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Anna Krompa (Greece), Alina Hyz (Greece)

BURNOUT AMONG
ADMINISTRATIVE STAFF IN THE

GREEK MINISTRY OF EDUCATION:

THE ROLE OF DEMOGRAPHIC
FACTORS, JOB SATISFACTION,
AND TURNOVER INTENTION

Abstract

Burnout in the education sector has been extensively studied. Yet most research has
focused on teaching staff, overlooking the experiences of administrative employees,
despite their crucial role in implementing education policy. This study investigates the
levels and correlates of burnout among administrative staff in the Greek Ministry of
Education. It examines how demographic characteristics shape burnout dimensions
and how burnout influences job satisfaction and turnover intention. Data were collect-
ed in 2023 through an electronic survey, reaching 40.2% of the Ministry’s workforce.
Burnout was measured using the Maslach Burnout Inventory — General Survey (MBI-
GS), job satisfaction with the Job Descriptive Index (JDI) and Job in General (JIG)
scales, and turnover intention with custom-developed items. Results show moderate
levels of exhaustion (M = 3.20) and cynicism (M = 2.82), while professional efficacy
was high (M = 4.90), suggesting that staff remain committed despite institutional strain.
Burnout was negatively correlated with job satisfaction (e.g., p = —0.651 for cynicism
and satisfaction with work; p = -0.550 for exhaustion and satisfaction with the job
in general), and positively associated with turnover intention. Tenure, education level,
and gender were significantly associated with burnout dimensions (p < 0.05), while
age showed no effect. By focusing on administrative staff, this study contributes new
insights into an underexplored professional group in public education. Findings un-
derline the systemic roots of burnout in the Greek public administration and highlight
the need for structural HR reforms to foster employee well-being and organizational
effectiveness.

Keywords burnout, job satisfaction, turnover intention,
administration, education
JEL Classification 128, H75, M12

INTRODUCTION

Burnout is a significant concern in professions characterized by press-
ing emotional and organizational demands, with education being
among the most frequently studied sectors (Maslach & Leiter, 2016). It
is commonly described as a multidimensional syndrome comprising
emotional exhaustion, depersonalization or cynicism, and a reduced
sense of personal efficacy (Maslach et al., 2001). These dimensions
have been shown to impair not only the psychological well-being of
employees but also their performance and engagement with work.

Research in educational settings has traditionally focused on teachers,
emphasizing stressors such as student misbehavior, classroom over-
crowding, and limited autonomy. However, considerably less atten-
tion has been paid to administrative staff, despite their pivotal role in
policy implementation, human resource management, and organiza-
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tional support. Administrative employees frequently operate within inflexible bureaucratic structures,
face high workloads and limited career mobility, and often receive inadequate institutional recognition.
Such conditions may produce distinct burnout patterns compared to teachers, yet models and interven-
tions are often generalized across professions, overlooking sector-specific stressors (Schaufeli & Taris,
2014). This issue is particularly relevant in national education systems with complex bureaucratic struc-
tures, such as Greece.

In the Greek Ministry of Education, administrative staff are responsible for supporting all levels of the
education system and implementing reforms under conditions of resource constraints and political
interference. These factors intensify occupational stress, while demographic characteristics such as age,
gender, tenure, and education may further shape burnout experiences (Schaufeli & Bakker, 2004), al-
though previous findings remain inconsistent.

Despite their central role in education systems, administrative staff remain largely absent from burnout
research. This lack of systematically collected evidence limits a comprehensive understanding of occu-
pational stress in educational bureaucracies and constrains the development of effective organizational
interventions. Situating the present study within this broader scientific problem highlights the need to

examine how burnout manifests among administrative employees in the Greek public sector.

1. LITERATURE REVIEW

AND HYPOTHESES

Understanding the nature of burnout is crucial for
exploring its impact on administrative employees
in the Greek public sector. The concept was first in-
troduced in the 1970s in relation to human service
professionals, and has since evolved into a well-es-
tablished psychological construct (Maslach et al.,
2001). Burnout is broadly defined as a prolonged
response to chronic workplace stressors, particu-
larly when employees experience a perceived mis-
match between job demands and resources.

Maslach’s three-dimensional model remains one
of the most influential frameworks, conceptualiz-
ing burnout as:

o Exhaustion, reflecting the depletion of emo-
tional or physical energy;

o Cynicism (or depersonalization), indicating
psychological distance from work or clients;

o Reduced professional efficacy, which cap-
tures diminished confidence in one’s work
achievements.

This model has been widely validated across occu-

pational sectors, including education and health-
care. Recent instruments, such as the MBI-General
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Survey (MBI-GS), have expanded their applicabil-
ity beyond “people work,” making them suitable
for administrative and organizational roles.

Burnout has been linked to a wide range of nega-
tive outcomes at the individual level (e.g., psycho-
logical distress, somatic complaints, and absen-
teeism), and at the organizational level (e.g., low
job satisfaction, turnover intention, and reduced
service quality) (Schaufeli & Enzmann, 1998).
These effects highlight the importance of address-
ing burnout not only as a personal issue but as a
broader organizational challenge requiring struc-
tural responses.

Although the three burnout dimensions apply in
many workplaces, how burnout appears can differ
depending on the job. For example, in roles with a
lot of emotional interaction, stress may come from
dealing with clients or students. In contrast, ad-
ministrative employees may experience stress due
to unclear roles, a lack of decision-making power,
or rigid procedures. These differences mean that
burnout must be understood within context, and
solutions must be tailored to the specific challeng-
es of each occupational setting.

The teaching profession has long been associated
with high levels of burnout due to its high-pressure
and demanding nature. Specifically, teachers ex-
perience higher levels of emotional exhaustion and
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personal accomplishment compared to other help-
ing service professionals, a tendency attributed to
the intensity of daily interactions with peers and
students, and the lack of varied workloads or chal-
lenging environments (J.C. Sarros & A.M. Sarros,
1987; Inbar-Furst & Gumpel, 2015). Excessive time
demands, large class sizes, and overcrowded class-
rooms, along with a lack of sufficient teaching
materials, are all significant stressors for teachers
(Cunningham, 1983). Furthermore, a lack of sup-
port from administrators or colleagues, combined
with limited involvement in decision-making, of-
ten leads to frustration (Starnaman & Miller,
1992; Sari, 2004). This reflects a culture where ac-
countability is emphasized over support, placing
disproportionate emotional burdens on individu-
al teachers.

Moreover, long working hours, inflexible sched-
ules, and excessive non-teaching duties, coupled
with personal responsibilities such as family and
childcare, result in negative outcomes like psy-
chological strain, reduced job and life satisfaction,
and overall diminished well-being (Kara, 2020).
Ultimately, stress may lead to emotional exhaus-
tion in teachers, which could be associated with
depersonalization and a sense of reduced personal
accomplishment. These effects may result in phys-
ical and mental strain, reduced job satisfaction,
diminished teaching efficacy, and impaired over-
all job performance. Such patterns raise concerns
not only for individual well-being but for the long-
term sustainability of education systems.

Burnout among teachers in Greece has been the
subject of several empirical studies, although find-
ings are not always consistent across contexts.

Koustelios (2001) reported low levels of burnout
in a sample of 100 teachers, a finding that was
corroborated by more recent research conduct-
ed by Karavasilis (2019), who also identified low
levels of burnout. Similarly, A. Koustelios and N.
Koustelios (2001) found low burnout among teach-
ers in Thessaloniki. Research on physical education
teachers (Koustelios & Tsigilis, 2005) and second-
ary special education teachers (Kouli et al., 2015)
also showed low levels of burnout, possibly due to
job security, stable working conditions, and tenure
status. Another study examining the relationship
between job stress and burnout among second-
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ary school teachers similarly reported low levels of
burnout. This outcome could be attributed to the
supportive culture that permeates Greek society,
as well as the existence of certain benefits in the
teaching profession (Stagia & Iordanidis, 2014).

On the contrary, a sample of 178 preschool teachers
revealed above-average levels of emotional exhaus-
tion (Tsigilis et al., 2006), suggesting that burnout
may be more pronounced in early childhood edu-
cation settings. Similarly, research on a sample of
127 full-time teachers in special classes in public
schools and special schools in northern Greece re-
vealed moderate to low levels of burnout; the main
stressors identified included teaching in classes
with different categories of special learning needs,
organizing and implementing the curriculum,
evaluating, and collaborating with other profes-
sionals and parents (Platsidou & Agaliotis, 2008).

In sum, these findings are encouraging: burn-
out levels in Greek education settings are gener-
ally low, and the profession does not foster dys-
functional psychological or behavioral responses.
However, this consistently positive picture may re-
flect a combination of contextual protections, such
as permanent employment and strong job security,
rather than the absence of workplace stressors per
se. Moreover, many of these studies were based
on relatively small or localized samples, and few
directly examined the impact of broader systemic
challenges, such as prolonged austerity or insti-
tutional rigidity. While the findings suggest that
social support and employment stability may buf-
fer against burnout, further research is needed to
explore how these protective factors operate in the
administrative part of education.

Burnout in public administration, on the other
hand, is a complex issue that arises from a vari-
ety of organizational, job-related, and individual
stressors. Each of these factors compounds the
others, creating a particularly challenging envi-
ronment for public sector employees.

First, one of the main contributors is workload
and bureaucratic burdens. High job demands,
both quantitative, such as overload and time pres-
sure, and qualitative, including job role inconsis-
tency and ambiguity, coupled with limited auton-
omy, significantly contribute to burnout (Maslach
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et al.,, 2001). Bureaucratic inefficiencies, such as
complex procedures, redundant approvals, and
slow decision-making, add to employee frustra-
tion (Tummers et al., 2015). Additionally, changes
like downsizing and mergers can negatively affect
employee well-being, further intensifying stress
(Maslach et al., 2001).

Second, conflicting demands are another anteced-
ent frequently cited in the literature. Public sector
employees often face severe criticism and experi-
ence contradictory expectations from multiple
stakeholders, including government officials, the
media, and the public. This leads to role conflict,
which is a key predictor of burnout (Schaufeli &
Taris, 2014). The lack of control over work decisions
and available resources also exacerbates stress,
making it more difficult for employees to manage
their responsibilities effectively (Leiter & Maslach,
2003). Evidence from a longitudinal study among
public servants in Israel further supports this idea,
showing that supervisor compassion within a sup-
portive work environment was negatively associ-
ated with burnout (Eldor, 2018), emphasizing the
protective role of empathetic leadership. The con-
stant pressure to meet the needs and demands of
the public, especially when resources are limited,
can lead to emotional exhaustion, a key compo-
nent of burnout. Furthermore, work-life imbal-
ance is a major contributor to burnout. The con-
flict between work and family demands - such as
long hours, inflexible schedules, and family re-
sponsibilities — creates psychological strain and
reduces both job and life satisfaction, ultimately
decreasing overall well-being (Byron, 2005).

Third, political and organizational pressures ap-
pear to play a significant role in burnout. Frequent
shifts in government priorities or leadership can
create instability, which may elevate stress levels.
Political interference in administrative decisions,
such as appointments or promotions based on po-
litical affiliations rather than merit, has the poten-
tial to foster frustration and diminish motivation.
Job insecurity for those with no permanent em-
ployment contract is another distressing aspect of
work in public administration (De Witte, 1999).

In sum, burnout in public administration is not

merely a response to individual stressors but
the result of deep-rooted structural deficiencies.

http://dx.doi.org/10.21511/ppm.23(4).2025.04
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Addressing it requires more than resilience train-
ing or isolated well-being initiatives; it calls for a
systemic rethinking of organizational design, re-
source allocation, and leadership accountability in
the public sector. Despite this extensive body of re-
search, little attention has been given specifically
to administrative staff in the field of education, a
gap this study seeks to address.

Empirical research focusing on Greek public ad-
ministration remains limited. Existing studies
have predominantly examined burnout in the
health and education sectors, particularly among
teachers and healthcare workers, leaving admin-
istrative roles largely underexplored. This gap is
particularly notable at the ministerial level, where
bureaucratic complexity and centralized decision-
making may produce distinct stressors.

Regarding the role of demographic factors in burn-
out, previous research has yielded mixed results,
suggesting that personal characteristics alone
may not consistently predict the syndrome across
various occupational settings (Kim et al., 2011;
Schaufeli et al., 2009). Nevertheless, examining
variables such as age, gender, tenure, and educa-
tional attainment remains crucial for understand-
ing how burnout manifests in specific professional
contexts, especially within the public sector.

Age has often been associated with burnout, par-
ticularly in early career stages. Some researchers
argue that younger employees may experience
greater emotional exhaustion due to unmet expec-
tations or lack of role clarity during the socializa-
tion process. However, findings are not consistent.
For example, a study by Serin and Balkan (2014)
found a negative relationship between age and
depersonalization, but no significant link with
emotional exhaustion or reduced personal accom-
plishment. Conversely, Meeusen et al. (2010) re-
ported that depersonalization increased with age
in nurse anesthetists, highlighting the complex
nature of the relationship.

Gender differences in burnout also appear incon-
sistent. Women generally report higher levels of
emotional exhaustion, while men tend to score
higher on depersonalization (Maslach & Jackson,
1985). These patterns are often attributed to
traditional gender roles and work-life balance
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pressures. Yet, studies such as that of Zhen et
al. (2023) have shown that men may experience
higher emotional exhaustion and depersonaliza-
tion in the teaching profession, challenging gen-
der-based assumptions. Similarly, a study among
medical residents (Salpigktidis et al., 2016) found
gender differences, with women showing more
emotional exhaustion and men higher personal
accomplishment.

Education level has been associated with both
protective and risk effects. According to the MBI
manual (Schaufeli & Enzmann, 1998, p. 77), indi-
viduals with either very low or very high levels of
education may be more vulnerable to emotional
exhaustion. Highly educated professionals may ex-
perience greater burnout due to increased respon-
sibilities and unfulfilled expectations (Maslach et
al., 2001).

Tenure has shown a more consistent inverse re-
lationship with burnout. Employees with shorter
tenure often report higher burnout, possibly due
to a lack of familiarity with organizational proce-
dures and support systems (Burke & Richardsen,
2001). A meta-analysis by Brewer and Shapard
(2004) confirmed a modest negative association
between experience and burnout. However, other
studies suggest that burnout may also occur later
in a career (Aydin & Tekiner, 2016).

Taken together, these findings suggest that burn-
out is shaped by an interaction of personal and or-
ganizational factors. In the context of the Greek
public administration, where rigid hierarchies,
limited career mobility, and political interference
prevail, demographic variables may interact with
institutional conditions to influence burnout dif-
ferently than in other sectors. Understanding
these relationships is essential for developing tar-
geted interventions.

When examined in relation to other constructs,
burnout has been widely associated with both di-
minished job satisfaction and increased turnover
intention. Emotional exhaustion and a perceived
lack of accomplishment are commonly found to
undermine employees’ positive attitudes toward
work, while also contributing to disengagement
and the desire to leave the organization (Schaufeli
& Enzmann, 1998; Matin et al., 2012).
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Although job satisfaction is often treated as a con-
sequence of burnout, the relationship is complex
and context-dependent. For instance, Gupta et
al. (2018) reported that emotional exhaustion and
reduced personal accomplishment significantly
predicted job dissatisfaction in Indian bank em-
ployees, while cynicism had no significant effect.
Similar findings have been observed in healthcare
and sales settings, where burnout predicted job
satisfaction among nurse anesthetists (Meeusen
et al,, 2010) and sales professionals (Shepherd et
al., 2011). However, other studies, such as Khdour
et al. (2015) in Jordan, suggest that the relation-
ship between burnout and job satisfaction may
be weaker or confined to specific burnout dimen-
sions, depending on the organizational context.

The connection between burnout and turnover
intention, the cognitive process through which
employees consider leaving, is even more robust.
Lee and Ashforth (1996) found that emotional
exhaustion (r, = 0.44) and depersonalization (r, =
0.31) were positively correlated with intention to
leave, while personal accomplishment was nega-
tively correlated (r_ = -0.16). On the other hand,
according to Kahill (1988), who reviewed re-
search data from the period 1974-1984 on symp-
toms of burnout in human service professionals,
employee turnover is strongly associated with
burnout. Although burnout is positively associ-
ated with actual employee turnover, this relation-
ship appears weaker than its link with turnover
intention. This suggests that many employees
experiencing burnout may remain in their posi-
tions despite a desire to leave.

Burnout often creates long-term costs for orga-
nizations, since it reduces employee engagement
and may eventually require the replacement of de-
motivated staff. In public administration, where
recruitment cycles are slow and expertise is of-
ten concentrated, such losses can be particularly
damaging.

The overall aim of the study is to explore how de-
mographic factors relate to burnout dimensions
and how burnout, in turn, affects job satisfaction
and turnover intention.

Based on the literature reviewed above, the follow-
ing hypotheses are proposed:
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HI:  Employees who are younger and have shorter
job tenure are more likely to experience high-
er levels of burnout. In contrast, gender and
education level are expected to have limited
predictive value.

H2: Burnout is negatively associated with job
satisfaction.

H3: Burnout is positively associated with turn-
over intention.

By shifting attention from teaching personnel to
administrative staff, the study addresses a signifi-
cant gap in literature. It seeks to generate context-
specific evidence that can inform policymaking
and human resource strategies in the Greek public
sector, where issues such as organizational rigidity,
resource limitations, and occupational stress are
prevalent but understudied.

2. METHODS

This study employed a quantitative, cross-section-
al survey design, which allows for the systematic
collection of data from a large sample within a
specified time frame and is appropriate for exam-
ining relationships between psychological con-
structs and demographic variables.

The target population included all administrative
staff employed at the central services of the Greek
Ministry of Education. The survey was fully anon-
ymous and designed to eliminate any possibility
of personal identification. Responses were sub-
mitted through a secure online platform, and no
personally identifiable information was collected.
Participation was entirely voluntary, and partici-
pants were informed that their data would be used
solely for analytical and academic purposes.

Data were collected using a structured electronic
questionnaire, consisting of four sections.

Burnout was assessed using the Maslach Burnout
Inventory — General Survey (MBI-GS, Copyright
© 1996 Wilmar B. Schaufeli, Michael P. Leiter,
Christina Maslach & Susan E. Jackson. All rights
reserved in all media. Published by Mind Garden,
Inc. www.mindgarden.com), a validated instru-
ment designed for occupations without direct cli-
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ent interaction. The tool includes 16 items rated on
a 7-point Likert scale ranging from 0 (never) to 6
(every day) and measures three core dimensions:
exhaustion, cynicism, and professional efficacy.
Sample items include: “I feel emotionally drained
from my work,” “I doubt the significance of my
work,” and “In my opinion, I am good at my job.”

Job satisfaction was measured using the Job
Descriptive Index (JDI) and the Job in General
(JIG) scales. These instruments evaluate satis-
faction across multiple job facets and overall job
experience, and have demonstrated robust psy-
chometric properties (Lake et al., 2010). The JDI
measures five facets of job satisfaction: work, pay,
promotion, supervision, and people, each with ei-
ther 9 or 18 items. The JIG measures overall job
satisfaction with 18 items. Both JDI/JIG scales use
a Y/N/? response format. A sample item from the
JDI Work facet is “Stimulating,” while a sample
item from the JDI People facet is “Boring.”

Turnover intention was assessed with custom-
developed items reflecting employees’ intentions
to stay or leave the organization. Although these
items were not validated through prior studies,
they were informed by existing literature. The
questionnaire was developed because most prior
work measures turnover intention using a single
item or very few statements, and no widely accept-
ed measurement tool currently exists. Two of the
seven original items were employed in the pres-
ent study to capture external and internal turn-
over intentions: “I seek opportunities to transfer
to another agency within the public sector” and “I
seek opportunities to transfer to another position
within the organization.” Responses were record-
ed on a 5-point Likert scale ranging from never (1)
to always (5).

Demographic information included variables such
as age, gender, tenure, and education level.

The sample consisted of 437 administrative em-
ployees of the Greek Ministry of Education. The
demographic characteristics are summarized in
Table 1. Most participants were women (70.94%)
and belonged to the 40-59 age group (86.49%). A
high percentage of respondents held postgradu-
ate (55.38%) or university degrees (28.60%), while
most had over 10 years of tenure at the Ministry.
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Table 1. Demographic characteristics
of the sample (N = 437)

Variable : Categories N (%)
‘Male ©27.92%

Gender Female 70.94%/
i Prefer not to respond 1.14%

20-29 0.46%

30—39" 6.41%

Age Group 40-49 40.27%
50—59" 46.22%

B 60+ . . 6.64%

>5 ) 16.48%

Tenure 6-10 15.79%
in Ministry 11-20 38.90%
(years) 21-30 22.43%
B 30+ . 6.41%

Secondary 5.49%

) Technological 4.81%
Edt*ecjzlon University 28.60%
Postgraduate 55.38%

: Ph.D. 5.72%

The dataset derives from the author’s doctoral dis-
sertation and has not been published elsewhere
in journal form. Moreover, due to copyright re-
strictions, the full version of the MBI-GS cannot
be reproduced here. However, sample items are
reported above, and full access to the instrument
is available from its publisher (MindGarden, Inc.).
The full pool of researcher-developed turnover in-
tention items (seven in total) can be obtained from
the corresponding author upon reasonable request.

Data collection took place in 2023, a period marked
by the resumption of routine administrative op-
erations following the post-COVID-19 era, and
was formally supported by the Human Resources
Department of the Ministry, which sent the ini-
tial invitation to all employees. General reminders
were also sent by the research team using publicly
available contact information. Prior to participa-
tion, respondents received a brief description of
the study’s purpose, confidentiality assurances,
and contact information for further clarification.
By proceeding to the survey, they indicated in-
formed consent. Ethical approval was granted by
the Ethics Committee of the University of West
Attica (reference number: 16279/2023).

Data analysis was conducted using IBM SPSS
Statistics (version 24). Descriptive statistics were
calculated to summarize participants’ demo-
graphic characteristics and scale responses. Given

o4

that the Kolmogorov-Smirnov test indicated non-
normal distributions, non-parametric tests were
applied:

o Kruskal-Wallis test was used to identify sta-
tistically significant differences across three
or more groups, based on ranks rather than
means.

o Spearman’s rank correlation test indicated the
strength and direction of the monotonic rela-
tionship between two variables.

These methods were selected to ensure valid in-
ferences despite non-normality and ordinal-scale
data.

3. RESULTS

Table 2 presents descriptive statistics for burnout
and job satisfaction dimensions. Among the three
burnout dimensions, exhaustion had the highest
mean score (M = 3.20), followed by cynicism (M
= 2.82), while professional efficacy was high (M =
4.90), suggesting that participants had a positive
view of their job performance. As for job satisfac-
tion, participants reported relatively high satis-
faction with supervision (M = 39.88), people (M
= 34.74), and the job in general (M = 34.29). On
the contrary, satisfaction with pay (M = 16.92) and
promotion opportunities (M = 12.77) received the
lowest satisfaction scores.

Regarding the intention to transfer to another
public agency (external mobility), 39.59% of par-
ticipants responded “sometimes,” 27% “rarely,”
and only 8.01% “always.” As for the intention to
transfer to another position within the Ministry
(internal mobility), 32.72% responded “some-
times,” 28.83% “rarely,” while only 13,04% report-
ed that they were actively (often or always) looking
for another internal position. These findings sug-
gest that most employees were not actively pursu-
ing mobility, especially within the Ministry.

To test Hypothesis 1, the Kruskal-Wallis test for k
independent samples was applied to examine as-
sociations between burnout dimensions and de-
mographic variables. Statistically significant re-
sults are presented in Table 3.

http://dx.doi.org/10.21511/ppm.23(4).2025.04
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Table 2. Descriptive statistics of job satisfaction and job burnout indicators

Burnout/Satisfaction dimensions © N Minimum Maximum Mean Std. Deviation
_Exhaustion 437 0.00 6.00 135718
Cynicism 437 0.00 6.00 1.77260
“brofessional efficacy o 437 150 6.00 098891
Satisfaction with workitself 437 0.00 54.00 14.67255
Satisfaction with pay 437 0.00 54.00 13.71082
: n with opportunities fg) """" 6mou’on 437 0.00 54.00 ::i3.86820
. tion with supervision 437 0.00 54.00 14.24181
Satisfaction with people 437 0.00 54.00 15.86444
Satlsfactlon with the job in gene;&;lk """" 437 0.00 54.00 34.2906 Hi3.59929 H

Table 3. Kruskal-Wallis test of scale questions and categorical questions

Categorical questions

Scale questions

Age isfaction with people

Gender

Tenure

Education

Turnover intention:

Outside the organization

Turnover intention:

Within the organization

i Satisfaction with the job in general

Age was not significantly associated with any
burnout dimension. Gender showed significant
associations with cynicism (p = 0.006) and pro-
fessional efficacy (p = 0.001). Job tenure was sig-
nificantly associated with exhaustion (p = 0.001)
and professional efficacy (p = 0.000). Education
level was significantly related to cynicism (p
= 0.002) and professional efficacy (p = 0.034).
Therefore, Hypothesis 1 is partially accepted.

http://dx.doi.org/10.21511/ppm.23(4).2025.04

While age was not associated with burnout, ten-
ure, gender, and education were each signifi-
cantly related to two burnout dimensions.

To test Hypothesis 2, the correlation between
the three dimensions of burnout and the job sat-
isfaction facets is examined using the Spearman
test, which yields the results shown in Table 4.
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Table 4. Spearman index correlation

Burnout dimensions (1-3)

Job satisfaction facets (4-9) '

Correlation/
Significance

1. Exhaustion

Si

Sig. (2—tailed)

Sig. (2—tailed)

Sig. (2—tailed)

Sig. (2—tailed)

Sig. (2—tailed)

Sig. (2—tailed)

9. Satisfaction with job in general ¥

Spearman Correlation

Spearman Correlation

Spearman Correlation .

Spearman Correlation
Spearman Correlation . . . .
Spearman Correlation . . .

Spearman Correlation . . .

Spearman Correlation

£ 0,000  0.000 i 0.000 :

: Sig. (2—tailed) £ 0,000 | 0.000 | 0.000 :

Note: Blue-filled cells represent correlations of moderate or higher strength (|p| = .30). All reported correlations are signifi-

cant at p <.05.

Exhaustion showed moderate negative correla-
tions with: satisfaction with work (p = -0.420, p
< 0.001), satisfaction with people (p = -0.410, p
< 0.001), satisfaction with the job in general (p
= -0.550, p < 0.001). Cynicism had strong nega-
tive correlations with satisfaction with work
(p = -0.651, p < 0.001) and with satisfaction
with the job in general (p = -0.654, p < 0.001).
Professional efficacy correlated positively with
satisfaction with work (p = 0.448, p < 0.001) and
with the job in general (p = 0.506). Therefore,
Hypothesis 2 is accepted. All three burnout di-
mensions were significantly associated with job
satisfaction facets.

Regarding Hypothesis 3, two Kruskal-Wallis
tests assessed differences in burnout levels
across categories of turnover intention (exter-
nal mobility: seeking opportunities to transfer
to another public agency and internal mobili-
ty: seeking opportunities to transfer to anoth-
er position within the organization). All three
burnout dimensions (exhaustion, cynicism, and
professional efficacy) were significantly associ-
ated with turnover intention outside the orga-
nization (p = 0.000). Likewise, all three burnout
dimensions were also significantly associated
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with turnover intention within the organization
(p < 0.005). Therefore, Hypothesis 3 is support-
ed. Burnout is significantly associated with both
forms of turnover intention.

4. DISCUSSION

This study expands the scope of burnout research
in the education sector by focusing on administra-
tive personnel, a group often overlooked in both
Greek and international literature. While previous
studies have centered primarily on teachers, whose
burnout is typically linked to classroom dynamics
and student interaction, the findings of this study
suggest that administrative staff experience burn-
out through a different set of stressors, primarily
bureaucratic pressures, limited decision-making
autonomy, and role stagnation. The results of this
study point to elevated levels of burnout among
administrative staff and contradict previous re-
search on Greek teachers, where burnout levels
have generally been reported as low (Koustelios,
2001; Karavasilis, 2019; Kouli et al., 2015), possi-
bly due to more advantageous employment terms
and more supportive peer communities. This sug-
gests a different reality for administrative employ-
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ees, where structural constraints rather than
classroom challenges are the primary source of
strain.

A key contribution of this study is the empirical
confirmation that burnout is significantly as-
sociated with increased turnover intention and
reduced job satisfaction among administrative
employees. Specifically, emotional exhaustion
and cynicism were strong predictors of the in-
tention to leave, echoing classic literature (Lee &
Ashforth, 1996; Jackson & Maslach, 1982) that
highlights the detrimental effect of burnout on
employee engagement and retention. Moreover,
the negative associations found between burn-
out and job satisfaction not only confirm previ-
ous findings (Meeusen et al., 2010; Gupta et al.,
2018; Shepherd et al., 2011; Matin et al., 2012)
but also extend them to the Greek administra-
tive context. Unlike studies such as Khdour et al.
(2015), where the relationship was found to be
dimension-specific, this study shows a broader
trend, indicating a risk of ongoing disengage-
ment, especially in highly structured bureaucra-
cies like the Greek Ministry of Education.

The present analysis also shows that certain de-
mographic variables (namely, gender, tenure,
and education) are related to specific burnout
dimensions. For example, tenure was linked to
both exhaustion and professional (in)efficacy,
suggesting that prolonged exposure to admin-
istrative rigidity may erode perceived effec-
tiveness. This finding aligns with international
evidence that shorter tenure is associated with
higher burnout (Burke & Richardsen, 2001;
Brewer & Shapard, 2004), yet it also suggests
that in bureaucratic systems, the protective ef-
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fect of tenure may diminish over time. Gender
differences in cynicism and efficacy may reflect
broader dynamics of role expectations in the
Greek society, though they diverge from studies
reporting higher emotional exhaustion among
women (Maslach & Jackson, 1985; Salpigktidis
et al,, 2016). Notably, age was not found to be a
significant factor, contrasting with earlier stud-
ies suggesting that burnout often occurs early in
one’s career (Serin & Balkan, 2014). This implies
that in rigid bureaucratic systems, burnout may
affect employees regardless of age and become a
long-term feature of their working life.

Beyond individual characteristics, the findings
underscore the institutional nature of burn-
out in public administration. Unlike teachers,
who often report support from peers and in-
volvement in school-level decisions (Stagia &
Iordanidis, 2014), administrative staff face un-
clear responsibilities and limited control over
their working conditions. These circumstances
mirror longstanding critiques of the Greek ad-
ministrative system, including a lack of trans-
parency, fragmented responsibilities, and lim-
ited advancement opportunities.

Overall, these findings point to the need for a
multi-level policy approach. Human resource
management reforms in the Greek public sec-
tor must go beyond training and stress manage-
ment seminars. They should include systemic
changes that improve job design, internal mo-
bility mechanisms, and inclusive leadership
practices. Only through such measures can the
public sector move toward a sustainable model
that supports both employee well-being and in-
stitutional effectiveness.

CONCLUSION

The present study investigates burnout among administrative personnel in the Greek Ministry of
Education, with particular emphasis on demographic predictors and the consequences of burnout for
job satisfaction and turnover intention. Contrary to prior research that prioritizes teaching staff, the
present analysis focuses on non-teaching personnel, acknowledging their vital, yet often overlooked,
role in public education systems.

The results revealed a multifaceted experience of burnout. Participants reported signs of mental
fatigue and emotional distancing from their roles, while also demonstrating confidence in their
ability to perform effectively. These seemingly contradictory findings suggest a workforce that up-
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holds professional standards even under demanding institutional conditions. Importantly, signs
of burnout were found to coincide with lower job satisfaction and a greater willingness to seek
alternative positions, either internally or externally. Statistical associations also emerged between
certain personal characteristics (namely, length of service, gender, and education level) and spe-
cific burnout dimensions. These trends suggest that employee experiences are shaped not only by
systemic constraints but also by individual characteristics. Notably, age did not appear to influence
burnout, a finding that challenges assumptions about early-career vulnerability.

From a policy perspective, the study highlights the need for comprehensive human resource strate-
gies that take into account not only individual employee needs but also systemic limitations within
the public sector. These include the lack of transparent procedures for promotions, unclear or over-
lapping job responsibilities, and strict hierarchical decision-making. Addressing these issues — by
defining roles more clearly, ensuring fair advancement opportunities, and encouraging partici-
patory management practices — could strengthen employee morale and organizational effective-
ness. Interventions that focus exclusively on individual stress management are unlikely to succeed
if the underlying administrative inefficiencies and bureaucratic constraints remain unchanged.
Supportive actions such as workload redistribution, offering flexible work arrangements, and fa-
cilitating internal mobility can complement broader reforms. Mentoring schemes and accessible
mental health services may further strengthen employees’ well-being, but their effectiveness de-
pends on being part of a coherent, structural approach.

Future research could adopt a longitudinal design to track the evolution of burnout and its con-
sequences over time. Exploring the experiences of administrative personnel across different
Ministries or public services would also help determine whether these patterns are unique to the
education sector. Moreover, qualitative approaches (such as in-depth interviews) may offer valu-
able insight into the subjective dimensions of workplace strain that are difficult to capture through
quantitative study designs.

Overall, this study expands the scope of burnout research by drawing attention to an understudied
group whose contributions to public education are essential yet often invisible. Integrating admin-
istrative staff into future empirical and policy discussions is crucial for developing more inclusive
and effective approaches to employee well-being in the public sector.
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