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“Never confuse activity 
with results.” 

Lou Gerstner, IBM 
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Why did we write this book? 
‘Are OKRs only for start ups or can they be adopt-
ed even by large organizations?’ is a question we 
often come across by skeptical and brow bunched 
callers from enterprises. This frequently asked 
question prompted us to put together a treasure 
trove of learnings shared by our experienced OKR 
coaches, who have dealt with many such OKR 
adoptions in enterprises.

While strategy may be well understood by the folks 
who define it, the real elephant in the room is ‘how 
the heck do you explain it to front line teams’ in a 
way that’s simple, concise, easy to understand and 
can be converted to specific outcomes before it 
becomes irrelevant.  

Richard Rumelt in his International Bestseller 
‘Good Strategy Bad Strategy’ talks extensively 
about strategy; to quote ‘A good strategy has 
an essential logical structure that I call the 
kernel. The kernel of a strategy contains three
elements: a diagnosis, a guiding policy and 
coherent action.’ 

Enterprises are mammoth. Be it in size, scale, 
geographical distribution, processes, people, 
complexity and more. What keeps CXOs awake day 
or night, is the need to advance, grow, change, 
innovate , bring value to shareholders and people.

Each year, Leadership teams spend significant time
& money in analysing data, connecting the dots to 
arrive at a coherence. Armed with powerpoint slides 
that can run to 100s, weeks spent in debates, 
meeting comatose over zoom calls (instead of 
boardrooms or marbled floored conference rooms), 
one would pretty much be wailing to get to the 
brass tracks and action!  
  

Who is this book for?
If you are a HR Leader, Organizational 
Development leader, Chief of Strategy, Chief of 
Staff or a Business leader in an enterprise, 
nominated by your CEO to be the Internal OKR 
Champion this is the right book for you.   
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OKRs are that magical bridge 
between strategy to execution, 
helping teams (not only 
leadership) cherry pick metrics 
which are most important to 
move the needle on business.

After reading this book, you would find answers to 
these

Can OKRs really be 
embraced by large 
organizations?

How do I introduce 
OKRs when we 
have existing 
frameworks?

How do I know if my 
organization is ready 
for OKRs? 

How do I build an 
OKR MVP?

What are OKRs?
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Think of OKRs as a front view mirror that helps you 
see real time progress towards your destination. 

How? 

Let’s take a stab at defining OKRs.

The first shift which you would see in OKRs, is a 
shift in 'focus from Me to let's focus on We'. OKRs 
are written with teams coming together, to cherry 
pick metrics that matter. They help build a muscle 
of critical thinking in your organization. This is not 
only for leadership teams, but teams who are close 
with reflexes on the ground, to very carefully think 
about which metrics will move the business 
forward. 

How many times have you 
asked your teams to really 
ask this critical question?

“How does this KPI / 
Performance Metric move 
the business forward?”

OKRs are silo busters. When written , they should 
connect (remember, not cascade), vertically but 
most importantly cross functionally. If each function
writes OKRs in silos rather than together, that would 
pretty much keep you where you are.

OKRs are about setting a cadence, definitely not a
set and forget framework. Remember the example 
of executives spending weeks spent on debate and 
defining strategy? Strategy needs to be breathed 
every single day through the actions and execution, 
and OKRs help you do just that. 

Lastly, it is about making everything measurable.  

New to OKRs? Read our handbook on ABCs of 
OKRs.    
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How do you introduce OKRs? 

90% of CEOs who wish to drive business velocity 
using OKRs, would have either read the 
International Best Seller by John Doerr titled 
‘Measure What Matters’ or been recommended 
OKRs by another CEO or Founder. This, in fact, is a 
great start!

CEOs are most definitely the best sponsors of 
OKRs!

Why? OKRs require change to be introduced at 
different levels of the organization, and most 
importantly a fundamental change on how 
leadership and next level teams think about framing 
strategic problems, and organizing teams. 
Interestingly, they bring about the must needed 
stretch to the goals which large organizations 
struggle to bring in most often, and above all, the 
culture to accept successes and failures as part of 
trying to achieve the right outcome. 

 

Ever Bumped Into a Googler and Asked About 
OKRs? You would most likely hear “OKRs are how 
we do business here”.

As an Internal OKR Champion, who has been 
nominated to introduce OKRs, here’s a set of
recommended questions, from our OKR coaches, 
which you could discuss with your CEO 

Is your Organization ready for 
OKRs?

            OKRs FOR ENTERPRISES
©fitbots

 What makes OKRs important to us? Why now? 

 What would you like to fix by introducing OKRs?

 What is the message that we can craft together, 
   to introduce OKRs? 
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When you look at OKRs to drive Individual 
performance ratings! Hell No! OKRs are an 
Organizational performance framework, not a 
weapon to weed out poor performance!

When you see Leadership teams say ‘lets try for 
3 months’.  OKRs requires you to commit for 
atleast 1 year if not 2. You will see the impact.

When your teams say ‘Hey there is too much 
going on already’ Why OKRs? If seen as an 
addition or a to-do, you could be sure to fall 
through the cracks.  

• 

•  

• 
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  When your CEO / Sponsor is only half onboard. 

Communication is key to any change initiative. 
Hence the message is the most important stepping 
stone to introducing OKRs. 

Remember, OKRs are not a silver bullet 
to all business problems, here are some 
early signs of OKRs adoption being 
bumpy!
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Considering that your organization is ready for 
embracing OKRs, the next step is to fill in the roles 
and articulate responsibilities. We cannot tell you 
how important this is! There are 4 essential roles 
before you roll out OKRs in your organization: 

The Sponsor: Best done by the CEO. We also see 
this role being adorned by the Chief of Staff or 
Head of Strategy. 

The Internal OKR Champion: Which is most likely 
you, reading this book. Internal Champions have a 
great influence on peers and the leadership team.

They are seen as internal change agents. 
Organizational development specialists or strategy 
leaders are best nominated as internal champions. 
In the first year, Champions would spend atleast 
40% of time towards anchoring OKRs, capturing 
learnings and showcasing business value.

The Ambassadors: Business leaders are your brand 
ambassadors. They could also be the leadership 
teams and influencers in the pilot group that you 
select.  

The OKR Coach: This is best taken by someone 
who understands OKRs well, has vast experience in 
rolling out OKRs in enterprise environments, and can
enable the change process. The internal Champion 
once certified on OKRs, can also be an internal OKR 
Coach. OKR certifications help champions go 
through a full life cycle of an OKR roll out.    

MVP or Minimal Viable Product may not be a very 
new term for you. Now, we urge you to think about
your OKR MVP by first selecting your pilot team. 
 

What are the important Roles 
and Responsibilities in an OKR 
roll out? 

How do you Build an OKR MVP?

            OKRs FOR ENTERPRISES
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As the Internal OKR Champion, here are three ways you can spot a  pilot team to build your OKR MVP - 

Pilot Team Pros Cons Tip from our OKR Coaches

CEOs and 
Top 
Leadership 
Team

Leadership teams who 
experience OKRs can be set 
as a role model team.  

If done right, they can 
influence their next level
teams to quickly onboard 
using their experience.

If the right commitment is 
missing, the chances of 
developing bias is greater, 
which can impact the rollout
despite having in buy-in from 
the sponsor.

With multiple priorities in hand, Leadership
Teams will most likely face challenges in 
driving data backed OKR cadence.

Nominating a team OKR Scout helps 
manage cadence with regular data 
updates shared with the leadership team.  

A specific 
Business 
Unit

A business unit’s a great start! 
This gets multiple teams
within the unit onboard. 

This approach helps drive 
cross functional alignment 
well, and can be used as a 
role model Unit for others.

OKRs need to be sustained 
quarter on quarter. Having a 
business unit onboard may 
require other groups to wait at 
least 2-3 Quarters before 
they come onboard.  

The Sponsor of OKRs, could be the Head 
of the Business Unit, who would need to 
lead by example. 

As you learn from your pilot teams, request 
the sponsor to share Quarterly learnings 
with other Business Units, to prepare them 
for onboarding faster.

Pods One of the popular ways in 
introducing OKRs is to 
organize your teams as Pods. 

Pods can be product lines or 
categories well understood by 
customers. For eg: in FMCG 
companies, it could be a New
Product launch team or a
team driving innovation. This 
pod would have contributors 
from marketing, sales, 
operations, logistics etc.

While start ups adapt to this 
fast, an enterprise may not 
always find this easy to adapt.   

Enterprises, which are 
matrixed, may find it difficult 
to break away from formal 
structures to associate with 
Pods.

Run the Pod approach with the OKR 
Sponsor. Identify Business themes such as 
‘New Product Launch’ ‘Customer 
experience’ and then organize teams 
around the pods.  

You may find that Pods require identifying 
the right teams early, else onboarding 
additional teams during the OKR cycle 
could become cumbersome.  



Connect to the North Star: 
Mission, Vision, Uniques 

When there is focus, there would be 
alignment. When there is alignment, there 
would be engagement, when there is 
engagement, you would have 
teams who stretch. 
Says Kevin Baum, Global 
OKR Coach, OKRs Training ,US.    
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The good part about OKRs, is that there are no 
ironclad rules. However, understanding the 
fundamentals is critical. The last thing you would 
want, in an enterprise, is a set of inconsistencies in 
understanding the fundamentals of OKRs. 

Objectives are broad qualitative statements, that 
help you determine ‘What do we want to 
accomplish?’ 

Key Results help answer the question ‘How will you 
measure success’? This is where the metrics come in.  

Tasks/Activities are the inputs which help you 
achieve the Key Results/outcomes.   

So, the next time the Marketing team comes over
and says ‘We wrote 2 awesome blogs, did a bunch 
of ad campaigns, shift the focus of discussion to 
‘What are the outcome measures you would like 
to impact?’ 

Level Set your Organization

 

Read our OKR handbook on ‘How to pilot OKRs’ to 
get a step by step overview.

            OKRs FOR ENTERPRISES
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The first step in crafting OKRs is to set the North 
Star. If you are piloting OKRs at the Leadership 
Level, company OKRs become that north star, 
placing precision on metrics which are a variation of 
what you have done in the past, “something that 
drives change growth or innovation.” OKRs must be 
a service to your Mission and Vision; if set in 
isolation, they may help you move but not in the 
direction you wish. Here's how it all stitches together.

Objective: Execute land and expand to increase 
revenues
    KR 1 Increase expansion revenue in Top 10 clients 
         from USD 8 Million to 20 Million
KR 2 Introduce analytics offerings to 10 existing
         clients in Financial Services
KR 3 Launch new offering addressing 2 use cases
KR 4 Increase proposal to conversion ratio from 20 
          to 25% 

Department OKRs: Crafted jointly by the Vertical 
and Horizontal teams. Lets say Financial Services 
and Analytics are jointly writing OKRs, here’s how 
they would go about:

Here’s a tip from our OKR Coaches   
Company OKRs should carry the overarching 
message of ‘What would we want to accomplish?’

Craft the right Objectives

            OKRs FOR ENTERPRISES
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Company OKRs: 
Objective: Implement our new market strategy to 
increase revenues    
KR 1  Increase revenues from USD 20 Million to 
          35 Million 
KR 2 Increase average ACV from USD 1.5 Million to 
          USD 2.2 Million  
KR 3 Increase new client acquisition in new markets 
          from 3 to 15 
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While crafting company OKRs, think about them 
from all lenses to have a balanced set: People / 
Culture, Process, Customers, Financial, Societal, 
Shareholders.  
 

‘If a Company Key Result becomes the 
Objective of a team, that’s what we call 
an OKR Trap and landmine. Remember, 
as mentioned above, Objectives are 
broad qualitative statements that drive 
your business forward. If these have 
metrics, they become Key Results.   

Craft your Key Results right

OKRs are anything but a Top down or a peck order. 
Next level teams (not individuals) come together to 
pick metrics that would impact or move the needle 
on Company OKRs. 

Manage your OKRs
“Set & Forget” culture has always been the bone of 
contention in Enterprises. Teams set goals, or are 
rather assigned goals based on how departments 
choose them, look at it and forget it almost until the 
next review cycle be it quarterly ir half yearly or 
even worse….. Annually. 

No, This Won’t Really Work With OKRs. 

Here's a real case study for you to see how to get 
going with building a culture of OKRs right from 
the word go.  

Our client is a Silicon Valley headquartered global 
technology organization with 2500 employees 
across seven countries. Their vision being ‘To be 
experts in each market we enter offering 
unquestioned value and extraordinary service to 
achieve mutual success and growth of our 
employees, customers andshareholders’.

            OKRs FOR ENTERPRISES
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Drivers of Success

Beginning
of the OKR

journey

Learn and
write OKRs

OKR Alignment
& Check in
Meetings

OKR
Cadence

OKR Retro
& Reboot

to Q2

2019 Kick off Jan 2020 Jan - March March

Change
Management

Executive
Buy in Check ins Tracking
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Why OKRs?
In 2019, sponsored by the CEO & Chief of Staff, they 
chose OKRs as a strategic focus area to help them 
transform their business & align teams across the 
organization to drive business value.

Evaluation
The CEO's Office & HR Office evaluated a full
service OKR Partner to onboard teams and a simple

They called out the four-point need:

 Basic understanding of OKRs across all teams & 
   leadership
 Coach teams to write high quality OKRs
 Select a software to deliver intelligent insights
 Establish a cadence to build an OKR culture of 
   Check Ins

The OKR Journey:

Fitbots engagement on OKRs as a full service OKR 
partner, started with the deep expertise around 
OKRs and our Software supporting the track, 
alignment & insights. Our team of experts worked
closely with multiple teams to coach and adopt
OKRs, to ensure a highly impactful ‘first time’ roll out.
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What helped them build the right OKR Culture? 

The Business Outcomes

 Teams which were aligned to Business Outcomes showed 100% Engagement.

 80% increase in collaboration across teams with increased speed of execution.

 80% increase in probability of calling out KRs at risk sooner than post facto.

1 Champion’s sync up
Build relationships with other champions

Pick the right champion
Should be able to mange upwards and 
downwards

Course correct quicker
The weekly tracking allowed us to quickly 
identify KRs that were going into Red and 
take steps to bring it back on track

Make it visible
Every person in the organization can view 
org OKRs, team OKRs and other team OKRs

Cross team alignment
Take time to review other team’s OKRs - you 
never know what you will find

Executive Buy-in
 If the leaders all the way up believe in OKRs, 
   it makes your job lot easier
 Weekly Management review of progress

Check-ins with OKR coach
Talk through KRs which are giving you 
headaches

Focus only on what matters 
Every new initiative needs to link back to an 
OKR - Team or Org. If it doesn’t, it probably isn’t 
that much of a priority for this quarter

2

3

4

5

6

7

8



12

What do enterprises look for while
choosing OKR Platforms 

Transformation requires sustenance, that;s where 
OKR platforms come in, to help track , deliver 
intelligent insights and get teams to collaborate. 

Scale - OKRs are as good with Pilots as they are 
with Scale. The alignment & outcome focus it 
drives, helps in connecting teams across functions 
towards a common objective. 

Transparency - One of the biggest challenges 
that enterprises deal with is maintaining 
transparency as the size grows. With the clarity and
connectedness to Outcomes that OKRs drive, 
maintaining transparency & accountability is a much
easily manageable task.

Security - The highest priority for enterprises, is 
security. What they look for in the software 
providers is data security, while the platform 
integrates with relevant internal systems.  

For expert consultation on OKRs, drop us a line at 
richa@fitbots.com or fred@fitbots.com. 
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