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Abstract

The objective of this study was to identify and explain the factors related to organizational silence and to develop an optimal model tailored
to the conditions of the Southeast Social Security Organization. This applied study adopted a qualitative exploratory design using grounded
theory. The statistical population consisted of managers and experts with at least 15 years of experience in the Southeast Social Security
Organization, selected through snowball sampling. Data were collected via semi-structured interviews with 15 experts and analyzed using
MAXQDA software through three stages of open, axial, and selective coding to extract categories and develop a conceptual model. The
findings revealed that organizational silence can be explained through five main dimensions: causal conditions, contextual conditions,
intervening factors, strategies, and consequences. Causal conditions included eight key categories such as conservatism, lack of skills,
managerial behavior, and absence of a critical climate. Contextual conditions were identified in six categories including job security and
employee fear, while intervening factors comprised organizational, environmental, economic, political, and social dimensions.
Consequences included reduced productivity, weakened human resources, and psychological and occupational issues, while strategies
encompassed participatory, managerial, educational, and supportive approaches. The results indicate that organizational silence is a
multidimensional phenomenon shaped by complex interactions among individual, organizational, and environmental factors, leading to
significant negative organizational outcomes; therefore, comprehensive managerial and cultural strategies are essential to mitigate this
phenomenon.
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Extended Abstract

Introduction

In contemporary organizational environments characterized by rapid technological advancements,
globalization, and increasing complexity, employee voice has become a critical determinant of organizational
effectiveness and sustainability. Organizations increasingly rely on the knowledge, creativity, and proactive
engagement of their human resources to navigate uncertainty and maintain competitive advantage. However,
despite the recognized importance of open communication, many organizations face the pervasive challenge
of organizational silence, a phenomenon in which employees intentionally withhold ideas, concerns, or
feedback about organizational issues. This phenomenon undermines organizational learning, innovation, and
decision-making processes (Mehter Gharadaghi et al., 2024; Zhang, 2024).

Organizational silence has been conceptualized as a multidimensional construct influenced by a range of
individual, organizational, and contextual factors. At the individual level, factors such as fear of negative
consequences, low self-efficacy, and prior experiences of neglect or punishment contribute to employees’
reluctance to speak up (Nazim et al., 2021; Yildiz, 2021). At the organizational level, leadership styles,
communication climate, and perceived fairness significantly shape employees’ willingness to express their
views. In particular, authoritarian leadership and lack of transparency have been identified as key drivers of

silence, while participatory and transformational leadership styles can mitigate this phenomenon (Esharaghi

et al., 2021; Shamsi et al., 2019).



Furthermore, organizational silence is deeply embedded within broader socio-economic and cultural contexts.
External pressures such as economic instability, political constraints, and societal norms can indirectly
reinforce silence by shaping organizational structures and employee perceptions (Farshad & Kianpour, 2019;
Pan & Zhang, 2020). In public sector organizations, these dynamics are often intensified due to bureaucratic
structures, rigid hierarchies, and accountability challenges. The Social Security Organization, as a key public
institution responsible for social welfare and economic security, operates within such a complex environment
where effective communication is essential for service delivery and policy implementation (Alipour et al.,
2021; Tajmazinani & Bagi, 2019).

Previous empirical studies have demonstrated that organizational silence is associated with a range of negative
outcomes, including reduced productivity, increased job stress, weakened organizational commitment, and
higher turnover intentions (Abdelhasanzadeh et al., 2022; Cetin, 2020). Additionally, silence has been shown
to mediate the relationship between workplace factors such as ostracism and dysfunctional behaviors, further
highlighting its critical role in organizational dynamics (El-Sayed et al., 2024). Recent research also
emphasizes the importance of organizational culture, employee engagement, and leadership capabilities in
shaping silence and its consequences, particularly in the context of digital transformation and evolving work
environments (Sahoo et al., 2025; Sauda Salim Hamdun Al et al., 2025).

Despite the growing body of literature on organizational silence, there remains a lack of comprehensive,
context-specific models that capture the complexity of this phenomenon in public sector organizations,
particularly in developing countries. Moreover, existing studies often focus on isolated dimensions of silence
rather than adopting an integrative perspective. Addressing this gap requires qualitative approaches capable of
uncovering the underlying mechanisms and contextual nuances of silence. Therefore, the present study aims
to develop a grounded and contextually relevant model of organizational silence within the Iranian Social
Security Organization, providing a holistic understanding of its determinants, processes, and outcomes.
Methods and Materials

This study employed a qualitative exploratory design grounded in the principles of grounded theory to
investigate the factors associated with organizational silence. The research was conducted within the Southeast
branch of the Social Security Organization, focusing on experienced managers and experts with extensive
organizational knowledge. A purposive and snowball sampling strategy was used to identify participants who
possessed relevant expertise and insights into organizational processes. Data were collected through semi-
structured, in-depth interviews, allowing participants to share their experiences and perceptions regarding
organizational silence.

The data collection process continued until theoretical saturation was achieved, resulting in a final sample of
fifteen participants. Interviews were transcribed verbatim and analyzed using MAXQDA software. The
analysis followed the systematic procedures of grounded theory, including open coding, axial coding, and

selective coding. During open coding, key concepts and themes were identified from the data. In axial coding,



relationships among categories were explored and organized into broader themes. Finally, selective coding
was used to integrate the categories into a coherent conceptual model.

To ensure the rigor and validity of the findings, multiple strategies were employed, including triangulation of
data sources, member checking, and peer debriefing. The resulting model was structured around the paradigm
model of grounded theory, encompassing causal conditions, contextual conditions, intervening factors,
strategies, and consequences.

Findings

The analysis revealed that organizational silence is a complex, multidimensional phenomenon shaped by the
interaction of various factors across different levels. Five major categories emerged from the data: causal
conditions, contextual conditions, intervening factors, strategies, and consequences.

Causal conditions included eight primary categories, such as employee conservatism and opportunism,
deficiencies in individual and professional skills, interpersonal dynamics among employees, managerial
behavior and leadership style, punitive practices, lack of a critical and open communication climate, political
behavior within the organization, and low self-esteem among employees. These factors collectively contribute
to the emergence and reinforcement of silence by discouraging open expression and fostering self-censorship.
Contextual conditions encompassed six main categories, including job and financial insecurity, job-related
factors, expectations regarding rewards and incentives, individual personality traits, physical and
psychological conditions, and pervasive fear among employees. These conditions create an environment in
which employees perceive speaking up as risky or futile, thereby reinforcing silence.

Intervening factors were identified in five categories: organizational factors, environmental conditions,
economic influences, political dynamics, and broader social conditions. These factors act as either facilitators
or barriers, shaping the effectiveness of strategies and influencing the intensity of silence within the
organization.

The consequences of organizational silence were categorized into five major outcomes: organizational

deviance, employee misconduct, psychological and occupational health problems, weakening of human
resources, and decreased productivity and efficiency. These outcomes highlight the detrimental impact of
silence on both individual well-being and organizational performance.

Finally, the study identified five categories of strategies for addressing organizational silence: participatory
strategies, organizational reforms, training and development initiatives, managerial interventions, and
supportive mechanisms. These strategies emphasize the importance of fostering a culture of openness,
enhancing communication skills, improving leadership practices, and providing psychological and
organizational support to employees.

Discussion and Conclusion

The findings of this study provide a comprehensive understanding of organizational silence as a multifaceted

and context-dependent phenomenon. The identified model demonstrates that silence is not merely an



individual behavior but a systemic issue arising from the interaction of organizational structures, leadership
practices, cultural norms, and environmental conditions. This perspective underscores the need for a holistic
approach to addressing silence, rather than focusing on isolated factors.

One of the key implications of the findings is the central role of leadership in shaping organizational silence.
Managers play a critical role in either reinforcing or mitigating silence through their behaviors, communication
styles, and decision-making practices. Creating an environment characterized by trust, transparency, and
psychological safety is essential for encouraging employee voice and reducing silence.

Another important insight is the significance of contextual and intervening factors in shaping silence.
Organizational policies, economic conditions, and social dynamics can either amplify or attenuate the effects
of causal factors, highlighting the importance of considering the broader organizational ecosystem. Addressing
silence therefore requires coordinated efforts across multiple levels, including structural reforms, cultural
change initiatives, and capacity-building programs.

The study also highlights the profound consequences of organizational silence for both individuals and
organizations. By inhibiting communication, silence limits the flow of information, reduces innovation, and
undermines organizational learning. At the same time, it contributes to employee dissatisfaction, stress, and
disengagement, ultimately affecting organizational sustainability and effectiveness.

In conclusion, this study contributes to the literature by developing a grounded and context-specific model of
organizational silence in a public sector organization. The findings emphasize the importance of adopting a
comprehensive and integrated approach to managing silence, focusing on leadership development,
organizational culture, employee empowerment, and supportive systems. Such efforts are essential for
fostering a dynamic, responsive, and high-performing organizational environment in which employees feel

empowered to share their ideas and contribute to organizational success.
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