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Abstract

This study aimed to validate the employee voice model in the educational ecosystem of Iran. A descriptive survey research
design was employed. The statistical population of the quantitative phase consisted of principals, vice principals, and
teachers in public schools nationwide. Using quota sampling, 384 participants were selected from the provinces of Isfahan,
Bushehr, Gilan, Hamadan, and Razavi Khorasan. Data were collected through a questionnaire developed based on the results
of the qualitative phase, comprising 146 items measured on a five-point Likert scale. Content validity was confirmed by
several subject-matter experts, and face validity was verified by a group of respondents. Instrument reliability was estimated
using Cronbach’s alpha coefficient, yielding a value of 0.80. Confirmatory factor analysis was applied to validate the model.
The findings indicated that the causal conditions of employee voice include components such as changes in human resources,
job—environmental changes, intervening conditions including cultural-social factors, communication and networking, and
contextual conditions encompassing leadership changes and organizational image. The strategies of employee voice consist
of growth strategies, structural strategies, and human resource strategies, while the outcomes include individual and
organizational results. Furthermore, the results demonstrated that the proposed research model, under the identified
components, had a satisfactory fit.
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Extended Abstract

Introduction

Employee voice has emerged as a pivotal construct in organizational behavior and human resource
management, referring to the discretionary communication of suggestions, concerns, and innovative ideas
aimed at improving organizational functioning (Morrison, 2023). In educational ecosystems, particularly in
contexts with centralized governance and hierarchical decision-making structures, empowering employees to
speak up becomes a crucial driver for innovation and sustainable development (Farooq et al., 2025). Research
shows that when employees feel safe and valued, they engage in constructive dialogue, problem-solving, and
knowledge sharing, enhancing organizational effectiveness and service quality (Bashshur & Oc, 2023;
Brinsfield, 2023). However, barriers such as fear of retaliation, rigid bureaucracy, and cultural norms of
deference can suppress voice and promote silence (Adekanmbi et al., 2023; Alang et al., 2023; Stillwell &
Ensari, 2023).

The global literature highlights that employee voice is not only shaped by individual motivation but also deeply
embedded in organizational context, leadership styles, and cultural values (Newton & Frost, 2024; Nyfoudi
& Kougiannou, 2024). Ethical and transformational leadership foster trust and psychological safety, enabling
employees to contribute ideas without fear (Carnevale & Huang, 2023; Jabbar, 2023). Cultures that
encourage learning from mistakes and embrace fairness strengthen employees’ willingness to participate in
organizational improvement (Oladimeji, 2023; Ononye, 2023). In contrast, authoritative or paternalistic
leadership models often create climates of silence and disengagement (Melhem & Darwish, 2023). Moreover,
education systems are highly influenced by socio-cultural expectations, with teachers and administrators
balancing community demands, policy directives, and personal aspirations (Diaz-Linhart et al., 2023;
Kougiannou, 2024).

Despite growing interest, most existing models of employee voice have been developed in Western or
corporate settings (Mowbray, 2023; Sheoran et al., 2024). These frameworks, shaped by individualistic
values and decentralized decision-making, may not translate directly to highly centralized and collectivist
systems like Iran’s education sector (Nyfoudi & Kougiannou, 2024; Romney, 2023). Additionally, previous
studies have often focused on psychological or individual predictors of voice, overlooking the interplay of
structural and cultural determinants (Peethambaran & Singh, 2023; Potipiroon & Ford, 2023). In response
to this gap, the present study sought to validate a comprehensive and contextually grounded model of employee
voice tailored to Iran’s educational ecosystem. This model integrates causal, intervening, and contextual
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conditions with actionable strategies and anticipated outcomes, providing a holistic framework for enhancing
participatory culture and innovation in schools and educational administrations.

Methods and Materials

This study adopted a descriptive survey design aimed at validating a conceptual model of employee voice
developed through an initial qualitative phase. The quantitative population included principals, vice principals,
and teachers working in Iranian public schools. Using quota sampling, 384 participants were selected from
diverse provinces—Isfahan, Bushehr, Gilan, Hamadan, and Razavi Khorasan—to ensure geographic and
cultural diversity. Data were collected using a 146-item questionnaire constructed from qualitative findings
and measured on a five-point Likert scale. Content validity was established by subject matter experts, and face
validity was confirmed by a pilot group of respondents. The instrument demonstrated acceptable reliability
with a Cronbach’s alpha of 0.80. Confirmatory factor analysis (CFA) was employed to test the proposed
model’s fit and validate the relationships among identified components, using widely accepted model fit
indices.

Findings

The results confirmed a multifaceted structure of employee voice in the educational ecosystem. The causal
conditions were identified as human resource transformations and job—environmental changes, indicating that
shifts in roles, fairness expectations, and opportunities for growth drive the motivation to speak up. Intervening
conditions included cultural and social dynamics, as well as communication and networking structures,
demonstrating the role of societal expectations and professional networks in shaping voice behaviors.
Contextual conditions were defined by leadership transitions and organizational image, highlighting how
transformational and ethical leadership and a positive organizational reputation create climates supportive of
voice.

Employee voice strategies emerged in three categories: growth-oriented strategies (developing participatory
and learning cultures), structural strategies (formal channels for feedback and decision participation), and
human resource strategies (supportive HR policies, fair rewards, and psychological safety measures). The
outcomes of employee voice manifested at two levels. At the individual level, employees reported enhanced
self-worth, psychological well-being, and motivation to contribute. At the organizational level, results included
increased innovation, improved collective intelligence, and healthier, more adaptive institutions. The CFA
results demonstrated strong model fit, confirming that the identified structure effectively explains employee
voice dynamics within Iran’s educational setting.

Discussion and Conclusion

The validated model reveals that employee voice in education is not merely an individual act but a systemic
process emerging from the interaction of personal agency, cultural expectations, and organizational design.
Aligning with global findings (Morrison, 2023; Mowbray, 2023), the study underscores that fostering voice
requires both structural empowerment and psychological safety. In particular, the role of transformational and
ethical leadership in promoting openness and reducing fear resonates with prior work (Brinsfield, 2023;
Carnevale & Huang, 2023; Jabbar, 2023). By linking leadership behavior to voice outcomes, the model
offers actionable guidance for educational leaders seeking to build trust-based, participatory environments.
The study also reinforces the centrality of organizational culture, echoing previous research that highlights
fairness, support, and tolerance for failure as core enablers of voice (Adekanmbi et al., 2023; Oladimeji,
2023). The inclusion of social and cultural pressures as intervening conditions reflects the unique context of
Iran’s education system, where societal expectations and informal teacher networks significantly shape
willingness to express concerns or propose change (Alang et al., 2023; Diaz-Linhart et al., 2023). By
integrating these cultural variables, the model advances beyond Western-centric frameworks and offers a
localized yet theoretically robust perspective.
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Furthermore, the strong fit indices and comprehensive scope of the model fill a critical gap in the literature on
employee voice in public and educational organizations. Prior frameworks have often been limited to corporate
or Western government contexts (Nyfoudi & Kougiannou, 2024; Sheoran et al., 2024), while this research
provides an empirically tested structure for educational systems with centralized control. It emphasizes that
voice can thrive even within hierarchical bureaucracies when leaders adopt participatory approaches,
communication channels are formalized, and HR systems actively reward constructive input (Peethambaran
& Singh, 2023; Potipiroon & Ford, 2023).

In conclusion, the validated employee voice model delivers both theoretical and practical contributions. It
enriches understanding of voice as a multidimensional, culturally embedded phenomenon and offers a roadmap
for education policymakers and leaders to build supportive ecosystems where teachers and administrators feel
safe and motivated to contribute. By addressing structural barriers, fostering ethical and transformational
leadership, and cultivating open organizational cultures, the Iranian education system can unlock its human
capital potential and drive sustainable improvement.
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