


“Objectives and key results are the yin and yang of 
goal setting, principle and practice, vision and 

execution. Objectives are the stuff of inspiration and 
far horizons. Key results are more earth-bound and 
metric-driven... In other words: Key results are the 

levers you pull, the marks you hit to achieve the goal.”

- John Doerr, Measure What Matters.  
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OKRs are taking the business world by storm. Globally, CXOs are adopting 
OKRs to rally teams around what matters most. Know what? Teams love it 
too! The radical clarity that OKRs bring to next level teams, enabling 
visibility towards business impact and helping them prioritize is 
unmatchable to previously known performance practices.

OKRs are powerful because they develop critical thinking in an 
organization. Through OKRs, teams carefully zone in on measurable 
contributions which propel the business forward. 
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Unlike traditional performance practices, which 
focus post facto on reviews and ratings, OKRs 
are an Organizational Perfomance framework, 
which ensure teams focus on metrics which 

have a high business impact. 

What’s this OKR Superpower all about? 
Objectives clearly give direction on what we need to accomplish. Key 
Results measure if progress is being made in this direction. 

http://www.fitbots.com


When we use simple language to construct objectives, the focus shifts on 
the problem you are trying to address/solve and not just a bunch of inputs 
or task lists. In our OKR example above, the Objective Statement 
‘Implement a kickass Sales Strategy  in order to accelerate revenue’ is 
qualitative and aspirational making it easy to comprehend despite having 
limited context.

Now what exactly is a ‘Kickass Sales Strategy’? To answer this question is 
where Key Results make an appearance.
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What makes OKRs work?  

1) OKRs give radical clarity to business outcomes

2) OKRs deeply connect teams
Achieving OKRs is no different from playing a team sport. In a game of 
football, teams strategize together with formations to score that winning 
goal! OKRs are similar, because they are vertically and cross-functionally 
aligned. They are not just defined by a blinding bunch of KPIs, but by 
connecting strategy to action.

We all know that work cannot happen in isolation. A KR like ‘improving 
conversion rates’ requires an engine to chug together, comprising 
Marketing, Engineering and HR! Marketing would contribute by increasing 
MQLs to SQLs, Engineering will ensure security and stability of the 
platform, HR by aligning to ramp up and enabling capabilities of the sales 
team. No matter which team or role - everyone works towards the same 
shared vision. 

Check out these fitbots’ templates on how collaborative OKRs can be crafted.

Key Results are what give meaning to the language used 
in Objectives. They explain the context of the Objective 
and define the finish line that you need to keep your eye 
on. The best part? With key results, you know when you 
are done, because you are either done or not done.

OKRs connect the dots from the Mission, Vision, 
Strategy to Company and Team OKRs.

Mission

Vision

Strategy

OKRs

http://www.fitbots.com
https://www.fitbots.com/okr-resources-collection/okr-templates


3) OKRs Increase Engagement 

We are today in a world of work anywhere teams. Post COVID, teams have 
gone remote at an unimaginable scale, leaving employers scrambling for 
better ways to manage outcomes. The blurring lines between personal 
and professional life, zoom fatigue and a never ending list of to-do’s is 
telling on mental and physical health.  

OKRs step in to connect the dots by focussing on a few outcome metrics, 
reducing adhocness of activity lists, and keeping teams engaged with 
leadership purpose.  New employee onboarding with OKRs, helps in 
reducing time to impact, which is very essential to keeping teams moving 
towards the finish line. Drowned in tasks and to-do lists? Check out our 
blog on picking the right KRs to prevent the burnout.

Connecting OKRs with Performance 
Remember the last time, you gave performance feedback to your team 
member? You may recall the ‘What went well’ conversation going well, 
your team member beaming or probably nodding with a smile?

Alright, now let’s shift to what was the air in the room like  when you 
focused on the ‘what could be better’ part? Emotions of discomfort, 
anxiety, self doubt or even better, defensive responses.... Now add to it 
the much implored rating, crushing it all and compressing the person into 
a bell curve. The only emotion your team member is left with in the end of 
the discussion is WORRY about the next big impact to their paycheck.
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The interesting twist in OKRs is the decoupling of Performance reviews & 
incentives! Wondering why? The reason is quite simple. The power of 
OKRs lies in  teams picking up aspirational metrics, encouraging stretch 
and taking risks without fear. 

You are not alone! According to a study by Deloitte 
in 2014, traditional performance review forms that 
focused on creating ratings consumed 2 million 
hours per year!  Now that’s a ginormous amount of 
time and effort going towards stale and post facto 
conversations!   

https://www.fitbots.com/okr-resources/choose-only-key-results-which-matter
http://www.fitbots.com
https://vimeo.com/439205692
https://vimeo.com/439205692
https://hbr.org/2015/04/reinventing-performance-management


Imagine you turned to your team member and said Jamie. Your OKRs are 
linked to your variable pay’, what would Jamie most likely do? In all 
probability take up something which is highly achievable and safe, just so 
that she does not jeopardize her annual incentive. 

How then, do you keep employees like Jamie motivated towards OKRs?
Simple! By gradually adopting ‘soft-coupling’ of OKRs.  
  

So, what does a Soft Coupling Framework look like? 

1) Identify who’s part of OKRs? 
The first step is to decide how far deep would you like to drive OKRs. 
Start ups go all in, and implement OKRs for the entire organization, large 
enterprises start with pilots at the company level or a single business 
group. Whatever is your strategy to roll out OKRs, define the scope. Check 
out our OKR templates to see how you can tailor your OKRs whether you 
are a startup or a large enterprise. 

2) Sponsorship: 

OKRs require sponsorship. The CEO, Strategy Head, Chief of Staff are 
great sponsors for an OKR roll out.  Rightly so, as OKRs can bring a 10x 
impact to business.  The sponsor also has to communicate the extent of 
linkage of OKRs with reviews, the clarity would keep teams real towards 
OKRs. Watch our video on how to sponsor an OKR roll out. 

3) Crafting high quality OKRs:
Remember the point around deep connecting OKRs? These should not be 
set in isolation, instead, they require the context of the Mission, Vision, 
Strategy even if OKRs are set for teams or specific business units. Crafting 
high quality OKRs would give teams the right outcome metrics to move 
towards, and inspire them to achieve more. 

4) OKR Software:

With team sizes > 20 , an OKR Software is a must have to keep the 
momentum on. An OKR Software would help teams view real time 
insights, flag KRs at risk, help teams capture check ins, collaborate on 
progress and guide them on writing high quality OKRs. Read more on how 
switching over to platforms gives you success with OKRs.
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https://www.fitbots.com/okr-resources-collection/okr-templates
https://www.fitbots.com/okr-resources-collection/okr-webinars
https://www.fitbots.com/okr-resources/okr-progress-at-your-fingertips
https://www.fitbots.com/okr-resources/okr-progress-at-your-fingertips
https://www.fitbots.com/okr-resources/why-okr-platforms-better-than-spreadsheets
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Opting for an OKR Coach during the first 90 days 
increases your chances of success by almost 80%.  
OKR Coaches are trained on how to make OKR roll 
ours right the first time, and coach teams 
pre-empting and preventing pitfalls in 
implementation. 

5) Weekly Check Ins! 
Because OKRs are real time, the progress of achieving objectives needs 
to be real time and continuous. Penalizing teams for not achieving the 
stretch goals can have a retrograde effect to an extent where teams don’t 
want to set any stretch goals. This completely beats the purpose of OKRs. 

The sandbagging of ambitious goals can also lead to pushing back their 
engagement and alignment out of focus, thus impacting progress.  

During weekly check ins, a healthy practice for OKR Champions and 
managers is to share real time feedback, identify KRs at risk and organize 
initiatives which would get teams closer to outcomes. 

Here’s an easy to implement format for your check-in meetings: 

http://www.fitbots.com
https://www.fitbots.com/okr-coaching


6) Connecting OKRs with Feedback 

A study conducted by Fitbots in March of 2019 had indicated that 80% of 
millennials & Gen Zs prefer their managers to be coaches and seek real 
time feedback. 

The spirit of OKRs is that it allows a lot of scope for coaching, regular 
check-ins, real time tracking to ensure that teams keep an eye on KRs and 
risks and address the issues during the process of achieving the 
outcomes and not after, as in the case of traditional Performance 
Management reviews.
 
Instead of reeling out praises & improvements at the end of the cycles, 
companies are now encouraging ongoing communication between 
employees and managers to accelerate development and minimize the 
negative impacts of poor performance. The continuous feedback and 
check-in cadence of OKRs wonderfully facilitates the tempo of reviews. 

Check out this excerpt from Paul Niven and Ben Lamorte’s list of 
questions from Objectives and Key Results: Driving Focus, Alignment and 
Engagement with OKRs.

6                                                                                                                                          ©fitbots

Ok, so now you know a lot more on how OKRs are different from 
traditional performance reviews. Here’s your quick summary of picking the 
key differences among the two.

http://www.fitbots.com
http://www.okrstraining.com
http://www.fitbots.com


To Summarize...

We know it by now that OKRs and performance 
reviews are both meant to achieve different 
objectives and mixing them together is no better 
than a concoction for disaster. What is highly 
recommended by OKR experts is to soft 
couple the two and achieve a beautiful mix of 
outcomes. 
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Traditional Reviews OKRs

Individual Performance Indicator

Mostly lag indicators and KPIs used 
to evaluate Individual Performance

Set in isolation between a team
member and manager

They Are An Enormous Time Drain

Performance Reviews focus on Past

Performance Reviews are 
susceptible to bias and a great deal 
of subjectivity

Organizational Performance 
Indicator to execute strategy

Lead and Lag Indicators, which are 
highly aligned to business help in 
setting the direction

Teams come together to craft OKRs  
and bi-directionally align to other 
teams

OKRs move the conversation from 
feel to facts. OKRs are based on 
data and outcomes, and make it 
highly objective

Coach led conversations

Write to richa@fitbots.com or fred@fitbots.com for more questions 
on making OKR implementation happen.

-
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