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Executive Summary
This executive summary presents a comprehensive analysis of goal-setting strategies tailored to SLBC's manufacturing environment. Drawing on theoretical frameworks and empirical research, the report examines the advantages and challenges associated with individual and team-based goals, ultimately advocating for the adoption of a hybrid goal-setting model.
The critical analysis underscores the significance of goal setting in organisational performance, highlighting the motivational and collaborative benefits of both individual and team-based goals. Leveraging theories such as Locke and Latham's Goal Setting Theory (Locke & Latham, 1990), Vroom's Expectancy Theory (Vroom, 1964), and Adams' Equity Theory (Adams, 1963), the report delves into the nuanced dynamics that influence employee behavior and organisational outcomes.
Key findings reveal that while individual goals offer clarity and accountability, team-based goals encourage collaboration and synergy within teams. However, both approaches present unique challenges, including goal displacement, conflict, and potential for unethical behavior. By integrating diverse perspectives and considering the complexities of goal setting, SLBC can develop a hybrid model that capitalises on the strengths of individual and team-based goals while mitigating risks.
The recommendations propose a phased implementation of the hybrid model, emphasising the alignment of goals with SLBC's core values and strategic objectives. This includes initiating a companywide roll-out of a hybrid goal-setting model, investing in leadership development, and establishing robust feedback mechanisms to ensure clarity and accountability.
By aligning individual aspirations with collective objectives, SLBC can cultivate a motivated, productive, and united workforce. The anticipated benefits of the hybrid goal-setting model include increased productivity, employee retention, and innovation revenue, driving organisational success at the SLBC.
In conclusion, the strategic importance of planning goals cannot be understated. By adopting a hybrid approach that balances individual and team goals, SLBC can not only enhance operational efficiency and innovation but also promote employee engagement and satisfaction. This reflects a commitment to excellence and inclusivity, positioning SLBC for sustained success in the competitive manufacturing sector.
     Introduction 
The purpose of this report is to critically evaluate the effectiveness of team-based goals versus individual goals within SLBC. Recognising the potential impact that goal orientation has on performance, this report will explore how goal setting strategies can be optimised to align with The Safety letter Box’s strategic values of integrity, accountability, quality collaboration, people first and community (The Safety Letter Box, 2024; Van Oijen, 2020; Steinmann, 2018).
In this report, our aim is to investigate the integration of team goals alongside individual goals, assessing how this approach can enhance performance and encourage teamwork within the manufacturing industry. Drawing from research and industry best practices, I will offer actionable recommendations that align with our goals and values, aimed at promoting high performance and nurturing a unified team culture.
The importance of goal setting in organisational performance has been widely acknowledged in management literature. While McKinsey emphasises the benefits of shared learning objectives within teams (Albaharna, et al., n.d.), other scholars have underscored the potential drawbacks of overemphasising team goals at the expense of individual accountability Additionally, while the Harvard Business Review advocates for the use of objectives and key results (OKRs) to enhance alignment and accountability (Gothelf, 2020), recent studies have highlighted the need for a balanced approach that considers both individual and team-based goals (Armstrong, 2018; Sarkar, 2023)

      Main Findings
While goal setting is recognised as vital for organisational performance, scholars caution against a one-size-fits-all approach. (Pervaiz S, 2021) emphasises its motivational role, highlighting its potential to guide employee behavior and decision-making. However, the CIPD's technical report (CIPD, 2016) urges consideration of individual differences and potential drawbacks, suggesting that goals should not be applied indiscriminately. Balancing these perspectives is crucial for effective goal-setting implementation. 
The literature supports the benefits of well-defined goals, including enhanced productivity, innovation, and employee satisfaction (Indeed Editorial Team, 2022; Steinmann, 2018). However, it's essential to critically assess how these benefits align with our organisation and individual needs to ensure goal-setting practices are tailored and effective.
The examination of individual and team-based goal structures within SLBC unveils dynamics that necessitate a balanced approach to goal setting (The Safety Letter Box Company Ltd, 2024). Individual goals, characterised by precise targets for each employee, offer clarity and accountability (van der Hoek, 2018; Latham, 2002; Armstrong, 2016). They align personal aspirations with company objectives and facilitate tailored feedback for employee development (Horn, 2009). However, an overemphasis on individual goals may lead to siloed behavior and hinder collaboration (Bento F, 2020).
Team-based goals are advantageous, they leverage collaboration and synergy, encouraging communication and shared responsibility (CIPD, 2023; Rees, 2016; Watson & Reissner, 2014). Social facilitation theory suggests that the presence of others can enhance performance on familiar tasks due to increased motivation (Christensen, et al., 2023). Moreover, Tuckman’s model of group development illustrates how teams progress through stages like forming, storming, norming, and performing to achieve high performance, underscoring the importance of team cohesion and shared objectives (Wei, et al., 2023). Carron’s conceptual model of cohesion further emphasises the value of team-based goals by distinguishing between task and social cohesion, both of which contribute to the alignment of efforts and effective teamwork (Arlin Cuncic, 2023) It suggests setting and pursuing team-based goals encourages collaboration and aligns with the collaborative nature of teamwork​​.
The psychological impact of team versus individual goals is profound, suggested by motivational theories such as Maslow’s hierarchy and Herzberg’s Two-factor theory (Nickerson, 2023). Maslow's hierarchy implies that team goals may fulfil higher-order needs like belonging and esteem, resonating with SLBC's value of 'people first' and encouraging employee engagement and dedication (David, 2014; Mcleod, 2024). Similarly, Herzberg's Two-factor theory suggests that team goals contribute to a sense of achievement and recognition, enhancing job satisfaction and driving performance. (Alrawahi, et al., 2020)
Locke and Latham's Goal Setting Theory emphasises that clear, challenging goals boost individual performance but can lead to competition rather than collaboration if misaligned within teams (Latham, 2002). Vroom's Expectancy Theory highlights that individuals are motivated by the expectation of achieving valuable rewards, which can develop teamwork if collective goals are perceived as both achievable and rewarding (Vroom, 1964). However, differing effort expectations can cause uneven contributions. Adams' Equity Theory underscores the importance of fair rewards distribution. In teams, perceived inequity can demotivate individuals if contributions and rewards aren't proportional, while fair rewards sustain individual motivation (Adams, 1963). A balanced application of these theories requires careful alignment to ensure both individual and team goals complement each other effectively.
Critical analysis of research reveals contrasting perspectives on the efficacy of individual versus team-based goals. While (Christensen, et al., 2023) advocate for the advantages of team goals in encouraging a collaborative environment, (Cross, et al., 2016) shed light on the importance of individual metrics in driving personal accountability and performance and how too much teamwork, can result in collaborative work becoming lopsided. Considering this, an integrated approach that balances the motivational benefits of individual goals with the collaborative spirit of team goals emerges as the optimal strategy for SLBC (Armstrong, 2018; Hutchinson, 2013).
Furthermore, the exploration of unintended consequences highlights the need for proactive measures to mitigate risks associated with goal setting. Goal displacement and conflict can undermine collaboration and effectiveness within teams, while the pressure to achieve goals may promote unethical behavior among employees (Schweitzer, et al., 2004). By promoting transparency, ethical considerations, and equitable performance measurement systems, SLBC can ensure that its goal-setting practices align with organisational values and promote a culture of integrity and collaboration (Pervaiz S, 2021).
In summary, a hybrid goal-setting model that integrates individual and team-based goals is recommended for SLBC. By critically analysing research findings and theoretical frameworks, SLBC can develop a strategic approach to goal setting that optimises employee motivation, engagement, and performance while creating a cohesive team culture aligned with the company's values and objectives.

                                   Recommendations 
SLBC is recommended to adopt a hybrid goal-setting model that amalgamates individual and team-based goals. This approach ensures a balance between personal accountability and collective collaboration, leveraging the strengths of both strategies while mitigating associated risks.

1. Initiate a companywide roll-out of a hybrid goal setting model:
· Utilise insights from McKinsey's emphasis on shared learning objectives within teams to highlight the importance of collective efforts in driving performance (Albaharna, et al., n.d.).
· Acknowledge potential challenges identified by regarding overemphasising team goals and provide strategies for mitigating these challenges, such as clearly defining individual accountability within the hybrid model (Schweitzer, et al., 2004).
2. Reinforce SLBC’s values through goal setting:
· Draw on research by Harvard Business Review (Gothelf, 2020) to emphasise the alignment of goals with organisational values and the role of objectives and key results (OKRs) in enhancing accountability.
· Integrate insights from recent studies to propose the establishment of 'community' goals and 'passion' targets to encourage collaboration and individual innovation while aligning with SLBC's core values (The Safety Letter Box, 2024).
3. Establish robust feedback loops:
· Incorporate feedback mechanisms suggested by (Chirumalla, 2017) to provide employees with clarity on their individual roles within the team dynamic and the broader organisational strategy.
· Highlight the importance of continuous feedback in addressing potential goal conflict or ambiguity and creating a culture of transparency and communication.



Costs
Initial Costs: Adjust the initial setup costs based on the specifics of implementing a hybrid goal-setting model:
· Software Systems Assessment (£3,500): Maintain this cost if it covers evaluating current software systems. Consider reducing if only minor upgrades or existing system integrations are needed.
· Consultants for Implementation (£3,000): This cost could vary based on consultant experience and project complexity e.g. consultants specialising in change management and goal setting.
· Training Sessions (£2,000): Keep this budget to develop and deliver training sessions focusing on the hybrid model's benefits. Ensure these sessions explain collective team goals and individual accountability.
· Feedback Mechanisms (£1,500): Allocate this to develop and implement continuous feedback loops, potentially through periodic team meetings or software tools. It will be crucial to ensure alignment and clarity.
Total Estimated Initial Investment:  up to £10,000

Conclusion 
In conclusion, our exploration of goal-setting strategies has illuminated the intricate dynamics between individual and team-based goals, underscoring the need for a balanced approach that considers both their advantages and challenges. Drawing upon HR and organisational performance theories, such as Locke and Latham's Goal Setting Theory, Vroom's Expectancy Theory, and Adams' Equity Theory, we have gained valuable insights into how goal-setting influences employee behavior and organisational outcomes.
The evidence presented highlights the benefits of individual goals in providing clear direction and accountability for employees, while also emphasising the importance of team-based goals in promoting collaboration and synergy within SLBC. However, it is essential to recognise the potential unintended consequences of goal setting, such as goal displacement, goal conflict, and unethical behavior, which can undermine organisational dynamics if not addressed effectively.
By critically analysing research findings, we have identified common themes and divergent perspectives on the efficacy of individual versus team-based goals. While some studies advocate for the advantages of team goals in creating a collaborative environment, others emphasise the role of individual metrics in driving personal accountability and performance.
For SLBC, the implications of these findings are clear. By adopting a hybrid goal-setting model that integrates individual and team objectives, we can harness the strengths of both approaches while mitigating potential risks. This approach aligns with our company's values of collaboration, accountability, and community, ensuring that our goal-setting practices are not only effective but also ethical and inclusive.
Moving forward, it will be essential to monitor and evaluate the impact of these recommendations continuously. By collecting data on employee engagement, performance metrics, and overall team productivity, we can refine our approach to goal setting to remain aligned with evolving industry best practices and the demands of the manufacturing sector.
Our journey towards optimising goal-setting practices at SLBC is one of ongoing learning and adaptation. By embracing a balanced and critically informed approach, we can cultivate a motivated, productive, and united workforce that drives organisational success.

References
Adams, J. S., 1963. Toward an Understanding of Inequity. Journal of Abnormal and Social Psychology, 67(5), pp. 422-436.Available at: https://edisciplinas.usp.br/pluginfile.php/5325998/mod_folder/content/0/1964-04111-001%20%281%29.pdf ( Accessed: 30 April 2024)
Albaharna, M., Capozzi, M. M. and Zolley, S. (No date). Are you a “team of learners,” or do you learn as a team? Available at: https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/the-organization-blog/are-you-a-team-of-learners-or-do-you-learn-as-a-team (Accessed: 2 May 2024).
Alrawahi, S. et al. (2020) The application of Herzberg's two-factor theory of motivation to job satisfaction in clinical laboratories in Omani hospitals. Heliyon, 6(9). Available at: https://doi.org/10.1016/j.heliyon.2020.e04829 (Accessed: 1 May 2024)
Arlin Cuncic, M. (2023) How Social Facilitation Can Improve Your Performance. Available at: https://www.verywellmind.com/an-overview-of-social-facilitation-4800890 (Accessed: 1 May 2024).
Armstrong, M., 2016. Armstrong’s Handbook of Management and Leadership for HR. 4th edn. London: Kogan Page.
Armstrong, M., 2018. Armstrong’s Handbook of Performance Management: An Evidence-Based Guide to Delivering High Performance. 6th edn. London: Kogan Page.
Bento, F., Tagliabue, M. and Lorenzo, F. (2020) Organizational Silos: A Scoping Review Informed by a Behavioural Perspective on Systems and Networks. Societies.10(3), p.56. Available at: https://doi.org/10.3390/soc10030056 (Accessed: 28 April 2024)
Chirumalla, K. (2017) Clarifying the feedback loop concept for innovation capability: A literature review. The XXVIII ISPIM Innovation Conference, Vienna. https://www.researchgate.net/publication/316857374_Clarifying_the_feedback_loop_concept_for_innovation_capability_A_literature_review
Christensen, R., Arroyo, P. and Schöttle, A. (2023) Perspectives On Roles And Responsibilities Of Project Team Members To Enable Collaborative Decision-Making Process. Proceedings of the 31st Annual Conference of the International Group for Lean Construction conference, pp. 954-965. https://www.researchgate.net/publication/372302168_Perspectives_on_Roles_and_Responsibilities_of_Project_Team_Members_to_Enable_Collaborative_Decision-Making_Process
CIPD (2016) Rapid evidence assessment of the research literature on the effect of goal setting on workplace performance. London: CIPD. Available at https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/reports/rapid-evidence-assessment-of-the-research-literature-on-the-effect-of-goal-setting-on-workplace-performance_tcm18-16903.pdf ( Accessed: 28 April 2024)
CIPD (2023) High-performing teams. London: CIPD.  Available at: https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/evidence-reviews/2023-pdfs/8388-high-performing-teams-practice-summary.pdf ( Accessed: 2 May 2024)
Cross, R., Rebele, R. and Grant, A. (2016) Collaborative Overload, too much teamwork exhausts employees and saps productivity. Here’s how to avoid it.   Available at: https://hbr.org/2016/01/collaborative-overload (Accessed:1 May 2024).
David, S. (2014) Harvard Business Review - Make Sure Your Employees’ Emotional Needs Are Met. Available at: https://hbr.org/2014/07/make-sure-your-employees-emotional-needs-are-met (Accessed: 1 May 2024).
Gothelf, J. (2020) Use OKRs to Set Goals for Teams, Not Individuals. The Harvard Business Review. Available at: https://hbr.org/2020/12/use-okrs-to-set-goals-for-teams-not-individuals (Accessed: 2 May 2024)
Horn, R. (2009). The Business Skills Handbook. London: Kogan Page.
Hutchinson, S. (2013) Performance Management: Theory and Practice. London: Kogan Page.
Indeed Editorial Team (2022) What is Locke and Latham's goal-setting theory?. Available at: https://uk.indeed.com/career-advice/career-development/locke-and-latham-goal-setting-theory (Accessed: 1 May 2024).
Latham, E. A.and Latham, G, P. (2002) Building a Practically Useful Theory of Goal Setting and Task Motivation -A 35 Year odyssey. American Psychologist, 57(9) pp. 705 - 717.Available at: https://www-2.rotman.utoronto.ca/facbios/file/09%20-%20Locke%20and%20Latham%202002%20AP.pdf ( Accessed: 3 May 2024)
Locke, E. A. and Latham, G. P. (1990) A Theory of Goal Setting and Task Performance. Prentice Hall.
Mcleod, S. (2024) Simply Psychology - Maslow’s Hierarchy Of Needs. Available at: https://www.simplypsychology.org/maslow.html (Accessed: 1 May 2024).
Nickerson, C. (2023) Simple Psychology - Herzberg’s Two-Factor Theory Of Motivation-Hygiene. Available at: https://www.simplypsychology.org/herzbergs-two-factor-theory.html (Accessed: 1 May 2024).
Pervaiz S, LI, G, and He, Q. (2021) The mechanism of goal-setting participation's impact on employees' proactive behavior, moderated mediation role of power distance. PloS one,16(12) Available at: https://doi.org/10.1371/journal.pone.0260625 (Accessed: 1 May 2024)
Rees, G. and. F. R. (2016) Leading, Managing and Developing People. 5th edn. London: Kogan Page.
Sarkar, S. (2023) Balancing Individual and Team Goals in Enterprise Collaboration. Available at: https://www.nexaei.com/blog/balancing-individual-and-team-goals-in-enterprise-collaboration/ (Accessed: 1 May 2024).
Schweitzer, M. E., Ordóñez, L. D. and Douma, B. (2004) Goal Setting as a Motivator of Unethical Behavior. Academy of Management Journal, 47(3), pp. 422-432. Available at: https://www.researchgate.net/publication/275859410_Goal_Setting_as_a_Motivator_of_Unethical_Behavior ( Accessed: 2 May 2024)
Steinmann, B. K. H. J. P. and. M. G. W. (2018). The Path Is the Goal: How Transformational Leaders Enhance Followers' Job Attitudes and Proactive Behavior. Frontiers in Psychology, 9 Available at: https://doi.org/10.3389/fpsyg.2018.02338 (Accessed: 1 May 2024)
The Safety Letter Box Company Ltd (2024) Strategic Vision. Neath: The Safety Letter Box Company Ltd. Unpublished
The Safety Letter Box (2024) Our People are always our priority.  Available at: https://www.safetyletterbox.com/careers/our-culture#:~:text=At%20the%20Safety%20Letterbox%20Company,professionalism%20and%20our%20core%20values. (Accessed: 2 May 2024).
Van der Hoek, M. Groeneveld. S. and Kuipers, B. (2018) Goal Setting in Teams: Goal Clarity and Team Performance in the Public Sector. Review of Public Personnel Administration, 38(4) pp. 472-493. Available at https://journals.sagepub.com/doi/10.1177/0734371X16682815   (Accessed: 3 May 2024)
Van Oijen, P. (2020) Driving Value Creation Through Proper Design of Goal Realization Frameworks. Journal of Creating Value, 6(2) pp. 271-285. Available at: https://doi.org/10.1177/23949643209382 (Accessed: 30 April 2024)
Vroom, V. H (1994) Work and Motivation. New York: J Wiley & Sons
Watson, G. and Reissner, S. (2014) Developing Skills for Business Leadership. 2nd edn. London: Kogan Page.
Wei, S., Mehrabi, A., Ohland, M. W. and Tan', L. (2023) Revisiting Tuckman's Team Development Model in First-year Engineering Multicultural Teams. Baltimore, American Society of Engineering Education Annual Conference and Exposition, Baltimore. https://www.researchgate.net/publication/371952031_Revisiting_Tuckman's_Team_Development_Model_in_First-year_Engineering_Multicultural_Teams


image1.png
THE SAFETY
LETTERBOX
COMPANY LTD

RENZ




