation. Each person’s work, no matter how 

humble, can be seen as a calling in the Christian sense, or at least as 

having inherent dignity because the worker is an image-bearer of 

God (Genesis 1:27). A chaplain can affirm this truth to an employee 

who feels their job is meaningless: reminding them of their inherent 

worth and that their work can honor God or serve their neighbor 

even if it’s not glamorous. Such affirmations can profoundly affect 

an employee’s mindset. We have anecdotal evidence from our 

study, like the employee who said, “The chaplain helped me see 

purpose in what I do, which made coming to work each day easier”. 

This is a beautiful example of how a slight shift in perspective (from 

“it’s just a job” to “my work has a purpose”) can impact daily 

experience and morale. It’s also a clear intersection of faith and 

work – the chaplain likely drew on the theological idea that every 

type of honest work can be done “for the glory of God” (1 

Corinthians 10:31) or to love one’s neighbor. Even if not stated 

explicitly, the ethos carries through. 

In conclusion, for H6, we affirm that meaning-making is a 

significant component of the chaplain’s impact. It partially explains 

why chaplaincy improves well-being and likely engagement. 

Organizations should recognize that employees crave meaning, and 

chaplains can aid in fulfilling that craving by addressing existential 

questions and aligning work with personal values. However, 

chaplaincy’s benefit is not solely about finding meaning – it is 

equally about providing comfort, guidance, and problem-solving 

for day-to-day issues (the support function). Both mediators 

together present a holistic picture: chaplains care for heart and soul 

– the heart (emotional support) and the soul (meaning/spiritual 

needs). This holistic care then translates into observable outcomes 

like those in H1–H4. 

Ethical/Values Mediation (Exploratory). Although not a formal 

hypothesis, we did consider whether chaplaincy might indirectly 

improve outcomes by instilling stronger ethical values (e.g., 

reducing conflicts by encouraging forgiveness or integrity). We 

found no statistical confirmation, likely due to measurement 

challenges, but it remains an interesting possible mechanism. It 

overlaps with the ethical climate as an outcome, so it’s tricky to 

separate. Conceptually, a chaplain might encourage an employee to 

handle conflict more ethically (say, by apologizing or forgiving), 

which would reduce formal conflicts. That is a micro-level 

mediation that we couldn’t capture quantitatively. However, the 

qualitative data of chaplains mediating disputes or advising on 

ethical dilemmas suggests such processes do occur. For example, if 

a chaplain helps two feuding coworkers reconcile privately, we’d 

see conflict down; was that because the chaplain raised ethical 

awareness (like reminding them of the value of reconciliation)? 

Possibly, but that’s a subtle chain. 

Since our focus was on support and meaning, we won’t overreach 

on the ethical mediation idea. It suffices to say chaplains likely also 

promote virtuous behaviors subtly (through modeling and counsel), 

which complements the support and meaning pathways. This might 
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be something future studies examine with more granular moral 

psychology measures. 

Summary of Mechanisms: H5 and H6 together highlight that 

chaplaincy’s impact is not magic; it is mediated by psychological 

and spiritual processes that are well-known to benefit employees. 

By significantly increasing perceived organizational support and by 

nurturing a sense of meaningful work, chaplains trigger 

improvements in attitudes and well-being that then lead to outcomes 

like higher retention and morale. This explanation is both 

scientifically grounded (drawing on established organizational 

behavior theories) and resonant with pastoral intuition (that caring 

for a person’s needs and helping them find purpose leads to 

flourishing). 

From a practical standpoint, understanding these mechanisms helps 

ensure chaplaincy programs stay focused on what matters. For 

instance, chaplaincy providers and client companies should note 

that anything they do to strengthen employees’ perception of 

support will amplify chaplaincy’s effectiveness (e.g., leaders 

publicly affirming the chaplain’s role, as that itself boosts POS: “the 

company cares so much, even the CEO promotes using the 

chaplain”). Similarly, encouraging chaplains to engage employees 

in conversations about personal values and goals could further 

increase the sense of meaning derived from work, thereby 

enhancing outcomes. It also reminds organizations that if they 

implement chaplaincy but undercut it by treating employees poorly 

in other ways, they might negate the perceived support benefit. The 

chaplain can’t carry the whole load of creating a supportive 

environment – management’s actions must be consistent. When 

chaplaincy is part of a genuine culture of support, the synergy will 

likely be very powerful (our results indeed were strongest in 

companies with supportive leadership, tying back to H10; 

leadership support probably magnified the support employees felt, 

creating a double boost). 

In conclusion for Section 5.3.2, our study demonstrates empirically 

the channels through which marketplace chaplaincy exerts its 

influence. It validates that soft factors – feeling cared for, finding 

meaning – have hard consequences (like turnover rates). It bridges 

a gap between the “heart” and the “numbers,” showing that 

attending to the former affects the latter. This directly speaks to the 

integration theme of the study: applied business theology works 

through transforming the relational and spiritual dynamics of work, 

which then manifests in measurable organizational improvements. 

5.3.3 Contextual Moderators (H7–H10: Industry, Work 
Environment, Diversity, Leadership) 

We now discuss the findings related to Research Question 4, which 

explored how chaplaincy’s effects vary under different contextual 

conditions. The moderation hypotheses (H7–H10) addressed 

industry sector, work modality (on-site vs. remote), workforce 

religious diversity, and leadership support, respectively. The results 

underscored that the impact of chaplaincy is not uniform 

everywhere – it is significantly shaped by the context and how the 

program is implemented. This section interprets each moderation 

finding, considering why chaplaincy might be more effective in 

some scenarios than others, and what that implies for theory and 

practice. 

Industry Sector (H7): Chaplaincy Shines in High-Need Fields. We 

found that chaplaincy’s positive impact on outcomes (especially 

retention and conflict reduction) was much larger in certain 

industries – notably healthcare, social services, manufacturing, and 

other high-stress or people-centric sectors – and smaller in 

professional/technical industries (like IT, engineering, finance) that 

generally have lower baseline emotional labor or stress-related 

turnover. 

This pattern aligns well with the reasoning we had going into H7: 

in industries where employees regularly face emotional strain, 

difficult interpersonal interactions, or burnout (e.g., nurses in a 

hospital, or workers on a production line dealing with physical 

strain and life challenges), the presence of a chaplain addresses a 

critical need. Healthcare is a prime example – it is an industry 

known for high burnout rates, emotional exhaustion, and moral 

distress (witnessing suffering, ethical dilemmas in patient care). Our 

data showed chaplaincy had one of its strongest effects in healthcare 

organizations (e.g., a 7-point turnover reduction). This is plausible 

because chaplains in hospitals not only serve staff but sometimes 

patients’ families, contributing to a supportive atmosphere. For the 

staff, having a chaplain to debrief with after traumatic incidents or 

to pray with them in tough times can be hugely beneficial. Hospitals 

often have chaplains for patients; extending pastoral care to 

employees is a logical and needed step given the emotional toll on 

caregivers. Our finding quantitatively supports what might be 

assumed – caring for the carers (staff) improves retention and well-

being in a hospital context. A hospital HR director in our study 

credited chaplaincy with “stabilizing nursing staff morale” and thus 

reducing turnover. This rings true given how many nurses leave due 

to emotional burnout; chaplains can mitigate some factors that lead 

to that burnout by providing compassion fatigue support. 

Manufacturing and construction also showed strong chaplaincy 

effects (about a 6.3-point turnover drop). These sectors often 

employ hourly workers who might face financial stress, family 

challenges, or conflicts on the shop floor. Chaplains in such settings 

historically have been very active (there’s a legacy of industrial 

chaplaincy going back to the 1940s in some factories). Our results 

indicate that in these environments, chaplains addressing personal 

issues (like family or substance struggles) for blue-collar workers 

can significantly impact their decision to stay employed and their 

conflict levels at work. It makes sense: if a chaplain helps an 

employee work through a family crisis or connect to resources, that 

employee is less likely to quit abruptly or get into altercations on 

the job due to stress. Additionally, manufacturing jobs can be 

repetitive and lack intrinsic meaning; chaplains might also help 

there by affirming workers’ dignity (some companies even let 

chaplains lead brief invocations or encouragement talks that can 

uplift morale). 

The effect in retail/hospitality in our data was a bit smaller (around 

a 4.5-point turnover gap, p =.10). These industries have very high 

turnover generally, so even a 4-5 point improvement is meaningful 

economically. The marginal significance could be due to smaller 

sample of those or simply the high volatility in that sector’s 

workforce. It hints chaplaincy still helps, but perhaps these roles 

have other dominant factors (like low pay or irregular hours) that 

chaplaincy alone can’t overcome fully. Yet, companies in those 

sectors should note that even modest reductions in turnover can save 

a lot, given how frequently retail positions turn over. 

In contrast, professional/technical industries (IT, finance) showed 

minimal chaplaincy vs control differences. Why might this be? A 

few reasons: these jobs typically have lower baseline turnover 

(especially if well-paid and stable), so there’s less “room” for 

improvement. Employees in these fields might also have access to 

other forms of support (flexible work, higher autonomy, perhaps 

they can afford private counseling), reducing their reliance on 

chaplains. The culture in some tech firms might be less conducive 

to using a chaplain – if the workforce is largely young, secular, or 

very privacy-conscious, they might not engage as much (though 

interestingly, some Silicon Valley companies are now exploring 

chaplaincy or “life coaching” services – but our sample may not 

have included many cutting-edge tech firms with chaplains yet). 

Another factor is stress type: in a programming job, stress is often 

deadlines or cognitive overload, not usually interpersonal emotional 

labor. Chaplains help more with emotional and interpersonal stress; 

they can still help a stressed engineer, but that engineer might 

instead be more motivated by flexible scheduling or technical 

support. 

This differential effectiveness does not imply chaplaincy is useless 

in tech or finance – only that its measurable impacts are smaller in 

those contexts. It could be that in those industries chaplaincy’s 

value manifests in other ways (like increased employee satisfaction 

or serving a small subset of employees significantly even if not 

moving the whole-organization needle as much). And importantly, 

we didn’t find any negative impact, just a neutral one, which 
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suggests chaplaincy can be present without harm even if the ROI is 

lower. That in itself is a takeaway: chaplaincy is broadly applicable, 

but the business case (in terms of outcomes) is strongest where 

human-centered stress is high. 

The industry moderation aligns with the intuitive idea of triage: 

chaplaincy has the biggest effect where the “pain points” are 

greatest. This also speaks to resource allocation theory – 

interventions yield more benefit where baseline levels are poor. If 

baseline turnover is 20%, chaplaincy can cut it to 14%; if baseline 

is 10%, chaplaincy might only cut it to 9% because there’s not much 

to cut (and those leaving might be for career advancement that 

chaplaincy can’t change). In research terms, there might be a 

ceiling/floor effect in some industries for certain outcomes. 

These findings have practical implications: companies in 

healthcare, manufacturing, etc., might consider chaplaincy an 

especially worthwhile investment (and indeed these sectors are 

among the biggest adopters of corporate chaplaincy historically). 

Conversely, companies in tech or professional services might still 

do chaplaincy, but they should set expectations appropriately – the 

impact, while positive, may be subtler or require more effort to 

engage employees who are not accustomed to seeking help. It could 

also be that chaplaincy in those sectors needs to adapt (maybe 

focusing more on meaning/purpose for highly educated employees 

who crave purpose, or on ethics in finance where high-pressure 

environments can breed ethical lapses – chaplains could proactively 

address that). We will consider some of these in implications. 

From a theoretical lens, the industry moderation connects to stress 

and coping theory. Chaplaincy essentially acts as a coping resource 

for employees. In high-stress jobs (healthcare, emergency services, 

blue-collar with life strains), adding a coping resource yields 

significant stress reduction and thus outcome improvements. In 

lower-stress jobs, adding an extra resource yields diminishing 

returns because employees’ coping reserves were not as depleted. 

It’s analogous to marginal utility – the “utility” of chaplaincy is 

greatest when baseline conditions are difficult. 

Work Modality (H8): In-Person Presence Matters. The significant 

finding here was that the benefits of chaplaincy were markedly 

stronger in organizations where most employees work on-site, 

whereas they were attenuated in organizations with predominantly 

remote or distributed workforces. This confirms what many 

chaplaincy providers have suspected (especially through the 

COVID-19 pandemic experience): face-to-face ministry of 

presence has an irreplaceable quality that virtual interaction 

struggles to replicate. 

In on-site companies, chaplains can do rounds, bump into 

employees serendipitously, and be a visible, friendly figure. Those 

informal hallway chats or seeing the chaplain’s smile in the 

cafeteria build a relationship in a way scheduled phone calls cannot. 

Employees who might never proactively schedule a call with a 

chaplain might nonetheless open up when the chaplain stops by 

their work station and gently asks how they’re doing. In remote 

settings, that kind of low-key presence is impossible; interactions 

have to be scheduled or initiated by the employee typically. 

Therefore, utilization of chaplaincy likely drops in remote contexts 

– not necessarily because employees don’t have needs, but because 

the barrier to accessing the chaplain is higher (one must pick up the 

phone or send a message, which people might postpone or avoid 

unless in acute distress). 

Our data illustrated this: companies with ≤20% remote staff had 

large chaplaincy effects (similar to the overall average ~5 point 

turnover reduction, improved well-being, etc.), whereas companies 

with ≥80% remote staff had negligible differences on those 

outcomes. It appears there might be a gradient – as the proportion 

of remote work increases, chaplaincy’s effect size diminishes. This 

suggests a dose-response type relationship with physical presence 

dose. 

It’s important to note chaplains did attempt to serve remote 

employees via digital means, and we know from RQ5 that ~20% of 

interactions were indeed via phone/text on average. So chaplaincy 

wasn’t absent in remote firms; it just wasn’t as impactful. We can 

speculate on a few reasons beyond just lower utilization. Video or 

phone communication lacks the embodied empathy that physical 

presence carries. There are subtle cues and trust factors that develop 

better in person (eye contact, body language, the ministry of silent 

presence which on a phone call is awkward but in person can be 

powerful). Also, remote employees might feel more isolated in 

general; if a chaplain is not physically part of their environment, 

they might unconsciously view the chaplain as an outsider, whereas 

on-site employees may see the chaplain as part of the workplace 

community (“our chaplain”). 

This moderation finding emphasizes an incarnational aspect of 

chaplaincy – literally, being “in the flesh” among people, echoing 

how Christ “dwelt among us” (John 1:14). Theologically, presence 

has significance (God’s presence with us, and our presence with 

each other). Our data suggests that principle carries practical 

weight: presence fosters impact. A chaplain’s physical presence 

might communicate care in a way that an email or video call cannot. 

However, we should not interpret this to mean chaplaincy has no 

place in remote work environments. Even in our study, remote-

heavy companies with chaplains still showed a positive direction of 

differences, just smaller and not statistically clear. Employees in 

those companies may still benefit on an individual level; it’s just 

diluted when averaging across the whole org. The implication is that 

chaplaincy providers and companies need to innovate to bridge the 

gap for remote staff. This might include strategies like: more 

frequent one-on-one check-ins by phone since casual contact 

doesn’t happen; leveraging technology (as some are doing with 

dedicated apps or text lines); or even periodic travel of chaplains to 

gather remote teams for in-person retreats or meetings when 

possible. In Section 5.5, we’ll discuss how a hybrid chaplaincy 

model can attempt to recover some of the lost richness. 

It’s somewhat ironic: remote work soared in part to improve work-

life balance and flexibility (which can indeed reduce stress or 

turnover), but it inadvertently made offering personal care like 

chaplaincy more challenging. Companies that now operate largely 

remotely but want to maintain a caring culture will have to double 

down on creative ways to foster personal connection. Chaplaincy 

might need to evolve – perhaps chaplains will do more proactive 

outreach virtually (“I send a short well-being tip on Slack each 

week,” as one chaplain did, which led to private messages from 

employees). They might also collaborate with remote team 

managers to occasionally join a virtual team meeting just to say 

hello, to raise visibility. Some chaplaincy orgs are exploring AI 

chatbots to keep 24/7 coverage – but an AI can’t truly replace the 

compassion of a human chaplain. It might handle certain requests 

or provide resources quickly, but ultimately the human touch is 

core. 

In short, H8’s support tells us that contextual and logistical barriers 

can limit chaplaincy’s efficacy. Face-to-face relationship-building 

amplifies trust and usage. Removing that face-to-face element 

requires chaplains to operate almost in a “counselor-like” mode 

(only interacting when someone schedules it, rather than roaming 

to find who might need help). That shifts chaplaincy closer to an 

EAP model – and as we know, EAPs suffer low utilization partly 

for that reason. So one could deduce: remote work tends to push 

chaplaincy toward an EAP-like dynamic, thus losing some 

uniqueness. Recognizing this, chaplaincy programs are working to 

integrate with digital tools, but it’s a frontier that will need ongoing 

attention. 

Theologically, we might reflect that humans are embodied creatures 

and community is experienced bodily. Virtual communities can 

achieve a lot (and for scattered workforces, it’s invaluable), but 

there’s a reason even fully remote companies occasionally arrange 

in-person meetups: something special happens physically together. 

Chaplaincy might be considered similar – e.g., an annual on-site 

visit or retreat chaplaincy presence for remote staff could strengthen 

relationships such that subsequent virtual interactions are more 

effective because trust was built in person initially. 

Workforce Religious Diversity (H9): Chaplaincy Works in 

Pluralistic Settings (with Inclusive Approach). Our findings did not 
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show a significant moderation effect for religious diversity – 

meaning chaplaincy’s benefits were present across low, moderate, 

and high-diversity workplaces without large differences. There was 

a slight trend of smaller improvements in the extremely diverse 

environments, but it was not statistically significant, and qualitative 

observations indicated that any initial skepticism was overcome 

with time and proper handling. 

This is an important result because it addresses a potential concern: 

would a Christian-rooted chaplaincy program only “work” (or be 

welcomed) in predominantly Christian or religious workforces, and 

might it falter or cause issues in very diverse (religiously mixed or 

secular) companies? According to our data, chaplaincy was 

effective in all these contexts, provided the chaplaincy was 

implemented in a pluralism-respecting way. All our chaplaincy 

companies, as noted, were clear that the chaplain is available to 

employees of any or no faith, and proselytizing was not the mission. 

The chaplains received training to uphold impartiality and serve 

everyone. Because of this approach, we observed no backlash 

effects – e.g., no increase in conflicts in diverse settings, no uptick 

in turnover among nonreligious employees, etc. In fact, some very 

diverse companies in our sample thrived with chaplaincy; one 

international tech firm had extremely high religious heterogeneity 

but reported enthusiastic use of the chaplain by employees of many 

backgrounds (Hindu, atheist, etc.), because the chaplain was skilled 

in interfaith ministry and made everyone feel respected. That firm 

had retention and engagement gains similar to any other, 

underscoring that chaplaincy is not inherently sectarian when 

practiced professionally. 

We did note that in the highest diversity quartile, chaplaincy’s 

retention difference averaged slightly lower (~4% vs ~6% in low-

diversity), but since it wasn’t significant we must be cautious. It 

likely indicates initial uptake may be slower – employees who 

aren’t familiar with chaplains or are from religions that normally 

have their own clergy might be cautious at first. But over time, trust 

can be built. Indeed, Miller et al. (2018) recorded that even non-

Christian employees valued chaplain care when delivered non-

judgmentally – one Jewish employee in their study initially was 

skeptical but after the chaplain comforted him during a personal 

crisis, he became a supporter. We have similar anecdotes from our 

companies: the key was the chaplain meeting people where they are, 

not imposing religion. 

So, while H9’s moderation was not statistically significant, the 

qualitative insight is diversity need not hinder chaplaincy, but 

intentional inclusivity is crucial. Chaplaincy providers often 

emphasize this in training: treat each person as an “image-bearer” 

worthy of love, not as a conversion project; celebrate different 

traditions when appropriate (some chaplains even learn about other 

faith holidays to greet employees or accommodate them). Our 

results affirm that such an approach yields broad acceptance and 

positive outcomes. None of the companies reported any formal 

complaints like “the chaplain offended me” or divisions along 

religious lines. That said, had chaplains not been careful (imagine a 

chaplain who overtly evangelizes or shows bias), things might be 

different. The fact that those in our sample were following best 

practices of pluralistic chaplaincy likely prevented negative 

outcomes. There’s a selection aspect too: companies that chose 

chaplaincy typically had leadership who supported pluralism (not 

in contradiction to chaplaincy, but in how chaplaincy was framed – 

as a benefit for all). If an organization tried to implement chaplaincy 

with a proselytizing aim, I suspect the outcomes would not be so 

rosy in a diverse workforce (it could even trigger backlash or legal 

issues). But that would be a misuse of marketplace chaplaincy as 

defined in this study. 

An interesting nuance: In very homogeneous religious settings 

(say a company where 80% of employees share a faith), chaplaincy 

might be more readily embraced due to cultural familiarity. We saw 

chaplaincy did great there too, but we caution that even then, the 

chaplain must serve the minority as well. Our study indicated 

chaplains did fine in those settings and no one felt excluded – likely 

because they still adhered to codes of impartial care. It’s 

encouraging that we didn’t see any case where chaplaincy “only 

benefited the majority faith employees.” That would be a 

concerning scenario (like if only Christians used the chaplain and 

others felt alienated). Instead, evidence shows multiple faith groups 

used and benefited from chaplains (one chaplain gave examples: a 

Muslim employee asking for help to find a nearby mosque – which 

the chaplain assisted – and a nonreligious employee seeing the 

chaplain for marital advice without any religious content, just a 

listening ear). Those employees presumably felt as cared for as their 

Christian colleagues did. 

Therefore, the conclusion for H9 is: when managed with respect 

and sensitivity, marketplace chaplaincy is effective in religiously 

diverse environments and does not depend on religious 

homogeneity to succeed. This speaks to the versatility of chaplaincy 

as a form of workplace support. It also underscores an ethical 

imperative: chaplains must embody the principle of imago Dei – 

seeing each person as valuable regardless of creed – and the 

principle of voluntariness – never coercing religious activity. The 

fact that diversity didn’t dampen results significantly can be seen as 

a success of that approach. 

This finding intersects with literature on workplace spirituality and 

religion. Hicks (2003) argued for a “respectful pluralism” in 

workplaces – our chaplaincy model seems to operationalize that, 

providing spiritual support in a way that respects pluralism. Our 

data suggest that respectful pluralism in chaplaincy yields positive 

outcomes widely, while any fear that it would marginalize some is 

not evidenced so long as pluralism is sincerely upheld by leadership 

and chaplains. We did note the importance of leadership support for 

pluralism: every company in our chaplaincy group made clear in 

communication that the chaplaincy was not about pushing religion 

and was for everyone. Had any company allowed a perception that 

“this is just for Christian employees” to fester, results might differ. 

So communication and leadership framing are key (which links to 

H10, next). 

Leadership Support (H10): The Amplifier Effect of Management 

Engagement. Among all moderators, leadership support emerged as 

perhaps the most decisive. Our results indicated that chaplaincy 

programs backed strongly by top management delivered 

dramatically better outcomes, whereas those with minimal 

leadership engagement yielded little to no difference from control 

companies. This finding resonates with a broad principle in 

organizational change: any initiative’s success often hinges on 

leadership buy-in and championship. For chaplaincy, which is a 

cultural and relational intervention, leadership’s role is paramount. 

In companies with high leadership support, we saw outcomes like 

turnover cut in half relative to controls, well-being boosts of half a 

standard deviation, etc. What does “high support” look like in 

practice? Based on our qualitative data: CEOs and other executives 

in those companies did things like introduce the chaplain personally 

at company meetings, share their own positive views of chaplaincy, 

encourage managers to utilize chaplains as a resource (e.g., “If you 

have a team member struggling, remember we have a chaplain here 

to help”), and ensure chaplains were included in corporate events or 

had a voice in wellness discussions. They also provided sufficient 

budget and resources (e.g., maybe funding more chaplain hours if 

needed, or making sure remote locations also get visits – which 

requires commitment of funds). Essentially, leadership treated 

chaplaincy as integral to the company’s identity of caring for 

employees, rather than a check-the-box program. 

In companies with low leadership support, it was a different story: 

chaplaincy might have been contracted due to a one-time decision 

or HR initiative, but then top leaders rarely mentioned it, perhaps 

some managers even ignored it, and chaplains had to operate on the 

periphery. Employees in such places might think “Is this something 

we’re really supposed to use? The CEO never talks about it…” so 

utilization stays low. Indeed, we saw that utilization rates correlated 

with leadership promotion in RQ5 observations. It’s a 

straightforward chain: if leaders highlight a resource, employees are 

more likely to trust and use it. If leaders are silent or apathetic, 

employees may assume it’s not a priority or even be wary of it. 
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The sharp contrast we observed – chaplaincy with strong support = 

large impact vs chaplaincy with weak support = negligible impact 

– is a powerful lesson. It implies that simply having a chaplain on 

paper is not enough; the organization’s culture around chaplaincy 

must be cultivated from the top. If not, chaplaincy might be 

underutilized and thereby under-effective. One could say this is true 

of many HR programs (e.g., an employee mentoring program will 

fail if leaders don’t actively endorse it), but with chaplaincy it’s 

especially true because it may carry religious connotations or 

novelty that require leadership normalization. 

Theologically, one might frame this as the difference between a 

leader embodying servant leadership versus just delegating “care” 

to someone else. In high-support cases, leaders themselves 

embraced a caring posture (endorsing chaplaincy is one way of 

practicing care). In low-support cases, leadership perhaps saw 

chaplaincy as an outsourced task (“we hired someone to do that, we 

don’t need to be involved”). The difference in outcome is striking 

because employees apparently respond not only to the chaplain but 

to how leadership endorses the chaplain. When a CEO says, “We 

provide this chaplain because we value you and we all might need 

someone to talk to,” employees get a clear message of care from 

leadership – which boosts that all-important perceived support even 

more. But if a chaplain is present yet leadership is silent, some 

employees might even be suspicious (“what’s the catch? is this 

chaplain reporting back to management?” etc. – fears that are 

allayed when leadership clarifies boundaries and purpose). 

From a social influence perspective, leadership support can be 

viewed as a moderator that increases employees’ openness to 

chaplaincy and the chaplain’s access to making a difference. A 

chaplain who is regularly in touch with company leadership (like 

meeting with HR or the CEO to give general feedback) can also 

advocate effectively for employees (like raising systemic issues 

anonymously). In high-support settings, leaders likely listened and 

responded to chaplain insights (e.g., if a chaplain said “many 

employees are anxious about X policy,” a leader might address it, 

further improving climate). In low-support settings, chaplains might 

have had no avenue to communicate such insights, limiting their 

systemic impact. 

Also, high-support companies often formalized things like referral 

processes: managers were trained that if they see an employee 

struggling, they should connect them with the chaplain (not to pry, 

but to ensure help is offered). In weak-support cases, managers 

might even forget a chaplain was available. So integration into HR 

processes (orientations, manager training) which typically comes 

from leadership mandate, is critical. 

The moderation by leadership also partly explains variance in RQ2 

outcomes among chaplaincy companies – it’s not guaranteed that 

every chaplaincy site will see big improvements; the ones that did 

likely had supportive leadership contexts amplifying the chaplain’s 

work. This aligns with change management theory: employee 

support initiatives yield results in proportion to how well they are 

implemented and embraced by the organization’s leaders and 

culture. 

Practically, this is a clarion call that if an organization is going to 

invest in chaplaincy, the leadership must actively engage with and 

champion it to realize the potential benefits. Otherwise, the program 

might underperform and risk being cut, not because chaplaincy 

doesn’t work, but because it was never allowed to work fully. We 

have evidence of an almost additive or synergistic effect: 

chaplaincy + leadership support together produce far better 

outcomes than either alone (our control vs chaplaincy+low support 

vs chaplaincy+high support comparisons showed that synergy). 

This finding ties back to the biblical admonition for leaders to 

“shepherd the flock among you… not out of compulsion…but being 

examples” (1 Peter 5:2–3). Workplace chaplaincy is one way a 

leader can shepherd by proxy, but if the leader completely abdicates 

involvement, it’s less effective. The best scenario is when leaders 

themselves exhibit care (for example, maybe the CEO occasionally 

chats with the chaplain about how employees are doing, or 

personally encourages people to reach out in a company-wide 

email). That sets an example from the top that caring for employees 

is part of the company’s ethos, not just the chaplain’s job. In our 

high-support cases, we essentially saw servant leadership in action: 

top management intentionally nurtured a caring culture and 

empowered the chaplain to be an integrated part of that culture. In 

low-support cases, the chaplain was more like a lone agent with 

little support – akin to a shepherd without endorsement from the 

chief shepherds of the org, thus limited in reach. 

In summary for H10, leadership involvement is the “secret sauce” 

that catalyzes chaplaincy’s potential. The difference in outcomes is 

so pronounced that one could say: a mediocre chaplain with strong 

leadership backing might accomplish more than an excellent 

chaplain with no leadership backing. Ideally, of course, you have 

excellent chaplains and strong leadership support together – which 

likely describes the very top-performing cases we had. This 

underscores a broader implication: workplace chaplaincy should 

not be viewed as merely contracting a vendor and forgetting about 

it; it should be part of a leadership-driven strategic initiative to care 

for employees. Leaders should participate (appropriately) by 

endorsing, reviewing aggregated usage data to spot trends, and 

integrating chaplaincy into their vision of a healthy workplace. 

Integrative Thoughts on Moderators: The moderation findings 

(H7–H10) collectively illustrate that contextual factors critically 

influence the effectiveness of organizational interventions. For 

chaplaincy specifically, we learned: target high-need contexts for 

maximum impact (industry), maintain physical presence or find 

ways to emulate it (work modality), uphold inclusive practices to 

succeed in diverse settings (diversity), and ensure leadership 

actively drives the caring agenda (leadership support). Each of these 

has direct implications for how chaplaincy programs should be 

rolled out and managed, which we will discuss in Section 5.5 

(Practical Implications). 

Theologically, one could see God’s hand at work most strongly 

where needs are greatest (Jesus said He came for the sick, not the 

healthy – Mark 2:17); similarly, chaplaincy’s “ministry” has the 

biggest observable effect where employees are “heaviest laden” 

with burdens. That doesn’t mean chaplains shouldn’t serve in other 

contexts – they should, but the immediate visible outcomes may 

differ. It reminds us that every workplace is unique, and applying 

pastoral care effectively requires contextual understanding (just as 

Paul adapted his approach to Jews vs. Gentiles, chaplaincy adapts 

to manufacturing vs. tech). 

One must also consider interplay among moderators. For example, 

a high-stress industry with remote workforce (e.g., maybe a 

telehealth company with remote nurses) might have mixed 

influences – high need but also high physical separation. Which 

wins out? Possibly leadership support then becomes even more 

critical to mitigate the distance. Our sample didn’t explicitly 

analyze 3-way interactions, but it’s logical that combinations 

matter. 

In any case, the evidence strongly supports all four hypotheses (with 

H9 being a null effect which in context means chaplaincy is broadly 

applicable). This gives confidence that our conceptual framework 

captured real contingencies. It also guides future research: any study 

on chaplaincy or similar interventions should account for these 

factors, or else risk inconsistent findings by pooling unlike contexts. 

At this juncture, we have thoroughly interpreted the quantitative 

findings by linking them to each RQ/Hypothesis and integrating 

theoretical context. We found that marketplace chaplaincy is 

associated with a constellation of positive outcomes (H1–H4), 

largely through mechanisms of increased support and meaning 

(H5–H6), and that its effectiveness is modulated by industry, work 

mode, diversity climate, and especially leadership (H7–H10). The 

next section will bridge from these empirical interpretations to the 

biblical and theological implications of the findings (5.4), where we 

reflect on how these results affirm or challenge our understanding 

of spiritual care in the workplace and what cautions must be heeded 

to maintain an ethical, people-centered approach consistent with 

Christian values. 
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5.4 Theological Interpretation and Biblical-
Theological Implications (Sola Scriptura) 

One of the distinctive aims of this study is to integrate biblical-

theological principles with empirical research on workplace 

chaplaincy. Having discussed what the data show (and how we 

believe chaplaincy achieves those results), we now turn to a 

theological reflection on these findings. We operate from a Sola 

Scriptura foundation, meaning Scripture is our primary guide for 

understanding spiritual and ethical matters in work. In Section 2, we 

identified key biblical themes relevant to chaplaincy: bearing one 

another’s burdens, servant leadership, the imago Dei, love of 

neighbor, voluntary faith witness, impartial care, confidentiality, 

and more. Here, we examine how our empirical results resonate 

with or illuminate these principles. In essence, we ask: What might 

God’s Word say about why chaplaincy “works” as it does, and how 

should biblical ethics shape the practice of chaplaincy in light of 

these outcomes? 

Our findings affirmed that chaplaincy is associated with healthier, 

more caring workplaces – lower conflict, higher well-being, 

improved retention, etc. From a theological perspective, these 

outcomes are not just “good for business”; they are reflections of 

kingdom values at work in a secular environment. When we see 

reduced strife and increased compassion in the workplace, we can 

view it as a glimpse (however partial) of shalom – the peace and 

wholeness that God intends for human community. Likewise, 

employees feeling valued and finding meaning in their work echoes 

the Christian affirmation of human dignity and vocation. The data 

give us concrete evidence that “faith active in love” (Galatians 5:6) 

can have incarnational impact even in a corporate setting. 

Let’s consider specific biblical principles in relation to our results: 

• “Carry one another’s burdens” (Galatians 6:2, CSB). This 

exhortation was a cornerstone for framing chaplaincy 

theologically. Our study showed that chaplains literally help 

carry employees’ burdens – whether emotional, relational, or 

spiritual – and this resulted in those employees being more loyal 

(retention up) and the workplace being more harmonious 

(conflict down). In biblical terms, by fulfilling the law of Christ 

(the law of love) through burden-bearing, chaplaincy fostered 

community bonds analogous to those in the early Church where 

“there were no needy among them” because they cared for each 

other (Acts 4:34). It is profound to see that an organization that 

facilitates burden-sharing reaps benefits: employees don’t flee 

(they stick around, perhaps akin to how believers bonded in the 

early fellowship), and interpersonal tensions are eased (because 

burdens are dealt with before they explode). This aligns with 

Proverbs 11:25, “A generous person will be enriched; the one 

who gives water will receive water.” Employers who “gave” 

support through chaplaincy found themselves “enriched” by 

higher retention and a better climate – not as a cunning strategy, 

but as a natural fruit of practicing care. 

• Peacemaking and Reconciliation. Jesus’ beatitude, “Blessed are 

the peacemakers, for they will be called sons of God” (Matthew 

5:9, CSB), resonates strongly with our conflict reduction 

findings. Chaplains acted as peacemakers in workplaces – and 

the blessing in this context was a calmer, less contentious work 

environment. Theologically, peacemaking is a participation in 

God’s reconciling work (2 Corinthians 5:18). Our data suggests 

that chaplains, by diffusing conflicts and fostering forgiveness 

and understanding (Colossians 3:13, “forgive one another”), 

significantly lowered formal disputes. This is a tangible 

expression of the biblical ideal of living at peace with others 

(Romans 12:18). It also safeguards human dignity: conflict 

often dehumanizes people, whereas reconciliation affirms each 

person’s value. By mediating conflicts, chaplains upheld the 

imago Dei in each party – helping them see each other not as 

enemies but as fellow humans to be respected. Thus, a reduction 

in conflicts is not only an HR win; it is an ethical good, aligning 

with James 3:18, “The fruit of righteousness is sown in peace by 

those who cultivate peace.” In these companies, chaplains 

helped “sow peace,” and the fruit was righteousness in terms of 

just, respectful relationships on the shop floor or in the office. 

• Ethical Climate and Light. We observed chaplaincy contributing 

to a slightly more ethical climate. Biblically, Christians are 

called to be “salt and light” in the world (Matthew 5:13–16). A 

workplace chaplain can be seen as a light-bearer, quietly 

influencing the moral tone. The improved ethical climate 

indicates that chaplains likely served as salt, preserving 

goodness and preventing decay in workplace culture. For 

example, by modeling integrity and confidentiality, the chaplain 

sets a standard (Matthew 5:16, “let your light shine before 

others, so that they may see your good works…”). Even if 

chaplains rarely preach, their actions preach values. Employees 

“see” those good works – trustworthiness, compassion – and it 

can inspire similar conduct. This connects to Philippians 2:15, 

which encourages believers to be blameless and shine like stars 

in a corrupt generation. In a company, a chaplain’s presence can 

make ethical behavior shine a bit brighter and push back some 

darkness (be it gossip, cruelty, or dishonesty). It is telling that 

even non-religious employees noticed the chaplain’s non-

judgmental support and cited it as building trust. That trust is 

part of an ethical climate where people feel safe and valued. 

• Employee Well-Being and Shalom. The Hebrew concept of 

shalom encompasses peace, welfare, and completeness. The 

increase in employee well-being and reduction in burnout 

through chaplaincy echoes the pursuit of shalom in the 

workplace. Scripture affirms God’s concern for our holistic 

well-being – “I pray that you may prosper in every way and be 

in good health physically just as you are spiritually” (3 John 1:2, 

CSB). Work often threatens well-being through stress and 

exhaustion, but chaplaincy injected compassion and spiritual 

care, which served as a restorative balm. This aligns with Jesus’ 

invitation, “Come to me, all of you who are weary and burdened, 

and I will give you rest” (Matthew 11:28, CSB). While 

chaplains are not Jesus, they act as His hands and feet, extending 

His care to the weary employee and in a sense helping them find 

rest or relief. Our data showed fewer sick days where chaplains 

served – perhaps an indirect sign of less psychosomatic stress. 

One might even draw a parallel to how biblical pastoral care 

(like Psalm 23’s shepherd leading beside still waters and 

restoring the soul) finds a modern analog in workplace chaplains 

guiding employees to still waters (maybe prayer or counsel) 

amidst turbulent work life, thus restoring their souls a bit and 

even their bodies. The increased well-being can be seen as a 

small realization of the promise that “a cheerful heart is good 

medicine” (Proverbs 17:22) – chaplains helped lighten hearts, 

which is good “medicine” for the workplace, improving its 

health. 

• Perceived Support: Love Manifested. Perhaps the most 

theologically significant aspect of our findings is that chaplaincy 

made employees feel cared for by the organization. This is 

essentially the secular evidence of love of neighbor in action. 

Jesus taught the second greatest commandment: “Love your 

neighbor as yourself” (Matthew 22:39, CSB). In a business, 

employees are neighbors to be loved, not just resources to be 

used. Chaplaincy gave companies a mechanism to love 

employees practically – through listening, presence, and help in 

times of need. As a result, employees felt loved (“my company 

cares about me”). Theologically, one could say the companies, 

knowingly or not, were embodying a Christ-like love ethos, and 

it bore fruit in loyalty and positive morale. This strongly affirms 

the biblical wisdom that love begets love. When employers sow 

care, they reap trust and commitment – which is reminiscent of 

Luke 6:38, “For with the measure you use, it will be measured 

back to you.” It’s not a prosperity guarantee but a relational 

principle. We must clarify: we do not love people in order to get 

something back (that would instrumentalize love, which we 

later caution against). We love because it’s right, and often, by 

God’s grace, blessings follow. Our findings show blessings like 

reduced turnover did follow genuine care. This can encourage 
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Christian business leaders that investing in care is not only 

obedience to Christ’s command, but also tends toward mutual 

benefit – a concept known in faith-work literature as “faithful 

reciprocity” (both the employer and employee thrive when 

biblical principles are applied). 

• Meaning and Vocation. Chaplains helped employees find meaning 

in their work, which ties directly to the theology of vocation. 

Scripture teaches that work is a calling (Genesis 2:15, humans 

placed to work and keep the garden; Colossians 3:23, work as 

unto the Lord). Many modern workers struggle to see their job 

as anything more than a paycheck. Chaplains, by connecting 

workers’ personal values or faith to their job, essentially helped 

them recover a sense of calling or at least purpose. For example, 

if a chaplain encouraged an employee that their work serves 

others or glorifies God when done with integrity, that employee 

might reframe a tedious job as important service. This is the 

doctrine of vocatio at work. Our data suggest this impartation of 

meaning had measurable benefits (happier, more engaged 

employees). It’s a beautiful confirmation that human beings “do 

not live by bread alone” (Matthew 4:4) – we crave purpose, and 

when we find it, we flourish. By facilitating that, chaplains 

participated in God’s work of writing His purposes into people’s 

hearts. It also reflects Ecclesiastes 3:13, that finding satisfaction 

in one’s labor is a gift from God. Chaplains may not “give” that 

gift, but they can point people toward the Giver, or at least help 

them unwrap that gift of seeing worth in their labor. 

• Servant Leadership and Chaplaincy Integration. 1 Peter 5:2–3, 

which was cited earlier, instructs leaders to shepherd willingly, 

eagerly, and by being examples, not domineering. The 

leadership support moderator finding resonates strongly here. 

Leaders who actively supported chaplaincy were effectively 

practicing servant leadership – valuing employees’ well-being 

and setting an example that caring matters. Those leaders were 

not “lording it over” employees with power; rather, by elevating 

the chaplain’s role, they humbled themselves to say: we all 

might need care; it’s not a weakness to seek help. That 

vulnerability and priority on care is servant leadership in action, 

leading by example of compassion. And the results (incredible 

retention etc.) might be interpreted theologically as God’s 

blessing on that humble, people-centric leadership. James 4:10 

says, “Humble yourselves before the Lord, and He will exalt 

you.” In a way, leaders who humbled themselves to champion a 

care program (not just profit metrics) saw their organizations 

“exalted” in outcomes – employees responded with greater 

loyalty and morale, which in turn benefits the company. It’s not 

automatic, but it fits a spiritual principle: “Whoever brings 

blessing will be enriched” (Proverbs 11:25). 

We also see the converse – leaders who neglected this aspect saw 

little fruit. It underscores that biblical leadership qualities (care, 

humility, active concern for the flock) are not just pietistic ideals; 

they have very real organizational consequences. The chaplain in a 

workplace can actually help leaders live out those biblical qualities 

by providing them feedback on employee needs and demonstrating 

servant leadership themselves (chaplains are servant leaders to 

employees). When top leaders collaborate with chaplains, it forms 

a kind of ministry team at the highest level of the company’s life, 

bridging clergy and management. This partnership can transform a 

company’s culture to be more like the “beloved community” ethos 

– where members care for one another, as in the early church. 

Ethical Cautions: Employees as Image-Bearers, Not 
Instruments 

While celebrating the congruence of chaplaincy outcomes with 

biblical values, we must also raise crucial ethical cautions. A 

biblical worldview insists that human beings are created in the 

imago Dei (Image of God) (Genesis 1:27) and thus have inherent 

dignity and worth. This truth has direct implications for how 

chaplaincy is to be approached in a business context. Employees 

must never be treated merely as a means to an end – even a well-

intentioned end like improved retention or performance. They are 

ends in themselves, precious in God’s sight. 

The positive results of chaplaincy (like ROI in turnover reduction) 

might tempt some to view chaplaincy instrumentally – “great, a tool 

to get employees to stay longer or work harder.” This is a subtle but 

real danger. We must firmly root the practice of chaplaincy in the 

recognition of employees as image-bearers: each employee is a 

person with a soul, desires, fears, and a destiny, not a “human 

resource” to be exploited. Chaplaincy’s chief purpose is to care for 

employees for their sake, not for the company’s profit (though 

benefits to the company occur). The moment chaplaincy is wielded 

as a manipulative technique to increase ROI, it violates the very 

ethic that makes it effective. It would become a clanging cymbal – 

an insincere charity which employees will eventually see through. 

Confidentiality and Trust: One practical outworking of respecting 

employees as image-bearers is honoring their privacy and stories. 

Our findings and qualitative insights underscore that strict 

confidentiality was key to chaplaincy’s success (employees trusted 

chaplains because they knew what they shared wouldn’t go to 

management). This is not just a professional guideline; it’s a moral 

imperative. Proverbs 11:13 teaches, “A gossip goes around 

revealing a secret, but a trustworthy person keeps a confidence.” 

Chaplains must be that trustworthy person – keeping confidences as 

sacred trust. Employers, too, must never pressure chaplains to 

divulge personal information. Doing so would betray employees’ 

dignity and turn chaplains into tools of surveillance, which is an 

egregious ethical breach. The fact we saw no such complaints 

suggests our study companies handled this well, but it must 

continue to be guarded. In biblical terms, violating confidentiality 

would be bearing false witness or betraying a neighbor, acts 

condemned in Scripture. Instead, chaplaincy upholds the biblical 

ideal of faithfulness: “the one who is trustworthy in spirit keeps a 

confidence” (Prov. 11:13, CSB). 

Voluntariness and Non-Coercion: Another core ethical tenet is 

that participation in chaplaincy must be entirely voluntary. This 

stems from both respect for autonomy and a theological 

understanding that faith or counseling cannot be coerced. 2 

Corinthians 9:7 says, “Each person should do as he has decided in 

his heart, not reluctantly or out of compulsion…” – while this refers 

to giving, the broader principle is that matters of the heart (like 

seeking help, or faith responses) must never be under compulsion. 

Workplace chaplaincy should be an invitation, never an imposition. 

Our data showed chaplaincy did not cause backlash, indicating 

programs remained voluntary and respectful. For example, no 

employee should ever be required to meet the chaplain or punished 

for not engaging. Chaplains must be careful not to overstep – they 

are present and available, but they knock (metaphorically) and wait 

for the employee to open the door (Revelation 3:20’s imagery of 

Christ standing at the door and knocking is instructive – even Christ 

doesn’t barge in; chaplains likewise should gently offer, not force). 

Non-Proselytization and Respect for All Faiths: Given religious 

diversity, chaplains commit (and need to continue to commit) to not 

using their role as a cover for proselytizing or favoring one group. 

This is both ethically right and practically necessary to maintain 

trust in a pluralistic environment. Theologically, it aligns with the 

concept of gentleness and respect in witness: “Always be ready to 

give an answer… yet do this with gentleness and respect” (1 Peter 

3:15, CSB). In a workplace, “respect” means honoring each 

person’s beliefs. Employees are not objects to convert; they are 

people to love. If spiritual conversations occur, they must be 

employee-initiated or at least mutually agreed upon, and even then 

the chaplain’s role is to share hope, not to pressure. The imago Dei 

doctrine reminds us that even those who don’t share our faith are 

made in God’s image and thus how we treat them should reflect 

God’s impartial love (cf. Luke 6:35, “God is kind to the ungrateful 

and evil”). Chaplains model this by serving all equally, which our 

findings indicate was done – no adverse issues in diverse 

workplaces suggests chaplains truly treated employees as image-

bearers rather than as targets or outsiders. 

No Exploitation for ROI: Perhaps the most salient caution given 

our positive ROI findings is to guard against an instrumental 

mindset among decision-makers. It is not inherently wrong to note 
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that chaplaincy had good business outcomes; in fact, that can be part 

of God’s common grace (doing the right thing tending to also bring 

blessing). However, the pursuit of chaplaincy should remain 

anchored in doing what is right for employees, not in chasing 

metrics. If a company were to, say, implement chaplaincy solely to 

cut turnover, and if that benefit didn’t materialize quickly, they 

might abandon it – indicating their motivation was not genuine care 

but numbers. That is problematic from a Christian ethics standpoint, 

because it treats the chaplain and employees as means to profit. 

Instead, companies should implement chaplaincy because they have 

a moral conviction (which can be religious or humanistic) that 

caring for employees is the right thing to do. The measurable 

outcomes should be considered secondary – welcome and useful, 

but not the primary reason. 

This aligns with Jesus’ teaching: “Seek first the kingdom of God 

and His righteousness, and all these things will be provided for you” 

(Matthew 6:33, CSB). In context, focusing on godly values (like 

caring for people) leads to other needs being met as a byproduct 

(“these things” added). Companies that prioritized righteousness 

(compassion) reaped other things (lower turnover), but if they invert 

the order (seek turnover reduction first and maybe we’ll do 

compassion as a tactic), they miss the heart and may not actually get 

the full blessing either. We must recall: God looks at the heart and 

intention, not just outward action (1 Samuel 16:7). If chaplaincy 

becomes a cynical ploy, one wonders if it would even produce the 

same results – employees would likely discern the inauthenticity. 

Employee Consent and Agency: Treating employees as image-

bearers also means honoring their agency. Chaplains should 

empower employees to make their own decisions (whether it’s in 

personal matters or whether to engage in chaplaincy). The 

chaplain’s role is supportive, not controlling or intruding. They are 

like the friend who “loves at all times” (Proverbs 17:17) or the good 

Samaritan who helps when needed (Luke 10:25-37) but then steps 

out of the way. The good Samaritan did not force the injured man 

to do anything; he simply provided care and a safe recovery space. 

Similarly, chaplains provide a “safe space” for employees, but what 

the employee chooses to do (e.g., follow chaplain’s advice or not, 

explore faith deeper or not) is their prerogative. 

Justice and Fairness: Imago Dei implies equality of worth. 

Chaplaincy programs should be offered equitably across the 

workforce (and indeed in our study, chaplains served frontline 

employees and executives alike). No one’s pain is considered less 

important due to their rank. In fact, chaplains often pay special 

attention to the “least of these” – those who might be overlooked in 

a company. This echoes James 2’s admonition against favoritism. 

An ethical chaplaincy sees the janitor and the CEO both as precious 

souls. And confidentiality applies to both – a chaplain shouldn’t 

treat a high-ranking person’s issues with more secrecy than a low-

ranking one; all are confidential. One interesting angle: chaplains 

sometimes become aware of systemic injustices (e.g., maybe many 

workers are upset about a policy that is unfair). Ethically, the 

chaplain should gently advocate for change, which is part of justice. 

For instance, if chaplains noticed a pattern of burnout due to 12-

hour shifts, they could bring that (anonymously) to leadership’s 

attention. This is part of loving neighbor – working to improve 

structures that harm well-being. It must be done carefully, but it is 

consistent with the prophetic aspect of chaplaincy (speaking truth 

in love to power, privately). We saw a hint of this in chaplains 

addressing needs of “weaker members” and advocating for 

compassionate policies. 

In summary, treating employees as image-bearers means chaplaincy 

must always center the employee’s humanity above any business 

advantages. It means practicing strict confidentiality, voluntariness, 

and impartial love. It means management viewing chaplaincy as a 

way to fulfill a moral duty of care, not as merely a line in a retention 

strategy. If ever a conflict arises between what benefits the 

employee versus the company in the short term, chaplaincy ethics 

would side with the employee’s well-being (trusting that in the long 

term, doing right by people benefits all, but even if it didn’t, it’s still 

the right thing to do – a sort of Job-like stance of disinterested 

righteousness). 

Our findings provided empirical evidence that when employees are 

treated as valued human beings, good things happen for everyone. 

The ethical caution is to ensure that remains the guiding principle. 

Losing sight of the inherent dignity of each employee could erode 

the very trust and goodwill that make chaplaincy effective. As Jesus 

posed the question, “What does it benefit someone to gain the whole 

world or reduce turnover, yet lose their soul?” (Mark 8:36, CSB). 

Companies must not lose their “soul” – their commitment to ethical 

treatment of people – in pursuit of material gains. Marketplace 

chaplaincy at its best helps companies attend to souls, both literally 

and figuratively, and in doing so, it should remind everyone that 

people are never merely economic units, but bearers of God’s image 

worthy of love and care. 

Thus, in reflecting theologically on our results, we rejoice that they 

illustrate biblical truths in action, but we simultaneously exhort that 

chaplaincy must be executed with a steadfast commitment to those 

biblical ethics – primarily, the infinite worth of each person and the 

primacy of sincere love. Any deviation from that not only would 

dishonor God’s image in others, but likely undermine the efficacy 

of chaplaincy itself. 

With these theological integrations and ethical guardrails in mind, 

we turn next to practical implications (Section 5.5), to consider how 

businesses, HR professionals, chaplaincy providers, and others can 

apply these insights responsibly in organizational life, including 

innovations like digital chaplaincy and considerations for interfaith 

settings. 

5.5 Practical Implications (Business, HR, 
Chaplaincy Providers, Digital/Hybrid Models) 

The findings of this study carry several concrete implications for 

practice. Different stakeholders – business leaders, human resource 

(HR) practitioners, chaplaincy providing organizations, and even 

designers of digital/hybrid chaplaincy models – can glean guidance 

on how to maximize the positive impacts observed and implement 

chaplaincy programs effectively and ethically. In this section, we 

synthesize key practical takeaways and strategies: (a) implications 

for businesses and leadership, (b) recommendations for HR 

integration, (c) considerations for chaplaincy provider 

organizations, and (d) adaptations for digital or hybrid chaplaincy 

delivery in remote work contexts. Throughout, we keep in mind the 

“best practices” identified (Section 5.2 RQ5 summary) and our 

theological-ethical framework (Section 5.4) to ensure suggestions 

promote both effective outcomes and respect for employees as 

individuals. 

For Business Leaders: Cultivate a Caring Leadership Stance. The 

single most important implication for leadership is: If you choose 

to implement a chaplaincy or similar spiritual care program, back it 

wholeheartedly. Leaders should not delegate care and then 

disengage; rather, they need to actively champion the ethos that 

employee well-being is a top priority. Concretely, CEOs and 

executives can: 

• Visibly Endorse Chaplaincy: Introduce the chaplaincy program in 

company-wide communications (e.g., an email or town hall 

meeting) with genuine language that “we have this program 

because we value each of you and want you to have support 

available.” When employees see leadership speaking positively 

about chaplaincy, it destigmatizes its use. Our findings showed 

that high leadership engagement led to far better utilization and 

outcomes, so this initial endorsement is crucial. 

• Integrate Chaplaincy into Culture: Leaders can incorporate 

mention of the chaplain into ongoing cultural touchpoints – for 

instance, at an all-hands meeting, a CEO might remind 

employees, “Remember, our chaplain Jane is here this week, 

feel free to reach out to her.” Or include a note in company 

newsletters about the chaplain’s activities or generic tips for 

well-being contributed by the chaplain (with permission). This 

normalizes the presence of pastoral care in the organizational 
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fabric. It tells employees that caring for personal needs is part of 

“how we do things here.” Some companies even invite chaplains 

to say a few words (non-sectarian) at special events (holiday 

gatherings, company anniversaries) to underscore that the 

chaplain is part of the corporate family. 

• Modeling by Leaders: Leaders should model using supportive 

services themselves (appropriately). For example, a senior 

manager might privately consult the chaplain for guidance on 

dealing with team stress (and then maybe later mention in a 

meeting, without specifics, “I spoke with our chaplain about 

how to better support the team, it was helpful”). This 

vulnerability signals that utilizing the chaplain is not a sign of 

weakness but of wisdom. It’s akin to leaders modeling work-life 

balance by taking a vacation – if they model seeking 

emotional/spiritual support, others will feel permission to do the 

same. Of course, personal conversations with a chaplain remain 

confidential, but a leader can generally endorse “I find value in 

having a chaplain to talk to as well.” 

• Resource Commitment: Ensure the chaplaincy program is well-

resourced. Our data indicated that higher chaplain-to-employee 

ratios and more frequent chaplain visits correlated with better 

outcomes. Leaders should invest sufficiently – for example, if 

an organization is very large or spread out, hire multiple 

chaplains or allocate more hours so that each site or region gets 

regular attention. Skimping on chaplaincy (one chaplain trying 

to cover 5,000 employees across multiple states) could lead to 

low visibility and low impact. If the ROI is considered, the cost 

of an extra chaplain or two is likely offset by gains in retention 

and productivity. But even aside from ROI, it’s an investment 

in people that aligns with values. So leadership should not treat 

chaplaincy as an expendable fringe benefit, but as a core part of 

the company’s care infrastructure – funded accordingly. 

For HR Professionals: Integrate Chaplaincy with Employee 

Support Systems. HR acts as the bridge between management, 

employees, and support services. To leverage chaplaincy 

effectively, HR should: 

• Onboard and Educate: Incorporate an introduction to the 

chaplaincy program in new employee orientation. Explain who 

the chaplain is, the services available (e.g., confidential 

counseling, hospital visits, resource referrals), and emphasize 

confidentiality and voluntariness. New hires should 

immediately know this is part of the company’s culture of care. 

Additionally, train HR staff and managers on when and how to 

refer employees to the chaplain (e.g., if an employee mentions a 

personal crisis, a manager might say, “We have a chaplain who 

can help – would you like me to connect you or give you their 

contact info?”). 

• Clarify Boundaries with HR: Develop clear protocols in 

partnership with the chaplain about information flow. 

Generally, personal details from chaplain conversations should 

not come to HR (to maintain confidentiality). However, 

chaplains and HR can establish an understanding that chaplains 

can share aggregate trends or urgent concerns (like a safety risk) 

under specific conditions. For example, a Memorandum of 

Understanding may state that chaplains will inform HR if they 

become aware of an imminent threat or something that legally 

must be reported (like certain forms of harassment, if that falls 

outside confidentiality by necessity). Setting these guidelines 

ensures trust is kept and legal/ethical lines are not crossed. HR 

should resist any temptation to ask chaplains for individual 

reports. Instead, HR can meet periodically with the chaplain for 

general wellness updates (e.g., “We’re seeing a lot of stress in 

X department” – without names). HR can use such input to 

adjust policies (maybe that department needs workload review 

or a team-building intervention). This way, chaplaincy becomes 

a complementary tool in HR’s strategy for a healthy workplace, 

not a silo. 

• Promote EAP/Chaplain Coordination: Many companies have 

Employee Assistance Programs (EAPs) as well as chaplains. 

HR can facilitate collaboration rather than competition. For 

instance, ensure the chaplain knows the EAP resources so that 

if an issue surpasses their short-term counseling scope (like need 

for psychiatric care), the chaplain can encourage using EAP or 

health insurance benefits. Conversely, HR can let the EAP 

provider know that employees also have chaplain support for 

spiritual needs. Some employees might prefer the chaplain to an 

EAP counselor due to the personal relationship, so giving them 

that choice is positive. HR can advertise: “You have multiple 

avenues of support: a professional counselor via EAP and a 

workplace chaplain for on-the-ground support – use any or both 

as you see fit.” The key is making chaplaincy part of an 

integrated wellness offering, not an either/or with existing 

programs. 

• Address Work-Related Drivers of Stress: Chaplaincy often brings 

to light underlying workplace issues (e.g., if the chaplain hears 

from many employees that workload is unbearable). HR should 

be proactive in addressing those systemic issues rather than 

expecting the chaplain to “mop up” all stress consequences. Our 

results show chaplaincy helps with well-being, but companies 

shouldn’t use that as an excuse to neglect organizational 

improvements. Instead, HR can partner with chaplains to 

identify problem areas (keeping confidences intact) and then act 

(like implement a new conflict resolution training if chaplains 

note recurring communication breakdowns). That synergy 

amplifies the benefits – chaplains deal with immediate personal 

fallout, HR prevents future issues by improving conditions. It’s 

a virtuous cycle of care and improvement. 

For Chaplaincy Providers and Practitioners: Best Practices and 

Program Development. Organizations that provide chaplaincy 

services (whether external vendors or internal chaplain teams) 

should consider the following implications: 

• Maintain High Ethical Standards: Double down on training 

chaplains in confidentiality, pluralism, and professional 

boundaries. Our study’s positive outcomes hinged on trust – 

chaplains must continue to be worthy of that trust. Providers 

should have clear codes of ethics (most do) and ongoing 

supervision to ensure chaplains aren’t inadvertently breaching 

trust (even something like discussing a case with identifying 

details in the wrong context could erode trust if overheard). 

Ensure chaplains get refreshers on cultural competence – since 

they serve diverse workforces, knowledge about various 

religious traditions, languages (if relevant), and sensitivity 

training (e.g., understanding LGBTQ+ issues if those arise) will 

help them connect without misstep. 

• Chaplains as Bridge Builders: Chaplaincy providers should 

encourage chaplains to build rapport not just with employees, 

but also with management (appropriately). A chaplain who has 

a good relationship with site managers (while keeping employee 

confidences) can actually be more effective – managers might 

invite chaplains to team safety meetings or ask them to suggest 

morale improvements. This integration improves access and 

visibility. Providers can train chaplains in basic organizational 

development so they can speak to management in their language 

when needed (e.g., explaining how chaplain support can reduce 

absenteeism without giving personal details). Essentially, 

chaplains should be equipped to demonstrate their value in 

organizational terms and be true pastoral caregivers to 

individuals. It’s a dual skill set: emotional intelligence with 

employees and organizational savvy with leaders. Our findings 

suggest that where chaplains were more integrated (high 

leadership support contexts), they had more impact, so providers 

should aim to foster that integration. 

• Ratio and Intensity Management: Providers should use data (like 

from this study) to advise client companies on appropriate 

chaplain staffing levels. If a client has 1,000 employees across 

multiple sites and only wants to budget for a very minimal 

chaplain presence, the provider can share evidence that 

outcomes correlate with intensity – suggesting maybe splitting 

into two part-time chaplains so each can visit sites more 

frequently might be better than one chaplain for all. Also, 
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monitoring utilization is key. If only 10% of employees engage 

annually, providers might adjust strategy (perhaps chaplain 

needs to be on-site more often or try different approaches like 

group sessions or topical workshops to reach more people). 

Many chaplaincy providers already track usage and types of 

issues (anonymously); that data can identify where more focus 

is needed (e.g., if very few remote employees use the chaplain, 

maybe start sending those weekly Slack messages or set up 

virtual office hours). 

• Innovate in Digital Chaplaincy: Recognizing the moderation by 

remote work, chaplaincy providers should continue developing 

digital platforms. This could include: secure chat or app for 

employees to contact chaplains easily (some providers have 

launched such apps); video call integration to simulate face-to-

face for remote staff (ensuring chaplains are trained in tele-

chaplaincy etiquette, which differs slightly – e.g., how to convey 

empathy through a screen). Providers might explore group video 

sessions – like a monthly virtual “wellness webinar” led by a 

chaplain on topics such as stress management or grief, to engage 

remote folks who might not sign up for one-on-one initially. 

Additionally, consider asynchronous support: e.g., an AI-

assisted chatbot for off-hours that can provide scripture or 

encouragement relevant to a query and notify a human chaplain 

if someone seems in need (with consent). Baptist News Global 

(2021) discussed digital chaplaincy as an emerging field; 

providers should stay ahead of this curve. However, any AI or 

tech should be used to supplement, not replace, human 

connection – a chatbot might handle a 2 AM insomnia text about 

general worry, but it should then prompt human follow-up. The 

goal is to be 24/7 accessible in some form, especially for 

distributed teams across time zones. Our RQ5 data noted 

chaplains being available 24/7 by phone; providers should 

ensure their chaplains or on-call backups truly are reachable 

around the clock, since crises don’t follow business hours. That 

reliability is part of building trust. 

• Focus on High-Impact Contexts: From a business development 

view, chaplaincy providers might particularly target industries 

where our research shows maximum benefit (healthcare, 

manufacturing, etc.) as potential clients, armed with evidence 

that chaplaincy made a big difference there. They can speak the 

language of those industries’ pain points: burnout in healthcare, 

safety and conflict in manufacturing, turnover in retail, etc., 

showing how chaplaincy addresses them. At the same time, 

providers should tailor approaches to low-impact contexts (like 

tech) by maybe emphasizing the meaning/purpose aspect for 

knowledge workers, or branding chaplaincy as “life coaching 

with a spiritual dimension” if that resonates more. The content 

of service is the same, but packaging can help engagement in 

different corporate cultures. 

• Continuous Feedback and Improvement: Encourage chaplains to 

solicit anonymous feedback from employees about the program 

(“What do you find helpful? What could we do differently?”) 

and from managers about logistical aspects. This can help refine 

scheduling (maybe employees prefer chaplain visits during 

lunch breaks rather than mornings, etc.) or content (perhaps 

employees express interest in a grief recovery group – chaplains 

could organize one). Adapting to specific workplace needs 

increases relevance and utilization. Also, measure outcomes 

when possible (some chaplaincy providers work with HR to 

track changes in absenteeism or EAP uptake after chaplaincy 

introduction). Having data allows providers to fine-tune 

approaches and demonstrate impact to sustain support. 

For Digital/Hybrid Chaplaincy in Remote Work Models: As 

remote and hybrid work arrangements become permanent in many 

sectors, specific strategies should be implemented to mitigate the 

reduced impact we observed: 

• Hybrid Presence Strategy: If a company is hybrid (some in-

office days), coordinate chaplain visits on those common in-

office days to catch people in person when possible. For fully 

remote teams, consider periodic in-person meet-ups where a 

chaplain can also be present. For example, if a distributed 

company holds an annual summit, send the chaplain to be there 

physically, so employees and chaplain can form personal bonds 

that later make virtual communication more trusted. 

• Leveraging Group Communications: Use company’s digital 

comms channels (Slack, MS Teams, etc.) to keep chaplaincy 

visible. A dedicated “wellness” or “#chaplain-chat” channel 

could allow the chaplain to post weekly uplifting messages, 

mental health tips, or even a short video greeting. The chaplain 

should engage in the remote culture – perhaps joining a casual 

chat channel to say hello (with boundaries). By having a digital 

persona, the chaplain stays on employees’ radar. However, 

ensure any mass communication is inclusive and appropriate 

(e.g., broadly spiritual or motivational rather than religiously 

specific, unless the company culture invites that). The chaplain 

can also host live drop-in video sessions (e.g., “Coffee with the 

Chaplain” via Zoom on Friday afternoons) where remote 

employees can come talk about whatever in a low-pressure 

group setting. Even if a few show up, it can build familiarity. 

• One-on-One Outreach: Remote employees might not reach out 

proactively, so chaplains can, with permission, schedule brief 

one-on-ones periodically just to check-in (“I like to touch base 

with everyone for 15 minutes each quarter – how are things 

going with you?”). Some employees will politely decline, but 

many might welcome the chance when invited. It’s akin to 

walking around in an office, but in a virtual sense: 

systematically ensuring each person has been personally greeted 

over time. Again, this must be voluntary (“If now is not a good 

time or you’d rather not, that’s totally fine – just wanted to 

offer”). Often, just offering is appreciated even if not taken up 

immediately, and it plants the seed that the chaplain is available 

if needed. 

• Confidential E-lines: Ensure remote employees know the private 

ways to reach a chaplain (direct phone, email, chat) and that 

those lines are secure/confidential. Some may fear that 

messaging the chaplain on a work device could be seen. Clarify 

privacy (maybe encourage using a personal phone to call the 

chaplain if that’s a concern, or assure that the chaplain's email 

is external and not monitored by IT). Trust can erode if people 

think digital communication isn’t private, so address that head-

on. 

• Adapting Time Schedules: Remote work often means flexible 

hours. Chaplains should consider offering some evening 

availability or early morning (if covering multiple time zones). 

For instance, a chaplain might hold “office hours” two nights a 

week until 8 PM for those who can’t talk during the day due to 

busy schedules or because that’s when personal issues weigh in 

after work. This responsiveness to remote work patterns will 

catch those who otherwise slip through 9-5 cracks. 

• Digital Resource Library: Chaplaincy providers can create online 

repositories of resources (articles, short videos, links to support 

groups, etc.) on topics like stress, parenting, grief, financial 

stress, etc. Remote employees can anonymously browse these 

on a chaplaincy portal. It’s a self-help supplement that can either 

be a first step for someone not ready to talk, or a post-

conversation follow-up (“here’s a list of grief books I 

recommend, available on our site”). It also signals proactive 

care. Many chaplaincy providers already produce newsletters or 

articles; making sure remote folks see these is key (perhaps via 

email or company intranet). 

In all practical recommendations, a golden thread is clear: foster 

genuine care and make it accessible. Whether through leadership 

actions, HR integration, chaplain practice, or digital innovation, the 

aim is to reduce barriers and amplify the supportive, compassionate 

presence that chaplaincy represents. Each action taken in these 

spheres should be evaluated by the question: “Does this help 

employees feel more cared for, more connected, and more 

comfortable seeking support?” If yes, it likely aligns with our 

findings and will reinforce the positive outcomes. 
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Finally, it’s crucial to measure and refine. As companies implement 

these strategies, they should gather feedback and outcome data to 

see what’s working best in their context, remaining flexible to 

adjust. Chaplaincy in a tech startup might look a bit different than 

in a factory, as we noted; thus, practical implementation is not one-

size-fits-all but guided by principles and adapted by context. 

To sum up, the practical implications can be distilled into key action 

points: Leaders – champion and integrate care into your leadership 

style; HR – embed chaplaincy into the fabric of support and protect 

its integrity; Chaplains/Providers – uphold highest ethical 

standards, ensure adequate presence, innovate to meet employees 

where they are (physically or digitally); Remote contexts – be 

creative and persistent in making the chaplain “present” despite 

distance. By following these guidelines, organizations can 

operationalize the lessons of this study – creating workplaces that 

not only perform better, but truly care better. 

5.6 Implications for Theory and Research 

Beyond practical applications, this study contributes to and extends 

several theoretical frameworks, while also pointing toward avenues 

for future scholarly inquiry. By empirically examining a real-world 

pastoral intervention in business, we provide data that inform 

organizational theories (like social exchange and support theory, 

meaningful work, ethical climate) and theological understandings 

of faith-work integration. In this section, we discuss how our 

findings nuance existing theories and propose directions for further 

research to build on our work and address its limitations. 

Social Exchange Theory and Norm of Reciprocity: Our results 

strongly reinforce the social exchange principle that when an 

organization provides care and support to employees, employees 

reciprocate with positive attitudes and behaviors (Blau, 1964; 

Gouldner, 1960). Specifically, the full mediation of chaplaincy’s 

effect on retention by perceived support (H5) is a clear empirical 

validation of the norm of reciprocity in an applied spirituality 

context. It adds a new dimension to social exchange theory by 

highlighting pastoral care as a form of organizational support that 

triggers reciprocity. Much of the traditional literature focuses on 

supervisor support or rewards as drivers of POS (Rhoades & 

Eisenberger, 2002); our study suggests that third-party care agents 

(chaplains) can effectively represent the organization’s goodwill 

and thereby initiate the exchange dynamic. This extends theory by 

suggesting the “exchange objects” can be emotional/spiritual 

support, not just tangible benefits or supervisor kindness. It raises 

interesting theoretical questions: Is the chaplain considered part of 

the organization in the employee’s mental exchange ledger, or a 

benevolent outsider? Our interviews indicated employees see 

chaplains as representatives of the company’s care, implying the 

exchange is indeed with the employer (“my company cares because 

it gave me a chaplain”). This extends perceived organizational 

support theory by identifying a new antecedent of POS – the 

presence of a caring chaplain – and by confirming that POS leads 

to concrete lower turnover (i.e., fulfilled exchange). 

For theory, this means models of POS can incorporate workplace 

chaplaincy or similar programs as a factor, and that doing so might 

strengthen predictions of outcomes like commitment and retention. 

We also contribute to exchange theory by providing a case where 

the exchange isn’t material or even directly between supervisor-

subordinate, but mediated through a caring function. Future 

research could build formal models of triangular social exchange 

(employer <-> chaplain <-> employee) to see how that dynamic 

compares to direct manager-employee exchange. It might be that 

chaplains create a bridge for exchange where direct trust in 

management is low – a possibility for further exploration: do 

chaplains have a bigger impact in companies where supervisor 

relationships are poor, acting as compensatory support? This would 

nuance exchange theory by showing alternative pathways for 

reciprocation. 

Perceived Organizational Support and Human Resource 

Development: Our findings situate chaplaincy as a high-level HR 

practice that significantly boosts POS. This aligns with concepts in 

HRM that high-commitment work systems include genuine 

employee care components (Whitener, 2001). We offer empirical 

evidence to support including pastoral care initiatives in the 

pantheon of HR practices that contribute to POS, alongside things 

like work-life benefits or recognition programs. Theoretically, it 

expands the idea of support beyond material and career support to 

pastoral support. Researchers might examine if pastoral support 

(distinct from supervisor support or coworker support) is a unique 

dimension of support with incremental validity in predicting 

outcomes. One could develop a “perceived pastoral support” scale 

(some items were used in our surveys), and test it in relation to POS 

and outcomes. Our data suggests it is largely overlapping with POS 

but future work could see if pastoral support provides extra 

explanatory power for certain outcomes like spiritual well-being or 

ethical climate. 

Meaningful Work and Calling Theories: The partial mediation 

by meaningful work (H6) offers an empirical link between 

chaplaincy and the emerging literature on meaningful work and 

calling (Pratt & Ashforth, 2003; Wrzesniewski et al., 1997). It 

indicates that interventions can indeed foster greater meaning, 

which in turn improves well-being. This suggests that meaning is 

malleable through workplace practices, complementing studies that 

show leadership and job design can increase meaningfulness. Our 

unique contribution is showing that a spiritual/pastoral intervention 

can also heighten work meaning. This supports theoretical 

perspectives that emphasize the spiritual dimension of meaningful 

work (Lips-Wiersma & Morris, 2009) – chaplains are explicitly 

attending to that dimension. For theory, it implies that models of 

meaningful work should consider including spiritual support or 

faith integration as contextual factors that enhance meaning. It 

bridges a gap between faith at work literature and mainstream 

organizational psychology of meaning. Researchers could build on 

this by studying how chaplaincy influences specific facets of 

meaning (e.g., significance, purpose, coherence) and whether the 

effects endure or are momentary. We found cross-sectional 

differences; a longitudinal study could see if an employee’s sense 

of calling strengthens over time with chaplaincy exposure. Does 

chaplaincy merely buffer meaning temporarily during crises, or 

does it cultivate a deepened sense of calling that persists? That 

would nuance calling theory with respect to external affirmation 

(the chaplain often affirms one’s work matters, which might 

internalize into a stronger calling perception). 

Additionally, our data hint that chaplains might directly reduce 

stress outside of meaning (direct effect remaining on well-being). 

That intersects with job stress and recovery theories – chaplains 

could be viewed as a resource in the Job Demands-Resources (JD-

R) model (Bakker & Demerouti, 2007). They provide both 

emotional support (resource) and help find meaning (resource) 

which combat demands (stress, conflict). Incorporating chaplaincy 

into JD-R and testing it would be a theoretical contribution. Does 

chaplaincy reduce burnout primarily by increasing resources 

(support, meaning) as our mediation suggests? Likely yes, fitting 

JD-R’s proposition that adding resources improves well-being. This 

frames chaplaincy effects in a widely-used theoretical lens and 

invites more granular study, e.g., how chaplaincy interacts with job 

demands – is it more beneficial under high demands (our industry 

moderation suggests yes, as did leadership support acting like a 

meta-resource)? 

Ethical Climate and Virtue Ethics in Organizations: The modest 

but significant improvement in ethical climate suggests chaplains 

have a subtle role as ethics influencers or stewards of virtue in the 

workplace. Theoretically, this touches on Victor & Cullen’s (1988) 

ethical climate theory – it implies that adding a chaplain might shift 

a climate slightly towards a “caring climate” type (one of V&C’s 

categories). Future research could explicitly measure climate 

typology changes (e.g., do chaplaincy firms report a stronger caring 

climate and weaker instrumental climate than controls?). It also 

resonates with the concept of organizational virtue (Cameron et al., 

2004) – chaplains likely bolster virtues like compassion, integrity, 

forgiveness within organizations. Our research contributes evidence 
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that fostering virtue (through a chaplain’s modeling and 

encouragement) correlates with beneficial outcomes (less conflict, 

improved morale). This can integrate with positive organizational 

scholarship – chaplains as agents of positive practices (loving, 

healing, meaning-making) that drive positive deviance in outcomes 

(Cameron & Caza, 2002). Scholars could deepen this by 

qualitatively studying chaplains’ influence on ethical decision-

making or moral norms: Do employees in chaplaincy companies 

report more willingness to speak up about ethical issues or more 

empathy among colleagues? If so, it broadens ethical climate theory 

by adding pastoral presence as an antecedent of a benevolent 

climate. 

From a theological ethics perspective, it would be interesting to 

research if having a chaplain correlates with reduced unethical 

behaviors (like fewer safety violations, or more honest reporting). 

We didn’t measure these specifically, but it’s plausible that by 

reinforcing ethical values, chaplains help curb certain 

counterproductive behaviors. This can link to virtue ethics theory in 

business – chaplains essentially function as corporate chaplains 

guiding virtue formation (an area explored conceptually by Driscoll 

& Wiebe, 2007). Empirically studying virtue development or moral 

outcomes in relation to chaplaincy is a future step. 

Leadership and Organizational Change Theory: The dramatic 

moderation by leadership support speaks to theories of 

transformational leadership and change management. It 

underscores Kotter’s change model emphasis on guiding coalitions 

and aligned vision – chaplaincy succeeded where leaders led by 

example. It might be framed that chaplaincy is a change (toward a 

caring culture), and needs top-down reinforcement like any culture 

change. Our results could be interpreted in light of servant 

leadership theory (Greenleaf, 1977; Liden et al., 2014): where 

leaders took a serving stance (promoting chaplaincy to care for 

followers), outcomes improved. This is a rather direct empirical 

endorsement of servant leadership’s effectiveness: the 

organizations where leaders enacted servant leadership principles 

(by prioritizing employees’ well-being) saw tangible performance 

benefits (lower turnover, higher well-being). Thus, our study can be 

cited in servant leadership literature as evidence that servant 

leadership behaviors (like providing pastoral care services) have 

measurable payoffs in addition to employee satisfaction. 

It also suggests in leadership theory that leaders should not only be 

supportive individually but also facilitate structural support 

(embedding chaplaincy into the organization is an example of 

systemic servant leadership). Research could explore other such 

structural servant leadership moves and their effects. Additionally, 

from a social learning theory perspective, employees perhaps saw 

leaders caring and imitated it in peer interactions (helping to reduce 

conflict). This aligns with modeling as a mechanism in 

organizational culture. Scholars of organizational behavior might 

build on our findings to examine leadership-chaplaincy interplay: 

e.g., is chaplaincy less needed or differently used under certain 

leadership styles (would a company with already very caring 

managers get as much incremental benefit from chaplaincy as one 

with autocratic managers)? That’s an intriguing question – perhaps 

chaplains compensate for lack of empathetic leadership, or in 

synergy amplify an already caring leadership climate. Both 

possibilities are worth investigating; our data slightly hints of 

synergy (strong leadership + chaplaincy = best results), but a 

compensatory effect might also exist in cases (chaplain as safe 

haven in otherwise uncaring org). That nuance would add to 

leadership contingency theory. 

Faith at Work Integration Theory: Our research fundamentally 

sits at the crossroads of theology and management. It provides 

empirical data for the Faith at Work movement’s claims that 

integrating spiritual values in work benefits both employees and 

organizations (Miller, 2007). It helps move beyond anecdote by 

quantifying outcomes. This can encourage more theoretical 

articulation of Applied Business Theology, the term we used in our 

title. It invites a theoretical framework where chaplaincy is one 

expression of integrating biblical pastoral theology into business 

practice, and yields fruit consistent with both theological virtues and 

business metrics. Future research could broaden this to other 

expressions – e.g., do prayer groups, or corporate worship 

opportunities, have similar effects or unique ones? How do they 

compare to chaplaincy’s results? Theory can be developed around 

spiritual resources in the workplace – our study suggests these 

resources (like prayer, counsel, presence, meaning) function 

similarly to other positive organizational resources. 

Methodological and Future Research Directions: In terms of 

research design, our study was a non-randomized, quasi-experiment 

with matched groups. While robust, it invites future research to 

confirm findings in other contexts and with other methods: 

• Longitudinal Studies: A longitudinal design would bolster causal 

inference. For instance, measure outcomes before and after 

introducing chaplaincy in a few companies (with similar control 

companies), to see change over time. Some aspects, like 

retention, were inherently longitudinal in our data (turnover 

measured after chaplaincy tenure), but a time-series could 

capture trends (maybe the chaplaincy effect grows with program 

tenure, as our RQ5 suggested momentum building after year 1). 

This would also address how quickly effects manifest (is 

turnover lower in year 1 or only after year 3 when trust is 

established? We saw a median program of 5 years, which might 

have been needed to fully realize benefits). 

• Experimental or Randomized Trials: While randomizing 

chaplaincy at company level is tough, one could randomize at 

unit or location level in a big company (some stores get chaplain 

visits, others later). This could provide stronger causal claims. 

Alternatively, field experiments like vignettes (present 

employees with supportive vs. non-supportive scenarios) could 

isolate perceived support impacts, though lacking ecological 

validity of real chaplaincy. 

• Multi-level Analyses: Our data was mostly at org level. Future 

studies could use multi-level modeling (employees nested in 

companies) to see how chaplaincy influences variance both at 

individual and group levels. For instance, does chaplaincy have 

a uniform effect on all employees or more on those who engage 

more? Are there spillover effects even on those who never 

directly talk with the chaplain (via climate improvement)? A 

multi-level approach could parse direct versus indirect 

beneficiaries. Qualitative research with employees who did not 

personally use the chaplain but still might have felt benefits (like 

“Knowing a chaplain was there gave me peace of mind”) would 

complement quantitative. 

• Employee Perspective & Qualitative Work: Rich qualitative 

studies (interviews, ethnography) could delve into how 

employees experience chaplaincy. Do they attribute changes in 

their attitude or behavior to chaplain interactions? What do they 

find most valuable (listening, advice, prayer, etc.)? Are there 

any unintended negative feelings (e.g., someone might feel 

uncomfortable about religious undertones even if the chaplain is 

careful – exploring if that occurs). Qualitative data can reveal 

nuances not captured in surveys (like the meaningful anecdotes 

we had, which enliven understanding of the numbers). It could 

also examine how chaplains navigate boundaries and what 

challenges they face – which can feed back into theory about 

role stress or boundary spanning positions (chaplains are 

boundary spanners between secular and sacred spheres; 

studying that role can contribute to theory on boundary roles in 

organizations). 

• Scope of Outcomes: Future research could broaden outcome 

variables: productivity/performance metrics (did production 

rates improve indirectly via morale? Did customer satisfaction 

shift if employees are happier?), team dynamics (maybe 

chaplain presence improves teamwork or reduces turnover 

intention at team level), or health outcomes (less stress might 

correlate with lower blood pressure or healthcare claims – some 

EAP studies look at that, chaplaincy could too). Also, measure 

spiritual outcomes for employees: do those who engage with 

chaplains report growth in personal spiritual well-being or life 
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satisfaction beyond work? This touches pastoral theology: is 

chaplaincy fostering not just work outcomes but human 

flourishing in a holistic sense (which secular HR might not 

measure but is valuable to faith perspective). 

• Comparative Studies: It would be interesting to compare 

chaplaincy with other support interventions: how does 

chaplaincy differ from, say, a secular life coach program or a 

robust EAP in outcomes? Our literature review noted chaplains 

fill a gap left by EAPs. Empirical comparisons would highlight 

unique contributions (perhaps chaplains drive higher sustained 

utilization and intangible climate changes that EAP doesn’t). 

This could sharpen theory on what personal, spiritual presence 

adds beyond conventional support. 

• Global and Cultural Context: Our study was largely US-based 

(English-speaking Christian chaplaincy model). Would similar 

results hold in different cultural contexts? For instance, in East 

Asia, where religious expression at work is less common, would 

a chaplaincy program be as embraced or effective? Or in 

predominantly non-Christian contexts, would a “chaplain” 

concept need adaptation (maybe a multi-faith chaplain team)? 

Cross-cultural research would expand theory by understanding 

how cultural norms mediate chaplaincy’s effect. Also, majority-

world theology of work might highlight different aspects (e.g., 

chaplaincy in an African context might tie in extended family 

and community – one study by Bester (2017) in South Africa 

found similar positive associations, showing it’s not solely a 

Western phenomenon). But more data globally would 

strengthen generalizability and integrate global theology of 

work perspectives. 

In summary, our research advances theory by empirically validating 

some long-held assumptions (loving employees is reciprocated, 

meaning at work improves well-being) and by introducing new 

considerations (chaplaincy as a formal mechanism in organizational 

support and ethics theories). It invites a more deliberate inclusion 

of spirituality in mainstream organizational behavior models. 

Future research, through various designs, can deepen understanding 

of causal pathways, context contingencies, and broader impacts. As 

a relatively under-researched area, marketplace chaplaincy offers a 

fertile ground for scholars interested in the interplay of faith and 

work, or more broadly, how employee care interventions affect 

organizational systems. 

Overall, we encourage researchers to continue bridging disciplines 

– combining methodologies from psychology, sociology, and 

practical theology – to explore questions such as: How does pastoral 

care fit into employee well-being frameworks? Can organizational 

practices be viewed through the lens of virtues and what does that 

predict? What role do personal faith and spirituality play in 

mediating work outcomes? By building on our study, future 

scholarship can contribute to a more holistic science of 

organizations – one that accounts for not just the economic and 

social aspects, but the spiritual dimension of human work life. 

5.7 Limitations 

No study is without limitations, and it is important to acknowledge 

the constraints and potential biases in our research design to temper 

conclusions and guide appropriate interpretation. This study’s 

findings should be viewed in light of several limitations related to 

design, data, measurement, and generalizability: 

Non-Randomized, Quasi-Experimental Design: A primary 

limitation is that our study was observational. Companies self-

selected into having chaplaincy or not; we did not (and practically 

could not) randomly assign chaplaincy programs. We attempted to 

approximate an experimental design by using matched pair 

comparisons on many known variables (industry, size, baseline 

metrics), which strengthens causal inference compared to a simple 

cross-sectional survey. Matching helped ensure chaplaincy and 

control groups were similar at baseline on observable 

characteristics. However, unobserved differences may still exist. 

It’s possible that companies who choose chaplaincy have an 

underlying culture of care or certain leadership styles that also 

independently contribute to good outcomes. We tried to account for 

culture by matching on prior engagement scores and turnover, but 

subtle factors (like a particularly inspirational CEO or a mission-

driven ethos) are hard to quantify and match. If chaplaincy adoption 

is correlated with such factors, then part of the outcome differences 

might be due to those rather than chaplaincy per se. We mitigated 

this by including controls in regressions (and none of those 

covariates explained away the chaplaincy effect), yet the limitation 

remains that causality cannot be conclusively established. 

Associations are strong and theoretically grounded, but we caution 

against a strict causal claim. For example, we say “chaplaincy is 

associated with lower turnover” rather than “chaplaincy caused 

lower turnover,” given this constraint. Future research with 

longitudinal or experimental designs would be needed to confirm 

causation more definitively. 

Secondary Data and Measurement Limitations: We relied on 

secondary data sources for many outcome measures (e.g., HR 

records for turnover and conflict, existing employee surveys for 

climate and well-being). This presents a few issues: 

• Incomplete data: not every company had survey data for ethical 

climate or meaning, which reduced sample size for some 

analyses and could introduce bias (maybe companies that do 

surveys regularly differ in culture). 

• Measurement consistency: we had to standardize or approximate 

some measures across companies. For example, definitions of 

“formal conflict incident” might vary slightly by company HR 

policies (though we tried to align them). Ethical climate indices 

were pieced from whatever relevant questions existed in each 

firm’s survey; while we stuck to common themes, the exact 

items weren’t identical for all companies, which may add noise. 

Similarly, well-being was a composite of varying metrics (sick 

days, survey scores), an approach that, while pragmatically 

combining multiple indicators, is not as precise as a uniform 

well-being scale administered to all. Our mediation tests for 

meaning and support were done on subsets with those survey 

items; those subsets might not perfectly represent the whole 

sample (though we found similar chaplaincy effects in them, 

reducing concern somewhat). 

• Lack of certain measures: We did not have direct individual-

level data on outcomes like individual performance or spiritual 

well-being, nor on potential mechanisms like changes in an 

employee’s personal faith or coping skills. Our focus was 

organizational-level metrics. Thus, we might have missed 

nuances, such as chaplaincy’s impact on subgroups (e.g., 

perhaps it helps hourly workers more than salaried, or vice versa 

– we couldn’t drill down well). Additionally, our measure of 

leadership support was derived from qualitative composite 

ratings, which, while capturing strong effects, is somewhat 

subjective. More granular measurement of leadership behaviors 

would strengthen that finding. In summary, using secondary 

data gave real-world validity but at the cost of perfectly uniform 

measures and full control. 

Common-Source and Self-Report Bias: Some of our key 

mediator and outcome data (perceived support, meaning, ethical 

climate, well-being via surveys) come from employee self-reports. 

This raises potential common method bias, where relationships 

might be inflated by the same measurement method. We attempted 

to mitigate this by combining perceptual data with objective data 

(turnover, conflict rates). We also separated in time the cause 

(chaplaincy presence) and effects (outcomes measured typically 

after chaplaincy was in place), which helps. We ran statistical 

checks (e.g., Harman’s single-factor test on survey items) and found 

no evidence of a single factor dominating, suggesting common 

method bias isn’t overpowering. Still, employees who are happier 

might rate everything higher (including support and well-being), 

which could exaggerate mediation paths. We included objective 

turnover to confirm the support→turnover link beyond perception. 

But caution is warranted in interpreting survey-based results; 

ideally, future studies might include peer or supervisor ratings of 
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climate to corroborate employees’ view, or physiological stress 

indicators to pair with self-reported well-being. 

Generalizability Constraints: Our sample of 50 chaplaincy 

companies and 50 controls, while broad in covering various 

industries, may not represent all contexts. Firstly, the companies 

that agreed to share data (especially chaplaincy providers 

facilitating it) might be those with relatively successful chaplaincy 

programs (there could be selection bias – if a chaplaincy program 

was failing badly, perhaps that company or provider was less 

inclined to participate). We tried to get a range, and indeed not all 

chaplaincy companies had uniform outcomes (some had smaller 

improvements), but there could be a “publication bias” at company 

level – i.e., programs that survive and share data are often the ones 

that believe in chaplaincy’s value. This might inflate our observed 

effects somewhat. However, we did include all that met criteria, and 

at least a few had only marginal outcome differences, so it wasn’t 

purely a hand-picked success story sample. 

Geographically, most companies were in the United States (with a 

handful of international divisions but generally Western context). 

In cultures with different religious compositions or attitudes about 

faith at work, results might differ. For example, in Europe, 

employees might be more skeptical or less receptive to a chaplain, 

or in parts of Asia religious pastoral care might need a different 

framing to be accepted. Thus, generalizing globally should be done 

carefully. Our findings apply best to contexts where a pluralistic 

chaplaincy model is culturally feasible (e.g., U.S., parts of Africa 

with corporate chaplains, maybe Latin America). 

Also, our chaplaincy companies tended to partner with one 

particular large chaplaincy provider. That provider’s training, 

philosophy, and chaplain selection might be a factor in the success. 

Not all chaplaincy programs are identical – some use exclusively 

ordained clergy, others include lay counselors; some emphasize 

evangelism slightly more (though ours did not overtly, being 

workplace environment). If another provider had a very different 

approach, outcomes might vary. So one could say our results 

generalize to chaplaincy programs of similar nature (professional, 

non-proselytizing, integrative style). Programs that deviate from 

that ethos (say a very explicitly proselytizing program) might not 

see the same outcomes and could even cause issues in diverse 

workplaces (we didn’t see that, but it’s a limitation that our sample 

doesn’t cover the whole spectrum of possible chaplaincy 

implementations). 

Limited Scope of Variables: We acknowledge that we focused on 

particular outcomes and mediators and did not explore others due 

to data limitations. For instance, we did not formally examine 

effects on productivity, customer satisfaction, or profitability. It’s 

possible chaplaincy also impacts those indirectly (through 

improved retention and morale) – or it could have small direct 

effects. Without analyzing those, our study can’t speak to the full 

business case. Similarly, we didn’t measure employee engagement 

with granularity beyond well-being and climate indices. 

Engagement could be a distinct outcome (some literature suggests 

it does); we only infer engagement from things like retention and 

anecdotal reports. So the limitation is we might have underreported 

some benefits (or even any potential negatives) because we didn’t 

measure them. We saw no hint of negatives (no increase in turnover 

or conflict anywhere), but it’s worth mentioning that we didn’t 

measure, say, short-term productivity dips (if employees spend time 

with chaplain that might mean time away from work, but 

presumably it’s offset by gains in focus later – we didn’t test that 

trade-off explicitly). 

Time and Causality Direction: Another subtle limitation is 

potential reverse causality in some perceptions – e.g., did 

chaplaincy improve well-being, or do companies with happier 

employees just more readily adopt chaplaincy? The matched design 

on baseline engagement helps here (they were similar before 

chaplaincy in many cases), but we can’t entirely exclude such 

possibilities, especially since some chaplaincy programs had been 

in place up to 20 years (for those long-tenured programs, we 

measured current outcomes vs. control’s current outcomes, but 

ideally we’d want baseline data from 20 years ago which we mostly 

didn’t have). So for companies with long-standing chaplaincy, we 

assume chaplaincy contributed to gradually better outcomes, but 

there could have been initial differences. We did have baseline 

turnover for chaplaincy companies (pre-program) in many cases 

through archival data and matched on that, which strengthens 

confidence. But not all outcomes had a baseline measure available 

(ethical climate baseline was rarely available). Thus, attributing 

causality on those is more tentative. 

Limitations in Mediation Analysis: We tested two mediators 

thoroughly (support and meaning) and a third (ethical awareness) 

loosely. We acknowledge that our mediation models assume a 

simple causal chain (chaplaincy → mediator → outcome). 

However, the relationships in reality might be more complex or 

bidirectional. For example, improved well-being could also give 

feedback to enhance a sense of meaning (when you feel better, you 

find work more meaningful). Our cross-sectional mediation 

approach can’t disentangle such feedback loops or rule out that 

chaplaincy affects outcomes through multiple overlapping 

mediators at once. We treated support and meaning separately, but 

in reality chaplaincy likely raises both concurrently, which together 

influence outcomes. A more sophisticated structural equation model 

with all mediators together could be attempted, but our sample size 

at the individual level was not large enough for that reliably. Also, 

mediation significance in our study doesn’t guarantee full 

longitudinal mediation – we infer processes, but a longitudinal 

mediation test (with time-lagged mediator and outcome measures 

after introduction of chaplaincy) would be stronger. That’s a 

limitation that we infer mechanism mostly by association patterns 

rather than direct observation over time. 

Social Desirability and Chaplaincy Perception: One possible 

bias is that employees in chaplaincy companies, knowing their 

company invests in chaplaincy, may have a halo effect in survey 

responses (feeling they ought to report positive things like “my 

company cares” because clearly it does something 

caring)....continued Limitations 

Moreover, we cannot ignore the possibility of a social desirability 

or “halo” effect in perceptions. Employees in chaplaincy 

companies, knowing their employer provides a caring service, 

might rate some items more favorably out of gratitude or the sense 

that “this is a good company” (a halo around all company-related 

perceptions). For instance, they may be inclined to agree 

“management cares about employees” partly because the 

chaplaincy program signals that care. We actually consider that 

response to be part of the real effect (since it reflects genuine 

increased goodwill), but it could inflate certain self-reports. On the 

flip side, employees in control companies might underrate support 

because they lack such signals. We tried to mitigate bias by 

including concrete outcomes like actual turnover and conflicts, 

which are not subject to self-report bias. The convergence of 

subjective and objective outcomes (e.g., lower perceived intent to 

leave and lower actual turnover) gives us more confidence. Still, we 

acknowledge the need for caution in interpreting subtle attitudinal 

differences that might be influenced by respondents’ awareness of 

chaplaincy. 

Scope of Chaplaincy Model: Another limitation is that our study 

focused on a particular model of chaplaincy (professionally trained, 

predominantly Christian chaplains serving all employees) in mostly 

medium-to-large organizations. Results might differ with other 

models – for example, an internal chaplain (an employee trained for 

the role) versus an external vendor chaplain, or a multi-faith 

chaplaincy team explicitly serving different religious groups. Our 

sample primarily involved chaplains from an external provider who 

were themselves Christian but operating pluralistically. Thus, our 

findings are most applicable to that scenario. If a company 

attempted a “volunteer chaplain” program or a purely peer-support 

model, outcomes could differ (perhaps less consistent quality of 

care, etc.). Those were beyond our scope. Also, our chaplaincy 

programs were voluntary and confidentiality-protected; a 

hypothetical mandated or reporting chaplaincy would not be 
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comparable and likely not effective. Hence, the boundary 

conditions of our conclusions include: chaplaincy must be 

implemented in an ethical, voluntary, inclusive way to yield 

benefits. If those conditions are not met, results may not generalize. 

Generalizability outside corporate settings: All organizations in 

our study were businesses (for-profit or large not-for-profits). We 

did not examine chaplaincy in, say, military units or schools or 

small family-run businesses. While many principles would carry 

over, different workplace contexts might pose different challenges 

(e.g., in a very small business, a chaplain’s presence might feel less 

confidential because everyone knows each other, possibly affecting 

usage). Our findings are most robust for mid-size to large 

organizations where a chaplain can operate somewhat 

independently of the immediate workgroup. Caution is advised in 

extending conclusions to contexts we did not study. 

In sum, these limitations temper our interpretations: the 

evidence supports our hypotheses and theoretical linkages, but 

causal language is used carefully, and the findings are situated in 

context. Recognizing these constraints also provides valuable 

direction for future research – as noted in Section 5.6, more rigorous 

experimental designs, longitudinal tracking, and diverse contexts 

studies would further validate and extend our conclusions. Despite 

limitations, the triangulation of multiple data sources and alignment 

with theory lend credibility to our core findings. We offer them not 

as absolute truths, but as strong indications of patterns that merit 

attention and replication. With appropriate caution, organizations 

and scholars can use these insights while remaining mindful of what 

we could and could not ascertain. 

5.8 Recommendations 

Building on our findings, discussion, and limitations, we formulate 

several actionable recommendations for various stakeholders: 

organizational leaders, HR policymakers, chaplaincy providers, and 

researchers. These recommendations are grounded in the evidence 

and insights of this study and aim to ensure that workplace 

chaplaincy (and similar employee care initiatives) are implemented 

in ways that maximize benefits, uphold ethical standards, and 

continue to generate learning for the future. We also include broader 

suggestions for organizational practice and public policy where 

relevant, as well as directions for future scholarly work that arise 

from this study’s constraints. 

1. Embed Employee Care into Organizational Values and Policy: 

Companies should explicitly recognize employee spiritual and 

emotional well-being as a component of their organizational 

values and incorporate that into policies and culture initiatives. 

This could mean adopting a formal policy statement that “We 

support employees’ holistic well-being, including emotional 

and spiritual health, and provide resources such as chaplaincy 

services to uphold that.” Making it part of the official ethos 

helps sustain leadership commitment beyond individuals. 

Policies should safeguard this commitment: for example, no 

retaliation or negative consequence for using chaplaincy 

(similar to policies protecting use of mental health resources). 

While one hopes no company would penalize someone for 

seeing a chaplain, stating it clearly in policy ensures employees 

feel safe to utilize the support. Additionally, include chaplaincy 

or equivalent support programs in wellness budgets and 

strategic plans, not as an ad hoc experiment but as a continuing 

fixture subject to review and improvement like any other 

program. 

2. Maintain Rigor in Confidentiality and Ethical Safeguards: 

Organizations and chaplaincy providers must institutionalize 

confidentiality protocols via written agreements (as many do). 

We recommend developing a Chaplaincy Code of Conduct (if 

not already in place) that is shared with employees so they know 

what to expect. This code should cover confidentiality (with any 

narrow exceptions spelled out), voluntary participation, 

impartiality (the chaplain serves all without discrimination or 

judgment), and clarity that the chaplain is not a management 

informant. HR and chaplains should both sign off on 

understanding these boundaries. In orientation, explicitly 

mention confidentiality: e.g., “Conversations with the chaplain 

are private; the chaplain will not share personal details with 

management or HR without your permission, except in life-

threatening situations.” Reinforcing this in writing and verbally 

will build the trust needed for employees to actually use the 

service. Furthermore, we advise establishing a feedback 

mechanism (anonymous if needed) for employees to report any 

concerns about the chaplaincy program’s ethics or effectiveness. 

For instance, if an employee ever felt a boundary was violated, 

they should have a way to report that (maybe to the chaplaincy 

provider’s supervisor or a designated HR person) without fear. 

Having such a channel and audit process protects the integrity 

of the program and allows for corrective action if any issue 

arises. 

3. Invest in Training Managers to Work with Chaplains: As part 

of leadership development, train managers and supervisors in 

how to effectively leverage the chaplaincy resource and how to 

respond to employees in crisis. Managers should know how to 

make warm referrals to the chaplain (e.g., “I’m not an expert, 

but we have a chaplain who is – would you like me to put you 

in touch?”), and also how to coordinate with chaplains post-

referral (respecting confidentiality). Managers should also be 

trained in basic empathetic listening and to recognize when an 

employee’s problem goes beyond their capacity – at which point 

referring to the chaplain or EAP is prudent. By educating 

managers, the chaplaincy program becomes a tool in every 

manager’s toolkit and reduces hesitancy or misuse. We 

recommend that companies develop a short module or guide for 

managers, possibly created in consultation with the chaplaincy 

provider, on “Supporting Your Team with Chaplaincy: 

Guidelines for Supervisors.” This ensures consistency and 

appropriate use. It also helps create a culture where seeking help 

is normalized rather than stigmatized, because managers set that 

tone. 

4. Tailor Chaplaincy Intensity to Workplace Needs: Based on 

our findings, organizations should adopt a needs-based 

approach to chaplaincy staffing and scheduling. High-stress or 

high-turnover environments warrant a stronger chaplain 

presence (more hours on-site, lower chaplain-to-employee 

ratio), which can then be adjusted as improvements occur. For 

instance, in a manufacturing plant with frequent conflicts, 

initially have the chaplain present weekly or even multiple times 

a week to proactively engage with employees and intervene 

early; as conflict rates drop and a more peaceful culture sets in, 

that frequency might be tapered to biweekly while maintaining 

availability as needed. Conversely, in a low-conflict office, a 

biweekly visit might suffice from the start. Essentially, do an 

initial assessment (perhaps the chaplain provider can help) of 

the workforce’s level of need – considering factors like stress 

levels, recent traumatic events (layoffs, accidents), workforce 

size and dispersion – and scale the program accordingly. Avoid 

a one-size-fits-all allocation. Additionally, monitor key metrics 

(turnover, conflicts, survey results) every 6-12 months and be 

willing to recalibrate intensity. If turnover isn’t budging and 

employees report they rarely see the chaplain, that’s a cue to 

increase presence. If metrics are excellent and chaplain usage is 

light, one might hold steady or slightly reduce hours (though 

careful – it might be the chaplain’s work that made them 

excellent, so don’t cut too quickly). This data-driven adjustment 

ensures resources are used efficiently while maintaining 

effective support. 

5. Enhance Digital Access and Hybrid Chaplaincy Models: 

Especially with the rise of remote work, companies and 

chaplaincy providers should invest in robust digital platforms to 

complement in-person care. We recommend companies procure 

or develop a secure app or hotline through which employees can 

reach a chaplain 24/7, from anywhere. Many chaplaincy 

providers have such capabilities – if yours doesn’t, push for it or 

explore integrating with existing EAP tele-counseling platforms 
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but with the unique chaplaincy element. For example, create an 

“Employee Care” section on the company intranet that includes 

a one-click “Talk to the Chaplain” request form, live chat during 

certain hours, and a library of articles/videos on common issues 

(stress, grief, etc.) curated by the chaplain. Publicize these 

digital resources frequently so remote or traveling employees 

know the chaplaincy isn’t just an on-site perk. Ensure that 

digital communications maintain privacy (e.g., use end-to-end 

encrypted chat if possible, or reassure how emails are handled). 

For hybrid workforce companies, coordinate scheduling such that 

on days most people are remote, the chaplain might host a virtual 

group session or send an encouraging company-wide message, and 

on in-office days, the chaplain does rounds physically. The 

integration of online and offline presence will maximize reach. 

Another idea: virtual office hours – advertise that “Chaplain 

available on Zoom every Tuesday 3-5 PM, no appointment needed, 

drop in.” Even if uptake is slow at first, the consistent availability 

might catch someone in a moment of need. Over time, trust and 

usage should grow. 

6. Encourage a Multi-faith and Inclusive Approach: In today’s 

pluralistic workplaces, companies with chaplaincy programs 

should ensure they are inclusive of all employees regardless of 

faith or non-faith. This might involve periodic training for 

chaplains on world religions and cultural sensitivity (which 

chaplaincy providers often do). It could also mean having a 

diverse chaplaincy team if the workforce is extremely diverse – 

for example, contracting part-time chaplains from different faith 

backgrounds to be available as needed (some large providers 

already have multi-faith chaplains on staff). At minimum, the 

chaplain should have connections to refer employees to outside 

faith-specific resources if requested (e.g., an employee asks the 

chaplain to help find a Buddhist temple or an Imam – the 

chaplain should be prepared to assist). On the company side, 

communications about chaplaincy should explicitly state it’s for 

everyone, not tied to a particular religion, and participation is 

entirely voluntary. Emphasize the chaplain’s role in ethical 

terms like “confidential counselor” or “supportive listener,” not 

in proselytizing terms, to avoid alienating anyone. By 

reinforcing inclusivity in word and deed, companies can reap 

chaplaincy’s benefits across their entire diverse staff. 

Furthermore, leadership should remain vigilant that no 

employee feels pressured to engage in anything religious. The 

chaplaincy program should be positioned as support for personal 

well-being above all. If the workforce includes significant 

numbers of non-English speakers or specific cultural 

communities, consider aligning chaplain assignments to 

language skills or cultural match when possible – or use 

translation services – so language/culture is not a barrier to 

support. 

7. Measure Impact and Share Stories (While Protecting Privacy): 

To sustain support for chaplaincy programs and continuously 

improve them, companies should track key outcomes and also 

collect anonymized success stories. On the quantitative side, we 

recommend establishing a simple dashboard of metrics such as 

turnover rates, absenteeism, EAP utilization, and employee 

survey scores on support and well-being, comparing trends 

before and after chaplaincy implementation (or between units 

with/without chaplaincy if phased in). If an outside provider is 

used, collaborate with them to get usage statistics (how many 

contacts, what general types of issues – in aggregate). Present 

these to senior leadership annually to demonstrate ROI or areas 

needing attention. For instance, if chaplains report 30% of visits 

involve financial counseling, maybe HR might introduce a 

financial wellness seminar, addressing root causes. By 

measuring, you both justify the program and glean insights to 

tailor it better. 

Qualitatively, ask the chaplain to furnish (with employee consent, 

or in composite form) occasional vignettes of help provided – e.g., 

“The chaplain assisted an employee dealing with a spouse’s illness, 

enabling them to stay productive at work during a hard time.” These 

human stories can powerfully illustrate value to executives and to 

employees (if shared broadly, with identifying details removed). 

Publishing a short testimonial in an internal newsletter – e.g., an 

employee (who volunteers) describes how the chaplain’s support 

made a difference in their life – can encourage others to seek help 

and reaffirm leadership’s decision to provide the service. Naturally, 

this must be done carefully, preserving anonymity unless someone 

willingly comes forward by name. But positive stories, even in 

aggregate (“90% of employees who met the chaplain say it helped 

them manage stress”), keep the program visible and appreciated. It 

avoids the trap of chaplaincy being a quiet corner service that could 

be cut by an unaware budget committee; instead, it becomes a 

celebrated part of company culture. 

8. Foster Collaboration Between Chaplains and Other Support 

Functions: We recommend forming a Well-Being Committee or 

Task Force that includes the chaplain (or a representative from 

the chaplain provider), HR wellness coordinators, EAP reps, 

and perhaps volunteer employee ambassadors. This group can 

meet periodically to coordinate efforts, ensuring there’s no 

duplication and that employees have a seamless support 

network. For example, the committee might plan a “Wellness 

Week” where the chaplain runs a session on emotional 

resilience, the EAP promotes its counseling services, and fitness 

or mental health resources are highlighted – a unified approach. 

Such collaboration reinforces that all support services are 

complementary pieces of the same puzzle: caring for 

employees. It also amplifies reach – an employee might come 

for a fun wellness event and end up meeting the chaplain 

informally, breaking the ice for later conversation. 

9. Consider Policy Safeguards for Chaplaincy Data: As 

chaplaincy services expand, companies might wonder about 

what data is appropriate to collect or share. We advise 

establishing clear policy that chaplain-employee 

communications are not monitored or recorded by the company 

(mirroring counselor-client confidentiality) and that any data 

shared by chaplains with the company will be non-identifiable 

and only with the intent of program evaluation or addressing 

broad issues. In an era of big data, it might be tempting for some 

organizations to analyze chaplaincy usage patterns deeply – 

policies should ensure this is done only in ethical ways (for 

instance, looking at departmental uptake to see if a certain 

department is under more stress, but not singling out 

individuals). Essentially, treat chaplaincy-related information 

with the same care as medical information under HIPAA. In 

fact, some companies choose to place chaplaincy under their 

health/benefits umbrella so that it’s governed by similar privacy 

rules. While not legally required, it’s a good practice to equate 

chaplaincy info with personal health info in terms of sensitivity. 

10. Continue Research and Knowledge Sharing: Finally, we 

recommend that organizations and chaplaincy providers 

contribute to ongoing learning about what works. Companies 

can partner with researchers or join industry consortiums 

focused on employee well-being to share (confidentially) what 

outcomes they’ve seen from chaplaincy. This adds to the 

knowledge base and helps refine best practices. 

Within the company, do after-action reviews if critical incidents 

occur (e.g., how the chaplain’s presence helped after a workplace 

tragedy) to capture lessons and improve crisis protocols. Encourage 

the chaplain to maintain outcome notes (in general terms) – for 

example, “observed improvement in X after implementing Y 

approach” – which can inform both their practice and the 

company’s strategy. 

For the broader field, policy makers and business networks (like 

Chambers of Commerce or HR associations) should note these 

findings and perhaps support pilot programs in sectors or 

communities where employee support is lacking. We recommend 

exploration of public-private partnerships especially in high-stress 

public service jobs (e.g., healthcare, first responders) to integrate 

chaplaincy-like support. Government or insurance incentives for 

companies that provide robust mental/spiritual health support could 
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be considered, akin to incentives for physical wellness programs. 

Our results showing tangible reductions in turnover and conflict 

could be used to argue for such incentives – since reduced turnover 

and stress have societal economic benefits (lower unemployment 

churn, better public health). 

In conclusion, the recommendations above aim to ensure that 

workplace chaplaincy and similar initiatives are implemented with 

fidelity to their purpose – caring for employees – and with strategic 

savvy to truly weave them into the organizational fabric. If 

followed, these steps can help organizations not only achieve the 

positive outcomes we observed but also build a reputation as an 

employer of choice that genuinely invests in its people’s well-being. 

The overarching counsel is: treat chaplaincy not as a peripheral 

perk, but as a core component of how you value and support your 

workforce – plan it, resource it, monitor it, and nurture it 

accordingly. When done so, it becomes a self-reinforcing success, 

as employees thrive and the organization reaps the rewards of a 

healthier, more resilient, and ethically grounded workplace. 

5.9 Conclusion and Closing Reflection 

As we conclude this study, we return to its central thesis: 

Marketplace chaplaincy as applied business theology – the idea that 

ancient principles of compassion, care, and ethics can be lived out 

in modern organizational settings to the benefit of both people and 

performance. This final reflection synthesizes what the study has 

shown, acknowledges what it has not shown, and ponders why it all 

matters in the grander scheme of business and faith. 

What This Study Shows: In plain terms, our research demonstrates 

that caring for employees as whole persons is not only morally 

commendable but measurably beneficial. We showed that 

companies who took the step of providing a workplace chaplain – a 

symbol and instrument of caring – experienced lower employee 

turnover, fewer workplace conflicts, improved perceptions of 

ethical climate, and higher employee well-being compared to 

similar companies without such support. We unraveled plausible 

reasons: the chaplain’s presence made employees feel supported by 

their employer (strengthening loyalty) and helped them find greater 

meaning in their work (bolstering morale and resilience). We saw 

that these effects were most pronounced where they were most 

needed – high-stress environments – and that leadership 

commitment greatly amplified the impact. In essence, when 

businesses invested in pastoral care for their people, those people 

responded with trust, commitment, and constructive behaviors that 

in turn fostered healthier, more stable organizations. 

Theologically, this study evidences that the law of love has 

pragmatic power in the workplace. Principles like “love your 

neighbor as yourself” are not just pious ideals; when a company, 

through chaplaincy, “loves” its employees by sharing their burdens 

and tending to their hurts, the community of work begins to reflect 

something of shalom – marked by peace, mutual loyalty, and 

integrity. It confirms that pursuing righteous care in business is not 

only spiritually meaningful but organizationally effective. This 

bridges a gap between Sunday and Monday, showing that ministry 

in daily work-life can produce fruit that even those with secular eyes 

can appreciate (like improved retention or fewer HR headaches). 

What It Does Not Show: It is equally important to clarify what we 

have not proven or addressed. First, we do not claim that chaplaincy 

alone fixes all workplace problems or that it guarantees success in 

every context. Chaplaincy is one important thread in the fabric of a 

caring culture, but it must be complemented by fair policies, 

competent management, and other support systems. A poorly led 

company with unjust practices cannot expect a chaplain to 

magically overcome systemic issues. Our data hints at this – 

chaplaincy thrived under supportive leadership. Introduce 

chaplaincy into a toxic culture without leadership change, and 

results might differ. So, we are not presenting chaplaincy as a cure-

all, but as a potent catalyst when integrated holistically. 

Second, this study was not an assessment of employees’ spiritual 

outcomes (such as changes in personal faith, existential fulfillment, 

etc.). While we measured meaning and well-being, we did not 

specifically measure, for example, employees’ spiritual growth or 

conversion experiences. Those are beyond our scope and belong 

more to pastoral research than business outcomes. Thus, we do not 

make claims about chaplaincy’s evangelistic impact or its effect on 

employees’ relationship with God – those, while potentially 

happening, were not our focus. We confined ourselves to 

organizational and human-relational outcomes that all stakeholders, 

regardless of faith perspective, value. In that sense, our argument 

for chaplaincy’s value is intentionally inclusive and grounded in 

common good outcomes (not reliant on one having to share the 

chaplain’s faith to see the benefit). 

Third, we acknowledge we have not pinpointed every mechanism 

or ruled out all alternative explanations. While we built a strong 

case for support and meaning mediation, there could be other subtle 

pathways (like improved communication climate or reduced stigma 

around seeking help) that we did not formally test. And while our 

matching and theory make a causal interpretation likely, we haven’t 

“proven” causality in the strictest sense. So one should not over-

interpret the effect sizes as guarantees. There may be conditions 

under which chaplaincy has less effect (we identified some 

moderators, but there could be others). 

Why It Matters: The implications of this study ripple out on 

multiple levels – practical, theoretical, and deeply human. On a 

practical business level, it offers evidence that aligns doing right by 

people with doing well as an organization. In an age where 

employee well-being and mental health are gaining overdue 

attention, our findings provide a compelling case for companies to 

invest in robust support systems – not as a luxury or mere 

philanthropy, but as part of a sustainable business strategy. It 

challenges the lingering notion that caring for employees beyond 

their immediate job needs is “extra” or only a feel-good exercise. 

Instead, it empirically reinforces what enlightened leaders have 

long believed: treat employees as valued human beings, and you 

build a foundation of trust and loyalty that yields stability, better 

teamwork, and fewer disruptive problems. Particularly in an era of 

talent shortages and high turnover (the so-called “Great 

Resignation”), strategies that genuinely retain employees by 

addressing their deeper needs are of paramount importance. 

Chaplaincy emerges in our study as one such strategy. 

On a theoretical level, this study contributes to a paradigm shift in 

management thinking that welcomes insights from spirituality and 

ethics into understanding organizational effectiveness. It lends 

quantitative credence to the integration of faith and work – 

illustrating that biblical ethics (like empathy, servanthood, 

community care) are not only morally upright but functionally 

advantageous in a workplace setting. This helps bridge the 

historically siloed domains of theology and management science. It 

shows scholars and practitioners alike that there is rich value at that 

intersection. For faith communities, it offers a model of ministry in 

daily life that has tangible impact; for business academia, it offers 

data to incorporate “soft,” even spiritual, variables into the calculus 

of organizational development. 

On a human and spiritual level, perhaps the most significant 

implication is a reaffirmation of hope: hope that workplaces – which 

for many people can be sources of stress or drudgery – can become 

environments of care, support, and growth. The presence of a 

chaplain in a workplace is a reminder that employees are not cogs 

in a machine but persons with stories, struggles, and souls. Our 

results show that acknowledging and tending to those human 

dimensions in the context of work benefits everyone. In a world 

where work can often deplete meaning and exploit vulnerability, 

our study points to a restorative alternative: a vision of the 

workplace as a community where people are cared for and in turn 

care more about their work and each other. That is a vision deeply 

consonant with a Christian understanding of work as vocation and 

fellowship, but it’s also a vision that non-religious workplaces can 

aspire to in principle – it is about humanity and dignity at work. 

In closing, this study’s journey – from reviewing Scripture and 

literature, through rigorous analysis, to drawing out implications – 

highlights a core truth: when organizations invest in the spiritual 
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and ethical welfare of their employees, they cultivate an 

environment where people and business can thrive together. We 

have seen evidence that implementing chaplaincy is one effective 

way to do this, essentially operationalizing love of neighbor in a 

corporate context, with measurable dividends. But beyond metrics, 

there is an intrinsic good accomplished: burdens lifted, comfort 

given, conflicts reconciled, meaning discovered. Those are things 

of enduring value in God’s eyes and in human experience. 

For Christian business leaders reading this, I hope this work 

encourages you that living out your faith values at work – by caring 

for employees’ whole selves – is not only possible but potent. For 

business leaders of any creed, I hope it demonstrates that empathy 

and support are not at odds with excellence and profit, but can, in 

fact, enable them. For chaplains and caregivers, I trust it validates 

your calling and provides language to communicate your impact to 

the marketplace. And for employees, present and future, I hope it 

hastens the day when the question “Does my company truly care 

about me?” can more often be answered with a resounding “Yes,” 

evidenced in everyday practice. 

Ultimately, why does all this matter? It matters because it touches 

the very purpose of work and business in society. If businesses can 

be not just economic engines but communities of mutual service, 

then work becomes more than a paycheck – it becomes a context 

for meaningful human flourishing. Marketplace chaplaincy, as 

examined here, is one instrument moving us toward that ideal. It 

exemplifies how theology – in this case, the ministry of presence 

and compassion – can be applied in business to transform it from 

the inside out. In doing so, it honors God’s command to love one 

another and simultaneously fulfills a company’s mission to value its 

people. This alignment of moral duty and organizational interest is 

both encouraging and challenging: it encourages us that goodness 

and success need not conflict, and it challenges us to act on that 

knowledge, building workplaces that reflect the very best of our 

values. 

Thus, we conclude with a synthesis: Marketplace chaplaincy as 

applied business theology has shown itself to be a bridge – between 

love and labor, between faith and management, between employee 

well-being and organizational outcomes. Crossing that bridge, we 

find a vista of promise: companies can become places that nourish 

the human spirit while accomplishing their economic goals. In a 

world yearning for purpose and ethics in every sphere, that is a 

message that matters. It matters to the single mother on the 

assembly line who found hope through a chaplain’s counsel, to the 

executive who discovered a higher reason to lead beyond quarterly 

profits, and to the pastor or theologian seeing the Gospel quietly at 

work in cubicles and break rooms. It matters because it asserts that 

business, too, can be a domain where divine love is at work – one 

conversation, one compassionate act at a time – creating a foretaste 

of a beloved community in the very midst of our workaday world. 
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Appendices 

Appendix A. Figure 4.1: Distribution of annual turnover rates by chaplaincy status 

This appendix provides Figure 4.1 referenced in Section 4.2.1 to visually display the distribution of annual employee turnover rates for 

organizations with a workplace chaplaincy program versus matched organizations without chaplaincy. Consistent with the regression results 

reported in the study (B = -5.21, 95% CI [-8.75, -1.67]), the chaplaincy group clusters toward lower turnover values compared with the non-

chaplaincy group. 

 

Figure 4.1. Distribution of annual turnover rates (%) by group (N = 100 companies; n = 50 chaplaincy, n = 50 control). 

Alt text: Box-and-scatter plot comparing annual turnover rates for 50 chaplaincy organizations and 50 matched controls; the chaplaincy group is shifted 
toward lower turnover values. 

Appendix B. Figure 4.2: Visual summary of mediation findings (RQ3) 

This appendix provides a visual map of the statistically significant mediation pathways identified in Section 4.3 (RQ3). Panel A summarizes 

the full mediation of chaplaincy’s effect on turnover through employees’ perceived pastoral/organizational support (chaplaincy → support: 

B = +0.45, p < .001; support → turnover: B = -5.62, p = .002; indirect effect = -3.26 percentage points, 95% CI [-5.8, -1.1]; remaining direct 

effect: B = -1.95, p = .21). Panel B summarizes partial mediation of chaplaincy’s effect on employee well-being through meaning at work 

(chaplaincy → meaning: B = +0.28, p = .033; meaning → well-being: B ≈ +0.50, p = .002; indirect effect ≈ +0.13 SD, 95% CI [0.02, 0.30]; 

remaining direct effect ≈ +0.15, p = .18). Dashed arrows represent the direct (c′) effects when the mediator is included. 
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Figure 4.2. Visual summary of the mediation findings for perceived support and meaning at work. 

Note. Coefficients are unstandardized regression estimates as reported in the mediation models. Indirect effects are bootstrapped estimates with 95% 
confidence intervals (5,000 resamples). n.s. = not statistically significant at p < .05. 

Alt text: Two-panel mediation diagram. Panel A shows chaplaincy increasing perceived support, which is associated with lower turnover and fully mediates 
the direct effect. Panel B shows chaplaincy increasing meaning at work, which is associated with higher well-being and partially mediates the direct effect. 


