[bookmark: _GoBack]How to write SMART goals and objectives
You sit down with your boss for a scheduled meeting and she begins with…
“Look it’s that time of year again. I don’t know why the company makes us do this. You know what you have to do and I know what I have to do. But we have to get on with it otherwise I’ll get harassed by HR for weeks. So here’s your objectives for the next year.”
That start has got you motivated in the same way a three toed sloth gets motivated to do a few laps of the forest. It’s the opposite, demotivating!
You may not have to imagine this scenario, something similar has possibly happened to you in a past job. A lot of people have experienced something like this.
You reluctantly sit down and start to read through the first objective, “Provide good service to all customers”. You agree with this statement, but immediately start to think “but I do that now”. This is the sort of thing that leaves the performance management process stalled at the starting gate.
So how do we solve this?  
This article will show you how to write objectives.
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Specific
OK you need to be specific. Why? Because your people are going to do what you ask them to do. So you need to be specific about the end result. Use action words like “to increase”, “to establish”, “to reduce” and “to create”.
You can also use “specific” to remind yourself that objectives need to relate back to a specific organisational goal.
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Measurable
Imagine you are playing the games ‘Candy Crush’ or ‘Words with Friends’ and it doesn’t show a score or progress indication as you go along. You wouldn’t play it – there’s no motivation!
You want something that will allow the person to gauge how well they are progressing toward achieving the objective. You don’t want an objective that is vague. This leaves room for misinterpretation and that will end in disgruntled people. So tell the person how you are going to measure the achievement. Then you both know when it hasn’t been achieved, when it’s been met and when it’s been exceeded.
For example, ‘100%’, ‘a £ figure’, by 5, etc. A number allows people to see if they have achieved the goal.
It’s also a good idea to record the source of the measurement. For example, the profit & loss report for retail division, client survey, sales reports.
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Attainable
Once upon a time there was a team leader and three bears. The Papa bear’s objectives were too hard, there is no way they could be achieved. Papa bear just gave up at the start.
Mamma bear’s objectives were too easy, they just weren’t motivating at all.
But baby bear’s objectives were just right. They were a stretch and it might be difficult, but baby bear thought there was a good chance she could achieve them. She was one motivated baby bear!
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Relevant
Is the objective within something the person will have control or influence over?
No = disgruntled, not motivated.
Yes = Yeah! Happy people.
It’s also a great idea to think of “R” as relate. Relate the objective back to the team and company goals. Being part of a team effort is much more motivating than just having an objective.
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Time-bound
What is the time frame for achieving the objective. A target date and some milestones help keep things on track.

Writing SMART goals
Let’s revisit the “Provide good service to all customers” objective from the beginning of this article. This is the sort of objective that leads to what we call “the dreaded annual appraisal”. So we’re going to show you how to turn that problem producing, airy fairy, jumble of words into something that’ll make a real difference.
The first thing to recognize in “Provide good service to all customers” is that it’s an action, not an objective. Objectives should be outcomes or accomplishments, not the actions that lead to them. So what’s the outcome you’re really looking for when you say “provide good service to all customers”?
You would be looking to have satisfied customers. And ultimately you would be looking to retain customers. That’s the real thing you want to occur.
So how do we re-write it as a SMART objective. First look at the organisation’s goals. Imagine the organisation has a goal to increase its customer base by 25% over the next 3 years. We want our objective closely aligned with that goal. And the easiest way to do that would be to make the objective…
Increase the customer base by 10% this financial year
But that objective only works for people who have a reasonable amount of control over whether the customer base is increased. What about a customer service representative working on the front line. They may be dealing with existing clients and have little direct influence over new customers. In this case, you want to set an objective like this…
Increase your Customer Service Satisfaction Score to 90% this financial year
This is very much aligned to the organisations goal to increase its customer base because to do so, it will also need to retain its existing customers. And to retain its existing customers, they will need to be satisfied.
We’ll talk about how to measure this sort of objective shortly.
It’s important that people know how their objectives align with the organisations goals. So in the case of our customer service representative, they need to know that increasing client satisfaction is aligned to the organisation’s goal to increase its customer base.
People want to be a part of something. They want something more than an uninspiring job description. They want to be involved in a real mission. Letting them know how they contribute to the organisations goals helps achieve this.
So which objective do you think would get better results?
The old style
Provide good service to all customers
or the SMART
Increase your Customer Service Satisfaction Score to 90% this financial year

Made to measure
So far we’ve looked at the definition of a SMART objective. We’ve also turned the problem producing “provide good service to all customers” into a new SMART objective.
There’s three things left to do that’ll make the new objective work really well for you. On top of this they’ll help remove headaches come review time. They are…
· Measurement
· Performance standards, and
· Actions
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A new customer satisfaction measurement device.
Let’s see what this looks like with our new objective (increase your Customer Service Satisfaction Score to 90% this financial year). We can break this objective down further:
Objective:
Increase customer satisfaction
Measurement:
A percentage score based on a Customer Service Satisfaction survey (note: this could also be measured by a mystery shopper program)

Performance standard:
87 – 89% = partially met
90 – 95% = met
96 – 98% = exceeded
over 98% = outstanding
The measurement makes it clear how the end result will be measured. It should describe both the source of the data and how it will be measured. The Performance standards explain a number of different levels of achievement.
To keep things simple, we could have left the objective as “increase your Customer Service Satisfaction Score to 90%”. But by explaining how it will be measured and providing a number of different potential levels of attainment, we have made our job throughout the year and at end of year review time much easier. Why is that? Well, there’s no room for disagreement or misinterpretation. And we can also measure and discuss progress throughout the year.
When something is achievable and you know how you’re traveling, you’re much more motivated to reach the end goal.
Things aren’t always so easy to measure
What could you do if you didn’t have a customer satisfaction survey or a mystery shopper program? You could look at things like:
· Average time taken to respond to customer requests
· Number of enquiries that need to be escalated
· Complaints
Actions
One thing left to do . . . and this is an important one. How is the objective going to be achieved? What actions are needed? You need to describe the steps or plan for reaching the goal.
Even if your organisation hasn’t reached the point yet where a manager and employee set objectives jointly, you at least need to have input on this one from the employee. For employees with little experience, you’ll need to do most of the work here in terms of outlining the actions. For people with a lot of experience, you’re really going to benefit by using their collective knowledge and skills. And they’ll be more satisfied and more likely to be motivated if they have planned their own action steps.
Some things to avoid
· Objectives
must be achievable
· Avoid
using terms that don’t allow a margin for error like always, every, each, all, never. An objective can be very challenging, but it should be possible for someone to achieve outstanding performance.
· Don’t 
describe objectives as things you don’t want done, focus on what you want achieved instead. There can’t be an expectation for a person to be perfect.
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