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Executive Summary
A recent evidence review published by Young and Gifford (2023) highlights the significant importance that managing employee performance has on the achievement of organisational strategies and supportive employee wellbeing. Goal setting is a commonly used tool in managing performance however prior research on the subject has been mostly limited to reviews of individual goals and fails to consider recent research regarding the effectiveness of team-based goals. This report focuses on the attributes of an effective team in the context of people performance and how team learning, and goals can contribute to team effectiveness.  
In considering the importance of team dynamics and performance at the Healthcare Management Trust (HMT) whereby teams are dispersed across various sites across England and Wales, it is pertinent to consider the latest evidence that argues that team-based goals can yield better results that individual goals. 
This report therefore critically evaluates the benefits of setting team goals within HMT to ensure staff performance is managed effectively. The main findings explore the contrasting benefits of individual and team-based goals in driving organisational performance and determine the significant impact team-based goals can have within high performing teams. Whilst individual goals are evidenced to provide individual performance incentives, team-based goals are advocated within the healthcare sector where collaboration and a patient safety focus are key elements of organisational performance and can be better achieved through team goals. 
There is however evidence that suggests the development of the goal itself is significantly important to ensure the difficulty and specificity are balanced correctly to make the goal achievable yet challenging. If the goal itself is unobtainable, it can be detrimental to staff self-esteem and overall performance which means HMT must consider how teams are developed and goals are set. 
As a recommendation for HMT, team-based goals should be adopted but not to replace individual goals in entirety, but to underpin group goals and ensure individual performance is managed effectively. Considering the opportunity cost of failing to improve team performance within HMT, this recommendation would be put forward as a priority in the upcoming Executive Team review in May 2024. 
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[bookmark: _Toc165149538]Introduction
As a key principle of organisational development, Marchington et al. (2021) sets out the importance of effective performance management and focuses specifically on the review and management of individual goals in achieving this. Based on recent evidence from the CIPD, there is a contradictory argument developing that establishes the importance of group or team-based goals in achieving better learning and performance outcomes over an individual approach (Young and Gifford, 2023). 
Taylor and Woodhams (2022) draws on wider research that clearly demonstrates the important role that line managers have in setting and driving goals that align with the organisational needs to meet a wider strategy. Within HMT, there is however no common approach to performance management or development goals with each site and team setting independent performance outcomes. Although HMT are not alone in this approach according to an ACAS (2018) report, there is wider research that demonstrates the importance of goal and objective setting in being able to effectively measure and drive performance (Gifford, 2024). 
Given the rising importance of objective and goals setting in measuring success and performance development (Gothelf, 2020), this report will critically evaluate the benefits of setting group of team-based goals to build high performing teams within HMT. 
[bookmark: _Toc165149539]Main Findings
[bookmark: _Toc165149540]Individual Goals
When exploring goal setting interventions, there is a generalisation throughout published literature that individual goal setting is often the only option available. Torrington et al. (2020) explores the interaction between individual goal setting and reward, motivation, and performance, however, fails to acknowledge the link between these same factors and team-based goals indicating a bias in current literature. 
Individual goals set through traditional methods such as competencies are still argued to motivate individuals seeking personal reward as demonstrated through Vroom’s 1964 expectancy theory (Osafo, Paros, and Yawson, 2021). More recent goal-setting theories have been proposed with Locke and Latham (2020) supporting their own model that evidences individual performance improvements when goals are specific, challenging, and participatively set. 
Whilst individual performance targets are credited with a moderately positive effect on performance outcomes, it is also argued to contribute to increased risk-taking or unethical behaviour by individuals if economic incentives are combined with the goal (Höpfner and Keith, 2021). This would not only be inappropriate for HMT to advocate given their values based around teamwork and inclusion, but it would also directly contradict the expectations of healthcare providers in the UK to manage the distinct risks to ensure patient safety (Dean, 2023).  
In exploring goal setting theory, Annosi, Monti, and Martini (2020) challenge existing literature that fails to address the adverse effects of individual goals arguing that there is a dearth of empirical research into the consequences of failing an individual goal. Considering this, Welsh, Baer and Sessions (2020) argue that failing to achieve an individual goal can affect one’s self-esteem, decrease motivation and overall decrease performance. This would be significantly damaging to HMT where small teams are responsible for providing high quality patient care to meet the organisations strategic goals regarding patient experience. This is a significant factor when setting goals within HMT as not only do managers have to consider the effectiveness of the learning experience but must consider the adverse effects if staff fail to meet their individual objectives. 
Concerningly for HMT, the Economist (2017) reports that up to 90% of organisations fail to meet their organisational goals with Erskine (2021) suggesting it is in part due to organisations focus on SMART individual goals that fails to incorporate team and organisational considerations. SMART goals are accepted as an effective performance management tool by that setting clear individual expectations (Gifford, 2024) however, earlier evidence contradicts its effectiveness when applied to complex tasks (Barends, Janssen, and Valghe, 2016). HMT must be cognisant of this to ensure their own goal setting methods incorporates wider team and organisational considerations given the complex nature of the healthcare sector. 
[bookmark: _Toc165149541]Team Based Goals
A review of team goals was first brought into focus by Kleingold, Van Mierlo, and Arends (2011) over a decade ago when they first suggested that group goals can have a large positive effect on team performance. Further research has since concurred although the complexity and specificity of a team goal is still important in establishing group goals that can yield higher performance than individual goals (Barends et al. 2023). 
Operating within the healthcare sector, teamwork and collaboration is described as a vital component in providing high quality patient care and clinical performance (NHS Professionals, 2019). An earlier study by McEwan (2017) underpins the positive effect that teamworking interventions can have on organisational performance although they argue that putting groups of highly skilled individuals together is not sufficient on its own to drive performance.  Further evidence supports the importance of established team-based goals in driving collaborative teams that can lead to an improved ability to adapt to challenging situations (Anderson, Lavelle and Reedy, 2021). 
In examining the impact of adverse team performance, workplace conflict, sickness absence and higher attrition rates are associated with poor team environments (ACAS, 2021). This is significant for HMT to consider working in a tight-labour market in the healthcare sector where staffing is a significant risk in relation to achieving the organisational performance goals. Leighton (2022) closely links team goals with positive team performance outcomes which also drives engagement with organisational performance and demonstrates its importance for organisations such as HMT where team-working is a significant factor in its organisational performance.
When exploring performance and development goals across geographical boundaries, Cioca (2020) suggests that team goals across virtual teams can encourage information and knowledge sharing to achieve the goal. The benefits of team goals across locations are further evidenced with the collaboration and information sharing during debriefing sessions can additionally accelerate team effectiveness (Jaakson, Reino and McClenaghan, 2019). This would be pertinent within HMT whereby senior leadership teams across each site have shared performance goals that could enhance organisational goals if they work collaboratively to achieve these.  
Taking a wider view of how to achieve this, a network learning approach takes group learning a step further to develop shared learning goals across organisational entities.  HMT could therefore coordinate a network of shared learning goals that work towards a wider performance target which would be beneficial in seeking to improve patient pathways, experience, and overall revenue (Gibb, Sune and Albers, 2017).
In comparing the impact individual and team-based goals have on individual performance, a clear theme emerges that learning design must evolve as organisations themselves develop (Yalenios and Armagnac, 2023). This is evidenced through studies that report that collaborative activities have increased by over fifty percent over the past twenty years and demonstrates the shift towards collective team learning and training needs within organisations such as HMT (Albaharna, Capozzi and Zolley, 2020). 
It must however be noted that team goals aren’t without its own disadvantages as there may be disproportionate proportion and effort of individuals within the team and managers can lose sight of individual performance (Grensing-Pophal, 2019). There is also a suggestion that team-based goals can leave teams vulnerable to ‘groupthink’ whereby teams adopt a consensus-based approach to goals that is not a synonymous attribute of high-performance teams (Mueller, Harvey and Levenson, 2022). Within the healthcare sector, groupthink is suggested to lead to poor clinical decision making which would be a significant concern to HMT if clinicians develop a groupthink approach to their team-based goals.   
[bookmark: _Toc165149542]Conclusion
In exploring both individual and team-based goals, there is evidence to justify the utilisation of both however organisational factors such as the team’s culture, dynamics and diversity all contribute to a team’s performance (Young and Gifford, 2023). It is also clear that although individual goals can lead to increased risk taking and unethical behaviour, group goals can lead to an inequity in individual performance and have a deeper impact on HMT’s high performance if there is a perception that their individual contribution is overlooked. 
Regardless of whether it is an initial or team goal, wider factors that affect goal effectiveness such as communication and complexity are crucial considerations for managers. HMT must therefore consider the numerous imperial studies that evidence high difficulty and specific goals are linked to improved motivation, task performance and performance (Höpfner and Keith, 2021). Within HMT, delivering high quality patient care is a key strategic goal to drive employer brand so it is certainly reasonable to consider the importance of setting team-based goals to improve collaboration if it can directly improve patient care and performance. 
Overall, evidence supports that team goals play a crucial part in driving high performing teams and therefore must be considered by HMT as part of their performance and learning assessment tools. 
[bookmark: _Toc165149543]Recommendations
Given the credible link between team goals and performance HMT are recommended to adopt team-based goals as part of their performance management model. Considering the evidence, they should not replace individual goals in entirety and should instead seek to align individual goals to create effective team-goals (Kruglanski, Fishbach and Kopetz, 2023). 
Whilst this can be driven from the top down to underpin individual goals with organisational goals to ensure staff awareness of HMT’s own strategy (Hall, 2020), the goals should be linked to the wider team to ensure collaboration and teamworking. Team members should then be encouraged to regularly consider and reflect on their shared goals which will support planning cooperation and planning (Young and Gifford, 2023).
Given the significant links to organisational performance, this recommendation should be an agenda item on the next Executive Review in May 2024 for immediate consideration. 
Managers would be encouraged to read this report alongside the lunchtime learning session to understand the importance of goal setting and a training session can be held for mangers across HMT on setting SMART targets. As this can be incorporated into the lunchtime learning session, it would be incorporated into the £350 cost of developing and delivering that session which is predominantly a cost of time and can be delivered within one month. 
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