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	Company
	Tata Steel UK is the largest primary steelmaking company in the UK, producing almost 9000 tonnes of steel each day for a diverse range of customers from the automotive industry to packaging industry. Tata Steel UK employs over 8000 people across 13 UK sites. The 4 key markets that Tata Steel UK operate in are:
· Automotive, Tata Steel’s UK business supplies almost 50% of UK carmakers’ steel requirements; 
· Construction, construction represents 44% of the company’s sales by revenue; 
· Packaging, in the UK Tata Steel UK supplies more than three quarters of the steel used to make cans and tins; 
· Engineering, Tata Steel UK’s business supplies over half a million tonnes to a range of large and small manufacturing companies.

(Tata Steel UK, 2022)

	Main Findings 
	· It is important that individuals feel that their work and activities are in line with their personal values and beliefs.
· Goals need to be attainable, but there is a fine balance between goals being challenging and too difficult – therefore, goals should be continuously reviewed.
· Setting team goals will create a supportive environment where individuals feel safe to try new ideas and make mistakes.
· By setting team goals you can make a bigger organisational performance impact through bringing together diverse skill sets and experiences. 
· If individuals aren’t assessed on their own capability, line managers could miss signs of performance and competency issues.  

	Conclusions
	Where individual and team goals are specific and attainable they can inspire employees to achieve the goals and perform to their best abilities in order to do so (Harrington and McCaskill, 2022). Based on the analysis within the main findings of this report, to enhance performance employees should be engaged and working towards the achievement of both individual and team goals. 

	Recommendations
	1. At the point of objective setting, annually in June 2024, the organisation should communicate their objectives and specify the need for alignment.

2. Deploy training to line managers on the importance of high performing teams in creating organisational success and how line manager’s play a role in building and maintaining these teams. 








Introduction                                                                            Performance goals are targets or objectives that employees are expected to meet within a defined period of time, these are usually set and reviewed during the Tata Steel UK Performance Appraisal process (Duggal, 2024). But why do we set goals? Following a series of experiments, in 1990 Edwin Locke and Gary Latham developed the goal-setting theory, one of the theory propositions stated that specific high goals lead to higher performance (Latham, 2012). Performance goals also give us a foundation of which to assess the capability and performance of employees to understand whether they require any further support and development or if they can be stretched further (Robinson et al., 2015). 
While the majority of researchers can agree that specific performance goals are important to employees in providing motivation, a sense of direction and achievement as well as a means of measuring success, there continues to be a lack of alignment on whether performance goals are more effective on an individual or team basis (Chellappa, 2023). This report aims to establish the successfulness of performance goals set on a team level as opposed to an individual level and make recommendations on how the findings can be incorporated into Tata Steel UK’s Integrated Performance Process.  
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In today’s society, employees are increasingly looking to work at organisations where their values and belief are not compromised, a study showed that 54% of employees were willing to see a decrease in their salary in order to work in an organisation that shared and supported their values (Dhue and Epperson, 2022). Therefore, it is important that employees are able to uphold their personal values within their job roles. When an individual is working towards a goal aligned with their values, they have a stronger sense of purpose and drive to achieve the goals staying more committed and resilient (Kay, 2023). While on the whole this will be manageable when setting individual goals, unless there are significant disparities between the organisation and individual’s values, this is more difficult to achieve when setting team goals and trying to balance multiple individual values. When a team have varying values their priorities in reaching goals will become misaligned, this can result in lower team productivity and morale (Chance, 2022). This will usually lead to individuals pursuing their own priorities and not working towards the primary need of the organisation. 
Best practice states that goals should be challenging and not easy to attain as if goals are too easy to achieve, it can result in employees becoming demotivated and under-valued (Bruno, 2023; CIPD, 2016). However, setting goals that are unachievable can have a detrimental impact on performance as employees often end up making mistakes and feeling too much pressure this can sometimes result in employees feeling stressed and lead to burnout (Picincu, 2020). Whereas, if employees are working within a team to achieve goals they will have a safe environment to take risks and try new ideas which not only increases innovation but also pushes those within the team to share information and knowledge, driving continuous improvement (Liu, Wang and Yao, 2019). This aspect of team working was particularly evident in the 1942 Manhattan Project, where scientists who would usually compete against one another shared their knowledge and experience to work towards one common goal in order to bring an end to the Second World War (Allen, 2023; Office of Legacy Management, no date). 
Another benefit of setting individual goals is increased control, as a line manager it is difficult to identify individual performance when they are you can’t measure their success against their own goals (Crocker, 2020). As well as this, individuals are more likely to take accountability of their own goals as it is a direct reflection of their ability and dedication whereas when team goals are not met it is easy for the team members to assign and shift blame (Power, 2023). This also becomes more difficult for line managers to control and manage when employees are part of multiple teams (Parker, 2008). Due to the size of TSUK, it is uncommon that an employee would only be working within one team and often these teams would be cross-functional and lead by different departments and so would be particularly difficult to effectively determine an employee’s contribution. 
Team goals are advantageous in driving performance due to the ability to set larger and goals that will be more impactful on performance at an organisational level, in a study by Deloitte (2023) 53% of executives said that team based performance measures resulted in a significant improvement in organisational performance (Beckers, 2022). Setting goals for teams, especially those which are high performing, brings together diverse employees with different skill sets and perspectives (Reynolds and Lewis, 2018). When all team members are aligned there will be increased collaboration and a cohesive effort in achieving goals, leveraging outstanding results (Budolph ApS, 2023). In saying this, the achievement of individual goals can also have a significant impact on driving organisational performance provided their goals are aligned to those of the organisation. 91% of organisation’s with effective performance management systems link individual goals to those of the organisation (Chowdhury and Hioe, 2017).
When assessing performance based on team goals, a line manager can often oversee any individual performance issues. This means that line managers can miss competency gaps in team members which need to be addressed either through specific training and development or must be addressed via a formal performance management route (Hamingson, 2023). This can also have a negative impact on high-performing teams as if one individual is not working with the same commitment and to the same standard, other members of the team can become frustrated and if not dealt with can often result in other team members leaving the organisation (Mobilio, 2022).
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In conclusion, where individual and team goals are specific and attainable they can inspire employees to achieve the goals and perform to their best abilities in order to do so (Harrington and McCaskill, 2022). Based on the analysis within the main findings of this report, to enhance performance employees should be engaged and working towards the achievement of both individual and team goals. It is apparent that there are certain aspects that must be considered when setting goals both on a personal and team level.
The first is that goals must be specific, if any ambiguity exists around a performance goal, an individual or team may become confused and lack direction, reducing their motivation towards achieving the goal thus reducing overall performance for the individual, team and organisation (Harrington and McCaskill, 2022). Secondly, employees must be engaged with performance goals, this can be addressed by involving employees in setting their goals either as an individual or part of a team (Sonnentag and Volmer, 2010). This autonomy and sense of ownership will give employees clarity and a bigger sense of achievement ownership (Durston, 2023). In saying this, it is also crucial that in order to drive organisational performance, individual and team performance goals must be aligned with organisational goals. In trying to achieve the balance of organisational impact and individual/team ownership in goal setting, the organisational objectives should be cascaded for individuals and teams to determine alongside their line manager, how they can best contribute (Armstrong, 2006). Finally, it is important that a line manager is aware of their team members workload, if working in a number of teams as would be the case at Tata Steel UK, an individual is likely to have a number of performance goals which they are assessed against. However, this can be detrimental in driving performance as individuals will find themselves trying to achieve too many goals at once ultimately impacting the quality of their work and organisational performance (Lawson, 2023). 
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Overall, I do not think that team goals should replace individual goals in creating high performing teams at Tata Steel UK. However, I do believe as an organisation, TSUK should drive the formal setting of team goals alongside the current individual objectives process. 
While Tata Steel UK have an appraisal process that provides structured setting of goals and objectives, this process is completed in silo between a line manager and an employee. To make both team and individuals goals more impactful, I recommend that at the point of objective setting, annually in June 2024, the organisation should communicate their objectives and specify the need for alignment. This would not come at a cost to the organisation as it can simply be achieved either through SharePoint pages or via email cascade. In addition to this, with the support and advice of the TSUK Digital HR Team, TSUK should understand whether there is capability within the Success Factors systems to create a formal record for team goals, that will allow a line manager has oversight of any goals their employees have set. 
My second recommendation is for Tata Steel UK to deploy training to line managers on the importance of high performing teams in creating organisational success and how line manager’s play a role in building and maintaining these teams. The only costs that would be associated with this recommendation is the time of line managers and HR personnel, of which would vary significantly dependant on grade and location. 
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