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GUIDE TO DEVELOPING SMART OBJECTIVES
Every business needs to set objectives in order to focus the company on specific aims over a period of time.  Typically, these company objectives are cascaded into department, team and finally individual employee goals and objectives.  This process aligns the tasks and responsibilities of each employee directly to overall company objectives, ensuring that employees are doing the things that they need to do for the company to be successful.  This alignment helps employees better understand the importance of their job and increases engagement and commitment.  When developing employee goals, it is important that they be clearly understood and structured so that the employee and their manager can measure and monitor success.  A very successful approach to developing objectives is the SMART method.

SMART objectives is an acronym that describes the key characteristics of meaningful objectives, which are:

S – Specific 
M – Measurable 
A – Attainable 
R – Relevant
T – Time-based
 

Specific

Objectives should be specific; meaning concrete, detailed, focused and well defined.  Objectives need to specify what needs to be done to meet the desired outcome.  When setting specific objectives, consider:

· WHAT needs to be done?

· WHY is it important to do it?

· WHO is going to do it?

· WHEN does it need to be done?

· How is it going to get done?

Measurable

When objectives are measurable, progress can easily be mapped and roadblocks identified.  Further, when progress can be measured, it can be compared with competitors and other companies in the same field/market.  Measurable objectives can be very motivating to staff since they can see how far they come and have a clear view of their goal.  When setting measurable objectives, consider:
· HOW will they be measured?

· WHAT is the measurement source?

· WHO will do the measuring?

Attainable

Objectives need to be attainable.  If the objective is too far in the future or not reasonably achieved, staff will not be motivated. Objectives can challenge staff without frustrating them and causing unnecessary stress.  When setting attainable objectives, consider:
· Can we get it done in the proposed timeframe? 

· Do we have the resources to reach the objective?

· Do I understand the limitations and constraints? 

· Has anyone else done this successfully?

Relevant

There should be a clearly understood link between the actions of an employee and the expected results.  When setting relevant objectives, consider:
· Will this objective lead to the desired results?

· Is this supporting team, department and company objectives?

Time-based 

Objectives should be time-based.  Time constraints encourage individuals to complete their tasks.  When objectives have deadlines, it is easier to organize what needs to happen and when.  When setting time-based objectives, consider:
· When is the deadline for this objective?

· When should each stage be completed?

Development Process

When developing SMART objectives, understand the basic/overall goal.  Consider the behaviour and/or change in behaviour required to meet this goal.  It is always helpful to ask the 5-W’s – what, why, when, who, where.  Also, ask yourself how this is going to be completed.

Next, decide how much change is needed.  Be specific in considering changes – use numbers, figures, and targets.  Use past experience as a guide for proactive problem solving.  For example, when implementing change in the past, what common barriers did you experience?  When developing SMART objectives, take on a preventative and proactive approach to avoid barriers.  Also, looking at past experiences will help to determine how much change is realistic.  

Now that you have considered the desired behaviour, link this to the overall goal to create concrete steps and processes to achieve it.  Once the steps have been laid out it will be easier to measure the progress of meeting the objectives.  Select indicators to measure and track progress such as time, percentages, numbers, etc.  Be sure to set your baseline or beginning point indicators to effectively measure progression.  Good indicators are:

· Valid – they measure what they are supposed to measure.

· Reliable – they produce similar results consistently when measuring the same thing.

· Specific – they measure only the thing that they are supposed to measure.

· Sensitive – they reflect changes, increases, decreases, and barriers in the status of the thing being measured.

· Operational – they are measurable or quantifiable.

Once the baseline has been set and desired behaviours linked to the overall goal, SMART objectives can be developed effectively.

Examples of ineffective objectives:

1. Decrease waste/scrap material.

2. Implement the company’s health and safety training course in the plant.

3. Increase production of white widgets to meet market demand.

Examples of SMART objectives:

1. Reduce production waste/scrap material by 25% of current rate by March 31, 2010, as recorded by quality control and production reports.

2. Ensure that all production employees complete the company’s health and safety training course by February 28, 2007 and receive a grade of 75% or above on their health and safety quiz.  

3. Increase production of white widgets from 800/hour to 1000/hour, maintaining current quality levels, by the end of third quarter, September 30, 2009.  

