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psychological safety, employee well-  This study examines the institutional determinants of psychological safety and
being, local government, public employee well-being in Zamboanga City local government, linking
administration, Philippines organizational structures, leadership practices, and human resource policies to
governance outcomes. Using a mixed-methods approach, the research draws on
Civil Service Commission HR audit data, grievance reports, turnover intention
metrics, and semi-structured interviews with key stakeholders across multiple
departments. The findings reveal that decentralized authority, participatory
leadership, transparent decision-making, and supportive HR mechanisms
enhance psychological safety, reduce stress, and improve employee engagement,
particularly in administrative and engineering units. Conversely, centralized
authority, rigid hierarchies, and high citizen-facing workloads in departments
such as Health and Social Welfare elevate stress, absenteeism, and turnover
risk. Comparative analysis situates Zamboanga City within Philippine and
Global South contexts, highlighting patterns consistent with OECD benchmarks
while emphasizing the need for context-specific adaptation. The study proposes
a conceptual framework in which psychological safety, mediated by
organizational support and job satisfaction, drives employee well-being,
moderated by institutional factors such as HRM policies, participatory
mechanisms, and leadership inclusivity. These results underscore the
importance of human-centered governance and structural reform in enhancing
workforce sustainability, organizational performance, and service delivery in
resource-constrained municipalities.
perception that individuals can express concerns, report
1. INTRODUCTION mistakes, and contribute ideas without fear of negative
consequences. While this concept originates in
Local governments occupy a central position in organizational behavior research, it carries direct
contemporary governance. They deliver essential public relevance  for  public  administration.  Public
services, enforce regulations, and mediate daily organizations rely on employee voice to detect
encounters between citizens and the state. These implementation failures, adapt to changing conditions,
responsibilities place sustained demands on public and uphold accountability. When employees fear
employees, who operate under political oversight, fiscal reprisal or marginalization, they withdraw from these
constraints, and organizational hierarchy. Public functions.
administration research increasingly recognizes that the Despite its relevance, psychological safety remains
quality of governance depends not only on formal marginal in local government scholarship, particularly
institutions and policy design but also on the conditions in developing democracies. Existing research focuses on
under which public employees work. Employee well- performance management, decentralization, and service
being has emerged as a core determinant of delivery, often treating employees as instruments rather
organizational performance, ethical conduct, and public than institutional actors. This omission reflects a
trust. broader tendency in public administration to privilege
Psychological safety represents a critical yet structural reforms over organizational climate. Yet
underexamined dimension of employee experience in reforms that ignore employee experience risk weak
local government. Psychological safety refers to the implementation and unintended consequences.
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This article examines psychological safety and
employee well-being in Zamboanga City, Philippines.
The city operates within a decentralized governance
framework that assigns extensive service delivery
responsibilities to local governments while retaining
centralized personnel control. This institutional
arrangement creates tensions between accountability,
hierarchy, and employee voice. Zamboanga City further
operates in a complex socio-political environment that
places high demands on public employees.

The study asks: How do institutional and
organizational conditions in a Philippine city
government shape psychological safety and employee
well-being? Rather than treating psychological safety as
an individual-level attitude, the analysis conceptualizes
it as an institutional outcome produced by governance
arrangements, organizational structure, and workforce
composition.

The article contributes to Administration & Society
in three ways. First, it advances an institutional
understanding of psychological safety in public
organizations. Second, it situates employee well-being
within local governance capacity rather than human
resource management alone. Third, it extends public
administration theory to a Global South context that
remains underrepresented in the literature.

2. PSYCHOLOGICAL SAFETY AS AN
INSTITUTIONAL CONSTRUCT

Psychological safety extends beyond individual
perception, reflecting the institutional frameworks that
shape employee behavior and risk tolerance.
Institutions—formal rules, hierarchical structures, and
procedural norms—signal which behaviors are
acceptable, influencing whether employees voice
concerns or innovate (Edmondson, 1999; Scott, 2014).
In local government, centralized authority, rigid
protocols, and non-permanent employment suppress
psychological safety, limiting participation and
experimentation. Comparative evidence from OECD
municipalities shows that decentralized authority,
formal feedback mechanisms, and supportive leadership
enhance safety (Tummers & Bekkers, 2021).
Conceptualizing psychological safety institutionally
highlights the structural drivers of employee well-being
and organizational performance in public
administration.

2.1 From Team Climate to Governance Condition

Psychological safety enters scholarship through
studies of team learning and organizational
performance. Edmondson defines it as a shared belief
that the workplace permits interpersonal risk-taking.
Subsequent research links psychological safety to
innovation, error reporting, and adaptive capacity. Most
studies examine private firms or professional teams,
where authority structures remain flexible and
performance incentives dominate.
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Public organizations differ in fundamental ways.
They operate within legal mandates, political
accountability, and formalized hierarchy. Authority
derives from law rather than contract. Errors carry
political consequences rather than market penalties.
These conditions shape how employees interpret risk
and voice. Psychological safety in public organizations
thus emerges less from informal norms and more from
institutional signals.

Institutional theory emphasizes how formal rules,
norms, and authority structures shape behavior. In local
government,  civil  service  regulations, audit
requirements, and executive control send signals about
acceptable conduct. When institutions emphasize
compliance and risk avoidance, employees infer that
deviation invites sanction. Psychological safety declines
even when leaders encourage openness rhetorically.

This study treats psychological safety as an
institutional  construct embedded in  governance
arrangements. It asks how rules, authority, and
organizational design condition employee perceptions
of safety and well-being.

2.2 Psychological  Safety and  Bureaucratic
Accountability

Public administration scholarship emphasizes
accountability as a defining feature of bureaucracy.
Accountability mechanisms include audits, performance
evaluations, legislative oversight, and public scrutiny.
These mechanisms aim to prevent abuse and ensure
compliance. Yet excessive or poorly designed
accountability can suppress learning and initiative.

Research on performance management shows that
punitive accountability discourages experimentation and
error reporting. Psychological safety mediates this
relationship. When employees fear blame, they conceal
problems rather than address them. Local governments,
which operate close to citizens and media, face intense
accountability pressures. These pressures shape
organizational climate.

Psychological safety does not imply absence of
accountability. Rather, it requires institutional
arrangements that distinguish between learning-oriented
feedback and punitive sanction. This distinction remains
underdeveloped in many local governments.

3. EMPLOYEE WELL-BEING IN PUBLIC
ADMINISTRATION

Employee well-being in public administration
reflects both personal health and organizational
conditions, encompassing job satisfaction, engagement,
stress, and work-life balance (Cooper & Cartwright,
1994; Moynihan & Pandey, 2007). Institutional
structures, workload, hierarchical culture, and
employment security shape well-being outcomes. In
local government, frontline employees and non-
permanent staff experience elevated stress and lower
satisfaction due to procedural rigidity and citizen-facing



demands (Asio & Riego de Dios, 2019). Well-being
correlates with organizational performance, influencing
absenteeism, turnover, and service quality. Framing
well-being as a governance metric underscores its role
in sustaining public service motivation, institutional
effectiveness, and adaptive capacity.

3.1 Conceptualizing Well-Being Beyond Satisfaction

Employee well-being encompasses physical health,
mental health, and work-related functioning. Public
administration research often operationalizes well-being
through job satisfaction or commitment. These
measures capture attitudes but miss structural sources of
strain. Occupational health research shows that
workload, role conflict, and emotional labor contribute
to stress and burnout. Public employees face unique
stressors, including political interference, public
scrutiny, and resource scarcity. Local government
employees confront these stressors directly through
frontline service delivery.

Well-being also carries profound institutional
implications. Elevated stress, burnout, and job
dissatisfaction among public employees increase
absenteeism, turnover intention, and the likelihood of
errors, which directly affect service delivery and policy
implementation. These patterns compromise
organizational performance, reduce administrative
capacity, and weaken public trust in local government
institutions. Consequently, employee well-being is not
solely a personal concern but a strategic governance
issue, bridging individual experience with institutional
effectiveness. By fostering  well-being  through
supportive policies, fair workloads, and participatory
structures, local governments can enhance both
employee resilience and overall organizational
performance, reinforcing sustainable public service
outcomes.

3.2 Public Service Motivation and Organizational
Strain

Public service motivation theory emphasizes
altruistic motives and commitment to public values.
Employees with high public service motivation tolerate
lower pay and higher demands. Yet sustained strain
erodes motivation. When organizational conditions
undermine well-being, commitment declines.

Psychological safety interacts with public service
motivation. Employees who feel safe expressing
concerns sustain motivation under stress. Those who
fear reprisal disengage. This dynamic proves especially
relevant in local government, were employees balance
service ideals with political realities.

4. INSTITUTIONAL CONTEXT OF
PHILIPPINE LOCAL GOVERNMENT

Philippine local government operates within a
decentralized framework established under the Local

Government Code of 1991, granting cities,
municipalities, and provinces fiscal and administrative
autonomy. Despite  decentralization, institutional
constraints—bureaucratic rigidity, political patronage,
and limited human-resource  capacity—affect
organizational performance and employee experience
(Brillantes & Fernandez, 2020; Capuno, 2019). Local
governments navigate complex intergovernmental
relationships, regulatory mandates, and community
expectations, shaping decision-making and service
delivery. Institutional structures influence both
psychological safety and employee well-being, as
hierarchical norms, resource limitations, and temporary
appointments create pressures on staff, constraining
participation, innovation, and sustainable public service
outcomes.

4.1 Decentralization with Centralized Personnel
Control

The Philippine Local Government Code of 1991
decentralizes  service delivery to cities and
municipalities. Local governments manage health
services, social welfare, environmental management,
and disaster response. This decentralization aims to
improve responsiveness and accountability.

At the same time, personnel systems remain
centralized under the Civil Service Commission. Hiring,
promotion, and discipline follow national rules. Local
executives exercise strong authority over departments
but operate within civil service constraints. This hybrid
system produces ambiguity in accountability and
authority.

Employees navigate multiple principals: local
executives, national agencies, and citizens. This
complexity affects psychological safety. Unclear
accountability increases perceived risk in speaking up.

4.2 Zamboanga City as an Institutional Case

Zamboanga City qualifies as a highly urbanized
city with extensive administrative responsibilities. It
manages a diverse portfolio of services and employs
thousands of workers across departments. The city
operates in a region characterized by security
challenges, public health demands, and socio-economic
diversity.

Organizational structure in  Philippine local
government follows a mayor—council system, where
executive authority is concentrated in the mayor’s
office, and department heads report primarily upward,
reinforcing hierarchical accountability. While formal
consultative mechanisms, such as city council
committees and departmental meetings, exist to
facilitate dialogue, these processes often remain
procedural rather than substantive, limiting genuine
participatory input. Such structural features shape
organizational climate by signaling which behaviors are
acceptable, influencing employees’ willingness to take
initiative or voice concerns. Consequently, hierarchical
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concentration, procedural consultation, and limited
autonomy directly affect employee perceptions of
psychological safety, participation, and overall
engagement within the local government context.

5. THEORETICAL FRAMEWORK

This study integrates three complementary strands
of public administration theory to examine
psychological safety and employee well-being in local
government. By combining institutional theory,
psychological safety theory, and employee well-being
research, the framework links organizational structures,
individual behavior, and performance outcomes.

5.1 Institutional Theory:

Institutional theory emphasizes that formal rules,
hierarchical authority, and normative expectations shape
organizational behavior and decision-making (Meyer &
Rowan, 1977; Scott, 2014). In local government,
institutional structures—such as the mayor—council
system, centralized executive authority, and procedural
mandates—signal acceptable behaviors and constrain
discretion. These structures influence employees’ risk
tolerance, willingness to innovate, and adherence to
organizational norms. Institutional theory provides
insight into how formalized governance practices
intersect with employee experience, establishing the
boundaries within which psychological safety and well-
being can emerge.

5.2 Psychological Safety Theory:

Psychological safety refers to the perception that one
can express ideas, concerns, or mistakes without fear of
reprisal (Edmondson, 1999). In the public sector,
psychological safety facilitates learning, collaboration,
and innovation. Employees who perceive safe spaces to
speak up are more likely to contribute to problem-
solving, policy implementation, and  service
improvement. Integrating this theory allows the study to
analyze organizational climate beyond formal rules,
highlighting the relational and cultural conditions
necessary for employee voice within institutionalized
local government structures.

5.3 Employee Well-Being Research:

Employee  well-being research  connects  work
conditions, stress, engagement, and job satisfaction to
organizational outcomes (Cooper & Cartwright, 1994;
Moynihan & Pandey, 2007). Well-being affects
absenteeism, turnover, error rates, and ultimately
service quality. In local government, factors such as
workload, procedural rigidity, and temporary
appointments impact well-being, linking individual
experience to institutional performance and
governance capacity.

By integrating these three strands, the framework
captures the dynamic interplay between institutional
context, psychological safety, and employee well-
being, offering a robust lens to understand
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organizational effectiveness in Zamboanga City’s local
government.

Figure 1
Institutional Determinants of Psychological Safety
and Employee Well-Being

Institutional design establishes the formal rules,
policies, and governance frameworks that define how
authority is distributed and exercised within local
government organizations. These design features
determine hierarchical structures, reporting lines, and
decision-making protocols, creating the conditions
under which employees interact and express concerns.
Authority structures, in turn, directly influence
psychological safety by shaping whether employees
perceive their work environment as supportive, fair, and
non-punitive. ~ When authority is  transparent,
participatory, and accountable, employees feel safe to
voice ideas, report errors, and challenge procedures
without fear of negative consequences. Psychological
safety functions as a critical intermediary, conditioning
the experiences of employee well-being by reducing
stress, promoting engagement, and fostering a sense of
inclusion and recognition. Enhanced well-being
manifests in higher morale, motivation, and sustained
commitment to organizational objectives. These
individual-level outcomes collectively feed back into
governance capacity, as well-being enables employees
to perform effectively, collaborate constructively, and
implement public policies with responsiveness and
efficiency. Consequently, institutional design, authority
structures, psychological safety, and employee well-
being operate in an interconnected system, where
deliberate structural interventions can strengthen
organizational performance, enhance service delivery,
and improve overall governance outcomes in local
government contexts.

Figure 1. Institutional Determi of Psychological Safety and Employee Well-Being
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Institutional Determinants of Psychological Safety
and Employee Well-Being

From a Public Administration praxis perspective,
institutional arrangements in local government operate
not only as formal structures but also as lived practices
that shape organizational behavior. Institutional design
defines authority, accountability, and decision-making
pathways, which in turn create conditions for
psychological safety. When employees perceive
authority structures as transparent, participatory, and
responsive, they express ideas, report errors, and
challenge procedures without fear of reprisal. This
environment directly supports employee well-being by
reducing stress, fostering engagement, and cultivating a
sense of inclusion and recognition. Praxis theory
emphasizes the iterative interaction between structures
and actions, suggesting that well-being is both produced
by institutional arrangements and enacted through daily
organizational practices. In turn, psychologically safe
and healthy employees strengthen governance capacity,
as their engagement, creativity, and collaboration
enhance policy implementation, service delivery, and
responsiveness. Integrating institutional design with
praxis highlights how deliberate structural interventions
translate into human-centered outcomes, linking
organizational frameworks with tangible public
administration effectiveness.

6. CONTRIBUTION TO
ADMINISTRATION PRAXIS

PUBLIC

This study contributes to public administration
praxis by linking institutional structures, employee
psychological safety, and well-being to local
government performance, providing both theoretical and
practical insights. Theoretically, it extends institutional
and organizational behavior research by demonstrating
that formal rules, hierarchical authority, and procedural
norms do not merely regulate behavior—they actively
shape employees’ willingness to speak up, innovate, and
collaborate (Meyer & Rowan, 1977; Edmondson, 1999).
By situating psychological safety within the institutional
context of Philippine local government, the study
underscores how governance arrangements influence
organizational climate, learning, and adaptive capacity.

Empirically, the study documents that Zamboanga
City employees who perceive supportive leadership,
participatory consultation, and manageable workloads
report higher engagement, lower stress, and stronger
commitment to public service. These findings align with
international research showing that decentralized
authority, formal feedback systems, and psychological
safety mechanisms enhance municipal innovation and
service quality (Tummers & Bekkers, 2021; Liu &
Wang, 2022). By connecting employee well-being to
institutional performance metrics, the study provides
evidence that human resource management and
governance structures are mutually reinforcing, with

implications for policy design and administrative
reform.

In sum, the study bridges gaps between
organizational theory, psychology, and public
administration, highlighting the interplay between
individual experience and institutional design. It
advances praxis by recommending that local
governments adopt policies and practices that support
psychological safety—such as structured feedback
channels, participatory decision-making, and workload
optimization—to improve both employee well-being
and service delivery. Ultimately, this research
demonstrates that investing in the human dimensions of
governance is not ancillary but central to building
resilient, accountable, and effective public institutions,
reinforcing the broader goals of decentralization and
public service professionalism.

7. COMPARATIVE ANALYSIS OF LOCAL
GOVERNMENTS

Comparative analysis reveals how institutional
arrangements, leadership styles, and organizational
culture shape psychological safety and employee well-
being across local governments. In Zamboanga City,
hierarchical structures, procedural consultation, and
resource constraints limit discretionary decision-
making, mirroring challenges in other decentralized
Philippine municipalities (Brillantes & Fernandez,
2020). International comparisons show that OECD
cities with flatter hierarchies, participatory governance,
and structured feedback mechanisms report higher
employee engagement, lower stress, and improved
service outcomes (Tummers & Bekkers, 2021; Liu &
Wang, 2022). This analysis underscores that structural
design, institutional culture, and human resource
practices jointly determine both employee experience
and organizational effectiveness.

7.1 Institutional Variation Across Contexts

Local government structures vary considerably
across countries, influencing employee experience,
psychological safety, and well-being. OECD countries
typically exhibit:

o Decentralized authority with discretionary

autonomy for departments

e Formalized employee

consultative mechanisms

e Clear separation of political and bureaucratic

authority

e Employment protection and standardized

grievance procedures

participation  and

These institutional features create higher perceived
psychological safety, encouraging employees to report
errors, propose innovations, and engage citizens
proactively. For example, Swedish municipalities
combine strong civil service protection with open
feedback systems, resulting in high employee voice
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scores (Lindquist, 2022). Similar patterns emerge in
Canadian and Dutch cities, where institutionalized
consultative councils mediate executive authority and
employee participation (Andrews & Boyne, 2017).

In contrast, local governments in the Global South,
including the Philippines, face constraints that reduce
psychological safety:

e Centralized personnel control with politically

influenced promotions and appointments

e  Ambiguous or weak grievance procedures

e Resource scarcity and workload pressures

e  Frequent political turnover

These features create a structural environment
where employees perceive high risk in expressing
concerns. Research in Indonesia and the Philippines
shows that frontline bureaucrats often adopt defensive
practices, including withholding information or rigid
adherence to routines, to avoid negative repercussions
(Fauzi & Utomo, 2020).

Table 1 highlights the structural and institutional
differences between selected OECD municipalities and
Philippine local governments, illustrating their influence
on psychological safety and employee well-being.
OECD municipalities demonstrate high employee
autonomy, participatory feedback mechanisms, strong
employment security, low political interference,
adequate resources, and a culture that supports
innovation. These features foster organizational climates
where employees feel empowered to share ideas, take
initiative, and learn from mistakes, enhancing service
quality and adaptive capacity. In contrast, Philippine
local governments, including Zamboanga City, exhibit
moderate-to-low autonomy, formal but procedural
feedback mechanisms, centralized authority influenced
by political patronage, limited resources, and risk-averse
cultures. Such conditions constrain employee voice,
discourage initiative, and heighten stress. The
comparative perspective underscores that institutional
design directly shapes organizational climate,
demonstrating that reforms supporting autonomy,
participatory feedback, and secure employment can
strengthen  psychological safety and well-being,
ultimately improving public sector performance.

Table 1
Institutional Comparison of Local Governments
(Selected OECD vs Global South)

Feature OECD Philippine Local
Municipalities Governments
lInterference || |
Resource Adequate Limited
Auvailability
Innovation Supported Risk-averse
Culture

Feature OECD Philippine Local
Municipalities Governments
Employee High Moderate to Low
Autonomy
Feedback Formal + Formal, procedural
Mechanisms participatory only
Employment  ||Strong, unionized||Centralized,
Security politically
influenced
[Political |Low |High
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This table illustrates structural constraints that
influence  psychological  safety. OECD local
governments facilitate employee voice, while Philippine
local governments, including Zamboanga City, maintain
authority hierarchies that condition caution.

7.2 Psychological Safety and Governance
Outcomes

The comparative evidence underscores that
institutional design directly shapes governance capacity
through employee experience. In OECD cities, studies
demonstrate that higher psychological safety correlates
with:

e Greater implementation fidelity of municipal

policies

e Higher innovation in service delivery

e Lower absenteeism and turnover

For instance, a longitudinal study of Dutch
municipalities found that departments with high
psychological safety reported 22% fewer procedural
errors and higher citizen satisfaction (Tummers &
Bekkers, 2021).

In the Philippine context, evidence is less
systematic but suggests a different dynamic. Data from
Zamboanga City reveal:

e A high proportion of non-permanent
employees  (~32%) who report limited
influence over policy decisions

o Hierarchical structures that centralize authority
in the mayor’s office

o High perceived workload due to overlapping
service responsibilities

These institutional conditions reduce psychological
safety and increase employee stress, highlighting the
link between governance structure and individual well-
being.

7.3 Workforce Composition and Demographic
Patterns
Employee  characteristics ~ further =~ moderate
institutional effects. In Zamboanga City:
e Median employee age is 43 years, with 52%
female representation
e Non-permanent employees face job insecurity,
limited voice, and high workload stress



e Departments with direct citizen contact, such
as health and social welfare, report higher
absenteeism

Comparative studies in OECD countries indicate
that younger employees and women benefit from
inclusive decision-making structures, which enhances
psychological safety. In contrast, in the Philippines,
demographic  patterns intersect with  structural
constraints to exacerbate stress, particularly for non-
permanent staff (Philippine Statistics Authority, 2023).

7.4 Cross-National Implications for Public
Administration

The comparative perspective vyields three key

insights for public administration theory:

1. Institutional design mediates employee
experience:  Hierarchical authority and
centralized  personnel  systems  reduce
psychological safety, whereas decentralization
with formal participation enhances it.

2. Employee well-being is a governance
outcome: Beyond HR concerns, workforce
well-being influences implementation fidelity,
policy innovation, and citizen satisfaction.

3. Global South contexts require nuanced
theorization: Applying OECD-derived
frameworks  without  adaptation  risks
overestimating employee autonomy and
underestimating risk perceptions in developing
democracies.

These insights reinforce the importance of adopting
an institutional lens when examining psychological
safety, demonstrating that individual perceptions of
safety and well-being are not isolated phenomena but
are deeply embedded within organizational structures,
policies, and leadership practices. They show that
employees’ sense of security, ability to voice concerns,
and engagement at work directly reflect the quality of
governance and administrative processes in local
government. By linking individual-level well-being to
broader organizational and institutional performance,
these findings highlight how supportive leadership,
transparent procedures, and inclusive decision-making
collectively shape both employee experiences and the
effectiveness of public service delivery.

8. LITERATURE SYNTHESIS

The literature on local government, psychological
safety, and employee well-being highlights the
interdependence of institutional design,
organizational climate, and individual experience.
Institutional theory emphasizes that formal rules and
hierarchical authority shape behavior (Meyer & Rowan,
1977; Scott, 2014), while psychological safety theory
identifies conditions that encourage employee voice,
learning, and innovation (Edmondson, 1999; Tummers

& Bekkers, 2021). Employee well-being research links
supportive work environments to engagement, reduced
stress, and enhanced service delivery (Cooper &
Cartwright, 1994; Moynihan & Pandey, 2007).
Synthesizing these strands demonstrates that structural
and relational factors jointly influence performance
and resilience, suggesting that effective public
administration requires attention to both governance
architecture and human experience.

8.1 Integrating Global and Local Research

To situate the Zamboanga City case within the
broader literature, Table 8.1 synthesizes key research on
psychological safety, employee well-being, and
institutional context across OECD and Global South
local governments. This matrix highlights mechanisms,
empirical findings, and relevance for governance
outcomes.

Table 2
Literature Synthesis Matrix on Psychological Safety
and Employee Well-Being in Local Government

Governan

Author( Context Mechanis Key ce

S) m Findings || Implicatio
ns

Edmond [|US Team Safe Institutions
son healthcare ||learning, |lenvironme|should
(1999) ||teams psycholog ||nts enable
ical safety |[increase ||learning-

reporting ||oriented
of errors ||feedback

Moynih [US Public Employee |[Employee
an & federal & ||service motivatio (jwell-being
Pandey ||local motivatio (|n linked to||affects
(2007) |lagencies ||n organizati ||performanc
onal e and
climate ||accountabil
ity
Tummer ||Dutch Psycholog||Departme [|Autonomy
S& municipal ||ical safety ||nts with ||+ feedback
Bekkers ||ities & high structures
(2021) innovatio |safety improve
n report service
fewer delivery
errors
Fauzi & [|Indonesia |[Hierarchic||Fear of Centralized
Utomo ||n local al reprimand |[authority
(2020) ||lgovernme [lauthority |[reduces ||limits
nt voice learning
Philippi ||Zamboan ([Workforc ||Non- Employee

ne gaCity |le permanent jwell-being
Statistic compositi |[employees||moderates

S on experienc ||policy
Authorit e higher |limplement
y (2023) stress ation
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This synthesis highlights clear patterns showing
how institutional arrangements shape the likelihood of
safe communication, employee well-being, and overall
governance outcomes. OECD research emphasizes the
enabling role of formal structures in facilitating
employee voice, whereas studies from the Global South
underscore persistent constraints, risk exposure, and
heightened stress that limit psychological safety and
performance.

8.2 Positioning Zamboanga City

Zamboanga City exemplifies a hybrid case:

« Responsibilities are decentralized, but
personnel and decision-making
authority remain centralized

o Employees experience structural stress,
particularly non-permanent staff

o Psychological safety is institutionally
constrained,  limiting  voice and
adaptive capacity

The city case thus bridges the comparative
literature, showing how Global South contexts illustrate
institutional mechanisms linking authority,
psychological safety, and governance performance.

8.3 Comparative Implications for Theory

From a theoretical standpoint, three propositions
emerge:

1. Proposition 1: Psychological safety is an
emergent property of institutional arrangements
rather than solely individual disposition.

2. Proposition 2: Employee well-being mediates
the relationship between institutional constraints
and governance outcomes.

3. Proposition 3: Global South local governments
exhibit institutional patterns that suppress voice,
highlighting  the importance of adaptive
governance strategies.

These propositions extend existing frameworks,
emphasizing the institutional production of
psychological safety and its downstream effects on
policy implementation and service delivery.

8.4 Conceptual Illustration

The conceptual illustration depicts the dynamic
relationship between institutional structures,
psychological safety, and employee well-being in local
government. Institutional factors, including hierarchical
authority, procedural rules, and resource allocation,
shape organizational climate, influencing employees’
perception of safety and autonomy. Psychological safety
mediates employees’ willingness to voice concerns,
innovate, and engage in collaborative learning.
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Employee well-being, encompassing stress levels,
engagement, and satisfaction, directly affects
organizational performance, policy implementation, and
service quality. By visually linking these elements, the
illustration clarifies how structural design and human
experience interact, providing a framework to guide
interventions, governance reforms, and public
administration practice in contexts such as Zamboanga
City.

Figure 2
Comparative Institutional Effects on Employee
Psychological Safety

Comparative analysis of local government
structures illustrates how institutional design shapes
psychological safety and governance outcomes. In
OECD contexts, decentralized authority, formal
participation mechanisms, and strong employment
protections create conditions where employees can
voice concerns, experiment with solutions, and learn
from mistakes. Feedback systems emphasize learning
rather than punishment, resulting in high psychological
safety and optimized governance performance. By
contrast, Global South local governments often operate
under centralized authority, hierarchical procedures, and
segmented, non-permanent employment arrangements.
Feedback prioritizes compliance over learning, limiting
employees’ willingness to raise concerns or propose
innovations. These conditions suppress psychological
safety, contributing to constrained governance
performance and increased stress. The comparison
underscores those institutional arrangements—authority
distribution, participation opportunities, and feedback
orientation—mediate the relationship between employee
experience and organizational outcomes. Enhancing
participatory structures and learning-focused practices
can strengthen psychological safety, promote employee
well-being, and improve policy implementation and
service delivery in resource-constrained contexts. This
figure visually captures how structural design and
employment conditions produce different levels of
psychological safety and organizational outcomes.
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8.5 Conceptual Integration

The study integrates institutional theory,
psychological safety, and employee well-being to
explain governance outcomes in Zamboanga City local
government.  Institutional  arrangements—including
authority distribution, procedural norms, and leadership
practices—establish the structural and cultural context
in which employees operate. Psychological safety
mediates the relationship between these institutional
features and employee well-being, enabling staff to
voice concerns, engage in problem-solving, and
participate in decision-making without fear of reprisal.
Human resource mechanisms, such as training,
mentoring, and recognition programs, reinforce these
effects by signaling organizational support and fostering
resilience. Departments with participatory leadership,
transparent procedures, and balanced autonomy report
higher engagement, lower stress, and improved service
delivery, whereas units with centralized authority, rigid
hierarchies, and high emotional labor experience
elevated absenteeism, reduced morale, and constrained
governance performance. Conceptually, these findings
highlight that individual-level well-being, and
organizational outcomes are co-produced through the
interaction of institutional structures, leadership
behaviors, and supportive practices, emphasizing a
praxis-oriented approach to public administration that
links structural design to human-centered governance
effectiveness.

e Model:
Psychological Safety — (Mediated by
Organizational Support & Job Satisfaction) —
Employee Well-Being

e Moderators / Institutional Factors:
HRM policies, leadership inclusivity, HRIS
implementation, participatory mechanisms.

e Mechanisms:
Open communication, recognition, learning culture,
and leadership responsiveness operationalize
psychological safety in daily practice.

Conceptual Integration

~ —
y% Moderators / Institutional Factors:
m& e HRM Policies
DS ® Leadership Inclusivity
.. Psychological e HRIS Implementation
Safety

e Participatory Mechanisms

S job Satisfaction
o (Mediator) S8 =
N o R .

$ T

Moderators /
Institutional Factors:

e HRM Policies
‘ ® Leadership Inclusivity
e HRIS Implementation
® Participatory Mechanisms

Mechanisms:

e Open Communication
e Recognition
e Learning Culture

e Leadership
Responsiveness

e, SIS

Mechanisms:

—— = 1 ¥ ‘ I
3 =
Open Communication Recognition  Learning Culture Rel: dership

a
ponsiveness

Open communication, recognition, learning culture, and leadership
responsiveness operationalize psychological safety in dally practice.

The model demonstrates that psychological safety
drives employee well-being, with organizational support
and job satisfaction serving as critical mediators.
Institutional factors, including HRM policies, inclusive
leadership, HRIS implementation, and participatory
mechanisms, shape the strength and consistency of this
relationship. Psychological safety operates through daily
mechanisms such as open communication, recognition,
a learning-oriented culture, and responsive leadership,
which collectively reinforce engagement, resilience, and
job satisfaction. This integrated framework highlights
that employee well-being in local government emerges
from the interplay between individual perceptions,
organizational practices, and structural supports, linking
human-centered management to effective governance
and sustainable public service delivery.

The Conceptual Integration Model further
illustrating how psychological safety translates into
employee well-being within Zamboanga City local
government. Psychological safety forms the foundation,
influenced by institutional moderators such as HRM
policies, inclusive leadership, HRIS implementation,
and participatory mechanisms. These factors determine
whether employees feel secure to voice concerns, share
ideas, and engage in decision-making without fear of
reprisal. Organizational support and job satisfaction
function as mediators, channeling the effects of
psychological safety toward well-being outcomes. Daily
mechanisms—open communication, recognition,

47



learning culture, and leadership responsiveness—
operationalize  psychological  safety, reinforcing
engagement, resilience, and satisfaction. The model
emphasizes that institutional structures and leadership
behaviors not only shape individual experiences but also
collectively enhance governance performance and
service delivery. By highlighting these interactions, the
framework underscores that sustainable employee well-
being emerges from the integration of systemic
institutional design, supportive practices, and human-
centered management, linking organizational theory
directly to practical outcomes in public administration
contexts.

9. DATA AND METHODS

This study employs a mixed-methods approach to
examine psychological safety and employee well-being
in Zamboanga City’s local government. Quantitative
data derive from a survey of 312 employees, including
permanent and non-permanent staff across departments,
measuring autonomy, feedback, stress, engagement, and
perceived safety. Qualitative data come from semi-
structured interviews with 20 department heads and
frontline employees, providing insights into institutional
norms and organizational climate. Data analysis
integrates  descriptive  statistics, correlation, and
regression models with thematic coding of interview
transcripts, allowing the study to link structural,
relational, and individual factors to governance
outcomes and employee experiences.

9.1 Research Design

This study employs a mixed-methods institutional
case study design, following standard approaches in
public administration research that link employee
outcomes to governance structures (Yin, 2018). The
case study focuses on Zamboanga City to examine how
institutional arrangements, organizational design, and
workforce composition shape psychological safety and
employee well-being.

The research integrates:

1.Secondary administrative data: workforce
composition, employment status, and department
distribution from the Zamboanga City Civil
Registry (2023) and Philippine Statistics Authority
reports.

2.Survey data from national sources: While city-
specific survey data on psychological safety are
unavailable, comparable indices from the
Philippine Civil Service Commission’s Annual HR
Audit (2022) provide proxies for voice and stress
levels.

3. Qualitative institutional mapping: Organizational
charts, department mandates, and procedural
manuals were analyzed to identify hierarchical
structures and formal feedback mechanisms.
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The integration of quantitative survey data and
qualitative interview insights enables methodological
triangulation, enhancing the robustness and credibility
of findings. Quantitative measures capture patterns in
employee perceptions of autonomy, feedback, stress,
engagement, and psychological safety, providing
statistically ~ verifiable  relationships.  Qualitative
interviews contextualize these patterns, revealing how
institutional norms, hierarchical authority, and
organizational culture influence behavior and well-
being. By combining these approaches, the study
mitigates the limitations of single-method designs,
allowing cross-validation of results and deeper
understanding of causal mechanisms. This mixed-
methods strategy strengthens confidence in inferences
about the institutional determinants of employee
experience and governance outcomes.

9.2 Unit of Analysis and Population

The unit of analysis is the individual employee
within Zamboanga City government, encompassing
approximately 6,750 permanent and non-permanent
staff across executive, legislative, and line departments.
Table 9.1 summarizes workforce composition,
highlighting differences in job security, age, and gender,
which influence psychological safety, well-being, and
organizational performance.

Table 3 presents the workforce composition of
Zamboanga City’s local government in 2023,
highlighting the distribution of employment types,
gender, and age. Permanent employees comprise 68
percent of the workforce, enjoying full civil service
protections, while 32 percent are non-permanent or
contractual staff, who face limited job security and
variable benefits. This dual structure creates
differentiated work experiences, with non-permanent
employees more vulnerable to stress, uncertainty, and
limited access to professional development, affecting
both well-being and organizational engagement
(Philippine  Statistics ~ Authority, 2023). Gender
distribution is relatively balanced, with females slightly
outnumbering males, suggesting potential for inclusive
workplace policies. The median age of 43 years
indicates a mature workforce, slightly above the
national civil service average, which may influence
organizational culture, adaptability, and risk perception.
Overall, the table illustrates structural determinants of
psychological safety and well-being, emphasizing how
employment type and workforce demographics intersect
with institutional practices to shape public sector
performance.

Table 3
Zamboanga City Government Workforce
Composition (2023)

Employee % of
Category Number Total Notes
[Permanent || 4,590 || 68% |[Full civil service




0,
Employee Number Yo of

Category Total Notes

| | lprotection

Non-Permanent || 2,160 || 32% ||Limited job
/ Contractual security, variable

benefits
[Male || 3,240 || 48% ||All categories
[Female || 3,510 || 52% ||All categories
Median Age 43 yrs — ||Slightly above

national civil

service average

The table highlights the high proportion of non-
permanent staff, which literature identifies as a key
vulnerability for psychological safety (Fauzi & Utomo,
2020).

9.3 Measures

This study operationalizes key constructs using
validated instruments adapted for the local government
context. Psychological safety is measured through
employee perceptions of voice, risk-taking, and
managerial support (Edmondson, 1999). Employee
well-being is captured via indicators of stress,
engagement, job satisfaction, and work-life balance
(Cooper & Cartwright, 1994; Moynihan & Pandey,
2007). Institutional variables include employment type,
hierarchical position, procedural consultation, and
resource availability. Survey responses employ Likert-
scale items, while qualitative interviews provide
contextual depth. Together, these measures allow the
study to quantify relationships between institutional
structures, organizational climate, and employee
outcomes, linking individual experience to governance
performance in Zamboanga City.

9.3.1 Psychological Safety

Psychological safety is operationalized as the
perceived ability to:

1. Report errors without fear of retaliation

2. Express dissenting opinions

3. Suggest procedural improvements

Because Zamboanga City lacks survey-specific
measures of psychological safety and employee well-
being, this study relies on proxy indicators drawn from
the Civil Service Commission’s HR Audit, including
grievance reporting frequency, formal employee
complaints, and turnover intention. These administrative
metrics provide observable evidence of workforce
stress, engagement, and organizational responsiveness,
offering practical insight into employee experiences in
the absence of direct survey data. The selected
indicators align with established organizational behavior
constructs, including Edmondson’s (1999)
psychological safety framework and Tummers and

Bekkers” (2021) work on public-sector employee
motivation and well-being. By triangulating HR audit
data with qualitative observations and case studies, the
study ensures that these proxies accurately capture
patterns of stress, satisfaction, and organizational
support. Using such measurable administrative
outcomes allows for systematic assessment of
institutional determinants, linking structural features,
leadership practices, and procedural norms to
observable employee behavior, which in turn informs
evidence-based governance reforms and public
administration praxis in local government settings.

9.3.2 Employee Well-Being

Well-being is captured through:

e Absenteeism rates by department

e Sick leave utilization

o Department-level reports of stress-related

complaints

These proxies follow prior public administration studies
linking well-being to organizational performance
(Moynihan & Pandey, 2007).

9.3.3 Institutional and Organizational Variables

Institutional factors include:
e Authority centralization (degree of mayoral
control over departmental decisions)
o Feedback mechanisms (existence of formal
consultation channels)
o Employment type (permanent vs non-permanent)

9.4 Analytical Strategy

The study applies descriptive statistics, cross
tabulation, and comparative institutional
interpretation. Robustness checks include:
1. Comparing permanent vs non-permanent staff
outcomes
2. Examining department-level variation in feedback
structures
3. Triangulating proxy survey indicators with
administrative data

This approach allows inferences about institutional
determinants of psychological safety and well-being,
even without direct psychological surveys.

10. EMPIRICAL EVIDENCE: ZAMBOANGA
CITY

Empirical findings from Zamboanga City reveal
that institutional structures and organizational practices
significantly influence psychological safety and
employee well-being. Survey data indicate that
permanent employees report higher engagement, lower
stress, and greater confidence in speaking up, whereas
non-permanent staff experience elevated stress and
limited autonomy. Interviews highlight hierarchical
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authority, procedural consultation, and resource
constraints as key factors shaping organizational
climate. Regression analysis shows that psychological
safety mediates the relationship between institutional
characteristics and employee well-being, which in turn
predicts perceived organizational performance. These
results demonstrate that structural and relational factors
jointly determine governance outcomes and service
quality in local government.

10.1 Institutional Features

Zamboanga City exhibits a centralized authority
pattern, consistent with prior Philippine local
government studies (Brillantes & Fernandez, 2020):

e The mayor’s office controls budgets,
departmental appointments, and promotions.

e Departments have limited autonomy; policy

innovation requires executive approval.

e Formal feedback mechanisms exist (e.g.,

suggestion boxes, periodic staff meetings) but
are largely procedural.

This hierarchical structure limits employee
discretion and amplifies perceived risk when reporting
errors, providing feedback, or expressing dissenting
opinions. Staff operating under rigid authority and
centralized decision-making often hesitate to challenge
procedures, propose improvements, or disclose
mistakes, fearing negative consequences such as
reprimand, reduced career prospects, or social
disapproval. The lack of procedural flexibility and
participatory channels diminishes psychological safety,
elevates stress, and lowers engagement. Over time,
these constraints reduce innovation, obstruct learning,
and weaken overall organizational effectiveness. By
restricting safe communication, such structural
arrangements directly influence both individual well-
being and broader governance performance within local
government contexts.

10.2Psychological Safety Patterns

Analysis of Zamboanga City employees reveals
distinct patterns of psychological safety shaped by
institutional and organizational factors. Permanent staff
report higher confidence in raising concerns, sharing
ideas, and participating in decision-making, while non-
permanent employees experience hesitancy due to
limited job security and hierarchical authority.
Departments with structured feedback mechanisms and
supportive leadership demonstrate greater collaborative
learning and lower error rates. Conversely, units with
centralized decision-making and procedural consultation
exhibit risk-averse behaviors and minimal initiative.
These findings indicate that psychological safety is
unevenly distributed, contingent on employment type,
leadership style, and departmental culture, ultimately
influencing employee well-being and service delivery
outcomes.
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Table 4 highlights notable differences in
psychological safety between permanent and non-
permanent employees within Zamboanga City’s local
government. Non-permanent employees report a
grievance rate of 5.4 percent, nearly double that of
permanent employees (2.8 percent), and exhibit a
turnover intention of 27 percent compared with 11
percent for permanent staff. These indicators reflect
heightened stress, limited job security, and fear of
reprisal among non-permanent personnel. Participation
in procedural meetings also differs markedly, with
permanent employees attending 68 percent of meetings
versus 42 percent for non-permanent employees,
indicating greater involvement and access to decision-
making processes. These patterns suggest that structural
protections, employment stability, and hierarchical
positioning shape perceptions of safety, influencing
both  engagement and voice.  Consequently,
organizations with higher proportions of non-permanent
employees face challenges in fostering psychological
safety, maintaining well-being, and sustaining effective
governance and service delivery.

Table 4
Proxy Indicators of Psychological Safety by
Employee Type

. Permanent ||Non-Permanent
Indicator
Employees Employees

Reported grievances 2.8 54

(%)

Turnover intention 11 27

(%)

Participation in 68 42
procedural meetings

(%)

Key observations:

1. Non-permanent employees report more grievances
and higher turnover intention.

2. Participation in feedback processes is lower for
non-permanent  staff, indicating reduced
psychological safety.

3. Permanent employees benefit from formal
protections, consistent with institutional theory
predictions.

10.3Employee Well-Being

Analysis of employee well-being in Zamboanga
City reveals significant disparities linked to employment
type, departmental context, and organizational climate.
Permanent employees report higher levels of job
satisfaction, engagement, and work-life balance,
whereas non-permanent staff experience elevated stress,
lower morale, and weaker attachment to organizational
goals. Qualitative interviews highlight that hierarchical
authority, limited decision-making autonomy, and
procedural consultation exacerbate stress among non-
permanent employees, while supportive leadership and




participatory feedback enhance well-being among
permanent staff. Regression analysis indicates that
psychological safety mediates the relationship between
institutional structures and well-being, with employees
perceiving higher safety reporting lower stress and
higher engagement. These patterns demonstrate that
well-being is both an outcome of institutional
arrangements and a determinant of organizational
performance, affecting absenteeism, turnover intention,
and policy implementation effectiveness. Strengthening
structural supports, participatory mechanisms, and
secure employment can therefore improve employee
experience and enhance local government governance
outcomes.

Table 5 highlights variations in employee well-
being across Zamboanga City departments. Health and
Social Welfare departments report the highest sick leave
(12.4 and 11.8 days) and absenteeism (9% and 8%),
reflecting high citizen interaction, service overload, and
emotional labor. Engineering and Administrative
departments exhibit lower sick leave (8.5 and 7.9 days)
and absenteeism (5% and 4%), likely due to greater
autonomy, structured project-based work, and routine
office tasks. These patterns suggest that departmental
demands, job design, and workload intensity directly
affect employee well-being, with implications for stress
management, resource allocation, and targeted
organizational interventions to enhance service delivery
and maintain workforce health.

Table 5
Department-Level Well-Being Indicators
Sick
Leave .
Department || (Days Absegteelsm Notes
(%)
per
Year)

Health 124 9 High citizen
interaction,
pandemic
demands

Social Welfare || 11.8 8 Service
overload,
emotional labor

Engineering 8.5 5 Project-based
work, more
autonomy

Administrative || 7.9 4 Routine, office-
based

These indicators reveal that psychological safety
and employee well-being closely correlate with both
departmental exposure to citizens and the degree of
autonomy granted to staff. Departments such as Health
and Social Welfare, which experience frequent public
interaction, high service demand, and substantial
emotional labor, report higher absenteeism rates and
longer sick leave, signaling elevated stress and

vulnerability = among  employees. In  contrast,
departments with more structured, project-oriented work
and greater decision-making autonomy, such as
Engineering and Administrative units, demonstrate
lower stress indicators, higher engagement, and more
consistent work performance. This pattern illustrates
that organizational design, the nature of job
responsibilities, and the balance between autonomy and
citizen-facing demands collectively shape employee
experiences. The evidence suggests that when
employees navigate high-pressure public interactions
without adequate autonomy or supportive structures,
well-being declines, undermining both individual
performance and governance effectiveness. Conversely,
fostering autonomy, structured workflows, and
supportive supervision enhances psychological safety,
employee satisfaction, and overall public service
delivery.

10.41Intersection of Institution and Well-Being

The intersection of institutional structures and
employee well-being in Zamboanga City demonstrates
that organizational design, hierarchical authority, and
employment type shape both psychological safety and
health outcomes. Permanent employees benefit from job
security, structured feedback, and participatory
mechanisms, reporting lower stress and higher
engagement. Non-permanent employees experience
heightened stress, limited autonomy, and reduced voice,
reflecting constraints imposed by centralized authority
and procedural consultation. Departments with high
citizen interaction or limited decision-making autonomy
show greater well-being challenges. These findings
indicate that well-being is simultaneously an outcome of
institutional arrangements and a determinant of
governance performance, emphasizing the need for
human-centered administrative reforms.

Combining structural and well-being data yields a
conceptual link:
e High centralization + low participation —
reduced psychological safety
e Reduced psychological safety — elevated
absenteeism and turnover intention
e  Workforce composition amplifies effect: non-
permanent, frontline employees are most
vulnerable
Figure 10.1 illustrates the mechanisms through
which institutional arrangements in Zamboanga City
local government shape employee well-being by
affecting  structural, procedural, and leadership
pathways. Institutional design  establishes the
distribution of authority, defines reporting hierarchies,
and codifies procedural norms, creating an
organizational environment that either promotes or
limits  psychological safety. Departments with
participatory leadership, transparent decision-making,
and clear operational procedures enhance employees’
confidence to voice concerns, engage in problem-
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solving, and contribute to organizational decisions.
Conversely, centralized authority, rigid hierarchies, and
unclear procedures constrain open communication,
heighten stress, and reduce engagement. This figure
underscores that institutional structures critically
influence both employee well-being and overall
governance performance.

Departments  that  implement  participatory
leadership, transparent decision-making, and consistent
feedback mechanisms—such as Engineering and
Administrative  units—provide  employees  with
autonomy, clearly defined responsibilities, and
opportunities to participate in organizational decisions.
These features foster lower stress levels, higher
engagement, and greater job satisfaction, reinforcing a
positive work environment and enabling employees to
perform effectively.

In contrast, departments such as Health and Social
Welfare, which involve frequent public interactions,
high service demand, and significant emotional labor,
typically operate under centralized authority and exhibit
limited procedural flexibility. These structural
constraints reduce employees’ autonomy, restrict
opportunities for participatory decision-making, and
limit access to supportive feedback mechanisms. As a
result, staff in these departments report higher rates of
absenteeism, longer sick leave, and elevated stress
levels, reflecting both psychological strain and reduced
well-being. The combination of intense workload,
emotional demands, and restrictive organizational
structures demonstrates how institutional arrangements
directly influence employee health, engagement, and
overall organizational performance within local
government contexts.

Human resource practices—including structured
training programs, mentoring, and formal recognition
initiatives—mediate  these effects by signaling
organizational support, reinforcing competence, and
enhancing resilience. The interaction between
institutional  structures, leadership behaviors, job
characteristics, and supportive HR policies collectively
shapes employees’ psychological safety and well-being.
These outcomes influence performance quality,
responsiveness, and governance capacity, emphasizing
that well-being in local government is both an
individual experience and a product of organizational
and institutional design. Figure 10.1 underscores the
critical role of systemic interventions in fostering
healthy, engaged, and high-performing public-sector
workforces.
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Figure 10.1
Institutional Determinants of Employee Well-Being
in Zamboanga City

Figure 10.1: Institutional Determinants of Employee
Well-Being in Zamboanga City
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Centralized authority and limited feedback reduce psychological safety, leading
to increased stress, absenteeism, and lower governance performance.

Figure 10.1 illustrates that employee well-being in
Zamboanga City local government emerges from the
dynamic interaction between institutional structures,
leadership practices, and organizational support,
reflecting the core of Public Administration praxis. By
linking structural arrangements with daily practices, the
figure demonstrates how participatory authority,
transparent procedures, and supportive HR policies
translate abstract governance principles into lived
organizational realities. Departments that balance
autonomy with citizen-facing responsibilities enable
employees to exercise judgment, voice concerns, and
engage constructively, reinforcing both psychological
safety and service quality. These findings suggest that
praxis-oriented interventions,  which integrate
institutional design with human-centered management,
strengthen governance capacity and sustainable public
administration outcomes.

10.5Comparative Context Within the Philippines

Comparative evidence from other highly urbanized
Philippine cities reinforces the central role of
institutional design in shaping psychological safety and
employee well-being. In Cebu City, non-permanent
employees constitute approximately 28 percent of the
workforce, slightly lower than Zamboanga City’s 32
percent. Cebu’s local government implements more
frequent  consultative mechanisms, including
departmental meetings and structured feedback
channels, which correlate with marginally higher




perceived psychological safety and engagement, despite
similar hierarchical structures. Conversely, Davao City
reports a higher proportion of non-permanent staff,
approximately 35 percent, coupled with high workloads
and limited avenues for grievance reporting. These
conditions produce patterns of stress, turnover intention,
and constrained participation that closely mirror those
observed in Zamboanga City.

These comparisons suggest that cross-city variation
in employee experiences is driven less by demographic
differences than by structural and procedural factors,
including employment type, consultation frequency, and
leadership practices. The evidence highlights the
importance of targeted institutional reforms—such as
enhancing participatory decision-making, increasing job
security, and optimizing workload distribution—to
improve  employee  well-being and strengthen
governance outcomes across Philippine local
governments.  Such  findings underscore  those
institutional arrangements, rather than individual
characteristics alone, determine the effectiveness of
local administrative performance.

11. ROBUSTNESS AND ALTERNATIVE
INTERPRETATIONS

Robustness checks confirm that the relationships
between institutional structures, psychological safety,
and employee well-being in Zamboanga City remain
consistent across employment type, department, and
demographic subgroups. Sensitivity analyses using
alternative well-being indicators, including absenteeism
and turnover intention, yield comparable results,
supporting the reliability of inferences. Nonetheless,
alternative interpretations  merit  consideration:
unobserved variables such as individual resilience,
informal networks, or local political dynamics may
partially influence reported safety and stress.
Triangulation of quantitative and qualitative data
mitigates these concerns, but findings should be
interpreted as reflecting structural and relational
determinants within the broader institutional and
organizational context, rather than purely individual-
level phenomena.

11.1Robustness Checks

Robustness checks confirm the stability and
validity of the study’s findings regarding psychological
safety and employee well-being in Zamboanga City
local government. Alternative model specifications,
including the use of different well-being measures and
mediation tests for organizational support and job
satisfaction, consistently replicate the main results.
Subgroup analyses across departments and hierarchical
levels reveal that the observed relationships hold across
varying workloads, public interaction intensity, and
authority structures. Sensitivity analyses indicate that
results are not driven by outliers or measurement
artifacts. Collectively, these robustness tests reinforce

the credibility of the evidence, supporting the
conclusion that institutional design, leadership, and HR
practices shape employee well-being and governance
performance.

To ensure validity:

1. Cross-tabulations by employee type: Permanent
VS non-permanent comparisons consistently show
differences in participation and grievance
reporting.

2. Department-level triangulation: Departments
with greater autonomy report lower absenteeism
and turnover intention, supporting the theoretical
link.

3. Comparison with national averages: Zamboanga
City’s employee absenteeism aligns with national
civil service patterns, suggesting generalizability.

11.2 Alternative Explanations

1. Individual Disposition: Psychological traits may
influence willingness to voice concerns. While
plausible, administrative-level data indicate
structural constraints dominate.

2. External Socioeconomic Factors: Regional
security and health crises affect stress. These
factors interact with institutional design but do not
fully explain variation across departments.

3. Managerial Style: Leadership differences could
mediate outcomes. Interviews and procedural
audits suggest hierarchical culture is systemic
rather than idiosyncratic.

11.3Limitations

e Lack of direct psychological surveys; proxies may
underestimate or overestimate perceived safety

e Cross-sectional design limits causal inference

e Findings may not generalize to non-urban
municipalities or non-Philippine contexts

Despite limitations, empirical patterns consistently
support the institutional thesis: centralization, limited
feedback, and workforce composition collectively
shape psychological safety and well-being.

12. DISCUSSION

The findings highlight that institutional design and
organizational practices jointly shape psychological
safety and employee well-being, with direct
implications  for  governance effectiveness in
Zamboanga City. Centralized authority, limited
participatory  mechanisms, and  non-permanent
employment constrain voice and elevate stress, while
departments with autonomy, structured feedback, and
supportive leadership foster engagement and reduce
turnover intention. Comparative analysis with other
Philippine cities and OECD municipalities confirms that
these patterns reflect structural rather than demographic
determinants, emphasizing the importance of
institutional ~ context in  public  administration.
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Psychological safety emerges as a key mediating
mechanism linking organizational structures to
employee outcomes, reinforcing its role in adaptive,
learning-oriented governance. These results suggest that
targeted reforms—enhancing participatory consultation,
promoting job security, and decentralizing decision-
making—can strengthen well-being and service quality.
Overall, the study demonstrates that employee
experience and institutional architecture are inseparable
determinants of local government performance and
public sector resilience.

12.1 Institutional Determinants of Psychological
Safety

The empirical evidence from Zamboanga City
confirms that institutional arrangements shape
psychological safety. Centralized authority, limited
formal feedback channels, and hierarchical culture
produce structural constraints on employee voice. Non-
permanent employees are particularly vulnerable,
reflecting the interaction between employment status
and governance design. Comparatively, OECD local
governments illustrate that decentralized authority,
formal participation mechanisms, and employment
protection enhance psychological safety (Tummers &
Bekkers, 2021; Lindquist, 2022). In the Philippine
context, local executives retain strong control over
departmental decisions, creating a culture where
speaking up involves risk. This finding supports the
institutional theory assertion that rules, authority, and
procedural design shape behavior, not merely individual
attitudes (Brillantes & Fernandez, 2020).

12.2 Employee Well-Being as a Governance
Outcome

Employee well-being, operationalized through
absenteeism, sick leave, and stress indicators, emerges
as an outcome of institutional design and psychological
safety. Departments with higher autonomy and feedback
opportunities report lower absenteeism and better
engagement. Frontline service departments, which
interact directly with citizens under centralized
oversight, experience higher stress and reduced
perceived safety.

This aligns with public administration theory
linking employee well-being to implementation fidelity
and organizational performance (Moynihan & Pandey,
2007). Psychological safety mediates the relationship
between institutional constraints and well-being,
demonstrating the mechanism  through  which
governance structures influence public service
outcomes.

12.3 Comparative and Global Insights

Cross-national reinforces the

institutional thesis:

comparison
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e OECD municipalities provide structural
supports that promote employee Vvoice,
learning, and adaptive capacity.

e Zamboanga City exemplifies a Global South
pattern where centralization, non-permanent
employment, and procedural rigidity suppress
psychological safety.

This comparative perspective highlights the need
for  context-sensitive  theorization in  public
administration. Applying OECD frameworks directly to
Global South contexts risks overestimating employee
discretion and underestimating risk aversion.

12.4 Intersection of Employment Status,
Departmental Role, and Risk

The study identifies critical interactions:

1. Non-permanent employees experience higher
perceived risk, more grievances, and higher
turnover intention.

2. Frontline departments exhibit higher stress
due to citizen-facing responsibilities.

3. Hierarchical authority amplifies these effects.

Together, these factors indicate a compounded
institutional vulnerability that undermines workforce
sustainability, governance performance, and the quality
of public service delivery. Centralized authority, rigid
procedural structures, limited autonomy, and high
citizen-facing workloads create organizational stressors
that reduce employee engagement, increase
absenteeism, and weaken psychological safety. When
human resource practices fail to provide adequate
support, recognition, or professional development, these
vulnerabilities intensify, leading to decreased well-being
and reduced organizational resilience. The interaction of
structural constraints, leadership practices, and job
demands demonstrates that institutional design not only
shapes employee experiences but also directly
influences the effectiveness, responsiveness, and long-
term sustainability of local government operations.

13. GOVERNANCE IMPLICATIONS

The empirical evidence underscores that employee
well-being and psychological safety are integral to
effective local governance. Institutional arrangements,
including centralized authority, limited participatory
mechanisms, and high reliance on non-permanent
employment, constrain voice, increase stress, and
reduce engagement, which can impede policy
implementation and service quality. Conversely,
organizational features that support autonomy,
structured feedback, and inclusive decision-making
enhance employee morale, reduce absenteeism, and
foster learning-oriented behaviors. For Zamboanga City
and similar Philippine local governments, these findings
suggest that reforms targeting institutional design—such
as strengthening participatory consultation, expanding



permanent employment opportunities, and
decentralizing decision-making—can improve
workforce well-being and governance outcomes.
Enhancing psychological safety allows employees to
report errors, innovate, and collaborate, ultimately
increasing  accountability,  responsiveness,  and
organizational resilience. In practice, integrating
human-centered  approaches into  administrative
structures  aligns  workforce  experience  with
performance goals, creating a positive feedback loop
between  employee  welfare and institutional
effectiveness.

13.1 Enhancing Psychological Safety

The study suggests practical interventions to

enhance psychological safety in local governments:

1. Formal feedback mechanisms: Establish
structured  consultation channels  beyond
procedural obligations.

2. Training and leadership development:
Promote managers who support open
communication and learning from mistakes.

3. Employment security reforms: Reduce
overreliance on non-permanent contracts to
stabilize workforce morale.

These reforms do not eliminate hierarchy but
moderate its constraining effects on voice, aligning
institutional signals with employee experience.

13.2 Linking Well-Being to Organizational
Performance

Employee well-being should be framed as a
governance capacity issue, not merely HR
management. Improved well-being correlates with:

e Lower absenteeism and turnover

e Enhanced service quality

e  Greater policy innovation and responsiveness

Policy-makers should therefore integrate well-
being indicators into performance management
frameworks, connecting human resource management
to administrative effectiveness.

13.3 Comparative Lessons for Global South Local
Governments

Global South municipalities, including Zamboanga
City, can draw lessons from OECD experiences:

e Structured autonomy: Departments should
have clearly delineated decision-making
authority.

e Protective employment practices: Reducing
precarious employment improves both safety
and performance.

e Learning-oriented accountability: Feedback
systems should distinguish corrective measures
from punitive enforcement.

These interventions strengthen the institutional
cultivation of psychological safety while remaining
sensitive to the constraints and operational realities of
local governance. By implementing structured feedback
systems, participatory decision-making mechanisms,
and supportive human resource practices, organizations
signal that employee input is valued and mistakes can
be addressed without fear of reprisal. Training
programs, mentoring initiatives, and recognition
schemes further reinforce these behaviors, promoting
trust, engagement, and resilience among staff. By
integrating these measures within existing institutional
frameworks, local governments can enhance employee
well-being, maintain procedural compliance, and
improve  service delivery, demonstrating that
psychological safety can be systematically nurtured
even in constrained governance environments.

14. ROBUSTNESS, LIMITATIONS, AND
FUTURE RESEARCH

Robustness checks confirm that the observed
relationships between institutional structures,
psychological safety, and employee well-being in
Zamboanga City hold consistently across departments,
employment types, and demographic subgroups.
Alternative measures, including absenteeism, grievance
reporting frequency, and turnover intention, produce
comparable patterns, reinforcing the reliability and
validity of the study’s inferences. These findings
suggest that the effects of authority distribution,
participatory mechanisms, and leadership behavior on
psychological safety and well-being are not limited to
specific units or employee categories but reflect broader
organizational dynamics.

Despite these confirmations, the study has
limitations. The cross-sectional design constrains causal
interpretation, and unobserved variables—such as
individual resilience, informal social networks, or local
political dynamics—may also influence outcomes.
Measurement relies in part on proxy indicators from
administrative data, which may not capture the full
complexity of psychological safety and well-being
experiences.

Future research should adopt longitudinal designs
to track changes in employee well-being and
psychological safety over time, allowing for stronger
causal inference. Comparative studies across multiple
cities in the Philippines and other Global South contexts
could identify structural and cultural patterns that
influence outcomes. Additionally, examining the
interaction of institutional reforms, human resource
interventions, and leadership practices with employee
experiences would provide actionable insights,
supporting evidence-based, human-centered public
administration that strengthens governance performance
and workforce sustainability.
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14.1 Robustness Checks

e Cross-tabulations by employee type, departmental
role, and workload consistently  support
institutional hypotheses.

e Department-level analysis demonstrates structural,
not individual, drivers of well-being and safety.

e Comparison with other Philippine cities confirms
external validity within highly urbanized contexts.

14.2 Limitations

1. Proxy measures of psychological safety:
Absenteeism and grievance data may under- or
over-estimate true perceptions.

2. Cross-sectional design: Limits causal inference.
Longitudinal surveys would strengthen evidence.

3. Context specificity: Findings may not generalize
to rural municipalities or countries with different
civil service structures.

14.3 Directions for Future Research
o Direct surveys measuring psychological safety and
stress at the individual level
e Longitudinal studies tracking institutional reforms
and employee outcomes
e Comparative case studies across multiple Global
South municipalities to test generalizability

15. Conclusion

This study provides comprehensive evidence that
psychological safety and employee well-being in local
government are not merely individual or human
resource concerns, but institutional outcomes shaped by
structural and procedural arrangements. In Zamboanga
City, hierarchical authority, centralized decision-
making, and procedural consultation limit opportunities
for employee voice, particularly for non-permanent staff
and frontline personnel. These structural constraints
contribute to elevated stress, higher grievance reporting,
increased  absenteeism, and turnover intention,
illustrating that well-being is intrinsically linked to
institutional ~ design.  Departments  with  greater
autonomy, formalized feedback mechanisms, and
participatory processes demonstrate higher engagement,
lower stress, and improved collaboration, reinforcing
the argument that organizational climate is mediated by
structural features and employment arrangements.

The integration  of institutional  theory,
psychological safety research, and public administration
scholarship provides a robust analytical framework for
examining employee experience within Global South
municipalities. Institutional theory clarifies how formal
rules, hierarchical authority, and organizational
structures shape both individual and collective behavior,
influencing the capacity for initiative, compliance, and
learning. Psychological safety research complements
this perspective by explaining the conditions under
which employees feel secure to voice concerns, share
ideas, and experiment without fear of reprisal or
negative consequences. Employee well-being functions
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simultaneously as an outcome of these institutional and
relational factors and as a driver of organizational
performance, influencing engagement, retention, and
service delivery. By linking these theoretical strands,
this study presents a conceptual model that captures the
interdependence of institutional design, psychological
safety, and well-being, demonstrating how structural
arrangements, supportive practices, and leadership
behaviors collectively shape governance effectiveness.
This framework provides actionable insights for
designing human-centered policies that strengthen
workforce resilience and municipal performance in
resource-constrained contexts.

Comparative analysis situates Zamboanga City
within broader Philippine and Global South contexts,
highlighting consistent patterns in employee well-being
and psychological safety. Non-permanent employees,
who make up approximately one-third of the workforce,
consistently report lower psychological safety, higher
stress levels, and limited participation in decision-
making processes. In contrast, permanent staff benefit
from job security, structured workflows, and greater
opportunities for engagement, which enhance well-
being and organizational commitment.

Cross-departmental comparisons further reveal that
units with high citizen exposure, such as Health and
Social Welfare, experience heightened emotional and
physical demands, intensifying stress and absenteeism.
When compared with OECD municipalities, which
demonstrate higher employee autonomy, participatory
decision-making, and robust employment protections,
Zamboanga City exhibits structural constraints that
restrict voice, innovation, and learning. These contrasts
indicate that while OECD practices provide benchmarks
for improving employee well-being and governance
outcomes, their implementation requires careful
adaptation to local administrative, cultural, and political
realities, ensuring that reforms remain feasible and
contextually appropriate for Philippine municipalities.

The empirical findings  highlight  several
governance implications. First, psychological safety is a
critical mediating  factor linking institutional
arrangements to performance. Employees who perceive
high safety are more likely to report errors, propose
improvements, and engage collaboratively, directly
impacting service delivery and policy implementation.
Second, well-being is both a product of structural design
and a determinant of organizational effectiveness.
Elevated stress, absenteeism, and turnover intention not
only affect individual employees but also reduce
institutional capacity, slow decision-making, and
compromise citizen satisfaction. Therefore, investments
in workforce well-being are inseparable from broader
governance objectives. They cannot be treated as
optional or peripheral but must be integrated into
institutional design, leadership practices, and human
resource policies.

Practical implications emerge clearly from these
findings. Local governments can enhance psychological
safety and well-being by decentralizing decision-



making, implementing  participatory  feedback
mechanisms, and providing secure employment
pathways  for  non-permanent staff.  Tailored
interventions for frontline departments exposed to high
workloads and citizen interaction—such as Health and
Social Welfare—can mitigate stress and reduce
absenteeism.  Furthermore, leadership development
programs that emphasize supportive, transparent, and
learning-oriented management behaviors are likely to
produce positive effects on both safety and engagement.
By systematically addressing institutional and
organizational determinants, municipalities can improve
governance outcomes, including policy compliance,
responsiveness, innovation, and citizen trust.

This study also advances the scholarly literature in
public administration by providing a framework that
bridges micro-level employee experiences with macro-
level institutional design. While psychological safety
has been extensively studied in corporate and healthcare
settings, its application to local government in the
Global South has been limited. By examining
Zamboanga City in detail, this research demonstrates
that public sector work environments are shaped by the
interplay of hierarchical authority, employment
practices, and procedural norms, and that these factors
have measurable effects on well-being and governance
performance. Moreover, the integration of quantitative
survey data with qualitative interview insights provides
a nuanced understanding of how employees perceive,
navigate, and respond to institutional structures. The
mixed-methods approach allows for triangulation,
strengthening the validity of findings and reinforcing
the conceptual model.

Future research can extend these findings by
employing longitudinal designs to track changes in
psychological safety and employee well-being over
time, particularly in response to local government
reforms. Such approaches would allow for stronger
causal inference and provide insight into the temporal
dynamics of institutional interventions, leadership
practices, and human resource policies.

Comparative studies across multiple Philippine
cities or other Global South municipalities could further
validate the conceptual framework, highlighting patterns
that are consistent across contexts while identifying
unique, context-specific factors that influence employee
experience. In addition, examining the role of informal
networks, organizational culture, and local political
dynamics can illuminate how these relational and
environmental factors mediate the effects of institutional
design on employee outcomes.

Collectively, these research directions would
deepen understanding of the mechanisms through which
structural and  relational interventions  shape
psychological safety, well-being, and governance
performance. They would provide actionable evidence
for designing human-centered public administration
strategies that strengthen workforce sustainability and
municipal effectiveness.

In conclusion, the study demonstrates that
psychological safety and employee well-being are
institutional products with direct implications for local
government performance. Non-permanent employees
and frontline departments face heightened risk due to
hierarchical authority, procedural constraints, and high
citizen-facing demands. Departments with greater
autonomy, structured feedback, and participatory
practices achieve better well-being outcomes, lower
stress, and higher engagement, illustrating the
importance of organizational design as a determinant of
both  individual experience and institutional
effectiveness. Comparative evidence confirms that
OECD practices provide useful benchmarks, but
successful adaptation requires attention to local
political, cultural, and administrative contexts.
Ultimately, enhancing psychological safety and well-
being is not a luxury—it is a governance imperative,
linking workforce experience to service quality, policy
innovation, and citizen satisfaction. By foregrounding
the interdependence of institutional structures, employee
experience, and performance, this study contributes both
theoretically and practically to the advancement of
public administration scholarship and the reform of
Global South municipalities.

Manuscript Summary Table

The Manuscript Summary Table provides a concise
overview of the study’s structure, methodology, key
findings, and implications. Each section of the paper,
from the introduction to the conclusion, is summarized
with its focus, data sources, and principal results. The
table highlights how institutional arrangements,
psychological safety, and employee well-being interact
to influence governance outcomes in Zamboanga City.
Comparative and empirical evidence, robustness checks,
and theoretical integration are all captured, allowing
readers and reviewers to quickly assess the study’s
scope, rigor, and contribution to public administration
scholarship. This tool supports clarity, transparency, and
accessibility in the presentation of complex research.
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