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Brief Summary 
of 

Measure What Matters 
OKRs – The simple idea that drives 10x growth 

By John Doerr 
 

• Objectives and Key Results is a collaborative goal setting protocol for companies, teams and 

individuals. 

• OKRs cannot substitute for sound judgement, strong leadership, or a creative workplace culture 

– but if these fundamentals are in place, OKRs can guide you to the mountaintop 

• An Objective is simply “WHAT” is to be achieved – they are, by definition, significant, concrete, 

action oriented and inspirational.  

• Key Results benchmark and monitor HOW we get to the objective.  Effective KRs are specific, 

time bound, aggressive, yet realistic.  They are also measurable and verifiable.  You either meet a 

key result’s requirements or you don’t – there is no grey area, no room for doubt. 

• An Objective can be long lived, rolled over for a year or longer, key results evolve as the work 

progresses. 

• The four OKR Superpowers as per John Doer are 

o Focus and Commit to Priorities - High performance organizations know what work is 

important and what is not – hence leaders have to make hard choices and provide the 

necessary focus. 

o Align and Connect for Team work – With the transparency in OKR, everyone’s goals from 

the CEO down are openly shared – individuals link their objectives to the company’s 

overall objectives, identify cross dependencies and coordinate with other teams.  This 

alignment brings meaning to their work and encourages ownership and engagement. 

o Track for Accountability – OKRs are driven by data – hence requires periodic check ins, 

objective grading and assessment 

o Stretch for Amazing – OKRs motivate us to excel by doing more than we thought 

possible – unleashing our creative and ambitious selves 

• Andy Grove’s OKR mantra 

o Less is more – a few extremely well-chosen objectives – say 3-5 per cycle companies, 

teams and individuals to choose what matters most.  Each objective to be tied to five or 

fewer key results 

o Set goals from bottom up – to promote engagement, teams and individuals to be 

encourages to create almost half their OKRs, in consultation with their managers.   

o No dictating – OKRs are a cooperative social contract to establish prorates and define 

how progress is to be measured.  Collective agreement is necessary for maximum goal 

achievement 

o Stay flexible – if climate has changed and objectives are no longer practical, key results 

can be modified or discarded mid cycle 

o Dare to fail – Output will be greater when everybody strives for a level of achievement 

beyond immediate grasp.  These stretch goals will push organizations to new heights 

o A tool, not a weapon - to encourage risk taking and prevent sandbagging, OKRs and 

bonuses are best kept separate 

o Be patient, be resolute – every process requires trial and error – and an organization 

may require 4-5 quarterly cycles to fully embrace the system and reap its benefits. 
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Intel Corporate Objective 
Establish the 8086 as the highest performance 16 bit microprocessor 

family as measured by 
 

Key Results Q2 1980 

1. Develop and Publish five benchmarks showing superior 8086 
family performance (Applications) 

2. Repackage the entire 8086 family of products (Marketing) 
3. Get the 89MHz part into production (Manufacturing) 
4. Sample the arithmetic coprocessor no later than June 15 

(Engineering) 
 

 

 

Engineering Department Objective 
Deliver 500 8MHz 8086 parts to CGW by May 30 

 

Key Results Q2 1980 

1. Develop final art to photo plot by April 5 
2. Deliver Rev 2.3 masks to fab on April 9 
3. Test tapes completed by May 15 
4. Fab red tag start no later than May 1 

 

 

Focus and commit to priorities 

• Measuring what matters begins with the question – what is most important for the next 

three, six, or twelve months? 

• Successful organizations focus on the handful of initiatives that can make a real difference, 

deferring the less urgent ones and their leaders commit those choices in word and deed. 

• An effective goal setting system starts with disciplined thinking at the top, with leaders who 

invest the time and energy to choose what counts. 

• Objectives and Key Results are the yin and yang of goal setting, principle and practice, vision 

and execution. 

• Objectives are the stuff of inspiration and far horizons.  Key results are more earth bound 

and metric driven. 

• According to Peter Drucker, “to make reliable progress, one must be able to measure 

performances and results against the goal 

Align and Connect to Teamwork 

• Research shows that public goals are more likely to be attained that goals held in private.   

• In an OKR system the most junior staff can look at every one’s goals upto the CEO. 

• Organizational poisons – suspicion, sandbagging, politicking lose their toxic power 

• OKRs make objectives “objective” in black and white and transparency seeds collaboration. 

OKRs expose redundant efforts and save time and money. 

• By knitting an individual’s work to team efforts, departmental projects and the overall 

mission, OKRs are the vehicle of choice for vertical alignment 
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• A healthy OKR environment strikes a balance between alignment and autonomy, common 

purpose and creative latitude. 

Track for Accountability 

• One underrated virtue of OKRs is that they can be tracked, and then revised or adapted as 

circumstances dictate.  

• Unlike traditional business goals, OKRs are living, breathing organisms.    

• Contributors are most engaged when they can actually see how their work contributes to 

the company’s success 

• It is best to have a dedicated cloud based OKR management software where users can 

navigate a digital dashboard to track, edit and score their OKRs.   

• Having a cloud-based tool helps in  

o Making everyone’s goals visible 

o Driving engagement 

o Promoting internal networking 

o Saving time, money and frustration 

• For an OKR system to functional effectively, the team deploying it must adopt it universally 

and it is a good practice to have one or more OKR shepherds. 

• OKRs do not require daily tracking – but regular check-ins preferably weekly are essential to 

prevent slippage. 

• OKRs are adaptable by nature – they are meant to be guardrails.  As we track and audit 

OKRs, we have four options  

o Continue – if a Green zone(“On track”) goal isn’t broken, don’t fix it 

o Update – modify a Yellow zone (“needs attention”) key result or objective to 

respond to changes in the workflow or external environment.  What could be done 

differently to get the goal back on track? 

o Start – Start a new OKR mid cycle whenever the need arises 

o Stop – when a Red zone (“at risk”) goal has outlived its usefulness, the best solution 

may be to drop it 

• “If the ladder is not leaning on the right wall, every step we take gets us to the wrong place 

faster” 

• For best results, OKRs are scrutinized several times per quarter by contributors and their 

managers.  Progress is reported, obstacles identified, and key results refined. 

• OKRs do not expire with completion of work.  Lot of value is gained from evaluation and 

analysis of them – these consist of  

o Objective scoring,  

o Subjective self-assessment  

o Reflection 

• Scoring is about what we have achieved and address how we might do it differently the next 

time around. Is the objective still worth pursuing? What can we change to achieve it? A 

score of 0.7 to 1 indicates that we have delivered (Green), 0.4 to 0.6 – we have made 

progress but fell short of completion (Yellow) and 0.0 to 0.3 – we have failed to make real 

progress Red)  

• In evaluating OKR performance, objective data is enhanced by the goal setter’s throughful 

subjective judgement.  For any given goal, there may be extenuating circumstances – a weak 

showing by numbers might hide a strong effort or a strong one could be artificially inflated.  
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Self-assessments driver a superior goal setting process for the next quarter – there are no 

judgements only learnings 

• Reflection is about answering questions like  

o Did I accomplish all my objectives, if so what contributed to the success”? 

o What obstacles did I encounter? 

o If I were to rewrite a goal, what would I change? 

o What have I learnt that might alter my approach to the next cycle’s OKR? 

Stretch for Amazing 

• OKRs push us far beyond our comfort zone. When stretch goals are chosen wisely, the pay 

off merits some risk and some Big Hairy Audacious Goals. 

• “The harder the goal, the higher the performance” - Studies have found that “stretched” 

workers were not only more productive, but more motivated and engaged. 

• Google divides its OKRs into two categories – Committed Objectives (tied to Google’s 

metrics such as product releases, bookings, customers etc) and Aspirational Objectives 

reflect a bigger picture, higher risk and future tilting ideas and by definition are challenging 

to achieve. 

• In the world of OKRs, Google is synonymous with exponentially aggressive goals, - “the 

gospel of 10X” 

• To succeed a stretch goal cannot seem like a long march to nowhere.  Stretch your team too 

fast and too far, and it may snap.   

• In pursuing high effort, high risk goals, employee commitment is essential and leaders must 

convey two things – importance of outcome and the belief that it is attainable 

• There is no one magic number for the right stretch – but look at questions like -  how can 

your team create maximum value?  What would amazing look like?  

Continuous Performance Management 

• Our systems for workplace communication needs an upgrade – to do away with the 

outdated performance management system 

• The alternative to the annual reviews is the Continuous Performance management 

implemented through CFRSs – Conversations, Feedback and Recognition 

• CFRs champion transparency, accountability, empowerment and teamwork at all levels in 

the organization 

• OKRs and CFRs are mutually reinforcing – CFRs give OKRs their human voice 

• Continuous performance management will lift every individual’s achievement and works 

wonders for morale and personnel development. 

• For companies moving to continuous performance management, the first step is to divorce 

compensation from OKRs.   

• These should be two distinct conversations with their own cadences and calendars – one is a 

backward-looking assessment typically done at year end, and the second is a forward-

looking dialogue between leaders and contributors and centres on five questions 

o What are you working on? 

o How are you doing; how are your OKRs coming along? 

o Is there anything impeding your work? 

o What do you need from me to be more successful? 

o How do you need to grow to achieve your career goals? 
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• Conversations between a manager and a contributor should focus on  

o Goal setting and reflection – where the employee’s OKR plan is set for the coming 

cycle, how best to align individual objectives and key results with organizational 

priorities 

o Ongoing Process Updates – brief data driven check ins on the employee’s real time 

progress with problem solving if needed 

o Two-way coaching – to help contributors reach their potential and managers do a 

better job 

o Career growth – develop skills and identify growth opportunities and expand 

employees’ vision of their future in the company 

o Lightweight performance reviews – feedback mechanism to gather inputs and 

summarize what the employee has accomplished since the last meeting. 

• “Feedback is an opinion grounded in observations and experiences which allows us to know 

what impression we make on others” – Sheryl Sandberg. 

• To reap the benefit of OKRs feedback must be integral to the process.   

• Today’s workers want to be empowered and inspired and not told what to do.  They want to 

provide feedback to their managers and not wait for a year to receive feedback on their 

work. 

• Feedback can be highly constructive – but only if it is specific – and they could be both 

positive feedback and negative feedback. 

• Peer to peer or 360-degree back is a good addition to the continuous performance 

management. 

• Recognition is the most underestimated component of CFRs and least understood. 

• Continuous recognition is a powerful driver of engagement.  Some of the ways to implement 

them are 

o By instituting peer to peer recognition 

o By establishing clear criteria – completion of special projects, achievement of 

company goals etc 

o By sharing recognition stories – through newsletters or company blogs 

o By making recognition frequent and attainable  

o By recognizing company goals and strategies.  

Culture 

• If OKRs are the vessels for leaders priorities and insights, CFRs ensure that the priorities and 

insights get transmitted – it is culture that is the medium through which it is transmitted. 

• Healthy culture and structured goal setting are interdependent and are natural partners in 

the quest for operating excellence. 

• Andy Grove says “culture is a set of values and beliefs as well as familiarity with the ways 

things are done and should be done in a company.  The point is a strong and positive 

corporate culture is absolutely essential” 

• Intel’s core cultural values according to Andy Grove were people oriented, openness, issue 

resolution, results, discipline, risk taking and trust and integrity 

• Google’s Project Aristotle talks about standout performance correlated to give questions – 

Structure and Clarity, Psychological safety, Meaning of work, Dependability and Impact of 

work.  Here Structure and Clarity maps to Objectives and Key Results – the others represent 

factors for a healthy workplace culture 
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• An OKR culture is an accountable culture – one is not pushed into it because the boss asked 

you to do, you do it because every OKR is transparently important to the company and 

colleagues who count on you. 

•   In “The Progress Principle”, Teresa Anabile and Steven Kramer, spoke about high 

motivation cultures rely on a mix of two elements – Catalysts and Nourishers. Catalysts 

sound very much like OKRs and Nourishers like CFRs 

o Catalysts – actions that support work, setting clear goals, allowing autonomy, 

providing sufficient resources and time, openly learning from problems and 

successes 

o Nourishers – acts of interpersonal support, respect, recognition, emotional comfort 

and opportunities for affiliation. 

• In the modern arena of cultural change, OKRs lend us purpose and clarity while CFRs supply 

the energy we need for the journey. 

• Dov Seidman, author of “How” – Why How we do anything means everything in business 

and in life” talks of how culture guides people’s behaviours and how behaviour defines a 

company more meaningfully than product lines or market share. Culture is one thing that 

cannot be copied or commoditized.  There is no powerful force than “active transparency” 

where human beings open up, share the truth, brings others in, being vulnerable”  

• OKRs and CFRs will build top down alignment, team first networking and bottom up 

autonomy and engagement – the pillars of any vibrant, value driven culture 
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