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Abstract

Within the healthcare context is very important to foster the dynamics leading to positive experi-
ences at work, in order to promote work motivation and well-being. This study investigated the
influence of some personal and job resources and of some job demands on the three dimensions
(absorption, work enjoyment, intrinsic work motivation) of flow at work, on the basis of Job De-
mands-Resources Model. Flow at work is an inner experience arising during an activity in which
people are immersed, feel motivated and enjoy it. Studies suggest that resources are the main an-
tecedents of the flow experience. Respondents to the questionnaire were 197 nurses. Multiple re-
gressions were performed to detect the resources and the demands that influence the three di-
mensions of flow at work. As expected, resources positively influenced the dimensions of flow at
work, particularly work enjoyment. Job demands positively influenced absorption and negatively
influenced the other two dimensions of flow at work. Human resources managers should promote
flow at work supporting the availability of resources and monitoring the job demands.
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1. Introduction

Most of studies in the healthcare context have particularly focused on the dynamics of distress and on the deter-
minants of emotional exhaustion or job dissatisfaction [1]. Recently, some scholars [2] have highlighted the
need to assume a more “positive” point of view in the analysis of work experiences, through the understanding
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of processes generating motivation and, consequently, experiences of well-being and job satisfaction. Organiza-
tional psychologists have long been interested in the job-related antecedents of work motivation [3], and the
positive psychology perspective has given importance to the role of job resources in work motivation processes
[4]. Within studies that investigate motivational dynamics, the flow at work (FaW) experience is described as
the most favourable circumstance for both the individual and the organizations, since flow is a state of con-
sciousness in which people become totally immersed in an activity, and enjoy it intensely [5].

Studies on FaW are related to those organizational studies that detect the antecedents of work motivation
[3]-[6], which can be defined as the energy that activates, leads and supports the behavior during the time and
towards the achievement of a goal. In particular, work motivation implies a double investment for the individual:
in the job performance and in the relationship of belonging to the organization [7]. Therefore, understanding the
elements leading to the FaW experience is crucial in order to identify the factors supporting work motivation,
that produces a benefit both for the organization in terms of results, and for the individuals in terms of satisfac-
tion and well-being.

The purpose of this study is to examine the relation between personal and job resources and job demands, and
the three dimensions of FaW, in a sample of nurses, considering the theoretical framework of the Job Demands-
Resources Model (JD-R Model) [8]. This model was chosen since studies on FaW take place within the JD-R
Model [3] [9]-[11].

1.1. Flow and Flow at Work

According to Csikszentmihalyi [5] flow is a state of consciousness, an inner experience produced by the parti-
cipation to an activity considered enjoyable and in which people are totally immersed. Flow is a peak experience
that happens in any situation in which there is activity, “[...] when psychic energy—or attention—is invested in
realistic goals, and when skills match the opportunities for action” (p. 6). This means that flow has two pecu-
liarities: people enjoy the activity and invest time and energy in it; people experience flow when there is a bal-
ance between the challenge of a situation and their skills to deal with it.

The first studies detecting flow have focused on recreational or reflexive activities, and on sport [5]. Other re-
searches [12] suggest that individuals experience flow more frequently during work than during leisure time.
Applied to work, the flow experience can be defined as a short-term peak characterized by three dimensions:
absorption, work enjoyment and intrinsic work motivation [10]. The first dimension, Absorption, is state of total
concentration in which people are so immersed in their work that they forget everything around them and time
passes rapidly. The dimension of Work Enjoyment refers to a state in which people like their job and feel posi-
tive emotions, judging positively the quality of their working life. This enjoyment is the outcome of cognitive
and affective evaluations of the flow experience. The third dimension, named Intrinsic Work Motivation, refers
to the performance of an activity during which people want to experience pleasure and satisfaction. The intrinsic
motivation comes from the intrinsic aspect of the work and motivated employees are continuously interested in
their work and want to continue it.

Referring to the flow theory, the FaW experience occurs when employees perceive a “challenge-skill balance”;
this means that employees would particularly experience flow when their job demands match their professional
skills [10] or when employees have sufficient amount of resources in their work, e.g. organizational support,
performance feedback, good material, job autonomy, positive climate etc. [13].

1.2. Flow at Work and the JD-R Model

Studies on FawW mainly considered the theoretical framework of the JD-R Model that states that each type of job
is characterized by risk and protective factors that impact on motivation and on the quality of working life.
These factors are classified into two general categories: demands and resources. The JD-R Model can be applied
to different employments, independently from the demands and the resources involved [8]. Studies on the JD-R
Model provide information about the relations between the three dimensions of FaW and job demands and re-
sources [10]: job demands requiring high concentration can lead to absorption and reduce work pleasure; re-
sources are positively related to the three dimensions of FaW since they lead employees to motivation and to
reach their goals at work. Demerouti [14] and Salanova et al. [11] suggest that job resources are the main ante-
cedents of the flow experience. Bakker and Demerouti [8] define job resources as “those physical, psychological,
social, or organizational aspects of the job that are either/or: functional in achieving work goals, reduce job de-
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mands and the associated physiological and psychological costs, stimulate personal growth, learning, and de-
velopment”. Within job resources, authors mostly indicate: team climate, supervisor and co-worker support,
feedback, career opportunities, job autonomy, etc.

Hypothesis 1. Job resources (job competencies, supervisors’ support, job autonomy, organizational equity)
are positively related to the three dimensions of Faw.

According to the Conservation of Resources (COR) theory [15] and also to the JD-R Model [8], the study of
flow can involve not just job resources, but also the personal resources that can positively influence the optimal
experience at work. Personal resources are defined as aspect of the self that are generally linked to resilience and
a study by Salanova et al. [11] on the relationships between job resources, personal resources and FaW high-
lighted the role of self-efficacy in decreasing the effects of distress and in increasing well-being experiences.

Hypothesis 2. Personal resources (self-efficacy at work, optimism) are positively related to the three dimen-
sions of FaWw.

Bakker and Demerouti [8] define job demands as “those physical, psychological, social, or organizational as-
pects of the job that require sustained physical and/or psychological (cognitive and emotional) effort or skills
and are therefore associated with certain physiological and/or psychological costs”. Within job demands, authors
mostly indicate: work pressure, unfavourable physical environment, emotionally demanding interactions with
clients etc. The present study considered general demands (workload and cognitive load) and healthcare specific
demands, such as patients’ demands and emotional dissonance. Health professionals are engaged not only in
providing a professional service to users, but also in managing the emotional experiences connected to the rela-
tionships with patients and their families. In line with Bakker’s study [10], it is expected that all resources (per-
sonal and job), as already highlighted, have a positive influence on the three dimensions of FaW, since resources
start a motivational process [16]. Contrary, again in line with Bakker’s study, it is expected that job demands
have both negative and positive influences on the dimensions of FaW. This is because demands and efforts
make people more concentrated and, therefore, absorbed [10]. Moreover, high work pressure and emotionally
demanding patients will presumably undermine work pleasure [17].

Hypothesis 3a. Job demands (workload, cognitive load, patients’ demands, emotional dissonance) are nega-
tively related to work enjoyment and intrinsic work motivation.

Hypothesis 3b. Job demands (workload, cognitive load, patients’ demands, emotional dissonance) are posi-
tively related to absorption.

Finally, in line with studies on FaW that consider the motivational potential of resources [9] [11] [14], the fol-
lowing hypothesis is formulated:

Hypothesis 4. The relation between personal resources and the three dimensions of FaW, and the relation
between job resources and the three dimensions of FaW are higher than the relation between job demands and
the three dimensions of Faw.

2. Methods
2.1. Subjects

After data cleansing, through which 52 incomplete questionnaires were eliminated, the convenience sample
(Table 1) was composed of 197 permanent nurses employed in some departments of a hospital in Northern Italy.
Respondents represented about 60% of subjects who received the questionnaire, and the social and personal
characteristics were similar to the population of the departments involved in the administration. The majority of
respondents were women, and this is in line with data from CENSIS (Centro Studi Investimenti Sociali—Italian
institute on socio-economic research) [18]. The average age of the sample was about 42 years (SD 8.37) and the
seniority in the organization was about 15 years (SD 9.61). Most of respondents were married or live-in partner,
had children and worked on shifts. From a workload standpoint, respondents worked about 36 hours per week
(SD 5.94).

2.2. Study Questionnaire

The present research has provided a self-report questionnaire consisting of a socio-demographic form and dif-
ferent scales chosen from the existing international literature. The instrument was composed of the following
scales, some of which were previously used in other Italian researches:

)
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Table 1. Socio-demographic and professional characteristics of the sample (N = 197).

N %
Woman 184 93.4
Gender
Man 13 6.6
Single or with original Household 40 20.3
Househ_olq Married or in Cohabitation 129 65.5
characteristics
Divorced, separated or widow 28 14.2
Yes 134 68
Children
No 63 32
Full-time 161 81.7
Job tenure
Part-time 36 18.3
. Yes (nurses working on 24 hours shifts: morning, afternoon, night) 75 38.1
Work shifts
No (nurses working on one day shift) 122 61.9

- FaW—13-item Likert scale from 1 (never) to 7 (always) of the WOLF scale (WOrk-reLated Flow) by Bak-
ker [10], Italian adaptation by Colombo, Zito, Cortese [19]. The scale is composed by three dimensions: ab-
sorption (4 items. In this study « 0.87; in the original study « around 0.80; in the Italian adaptation « 0.90);
work enjoyment (4 items. In this study o 0.94; in the original study « around 0.80; in the Italian adaptation a
0.95); intrinsic work motivation (5 items. In this study « 0.78; in the original study « around 0.75; in the Ital-
ian adaptation o 0.84).

- Optimism—®6-item Likert scale from 1 (disagree) to 5 (agree) [20]. In this study « 0.70; in the original study
a 0.75.

- Self-efficacy at work—5-item Likert subscale of the WSES (Work Self-Efficacy Scale) by Avallone, Pepe,
and Porcelli [21], from 1 (not at all capable) to 5 (quite capable). In this study o 0.80; in the original study «
0.83.

- Job competencies—7-item Likert scale from 1 (never) to 4 (always) of the diagnostic functions subscale of
the NCS (Nurse Competence Scale) by Meretoja, Isoaho, and Leino-Kilpi [22]. This subscale was used in
previous Italian studies [23] with a « 0.85; in this study « 0.85, in the original study « 0.79.

- Supervisors’ support—4-item Likert scale from 1 (not at all) to 6 (completely) of the subscale of organiza-
tional support by Caplan, Cobb, French, Harrison, and Pinneau [24]. This subscale was used in Colombo and
Zito [23] with a « 0.88; in this study a 0.87, in the original study a 0.94.

- Job autonomy—3-item Likert scale from 1 (never) to 5 (always) by Bakker, Demerouti, and Verbeke [25].
This scale was used in Colombo and Zito [23] with a & 0.75; in this study « 0.70; in the original study « 0.81.

- Organizational equity—4-item Likert scale from 1 (never) to 4 (always) by Avallone and Paplomatas [26].
In this study « 0.81, in the original study « 0.76.

- Workload—6-item Likert scale from 1 (disagree) to 6 (agree) by Karasek and Theorell [27]. This scale was
used in Colombo and Zito [23] with a & 0.91; in this study « 0.92; in the original study « 0.80.

— Cognitive load—4-item Likert scale from 1 (never) to 5 (always) by Bakker, Demerouti, Taris, Schaufeli and
Schreurs [28]. In this study « 0.87; in the original study « 0.81.

— Patients” demands—11-item Likert scale from 1 (disagree) to 6 (agree) of the disproportionate customer ex-
pectations subscale of the CSS questionnaire by Dorman and Zapf [29]. In this study « 0.91; in the original
study o 0.85. The items were adapted for the healthcare context and already used in Colombo and Zito [23]
with a « 0.92.

- Emotional dissonance—4-item Likert scale from 1 (never) to 6 (always) by Zapf, Vogt, Seifert, Mertini, and
Isic [30]. This scale was used in Colombo and Zito [23] with a a 0.90; in this study « 0.90; in the original
study a 0.85.

2.3. Ethical Considerations

The study was approved by the Board of Directors of the hospital. After the management permission, research-
ers delivered the questionnaire to nursing coordinators of the involved departments, who, in turn, distributed
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them to nurses. Moreover, researchers attached a covering letter to the questionnaire to explain the procedure
and time to complete the questionnaire (about 30 minutes estimated through a questionnaire pre-test), the volun-
tary nature of the participation in the study and all respondents’ anonymity. In order to ensure this aspect, re-
spondents did not return their completed questionnaire to their nursing coordinators, but in drop boxes in which
they could personally deposit their completed questionnaire.

2.4. Data Analysis

Data analysis were performed using SPSS Statistics 20 and provided: descriptive statistics (mean £ SD) and
Cronbach’s alphas (a) for each scale; correlations (Pearson’s r), multiple regressions (method: enter), including
the three dimensions of FaW as dependent variables. Finally, to understand differences in the perception of the
dimensions of FaW according to the main socio-demographic and professional variables, it was performed the
analysis of variance through T-test for independent samples and one way Anova.

3. Results

All the scales used in the present study showed a good internal consistency: the Cronbach’s alpha values ranged
between 0.70 and 0.94 (Table 2), and, compared with the values of the original studies, the Cronbach’s alphas in
this study are satisfactory. As for the descriptive statistics of the three dimensions of FaW (Table 2), respon-
dents perceive a higher level of absorption (above the central point of the scale; 4.41 + 1.31) and of work en-
joyment (almost at the central point of the scale; 4.07 £ 1.35), and a lower level of intrinsic work motivation
(below the central point of the scale; 3.37 + 0.54). The analysis of variance found no statistically significant dif-
ferences in the scores of the three dimensions of FaW depending on socio-demographic and professional va-
riables.

Table 2 shows the correlations between the variables. In line with Bakker’s study [10] on the validation of the
WOLF scale, the dimensions of work enjoyment and intrinsic work motivation are highly correlated. As ex-
pected, personal and job resources positively correlate with the three dimensions of FaW, particularly with work
enjoyment and intrinsic work motivation. As for job demands, workload positively correlates with absorption.
Patients’ demands and emotional dissonance instead, negatively correlate with work enjoyment and intrinsic
work motivation. The cognitive load does not present significant correlations with any of the three dimensions
of FaW. The three dimensions of FaW show the expected correlations with the variables used in the research,
showing a construct validity in line with Bakker’s study [10]. Within the socio-demographic and professional
variables, only the seniority in the organization shows a positive relation, but not particularly high, with the ab-
sorption. Table 3 shows the results of multiple regressions for the three dimensions of FaW. It has to be noted
that only the variables that correlated with the dependent variables were included in the regression models.
Work enjoyment (explained variance 46%) is positively influenced by optimism (8 = 0.25, p < 0.00) and by job
competencies (8 = 0.24, p < 0.00), by organizational equity (8 = 0.16, p < 0.05) and less by job autonomy (5 =
0.11, p < 0.00). Conversely, work enjoyment is negatively influenced by patients’ demands (5 = —0.16, p < 0.05)
and emotional dissonance (f = —0.14, p < 0.05). As work enjoyment, intrinsic work motivation (explained vari-
ance 29%) is positively influenced by optimism (4 = 0.19, p < 0.00), job competencies (4 = 0.19, p < 0.00) and
by job autonomy (8 = 0.17, p < 0.05), and it is negatively influenced by emotional dissonance (# = —0.16, p <
0.05). Absorption (explained variance 20%) is increased by job competencies (4 = 0.25, p < 0.00), by workload
(8 =10.22, p <0.00) and less by job autonomy (5 = 0.15, p < 0.05).

4. Discussion

The aim of the present study was to investigate the influence of personal and job resources and of job demands
on the three dimensions of FaW (absorption, work enjoyment and intrinsic work motivation), in a sample of
Italian nurses. Studies detecting FaW in the Italian health care context are scant. More specifically, there are no
studies that investigate the flow experience among nurses, except for the study by Bringsén et al. [1] and by
Colombo and Zito [23].

As shown by descriptive statistics, respondents perceive a higher level of absorption, suggesting the demand-
ing characteristics of their job. However, work enjoyment and intrinsic work motivation have acceptable scores,
particularly work enjoyment, indicating also pleasure at work. The lack of statistical significant differences in
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Table 2. Correlations (r Pearson) between variables, descriptive statistics (mean, and standard deviation) and reliabilities (N
=197).

1. Absorption (0.87)

2. Work 0.44™ (0.94)
enjoyment

3. Intrinsic work x .
motivation 0497 0717 (0.78)

4. Gender

(1 = female) —0.04 —0.04 0.00 -

5. Job tenure 0.01 -0.01 -0.04 -0.13 -

(1 = full time)

6. Work shifts

(1 = shifts) -0.12 -0.04 —-0.03 -0.04 0.03 -

7. Age 010 -0.01 —0.08 007 —-0.12 —0.26™ -
8. Seniority in «

A 0.14" -0.00 0.03 0.3 -0.17" -0.31" 0.72" -
the organization

9. Weekly 001 -011 -0.06 -0.04 0.62” 019" -002 —0.02 -

working hours

10. Optimism 015" 041" 033” -004 007 001 -006 002 001 (0.70)
;tl"lvs;:(f‘eﬁ'cacy 0.18™ 0.22” 020 001 016" 008 -0.01 —0.06 0.09 0.26 (0.80)

12.Job 032" 0.41™ 033" 003 011 -0.08 007 007 006 022" 031" (0.85)
CompeteHCIes

ijb'f:r‘zer‘”s‘“' 017" 0317 026™ 002 -0.12 -0.09 —0.05 004 —013 005 -0.10 007 (0.87)

14. Job e - - o " .
autonomy 0.29" 0.38" 035 -0.07 -0.03 -0.09 -0.07 0.04 -0.06 0.11 0.22" 0.18 0.30" (0.70)

15. Organizational
equity

16. Workload 0.20™ -0.05 0.01 -0.04 —-0.00 017" -0.09 -0.09 0.16" 0.07 0.18™ -0.01 -0.07 0.06 -0.13 (0.92)

sk ok sk

0.39™ 031" 014 -0.02 -0.15" 0.10 0.13 -0.03 0.16" —0.05 0.17" 0.46™ 0.28" (0.81)

Ilgédc"g“'“"e 012 -0.07 —-0.05 —0.10 0.03 022~ -0.21”-0.16" 0.18° 0.07 0.4 013 -0.02 009 -0.16" 0.56™ (0.87)
égh';f]t('ji”ts’ ~0.07 -0347-0.21" 0.08 009 014 000 -0.05 0.07 -0.10 0.16" -0.13-0.26" -0.10 —0.22™ 0.29™ 0.19™ (0.91)

(119' Emotional - 04 37% 029" 006 004 007 005 004 009 043 001 ~0.03 019" 022" 023" 027" 0.21" 040 (0.90)
Issonance

M 441 407 337 - -  — 4207 1554 3578 389 439 293 3.82 351 202 438 432 429 359
) 131 135 054 - - - 837 961 594 051 047 052 134 082 067 109 064 103 1.25

Note. “p < 0.05; “p < 0.01; M = mean (for the scales it is shown the scale mean); SD = standard deviation; Cronbach’s alpha’s on the diagonal be-
tween brackets.

FaW scores, may suggest that this experience is more linked to the working environment and thus to the avail-
able resources; this evidence is confirmed also by the absence of statistical significant correlations between
socio-demographic and professional variables and the three dimensions of FaWw.

Despite the high correlation between work enjoyment and intrinsic work motivation, these two dimensions
show relations partly different with the variables included in the research design, supporting the theoretical and
methodological choice to keep separate the two dimensions of FaW.

As for job resources, not all the variables show a relationship with the dependent variable, thus partially con-
firming Hpl. The variable that most positively influences the three dimensions of FaW is referred to the posses-
sion of professional skills (job competencies). This result is in line with the theoretical assumption that characte-
rizes the balance between challenges and skills: the perception of being able to cope the work challenges with
the own skills and competencies is a basic requisite to the achievement of the FaW experiences. In addition to
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Table 3. Multiple regressions (method: enter; standardized coefficients)—dependent variables: absorption, work enjoyment,
intrinsic work motivation.

Absorption Work enjoyment Intrinsic work motivation
B t p B t p B t p
Seniority in the organization 0.13 1.93 0.06
Optimism 0.03 0.40 0.69 0.25 4.50 0.00 0.19 3.05 0.00
Self-efficacy at work 0.04 0.58 0.56 0.09 1.44 0.15 0.08 1.16 0.25
Job competencies 0.25 3.54 0.00 0.24 4.13 0.00 0.19 294 0.00
Supervisors’ support 0.07 0.92 0.36 0.10 1.59 0.11 0.10 1.45 0.15
Job autonomy 0.15 2.15 0.03 0.11 2.81 0.00 0.17 2.59 0.01
Organizational equity 0.11 1.40 0.16 0.16 2.53 0.01 0.11 1.55 0.12
Patients’ demands - - - -0.16 —2.67 0.01 -0.05 -0.73 0.47
Emotional dissonance - - - -0.14 -2.39 0.02 -0.16 —2.36 0.02
Workload 0.22 3.30 0.00
R 0.20 0.46 0.29

the competencies, also job autonomy, even if less, positively acts in increasing the three dimensions of Faw.
Also this result is in line with literature and particularly with Csikszentmihalyi’s studies [5] that highlight the
importance of control and discretion in performing the work activity. The organizational equity, intended as the
perception of recognition of work effort and of professional development opportunities, is a job resource that
can positively influence, in this study, only on the dimension of work enjoyment.

Within personal resources, only optimism shows a positive impact on the two dimensions of FaW, work en-
joyment and intrinsic work motivation, highlighting the individual disposition to be positive to reach optimal
experiences at work. Therefore, Hp2 is partially confirmed.

As for job demands, Hp3a and Hp3b are also partially confirmed: work enjoyment and intrinsic work motiva-
tion are reduced by emotional dissonance, whereas patients’ demands reduce only work enjoyment. Workload,
increases absorption, in line with literature [10].

Finally, Hp4 is confirmed: the influence of personal resources and of job resources on the dimensions of FawW
is higher than the influence of job demands, in line with the studies that indicate resources as the main antece-
dent of flow [9] [11] [14].

5. Implications for Nursing Management

For organizations, and specifically for those who manage human resources, it may be very useful to understand
and to foster the dynamics that lead to positive experience at work. Researches on Positive Organizational Be-
havior should provide useful indications for a “positively” oriented management of the human resources and
thus, designed to the development of job performance [31] and to the promotion of employees’ motivation. Re-
ferring to motivation, it is therefore interesting to analyse the determinants of the flow experience which, in turn,
can positively influence well-being and job performance [14], through the achievement of a balance between
challenges and skills that makes individuals aware of their own goals and of the possibility to reach them: aware
employees that improve their performance represent a great resource for organizations in terms of productivity.
Promoting FaW is possible by increasing the resources in the organization [14]-[32] since they are potentially
motivating by giving meaning to the work, make employees feel responsible for the work processes and the
achieved results, and provide information about the real results [3]. The findings of the present research support
the role of resources, particularly of job resources, in increasing FaW experiences. In particular, to increase the
experience of work enjoyment and of intrinsic work motivation is necessary to enhance the professional compe-
tencies, the job autonomy and, particularly for work enjoyment, the organizational equity. In contrast, negative
experiences linked to the relationship with patients represent a threat to the achievement of flow experiences,
especially those related to work enjoyment and to intrinsic work motivation. As expected, workload increases
absorption, highlighting that it is work pressure, and not so much the relation with patients and the emotional
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dissonance, that generates concentration and absorption.

More specifically, the practical implications for the management to promote FaW among nurses, emerging
from the present research, are oriented towards three principal intervention areas.

The first area refers to the professional aspects to allow nurses to develop, through training, professional
competencies and cross competencies (communication techniques, teamwork, empowerment etc.). In fact, job
competencies are considered as resources, and referring to the literature, resources can foster the flow experi-
ence.

The second intervention area refers to nurses’ psychological support, through individual or in team counsel-
ling, to sustain them in the management of the emotional demands. These demands, on the basis of the present
study, seem to undermine the intrinsic work motivation and the work enjoyment. Psychological counselling,
moreover, can empower personal resources and increase positive and motivational experiences at work.

The last intervention area refers to nursing coordinators. In particular, it is necessary to sensitize them,
through specific training, about the importance of creating a work climate that can activate flow experiences.
This is possible through daily feedback, by giving professional and emotional support, by giving clear working
tasks, and by monitoring the employees’ competencies in order to offer them adequate working challenges.
More specifically, findings suggest to guarantee job autonomy that increases each of the flow dimensions. Job
autonomy is based on the reciprocal trust between supervisor and employee: the supervisor should make the
employee feel free and autonomous, ensuring constructive feedback and organizational equity (that increases, in
particular, work enjoyment). Moreover, nursing coordinator should monitor also the workload: it is important to
limit or to distribute more effectively the workload among the nursing staff, since this load can lead to an exces-
sive absorption and attentional engagement.

6. Conclusion

In general, promoting a “positive” organizational culture, nurtured by flow experiences, represents a relevant
organizational goal. Fostering FaW, in fact, is not just functional to a better performance and productivity, but is
essential to prevent the risk of exhaustion at work [32], to protect health and, in general, the employees’ quality
of working life.

7. Limitations of the Study

The limitations of the present study are first due to the low number of participants in the research and the in-
volvement of only one organizational context; the results, therefore, are not generalizable to other hospitals.
Another limitation refers to the use of a self-report questionnaire and of a cross-section research design that not
permit to establish sure relations of causality between the variables. In this regard, future studies could include
longitudinal researches and an expansion of the sample through the involvement of other hospital contexts, also
to evaluate possible differences between organizations. Furthermore, since common method variance may have
been responsible of part of the results, it is desirable that future research use different sources of information as
other-ratings of working conditions in addition to self-reports of flow. Finally, this research, as other studies on
this topic, detects FaW retrospectively. This procedure does not permit to measure real-time flow, and this
makes difficult to map the precise prevalence of peak experience, as Csikszentmihalyi’s [5] ESM procedure
does. However, it has to be noted that for the construction of the WOLF scale by Bakker and other studies on
FaW, guestionnaires were used with good results.

The present research examined each of the three dimensions of FaW separately. The reason is that distinct re-
lationships with other variables are most informative to comprise the construct of Faw, and, therefore, to act on
variables influencing the three dimensions of FaWw.

Future research could combine the three dimensions of FaW into one overall flow score, as in other studies by
Bakker [9] and by Salanova et al. [11] that treated the three dimensions of FaW as indicators of a latent flow va-
riable. Another point to deepen is the role of supervisors’ support in the FaW dynamics: in the regression model
of the present study, this variable is not related with the dimensions of FaW. It could therefore be hypothesized a
role of moderator of supervisors’ support between job demands and resources. Moreover, it should be interesting
to explore with structural equation models the effect of demands and resources on Faw and on outcome va-
riables, both positive (well-being) and negative (distress) and the impact of FaW on these outcomes.
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