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Abstract

The purpose of the present study was to examine the relationship between how teachers rate the effectiveness of
their ‘teacher-teams’ as well as the experience of their own well-being. Team effectiveness was measured using the
Group Development Questionnaire and well-being was assessed through responses on scales derived for
estimating emotional exhaustion and work satisfaction. Data were collected from 521 Swedish teachers and
preschool teachers belonging to 105 teacher-teams, the response rate was 100%. The results indicate a strong
relationship between the effectiveness of the teacher-teams and teachers’ well-being, both with regard to levels of
emotional exhaustion and work satisfaction. More effective teamwork was associated with lower levels of emotional
exhaustion and higher levels of work satisfaction. The practical implications of these observations are discussed with
regard to future research.

Keywords: Teacher team effectiveness; Well-being; Emotional
exhaustion; Work satisfaction

Introduction
Team-based work as an organizational structure in schools and pre-

schools is widespread internationally and currently presents the
standard syllabus in Sweden. Nevertheless, team-based work may be
more or less effective. There is substantial support for the link between
effectiveness of cooperation in teams and task-related results such as
goal attainment in general [1,2]. Regarding schools, Wheelan and
colleagues [3,4] found a link between how effective teacher teams
cooperates and their pupils’ performance on standardized tests, the
better cooperation among teachers – the higher performance among
pupils. Thus, the quality of cooperation among teacher teams exerts a
significant influence with regard to outcome measures, such as pupils’
performance, in schools as well as in other industries. This study will
address another important topic connected to teacher teams, the
relationship between teacher team effectiveness and teachers’
wellbeing. By teacher team effectiveness we mean to what degree the
teams could be described as effective in their cooperation, e.g. having
shared goals and clear roles.

Teaching is generally considered a stressful occupation [5,6]. For
instance, according to the national social insurance agency in Sweden
[7] teachers have a high relative risk for sleeping disorders and also
sick-absenteeism due to psychiatric diagnoses such as burnout. Thus,
well-being, which implies the positive condition of an individual or a
group, entails a necessary ingredient within this context.

The main purpose of this study was to examine the relationship
between teacher-team effectiveness and members’ levels of emotional
exhaustion and work satisfaction as signs of well-being. Emotional
exhaustion, a chronic state of physical and emotional depletion
accruing from excessive job and/or personal demands and continuous
sometimes referred to as ‘burnout’ [8], is part of the Common Mental
Disorders [9], thereby posing an ever-increasing area of concern for
society. With regard to both individuals’ health and social costs, efforts

eliminate emotional exhaustion are necessary. Ancilliary to the main
purpose it was deemed important to ascertain whether or the findings
of the present study may fit with those of an earlier study wherein the
same research design in a different organizational setting,
manufacturing industry was employed [10].

The relationship between the quality of team work and team
members well-being has been relatively in schools and pre-schools
although not in other occupations [11]. Kivimäki et al. [12] found that
poor team climate is associated with depressive disorders in a
nationally representative sample [13] and absence due to sickness of
hospital physicians [12]. So et al. [14] showed that quality of team work
was associated significantly with greater employee satisfaction and
lower stress in the health services. Finally, Jacobsson et al. [10] found
that effectiveness of team work was positively related to work
satisfaction and negatively related to emotional exhaustion for team
members in manufacturing industry.

Teacher Team Effectiveness
This study uses the Integrated Model of Group Development

(IMGD) and the linked instrument Group Development
Questionnaire (GDQ) [3] as a way of describing and measuring team
effectiveness. The integrated model is an integration of earlier theory
and research on group development across time [15-19]. The validity
of the IMGD and GDQ has been established in a number of studies
[20-23]. IMGD is a model describing four stages of group
development. The stages in are (I) dependency and inclusion, (II)
counter-dependency and fight, (III) trust and structure, and (IV) work
and productivity.

The first stage is characterized by team member dependency on the
leader, safety concerns, and inclusion issues. The second stage is
distinguished by team members having opposing perspectives,
counter-dependency toward the leader, and tensions in the team. The
third stage is marked by increased trust and focus on finding better
structure and strategies for goal achievement in the team. Finally, the
fourth stage is characterized by the intense focus of team members on
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achieving the goal(s). Stage IV groups have also established a team
climate of openness and cohesion that facilitates effective work. Stage I
groups spend about 40% working effectively and Stage IV groups about
80%. The remaining time is used for maintenance, and dealing with
interpersonal issues that arise and the like [23]. Available data on
distribution across stages based on 764 groups’ representative of
Swedish working life shows that 29% are in stage I, 21% in stage II,
30% in stage III and 20% in stage IV [24]. Teams in schools and pre-
schools seems to be comparatively well functioning, 20% are in stage I,
17% in stage II, 34% in stage III and 29% in stage IV [24].

Emotional exhaustion and work satisfaction
In the present study, we have chosen to investigate two well-being

related aspects of working life, emotional exhaustion and work
satisfaction.

According to Maslach, emotional exhaustion is considered to be the
key component of burnout [25,26]. In a longitudinal study of
predictors of burnout among teachers, Burke and Greenglass [27]
found that both the role stressors of conflict and ambiguity, and lack of
social support were predictors of emotional exhaustion. Not only for
teachers but in general, lack of support from the leader and from
colleagues is associated with burnt out [28,29]. Effective teams are
characterized by the opposite; they are unambiguous and supportive.
High participation in decision making is another key feature of
effective team work. Likewise, low degree of participation is associated
with burnout. Similar to participation, low degree of control is also
associated with stress related problems [28]. Jacobsson and Pousette
[30] found that teachers who coordinated their work with others by
common goals, as effective teams does, had lower levels of burnout
than teachers who were working more alone and focused on
coordinating their own work. On the basis of literature, the following
hypothesis was formulated.

Hypotheseis 1: The more effective the team work, the lower the
levels of emotional exhaustion among teachers

Teachers’ work satisfaction is important because it influences
teachers’ performance and wellbeing [31,32]. Some of these conditions
that correlate with work satisfaction are constructs that are
characteristics of more or less developed groups. For instance,
Roberson [33] found a relation between goal clarity, which is an aspect
of effective teamwork, and work satisfaction. Parker et al. [34] found in
their meta-analytic review a positive correlation of 0.48 between a

general appreciation of an individual’s work group and work
satisfaction. Based on this research, we formulated the second
hypothesis.

Hypotheseis 2: The more effective the team work, the higher the
levels of work satisfaction amomg teachers

Method

Participants and procedure
This study included teams in pre-schools and comprehensive

schools in a municipally controlled school district and was carried out
using a questionnaire. The questionnaire was distributed to team
members during working hours on their regular work-meetings. The
study covered all team members, belonging to 105 teams, the response
rate was 100%, n=521 respondents. 66 of the team worked in pre-
schools and 39 in schools. The number of team member varied
between 3 and 11, with an average of 5.0 team members/team. The
teams in pre-schools were smaller in size (M=4.2 members) than teams
in schools (M=6.2 members). Gender and age was not examined,
however schools and especially pre-schools are markedly female
dominated. The age of the teams, how long they had been working
together varied much, from 1 month to 192 months (16 years). On
average, the teams had been working together for 20.2 months,
somewhat shorter time in schools (M=18.1) than in pre-schools (21.5).
The team age was calculated from the starting point, how long at least
50% of the members had worked together in the same team.

Measures
Teacher team effectiveness: Group development Questionnaire,

GDQ [21], was used for assessing effectiveness of the teams. The 60-
item GDQ contains four scales that correspond to the four stages of
group development according to IMGD. Each scale contains 15 items
and each item has a Likert-type response scale from 1 (never true of
this group) to 5 (always true of this group). Therefore, the minimum
score on each scale is 15 and the maximum score is 75. This study was
conducted with the Swedish translation of GDQ, GDQ SE3. Cronbach’s
alphas for GDQ SE3 Scales 1, 2, 3 and 4 are 0.77, 0.90, 0.81, and 0.87,
respectively [35]. Sample items for the GDQ is shown in Table 1 and
norm data for GDQ SE3 are shown in Table 2. Norms are based on 764
groups that were representative for Swedish working life.

GDQ scale Sample items

GDQ 1 Members tend to go along with whatever the leader suggests.

There is very little conflict expressed in the group.

We haven’t discussed our goals very much.

GDQ 2 People seem to have very different views about how things should be done in this group.

Members challenge the leader’s ideas.

There is quite a bit of tension in the group at this time.

GDQ 3 The group is spending its time planning how it will get its work done.

We can rely on each other. We work as a team.

The group is able to form subgroups, or subcommittees, to work on specific tasks.

GDQ 4 The group gets, gives, and uses feedback about its effectiveness and productivity.
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The group acts on its decisions.

This group encourages high performance and quality work.

Table 1: Sample items for GDQ.

Scale 1 Scale 2 Scale 3 Scale 4

Max. value 52.8 62.3 74.0 72.2

84 percentile 43.5 43.5 59.5 61.1

Mean. value 37.7 34.8 53.2 54.7

16 percentile 31.8 26.1 46.9 48.3

Min. value 20.3 16.0 30.0 30.0

Stand. dev. 5.8 8.6 6.3 6.3

Table 2: Norms for GDQ SE3 based on 764 Swedish groups.

A group’s overall stage is determined by considering the mean
scores of the four scales for a specific group and comparing them with
mean scores of normative data. During Stage I of group development,
the mean score on GDQ Scale 1 is at its highest, and scores on the
other three scales are relatively low. During Stage II, the mean score of
GDQ Scale 2 is at its highest, and scores on the other three scales
remain relatively low. At Stage III, mean scores on GDQ Scales 3 and 4
begin to increase, and mean scores on GDQ Scales 1 and 2 remain
relatively low. Finally, at Stage IV, mean scores on GDQ Scales 3 and 4
continue to increase, whereas mean scores on GDQ Scales 1 and 2
remain relatively low [36]. To summarize, groups with a low degree of
development have high values on Scales 1 and 2 but low values on
Scales 3 and 4. Groups with a high degree of development (i.e., being
effective team) have the opposite, low values on scales 1 and 2 but high
values on Scales 3 and 4.

Emotional exhaustion: It was measured with the personal burnout
subscale of the Copenhagen Burnout Inventory [37]. However, after
having a response-psychological test-panel use the scale in an earlier
study, it was reduced from six to five items [30]. The excluded item was
about feeling receptive to sickness and was difficult to answer. Of the
remaining five items, example items are as follows: “How often do you
feel tired?” and “How often are you emotionally exhausted?” Scale
responses range from 1 (never) to 5 (always); Cronbach’s alpha was
0.88 according to Jacobsson and Pousette [30].

Work satisfaction: Job satisfaction was measured with a three-item
scale of overall job satisfaction [38]. Sample items are “Based on an
overall assessment, how satisfied are you with your current work
situation?” and “How well does your company meet your expectations
for how you want it in your work?” The scale responses range from 1
(not at all) to 10 (to the highest degree). Cronbach’s alpha was 0.91
[30].

Statistical analysis
Pearsons’ product–moment correlations were calculated in order to

analyze inter-correlations. All analyses were made on group-level,

based on mean-values for the 105 teams included, two-tailed tests were
used.

Results
Means (and standard deviations) for the 105 teams on GDQ scales

were for GDQ scale 1; M=34.5 (SD=6.9), for scale 2; M=31.0 (SD=8.7),
for scale 3; M=56.8 (SD=6.4), and for scale 4; M=57.8 (SD=6.0). Means
(and standard deviations) for emotional exhaustion was; M=2.8
(SD=0.5), for work satisfaction; M=5.7 (SD=1.4).

GDQ-scale 1 and 2 were below the mean compared with Swedish
GDQ norms and the means of GDQ-scale 3 and 4 were above the
Swedish GDQ norms presented in Table 2. The mean values of the 105
teams in the present study compared to Swedish norms, indicate that
the studied teams were somewhat more developed, more effective
working, as groups than the average Swedish team. Mean values for
emotional exhaustion and work satisfaction were at the same levels as
available reference data on Swedish employees [30].

The results presented in Table 3 provide support for hypothesis 1, as
expected, that less signs of emotional exhaustion among group
members should be shown when the team is more effective working
together. The effect sizes were moderately strong, according to Cohen
[39]. The strongest relationship was between GDQ scale 3, trust and
structure, and emotional exhaustion. The results also gave support to
hypothesis 2, that more effective team work is associated with higher
levels of work satisfaction. All four correlations were significant and in
the same direction as the hypothesis, with effect sizes that were
moderately strong to strong, according to [39]. The strongest
correlation was between scale 4, the occurrence of effective and goal-
directed cooperation in the team, and work satisfaction.
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Scale 1 Scale 2 Scale 3 Scale 4

Emotional exhaustion 0.31** 0.38** -0.41** -0.36*

Work satisfaction -0.20* -0.26** 0.42** 0.46**

Table 3: Correlations between GDQ scales 1-4 and work satisfaction and emotional exhaustion, N=105 teams. **Correlation is significant at the
0.01 level *Correlation is significant at the 0.05 level.

Discussion
The purpose of the present study was to examine the relationship

between teacher team effectiveness and teachers’ well-being with
regard to emotional exhaustion and work satisfaction using a research
design employed previously. The main findings indicated a
straightforward link between team effectiveness, as estimated by the
GDQ, both and emotional exhaustion and work satisfaction. Thus, the
association between the quality of team work and team members’
experience of well-being was evidenced. These findings are supported
by those of a previous one performed within the manufacturing
industry [10].

Hypothesis 1: That effective team work is negatively correlated with
emotional exhaustion was confirmed. There were significant
correlations with all four scales of the GDQ and the effect sizes were
medium strong to strong [39]. The correlation of 0.38 between scale 2
and emotional exhaustion implies that the greater the conflict
dynamics in teacher teams, the greater the extent of emotional
exhaustion among teachers thereby confirming the link between team
work quality and emotional exhaustion/stress from previous findings
[6,14]. Compared to the earlier study with the same research design
[10], the effect sizes were generally smaller with regard to emotional
exhaustion in manufacturing industry. These estimations imply that
effectiveness of team work was more important with regard to
emotional exhaustion in schools and pre-schools than in
manufacturing industry.

Hypothesis 2: That effective team work is positively correlated with
work satisfaction was confirmed. We found significant correlations
with all four scales of the GDQ, with effect sizes that were moderately
strong to strong, according to Cohen [39]. The strongest relationship
was between GDQ scale 4 and work satisfaction, the more effective the
team, the higher the levels of work satisfaction. This result is consistent
with earlier findings with regard to employees in the health services
[14]. Compared to the other study with the same research design [10],
the effect sizes were generally stronger in manufacturing industry. For
instance, the correlation between GDQ scale 4 and work satisfaction in
manufacturing industry was 0.68, compared to 0.46 in the current
study. This implies that even though effectiveness of team work is
important with regard to work satisfaction in schools and pre-schools,
it is less important than in manufacturing industry.

The present study was limited by its’ cross-sectional design with
data from one municipally controlled school district. Despite not being
specifically tested for, it is possible that teacher team effectiveness and
emotional exhaustion mutually reinforce each other, at least to some
degree. An interesting topic for future research should be designing a
longitudinal study that offer more of causal explanations of the links
between teacher team effectiveness, emotional exhaustion and work
satisfaction. An intervention study wherein interventions are focused
on teacher team development may be preferable, and besides this also
measures of emotional exhaustion and work satisfaction across time.

Even though there is only one sample from one school district in the
present study, there are reasons to believe the results are persistent
since they are replicated in a different organizational setting [10].

Earlier research has pointed out the link between teacher team
effectiveness and pupils achievements [3,4,40]. The major finding here
is the link between teacher team effectiveness and teacher well-being.
Effective team work is associated with low levels of emotional
exhaustion, a part of Common Mental Disorders, and high levels of
work satisfaction. A practical implication is the prospect that team
development is a relevant focus area, not only for enhancing team
effectiveness, but also enhancing teacher well-being and decreasing
Common Mental Disorder within occupational situations.

Conclusions
The present study examined teacher team effectiveness and its

relation to two aspects of well-being: work satisfaction and emotional
exhaustion. The results indicated that members of effective teacher
teams show higher levels of work satisfaction and lower levels of
emotional exhaustion. These results imply that membership of an
effective team may promote health and psychological well-being
among teachers.
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