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Abstract

This study aimed to conceptualize employee flow and identify and validate its influential components in the
private banking industry. This applied-developmental study employed a sequential exploratory mixed-
methods design. In the qualitative phase, interpretive phenomenology and Colaizzi’s analytical approach
were used to analyze semi-structured interviews with 15 senior managers and experts from Saman, Tose’e
Ta’avon, and Pasargad private banks, as well as university scholars specializing in human resource
management and organizational behavior. Participants were selected through purposive and snowball
sampling until theoretical saturation was achieved. In the quantitative phase, the model derived from the
qualitative findings was operationalized through a researcher-developed questionnaire and tested among
196 branch managers, deputies, and senior consultants selected through proportionate stratified random
sampling. Partial least squares structural equation modeling was used for quantitative analysis, while
convergent and discriminant validity, Cronbach’s alpha, and composite reliability were assessed to
evaluate the measurement model. Inferential results demonstrated that all structural paths to job
involvement were positive and statistically significant. Motivation and commitment had the strongest effect
(B=0.902, t=10.235), followed by team interaction and collaboration (3=0.842, t=8.741), managerial
support and feedback (3=0.835, t=8.367), growth and learning opportunities (3=0.829, t=7.286), positive
organizational culture and work environment ($=0.822, t=6.329), and work pressure and balance (=0.817,
t=5.967). All t-values exceeded the critical threshold of 1.96, confirming all hypothesized relationships. The
endogenous construct of job involvement achieved an R2 of 0.982, while Q2 was 0.897 and the overall
GOF index was 0.877, indicating very strong explanatory power, predictive relevance, and overall model
fit. Employee flow in private banking is a multidimensional phenomenon shaped by the interaction of
motivational, social, managerial, developmental, cultural, and work-balance factors. Strengthening
employee motivation and commitment, promoting collaborative relationships, providing continuous
managerial support and feedback, expanding learning opportunities, developing a supportive
organizational culture, and effectively managing occupational pressure can substantially enhance
employees’ deep involvement in their work. The validated model provides a practical framework for human
resource managers in private banks to design organizational interventions aimed at improving employee
flow, productivity, and organizational effectiveness.

Keywords: Employee flow; Private banking; Job involvement; Interpretive phenomenology; Structural
equation modeling; Human resource management.
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Extended Abstract

Introduction

Private banking operates in an increasingly competitive and technologically dynamic environment in
which organizational performance depends not only on financial resources, technological

infrastructure, and service innovation, but also on the quality of employees’ psychological
experiences at work. Employees in private banks are required to maintain sustained concentration,
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accuracy, responsiveness, emotional stability, and commitment while dealing with demanding
customers, performance targets, technological change, and complex financial procedures. Under
such conditions, positive occupational states that enable employees to mobilize their cognitive,
emotional, and behavioral resources have become increasingly important. One such state is
employee flow, which refers to a condition of deep absorption in an activity characterized by intense
concentration, intrinsic involvement, a sense of control, clear goals, and an appropriate balance
between perceived challenges and personal skills. Contemporary research has emphasized that
positive work experiences can contribute to employee well-being and facilitate more sustained
engagement with occupational tasks (Ilies et al., 2024). Flow is particularly relevant in this regard
because it represents more than general job satisfaction or commitment; rather, it reflects an optimal
experiential state in which attention is strongly directed toward the task and action becomes closely
integrated with awareness. Previous studies have shown that flow is associated with favorable
behavioral and performance-related consequences and can emerge when individuals perceive
congruence between environmental demands and their capacities (Li & He, 2023; Xie et al., 2022).
In organizational contexts, work-related flow is also affected by psychological capital and
organizational resources, suggesting that it is not solely an individual disposition but a context-
sensitive experience (Kameli et al., 2022). Organizational support is especially important because it
can strengthen employees’ occupational self-efficacy and facilitate the emergence of work-related
flow (Zare Bahramabadi et al., 2023). Similarly, organizational commitment has been identified as an
important psychological mechanism linking employees’ needs with flow experiences (Attaran et al.,
2023), while perceived organizational support, meaningful work, and commitment have been
associated with stronger work engagement among contemporary employees (Widodo et al., 2025).
Leadership and interpersonal conditions are equally relevant. Leadership styles can influence
employee engagement and organizational growth (Rusilowati et al., 2025), while servant leadership
may promote engagement and performance through stronger organizational identification (Shafiq et
al., 2025). Organizational justice also contributes to employees’ willingness to invest themselves in
their work by strengthening perceptions of fairness and psychological attachment (Alzeaideen et al.,
2026). Beyond managerial influences, social interaction and collaborative conditions can facilitate
flow and engagement (Chung & Pan, 2023), whereas effective information exchange and knowledge
flow contribute to employees’ ability to perform complex tasks efficiently (Zahedi et al., 2023). Flow
has also been linked to creativity, proactive work behavior, innovation, and self-development (Dai &
Wang, 2023; Keikha & Keikha, 2023; Krskova & Breyer, 2023; Liu et al., 2023). Nevertheless, existing
research has often examined particular antecedents or outcomes of flow independently, and
relatively little attention has been paid to developing an integrated, context-specific conceptualization
of employee flow in private banking. This limitation is especially important because banking
combines high cognitive demands, continuous interpersonal interaction, strict accuracy
requirements, performance pressure, and a rapidly changing technological environment.
Accordingly, a comprehensive model should simultaneously address individual motivation,
organizational commitment, teamwork, managerial support, feedback, growth opportunities,
organizational culture, and the management of occupational pressure. Therefore, the present study
aimed to conceptualize employee flow and identify and validate its major components in the private
banking industry.

Methods and Materials

This applied-developmental study employed a sequential exploratory mixed-methods design
consisting of qualitative and quantitative phases. In the qualitative phase, an interpretive
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phenomenological approach was adopted to identify the dimensions, components, and indicators of
employee flow on the basis of participants’ experiences and professional perspectives. The
gualitative study population included senior managers and experts from Saman, Tose’e Ta’avon,
and Pasargad banks in Tehran, together with university faculty members specializing in human
resource management, organizational behavior, and employee flow. Eligibility criteria included at
least 10 years of relevant professional experience and possession of a master’s or doctoral degree.
Fifteen participants were selected through purposive and snowball sampling, and semi-structured
interviews continued until theoretical saturation was achieved. The interviews were transcribed and
analyzed using Colaizzi’s phenomenological method through repeated reading, identification of
significant statements, formulation of meanings, clustering of themes, integration of themes into a
comprehensive description, extraction of the fundamental structure, and participant validation. Five
interviews were independently coded by two experienced coders, producing an inter-coder
agreement of 95%. In the quantitative phase, the qualitative findings were transformed into
measurable indicators and incorporated into a researcher-developed questionnaire using a five-point
Likert scale. The quantitative population consisted of 400 branch managers, deputies, and senior
consultants employed in the three private banks. Based on Cochran’s formula for a finite population,
196 participants were selected through proportionate stratified random sampling, including 20 branch
managers, 54 deputies, and 122 senior consultants. A pilot study involving 30 members of the
population was conducted before the main administration. Content validity was examined by
academic and professional experts, while construct validity was assessed through convergent and
discriminant validity criteria. Internal consistency was evaluated using Cronbach’s alpha and
composite reliability. The quantitative model was subsequently tested using partial least squares
structural equation modeling, and structural model performance was assessed using path
coefficients, t-values, the coefficient of determination (R?), predictive relevance (Q?), and the global
goodness-of-fit index.

Findings

Qualitative analysis of the 15 interviews generated 124 significant statements that were organized
into 16 subthemes and seven major categories. The seven principal components of employee flow
were job involvement, motivation and commitment, team interaction and collaboration, managerial
support and feedback, growth and learning opportunities, positive organizational culture and work
environment, and work pressure and balance. Within the proposed conceptual model, job
involvement represented the central manifestation of employee flow, while motivation and
commitment, team interaction and collaboration, managerial support and feedback, growth and
learning opportunities, and positive organizational culture were identified as reinforcing antecedents;
work pressure and balance functioned as a stabilizing condition. In the quantitative phase, all
structural relationships were positive and statistically significant. Motivation and commitment had the
strongest effect on job involvement ($=0.902, t=10.235), followed by team interaction and
collaboration (3=0.842, t=8.741), managerial support and feedback ($=0.835, t=8.367), growth and
learning opportunities (3=0.829, t=7.286), positive organizational culture and work environment
(B=0.822, t=6.329), and work pressure and balance (p=0.817, t=5.967). All t-values exceeded the
critical value of 1.96, confirming the statistical significance of all structural paths. The structural model
demonstrated very strong explanatory and predictive performance: the R2 value for job involvement
was 0.982, indicating that the model explained 98.2% of the variance in the endogenous construct;
Q2% was 0.897, indicating strong predictive relevance; and the global GOF index was 0.877,
confirming a strong overall fit of the measurement and structural models. Accordingly, all
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components derived from the qualitative phase were quantitatively supported, demonstrating
substantial correspondence between participants’ experiential accounts and the empirically tested
conceptual structure.

Discussion and Conclusion

The findings indicate that employee flow in private banking is a multidimensional organizational
phenomenon produced by the interaction of motivational, relational, managerial, developmental,
cultural, and work-design conditions. The particularly strong effect of motivation and commitment
suggests that employees are more likely to become deeply absorbed in their work when they
experience organizational belonging, appropriate recognition and rewards, participation in decision-
making, and a sense of personal control. Such conditions strengthen the psychological connection
between employees and their occupational roles and allow greater cognitive and emotional
investment in job activities. The substantial effect of team interaction and collaboration further
demonstrates that flow should not be regarded as an exclusively individual state. Supportive
coworkers, constructive relationships with managers, and effective cooperation can reduce
interpersonal uncertainty and facilitate sustained attention to occupational tasks. Managerial support
and feedback also emerged as a major determinant, underscoring the importance of clear
expectations, continuous guidance, and unambiguous performance information in maintaining
concentration and perceived control. Growth and learning opportunities were likewise influential,
indicating that employees are more likely to experience flow when their skills are continuously
developed and when their work provides meaningful challenges that remain commensurate with their
expanding capabilities. A positive organizational culture and supportive work environment further
reinforce this process by creating transparency, trust, psychological security, and a sense of shared
organizational purpose. Finally, the significant effect of work pressure and balance indicates that
flow depends on maintaining an appropriate level of challenge. Excessive workload and persistent
occupational pressure may transform stimulating demands into stress and exhaustion, whereas
insufficient challenge may produce boredom and disengagement. Effective management of
workload and work—life balance therefore helps preserve the challenge—skill equilibrium required for
sustained absorption. Taken together, the findings provide an integrated conceptualization of
employee flow that is particularly relevant to private banking, where employees must simultaneously
manage accuracy, service quality, interpersonal demands, performance expectations, and
technological change. The model suggests that interventions aimed at increasing employee flow
should not focus on a single human resource practice; rather, they should combine motivational
policies, participatory decision-making, fair recognition, teamwork, supportive leadership, continuous
feedback, professional development, positive cultural practices, and systematic management of
workload and work-life balance. By addressing these dimensions simultaneously, private banks may
create conditions in which employees can maintain deeper concentration, stronger commitment,
greater psychological involvement, and more sustained occupational effectiveness. Thus, the
validated model provides both a theoretical framework for understanding employee flow in private
banking and a practical basis for human resource policies intended to improve employee
productivity, organizational effectiveness, and the quality of banking services.
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