
Key Takeaways:

1. OKRs as a Critical Thinking Framework: OKRs (Objectives and Key Results) are not just a goal-setting tool but a critical thinking framework that helps align efforts across an organization, emphasizing regular questioning and reassessment of priorities.
2. Adaptability to Change: In a changing environment, it's essential for OKRs to be flexible. Organizations must be willing to adjust OKRs as needed throughout their cycle to respond to new information or changes in the business landscape.
3. Ongoing Discipline Required: Implementing OKRs requires ongoing discipline, not just setting them at the beginning of the year but regularly reviewing and adjusting them to drive continuous improvement and relevance.
4. Employee Involvement: Encourage employees across the organization to contribute to the OKR process, which helps in fostering a sense of ownership and alignment with the organizational goals.
5. Balancing Top-Down and Bottom-Up Approaches: Effective OKR strategies balance top-down leadership guidance with bottom-up input from employees to ensure comprehensive coverage of goals that reflect both leadership vision and practical, on-the-ground insights.
6. Regular Check-Ins and Adjustments: Regular OKR reviews (monthly or quarterly) are crucial for keeping the organization on track and making timely adjustments. This prevents drifting away from core objectives due to market or internal changes.
7. Retrospectives for Learning: Conduct retrospectives at the end of each OKR cycle to learn from the outcomes. Discuss what worked, what didn’t, and how to improve the process for future cycles.
8. Clear Communication of OKRs: Clear communication of OKRs throughout the organization is vital for ensuring that everyone understands and aligns with these goals, reducing confusion and misalignment.
9. Use of OKRs for Cross-Functional Alignment: Use OKRs to improve cross-functional alignment, helping teams understand their interdependencies and collaborate more effectively towards common goals.
10. Training and Support: Provide adequate training and support for teams to understand and effectively implement OKRs, emphasizing their strategic importance beyond mere task completion.


Transcript:

00:09
Speaker 1
Hi, everyone. You're listening to the Venwise roundtable. I'm your host and facilitator of this roundtable, Maya Dolgan. And in today's episode, we'll be talking about okRs. This roundtable is led by Zachary Ross, a global OKRS coach, and this is the second roundtable he's done with us over the last few years. In this roundtable, Zachary started with a brief refresher on what OKRs are, just to make sure everyone's on the same page. He talked about the challenges of using them to connect people in a way that aligns the work that's being done across the organization. And then we got into talking about reporting cadences and how to adjust along the way, how to have retrospectives and make sure that you're learning and adjusting accordingly. What the attendees found particularly helpful was the discussion. 

00:56
Speaker 1
They really used the opportunity to bring their real life cases and questions and also help each other solve them under Zach's guidance, which is fantastic. So you'll hear more about all of that in just a moment. All right, let's get started. 

01:14
Speaker 2
All right, well, once again, my name is Zachary Ross. Really appreciate the opportunity to be here with you all. If you need an agenda, here's what I'm just going to talk for a few minutes. Just quickly touch on OKR refresh. What are we talking about when we mean objectives and key results? But then really what we want to talk about is this change in environment. Lots going on. How do you manage a team with okRs? There's one thing to actually write some objectives for you and key results for your company. But how do you run the business and how do you pivot? How do you change throughout the quarter, throughout the year? And then we'll touch on OKR reporting that check in process throughout the year. Cause unless you look at your goals, you're not gonna get much out of them, right? 

01:53
Speaker 2
And then questions. And so just a little bit more about myself, I'm with OKR's training boutique consulting firm. We work all over the world, North America, Europe, et cetera. In fact, I was just in Vietnam last week. Working with was a Google event there, but working on OKR's leadership development mentorship with the startup communities there. Before that, I was at VMware for many years, working as kind of program management, engineering. Program management. They're a security software company, virtualization. In fact, they just got acquired by Broadcom, or they're trying to be. It was supposed to close yesterday. Hopefully it closes later on this month. And then before that, I was at Google for about five years, worked on their Google Assistant. 

02:34
Speaker 2
So if you ever talk to your smartphone and say, play my favorite music or my favorite movie, I got to work with the natural language understanding team to pull together those media sources and make them available to users. And then before that, I was at Amazon for quite a few years, working on fraud and risk. So if you ever have to type in your mother's maiden name when you log in, that was some of the machine learning software we had a chance to contribute to. So I've been in the tech space for 2025 years, where I developed my passion for strategy execution is during my time at Google, I worked with the Gopher Startups initiative. They'd send me all over the world to work with startups, and I enjoy doing it so much, I get a chance to do that now. 

03:09
Speaker 2
So that's just a little bit about myself. So you understand, you know, who is this guy that's speaking to us right now? All right, so let's just quickly just remind ourselves, OKR. You probably hear colleagues that use okrs. You hear about businesses that use okrs. But here's basic definition of what it is. It's basically a critical thinking framework in an ongoing discipline that really tries to get you to ensure the employees work together, focuses efforts on what matters most, and then makes measurable contributions that drive the company forward. And sure, maybe that's something that all frameworks are trying to do, but let's break it apart into those little pieces that I highlight in blue. So what do I mean when I say critical thinking framework? 

03:49
Speaker 2
If some of you have ever heard of Peter Drucker, probably one of the most famous business writers of the past century, he once said, the truly dangerous thing is asking the wrong questions. If you think to some of the best leaders that you've ever worked with, I bet you one characteristic of them is they always ask good questions. Is this good use of our time? Why are we doing this? Should we be doing something else instead? Well, in a good way, OKR is going to force us to ask that question for the entire year, but also quarterly. We try to think quarterly. Where should we be spending our time? Where do we need to pivot? And what are the success criteria, the success metrics we want to use in order to demonstrate that we are achieving our goals? 

04:28
Speaker 2
OKrs forces us in a good way to do that. Secondly, it is that ongoing discipline. It isn't like New Year's resolutions where you write the OKRs at the beginning of the year and then you go entire year and then you look, okay, did I lose those five pounds or did I start exercising three times a week? Or whatever your New Year's resolution might be. We're actually using them to drive our business and monitoring how we're doing. And so putting a lightweight process in place is really the name of the game to get the most value out of using objectives and key results. Third is about ensuring employees work together. Perhaps for some of you, that can be a concern or an issue. You know, teams get siloed, right? Most of the most interesting work that all of us do requires multiple teams. Right? 

05:12
Speaker 2
It's much easier to get things done if it's just you or your team. But we have so many dependencies, marketing and sales, product and engineering. By asking our teams to use OKRs and the same time we create our objectives and key results, you drive better cross functional alignment between those teams because you have to ask one another for help with shared objectives and key results. And, you know, that might be happening now, but it's done via slack message or an email. But having a lightweight process of setting objective key results is a great way of maximizing or making sure those teams are working together. Fourth, it's all about focusing efforts. Why are we doing okRs? It's. We're trying to focus our efforts. They have to represent what's the most important. 

05:50
Speaker 2
You know, for example, right after this session, if you go to anyone on your team and say, hey, what are the three most important things our team should be working on right now? You hope that everyone that you talk to says the same three things. But as someone who's been doing this a long time, depending on who you ask, you're probably going to get different answers. And if that is the case, and people are consider different priorities or different projects of different prioritization, that means it's hard for everyone to work together. They're going across purposes. And so what we're trying to do with OKRS is focus everyone's attention. In an odd sort of way, to get more things done, you need to focus on fewer things, right. It's better to do three things well than attend things poorly. 

06:29
Speaker 2
Oakares force us, and hopefully in a good way, to focus. And then lastly, it's the measurable contributions that's the key results. Sometimes people think KPI's the key results. How do we measure that? Yes, you're successful in this. I used to work on lots of engineering projects at Google and Amazon, and I go to an engineer or a team and say, hey, how's that project coming along? What do you think they're going to say? Pretty good. What does pretty good mean? We need to have some measurable way of looking at that. I just wanted to highlight, here's what we're talking about when we're talking about okRs. Then here's my overly complex diagram. So I apologize ahead of time, but if you want a picture of what a successful implementation of OKRs looks like, it would be this. Top to bottom. 

07:13
Speaker 2
You start at the top of the organization, work your way down. You start with your three core elements of strategy. And what are those? Typically, every one of your companies has a mission, a vision, value proposition. What do you do? Who do you do it for? Where do you want to be in three years time? What makes you different than your competitors? Assuming you have that in place, then you can say, all right, for 2024, what are our three, four big north stars for the company? And that's why you see the corporate OKR layer there. And those tend to last for an entire year. Right now, you see that box that says strategic themes. Strategic theme is just a perspective, a way of looking at your business. These come from a balanced scorecard. 

07:53
Speaker 2
If some of you are familiar with that, there's really four major ways of looking at your business. A financial lens, right? We're a business, you know, what are we doing in terms of dollars and cents? There's a customer lens. What is your customer getting from you this coming year or this quarter? Third is business processes. How is your team going to change the way it provides value to customers and stakeholders? More efficiency, more productivity. And lastly another, the last lens is the organizational learning, or really your team, your people. How do you invest in them to get the most out of them? Then, assuming you create those company level okrs that last for a year, then you invite business units. Think sales, marketing, hr, finance, customer success. They create quarterly or 90 day okrs that show contribution to those higher level okrs. 

08:38
Speaker 2
And you see the arrows kind of going every which way. And if everyone's kind of done that, sometimes you even go down to a third layer and depending on how large you are, maybe in a fourth layer, such that everyone can see themselves in supporting the strategy that you've identified for the organization. And so I work with teams all the time, especially right now is a very busy time because everyone's thinking for 2024 and they need help to kind of craft and to articulate their strategy for the year and then cascade that further down the organization so everyone gets behind it and is going forward with it. But before I move on, and I know I'm talking fast, so I apologize. Any questions on either, you know, what are okrs or this overall picture of success? 

09:20
Speaker 2
Otherwise, you know, I can charge through, but any questions, comments thus far on what you've seen? Also, I wanted to get a little bit of coffee, so there you go. All right, so for some of you, it's all about connecting the okrs. Probably in most of you all's head. You know what the strategy is and it's very clear, right. But unfortunately, it's not always clear to everyone down further in the organization. And that's why you see the arrows going up and down and sideways. If OKRs are being done across the organization, it's like a new fluency of language. Everyone's using the terms of objectives and key results. It makes discussion on planning a little bit easier, especially when it comes to budgeting and annual planning. So let's talk about alignment a little bit. So actually you see the arrows going up and down. 

10:01
Speaker 2
So when we talk about okRs, they're meant to be both top down as well as bottoms up. Top down, meaning you are providing guidance and where the business should focus. Where the business is going. Right. And that's right. 

10:13
Speaker 3
And good. 

10:13
Speaker 2
As leaders, that's what you do. But the bottoms up portion is actually asking your team members, what do you think we should do in order to get there? So try to empower your people and help them to be part of the solution engineering, such that they come up with ideas and projects and initiatives to help achieve those higher level goals that you all are setting for yourself. And then you see the side arrows. That's the horizontal alignment. That's honestly the harder ones because most teams can see themselves. Okay, I see how I'm vertically aligning. It might be hard to do, but I know what I need to do horizontal is when I have to, you know, what's the word, horse trade with another team. 

10:49
Speaker 2
I need to ask them to do something and they need to ask me to do something, but their priorities are not my priorities. And that's when you have to have this tough conversations about, you need to say no to that in order to say yes to this. And so that's how they really kind of go through the organization. There I was just looking at the chat room. Glad somebody. I had same issues with my computer as well. I installed the new version of macOS. So that was on me. So one of the things that I wanted to call out, I think some of the questions I saw is, how do you kind of get this? How do you actually use OKRs in a business? Well, here's the lightweight process I suggest that you all can consider using. 

11:27
Speaker 2
No one wants more meetings in their life, so I would just suggest you incorporate the discussion of OKRs into existing meetings. Most of you probably have a weekly or your teams have weekly sessions. And this is more tactical in nature, where you ask your teams to talk about which objectives and key results have we started on? Is anyone? How are we doing on this key result? It's a five, seven minute conversation. But then the more important one is like a monthly or a mid quarter check in. And the most interesting here is people ask me, Zach, are you allowed to change your OKRs in the middle of the quarter? And I tell them the answer is no. No, I'm kidding. Obviously, if you need to change or pivot, you ought to do that. 

12:07
Speaker 2
Now, what's interesting, if you change an objective or key result in the middle of the quarter, middle of year, I always tell teams, don't erase it off the list like it never existed. Just scratch it out so that you can keep track of how many objectives and key results you might be changing. And I've worked with teams that even for a quarter, just 90 days, 50% of their okRs, they scratched out and they did new objectives and key results. That tends to be a lot of churn. But for some teams, that's the right thing to do. For others, you might say, hey, we need to do something so we're not always changing direction all the time. So that's what the mid quarter is for. Are we still on track? How are we doing? Do we need to pivot or change? 

12:44
Speaker 2
But then the most important, if you don't do any of those other meetings, the most important here is your end of quarter or end of year. If you're at the company level, which is where you do a deeper dive, you do the scoring of your okrs and you basically say, what happened? Why? And what are we going to do about it? And that's a piece or an aspect of the OKR framework that many teams don't always get the benefit of. They create good, objective and key results. They kind of track along the progress, but then they don't do a retrospective, they don't go back and look and kind of score themselves. And I think for honest, probably most of us learn the most when we make a mistake or things don't go our way. 

13:20
Speaker 2
And so I highly advise teams or recommend teams do that. Retrospective. Here's what we set out to do this year. Or here's what we set out to do this quarter. Here's how we actually did. And the whole point of that session is not to be a shaming exercise that anyone feels bad that they didn't achieve all their objects and cure results. I always ask teams to be focused on the learnings. What are we learning? How do we become better for those areas that we did well? Great. Let's shout what's open the champagne for those areas that we didn't do so well. But why is that? How are you going to improve? Right? And in fact, that's what I say right here. Three things you do in an OKR retrospective or an OKR look back and learn. Celebrate went well. 

14:01
Speaker 2
Everyone needs a slap on the back. Everyone needs to pop the champagne. You launch the new thing. You got the key customer. That's terrific. You need to observe what did we not do well and what needs to be improved. And then the most important thing is what are you going to do about it, that last one next quarter or next year? What are we going to change about our business and about the way we're operating such that we overcome any barriers that we had in the previous quarter. And if you do that and you focus on the learnings rather than kind of like a shaming exercise, your team is going to be in a much better place. And you're trying to provide psychological safety so folks can be open and honest about those conversations. 

14:36
Speaker 2
So with that, I know I threw a lot of content at you real quick. I'm happy to share these slides afterwards, but I just wanted to set the scene here for those of you who maybe are familiar with okrs but just haven't started using them. And for those who might be considering how to get more out of your okrs. And I'll just caveat. When I first started consulting years ago on okrs, just about every client I worked with, it was rolling out okrs for the first time. They had heard about the methodology and wanted to use it, and I helped them do that. But half of my clients now, or more than half, is really coming back to how do we get more out of our OKR process? And we tried it worked pretty well. But now we're falling into some bad practices. 

15:18
Speaker 2
And so I come back in and do a reboot, a refresh for them, which is really good because that way, folks, you have that muscle that you're exercising, you just get better at it over time. So let me pause there and just, I don't know if Maya, you had anything you want to say or. I'll just open it up to everyone else. Yeah. 

15:38
Speaker 4
Why don't we stop sharing your screen so we could see everyone? I'm actually looking at the chat here and observing, and I want to ask if it's okay. Chris and Nick, both of you wrote that you're using them, but not well. And I'm curious, you know, I want to start with you two, since you kind of teed us up for that. When you watch this opening from Zach, what pieces of it feel like you're not doing well and what questions do you have? And we'll open it up to others as well. 

16:11
Speaker 5
I'm happy to start. So we, as an exec team, did a first ever OKR sort of internal session this summer. And I think it went like, the intent was good, but I think the outcome was not great in terms of the OKRs ended up reading more like a project plan and there were way too many. Right? 

16:35
Speaker 2
Yep. 

16:36
Speaker 5
And so getting, like. And then actually, I was like, I'm not taking this down to my team yet. Like, we have some maturing to do. So, like, I wanted to try and align ELT. So I'm actually tomorrow going through an exercise with my directs on okRs, which the timing for this happened to work out terrific. So we could actually do some modeling about what. What works well. So I think there's a couple things from my perspective. One is, as an ELT, we're coming back and we're going to do this again. So that's good. There's just this, like, I would say, like, and I love your feedback on sort of two things. One is, I think sometimes folks get confused between an OKR, a metric, a goal, and a result. They're very, very different things. 

17:19
Speaker 2
Yeah. 

17:20
Speaker 5
And as an ELT, for instance, we got into some debates, like, well, you know, an OKR should be, we get to x percentage of revenue or. Sorry, x. X number of revenue. And I'm like, or is that an outcome of us hitting these goals right, that we've been able to set as okrs? And then I think the other part is. So we'd appreciate how you've clarified that with teams. And then secondly, what other really important supporting processes do you think are necessary to, like, okrs in themselves? Don't do anything. We need to have other strong supporting processes. And which ones do you think are, like, the most critical to make sure you get functioning well, to then be able to use okrs effectively? 

17:59
Speaker 2
Yeah. Wow. Sorry, a lot of good questions in there. You're asking all the right ones. So let me try to unpack a few of them. If I don't answer all of your questions, please just ask me again. But maybe on the, just specifically about, for example, hit revenue or something like that. So guess what, work with a lot of companies. What, what do they always want to do? Make more money, be more productive, increase quality. You know, however you define quality for your productivity for your team. Everybody wants to make more money, but my question always back to them is, okay, so how are you planning on making more money? That's the strategy part, right? Or the strategy part? Excuse me. 

18:40
Speaker 2
And so just tactically speaking, what I ask teams to do when they create objectives is words in the objective numbers and the key results. Tell me what you're going to do. Not say, I'm going to make a million dollars. Well, then what happens is all your key results are just tasks towards that, right? Oh, we're going to increase revenue by investing in a different market or we're going to make more revenue by going after the small business market versus enterprise or something. So that's the strategy part of it. Key result is we get ten more enterprise customers. Ultimately our key result is we achieve a million dollars. So there's some framing of the objective and key results. And tell me what you're going to do. Let me see the key results there. And part of the key results too. 

19:23
Speaker 2
And this is the nuance to it is there's a difference. And this is like the most important slide in my presentation when I speak with companies is output does not equal outcome. Output does not equal outcome. And I always make the funny joke, and how many of you ever worked many weeks at a time or months at a time and never achieved anything? I raise my hand and people on the call sometimes sheepishly say, well, yeah, well, that's busyness. I mean, I do a lot of meetings, a lots of documents, et cetera, emails, and yet what did I actually accomplish? What's the business value, what's the stakeholder value, et cetera. And so what our key results are trying to focus on is the end outcome we're going for and then not necessarily writing down all the stuff we're going to do. 

20:03
Speaker 2
When teams first start doing okrs, their tendency, and it's okay to write down here are the things we're going to do next quarter or next year. And don't get me wrong, you get some value out of that, but you get more value. Say, hey, we're going to do all this stuff and here's the ultimate business value that we're going for. So you can have a mixture of kind of like leading indicator versus lagging indicator. And then the last comment you had about is kind of like just too many objectives and key results. That happens all the time because there's usually, so people will send me their okrs, so I'll review them. I review thousands of them, and sometimes I get a spreadsheet with 25 objectives, 13 key results each. That's a project plan, that's not OKR. 

20:43
Speaker 2
So really the difference I try to paint for clients is okrs are meant to be the North Star, three, four big buckets of work that you're trying to achieve either for the quarter or for the year with a couple of key results. But then I asked him, where do you do project planning? Is that in a spreadsheet? Is that in Jira? Is that yellow sticky notes? Is that in slack? And that's important. Don't get me wrong. You know, most of use like spreadsheets where you have one column is name of the task and id. Here are the notes on that task, here's the due date, here's the owner, and, you know, red, yellow, green, it's 70, 8100 lines long, right? That's right. 

21:16
Speaker 3
And good. 

21:16
Speaker 2
You need to keep track of that level of detail. But project management should not be OKR because then your okrs become bloated. And if you say what's the most important thing? You say, well, these 24 things are. And you're like, well, that you can't have 24 important things. You got to separate the signal from the noise. So what I encourage them to do is o care is here's the North Star project management here. And you'd be surprised, or maybe not surprised a large variety of different ways that people do project management, but they support each other, but they're not the same thing. And so I, and last thing I'll say and then I'll shut up, is the number one reason that you have too many okR. 

21:54
Speaker 2
Not you, but anybody has too many okrs is because typically folks on your team, everybody wants to be recognized for the work that they're doing, right? If I'm a manager and I've got a team of 1215 people and I have three or four objectives and a couple of key results, not everybody's work is going to be directly seen in those okrs, right. And that's okay. And that's a management skill. And say, hey, it's not that your work's not important, but remember these okrs are being shared with everyone else and we're just highlighting the most important output of this team for this quarter. The work you're doing is important. Maybe it might be highlighted next quarter, but everyone wants to get their OKR so they're recognized in the okrs. And if you do that means you're telling, here's everything we're doing. 

22:33
Speaker 2
But for honest, not everything's as important as everything else. And that takes a little bit of a management skill, but that's the right thing to do because I try to tell people, if you got 30 seconds in the elevator with your CEO and they say, hey, what you working on this quarter? You're not going to tell them 24 things. You're going to say this and this. Keep it simple, stupid, and highlight the North Stars versus everything. So great questions. I threw a lot. You hopefully some of that stuck now. Thank you. So was there someone else that had a question as well or my. You said there are two people in there. Maybe. I don't know. 

23:08
Speaker 6
Yeah, Nick, I was the second person. I think I probably still confuse OKR and KPI and metric. I think someone else mentioned they, or maybe it was even you, Zachary, that mentioned that. Folks confuse us all the time. I am certainly guilty of that. My OKR framework has looked like revenue goal and then all of the metrics that we need to achieve to make that revenue goal a reality and then all of the inputs that each team needs to achieve in order to make those metrics a reality of theirs. So it's almost like revenue and then KPI or metric by team. And I think that structure has not gone over as planned. 

24:03
Speaker 2
Well, thank you for sharing that, Nick. And what you just described, I mean, makes sense. Here's the revenue number. And how does this break down across teams and how are you going to contribute to it? That's fine and fun and good. I think maybe try to make it simple. The difference between KPI and key results, they're both measurable and that's completely fine. I think if you didn't have okRs, you would still have KPI's. And I think of those as health metrics in terms of like gross margin, EBITDA, maybe uptime of your systems. Right. These are numbers you're always going to look at month to month throughout the entire year. And that's right and good. There are metrics that every business is going to look at. Those are your KPI's your health metrics and yet those KPI's don't necessarily become a key result. 

24:48
Speaker 2
If there's something you're trying to do to change it, uptime might be an easy example. If you're up. Sometimes I'll have an engineering team say, we're going to keep uptime really up. We're going to keep uptime working. I'm like, well, what do you do? Because then they have the measurements on uptime. What are you doing to improve uptime? Well, nothing, but we're just monitoring it to make sure I said, well, in that case, it's not really an OKR. An OKR is change, growth, innovation, what are you doing this quarter? Et cetera. So if uptime is a problem, like it's gone down the past quarter, then it becomes a key result such that you can say, here are the three things we're going to do and that's going to improve uptime. 

25:28
Speaker 2
Once it gets back up and it's good, it goes back to, well, you take it off the okrs because you fix the problem and it just lives on the KPI's. So sometimes KPI's become key results, sometimes they don't. And I understand there's an overlap there, but think of key results, especially if you're doing quarterly things. Those are leading indicators. You know, revenue is a great example. You have the north star of hitting the revenue. But what do teams need to do specifically to get towards that revenue number? It's probably a number of clients, number of meetings, number of demos done, email campaigns conducted. Those are smaller key results that are specific to those initiatives for marketing and sales, et cetera. So those are key results that are measuring, they're leading indicator are we on our way towards getting that revenue. 

26:12
Speaker 2
And the reality is many teams try things that don't work, but that's okay. You're learning like that email, we don't do email campaigns anymore because they don't work. We're going to go do something else and so just try to make it as simple as possible. The difference between a KPI and a key result is KPI's are something you're always going to look at throughout the life of the business, or usually they only become key results if you're trying to fix it or improve it. And key results tend to be a little bit smaller and more specific to the objective of what that team is doing so that you, it's a leading indicator towards the longer term goal of whatever it is for the business. Does that make sense? How I'm kind of explaining. Maybe a follow up question there. 

26:52
Speaker 6
Very helpful for me. Thank you. 

26:54
Speaker 2
Yeah, no, that's great. Great. Good question. For what it's worth, isn't point of encouragement. A lot of teams struggle with that. Have the KPI's and the key results and keeping them slightly separate. I think you'll get more value out of both when you do it. 

27:08
Speaker 4
Jo, maybe we can come to you, since you wrote here in the chat that you have 50 key results and happy to discuss, so why don't you think about it? 

27:15
Speaker 2
Yeah. 

27:17
Speaker 4
Give us a real life example. 

27:19
Speaker 3
Sure. Yeah. I'll keep it somewhat high level, but I think I can frame this as a question. So we've been using okrs for at least the last three years. Our planning cycle has been in six month intervals over that time. So we've got roughly six cycles in. So we're pretty practiced with it, follow it pretty diligently, pretty integral part of the way we think about planning work. We definitely fall into the everything that's being done is in the OKRs somewhere. So if you're working on something that isn't tied to an OKR, that you shouldn't be working on it. So we follow a little bit of that philosophy. So you've already addressed this directly. So I don't know if there's more to say on that, but that's the only way we work today. 

28:01
Speaker 3
Maybe part of the reason why we have 50 key results at the company wide level. We have roughly maybe five or six objectives. Usually with each of those with ten to 15 key results. It's been much more in the past 50. We're actually very proud of ourselves. We're whittling that down to 50. Both our team level OKRs and our company level OKRs both. We establish both of those every six months so they're not on different, they don't have different cadence and key results. I think the scope of them is relatively well designed. We've got a good, we've got objectives, key results, input metrics, output metrics. We distinguish from the between those pretty well. We've got a project list which is different than our key results. 

28:47
Speaker 2
The key results do look like project. 

28:51
Speaker 3
They imply a project in some cases, but we do recognize that there's a difference. I think that maybe the main reason why, if I was going to put my CEO's hat on and say, why do we have so many key results? We have pretty strong opinions at the leadership level about what's the most important work. Where do we need to invest and for the maturity of our organization, we feel that it's important for us to represent that opinion in the key results. So lets not just for the sake of following the process, keep super vague instruction when we have high conviction of whats most important for the business, lets bake that into the company wide results. 

29:26
Speaker 3
Im sure you would have much more to say about it than that, but I think thats enough for a talking point to maybe dig into a little bit. 

29:31
Speaker 2
Yeah, no thats super. Thank you for sharing that. And the rationale there does make a lot of sense. I am curious though, how have you all done on the execution side of it? In other words, have you accomplished most of the objectives and key results that you've set for the teams and themselves, or do you find that well and it's fine if you don't achieve all of them? I'm just curious where you are in that completion percentage. 

29:56
Speaker 3
Great question. And we actually, regarding the learning loop that you were describing, we definitely follow that. We have some midterm check ins where we see what our progress is and all the key results. We reprioritize work based off of what our progress is so far. We actually have a team who takes full responsibility for measuring the company wide progress on achieving key results. So we have pretty somewhat mature, I'll say, reporting function on how we're doing there. 100% is bad. We shoot for roughly 80% is what we think of as success. We actually tag our key results aspirational or committed. Distinguish between which ones we think are like, okay, this absolutely has to happen, versus more aspirational ones. I wouldn't say we're super sophisticated in holding ourselves to that distinction. But we do like recognize. 

30:51
Speaker 3
Yeah, historically we've been more like around the 60% completion, not terrible, definitely far from the 80% that we want to achieve. But yeah, I would consider that kind of the part of our continuing to improve our execution as a business rather than defining better okrs. 

31:11
Speaker 2
Got it, got it. And that's completely fine. At Google, they were very aspirational and usually we shop between 60% to 70% completion of all our work. And if you hit 100%, the idea is that you're sandbagging, you're being too conservative. I think for teams that have been doing okrs for a while, it makes a lot of sense. You have a good sense of what the team can accomplish. And so being aspirational kind of pushes the team to better performance. But for many clients who are first starting off or a little bit nervous about rolling out okrs. I usually advise them it's okay to be more conservative at the beginning. Try to achieve 80% to 100% of your okrs. Because what I have seen is that sometimes people will be like, super aspirational. We're going to change our industry this quarter. I'm like, whoa, whoa. 

31:54
Speaker 2
That's. I mean, I hope you do, but that's a lot in one quarter. And then they only achieve like 30% and then everyone's kind of demotivated. 

32:01
Speaker 3
Right. 

32:01
Speaker 2
And so typically, I would suggest being more conservative at the beginning, you get more aspirational, but you all have been doing this for a while. One of the things that came up as you were describing it, which makes a lot of sense, you're trying to get all the detail in there, is that sometimes some cures, even within okRs, not every key result is as important as other key results. And so there's a different priority. Right. This idea, and I heard what you said earlier, is there within the team, there's strong conviction on. Here are the metrics that are important for us to achieve. But even with maybe 15 key results, I would suggest, at least based on my experience, that even within that number of things you're looking at, it's hard for teams to maybe focus to achieve all of those now. 

32:41
Speaker 2
It's great to have strong convictions there, but people ask me, well, how many objectives can you have? How many key results? I advise usually three to five objectives and per objective, like three to six key results. And the reason for that is to provide that focus and also it helps to kind of communicate to the rest of the business and maybe externally. Here are the most important things that we're going to deliver. So in your case, you're almost using the OKRs as kind of a project management tool, I think because you're checking in on, and here are all the 15 things for this objective we want to achieve. For those teams who have fewer okrs than just North Stars, they also have a parallel project management status check in that would go along with it. 

33:24
Speaker 2
So it's mostly about checking on the project list over here, and then weekly or maybe monthly you're checking on, how is this affecting our OKR? So I feel like you all have kind of blended those together, but it sounds like fairly successfully. But did you say that you have a separate project list? I'm just curious. Or you just use OKRs to do the project management? 

33:45
Speaker 3
Yeah, no, we have projects. I would say that the key result is really focused on the results of the project does. A project will be defined as like, this is the key result that this project will move. 

33:58
Speaker 2
Yep. 

33:58
Speaker 3
So the key result maybe doesn't have like a one to one correlation, but with the way the key result is written, it's like, okay, we have a few projects, so we're pretty sure we're going to move this key result. So here's the key result. 

34:08
Speaker 2
Okay. 

34:09
Speaker 3
See the project list for which projects will move this? 

34:11
Speaker 2
Yeah, got it. 

34:13
Speaker 3
So we do track them separately. We build in some room that like maybe we swap out projects for the one that will actually move that key result. But we definitely want to achieve this key result. Yeah, but from reading the key result, you can tell pretty clearly, like, what work is going to move, that it's not kind of loose. 

34:32
Speaker 2
Yeah. 

34:32
Speaker 3
Again, that's where the strong conviction from leadership comes in. It's like, well, we're defining it in a way because we have a strong idea about like how we're going to move this. We're not saying, hey, guys, we don't know how to do this. Go see if you can figure out how to move this key result. Like, no, we know, like what work is associated. 

34:48
Speaker 2
Yeah, what? You don't want. Sorry, go ahead. 

34:53
Speaker 7
Joe, I had a question for you. You said you have input metrics and output metrics. And I thought that was important because we do a lot of this as well. 90% of what we have is output metrics. What are some good example input metrics. 

35:08
Speaker 2
You guys are using? 

35:09
Speaker 3
Yeah. So for, and this is something that we're definitely trying to work on improving where we might have an output metric for something like order rate, pretty straightforward output metric. A lot of things go into order rate, but then for an input metric it might be menu conversion. So people who go into the menu and they're browsing the menu, how many of those people actually check out from the menu? Now the definition between input metric and output metric, you're supposed to have a lot more control over the input metric. How much control do you have over menu conversion versus order rate? Definitely more control. Is it enough control to consider it as an input metric? I don't know. We have that down to a science yet. 

35:50
Speaker 3
But, but that's kind of like the way we think about those distinctions and try to identify as many input metrics as possible. 

35:56
Speaker 7
If you're saying input metrics are like, we definitely can do this, will it result in revenue going up 50% or not? We don't know, but we definitely can increase the traffic to that page or something like that. 

36:10
Speaker 3
Yeah. Well, I'll move to theory for a second here because this is something we're trying to improve on. So I won't claim that we're executing this super well, but theory that we're moving towards is that you've got the leadership team's responsibilities to tie together output metrics and input metrics. So if a team is successful at moving their input metric, but the output metric does not move, then that's leadership's fault for not coming up with a good definition of how the input metrics and the output metrics correlate. If the input metrics don't move, that's on the team to improve their execution, to be able to move the input. 

36:47
Speaker 3
So it's a bit of a separation of responsibility in terms of its leadership's responsibility to define those input and outputs and the relationship between them and the team's responsibilities will be later focused on the input metrics. And so at a super high level, I love the separation because it helps the teams focus more on the input metrics. I think that the definition of the difference between those two things is really more an art than a science. Still trying to figure out how to do that well. But the framework, I think, is super powerful. 

37:17
Speaker 7
Yeah, I like that. We sort of break it down by team goals and team objectives. And, you know, of course, there's a company level dashboard and goals, which is, you know, the obvious revenue, customer satisfaction. And so in many ways, the team goals, individual department goals, I guess you could say they're often input metrics. Like, you hope that if the marketing team can do this, it's going to lead to the revenue to do that. But sometimes the marketing team does hit their goals, but it doesn't translate to the company level. So I get what you mean. 

37:52
Speaker 2
That's good. 

37:53
Speaker 3
Thanks. 

37:54
Speaker 2
And let me just kind of echo what both of you all are saying is many times, okrs are kind of a hypothesis. If we do this, we'll see this behavior or this output. And so I love what you're saying about the idea that you want to almost guarantee it, but that's the whole learning thing. It's like, hey, let's go try that email campaign. Let's go try this marketing thing. Did it impact, number of leads coming in? Not at all. So that's the learning thing. Let's not do that again. Let's go do something else. And that's why I suggest trying to focus on the learnings rather than I can't believe you did an email campaign that didn't get us more leads. Well, you don't want to make the same mistake twice, but okrs, I would like to recommend. It's a learning exercise. 

38:37
Speaker 2
It's helping you to discover what works and what doesn't work. Many teams, as you can imagine, don't even measure the efficacy of what they're doing. So having a series of inputs, we're going to do these activities or these metrics that show that we're. We're going to go try this out, and then the output metrics and measuring whether or not they work is the right way to do it. And that allows you to pivot quarter to quarter or year to year as necessary. So I wouldn't worry so much that you guarantee that these input metrics lead to these output metrics. I mean, that's the hypothesis, but being open to the idea that it might not work, so we should go try something else. 

39:12
Speaker 3
Couldn't agree more. And I think that the important part of what I'm saying is really where those learning loops happen. So the learning loop at the input level is happening within the team, and the learning loop for help understanding how the inputs relate to the outputs, is happening more at a leadership level. But, yeah, 100%, like, you're not going to get it right every time and you need to keep on working on it because it's a hypothesis. 

39:32
Speaker 2
That's great. Great exam. 

39:33
Speaker 3
Yep. 

39:34
Speaker 2
Couldn't agree more. 

39:35
Speaker 4
Actually, I'm looking at the. Yeah, Seth, go ahead. 

39:39
Speaker 7
I was going to ask Nick a question because Nick said he was. Had done them last year and it just didn't work. And I was just curious, like, why or what didn't work. 

39:50
Speaker 6
Well, it's not that they. I'll clarify a little bit. We ended up hitting most of our goals. When I say it didn't work, I mean that it didn't give me the. It didn't give me enough clarity around what was going well, what wasn't going well, and how could we change the things that weren't going well. So I found that I needed. I think for me, it was more the. The communication piece. Communication from me to the team, individual teams to other individual teams, and then those teams back up to me. 

40:26
Speaker 5
Nick, one question. Were you the owner of this entire process? Or, like, were you, like, okay, like, hey, like. Cause I think that's one thing we. Again, like, just my situation at my current companies, we did this at an ELT level. And honestly, it just did not go that well, shielded my team from this. I was, like, working this learning experience and, like, literally tomorrow we're having our first session, but I'm also not, like, I'm trying to set it up so that I'm not the one doing this. Like, I'm trying to find either. Like, I need a. Someone on my team will be voluntold to be a process owner, but, like, as the, like. And I'm trying not to create a hierarchical thing, but, like, honestly, I want to be part of the surveillance for the okRs, not owning the process. 

41:10
Speaker 5
I want my team to own it. And I don't know if anyone else out there had, like, good practices on, like, what ownership looks like for running. Not like, not like the. Owning the OKRs is a thing. You delegate those out, but, like, for actually the process, the loop you talked. 

41:25
Speaker 2
About, Zachary, like, yeah, I'll just jump in on this. And other folks, please feel free to jump in there. I strongly advise teams that pick up okRs, especially for executive teams, to select an ok or champions. And what does it mean to be a champion? It's his or her job to, you know, just help to shepherd the process along. It's the tactical side of this, which is, hey, remind everyone to do their OKRs at the end and beginning of the quarter. Make sure that everyone puts your OKRs in that shared location, wherever that is. Schedule the meetings out such that the executive team has an opportunity to review the status of the okRs, you know, an executive. They shouldn't have to send out the meeting invites or, you know, make sure that the OKRs are put in the proper system, et cetera. 

42:09
Speaker 2
Your job is to review, provide guidance and strategy feedback on whether or not these are good objectives and key results. And so that typically looks like a program manager, or maybe that's someone. It's usually not a full time job, but it is. Maybe at the beginning it takes a bit of extra time, but someone's job is to make sure that the engineering team, the marketing team, does the okRs, reviews them, and then bring, and what's the word? Takes the results and then shows how they impact the company level. OKR. So typically, you might have someone that's kind of tagged kind of per department, depending on how big the company is. Or maybe it's just one person, but it's not the CEO, it's not the executive. It's going to be someone that's been tagged with that responsibility. 

42:50
Speaker 2
Because just like most processes within a business, someone needs to shepherd it through, but it doesn't necessarily have to be the executive does it. Now, the more that the executive team looks at okRs, the more that everyone else in the company is going to care. Right. Because I will sometimes walk into a space where the CEO will say, all right, everyone go do okRs. But, you know, he or she doesn't really look at them just hoping that everyone does the OKRs and it gets done. It's like, no, if it's, if it's not important to you, it's not going to be important to your people. If it's important to you, it'll be important to them. So that was long thinking about it. 

43:20
Speaker 4
In the project management and the most simplistic, racy model. Chris, the question of whether you want to be consulted or whether or not you want to be informed is important here, right? Like, do you want to have an ad? Do you want to be a resource and for them to come to you and check with you, or do you just want to know what's going on? And I think that's that distinction, Zachary, that you're talking about. 

43:39
Speaker 2
Yeah, absolutely. Absolutely. 

43:41
Speaker 3
We have a lot of people who. 

43:43
Speaker 4
Have been a little quieter, and I just want to give people a chance here. Matt, Scott, Kara, if any of you have something that you want to jump in with. 

43:49
Speaker 3
Yeah. I had a quick question around okrs and compensation, and there's sort of an inevitable debate around, well, if I want to be measured on OKR performance, does that impact my bonus and how does that impact then setting the okrs and sandbagging and things like that? So. Didn't know there any sort of rules of thumb or if it's, you've seen it just organization by organization, because it's always one of my experience, one of the roadblocks or pushbacks received on putting, trying to put in place okrs. 

44:19
Speaker 2
Yeah. I mean, I think you just touched on all the important topics there. If you tie compensation to okrs, you're just naturally going to get more conservative okrs. If my bonus is tied to it, I'm going to say, well, I can't quite do all that. That being said, so if you're asking 95% to 97% of my clients do not tie compensation directly to okrs, there is a loose coupling, though. You look at the managers review, you look at the 360 review, you look at a career ladder, plus we review the OKRs that you contributed to and see that contribution. And by using those four sources of input, you get a better view of someone's performance. 

44:55
Speaker 2
Even at Google, we didn't tie it directly, because what you're trying to figure out is you could be a great engineer assigned to a bad project or the reverse, you could be an average engineer assigned to phenomenally successful project and yet you didn't necessarily contribute that much. I would suggest that. So that it's part of the conversation. And typically OKR, this conversation about performance doesn't happen until you ask individuals to create okrs, right. Once you do that, then that's when immediately they're going to ask, so how does this impact my performance? Typically you stop at the team level. So a manager of a team may, let's say, have ten people and the team has a set of okrs and that manager can delegate objective or key result. And basically it's a communal effort. 

45:41
Speaker 2
Our job is to get these set of okrs completed and it's up to the manager how they kind of federate out that work. But that being said, the way to incentivize people toward performance is this is a big topic, right. Is maybe a shared goal, revenue number or number of clients that a couple of teams can contribute to. And it's a shared thing in that regard. That's completely fine. It's just that once it goes down to the individual, then you're the only one that's working on it. That is when you get more conservative types of conversations. So I would not tie it to compensation, but it's, it is part of the conversation that it's worthwhile. But it's a big topic for sure. For sure. 

46:22
Speaker 4
It was actually, Matt, it's funny that you asked that question because it was the topic of last week. It came up last week in the roundtable that we had on comp and performance. And so the recording will go for out for about, you know, with that. So if you want to hear a bit more about this head of people and head of finances take on that question, it did come up because they quarterly, they do, they have tied it in and now they're just seeing the results of that. But I think that what you're saying about Zachary, about the conservative, you don't want people to sandbag. I think that's something that they'll have to pay attention to. In that case study that we, that. 

46:58
Speaker 2
We walked, I've worked with teams that have done it and they said, well, Zach, if we want our people to be focused on the OKRs, the way to get them to focus on OKRS is tie the paycheck to it. I'm like, you're absolutely right. They will be very focused on it. But another kind of outcome of that is it tends to take a lot longer to create the okRs, where usually two to three weeks before the end of or beginning of a quarter. Because what you're saying is, hey, what are the aspirational things we want to accomplish for next quarter? As soon as I say, what are you going to do next quarter? And if you don't do it, you don't get your paycheck. All of a sudden you're spending six to eight weeks setting your okrs. 

47:29
Speaker 2
And that sometimes the impact, that being said, I don't want to dissuade everyone saying, never do that. In the right environment, it might make sense. And the last thing I'll say is, sales teams understand this very well because guess what? They're always incentivized by hitting their numbers. I always tell them, no, your sales numbers are not your okrs. You're always going to have sales quotas. No matter if you use okrs or not. Make $100,000, bring in half a million dollars revenue, that's fine and good, but your sales okrs, I would suggest, should be the sales strategy. Oh, we're going to focus on this market. We're going to have these many meetings. How are you going to make more money? That's your okrs, not the sales quota. Because I went to sales team, I asked them to write their okrs. 

48:11
Speaker 2
They were done in three minutes. They just took their quotas and said, that's my key result. I'm like, that's good, but we need to. How are you going to make more money? That's a good question. We haven't figured that out yet. Well, that's our opportunity there. 

48:23
Speaker 6
So anyway, where does the sales quota fit then? 

48:27
Speaker 2
I would suggest they do not go into the okrs. Keep that separate. Or you might say, hey, sales goes up 20%. But that's what I'm saying. If you didn't use okrs, you would still have sales quotas to get more value out of your okrs. You're going to ask them and say, how are you going to hit your sales targets? We're going to do this and that. That's your sales strategy. And that way you can. That's really the hypothesis. If I do these behaviors, I'm going to eventually see, I'm going to hit my quota. If you don't hit your quota, then maybe your sales strategy isn't working. And that's the whole thing about input metrics. I'm going to meet with this many people I'm going to do this kind of campaign, et cetera. But, man, I only hit 50% of my sales target. 

49:11
Speaker 2
Maybe you picked the wrong things. You should go do something else. 

49:13
Speaker 6
Robert, wouldn't theoretically, then the bottom rung kr be the sales quota? 

49:20
Speaker 2
It could be. It could be, for sure. Do I see that? No. Typically, no. And here's why. It's because at the sales team level, it's more granular. And so that sales chart, that sales number is going to get accomplished. If you achieve all the OKRs for that person or for that team, it's hard to put that sales quota in just one of the objectives. All three or four of their objectives are going to contribute to the sales quota. And so that's why they don't put it there. They just have, here's my quota. Here are the four or five things I'm doing with specific key results. And then you can kind of look to see if it hits that key result. 

49:57
Speaker 2
You can certainly add it to an objective, but someone's going to say, well, I'm also doing these other things that are contributing to it. And so I don't, it doesn't really make sense just being that objective. That's a very, I'm getting in the weeds a little bit, but that's typically why you wouldn't do that. 

50:10
Speaker 3
I think it's got a straight, is a, it's a KPI. And KPI's change infrequently and key results change with your strategy. So if you have your key result is your long term, like permanent KPI, then you're not getting leverage out of your key result because it's kind of like the equivalent of saying, how am I going to achieve that? I'm just going to, I'll just do it. But the key result kind of says, but how, like, what are you going to do differently than you did previously that's going to let you be more successful in achieving it? I think this idea that key results should be dynamic and change with your like, as your strategy changes. But KPI's are permanent. Like, you will always obsess about the same things like, that distinction is super important. 

50:47
Speaker 3
And again, that's something that we're still working on communicating that better with our team. So it's certainly not simple, but that distinction is super important. 

50:54
Speaker 2
Joe, I think you said it better than I did. Thanks. 

50:57
Speaker 6
Yeah, very helpful. Thank you. 

50:59
Speaker 4
Wow. We have gotten some great questions here, and I want to thank you all for your participation and jumping in and asking each other questions. And like I said at the top, the more you all do that with each other, the more value you can all get out of this. So before we wrap up, I would love to hear from people what you're taking from the conversation today. You're welcome to put it in the chat. One new thing you learned, one new thing you're going to consider or try out. So let's gather those. I'll also mention in the meantime that I put in the chat the feedback form. It takes one moment. Please fill it out. It is helpful for us. And also next week roundtable which is on managing conflict in your executive team. 

51:41
Speaker 4
So for example, if the strong personalities in your executive team all want their okrs and you end up with 30, maybe you should come next week and talk about that in more detail and anyone else who's dealing with those kinds of challenges when it comes to either avoiding conflict in your management, in your executive team, or not knowing how to handle the different kinds of personalities that you have. Let's see what has come in here. We've not done a great job using ocares through the learning lens and not regroup. I'm going to start pushing that. Love the perspective that KPI's are health metrics and are not hear results. Excellent. Zachary, if people want to get in touch with you, yeah, just go to. 

52:27
Speaker 2
Okrstraining.Com or okrsworkshop.com or email me directly at zachary@okrstraining.com dot I would love to speak with you if it's just a little training or if you need help putting together next year's set of okrs. I do all of it. Would love to get a chance to work with you all. And just on that thing about conflict, I work with a lot of executive teams and just about every time I meet with them, the head of HR will come over and tell me, the thing to know about our executive team is they're very demanding, so you just got to be ready for it. I'm like, oh, just like every executive team. I don't say that, but I'm like, yes, you're right. We got to definitely be ready to work with them. But anyway, it's, yeah. 

53:07
Speaker 2
Thank you for the opportunity to come and speak with you all. It was a lot of fun. 

53:10
Speaker 4
Wonderful. All right, everyone, have a great day. See you all soon. 

53:14
Speaker 6
Thank you. 

53:15
Speaker 2
Take care. Bye bye. 

53:18
Speaker 1
I hope you enjoyed this Benwise roundtable. If you want to be in touch with the speaker or if you have a request for a future roundtable topic, reach out to us@communityenwise.com. 

53:29
Speaker 4
I'm Maya Dolgin. 

53:30
Speaker 1
Thanks for listening. 

