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Execute Your Value Creation
Strategy with OKRs

This comprehensive guide covers everything mid-sized
companies need to know about implementing
Objectives and Key Results (OKRs).
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It explains what are OKRs, why your company should
care, how to set effective OKRs, common pitfalls to
avoid, best practices for measuring progress, and
strategies for maintaining team engagement.

The guide also discusses how to ensure cross-
functional alignment, review and revise OKRs
regularly, and use OKRs to drive scalable growth.

Lastly, it provides our streamlined approach powered
by Al. Saving time, gaining clarity, and empower your
teams to focus on what matters most—driving growth.



Introduction: Why OKRs
«ue:. Matter for Scaling Companies
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e As your mid-sized company scales, staying aligned
onh goals and ensuring that every team understands [ Agility W
their priorities becomes increasingly difficult. Quick Adaptation - -

-~ ,—[ @, Clarity]

- Objective Clarity

Course Correction -= 11 '~ Result Measurement
e Objectives and Key Results (OKRs) offer a | o =
] Alignment on Goals .:“?_. . : : - rﬂ Prioritization
framework to help companies stay focused, — L e
o«  e_e . . . e . Team Alignment -- : : - High-Level Objectives
prioritize their most important initiatives, and Y D

. o Goal Setting --
execute with precision.

~- Important Initiatives

Why OKRs

[Growth ﬁ?ﬁ‘]—"' Matter? [T~ -]
' \_ J

- Measurable Results

e OKRs allow teams to move quickly, measure Scaling Operations - -
success, and course-correct when necessary. MalkeE ExpaRstotit:

- = ===

~- Precision in Execution

e By linking high-level objectives to measurable - Product Development
results, OKRs create clarity and transparency S
across all functions of the business, from product
development to customer success.



Understanding OKRs:
wontoe: 1 HE Basics
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Balancing Objectives and Key Results in

 OKRs consist of two parts: OKRs
« Objectives: The "what" — a clear, concise statement Grounded in Itjl Time-Bound
- : : Reality Targets
of what you want to achieve. Objectives should be
ambitious and inspire action but remain grounded in E Inspirational E::::ﬂ Specific Metrics
. Action
reality.
Ambitious —) Measurable
Goals ' Milestones

e Key Results: The "how" — measurable milestones
that indicate whether you're making progress
toward your objective. Key Results should be
specific, measurable, and time-bound.

Objectives
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OKRs help you
prioritize your top
goals and ensure
teams are alighed on
the company's highest
priorities. Where
resources are often
stretched thin, this
focus on the vital few
objectives prevents
distractions.

P 1 Accountability &

& @

Transparency

The quarterly cadence
of OKRs allows for
rapid adjustments. If a
particular strategy isn't
working, OKRs provide
the flexibility to shift
focus and try
something new.

. Agility & 8 > Cross-functional
Adaptation

Collaboration

OKRs facilitate cross-
functional alignment by
ensuring that each
team's goals are
aligned with the
company's overarching
objectives.



4+, How OKRs Can Help
@ Different Industries:

consuting — Practical Examples

For industries like SaaS, tech-driven companies or pharma, rapid scaling often comes with challenges related to alignment
and resource management. OKRs help these companies keep growth targets clear while maintaining cross-functional

alignment.

7 ®
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Saa$S ~ Tech Pharma
Objectives: Key Results: Objectives: Key Results: Objectives: Key Results:
e |ncrease customer e Reduce churn rate from e Improve system e Decrease system e Accelerate drug e Complete Phase 2 trials
retention in Q3. 10% to 7% by the end of performance and downtime from 3% to 1% development process 2 months ahead of
Q3. reliability. by the end of Q2. for a new compound. schedule.
* Increase Net Promoter e Reduce avg. response e Achieve a 15% reduction
Score (NPS) from 60 to time for support tickets in the time required for
/5. from 12 to 4 hours data analysis during
trials..

e Enhance product e Achieve a 40% adoption e Increase the efficiency e |Implement automated e |mprove regulatory e Conduct quarterly
feature adoption by rate for the new feature of the R&D team. testing tools to reduce compliance across compliance audits and
existing users. within Q3. manual testing time by operations. reduce violations by

e Conduct 10 customer 30%. 50%.
webinars focused on e |ncrease the number of e Train 100% of staff on
feature usage within the successful R&D updated compliance
quarter. prototypes by 20%. procedures by Q3.

8
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Too Many Objectives

Dilutes focus

Setting Too Many Objectives:
Trying to achieve too many things at once dilutes

focus. Ideally, you should aim for 3-5 objectives
per team or department each quarter.

Using OKRs as Performance Reviews:
OKRs are meant to drive team performance and

alignment, not individual performance reviews.

Common Pitfalls to Avoid

& (@

/

Measurable Key Results

Drives clarity

Failing to Make Key Results Measurable:
Key Results must be specific and measurable.

Avoid vague outcomes like "improve customer
satisfaction." Instead, aim for quantifiable targets.

Lack of Commitment from Leadership:
Without buy-in from leadership, OKRs will lose

momentum. It's essential for the leadership team
to actively participate in OKRs Operational model.



How to Set Effective OKRs
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Start with Company Objectives
01 Begin by defining your company's top 3-5 objectives for the quarter

or year. These should align with your long-term vision but focus on
what needs to be achieved in the short term.

Break Down Objectives by Team
Begin by defining your company's top 3-5 objectives for the quarter

02 or year. These should align with your long-term vision but focus on
what needs to be achieved in the short term.

Ensure Objectives Are Ambitious but Attainable
OKRs should stretch your teams but remain achievable. A good rule

03 of thumb is to set OKRs that have about a 60-70% chance of
success.

Create SMART Key Results
04 Key Results should be Specific, Measurable, Achievable, Relevant,

and Time-bound (SMART). Avoid vanity metrics like website traffic
and instead focus on results that directly impact growth (e.g.,
conversions, revenue, churn rate). 10



Maintaining Team Engagement with
OKRs
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——
Empower Teams, Achieve Together — |

INVOLVE TEAMS VISIBILITY @

e \When teams are e Make sure that OKRs are EMPOWERMENT RECOGNITION
involved in setting their visible to everyone in the o OKRs should be used as a
OKRs, they feel a greater ~ company. tool for empowerment, e Publicly recognizing the
sense of ownership and Transparency createsa pota way to achievement of OKRs is
responsibility. Allow sense of accountability micromanage. Set the critical for maintaining
each team to contribute and ensures that teams objectives and key momentum. Make it a
to creating their OKRs are aware of how their results, then give teams practice to highlight
based on company goals align with the the freedom to decide successes In team
objectives. broader company how they’ll achieve them. meetings or company-

strategy. wide updates

4 @ @ 4 4
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The OKR Cycle
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Solicit Feedback
Communicate OKRs

Identify OKR Champions 655

Set Annual & Quarterly
OKRs

Weeks Leading Up to the Start
of the Quarter:

e Set OKRs: Establish annual and quarterly OKRs to
shape strategic direction

o |ldentify OKR Champions: Assign OKR champions
responsible for implementation.

« Communicate Company-Wide OKRs: Announce
top-level OKRs through all-hands meetings for
transparency and alignment.

o Solicit Feedback: Gather feedback from teams
and individuals for alignment.

Communicate

T Teoam OKRs
E(—:ca\lil:nmti¢:u@'_A \ SE \/:,

{1
@

D@
I
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Analyze
Achievement

Shavre

. Individual
Confidence OKRs
Assessments ___\
%
—
Bi-weekly Conduct
Check-ins Retrospective

During the Quarter: End of the Quarter:

Communicate Team OKRs: Teams develop and
share OKRs based on company goals.

* Analyze OKR Achievement: Score OKRs, reflect
on performance, and gather learnings from the
cycle.

Weekly / Bi-weekly Check-ins: Hold regular

meetings to review progress and adjust plans as

needed.

 Conduct an OKR Retrospective: Review
outcomes, reflect on lessons learned, and
identify areas for improvement.
Confidence Assessments: Evaluate the
likelihood of achieving key results to identify
potential challenges early.

» Prepare for the Next Cycle: Draft OKRs for the
next quarter, considering previous cycle insights.

Recalibration: Adjust strategy and execution 12
based to stay on track.
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Imagine you're on a soccer team

« OKRs (Objectives and Key Results) are like your
big goals for the season. For example: "Win the
championship." The Objectives are the big things
you want to achieve (like winning), and the Key
Results are the smaller steps to get there (like
scoring 10 goals or winning 8 games).

e KPIs (Key Performance Indicators) are like the
stats that show how well you're playing all the
time. They're the numbers that tell you how
you're doing, like how many goals you've scored
or how many times you passed the ball correctly.
They show if you're on track.

e Therefore, OKRs are about setting big goals and
how to get there, and KPIs are about measuring how
well you're doing along the way.

OKRs vs. KPIs: What's

p {@ Examples ]

- OKRs: Churn reduction example

-————

i ~- KPIs: Churn rate tracking

[Deﬂnition Q’gﬂ}»\ 4 \ ,«{@ Nature]

- OKRs: Action-oriented

OKRs: Goals and outcomes - -

Y

KPls: Effectiveness metrics - - O};ITDTSVS ~- KPls: Quantitative metrics

—_

[Focus @G’}” “{@"' Aggressiveness }

:r— OKRs: Bold and ambitious

OKRs: Future-focused -

CURP -

KPls: Leading or lagging -- ~- KPls: Steady and operational

13



| Commonalities between
OKRs and KPlIs
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e Both should be specific, clear, and measurable.

e Use Red-Yellow-Green criteria for tracking progress.

e Focus on a limited number: 3-5 key results, 8-12 KPIs.

e Can be used at the company, team, individual, or project level.

e Both help align everyone around well-defined goals and success metrics.

e Each goal or measure should have an accountable owner.

| | aa

How to use OKRs and KPIs together?

easurable Use your KPIs to monitor and highlight potential

areas of growth and improvement and then set

Clear Goals 9:?% ? ‘(|:|)’ Accountability your OKRs to support development in that area.
\ Doing so helps you set KPIs and OKRs that
@ ?:Z?fi; support each other, rather than confuse or

compete against each other.

14



\ ;, Common OKR and KPI Mistakes to Avoid
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MIGRATING FROM KPIS TO OKRS

It's important to understand that both KPIls and OKRs serve distinct purposes.
KPIs monitor ongoing business performance, while OKRs help identify and tackle
the most critical challenges. Both are necessary for effective management.

X

OVERLOOKING KPIS WHEN IMPLEMENTING OKRS

t's often beneficial to establish KPIs first, as they provide essential insights into
business health. These KPIs can then help set priorities for OKRs. When a KPI
shows poor performance, an OKR can be used to address and improve it. Having
KPIs in place first also makes it clearer why OKRs are needed.

USING OKRS TO MEASURE EVERYTHING

OKRs should focus on highlighting key problems to address or
big goals to attain, ensuring that the team concentrates on top
priorities instead of trying to measure all activities.

X

15



O ’, Conclusion: Using OKRs to Drive Scalable Growth

o e OKRs provide a clear, structured way to align teams, focus on what
matters most, and measure progress toward your company's most
Important goals.

e For mid-sized companies, OKRs are especially valuable for scaling,
iImproving execution, and driving cross-functional collaboration.

e By using OKRs effectively, you can ensure that your teams stay
focused on the right objectives and contribute to the long-term
success of the business.

e By recognizing how OKRs and KPIs work together to drive business
initiatives, organizations can enhance profitability and growth while

nurturing an innovative culture focused on measurable achievements.
16




@ How lkigai Edge Consulting can Help?
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Now that you understand the power of OKRs,
let Ikigali Edge Consulting help you take the next step.

Our Al-driven OKR solutions are designed to make the
Implementation process straightforward and highly effective.




Al-Enhanced Value Creation & OKRs: The Solution
The Situation

OKRs are crucial for aligning teams and achieving ambitious
goals, especially for mid-sized businesses aiming to manage
growth and maintain alignment. But setting up effective OKRs
can be challenging.

IKIGAI EDGE
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The Challenges

OKRs can be overwhelming. Common frustrations include
starting from scratch, misalignment, and lengthy and costly
workshops that yield generic goals, resulting in low
engagement and missed targets.

Our Solution

lkigai Edge’s Value Creation Solution—an innovative approach
that not only removes the pain points of traditional OKR
processes but also integrates cutting-edge Al and strategic
expertise to create a solution that’s efficient, precise, and
adaptable. This is value creation reimagined, designed to help
your team break free from the grind and focus on growth..

18




What lkigai Edge Consulting
Solves For?

IKIGAI EDGE

Faster, More Efficient Implementation: Implement your annual OKRs in just 4-6 weeks Al Driven Traditionol
—compared to the traditional 3-4 months—Dby leveraging Al to automate IkigAl OKR
recommendations and speed up decision-making. Solution Consulting
Streamlined Stakeholder Alignment: Minimize time spent aligning stakeholders
with our Al-driven, targeted goal recommendations and insights—achieving East Long setup
alignment faster and with greater clarity. execution B time
.U'ser-Frler.idIy OKR Fgcmtatlon: Our approac.h simplifies OKR implementation, ensuring "I% M-aerhanead b\ emial deto
it's accessible, engaging, and focused on action. 301 insights == gathering
Al-Powered Custom Agents: Our custom IkigAl agents integrate actionable insights _ _
directly into your Airtable database, automating data management for faster @ Cus’[omlzed TTF Sene[lc}:[
stakeholder adoption. QLAIS empEIates
Real-Time Dashboards: Track progress effortlessly with intuitive, real-time @=] Streamlined @ Lengthy
dashboards that keep everyone accountable—enabling quick, informed decision- 1] sessions workshops
making.

O O Real-time Complex
Expertise, cutting edge tools and best practices delivered directly to your team, O O tracking XLS spreadsheets

empowering them to execute effectively and achieve their goals. 15



«wno:  OKRS: Implementation
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Current State
Assessment

We begin by
gathering information
via virtual interviews

and online
questionnaires. This
will allow us to build
the framework to
bridge where you are
today to where you
want to be.

Insightful
Reporting

We analyze the
information gathered
and create and
actionable report that
is reviewed with C-
suite leaders

Al Driven
OKRs Insights

Our Al-driven Ikigai
agents deliver targeted
OKRs recommendations
straight into an Airtable

database, based on
historical data, industry

benchmarks, and best
practices.

OKRs
Session(s)

We facilitate
seamless sessions to
brainstorm, align and

finalize OKRs with
stakeholders and
making sure
everyone is on the
same page and ready
to execute.

OKRs
Tracking

We build a customized
and comprehensive
system to track,
maintain, and visualize
performance metrics,
all displayed in an
intuitive dashboard.

OKRs
Communication

We partner with your
communications team
to ensure employees
commitment to the
OKRs and their role to
attain them.
We can manage the
OKR cycle, or train
internal team to do
So.

20
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1

Current State

Assessment Report

O Comprehensive Assessment-
Strategic Objectives &
Alignment Report:

o Executive Summary

o Key Insights
Top Objectives
Potential Gaps
Priorities
Alignment Challenges
Recommendations

Al-Enhanced Value Creation &
OKRs: Deliverables

2

Access to Custom Al
IkigAl Agent

|
|
oo

O Access to our IkigAl

Strategist Agent:

Trained model with the most
practical strategic frameworks
and best practices.

O OR We create a Custom Al

Agent customizable for your
particular industry and
knowledge base.

3

Build Value Creation
Database

>

O Build Value Creation System
hosted on Airtable:

e Automatically pre-
populate OKRs
recommendations based
on current state report and
IKigAl's insights.

O During Alignment workshops,
OKRs are signed off and

recorded in your value
creation database.

Q i

Cl:ﬁ

nil Wg'

Q Interfaces of Value Creation
System hosted on Airtable
include:
e C-Suite Hub
o Overview
o C-Suite Organization
roles and
responsibilities
o Rhythm of Business
Calendar
o OKRs Dashboard
Platform is mobile-friendly

Value Creation
Program

e

Y,

GUIDE
=

Q Value Creation Guide:
e Do-it-Yourself Guide to
maintain the system

Q Value Creation On Going
Support:

e Our Services include on-

going support - if needed

21
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@
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Contact us today for a free consultation
and let’s get started on your value creation
journey.

@ BOOK NOW

@ consult@ikigai-edge.com

@ WWW. IKIGAI-EDGE.COM

FOLLOWUS ll } Like ' ) Repost
g |


http://www.linkedin.com/in/claudia-mejia-62630b16
https://ikigai-edge.com/schedule-a-consultation
https://ikigai-edge.com/
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e OKRs vs. KPIs: How they compare and work together [2024] by Henrik-Jan van der Pol
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