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In this paper we assessed the connection between flow at work,
work satisfaction and personality traits among 890 teachers from
Slovenian public primary schools. We assumed flow at work was
positively correlated to work satisfaction. Furthermore, flow at
work was hypothesized to be positively correlated to extraversion
and conscientiousness. Alternatively, flow at work was hypoth-
esized to be negatively correlated to emotional stability. Three
questionnaires: baijs, flow-w and 10-Item Personality Scale were
applied. The main findings were that teachers who are satisfied
with their work have repeatedly experienced a state of flow in
their workplace. Likewise, state of flow has been more likely ex-
perienced by teachers with higher levels of extraversion, agree-
ableness, openness and conscientiousness. Teachers with low
emotional stability have been less likely to experience flow at work
as teachers with higher emotional stability. Implications of these
findings are being discussed.
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Theoretical Background

Teachers’ work is one of the more demanding professions. As their
working lives are prolonged, it is important to investigate factors
that are related to their job satisfaction, as this affects teachers’ atti-
tude to work and to students. Job satisfaction promotes well-being of
teachers and, consequently, well-being of their students. Many fac-
tors relate to job satisfaction. In this article, we have focused primar-
ily on flow at work, as it is one of the less researched psychological
concepts in Slovenia. We also investigated how teachers’ personality
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traits are related to flow at work and how they can, in conjunction
with flow at work, encourage the creation of a better working atmo-
sphere.

In this study we examined the importance of concepts of flow at
work, personality traits and job satisfaction. We wanted to test the
degree of correlation between flow at teachers’ work and personality
traits (namely extraversion, neuroticism and conscientiousness). We
also tested whether teachers’ flow at work was related to their job
satisfaction.

flow at work

The flow was first defined in 1975 by Mihaly Csikszentmihaly as an
optimal experience where individual is fully involved in the present
moment and in the current activity. Csikszentmihaly began to in-
vestigate flow while observing painters who persisted in painting,
regardless of hunger, malaise and heat. Csikszentmihaly continued
his research on a sample of chess players, mountaineers and dancers
and found that intrinsic motivation was present in all and that the ac-
tivity they performed was autotelic (Nakamura and Csikszentmihaly
2005). Intrinsic motivation involves participating in an activity solely
because of one’s own pleasure and satisfaction experienced during
the task (Kopperud and Straume 2009). Autotelic activity is an ac-
tivity that is rewarding in itself and enables individuals to visualize
their goals and the effects of the activity (Branković, Hadžikadunić,
and Mijanović 2017).

Flow at work is described as a subjective experience of being fully
aware of one’s skills and abilities, facing challenges in line with the
abilities, obtaining feedback on one’s work, and adjusting further be-
havior based on that information. During flow, one is deeply concen-
trated on the task, has a complete sense of control, and performs
the task effortlessly (Fullagar, Delle Fave, and Van Krevelen 2017).
People who experience flow often describe it as a condition of be-
ing one with the work task and fully committed to it. There is a clear
awareness of the work goals, knowledge of the details that are impor-
tant for the successful achievement of the goal. Flow at works is also
characterized by distorted perception of time; while some people re-
port faster passing of time, others report that during work activity
the time stopped (Smolej Fritz and Avsec 2007). It is also important
for the state of flow that one is freed from the ‘inner voice’ or ‘in-
ner critique’ that is characterized by questioning oneself regarding
expectations being or not being met or whether one’s behavior con-
forms to social norms.
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A state of flow is expected to occur when one is actively involved in
a particular interaction with the environment, which may be physi-
cal, emotional or intellectual. Often, one experiences flow in various
games and sports. It is important that one’s abilities are aligned with
the challenge. Low ability and challenge being too high cause anxi-
ety. In case the challenge is not too demanding and the ability is high
too, one gets bored. The unpretentious challenge and low abilities,
however, cause the experience of apathy (Csikszentmihaly 2014).
Apathy has been described as a negative and psychologically dis-
turbing condition, accompanied by the perception of low challenges,
lack of concentration and involvement, and limited mobilization of
individuals’ energy resources (Bassi and Delle Fave 2000; Delle Fave
and Massimini 2005). Hence, there must be a match between skills
and challenges in the work of teachers. If teachers have too few chal-
lenges, the principal must make sure that the challenge is upgraded
to make the teacher’s work more interesting. It is important that the
principal is familiar with the type of task that motivates the teacher
and encourages him or her to perform better. If the teacher is over-
worked and unable to reach the goal, it is the principal’s job to reduce
the challenge and provide sufficient support for that teacher. Three
types of support exist, namely (1) emotional support to enhance the
morale and to balance anxiety experienced by the teacher, (2) sup-
port with resources such as assigning an assistant and (3) providing
additional training that enhances the teacher’s abilities (Seemann
and Seemann 2015).

The literature on circadian rhythms in humans suggests that the
state of flow does not occur accidentally, but in the form of a curve
or in a U-shape, where the tops represent beginnings and ends of
the working day (Van Dongen and Dinges 2000). While studying sur-
geons, chess players and mountaineers, Csikszentimhaly also found
that their state of flow did not occur during undemanding activities
but during more difficult activities that expanded one’s abilities and
contained elements of novelty and the discovery of something new
(Debus et al. 2014).

During flow, people exercise above-average abilities to accomplish
above-average tasks. But flow is not only based on the characteristics
of the task or activity, but also on the amount of personal and energy
resources that a person is able to put into the task (Debus et al. 2014).

work satisfaction

Job satisfaction is a term that explains the degree to which one is sat-
isfied with his or her work. Dimec et al. (2008) distinguish between
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(1) general job satisfaction, which is defined as the general attitude
of the employee towards work and (2) satisfaction with individual as-
pects of the work situation, such as promotion options, satisfaction
with one’s coworkers, work tasks, resources, leadership, autonomy at
work, work schedule etc.

There are several theories that attempt to define the concept of
job satisfaction (Judge and Klinger 2008). The factors of job satis-
faction can be classified into three categories: (1) situational theo-
ries that interpret job satisfaction as a consequence of the nature of
work and other environmental aspects, (2) dispositional theories that
place the source of satisfaction in the employee’s personality charac-
teristics. Furthermore, interactive theories (3) define job satisfaction
as a consequence of specific situational factors and personality traits
of an individual.

Demerouti (2006) claims that experiencing flow is driven by many
factors, such as goal clarity, giving and receiving feedback, a sense
of control, and a good balance between ability and challenge. Like-
wise, the core of motivational characteristics of work are the diver-
sity of tasks, characteristics of work, autonomy, and receiving feed-
back (Demerouti 2006). These factors have also been proven to be
predictors of job satisfaction. Although work satisfaction is a broader
construct compared to flow, the factors contributing to the two are
similar, so we conclude that they are related (Demerouti 2006). We
claim that an individual who is satisfied with his or her work is more
likely to experience flow at work (Straume 2004).

big five personality traits and state of flow

The five-factor personality model covers five relatively stable per-
sonality dimensions: extraversion, neuroticism, agreeableness, open-
ness and conscientiousness. Extraversion is characterized by a ten-
dency to socialize with people; a person with a high degree of ex-
traversion is predominantly eloquent, energetic and warm. Neuroti-
cism (or low degree of emotional stability) encapsulates predom-
inant emotional states of people; people with high levels of neu-
roticism tend to experience unpleasant emotions such as anxiety,
anger, shame or guilt and can be distracted or stressed-out more
easily than people with high levels of emotional stability. Openness
describes an extent to which people are inclined to unconventional
experience. People with high level of openness are creative, have
a lively imagination, are curious, unconventional, and independent
thinkers. Alternatively, people with low levels of openness tend to be
more rigid, conventional and tend to follow rules and rely on habits.

154 management · volume 14



Flow at Work, Work Satisfaction and Big Five Personality Traits

Agreeableness relates to the nature of individuals’ relationships with
other people; a person with a high level of agreeableness is friendly
and empathic, gentle, likes to work with people, knows how to for-
give and is understandable. Conscientiousness relates to level of
accuracy, reliability, responsibility and persistence that is typical for
a person. It is closely related to performance at work (Judge et al.
1999).

Extraversion and Flow at Work

Relation between flow and extraversion was confirmed by Bassi et
al. (2013). A study on a sample of adolescents found that adoles-
cents who achieve higher scores on the extraversion scale experi-
ence more flow and experience is more intense in schoolwork such
as problem solving, finding the best solutions, etc.

Neuroticism and Flow at Work

One’s state of flow can only occur if one’s abilities are high enough to
reach the goal. Flow cannot be experienced by a person who is overly
phlegmatic and apathetic, nor by an individual who is frustrated and
anxious (Culbertson et al. 2014).

People who predominately experience a positive affect have in-
creased flexibility and creativity in how they face challenges. People
with low emotional stability experience more negative effect, which
means they are less likely to experience flow in comparison to peo-
ple with predominant positive affect (Judge et al. 1999).

A neurotic personality trait is characterized by psychological dis-
comfort, which is an emotional state that impedes the experience of
flow. High levels of self-criticism and sense of vulnerability of in-
dividuals with low levels of emotional stability are expected to af-
fect achievement and perception about one’s own abilities, as well
as the cognitive and affective experiences that are elements of flow
(Mesurado and Richaud de Minzi 2012). Culbertson et al. (2014) also
found a negative correlation between anxiety and job satisfaction in
the study and concluded that an anxious person is not capable of
experiencing flow.

Openness and Flow at Work

The connection between openness and flow has not been supported
yet. We conclude that at the moment, there is no research showing
an association between the personality dimension of openness and
flow at work.
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Agreeableness and Flow at Work

Ross and Keiser (2014) state agreeableness is negatively related to
experiencing a state of flow due to high levels of modesty in individ-
uals who are high in agreeableness. Alternatively, agreeableness and
flow have been positively correlated in a study by Bassi et al. (2013).
Chu et al. (2013) could not find support that agreeableness mediates
flow experience and job performance.

Conscientiousness and Flow at Work

It is likely that high levels of conscientiousness involve emotional
and motivational mechanisms that encourage one to experience a
state of flow. Individuals with high levels of conscientiousness are
more dedicated to their work and more persistent. Bakker, Demer-
outi, and Brummelhuis (2012) examined the link between experienc-
ing flow at work and job performance. They found that flow at work
was a predictor of better work performance for employees with a
high level of conscientiousness. Furthermore, Chu et al. (2013) found
that conscientiousness trait mediates between flow experience and
job performance.

hypotheses

Based on the literature review the following hypotheses (H) were
formed:

h1 Flow at work and job satisfaction are positively correlated.

The core of motivational characteristics of work are the diversity
of tasks, characteristics of work, autonomy, and receiving feedback
(Demerouti 2006). These factors have also been proven to be predic-
tors of job satisfaction. Although work satisfaction is a broader con-
struct compared to flow, the factors contributing to the two are sim-
ilar, so we concluded they are related (Demerouti 2006). We claimed
that individuals who are satisfied with their work are more likely to
experience flow at work (Straume 2004).

h2 Extraversion is positively correlated to flow at work.

Relation between flow and extraversion was confirmed by Bassi
et al. (2013). A study on a sample of adolescents found that adoles-
cents who achieve higher scores on the extraversion scale experi-
ence more flow. The link between extraversion and flow at work has
also been empirically confirmed by Bassi et al. (2013). In addition,
Chu et al. (2013) found extraversion trait mediates between flow ex-
perience and job performance.
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h3 Low emotional stability is negatively correlated to flow at work.

According to Culbertson et al. (2014) flow is unlikely to be experi-
enced by individuals who are frustrated and anxious. We claim that
neuroticism, through negative effect, is negatively correlated to flow
at work. People with low emotional stability experience more nega-
tive effect, which means that they do not experience as much flow as
people with predominant positive affect (Judge et al. 1999). High lev-
els of self-criticism and sense of vulnerability of individuals with low
levels of emotional stability are expected to affect perception about
one’s own abilities, as well as the cognitive and affective experiences
that are elements of flow (Mesurado and Richaud de Minzi, 2012).

h4 Conscientiousness is positively correlated to flow at work.

Research focusing on examining the relationship between the per-
sonal dimension of conscientiousness and flow at work leads to the
conclusion that these constructs are positively correlated (Bassi et
al. 2013; Demerouti 2006). Individuals with high levels of consci-
entiousness are more dedicated to their work and more persistent.
Bakker, Demerouti, and Brummelhuis (2012) examined the link be-
tween experiencing flow at work and job performance. They found
that flow at work was a predictor of better work performance for em-
ployees with a high level of conscientiousness. Furthermore, Chu et
al. (2013) found that conscientiousness trait mediates between flow
experience and job performance.

Methods

In the following sections sample is presented. In addition, materials
and procedure in the study are described.

sample

Primary school teachers of 450 Slovenian schools were invited to
participate, with a total of 17,928 teachers at Slovenian elementary
schools (Statistical Office of the Republic of Slovenia 2019). Non-
probability, convenience sample was used, since only those individ-
uals whom survey was transferred by administration were able to
participate (Blum and Goodman 1996). A total of 989 participants
participated in the survey, but 99 of them did not complete the ques-
tionnaire, so they were eliminated. From 890 participants remain-
ing, 810 were female and 80 were male. The age of the participants
ranged from 25 to 60 years and they were all employed at Slovenian
elementary schools.
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table 1 Descriptive Statistics of the Questionnaire Topics

Construct (1) (2) (3) (4) (5)

Big five Extraversion 890 2.00 10.00 7.40 1.63

Nevroticism 890 2.00 10.00 5.19 1.49

Agreeableness 890 3.00 10.00 7.78 1.17

Conscientiousness 890 4.00 10.00 8.33 1.27

Openess 890 2.00 10.00 7.13 1.64

Flow at Work 890 4.00 20.00 15.36 2.31

Bias 890 28.00 85.00 62.39 7.78

notes Column headings are as follows: (1) numerus, (2) minimum, (3) maximum,
(4) arithmetic mean, (5) standard deviation.

Materials and Procedure

A questionnaire was compiled from three constructs: job satisfac-
tion, flow and personality (The Big Five model). The questionnaire
included four job satisfaction questions, which were adapted from
The Brief Index of Affective Job Satisfaction (biajs) by Thompson
and Phua (2012). 17 questions were applied to check flow at work
(flow at Work; Jackson and Marsh 1996). Personality traits were ex-
amined with 10 questions based on the article by Rammstedt and
John (2007). The questionnaire was applied in Slovene language. All
questions were presented to the participants in the form of a 5-point
scale, where 1 meant ‘I disagree’ and 5 ‘strongly agree.’ Question-
naire was transformed into e-form and sent to administrators of
Slovenian public schools. After receiving the questionnaires, those
with missing values were removed from the sample. For analysis
purposes, spss program was applied.

Results

First, descriptive statistics of the instruments used in the research is
presented.

Table 1 shows that minimum and maximum scores in all three
parts of questionnaire as well as average scores and standard devia-
tions. It can be seen that regarding to personality the lowest average
score was obtained in neuroticism and the highest average score in
conscientiousness.

reliability and normality of distribution

of the instruments

Next, reliability measures (Cronbach’s alpha) and normality of dis-
tribution are presented (Kolmogorov-Smirnov test).
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table 2 Reliability and Normality of Distribution of the Instruments

Questionnaire (1) (2)

10-Item Personality Scale Extraversion 0.634 0.000

Neuroticism 0.525 0.000

Agreeableness 0.783 0.000

Conscientiousness 0.429 0.000

Openess 0.530 0.000

Flow-W questionnaire 0.882 0.000

Brief index of affective job satisfaction 0.817 0.000

notes Column headings are as follows: (1) α coefficient, (2) normality of distribu-
tion.

The reliability of the instruments used varies, ranging from 0.429
to 0.882. All subscales of the Big Five questionnaire proved to be
less reliable, conscientiousness (α = 0.429) is the least reliable of
all. For improvement, spss program offered us the opportunity to
remove one of the questions on all personality subdimensions, but
this would mean that each personality trait would be represented
by only one question, so we decided to leave the questionnaire in
its original form. The most reliable was flow-w questionnaire (α =
0,882). For all instruments, a distribution that deviates significantly
from the normal distribution was found. Because of this, we decided
to use the Spearman correlation tests in order to test hypotheses.

the relationship between job satisfaction

and flow at work

h1 assumed job satisfaction and flow at work were positively corre-
lated. The correlation coefficient is 0.671 and it ranges between 0.3
and 0.69, which means that work-related job satisfaction and flow at
work are moderately positively correlated.

the relationship between extraversion

and flow at work

h2 assumed extraversion and flow at work were positively corre-
lated. The correlation coefficient is 0.221 and it ranges from 0.1 to
0.29, so we conclude that extraversion is weakly positively correlated
to flow at work.

the relationship between neuroticism and flow at work

h3 proposed conscientiousness and flow at work were negatively
correlated. The correlation coefficient is –0.270 and it ranges be-
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tween –0.29 and –0.1, so we conclude that neuroticism is weakly neg-
atively correlated with flow at work.

the relationship between conscientiousness

and flow at work

h4 assumed positive relationship between conscientiousness and
flow at work. The correlation coefficient (0.366) shows conscien-
tiousness is moderately positively related to flow at work.

Conclusions

In this study, we examined how flow at work is related to job sat-
isfaction. Furthermore, we were interested in relationship between
flow at work and three dimensions of the Big Five model (namely
extraversion, neuroticism and conscientiousness).

Results show that flow at work and job satisfaction are positively
correlated (h1). The results are consistent with those of Demerouti
(2006), who concluded that the factors contributing to the two con-
structs are similar. High intrinsic motivation encourages both expe-
riencing the flow at work and the fact that the individual is satisfied
with his or her work. The results are also consistent with Straume
(2004), who demonstrated a positive correlation between flow at
work and job satisfaction. Thus, more satisfied teachers are more
likely to experience flow at work.

Additionally, a weak positive association between extraversion and
flow at work was found. The results are consistent with the findings
reported by Bassi et al. (2013) in their research. Thus, we can confirm
h2.

Flow at work and neuroticism were negatively correlated. Thus,
a person with a higher level of emotional stability is more likely to
experience flow at work than a person with a lower level of emo-
tional stability. This is in line with the findings of several studies that
find that neuroticism and flow at work are negatively correlated. The
results of this study match the studies of Birch and Kamali (2001)
and Culbertson et al. (2014), who found that a person who is prone
to anxiety experiences a lesser degree of flow at work. h3 has thus
been confirmed.

h4 was confirmed as well. It was found that there was a mod-
erate positive correlation between flow at work and conscientious-
ness. The findings are in line with the results of Bassi et al. (2013),
who found that conscientiousness encompasses personality traits
associated with promoting work-related passion such as dedication
and perseverance, participation in difficult challenges, constructive
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problem solving, job satisfaction, and internal and external moti-
vation. It is likely that if an individual has a highly expressed per-
sonality dimension of conscientiousness, he or she is more intrinsi-
cally motivated, which in turn promotes experiencing a state of flow.
In addition, our results are consistent with Demerouti (2006) and
Bakker, Demerouti, and Brummelhuis (2012) who showed that peo-
ple with higher degrees of conscientiousness are more successful at
work and, as a result, experience flow repeatedly.

We also tested the relationship between flow at work and open-
ness. A weak correlation between the two constructs was found, thus
showing a possibility of further investigation of the relationship. We
also found a weak positive correlation between agreeableness and
flow at work. Previous research was not unified on whether a rela-
tion between flow and agreeableness is positive or negative.

It is important for leaders to realise that well-being at work is con-
nected to personality traits, so employees with certain personality
structures are more likely to experience job satisfaction and flow at
work. Hence, principals should pay more attention to hrm practices
(namely human resourse selection and retention practices). Further-
more, it is important to monitor job satisfaction and flow at work
in primary schools and make possible changes in the way teachers
work and socialise.

Furthermore, principals in Slovenian public primary schools are
in charge of creating a positive atmosphere in order for the teach-
ers to experience high levels of job satisfaction. Semi-official and
in-official gatherings (such as sport or cultural events, celebrations,
trips) organised for the teachers as well as annual interviews with
teachers can improve teachers’ work attitudes as well as (indirectly)
flow at work. Further research in this area should primarily im-
prove the reliability of the Big Five model questionnaire. It is imper-
ative that the personality questionnaire is expanded and improved.
It would also be necessary to change the method of sampling in or-
der to get more reliable results and to be able to generalize results to
the entire population of Slovenian primary school teachers.
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