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Abstract:

This study aimed to design and explain an indigenous and integrated model of job alienation in Mashhad Municipality by identifying its
causal conditions, contextual and intervening factors, strategies, and consequences. This exploratory, developmental-applied qualitative study
employed grounded theory based on the systematic Strauss and Corbin approach. The study population consisted of employees and managers
of Mashhad Municipality with more than 10 years of work experience. Twenty participants were selected through purposive sampling, and
recruitment continued until theoretical saturation was achieved. Data were collected through in-depth semi-structured interviews lasting 45—
90 minutes and analyzed using open, axial, and selective coding. The trustworthiness of the findings was assessed through face validity,
content validity, construct validation, and member checking. The content validity ratio was 0.78. Coding reliability was assessed by agreement
between two independent coders, yielding an inter-coder agreement of 86%. Data analysis generated 142 open codes, 28 axial codes, and
nine major categories. Job alienation emerged as the central phenomenon. Its causal conditions comprised psychological and emotional
burnout, anxiety and defense mechanisms, diminished organizational trust and commitment, reduced motivation, effectiveness and
innovation, and impaired mental and physical health. Organizational culture and relationships, together with stable management and decision-
making structures, constituted the principal contextual conditions. Organizational and performance-related pressures, managerial and
decision-making challenges, and weakened responsibility and teamwork emerged as intervening conditions. The principal strategies included
improving employees’ mental and physical health, enhancing occupational motivation and effectiveness, and strengthening organizational
commitment. The model further demonstrated that sustained job alienation was associated with reduced commitment and participation,
deteriorating performance, greater intention to leave, diminished motivation, and depression. Job alienation in Mashhad Municipality is a
multidimensional phenomenon produced through the interaction of psychological, organizational, cultural, and managerial mechanisms.
Effective management therefore requires coordinated interventions addressing employee well-being, organizational transparency,
participatory decision-making, motivational systems, managerial support, and organizational culture. The proposed indigenous paradigm
model can provide a practical framework for identifying, preventing, and managing job alienation in municipalities and comparable public
organizations.
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Extended Summary

Introduction

Human resources constitute one of the most critical foundations of organizational effectiveness, particularly in public
organizations where the quality of employees’ attitudes, motivation, commitment, and psychological connection to work
directly affects service delivery and organizational performance. Among the adverse psychological phenomena that can
undermine this connection, work alienation has received increasing attention in organizational behavior research. Work
alienation refers to a condition in which employees experience psychological, emotional, or cognitive detachment from their
work, occupational role, or employing organization. Rather than representing simple job dissatisfaction, alienation may involve
feelings of powerlessness, meaninglessness, social isolation, self-estrangement, reduced professional identification, and
disconnection from organizational values. From a capabilities perspective, alienation may arise when work environments
restrict employees’ agency, meaningful participation, development, and opportunities to exercise their capabilities
(Mukhopadhyay, 2024).

The development of work alienation is influenced by a complex interaction of individual, occupational, relational, and
organizational factors. Professional identity is particularly important because employees who perceive their professional roles

as meaningful and consistent with their self-concept are more likely to maintain stronger psychological attachment to their jobs.
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Recent evidence indicates that work alienation can mediate the relationship between professional identity and turnover
intention, while job autonomy may buffer this process by providing employees with greater discretion and control over their
work (Wang et al., 2025). Similarly, person—environment fit has been linked to organizational withdrawal through the
mediating mechanism of work alienation, suggesting that incompatibility between employees’ needs, values, abilities, and
organizational conditions can gradually translate into psychological and behavioral disengagement (Chen et al., 2021).

Organizational justice, quality of work life, attachment to work, and organizational commitment also represent important
determinants of alienation. A causal model developed among physical education teachers demonstrated that quality of work
life and organizational justice were associated with work alienation through mechanisms involving organizational conflict,
commitment, and job attachment (Tajvaran & Saif, 2017). Organizational commitment is also relevant to the broader behavioral
consequences of alienation. Evidence from Iranian organizational settings has indicated that organizational commitment, work
ethics, and job alienation contribute to explaining the association between job and organizational satisfaction and employees’
likelihood of engaging in norm-violating behavior (Dadkhah & Qeitani, 2021). Such findings suggest that alienation may affect
not only employees’ emotional relationship with work but also their willingness to adhere to organizational expectations and
contribute to organizational goals.

Psychological strain and adverse working conditions are additional antecedents of alienation. Occupational stress has been
associated with professional alienation, particularly in demanding service environments (Bahri, 2009). Likewise, abusive
supervision, role overload, and burnout have been incorporated into structural models explaining job alienation, emphasizing
the role of managerial pressure and depleted psychological resources (Golparvar et al., 2011). Workplace loneliness may further
intensify psychological detachment by weakening employees’ interpersonal connection to colleagues and the organization,
thereby contributing to alienation and withdrawal from work (Ebrahimi & Shomali, 2020). Workplace bullying, reduced
organizational support, forced citizenship behavior, and self-alienation have similarly been linked to turnover intention (Nadi
& Shojaee, 2019).

Employees’ expectations regarding fairness, recognition, respect, and organizational support are also reflected in the
psychological contract. When employees perceive that an organization has failed to fulfill implicit obligations, trust can
deteriorate and psychological separation from work may increase. Research examining psychological contract breach has
therefore identified a meaningful relationship between such breaches and work alienation (Ungiiren & Arslan, 2020).
Conversely, meaningful work and organizational support can serve as protective resources. Meaningful work has been shown
to play an important role in relationships involving perceived organizational support, psychological capital, employee
initiatives, and alienation (Bhatnagar & Aggarwal, 2020). These findings imply that employees are less likely to become
alienated when they perceive their work as valuable, experience organizational support, and have opportunities to use their
abilities and initiative.

Leadership and organizational climate can further determine whether employees develop a sense of connection or alienation.
Transformational leadership has been associated indirectly with both employee performance and work alienation, indicating
that leadership behaviors can influence how employees interpret organizational pressures and their own role within the
organization (Fahy et al., 2024). Similarly, organizational coaching and a positive organizational climate have been identified
as mechanisms relevant to reducing undesirable organizational behaviors and improving employees’ workplace experiences

(Esmaeili et al., 2021). Organizational silence represents another critical factor because employees who believe that expressing
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concerns, criticism, or suggestions is ineffective or risky may gradually withdraw psychologically from organizational
participation. Work alienation has been shown to mediate the association between organizational silence and turnover intention
(Katitas, 2026). Moreover, perceived anomie, organizational silence, compulsory organizational citizenship behavior, and
workplace alienation have been identified as antecedents of knowledge hiding, indicating that alienation may impair
organizational learning and cooperation (Sulphey & Jasim, 2025).

The consequences of alienation extend to individual and organizational performance. Studies among healthcare
professionals have demonstrated meaningful relationships among work engagement, work alienation, and work performance
(Nazan, 2018). Organizational inequalities may also contribute to alienating experiences, as wage disparities and perceived
inequity can affect employees’ psychological relationship with organizations and potentially impose costs on organizational
performance (Osiichuk, 2022). At the same time, alienation appears to be modifiable rather than inevitable. Experimental
evidence has shown that structured psychosocial interventions can reduce feelings of alienation, suggesting that appropriate
organizational and psychological interventions may restore employees’ sense of connection and belonging (Aykara & Gok,
2025).

Despite this growing literature, much previous research has examined isolated relationships between work alienation and
one or several predictors or outcomes, whereas fewer studies have developed an integrated, context-sensitive model capturing
the causal, contextual, intervening, strategic, and consequential dimensions of alienation within municipal organizations.
Municipalities represent complex public-sector environments characterized by administrative hierarchy, multiple occupational
roles, continuous public-service responsibilities, interdepartmental dependence, managerial pressures, and extensive contact
with citizens. Therefore, understanding alienation in such settings requires an exploratory approach capable of revealing
employees’ lived experiences and the organizational processes through which alienation develops and produces consequences.
Accordingly, the present study aimed to design and explain an indigenous paradigmatic model of work alienation in Mashhad
Municipality.

Methods and Materials

This qualitative, exploratory, developmental-applied study was conducted using grounded theory based on the systematic
approach of Strauss and Corbin. The study population consisted of employees and managers of Mashhad Municipality who
had more than 10 years of occupational experience. Participants were selected through purposive sampling, and the sampling
process continued until theoretical saturation was achieved. A total of 20 individuals participated in the study. Theoretical
saturation emerged between interviews 18 and 20; the final two interviews generated no substantively new open codes and
primarily confirmed or enriched the existing categories.

Data were collected through in-depth semi-structured interviews lasting approximately 45-90 minutes. The interview guide
addressed four principal domains: participants’ definitions and experiences of work alienation, factors contributing to
alienation, perceived consequences, and strategies for managing or reducing the phenomenon. All interviews were analyzed
systematically through open, axial, and selective coding.

To enhance credibility and rigor, face validity, content validity, construct validation, member checking, and independent
coding procedures were employed. The content validity ratio was 0.78. The final paradigmatic model was reviewed with

selected participants, and summaries of the findings were returned to several interviewees for verification. Coding reliability
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was examined by independently recoding 20% of the interviews, producing an inter-coder agreement of 86%. Written informed
consent was obtained from all participants, and identifying information was replaced with participant codes.

Findings

Analysis of the 20 interviews generated 142 open codes, which were subsequently consolidated into 28 axial codes and
finally into nine major categories through selective coding. Work alienation emerged as the central phenomenon of the
paradigmatic model and was reflected in experiences such as discouragement, emotional detachment, reduced occupational
identity, diminished enjoyment of work, feelings of worthlessness, and psychological separation from organizational activities.

Five major causal categories were identified: psychological and emotional burnout, anxiety and defense mechanisms,
reduced organizational trust and commitment, reduced motivation, effectiveness and innovation, and deterioration in mental
and physical health. Participants described emotional exhaustion, depleted psychological resources, reduced resilience, anxiety,
avoidance of responsibility, self-isolation, distrust, weak organizational attachment, reduced creativity, sleep disturbances, poor
concentration, and chronic psychological pressure as important precursors to alienation.

The contextual conditions consisted primarily of organizational culture and relationships together with management and
decision-making structures. Participants emphasized organizational silence, relationship-based practices, weak transparency,
poor interpersonal interactions, hierarchical procedures, and limited participation in decision-making. Management and
decision-making also appeared at an intervening level, where day-to-day managerial pressures and operational challenges could
facilitate or obstruct the implementation of corrective strategies.

The principal intervening conditions included organizational and performance-related pressures, managerial and decision-
making challenges, and reduced responsibility and teamwork. These conditions were associated with declining cooperation,
weakened collective participation, increased pressure on employees, impaired organizational processes, and reduced service
quality.

Three central strategies were derived from the data: improving employees’ mental and physical health, increasing
occupational motivation and effectiveness, and strengthening organizational commitment. These strategies represented
potential organizational responses capable of modifying the trajectory of alienation.

The principal consequences of work alienation were reduced organizational commitment and participation, declining
performance, increased intention to leave, lower motivation, and depression. The final model therefore depicted work alienation
as a dynamic phenomenon in which psychological strain and declining organizational attachment interact with adverse
organizational culture and managerial structures, ultimately producing individual and organizational consequences.

Discussion and Conclusion

The findings demonstrate that work alienation in Mashhad Municipality is not an isolated psychological attitude but a
multidimensional organizational process. Psychological exhaustion, anxiety, weakened trust, reduced motivation, and
deteriorating well-being were identified as causal conditions, indicating that alienation emerges when employees repeatedly
experience organizational demands without sufficient psychological, relational, or managerial resources. The model also
demonstrates that employees’ reactions to these pressures can become self-reinforcing. Defensive withdrawal, social isolation,
reduced initiative, and diminished participation may temporarily reduce exposure to organizational stress but can
simultaneously deepen employees’ separation from work.

Organizational culture and managerial processes occupied a particularly important position in the model. Organizational

silence, relationship-based practices, weak transparency, and non-participatory decision-making create conditions in which
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employees may perceive limited influence over their occupational environment. Such circumstances can intensify
powerlessness and reduce the perceived meaning of work. The dual role of management and decision-making is especially
important: stable managerial structures form the broader context in which alienation develops, whereas day-to-day managerial
practices can either facilitate or impede attempts to reduce it.

The findings further indicate that alienation has substantial implications for organizational functioning. Reduced
responsibility, weaker teamwork, declining motivation, poorer performance, and increased turnover intention show that the
effects of alienation extend beyond individual dissatisfaction. In a municipal organization, where service provision depends on
coordination between multiple departments and continuous interaction with citizens, these consequences may ultimately impair
service quality and organizational responsiveness.

The identification of depression and deterioration in mental and physical health also indicates that work alienation should
be considered a workforce well-being concern rather than merely a management problem. Interventions therefore need to
combine structural and psychological approaches. Improving organizational transparency or participation alone may be
insufficient when employees are already experiencing significant emotional exhaustion, just as counseling-oriented programs
may have limited effects if adverse managerial and cultural conditions remain unchanged.

Overall, the indigenous grounded-theory model developed in this study provides an integrated explanation of work
alienation in Mashhad Municipality by linking causal conditions, the central phenomenon, contextual and intervening
conditions, strategies, and consequences. The model suggests that effective prevention and management of work alienation
require simultaneous attention to employee well-being, organizational trust, motivational systems, participatory management,
organizational culture, teamwork, and transparency. By conceptualizing alienation as a dynamic and multidimensional
organizational process, the study offers a context-specific framework that can support the diagnosis and management of work
alienation in Mashhad Municipality and potentially inform future investigations in comparable public-sector organizations.

References

Aykara, A., & Gok, F. A. (2025). A Spirituality-Based Group Work Intervention Reduces the Sense of Alienation Among Female Turkish Social
Work Students: A Randomized Trial. Research on Social Work Practice, 35(8), 925-941. https://doi.org/10.1177/10497315241279748

Bahri, S. (2009). Occupational stress and its relationship to professional alienation among doctors working in public hospitals
https://www.researchgate.net/publication/335652636_OCCUPATIONAL_STRESS_AND_JOB_SATISFACTION_AMONG_DOCTORS_WO
RKING_IN_PUBLIC_AND_PRIVATE_HOSPITALS_IN_MYANMAR

Bhatnagar, J., & Aggarwal, P. (2020). Meaningful Work as a Mediator Between Perceived Organizational Support for Environment and
Employee Eco-Initiatives, Psychological Capital and Alienation. Employee Relations, 42(6), 1487-1511. https://doi.org/10.1108/er-04-
2019-0187

Chen, P., Sparrow, P., & Cooper, C. (2021). The Impact of Person-Environment Fit on Organizational Withdrawal Behaviors: The Mediating
Role of Work Alienation. Journal of Vocational Behavior, 125, 103528.

Dadkhah, A., & Qeitani, A. (2021). The role of organizational commitment, Islamic work ethics, and job alienation in the relationship
between job and organizational satisfaction with the likelihood of employee lawbreaking. Scientific Quarterly of NAJA Supervision and
Inspection, 15(55). https://www.sid.ir/paper/378820/fa

Ebrahimi, E., & Shomali, S. (2020). Reflection of Workplace Loneliness on Alienation and Withdrawal from Work. Organizational Culture
Management, 18(3), 561-584.

Esmaeili, A., Rahimi, F., & Nadaf, M. (2021). Studying the effect of organizational coaching on workplace counterproductive behaviors:
mediating role of positive organizational climate (Vol. 21). Tarbiat Modares University.
https://mri.modares.ac.ir/article_430.html?lang=en

Fahy, A., McCartney, S., Fu, N., & Roche, J. (2024). Investigating the Indirect Impact of Transformational Leadership on Performance and
Work Alienation: Evidence From School Principals Navigating COVID-19. Leadership & Organization Development Journal, 45(5), 877-
898. https://doi.org/10.1108/lodj-04-2022-0199

Golparvar, M., Vaseghi, Z., & Javadian, Z. (2011). Structural model of abusive supervision, role burden, burnout, and job alienation.
Quarterly Journal of Productivity Management, 5(19), 117-125.

ez

Copyright: © 2026 by the authors. Published under the terms and conditions of Creative Commons Attribution-NonCommercial 4.0 International (CC BY-NC 4.0) License.



http://creativecommons.org/licenses/by-nc/4.0
http://creativecommons.org/licenses/by-nc/4.0
https://doi.org/10.1177/10497315241279748
https://www.researchgate.net/publication/335652636_OCCUPATIONAL_STRESS_AND_JOB_SATISFACTION_AMONG_DOCTORS_WORKING_IN_PUBLIC_AND_PRIVATE_HOSPITALS_IN_MYANMAR
https://www.researchgate.net/publication/335652636_OCCUPATIONAL_STRESS_AND_JOB_SATISFACTION_AMONG_DOCTORS_WORKING_IN_PUBLIC_AND_PRIVATE_HOSPITALS_IN_MYANMAR
https://doi.org/10.1108/er-04-2019-0187
https://doi.org/10.1108/er-04-2019-0187
https://www.sid.ir/paper/378820/fa
https://mri.modares.ac.ir/article_430.html?lang=en
https://doi.org/10.1108/lodj-04-2022-0199

J%JW}AW}E}J}}ATQQJJ_M

Katitas, S. (2026). Unpacking the Effect of Organizational Silence on Teachers’ Turnover Intention: The Mediating Role of Work Alienation.
Sage Open, 16(1). https://doi.org/10.1177/21582440251414812

Mukhopadhyay, S. (2024). Using Alienation to Understand the Link Between Work and Capabilities. Journal of Human Development and
Capabilities, 25(1), 151-169. https://doi.org/10.1080/19452829.2023.2300626

Nadi, M., & Shojaee, M. (2019). Relationship Between Perception of Bullying in the Workplace, Job Self-Alienation, Organizational Support
With the Intention to Leave Work and the Role of Mediator of Forced Citizenship Behavior. Journal of Applied Sociology, 30(1), 167-
188.

Nazan, K. (2018). Evaluating the relationship between work engagement, work alienation and work performance of healthcare
professionals. International Journal of Healthcare Management. https://doi.org/10.1080/20479700.2018.1453969

Osiichuk, D. (2022). The Driver of Workplace Alienation or the Cost of Effective Stewardship? The Consequences of Wage Gap for Corporate
Performance. Sustainability, 14(13), 8006. https://doi.org/10.3390/s5u14138006

Sulphey, M. M., & Jasim, K. M. (2025). Perceived Anomie, Organizational Silence, Compulsory Organization Citizenship Behavior, and
Workplace Alienation as Antecedents of Knowledge Hiding. Knowledge and Process Management, 32(4), 174-189.
https://doi.org/10.1002/kpm.70001

Tajvaran, M., & Saif, M. H. (2017). A Causal Model of Work Alienation Based on Quality of Work Life and Organizational Justice with an
Emphasis on the Mediating Role of Conflict, Organizational Commitment, and Job Attachment among Physical Education Teachers in
Shiraz. Sport Management Studies, 9(43), 61-80.

Ungiiren, E., & Arslan, S. (2020). The Relationship Between Psychological Contract Breach and Work Alienation. 327-352.
https://doi.org/10.4018/978-1-7998-1474-0.ch018

Wang, G., Zhang, H., & Bian, J. (2025). The effect of professional identity on Chinese teachers' turnover intentions: The mediating role of
work alienation and the moderating role of  job autonomy. Acta Psychologica, 260, 105486.
https://doi.org/10.1016/j.actpsy.2025.105486

=z ®

ol 48,5 &yg0 (CCBY-NC 4.0) Lales b illas 331 oy ygos dllia ol L]l odi g5 4 Blaie dllie pl Ll Goi> (olos VF+0 © Dl 3> g jore



http://creativecommons.org/licenses/by-nc/4.0
http://creativecommons.org/licenses/by-nc/4.0
https://doi.org/10.1177/21582440251414812
https://doi.org/10.1080/19452829.2023.2300626
https://doi.org/10.1080/20479700.2018.1453969
https://doi.org/10.3390/su14138006
https://doi.org/10.1002/kpm.70001
https://doi.org/10.4018/978-1-7998-1474-0.ch018
https://doi.org/10.1016/j.actpsy.2025.105486

