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“As a result of the project we are able to monitor and see progress much better. Before we judged and estimated progress, but now we can see the impact in lessons and respond iteratively to individual learners.” 
Project lead
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What was the purpose of the project?
Hopwood Hall College Ofsted report in 2011 identified the need to improve the setting of targets for learners. 
The aims of the project were:
· to investigate effective ways of setting and monitoring learner targets 
· to develop a SCORM Package on SMART (Specific, Measurable, Achievable, Relevant and Time-bound) target setting 
· to hold a related CPD session and create a podcast for staff development
· to support learners to progress beyond their target grade and achieve their learning goals through target setting 
· to ensure targets were personalised and included the development of both softer and academic skills
· to measure the above through observations of teaching, learning and assessment and measurement of learners’ progress

What DID the project do? 
At the commencement of the project, the project team carried out an audit of vocational and academic target setting. They found that there was a lack of consistency, particularity with SMART target setting for learners. 
A series of focus group meetings captured the views and opinions of staff to ensure that the project would meet individual needs and that any major issues were identified.
Preston’s College and Hopwood Hall College’s professional learning coaches and heads of quality met with their project mentor and discussed and shared ideas and resources that had been successful at their place of work. 
The project team interrogated how the implementation of a new target setting process at Chichester College had taken a number of years to become firmly embedded. They also looked at the impact of this process on staff confidence in writing and supporting learners through effective target setting. Their project mentor provided support and guidance based on their personal prior knowledge and experience of implementing a similar scheme. 
Through collaboration, the partner FE Colleges provided support, shared best practice and cascaded ideas through positive working relationships. The team found the collaborative aspect worked well, and particularly in how they shared responsibility for tasks. 
For example, Hopwood Hall developed the Virtual Learning Environment (VLE)  SCORM package whilst Preston’s College developed the training package.
[bookmark: _Hlk2599137]They implemented training to support SMART target setting that informs the learner journey and improves planning for learning. The team also undertook development of the information system ProMonitor to capture SMART targets and populate the group profile template.

IMPACT
TLA observation profiles – 93% are now graded good or better with much improved ability to monitor progress

Improvements in Alps with L3 learners particularly at lower levels

Vocational achievement is up by 0.4% in all ages, 0.5% for 16-18 year olds




What helped the project succeed? 
The project succeeded through:
· the high degree of collaboration between the peer mentor and provider organisations 
· the successful implementation of findings across the organisations 
· every member of staff (100% of 200+ tutors) now completing a comprehensive profile which contains SMART targets 
· the monitoring and dynamic updating of these targets (there are over 2,500 learners who now have individual targets set at levels 1, 2 and 3 with a consistency of evidence).

WHAT challenges DID the project face? 
The project revealed that:
· the majority of tutors didn’t think they had a problem with writing SMART targets
· audit revealed that for both colleges’, targets were too generic
· some find it more of an administrative burden
· although the project has already produced measurable impact, leads recognise that they are at the beginning of an improvement journey 
The future focus needs to create the right ethos and environment for tutors, making it clear that effectively embedding new teaching strategies may take a number of years.
One project lead commented that:
“We are already seeing benefits, but we are still adapting and are confident that our achievement and outcomes will further improve. We’re already a ‘good’ college, but the project will enable us to achieve more outstanding results and give greater focus on lower achieving learners”.


What difference did the project make? 
The evaluation process revealed that:
· this project has produced a cultural shift in the approach to target setting and the monitoring of learner progress
· [bookmark: _Hlk2598866]there is now a consistent approach to target setting, not only for pastoral support, but academic development
· this approach focuses learners on their achievement and progression opportunities
· [bookmark: _Hlk2598935]all tutors now have a renewed focus on what constitutes a SMART target and how that informs the planning for learning. 

This has resulted in:
· the ability to measure the impact of targets set at three points throughout the academic year that measure distance travelled and learner progress
· improvement in distance travelled and value-added measures which confirm that learners make excellent progress and for some, exceptional progress (most do much better than might be expected from their prior achievements and perform well above projections) 
· the maintenance of a high Value Added (VA) position in 2016/17. (the VA score of Grade 4 denotes “very good” performance according to Alps methodology and is leaning towards a score of 3 which would denote excellent)
· [bookmark: _Hlk2599041]improved attendance and retention on programmes because of the swift actios and monitoring of attendance targets by the pastoral teams (retention has improved by 2% in 17/18 compared to 16/17 and tutorial attendance has improved by 5%).

Where can I find more information?
A number of resources are available in different formats:
· A presentation overview of the project containing more detail
· Smart Target Training materials and resources 
· Group profiles training materials and Further information can be provided by contacting Liz Duncan: liz.duncan@hopwood.ac.uk 
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