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Introduction 
John Doerr says “Ideas are precious, but they’re relatively easy. It’s execution that 
is everything” 
  
Does this powerful statement echo your thoughts? More often than not, as a 
Founder or a CXO, you will experience the ‘knowing-doing’ gap between a great idea 
and making it happen. How then, as the Captain of the Ship, do you come up with 
practical and achievable measures which could transform your core vision into what 
is achievable?  
  
Needless to say, what you need is a team that rallies along with your mission and 
vision. You see them as a group of highly engaged and energized people who want 
to achieve just as much as you do.  

As you flip through success stories of companies that made it big, you will discover 
that the very key to achieving high growth at a sustainable and scalable pace is to 
make every employee in the company believe in, and contribute to, the big picture. 
And the best way to get employees to believe and contribute is by crafting the right 
goals which are Achievable yet Aspirational.  

Goals, when done the right way, impact the core functioning of your company just 
like Pilates, which works on your core and transforms your entire functioning. When 
you get the core of your company’s functioning right, it creates the right purpose, 
increases engagement, enhances communication, increases collaboration, and 
promotes transparency.  
  
By the way, those are the core features of OKRs too! If done right, obviously. 

What Are OKRs? 

OKRs are a strategy-execution framework 
developed by Intel’s Andy Grove and publicized by 
John Doerr in his book Measure What Matters. 
The framework was created to suit the agile and 
rapidly changing business climate of today’s times 
by aligning teams to strategic priorities while 
measuring the growth and progress of the 
company as a whole. It’s not surprising that 
companies are stepping forward to use OKRs, to 
supercharge growth, drive change, innovate, or 
excel in their ambitious goals.

To get the best out of OKRs, one needs to understand the fundamentals. OKRs are 
not a performance evaluation tool, nor are they a task list to fill-and-forget. Rather, 
OKRs celebrate how each employee contributes towards achieving the larger 
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mission and improves the company’s performance by setting a cadence for review, 
feedback, and conversations. The best part is the flexibility of OKRs - they are never 
set in stone, and they can and should be revised for changing business climates.  

How are they structured? 
Objective Key Results (OKRs) have come to be known as the power tool for strategy 
execution, as they fuel the company’s vision, strategic and tactical functions.  

OKRs are not a hand-it-down framework. They require teams to come together and 
contribute to Company OKRs, and most importantly, they need to align cross-
functionally. 

Check out this blog on getting OKR crafting and alignment right.  

Is my company really ready for OKRs? 

OKRs propel not just leadership teams, but teams all across the organization to get 
to building that great goal muscle. So yes, there is a lot of work in getting this right, 
especially in the first two quarters, after which it pretty much becomes muscle 
memory. 

OKRs can easily be adopted by Startups, SMEs, or large enterprises. Owing to their 
size, Startups usually are more confident of walking into OKRs and opt for cross-
company implementation. 

SMEs, on the other hand, often go for pilots. These could either be with specific 
groups which are driving new business Innovation or focused on Leadership Teams 
(2 levels to the CXO. Often, even individual business groups/ business units could 
adopt OKRs as part of the pilot program. 

The internet is laden with stories of how companies grew 10x using OKRs. Let’s face 
it, what works for Google, LinkedIn or Twitter may not necessarily work for all. Before 
you (as a Company Founder or CXO embrace OKRs, ask yourself this Socratic 
question ‘What would OKRs really help you achieve?’  

Check the option which best works for you: 

1. OKRs seem like something new, I would like to give this a shot.  
2. OKRs will help us achieve things we couldn’t achieve with the normal rate of 

operation.  
3. I want to get all teams pumped up and align them to business outcomes.  
4. Current performance management sucks, so why not OKRs?  
5. Write your own …………………………………………………. 
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From our experience, the top reasons that make CXOs and Founders adopt OKRs are 
Option 2 and 3.  
  
The call-out for OKRs is to:  
   
• Drive Sharp Focus and Prioritize  
• Align teams to vision and strategy  
• Build a culture of result orientation/outcome orientation 

To learn more about OKRs and Leadership best practices, check out this Leadership 
Effectiveness eBook. Keep reading to understand everything you should know as a 
Leader getting into OKRs! 

 

OKRs and BAU 

As Christina Wodtke puts it in her book Radical Focus: “OKRs are not the only thing 
you do. Trust people to keep the ship running, and don’t jam every task into your 
OKRs.” 

Business As Usual Metrics are your health metrics. You need them as they are your 
‘Run’ indicators. OKRs are set for the quarter, but they make you sharply focus on 
‘What Matters Most.

Should BAUs be part of OKRs? 
Often while setting Objectives and defining the Key Results, companies and teams 
start with what activities they are doing and then try to fit it to the overall goal to 
fact-check for alignment. However, if you reverse your approach and start with the 
overall outcomes you want to achieve, your focus automatically sharpens and you 
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start looking at the results which would help you attain the overall outcome. You now 
start working on the tasks or initiatives with a different approach. Picking and 
choosing the right tasks and initiatives which align to give you the results and the 
overall outcome becomes core to how your team plans and executes their Business 
As Usual work.  

When the focus is on the outcome, tasks become more like a set of experiments that 
help you have a regular check-in to make sure the impact is on your Key Results.  
Sometimes, you need to speed them up, sometimes you completely overhaul them 
or better, there may even be times when you realize they are adding no significant 
value to your overall outcome and hence they need to be dropped completely.

What if I mix it up?  

Keep OKRs separate from your BAU operational metrics. Companies need to focus 
on the regular Operational issues and SLAs for ensuring that normal day-to-day 
activities are not ignored. However, one must understand that these are not OKRs. 

Every operational task, every operational metric need not become a part of your 
OKRs. Some of them are needed to ensure everything is functioning at the best of its 
threshold and they should not be touched. This definitely does not mean that they 
are not important! 

If creating a change to your ‘steady-state’ metrics can firepower your overall 
company goals and growth plans, it is best to convert them into Operational OKRs 
and choose the right Key Results to achieve them. 

OKRs focus on setting stretch objectives and helping you achieve your company 
goals. 

Mixing OKRs with BAUs may not contribute effectively and might end up putting 
you in a trap of focusing on too many things, resulting in burnout.  

With that as the underlying principle, it's best to follow the rule of 35.  
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At most 3 Objectives with 35 KRs each is the maximum recommended number to 
ensure the right focus and outcome-based performance that OKRs would drive. 

Just imagine, putting all your BAU metrics in OKRs! That would be a haven for 
micro-managing rather than empowering your teams - which is an antithesis to 
building an OKR driven culture. 

Many companies carry forward their aspirational OKRs quarter-to-quarter and finally 
decide to drop them if they feel that the OKR is not achievable. 

Here’s how you can avoid that:   

• Check if the right resources were in place to achieve the OKR 
• Fact check if you underestimated an aspirational OKR 
• Involve the team in choosing this aspirational OKR, as it might be time to see 

what their side of the story is  
 

OKRs and Compensation 

Probably the most spoken about, but least addressed 
aspect is on delinking OKRs from compensation. One 
may argue that achieving the right Objectives (and 
that too a stretch one) is a great candidate for offering 
a bonus or higher compensation raises! Why then, 
would we advocate delinking OKRs from compensation 
management? 

It must be understood that OKRs are not a 
performance evaluation tool. Rather, OKRs are a powerful tool for strategy execution. 
They are used to help companies define how each employee will contribute towards 
achieving the larger mission. 

Some companies go purist on OKRs and offer recognition programs to teams that 
achieve or contribute enthusiastically towards OKRs. 

Others have a performance evaluation mechanism wherein they use Individual KPIs 
achieved to calculate the merit increases. 

Some others choose to tie compensation increases and short-term bonuses to new 
experiments, stretch goals, and quicker turnaround of these goals. 

Choose your compensation models based on a mix of what works best for your 
company and the company culture. But definitely, don’t change the model to adjust  
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to the OKR adaptation. 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. To learn more about compensation and OKRs, check 
out this quick read. 

OKRs and Sponsorship 

One of the key ingredients for OKR 
implementation is a strong sponsorship. The role 
of a sponsor sets the precedent and is a role model for 
success. 1 in 3 organizations fail in OKR implementation if 
the role of a sponsor and follow through on OKRs is half 
embraced. 

CXOs AND Founders are by far the best sponsors for OKR 
implementation. 

HR Leadership Teams are the biggest influencers and 
enablers of OKRs and are key to implementation success.  

As an executive SPONSOR, the commitment of time would go towards: 

• Rallying OKRs in the organization 
• Crafting and Communication of Company OKRs  
• Approving forums for teams involved in contributing to OKR achievement  
• Check-Ins on Progress and OKR achievement weekly or at most, bi-weekly  
• Driving Business Review meetings with OKR dashboards as top of the agenda  
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How does a Leader use the Fitbots App to drive outcome-
based results? 

OKRs are the key for good leaders to get the best out of their teams. They help 
leaders make tough choices, drive outcomes, and build decision-making capabilities. 
Taking the right decisions at the right time helps teams drive alignment between 
tasks and outcomes!

If you were to tell your teams to select just 3 Metrics to drive outcomes, OKRs help 
you ask those Socratic questions and arrive at leverages. Building decision-making 
as a skill early on within your teams would help them pay it forward during their 
career. Here’s how Leadership Teams can get the best out of Fitbots OKRs:  

1. Leadership Dashboard 

Using the Fitbots app, get a 10-second view of your teams’ progress and identify 
blockers early with the Leadership Dashboard. Not only does it save you time, but it 
also helps you focus on what matters most and drive outcome-focused decisions. 
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2. OKR Reports     

View overall progress and team progress with OKRs to see your organization’s  
performance. Identify KRs at risk and adapt quickly to business needs with the 
changing climate. To learn more, just go deeper for a detailed report. Drive 
conversations by adding comments and highlight your progress by color-coding in 
Focus Mode, because we know colors communicate better than just words. 

3. OKR Insights 

Our intuitive OKR platform intends to provide you with a safe bed to experiment, 
learn, and tweak your implementation strategy with what works best for your 
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company and culture. To boost your journey, we provide Leadership teams with the 
Insights module. This helps the decision-making process by highlighting patterns 
and identifying possible blockers.

4. Alignment Board    

Alignment is the secret sauce in OKRs. OKRs build autonomy and accountability by 
calling out the allegiance that one team has to another - and viewing alignment is 
much easier with the Fitbots Alignment Board. Tracking KRs linkages is a piece of 
cake by using the Alignment Board at the Team level to monitor KRs' contribution in 
moving the organization forward.

5. Check-ins and CFR 
   
When it comes to seeing results, 
being mindful of the journey as 
much as the outcome can prove 
beneficial for Leadership teams. It 
falls to the leaders to keep their 
teams motivated to move forward 
and regularly check in on their 
progress - which is why our 
platform comes with a solid CFR 
system. The check-in module is 
always available, as are many ways 
to drive conversations and provide 
feedback/recognition to your teams. 
Never forget that regular check-in 
meetings are to OKRs, what multiple 
reps are to building a muscle!  
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Congratulations, now you are totally assimilated into the concept of OKRs. With this 
as the foundation, are you ready to take the leap of faith and join the organizations 
championing OKRs? Fitbots can help you craft your growth story with OKRs by 
engaging your employees just right!  

Remember, to get the whole company transforming in the right direction, you 
must make for a strong core. And what better way to get started than planking on 
to OKRs?  

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

Sign up for a 21 day free trial of Fitbots! 
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