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Abstract

This study explored relations between teachers’ perceptions of sharing educa-
tional goals and values with their colleagues (shared values), job satisfaction, and
motivation to leave the teaching profession. The extent to which these associations
were mediated through indicators of psychological need satisfaction (belonging,
autonomy, and competence) was also examined. Participants were 1145 Norwegian
teachers. SEM analyses showed that shared values were positively associated with
all indicators of psychological need satisfaction. Shared values were also indirectly
associated with general job satisfaction, mediated through perceived belonging and
competence. In turn, job satisfaction was strongly and negatively associated with
motivation to leave.

Keywords Teacher need satisfaction - Shared educational values - Job satisfaction -
Belonging - Competence

1 Introduction and purpose

For several decades, much teacher research has focused on causes of stress in the
teaching profession, for instance, workload, discipline problems, interpersonal con-
flicts, and role ambiguity (Betoret, 2009; Fernet et al., 2012; Hakanen et al., 2006;
Klassen & Chiu, 2011; Richards et al., 2016; Skaalvik & Skaalvik, 2011, 2021a).
Such stressful working conditions have been shown to be associated with emotional
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exhaustion, reduced engagement, intentions of leaving the teaching profession and
with actual teacher turnover (Boyd et al., 2011; Fiegener & Adams, 2022; Ford
et al., 2019, Skaalvik & Skaalvik, 2016, 2018; Van Den Broeck et al., 2008).

Lately, researchers have increasingly studied aspects of the work or the work
environment that may be positively associated with teacher motivation, job satisfac-
tion, and wellbeing. Such aspects are often termed job resources. Different indica-
tors of teacher motivation and well-being have been shown to be associated with
several job resources, for instance positive social relations with colleagues and
supervisors, a sense of mutual trust, a supportive social environment, and teacher
autonomy, but also internal resources like teacher self-efficacy and collective teacher
efficacy (Skaalvik & Skaalvik, 2011, 2021a; Fiegener & Adams, 2022; Fuller et al.,
2016; Hakanen et al., 2006; Leung & Lee, 2006).

Based on self-determination theory (Deci & Ryan, 2000; Ryan & Deci, 2017),
satisfaction of basic psychological needs (need satisfaction) is also expected to lead
to job satisfaction, motivation, and well-being. According to self-determination
theory (SDT), people have three basic psychological needs: the need to belong,
the need for autonomy, and the need to be competent. Since all human beings are
assumed to have these needs, the question in SDT is not how strong the psychologi-
cal needs are, but to what extend they are satisfied or thwarted. Empirical research
supports the notion that need satisfaction in the workplace is associated with posi-
tive outcomes like job satisfaction, well-being, and work-related motivation (Ryan &
Deci, 2017).

A few studies of teachers also indicate that shared educational goals and values,
teachers’ feeling that their educational goals and values are in congruence with the
goals and values that are emphasized at the school and by their colleagues, are pre-
dictive of higher teacher well-being (Skaalvik & Skaalvik, 2011, 2018, 2021b; Yang
et al., 2022). For instance, in a study of 760 Norwegian teachers Skaalvik and Skaal-
vik (2021b) found that teachers’ feeling of sharing educational goals and values with
their colleagues correlated positively with their feeling of belonging and autonomy
as well as with job satisfaction.

Based on these studies, the present study aimed at exploring how shared educa-
tional goals and values were related to teachers’ feeling of belonging, autonomy,
competence, job satisfaction, and motivation to leave the teaching profession.

2 Theoretical framework
2.1 Self-determination theory

Motivational researchers have long highlighted the importance of satisfying three
psychological needs for human motivation and wellbeing: the need to belonging
(Baumeister & Leary, 1995), the need for autonomy (de Charms, 1968), and the
need to feel competent (Bandura, 1997; White, 1959). These psychological needs
form the core of the SDT (Ryan & Deci, 2017, p. 9). SDT is concerned with human
growth, well-being, and motivation. An assumption underlying the theory is that
people are inherently curious, physical active, and social beings. It builds on the

@ Springer



Shared goals and values in the teaching profession, job... 1229

assumption that well-being and motivation are affected by peoples’ interactions with
their social environment (Ryan & Deci, 2017). It is through interaction with other
people in one’s social environment that the basic psychological needs may be sat-
isfied or frustrated. Because the basic psychological needs are important to every-
one, Ryan and Deci (2017) underscore that outcomes like motivation and indicators
of well-being cannot be predicted from the strength of the needs, but ““... from the
extent to which social contexts are or have been either supporting or thwarting of
need satisfaction” (p. 89).

2.1.1 The need to belong

Baumeister and Leary (1995) conceptualized the need to belong as a deeply rooted
human motivation. It refers to a desire to be accepted, respected, and valued (Allen
et al., 2022). Ryan and Deci (2017) use the term relatedness, which in their concep-
tualization concerns the feeling of being socially connected to close others or to be a
significant member of a social group.

Empirical studies reveal that satisfaction of the need to belong is negatively asso-
ciated with depression (Parr et al., 2020) and positively associated with emotional
wellbeing (Allen et al, 2018; Arslan, 2021; Arslan & Allen, 2021). Also, support-
ive colleagues and a supportive school administration predict teacher well-being and
engagement positively and motivation to leave the teaching profession negatively
(Skaalvik & Skaalvik, 2018). We therefore expected that teachers’ perceptions of
belonging at the school where they were teaching would be positively associated
with job satisfaction and negatively associated with motivation to leave.

2.1.2 The need for autonomy

According to Collie (2022) autonomy refers to a sense of having a say in how one
thinks, acts, and feels in social and emotional situations and interactions. Similarly,
Ryan and Deci (2017) note that autonomy refers to a feeling that one’s actions are
self-endorsed (Ryan & Deci, 2017). However, Ryan and Deci (2017) also emphasize
that autonomy is not the same as independence, and that the core of autonomy is that
one’s actions are congruent with one’s interests and values. In previous research on
Norwegian teachers, perceived autonomy has been shown to predict job satisfaction
and engagement positively (Skaalvik & Skaalvik, 2009, 2014, 2017a, 2021a) and to
predict emotional exhaustion and motivation to quit negatively (Skaalvik & Skaal-
vik, 2009, 2017a, 2021a). Based on previous research (for an overview, see Fiegener
& Adams, 2022), we expected autonomy to be positively associated with job satis-
faction and negatively associated with motivation to leave the teaching profession.

2.1.3 The need to feel competent
Feeling competent refers to the sense of being effective in one’s undertakings and
that one perceives one’s own actions to lead to desired outcomes (Collie, 2022; Ryan

& Deci, 2017), which we conceptualize as domain-specific self-perceived abili-
ties. In educational and psychological research, self-perceived abilities have been
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measured as both domain-specific self-efficacy and domain-specific self-concept
(Bong & Skaalvik, 2003). In teacher research, both teaching-related self-concept and
self-efficacy have been shown to be predictive of job satisfaction, motivation, and
well-being (Skaalvik & Skaalvik, 2013; Caprara et al., 2006; Granziera & Perera,
2019; Zhu et al., 2018). In the present study, we expected the feeling of compe-
tence to be positively associated with job satisfaction and negatively associated with
motivation to leave the teaching profession. Teachers’ subjective feeling of teaching
competence was conceptualized in this study as self-perceived teaching abilities.

2.2 Shared values

Skaalvik and Skaalvik (2011, 2021b) defined value consonance, which we will term
shared values, as teachers’ perceptions of sharing educational goals and values that
are emphasized at their schools. Shared values are not defined as particular goals
and values, but by a common understanding of educational goals and values. Thus,
shared values mean that the teachers at a school feel that their educational goals and
values, irrespective of what these goals and values may be, are in congruence with
the goals and values emphasized by their colleagues and the school administration,
for instance what goals should be pursued and what content should be emphasized.
Shared goals and norms are also recognized as key elements of teacher social cohe-
sion (Fiegener & Adams, 2022).

Because teaching is a profession which is typically driven by values, ethical
motives, or intrinsic motivation (Sahlberg, 2010), we expect shared values to be par-
ticularly important in this profession. According to Chang (2009), teachers explicitly
or implicitly set goals for their teaching. Also, in their daily work teachers com-
municate and represent values (Skaalvik & Skaalvik, 2011). This is especially true
in Norwegian schools today because teachers often work in teacher teams, setting
goals, choosing contents, and planning the actual teaching.

Teachers who experience that they do not share the prevailing goals and values at
the school where they are teaching likely find themselves in what Rosenberg (1979)
termed “a dissonant context”—in this case in a dissonant value context. Some of
these teachers may feel pressured to teach in accordance with goals and values that
they do not endorse, which may both enhance their feeling of being in a dissonant
value context and result in a cognitive dissonance between their own values and
their actual teaching. Alternatively, some teachers may choose to teach in accord-
ance with their own goals and values, which deviate from the prevailing values at
school. These teachers will also be in a dissonant context, in this case in a more vis-
ible dissonant context.

Being in a dissonant context may have serious implications for a person’s wellbe-
ing and motivation. We suggest that being in a dissonant context may result in a lack
of satisfaction of the basic psychological needs for belonging, autonomy, and compe-
tence. According to Rosenberg (1977, 1979) being in a dissonant context may result
in a feeling of not belonging, a feeling that one does not fit, or that one is somehow
wrong. A dissonant value context will likely lead to lower feeling of both belong-
ing and competence because a social context is a communication environment. In
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Rosenberg’s (1977) terms, a social context is a fund of messages, some commu-
nicated directly and others informally and unintentionally. Teachers in a dissonant
value context will likely receive less social support, both emotional and instrumental
support, which may affect both their feeling of belonging and competence.

Some teachers in a dissonant value context may feel pressured to teach towards
goals and values that are not congruent with their personal values. As already noted,
the experience of autonomy partly depends on the extent to which one’s actions are
congruent with one’s own interests and values (Ryan & Deci, 2017). We therefore
also suggest that being in a dissonant value context, not sharing the prevailing edu-
cational goals and values at school, will be negatively associated with perceived
autonomy. In contrast, being in a consonant value context, or sharing prevailing
goals and values at school, will likely add to the feeling of autonomy because teach-
ers in a consonant value context more easily can act (teach) in accordance with their
personal goals and values.

We also expected shared values to be positively associated with job satisfaction
and negatively associated with motivation to leave the teaching profession. One of
the questions raised in this study was whether these associations were mediated
through higher psychological need satisfaction.

2.3 Job satisfaction

Job satisfaction is commonly conceptualized as the positive or negative evaluative
judgments people make about their jobs (Weiss, 1999). In an early presentation,
Locke (1976) defined job satisfaction as a pleasurable or positive emotional state
resulting from the appraisal of one’s job. Following this conceptualization, Skaalvik
and Skaalvik (2010) defined teacher job satisfaction as teachers’ affective reactions
to their work or to their teaching role. In empirical research, job satisfaction has
been measured both as satisfaction with specific aspects of the job, and as an overall
sense of satisfaction with the job (Moe et al., 2010). A problem with the facet-spe-
cific approach is that different circumstances may be important to different teachers.
As pointed out by Skaalvik and Skaalvik (2010), such measures overlook the fact
that the impact of different circumstances on overall job satisfaction is dependent on
how important each of the circumstances is to the individual teacher. In this study,
we therefore measured teachers’” overall sense of job satisfaction. Empirical research
shows that teacher job satisfaction is closely associated with teacher absenteeism,
attrition, and motivation to leave the teaching profession (Sargent & Hannum, 2005;
Skaalvik & Skaalvik, 2011; Wriqi, 2008; Zembylas & Papanastasiou, 2006). We
therefore expected that teacher job satisfaction would predict teachers’ motivation
to leave the teaching profession. As noted above, we also expected that perceived
belonging, autonomy, and competence would be positively associated with job
satisfaction.
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2.4 Study overview

One aim of the present study was to examine the extent to which shared goals and
values in the teaching profession were associated with teachers’ feeling of belong-
ing, autonomy, and competence. A second aim was to examine relations between (a)
shared values, perceived belonging, perceived autonomy, and perceived competence
and (b) teacher job satisfaction and motivation to leave the profession. A third aim
was to explore the extent to which associations between shared values and teacher
job satisfaction and motivation to leave the profession were mediated through per-
ceptions of belonging, autonomy, and competence.

The study was designed as a cross-sectional survey and analyzed by means of
structural equation modeling. A theoretical model is shown in Fig. 1. The theoreti-
cal model builds on the assumption that the association between shared values and
job satisfaction is mediated through perceptions of belonging, autonomy, and com-
petence. The model also builds on the assumption that the associations between the
indicators of need satisfaction and motivation to leave are mediated through general
job satisfaction.

3 Method

The data used in this study was part of a larger data collection conducted by the
authors. One of the variables, shared values, is previously analyzed. Skaalvik
and Skaalvik (2017b) analyzed associations between shared values and dimensions
of teacher burnout, whereas Skaalvik and Skaalvik (2023) analyzed shared values
as one dimension of a collective teacher culture construct. Skaalvik and Skaalvik
(2023) also explored associations between a collective teacher culture and school
goal structure, teacher self-efficacy, and engagement.

Belonging

Job satisfaction

Shared
goals and values
Motivation
to leave

Fig. 1 Theoretical model
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3.1 Participants and procedure

Participants in the study were 1145 Norwegian teachers (427 teachers in elementary
school, 333 teachers in middle school, and 385 teachers in high school). Thirty-four
schools were drawn at random from three counties in central Norway and all teach-
ers in those schools were invited to participate. Eighty-one percent of the teachers at
the selected schools participated in the study. Participation was voluntary for both
the schools and the individual teachers. Sixty-five percent of the participants were
women. The age ranged from 23 to 68 years with a mean age of 45 years and the
experiences as teachers ranged from 1 to 47 years with a mean age of 15 years.

Norwegian schools tend to be small, particularly in rural areas. The mean number
of teachers from each school were 33.76. At the low end, less than twenty teach-
ers participated from four of the schools, whereas at the high end, more than sixty
teachers participated from six of the schools.

A particular period during working hours was set aside for all teachers to fill out
the questionnaire at the same time. When the questionnaires were filled out, they
were put in envelopes and sealed at the spot to assure the teachers that they were
anonymous. Prior to the data collection the teachers were informed that the aim
of the study was to explore teachers’ perceptions of their working conditions and
their experiences of working as teachers. They were also informed that participation
was voluntary and anonymous. Following advice from the Norwegian Centre for
Research Data, the teachers were informed that they consented to participate by fill-
ing out and submitting the questionnaire.

3.2 Instruments
3.2.1 Shared goals and values

Shared values was defined as the degree to which teachers felt that they personally
shared the prevailing norms and values at the school where they were teaching. It
was measured by means of a previously tested three-item value consonance scale
(Skaalvik & Skaalvik, 2011). The items were: “My educational values are in accord-
ance with the values which are emphasized at this school”, “My colleagues and I
have the same opinion about what is important in education”, and “I feel that this
school shares my view of what constitutes good teaching”. Responses were given
on a 6-point scale from “Completely disagree” (1) to “Completely agree” (6). In the
present study, good internal consistency was achieved (Cronbach’s a=0.82).

3.2.2 Belonging
The teachers’ sense of belonging was measured by means of a three-item scale.

The items were: “I feel that I belong at this school”, “It is at this school that I want
to teach”, and “I have several good friends among my colleagues at this school”.
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Responses were given on a 6-point scale from “Completely disagree” (1) to “Com-
pletely agree” (6). Cronbach’s o for the scale was 0.75.

3.2.3 Autonomy

Perceived autonomy was measured by means of a previously tested three-item scale
(Skaalvik & Skaalvik, 2010). The items were: ‘‘In my daily teaching I am free to
choose teaching methods and strategies”, “In the subjects that I teach I feel free to
decide what content to focus on”, and “I feel that I can influence my working condi-
tion”. Responses were given on a 6-point scale from “Completely disagree” (1) to
“Completely agree” (6). Cronbach’s « for the scale was 0.72.

3.2.4 Competence

Perceived competence was measured by a five-item scale focusing on the teachers’
work-related self-perceived abilities, for instance sense of doing a good and impor-
tant job and perceiving positive results of their teaching. The items were: “I feel that
I am doing a good job”, “I am satisfied with my teaching”, “I feel that I am doing an
important job”, “I succeed with my teaching”, and “I daily see positive result of my
instruction”. Responses were given on a 6-point scale from “Completely disagree”

(1) to “Completely agree” (6). Cronbach’s o for the scale was 0.88.
3.2.5 Jobsatisfaction

Job satisfaction was measured by means of a previously tested four-item scale
(Skaalvik & Skaalvik, 2011). The items were: “I enjoy working as a teacher”, “I
look forward to going to school every day”, “Working as a teacher is extremely
rewarding,” and “When I get up in the morning, I cannot wait to go to school”.
Responses were given on a 6-point scale from “Completely disagree” (1) to “Com-

pletely agree” (6). Cronbach’s « in this study was 0.90.
3.2.6 Motivation to quit

The teachers’ motivation to leave the teaching profession was measured by a three-
item motivation to leave scale (Skaalvik & Skaalvik, 2011). The items were: ‘‘I wish
I had a different job to being a teacher’’, ‘‘If I could choose over again, I would not
be a teacher’’, and ‘‘I often think of leaving the teaching profession’’. Responses
were given on a 6-point scale from ‘‘Completely disagree’” (1) to ‘‘Completely
agree’’ (6). Cronbach’s a for the scale was 0.90.

3.3 Data analysis
We first tested a measurement model by means of confirmatory factor analysis,

using the AMOS 23 program. The model specified shared values, belonging, auton-
omy, competence, job satisfaction, and motivation to quit as separate factors. The
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purpose of testing the measurement model was to test that the factors specified were
independent constructs and ascertain factor loadings. Based on the results of the fac-
tor analysis, we computed observed study variables and analyzed descriptive statis-
tics by means of SPSS (statistical means, standard deviations, correlations between
the observed variables, and Cronbach’s alphas). We then tested the theoretical model
(see Fig. 1), using structural equation modeling (SEM analysis). The theoretical
model assumed that teachers’ experiences of need satisfaction mediate the associ-
ation between shared values and general job satisfaction, and that job satisfaction
mediates the associations between need satisfaction and motivation to quit. To test
whether there were any unexpected direct associations between shared values and
job satisfaction and between the indicators of need satisfaction and motivation to
quit, we also conducted a second SEM analysis including these direct paths.

To assess model fit, we used well-established indices, such as CFI, TLI, and
RMSEA, in addition to the chi-square test statistics. For the CFI and TLI indices,
values greater than 0.90 are typically considered acceptable, and values greater
than 0.95 indicate a good fit to the data (Bollen, 1989; Byrne, 2001; Hu & Bentler,
1999). For well-specified models, an RMSEA of 0.06 or less reflects a good fit (Hu
& Bentler, 1999). Missing values, which only were 0.38 percent of all expected
responses, were treated based on maximum likelihood (ML) estimation in the
AMOS program (Byrne, 2001). Compared to both listwise and pairwise deletion of
missing data and to mean imputation, ML estimation will exhibit the least bias (Lit-
tle & Rubin, 1989; Muthén et al., 1987; Schafer, 1997).

4 Results
4.1 Confirmatory factor analysis

We first tested the measurement model by means of a confirmatory fac-
tor analysis (see data analysis). The model had good fit to the data (y2=174,
N=1145)=953.699, p<0.001, RMSEA=0.063, CFI=0.947, TLI=0.929) and
all factor loadings were strong (see Table 1). The factor analysis confirmed that
all items were adequate indicators of the respective study variables (shared values,
belonging, autonomy, competence, job satisfaction, and motivation to quit).

4.2 Descriptive statistics

Based on the factor analysis, composite study variables were computed. Table 2
shows statistical means, standard deviations, Cronbach’s o, and zero order corre-
lations between these variables. As expected, the correlations between the study
variables showed that shared values were positively associated with perceptions
of belonging, autonomy, and competence as well as with general job satisfaction,
and negatively associated with motivation to leave the teaching profession. Shared
values correlated particularly strongly with teachers’ sense of belonging (r.=.49).
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Table 1 Factor loadings for confirmatory factor analysis

Shared values Belonging Autonomy Competence Job satisfaction Motiva-
tion to
quit

.883

751

710

910
.829
.552
891
.888
551
.854
831
.823
723
.682
901
.849
831
780
917
.839
.866

Table 2 Zero order correlations between the study variables, statistical means, standard deviations, Cron-

bach’s alphas, and percent variance explained by the school level

Study variables 1 2 3 4 5 6

1 Shared goals and values — 49" 34" 26" 36" -26™
2 Belonging - 34 18" 38" -36"
3 Autonomy - 20%* 27F* -.22%%
4 Competence - 52%* -.20%*
5 Job satisfaction - -.52%%
6 Motivation to quit -
Scale 1-6 1-6 1-6 1-6 1-6 1-6
Mean 4.78 5.19 4.90 4.84 5.04 221
Standard deviation 0.74 091 0.77 0.63 0.83 1.19
Alpha 5 .82 72 .88 .90 .90
Percent variance explained by  6.9% 3.7% 15,0% 0.0% 2.5% 3.9%

the school level

“p <.001
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Motivation to leave the teaching profession was negatively associated with all other
variables and most strongly with general job satisfaction (. =.52).

Because the individual teacher data were nested within schools (multiple teach-
ers stem from the same school), for each variable we estimated the percent of the
variance that could be explained by the school level. These analyses were done by
means of intraclass correlations (ICC) using the STATA software package version
17.0 Special Edition for estimating the ICC. The results of these analyses are dis-
played in Table 2. Based on guidelines for what constitutes high ICC (ICC >0.05;
LeBreton & Senter, 2008), these analyses indicated that for shared goals and values
(ICC=6.9%) and especially autonomy (ICC=15.0%), teachers at the same school
had substantially shared perceptions. In contrast, perceptions concerning belonging,
competence, job satisfaction, and motivation to quit, did not cluster tightly together.
A possible interpretation is that autonomy is the one variable in this study that is
most influenced by the policy of the school administration. However, we should note
that in Norwegian schools, teachers are working in teams (both grade level teams
and school-subject teams). We propose that goals, values and ethos may vary from
team to team and that the teacher team to which a teacher belong may be an even
more influential environment than the school itself. Because we had no information
about team memberships, ICCs within teams could not be computed.

4.3 SEM analysis

The theoretical model was tested by means of a SEM analysis. Only paths from the
theoretical model were included in the empirical model (Fig. 2). The data showed
good fit to the model (y2 (182, N=1145)=1008.191, p<.001, RMSEA =0.063,
CFI=0.943, TLI=0.928). Shared values were positively associated with teachers
feeling of belonging (beta=0.59), autonomy ($=0.35), and competence (f=0.29).
In turn, these variables were positively associated with job satisfaction (§=0.39,
0.06, and 0.38, respectively). It should be noted that, although significant, the
association between autonomy and job satisfaction was weak. A strong negative

Belonging

Job satisfaction

=72

Motivation
to leave

Fig.2 Structural model 1. Note. Only paths from the theoretical model were included. Standardized
regression coefficients reported

Shared
goals and values
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association was found between job satisfaction and motivation to quit -0.72). The
total indirect effect of shared values on motivation to quit was 0.42.

The SEM analysis shown in Fig. 2 indicated that the theoretical model fitted the
data well. As already noted, the theoretical model assumed that teachers’ experi-
ences of need satisfaction mediate the associations between shared values and gen-
eral job satisfaction, and that job satisfaction mediates the associations between
need satisfaction and motivation to quit. To test whether there were any unexpected
direct associations between shared values and job satisfaction and between the indi-
cators of need satisfaction and motivation to quit, we also conducted a second SEM
analysis including these direct paths. This model also had good fit to the data (y2
(177, N=1145)=991.378, p<.001, RMSEA =0.063, CF1=0.944, TLI=0.927).
However, only two of the direct paths were significant and the associations were
weak. Shared values were directly but weakly associated with job satisfaction
(B=0.12) and belonging was directly and negatively associated with motivation to
quit (3=0.08). Figure 3 shows the result of the second SEM analysis. For simplic-
ity, only significant paths are included in the figure. In the second SEM analysis, the
path from autonomy to job satisfaction was no longer significant.

5 Discussion

As expected, the perception of sharing educational goals and values with one’s col-
leagues (shared values) correlated positively with measures of perceived belonging,
perceived autonomy, and perceived competence, which in this study were used as
indicators of basic psychological need satisfaction. Shared values also correlated
positively with general job satisfaction and negatively with motivation to leave
the teaching profession. Also, all indicators of need satisfaction at work correlated
positively with general job satisfaction and negatively with motivation to leave the

Belonging .32

'I Job satisfaction
@ S
Motivation
’ to leave

Fig.3 Structural model 2. Note. Direct paths from shared goals and values to job satisfaction and moti-
vation to leave were included. Also, direct paths from belonging, autonomy, and competence to motiva-
tion to leave were included. Only significant values are included in the figure. Standardized regression
coefficients reported

Shared
goals and values
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profession. These results are in accordance with previous findings exploring asso-
ciations with shared educational goals and values in school (Skaalvik & Skaalvik,
2018, 2021b; Yang et al., 2022).

The result of the SEM analyses indicated that the association between shared
values and job satisfaction primarily was indirect, mediated through two of the
indicators of psychological need satisfaction (belonging and competence). The
SEM analyses also indicated that the associations between (a) belonging and
competence and (b) motivation to leave the teaching profession primarily were
indirect, mediated through general job satisfaction. The theoretical model was
built on expectations of such mediational processes. These expectations were
supported by the first SEM analysis, testing the theoretical model. They were
further strengthened by the second SEM analysis showing only two weak direct
associations, one between shared goals and values and job satisfaction and one
between belonging and motivation to quit.

The study provides a clear indication of the importance of working to develop a
common understanding of educational goals and values and a commitment to these
values in the teaching staff. It indicates that the perception of sharing goals and val-
ues are important prerequisites for teachers’ experiences of belonging, autonomy,
and competence, and therefore also for general job satisfaction and motivation to
continue in the teaching profession. These findings strengthen and expand previous
research indicating that, in the teaching profession, the perception of sharing goals
and values predicts teacher engagement (Skaalvik & Skaalvik, 2018).

Rosenberg explains the importance of contextual consonance (e.g., sharing goals
and values) by analyzing possible implications of being in a dissonant context.
Being in a dissonant context may result in a feeling of not belonging, a feeling that
one does not fit, that one is out of it, somehow wrong (Rosenberg, 1977, 1979).
Being in a consonant value context may be particularly important in the teaching
profession because it is strongly value oriented.

The results of this study also lend partial support to the self-determination theory
(e.g., Ryan & Deci, 2017). The core of this theory is that satisfaction of three basic
psychological needs (perceived belonging or relatedness, perceived autonomy, and
perceived competence) is associated with motivation and well-being, for instance
job satisfaction. Supporting these expectations, the SEM analyses showed that both
perceived belonging and perceived competence were positively associated with job
satisfaction. However, in this study, the second SEM analysis failed to show a sig-
nificant association between autonomy and job satisfaction. A possible interpreta-
tion of this finding, that should be tested in future research, is that the sharing of
important work-related goals and values with one’s colleagues and with the school
administration will diminish the impact of work-related autonomy. We suggest that
the reason for this is that, in the teaching profession, an important aspect of auton-
omy is enabling the teachers to work in accordance with their own educational goals
and values, which is one of the outcomes of sharing goals and values. This study not
only supports the notion of basic psychological need satisfaction, it also indicates
that, at least in the teaching profession, sharing educational values is an important
determinant of need satisfaction.
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A practical implication of the present finings is that a core task for school princi-
pals should be to work to develop a common understanding of educational goals and
values in the teaching staff. Educational goals and values need to be discussed in
order for all teachers to feel committed to work towards common goals and values.
Common goals and values do not necessarily require common means and proce-
dures which teachers might experience as a loss of autonomy. However, we suggest
that possible means and procedures should be discussed in relation to goals and val-
ues to raise teachers’ awareness of relations between goals, values, and educational
practices.

Table 2 shows that the teachers’ motivation to leave the profession correlated
negatively with all other measures included in the study: shared values, belonging,
autonomy, competence, and job satisfaction. However, the SEM analyses indicated
that the impact of shared values, perceived belonging and perceived competence on
motivation to leave primarily were mediated through job satisfaction.

This study has several limitations. Although the SEM analysis was built on a
theoretical model, the study was designed as a cross-sectional survey. Longitudinal
studies are needed to draw conclusions about causal relations. Longitudinal stud-
ies are also needed to test our interpretation that the impact of shared values on job
satisfaction is mediated through teachers’ feeling of belonging and competence.
Although the measure of shared values had high internal consistency, it has previ-
ously been shown to be part of a broader construct of collective culture (Skaalvik &
Skaalvik, 2021b, 2023). Future research should explore how need satisfaction in the
teaching profession is related to this broader construct.

Our interpretations of the findings are partly based on Rosenberg’s (1979) analy-
ses of possible consequences of being in consonant and dissonant contexts. Accord-
ing to Rosenberg, being in a dissonant context may result in a feeling of not belong-
ing whereas being in a consonant context more likely will result in a feeling of
belonging. However, our measure of shared values does not provide any information
about the teachers’ frames of references. For each teacher, the frame of reference
may be the entire teacher collegium or a team of teachers with whom the individ-
ual teacher collaborates. In Norwegian schools, the composition of teacher teams
is based both on which grades the teachers teach at and which school subjects they
teach. Moreover, our measure of shared values was not designed to measure par-
ticular values. An important task for future research is to explore both differences in
values and teachers’ frames of references for judging if they share the values empha-
sized at school or by their colleagues.

As already noted, the individual teacher data were nested both within schools
and teacher teams. Because our analyses did not take into account school and team
membership, relations at the teacher level may be overestimated.
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6 Conclusion

This study contributes to an understanding of the role that a common understanding
of educational goals and value play in education. The analysis indicated that shar-
ing goals and values are important prerequisites of need satisfaction, which in turn
mediates the association between shared goals and values and teacher job satisfac-
tion as well as intentions of leaving the profession. We suggest that a practical impli-
cation of these findings is that school leaders should invest time and effort to build
a collective school culture characterized by a common understanding of educational
goals and values.
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