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Abstract

The objective of the present study is to design and explain a model of organizational silence based on
employee personality. In this research, using an exploratory design, a suitable model was developed and
derived. The grounded theory method was employed to construct the model through open, axial, and
selective coding. For this purpose, raw data were collected through in-depth interviews with 20 experts
(including university professors, organizational consultants, and researchers specializing in human
resource management), and analyzed accordingly. The results indicate that the final model consists of six
stages, 18 main categories, and 58 subcategories. The causal conditions include managerial, individual,
and organizational factors. The contextual condition is motivational factors. The intervening conditions
encompass social, cultural, and environmental factors, as well as demographic differences. The core
category is the employees’ reluctance to express opinions and concerns. The strategies involve
management and leadership, organizational identity and culture, processes and structure, commitment
and justice, communication, and rewards and motivation. The outcomes include organizational, individual,

and group-level consequences. Based on these factors, the proposed model was presented.
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Extended Abstract

Introduction

Organizational silence has become an increasingly significant construct in the field of organizational
behavior, particularly as modern institutions seek to harness employee voice to drive innovation,
responsiveness, and sustainability. Organizational silence refers to the intentional withholding of
opinions, ideas, or concerns by employees, even when such inputs could potentially improve
organizational functioning (Morrison, 2023). This silence is often rooted in fear of reprisal, distrust in
management, or feelings of futility, and can lead to adverse consequences such as diminished
innovation, job dissatisfaction, and impaired decision-making processes (Sherf et al., 2021). The
phenomenon has been widely observed in various sectors, including education, healthcare, and
public administration, and has gained scholarly attention due to its destructive potential on
organizational learning and psychological well-being (Akin & Ulusoy, 2016; Caylak & Altuntas, 2017).
While much of the literature has examined structural and cultural factors contributing to silence,
recent research has begun to explore the role of individual differences, particularly personality traits,
in predicting the tendency to remain silent in organizational contexts (She, 2023; Zhang, 2024). Traits
such as introversion, neuroticism, low self-confidence, and anxiety may predispose certain
individuals to withhold their voice regardless of organizational culture or leadership style (Sakr, 2023).
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Moreover, scholars have argued that personality-based silence may persist even in psychologically
safe environments, highlighting the need for deeper inquiry into the intersection of personal
characteristics and organizational dynamics (Ahmadian, 2023; Mehdizadeh et al., 2023).
Simultaneously, organizational structures and leadership practices also play a crucial role in
amplifying or suppressing employee voice. Authoritarian leadership, lack of feedback mechanisms,
and a non-supportive culture tend to exacerbate silence behaviors, creating a climate of fear,
distrust, and disengagement (Akkog, 2023; Efthymiopoulos, 2024). Organizational justice, trust, and
perceived fairness, on the other hand, have been found to mitigate silence by fostering a culture of
openness and inclusivity (Yesil et al.,, 2017). Additionally, demographic variables and cultural
mismatches between employees and top management can further compound the effects of silence,
especially in hierarchical or bureaucratic systems (Ersen et al., 2023; Yazdani et al., 2024).

In the public sector, and particularly within municipalities where political influence, bureaucratic
rigidity, and cultural conservatism often prevail, organizational silence can pose a critical barrier to
participatory governance and effective service delivery. Despite the acknowledged importance of
this issue, limited empirical work has focused on how personality patterns interact with contextual
and structural factors to generate silence, especially in Iranian public institutions. Addressing this
gap, the present study aims to design and explain a comprehensive model of organizational silence
based on employee personality types using grounded theory. This model seeks to identify the causal,
contextual, and intervening conditions that foster silence and to propose actionable strategies for
organizational change.

Methods and Materials

This study employed a qualitative, exploratory design using grounded theory methodology to develop
a context-specific model of organizational silence based on employee personality patterns. Data
were collected through semi-structured, in-depth interviews with 20 subject-matter experts, including
university professors, organizational consultants, and HR researchers. Participants were selected
using purposive expert sampling, ensuring that all met at least four of six pre-defined eligibility
criteria, such as possessing a graduate degree, relevant experience, and published work on
organizational behavior.

The interviews were conducted face-to-face and were audio-recorded and transcribed verbatim. The
data were analyzed in three stages—open coding, axial coding, and selective coding—using the
constant comparative method. During open coding, initial codes were generated from interview texts.
Axial coding identified core categories and subcategories by examining relationships among codes.
Selective coding integrated these into a cohesive conceptual framework. Triangulation was applied
by having multiple coders analyze transcripts and by soliciting feedback from external reviewers.
Findings

The final model consists of six major components: causal conditions, contextual conditions,
intervening conditions, core phenomenon, strategies, and outcomes. A total of 18 main categories
and 58 subcategories were identified across these dimensions.

Causal conditions include managerial factors (e.g., leadership style, lack of feedback systems),
individual factors (e.g., personality traits such as introversion and low self-confidence), and
organizational factors (e.g., centralized structure, bureaucratic culture). These elements were found
to initiate or intensify silence behaviors among employees.
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Contextual conditions were classified as motivational factors such as the absence of career
development opportunities, lack of reward systems for feedback, and prioritization of personal gain
over collective benefit. These factors shape how personality traits manifest within the organization.
Intervening conditions include social, cultural, and environmental factors, along with demographic
disparities between employees and senior management. These elements were shown to moderate
the relationship between personality and silence, either by facilitating or inhibiting expression.

The core category or central phenomenon identified was employees’ reluctance to express opinions
and concerns, despite having relevant insights. This silence was found to be both psychologically
internalized and behaviorally reinforced by organizational norms.

Strategic interventions proposed include leadership development, promotion of a feedback culture,
organizational restructuring, justice-oriented HR policies, enhanced internal communication
systems, and performance-based reward mechanisms. These were deemed critical for transforming
silence into constructive voice.

Finally, the outcomes of organizational silence were categorized at three levels: individual (e.g., job
dissatisfaction, stress), group (e.g., reduced cohesion, trust deficits), and organizational (e.g.,
innovation stagnation, poor decision-making, diminished service quality).

Discussion and Conclusion

The results of this study reinforce the multifactorial nature of organizational silence and illustrate the
complex interplay between individual personality traits and institutional contexts. One of the key
insights is that silence is not merely a reaction to authoritarian management or poor communication
structures, but also deeply embedded in the personal dispositions of employees. Traits such as
introversion, neuroticism, and low psychological empowerment predispose individuals to silence,
even when organizational structures are relatively supportive. This suggests that traditional
organizational reforms alone may be insufficient unless they are accompanied by targeted efforts to
understand and accommodate personality differences.

Equally important is the role of leadership in shaping silence-related behaviors. Leaders who rely on
criticism, ignore employee suggestions, or fail to foster psychological safety create an environment
where silence becomes a rational survival strategy. Conversely, ethical and participative leadership
styles, characterized by transparency, fairness, and empathy, can significantly reduce silence by
encouraging trust and openness.

Another major contribution of this study is its attention to contextual and intervening variables.
Factors such as lack of career mobility, peer pressure, cultural rigidity, and demographic distance
between staff and leadership can significantly amplify the effects of personality on silence. This
highlights the need for multidimensional interventions that span beyond internal HR practices and
touch upon broader organizational design, culture, and social dynamics.

The study also offers practical pathways for mitigating silence. By adopting a comprehensive
approach that combines structural reforms with psychological insight, organizations can foster an
environment where employees feel safe and motivated to share ideas. This is particularly crucial in
public sector institutions like municipalities, where bureaucratic inertia often dampens innovation and
responsiveness. Promoting employee voice not only enhances individual well-being and team
performance but also contributes to institutional transparency, accountability, and service
effectiveness.
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In conclusion, organizational silence should be viewed as a systemic phenomenon with
psychological, cultural, and structural roots. Addressing it requires an integrative strategy that
simultaneously targets leadership behavior, organizational culture, and personality-sensitive
practices. The grounded model proposed in this study serves as a diagnostic and developmental
tool for organizations seeking to transform silence into voice, disengagement into empowerment,
and stagnation into progress.
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