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Introduction to OKRs

OKRs help organizations stay aligned by connecting company, team and personal 
objectives to measurable results. This popular method for setting goals is defined by two 
characteristics: 

1. STRUCTURE
OKRs are built around two different questions: 
 

The Objective is the goal of the company, team or individual and the Key Results are the 
measurable steps needed to accomplish the objective. This framework is repeated from the 
top of the organization down to the individual, which creates a cascading interplay of goals 
that keeps a group of people aligned. 
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Build flux

capacitor

Objectives: where do I want to go? Key Results: how will I get there? 

Design plutonium-powered reactor

Generate 1.21 gigawatts of power

Acquire 50kg of plutonium



2. PHILOSOPHY
OKRs have a unique belief system around goal setting that distinguishes itself from other 
goal methodologies. 

 

This unique approach to goal setting was developed by Andy 
Grove at Intel and passed down to John Doer who brought the 
approach to Google. Today, OKRs power thousands of 
organizations from Spotify to the United States Navy. 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AMBITIOUS
Objectives are set just 

beyond the threshold of 

what seems possible. 

TRANSPARENT
Viewable across the 

entire organization from 

the CEO down to the 

Intern

MEASURABLE
Key results are tied to 

tangible milestones



How OKRs Help Companies
OKRs help organizations in six core weays 

1. KEEP YOUR COMPANY ALIGNED
OKRs connect individual and team performance back to the shared company objectives, so 
management knows everyone is moving in the same direction. 

2. FOCUS ON WHAT MATTERS
The OKR model recommends 3-5 objectives for each level of an organization, which forces 
companies and employees to prioritize the objectives that will have the greatest impact on 
the company. 

3. INCREASE TRANSPARENCY
OKRs enable an organization to have a transparent culture, as everyone knows how each 
team and individual is planning to make an impact. 
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4. EMPOWER YOUR PEOPLE
Increased visibility gives everyone the context they need to make the best decision and 
shows the employee the impact of their work. 

5. MEASURING STICK FOR PROGRESS
OKRs illustrate how far along individuals, teams and the overall company are in 
accomplishing the shared company mission. 

6. ACCOMPLISH THE UNEXPECTED
OKRs are meant to be stretched - just beyond the threshold of what seems possible - so 
companies can achieve remarkable results. 
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What OKRs look like in practice
Company, team and individual goals are connected via measurable results to the high-level 
company objectives. The objective for each level is informed by the Objectives and Key 
Results from the previous company level. 

OKRs at each Company Level 
 

INDIVIDUAL
Personal OKRs define what each person is working on. Ideally set 
by the individual, with the company goals in mind. 
 

TEAM
Define priorities for what the team wants to accomplish, not just a 
summary of what the collection of individuals on that team are 
working on. 

 

COMPANY
Big picture, top-level focus for the organization. Everyone should 
be bought in and agree on these Objectives. 

 

“On the topic of goals, the academic research afree with your intuition: Having goals 
improves performances. Spending hours cascading goals up and down the company, 
however, does not. It takes way too much time and it’s too hard to make sure all the 
goals line up. We have a market-bases approach, where over time our goals all 
converge, because the top OKRs are known and everyone elses’s OKRs are visible. 
Teams that are grossly out of alignment stand out, and the few major initiatives that 
touche everyone are easy enough to manage direclty. So far, so good!” 
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Laszlo Bock
Former SVP of People Ops
Google



DIRECTIONAL ALIGNMENT
We recommend companies directionally align goals. This allows organizations to have 
greater flexibility in the goal setting process and make sure companies don’t waste time 
trying to  perfectly cascade goals  

In this goal tree, all of the objectives are directionally aligned with the higher level goals, 
but there isn’t a strict alignment between Objectives and Key Results at different levels of 
an organization. For organizations that want more flexibility with their goal setting system, 
we’d recommend directionally aligning their goals. 

Align your goals, but don’t get hung up on reaching goal cascading nirvana 
Company, team, and individual goals should be aligned, but don’t get caught in the weeds. 
As Laszlo notes, OKRs are designed to drive alignment organically; when company OKRs 
are transparent, people naturally align their work and outliers are very clear. 
 

�      |     A PRACTICAL GUIDE TO OKRS8 �



 

WHEN WRITING OKRS, KEEP IN MIND…
• Employees create their own OKRs with the team and company objectives in mind. This 

helps align the company  
• Each level (company, team, individual) has 2-4 objectives. 
• Each objective contains 3 to 4 key results 

COMMON QUESTIONS

Should Objectives be qualitative or quantitative? 
They can be either; as a rule of thumb, company objectives are more often qualitative and 
individual objectives are more often quantitative. 

Are Key Results outcomes or activities?   
Again, they can be either; generally, at the company level they tend to look more like 
outcomes, and at the individual level they tend to look more like activities. Just make sure 
they’re measurable :) 
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Ambitious
Objectives push beyond what seems possible 

and should feel slightly uncomfortable. If 

you’re certain you can deliver you’re not 

thinking big enough.

Measurable
Key Results should be written so that you can 

quantify how much progress you’ve made. 

Design your KRs to make the objective 

achievable -- if these milestones are met, the 

Objective will be achieved. 

Objectives Key Results



OKR Examples
When drafting Objectives and Key Results, keep in mind the following best practices: 

What good OKRs look like and why: 
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Objective is clear, ambitious and 
time-bound.

Key Results are measurable and 
clearly designed to help 
accomplish the objective. 

WHAT MAKES THIS A GOOD OKR? 

Establish a colony on Mars 
by 2030

OBJECTIVE

Reduce the cost of transportation to 
Mars by 30% per kilogram.

Identify and train 100 astronauts for the 
mission.

Establish a renewable source of food, 
water, and oxygen on Mars by 2028.

KEY RESULT

OKR for the Human Race

Objective is clear, ambitious and 
sets an overall company theme.

Key Results are measurable 
indicators of success, and if 
accomplished would mean the 
objective was reached.

WHAT MAKES THIS A GOOD OKR? 

Make our company a great 
place to work.

OBJECTIVE

Employee NPS score above 40.

Regrettable turnover rate below 3% 
quarterly.

Over 25% of employees get a promotion 
or raise each quarter.

KEY RESULT

OKR for Company 
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Objective is clear, ambitious and 
tied to company theme 
(retention).

Key results are measurable and 
clearly designed to help 
accomplish the objective.

WHAT MAKES THIS A GOOD OKR? 

Improve our NPS Score by 
20%

OBJECTIVE

Produce 3 major resources to help 
customers get more value from our 
product.

Launch community to help customers 
share learnings.

Reduce implementation time of new 
customers by 50%.

KEY RESULT

OKR for Team (Customer Success) 

Objective is clear, ambitious and 
tied to a company theme 
(revenue).

Key results are measurable and 
clearly designed to help 
accomplish the objective

WHAT MAKES THIS A GOOD OKR? 

Close $200k in new revenue 
this quarter

OBJECTIVE

Demo our product to 100 new sales 
qualified opportunities.

Work with manager on strategies for top 
5 accounts.

Attend 3 industry events.

KEY RESULT

OKR for Individual (Sales) 



How to get started with OKRs
OKRs are set top down and bottoms up 
Leadership sets clear company direction, and employees are empowered to recommend 
what they think would be their most impactful areas of work given the company’s top 
priorities. 

Manager-Direct Report Conversations are key 
When setting OKRs, you’re looking for the intersection of what the employee thinks they 
should be working on and what the manager thinks the employee should be working on.  

The best answer is usually a combination of the two. In this sense, setting OKRs has a bit of 
a negotiation dynamic. 
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Company objectives are set by the leadership team

What a goal setting process 
looks like 

Teams set their objectives with these company objectives in mind

Individuals set their objectives based on company/team objectives and their work responsibility



Sample Implementation Timeline 
If this is your first time setting up a goal system, the following process should start roughly 
six weeks before the beginning of a new year or quarter. 

 

1. IDENTIFY COMPANY OBJECTIVES AND KEY RESULTS
The management team identifies the 3-5 core company objectives for the coming year or 
quarter. These objectives should originate from the company's high-level mission/vision, 
but can range from the bottom line (increase sales by 200%) to company values (only use 
renewable energy to operate the business). After deciding the objectives, the team should 
identify the measurable results needed to accomplish these objectives. For example, if the 
team wants to increase sales by 200% than a key result might be hiring 5 Account 
Executives. These key results will help guide the Objectives for the next tier of the 
organization (teams). 
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2. DECIDE ON A SYSTEM FOR ORGANIZING OKRS
For companies of all sizes, tracking OKRs can be a challenging process -- companies like 
Google have built internal tools, some use ad hoc methods like spreadsheets, and a 
growing number of companies are using dedicated goal tracking software (try Lattice!). 
Regardless of the tools you decide on for tracking OKRs, make sure you have a defined 
process before rolling out OKRs at your company or it will get very messy and your 
organization won’t realize the value that comes with correctly implementing OKRs. 

3. COLLABORATE WITH TEAM LEADS TO DRAFT DEPARTMENTAL 
OBJECTIVES
Set up a meeting with middle management - heads of your different teams/departments - 
to start rolling out OKRs at the company. In this meeting, cover the following topics: 

OKR Overview: What are OKRs and why are they important? Why does the management 
team want to use them? 
OKR 101: How do OKRs work in-practice? What’s a good OKR and what’s a bad OKR? 
Company OKR Negotiation: Explain how the management team is thinking about the 
company OKRs and have an open planning conversation with team leaders. In this 
conversation, management collaborates with team leaders on the company objectives that 
the management team is proposing. Importantly, this is a two way conversation where 
team leaders are able to provide feedback on the draft OKRs. 
At the end of this step, middle management should have a clear understanding of company 
OKRs and also have draft Objectives and Key Results for their respective departments. 

4. EXPLAIN OKRS TO THE ENTIRE COMPANY
Now that you have your team leads onboard, it’s time to rollout OKRs to the entire 
company at an all hands meeting. Just like the conversation with team leads, make sure to 
provide context around why OKRs are important and how they will work at the company, 
so employees have proper expectations around how to interact with the OKR system. 

5. MANAGERS WORK WITH INDIVIDUAL CONTRIBUTORS TO DRAFT OKRS
After the all hands meeting, managers meet with individual contributors to kickoff the 
individual OKR writing process. This is a two way conversation where you start by 
outlining -- What the individual wants to work on vs. What the manager wants the 
individual to work. 
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This conversation is a negotiation. Individuals want to work on the most important things 
-- as it will help advance their career -- so their objectives should directly align with what 
the manager wants the individual to work on. However, as the people closest to the day-to-
day work, individuals often times have different POVs on the work that will make the 
greatest impact on the company’s future and their career. The POV of individual 
contributors are extremely valuable in the OKR setting process; in fact, 60% of company 
objectives should originate from the bottom up. 

At the end of this conversation, you should end up somewhere in the middle of what the 
employee wants to work on and what the company wants the employee to work on. By 
having this collaborative conversation four times every year, individual contributors are 
empowered to make decisions about their career and day-to-day work. 

6. CALIBRATE AND PRESENT
After having conversations with employees across the company, it’s important for team 
leads and management to take a step back and see how the POV of the individual 
contributors might have changed any of the team or high-level company OKRs. After 
management feels good about the OKRs for the year/quarter, it’s time to present the OKRs 
at a company-wide meeting and finalize the direction for the coming year/quarter. 

7. MANAGERS MONITOR INDIVIDUAL OKRS
Throughout the next quarter (and year), manager should continually monitor the 
progression of individual OKRs to make sure the company is moving towards the company 
goals.r. 
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How to evaluate OKRs
Grading Overview 
OKRs are graded on a scale between 0.0 to 1.0. 
 

Each Key Result is graded, then the rough average of the Key Results used to create the 
Objective’s grade. Here’s an example of an OKR evaluation for the Head of Marketing at 
Degree: 

When evaluating OKRs, keep in mind… 

• Two kinds of key results: Binary key results (i.e. launch a new website) are rated as a 0 
or 1, while numeric key results (i.e. contact 10 journalists) are rated as a percent 
complete. 

• 0.6 - 0.7 is success: lower scores might mean the organization is underperforming, 
while higher scores mean the OKR wasn’t set high enough. This practice of stretch goals 
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No Progress Made

0
AchievedAchieved

1
On Target

0.6 - 0.7

Revamp user acquisition strategyObjective 0.667

Q1 OKRs Grades

+25% website conversions 0.3

+25% website conversions 0.7

+25% website conversions 1

Key
Results

Head of Marketing



might feel uncomfortable at first, but when put to good use helps an organization reach 
new heights. 

• Below .4 is not necessarily failure: a low rating might indicate a super ambitious goal or 
poor performance -- either way it’s a useful data point to calibrate individual and team 
priorities and improvements in the coming quarter. 

• OKR grades are not a performance evaluation: OKRs can be used as one lens to 
evaluate an individual (or organization), but are not a comprehensive method of 
analyzing performance. If OKRS are synonymous with performance evaluations, than 
individual contributors are systematically encouraged to sandbag their goals to show 
success. This dynamic limits the upside of the OKR model. 

• OKR recap meetings are essential: at the beginning of every quarter, the company 
should get together and discuss how they measured up to the OKRs. The setup of this 
meeting will change depending on your company’s size, but typically each team leader 
will explain the OKR grades and discuss adjustments for the upcoming quarter. 

By running through this process, you’ll get useful data about company performance, learn 
from challenges and optimize for the future. 
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Final thoughts
Goal Setting is Process 
Goal setting is a fundamental part of running a business, so know that it takes 
time and multiple quarters to get everyone into the swing of things. 
It’s okay if you’re not perfect every quarter. Learn from your mistakes keep 
improving. 

Conversation and Feedback is Crucial 
After each quarter, talk about your goals so you can improve 
Discuss the overall goal setting process and figure out where there’s room for 
improvement 
Decide whether to continue pursuing specific OKRs; only keep working on them 
if they’re still important.  

Five Takeaways to Great OKRs 
1. Set OKRs frequently; ideally quarterly, or at least every six months. 
2. Make the measurable. You need to know if the thing you wanted to happen 

did in fact happen. 
3. Set them at the personal, team, and company level. 
4. Ensure OKRs are publicly available and transparent to the entire company. 
5. Make them ambitious. Create an understanding across your company that 

OKRs are meant to be stretch goals. 
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WE’D LOVE TO HELP IMPROVE YOUR GOAL SETTING PROCESS. 

Learn more at lattice.com/goals

http://latticehq.com/goals
http://latticehq.com/goals

