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Executive Summary
This report delves into the advantages of setting team goals over individual goals in the NHS, highlighting how teamwork can foster organisational performance.  By analysing existing literature and case studies the report provides insight into the benefits of setting team goals and the impact this has on performance in the NHS.  Whilst setting individual goals continues to benefit organisations, over recent years this approach has been viewed as outdated seeing a rise in team goal setting. Research indicates setting team goals is the way forward as it not only yields performance but improves accountability, employee engagement and in turn benefits patient care. Based on this it has been recommended that HDUHB  take steps to improve manager’s confidence in setting goals, develop training  to support this and invest a performance management system.
Introduction
In the ever-evolving landscape of healthcare, achieving organisational goals effectively and efficiently is critical for the NHS (The Health Foundation, 2022).   HDUHB (2024) believe  having an effective performance management system is key in supporting the delivery of the Health Board’s strategic vision, purpose and objectives. All staff must be clear of what is expected of them in their roles and how this contributes to the success of their teams and the organisation.  The Performance Management Policy management is centred on agreeing clear objectives, discussing behavioural expectations and having regular feedback to review progress and agree any development or resources required.
Whilst individual goal setting is the traditional approach in many organisations and HRM practices, the NHS is increasingly recognising the importance of team goals in enhancing overall performance in the organisation (Patrick, 2023).  This report explores the advantages of team goal setting in comparison to individual goals within the NHS.
Findings
Goal setting is a fundamental aspect of performance management in healthcare and research has seen it have a positive impact on both individual and team performance. It provides direction, motivation and a framework for evaluating progress (Locke & Latham, 1990). Drucker (1954) firstly introduced the term ‘management by objectives’ the process in which management and employees would set and agree objectives.
Supporting employees set and achieve goals is a fundamental role in line management, employees want to know how their developing and how they are contributing to the organisation’s objectives (Roepe, 2022). Objectives are usually most effective if they are SMART, however this is not always the case particularly when setting team objectives (CIPD, 2024).
Individual goals are centred on personal development and tend to be tailored to specific roles within the organisation. Whilst individual goals can enhance continuous personal development and can improve accountability they may not always align with the organisational strategy or objectives (Steinman et al, 2018). Goal setting is often used to provide ongoing feedback and helps realigns individuals and motivates them to improve (Gallo, 2011).
Team goals put an emphasis on collective achievements and promote collaboration among individuals within a team (Kirkman and Rosen, 2000). Employees that feel empowered in a team are more likely to take the initiative to seek out creative ideas, benefitting the performance and attitudes of other team members . When employees are surrounded by capable teammates in a highly effective team,  they feel safe taking chances and experimenting  with new ideas under the accountability of the team fostering knowledge sharing, innovation and creativity (Liu et al, 2019).
Cappelli and Tavis (2016) argue that changes in strategic priorities in the workplace means there is less need for individual accountability and goal setting and more need for teamwork and short-term performance objectives. They suggested that over recent years strategic priorities have altered and therefore approaches to performance management have shifted. HDUHB (2024) recognise the shift in priorities and believe that how we develop team working and objectives is crucial to the organisational culture, accountability and improving patient care. This suggests development of team goals can move it from being functional to high performing (Lynas, No date).
Teams are better equipped to solve complex problems collectively, drawing on a range of diverse perspectives and expertise to devise innovative solutions compared to working individually (Edmundson and Harvey, 2018). However, Lencioni (2002) found that in order for an organisation to see the benefits of team goal setting, the team must steer away from the ‘five dysfunctions of a team’. The five dysfunctions are absence of trust, fear of conflict, lack of commitment, avoidance of accountability and inattention to team objectives. Lencioni believed that if any of the dysfunctions became present in team working this could have a significant impact on the performance, engagement and trust  within the group. It is therefore key to ensure efforts are made to enhance communication and collaboration.
Kozlowski et al (2006) agrees with this view and suggests for team goal setting to be effective all team members must allocate attention to both individual and team objectives, which some members may do more effectively than others.
The CIPD (2023)  found that individuals are more likely to work harder in achieving collective goals compared to individual responsibility. Team goals promote a sense of shared responsibility, where each member feels accountable for the overall success of the team, increasing performance. Team goals encourage open communication, collaboration and cooperation amongst healthcare professionals leading to enhance coordination of care and improved patient outcomes (Baek et al, 2023).
Recent years has seen the introduction of OKRs to set goals for team members. This is when the broader organisational objectives are used to set team goals. This approach sets an accurate path and shorter timelines than the overall company objectives. Although Laker (2024) argues that individual goals must mirror team goals to achieve successful outcomes.
Teamwork is essential in healthcare for performance as research has found that  dynamic healthcare environment teams can respond more effectively to changes and challenges , as they can efficiently reallocate resources and adjust strategies to meet evolving needs of the Health Board. By aligning individual efforts with team objectives, team goals can promote  partnership working, communication, shared responsibility and encourage ‘employee voice (Silva et al, 2022; Omura et al, 2017)
Whilst research indicates that team goals enhance performance, Wolf (2022) argues that individual goal setting is still important, particularly when it comes to wellbeing. He highlights that if employees do not set goals that addresses the five elements of wellbeing their career development will suffer causing lower levels of employee engagement and performance.
Hirst et al (2009) suggests that it does not matter if a goal is individual or team based, he argues that the individual must be goal orientated or this can have a significant impact on their own and team development.
Google utilised team goal setting to succeed on huge strategic objectives such as the introduction of google search and Gmail. Each team member worked collaboratively to align each product they were working on to enhance user interaction. The approach Google took led to enhanced teamwork, innovation and customer satisfaction (Morris, 2023)
NHS Chelsea and West Minister hospital used team goal setting and digital solutions to bring disparate information together on a single platform for patients which reduced waiting lists. The technology was also used to optimise the space in the hospital to reduce the burden on staff. The implantation had seen a 28% reduction on waiting lists. Goal setting and collaborative working was also used when Thames valley cancer alliance partnered with the local authority for the help us help you campaign, increasing the public’s awareness by 14%. (NHS England, 2022).

Conclusion and Recommendations 
Whilst HDUHB continue to carry out formal individual annual performance reviews and this can enhance engagement and personal accountability (HDUHB, 2024), setting team goals offers numerous advantages over individual goals setting. Research has shown  team goal setting can have several benefits including improved communication, enhanced problem solving and increased accountability (Liu et al, 2019). By promoting collaboration and shared responsibility amongst teams, HDUHB will see an impact on patient care and an achievement of organisational objectives (Lynas no date). Whilst it is evident team goal setting has significant value, research identifies that it is key to ensure that the teams work together collaboratively and steer away from ‘five dysfunctions of a team’ as this could see an impact on performance and employee engagement (Lencioni, 2002).
Recommendation 1
Performance Management Systems aim to maintain and enhance employee performance in line with the organisational strategy (Bellisario and Pavlov, 2018) 
 A recommendation would be to Implement a formal performance management system to support managers in planning, executing, reviewing and acting on goals. A Performance Management System can support managers with the management of goals, use HDUHB’s objectives to align employee goals and assign tasks that are engaging and relatable to the employee’s role.
The recommendation would be to use SAP performance management system. SAP success factors goal management would ensure all employees work on the objectives that are most important to HDUHB. The system can join the gap between strategy and success and has over 500 SMART objectives integrated (SAP, No date)
The product is £44.67 per user per month and would be used initially on a cross section of 50 managers across the health board for a year.
Cost - 44.67 x 50  x 12 = £26,802.
Recommendation 2 
Create a training session for managers on how to set  SMART objectives to enhance performance.
SMART objectives are ideal for managing performance and setting goals for individuals or for teams. The framework consists of five key elements which can be reevaluated if needed (Leonard & Watts, 2022). 
The training session can be developed and rolled out in house by the Learning and Development team at HDUHB. 
Cost - 1 x Band 8 Salary over 2 hours = £46.16. This would be delivered once a month. Annual cost £553.84.
Recommendation 3
Conduct a stakeholder analysis and set up an informal task and finish group consisting of employees and line managers. The aim of the task and finish group will be to establish the best way to start implementing team goals compared to individual goals at HDUHB.  The group will review the performance management policy and incorporate this into the policy. 
Cost – Variety of key stakeholders x 4 1 hour sessions = £492.307.
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