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Introduction

In today’s dynamic business landscape, achieving strategic clarity and alignment to realize the desired outcomes is crucial for organizational
success. Objectives and Key Results (OKR) is a powerful framework to streamline strategic planning and execution. By adopting OKR, leaders
can ensure their teams are aligned and focused on impactful goals, driving meaningful progress and success.

This article explores the benefits of OKR, providing practical examples and insights to help leaders and teams leverage this framework

effectively while avoiding common pitfalls.




Shift Toward Outcome-Oriented Leadership

Traditional leadership approaches often emphasize process-oriented goals and task completion, which are no longer sufficient in today’s
fast-paced, complex business landscape. A paradigm shift is underway: organizations are moving toward outcome-oriented leadership.

HOURS WORKED FOCUS ON OUTCOMES

TASKS COMPLETED ENCOURAGE INNOVATION AND
AUTONOMY

PROCESSES FOLLOWED
AGILITY AND RESPONSIVENESS

SILOED GOALS ACCOUNTABILITY

Figure 1: Shift from traditional output-driven to outcome-oriented Leadership

As illustrated in Figure 1, this shift is transforming how organizations set goals, measure success, and engage their teams. By focusing on
meaningful outcomes rather than rigid processes, leaders can drive innovation, foster collaboration, and empower employees to contribute
to strategic success.

OKR, a goal-setting framework originally adopted by Intel and Google, is becoming increasingly popular to address organizational concerns.
By adopting OKR, leaders can provide a clear intention and a sense of direction to their teams, ensuring that everyone is aligned and working
toward the same strategic goals.

OKR Adoption Insights

A report from a leading consulting firm explains the importance of outcome-oriented frameworks like OKR in improving business
performance, alignment, and leadership effectiveness.??

0%

Fortune 500 companies have adopted the OKR framework

3%

of the surveyed companies agree that OKR has a positive
impact on their organization
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Drivers and Barriers to OKR Adoption

OKR adoption can be transformative, but it comes with its set of challenges. If not implemented correctly, the framework can lead to
confusion and counterproductive efforts, undermining its potential benefits.

OKRs help create a unified
Alignment and direction, ensuring that teams at
Focus all levels are working toward the

same strategic goals.

OKRs support agility by
breaking down strategic goals

Agility and
IRy into quarterly, actionable plans,

Transparency

which can be reviewed and
adjusted regularly.

OKRs provide clear, measurable

outcomes that help employees
Improved Employee

Engagement

understand how their work
contributes to larger goals,
leading to higher engagement.

Promotes a culture where
innovation is structured,
intentional, and aligned with
organizational objectives.

Innovation
Enablement

Shifting to an outcome-focused
approach can be difficult,
especially in organizations with
entrenched processes and a
focus on outputs.

Cultural Resistance \i/

Without strong, visible
commitment from top Lack of Leadership
leadership, OKRs are unlikely Buy-In

to succeed.

Without a clear understanding
of how to define objectives and
key results, companies may fail
to derive the full benefits of the
framework.

Inadequate Training
~
and Understanding QlT_‘

Legacy performance systems,
such as annual reviews or
traditional KPIs, may conflict
with the dynamic, flexible
nature of OKRs.

Misalignment with {c}
%

Existing Systems

Figure 2: Drivers and batrriers to OKR adoption

While drivers and barriers provide a framework for evaluating OKR
readiness, a deeper organizational layer influences its successful
implementation: the ownership of outcomes, particularly financial
outcomes, such as profit and loss (P&L).

In traditional hierarchical models, P&L ownership is clearly
associated with specific business units or executives. Leadership
decides who owns P&L, and by extension, who is accountable for
strategic decisions and resource allocations.

However, agile operating models, which many modern
organizations are adopting, challenge this structure. These models
typically redesign business units into cross-functional teams
aligned with end-to-end value streams. In such a setup, traditional

This alignment helps resolve a key incentive gap:

P&L accountability becomes blurred. Teams may execute work
critical to business outcomes yet not directly own or influence P&L
metrics. This disconnect can affect motivation and coordination
across teams.

OKR offers a mechanism to bridge strategic intent with distributed
execution. Even when teams do not directly own financial results,
they can align around shared objectives that tie into broader
value stream outcomes. For example, in a large North American
retailer, the teams responsible for running the stores in line with a
format’s value proposition have P&L ownership. Other teams that
have missions to get products on store shelves and develop and
deliver an exceptional digital experience do not own a P&L but still
contribute to the success of the core teams.*

If a team doesn’t own a P&L, what motivates it to support another team that does?

OKR answers this by creating shared accountability across teams, with transparency into how each team'’s

efforts contribute to organizational success. 34% of team members said they'd feel more motivated at work if

they understood how their work connected to the company’s mission.?




Embedding OKR Across Enterprise

As John Doerr, who introduced OKR to Google in the late 1990s puts it, the objective defines what you want to achieve, while the key results
outline how you'll measure progress toward that goal.

The OKR model is built on two simple yet powerful components:

Objectives

Ambitious, qualitative goals
that set a clear direction.
These are designed to inspire
and align teams around a
shared purpose.

Key Results

Quantifiable success
indicators. They are specific,
measurable and time-bound
aspects that track progress
toward achieving the
objectives.

Improve Customer
Satisfaction across
Digital Channels

Key Results

Increase Net Promoter
Score (NPS) from 6 to 9

Reduce Average
support ticket
resolution time from
24 hours to 12 hours

Figure 3: OKR example

Aligning OKRs with strategic intent is not a one-size-fits-all exercise. Enterprises vary in their levels of maturity, ambition, and operating
cadence, and the OKR model must be adapted accordingly. A rigid top-down cascade often fails to capture the complexity of modern
organizations. Instead, OKRs should be designed to allow for strategic coherence and team-level flexibility.

OKR - System

Reference Point

+*
OKR Definition Level

Cycle Duration Check-in Frequency
Quarterly retrospectives

Best for operational agility, Structured reflection to evaluate
experimentation, and delivery-focused success, learnings, and improve the
teams. next cycle.

Annual/Half-Year Cycles Monthly reviews

Suitable for strategic or transformational Ideal for leadership teams to assess
OKRs with longer lead times. progress and realign.

® Organization Purpose/Mission

Anchors OKRs to the organization’s
fundamental reason for existence.

Quarterly

Set by executive leadership to define
enterprise-wide strategic priorities.

@ Division/Department @ Vision

Aligns OKRs with the organization's
aspirational future state. These are often

Created by business units or functions to
translate company OKRs into actionable,

domain-specific goals.

© Team

Defined by operational or project teams
to reflect their contribution to
department or division goals.

@ Individual

Used selectively, often in mature OKR

cultures, to connect personal goals to
team outcomes.

transformational in nature.
@ Divisional Strategy

Connects OKRs to functional or
business unit strategic priorities.

@ Team Responsibilities

Links OKRs directly to what a team
owns or delivers. These are highly
executional and reflect the team’s day-

® Rolling
Continuously updated OKRs that evolve
based on changing priorities.

Weekly/Bi-weekly check-ins

Enable timely feedback, course
correction, and decision-making.

to-day accountability and mandate.

©® KPis

Uses existing performance metrics as a
foundation, while reframing them into
forward-looking goals.

Figure 4: OKR system can be designed for organization along four core dimensions
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To achieve a balance between strategic coherence and team autonomy, organizations must anchor their OKR efforts in a well-defined,
repeatable process supported by clear roles and responsibilities. This calls for a structured OKR framework implementation and a set of
ownership roles that ensure both accountability and agility throughout the enterprise.

OKR Cadence———

v=
OKR List OKR . q . OKR
Planning "E‘él __:' Alignment
Strategy Development
Guiding principle a
Strateqy, Mision Mid-term goals
OKR Cycle
Long term Short term
etrospectlve ; =
‘ ! \ ' OKR Check-ins
OKR Owner OKR Review

Figure 5: OKR framework

Figure 5 depicts the core components of the OKR framework and delves into the operational structure that supports its successful
implementation. This iterative process involves:

Strategic Planning and OKR Drafting
The successful implementation of OKR begins with a clearly defined long-term vision and enterprise strategy, which act as the organization’s

guiding North Star. To make this plan actionable, it is translated into mid-term strategic goals that bridge the gap between the high-level
strategic vision and the more immediate, tactical OKRs.

OKR Cadence

Cadence refers to the structured rhythm in which OKRs are established, tracked, and reviewed across the organization. A well-established
cadence ensures strategic goals remain aligned with evolving business priorities, fosters accountability, and enhances organizational agility.

Different levels of the organization may operate on varying cadences, depending on their scope and function. Common OKR cadences
include:

é@ Quarterly Cadence

The most widely adopted cadence,

Annual Cadence .
Monthly/Rolling Cadence

Primarily utilized at the leadership

. . where both objectives and key Common in fast-paced teams or
level, where high-level objectives are . . .
results are defined and evaluated highly volatile environments, where
set for the year, and key results are . . .
every quarter. Aligns well with Scaled OKRs are reviewed and refined

reviewed quarterly to support long-

Agile Framework (SAFe) plannin monthly.
term strategic execution. g9 ( )P 9 y

increment cadence.
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OKR Cycle

The OKR cycle comprises a series of structured, interrelated phases that guide the setting, execution, and evaluation of OKRs. A typical OKR
cycle includes the following stages:

(]

OKR Planning

This initial phase

involves collaboratively

defining OKRs for the
upcoming cycle.

c}

efa

OKR Alignment

An OKR owner plays a
critical role in securing
alignment and ensuring
teams are clear on
the key results to
be achieved. Teams
self-organize to plan
the necessary work to
achieve the desired
outcomes.

OKR Check-ins

Regular check-

ins are essential

for maintaining

momentum and
ensuring transparency
throughout the cycle.

E_H
=0,

OKR Review

At the end of each
cycle, a comprehensive
review of OKRs is
conducted to evaluate
their success, celebrate
achievements, and
identify areas for
improvement.

()

O

OKR Retrospective

The retrospective phase
allows teams to reflect
on their experiences,
share feedback, and
extract lessons that can
enhance future OKR
cycles.

OKR Owner

The OKR owner is responsible for overseeing the entire OKR lifecycle, from planning and alignment to execution and review. They serve as the
primary point of accountability, ensuring teams stay focused on their OKRs, and that any issues or roadblocks are addressed promptly.

Key responsibilities of the OKR owner include:

Securing commitment from the teams and individuals responsible for making progress toward OKRs.

Fostering a culture of accountability by making teams and individuals take ownership of their OKRs.

Ensuring the OKRs are aligned with the company’s overarching goals, and are visible and transparent.

Preventing silos and encouraging collaboration.

Monitoring and tracking the progress of key results regularly, identifying and addressing any potential
roadblocks or deviations.

Ensuring the OKR progress is shared with relevant stakeholders.

Facilitating OKR review and retrospectives to assess the OKR success and continuously improve.

OKR ownership in Focus:>¢

0%

Companies use the role of an OKR Master

Significant drop in productivity is observed if the OKR
owner has more than 5 key results to update
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Navigating the Pitfalls of OKR Implementation

While the OKR framework offers a compelling model for aligning strategy and execution, successful adoption is far from guaranteed. Many
organizations face friction in embedding OKRs due to cultural inertia, lack of clarity, or weak sponsorship. Understanding the common pitfalls

and critical enablers is essential for leaders to unlock the full potential of OKR.

Setting insignificant and vague objectives

An objective should highlight the most
important outcome that needs to be achieved
and not focus solely on making minor
improvements to BAU activities

Confusing Action with Objectives

An objective should state the desired outcome
that we aim to achieve and not the action we
need to take to achieve that outcome.

Confusing KPIs with Objectives

When mixed up with KPlIs, the lines between
strategic objectives and performance metrics
can blur, leading to confusion and inefficiency.

1

Confusing deliverables with Key Results

Key results benchmark and monitor the
progress towards the Objective. Deliverables
do not help measure the outcome.

Setting unrealistic or vague key results

Unrealistic key results can demotivate the
team and hinder progress. Vague key results
fail to provide clear direction and measurable
outcomes.

Setting too many OKRs

Having too many objectives can scatter
focus and resources, reducing the chances of
meaningful progress.

Figure 6: Common pitfalls in OKR adoption

Here are a few examples that illustrate common mistakes made when drafting OKRs

© This objective focuses on an activity that

@@ Setiing e biEres Increase the number of weekly team

S does not directly translate into a significant
meetings.

or transformational outcome.

The example focuses on the action of

il ey e Ting Sesiens e i holding training sessions, which does not

Confusing action with objective

sales team."
guarantee improvement.
— . . . o The key result focuses on an activity and
=l Confusing deliverables with key "Conduct customer support training .
[ . " will not help measure progress toward the

results sessions.

expected outcome.
. o Y . . Key results can be aspirational but still need

Setting unrealistic key results Double Revenue in one month. o

to be realistic.

The effectiveness of OKRs lies in not only how they are written, but also how they are governed, reviewed, and embedded into the rhythm
of the organization. While well-crafted OKRs are essential, their true power emerges when they are actively managed through structured
governance, regular performance check-ins, and integration into key business cycles, such as planning, execution, and review. OKR is not a
one-time exercise or a static document, it is a living framework that must evolve with business priorities, receive leadership attention, and
drive day-to-day decision-making. Without disciplined review cadences, cross-functional alignment, and a culture of ownership, even the
best-written OKRs risk becoming disconnected from actual outcomes.

External Document © 2026 Infosys Limited



Key Elements for Successful OKR Adoption

Successfully implementing OKRs requires more than just setting goals, it involves cultivating a mindset and operational rhythm that supports
continuous alignment, focus, and accountability across the organization. By addressing the pitfalls mentioned earlier, organizations can
ensure their OKRs drive meaningful outcomes. Below are the key elements that facilitate successful OKR adoption:

Clear Communication and Organizational

Leadership Commitment and Transparency
Involvement . . . .
OKRs thrive on clear, consistent Frequent Reviews and Continuous

Active and visible leadership is communication that connects team goals Adjustment
essential to OKR success; leaders i

. to enterprise strategy. Transparent progress Regular OKR check-ins and iterative
must co-own the process, champion  tracking and open dialogue build trust,

refinements enable teams to stay
the framework, and model the foster collaboration, and reinforce shared ) . . ]
T . agile, responsive, and aligned with

discipline it requires. When leaders ownership of outcomes.

Ivi iorities. Embeddi
act as OKR champions, they drive evolving priorities. Embedding

alignment, accountability, and

review cycles into operational
. rhythms supports a culture of
sustained engagement. . n

learning and accountability.
Establishing the OKR Process and

Coaching . .
Leveraging the Right Tools to

OKR adoption begins with tailoring Enable OKR Adoption
the framework to the organization’s

Technolo lays a critical role in
context and building internal 9y play

scaling OKRs by enabling visibility,
alignment, and execution tracking
across the organization. Selecting
tools that integrate with existing
workflows helps embed OKRs into

capability through structured
training and enablement. OKR
coaches play a pivotal role in
guiding teams, embedding best

SUCCESS

practices, and reinforcing a shift to . .
outcome-driven thinking daily operations seamlessly.

Figure 7: Key elements for successful OKR adoption

While each of these elements — customization, leadership commitment, communication, review cadence, and tooling are critical to successful OKR
adoption, the OKR coach serves as the connecting thread that brings them to life in practice.

The OKR coach is a strategic enabler who ensures the foundational elements are aligned and consistently applied across the organization. With the
aim of ensuring that the OKR framework matures into a sustainable discipline, the OKR coach:

» Maintains momentum and focus during the early phases of OKR framework adoption.
Acts as a guide, mentor, and quality custodian.
Supports leadership in championing OKRs.
Helps teams write effective and outcome-driven goals.
Promotes the right use of tools.

To highlight how the foundational elements take shape when supported by effective coaching, consider the following example — a reflection of
how strategic OKR guidance can turn principles into measurable impact within a real-world organizational context.

From optional to essential - Coaching:®

/1% @Y 46% 7%

believe their organization has yet to of organizations perceive as performing organizations use OKRs enterprise wide
master OKRs below average in the execution of their OKRs
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Top Rated Social Fitness App

Ensures the objective
aligns with overall
business goals.

Helps in defining

measurable results

and identifying
NPS greater than 9 metrics

#1 Rated Appon  #1 Rated App on
theiOS App the Google Play
Store Store

Starting Current Target
gn} Metric Metric Metric Assign clear ownership and
82 84 9 ensures targets are time-
bound

Key Results
Progress

Start: QC 25w10

3 m WG
_ : bition:
§8 OKR owner: [DEV L ambien End: EOY2025

Figure 8: OKR example

Organizations that invest in this enablement role early often experience faster buy-in, improved OKR quality, and significantly better business
alignment. As research and case studies show, organizations succeed with OKRs when they embed them into the leadership and team rituals
- a transition best facilitated by experienced coaches.”®




Case Studies - Real Proof, Not Promises

The transformational impact of OKR is backed by real-world evidence, not just theory. Through our work with Enterprise Agility clients, we've
seen first-hand both the common challenges organizations encounter when implementing OKR and the proven strategies to overcome them.

A Multinational Auto Manufacturer

Situation: Factory support teams focused on task completion
without clarity on strategic goals or outcome effectiveness,
making impact assessment difficult.

OKR Process Adoption: Company adopted a quarterly OKR
framework, enabling teams through training, leadership support,
and regular reviews.

Impact: A key OKR targeting factory stability, aligned with
strategic goals, drove significant improvements in two quarters -
boosting production consistency, product quality, and workforce
morale.

2 5 % @ Reduction in Production Downtime
15% =

10% @ Reduction in Operational Costs

Increase in Daily Production Volume

Conclusion

A Global Aerospace Company

Situation: Teams operated in silos, focusing on isolated tasks

with little understanding of their contribution to organizational
goals. Misalignment existed between engineering and IT teams on
prioritization.

OKR Process Adoption: Leaders introduced the OKR framework,
while teams co-created their OKRs to foster ownership. OKRs were
aligned with agile delivery across digital, IoT, and Al projects, and
reviewed regularly to maintain flexibility and relevance.

Impact: Measurable improvements in equipment uptime
and predictive maintenance accuracy, while also enhancing
transparency, cross-team collaboration, and strategic focus.

2 5 % @ Drop in Engine Downtime within 6 Months

95 % -G} Accuracy of Predictive Maintenance Alerts

OKR is more than a framework — it represents a fundamental mindset shift in how organizations define, pursue, and measure success. When
implemented with intention, supported by committed leadership, and reinforced through coaching and regular reviews, OKR becomes a

powerful catalyst for strategic alignment, accountability, and innovation.

By fostering an outcome-oriented culture, organizations move beyond activity tracking to focus on real, measurable impact. This mindset
empowers teams, sharpens strategic focus, and drives meaningful progress toward shared goals.

In embracing OKR not just as a tool but as a way of thinking, organizations can unlock its full potential, transforming ambition into achievement.
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