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Abstract
This study aims to design and explain a qualitative model of individual development tailored to

the specific characteristics and requirements of the Iranian banking system. A qualitative
research design based on qualitative content analysis was employed. The study population
consisted of senior managers and human resource experts in the Iranian banking sector,
selected through purposive and snowball sampling. Data were collected via semi-structured
interviews, transcribed verbatim, and analyzed using open, axial, and selective coding. The
analytical process continued until theoretical saturation was achieved, leading to the
development of a comprehensive conceptual model. Data analysis resulted in four main
themes: individual factors, managerial factors, organizational factors, and environmental
factors. Individual factors, particularly self-efficacy, learning orientation, and professional
ethics, emerged as the most influential components. Managerial behavior, organizational
structure and culture, and external social and family conditions were identified as key
contextual elements shaping individual development. The proposed model conceptualizes
individual development in banking as a multidimensional and systemic phenomenon,
emphasizing the need for integrated human resource strategies that simultaneously address
personal, managerial, organizational, and environmental dimensions.
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Personal Development and Organizational Transformation

Extended Abstract

Introduction

Individual development has increasingly been recognized as a strategic pillar of human resource
management, particularly in knowledge-intensive and service-oriented sectors such as banking.
Contemporary organizations operate in environments characterized by rapid technological change,
heightened regulatory pressure, and growing expectations for ethical conduct, adaptability, and high-
quality service delivery. In this context, banks rely heavily on the continuous development of their
human capital to sustain competitiveness, manage risk, and respond effectively to environmental
uncertainty. Individual development goes beyond short-term training initiatives and refers to a
continuous, multidimensional process through which employees enhance their knowledge, skills,
attitudes, values, and psychological capacities in alignment with both personal aspirations and
organizational goals (Dachner et al., 2021; Fuka & Rolinek, 2018).

Theoretical and empirical studies emphasize that individual development is closely linked to self-
efficacy, lifelong learning, ethical orientation, and personal responsibility, all of which are critical for
effective performance in complex organizational settings (Baron & Parent, 2015; Chang et al., 2018).
In service systems such as banking, where employees’ judgments, interactions, and behaviors
directly affect organizational reputation and customer trust, individual development acquires
particular importance. Prior research suggests that well-designed development frameworks can lead
to higher job performance, stronger organizational commitment, and improved psychological well-
being among employees (Sadooghi et al., 2021; Smith et al., 2019).

Despite the growing body of research on employee development, much of the existing literature is
grounded in non-financial sectors or developed within Western institutional contexts. Consequently,
many proposed models lack sensitivity to sector-specific and cultural conditions, limiting their
applicability in banking systems operating within different regulatory, social, and value-based
environments (Chlebikova et al., 2015; Stachova et al., 2019). In Iran, although several studies have
addressed personal development in education, public administration, and high-technology
organizations, research focusing explicitly on the banking sector remains limited and fragmented
(Badri et al., 2022; Vakili et al., 2022).

Recent developments in Iranian banking, including digital transformation, data-driven decision-
making, and increased emphasis on accountability and social responsibility, have further highlighted
the need for a comprehensive and context-sensitive individual development model (Fard et al., 2026;
Sudjianto & Zhang, 2024). Studies addressing banking-related issues have tended to focus on
customer behavior, leadership competencies, or digital capabilities, rather than offering an integrated
view of individual development among employees (Baharvandi et al., 2025; Khesal et al., 2025; Shafiei
et al., 2025). This gap underscores the importance of adopting qualitative approaches that can
capture the lived experiences, perceptions, and meanings attributed to individual development by
banking professionals themselves (Hadian et al., 2024; Taloukolaei et al., 2023).

Accordingly, this study seeks to design a qualitative model of individual development in the banking
sector by systematically analyzing expert perspectives and identifying the core dimensions and
components that shape individual development within the Iranian banking context (Safari, 2017;
Shojai, 2021).

Methods and Materials

This study employed a qualitative research design based on qualitative content analysis to explore
and conceptualize individual development in the banking sector. The qualitative approach was
selected due to the complex, multidimensional, and interpretive nature of individual development,
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which is deeply embedded in personal experiences, organizational culture, and managerial
practices.

The study population consisted of senior managers and human resource experts working in the
Iranian banking system. Participants were selected using purposive sampling, followed by snowball
sampling, to ensure access to individuals with substantial professional experience and in-depth
knowledge of employee development processes. Data collection continued until theoretical
saturation was achieved, meaning that no new concepts or insights emerged from additional
interviews. In total, ten semi-structured interviews were conducted.

Data were collected through semi-structured interviews focusing on participants’ perceptions of
individual development, key influencing factors, organizational and managerial conditions, and
environmental influences. Interviews were recorded with informed consent and transcribed verbatim.
Data analysis followed a systematic coding process involving open coding to identify initial concepts,
axial coding to organize related concepts into sub-themes, and selective coding to integrate sub-
themes into higher-order themes and construct the final conceptual model.

Findings

The qualitative analysis resulted in the identification of a comprehensive set of codes, sub-themes,
and main themes that collectively explain individual development in the banking sector. At the
highest level of abstraction, four main themes emerged: individual factors, managerial factors,
organizational factors, and environmental factors.

Individual factors constituted the most prominent dimension and encompassed elements such as
willingness to learn and progress, pursuit of continuous education, self-initiative in personal growth,
mental maturity, ethical orientation, and self-efficacy. Among these, self-efficacy appeared as a
central and recurring concept, reflecting employees’ belief in their ability to handle job-related
challenges, achieve goals, and adapt to change. Participants emphasized that without a strong
sense of self-efficacy, formal training and organizational support would have limited impact on
individual development.

Managerial factors included trustworthiness of managers, supportive leadership behaviors,
delegation of authority, motivational practices, and consistency between managerial words and
actions. Findings indicated that managers play a pivotal role in shaping employees’ developmental
motivation by creating psychological safety, recognizing efforts, and providing meaningful feedback.
Delegation and participation in decision-making were highlighted as mechanisms through which
employees gain confidence and developmental experience.

Organizational factors comprised structural flexibility, availability of technological infrastructure,
teamwork, organizational support, and the presence of a developmental organizational culture.
Participants noted that individual development is unlikely to be sustained in rigid structures that limit
learning opportunities and innovation. A culture that values growth, learning, and meritocracy was
identified as a critical enabler of individual development.

Environmental factors reflected influences beyond the organization, including family support, living
conditions, social status, and broader cultural norms. The findings suggested that employees’
motivation and capacity for development are shaped not only by workplace conditions but also by
their social and familial environments, which can either reinforce or hinder developmental efforts.
Discussion and Conclusion

The findings of this study demonstrate that individual development in the banking sector is a systemic
and multidimensional phenomenon that cannot be fully understood through isolated variables or
single-level interventions. The proposed qualitative model highlights the interdependence of
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personal motivation, managerial behavior, organizational context, and environmental conditions in
shaping developmental outcomes.

The centrality of individual factors, particularly self-efficacy and learning orientation, suggests that
effective development initiatives must actively engage employees as agents of their own growth
rather than passive recipients of training. At the same time, the strong influence of managerial factors
underscores the importance of trust-based leadership, empowerment, and consistent support in
fostering a developmental climate.

Organizational structures and cultures emerged as essential foundations for sustaining individual
development over time. Flexible systems, supportive infrastructures, and a shared commitment to
growth enable employees to translate personal motivation into tangible development outcomes.
Moreover, recognition of environmental influences reflects a holistic understanding of employees as
individuals embedded in broader social contexts.

In conclusion, this study offers a context-sensitive qualitative model of individual development
tailored to the banking sector. The model provides a comprehensive framework for understanding
how individual development emerges from the dynamic interaction of multiple factors. By adopting
such an integrated perspective, banking organizations can design more effective, sustainable, and
human-centered development strategies that align individual growth with organizational objectives.
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