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Goal based results – Individual vs Group Goals

Executive summary
Alun Griffiths (Contractors) Ltd is a construction company spanning over 50 years, with huge growth across many regions. Whilst the business has gone from strength to strength the investment in its biggest asset its employees has been nonexistent. Since Covid-19 the business has gone through a period of change and as part of this change we are driving improvements through our leaders, Zucker and Rowell (2021) confirm that in order to effectively lead then we must first learn ourselves. 
With any form of change brings uncertainty and Griffiths wants to use this change as a positive and give back to employees. Sutton (2024) indicates that through modern leadership this will support modern change with employees welcoming opportunities to learn and grow. The introduction of a formal appraisal process last year with set objectives to encourage improved performance, retention and engagement with a wiser trusted team throughout the organisation (Farndale and Kelliher, 2013).
This briefing paper is going to review the benefits of setting group goals compared to individual goals amongst our workforce at Griffiths.
The use of Individual goals and group goals are both currently used within Griffiths. 















Introduction
Last year the business introduced an appraisal process for all employees, and whilst some organisations were keen to be phasing out appraisals Griffiths felt the introduction of appraisals was right for employees to show our commitment to them and their performance and progression at work. Gifford (2024) who also supports this approach confirms that performance appraisal remain an important part of the performance cycle.  This process was built for employees, with all employees having one group goal aligned to the organisational strategy of’ we build better’ (AGC, 2022) and one induvial goal for the employee to work on which would be agreed by their line manager. 
The business is committed to producing high performing teams which Wegelin et al (2022) indicate that without these kinds of employees there is a possibility for an inferior outcome on overall organisation performance. 
With a work force of over 800 employees it was agreed that the appraisal process would be consistent across all work levels to begin with, allowing fairness whilst everyone embedded into a new process to drive efficiencies and encourage performance within the business. 
Setting individual goals were done as a roadmap for personal and professional growth for employees, permitting them with an opportunity to have an impact on the business and it performance something that in the 50 years of being in business Griffiths has never done. With a consistent link back to a group goal of ‘we build better’ (AGC, 2022) and the impact every employee has on our business day to day. 
Literature produced by Pardo & Tellez (2016) indicates that it is important for personal and professional growth through reflection, so Griffiths wanted its  employees to be able to review the positive impact they have made on the organisation to date. 












Main findings
Group goals and individual goals each offer noticeable advantages. Whilst organisations for some time have issued employees with individual goals to work towards there is evidence to suggest that it is better to set group goals instead. Literature produced by Jenkinson et al (2019) indicates that from the research that they conducted that group goals have produced commonalities and aligned approaches to success of project based goals. 
Over the years research has been completed into individual vs group goals and Pai et al (2015) and Roseth et al (2008) both found from their research that employees preferred to work in small groups compared to silos, as they often felt that they were causing unnecessary competition amongst colleagues (Kavanskey & Marghelis, 2022).
Group goals enhance collaboration which can also be seen as an opportunity to coach and mentor employees, working together to improve skills and knowledge (Asana, 2024). These combined efforts allow for a bigger reward and improved flexibility as there would be different people with varying thoughts on how they would achieve these desired goals. Diversity within a team is often considered a strength as often when people who all thing the same or similar can lead to a stagnation of creativity. Having group goals also enhances flexibility in sharing not just ideas but workload an creating this balance, which could help with employees and their stress at work (Herrity, 2022) . However it is worth considering how you manage accountability with these goals if they were to share contributions, it is hard to understand what employees have done and how this could lead to resentment throughout the group which could link to retention, something that Griffiths does not need right now. 
Individual goals can bring direction and focus, helping with personal development and providing an opportunity to demonstrate how employees have made an impact on the business (Birt, 2024). In our Industry having individual goals allows for employees to have measurable progress and this can be for both field based roles and office roles such through the development of projects and initiatives. With Individual goals it is potentially easier to recognise achievements and goals as these can be measured or adapted to allow for continuous development opportunities.   
For employees who are being managed through individual goals it is important to recognise that they may put a lot of pressure on themselves to get things right and not feel as though they have a support network, this in turn could lead to burnout and the employee feeling isolated and not wanting to reach out for help and support. 
A report produced by Sassenberg et al (2013) cited that research shows that individual goals allowed for stronger evaluation bias than those who were all pursuing the same goal, where as Harvard Business Review (2017) indicates to improve collaboration you should offer bonuses, recognition or even raises on the whole teams performance. Though an article produced by Ryba (2021) refers to individual goals that should link with group goals and group goals that should link to organisational goals and whilst this is an option, I don’t think at this stage it is appropriate for Griffiths. 





























Conclusion
In conclusion there is evidence to suggest that individual goals should be replaced by group goals, however both have pros and cons. The considerations around these processes vary between organisations depending on their size, ability to adapt to change and organisational culture. For Griffiths I think there should be considerations to making more business changes, when there has already been so much change over the last few years. Whilst there would be benefits for group goals within certain managerial roles I think the change could result in further retention issues as people may feel as though the business keeps moving the goalposts.  
I would recommend further investment in the business through upskill training and further policy development could result in the business considering an additional change within 1-3 years. At present we are asking our front line managers to complete tasks that they are not trained to do. I feel as though there is more benefit in holding employees to account through individual goals, giving them invested time to improve performance and focus on development and review the process to move from individual to group goals with a trial period with a pool of employees in a years’ time. 



















Recommendations
Following my review into the benefits or group goals compared to induvial goals I would suggest two recommendation for the business to consider.
1. Full performance review of all staff by their current Line manager and agreed through their SLT – this calibration session would be a thought provoking session to completing understand where each member of the business is with their current performance.

2. Full training to be given to each line manager in their role in guiding and supporting employee performance. We can use the feedback that we are looking to collate off the back of the lunch and learn sessions to ensure that we are capturing all the learning needs of those who are going to managing the day to day performance of the employees. 

Recommendation 1 











Recommendation 2





















References
A Griffiths (2024) About Us. Available at: https://griffiths.co.uk/about-us/ (Accessed: 8th April 2024).
Asana (2024) Group vs team what’s the difference?. Available at: https://asana.com/resources/group-vs-team (Accessed: 27th April 2024).
Birt, J. (2024) How to set personal development goals for work. Available at: https://www.indeed.com/career-advice/career-development/personal-development-goals-for-work/ (Accessed: 22nd April 2024).
Farndale, E., & Kelliher, C. (2013). Implementing Performance Appraisal: Exploring the Employee Experience. Human Resource Management, 52(6), 879–897. https://doi.org/10.1002/hrm.21575
Gifford, J. (2024) Performance Reviews. Available at: https://www.cipd.org/uk/knowledge/factsheets/appraisals-factsheet/ (Accessed: 4th April 2024).
Harvard Business Review (2017) Give your team both collective and individual rewards. Available at: https://hbr.org/tip/2017/03/give-your-team-both-collective-and-individual-rewards (Accessed: 27th April 2024).
Herrity, J. (2022) Group vs Team. What’s the difference? Available at: https://www.indeed.com/career-advice/career-development/group-vs-team/ (Accessed: 22nd April 2024).
Jenkinson, H., Leahy, P., Scanlon, M., Powell, F., & Byrne, O. (2019). The Value of Groupwork Knowledge and Skills in Focus Group Research: A Focus Group Approach With Marginalized Teens Regarding Access to Third-Level Education. International Journal of Qualitative Methods, 18, 160940691988185-. https://doi.org/10.1177/1609406919881853
Kanevsky, L., Lo, C. O. and Marghelis, V. (2022) ‘Individual or collaborative projects? Considerations influencing the preferences of students with high reasoning ability and others their age’, High Ability Studies, 33(1), pp. 87–119. doi: 10.1080/13598139.2021.1903842
Núñez Pardo, A., & Téllez Téllez, M. F. (2016). Reflection on Teachers’ Personal and Professional Growth through a Materials Development Seminar. HOW - A Colombian Journal for Teachers of English, 22(2), 54-.–74. https://doi.org/10.19183/how.22.2.151
Ryba, K. (2021) How to align individual team and organisational goals for success. Available at: https://www.quantumworkplace.com/future-of-work/how-to-align-organizational-goals(Accessed: 28th April 2024).
Sassenberg, K., Landkammer, F., & Jacoby, J. (2014). The influence of regulatory focus and group vs. individual goals on the evaluation bias in the context of group decision making. Journal of Experimental Social Psychology, 54, 153–164.
Sutton, J. (2024) Change Management the art of  positive change. Available at: https://positivepsychology.com/change-management/ (Accessed: 2nd April 2024).
Wegelin, P., Orlowski, J., & Dietl, H. M. (2022). The importance of high performing team members in complex team work: Results from quasi‐experiments in professional team sports. Economic Inquiry, 60(3), 1296–1310. https://doi.org/10.1111/ecin.13076
Zucker, R & Rowell, D. (2021) 6 Strategies for leading through uncertainty. Available at: https://hbr.org/2021/04/6-strategies-for-leading-through-uncertainty (Accessed: 21st April 2024).

Stage 1


Feedback to be collated off the back of the lunch and learn sessions to understand what line managers need more support with.
This information will be easily populated as the feedback is done from a mcirosoft form.
Analysing this feedback should take HR no more than 1 hour so approx. cost of £85


Stage 2


Once the data has been analyses then we will have a better understanding of what training line managers will need. As the business has developed training materials previously these training sessions can be delivered imminently
These sessions can be planend using microsoft forms so that employees can book themselves on. The only cost would be HR setting up the forms which would take approximately 1 hour so  £85.



Stage 3


Running of line management trainign sessions.
As there are currently 485 line leaders within Griffiths i estimate that we will need 33 sessoins.
These sessions will be spread out of the year. The sessions are 2 hours eacha dn will be run by HR.
Approximate cost of these sessions would be £535 if we hold 15 people in each session. 
These sessions can link with the balance scorecard and class as the commitment for 1 of the employees 5 days training for that year. 



Stage 1


Each line manager will complete a RAG assesment against all of their employees, to understand how they are performing in line with the company values as not all employees have completed an apprasail yet this is the only way to be fair. 
The cost of the line managers time will depend on how many employees they have in the business but i would estimate the maximum cost would be £1000 allowing them between 3-5 days to get this task done. 


Stage 2


Stage 3


Following on from these 2 sessions a 9 box grid matrix could be populated and stored on the HR drive to review succession planning and any potential performacne concerns. 
This should only take  HR around 2 hours as the data is already there from the RAG assessment. Approximate cost of £150


Once the inital RAG assessment has been done this can be calibrated between the line manager, HR and their SLT member. This will allow for the a conversation regarding any concerns which HR or the SLT may have an align the assessment . 
The cost of this session would be approximatley £500 as the time would depend on how many employees there were to discuss and if all thougths were aligned. 
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