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ABSTRACT  

Growing evidence suggests that work-related psychological injuries are a concern 

worldwide. While previous efforts to address psychological injuries mainly 

focused on the individual level of analysis, the psychosocial safety climate (PSC) 

theory emphasizes the analysis and prevention of psychological injuries at the 

organizational level. While there is abundant evidence of the impact of leadership 

on other climate constructs, scant attention has been paid to the impact of 

leadership on PSC.  

This study is a scoping review of the extant literature to determine the state of the 

discipline in relation to the impact of leadership on the psychosocial safety climate 

of organizations.  

Three databases were searched, supplemented by a pearling exercise and Google 

Scholar searches, which yielded 14 studies that met the selection criteria. Our 

study shows that while much work has been done about the behavior of managers 

and organizational infrastructure to yield high levels of PSC, there is a dearth of 

studies on the impact of specific leadership styles on the PSC of organizations. We 

recommend further studies of leadership, especially the impact of post-heroic 

leadership styles, on the psychosocial safety climate of workplaces.    

Keywords: psychosocial safety climate, leadership, management, psychological 

hazards, scoping review, workplace psychological injuries 

 

 

Introduction 

Globally there is growing evidence that 

psychological injuries are significant contributors 

to the burden of disease.1 This injury type is also 

becoming more prevalent in the workplace and is 

predicted to be one of the major trends in 

occupational injuries.2 This increasing trend has 

led to clarion calls from scholars to address this 

insidious phenomenon in the workplace.3 While 

many jurisdictions now address physical and 

psychological safety in the workplace, the 

evidence suggests that safety authorities are yet to 

have the same success with psychological injuries 

as they have had with physical injuries.4 

The prevalence of psychological injuries in the 

workplace also appears to be a universal problem, 

and finding solutions to this problem is therefore 

of interest to all.5 One of the challenges that 
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practitioners and scholars however experience is 

that the true extent of psychological injuries in 

workplaces is not always known. While 

workplace safety regulators record psychological 

injuries, these statistics do not provide an accurate 

account of the epidemiology of psychological 

injuries as they are retrospective and only capture 

psychological hazards where official claims have 

been made. Access to workplaces is also often 

restricted, frustrating research into this 

phenomenon.6 Owing to these shortcomings, 

studying psychological injuries at the individual 

level is likely not to provide a true representation 

of the problem.  

In this review, we study psychological injuries 

through the psychosocial safety climate (PSC) 

theory. PSC is a climate construct that refers to an 

organization’s priority for protecting workers’ 

psychological health. This priority is reflected 

through enacted policies, procedures, and 

practices so that when workers view these 

collectively, they form an opinion of the 

organization’s psychosocial safety climate.7 This 

theory further posits that work conditions and 

worker health and engagement can be predicted 

when the psychosocial safety climate of an 

organization is known.6,7 The level of PSC in an 

organization is said to indicate the extent to which 

management prioritizes psychological hazards in 

the workplace, so in an organization with a high 

PSC, management prioritizes psychological health 

more than in an organization with a low PSC.6 The 

predictive nature of this construct allows it to 

serve as a lead indicator for psychological hazards 

as it predicts the likelihood of psychological 

injuries occurring in the workplace.8  While many 

other climate constructs exist, psychosocial safety 

climate was tested and found to be distinctly 

different from other climate constructs, including 

safety climate, team psychological climate, and 

perceived organizational support and team 

climate.9,10 The literature thus shows that 

psychosocial safety climate, as a newly introduced 

construct, is a valid construct for predicting 

psychological injuries.  

As senior managers are the purveyors of policies, 

procedures and practices that determine the PSC 

of organizations, we posit that leadership directly 

impacts PSC. While there have been reviews on 

the impact of leadership on psychological safety 

(the individual-level construct), no such reviews 

have been done to scope the literature on the 

impact of leadership on psychosocial safety 

climate (the organization-level construct). 

It is our view that a scoping review of the impact 

of leadership on the organization-level construct 

(PSC) is warranted as such a review will 

contribute to the field as it will set out what is 

known and identify the gaps in the literature. The 

purpose of this review is therefore to scope the 

extant literature to determine the antecedents of 

leadership for the promotion of a positive 

psychosocial safety climate in workplaces and in 

so doing advance the understanding of the field. 

Methods 

This scoping review follows the model proposed 

by Arksey and O’Malley (2005), with the exclusion 

of the optional ‘consultation with stakeholders’ 

step.11 Searches were conducted in Scopus, Web of 

Science, Emerald Insight, and Google Scholar. 

This was followed by a pearling exercise to 

identify possible sources in the reference lists of 

the selected articles. Search terms used included 

psychosocial safety climate, PSC, leader*, manage*, 

with the Boolean operator AND and OR with 

truncation. A schematical representation of the 

search strategy is provided in Appendix A. The 

initial search yielded 107 results. After removing 

duplicate articles, titles and abstracts were 

reviewed, and 14 papers met the selection criteria.  

Selection Criteria 

A scoping review does not require the reviewer to 

consider the quality of selected papers and 

therefore allows for a much wider search to 

describe the breadth of the field.11 Papers written 

in English and published after 2010, the year in 

which PSC was introduced into the literature, 

were included. As this literature review solely 

focuses on leadership’s impact on the 

organizational-level construct, only studies that 

addressed PSC were included. 

Results 

The initial search yielded 107 results. After 
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removing duplicate articles, titles and abstracts 

were reviewed, and 14 papers met the selection 

criteria (see Table 1). We conducted a thematic 

analysis on the 14 papers in the data set and 

through the process of manual coding, identified 

four themes covered in the literature.12 Our first 

theme is management support. Papers under this 

theme primarily focus on the behavior that leaders 

should display to bring about a positive 

psychosocial safety climate. Our second theme 

focuses on the hard and soft systems that should 

be in place for the promotion of PSC. We refer to 

this theme as infrastructure for PSC. Our third 

theme was the impact of PSC on managerial 

quality, and the final theme was that of leadership. 

While it may appear as if this theme is similar to 

our first theme, we believe leadership transcends 

management, and papers on this theme elucidate 

leadership styles that impact PSC.  

Of the studies conducted, most occurred in the 

North Americas.13-17 Three studies were conducted 

in Australia, with a further three in Europe.18-23 

While the aforementioned studies were conducted 

in high-income countries, two studies were 

conducted in an upper-middle-income country 

(Malaysia) and a lower-middle-income country 

(Vietnam).25,26 The final paper by Dormann et al. 

(2019) can be described as an opinion piece.27 

Research conducted using quantitative methods 

dominates the dataset, with eight papers 

employing cross-sectional or longitudinal studies. 

Five papers presented research findings based on 

qualitative data or mixed-methods 

studies.14,15,17,19,22 

Management Support  

Management support has been studied the most 

in relation to PSC, with 57% (8/14) of the studies in 

the dataset reflecting this theme. PSC is 

determined by policies and procedures, and can 

therefore be described as what organizations say 

they do for the prevention of psychological stress. 

24 PSC support is related to work engagement, 

through the mediating effect of management 

support. In other words, the PSC said to be 

applicable in a workplace brings about work 

engagement, but only if management offers 

demonstrated support for employees’ 

psychological health.26 While Yulita and 

colleagues’ (2017) study was conducted in a cohort 

of Malaysian teachers, similar findings were made 

in an Australian study among ambulance staff 

across two states where it was found that PSC 

contributes to better mental health outcomes in 

workers.19 In this study the behavior of managers, 

referred to as manager PSC, accounted for a 

higher variance in the mental health of workers 

(13%, for both well-being and common mental 

health disorders). This finding is in support of the 

finding of Yulita et al. (2017) of enacted PSC on the 

psychological health of workers. Interestingly 

Petrie et al. (2018) also studied observed 

management support and found that this 

construct did not have the same effect as manager 

PSC on mental health.19 Observed manager 

support only resulted in a 10% variance in well-

being and a 7% variance in symptoms of common 

mental disorders. These findings confirm the 

importance of manager support as a modifiable 

factor influencing employee mental health.  

The difference between what organizations say 

they do (enacted PSC) and what is observed, 

observed management support, as noted by Petrie 

et al. (2018) can be problematic and was 

highlighted by Zinsser and Zinsser (2016).14 They 

found that although management support for 

psychological hazards was demonstrated, 

workers’ perceptions of management support 

differed from management support captured in 

the PSC-12, the validated scale for the 

measurement of PSC.28 In this study, workers 

equated management support with the visibility 

of managers (p. 60).14 This seems to support the 

finding of Petrie et al. (2018) that observed 

management support has a lesser effect on 

workers’ mental health than manager PSC.19 The 

work of Nguyen et al. (2017), however, seems to 

refute this.25 These authors studied workers’ 

perceptions of management support, known as 

Perceived Organizational Support (POS), and how 

it impacts the PSC of an organization. In this study, 

the impact of PSC and POS is studied on 

perceptions of bullying, employee well-being, and 

engagement. Nguyen et al. (2017) hypothesized 

that the overarching beliefs of support for mental 
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health in the workplace will influence perceptions 

of bullying, employee well-being and 

engagement.25 This study appears to be the first 

study among a heterogeneous group of public 

sector workers and does not focus on one segment 

of the workforce only, as was the case with Zinsser 

and Zinsser (2016), Petrie et al. (2018), and Yulita 

et al. (2017).14,19,26 The study of Nguyen et al. (2017) 

is, therefore, more generalizable.25 Whether the 

results of this study would be applicable in a 

Western context remains to be seen, as it was 

conducted in Vietnam, where relationships in the 

workplace might be characterized by a high 

power distance culture and where acceptance of 

the hierarchy is more prevalent than in Western 

settings.25 Geisler et al. (2019) went further and 

studied the impact of PSC on the retention of 

workers in a cohort of social workers.22 While 

previous studies focused on the link between PSC 

and engagement, Geisler et al (2019) 

demonstrated that support from superiors and the 

social community at work was positively related 

to social workers’ organizational commitment, 

compared with work engagement and job 

satisfaction. In other words, high levels of PSC 

improved the retention rate of the social workers 

in this study.22  

While much of the emphasis of PSC is on workers, 

St-Hilaire and Gilbert (2019) also studied the effect 

of PSC, but in this study, the focus was on the 

mental health of managers.15 They argue that 

managers’ mental health problems frustrated their 

ability to implement preventative interventions 

for subordinates’ mental health. Since managers 

are the conduits of PSC, that is, they are part of the 

mechanism to facilitate the organization’s 

espoused PSC, this is a very interesting finding as 

it suggests that an organization’s PSC should be 

such that it prevents psychological hazards 

among managers first, before it can prevent 

psychological hazards among workers. St-Hilaire 

and Gilbert’s (2019) study makes a valuable 

contribution as they argue for a more systemic and 

collective view of workplace mental health, one in 

which managers’ mental health is included. By 

doing so, the mental health of all, workers and 

managers, will be improved.15 

While the focus of the aforementioned studies was 

on the mental health of workers, Mansour and 

Tremblay’s (2018) work saw a shift in the impact 

of PSC on constructs external to the workplace, 

namely, work-family conflict and family–work 

conflict.16 These authors measured two 

dimensions of work–family conflict, namely a 

time-based measure and a strain-based measure. 

To clarify: a time conflict occurs when the time 

spent on one role makes it difficult to fulfill the 

requirements of another role, while a strain-based 

conflict exists when the strain of functioning in 

one role makes it difficult to operate in another 

role. Mansour and Tremblay (2018) examined the 

specific contributions of PSC through family-

supportive supervisor behavior (FSSB) to reduce 

both work-family conflict (WFC) and family–

work conflict (FWC).16 In this regard they 

examined whether the relationship between 

family-supportive supervisor behavior (FSSB) and 

work-family conflict (WFC) is weaker in 

organizations where the level of PSC is high, as 

opposed to those where the level of PSC is low. 

The findings of this study indicated that PSC is 

negatively and directly associated with work–-

family conflict time (WFC time), family–work 

conflict time (FWC time), work-family conflict 

strain (WFC strain), and family-work conflict 

strain (FWC strain). In other words, in an 

organization with low levels of PSC, the time 

spent on work activities makes it difficult for 

workers to fulfill their family commitments. Also, 

in organizations with low PSC, the strain that 

workers endure makes it difficult to function 

effectively in their respective family roles.  

The theme of management support was further 

explored by McLinton et al. (2018) in what these 

authors called high-risk and low-risk PSC 

environments.20 They found that in teams with 

low-risk PSC, managers ensure workers feel 

valued and supported. In doing so, these 

managers are good role models for safety. In 

teams with high-risk PSC, workers view managers 

as not making their staff feel valued, providing 

support when requested, or exhibiting good role 

modeling (pp. 241-242).20 Further elements that 

this study identified are the ‘conflicting pressures’ 
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that workers experience in high-risk PSC 

environments. As this research was conducted in 

a healthcare setting, this factor appears to be very 

industry-specific and therefore goes beyond the 

four factors identified in the PSC-12.28 McLinton et 

al. (2018) found that in low-risk PSC teams, 

workloads are spread to not cause psychological 

harm.20 In these teams, managers also create 

policies and procedures that are realistically 

achievable. In high-risk PSC teams, on the other 

hand, workers are forced to choose between 

workloads and working unsafely.   

Infrastructure to Support PSC   

When the literature is studied, the importance of 

organizational and environmental factors, and 

how they relate to psychosocial factors in the 

workplace, becomes evident.  This theme focuses 

on the systems that should be in place to ensure 

positive PSC.  In the dataset, Einarsen et al. (2019), 

for instance, studied the impact of human 

resources practices, perceived financial resources 

and organizational size on what they call ‘ethical 

infrastructure against workplace bullying’ (p. 

673).21 The construct of ‘ethical infrastructure’ in 

relation to workplace bullying appears very 

closely related to the psychosocial safety climate. 

For instance, they described ethical infrastructure 

against workplace bullying as referring to formal 

and informal systems in organizations that 

prevent organization members from committing 

acts of bullying. While formal ethical structures 

for the prevention of bullying consist of policy 

documents and compliance programs, informal 

systems are the subtle messages about the 

organization’s values and behavior in relation to 

bullying. In this study, Einarsen et al. (2019) found 

that high-quality human resources practices, as 

operationalized by policies, procedures, and 

training, affected an ethical infrastructure against 

workplace bullying. That is, owing to the high-

quality human resources practices, workers 

perceived the organization as having the 

infrastructure to protect them against bullying. 

Interestingly, the study also found that financial 

resources and organization size did not predict an 

ethical infrastructure against workplace 

bullying.21  

Martin et al. (2018) also addressed the theme of 

infrastructure for positive PSC. In their qualitative 

study with managers who manage staff with 

mental health issues, they noted some aspects that 

demonstrate the lack of a good infrastructure for 

high PSC.18 Managers noted that they often ‘felt 

out of their depth’, that they had limited 

knowledge and understanding of mental health 

issues, and that these challenges were exacerbated 

by a lack of organizational support and 

insufficient guidance about the appropriate 

actions to take (p. 452).18 One of the tenets of high 

PSC is that psychological health is given the same 

attention as production goals.7 The study by 

Martin et al. (2018) noted that 37.5% of 

participants found it challenging to balance the 

needs of employees with mental health issues 

with the commercial needs of the organization (p. 

454).18 This paper is the first to indicate that while 

managers are required to ‘act appropriately’ once 

psychological hazards are brought to their 

attention, the reality is that managers may need 

support in doing this.18 

While the previous studies mentioned some 

elements of an infrastructure needed for high 

levels of PSC, the study of Teo et al.(2020) went 

beyond just one element of infrastructure for PSC 

and studied the impact of high-performance work 

systems (HPWS) on bullying in the workplace.17 

HPWS are integrated systems of HR practices that 

include selective staffing, self-managed teams, 

decentralized decision-making, extensive training, 

flexible job assignments, open communication, 

and performance-contingent compensation. The 

integration of these HR systems leads to 

knowledge resources that ultimately lead to 

increased financial performance.29 Of particular 

interest is that the study of Teo et al. (2020) was the 

first to examine PSC as a moderator, finding PSC 

moderated the impact of HPWS on workplace 

bullying. 17 These authors found that the positive 

impact of HPWS practices was moderated by high 

levels of PSC. In other words, in a workplace 

characterized by high-performance work practices, 

the presence of a safe psychosocial work climate 

reduced exposure to workplace bullying and 

increased effective commitment.17  
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PSC’s Impact on Management Quality   

Whereas previous studies have focused on 

describing the impact of leadership behavior on 

employees’ psychological health, Biron et al. (2018) 

aimed to identify the effect of PSC on managerial 

quality, with the psychosocial mechanisms in the 

managers’ work environment explaining this 

association.13 While at first glance St-Hilaire and 

Gilbert’s (2019) study on the impact of PSC on the 

mental health of managers may seem to fall into 

this category, their study primarily focuses on 

managers as a subset of workers and does not 

address the quality of managers’ practice.15 Biron 

et al. (2018) is therefore the only study in the 

dataset that explores the relationship between PSC 

and the quality of managerial practice. Biron et al’s 

(2018) work is all the more noteworthy for the 

following reason. Previous authors have already 

shown that espoused PSC and enacted PSC are 

important for employee psychological health and 

work engagement. 14,19,26 Biron et al. (2018), 

however, had a different direction from the 

previously mentioned studies. Their research 

found that PSC is temporally before managerial 

quality. They found that the relationship between 

PSC at T1 and managerial quality at T2 were 

stronger than the relationship between 

managerial quality at T1 and PSC at T2.13 PSC thus 

has a strong influence on the quality of 

management in an organization. While their 

finding is interesting, they comment that 

management quality is also called leadership 

quality (p. 229).13 The reader is therefore left to 

conclude that this finding is also applicable to 

leadership. We dispute this view and believe that 

management and leadership are two dissimilar 

constructs and findings applicable to management 

cannot simply be transferred to leadership 

without giving due consideration to the difference 

between the two constructs.30 

Leadership   

Dollard and Jain (2019) were the first to address 

the link between a specific leadership style and 

PSC.23 In their work, these authors elucidated the 

relationship between ethical leadership and PSC 

and concluded that ethical leadership is required 

for effective occupational safety and health 

management, particularly as it relates to PSC. An 

interesting feature of Dollard and Jain’s (2019) 

study is that they did not use any of the ethical 

leadership questionnaires to measure ethical 

leadership.31 Instead, they used data from the 

Corruption Perception Index for 31 European 

countries and contrasted this with leadership for 

PSC, work conditions, and worker health and 

well-being. Dollard and Jain (2019) found that 

corruption had a 17% effect on PSC. In other 

words, countries with high levels of corruption 

have a lower level of PSC. An interesting 

observation in this study is Dollard and Jain’s 

(2019) inference that ethical leadership is the 

leadership model that should prevent corrupt 

public values from impacting worker health.23 

This is not an unreasonable conclusion, as the 

basis of ethical leadership is the ethical behavior 

that leaders are required to have, including 

characteristics like honesty, trustworthiness, fair 

and principled decision-making, and care for 

people and the broader society.32, 33 Similarly, it 

could also be argued that authentic leadership 

could be the leadership model that would prevent 

corrupt social values from entering the workplace, 

as this leadership style also draws on, and 

promotes an ethical climate.34 Dollard and Jain’s 

(2019) study only infers that ethical leadership 

could have a positive association with PSC, as the 

study did not measure the dyadic relationship 

between leaders and followers. 23 

In the selected studies, Dormann et al. (2019) also 

comments on leadership and its impact on PSC.27 

Of importance is Dormann et al’s. (2019) assertion 

that scholars still do not know what leadership 

style is likely to build PSC (p.  442).27 In the 

development of climate theories such as safety 

climate, researchers analyzed different leadership 

styles to determine the leadership style most likely 

to promote a certain organizational climate. It is 

therefore very interesting to note that Dormann et 

al. (2019) proposes a different development path 

for determining the relationship between 

leadership and PSC.27 They argue that it would be 

possible to identify a construct empirically, which 

they call Leadership for Psychological Safety 

(LPS), and that this would provide a better 
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explanation for the emergence of PSC. While we 

do not challenge that LPS is possible to be 

identified, we are of the view that discarding the 

testing of contemporary leadership styles in 

relation to PSC is premature and should be 

investigated by researchers.

 

Table 1: Articles forming part of this review 

 Authors Publication Focus of Study Study Design Variables Studied Findings 

1 Biron et 

al 13 

Internation

al Journal 

of 

Workplace 

Health 

Manageme

nt 

Impact of PSC on 

managerial 

quality.   

Interventio

n study, 

followed by 

longitudina

l study 

(N=192)  

Managerial quality is 

affected by 

managers’ own 

psychosocial work 

factors and is in turn 

affected by the 

organizational PSC. 

Job control was found to be a significant 

mediator of the relationship between PSC 

and managerial quality. 

PSC is positively related to managerial 

quality.   

Job control partially mediated the effect of 

PSC on managerial quality. 

2 Zinsser 

and 

Zinsser 14 

Research in 

Human 

Developme

nt 

Explores the 

extent to which 

PSC exists in a 

preschool context. 

Focus-

group 

interviews. 

Explores the extent 

to which PSC 

applies to preschool 

contexts. 

Examples of management practices and 

policies and procedures that reflect a 

degree of valuing of teacher well-being 

and psychological safety are presented. 

The study also highlighted that 

participants’ understanding of 

management support differed from that 

contained in the PSC-12. 

3 St-Hilaire 

and 

Gilbert 15 

Organizati

onal 

Dynamics 

The mental health 

of managers with 

an emphasis on 

what leaders 

should know to 

manage the 

mental health of 

managers. 

Interviews. Emphasizes what 

leaders should know 

to help with the 

mental health of 

managers. 

Mental health support for managers who 

are required to implement leadership 

policies is lacking. Argues for a more 

systemic and collective view of workplace 

mental health, one in which managers’ 

mental health is included. By doing so, the 

mental health of all, workers and 

managers, will be improved. 

4 Mansour 

and 

Tremblay 
16 

Personnel 

Review 

Tests the direct 

and indirect 

effects of 

manager PSC on 

work-family 

conflict. 

Cross-

sectional. 

(N=562) 

Direct and indirect 

effects of PSC on 

WFC/FWC-time and 

WFC/FWC-strain 

via family-

supportive 

supervisor behavior 

(FSSB). 

When senior managers value employees’ 

psychosocial safety, consider it a priority, 

act quickly to correct problems affecting 

employees’ psychological well-being and 

put in place a good system of 

communication at all levels, a favorable 

effect on the work environment is created. 

Therefore, managers and supervisors 

should show more support to workers’ 

family issues and encourage workers to 

talk about their difficulties at work or/and 

at home. This support can make workers 

more resourceful and therefore more 

capable of successfully balancing work 

and family. 

5 Teo et al 
17 

Internation

al Journal 

of 

Hospitality 

Manageme

nt 

Adoption of high-

performance work 

systems (HPWS) 

to eliminate 

workplace 

bullying. 

Longitudin

al (N=467 

and N=203)  

The role of HPWS is 

examined in 

enhancing the 

commitment of 

employees. 

High-performance work systems play a 

key role, together with psychosocial 

safety climate (PSC) and perceived 

organizational support (POS), in 

preventing employee exposure to 

workplace bullying in the hospitality 

sector. 

6 Martin et 

al 18 

Internation

al Journal 

of 

Workplace 

Health 

Manageme

nt 

Challenges faced 

by managers who 

are required to 

manage 

employees with 

mental health 

issues. 

Semi-

structured 

interviews. 

 

Engagement of 

employees. For PSC 

to be high, policies 

should include 

support for 

managers. 

Understanding managers’ experience is 

critical to the successful implementation 

of human resources policies regarding 

employee health and well-being. 

Implementation of human resources 

policies for mental health should consider 

support for managers as part of the 

implementation strategy. 

7 Petrie et 

al 19 

PLoS ONE Manager support 

in determining the 

mental health of 

ambulance 

personnel. 

Cross-

sectional 

(N=1622) 

 

Items to determine 

manager behavior 

were developed by 

the authors. 

MB accounted for a 10% variance in well-

being and a 7% variance in symptoms of 

common mental health disorders, while 

manager psychosocial safety climate 

accounted for a larger proportion (13%) of 

both employee mental health outcomes. 

Findings confirm the importance of 

manager support as a potentially 

modifiable factor influencing employee 

mental health. 
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https://www-scopus-com.ezproxy.uow.edu.au/sourceid/17800156772?origin=resultslist
https://www-scopus-com.ezproxy.uow.edu.au/sourceid/17800156772?origin=resultslist
https://www-scopus-com.ezproxy.uow.edu.au/sourceid/17800156772?origin=resultslist
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 Authors Publication Focus of Study Study Design Variables Studied Findings 

8 McLinto

n et al 20  

Safety 

Science 

How PSC theory 

manifests in 

healthcare, by 

studying the 

factors that shape 

PSC in healthcare. 

Mixed 

methods 

(N=27) 

Leadership style and 

manager support.  

Findings suggest that PSC theory might at 

a broad level apply to a wide range of 

industries, such as through key themes 

like ‘Communication’ and ‘Group 

Expectations’. Concerning leadership, 

improving the frontline-to-management 

disconnect is highlighted as a source for 

PSC improvement. 

9 Einarsen 

et al 21 

Personnel 

Review 

Organization size, 

financial 

resources and 

high-quality 

human resources 

management 

practices on 

workplace 

bullying. 

Cross-

sectional, 

(N=429) 

How the mentioned 

variables predict the 

existence of a well-

developed ethical 

infrastructure 

against workplace 

bullying. 

High-quality human resources 

management created an ethical 

infrastructure for the prevention of 

bullying. Organizational size and 

financial resources did not predict an 

ethical infrastructure for the prevention of 

bullying. 

10 Geisler et 

al 22  

Human 

Services 

Organizati

ons: 

Manageme

nt, & 

Governanc

e 

Impact of PSC, 

job demands, job 

resources and 

assessment for 

quality of work 

related to work 

engagement. 

Cross-

sectional. 

(N=831) 

How (PSC), job 

demands, job 

resources and 

assessments for 

quality of work 

related to social 

workers’ work 

engagement, job 

satisfaction, and 

organizational 

commitment. 

To improve the understanding of factors 

contributing to the retention of social 

workers by investigating the relationship 

between specific work environmental 

factors and positive work attitudes. 

Quality of work was strongly related to 

job demand, job resources and assessment 

for quality of work. PSC was found to be 

related to social workers’ job satisfaction. 

11 Dollard 

and Jain 
23 

Psychosoci

al Safety 

Climate: A 

New Work 

Stress 

Theory 

(edited 

book) 

Compared the 

corruption 

perception index 

of 31 European 

countries against 

PSC and 

employee 

wellness. 

Interviews  Corruption and PSC. Corruption of public values undermines 

leadership for psychosocial safety climate 

and suggests that ethical leadership is 

required to improve PSC. 

12 Nguyen 

et al 25  

Public 

Manageme

nt Review 

Existence of PSC 

in the public 

sector.   

Cross-

sectional 

N=274 

To study PSC and its 

impact on the public 

sector. 

The impact of PSC and perceived 

organizational support (POS) is studied on 

perceptions of bullying, employee 

engagement and well-being. Overarching 

beliefs of support for mental health in the 

workplace influence perceptions of 

bullying, employee well-being and 

engagement. 

13 Yulita et 

al 26 

Safety 

Science 

Explores 

organizational 

level PSC (also 

known as 

espoused PSC) 

and enacted PSC 

(operationalized 

as management 

support) and their 

relationship with 

worker 

psychological 

health and 

motivation. 

Diary 

questionnai

res  

The climate created 

by PSC brings about 

an environment 

where managers 

provide support. 

Management 

support also 

mediates 

engagement. 

Organizational PSC was positively related 

to daily enacted managerial support. For 

work engagement, espoused PSC was 

related to work engagement through 

enacted managerial support. For 

emotional exhaustion, enacted managerial 

support moderated the negative 

relationship between espoused PSC and 

daily emotional exhaustion. The 

beneficial effects of espoused PSC were 

evident when high levels aligned with 

high levels of enacted managerial support. 

PSC acts as a safety signal. When high-

espoused PSC is coupled with repeated, 

unequivocal and stable managerial 

support, employees feel safe in protecting 

themselves from emotional exhaustion in 

their environment 

14 Dormann 

et al 27 

Psychosoci

al Safety 

Climate: A 

New Work 

Stress 

Theory 

(edited 

book) 

PSC Review  Summary 

of chapters 

in an edited 

book  

Provides a summary 

of all chapters in the 

edited book and an 

opinion on the 

direction of the study 

of leadership in 

relation to PSC. 

Suggests a new leadership construct, 

Leadership for Psychological Safety 

(LPS) that would better facilitate PSC in 

organizations. 
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Discussion 

This scoping review set out to determine what is 

already known in terms of management and 

leadership concerning PSC. While some authors 

treat management and leadership as 

interchangeable constructs, we are of the view that 

these are separate constructs.30  It was interesting 

to note that the search yielded more articles 

related to the impact of management practices on 

PSC than articles related to the impact of 

leadership on PSC, demonstrating that this is an 

under-researched topic.  

Concerning management, the review has 

identified the support that managers should 

provide to workers as critical for the establishment 

of PSC. The PSC that is stated by an organization 

is related to engagement, but only if managers 

offer demonstrated support to workers. Similarly, 

management support was found to account for a 

higher variance in the mental health of workers. 

We would argue that management support can be 

demonstrated under various leadership styles. 

Transformational leadership, for instance, 

identifies organizational needs and employee 

safety needs. This leadership style stimulates and 

satisfies the higher needs of workers to achieve 

organizational goals.35 This leadership style was 

found to contribute to the establishment of a safety 

culture. Since PSC originated from the safety 

culture study field, we are of the view that it 

would be prudent to explore the impact of this 

leadership style on this construct.7  

One study found that managers’ mental health 

thwarts their ability to implement mental health 

interventions. Support for managers’ mental 

health is therefore of utmost importance as 

managers are often responsible for the 

implementation of PSC interventions.  A smaller 

proportion of the selected studies, 21% (3/14), 

related to the theme of infrastructure to support 

PSC. In this regard, high-quality human resource 

practices were found to engender an ethical 

infrastructure for the prevention of bullying. The 

size and financial resources of an organization 

were not found to contribute to the PSC of an 

organization. The lack of infrastructure was also 

highlighted concerning managers’ providing 

support to staff with mental health issues. In this 

regard, infrastructural issues hindering managers 

from providing support to staff include the lack of 

information to deal with mental health issues 

adequately and the lack of organizational support. 

One paper has gone beyond single elements of 

infrastructure and has studied the impact of high-

performance work systems (HPWS) on bullying. 

Within an environment of HPWS, PSC was found 

to reduce the impact of bullying. While this result 

is promising, especially given the fact that many 

organizations strive to implement some form of 

HPWS, this study was limited to the hospitality 

industry in the USA.17 As psychological injuries in 

the workplace appears to be a universal problem, 

the literature will therefore benefit from more 

empirical studies to further test the association of 

HPWS with psychological hazards, like bullying 

and burnout. 5 

An interesting observation in the selected studies 

was the fact that researchers have also studied the 

impact of PSC on managerial quality and found 

that PSC improved managerial quality. In our 

view, the authors of this study, however, 

erroneously concluded that this is also true for 

leadership.13 Earlier in this review we noted the 

difference between management and leadership, 

and would therefore argue that further research is 

needed to determine the impact of PSC on 

leadership. Of the studies that solely focused on 

leadership’s impact on PSC, the dataset only 

contains one empirical study and one opinion 

piece that relate to leadership and PSC. Dollard 

and Jain (2019), in a study of 31 European 

countries, found that corruption had a significant 

effect on PSC. 23 This they established by studying 

the link between the corruption levels in European 

countries and the PSC at an organizational level in 

these countries. Their study found that PSC 

played a significant role in preventing the 

corruption of public values from infiltrating 

organizations.23 Dollard and Jain (2019) thus 

concluded that ethical leadership is likely to be the 

leadership model that will prevent corruption 

from infiltrating organizations. This study did not 

specifically test ethical leadership at the 

organizational level and one could argue that 
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other leadership styles, like authentic leadership, 

also have an ethical foundation and could 

therefore contribute to higher levels of PSC. The 

empirical testing of different leadership models, 

therefore, seems to be a natural progression in the 

testing of a psychosocial safety climate.  

Lastly, Dormann et al. (2019) acknowledge the 

lacunae in relation to studies that investigate the 

impact of leadership on PSC. These authors, 

however, go further and claim that notions of 

transformational leadership may not contribute to 

PSC, and suggest that a different leadership style, 

leadership for psychological safety (LPS), could be 

identified empirically and that this leadership 

style is likely to contribute to PSC.27 While we do 

not disagree with this assertion, we believe that, as 

with the development of safety climate, various 

contemporary leadership styles should be 

explored concerning PSC to advance the field. 

Limitations  

The limited number of papers included in the data 

set was surprising, especially when compared 

with leadership studies conducted on 

psychological safety, at the individual level of 

analysis. By limiting the date range to publications 

from 2010 it is possible that sources that are 

aligned with the idea of PSC, but do not use that 

particular term, might have been missed. 

Searching all databases is not possible, and we 

acknowledge that by limiting our search it is likely 

that some literature may have been omitted. To 

mitigate this, a pearling exercise was conducted 

and we could not identify other sources. While the 

results were surprising, as only 14 papers satisfied 

the selection criteria, it is noted that all papers in 

the dataset were peer-reviewed. It could therefore 

be argued that papers in the dataset are of high 

quality, as they exclude grey literature not 

subjected to reviewer scrutiny.36 

We also acknowledge the debate among scholars 

about conceptualizing organizational climate as 

an individual-level construct (psychological 

safety), or a group-level construct (which includes 

PSC). For organizational-level constructs to be 

measured, respondents’ scores need to be 

aggregated to form the group-level construct. 

With the aggregation of respondents’ scores, there 

is an opportunity for variability that exists within 

groups not to be reflected in the overall score 

attributed to the organizational climate 

construct.37 Recent developments in the literature 

however provide support for studying 

organizational climate at the group level. 38 

Conclusion  

The literature has shown that PSC holds promise 

for the promotion of psychological health in 

organizations. As PSC is promoted by the 

leadership of organizations, the impact of 

leadership on this construct is therefore an area of 

research that requires further study. This review 

has shown that there are few research papers on 

leadership, with most of the work conducted in 

management support and some on the 

infrastructure required to promote PSC. 

Concerning leadership, however, there appears to 

be a dearth of information on the dyadic 

relationship between followers and leaders in 

relation to PSC. Before the final review of this 

paper, one article on the impact of leadership and 

PSC was published: ‘How Psychosocial Safety 

Climate (PSC) Gets Stronger Over Time: A First 

Look At Leadership And Climate Strength’. As the 

title suggests, this study is the first to give insights 

into how one of the contemporary leadership 

styles (transformational leadership) impacts PSC. 

In this work, the authors introduce a new 

construct, PSC leadership, into the literature, and 

through a longitudinal study conclude that 

transformational leadership has a smaller impact 

on PSC.39 

Questions relating to other contemporary 

leadership styles and their impact on PSC remain 

unanswered. Our view is therefore that further 

investigation of the different leadership theories, 

in relation to PSC, will benefit the development of 

the field. This review can potentially serve as an 

impetus for further studies to test the dyadic 

relationship between leaders and followers to 

explain how leadership impacts the psychosocial 

safety climate in organizations. 
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