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Why This Playbook Exists

From the Team at OKRs Tool
Hey,

We get it. You'’re juggling growth, product, hiring, and 100 fires a week — and somehow
you’re also expected to have clear goals and perfect alignment.

Most founders know the importance of focus, but when you’re moving fast, execution drifts.
OKRs sound great in theory - but in practice? They often become bloated spreadsheets or
abandoned docs.

This playbook is different.

We built OKRs Tool for early-stage teams like yours, and along the way, we’ve seen how
100+ founders are using OKRs not just to set goals — but to ship faster, grow smarter, and
stay on track to hit $1M ARR.

Inside, you'll find:
o Real OKRs from real teams
e Frameworks that actually fit fast-moving startups
e Weekly rituals that keep goals alive - without extra meetings
e Plug-and-play templates to use right away
Enjoy.

— Steven
Founder, OKRs Tool



1. What OKRs Look Like at Startups

Forget corporate jargon. Here’s how lean teams actually set OKRs that move the
needle.

At big enterprises, OKRs often feel bloated and slow. For startups, the opposite is true —
clarity, speed, and action are everything.

Great startup OKRs are:

Specific (not vague vision statements)
Measurable (so you know if you’re winning)
Lean (1-3 OKRs max per team)

Tied directly to execution

Here are 3 examples from real early-stage teams:

B2B SaaS Startup

Objective: Hit $10K MRR with <4% churn
Key Results:

e Grow monthly signups from 200 — 400
e Increase trial — paid conversion from 10% — 20%

e Reduce churn from 6% — 3.5%

PLG Product Company

Objective: Grow free-to-paid conversion from 3% — 6%
Key Results:

e Launch onboarding v2 by Aug 1

e Add in-app nudge for trial expiration

e Increase activated accounts from 150 — 300
Digital Agency

Objective: Deliver 95%+ client satisfaction and reduce revisions by 50%
Key Results:

e CSAT score 95%+ on all projects

e <2 revision rounds per client



e Assign project owner to 100% of new jobs

Common Founder Mistakes with OKRs
2 Setting too many goals (focus = power)
>{ Writing vague “improve X” objectives with no metrics

Y Assigning OKRs with no real ownership
2 Not reviewing weekly (they drift fast)

2. The 3-Part OKR Stack for Founders

How to connect strategy to execution — without overcomplicating it.

Startup founders don’t need layered goal frameworks. What works best? A lightweight
3-level OKR stack that ties high-level ambition to day-to-day work.

Here’s the structure:

1. Company-Level OKRs — “Where we’re going”
This is your North Star — the big objective for the quarter.
& Example:

Objective: Reach $50K MRR by end of Q3
Key Results:

e Grow active users from 1,000 — 2,500
e Increase free-to-paid from 4% — 7%

e Land 3 new agency partners

2. Team/Function OKRs — “How we support it”
Each team sets OKRs aligned to the company goal.
& Example: (Product Team):

Objective: Improve onboarding to drive activation
Key Results:

e Ship onboarding v2 by July 15
e Reduce time-to-first-success from 12 min — 5 min

e 80%+ of new users complete onboarding flow



3. Initiatives — “What we’re doing”
This is the actual work — campaigns, builds, projects, experiments.
& Example:
e Design new onboarding flow (UX)
e Build Slack check-in reminder

e Launch “Setup Score” onboarding banner

This flow ensures your team’s work directly impacts business goals.

3. Weekly Rituals That Actually Work

How early-stage founders build momentum without meetings.

OKRs don’t work if they just sit there. The secret isn’t more planning — it's short, repeatable
rituals that make tracking part of the workflow. Here's what works for lean teams:

Monday: 10-Min Check-In
Keep it async. Keep it tight.
What to do:

e Open your OKRs Tool dashboard
e Update your Key Result progress

e Add one sentence: “What changed since last week?”
Why it works:

e No meetings
e Creates accountability
e Shows real momentum over time

Pro Tip: Use Slack reminders + nudges to build the habit.

Friday: Simple Weekly Wrap
End the week with reflection, not just task-chasing.

What to ask:



e \What moved the needle?
e \What's still blocked?

e What do we need to adjust?
Optional format:

(] Win of the week
[J One stuck KR
[J One action for next week

Bonus: Mid-Cycle Reviews

Midway through your OKR cycle, schedule a 20-min team retro:
“What’s working? What’s not? What should we change?”

Use this to reset expectations and update stale goals — instead of powering through broken
ones.

4. The OKR Mindset for Founders

It’s not just about writing goals — it’s about thinking differently.

High-performing founders don’t just set OKRs. They think in OKRs. That shift changes how
they prioritize, communicate, and grow.

Here are 5 mindset principles to adopt:

1. Outcomes > Output

Don’t reward shipping features — reward the result.
Instead of: “Launch new onboarding”
Try: “Increase onboarding completion from 30% — 60%”

2. One Goal Beats Five Half-Hearted Ones

The best founders say no more than they say yes.
OKRs help you commit to the one thing that matters most right now.

3. Focus Trumps Polish

A clear, 80% OKR today beats the perfect one next week.
Just write it, test it, and improve it with your team.
(That’s how compound clarity works.)



4. Habits Make OKRs Stick

Don’t rely on memory or motivation.

Build weekly check-ins, Slack nudges, and async updates into your team’s rhythm.
It's the rituals that make the strategy work.

5. Good Goals Are Written, Not Guessed

You can’t scale what lives in your head.
Writing your OKRs forces clarity — for you, your cofounder, and your team.

5. Templates & Resources

Get started fast with proven OKR examples and simple workflows.

This section includes real-world templates, initiative maps, and shortcuts to help you launch
and improve your OKR process.

5 Plug-and-Play OKR Templates

1. Growth OKR
Objective: Grow revenue while maintaining retention

e KR1: Increase MRR from $8K — $15K
e KR2: Keep churn below 4%

e KR3: Convert 6% of free users to paid

2. Product OKR
Objective: Improve onboarding experience

e KR1: Launch onboarding v2 by Aug 15
e KR2: Raise completion rate from 35% — 65%

e KR3: Reduce setup-related support tickets by 50%

3. Hiring OKR
Objective: Build a lean, high-performing team

e KR1: Hire 2 product engineers and 1 designer
e KR2: Complete onboarding within 7 days

e KR3: Maintain >80% team satisfaction in surveys



4. Operations OKR
Objective: Increase team velocity and clarity

e KR1: Implement async check-ins for 100% of teams
e KR2: Document SOPs for top 3 repeatable tasks

e KR3: Cut meeting time by 30%

5. Retention OKR
Objective: Improve customer retention and engagement

e KR1: Increase NPS from 40 — 55
e KR2: Reduce churn from 6% — 3%
e KR3: Launch success checklist for new customers

Quick Access Links

e Google Sheets / Excel Tracker — Plan, draft, and manage OKRs with your team in

a spreadsheet-friendly format.

e 18 OKR Examples for Startups — Real OKRs used by growth-stage SaaS teams

across product, marketing, ops & more.

e OKR Writing Workbook — A guided worksheet to help you and your team write

clear, measurable goals without second-guessing.

Want to go from goals to execution in one flow?

Try OKRs Tool — the lightweight OKR platform built for lean, fast-moving startups.

¢~ Create Your First OKR — It’s Free —
No credit card. No consultants. Just clarity.



https://www.okrstool.com/blog/okr-template-excel
https://www.okrstool.com/blog/okrs-for-startups
https://www.okrstool.com/blog/how-to-write-okrs
https://app.okrstool.com/login?Plan=1717503625398x782592124290753900&signup=yes
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