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Introduction 

OKRs is a critical-thinking framework that inspires teams to work on very specific 
metrics that matter most in propelling the business forward. The strength of this 
framework lies in its ability to help teams visualize how their work contributes to 
business outcomes and like-wise gives leaders a visibility into which teams 
contributes to their strategic priorities and mostly how. Due to its powerful ability to 
connect, align and achieve, business leaders globally are adopting OKRs into their 
organizations to boost company growth and performance. 

Want to learn more about OKRs? Here’s a quick refresher on the fundamentals.

The success of OKRs depends most on the right adoption by teams, because strategy 
execution is possible only when efforts of all teams is aligned in the right direction. The 
key to having teams engaged to achieving OKRs is to not let it become a set and 
forget framework which teams revisit only after the quarter/year is over. It needs 
constant attention and rigour through communication and collaboration, enabling 
teams to achieve the outcomes. Wondering how? It’s as simple as getting all teams 
which work together on common OKRs to meet on dedicated days weekly/fortnightly 
and let the magic of collaborating to create results begin.

Just like your regular health checks keep you in control of your health parameters, check-
ins work towards keeping the health of your OKRs in check. Most importantly, these 
parameters are controlled collectively by different team members who are accountable for 
their outcomes.

And yes, the check-in meetings are usually run and owned by the OKR Champion, 
most probably, if you are interested in knowing more about conducting powerful 
check-in meetings, it could be you! So now we get to the real question - how do you 
run the meeting in a way that is productive, outcome focused as well as engaging to 
your teams…. So they never want to miss it.

We’re about to tell you. Read on!  

Before we get started, allow us to introduce you to You! The OKR 
Champion 

 "Everyone has the fire, but Champions know when to ignite the spark.”  Amit Ray 

The OKR Champion is someone nominated by the sponsor of an OKR Roll out 
(usually the CEO, to introduce the concept of OKRs to the organization and work 
closely with teams to adopt them. OKR Champions are generally OKR-certified and 
come with a wealth of OKR implementation knowledge.  

If you’re an OKR Champion, do a quick reality check to see if… 
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But, wait, have you wondered “Why are Check-in meetings even 
needed?” 

Allow us to explain. 

Forgetting OKRs after setting them is actually a common trap that many teams fall 
into. In the journey of any desired outcome, motivation levels are high during the 
beginning (when setting a goal) and towards the end, when you’re just about to 
achieve it. The part in the middle is the toughest.  

Remember the prep for your first Half Marathon? The initial highs of training and the 
last lap and excitement of the run… But wait, what about the toughest and seemingly 
most boring middle phase also called famously as Prep.  

Very similar to this, most teams experience a dip in progress and motivation during 
the middle of the OKR cycle, even when everyone knows that this is less-than-ideal. 
This is why Check-ins are the much needed soul of OKRs, reminding teams of its 
existence, weekly or bi-weekly at most. 

Check-ins enable teams to keep making progress after the initial high of writing 
OKRs has passed. This is crucial in preventing teams from falling into the set-and-
forget trap. The agenda for Check-ins is usually to discuss the task outcomes, KR 
progress, what worked and didn’t work in the last week, and take those learnings to 
plan for the next week. This boosts agility and develops the focus on achieving 
outcomes at all times.

OKRs pride on being an agile framework that helps teams focus by giving 
importance to the ‘vital few’ rather than the ‘trivial many’ - but how is that going to 
work without setting a strong rhythm for discipline and conversation? How will you 
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• You own and run OKR Check-in meetings 

•  You make sure that progress is updated, the team’s 
OKRs are being achieved, and can pre-empt which 
obstacles might become constraints 

• You’re the team's go-to expert on the all about OKRs 

• Moreover, you’re the one who keeps cheering for the 
team and motivating them to keep going!



know when to shift your focus without constant review of progress? How will the 
team members learn from each other’s experiences?

Check-in meetings are the key to getting past all these challenges in executing your 
Team OKRs. 
   
OKR Champions shoulder the responsibility of running check-in meetings smoothly 
and here are a few practices that we recommend for doing just that! 

Successful Check-in Practices 

What to do before? 

If your team is new to the OKR framework, you need to take these before-meeting 
practices quite seriously until they’re familiar with the process. After a while, the 
habit will set in, and perhaps you can ease-up on general reminders - until of course, 
a new person joins the team! 

1. Invite your team for a check-in meeting 

Invite all members of your team, including interns. It is important for everyone to 
visualize and connect how their activities are contributing to the company outcomes. 
Not only does this help your team feel connected to the company, but also with each 
other - which has been found to boost teamwork and alignment. 

When sending out this invite, make sure to remind your team members that they 
should do the following before the meeting:   
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Specific agenda
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Not more than 15-20
minutes long and take
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Update the team on 
progress and plan for the
next week in a focused
and systematic way.

How Check-in meetings are different from regular meetings



• Ensure each Key Result (KR has an owner assigned to it - not more than 2  
because when there are many owners, there are no owners 

• Update all progress and data points onto the platform/in your preferred mode 
of OKRs tracker - the progress of KRs should be updated by each KR owner 

• Prepare to share their learnings of the last week 

• Make notes of wins, roadblocks and insights of the last week 

• Add any vital information and thoughts on new experiments/initiatives as 
comments 

2. Set the agenda  

Check-in meetings should be sharp, focused and concise. If your team has many 
members, or if you’ve had a very eventful week, you might want to help the team 
focus during the meetings by assigning five minutes to each team member. Aside 
from doing all the activities mentioned in point #1 You should also prepare to drive 
the meeting well. Managing a meeting may not be easy, so one must remember that 
a good manager does not direct the team but allows them to move in the right 
direction by asking powerful questions. Keep reading to get an in-depth 
understanding of a Check-in agenda! 

What to do during a Check-in meeting? 

Now that your team members are in the meeting, it’s time to get going with the 
Check-in! Here are a few things to keep in mind as you open the get started with the 
discussions. 
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1. Ensure KRs have owners 
2. Update all progress and data points onto OKR platform
3. Prepare to share learnings from last week
4. Make notes of wins, roadblocks and insights
5. Add any other vital information and thoughts as comments 



1. Make sure your entire team is in attendance and everyone can see the check-

in screen. 👩💼 🧑💻 👩💻 👨💼  

2. Take the lead on showing initiative and being supportive. 🤝  

3. Keep the meeting outcome-focused. 🎯  

4. Take notes. Document progress and decisions made during the meeting. ✏  

5. Flag events and activities as wins, setbacks, or initiatives. 🚩  

6. Integrate CFRs into your Check-ins. Celebrate wins and treat failures as 
learning experiences. Give recognition to the team members who have made 

progress. 🎉  

7. Allow each member to express their views. 💭  

8. Stick to the agenda. The OKR Champion consistently keeps the meeting 
outcome-focused. A good Check-in meeting touches upon all of the points 

described in the agenda. 📝  

To keep your check-ins productive and focused, there are some activities to avoid. 
As the Champion, you should be a great listener. Here’s what to look out for during 
the meeting.

1. Don’t let the conversation get derailed. If needed, plan another meeting for 
in-depth discussions with key stakeholders to address challenges and 

©fitbots 7

Did you know, 
allows you to run
Check-in meetings with
all these and more? 

Focus on the agenda
and updates, let Fitbots
manage the rest.



blockers. 

2. Don’t play the blame-game. Check-in meetings and OKRs in particular are not 
individual performance reviews, its all about working together as a team to 
achieve common outcomes. 

3. Don’t let the meeting end with low morale. Build your team’s confidence by 
bringing some attention to the lead indicators and celebrating whatever 
progress has been made, even if it is very little.  

Now that you know what to do during the check-in meeting, do you need something 
to tell you on what is a good schedule for a Check-in meeting? We’ve got you 
covered with this descriptive agenda that lists all the steps you need to take as the 
meeting progresses. Remember, there is no one-size-fits-all approach to this, so feel 
free to tweak this agenda to suit your company and team’s culture and get the best 
out of your meeting. 

1. Check on the current OKR status 

As you know, OKRs adhere strictly to the 35 rule - no more than 3 Objectives and 
no more than 5 Key Results each. Also, OKRs are aspirational, so one should not 
expect that all OKRs will achieve 100% progress. Nevertheless, as the OKR 
Champion, you must track progress towards achieving the desired results. Lead the 
meeting by asking these questions -  

• Are we on track or off track? 
• Which KRs have truly progressed? 
• Are there any KRs at risk? 
• What has changed since the last Check-in meeting? 

2. Review the progress and share learnings 

Invite your team members to share their insights and see if you can work together to 
identify roadblocks and find creative solutions. Remember to keep the conversation 
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1. Check on the current OKR status

2. Review the progress and share learnings

3. Plan for the next week



outcome-oriented rather than team members listing all their tasks and activities. 
Drive the conversation by asking these questions -  

• What worked this week? What didn’t work and should be done differently? 
• Which ones have the most bi-directional alignment? 
• What blockers can we identify? 
• Is there anything that the rest of the team can help you with? 

3. Plan for the next week 

Now that you and your team have reviewed last week’s activities, it is time to set a 
strong agenda for the next one to keep the momentum going. As the OKR Champion, 
you should check on the confidence and motivation levels of the rest of the team 
and do your best to keep these levels high. Boost team morale by asking these 
questions -  

• What are those big initiatives planned for the coming weeks? 
• Which activities need to be prioritized? 
• What are we going to do to improve our results? 
• How pumped are we in achieving these KRs? 

What to do after a Check-in meeting? 

Soon after the meeting, you should decide how to share all the documented 
learnings and decisions of the Check-in meeting with the rest of the team. This will 
ensure that everyone keeps the planned activities in mind, and also be a reference 
point for the subsequent check-in meetings. Any further detailed discussions that 
arose during the check-in should be scheduled after the meeting. If you need to 
follow-up with any team members to make sure that they’re on the same page as 
you, this should be done after the meeting, too. 

Special Check-in Situations 
Not all check-ins are the same, and new challenges may emerge with changing 
business climates. Here are a few situations that might come up, and what can be 
done during Check-ins when your team is faced with these obstacles. 
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1. When business priorities are changing - Consider which KRs and Objectives have 
taken a pause or been deprioritized. Relook at the prioritized KRs and see if they 
align to any of the existing Objectives and KRs and map them accordingly. It is also a 
good practice to check bi-directionally if the same KRs have been prioritized across 
teams. In cases it hasn't, it calls for internal stakeholder discussions on picking 
priorities which matter and going ahead with them. 

2. When it’s the mid-quarter check-in - Mid-quarter check-in meetings with 
leadership teams are a good reality check midway through a quarter. This is an 
opportunity for teams to present their progress and do a quick pulse check on OKRs 
at risk and OKRs that are highly likely to progress. This gives the leaders and teams 
a good prediction on the possibility of achieving OKRs in the quarter and allows 
them to review the company’s strategy. 

3. When it’s too much of a smooth sailing - When you complete your OKRs early, do 
a quick retrospective: were the OKRs carried forward from the previous quarter, or 
was the team too comfortable in taking their OKRs? OKRs, when crafted correctly, 
should not get done in a matter of weeks. Remember the cue, if it gets done in a few 
weeks or days, it is highly likely an activity and not a KR. OKRs by default should be 
aspirational and motivate your team to stretch at least a little, to achieve those 
audacious outcomes. 

4. When the morale is down - It's a good juncture for the champion to step up the 
game and recognize the team for efforts, rather than results. As a team, together 
assess if the OKRs you took were far too many or too stretched? Did you foresee the 
dependencies and roadblocks when you were setting your KRs? There is an 
opportunity to learn in every quarter of OKRs. Usually, re-prioritizing some OKRs and 
driving focus to highly critical outcomes might help your team up their Morale and 
bounce back into their OKR journey with greater focus and rigour! 
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The Wrap Up 
If you’ve managed to make it this far, kudos to you! We’ll recognize that you have at 
least two key skills that every OKR Champion needs - patience and perseverance. 

Being an OKR Champion may not be an easy task, but it can definitely be a fun one. 
If you’re someone who isn’t a champion yet, but would want to be one sometime 
soon - a great way to approach this is by getting certified as an OKR Coach. Learn 
more on that here. 

Get the best out of your Check-in meetings by using the Fitbots platform to make 
your meetings more efficient and outcome-focused. Love to explore the free trial? 
Get started! 
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