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ABSTRACT
Received: 18 Apr 2026 This study aimed to examine the effect of person—environment fit on organizational silence,
Accepted: 07 Jul 2026 considering the mediating role of organizational mistrust and the moderating role of ethical leadership

among employees of pharmaceutical distribution companies. This applied, descriptive-survey,
correlational study was conducted using structural equation modeling. The statistical population
Final Publication: 21 Mar 2027 consisted of 780 employees working in pharmaceutical distribution companies, from whom 274
participants were selected through proportional stratified sampling. Data were collected using
standardized questionnaires measuring person—environment fit, organizational mistrust, ethical
Keywords leadership, and organizational silence. Data analysis was performed using SPSS version 26 for
descriptive statistics and SmartPLS version 4 for partial least squares structural equation modeling.
Inferential results indicated that person—environment fit had a negative and significant effect on
organizational silence, organizational mistrust (f=-0.47, t=9.12, p<0.001). Organizational mistrust had a positive and
significant effect on organizational silence ($=0.52, t=11.34, p<0.001). Person—environment fit also
had a direct negative and significant effect on organizational silence (f=-0.41, t=7.28, p<0.001). In
leadership, pharmaceutical addition, ethical leadership had a negative and significant direct effect on organizational silence (B=-
0.29, t=5.43, p<0.001). The indirect effect of person—environment fit on organizational silence
through organizational mistrust was significant (f=-0.244, t=6.90, p<0.001), confirming the partial
mediating role of organizational mistrust. Moreover, the interaction effect of organizational mistrust
and ethical leadership on organizational silence was negative and significant (f=-0.18, t=3.41,
p<0.001). The findings suggest that improving person—environment fit can reduce organizational
silence both directly and indirectly by decreasing organizational mistrust. Ethical leadership also
weakens the positive effect of mistrust on silence and serves as a protective organizational mechanism
that encourages employee voice and participation.
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EXTENDED ABSTRACT
INTRODUCTION

Organizational silence has become a central concern in contemporary organizational
behavior because it reflects employees’ intentional withholding of ideas, concerns,
information, or warnings that could otherwise improve organizational learning, decision-
making, and performance. In modern organizations, human capital is not merely a
productive resource but a strategic source of adaptation, innovation, and sustainable
advantage; however, this value can only be realized when employees feel able and willing
to communicate their knowledge and concerns openly (1, 2). Silence is especially
problematic because it may appear superficially as compliance, calmness, or agreement,
while in reality it can indicate fear, withdrawal, distrust, perceived futility, or psychological
disengagement. Recent reviews have emphasized that employee voice and silence remain
theoretically and practically important issues, particularly because silence restricts
participation, weakens organizational responsiveness, and prevents managers from
receiving critical information about operational problems (4). Empirical evidence further
shows that organizational silence is associated with burnout, reduced job satisfaction,
turnover intentions, poorer well-being, and negative employee outcomes (3, 20). In
healthcare-related and service-oriented settings, silence can be particularly harmful
because employees may avoid reporting errors, procedural weaknesses, or risks that require
timely managerial attention (5).

One of the major antecedents of silence is employees’ perception of their fit with the
work environment. Person—environment fit refers to the perceived compatibility between
employees’ values, abilities, needs, goals, and the characteristics of their job, organization,
and broader workplace context. When employees perceive a strong fit with their
environment, they are more likely to experience belongingness, psychological comfort,
commitment, and constructive engagement. Conversely, poor fit may produce alienation,
defensive reactions, passive behavior, and withdrawal from organizational communication
(6, 8). Previous findings suggest that subjective person—environment misfit can increase
defensive silence by threatening employees’ self-esteem and psychological safety (7).
Related studies have also shown that person—organization fit is negatively associated with
organizational silence and passive work behaviors, particularly when employees perceive
inconsistency between their personal expectations and the organizational climate (9, 10).
Therefore, person—environment fit can be considered an important perceptual foundation
for understanding why employees choose either to speak up or to remain silent.



Organizational mistrust may explain how poor person—environment fit is translated
into silence. Mistrust refers to negative expectations, suspicion, and lack of confidence in
the intentions, fairness, and reliability of the organization or its managers. Employees who
distrust their organization may view speaking up as useless, risky, or harmful to their
interests. Accordingly, mistrust has been identified as a major predictor of reduced
employee voice and increased silence (11, 12). More recent studies indicate that
organizational mistrust mediates the association between poor person—environment fit and
defensive silence, suggesting that employees who feel misaligned with their environment
are more likely to distrust the organization and subsequently withhold their opinions (13,
14). At the same time, leadership may alter this process. Ethical leadership, characterized
by fairness, honesty, transparency, responsibility, and care for employees, can create
psychological safety and encourage employees to express concerns without fear of
retaliation (15, 17). Ethical leadership has been shown to reduce employee silence and buffer
the harmful effects of distrust on employee voice (16, 18, 19). Recent research has also
linked silence to knowledge hiding, cynicism, weak interpersonal trust, and reduced
organizational commitment, further confirming its importance for organizational learning
and social exchange processes (21-23). Based on this background, the present study
examined the effect of person—environment fit on organizational silence through the
mediating role of organizational mistrust and the moderating role of ethical leadership
among employees of pharmaceutical distribution companies.

METHODS AND MATERIALS

This study was applied in terms of purpose and descriptive-survey in terms of data
collection method. It used a correlational design and structural equation modeling to
examine direct, indirect, and moderating relationships among the main variables. The
statistical population consisted of 780 employees working in pharmaceutical distribution
companies. The target population included employees from administrative, financial, sales,
marketing, warehouse, logistics, support, human resources, and operational units. Based
on the Krejcie and Morgan sampling table, the minimum required sample size was
estimated at 260 participants; however, to compensate for incomplete questionnaires and
improve the statistical power of the structural model, 300 questionnaires were distributed.
After removing incomplete questionnaires, 274 valid responses were included in the final
analysis.

The sampling method was proportional stratified sampling. First, employees were
classified according to company and organizational unit, and then participants were
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selected proportionally from each stratum. Inclusion criteria included at least one year of
work experience in the company, formal or contractual employment status, and informed
willingness to participate in the research. Participation was voluntary, and respondents
were assured that their information would remain confidential and would be used only for
scientific purposes.

Data were collected using a combined standardized questionnaire with two main
sections. The first section included demographic information such as gender, age,
education level, work experience, employment type, and organizational unit. The second
section measured the main research variables: person—environment fit, organizational
mistrust, ethical leadership, and organizational silence. All items were scored on a five-
point Likert scale ranging from “strongly disagree” to “strongly agree.” The face and
content validity of the questionnaire were reviewed by experts in human resource
management, organizational behavior, and managers familiar with pharmaceutical
distribution companies. After expert review, minor revisions were made to improve clarity,
conceptual relevance, and wording. Data were analyzed using SPSS version 26 for
descriptive statistics and preliminary analyses, and SmartPLS version 4 for partial least
squares structural equation modeling. The measurement model was assessed through factor
loadings, Cronbach’s alpha, composite reliability, average variance extracted, discriminant
validity, and HTMT criteria. The structural model was assessed using standardized path
coefficients, t-values, significance levels, coefficients of determination, predictive
relevance, effect sizes, bootstrapping, mediation testing, and moderation analysis.

FINDINGS

The demographic results showed that 57.7% of participants were male and 42.3%
were female. In terms of age, 23.0% were younger than 30 years, 44.1% were between 30
and 40 years, and 32.8% were 40 years or older. Regarding education, 17.5% had a diploma
or associate degree, 51.8% had a bachelor’s degree, 25.9% had a master’s degree, and 4.8%
had a doctoral degree. In terms of work experience, 29.5% had less than five years of
experience, 37.2% had five to ten years, and 33.2% had more than ten years.

Descriptive statistics showed that the mean score of person—environment fit was 3.42
with a standard deviation of 0.74. The mean score of organizational mistrust was 2.88 with
a standard deviation of 0.81. Ethical leadership had the highest mean score, with a mean of
3.67 and a standard deviation of 0.89. Organizational silence had a mean score of 3.11 and
a standard deviation of 0.77, indicating a moderate to relatively high level of silence among
employees.



The measurement model showed acceptable reliability and validity. Cronbach’s
alpha values were 0.86 for person—environment fit, 0.88 for organizational mistrust, 0.91
for ethical leadership, and 0.84 for organizational silence. Composite reliability values
were 0.89, 0.91, 0.93, and 0.87, respectively. The average variance extracted values were
0.61 for person—environment fit, 0.64 for organizational mistrust, 0.66 for ethical
leadership, and 0.58 for organizational silence. All factor loadings were above 0.50, and
discriminant validity was confirmed using the Fornell-Larcker criterion.

The structural model results confirmed all direct hypotheses. Person—environment
fit had a negative and significant effect on organizational mistrust (f=-0.47, 1t=9.12,
p<0.001). Organizational mistrust had a positive and significant effect on organizational
silence (p=0.52, t=11.34, p<0.001). Person—environment fit also had a negative and
significant direct effect on organizational silence (B=-0.41, t=7.28, p<0.001). Ethical
leadership had a negative and significant direct effect on organizational silence (=-0.29,
t=5.43, p<0.001). The coefficient of determination was 0.22 for organizational mistrust and
0.48 for organizational silence, indicating that the model explained 22% of the variance in
organizational mistrust and 48% of the variance in organizational silence. The predictive
relevance values were 0.14 for organizational mistrust and 0.33 for organizational silence,
confirming acceptable predictive power.

The mediation analysis showed that the indirect effect of person—environment fit on
organizational silence through organizational mistrust was negative and significant (f=-
0.244, t=6.90, p<0.001). Since both the direct and indirect effects were significant,
organizational mistrust played a partial mediating role. The moderation analysis also
showed that the interaction effect of organizational mistrust and ethical leadership on
organizational silence was negative and significant (f=-0.18, t=3.41, p<0.001). This
finding indicates that ethical leadership weakens the positive relationship between
organizational mistrust and organizational silence.

DISCUSSION AND CONCLUSION

The findings indicate that person—environment fit is a meaningful predictor of
organizational silence among employees of pharmaceutical distribution companies.
Employees who perceive stronger compatibility between their personal values, abilities,
needs, and the work environment are less likely to remain silent. This suggests that silence
is not only the result of formal hierarchy or communication restrictions but also depends
on how employees perceive their place within the organization. When employees feel
aligned with the organization, they are more likely to interpret the workplace as safe,
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meaningful, and supportive. In contrast, when employees feel misaligned, they may
distance themselves psychologically and choose silence as a protective or passive response.

The results also show that organizational mistrust is a key explanatory mechanism
in this process. Person—environment fit reduces mistrust, and lower mistrust reduces
silence. This means that when employees experience compatibility with the organization,
they are less likely to question the organization’s intentions, fairness, or reliability. As a
result, they become more willing to express opinions, report problems, and participate in
organizational communication. The partial mediating role of organizational mistrust shows
that mistrust is an important pathway, but not the only pathway, linking person—
environment fit to silence. Other variables, such as psychological safety, perceived
organizational support, justice, job satisfaction, and work alienation, may also contribute
to this relationship.

The moderating role of ethical leadership is another important finding. Ethical
leadership weakens the positive effect of organizational mistrust on organizational silence.
This means that even when employees experience some level of mistrust, ethical leaders
can reduce the likelihood that mistrust will turn into silence. Ethical leaders can do this by
demonstrating fairness, honesty, transparency, accountability, and respect in daily
interactions. Such behaviors reduce the perceived risks of speaking up and create a climate
in which employees believe that their voices will be heard rather than punished. Therefore,
ethical leadership functions as a protective organizational factor that can reduce the
behavioral consequences of mistrust.

Overall, the study concludes that reducing organizational silence requires a multi-
level managerial approach. At the individual-environment level, organizations should
improve fit through careful recruitment, selection, placement, training, and career
development. At the relational and psychological level, organizations should reduce
mistrust by strengthening fairness, transparency, consistency, and responsiveness. At the
leadership level, managers should develop ethical leadership behaviors that promote
psychological safety and open communication. For pharmaceutical distribution companies,
where operational accuracy, coordination, and timely communication are essential,
reducing silence can improve organizational learning, error reporting, employee
participation, and overall organizational effectiveness.
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