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“HEALTHY CULTURE AND STRUCTURED GOAL 
SETTING ARE INTERDEPENDENT” - JOHN DOERR

We believe you need both of the above not just for success, but to be 
sustainably successful, which let's be fair is what we are all aiming 
for. But a healthy company culture doesn't happen overnight. It has a 
more organic development that requires fostering and nurturing. 
This is the polar opposite of a goal-setting framework which is a 
much easier place to start in trying to achieve success. Our chosen 
structure, not just for our own business but a feature in our so�ware 
is Objectives and Key Results (OKRs).

OKR's have been around for decades, coming up through the ranks 
featuring in tech giants like Intel followed by Google. With the former, 
they were used across multiple departments to align the company 
during a time of substantial organisational change and soon adopted 
by many other key stakeholders in the business world such as 
Twitter, Amazon, Netflix and Spotify as examples. There is a wide 
variety of OKRs to choose from covering all the bases of your 
company's aims and objectives. So what are they all about and more 
importantly, what is it about OKR's that has so many multinationals 
flocking to adopt them? In this eBook, we are going to give you an 
insight into how they work as well as how they can help you, your 
people and your company. 



iusto odio dignissim qui blandit praesent luptatum zzril delenit augue 
duis dolore te feugait nulla facilisi.
Lorem ipsum dolor sit amet, cons ectetuer adipiscing elit, sed diam nonummy 
nibh euismod tincidunt ut laoreet dolore magna aliquam erat volutpat. Ut wisi 
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nisl ut aliquip ex ea commodo consequat.
Lorem ipsum dolor sit amet, consectetuer adipiscing elit, sed diam nonummy 
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sent luptatum zzril delenit augue duis dolore te feugait nulla facilisi.
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nisl ut aliquip ex ea commodo consequat. Duis autem vel eum iriure dolor in 
hendrerit in vulputate velit esse molestie consequat, vel illum dolore eu feugiat 
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Let's start by looking at what they are and how they operate. OKR's 
are a framework of goal setting that focuses on outlining business 
objectives and their outcomes - basically, everything you want to 
achieve. They're usually broad in scope, ambitious and time reliant. 
Key Results are the smaller things needing to be delivered to 
complete the more significant objectives. Therefore, they are 
measurable, specific and indicate if your people are on track or at risk 
of not completing their objectives. 

Before starting to set your OKRs, you need to ask yourself and truly 
understand what it is you want to achieve by using them. Everyone in 
your company needs to be clear on this and aligned in their targets. If 
your company is new to them, we would highly recommend assigning 
the management and implementation of your OKRs to one of your 
people trained in the framework. 

Their job would be guiding everyone and your company in setting the 
OKRs and be available to answer any questions. They would be 
responsible for making sure everyone stays on the path and 
encourage engagement with their goals. Like any process, it's not 
without its challenges. OKRs are a learning curve, people will 
inevitably need help along the way, and that's precisely why you need 
someone providing it. Back to Doerr's point, a healthy culture and 
structured goals are interdependent. Not only is this required 
to achieve your goals, but it's also necessary to ensure your 
people feel supported in the process. This creates the right kind 
of company culture



OKRs need a start and an endpoint to structure them. When they are 
being set and reviewed needs to be clearly defined before they can 
be made. For example, company objectives are o�en set yearly, while 
individual and team objectives are set quarterly. With your in-house 
OKR manager onboard and a framework to operate within, you can 
begin writing them. 

This is the meaty bit. Your company has a mission and a vision, but 
translating that into OKRs can be tricky. But without them, the OKRs 
are fruitless. You should start by writing one big objective that you 
want to achieve within the next 5-7 years. Then write the three key 
results you require to achieve the objective. This makes setting OKRs 
for the rest of the company much more straightforward and means 
less time wasted on goals which aren't directly feeding into the 
overarching aim. 

Next, you need to set your company's yearly goals. These represent 
your company strategy and so usually mean three to four objectives 
that feed into the big one. It's crucial when deciding these that 
everyone in your company has their input, and the process is 
transparent. This is an excellent opportunity for people to be 
involved and feel the positive return of their impact. It also helps 
everyone understand clearly the importance of their objectives, keep 
them on track and seeing how they contribute to the broader 
company goals. 

In addition to this, teams can have their own goals which feed into 
your company's goals, and individual goals can feed into team goals. 
It's always a great idea to encourage your people to set personal work 
goals. However, if your company is new to OKR's, it might be worth 
waiting until everyone is comfortable using the process before 
adopting their own. This way, there will be less demand on the 
overseer. If this is the case for you, start setting them as a team, and 
over time, people can feed out from that individually and confidently. 

How Do I Write OKRs? 



When it comes to objectives, a team or an individual should have 
three to five of them per planning period. We recommend quarterly. 
As always, these objectives should align with your company's ones. 
Sticking with your business, we suggest three to five objectives which 
are set yearly and all feeding back into your 5-7 year plan.

With key results, there is no hard and fast rule on how many 
objectives you should have. More than five has shown to be a 
challenge to reach and maintain. In general, a well-defined stretch 
but a realistic objective will have three key results.

So how should they look? Here are some examples: 

Sales:
Objective: Achieve Sales Growth Target

Key Results: 
1. Generate Bookings with Total Contract Value of $100,000
2. Increase Average Revenue Per Customer by 20%
3. Increase Sales Rep Success Rate by 25%

Marketing:
Objective: Successfully Relaunch Our Social Media Accounts

Key Results: 
1. Finalise the content strategy four weeks before the social 
media launch
2. Grow social media following across all platforms by 400%
3. Increase social media interactions across all platforms by 600%

How Many OKRs Should I Have? 



HR:
Objective: Define and Promote Company Culture Values

Key Results: 
1. Survey all employees on current company culture and receive 
answers by 95% of the organisation
2. Hold brainstorming sessions with five groups of employees to 
redefine culture
3. Design and promote new company culture around the o�ice 
and via training days 

Engineering:
Objectives: Improve the Quality of Development Process

Key Results: 
1. Implement a process to assess development tools used
2. Reduce the number of customers reported bugs by 25%
3. Increase mandatory educational development time to one week 
each quarter

Below is an example of an OKR in our so�ware, Frankli. You can see 
the Objective "Implement New Sales Strategy" and the goal’s overall 
progress and end date. Underneath that, you'll see its Key Objectives 
and their progress. You can see that without the completion of the 
key results, the overall objective can't be achieved. If any barriers 
pop up during the goal being met, you can edit the OKR to change the 
due dates. 



“HEALTHY CULTURE AND STRUCTURED GOAL SETTING 
ARE INTERDEPENDENT” – JOHN DOERR
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Once you've gotten to grips with OKRs, it's time to roll them out to 
your team. Whether it's you or a person identified within your 
company, implementing them, it can be a daunting task. Informing, 
teaching and monitoring a process, which is new for some and 
sometimes all is never straightforward. But like anything, it can be 
made easier. 

Firstly, make sure you understand OKRs inside and out. It's vital you 
feel confident with them. It's much harder to undo any bad habits 
down the line, especially if they have been passed on to others. 
Secondly, try and have a talk and walkthrough with everyone at once 
when introducing them to your team. Management, interns and 
everyone in between should be present for this meeting. This shows 
your people the implementation of OKRs is being taken seriously by 
everyone in the company. It's also an obvious time saver. 

Next, have 1:1 sessions with your team to help them understand and 
write their first objectives and key results. Having you there as a 
guide shows your support and aids everyone is feeling more 
confident in their ability to complete their tasks. A�er this, make 
yourself available for any queries which might arise and have regular 
check-ins with your people. Bi-weekly check-ins are a good starting 
point, progressing to weekly and monthly as time goes by, but you'll 
be able to gauge it. 

For those who may struggle with the process, provide a hands-on 
workshop. Avoid just bringing them through OKR's in-depth, also 
involve them in their creation. Having some of their peers there who 
have grasped the concept might be helpful in terms of explaining and 
showing it's possible. It's all about supporting your people in getting 
them comfortable with the process; you'll know what will work best 
for them.



As you can see, the OKR framework is a learning curve, and when you 
are learning, it's natural to make mistakes. But here are some ways 
you can avoid the most common challenges.

Set An Achievable Amount of Objectives 
Overdoing the number of objectives set can be common in 
companies new to OKRs and are o�en because everyone becomes 
overly ambitious. Trying to encompass too much at once will 
inevitably mean you lose focus and fail to prioritise what will bring 
the most organisational success. Combatting this is easy, make sure 
your OKR's are clear, concise, realistic, and people are prioritising the 
right goals. Let everyone know that you appreciate their vision and 
aspirations, and the importance of channelling that energy into their 
top 2-3 goals. 

Avoid Mixing In Daily Tasks
OKR's are about setting large, stretch goals, not about what needs 
doing day to day. For example, your HR manager might set conduct 
performance reviews as their objective. This isn't a stretch goal; it 
just needs to be completed. A better way of converting this - without 
discarding it altogether - is to say: "Improve Performance Review 
Turnout by 60%." This is advancing how things are being done, 
achieving your performance reviews and avoiding the wrong kind 
of goals.

What Should I Watch Out For?



Set Qualitative Objectives

Objectives are there to push you. Setting limiting ones like "Increase 
Sales by 20%", are not only demotivating but once reached, people 
may stop working on it. Having qualitative objectives such as 
"Improve Click-Through Sales" is much more interesting. It also 
means there's no cut-o� point, so you don't risk curbing success. 

Set Quantitative Key Results

Key results, unlike objectives, are there to be specific. If they aren't, 
they will confuse and dilute the focus. They are much more rigid 
guides showing precisely what needs to be achieved to complete the 
overall objective. For example, "Improve Upselling Sales" is not an 
ideal key result as it isn't specific. Improving isn't quantifiable and is 
open to interpretation. Key results should be clear and concise. 
Replacing this with "Increase Average Upselling Value by 50%" is a 
much clearer alternative.  
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OKRs need a start and an endpoint to structure them. When they are 
being set and reviewed needs to be clearly defined before they can 
be made. For example, company objectives are o�en set yearly, while 
individual and team objectives are set quarterly. With your in-house 
OKR manager onboard and a framework to operate within, you can 
begin writing them. 

This is the meaty bit. Your company has a mission and a vision, but 
translating that into OKRs can be tricky. But without them, the OKRs 
are fruitless. You should start by writing one big objective that you 
want to achieve within the next 5-7 years. Then write the three key 
results you require to achieve the objective. This makes setting OKRs 
for the rest of the company much more straightforward and means 
less time wasted on goals which aren't directly feeding into the 
overarching aim. 

Next, you need to set your company's yearly goals. These represent 
your company strategy and so usually mean three to four objectives 
that feed into the big one. It's crucial when deciding these that 
everyone in your company has their input, and the process is 
transparent. This is an excellent opportunity for people to be 
involved and feel the positive return of their impact. It also helps 
everyone understand clearly the importance of their objectives, keep 
them on track and seeing how they contribute to the broader 
company goals. 

In addition to this, teams can have their own goals which feed into 
your company's goals, and individual goals can feed into team goals. 
It's always a great idea to encourage your people to set personal work 
goals. However, if your company is new to OKR's, it might be worth 
waiting until everyone is comfortable using the process before 
adopting their own. This way, there will be less demand on the 
overseer. If this is the case for you, start setting them as a team, and 
over time, people can feed out from that individually and confidently. 

When it comes to your people, OKRs benefit everyone in your 
business from top execs to people working on the ground. For CEOs, 
using OKRs means that the whole company is working towards the 
greater company vision. This has several benefits, not least that it will 
reduce the risk of your people veering o� track. Instead, they are 
more likely to stay engaged with their work because they feel they 
are positively contributing to the company. For HR managers, OKRs 
are fantastic as they align goals, focus people and make 
understanding their progress easier. 

Finally, for individuals, OKRs are essential as they give them a sense 
of purpose because they get to align their personal goals to company 
ones. It also provides them with a view of your company's 
overarching aims, making the whole company transparent and open. 
OKRs also help everyone identify any gaps that might exist in their 
skill set. This can prompt people to improve their skills. We have a 
mentoring feature in our so�ware which supports this. No one 
should ever feel like they have a block to achieving their tasks and 
continuing to be part of the team. This sense of involvement is 
what benefits your company and its culture, and OKRs can help 
identify this.

In relation to process, other goal setting methods can be rigid and 
tenacious, but OKRs are most e�ective as they are flexible and open 
to change. This is a huge reason why the OKR framework has been so 
successful for many companies. While it helps achieve lo�ier and 
ambitious goals, they can be changed and altered when obstacles 
pop up. 

As well as this, some goal-setting methods are restricted to those at 
the top. Then everyone must wait for them to trickle down slowly. 
With OKRs, objectives can be set by everyone in the company. This 
removes any blocks to success, contributes to a transparent culture 
and encourages engagement.



When it comes to objectives, a team or an individual should have 
three to five of them per planning period. We recommend quarterly. 
As always, these objectives should align with your company's ones. 
Sticking with your business, we suggest three to five objectives which 
are set yearly and all feeding back into your 5-7 year plan.

With key results, there is no hard and fast rule on how many 
objectives you should have. More than five has shown to be a 
challenge to reach and maintain. In general, a well-defined stretch 
but a realistic objective will have three key results.

So how should they look? Here are some examples: 

Sales:
Objective: Achieve Sales Growth Target

Key Results: 
1. Generate Bookings with Total Contract Value of $100,000
2. Increase Average Revenue Per Customer by 20%
3. Increase Sales Rep Success Rate by 25%

Marketing:
Objective: Successfully Relaunch Our Social Media Accounts

Key Results: 
1. Finalise the content strategy four weeks before the social 
media launch
2. Grow social media following across all platforms by 400%
3. Increase social media interactions across all platforms by 600%

We started Frankli with just two people, and we decided to use OKRs 
to build our company from the ground up. Now, nearly three years 
later, OKRs had and still have a considerable part to play in the 
growth and success of our business. They helped us track where we 
wanted to take Frankli, but also what we were struggling with and 
why. We were able to identify our strengths and where we could 
stand to drive things further.

As we continue to grow, OKRs are more important to us than ever. 
They allow us to push ourselves to our limits. And with our team 
ever-expanding, they help us track our growth and any areas we may 
need assistance. We can align everyone's goals to the company ones 
so whether someone is in marketing or so�ware development, we all 
understand what our daily tasks are working towards. We 
experienced the benefits of OKRs first hand, and that's why we built 
them into our product. We believe strongly in their ability to help 
everyone, no matter what their role, achieve their goals, both 
professional and personal and to feel part of the company 
community.

Our Story
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OKRs are growing in popularity in the world of goal-setting and for 
good reasons. From helping guide companies through huge 
transition to assisting them in achieving their daily objectives, 
they're a no brainer - and they could be precisely what your company 
needs to thrive. 

We know that rolling out an entirely new goal-setting platform is no 
mean feat. It will take time and energy. We have done it ourselves. 
But we also know, once it has been successful, OKRs can improve 
management practices, help you reach your goals and put your 
company on track to achieving more. Our so�ware has them built-in 
for a reason, and we can help you navigate and integrate OKRs into 
your company to boost productivity and engagement.





As you can see, the OKR framework is a learning curve, and when you 
are learning, it's natural to make mistakes. But here are some ways 
you can avoid the most common challenges.

Set An Achievable Amount of Objectives 
Overdoing the number of objectives set can be common in 
companies new to OKRs and are o�en because everyone becomes 
overly ambitious. Trying to encompass too much at once will 
inevitably mean you lose focus and fail to prioritise what will bring 
the most organisational success. Combatting this is easy, make sure 
your OKR's are clear, concise, realistic, and people are prioritising the 
right goals. Let everyone know that you appreciate their vision and 
aspirations, and the importance of channelling that energy into their 
top 2-3 goals. 

Avoid Mixing In Daily Tasks
OKR's are about setting large, stretch goals, not about what needs 
doing day to day. For example, your HR manager might set conduct 
performance reviews as their objective. This isn't a stretch goal; it 
just needs to be completed. A better way of converting this - without 
discarding it altogether - is to say: "Improve Performance Review 
Turnout by 60%." This is advancing how things are being done, 
achieving your performance reviews and avoiding the wrong kind 
of goals.














