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“All progress takes place outside the comfort zone.” 
- Micheal John Bobak. 

As an OKR practitioner, have you experienced this moment of 
being  pushed out of your comfort zone, to the promised land of 
simplification of work priorities, radical clarity on what really 
matters and teams aligned to strategy like never before? But 
then, this also comes with managing complexities of introducing 
new frameworks alongside existing processes! 

What are OKRs? 
While many define OKRs as a strategy execution framework, 
which it certainly is, a better reflection of OKRs is “a critical 
thinking framework and ongoing discipline that ensures teams 
work together, focusing their efforts on what is most important 
as they make measurable contributions which drives the 
company forward”. When you get so many benefits all packaged 
in one framework, it doesn't really come as a big surprise that 
companies today are stepping forward to use OKRs for 
supercharging growth, driving change, innovating or to excel. 
Most importantly, companies want to build a culture where every 
employee can visualize how they contribute to the growth story 
of the company.
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Read more to know why more than 80% High Growth Companies 
swear by OKRs when it comes to aligning their teams from 
Start to Scale. 

While we all know the amazing benefits OKRs bring to 
companies, one of the most spoken about, but least addressed 
dilemma is ‘How do we use OKRs for deciding compensation 
reviews?’. More often than not, arguments arise that “If the right 
objectives are achieved, and that too a stretch one, does it not 
become a great candidate for offering a bonus or higher 
compensation raises”? 

Most research and case studies on OKRs indicate that the
objective of OKRs is to shift the focus from ‘Me to We’ while
fostering the right behaviors needed to contribute towards
achieving the larger mission. While the focus is primarily on
building these behaviors, we do see companies experimenting
on introducing a soft linkage between compensation and OKRs.
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Irrespective of the different options that companies adopt, 
knowing what best to do especially when it comes to managing 
compensation reviews while using OKRs is no easy feat. But we 
hear you totally, and that’s why we bring you 6 best practices 
from OKR practitioners, who have stepped forward to share how 
best to deal with this dilemma.  

“Use OKRs to build the right behaviors” 
- Chief of Staff, fast growing AI & Data Intelligence 
Company

1.

Our performance and compensation review process isn’t based
only on Outputs / KPIs. It's a mix of behavioral assessment, 360
degree reviews and performance ratings. We use OKRs to enable 
the right behaviors like collaboration, communication, 
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bi-directional alignment, team work, functional knowledge,  
leadership skills, strategic thinking etc. These behaviors are the 
pillars that drive OKRs successfully and reflect in every 
individual's 360 & behavioral assessment. And of course, when 
every individual works together as a team to achieve common 
outcomes, performance automatically happens. No surprises 
there! We give a weightage to different elements and not only 
OKRs: 

“With OKRs we track and reflect on progress 
made towards company strategy and not 
individual performance” - Head of Strategy, 
leading Recruitment Tech Startup

2.

We use OKRs only to focus on org alignment and agility. It’s best 
not to mix OKRs to  evaluate individual performance. Even if you 
use inputs from OKRs, let the individual articulate his / her 
contributions to company strategy through OKRs. 
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“With OKRs we want to build positive 
aspirations.” - HR leader, Enterprise software 
company.  

3.

By linking OKRs to compensation reviews, we might either kill it 
or overdo it. OKRs foster experimentation and enable teams to 
take the extra stretch. This has helped our company take some 
real high value moonshot targets which make us feel proud of 
what we achieve together as a team. Even if we fail, we celebrate 
and learn from it. The moment compensation comes in, people
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"We reset OKRs each quarter. For 
compensation increases there's an annual 
review" - Chief Strategy Officer, Leading Internet 
Company 

4.

Here’s a way to use OKRs to help influence compensation.

get uncomfortable taking risks or try to overpower each other in 
outdoing performance. With OKRs we are building a culture of 
pride and collaborative ownership, not really that of individual 
competitiveness.

We reset OKRs every quarter to make sure we focus on goal and 
strategy execution. Many times, the focus and ownership on KRs
change every quarter depending on the priorities chosen. This 
helps us unplug OKRs from compensation reviews. Managers 
use check-in meetings and one on one discussions as inputs to 
quarterly, half yearly and annual reviews. 
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“With OKRs, we are working towards building 
a culture of experimentation without fear” 
- Director HR, Leading Payments Platform

5.

We realized that OKRs allow flexibility to take on aspirational 
targets, try various experiments to achieve the outcome without 
actually penalizing teams for doing so. We leveraged this
extensively to promote a culture of taking on experiments 
without worrying about failure. A lot of these experiments helped 
us shift the perspectives on the way we were traditionally 
approaching our Objectives.
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Cumulative inputs on CFRs can be used as inputs by Managers 
for feedback apart from quarterly 1-on-1s.

Outcome? We had one of the best quarters ever, despite the
pandemic. And now, we have a recognition program around
experiments in the company and a team bonus component is



“We separate OKRs from KPIs” - Head of 
Development, Gaming Company

6.

control current progress. Instead of linking OKRs to individual 
reviews, Here’s one of the ways we use it

Many times, the confusion happens 
when companies choose objectives and 
use KPIs instead of KRs to achieve the 
objectives, even worse, the classic mix 
of KRs & KPIs, to force fit compensation 
and reviews. Compensation reviews are 
most often decided using lag indicators, 
whereas OKRs propagate using lead
indicators as an index to show and 

factored in based on these. 

Today, many such experiments run as standalone projects 
contributing to business growth. 
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Department Budgets are used either for increases or department 
linked bonuses.

We just got you a few best practices from some of the high 
growth companies, but we highly recommend that you choose 
your compensation models based on a mix of what works best 
for your company type and the company culture. 

Irrespective of what you choose, the first step is to get complete 
hold and maturity on the OKR implementation company wide and 
only then proceed with making changes to your compensation 
strategy.

Have questions regarding successful 
implementation of OKRs for your company? 
Get in touch with our OKR Genies and let 
the magic begin!
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