	This template is from chapter 10 of the Guide to evaluating the impact of the Continuous Learning Framework (insert hyperlink). 


Setting SMART objectives

If your objectives are not SMART, you may find it difficult to evaluate.  Most people know about SMART objectives, but setting them still seems to be something people find difficult.  It might be helpful to remind yourself about the issues noted below.

S = Specific.  To set good objectives it is important to be as specific as possible about what you are trying to achieve.  You will need to be able to measure against the objectives you set and to identify clear indicators of success.

M = Measurable.  Once you have your objectives, it becomes much easier to see how to measure what is needed for evaluation.  You need to measure progress against the targets you have set and the impact of your activities.  You need to think carefully about the kinds of measures you might use.  It sometimes helps to think about

(a) perception measures – how you, or someone else, feel(s) about the progress being made or the outcomes achieved,

(b) direct measures – the kinds of things that actually measure change

(c) performance indicators – things that may not be precise measures of something but they indicate that something is happening.

In relation to the CLF, direct measures of change may be hard to find, but there will be options to collect data on a number of indicators of change.  We provide some ideas in the CLF Evaluation Toolbox (insert hyperlink).

It is often helpful to use several indicators or measures to give you a clearer picture of what is happening.  For example, if employee turnover is high you may or may not have a problem.  If the absence rate is also high, you might be more concerned.  If feedback from your staff survey indicates that employee morale is also very low, you can be pretty sure that you have a serious problem in your organisation that needs to be addressed.

A = Achievable.  When you set your objectives, they have to be achievable.  It would be very frustrating to find when you evaluated something that it had not succeeded because of a reason you might easily have predicted.  For example, you would be wasting your time and effort evaluating an initiative that you knew at the start would not have sufficient resources to support it.  If you did evaluate it, you wouldn’t know whether the initiative hadn’t worked because it couldn’t – or because it wasn’t resourced properly.  Your evaluation would be inconclusive.  Remember not to be too ambitious when you are setting objectives.  You are much better successfully achieving small changes than failing to achieve big ones.
R = Relevant.  It is important that the objectives you set are relevant to the things you want to achieve.  Each objective needs to link directly to a specific goal that you have identified and be relevant to the outcomes you want to achieve.  If your overall purpose for using the CLF is to improve your practice, one of your goals might be to increase your professional skills; your objectives might be to (a) prioritise the top two areas that you want to improve by the date of your next supervision meeting and (b) shadow a colleague who is recognised for their skills and experience in one of these areas for one day per week for the next month and complete a learning log for discussion at the next supervision meeting.  The outcome you achieve might be higher levels of service user satisfaction or fewer complaints by carers in relation to the issues you are addressing.

T = Time-bound.  Setting a time limit to stated objectives is important. If something is challenging, it is much harder to stick at it when there is no end in sight.  Managers and other stakeholders also need to know how to plan other work around the evaluation so it is important to know when the evaluation starts and finishes.  You will need a reporting timetable.  Use the Recording SMART Objectives template to try to set your own objectives for using the CLF.

»
Start with why you want to use the CLF in your organisation or as an individual. (We have completed the vision because everyone will be using the CLF to improve outcomes for people who use services and their carers in the broadest sense).

»
Add your purpose for using the CLF and include any goals that will help you to achieve your purpose. (Don’t have too many goals or you might become overwhelmed.)

»
Review your objectives to make sure that they are relevant – they should help you to achieve your goals.  Make sure your objectives are SMART!

»
Bear in mind that this is an exercise to help your thinking so have a play about with the wording until you feel that it’s as clear as you can get it.

