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Welcome!

Say “hi” in chat and let us know where 
you are dialing in from.

***Turn video on 
***Stay muted, please. Raise hand & we will call on you.
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Last Week’s Co-Host on 
Growth & Organizational Impact

Frank Scarpaci
Founder & President

Connect with Frank 
www.thevianovagroup.com

https://www.linkedin.com/in/vianova/
frank@thevianovagroup.com

http://www.thevianovagroup.com/
https://www.linkedin.com/in/vianova/
mailto:frank@thevianovagroup.com
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We’re excited   
to have you.

But first, what are
the two reasons 
we’re here?

01

02

Flow for
Today

Annual Team Plan 
using OKRs

OKRs – Brief Overview
Define and share the framework.

Using OKRs to Deploy 
Organizational Strategy
Overview & Concepts

Q&A
Wide open to ask your questions and also
share your answers.

03
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Today’s expert on OKRs

Larry LaSalle
President

Larry’s areas of expertise include, Enterprise Business Agility, The 
Balanced Scorecard Management System, Objectives & Key Results 
(OKRs), and Organizational Change Management. Larry has also 
developed the Innovation Measurement System (IMS), the Business 
Value Delivery (BVD) Framework, and the 5-Step OKR Cycle.

Larry partners with CEOs, CIOs, and other leaders in organizations 
to help develop strategies that improve business performance, 
strategic alignment, and operational effectiveness. This requires a 
deep understanding of how to structure an organization for optimum 
flow, how to establish strategic alignment from top to bottom, and 
how to build and develop a high performing workforce.

www.scaledokrs.com
www.linkedin.com/in/larry-lasalle

larry@scaledokrs.com

http://www.scaledokrs.com
http://www.linkedin.com/in/larry-lasalle/
mailto:larry@scaledokrs.com


12

What are OKRs?
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We’re excited   
to have you.

But first, what are
the two reasons 
we’re here?

Objectives are the “Whats.”
• Objectives are annual org-wide goals or outcomes. They 

always express outcomes in a tangible, objective and unambiguous 
way. The successful achievement of an objective must provide 
clear value for the organization.

• Objectives should be both tangible and ambitious.

Questions to identify your objectives
• What do we want to achieve? What must we achieve?

• What do you want to accomplish, and why is it important?

• If others read the objective, will it inform their choices?

Defining
Great 
Objectives
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We’re excited   
to have you.

But first, what are
the two reasons 
we’re here?

Defining
Great Key 
Results

Key Results are “Hows” an objective is achieved.
• KR’S are the inputs to achieve the output - AKA the objective.

• A good KR is outcome-oriented and describes a deliverable OR a result, 
not activities.

• If your KRs include words like "maintain," "strive," "continue to," or 
"participate" these are activities, not outcomes.

• Answer the question – what business result or customer result will we 
deliver?

• KR’s can be measured by a quantitative result (#, $, %) OR by 
the verifiable completion of a deliverable or strategic project.

• Start each KR with an action verb and continue the sentence with a 
description of what will be delivered with evidence of completion. This 
evidence must be verifiable and accessible to relevant parties

"With Key Results, this isn't meant to encompass everything that's happening 
but only those things that make a truly meaningful difference." 

- John Doerr, author of Measure What Matters
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We’re excited   
to have you.

But first, what are
the two reasons 
we’re here?

OKR is a Framework

OKRs are 
New Ways 
of Working

OKRs are a strategy and 
alignment framework that seeks 
to ensure organizational clarity 
by creating an environment of 
common goals and shared 
commitments
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Implement OKRs with the framework 
definition in mind
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How do you use OKRs
to “deploy” your strategy”
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OKRs are… informed by:

North Star + Strategic 
Goals (Framework)

+
3-year Roadmap
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Classic
Framework

(1) Growth/Impact (2) Profitability/Effectiveness

Retain & Grow Current 
Customers

VISION

(3) People Expertise
Attract | Retain | Grow/Develop

Expand to New Customers

Operational Effectiveness

Systems & Technology
Build New Offerings



20

Milestone
Roadmap

Year 1 Year 2 Year 3

Retain & Grow 
Current Customers 1% churn reduction 1.5% churn reduction 1.8% churn reduction

Acquire New 
Customers

5% SQL increase 5% SQL increase 5% SQL increase

Build New Offerings 1 new product launch 2 new products 3 new products

Operational 
Effectiveness

$350k/FTE $375K/FTE $400K/FTE

People Expertise <10% staff turnover <10% staff turnover <10% staff turnover
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Strategic
Objective

Tactical 
Objective

KR KRKR

KRKR KR

Tactical 
Objective

Tactical 
Objective

KRKR KR KR

Vision, Purpose, 
and strategy

Vision

Purpose

Strategy

The North Star

OKRs

Annual
Horizon

Quarterly 
Horizon

1 to 3 year
Strategic Horizon

Strategy 
Informed 
OKRs
Your 1 to 3-year 
strategy is an input 
to the creation of 
strategic OKRs
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Strategic 
Objective

Tactical 
Objective

KR KRKR

KRKR KR

Tactical 
Objective

Tactical 
Objective

KRKR KR KR

Why? Why now? Why?
Why now?

Why?

Alignment achieved through 
vertical and horizontal 

collaboration!

Vertical and horizontal alignment achieved 
with conversation and collaboration!Cascade 

OKRs
Have a conversation 
about the “why.”
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Higher level Key Result becomes the 
next level down Objective – not good!

Company 
Objective

Department A
Objective

KR

KRKR KR

Department N 
Objective

Department B 
Objective

KRKR KR KR

KR KR

No vertical
collaboration

No horizontal
collaboration

How to NOT
Cascade 
OKRs
Anti-pattern 1: 
Direct Connect
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In this approach, teams are doing OKRs, but there 
is no alignment, resulting in teams moving in 

opposing directions. No North Star!
How to NOT
Cascade 
OKRs
Anti-pattern 1: 
No connection

Department A 
Objective

KRKR KR

Department C 
Objective

Department B 
Objective

KRKR

KR KR

Department X 
Objective

KRKR KR

Department Y 
Objective

KRKR
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Most organizations mirror their org structure in their cascading model. This 
approach results in an exponentially higher number of OKRs and the OKRs are 
siloed to the departments and teams that own them. Alignment is difficult 
when dealing with 75 to 100+ OKRs - not good.

Leaders produce their own 
“siloed” OKRs. This is a mistake 

and a missed opportunity!

Siloed leadership OKRs, made 
worse by having siloed team 

or department OKRs.

Magic of 
Shared 
OKRs
Creating an 
environment of 
common goals and 
shared 
commitments.
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3 to 5 Annual 
Strategic OKRs 
shared by the 

leadership team

1 to 3 quarterly 
tactical OKRs 

per higher level 
strategic OKR

Same organization, with the intention to share 
their strategic and tactical OKRs, would produce 
at most 20 OKRs, but more like would produce 10 

or 12.Magic of 
Shared 
OKRs
Creating an 
environment of 
common goals and 
shared 
commitments.
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Increase 
recurring 
revenues

Reach monthly recurring 
revenue of $250,000

Increase avg subscription to
at least $295/month

Increase annual renewals 
to 75%

Key Result 1:

Key Result 2:

Key Result 3:

Key Result 4:
Reduce churn % to less 
than 1% monthly

Epic Build Evaluate

Referral Program
250 New Cust

Epic Build Evaluate Build

Q1 - 2020 Q2 - 2020

Actual
25 New Cust

3-month Bundle with
Apple Music

750 New Cust
Actual
900

- 225 from forecast for Q1

+ 150 from forecast for Q1

Extend Offer
In SE Region

925 of 1K toward KR1

25 of 1K toward KR1

Po
rtf

ol
io

Ba
ck

lo
g

Offer Free
Trial period

Expand to 
SE Region

LOB
Objective 1:

LOB
Key Result 1:

Obtain 1K
New Cust

10K Visits 
in new mkt

Company Objective

LOB
Objective 2:

LOB
Key Result 2:

Strategic Level OKRs
(Strategic Outcomes)

Tactical (quarterly) Level OKRs
(Solution Outcomes)

Lean Start-Up Cycle
(Solution Implementation)

Example
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Follow the 5-Step OKR Cycle
Establish Strategic Clarity
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OKR Cycle – Timeline Perspective
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Closing 
Thoughts

OKRs Organize  to Achieve Your Strategy
The purpose of the OKR framework is not to be a new way to set goals. 
The purpose of the OKR framework is to get your company organized and 
optimized for strategic agility.

Don’t Work in the Constraint of Your Org Chart
Organizations are conditioned to working within the constraints of their org 
chart. That will work against you when you are working with OKRs.

Say No to Work that Isn’t Aligned
The OKR framework allows the ability to systematically and purposefully 
say no to work that is not strategically aligned.

OKRs Create Agility
Done right, OKRs are Agile for executives and OKRs done right, will 
become the foundation for strategic agility, which is the only true 
competitive advantage there is.
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Additional OKR Assets

Download the Cheat Sheet

OKR Essentials 
Cheat Sheet

OKR Guide 
& Canvas

Download the Guide Watch the Videos

OKR Whiteboard Videos 
(16 Videos) 

https://www.youtube.com/playlist?list=PLTXaBWresqdFkIJQxKHgghxPtsucgKYVG
https://54493.fs1.hubspotusercontent-na1.net/hubfs/54493/whitepapers/OnStrategy_SettingOKRsThatWork.pdf
https://54493.fs1.hubspotusercontent-na1.net/hubfs/54493/whitepapers/OnStrategy_OKRsEssentialsCheatSheet.pdf
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CSO
Collaborative
Programming
Calendar! Where is this going?

December is dark 2023 is changing the game...
1st Thursday – January 5, 2023
3rd Thursday – January 19, 2023

OKRs
Part II: How to do OKRs if you are not Google?
17th Thursday @ 8 a.m. PT
November 17, 2022

Connect with us so we can highlight you on one of these upcoming calls.

Email collaborative@onstrategyhq.com
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We’re excited   
to have you.

But first, what are
the two reasons 
we’re here?

🗓

📩

CSO 
Collaborative

Final thoughts

See you Thursday, Nov. 17 @ 8 a.m. PST
Be sure to reserve time on your calendars if you haven’t 
already.

Expect today’s content in your inbox
We'll email by tomorrow with links to resources we talked 
about.

Suggestion for topics? Feedback?
Drop us a line anytime – let us know what you think and 
what you’d like to tackle as a group.
collaborative@onstrategyhq.com

🚀
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2nd Collab in Nov.
Examples + HOW TO!!!

(1) Deploy
(2) Operationalize

(3) Scale
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Implementing OKRs

Follow the 10 
universal 
deployment 
parameters

1. Levels: At what level will we set OKRs?—company, team, individual?
2. OKRs #: How many OKRs will we set? 
3. Scoring: How will we score OKRs? How will we update progress?
4. Timeframe: How long is an OKRs cycle?
5. Types: What are the three types of key results? 
6. Publish: Where will we draft, publish, and track OKRs? What templates 

do we use?
7. Performance: How will OKRs relate to performance reviews?
8. KPIs vs KRs: How OKRs are different from KPIs
9. Alignment: How will we ensure OKRs are aligned?
10. Bottom-Up: How will we ensure most OKRs originate “bottom-up”?
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At what levels will we set OKRs? How many OKRs will we set? How will we update progress and score 
our OKRs?

How long is our OKR cycle?

What types of Key Results will we capture 
(Metrics, Baselines, Milestones, etc)

Where will we create, publish and track 
our OKRs?

What is our plan for OKRs and 
performance reviews?

How will we differentiate OKRs from KPIs?

OKR Program Goals/Objectives

What steps will we take to ensure vertical and horizontal alignment of our OKRs? How will we ensure our quarterly OKRs are co-created "bottoms-up"?

OKR Deployment Parameter Canvas
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Establish a quarterly delivery cadence

JUL JANDECNOVOCTAUG

Start of first 
OKR cycle

First OKR cycle
< 50% alignment to OKRs

SEP

Start of second 
OKR cycle

Mid-Cycle
Review

Light touch 
calibration of tactical 

OKRs for Q4

First OKR cycle
~60% alignment to OKRs

Full calibration of 
Strategic and Tactical 

OKRs for Q1

Start of Third 
OKR cycle

FEB

Initial OKRs to support 
first OKR cycle

First OKR cycle
>80% alignment to OKRs

Q3 Q4 Q1

Mid-Cycle
Review
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Sustained Weekly Focus
• Part of leadership habit
• Weekly updates
• Results and action plans are top of mind
• High transparency
• Early risk detection and response

Haphazard Focus
• More of a distraction
• Inconsistent check-ins
• No leadership reinforcement

Set and Forget
• No focus and no action plans
• Daily work is out of alignment with 

OKRs
• Discouraged environment

Possible outcomes of the OKR Cycle
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1st
1st Thursdays – Deep Dive
Featured Deep Dive: insight, 
perspectives, and real-world practices 
presented in collaboration with your peers. 
Ample time for Q&A will be provided.

3rd
3rd Thursdays – Workshop 
Workshop a Topic: a powerful time to 
share, problem solve and workshop a 
topic with peers.

Our Promise: Every 
session, you’ll walk 
away with one thing you 
can use. 

Always @ 8-9 a.m. PT




