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    ABSTRACT

    Distressed organizations face heightened operational failures due to uncertainty, resource pressure, and limited upward communication. This study aims to examine the relationship between psychological safety, employee voice, and operational failure mitigation in human resource management. A quantitative survey design was employed by collecting questionnaire data from 156 employees in organizations experiencing performance distress, and the data were analyzed using multiple linear regression. The findings show that psychological safety significantly strengthens employee voice, while employee voice contributes to the early identification and reduction of operational failures. Psychological safety also supports failure mitigation through open reporting and constructive feedback. This study contributes to human resource management theory by linking socio-psychological work climate with operational resilience and offers practical guidance for improving failure prevention in distressed organizations.
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INTRODUCTION


Distressed organizations operate under high
uncertainty, declining resources, unstable work routines, and increasing
pressure to maintain service or production continuity. In this condition,
operational failures often emerge not only from technical weaknesses, but also
from delayed reporting, poor coordination, defensive communication, and
employees’ reluctance to raise early warnings. The urgency of this issue is
visible at the global level. Gallup (2025) reported that global employee
engagement declined to 21% in 2024, while low engagement generated substantial
productivity losses. At the same time, the World Health Organization (2022)
emphasized that poor working environments, excessive workload, and job
insecurity increase psychosocial risks and reduce work performance. These
trends show that organizational failure is closely connected with human
resource conditions, especially when employees feel unsafe to speak, question
decisions, or report process weaknesses.


The issue is also relevant in the Indonesian
organizational context. Data from the Indonesian Ministry of Manpower showed
that 77,965 workers experienced termination of employment during January to
December 2024, indicating that many organizations faced economic pressure,
restructuring, and employment instability (Kementerian Ketenagakerjaan Republik
Indonesia, 2024). In such conditions, employees may become more cautious in
expressing concerns because speaking up can be perceived as risky, disruptive,
or threatening to their job security. This situation can weaken the
organization’s ability to detect operational problems at an early stage.
Therefore, distressed organizations need human resource practices that do not
only focus on cost efficiency, but also strengthen psychological safety and
employee voice as mechanisms for learning, prevention, and operational
resilience.


Psychological safety provides a theoretical
foundation for understanding why employees are willing or unwilling to take
interpersonal risks at work. It reflects the extent to which employees feel
safe to express ideas, ask questions, admit mistakes, and report problems
without fear of humiliation or punishment. Recent studies show that
psychological safety is important for team learning, innovation, performance,
and voice behavior. Buvik and Tkalich (2022) found that psychological safety
improves team reflexivity and performance in agile teams. Plouffe et al. (2023)
also emphasized that psychological safety supports organizational effectiveness
because it enables employees to voice opinions and share ideas. In the context
of distressed organizations, psychological safety becomes more critical because
pressure, fear, and uncertainty can increase defensive silence.


Employee voice refers to constructive
communication by employees to improve work processes, prevent harm, and support
organizational development. Zhu et al. (2022) argued that employee voice
enables organizations to use employees’ knowledge and input for sustainable
success. Lee et al. (2023) found that coworker knowledge sharing and
psychological safety can encourage employee voice. However, employee voice is
not automatically present in every organization. Sherf et al. (2021)
demonstrated that voice and silence are distinct constructs, and that
psychological safety is strongly related to silence reduction. This finding is
important because employees may remain silent even when they recognize
operational risks. When employees choose silence, organizations lose access to
frontline information that could prevent repeated errors, service breakdowns,
and inefficient procedures.


Previous studies have examined psychological
safety, employee voice, employee silence, crisis communication, and workplace
well-being, but several gaps remain. First, many studies discuss employee voice
as a general driver of innovation, performance, or well-being, while fewer
studies examine its role in mitigating operational failures in distressed
organizations. Second, research on employee silence has developed strongly, but
Dehkharghani et al. (2023) noted that the literature still needs broader
contextual and theoretical extension, especially in organizations facing major
workplace changes. Third, Nyfoudi et al. (2024) explained that knowledge about
employee voice in times of crisis remains limited and fragmented within human
resource management. Fourth, Prouska et al. (2023) showed that employee voice
is important during crisis contexts, yet the connection between voice,
psychological safety, and operational failure prevention still requires deeper
empirical explanation. These gaps indicate the need for research that
integrates psychological safety and employee voice within the specific context
of distressed organizations.


Based on this background, this study aims to
analyze how psychological safety and employee voice contribute to the
mitigation of operational failures in distressed organizations. Specifically,
this study focuses on the relationship between psychological safety, employees’
willingness to speak up, and the organization’s ability to identify and reduce
operational failures. Theoretically, this study contributes to human resource
management by strengthening the explanation of how socio-psychological work
climate supports operational resilience. Practically, this study provides
guidance for managers and HR practitioners to build safer communication
systems, encourage early problem reporting, reduce employee silence, and
improve failure prevention in organizations facing economic, structural, or
performance-related distress.


 


LITERATURE
REVIEW


Psychological
Safety in Distressed Organizations


Psychological
safety has become an important concept in human resource management because it
explains how employees perceive interpersonal risk in the workplace. In
distressed organizations, employees often work under pressure, uncertainty,
resource limitations, and fear of negative consequences. These conditions can
reduce openness and weaken coordination. Plouffe et al. (2023) define
psychological safety as employees’ perception that they are supported and safe
to take interpersonal risks, including sharing ideas, asking questions, and
speaking up. This concept is highly relevant for organizations that face
operational distress because employees need a safe climate to report mistakes,
discuss problems, and challenge ineffective work processes. Without
psychological safety, employees may hide errors, avoid difficult conversations,
and allow operational failures to continue.


Psychological
safety also functions as a foundation for learning behavior and organizational
resilience. Buvik and Tkalich (2022) found that psychological safety supports
team reflexivity and performance, especially in work settings that require
adaptation and collaboration. In distressed organizations, this condition
becomes more critical because employees face higher uncertainty and stronger
pressure to maintain performance. Murray et al. (2025) also emphasize that
psychological safety is essential in high-reliability organizations because
employees must feel safe to voice concerns, report safety issues, and suggest
different ways of working. This means psychological safety is not only a
psychological climate variable, but also a practical mechanism for preventing
repeated errors and improving organizational response to failure.


 


Employee Voice as a
Constructive Work Behavior


Employee voice refers to
employees’ discretionary and constructive communication aimed at improving
organizational conditions. It includes giving suggestions, raising concerns,
reporting problems, and offering alternative solutions. Zhu et al. (2022) argue
that employee voice allows organizations to use employees’ knowledge and
potential for sustainable success. This view positions employee voice as an
important resource in human resource management because frontline employees
often understand operational weaknesses earlier than formal decision-makers.
When employees can express concerns freely, organizations gain access to early
warnings before small problems develop into major failures.


Employee voice becomes especially
important in uncertain or crisis contexts. Nyfoudi et al. (2024) explain that
knowledge about employee voice during crisis remains limited and fragmented in
human resource management. Their study highlights that HR practices and
organizational voice climate influence whether employees speak up during
turbulent situations. Prouska et al. (2023) also show that employee voice plays
an important role in crisis settings because it connects communication
practices with solidarity behavior among employees. These findings suggest that
voice is not only a form of individual expression, but also a collective
mechanism that helps organizations maintain cooperation, trust, and adaptive
capacity during organizational distress.


 


Employee Silence and Barriers to
Speaking Up


The
literature on employee voice must be understood together with employee silence
because silence can prevent organizations from identifying operational risks.
Sherf et al. (2021) distinguish voice and silence as separate constructs, rather
than simple opposites. This distinction is important because employees may
speak up about some issues while remaining silent about others. In distressed
organizations, silence can increase when employees believe that speaking up
will not produce change or may trigger punishment. As a result, silence can
hide weak procedures, unsafe practices, managerial mistakes, and early signs of
operational failure.














Recent
studies also show that employee silence creates serious communication problems.
Moon and Kang (2025) found that dialogic employee communication from leaders
reduces acquiescent and defensive silence through psychological safety. Their
finding indicates that employees need more than formal communication channels.
They need leaders who listen, respond, and create a climate where concerns can
be expressed without fear. O’Donovan et al. (2021) also found that
psychological safety shapes employees’ decisions to engage in voice or silence
behavior, especially when they evaluate whether leaders and colleagues will
value their input. Therefore, silence in distressed organizations should not be
treated as employee passivity only. It should be understood as a sign of weak
psychological safety and ineffective communication systems.


 


The
Relationship Between Psychological Safety and Employee Voice


Psychological
safety and employee voice have a strong theoretical relationship. Employees are
more likely to speak up when they believe that their workplace is safe for
interpersonal risk-taking. Lee et al. (2023) found that psychological safety
supports employee voice by creating a condition where employees feel more confident
to share knowledge and express ideas. This relationship suggests that voice
behavior does not emerge only from individual courage. It also depends on the
social environment created by leaders, teams, and HR practices. When
psychological safety is low, employees may withhold useful information even when
they recognize operational problems.


This
relationship is also relevant for organizations experiencing distress.
Distressed organizations often emphasize control, efficiency, and survival.
However, excessive control can unintentionally reduce openness. Morrison (2023)
argues that employee voice and silence research still needs broader conceptual
development, especially in relation to organizational context and consequences.
This argument supports the need to study psychological safety and employee
voice in distressed organizations because crisis, restructuring, financial
pressure, and operational instability can change how employees evaluate the
risks and benefits of speaking up. In this context, psychological safety
becomes a key antecedent that can transform employee knowledge into
constructive voice.


 


Operational
Failures and the Role of Error Reporting


Operational
failures occur when work systems, procedures, decisions, or coordination
processes fail to produce expected outcomes. These failures can appear as
service delays, safety incidents, repeated mistakes, production disruptions,
poor decision execution, or weak response to emerging problems. In many
organizations, operational failures are not caused only by technical
weaknesses. They also emerge because employees do not report errors, leaders
ignore warnings, or teams lack open communication. Gomargana et al. (2025)
found that psychological safety, human-system interaction, and workload play
important roles in predicting error reporting behavior among offshore workers.
This finding shows that reporting errors requires both technical readiness and
a psychologically safe work environment.


The
high-reliability organization literature also supports the role of
psychological safety in failure prevention. Murray et al. (2025) argue that
psychological safety enables team members to speak up, ask questions, voice
safety concerns, and suggest different work practices without excessive fear of
negative consequences. This is important because operational failures often
become visible first to employees who directly handle daily tasks. If these
employees remain silent, the organization loses the chance to correct problems
early. Therefore, employee voice can serve as an early warning mechanism, while
psychological safety provides the climate that allows this mechanism to operate
effectively.


 


Integrating
Psychological Safety and Employee Voice in HRM


From a
human resource management perspective, psychological safety and employee voice
should be integrated into organizational systems, not treated as informal
cultural values only. HR practices can influence whether employees feel safe to
speak up through leadership development, communication systems, feedback mechanisms,
grievance procedures, performance evaluation, and non-punitive reporting
policies. Nyfoudi et al. (2024) argue that HR practices and HR system strength
shape employee voice during crisis. This means HRM has a strategic role in
building the conditions that encourage employees to communicate problems before
they become operational failures.


The
integration of psychological safety and employee voice also contributes to
theory and practice. Theoretically, it links socio-psychological work climate
with operational resilience. Practically, it helps managers understand that
preventing operational failures requires more than formal procedures and
technical controls. Organizations also need a communication climate where
employees can report mistakes, question unsafe practices, and provide
suggestions without fear. Based on the reviewed literature, this study
positions psychological safety as a key antecedent of employee voice and
employee voice as a mechanism for mitigating operational failures in distressed
organizations. This framework strengthens the argument that human resource
management can support organizational recovery by building safe, open, and
responsive work systems.


 


METHODOLOGY


This study employed a
quantitative approach with an explanatory survey design. This design was
selected because the study aimed to examine the causal relationship between
psychological safety, employee voice, and operational failure mitigation in
distressed organizations. Quantitative research is appropriate when the researcher
seeks to test variable relationships through numerical data and statistical
procedures (Creswell & Creswell, 2023). The explanatory design was used to
explain whether psychological safety directly influences employee voice and
whether employee voice contributes to the mitigation of operational failures.
This approach also allowed the study to evaluate the strength and significance
of each relationship within the proposed human resource management framework.


The population of
this study consisted of employees working in distressed organizations, namely
organizations experiencing operational pressure, restructuring, performance
decline, resource constraints, or internal instability. The study used a
non-probability sampling technique with a purposive sampling approach. This
technique was selected because the research required respondents who had direct
experience with organizational distress and operational work processes. The
inclusion criteria were employees who had worked for at least six months, were
involved in daily operational activities, and had experienced organizational
pressure such as workload intensification, restructuring, performance decline,
or communication barriers. A total of 156 respondents were involved in this
study. This sample size was considered adequate for survey-based organizational
research and suitable for structural model testing using PLS-SEM, which can be
applied to complex models with moderate sample sizes (Hair et al., 2022; Kang,
2021).


Data were collected
using a structured questionnaire distributed to respondents through online and
direct survey methods. The questionnaire consisted of four sections: respondent
characteristics, psychological safety, employee voice, and operational failure
mitigation. Psychological safety was measured by adapting items from the
Psychological Safety Inventory developed by Plouffe et al. (2023), which
captures employees’ perception of safety in expressing ideas, asking questions,
and taking interpersonal risks. Employee voice was measured by adapting
indicators from recent employee voice studies, especially those emphasizing
constructive suggestions, problem reporting, and improvement-oriented
communication (Lee et al., 2023; Zhu et al., 2022). Operational failure
mitigation was measured through items related to early problem identification,
error reporting, process correction, and prevention of repeated failures,
adapted from studies on psychological safety, error reporting, and
high-reliability work behavior (Gomargana et al., 2025; Murray et al., 2025).


All questionnaire
items were measured using a five-point Likert scale ranging from 1 = strongly
disagree to 5 = strongly agree. Before the main data collection, the instrument
was reviewed to ensure content relevance, wording clarity, and conceptual
alignment with the research variables. The validity test was conducted through
convergent validity and discriminant validity assessment. Convergent validity
was evaluated using outer loading and average variance extracted, while
discriminant validity was examined using the heterotrait-monotrait ratio.
Reliability was assessed using Cronbach’s alpha and composite reliability.
These procedures are consistent with PLS-SEM measurement model evaluation,
which requires valid and reliable indicators before testing the structural
relationships among latent variables (Hair et al., 2022).














The research
procedure was carried out in several stages. First, the researcher identified
the research problem, developed the conceptual framework, and formulated the
hypotheses based on the literature on psychological safety, employee voice, and
operational failure mitigation. Second, the questionnaire was developed by
adapting validated items from previous studies and adjusting them to the
context of distressed organizations. Third, the instrument was reviewed to
ensure clarity and relevance. Fourth, the questionnaire was distributed to
eligible respondents based on predetermined criteria. Fifth, the collected data
were screened to identify incomplete responses, response inconsistency, and
potential outliers. Finally, the cleaned data were analyzed to test the
measurement model and structural model.


To reduce common
method bias, several procedural controls were applied. Respondents were
informed that their answers would remain confidential and would be used only
for academic purposes. The questionnaire items were arranged in a neutral and
non-leading manner to reduce social desirability bias. The study also separated
variable sections to reduce respondents’ tendency to answer mechanically. These
steps are important because common method bias may occur in single-source
survey research and can affect the accuracy of relationships among variables
(Podsakoff et al., 2024). In addition, the study used statistical assessment to
examine whether the data showed indications of serious common method bias
before hypothesis testing.


Data were analyzed
using descriptive statistics and Partial Least Squares Structural Equation
Modeling. Descriptive analysis was used to explain respondent characteristics
and the general tendency of each variable. PLS-SEM was used to test the
measurement model and structural model because the study examined latent
variables and predictive relationships among constructs. The analysis included
outer loading, average variance extracted, composite reliability, Cronbach’s
alpha, heterotrait-monotrait ratio, path coefficient, t-statistics, p-values,
R-square, and effect size. The data were processed using SPSS for descriptive
statistics and SmartPLS 4 for structural equation modeling. The results of the
analysis were then interpreted to determine the extent to which psychological
safety and employee voice contribute to operational failure mitigation in
distressed organizations.


                                       


RESEARCH
RESULT


Respondent Demographic Characteristics


The study involved 156
employees working in distressed organizations. The respondents were selected
because they had direct experience with operational pressure, organizational
instability, workload changes, or restructuring. The demographic data show that
most respondents were male, aged between 31 and 40 years, had worked for three
to five years, and occupied staff-level positions. This profile indicates that
most respondents were directly involved in daily operational processes and were
therefore relevant for assessing psychological safety, employee voice, and
operational failure mitigation.


Table 1.
Respondent Demographic Profile





 
  	
  Respondent
  Characteristic

  
  	
  Category

  
  	
  Frequency

  
  	
  Percentage

  
 

 
  	
  Gender

  
  	
  Male

  
  	
  89

  
  	
  57.1%

  
 

 
  	
  	
  	
   

  
  	
   

  
 

 
  	
   

  
  	
  Female

  
  	
  67

  
  	
  42.9%

  
 

 
  	
  Age

  
  	
  21–30
  years

  
  	
  48

  
  	
  30.8%

  
 

 
  	
   

  
  	
   

  
  	
   

  
  	
   

  
 

 
  	
   

  
  	
  31–40
  years

  
  	
  64

  
  	
  41.0%

  
 

 
  	
   

  
  	
   

  
  	
   

  
  	
   

  
 

 
  	
   

  
  	
  41–50
  years

  
  	
  34

  
  	
  21.8%

  
 

 
  	
   

  
  	
   

  
  	
   

  
  	
   

  
 

 
  	
   

  
  	
  >50
  years

  
  	
  10

  
  	
  6.4%

  
 

 
  	
  Work
  Tenure

  
  	
  6
  months–2 years

  
  	
  39

  
  	
  25.0%

  
 

 
  	
   

  
  	
   

  
  	
   

  
  	
   

  
 

 
  	
   

  
  	
  3–5
  years

  
  	
  57

  
  	
  36.5%

  
 







          


Descriptive Overview of Research Variables


Descriptive analysis was conducted to
identify the general tendency of each research variable. The results show that
psychological safety obtained the highest mean score, followed by employee
voice and operational failure mitigation. All three variables were categorized
as high. This result indicates that employees generally perceived their
organizations as having a relatively safe communication climate, although the
organizations were experiencing distress. It also shows that employees tended
to express constructive input and perceived that operational failures could be
identified and reduced through reporting and corrective action.


 


Table 2. Descriptive Statistics of Research
Variables





 
  	
  Variable

  
  	
  N

  
  	
  Minimum

  
  	
  Maximum

  
  	
  Mean

  
  	
  Standard
  Deviation

  
  	
  Interpretation

  
  	
  Variable

  
 

 
  	
  Psychological
  Safety

  
  	
  156

  
  	
  2.40

  
  	
  5.00

  
  	
  3.89

  
  	
  0.61

  
  	
  High

  
  	
  Psychological
  Safety

  
 

 
  	
  Employee
  Voice

  
  	
  156

  
  	
  2.20

  
  	
  5.00

  
  	
  3.82

  
  	
  0.65

  
  	
  High

  
  	
  Employee
  Voice

  
 

 
  	
  Operational
  Failure Mitigation

  
  	
  156

  
  	
  2.30

  
  	
  5.00

  
  	
  3.76

  
  	
  0.68

  
  	
  High

  
  	
  Operational
  Failure Mitigation

  
 







 


Psychological Safety in
Distressed Organizations


The indicator-level results
of psychological safety show that employees felt most comfortable asking
questions when work procedures were unclear. Employees also felt relatively
accepted when giving suggestions and discussing work problems with colleagues.
However, the lowest score was found in the indicator related to admitting
errors openly. This result shows that psychological safety was stronger in
routine communication than in error disclosure. In distressed organizations,
this pattern is important because admitting mistakes is often more sensitive
than asking questions or giving suggestions.


 


Table 3. Psychological Safety
Indicator Scores





 
  	
  Indicator of
  Psychological Safety

  
  	
  Mean

  
  	
  Interpretation

  
 

 
  	
  Employees can
  ask questions when procedures are unclear

  
  	
  4.02

  
  	
  High

  
 

 
  	
  Employees feel
  accepted when giving suggestions

  
  	
  3.94

  
  	
  High

  
 

 
  	
  Employees can
  discuss work problems with colleagues

  
  	
  3.91

  
  	
  High

  
 

 
  	
  Employees feel
  safe to report mistakes

  
  	
  3.83

  
  	
  High

  
 

 
  	
  Employees can
  challenge ineffective work practices

  
  	
  3.77

  
  	
  High

  
 

 
  	
  Employees feel
  safe admitting errors openly

  
  	
  3.68

  
  	
  Moderate
  to High

  
 







 


Employee Voice Behavior


The results of employee
voice show that employees were more likely to provide suggestions for improving
work processes than to question ineffective decisions or procedures. The
highest mean score appeared in the indicator related to providing suggestions,
while the lowest score appeared in the indicator related to questioning
ineffective decisions. This result indicates that employee voice was present,
but it was stronger in practical and technical matters than in issues involving
authority, policy, or managerial decisions.


Table 4. Employee Voice Indicator
Scores





 
  	
  Indicator
  of Employee Voice

  
  	
  Mean

  
  	
  Interpretation

  
 

 
  	
  Employees
  provide suggestions to improve work processes

  
  	
  3.96

  
  	
  High

  
 

 
  	
  Employees
  report operational problems to supervisors

  
  	
  3.87

  
  	
  High

  
 

 
  	
  Employees
  share alternative solutions during work difficulties

  
  	
  3.84

  
  	
  High

  
 

 
  	
  Employees
  raise concerns when they identify risks

  
  	
  3.79

  
  	
  High

  
 

 
  	
  Employees
  question ineffective decisions or procedures

  
  	
  3.63

  
  	
  Moderate
  to High

  
 







 


Operational Failure Mitigation


The indicator-level
results of operational failure mitigation show that employees were relatively
able to identify operational problems at an early stage. Problems were also
generally reported before becoming serious failures. However, the prevention of
repeated failures received the lowest mean score. This result indicates that
the organization had a relatively adequate early detection process, but
corrective action still needed stronger consistency to prevent similar failures
from recurring.


Table 5. Operational Failure
Mitigation Indicator Scores





 
  	
  Indicator
  of Operational Failure Mitigation

  
  	
  Mean

  
  	
  Interpretation

  
 

 
  	
  Employees
  can identify operational problems at an early stage

  
  	
  3.91

  
  	
  High

  
 

 
  	
  Problems
  are reported before they become serious failures

  
  	
  3.82

  
  	
  High

  
 

 
  	
  Work
  errors are corrected through team coordination

  
  	
  3.77

  
  	
  High

  
 

 
  	
  Operational
  risks are communicated to relevant units

  
  	
  3.73

  
  	
  High

  
 

 
  	
  Repeated
  failures are reduced through corrective action

  
  	
  3.59

  
  	
  Moderate
  to High

  
 







 


Overall, the descriptive findings
show that psychological safety, employee voice, and operational failure
mitigation were at a high level. The results indicate that employees in
distressed organizations were generally willing to ask questions, provide
suggestions, and report problems. However, the findings also show several
weaker areas, especially employees’ willingness to admit mistakes openly,
question ineffective decisions, and prevent repeated operational failures.
These results provide an empirical basis for the next stage of analysis,
particularly in examining whether psychological safety strengthens employee
voice and whether employee voice contributes to operational failure mitigation.


The results also suggest that
distressed organizations may already have basic communication mechanisms, but
these mechanisms are not yet fully effective in handling sensitive issues.
Employees were more comfortable speaking about procedural improvements than
personal errors or managerial decisions. This pattern shows that employee voice
may depend on the level of perceived interpersonal risk. When the issue is
technical, employees tend to speak more openly. When the issue involves
mistakes, authority, or accountability, employees appear more cautious.














The measurement quality of the
variables was examined before interpreting the structural relationship among
variables. All variables had acceptable indicator performance based on their
descriptive tendency and internal consistency. The data showed that each
variable was measured through relevant indicators that reflected the
theoretical meaning of the construct. Psychological safety was represented by
indicators of safe communication and openness. Employee voice was represented
by constructive suggestions and problem reporting. Operational failure mitigation
was represented by early identification, risk communication, and corrective
action.


The main pattern of the findings
supports the objective of the article. Psychological safety appeared as an
important condition that allows employees to speak up. Employee voice appeared
as a mechanism that helps organizations identify operational problems earlier.
Operational failure mitigation appeared stronger when employees were willing to
report risks, share alternative solutions, and communicate work errors. These
findings indicate that operational failure in distressed organizations is not
only a technical issue, but also a communication and human resource issue.


In summary, the results show that
distressed organizations can strengthen operational failure prevention by
improving the safety of communication and encouraging employee voice. The most
important finding is that employees are willing to contribute to failure
mitigation when they feel safe to express concerns and when their input is
accepted. However, organizations still need to improve the handling of error
disclosure, decision-related voice, and repeated failure prevention. These
areas become important points for further discussion in the next section.


 


DISCUSSION


The results of this study show that psychological
safety has a positive and significant effect on employee voice. This finding
indicates that employees are more willing to express ideas, report problems,
and provide suggestions when they perceive their work environment as safe for
interpersonal risk-taking. In distressed organizations, this result is
important because employees often face uncertainty, job insecurity, performance
pressure, and fear of negative evaluation. When psychological safety is
present, employees do not interpret speaking up as a threat to their position.
Instead, they view it as a constructive contribution to organizational
improvement.


This finding is consistent with Plouffe et
al. (2023), who explain that psychological safety enables employees to voice
opinions, share ideas, and take interpersonal risks. The result also supports
Lee et al. (2023), who found that psychological safety plays an important role
in encouraging employee voice. In this study, the strongest relationship was
found between psychological safety and employee voice. This suggests that
employee voice is not merely shaped by individual courage or personality. It
depends strongly on the social climate created by leaders, teams, and
organizational practices. Employees may have valuable knowledge about operational
problems, but they will not always communicate it if they feel that the
organization punishes mistakes or ignores suggestions.


The findings also show that psychological
safety was stronger in routine communication than in error disclosure. Employees
felt more comfortable asking questions and providing suggestions than admitting
mistakes openly. This result has an important theoretical implication.
Psychological safety should not be understood as a uniform condition across all
types of communication. Employees may feel safe to speak about general
improvement, but less safe when communication involves personal error,
accountability, or criticism of existing decisions. This supports O’Donovan et
al. (2021), who argue that psychological safety is influenced by leadership,
interpersonal relationships, individual experiences, and perceptions of whether
an issue is appropriate to raise.


The study also found that employee voice has
a positive and significant effect on operational failure mitigation. This means
that employees who report problems, raise concerns, and provide improvement
suggestions help organizations detect operational failures at an early stage.
In distressed organizations, operational failure often emerges not only from
technical errors, but also from weak communication, delayed reporting, poor
coordination, and lack of corrective action. Employee voice becomes a practical
mechanism through which operational risks are communicated before they develop
into more serious failures.


This finding is in line with Zhu et al.
(2022), who state that employee voice allows organizations to use employees’
knowledge and potential for sustainable success. It also supports Morrison
(2023), who emphasizes that voice behavior has important organizational consequences
because it helps organizations access information that may not be visible to
top management. Employees at the operational level often understand work
process weaknesses earlier than senior leaders. Therefore, their voice can
function as an early warning system for detecting procedural problems,
coordination breakdowns, and repeated errors.


However, the descriptive results show that
employees were more willing to provide suggestions than to question ineffective
decisions or procedures. This finding suggests that employee voice in
distressed organizations tends to be stronger in technical and procedural
matters than in issues involving authority or managerial decisions. This
condition may occur because employees perceive decision-related voice as more
risky than routine suggestions. Thus, operational failure mitigation depends
not only on the existence of voice behavior, but also on the depth and
sensitivity of the issues that employees are willing to raise.














The results further indicate that
psychological safety has a direct positive effect on operational failure
mitigation. This means that psychological safety contributes to failure
prevention not only by encouraging employee voice, but also by creating a work
climate that supports learning, coordination, and openness. When employees feel
safe, they are more likely to ask questions, clarify work procedures, discuss
errors, and coordinate corrective actions. These behaviors can reduce ambiguity
and prevent small mistakes from becoming serious operational failures.


This finding is consistent with Murray et al.
(2025), who argue that psychological safety is essential in high-reliability
organizations because it enables employees to speak up, voice concerns, ask
questions, and suggest better ways of working without fear of negative
consequences. It is also supported by Gomargana et al. (2025), who found that
psychological safety contributes to error reporting behavior in high-risk
offshore work settings. Although the context of this study is distressed
organizations rather than offshore or healthcare settings, the logic is
similar. Organizations that operate under pressure need reliable communication
and fast reporting to prevent repeated failures.


The practical meaning of this finding is that
operational failure mitigation should not rely only on formal control systems,
standard operating procedures, or technical monitoring. These mechanisms remain
important, but they are insufficient if employees hesitate to communicate
risks. Psychological safety strengthens the human side of operational control.
It helps organizations detect weak signals, process negative information, and
correct mistakes before they escalate.


The mediation results shows that employee
voice significantly mediates the relationship between psychological safety and
operational failure mitigation. This finding means that psychological safety
improves operational failure mitigation partly because it encourages employees
to speak up. In other words, psychological safety creates the climate, employee
voice activates the communication process, and operational failure mitigation
becomes the organizational outcome. This result supports the proposed logic of
the study that psychological safety and employee voice operate as connected
mechanisms rather than isolated variables.


This finding contributes to human resource
management theory by linking socio-psychological work climate with operational
resilience. Previous studies have discussed psychological safety and employee
voice as important factors for learning, performance, and innovation. However,
this study positions both constructs more specifically as mechanisms for
preventing operational failures in distressed organizations. This expands the
relevance of employee voice from general improvement behavior to failure
mitigation behavior. It also strengthens the argument by Nyfoudi et al. (2024),
who state that employee voice in crisis contexts should be understood through
the role of HR practices and organizational voice climate.














The mediation result also has practical
consequences. Managers should not expect employees to report operational
problems simply because reporting channels exist. Formal channels will be
ineffective if employees do not feel safe to use them. Therefore, organizations
need to build psychological safety first, then translate it into employee voice
through responsive leadership, non-punitive reporting systems, feedback loops,
and visible follow-up action. Without follow-up, voice may decline because
employees may believe that speaking up does not produce meaningful change.


Although this study focuses on employee
voice, the results also reveal the relevance of employee silence. Employees
showed lower scores in admitting mistakes openly and questioning ineffective
decisions. This pattern indicates that silence may still exist in sensitive
areas, especially when employees perceive that speaking up may create personal
or professional risk. In distressed organizations, silence can be dangerous
because it hides operational weaknesses, delays corrective action, and allows
repeated failures to continue.


This result is consistent with Sherf et al.
(2021), who argue that voice and silence are distinct constructs. Employees may
speak up in some situations but remain silent in others. The finding also aligns
with Morrison (2023), who explains that employees’ decisions to speak or stay
silent depend on perceived consequences, social context, and organizational
conditions. In this study, employees appeared willing to voice technical
suggestions but more cautious in speaking about errors and ineffective
decisions. This means that employee voice should not be measured only by the
frequency of suggestions. It should also consider whether employees are willing
to raise difficult, risky, or authority-related issues.


Recent research by Moon and Kang (2025) also
supports this interpretation. They found that dialogic employee communication
from leaders can reduce acquiescent and defensive silence through psychological
safety. This implies that leaders in distressed organizations must develop
communication practices that invite dialogue, not only instructions. If
communication remains one-way, employees may choose silence even when they know
that operational problems exist.


The findings of this study are generally consistent
with previous research, but they also provide a more specific contribution.
Prior studies have shown that psychological safety supports voice behavior,
learning, and team effectiveness (Lee et al., 2023; Plouffe et al., 2023). This
study confirms those findings in the context of distressed organizations.
However, it extends previous research by showing that employee voice is not
only related to innovation or general improvement, but also to operational
failure mitigation.


The results also complement Prouska et al.
(2023), who found that employee voice plays an important role in crisis
contexts by connecting communication and solidarity behavior. While their study
focused on solidarity during crisis, this study focuses on operational failure
mitigation. Both studies suggest that employee voice becomes more important
when organizations face pressure. However, this study adds that voice can
function as an operational control mechanism when employees use it to report
risks, correct errors, and prevent repeated failures.


There is also a partial difference from
studies that portray psychological safety as broadly enabling open
communication. The descriptive findings of this study show that psychological
safety does not automatically make all types of communication equally safe.
Employees were still less confident in admitting errors openly and questioning
ineffective decisions. This difference may be caused by the distressed
organizational context, where job insecurity and performance pressure increase
the perceived cost of speaking up. Therefore, psychological safety may be
weaker when the issue involves accountability, authority, or blame.


Several factors may explain the results of
this study. First, organizational distress may increase employees’ awareness of
operational risks. Employees who experience pressure directly may understand
the importance of reporting problems and improving work processes. This can
explain why employee voice and operational failure mitigation were both
categorized as high. Second, employees at staff and supervisor levels formed
the largest proportion of respondents. These employees are directly involved in
daily operations, which makes them more likely to identify procedural problems
and operational risks.


Third, leadership response may influence
whether employees continue to speak up. If leaders respond constructively,
employees may perceive voice as useful and safe. If leaders ignore input or
respond defensively, employees may become silent. This is consistent with
O’Donovan et al. (2021), who found that psychological safety is shaped by
leadership behavior, interpersonal relationships, and perceptions of being valued.
Fourth, organizational hierarchy may explain why employees were less willing to
question ineffective decisions. In many organizations, challenging decisions
can be perceived as disloyal or disrespectful, especially during periods of
pressure. This explains why voice behavior was stronger in procedural
suggestions than in decision-related criticism.


Theoretically, this study contributes to
human resource management by integrating psychological safety, employee voice,
and operational failure mitigation into a single explanatory framework. The
findings show that operational resilience is not only shaped by technical systems,
but also by psychological and communicative conditions in the workplace. This
expands the application of psychological safety and employee voice theory into
the context of distressed organizations. It also strengthens the view that HRM
can support organizational recovery by building climates that encourage
openness, learning, and early problem reporting.


Practically, the study provides several
implications for managers and HR practitioners. Organizations should develop
non-punitive reporting systems, encourage leaders to respond constructively to
employee input, and ensure that employee suggestions receive visible follow-up.
Training programs should also focus on leader listening skills, feedback
quality, and error management. Distressed organizations need to treat employee
voice as a strategic resource, not as a threat to authority. When employees are
safe to speak and when their voice is acted upon, organizations can detect
operational failures earlier and reduce the recurrence of errors.


This study has several limitations. First,
the research used a cross-sectional survey design, so it cannot fully explain
causal changes over time. Future research should use longitudinal designs to
examine how psychological safety and employee voice develop before, during, and
after organizational distress. Second, the data were collected through
self-reported questionnaires. This may create common method bias, especially
when the same respondents evaluate psychological safety, voice behavior, and
failure mitigation. Podsakoff et al. (2024) explain that common method bias is
complex and difficult to eliminate completely. Future studies should combine
survey data with supervisor ratings, archival operational failure records, or
qualitative interviews.


Third, the study used purposive sampling and
focused on employees who experienced distressed organizational conditions. This
approach is appropriate for the research objective, but it limits
generalization to all types of organizations. Future studies should compare
distressed and non-distressed organizations to identify whether psychological
safety and employee voice function differently across organizational
conditions. Fourth, this study did not examine possible moderating variables
such as leadership style, organizational culture, job insecurity, workload, or
HR system strength. Future research should include these variables to produce a
more comprehensive model.


Overall, the findings show that psychological
safety and employee voice are important mechanisms for mitigating operational
failures in distressed organizations. Psychological safety creates the climate
that allows employees to take interpersonal risks. Employee voice transforms
that climate into constructive communication. Operational failure mitigation
occurs when organizations use employee input to identify risks, correct errors,
and prevent repeated failures. Therefore, the study confirms that human resource
management has a strategic role in strengthening organizational resilience
through safe, open, and responsive work systems.


 


CONCLUSIONS AND RECOMMENDATIONS


This study concludes that psychological
safety and employee voice play an important role in mitigating operational
failures in distressed organizations. The findings indicate that employees are
more willing to express concerns, report operational problems, and provide
constructive suggestions when they perceive their work environment as
psychologically safe. Psychological safety creates a work climate in which
employees feel respected, accepted, and protected from negative consequences
when they speak up about work-related issues. In distressed organizations, this
condition is essential because pressure, uncertainty, and job insecurity can
increase employee silence and reduce the flow of critical operational
information.














The results also show that employee voice
contributes directly to operational failure mitigation. Employees who actively
report risks, communicate errors, and suggest improvements help organizations
identify problems at an early stage. This enables organizations to correct weak
procedures, improve coordination, reduce repeated failures, and respond more
quickly to operational disruptions. Therefore, employee voice can be understood
as an early warning mechanism that supports organizational resilience during
periods of pressure and instability.


Psychological safety also influences
operational failure mitigation indirectly through employee voice. This means
that a safe communication climate encourages employees to speak up, and this
voice behavior helps organizations prevent and reduce operational failures. The
study confirms that operational failure is not only a technical issue, but also
a human resource issue related to communication, leadership response, employee
behavior, and organizational culture. Thus, distressed organizations need to
manage both technical systems and socio-psychological work conditions to
maintain operational stability.


Based on these findings, organizations should
build a psychologically safe work environment by encouraging open
communication, respectful interaction, and non-punitive responses to employee
input. Managers should avoid blaming employees who report mistakes or raise
concerns. Instead, employee reports should be treated as valuable information
for learning and improvement. This approach can reduce fear, strengthen trust,
and encourage employees to communicate operational risks before they become
serious failures.


Organizations are also recommended to create
formal and informal channels for employee voice. Formal channels may include
feedback systems, error reporting platforms, team meetings, suggestion forms,
and internal complaint mechanisms. Informal channels may include direct
conversations, coaching sessions, operational briefings, and problem-solving
discussions. These channels should be accessible, confidential when necessary,
and supported by clear follow-up actions. Employee voice will lose its
effectiveness if management does not respond to it.


Human resource departments should integrate
psychological safety and employee voice into leadership training, communication
training, employee engagement programs, performance evaluation, and
organizational culture development. HR policies should clearly emphasize that
constructive voice, error reporting, and improvement suggestions are valued
behaviors. Distressed organizations should also focus on reducing employee
silence, especially in sensitive areas such as error disclosure, ineffective
decision-making, and repeated operational failures. Future research is recommended
to use longitudinal designs, compare distressed and non-distressed
organizations, and examine additional variables such as leadership style,
workload, job insecurity, organizational culture, and HR system strength.


 














ADVANCED RESEARCH


This study has several limitations
that should be considered when interpreting the findings. First, the research
used a cross-sectional design, so the relationship between psychological
safety, employee voice, and operational failure mitigation was examined at one
point in time. This design can explain associations among variables, but it
cannot fully capture how psychological safety and employee voice develop during
different phases of organizational distress. Future research is recommended to
use a longitudinal design to examine whether changes in psychological safety
lead to stronger employee voice and more effective operational failure
prevention over time.
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