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Rationale 
There are many instructional strategies that contribute to good teaching practice; one 
being target setting (Garrison & Ehringhaus, 2011). Target/Goal setting is an 
important tool for personal growth and growth mindset. Specific, Measurable, 
Attainable, Realistic, Timely (SMART) targets, are personal targets set by pupils to 
help them achieve. I chose to enquire about introducing smart targets in my 
classroom. Working as a music teacher in a secondary school, I noticed some pupils 
struggling with self-belief-they thought they could not accomplish certain tasks, they 
gave	up easily, and it was difficult to get them motivated. Smart targets allow pupils 
to practice self-control, and to have control over their destinies. Setting targets is not 
just beneficial for learners, but it also encourages teachers to reflect and share their 
experiences with each other (Martinez et al., 2001). 
 
 
Aims 
The aim of this enquiry was to help raise self-esteem, confidence, achievement, 
motivation, and general growth mindset amongst pupils. By encouraging pupils to set 
their own targets, this would hopefully keep them engaged, not just towards achieving 
the outcome, but also in the entire learning process. Smart targets	also forced	pupils 
to identify challenges in their learning, and hopefully encourage them to reflect on the 
process once their target has been reached. By using instructional strategies, 
establishing and discussing quality targets together at the beginning of the week, the 
aim was for pupils to take leadership in their own learning and success (Garrison & 
Ehringhaus, 2011).  
 
 
Methodology 
The enquiry was carried out over a two-week period, with an S2 class of 15 mixed 
ability pupils. However, due to poor attendance, the final number of pupils who 
participated in the enquiry was 12. The enquiry was originally supposed to take place 
over a four-week period, but a week was lost due to snow days, and the following 
week was lost due to SQA practical exams. Before the enquiry started, a target tree 
was made to hang on the wall, something that would be visually informative and easy 
to refer to throughout the enquiry. This was a giant tree, drawn on a poster and stuck 

on the wall, where pupils could stick their targets. (See 
figure 1) 
 
A short questionnaire with four simple statements was 
created for pupils’ feedback. On this questionnaire, pupils 
were also given four options for answering; Strongly Agree, 
Agree, Disagree, Strongly Disagree. The questionnaire	was 
designed to measure pupils’ thoughts on self-achievement, 
confidence, self-esteem and motivation, before and after 

Figure	1	



smart targets were introduced. Two particular weeks were chosen to carry out this 
enquiry and collect data. At the beginning of week one, no smart targets were set. 
Pupils simply practiced their instruments, all with a general goal to get to the end of 
their piece of music so they could move on to the next piece. At the end of week one, 
pupils filled out the questionnaire.  
 
The following week, the pupils were asked to write individual SMART targets on 
pieces of card, and stick them up on the target tree. Each time the pupils came into 
class, the smart targets were referred to as a constant reminder. At the end of week 2, 
the smart targets were assessed through observation and listening. If a pupil had 
reached their target, they took it down from the tree and got their picture taken with it. 
Like the previous week, the pupils completed the same questionnaire.  
 
 
Findings 
In order to explore the effects of SMART targets, two weeks of classwork were 
compared; one without setting smart targets, and one with setting smart targets. At the 
end of these two weeks, pupils completed a questionnaire. Both sets of data were 
compared and analysed, and these were the findings: 
 
 
End of Week 1-No SMART Targets: 
10/12 (83%) pupils felt that they achieved something in music. 
9/12 (75%) pupils said they felt more confident in music. 
5/12 (42%) pupils felt that they had greater self-esteem. 
9/12 (75%) pupils felt more motivated to succeed in music. 
 
 
End of Week 2-Setting SMART Targets: 
12/12 (100%) pupils felt that they had achieved in music. 
10/12 (83%) pupils felt more confident in music. 
10/12 (83%) pupils felt they had greater self-esteem. 
12/12 (100%) pupils felt more motivated to succeed in music. 
 



 
 
 
Pupils’ self-esteem was raised by 50% when SMART targets were introduced. This 
could be seen as quite surprising, considering not everyone reached his or her target. 
Some pupils’ targets were quite ambitious to achieve in one week. Despite the fact 
that not all pupils reached their targets, it appears they still felt they had achieved, 
were more confident, had greater self-esteem, and were more motivated to succeed as 
a result of setting smart targets. 
 
Conclusion 
Motivation was the next factor increased by SMART targets. 25% of pupils claimed 
that they felt more motivated after using SMART targets. Self-achievement was the 
next factor affected with a 17% increase after SMART targets. SMART targets raised 
confidence by just 8%. However, allowing learners to set their own smart targets does 
not always lead to success. Sometimes, due to their lack of knowledge in the subject, 
it can be difficult for pupils to set targets that are both challenging yet realistic. As 
mentioned previously, some pupils were not very realistic in their target setting, for 
example, aiming to complete a whole piece of music in one week. This can be done, 
but not by all pupils.  
 
Pupils would benefit from seeing examples of SMART targets, in order to get ideas 
for setting their own. Although they were informed that their targets needed to be 



specific and realistic, some pupils’ targets evidenced that they did not fully 
comprehend the importance of this. 
 
The pupils could be given a longer timeframe to reach their SMART targets. Since 
this particular class only attends music three times a week, the data collection seemed 
slightly rushed. Although smart targets are meant to be timely, a deadline set too far 
in the future invites procrastination, and a short-term goal could be unrealistic and 
discouraging. Ideally,	the	enquiry	should	have	run	for	a	3rd	or	4th	week.	This	
would	have	given	more	weight	to	findings	presented	here.	If	pupils	had	
continued	to	respond	more	positively	after	the	initial	intervention	in	week	2,	
then	it	might	be	more	convincingly	argued	that	the	SMART	targets	had	made	a	
difference.	After	only	1	time	using	SMART	targets	there	is	not	going	to	be	enough	
evidence	to	really	explore	their	impact;	the	higher	percentages,	it	could	be	
argued,	could	be	due	to	the	novelty	factor	of	a	new	approach	peaking	pupils’	
interest.	To	really	evidence	the	validity	of	it,	the	results	need	to	be	proven	over	a	
longer	period. 
 
The questionnaires produced were quite specific and focused on four particular 
outcomes, when the research question was very open. Perhaps the results of this 
enquiry would have been completely different if pupils were interviewed and asked 
open-ended questions to match the style of the research question. (Ordonez et al., 
2014) 
 
Implications for Future Practice 
This enquiry has definitely shown the benefits of setting smart targets, and I will be 
sure to use them in my future practice. However, it has taught me to be more patient 
and allow pupils more time to complete their chosen targets. Factors such as 
additional support needs and challenging behaviour issues were not taken into 
account, and it would be interesting to see how these might affect target setting. 
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