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Article Abstract 
 
In today's rapidly evolving business landscape, organizations face unprecedented levels of uncertainty and 
disruption. To thrive, they must possess the agility and adaptability to effectively translate their long-term 
strategic ambitions into actionable, measurable objectives. Despite the widespread adoption of Objectives 
and Key Results (OKRs) as a governance tool within the strategy execution framework, many organizations 
struggle to harness their full potential. This article examines the evolution of the OKR framework, 
addressing its key vulnerabilities and introducing contemporary best practices to enhance its effectiveness. 
It provides actionable insights to help organizations achieve sustainable success in today's dynamic and 
uncertain environment. 



In today’s rapidly evolving business 
landscape, organizations face 
unprecedented levels of uncertainty 
and disruption. To thrive, they must 

possess the agility and adaptability to 
effectively translate their long-term 
strategic ambitions into actionable, 
measurable objectives. Despite the 
widespread adoption of Objectives and Key 
Results (OKRs) as a governance tool within 
the strategy management framework, 
many organizations struggle to harness 
their full potential. This article examines 
the evolution of the OKR framework, 
addressing its key vulnerabilities and 
introducing contemporary best practices 
to enhance its effectiveness. It provides 
actionable insights to help organizations 
achieve sustainable success in today’s 
dynamic and uncertain environment.

THE EVOLUTION OF  
THE OKR FRAMEWORK
The Objectives and Key Results (OKR) 
framework has undergone significant 
transformation since its inception, 
adapting to meet the evolving needs of 

organizations striving for strategic clarity 
and measurable success. The journey 
of the OKR framework began with 
Peter Drucker (1954) who introduced 
Management by Objectives (MBO) 
to align individual and organizational 
goals with clear, measurable outcomes. 
This foundational concept laid the 
groundwork for future developments 
in strategic management. In the 
1970s, Andy Grove at Intel transformed 
MBO into Objectives and Key Results 
(OKRs). Grove’s innovation was to add 
measurable “Key Results” to each 
objective, driving focus and accountability 
throughout the organization (Grove, 1999). 
This approach ensured that objectives 
were not only ambitious but also 
quantifiable, making it easier to track 
progress and achieve results.

John Doerr, a venture capitalist 
and former Intel employee, played 
a pivotal role in scaling OKRs at 
Google in the late 1990s. Doerr (2018) 
emphasized ambitious, transparent 
goals, alignment, and agility, as outlined 
in his book, Measure What Matters. His 
efforts popularized OKRs in the tech 
industry and beyond, demonstrating 
their potential to foster innovation 
and growth. 

In her book, Radical Focus, Christina 
Wodtke (2016) further evolved OKRs, 
advocating for their use in driving 
growth, innovation, and adaptability. She 
highlighted the importance of flexibility, 
team alignment, and a learning-oriented 
culture, ensuring OKRs remained 
relevant in dynamic environments.

Today, OKRs are a widely adopted 
and proven framework for strategy 
management. By balancing 
top-down alignment with bottom-up 
collaboration, they enable organizations 
to set ambitious goals while fostering 
engagement and innovation, making 
OKRs a cornerstone of modern strategic 
management. The framework consists 
of three main elements: Objectives, Key 
Results, and Key Performance Indicators 
(KPIs). Objectives are qualitative 
statements, derived from strategic 
goals to drive change. They outline what 
individuals, teams, or organizations strive 
to accomplish. Objectives should be 
aspirational, motivating, and set within 
a specific timeframe. Key Results are 
specific, measurable, and quantitative 
outcomes that indicate the achievement 
of objectives. They provide concrete 
evidence of success and serve as 
milestones for tracking progress. 
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Finally, KPIs are quantifiable measures 
used for precise progress tracking, 
enabling informed decision-making and 
actionable insights.

The implementation process for OKRs 
follows a structured seven-step method 
to ensure effective strategy execution 
within organizations (Figure 1). A notable 
example of this approach in action 
is Google’s use of OKRs to enhance 
Chrome’s speed and performance.

1.	 Define Strategic Goals 
Establish high-level, long-
term goals that align with the 
organization’s mission and vision. 
For instance, Google aimed to 
make Chrome the fastest and 
most user-friendly web browser, 
supporting its broader mission of 
organizing the world’s information.

2.	Break Down into Objectives 
Translate goals into qualitative, 
ambitious, and time-bound 
objectives that resonate with 
teams. Google’s objective was to 
“Enhance Chrome’s speed and 
performance to deliver the best 
browsing experience.”

3.	 Identify Key Results 
Determine specific, measurable, 
and quantitative outcomes for each 
objective to assess progress and 
success. For Chrome, this included 
reducing page load time by 20% 
within six months and achieving a 
95% user satisfaction rating.

4.	Select KPIs 
Choose quantifiable measures for 
precise progress tracking, enabling 
informed decision-making and 
actionable insights. Google tracked 
page load time, user engagement 
metrics, and bug reports related to 
speed issues.

5.	 Implement Regular  
Tracking and Management 
Leverage dashboards and real-
time monitoring tools to track 
progress, address challenges, 
and make timely adjustments. 
Google engineers used real-time 
dashboards to identify bottlenecks 
and optimize performance.

6.	Assign Ownership  
and Accountability 
Delegate objectives and key 
results to individuals or teams, 
clearly defining responsibilities 
to drive focus and accountability. 
Specific teams owned different 
Chrome components, such as the 
rendering engine and JavaScript 
execution, with clear accountability 
for key results.

7.	 Iterate and Adjust Objectives 
Use feedback and performance 
insights to refine objectives and 
key results as needed. Encourage 
continuous learning and flexibility in 
goal-setting. As performance data 
was analysed, Google refined its 
objectives, setting new stretch goals 
and iterating on features to maintain 
Chrome’s competitive edge.

Despite many strengths, the OKR 
Method has several vulnerabilities that 
organizations must address to ensure 
successful implementation. One such 
vulnerability is progress tracking, which 
can be hindered without accurate 
and timely data, leading to delays in 
decision-making. Additionally, lack of 
clear ownership and accountability, 
makes it difficult to drive progress and 
hold individuals responsible for their 
performance. The infrequency of reviews 
and adjustments also poses a problem, 
making it harder to identify bottlenecks, 

address issues, or refine objectives in 
response to feedback. Furthermore, 
without a culture of learning and 
adaptation, OKRs may become rigid 
and outdated, leading to resistance 
to innovation, lack of collaboration, 
and limited stakeholder engagement. 
By recognizing and addressing these 
vulnerabilities, organizations can 
enhance their OKR implementation and 
achieve better alignment, accountability, 
and adaptability in their strategic 
management efforts.

CONTEMPORARY BEST  
PRACTICES FOR OKR SUCCESS
To address the aforementioned 
vulnerabilities, I propose a set of six 
contemporary best practices that 
offer a comprehensive roadmap 
for organizations. These practices 
are designed to drive strategic 
alignment, foster innovation, and 
achieve sustainable success in today’s 
dynamic business environment. As 
summarized in Table 1, each best 
practice is introduced with its name, 
objective, relevant OKR Method steps, 
the vulnerabilities it addresses, a 
description, and a supporting example.

The first best practice, Real-Time 
Technology Integration, not only 
improves progress tracking but also 
enables swift, data-driven decision 
making. This practice primarily 
impacts Step 5 of the OKR Method, 
Implementing Regular Tracking 
and Management. It alleviates the 
problem of delayed decision-making 
due to inaccurate and untimely data. 
Indeed, robust information systems 
that collect, process, and visualize data 
enable organizations to track progress 
dynamically and forecast future 

FIGURE 1: OKR METHOD STEP-BY-STEP

1� �Define 
Strategic  
Goals 2 � �Break 

Goals 
Down into 
Objectives

3 � �Identify  
Key Result(s)  
for Each 
Objective

4 � �Select 
Quantifiable 
KPIs for  
Precise 
Progress 
Tracking

5� �Implement 
Regular 
Tracking and 
Management

6  � �Assign OKR 
Ownership 
and 
Accountability

7� �Iterate 
and Adjust 
Objectives 

STRATEGY MAGAZINE  |  ISSUE 40  |  SPRING 2025          29 RETURN TO CONTENTS



performance with greater accuracy. 
By deploying dashboards and mobile 
tools for on-the-go OKR monitoring, 
organizations can ensure real-time 
visibility of their performance. Automated 
alerts can be used for instant deviation 
tracking, allowing for swift corrective 
actions. Salesforce, for instance, leverages 
a sophisticated platform that provides 
real-time dashboards, enabling teams 
to visualize key performance indicators 
(KPIs) as they evolve. Automated alerts 
flag deviations from expected outcomes, 
prompting proactive interventions.

The second-best practice, Integration 
with AI and Data Analytics, enhances 
data-driven decision-making and 
enables proactive OKR adjustments.  
AI integration primarily impacts Step 5  
of the OKR Method, Implementing 
Regular Tracking and Management by 
addressing delays caused by slow data 
interpretation. By leveraging AI for real-
time insights, predictive trends, and 
process automation, organizations can 
make faster, more informed decisions 
and adapt their OKRs dynamically. 
Netflix, for example, employs AI and 
data analytics to monitor and adjust 
its OKRs in real-time. Machine learning 

algorithms are used to analyse viewer 
behavior, predict trends, and automate 
content recommendations. This real-
time tracking allows Netflix to make 
data-driven decisions and adjust 
its objectives dynamically, ensuring 
alignment not only with strategic goals 
but also current market demands. 

The third best practice, Cross-
Functional Collaboration, breaks 
down departmental silos and fosters 
seamless alignment across teams. This 
practice primarily impacts Step 6 of the 
OKR Method, Assign Ownership and 
Accountability, though it also influences 
other steps. It addresses the risk of lost 
ownership and accountability when 
objectives fall through the cracks due 
to misaligned teams. By having unified, 
cross-departmental OKRs, organizations 
can align their objectives both vertically 
(top-to-bottom) and horizontally (across 
functions). The OKR framework played 
a crucial role in Cisco’s Architecture 
Center of Excellence (ACoE) initiative. 
By setting unified OKRs, Cisco aligned 
product development, IT, sales, and 
customer success teams to ensure 
consistency in technology architecture 
and execution. This alignment helped 

break down silos and foster collaboration 
across different departments. The 
transparency and clarity provided by OKRs 
have enabled Cisco’s cross-functional 
teams to understand interdependencies, 
coordinate efforts efficiently, and drive 
faster innovation while maintaining 
architectural consistency across 
Cisco’s global operations.

The fourth best practice, 
Empowerment and Accountability, 
fosters a culture of ownership, 
transparency, and accountability 
within the organization. This practice 
primarily impacts Step 6 of the OKR 
Method, Assign Ownership and 
Accountability, by mitigating the risk 
of unclear responsibilities and a lack of 
accountability. By empowering employees 
with meaningful objectives and clear 
communication, this practice ensures that 
goals are pursued with commitment and 
focus. To achieve this, organizations must 
create detailed execution plans with clearly 
assigned objectives. Microsoft provides a 
strong example, employing a structured 
process for assigning ownership of OKRs 
at every level of the organization. Each 
objective is assigned a specific owner 
responsible for its delivery, with progress 

NAME OBJECTIVE STEPS VULNERABILITIES 
ADDRESSED

DESCRIPTION EXAMPLE

Real-Time 
Technology 
Integration

To improve progress 
tracking and 
enable data-driven 
decision making

Step 5:
Implementing 
Regular Tracking 
and Management

Delayed decision-
making due to 
inaccurate and 
untimely data

Enables real-time, 
enterprise-wide 
OKR monitoring, 
deviation tracking, and 
performance forecasting

Salesforce leverages a 
sophisticated platform 
that provides real-time 
dashboards

Integration with 
AI and Data 
Analytics

To enhance data-driven 
decision-making and 
enable proactive OKR 
adjustments

Step 5:
Implementing 
Regular Tracking 
and Management

Delays caused by slow 
data interpretation

Develops real-time 
insights, forecasts 
predictive trends, and 
automates processes

Netflix employs AI and 
data analytics to monitor 
and adjust its OKRs in 
real-time

Cross-
Functional 
Collaboration

To break down 
departmental silos 
and foster alignment 
across teams

Step 6:
Assigning 
Ownership and 
Accountability, but 
also other steps

Lost ownership 
and accountability 
when objectives are 
neglected due to 
misaligned teams

Breaks down silos 
with vertically and 
horizontally unified, 
cross-departmental OKRs

Cisco’s Architecture 
Center of Excellence 
(ACoE)

Empowerment 
and 
Accountability

To foster a culture 
of ownership, 
transparency, and 
accountability within 
the organization

Step 6: 
Assigning 
Ownership and 
Accountability

Unclear 
responsibilities and a 
lack of accountability

Fosters a culture of 
ownership, transparency, 
and accountability by 
empowering employees

Microsoft assigns 
ownership of OKRs 
at every level of the 
organization and tracks 
progress using Viva Goals

Agile Strategic 
Management

To enable real-time 
adaptability of the 
OKR process

Step 7:
Iterating and 
Adjusting 
Objectives

Infrequent reviews 
and adjustments 
lead to rigid and 
outdated OKRs

Creates a dynamic 
objective setting 
with continuous 
feedback loops

Barclays Bank use 
Disciplined Agile 
Delivery (DAD) and 
Agile coaching

Engagement 
through 
Innovation 
and Rewards

To foster a culture 
of innovation, risk-
taking, and long-term 
employee engagement

Entire OKR 
management 
process

Resistance to 
innovation, lack of 
collaboration, and 
disengagement

Promotes innovation 
and risk-taking by linking 
OKRs to rewards and 
promotions

HubSpot has mastered 
the art of fostering 
engagement through its 
OKR practices

TABLE 1: BEST PRACTICES FOR OKR MANAGEMENT

30          SPRING 2025  |  ISSUE 40  |  STRATEGY MAGAZINE  RETURN TO CONTENTS



Advertiser Product & Service Centre

Strategy Magazine is made possible by the companies below who convey their important messages on our pages. 
We thank them for their support of the International Association for Strategy Professionals, and Strategy Magazine and 
encourage you to contact them when making your purchasing decisions. To make it easier to contact these companies, 
we have included the page number of their advertisement, their phone number, and, where applicable, their website.

COMPANY PAGE PHONE WEBSITE

iBossWell 2 913-642-1416 www.ibosswell.com

The Systems Thinking Approach 7 403-807-1788 www.tstapproach.com

transparently tracked using tools like 
Viva Goals. This approach empowers 
employees with clear, meaningful 
objectives, ensures accountability 
cascades throughout the organization, 
and ultimately fosters alignment with 
Microsoft’s broader strategic initiatives.

The fifth best practice, Agile 
Strategic Management, enables real-
time adaptability of the OKR process 
through continuous feedback loops 
and dynamic objective setting. This 
practice primarily impacts the seventh 
step of the OKR Method, Iterating and 
Adjusting Objectives, while also fostering 
a culture of continuous improvement 
across the entire process. It addresses 
the challenge of infrequent reviews 
and adjustments. By implementing 
continuous feedback loops, such as sprint 
reviews and retrospectives, and treating 
OKRs as evolving, flexible statements, 
organizations can maintain both focus 
and adaptability. Establishing structured 
review cadences, including daily stand-
ups, weekly KPI reviews, and quarterly 
evaluations, ensures that organizations 
stay aligned while remaining agile 
in today’s fast-paced environment. 
Barclays Bank, for example, has 
successfully implemented Agile Strategic 
Management by using Disciplined Agile 
Delivery (DAD) and Agile coaching. This 
approach has enabled them to deliver 
people-first coaching, simplify process 
decisions, and improve productivity. With 
continuous feedback loops and dynamic 
objective setting, Barclays has achieved 
greater levels of happiness, speed in 
launching new products, and adaptability.

The sixth and last best practice, 
Engagement through Innovation and 
Rewards, aims to foster a culture of 
innovation, risk-taking, and long-term 

employee engagement. This practice 
impacts the entire OKR Method by 
preventing resistance to innovation, lack 
of collaboration, and disengagement. 
Organizations that adopt this approach 
create an environment where employees 
are motivated to push boundaries and 
contribute meaningfully to strategic goals. 
Linking OKRs to rewards, professional 
development, and career progression 
sustains motivation and ensures individual 
efforts align with broader organizational 
objectives. HubSpot has mastered the 
art of fostering engagement through its 
OKR practices. The company encourages 
experimentation and risk-taking, viewing 
failures as learning opportunities rather 
than setbacks. By linking OKRs to 
professional development and recognizing 
employee contributions, the company has 
built a culture of innovation and ambition. 
This approach ensures that employees 
remain invested in their objectives while 
driving the company’s strategic success. 

By embracing these six contemporary 
best practices, organizations can 
tackle the common challenges in OKR 
management head-on. They will be better 
positioned to enhance the effectiveness 
and efficiency of their goal-setting 
processes, driving success in today’s 
fast-paced and ever-evolving business 
landscape. The integration of these 
strategies will not only improve alignment 
and accountability but also cultivate a 
culture of innovation, agility, adaptability, 
and continuous improvement.

CONCLUSION
This article proposes a set of six 
best practices that enhance the 
implementation of OKRs by addressing 
its vulnerabilities, providing a roadmap for 
organizations to drive strategic alignment, 

adaptability, and execution excellence. 
As businesses face rapid change, 
integrating AI-driven insights while 
maintaining human-centric decision-
making will be essential to balancing 
efficiency with engagement. Future 
research should explore the evolving role 
of AI in OKRs, the psychological impact 
of automation, and best practices for 
sustaining long-term organizational 
agility. By continuously refining OKR 
methodologies, organizations can build 
resilience and position themselves 
for sustainable success in an era 
of uncertainty.

REFERENCES
Doerr, J. (2018) Measure What Matters: 

How Google, Bono, and the Gates 
Foundation Rock the World with 
OKRs. Portfolio.

Drucker, P. (1954) The Practice of 
Management. Harper & Brothers.

Grove, A. S. (1999) Only the Paranoid 
Survive: How to Exploit the Crisis 
Points That Challenge Every 
Company. Crown Currency.

Wodtke, C. (2016) Radical Focus: 
Achieving Your Most Important 
Goals with Objectives and Key 
Results. Cucina Media, LLC.

ABOUT THE AUTHOR
Alex Milovanovich is a 
management practitioner, strategy 
advisor, and author of Strategic 
Management in the 21st Century. 
He has extensive experience in 
South Africa, where he spent most 
of his career, as well as in Kenya, 
Nigeria, and the Western Balkans. 
E: alex@poslovnastrategija.rs 

STRATEGY MAGAZINE  |  ISSUE 40  |  SPRING 2025          31 RETURN TO CONTENTS

http://www.ibosswell.com
http://www.tstapproach.com
mailto:alex@poslovnastrategija.rs



