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Justification for the dissertation topic 

Contemporary societies and organizations are facing unprecedented changes. Never 

before the future has been so opaque and everyday life so full of changeability. Hence, 

invariably, the issue of change is a key topic in the scientific discourse of management and 

quality sciences, psychology, sociology, philosophy, pedagogy, economics, and anthropology, 

at the same time pointing to its interdisciplinary character. The dynamically and constantly 

changing environment generates new challenges and expectations for one of the most 

important areas - education, as well as schools and teachers (Szempruch, 2012). 

The scale and pace of changes taking place, in particular, in the socio-cultural, 

technological and legal-political environment of the school, force school institutions to 

undertake transformations, modifications and innovations, smaller or larger within their 

scope. For the purposes of this dissertation, four main types of changes have been 

distinguished, while indicating the most important areas of changes for the functioning of 

the school. These are: changes in the education system and school curricula, changes in the 

functioning and organization of the school, technological changes and generational changes 

at school. 

Systemic solutions in Polish education as well as the changes taking place at school 

draw attention to the necessity to perceive the school in the category of organization 

(Bednarska-Wnuk, 2010). Being "a kind of" organization is not enough in a world of dynamic 

changes. The turbulence of the environment gives rise to the need for continuous 

improvement, which is tantamount to the need for continuous learning, i.e. functioning 

based on the concept of a learning organization. The school, as the cradle of learning and the 

transfusion of knowledge about the world and life, should be a model of an organization that 

cultivates the idea of continuous learning, promotes a constant pursuit of development and 

looks for creative solutions. Teachers, who are the key link determining the effectiveness of 

school activities (Włodarczyk and Ziarko, 2017), are expected to prepare children and young 

people for life in a changing, uncertain, opaque and often unpredictable world (Sysło, 2005), 

as well as educating the young generation to openness, diversity and changeability of roles. 

This fact leads to the conclusion that modern teachers should be creators and promoters of 

changes (Szempruch, 2012), which is tantamount to showing an attitude of favor, approval 
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and acceptance towards changes in general, and, in particular, changes concerning today's 

school. 

However, as is well known, change is associated with ambivalent emotions. It is a 

source of both positive and negative impressions. On the one hand, it breeds hope and faith 

in a better future, and on the other, fear and anxiety (Barabasz, 2006). And while individuals 

have a natural need to change their lives, most people dislike change and defend the status 

quo. Change in its nature is a difficult phenomenon. It disturbs the balance, generates chaos 

and reduces the sense of security (Jasińska, 2015; Grabus, 2013; Lubrańska, 2004). Each 

change, therefore, evokes different emotions, but also beliefs and intentions, thus evoking 

different attitudes, which, due to their multidimensional structure, tend to be inconsistent. 

However, for the purposes of this research procedure, a one-dimensional definition of 

attitudes towards changes was adopted. According to its, the attitude towards changes is a 

relatively permanent summary assessment that manifests itself in relation to a given change. 

Based on the distinguished types of changes in the school, in this dissertation it was 

decided to specify teachers' attitudes towards changes taking place in particular areas of the 

school, i.e .:  

 attitude towards changes in the education system and school curricula, 

concerning the assessment of the last school reform of 1 September 2017; 

 attitude towards changes in the organization and functioning of the school, 

concerning the assessment of the implementation of the school's goals and tasks, 

school bodies, school work organization, and the intra-school assessment system; 

 attitude towards technological changes at school, concerning the assessment of 

the use of new technologies at school; 

 attitude towards generational changes at school, concerning the assessment of 

the emergence of a new generation at school. 

 

Due to the importance of personality factors in shaping attitudes towards changes, in 

this dissertation has been also decided to focus on the generalized attitude of teachers 

towards organizational changes, which can be defined as a personality-conditioned tendency 
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to assess organizational changes in a specific way. This attitude has four dimensions: 

cynicism, fear and uncertainty, acceptance and expectation, which are attitudes themselves. 

Identifying teachers' attitudes towards changes in school enables a better 

understanding of the particular cognitive, emotional and behavioral reactions among 

teaching staff, which is one of the main reasons to identify attitudes. The constantly 

changing school reality is demanding, hence the psychosocial dimension of the process of 

implementing changes in the school is connected with the necessity to monitor the 

professional functioning of the teaching staff (cf. Malarski, 2013). In this work, work 

engagement, burnout and organizational silence were adopted as elements of professional 

functioning that should be measured at school in the face of constant changes. 

Work engagement was defined as a positive, fulfilling and work-related state of mind, 

which consists of three dimensions: vigor, dedication and absorption (Schuafeli et al., 2002). 

  

Burnout was considered to be the state of emotional, physical and cognitive 

exhaustion as well as distance from work caused by excessive demands (Demerouti et al., 

2001). 

Organizational silence was described as "making a conscious decision not to speak 

out despite having important information about improvement opportunities, knowledge to 

help resolve organizational or work-related problems, unfair treatment, misdemeanors and 

irregularities in strategic activities. The addressee of this information are people competent 

to take corrective actions" (Adamska, 2015). 

The above considerations indicate the importance and complexity of the issues of 

attitudes towards changes, thus justifying the purposefulness of undertaking research on the 

concept of teachers' attitudes towards changes taking place at school in the context of 

professional functioning. The literature on the subject creates premises for exploring the 

relationship between attitudes towards change and work engagement (Avey, Wernsing and 

Luthans, 2008; Kaltiainen et al, 2019; Petrou, Demerouti and Häfnera, 2015; Wybrańczyk and 

Szromek, 2018), burnout (Day, Crown and Ivany, 2017; Dubois et al., 2014; Tortop, 2012; 

Verhaeghe et al., 2006; Wiśniewska-Juszczak and Mikucki, 2016) and organizational silence 

(Bormann and Rowold, 2016; Nafei, 2016), in particular cause and effect relationships in 
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such an important area as education. An extremely important task is faced by teachers of 

comprehensive schools who prepare the future intelligentsia of the Republic of Poland state 

for the matriculation examination and, as the last ones in school education, have the 

greatest impact on the process of education and upbringing. Hence, they were made the 

subject of research in this dissertation. 

The research procedure carried out in this dissertation will allow to fill the cognitive 

gap in the area of relationship between teachers' attitudes towards changes taking place in 

comprehensive schools and the professional functioning of teaching staff, including work 

engagement, burnout and organizational silence. 

Research problems, objectives and hypotheses of the dissertation 

In view of the above, it seems reasonable to seek an answer to the question that is 

the main research problem of this dissertation: 

 Which teachers' attitudes towards changes taking place in comprehensive schools 

(generalized attitude towards organizational changes and / or attitudes towards 

changes taking place in particular areas of the school) and to what extent are 

predictors of professional functioning (work engagement, professional burnout and 

organizational silence)? 

And also finding answers to additional research questions: 

 What is the level of particular teachers’ attitudes towards changes taking place in 

comprehensive schools and particular elements of teachers' professional functioning, 

i.e. work engagement, burnout and organizational silence? 

 How do sociodemographic variables, such as gender, age, promotion level, and 

subject taught, differentiate teachers' attitudes towards changes taking place in 

comprehensive schools and elements of professional functioning, i.e. work 

engagement, burnout and organizational silence? 

 What are the relationships between the particular teachers’ attitudes towards 

changes taking place in comprehensive schools and the professional functioning of 

teaching staff, including work engagement, burnout and organizational silence? 
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 What are the relationships between teachers’ generalized attitudes towards 

organizational changes and teachers' attitudes towards changes taking place in 

particular areas of the school? 

 

The main objective of the dissertation is to identify and assess teachers’ attitudes 

towards changes taking place in comprahensive schools and the professional functioning of 

teaching staff, including work engagement, burnout and organizational silence, as well as to 

develop a model of relationships of particular constructs, presenting teachers' attitudes 

towards changes in the role of predictors. 

The implementation of the main objective requires the outline and achievement of 

specific detailed objectives of the following nature: 

1. epistemological, including: 

 critical evaluation of literature relating to the issue of organizational 

change in school institutions, with particular emphasis on comprehensive 

schools; 

 a critical evaluation of literature and empirical research relating to the 

issue of attitudes towards changes in management; 

 indication of the premises for linking the issues of attitudes towards 

organizational changes with professional functioning, including 

commitment, professional burnout and organizational silence. 

2. cognitive-explanatory, including: 

 identification and assessment of teachers' attitudes towards changes 

taking place in comprehensive schools and elements of professional 

functioning (work engagement, burnout, organizational silence) of the 

teaching staff; 

 assessment of the relationship between particular teachers' attitudes 

towards changes and professional functioning, including work 

engagement, burnout and organizational silence; 

 assessment of the relationship between teachers' generalized attitudes 

towards changes and teachers' attitudes towards changes taking place in 

particular areas of comprehensive schools; 
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 determining the importance of attitudes towards changes taking place in 

comprehensive  schools for the professional functioning of teachers, i.e. 

work engagement, burnout and organizational silence; 

3. project-methodological, including the design of a tool for measuring the 

generalized attitude towards organizational changes and attitudes towards 

changes taking place in particular areas of schools. 

 

To achieve the main objective, the following main hypothesis was proposed:  

MH: There are relationships of varying statistical significance and predictive power 

between teachers' attitudes towards changes taking place in comprehensive schools 

(generalized attitude towards organizational changes and attitudes towards changes taking 

place in particular areas of the school) and professional functioning of teachers, including 

work engagement, burnout and organizational silence. 

Moreover, detailed first and second order hypotheses have been formulated. The 

first-order hypotheses include: 

H1: There is a relationship between some teachers' attitudes towards changes taking 

place in comprehensive schools and teachers' professional functioning, i.e. work 

engagement, burnout and organizational silence. 

H2: There is a relationship between particular dimensions of teachers' generalized 

attitudes towards organizational changes and teachers' attitudes towards changes taking 

place in particular areas of the school. 

H3: Teachers' attitudes towards changes taking place in comprehensive schools are 

predictors of the professional functioning of the teaching staff, i.e. work engagement, 

burnout and organizational silence. 
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Material, subjective, spatial and temporal scope of the dissertation  

 material scope: organizational change, attitudes towards changes, professional 

functioning including work engagement, burnout and organizational silence, school 

as an organization 

 subjective scope: teachers of comprehensive schools; 

 spatial scope: the city of Poznań; 

 time range: literature studies were conducted in 2018, while empirical studies cover 

the years 2018-2020. 

 

Research methods  

 This dissertation is theoretical and empirical in nature, which justifies the use of 

various research methods. In the theoretical and methodical part of the dissertation, Polish 

and foreign literature sources were used, including over 470 bibliographic items. A critical 

analysis of the literature allowed the assessment of the current state of knowledge in the 

field of organizational change and its psychosocial aspects, with particular emphasis on 

changes taking place in school institutions. Knowledge resources based on the theory of 

organization and management, psychology and pedagogy were used, thus giving the work an 

interdisciplinary character. Literature studies also contributed to the creation of the 

foundations for the research undertaken and presented in the empirical and analytical part.  

Empirical research was carried out in the following stages: 

1. Development of a research tool - this stage of the research included the construction 

and evaluation of the psychometric properties of questionnaires for measuring the 

generalized attitude towards organizational changes and attitudes towards changes 

taking place in particular areas of the school. Within the psychometric assessment of 

the first questionnaire, a study was conducted on a randomly selected sample of 349 

people using the PAPI (paper and pencil interview) and CAWI (computer assisted 

Web interview) techniques. Within the psychometric assessment of the second 

questionnaire, the study covered 102 randomly selected teachers. Due to the 

adopted method of statistical analysis, the study was repeated on the same research 

sample after a 5-week break. In this study, the PAPI technique (paper and pencil 
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interview) was used. Structured and standardized questionnaires were used to 

measure the remaining constructs (work engagement, burnout and organizational 

silence). 

2. Pilot studies - the purpose of this stage was to validate the prepared research tool 

under the conditions of comprehensive schools. The sample selection was deliberate. 

103 teachers of four comprehensive schools in Poznań were examined. Data were 

collected using the PAPI (paper and pencil interview) technique. 

3. Proper research - teachers of comprehensive schools in Poznań were tested. 

Purposive sampling was used. The research was carried out using the PAPI (paper and 

pencil interview), CAWI (computer assisted Web interview) techniques and with the 

use of a postal questionnaire. As a result of the research procedure, a total of 216 

completely completed questionnaires were obtained. 

 

Structure of the dissertation 

The objective and subject of the dissertation outlined the logic of the argument, 

which was reflected in the adopted structure of the work. The main part of the dissertation 

consists of five chapters. The first three are theoretical, the fourth is the methodological part 

of the work, and the fifth is the empirical-analytical chapter. 

The first chapter deals with theoretical considerations on the phenomenon of change 

in social and organizational terms. Various approaches to the conceptualization of the 

concept of change in social sciences were presented. Also the concept of organizational 

change was defined. The rest of the chapter is devoted to the issues of sources and areas of 

changes in the organization. In addition, the literature on the subject was analyzed in terms 

of types of changes in the organization, which allowed the systematization of knowledge in 

this field and the creation of own classification of organizational changes. At the end of the 

chapter, the issues of the change implementation process, individual approaches and 

models, as well as the aspect of change participants were discussed. 

The second chapter discusses the concept of attitudes. The question why and how to 

measure attitudes was answered. Factors shaping attitudes and theories explaining their 

genesis and change are also discussed. The rest of the chapter is devoted to the concept of 
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attitudes towards change. Issues related to the experience of change by an individual in the 

organization were resolved. The types of attitudes towards changes and their determinants 

are presented. The last part of the chapter discusses the importance of attitudes towards 

changes for professional functioning, i.e. such phenomena as work engagement, burnout 

and organizational silence. 

The third chapter deals with the issue of school as an organization, including the 

systemic approach. Moreover, the concept of the school as a learning organization was 

discussed.  In the further part of this chapter, the various types of changes that occur most 

frequently at school are presented. The last part of the chapter is devoted to the tasks, 

challenges and concerns of teachers facing the constantly changing school environment. 

The fourth chapter is devoted to the methodology of research on teachers' attitudes 

towards changes taking place in comprehensive schools. The objectives, assumptions, 

methods and techniques of the research procedure were presented, including a description 

of the methods of statistical analyzes. The next part of the chapter is devoted to the 

construction and evaluation of the psychometric properties of questionnaires for measuring 

the generalized attitude towards organizational changes and attitudes towards changes 

taking place in particular areas of the school. The research tool was described. The 

objectives, course and cognitive results of the conducted pilot studies are presented. Then, 

the research sample was characterized taking into account the selected criteria. At the end 

of the chapter, the limitations and burdens of the research procedure are indicated. 

The fifth chapter presents the results of empirical research on teachers' attitudes 

towards changes taking place in comprehensive schools in Poznań. Particular teachers’ 

attitudes towards changes and the professional functioning of teaching staff were identified 

and assessed. The distribution of the examined variables was checked. Moreover, it was 

verified how sociodemographic variables differentiate the studied constructs. In order to 

achieve the main objective of the dissertation, in the first place, a detailed assessment of the 

relationship between the teachers' attitudes towards changes in comprehensive schools and 

teachers’ professional functioning, i.e. work engagement, burnout and organizational 

silence, was performed. Additionally, the relationship between the generalized attitudes of 

the surveyed teachers towards organizational changes and their attitudes towards changes 
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taking place in particular areas of the school was assessed. By presenting particular attitudes 

of teachers towards changes in the role of predictors, it was analyzed which of the surveyed 

attitudes of teachers towards changes taking place in comprehensive schools best explain 

teachers' work engagement, their job burnout and their silence in the organization. As a 

consequence of the undertaken analyzes, a complex model was created. 

Research findings 

The conducted research procedure allowed for the formulation of following conclusions: 

The analysis of the distribution of observations of the examined variables allowed for 

a subjective assessment of the constructs. In terms of the generalized attitude towards 

organizational changes, the level of cynicism and expectation among the teaching staff was 

assessed as relatively low, and the level of fear / uncertainty and acceptance as relatively 

high. In terms of attitudes towards changes taking place in particular areas of the school, 

most of the surveyed teachers assess the changes in the education system and school 

curricula related to the last education reform of September 1, 2017 as a phenomenon more 

negative than positive. Slightly more than half of the respondents (Me = 4.38) assess 

changes in the organization and functioning of the schools in which they work as more 

favorable than unfavorable. On the other hand, technological changes are assessed by the 

majority of comprehensive school teachers as a phenomenon more favorable than 

unfavorable. Half of the surveyed teachers (Me = 4.00) assess the generational changes at 

school, associated with the emergence of a new generation of students, parents and 

teachers as more favorable than unfavorable, and the other half as more unfavorable than 

favorable. The level of work engagement and its components is relatively high among the 

respondents. The average lowest result was recorded for vigor, while the average highest for 

dedication to work. Most of the surveyed teachers experienced burnout syndrome, although 

with varying intensity. However, the average level of disengagement was higher than the 

main component of burnout - exhaustion. In turn, the general level of organizational silence 

among the surveyed teachers of comprehensive schools was assessed as relatively low. On 

average, the highest level among the analyzed components of organizational silence was 

recorded in the field of prosocial silence, which means that the surveyed teachers are most 

often silent in order to protect the interests of other people or the school itself. The lowest 
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average level was recorded for opportunistic silence, which means generating benefits for 

oneself. 

 

While analyzing sociodemographic variables, gender differentiated three of the 

examined variables. The surveyed men assessed changes in the education system and school 

curricula more favorably than women. However, they also showed a higher level of 

exhaustion than women. In turn, the surveyed women are more often silent than men to 

protect others. In terms of age, there were more statistically significant differences. Younger 

teachers are characterized by a higher level of cynicism and expectation, and therefore 

passivity towards organizational changes. The older teaching staff assesses changes in the 

education system and school curricula as well as technological changes at school more 

favorably than the younger staff. Importantly, younger teachers are less engaged in their 

work; they are characterized by a lower level of vigor, dedication and absorption. They are 

also less burned out (less disengagement and exhausted) and are more silent than their 

older colleagues. A number of differences were also noted in terms of the degree of 

promotion. This discrepancy exists between trainee and contract teachers and appointed 

and certified teachers. This fact should be associated with the age and duration of teachers' 

experience. Trainee and contract teachers evaluate changes in the organization and 

functioning of the school less favorably as well as technological changes than appointed and 

certificated teachers. In addition, they are characterized by a lower level of work 

engagement (lower vigor, dedication, absorption) and a lower level of burnout, in particular 

exhaustion. They are also silent more often than appointed and certificated teachers, except 

for situations in which the motive for silence is the desire to protect the interests of other 

teachers or the school (prosocial silence). In terms of the subject taught, only two 

differences were noted. Humanities teachers are characterized by a higher level of fear and 

uncertainty about organizational changes taking place in comprehensive schools than 

teachers of subjects that do not end with the school-leaving examination. Moreover, foreign 

language teachers evaluate the generational changes in school more favorably than the 

science ones. 
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Then conclusions were drawn regarding the relationship between the individual 

attitudes of teachers towards changes and their professional functioning, including work 

engagement, burnout, organizational silence. In terms of relations between teachers' 

generalized attitude towards organizational changes and elements of the professional 

functioning of teaching staff, a number of statistically significant relationships were noted. 

The surveyed teachers with a high level of cynicism in their generalized attitude towards 

organizational changes are characterized by a lower level of work engagement, in particular 

a lower level of vigor and dedication to work. Surprisingly, linear correlations with the 

Pearson r coefficient showed that teachers with a higher level of cynicism towards change 

had lower levels of burnout, including lower levels of exhaustion and disengagement. 

Moreover, a higher level of cynicism among the respondents means a greater frequency of 

silence (without prosocial silence). On the other hand, the surveyed teachers with a high 

level of fear and uncertainty in a generalized attitude towards organizational changes are 

characterized by a high level of organizational silence, in particular prosocial silence, but also 

quiescent silence and opportunistic silence. The surveyed teachers, adopting a generalized 

attitude towards organizational changes with a high level of acceptance, are characterized 

by a high level of work engagement, including a high level of vigor, dedication to work and 

absorption. However, teachers with such an attitude are also characterized by a certain 

degree of burnout, especially a higher level of disengagement. In addition, these teachers 

are less likely to be agreeable, which means that they speak more often without being afraid 

to express their opinion, even if it is unwanted. On the other hand, the surveyed teachers 

with a high level of expectation in a generalized attitude towards changes, are characterized 

by a low level of work engagement, including a low level of vigor and dedication to work, as 

well as a low level of burnout, including a low level of disengagement and a high level of 

acquiescent silence and opportunistic silence. Also in terms of relationships between 

teachers' attitudes towards changes taking place in particular areas of the school and 

elements of the professional functioning of the teaching staff, a number of statistically 

significant relationships were noted. The more favorable the surveyed teachers assess the 

changes in the education system and school curricula, the higher is the level of work 

engagement, including the higher the level of vigor and dedication to work, and the higher 

the level of burnout, including the higher the level of exhaustion and disengagement. Also, 

the more positive the surveyed teachers assess changes in the organization and functioning 
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of the school and technological changes at school, the higher is the level of work 

engagement, including vigor, dedication to work and absorption, and burnout, including 

exhaustion and disengagement. However, the difference is in the relationships with 

organizational silence. Teachers who assess changes in the organization and functioning of 

the school more favorably, are less likely to be acquiescent silent. On the other hand, 

teachers who evaluate technological changes in school more favorably, are less often 

acquiescent and quiescent silent, and thus speak out despite the fact that their opinion may 

differ from the majority and despite the fact that they may suffer unpleasant consequences. 

The greatest number of relationships was recorded in terms of attitudes towards 

generational changes. The more favorable the surveyed teachers assess the generational 

changes at school, the more they are engaged in their work, show a higher level of vigor, 

dedication and absorption, but they are also more burned out, including being more 

exhausted and disengaged. Moreover, teachers, who have a more favorable attitude to 

generational changes, are less likely to remain silent in order to protect themselves 

(quiescent silence), benefit themselves (opportunistic silence) and not disturb the 

atmosphere of understanding (acquiescent silence). 

Then, the links between the generalized attitude towards organizational changes and 

the attitudes towards changes in particular areas of the school were discussed. The analysis 

of the correlation with the Pearsoan r coefficient showed a number of statistically significant 

relationships and relationships at the level of statistical significance, which were also 

included in the conclusion. The direction of the correlation between particular attitudes is 

noteworthy. The higher is the level of cynicism in the generalized attitude towards 

organizational changes, the less favorable the surveyed teachers assess, first of all, 

technological changes at school, but also changes in the education system and school 

curricula, and changes in the organization and functioning of the school. Also, the dimension 

of fear and uncertainty is negatively related to the assessment of changes taking place in 

particular school areas. The higher is the level of fear and uncertainty in the generalized 

attitude towards organizational changes, the less favorable the surveyed teachers assess 

attitudes towards changes in the education system and school curricula, as well as 

generational changes, and changes in the organization and functioning of the school. 

Another effect was observed in terms of acceptance as the dimension of generalized 
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attitude towards changes. The higher is its level among the surveyed teachers, the more 

positive they assess changes in the education system and school curricula, as well as changes 

in the organization and functioning of the school. Instead, in terms of expectation as the 

dimension of generalized attitude towards organizational changes, negative associations 

with attitudes towards changes taking place in particular areas of the school were noted. 

Taking into account also the relationships at the level of the statistical tendency, this 

regularity was noted for all relationships. Thus, the expectant attitude towards 

organizational changes reflected in a less favorable assessment of changes in the 

organization and functioning of the school, technological and generational changes, and the 

evaluation of changes in the education system. On this basis, however, it cannot be 

unequivocally stated that the generalized attitude of teachers towards organizational 

changes determines attitudes towards specific types of changes taking place in 

comprehensive schools, and the attitudes towards changes taking place in particular areas of 

the school determine the generalized attitude towards organizational changes. The 

relationship between these variables occurs only partially. 

Most of the types of attitudes towards changes taking place in comprehensive 

schools (apart from the attitude towards changes in the organization and functioning of 

schools and the waiting attitude), studied in this procedure, play the role of predictors of 

work engagement, burnout and organizational silence. This fact is tantamount to the fact 

that teachers' attitudes towards changes determine professional functioning, although their 

predictive power is varied. The highest level of variability was recorded for burnout (16.8%) 

and its components, and the lowest for organizational silence (6.2%) and its components, 

except for acquiescent silence, which was explained in 12.1%. Whereas, work engagement 

was explained in 12.9%. The obtained path model illustrated which of the attitudes most 

often appear as predictors of professional functioning. These are, in turn: an attitude 

towards generational changes at school, a cynical attitude towards organizational changes as 

a dimension of a generalized attitude, and an attitude towards technological changes at 

school. 
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