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Abstract

Introduction: One of the goals of human resource management and communication strategies is the phenomenon
of organizational voice, in the sense that employees are interested in expressing ideas to participate in decision-
making. The present study was conducted with the aim of phenomenological analysis of the voice challenges
of the treatment department staff.

Methods:Thisresearchisapplied interms of purpose and is a type of qualitative research with a phenomenological
strategy that was conducted on the staff of the treatment department. 20 semi-structured interviews with open-
answer questions were conducted in the treatment section.

Results: Challenges related to employees' voice were identified in the form of 49 sub- themes, and finally these
variables were placed in three categories of individual, organizational and contextual themes. In this way, the
categories obtained from the research were placed in the category of individual factors including 19 themes, in
the category of organizational factors including 22 themes and in the category of contextual factors including
8 themes, which explained the voice of health care workers in the target community.

Conclusion: Identifying and solving challenges related to contextual, organizational and individual factors can
have a great effect on facilitating employees' voices. Based on the results of the research, it is suggested that
managers provide the necessary conditions for the voice of employees with appropriate policies, so as to reduce
the work and psychological pressure of employees, especially in the treatment department.
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Extended Abstract

Introduction

Employee voice is a fundamental concept in
human resource management and organizational
behavior, referring to employees’ willingness
to share their perspectives, ideas, and opinions
to participate in decision-making processes and
improve organizational performance. In contrast,
organizational silence is a phenomenon in which
employees, despite having valuable information
and insights, refrain from expressing them. This
study aims to conduct a deep phenomenological
exploration of the challenges facing employee voice
in the healthcare sector. Healthcare environments are
particularly susceptible to compounded voice-related
challenges due to their sensitive nature, structural
complexities, professional hierarchies, and the
psychological pressures inherent in delivering critical
services. The importance of this issue becomes even
more evident when considering that the absence
of employee voice can lead to consequences such
as increased centralization in decision-making,
reduced decision quality, diminished creativity and
innovation, decreased organizational commitment
and performance, and ultimately, a reduced capacity
to identify and correct errors.

Methods

This applied qualitative study employed an
interpretive phenomenological approach grounded
in Heideggerian hermeneutics. This approach
enabled the researcher to gain a deep understanding
of the meanings embedded in participants’ lived
experiences, while considering contextual factors and
the researcher’s own pre-understandings. The study
population comprised nurses and other healthcare
staff (including those in supervisory or managerial
positions) at a public hospital in Maragheh, Iran.
Purposeful sampling was utilized, and the sample size
was determined based on the principle of theoretical
saturation, ultimately reaching 20 participants.
Inclusion criteria included a minimum of 4 years
of work experience and simultaneous involvement
in frontline care delivery and managerial or
supervisory roles. Data were collected through semi-
structured interviews with open-ended questions.
Each interview lasted approximately 30 minutes on
average. Data analysis was conducted using thematic
analysis with the assistance of MAXQDA version 20

YV

software. To ensure the rigor and trustworthiness of
the data, Lincoln and Guba’s four criteria (credibility,
confirmability, transferability, and interpretability)
were employed.

Results

Analysis of the interview data resulted in the
identification of 49 sub-themes, which were ultimately
categorized into three main themes: individual-level
challenges (19 sub-themes), organizational-level
challenges (22 sub-themes), and contextual/social-
level challenges (8 sub-themes).

In the domain of individual factors, the most
significant challenges identified included: lack of self-
confidence and self-belief, perceived worthlessness
of one’s thoughts and opinions, fear of reprisal and
punishment, lack of professional and cultural identity
awareness, low intrinsic motivation, personality traits
such as introversion, lack of skills in articulating
opinions, and negative attitudes toward work and
the organization. Participants reported that many
employees, despite having valuable ideas, lack the
courage to voice them and feel their opinions are
unworthy of being heard. Fear of infection during
the COVID-19 pandemic was also highlighted as an
exacerbating factor.

In the domain of organizational factors, numerous
challenges were identified, including: absence of
incentive mechanisms and regulations encouraging
input, bureaucratic and hierarchical structures,
organizational injustice, centralized decision-making
processes, lack of managerial consultation with
employees, lack of organizational transparency,
low supervisory support, ambiguity in upward
communication channels, and job insecurity.
Participants explicitly stated that hospital regulations
contain no provisions for supporting or rewarding
employees who offer suggestions, and decision-
making processes remain highly centralized.
Furthermore, significant disparities in resource
allocation and benefits across different departments
were cited as instances of organizational injustice that
severely undermine the motivation to speak up.
In the domain of contextual and social factors, the
following challenges were identified: low social
valuation of expressing opinions, a societal culture
resistant to criticism, weak collective responsibility,
poor organizational citizenship behaviors, high social
costs associated with expressing dissenting views,
and a restrictive organizational culture. Participants
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believed that in Iranian culture, criticism is often
equated with rudeness and insubordination, and this
attitude has permeated healthcare settings.

Discussion

The findings of this study indicate that silence and
the reluctance to express opinions among healthcare
staff constitute a complex, multidimensional, and
systemic phenomenon that cannot be attributed to
a single category of factors. The dynamic interplay
of personal characteristics, organizational structures,
and environmental pressures shapes the ultimate
outcome regarding employee voice. Organizational
factors—particularly bureaucratic structures, the lack
of incentive mechanisms, and injustice—represent
the most significant structural barriers. In contrast,
individual factors, such as low self-confidence, fear
of negative consequences, and poor communication
skills, represent the primary barriers at the personal
Contextual
phenomenon by establishing a framework of social

level. factors also influence this
norms and values.

These findings are consistent with previous studies
regarding organizational factors (Morrison, Akhavan
Kharazian et al.), individual factors (Ardalan et al.),
and contextual factors. However, what distinguishes
this study is its discovery of the deep and reciprocal
interconnections among these three levels of
challenges within the specific context of the healthcare
sector, an area that has received comparatively less
attention.

Based on the results, the most significant barriers to
employee voice in healthcare are: fear of negative
repercussions, rigid hierarchical structures, and
a closed organizational culture. Consequently,

strengthening psychological safety, redesigning
communication mechanisms, and promoting a culture
of active listening in healthcare environments are
essential steps toward transforming organizational
silence into constructive voice.

Practical recommendations are proposed at three
levels: At the individual level,
skills,

work pressure, correcting negative attitudes, and

strengthening
communication managing stress  and
enhancing employee self-confidence are advised.
At the organizational level, revising organizational
structures and regulations, developing incentive
establishing feedback
systems, and leveraging information technology

mechanisms, systematic

to reduce bureaucracy are recommended. At the
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contextual level, institutionalizing a culture of
constructive criticism, promoting rational discourse
and ethical conduct, and engaging educational
institutions in this process are crucial. Ultimately,
creating a psychologically safe work environment,
combined with encouraging and acknowledging
employee input and collecting anonymous feedback,
can transform employee voice into a sustainable
competitive advantage for healthcare organizations.
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Employee Voice, Phenomenology, Healthcare Sector,
Participation, Decision-Making
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