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M easur e What Matter s takes you behind the scenes for the
creation of Intel® powerful OKR systemd one of Andy Groveé finest

legacies.0
0 Gordon Moore, cofounder and former chairman of I ntel

M easure What Matterswill transform your approach to setting
goals for yourself and your organization. Whether you arein a small
start-up, or large global company, John Doerr pushes every leader
to think deeply about creating a focused, purpose-driven business

environment.o
0 Mellody Hobson, president of Ariel Investments

fnJohn Doerr isa Silicon Valley legend. He explains how
transparently setting objectives and defining key results can align

organizations and motivate high performance.o
d Jonathan Levin, dean of Stanford Graduate School of Business

M easure What Mattersis a gift to every leader or entrepreneur
who wants amore transparent, accountable, and effective team. It
encourages the kind of big, bold bets that can transform an

organization.o
o John Chambers, executive chairman of Cisco

Aln addition to being aterrific personal history of tech in Silicon
Valley, Measure What Mattersis an essential handbook for both
small and large organizations; the methods described will definitely

drive great execution.o
0 Diane Greene, founder and CEO of VMware, Alphabet board member, and
CEO of Google Cloud
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FOREWORD

Larry Page
Alphabet CEO and Google Cofounder

Google. Or even before that, when | was only managing myself!

As much as | hate process, good ideas with great execution are
how you make magic. And that& where OKRs comein.

John Doerr showed up one day in 1999 and delivered a lectureto
us on objectives and key results, and how we should run the
company based on his experience at Intel. We knew Intel was run
well, and John& talk made a lot of intuitive sense, so we decided
wedl giveit atry. | think it& worked out pretty well for us.

OKRs are asimple process that helps drive varied organizations
forward. We have adapted how we use it over the years. Takeit asa
blueprint and make it yours, based on what you want to see happen!

For leaders, OKRs give alot of visibility into an organization.
They also provide a productive way to push back. For example, you
might ask: iWhy can@ usersload avideo on YouTube almost
instantly? Isnd@ that more important than this other goal youge
planning to do next quarter?0

|Gn glad to join in celebrating the memory of Bill Campbell,
which John has done very nicely at the conclusion of the book. Bill
was a fantastically warm human being who had the gift of almost
always being rightd especially about people. He was not afraid to
tell anyone about how ffull of shitothey were, and somehow they
would still like him even after that. | miss Bill& weekly haranguing
very much. May everyone have a Bill Campbell in their livesd or
even strive to make themselves be a bit more like the Coach!

| dond write alot of forewords. But | agreed to do thisone
because John gave Google a tremendous gift all those years ago.
OKRs have helped lead us to 10x growth, many times over. They&e

I wish | had had this book nineteen years ago, when we founded



helped make our crazily bold mission of forganizing the world&
informationo perhaps even achievable. They&e kept me and the rest
of the company on time and on track when it mattered the most.
And | wanted to make sure people heard that.
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PART ONE

OKRsIn Action



1
Google, Meet OKRs

If you don@ know where you@e going, you might not
get there.

0 Yogi Berra

atwo-story, L-shaped structure off the 101 freeway. It was
young Google® headquarters, and |@ come with a gift.

The company had |leased the building two months earlier,
outgrowing a space above an ice-cream parlor in downtown Palo
Alto. Two months before that, 1@ placed my biggest bet in nineteen
years as aventure capitalist, an $11.8 million wager for 12 percent of
a start-up founded by a pair of Stanford grad school dropouts. |
joined Google® board. | was committed, financially and
emotionally, to do all | could to help it succeed.

Barely a year after incorporating, Google had planted its flag: to
forganize the world® information and make it universally accessible
and useful.0 That might have sounded grandiose, but | had
confidencein Larry Page and Sergey Brin. They were self-assured,
even brash, but also curious and thoughtful. They listenedd and
they delivered.

Sergey was exuberant, mercurial, strongly opinionated, and able
to leap intellectual chasmsin asingle bound. A Soviet-born
Immigrant, he was a canny, creative negotiator and a principled
leader. Sergey was restless, always pushing for more; he might drop
to the floor in the middle of a meeting for a set of push-ups.

Larry was an engineer & engineer, the son of a computer science
pioneer. He was a soft-spoken nonconformist, arebel with a 10x
cause: to make the internet exponentially more relevant. While

O n afall day in 1999, in the heart of Silicon Valley, | arrived at



Sergey crafted the commerce of technology, Larry toiled on the
product and imagined the impossible. He was a blue-sky thinker
with hisfeet on the ground.

Earlier that year, when the two of them came to my office to pitch
me, their PowerPoint deck had just seventeen slidesd and only two
with numbers. (They added three cartoons just to flesh out the
deck.) Though they@ made a small deal with the Washington Post,
Google had yet to unlock the value of keyword-targeted ads. Asthe
eighteenth search engineto arrive on the web, the company was way
late to the party. Ceding the competition such along head start was
normally fatal, especially in technology.*

But none of that stopped Larry from lecturing me on the poor
quality of search in the market, and how much it could be improved,
and how much bigger it would be tomorrow. He and Sergey had no
doubt they would break through, never mind their lack of a business
plan. Their PageRank algorithm was that much better than the
competition, even in beta.

| asked them, fiHow big do you think this could be?01 @l already
made my private calculation: If everything broke right, Google
might reach a market cap of $1billion. But | wanted to gauge their
dreams.

age and Sergey Brin at Google® birthplace, the garage at 232 Santa
Margarita, Menlo Park, 1999.
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And Larry responded, fiTen billion dollars.0

Just to be sure, | said, iYou mean market cap, right?0

And Larry shot back, fiNo, | don@ mean market cap. | mean
revenue.o

| was floored. Assuming a normal growth rate for a profitable
tech firm, $10 billion in revenue would imply a $100 billion market
capitalization. That was the province of Microsoft and IBM and
Intel. That was a creaturerarer than aunicorn. Therewasno
braggadocio to Larry, only calm, considered judgment. | didnd
debate him; | was genuinely impressed. He and Sergey were
determined to change the world, and | believed they had a shot.

Long before Gmail or Android or Chrome, Google brimmed with
big ideas. The founders were quintessential visionaries, with
extreme entrepreneurial energy. What they lacked was management
experience.* For Google to have real impact, or even to reach liftoff,
they would haveto learn to make tough choices and keep their team
on track. Given their healthy appetite for risk, they@ need to pull
the plug on losersd to fail fast.*

Not least, they would need timely, relevant data. To track their
progress. To measure what mattered.

And so: On that balmy day in Mountain View, | came with my
present for Google, a sharp-edged tool for world-class execution. | @l
first used it in the 1970s as an engineer at Intel, where Andy Grove,
the greatest manager of hisor any era, ran the best-run company |
had ever seen. Since joining Kleiner Perkins, the Menlo Park VC
firm, | had proselytized Grove® gospel far and wide, to fifty
companies or more.

To be clear, | have the utmost reverence for entrepreneurs. | an
an inveterate techie who worships at the altar of innovation. But | @
also watched too many start-ups struggle with growth and scale and
getting theright thingsdone. So @ come to a philosophy, my
mantra:

|deas are easy. Execution iseverything.

In the early 1980s, | took a fourteen-month sabbatical from
Kleiner to lead the desktop division at Sun Microsystems. Suddenly
| found myself in charge of hundreds of people. | wasterrified. But
Andy Grove® system was my bastion in a storm, a source of clarity
in every meeting | led. It empowered my executive team and rallied
the whole operation. Yes, we made our share of mistakes. But we
also achieved amazing things, including a new RISC microprocessor



architecture, which secured Sun® lead in the workstation market.
That was my personal proof point for what | was bringing, all these
years later, to Google.

The practice that molded me at Intel and saved me at Sund that
still inspires metodayd is called OKRs. Short for Objectives and Key
Results. It is a collaborative goal-setting protocol for companies,
teams, and individuals. Now, OKRs are not a silver bullet. They
cannot substitute for sound judgment, strong leadership, or a
creative workplace culture. But if those fundamentals arein place,
OKRs can guide you to the mountaintop.

Larry and Sergeyd with Marissa Mayer, Susan Wojcicki, Salar
Kamangar, and thirty or so others, pretty much the whole company
at thetimed gathered to hear me out. They stood around the ping-
pong table (which doubled as their boardroom table), or sprawled in
beanbag chairs, dormitory style. My first PowerPoint slide defined
OKRs: A management methodology that helpsto ensurethat the
company focuses efforts on the same important issues throughout
the organization.o

An OBJECTIVE, | explained, issimply WHAT isto be achieved,
no more and no less. By definition, objectives are significant,
concrete, action oriented, and (ideally) inspirational. When properly
designed and deployed, they@e a vaccine against fuzzy thinkingd
and fuzzy execution.

KEY RESULTS benchmark and monitor HOW we get to the
objective. Effective KRs are specific and time-bound, aggressive yet
realistic. Most of all, they are measurable and verifiable. (As prize
pupil Marissa Mayer would say, Alt& not a key result unlessit hasa
number.0) You either meet a key result® requirements or you dona;
thereisno gray area, no room for doubt. At the end of the
designated period, typically a quarter, we declare the key result
fulfilled or not. Where an objective can be long-lived, rolled over for
ayear or longer, key results evolve as the work progresses. Once
they are all completed, the objective is necessarily achieved. (And if
it isn@, the OKR was poorly designed in thefirst place.)

My objective that day, | told the band of young Googlers, was to
build a planning model for their company, as measured by three key
results:

KR #1: | would finish my presentation on time.
KR #2: Wedl create a sample set of quarterly Google OKRs.



KR #3: |@ gain management agreement for athree-month OKR
trial.

By way of illustration, | sketched two OKR scenarios. The first
involved afictional football team whose general manager cascades a
top-level objective down through the franchise org chart. The
second was areal-life dramato which 1@ had aringside seat:
Operation Crush, the campaign to restore Intel& dominancein the
microprocessor market. (Wedl delve into both in detail later on.)

| closed by recapping a value proposition that isno less
compelling today. OKRs surface your primary goals. They channel
efforts and coordination. They link diverse operations, lending
purpose and unity to the entire organization.

| stopped talking at the ninety-minute mark, right on time. Now
it was up to Google.

0

In 2009, the Harvard Business School published a paper titled
fGoals Gone Wild.olt led with a catalog of examples of fidestructive
goal pursuita exploding Ford Pinto fuel tanks, wholesale gouging by
Sears auto repair centers, Enron recklessly inflated sales targets,
the 1996 Mount Everest disaster that left eight climbers dead. Goals,
the authors cautioned, were fia prescription-strength medication
that requires careful dosing. . . and close supervision.o They even
posted awarning label: iGoals may cause systematic problemsin
organizations due to narrowed focus, unethical behavior, increased
risk taking, decreased cooperation, and decreased motivation.0 The
dark side of goal setting could swamp any benefits, or so their
argument went.

Goals may cause systematic problems in
organizations due to narrowed focus, unethical
behavior, increased risk taking, decreased
cooperation, and decreased motivation.

Use care when applying goals in your organization.




The paper struck achord and is still widely cited. Its caveat is not
without merit. Like any management system, OKRs may be
executed well or badly; the aim of this book isto help you use them
well. But make no mistake. For anyone striving for high
performancein the workplace, goals are very necessary things.

In 1968, the year Intel opened shop, a psychology professor at
the University of Maryland cast atheory that surely influenced Andy
Grove. First, said Edwin Locke, fhard goalsodrive performance
more effectively than easy goals. Second, specific hard goals
fproduce a higher level of outputothan vaguely worded ones.

In the intervening half century, more than athousand studies
have confirmed Locke® discovery as ione of the most tested, and
proven, ideas in the whole of management theory.0 Among
experimentsin the field, 90 percent confirm that productivity is
enhanced by well-defined, challenging goals.

Year after year, Gallup surveys attest to a fiworldwide employee
engagement crisis.oLess than athird of U.S. workers are finvolved
in, enthusiastic about and committed to their work and workplace.0
Of those disengaged millions, more than half would leave their
company for araise of 20 percent or less. In the technology sector,
two out of three employees think they could find a better job inside
of two months.

In business, alienation isnd an abstract, philosophical problem; it
saps the bottom line. More highly engaged work groups generate
more profit and less attrition. According to Deloitte, the
management and leadership consulting firm, issues of fretention
and engagement haverisen to No. 2 in the minds of business
leaders, second only to the challenge of building global leadership.o

But exactly how do you build engagement? A two-year Deloitte
study found that no single factor has more impact than fclearly
defined goalsthat are written down and shared freely. . . . Goals
create alignment, clarity, and job satisfaction.o

Goal settingisnd bulletproof: iWhen people have conflicting
priorities or unclear, meaningless, or arbitrarily shifting goals, they
become frustrated, cynical, and demotivated.o An effective goal
management systemd an OKR systemd links goalsto ateam®&
broader mission. It respects targets and deadlines while adapting to
circumstances. It promotes feedback and celebrates wins, large and
small. Most important, it expands our limits. It moves usto strive
for what might seem beyond our reach.



As even the iGoals Gone Wildo crowd conceded, goals fican
inspire employees and improve performance.o That, in a nutshell,
was my message for Larry and Sergey and company.

0

As | opened the floor for questions, my audience seemed intrigued. |
guessed they might give OKRs atry, though | couldn@ have foreseen
the depth of their resolve. Sergey said, iWell, we need to have some
organizing principle. We dona have one, and this might as well be
it.0But the marriage of Google and OKRs was anything but random.
It was a great impedance match, a seamless gene transcription into
Google® messenger RNA. OKRs were an elastic, data-driven
apparatus for a freewheeling, data-worshipping enterprise.* They
promised transparency for ateam that defaulted to opend open
source, open systems, open web. They rewarded figood failsoand
daring for two of the boldest thinkers of their time.

Google, meet OKRs: a perfect fit.

0

While Larry and Sergey had few preconceptions about running a
business, they knew that writing goals down would make them
real.* They loved the notion of laying out what mattered most to
themad on one or two succinct pagesd and making it publicto
everyone at Google. They intuitively grasped how OKRs could keep
an organization on course through the gales of competition or the
tumult of a hockey-stick growth curve.

Along with Eric Schmidt, who two years later became Google®
CEO, Larry and Sergey would be tenacious, insistent, even
confrontational in their use of OKRs. As Eric told author Steven
Levy, iGoogle® objective isto be the systematic innovator of scale.
Innovator means new stuff. And scale means big, systematic ways of
looking at things done in away that® reproducible.0 Together, the
triumvirate brought a decisiveingredient for OKR success:
conviction and buy-in at the top.

0

As an investor, | am long on OKRs. As Google and Intel alumni
continue to migrate and spread the good word, hundreds of
companies of all types and sizes are committing to structured goal
setting. OKRs are Swiss Army knives, suited to any environment.



Wede seen their broadest adoption in tech, where agility and
teamwork are absolute imperatives. (In addition to the firms you
will hear from in this book, OKR adherentsinclude AOL, Dropbox,
LinkedIn, Oracle, Slack, Spotify, and Twitter.) But the system has
also been adopted by household names far beyond Silicon Valley:
Anheuser-Busch, BMW, Disney, Exxon, Samsung. In today®
economy, changeis afact of life. We cannot cling to what& worked
and hope for the best. We need atrusty scythe to carve a path ahead
of the curve.

At smaller start-ups, where people absolutely need to be pulling
in the same direction, OKRs are a survival tool. In the tech sector, in
particular, young companies must grow quickly to get funding
before their capital runsdry. Structured goals give backers a
yardstick for success. Wed e going to build this product, and wewe
proven the market by talking to twenty-five customers, and here®&
how much they@e willing to pay. At medium-size, rapidly scaling
organizations, OKRs are a shared language for execution. They
clarify expectations: What do we need to get done (and fast), and
who& working on it? They keep employees aligned, vertically and
horizontally.

In larger enterprises, OKRs are neon-lit road signs. They
demolish silos and cultivate connections among far-flung
contributors. By enabling frontline autonomy, they giveriseto fresh
solutions. And they keep even the most successful organizations
stretching for more.

Similar benefits accruein the not-for-profit world. At the Bill &
Melinda Gates Foundation, a $20 billion start-up, OKRs deliver the
real-time datathat Bill Gates needs to wage war against malaria,
polio, and HIV. Sylvia Mathews Burwell, a Gates alumna, ported the
process to the federal Office of Management and Budget and later to
the Department of Health and Human Services, where it helped the
U.S. government fight Ebola.

But perhaps no organization, not even Intel, has scaled OKRs
more effectively than Google. While conceptually simple, Andy
Grove® regimen demands rigor, commitment, clear thinking, and
intentional communication. We@e not just making some list and
checking it twice. Wede building our capacity, our goal muscle, and
thereis always some pain for meaningful gain. Yet Google® leaders
have never faltered. Their hunger for learning and improving
remainsinsatiable.



As Eric Schmidt and Jonathan Rosenberg observed in their book
How Google Wor ks, OKRs became the isimple tool that
institutionalized the foundersédhink bigéethos.oln Google® early
years, Larry Page set aside two days per quarter to personally
scrutinize the OKRs for each and every software engineer. (1@ sit in
on some of those reviews, and Larry® analytical legerdemaind his
preternatural ability to find coherence in so many moving partso
was unforgettable.) Asthe company expanded, Larry continued to
kick off each quarter with a marathon debate on hisleadership
team® objectives.

Today, nearly two decades after my slide show at the ping-pong
table, OKRsremain a part of Google® daily life. With growth and its
attendant complexity, the company® leaders might have settled into
more bureaucratic methods or scrapped OKRs for the latest
management fad. Instead, they have stayed the course. The system
isalive and well. OKRs are the scaffolding for Google® signature
home runs, including seven products with a billion or more users
apiece: Search, Chrome, Android, Maps, YouTube, Google Play, and
Gmail. In 2008, acompany-wide OKR rallied all hands around the
Code Yellow battle against latencyd Google® b°te noire, thelagin
retrieving data from the cloud. Bottom-up OKRswork hand in glove
with 20 percent time,0 which frees grassroots engineersto dive into
promising side projects.

Many companies have a frule of seven,olimiting managersto a
maximum of seven direct reports. In some cases, Google has flipped
theruleto aminimum of seven. (When Jonathan Rosenberg headed
Google® product team, he had as many as twenty.) The higher the
ratio of reports, the flatter the org chartd which means less top-
down oversight, greater frontline autonomy, and more fertile soil
for the next breakthrough. OKRs help make all of these good things
possible.

In October 2018, for the seventy-fifth consecutive quarter,
Google® CEO will lead the entire company to evaluate its progress
against top-level objectives and key results. In November and
December, each team and product area will develop its own plans
for the coming year and distill them into OKRs. The following
January, as CEO Sundar Pichai told me, iWedl go back in front of
the company and articulate, @hisis our high-level strategy, and
here are the OKRs we have written for the year.@* (In accordance



with company tradition, the executive team will also grade Google®
OKRs from the prior year, with failures unblinkingly dissected.)

Over the following weeks and months, thousands of Googlers will
formulate, discuss, revise, and grade their team and individual
OKRs. As always, theydl have carte blanche to browse their intranet
and see how other teams are measuring success. Theydl be able to
trace how their work connects up, down, and sidewaysd how it fits
into Google® big picture.

Not quite twenty years later, Larry® jaw-dropping projection
now looks conservative. As we go to press, parent company
Alphabet® market cap exceeds $700 billion, making it the second-
most valuable company in the world. In 2017, for the sixth year in a
row, Google ranked number one on Fortune magazine® list of iBest
Companiesto Work For.0 This runaway success isrooted in strong
and stable leadership, a wealth of technical resources, and a values-
based culture of transparency, teamwork, and relentless innovation.
But OKRs have also played avital role. | cannot imagine the
Googleplex running without them, and neither can Larry or Sergey.

Asyou will seein the pagesto come, objectives and key results
drive clarity, accountability, and the uninhibited pursuit of
greatness. Take it from Eric Schmidt, who credits OKRs with
fichanging the course of the company forever.o

0

For decades | &e been the Johnny Appleseed of OKRs, doing my best
to disseminate Andy Grove® genius with my twenty slides and
earnest proposition. But | always felt | was skating on the surface,
not really getting the job done. A few years ago, | decided it would
be worth trying againd in print thistime, and in enough depth to do
the subject justice. This bookd with its companion website,
whatmatters.comd is my chance to bring along-held passion to you,
my reader. | hope you find it useful. | can tell you it has changed my
life.

| &e introduced the OKR system to the world® most ambitious
nonprofit and to an iconic Irish rock star. (And youdl hear from
them directly.) |&ve witnessed countless individuals use objectives
and key resultsto grow more disciplined in their thinking, clearer in
communication, more purposeful in action. If this book were an
OKR, | @l call its objective aspirational: to make people lives, your
life, more fulfilling.



Grove was ahead of histime. Acute focus, open sharing, exacting
measurement, alicense to shoot for the moond these are the
hallmarks of modern goal science. Where OKRs take root, merit
trumps seniority. Managers become coaches, mentors, and
architects. Actionsd and datad speak louder than words.

In sum, objectives and key results are a potent, proven force for
operating excellenced for Google, so why not for you?

0

Like OKRs themselves, this book comesin two complementary
sections. Part One considersthe system@ cardinal features and how
it turns good ideas into superior execution and workplace
satisfaction. We begin with OKRso6origin story at Andy Grove® I ntel,
where | became a zealous convert. Then come the four OKR
fisuperpowerso. focus, align, track, and stretch.

Superpower #10 Focus and Commit to Priorities (chapters 4, 5, and 6):
High-performance organizations homein on work that®
important, and are equally clear on what doesn@ matter. OKRs
impel leadersto make hard choices. They@e a precision
communication tool for departments, teams, and individual
contributors. By dispelling confusion, OKRs give us the focus
needed to win.

Superpower #20 Align and Connect for Teamwork (chapters 7, 8, and 9):
With OKR transparency, everyone® goalsd from the CEO
downd are openly shared. Individuals link their objectivesto
the company® game plan, identify cross-dependencies, and
coordinate with other teams. By connecting each contributor
to the organization® success, top-down alignment brings
meaning to work. By deepening people® sense of ownership,
bottom-up OKRs foster engagement and innovation.

Superpower #3090 Track for Accountability (chapters 10 and 11):

OKRs aredriven by data. They are animated by periodic
check-ins, objective grading, and continuous reassessmentd
all in a spirit of no-judgment accountability. An endangered
key result triggers action to get it back on track, or to revise or
replaceit if warranted.



Superpower #4090 Stretch for Amazing (chapters 12, 13, and 14):
OKRs motivate us to excel by doing more than wedal thought
possible. By testing our limits and affording the freedom to
fail, they release our most creative, ambitious selves.

Part Two covers OKRsOGapplications and implications for the new
world of work:

CFRs (chapters 15 and 16): The failings of annual performance
reviews have sparked arobust alternatived continuous
performance management. | will introduce OKRsGyounger
sibling, CFRs (Conversation, Feedback, Recognition), and
show how OKRs and CFRs can team up to lift leaders,
contributors, and organizationsto awhole new level.

Continuous Improvement (chapter 17): As a case study for structured
goal setting and continuous performance management, we see
arobotics-powered pizza company deploys OKRs in every
aspect of its operations, from the kitchen to marketing and
sales.

The Importance of Culture (chapters 18, 19, and 20): Here wedl explore
the impact of OKRs on the workplace, and how they ease and
expedite culture change.

Along our journey, wedl rove behind the scenes to observe OKRs
and CFRsin adozen very different organizations, from Bono& ONE
Campaign in Africato YouTube and its quest for 10x growth.
Collectively these stories demonstrate the range and potential of
structured goal setting and continuous performance management,
and how they are transforming the way we work.



2
The Father of OKRSs

There are so many people working so hard and
achieving so little.

0 Andy Grove

Ann had dumped me and was working in Silicon Valley, but |

didn@ know where. It was the summer of 1975, between terms
at Harvard Business School. | drove through Yosemite and arrived
in the Valley with no job and no placeto live. Though my future was
unsettled, | could program computers.* While earning my master®
in electrical engineering at Rice University, | @ cofounded a
company to write graphics software for Burroughs, one of the
fSeven Dwarfsobattling IBM for market share. | loved every minute
of it.

|@ hoped to land an internship at one of the Valley® venture
capital firms, but they all turned me down. One suggested | try a
chip company theya@ funded in Santa Clara, a place called Intel. |
cold-called the highest-ranking Intel person | could get on the
phone, Bill Davidow, who headed the microcomputer division.
When Bill heard | could write benchmarks, heinvited me to come
down and meet him.

The Santa Clara headquarters was an open expanse of low-walled
cubicles, not yet adesign clich® After abrief chat, Bill referred me
to his marketing manager, Jim Lally, who referred me on down the
line. By five o@lock | @ scored a summer internship at therising
paragon of tech firms. As luck would haveit, | found my ex-
girlfriend there, too, working just down the corridor. She was not

T his all began with an ex-girlfriend | was trying to win back.



amused when | showed up. (But by Labor Day, Ann and | would be
back together.)

Midway through orientation, Bill took me aside and said, iiJohn,
let® be clear about something. There® one guy running operations
here, and that& Andy Grove.0 Grove® title was executive vice
president; he would wait twelve more years to succeed Gordon
Moore as CEO. But Andy was Intel& communicator, its operator par
excellence, its taskmaster-in-chief. Everybody knew he wasin
charge.

By pedigree, Grove was the least likely member of the I ntel
Trinity that ran the company for three decades. Gordon Moore was
the shy and revered deep thinker, author of the eponymous law that
underpinsthe exponential scaling of technology: Computer
processing power doubles every two years. Robert Noyce, co-
inventor of theintegrated circuit (akathe microchip), wasthe
charismatic Mr. Outside, the industry® ambassador, equally at
home at a congressional hearing or buying around of drinks at the
Wagon Wheel. (The semiconductor crowd was a hard-partying
crowd.)

And then there was Andr8s Istv8n Gr- f, aHungarian refugee
whod@ narrowly escaped the Nazis and reached the U.S. at age
twenty with no money, little English, and severe hearingloss. He
was a coiled and compact man with curly hair and a maniacal drive.
By dint of sheer will and brainpower, heroseto the top of the most
admired organization in Silicon Valley and led it to phenomenal
success. During Grove® eleven-year tenure as CEO, Intel would
return more than 40 percent per annum to its shareholders, on a
par with the arc of Moore® law.



Andy Grove, 1983.

Intel was Grove laboratory for management innovation. He
loved to teach, and the company reaped the benefits.* A few days
after getting hired, | received a coveted invitation to Intel®
Organization, Philosophy, and Economics course, known as iOPEC,
aseminar on Intel strategy and operations. Resident professor: Dr.
Andy Grove.

In the space of an hour, Grove traced the company® history, year
by year. He summarized I ntel& core pursuits: a profit margin twice
theindustry norm, market leadership in any product lineit entered,
the creation of fichallenging jobsoand figrowth opportunitiesofor
employees.* Fair enough, | thought, though |@ heard similar things
at business school.

Then he said something that left alasting impression on me. He
referenced his previous company, Fairchild, where hedl first met
Noyce and Moore and went on to blaze atrail in silicon wafer
research. Fairchild was the industry® gold standard, but it had one
great flaw: alack of fiachievement orientation.o

AEXpertise was very much valued there,0 Andy explained. fiThat is
why people got hired. That® why people got promoted. Their
effectiveness at translating that knowledge into actual results was
kind of shrugged off.0 At Intel, he went on, fwe tend to be exactly
the opposite. It almost doesnd@ matter what you know. 1t& what you



can do with whatever you know or can acquire and actually
accomplish [that] tendsto be valued here.0Hence the company®
slogan: fintel delivers.o

It almost doesn® matter what you know. ... To claim that
knowledge was secondary and execution all-importantd well, |
wouldnd learn that at Harvard. | found the proposition thrilling, a
real-world affirmation of accomplishment over credentials. But
Grove wasnd finished, and he had saved the best for last. Over afew
closing minutes, he outlined a system he@ begun to install in 1971,
when Intel was three yearsold. It was my first exposureto the art of
formal goal setting. | was mesmerized.

A few unvarnished excerpts, straight from the father of OKRs:*

Now, the two key phrases . . . are objectives and the key result.
And they match the two purposes. The objectiveisthe
direction: iWe want to dominate the mid-range
microcomputer component business.0 That® an objective.
That® where wede going to go. Key results for this quarter:
AWin ten new designs for the 80850is one key result. 1t& a
milestone. The two are not the same. . . .

The key result hasto be measurable. But at the end you can
look, and without any arguments: Did | do that or did | not do
it? Yes? No? Simple. No judgmentsin it.

Now, did we dominate the mid-range microcomputer
business? That® for usto arguein the years to come, but over
the next quarter wedl know whether wede won ten new
designs or not.

It was afvery, very simple system,0Grove said, knowing
simplicity was catnip to an audience of engineers. On its face, the
conception seemed logical, commonsensicald and inspiring. Against
the stale management orthodoxy of the period, Grove had created
something fresh and original. Strictly speaking, however, his
fobjectives and key resultsodid not spring from the void. The
process had a precursor. In finding his way, Grove had followed the
trail of alegendary, Vienna-born gadfly, the first great fimoderno
business management thinker: Peter Drucker.



Our MBO Ancestors

The early-twentieth-century forefathers of management theory,
notably Frederick Winslow Taylor and Henry Ford, were the first to
measure output systematically and analyze how to get more of it.
They held that the most efficient and profitable organization was
authoritarian.* Scientific management, Taylor wrote, consists of
fknowing exactly what you want men to do and then see that they
doitin the best and cheapest way.0 The results, as Grove noted,
were ficrisp and hierarchical: there were those who gave orders and
those who took orders and executed them without question.o

Half a century later, Peter Druckerd professor, journalist,
historiand took a wrecking ball to the Taylor-Ford model. He
conceived a new management ideal, results-driven yet humanistic.
A corporation, he wrote, should be a community fbuilt on trust and
respect for the workersd not just a profit machine.0Further, he
urged that subordinates be consulted on company goals. Instead of
traditional crisis management, he proposed a balance of long- and
short-range planning, informed by data and enriched by regular
conversations among colleagues.

Drucker aimed to map out fia principle of management that will
give full scopeto individual strength and responsibility and at the
same time give common direction of vision and effort, establish
team work and harmonize the goals of the individual with the
common weal.0He discerned a basic truth of human nature: When
people help choose a course of action, they are more likely to see it
through. In 1954, in hislandmark book The Practice of
Management, Drucker codified this principle as imanagement by
objectives and self-control.0lt became Andy Grove® foundation and
the genesis of what we now call the OKR.

By the 1960s, management by objectivesd or MBOs, asthe
process was knownd had been adopted by a number of forward-
thinking companies. The most prominent was Hewlett-Packard,
where it was a part of the celebrated iH-P Way.0As these businesses
trained their attention on a handful of top priorities, the results
were impressive. In ameta-analysis of seventy studies, high
commitment to MBOs led to productivity gains of 56 percent, versus
6 percent where commitment was low.



Eventually, though, the limitations of MBOs caught up with
them. At many companies, goals were centrally planned and
sluggishly trickled down the hierarchy. At others, they became
stagnant for lack of frequent updating; or trapped and obscured in
silos; or reduced to key performance indicators (KPIs), numbers
without soul or context. Most deadly of all, MBOs were commonly
tied to salaries and bonuses. If risk taking might be penalized, why
chanceit? By the 1990s, the system was falling from vogue. Even
Drucker soured on it. MBOs, he said, were fjust another tooloand
fnot the great cure for management inefficiency.o

Measuring Output

Andy Grove® quantum leap was to apply manufacturing production
principlesto the fisoft professions,0the administrative, professional,
and managerial ranks. He sought to ficreate an environment that
values and emphasizes outputoand to avoid what Drucker termed
the fiactivity trapo: A §Jtressing output isthe key to increasing
productivity, while looking to increase activity can result in just the
opposite.0On an assembly ling, it& easy enough to distinguish
output from activity. It getstrickier when employees are paid to
think. Grove wrestled with two riddles: How can we define and
measure output by knowledge workers? And what can be doneto
Increase it?

Grove was a scientific manager. He read everythingin the
budding fields of behavioral science and cognitive psychology.
While the latest theories offered fia nicer way to get people to worko
than in Henry Ford® heyday, controlled university experiments
fisimply would not show that one style of leadership was better than
another. It was hard to escape the conclusion that no optimal
management style existed.0 At Intel, Andy recruited fiaggressive
introvertsoin his own image, people who solved problems quickly,
objectively, systematically, and permanently. Following his lead,
they were skilled at confronting a problem without attacking the
person. They set politics aside to make faster, sounder, more
collective decisions.

Intel relied on systemsin every facet of its operations. Marking
his debt to Drucker, Grove named his goal-setting system iiMBOs,0



for Intel Management by Objectives. In practice, however, it was
very different from the classical MBO. Grove rarely mentioned
objectives without tying them to fkey results,0aterm he seemsto
have coined himself. To avoid confusion, 18l refer to his approach as
AOKRs,0the acronym | assembled from the master& lexicon. In
nearly every respect, the new method negated the old:

MBOs vs. OKRs

MBOs Intel OKRs
AVhato AWhatoand fHowo
Annual Quarterly or Monthly
Private and Siloed Public and Transparent
Top-down Bottom-up or Sideways (~50%)
Tied to Compensation Mostly Divorced from Compensation
Risk Averse Aggressive and Aspirational

By 1975, when | arrived at Intel, Grove® OKR system was in full
swing. Every knowledge worker in the company formulated monthly
individual objectives and key results. Within days of the iOPEC
seminar, my supervisor directed meto do the same. |@ been put to
work writing benchmarks for the 8080, Intel& latest entry in the 8-
bit microprocessor marketplace, where it reigned supreme. My goal
was to show how our chip was faster and generally beat the
competition.

My Intel OKRs are mostly lost to the pre-cloud sands of time, but
|l never forget the gist of my first one:

OBJECTIVE

KEY RESULTS
(AS MEASURED BY . . )
Deliver five benchmarks.
Develop a demo.
Develop sales training materials for the field force.
Call on three customers to prove the material works.
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Intel& Lifeblood

| remember typing out that OKR on an IBM Selectric. (The first
commercial laser printer was a year away.) Then | posted a hard
copy on my carrel for people to scan as they walked by. | @ never
worked at a place where you wrote down your goals, much less
where you could see everybody else®, on up to the CEO. | found it
illuminating, a beacon of focus. And it was liberating, too. When
people cameto me mid-quarter with requeststo draft new data
sheets, | felt | could say no without fear of repercussion. My OKRs
backed me. They spelled out my priorities for all to see.

Through the Andy Grove era, OKRs were Intel& lifeblood. They
stood front and center at weekly one-on-ones, biweekly staff
meetings, monthly and quarterly divisional reviews. That was how
Intel managed tens of thousands of people to etch a million lines of
silicon or copper to within a millionth of a meter in accuracy.
Fabricating semiconductorsis atough business. Without rigor,
nothing works; yields plummet, chips fail. OKRs were constant
reminders of what our teams needed to be doing. They told us
precisely what we were achievingd or not.

Along with writing my benchmarks, | trained Intel& domestic
sales team. Weeks passed. Grove got wind that the most
knowledgeable person on the 8080 was a twenty-four-year-old
intern. One day he grabbed me and said, iDoerr, come to Europe
with me.0OFor asummer kid, it was a heady invitation. | joined
Grove and hiswife, Eva, on atrip to Paris, London, and Munich. We
trained the European sales force, called on three big prospects, and
won two accounts. | contributed what | could. We dined at
Michelin-starred restaurants, where Grove knew hisway around a
winelist. Hetook aliking to me; | felt awed in his presence. He was
aman who lived life large.

Back in California, Andy had Bill Davidow write a letter to
confirm I@ have ajob waiting the following year. That summer was
an eye-opening, mind-blowing education, to the point where |
almost dropped out of Harvard. | figured | could learn more about
business by remaining at Intel. | compromised by returning to
Massachusetts and working part time on the company® account
with Digital Equipment Corporation, helpingto drag them kicking
and screaming into the microprocessor era. | finished my last



semester, raced back to Santa Clara, and stayed at Intel for the next
four years.

Andy Grove, OKR Incarnate

The mid-1970s marked the birth of the personal computer industry,
ayeasty time for fresh ideas and upstart entrepreneurs. | waslow on
the totem pole, afirst-year product manager, but Grove and | had a
relationship. One spring day | grabbed him and drove up to thefirst
West Coast Computer Faire at the San Francisco Civic Auditorium.
We found aformer Intel executive demonstrating the Applell, the
state of the art for graphical display. | said, fAndy, weive already got
the operating system. We make the microchip. Wede got the
compilers; weie licensed BASIC. Intel should make a personal
computer.0But as we hiked down the aisles, past vendors hawking
plastic bags of chips and parts, Grove took alonglook and said, fEh,
these are hobbyists. We@e not going into that business.0My big
dream was dashed. Intel never did enter the PC market.

Though he wasnd@ demonstrative, Grove could be a
compassionate leader. When he saw a manager failing, he would try
to find another roled perhaps at a lower leveld where the person
might succeed and regain some standing and respect. Andy was a
problem solver at heart. As one Intel historian observed, he fiseemed
to know exactly what he wanted and how he was going to achieve
it.0* He was sort of awalking OKR.

Intel was born in the era of the Free Speech Movement at
Berkeley and the flower children of Haight-Ashbury. Punctuality
was out of fashion among the young, even young engineers, and the
company found it challenging to get new hiresinto work on time.
Grove® solution was to post a sign-in sheet at the front desk, to log
anyonedraggingin after 8:050 we called it Andy& Late List. Grove
collected the sheet each morning at 9:00 sharp. (On those mornings
when | wastardy, I@ try to beat the system by sitting in the parking
lot until five minutes after nine.) Nobody knew of anyone whodal
been docked. Even so, the list signified the importance of self-
disciplinein a business with no margin for error.

Grove was hard on everybody, most of all himself. A proudly self-
made man, he could be arrogant. He did not suffer fools, or



meandering meetings, or ill-formed proposals. (He kept a set of
rubber stamps on his desk, including one engraved BuLLSHIT.) The
best way to solve a management problem, he believed, was through
ficreative confrontationdd by facing people fbluntly, directly, and
unapologetically.d

Despite Andy® hot temper, he was down-to-earth and
approachable, open to any good idea. As he oncetold The New York
Times, Intel managers fleave our stripes outside when we go into a
meeting.0 Every big decision, he believed, should begin with a ffree
discussion stage. . . an inherently egalitarian process.0 The way to
get hisrespect was to disagree and stand your ground and, ideally,
be shown to beright in the end.

After |@ logged eighteen months as a product manager, Jim Lally
d by then the head of systems marketing, and a great mentor and
hero of mined said to me, iDoerr, if you want to be areally good
general manager someday, you need to get out in thefield, sell, get
rejected, and learn to meet a quota. You can have all the technical
expertise in the world, but youdl succeed or fail in this business
based on whether your team makes their numbers.o

| chose Chicago. In 1978, after Ann and | got married, | became a
technical salesrep in the Midwest region. It was the best job | e
ever had. | loved helping our customers make a better dialysis
machine or traffic-light controller. | loved selling Intel
microprocessors, the brains of the computer, and | was pretty good
at it. (I came by thistalent honestly; my father, Lou Doerr, was a
mechanical engineer who loved people and loved selling to them.)
Since |l @ written all the benchmarks, | knew the programming cold.
My sales quota that first year was an intimidating $1 million, but |
beat it.

After Chicago, | returned to Santa Clara as a marketing manager.
Suddenly | had to hire a small team, guide my people®& work, and
measure it against expectations. My skill set was stretched, and
that® when | cameto more fully appreciate Grove® goal-setting
system. With an Intel manager coaching me through the process, |
developed more discipline, more constancy. | relied on OKRsto
communicate more clearly and help my team get our most
important work done. None of this came naturally. It was a second,
deeper level of learning objectives and key results.

In 1980, an opportunity surfaced at Kleiner Perkinsto leverage
my technical background in working with new companies. Andy



could not fathom why | would want to leave Intel. (He himself put
the company ahead of everything, with the possible exception of his
grandchildren.) He had an amazing ability to reach into your chest
and grab your heart, pull it out, and hold it in his handsin front of
you. By then he was the company® president, and he said, iCome
on, Doerr, dond you want to be a general manager and own areal
P&L7? 103l let you run Intel® software division.0 It was a nonexistent
business, but could have been built into one. Then he added a
zinger: iJohn, venture capital, that& not areal job. It& like being a
real estate agent.o

Andy Grove® Legacy

When Grove died at seventy-nine after years of stoic suffering with
Parkinson® disease, The New York Times called him fone of the
most acclaimed and influential personalities of the computer and
Internet era.0He wasnd an immortal theorist like Gordon Moore or
an iconic public figure like Bob Noyce. Nor did he publish enough to
rest beside Peter Drucker in the pantheon of management
philosophy. Yet Grove changed the way we live. In 1997, three
decades after his experiments at Fairchild, he was named Time
magazine® Man of the Year, fthe person most responsible for the
amazing growth in the power and the innovative potential of
microchips.0 Andy Grove was arare hybrid, a supreme technologist
and the greatest chief executive of his day. We sorely miss him.

Dr. Grove® Basic OKR Hygiene

The essence of a healthy OKR cultured ruthless intellectual honesty, a
disregard for self-interest, deep allegiance to the teamd flowed from the fiber
of Andy Grove® being. But it was Grove® nuts-and-bolts approach, his
engineer® mentality, that made the system work. OKRs are his legacy, his
most valuable and lasting management practice. Here are some lessons |
learned at Intel from the master and from Jim Lally, Andy& OKR disciple and
my mentor:

Less is more. fA few extremely well-chosen objectives,0Grove wrote,
fimpart a clear message about what we say §es6to and what we say Mmo6to.0
A limit of three to five OKRs per cycle leads companies, teams, and individuals
to choose what matters most. In general, each objective should be tied to five
or fewer key results. (See chapter 4, iSuperpower #1: Focus and Commit to
Priorities.0



Set goals from the bottom up. To promote engagement, teams and
individuals should be encouraged to create roughly half of their own OKRs, in
consultation with managers. When all goals are set top-down, motivation is
corroded. (See chapter 7, fiSuperpower #2: Align and Connect for Teamwork.9

No dictating. OKRs are a cooperative social contract to establish priorities
and define how progress will be measured. Even after company objectives are
closed to debate, their key results continue to be negotiated. Collective
agreement is essential to maximum goal achievement. (See chapter 7,
fSuperpower #2: Align and Connect for Teamwork.9

Stay flexible. If the climate has changed and an objective no longer seems
practical or relevant as written, key results can be modified or even discarded
mid-cycle. (See chapter 10, fSuperpower #3: Track for Accountability.d

Dare to fail. Output will tend to be greater,0Grove wrote, fvhen everybody
strives for a level of achievement beyond [their] immediate grasp. . . . Such
goal-setting is extremely important if what you want is peak performance from
yourself and your subordinates.0While certain operational objectives must be
met in full, aspirational OKRs should be uncomfortable and possibly
unattainable. fStretched goals,0as Grove called them, push organizations to
new heights. (See chapter 12, fSuperpower #4: Stretch for Amazing.9

A tool, not a weapon. The OKR system, Grove wrote, fis meant to pace a
persond to put a stopwatch in his own hand so he can gauge his own
performance. It is not a legal document upon which to base a performance
review.0To encourage risk taking and prevent sandbagging, OKRs and
bonuses are best kept separate. (See chapter 15, iContinuous Performance
Management: OKRs and CFRs.Q

Be patient; be resolute. Every process requires trial and error. As Grove
told his iIOPEC students, Intel fstumbled a lot of timesoafter adopting OKRs:
fWe didna fully understand the principal purpose of it. And we are kind of doing
better with it as time goes on.0An organization may need up to four or five
quarterly cycles to fully embrace the system, and even more than that to build
mature goal muscle.



3
Operation Crush: An Intel Story

Bill Davidow
Former Vice President, Microcomputer Systems Division

peration Crushd the fight for survival by ayoung Intel

Corporationd isthe subject of our first extended story on

OKRs. Crush illustrates all four OKR superpowers: focus,
alignment, tracking, and stretching. Most of all, it shows how this
goal-setting system can move multiple departments and thousands
of individuals toward a common objective.

Near the end of my time at Intel, the company faced an
existential threat. Led by Andy Grove, top management rebooted
the company® prioritiesin four weeks. OKRs allowed Intel to
execute its battle plan with clarity, precision, and lightning speed.
The entire workforce shifted gearsto focus together on one
prodigious goal.

Back in 1971, the Intel engineer Ted Hoff invented the original
microprocessor, the multipurpose ficomputer-on-a-chip.oln 1975,
Bill Gates and Paul Allen programmed the third-generation Intel
8080 and launched the personal computer revolution. By 1978,
Intel had developed the first high-performance, 16-bit
microprocessor, the 8086, which found aready market. But soon it
was getting beaten to a pulp by two chipsthat were faster and easier
to program, Motorola® 68000 and upstart Zilog& Z8000.

In late November 1979, adistrict sales manager named Don
Buckout shot off a desperate eight-page telex. Buckout® boss, Casey
Powell, sent it on to Andy Grove, then Intel® president and chief
operating officer. The communiqu®set off afive-alarm fired and a
corporate crusade. Within aweek, the executive staff had met to
confront the bad news. One week after that, a blue-ribbon task force



convened to map out Intel& counteroffensive. Zilog, all agreed,
wasn@ a serious threat. But Motorola, an industry Goliath and
international brand, posed a clear and present danger. Jim Lally set
the tone for the war to come:

There® only one company competing with us, and that& Motorola. The
68000 isthe competition. We have to kill Motorola, that® the name of

the game. We have to crush the fd king bastards. Wede gonnaroll over

Motorola and make sure they don@ come back again.

That became therallying cry for Operation Crush,* the campaign
torestore Intel to itsrightful place as market leader. By January
1980, armed with Andy Grove videos to exhort the troops, Crush
teams were dispatched to field offices around the globe. By the
second quarter, Intel® salespeople had fully deployed the new
strategy. By the third quarter, they were on their way toward
meeting one of the most daring objectivesin the history of tech: two
thousand fidesign wins,0the crucial agreementsfor clientsto put the
8086 in their appliances and devices. By the end of that calendar
year, they@ routed the enemy and won aresounding victory.

Not one Intel product was modified for Crush. But Grove and his
executive team altered the terms of engagement. They revamped
their marketing to play to the company® strengths. They steered
their customersto see the value of long-term systems and services
versus short-term ease of use. They stopped selling to programmers
and started selling to CEOs.

Grove fivolunteeredo Bill Davidow, head of Intel& microcomputer
systems division, to lead the operation. Over hislong career as an
engineer, industry executive, marketing maven, venture investor,
thinker, and author, Bill has made many lasting contributions. But
oneisespecially dear to my heart. Bill grafted the critical connective
tissued the phrase fias measured by,00r a.m.b.d into Intel®
company OKRs. For example, iwWe will achieve a certain
OBJECTIVE as measured by the following KEY RESULTS. .. .0
Bill& a.m.b made the implicit explicit to all.

At a 2013 panel discussion hosted by the Computer History
Museum, Crush veterans recalled the importance of structured goal
setting at Inteld and how objectives and key results were used
fidown into the trenches.0 The OKRs for Operation Crush, which are
sampled here, were classics of the genre: time bound and



unambiguous, with every what and how in place. Best of all, they
worked.

As Jim Lally told me: il was a skeptic on objectives and key
results until Grove sat down with me and explained why they
mattered. If you tell everybody to go to the center of Europe, and
some start marching off to France, and some to Germany, and some
to Italy, that® no goodd not if you want them all goingto
Switzerland. If the vectors point in different directions, they add up
to zero. But if you get everybody pointing in the same direction, you
maximize the results. That was the pitch Grove gave med and then
hetold mel had toteach it.0

As Bill Davidow recounts here, OKRs were Grove® secret weapon
in Operation Crush. They turbocharged alarge and multifaceted
organization, then propelled it with surprising agility. Up against a
unified, goal-driven Intel, Motorola never stood a chance.

0

Bill Davidow: The key result system was Andy Grove® way to mold behavior.
Andy had a single-minded commitment to making Intel great. He discouraged
people from serving on outside boards; Intel was supposed to be your life. Your
objectives and key results consolidated that commitment.

When youde really high up in management, youde teachingd that® what
Andy did. Objectives and key results were embedded in the management
system at Intel, but they were also a philosophy, a seminal teaching system. We
were all taught that if you measured it, things got better.

We wrote our top-level goals with Andy in our executive staff meetings. We
sat around the table and decided: fiThis is it.0As a division manager, | adopted
any relevant company key results as my objectives. | brought them to my
executive team, and wed spend the next week talking about what we would do
that quarter.

What made the system so strong is that Andy would say, firhis is what the
corporation is going to do,0and everybody would go all out to support the effort.
We were part of a winning team, and we wanted to keep winning.

At lower levels, people® objectives and key results might encompass close
to a hundred percent of their work output. But managers had additional day-to-
day responsibilities. If my objective is to grow a beautiful rose bush, | know
without asking that you also want me to keep the lawn green. | doubt | ever had
a key result that said, iWalk around to stay on top of employeesémorale.0We
wrote down the things that needed special emphasis.



Andy Grove and Bill DavidoW, Intel headquarters, 1980.

Intel® Urgency

In December 1979, | went into Andy Grove® executive staff meeting full of
complaints. | thought the microprocessor people could do a better job of racking
up design wins for the 8086. | wanted to goad them into fighting back and
believing in themselves again. And then Andy tagged me and told me to fsolve
the problem.0Operation Crush became my job.

The 8086 didnd bring in so much revenue in and of itself, but it had a broad
ripple effect. My division sold design aidsd software development systemsd for
systems using Intel microprocessors. Though we were growing like crazy, we
were still dependent on customersochoosing Intel& microchip for their products.
Once Intel got its foot in the door with the 8086, we@ get EPROM [the
programmable, read-only-memory chip invented at Intel in 1971] and peripheral
and controller chip contracts as well. In total, they might be worth ten times the
original sale. But if the 8086 went away, my systems business went away, too.

So the stakes were high. After making its reputation as a supplier of memory
chips, Intel was under siege. Recently wedl lost the lead on DRAM [the most
widely used and economical type of computer memory] to a start-up, and
couldn@ seem to regain our momentum. Japanese companies were spoiling to
invade our beachhead in the lucrative market for EPROM. Microprocessors



were Intel® best hope for the future, and we had to get back on top. | can still
remember the first slide of one early presentation:

Crush, the purpose: To establish a sense of urgency and set in motion
critical, corporate-wide decisions and action plans to address a life-threatening
competitive challenge.

Our task force convened on Tuesday, December 4. We met for three days
running, many hours a day. It was an intellectual challenge, like solving an
enormous puzzle. There was no time to rebuild the 8086, so we spent most of
our time figuring out just what we had to sell and how to regain a competitive
advantage over Motorola.

| thought we could win by creating a new narrative. We needed to convince
our customers that the microprocessor they chose today would be their most
important decision for the next decade. Sure, Motorola could come in and say,
ANVede got a cleaner instruction set.0But they couldn@ match our broad product
family or system-level performance. They couldn@ compete with our superb
technical support or low cost of ownership. With Intel peripherals, wed@ remind
people, your products get to market faster and cheaper. With Intel design aids,
your engineers work more efficiently.

Motorola was a big, diverse company that made everything from two-way
radios to pocket televisions. Intel was a technology leader that stuck to memory
chips and microprocessors and systems that supported them. Who would you
rather call when something went wrong? Who would you count on to stay in the
vanguard?

We had a lot of good ideas that needed to be woven together. Jim Lally
wrote them on the whiteboard: fPublish a future products catalogg fDevelop a
sales pitch for fifty seminarsd and attendees get a catalog.0By Friday, we had a
plan to mobilize the company. By the following Tuesday, we had approval for a
nine-part programd including a multimillion-dollar ad spend, something Intel had
never done before. Within a week after that, the strategy went out to the sales
force, which was eager to sign on. Theyal alerted us to the crisis in the first
place, after all.

All that happened before Christmas.

Motorola was extremely well run, but it had a different sense of urgency.
When Casey Powell smacked us between the eyes, we responded within two
weeks. When we smacked Motorola between the eyes, they couldnd move
nearly so fast. A manager there told me, il couldna get a plane ticket from
Chicago to Arizona approved in the time you took to launch your campaign.o

Intel excelled at declaring great generalizations and translating them into
actionable, coordinated programs. Each of our nine projects became a
company key result. Here® an Intel Crush corporate OKR and a related
engineering OKR from the second quarter of 1980:

INTEL CORPORATE OBJECTIVE




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 8MHz part into production (Engineering,
Manufacturing).

4. Sample the arithmetic coprocessor no later than June
15 (Engineering).

ENGINEERING DEPARTMENT OBJECTIVE (Q2 1980)

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

Early on, just after the first of the year, Bob Noyce and Andy Grove staged a
Crush kickoff at the San Jose Hyatt House. Their directive to Intel®
management corps was simple and clear: ANVede going to win in 16-bit
microprocessors. We@e committed to this.0Andy told us what we had to do and
why we had to do it, and that we should consider it a priority until it was done.

There were close to one hundred people at the meeting. The message
penetrated two levels of management off the bat, and to a third level within
twenty-four hours. Word spread awfully fast. Intel was close to a billion-dollar
company at the time, and it turned on a dime. To this day, | have never seen
anything like it.

And it couldn@ have happened without the key result system. If Andy had run
the San Jose meeting without it, how could he have simultaneously kicked off
all those Crush activities? | cand tell you how many times I&e seen people walk
out of meetings saying, fién going to conquer the worldo. . . and three months
later, nothing has happened. You get people whipped up with enthusiasm, but
they dond know what to do with it. In a crisis, you need a system that can drive
transformationd quickly. That® what the key result system did for Intel. It gave



management a tool for rapid implementation. And when people reported on
what theya gotten done, we had black-and-white criteria for assessment.

INTEL CORPORATION
3065 Bowers Avenue

Santa Clara, California 95051
(408) 987-8080

intel

TO: A1l Intel Field Sales Engineers

From: Andy Grove @»‘*j

Subject: OPERATION CRUSH

OPERATION CRUSH is the largest and most important marketing
offensive we have ever undertaken. It is‘large in terms of our
commitment--it is the corporation's number one key result; it
is large in terms of the manpower we have devoted to it--more
than 50 man-years of CRUSH effort in the next six months alone;
and it is large in terms of its impact on Intel's revenue--over
$100 million in revenue over the next three years.

The importance of OPERATION CRUSH does not come from its size
and business impact alone though. Strategically the success- of
this campaign will highlight a significant evolution that has
taken place--and will confinue to take place--in our business.
We intend to establish ourselves as offering complete computer
system solutions--in VLSI form. The 4 CPU's, 15 periphéra
devices, 25 software products, and 12 system level products we
will be announcing over the next 18 months are the most’
tangible and meaningful testimonials to the reality of this "~
strategy. OPERATION CRUSH represents the articulation of this
strategy.

As an Intel Sales Engineer you will play:a major role in making
OPERATION CRUSE a success. We are counting on your efforts in
two major areas:

o Sell our total microcomputer solution. Use the
information in'"this notebook and follow on material to
sell your customers on the need for a complete and
integrated microcomputer solution including both
hardware and software, rather than just a set of
components.

Exploit all of Intel's resources to win current
designs. Take the lead in formulating action plans
that take advantage of all the GPERATION CRUSH
resources described in the accompanying material.

With your help, I know OPERATION CRUSH and the Intel of the
1980's will succeed!

Andy Grove marshalsthetroops for Operation Crush, January 1980.

Crush was a thoroughly cascaded set of OKRs, heavily driven from the top,
but with input from below. At Andy Grove® level, or even my level, you couldnd
know all the mechanics of how the battle should be won. A lot of this stuff has to
flow uphill. You can tell people to clean up a mess, but should you be telling
them which broom to use? When top management was saying iWe@e got to
crush Motorolalosomebody at the bottom might have said fOur benchmarks are
lousy; | think 1@ write some better benchmarks.oThat was how we worked.

The Greater Good

Intel stayed on a war footing for six months. | was in a staff position, with no line
authority, but | got whatever | needed because the whole company knew how
much it mattered to Andy. When the key results came back from Intel®
divisions, there was virtually no dissent. Everybody was on board. We
redirected resources on the fly; | dond think | even had a budget.

Operation Crush ultimately included top management, the entire sales force,
four different marketing departments, and three geographic locationsd all



pulling together as one.* What made Intel different was that it was so apolitical.
Managers sacrificed their little fiefdoms for the greater good. Say the
microprocessors division was putting out the futures catalog. Somebody might
notice, Oh my God, wede got a peripheral missingd@ and that would ripple out
to the peripherals division and the allocation of engineering resources. The
sales force organized the seminars, but they leaned on application engineers
and marketing, and on my division, too. Corporate communications wrangled
articles for the trade press from all over the company. It was a total
organizational effort.

When | think about Crush, | still can& believe we pulled it off. | guess the
lesson is that culture counts. Andy always wanted people to bring problems to
management® attention. A field engineer tells his general manager, fiYou
turkeys dond understand what& happening in the market,6and within two
weeks, the whole company is realigned, top to bottom. Everyone& agreed: fiThe
whistleblower is right. Wede got to act differently.0lt was terribly important that
Don Buckout and Casey Powell felt they could speak their minds without
retribution. Without that, there® no Operation Crush.

0

Andy Grove was accustomed to having the last word, so let& give it
to him here. iBad companies,0 Andy wrote, fiare destroyed by crisis.
Good companies survive them. Great companies are improved by
them.0So it was for Operation Crush. By 1986, when Intel dumped
its formative memory-chip business to go all-in on microprocessors,
the 8086 had recaptured 85 percent of the 16-bit market. A bargain-
priced variant, the 8088, found fame and fortune inside the first
IBM PC, which would standardize the personal computer platform.
Today, tens of billions of microcontrollersd in computers and cars,
smart thermostats and blood-bank centrifugesd all run on Intel
architecture.

And as wedve seen, none of thiswould have happened without
OKRs.



A4

Superpower #1. Focusand Commit
to Priorities

It isour choices. . . that show what wetruly are, far
more than our abilities.

0 J.K.Rowling

most important for the next three (or six, or twelve)

months? Successful organizations focus on the handful of
Initiatives that can make areal difference, deferring less urgent
ones. Their leaders commit to those choicesin word and deed. By
standing firmly behind a few top-line OKRs, they give their teams a
compass and a baseline for assessment. (Wrong decisions can be
corrected once results begin to roll in. Nondecisionsd or hastily
abandoned onesd teach us nothing.) What are our main priorities
for the coming period? Wher e should people concentrate their
efforts? An effective goal-setting system starts with disciplined
thinking at the top, with leaders who invest the time and energy to
choose what counts.

While paring back alist of goalsisinvariably achallenge, it is
well worth the effort. As any seasoned leader will tell you, no one
individuald or companyd can fido it all.oWith a select set of OKRs,
we can highlight afew thingsd the vital thingsd that must get done,
as planned and on time.

IVI easuring what matters begins with the question: What is

In the Beginning. ..



For organization-level OKRs, the buck stops with senior leadership.
They must personally commit to the process.

Where do they begin? How do they decide what truly matters
most? Google turned to its mission statement: Organizethewor|ld&
information and make it universally accessible and useful.
Android, Google Earth, Chrome, the new-and-improved YouTube
search engined these products and dozens more share a common
lineage. In each case, the impetus for development came from the
founders and executive team, who made plain their focus and
commitment through objectives and key results.

But good ideas aren@ bound by hierarchy. The most powerful and
energizing OKRs often originate with frontline contributors. Asa
YouTube product manager, Rick Klau was responsible for the site®
homepage, the third most visited in the world. The hitch: Only a
small fraction of userslogged in to the site. They were missing out
on important features, from saving videos to channel subscriptions.
Much of YouTube® value was effectively hidden to hundreds of
millions of people around the world. Meanwhile, the company was
forfeiting priceless data. To solve the problem, Rick®& team devised a
six-month OKR to improve the site® login experience. They made
their caseto YouTube CEO Salar Kamangar, who consulted with
Google CEO Larry Page. Larry opted to elevate the login objective to
a Google company-wide OKR, but with a caveat: The deadline
would be three months, not six.

When an OKR risesto thetop line, fall eyesin the company are
on your team,0Rick says. iiThat® a ot of eyes! We had no idea how
wedl do it in three months, but we understood that owning a
company-level OKR showed that our work took priority.0 By adding
so much emphasisto a product manager® goal, Larry clarified
things for other teams, too. Asin Operation Crush, everyonerallied
to help Rick® group succeed. The YouTube cadre finished on time,
though they shipped one week late.

Regardless of how leaders choose a company® top-line goals,
they also need goals of their own. Just as values cannot be
transmitted by memo,* structured goal setting wond take root by
fiat. Asyoudl seein chapter 6, Nuna® Jini Kim discovered the hard
way that OKRsrequire a public commitment by leadership, in word
and deed. When | hear CEOs say fAll my goals are team goals,0ité& a
red flag. Talking agood OKR gameis not enough. To quotethe late,
great Bill Campbell, the Intuit CEO who later coached the Google



executive team: MWhen youde the CEO or the founder of a

company . .. you@e got to say d hisis what wede doing,6and then
you have to model it. Because if you dond@ model it, no one® going to
doit.o

Communicate with Clarity

For sound decision making, esprit de corps, and superior
performance, top-line goals must be clearly understood throughout
the organization. Yet by their own admission, two of three
companies fail to communicate these goals consistently. In a survey
of eleven thousand senior executives and managers, amajority
couldn@ name their company®& top priorities. Only half could name
even one.

Leaders must get across the why as well asthe what. Their
people need more than milestones for motivation. They are thirsting
for meaning, to understand how their goalsrelate to the mission.
And the process cana stop with unveiling top-line OKRs at a
quarterly all-hands meeting. As Linkedln CEO Jeff Weiner likesto
say, iWhen you aretired of saying it, people are starting to hear it.0

Key Results: Care and Feeding

Objectives and key results are the yin and yang of goal settingd
principle and practice, vision and execution. Objectives are the stuff
of inspiration and far horizons. Key results are more earthbound
and metric-driven. They typically include hard numbers for one or
more gauges: revenue, growth, active users, quality, safety, market
share, customer engagement. To make reliable progress, as Peter
Drucker noted, a manager fimust be ableto measure. . .
performance and results against the goal.o

In other words: Key results are the levers you pull, the marks you
hit to achieve the goal. If an objective is well framed, threeto five
KRswill usually be adequate to reach it. Too many can dilute focus
and obscure progress. Besides, each key result should be a challenge



in itsown right. If youde certain you@e goingto nail it, youde
probably not pushing hard enough.

What, How, When

Since OKRs are a shock to the established order, it may make sense
to ease into them. Some companies begin with an annual cycle as
they transition from private to public goal setting, or from atop-
down processto amore collaborative one. The best practice may be
a parallel, dual cadence, with short-horizon OKRs (for the here and
now) supporting annual OKRs and longer-term strategies. Keep in
mind, though, that it& the shorter-term goalsthat drive the actual
work. They keep annual plans honestd and executed.

Clear-cut time framesintensify our focus and commitment;
nothing moves us forward like adeadline. To win in the global
marketplace, organizations need to be more nimble than ever
before. In my experience, a quarterly OKR cadenceis best suited to
keep pace with today® fast-changing markets. A three-month
horizon curbs procrastination and leads to real performance gains.
In High Output Management, his leadership bible, Andy Grove
notes:

For the feedback to be effective, it must be received very soon after the
activity it ismeasuring occurs. Accordingly, an [OKR] system should set
objectives for arelatively short period. For example, if we plan on ayearly
basis, the corresponding [OKR] time should be at least as often as
quarterly or perhaps even monthly.

Thereisnoreligion to this protocol, no one-size-fits-all. An
engineering team might opt for six-week OKR cyclesto stay in sync
with development sprints. A monthly cycle could do thetrick for an
early-stage company still finding its product-market fit. The best
OKR cadenceistheonethat fits the context and culture of your
business.

Pairing Key Results



The history of the infamous Ford Pinto shows the hazards of one-
dimensional OKRs. In 1971, after bleeding market shareto more
fuel-efficient models from Japan and Germany, Ford countered
with the Pinto, a budget-priced subcompact. To meet CEO Lee

| acocca® aggressive demands, product managers skipped over
safety checksin planning and development. For example: The new
model & gas tank was placed six inchesin front of aflimsy rear
bumper.

The Pinto was afiretrap, and Ford® engineers knew it. But the
company® heavily marketed, metric-driven goalsd funder 2,000
pounds and under $2,00000 were enforced by lacocca fwith an iron
hand. . ..[W]hen acrash test found that [a] one-pound, one-dollar
piece of plastic stopped the puncture of the gas tank, it was thrown
out as extra cost and extraweight.0 The Pinto& in-house green book
cited three product objectives: iTrue Subcompacto (size, weight);
ALow Cost of Ownershipo(initial price, fuel consumption, reliability,
serviceability); and iClear Product Superiorityo (appearance,
comfort, features, ride and handling, performance). Safety was
nowhere on thelist.

Hundreds of people died after Pintos were rear-ended, and
thousands more were severely injured. In 1978, Ford paid the price
with arecall of 1.5 million Pintos and sister model Mercury Bobcats,
thelargest in automotive history. The company® balance sheet and
reputation took ajustified beating.

Looking back, Ford didna lack for objectives or key results. But
Its goal-setting process was fatally flawed: nThe specific, challenging
goals were met (speed to market, fuel efficiency, and cost) at the
expense of other important features that were not specified (safety,
ethical behavior, and company reputation).o

For amore recent cautionary tale, consider Wells Fargo, still
reeling from a consumer banking scandal that stemmed from
ruthless, one-dimensional sales targets. Branch managers felt
pressured to open millions of fraudulent accounts that customers
neither wanted nor needed. In one case, a manager& teenage
daughter had twenty-four accounts, her husband twenty-one. In the
fallout, more than five thousand bankerswere fired; the company®
credit card and checking account businesses plunged by half or
more. The Wells Fargo brand may be damaged beyond repair.

The more ambitiousthe OKR, the greater the risk of overlooking
avital criterion. To safeguard quality while pushing for quantitative



deliverables, one solution isto pair key resultsd to measure fboth
effect and counter-effect,0as Grove wrote in High Output
Management. When key results focus on output, Grove noted:

[T]heir paired counterparts should stress the quality of [the] work. Thus,
in accounts payable, the number of vouchers processed should be paired
with the number of errorsfound either by auditing or by our suppliers.
For another example, the number of square feet cleaned by a custodial
group should be paired with a. . . rating of the quality of work as assessed
by a senior manager with an officein that building.

Table 4.1: Key Results Paired for Quantity and Quality

Quantity Goal Quality Goal Result
Three new features Fewer than five bugs per |Developers will write cleaner
feature in quality code.
assurance testing
$50M in Q1 sales $10M in Q1 maintenance | Sustained attention by sales
contracts professionals will increase

customer success and satisfaction
rates.

Ten sales calls Two new orders Lead quality will improve to meet
the new order threshold
requirement.

The Perfect and the Good

Google CEO Sundar Pichai oncetold methat histeam often
fiagonizedoover their goal-setting process: fiThere are single OKR
lines on which you can spend an hour and a half thinking, to make
sure we are focused on doing something better for the user.0That®
part of the territory. But to paraphrase Voltaire: Dond allow the
perfect to be the enemy of the good.* Remember that an OKR can
be modified or even scrapped at any point in its cycle. Sometimes
the frightokey results surface weeks or months after a goal is put
into play. OKRs are inherently works in progress, not
commandments chiseled in stone.

A few goal-setting ground rules: Key results should be succinct,
specific, and measurable. A mix of outputs and inputsis helpful.



Finally, completion of all key results must result in attainment of
the objective. If not, it& not an OKR.*

Table 4.2: An OKR Quality Continuum

Weak Average Strong

Objective: Win the Indy |Objective: Win the Indy |Objective: Win the Indy 500.

500. 500. Key result: Increase average lap

Key result: Increase lap |Key result: Increase speed by 2 percent.
speed. averagte lap speed by 2 Key result: Test at wind tunnel
Key result: Reduce pit percent. ten times.
stop time.. Key resul_t: Redu_ce Key result: Reduce average pit
average pit stop time by stop time by one second
one second. '

Key result: Reduce pit stop errors
by 50 percent.

Key result: Practice pit stops one
hour per day.

LesslIs More

As Steve Jobs understood, flnnovation means saying no to one
thousand things.0ln most cases, the ideal number of quarterly
OKRs will range between three and five. It may be tempting to
usher more objectivesinside the velvet rope, but it& generally a
mistake. Too many objectives can blur our focus on what counts, or
distract usinto chasing the next shiny thing. At MyFitnessPal, the
health and fitness app, iWe were putting too much down,0says CEO
Mike Lee. iThere were too many things we were trying to get done,
and then the prioritization wasna clear enough. So we decided to try
to set fewer OKRs, and to make sure that the onesthat really matter
arethe onesthat we set.0

For individuals, as | found out for myself at Intel, selective goal
setting isthefirst line of defense against getting overextended. Once
contributors have consulted with their managers and committed to
their OKRs for the quarter, any add-on objectives or key results
must fit into the established agenda. How does the new goal stack
up against my existing ones? Should something be dropped to
make room for the new commitment? In a high-functioning OKR
system, top-down mandates to fjust do moredare obsolete. Orders



give way to questions, and to one question in particular: What
matters most?

When it cameto goal setting, Andy Grove felt strongly that lessis
more:

The onething an [OKR] system should provide par excellenceis focus.
This can only happen if we keep the number of objectives small. . .. Each
time you make a commitment, you forfeit your chance to commit to
something else. This, of course, is an inevitable, inescapable consequence
of allocating any finite resource. People who plan have to have the guts,
honesty, and discipline to drop projects aswell asto initiate them, to
shake their heads inooas well asto smile fiyes.0. . . We must realized and
act on therealizationd that if we try to focus on everything, we focus on
nothing.

Above all, top-line objectives must be significant. OKRs are
neither a catchall wish list nor the sum of ateam®& mundane tasks.
Theyde a set of stringently curated goals that merit special attention
and will move people forward in the here and now. They link to the
larger purpose wede expected to deliver around. nThe art of
management,0 Grove wrote, iliesin the capacity to select from the
many activities of seemingly comparable significance the one or two
or three that provide leverage well beyond the others and
concentrate on them.o

Or as Larry Page would say, winning organizations need to fput
more wood behind fewer arrows.0 That, in very few and focused
words, isthe essence of our first superpower.
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Focus: The Remind Story

Brett Kopf

Cofounder

University study pointed to one possible solution: better

communication between teachers and families. When summer
school teachers made daily phone calls and sent texts or written
messages home, their sixth-graders completed 42 percent more
homework. Class participation rose by nearly half.

For decades, companies havetried to boost student achievement
by injecting technology into schools. It hasnd worked. But suddenly,
while nobody was looking, tens of millions of American kids walked
into the classroom with a transformational piece of tech in their
pockets. Thanksto the pervasive smartphone, text messaging
became the leading mode of teenage communication. Remind found
a market opportunity: to make texting a secure and practical
communication system for principals, teachers, students, and
parents.

Focus is essential for choosing the right goalsd for winnowing
OKR wheat from chaff. Brett Kopf discovered the urgency of focus
while building Remind, enabling teachers, students, and parentsto
text in a safe and secure environment. By using OKRs to zero in on
itstop priorities, the company is serving millions of people who
matter for the future of this country.

When Brett and | first met, | was struck by his passion for
serving his customers. His start-up was exquisitely focused on
teachers. [ @l never forget stepping into the bathroom of histiny loft
office and seeing a list of company objectives taped to the mirror,
over the commode. Now there was a sign of serious goal orientation.

I t& no newsthat the U.S. education system needs help. A Brown



| found Brett highly skilled at identifying priorities and enlisting
othersto buyin. In 2012, he and his brother David made the Forbes
honor roll of i30 Under 30 Education.oBut with accelerating scale,
their company needed more focus. OKRs guaranteed a process that
theya already begun.

0

Brett Kopf: Growing up in Skokie, lllinois, | struggled to focus at school. | was
fine if | could move around, but sitting at a desk for me was torture. A forty-
minute math lesson felt like eternity. | was the kid who was always messing with
my neighbor or blowing spitballs. | just wasn& engaged.

| was tested in fifth grade, and then came the diagnosis: attention deficit
hyperactivity disorder and dyslexia. Organizing words and letters was tough for
me. Numbers were tougher still.

Both my parents were entrepreneurs, and l@ see them up and working at
five in the morning. | was working my butt off, too, but my grades kept sinking
and my confidence with them. It only got worse in high school, on the North
Side of Chicago. When other kids called me stupid, | believed them.

Then, junior year, a teacher named Denise Whitefield began working with
me one-on-oned and changed my life. Each day shed@ begin by asking, fiWhat
do you have to do today?0ol@ run down my list: a history worksheet, an English
essay, an upcoming math test. Then shea@ say something really smart: fOkay,
let® just pick one and talk about it.0We focused on one thing at a time, and I
get it done. ust keep trying,0she encouraged me. iiyoudl get it. | have all day.o
The panicked beating in my chest subsided. School would never be easy for
me, but | began to believe | could handle it.

My mother spoke to Mrs. Whitefield every week, came into school at least
once a month. They were a force in lockstep, Team Brett, and they would not let
me fail. 1an sure | didna fully get the importance of their connection, but it
planted a seed.

Even after my grades improved, the college-prep ACT examd answer Six
hundred questions and don@ move for four hoursd was a horror movie for a
person with ADHD. But somehow | made it into Michigan State, my first big win.

When people try to crack the country® massive problems in education, they
usually start with curriculum or faccountability,0which is code for test scores.
What gets lost are the human connections. That®& what Remind is all about.

Twitter for Education

Like many ventures, Remind began with one person& problem. As a college
freshman, | was hopeless with academic deadlines and schedules, which my
professors seemed to change on a whim. Cut off from my support system, |



failed at three majors before settling on agricultural economics, the easiest one |
could find. But I still had five syllabi per semester, and each syllabus might
contain thirty-five assignments and quizzes and tests. Success in college is a
matter of time management. When to start writing that ten-page poli-sci essay?
How to prep for the chem final? 1t& all about dynamic goal setting, and | kept
dropping the ball.

Things came to a head junior year, after | slaved over an essay and got a
mediocre grade. Adding insult, | had to hunt for that lousy grade on a clunky
web-based system on my laptop. My friends and | texted on our BlackBerrys in
real timed why couldna our school data be at our fingertips, too? Why couldna
teachers connect with students on their smartphones anytime, anywhere? | felt
driven to build something to help kids like me. | called my older brother, David,
who was working in web services security for a big Chicago insurance firm. |
said, fivou have twenty-four hours to decide if you want to start that company
with me.0Five minutes later he called back and said, fOkay, 1Gn in.0

For two years, David and | fumbled in the dark. We knew nothing about
technology and less about product development or operations. (My total real-
world experience was an internship at Kraft Foods, where 1@ mostly stocked
cookies.) Random students shared their syllabi, and | plugged them into David&®
Excel macros to send alerts to their phones: fBrett Kopf, you have a quiz at
eight a.m. tomorrow in History 101, dond forget to study.0 The system was
archaic and absolutely unscalable. But for a few hundred active users, including
me, it worked. | graduated from Michigan State.

In early 2011, | moved to Chicago to work on our app full time. With $30,000
from friends and family, David and | did the full-monty entrepreneur thing, pasta
dinners every night. And we failed because | was arrogant. We spent lots of
time meeting potential investors and working up intricate website schematics,
and no time learning about teachersoproblems. We werend yet focused on what
counted.

Down to a few hundred dollars, our company cheated death by getting into
Imagine K12, the Silicon Valley start-up accelerator for the education market.
Our mission statement went something like: fRemind101: A safe way for
teachers to message students and parents. Wede building the most powerful
communication platform in education and using SMS as the dook.6Think
Twitter, for education.0 There were millions of children with learning issues like
mine, and countless teachers struggling to help them. | was bold or naive
enough to think we could do something about it.

With our Demo Day opportunity ninety days out, David quit his job and we
moved to the Valley. We learned the three watchwords for entrepreneurs:

e Solve a problem
e Build a simple product
e Talk to your users

While David locked himself in a room to teach himself how to code, | focused
on a single ten-week goal: to interview 200 teachers across the United States



and Canada. (I guess you could say that was my first OKR.) After contacting
500 teachers on Twitter, | wound up with 250 one-on-ones, exceeding my
objective. When you listen to enough educators in the trenches, you learn pretty
quickly that off-site communication ranks high among their pain points. At final
bell, teachers were plastering sticky notesd Homework& due tomorrowd on
studentsdshoulders. Couldna we do better than that?

Traditional phone trees and permission slips were labor intensive and
unreliable. On the other hand, texting between thirty-year-old teachers and
twelve-year-old children was loaded with liability. Teachers needed a secure
platform with no personal data attached, something accessible yet private. And
they needed less work, not more.

By Day 15, we had a crude beta version of Remind. On a sheet of printer
paper, over hand-drawn symbols for mobile phones and email, | scrawled,
AYour students can receive your messages. . . .0Below were three options:
Ainvite,0Print,0iShare.0 After reaching a teacher on Skype, 1@ hold the paper to
the screen and say, firou can type any message you want to your students, hit
the button, and theydl never see your phone number or social networking
profile.ol did this countless times, and the teachers just about fell out of their
chairsd every time. iMly God,otheyal say, fthat would solve such a big problem
for melo

That® when David and | knew we were on the right track.

Scaling on a Shoestring

By Day 70, our software was in place. Teachers could sign up on the web, form
a virtual itlass,0and provide a dedicated number to students and parents for
text messaging. We scaled quickly, a good signd 130,000 messages within
three weeks of launch. We had what every new company wanted, a hockey-
stick growth chart. On Demo Day, | entered a big, buzzing room with eleven
other start-ups and a hundred investors. | had two minutes to make my pitch,
followed by two hours of frantic mingling. | handed out my card to at least forty
people.

Growth costs money. By early 2012, my brother and | were $10,000 in debt.
But then Miriam Rivera and Clint Korver® Ulu Ventures seeded us with a save-
the-day $30,000. Another infusion followed from Maneesh Arora, the Google
product manager who later founded MightyText and became my mentor.
Remind kept scaling like crazy on our seed-capital shoestring. Sometimesd
most of the timed it felt like the sorcerer® apprentice, moving really fast and out
of control. At one point we were adding eighty thousand users a day when we
had five people, and only two of us were engineers. Wedl yet to spend a dime
on marketing. | spoke to teachers for feedback, and theyd put out the word to
fifty colleagues. Since our service was free, we didnd need school district
approval.



Our goals stayed strictly qualitative until the fall of 2013, when we hit six
million users and raised Series A funding from Chamath Palihapitiya and the
Social+Capital Partnership. Maneesh had already been nudging us to back our
decisions with more data, and Chamath showed us how to paint a picture with
one page of it. Plus he taught us to discern what was inessential, like our
number of registered users. Nobody cared how many teachers registered on
Remind if they never came back to use it.

By the time John Doerr saw our goals posted above our office toilet, they
were more concrete. We listed three metrics: Weekly Active Teachers (WAT),
Monthly Active Teachers (MAT), and retention.

Then l@ squeeze in a few quarterly initiatives: migrate the databases, build
the app, hire four people. | wanted everyone in the company to see just what we
were doing.

Working out of a one-bedroom loft, still plagued by a chronic shortage of
engineers, we@l barely gotten our mobile app up and running. But John could
tell we were homed in on what mattered. Our objectives were clear and
guantified, and we were teacher-obsessed from the start.

In February 2014, just before we closed our Series B funding (led by Kleiner
Perkins), John pitched us on OKRs. He told us about some companies using
them: Intel, Google, LinkedIn, Twitter. Here was a method to keep us focused,
to guide and track and support us at every step. And | thought: Why not try it?

Goals for Growth

That August, the heart of our busy back-to-school season, the Remind app
exploded: more than 300,000 student and parent downloads per day. We were
number three in the Apple App Store! By the end of the fall semester, wedl
passed the billion-message mark. Our operation had to ramp up in a hurry, in
each and every department. None of our goal setting was glamorous, but all of
it was very necessary.



M 'F‘zer‘nind cofounder Brett Kopf, Clintondale Community Schoolsc;oprincipals
Meloney Cargill and Dawn Sanchez, Remind cofounder David Kopf, 2012.

We started OKRs when our company had fourteen people. Within two years,
wed grown to sixty. We couldna all meet around a table anymore to hash out
the next quarter® priorities. OKRs helped enormously by helping people to
focus on what could move the company to the next level. To meet our objective
for teacher engagement, with its time-bound key result, we had to defer many
other things. In my view, you can only do one big thing at a time really well, and
S0 you better know what that one thing is.

OBJECTIVE

KEY RESULTS

1. Hire 1 director of finance and operations (talk to at least
3 candidates).

2. Source 1 product marketing manager (meet with 5
candidates this quarter).

3. Source 1 product manager (meet with 5 candidates this
quarter).




For example: To this day, one of our most requested features is a repeated
message. Say a teacher wants to remind a fifth-grade class to bring the novel
theyd@e reading to schoold and keep reminding them every Monday morning
without resending. That® a classic fdelightofeature, but was it worth the
engineering time to make it a top-line priority? Would it move the needle for
user engagement? When our answer was no, we decided to shelve itd a tough
call for a teacher-centric organization. Without our new goal-setting discipline
and focus, we might not have held our ground.

OKRs gave us a way to move forward that wasnda all top-down. After voting
on the quarter® top objectives, the leadership team would go to our contributors
and say, fHere® what we think is important and why.0And the contributors
would say, fOkay, how do we get there?0Since it was all written down,
everybody knew what everyone else was doing. There was no confusion or
Monday-morning quarterbacking. OKRs took politics out of play.

The system helped my personal focus, too. | tried to limit myself to three or
four individual objectives, tops. | printed them out and kept them close on my
notepad and next to my computer, everywhere | went. Each morning, @ say to
myself, AiThese are my three buckets, and what am | doing today to move the
company forward?0That® a great question for any leader, with or without a
learning issue.

| was wide open about my progress or lack of it. I@ tell my people, iHere are
the three things 1am working on, and Ién failing at this one miserably.0As
companies scale, people need to see the CEO® priorities and how they can
align for maximum impact. And they need to see it& okay to make a mistake, to
correct it and move on. You cand fear screwing up. That squelches innovation.

At a fast-growing start-up, effective leaders keep firing themselves from jobs
they did at the beginning. Like many founders, | handled accounting and payroll,
which drained a lot of time. One of my first OKRs was to offload the financial
tasks and focus on product and strategy, our big-picture objectives. Meanwhile,
| had to adjust to working through a layer of executives. My OKRs smoothed the
transition and made it stick. They kept me from backsliding or micromanaging.

An OKR Legacy

OKRs are basically simple, but you don@ master the process off the bat. Early
on, wed be off by miles in our company-level objectives, mostly on the way-too-
ambitious side. We might set seven or eight of them when we had the capacity
for two, at best.

When John entered our lives, | was new to strategic planning. We probably
should have eased into OKRs more slowly and not installed the whole system
at once. But whatever our mistakes, I@ do it again in a heartbeat. OKRs helped
Remind become a better-managed company, a company that executes. Three



guarters after our first implementation, we secured $40 million in Series C
funding. Our future was assured.

0

The sky& the limit for Remind. Through all its growth and changes,
it has never lost sight of its core constituency, those hardworking
teachers. Brett and David Kopf are unwavering in their vision fto
give every student an opportunity to succeed.0 As Brett says: We live
in atime when you can click a button and get a cab within five
minutes. But when a child lags in school, it can take weeks or
months for a parent to find out about it. Remind ison itsway to
solving that problemd by focusing on what matters.
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Commit: The Nuna Story

Jini Kim
Cofounder and CEO

unaisthe story of the passionate Jini Kim, propelled by
N family tragedy to deliver better health care to huge numbers

of Americans. Of how she bootstrapped Nunathrough years
of rejection. And of how sherecruited engineers and data scientists
to commit to awildly audacious goal: building anew Medicaid data
platform, from scratch.

Alongside focus, commitment is a core element of our first
superpower. In implementing OKRs, leaders must publicly commit
to their objectives and stay steadfast. At Nuna, a health care data
platform and analytics company, the cofounders overcame a false
start with OKRs. They went on to clarify priorities for the entire
organization. They realized that they needed to show a sustained
commitment to reach their own individual OKRs, and to help their
team do the same.

Nunatook off in 2014. Four years and one enormous Medicaid
contract later, the company isleveraging datato make the health
care system work better for millions of people who need it most.
Applying the technology and lessons learned from its Medicaid
work, Nunais helping large companies improve the efficiency and
quality of carein their private plans. All of thiswork is supported by
the goal-setting prowess of OKRs, which Jini first encountered as a
Google product manager.

This story reflects two aspects of our commitment superpower.
Once Nuna® team got the hang of them, OKRs locked in their
commitment to their highest-impact goals. At the same time, both



leaders and contributors learned to commit to the OKR process
itself.

0

Jini Kim: The story of Nuna is very personal. When my brother Kimong was
two years old, he was diagnosed with severe autism. A few years later, he had
his first grand mal seizure at Disneyland. One second he was fine, and the next
he was on the floor, barely able to breathe. As Korean immigrants with limited
resources and little English, my parents felt helpless. Without a safety net, my
family would surely have gone bankrupt. The task of signing us up for Medicaid
fell to me, at age nine.

When | joined Google in 2004, my first job out of college, I@ never heard of
OKRs. But over time, they became an indispensable compass to help me and
my teams navigate through Google and get the most important work done. One
of the first products | worked on, Google Health, taught me the importance of
data for improving health care. | also learned just how difficult it can be to gain
access to health care data, even one® own. In 2010, that experience led me to
found Nuna.

We didna use OKRs in the beginning. Nuna had no money and no
customers. | was working full time and five others part time (including my grad
student cofounder, David Chen), but no one was getting paid. We stitched
together a prototype and talked to some large self-insured employers. That first
year we got zero orders, and rightfully so. We thought we knew what the market
needed, but we didna yet understand our customers well enough to effectively
advocate for the product.




Nuna CEO Jini Kim with brother Kimong.

When we still had no orders in year two, | knew it was time to get an
education. What did benefits directors actually care about? What did meaningful
innovation look like in the health care market? | put on a suit and crashed some
human resources conferences to find out.

In 2012, the things @ learned helped us sign some Fortune 500 companies
as clients. More than two years of rejection, frustration, and more ramen dinners
than | could count had finally led Nuna to a product-market fit. But at a start-up,
the only constant is change, and Nuna was about to undergo a dramatic one.
After | returned to the Bay Area from a six-month stint with Healthcare.gov, we
closed $30 million of funding. Wed finally be able to pay our team, and for
many years to come.

By that point, I@ learned of a government request-for-proposals to build the
first-ever database for all Medicaid members: 74.5 million lives in fifty states,
five territories, and the District of Columbia. The effort had already failed
multiple times. After seventy-two hours fueled by adrenaline and Red Bull, we
submitted our bid just on time to the Centers for Medicare & Medicaid Services
(CMS). Two months after that, we found out we had won the contract.

Scaling Nuna was an enormous undertaking, in three dimensions. The first
was the business itself, to upgrade compliance, security, and privacy. The
second was our data platform infrastructure. The third was our employee base,
from fifteen people to seventy-five. Wed have to construct a historic database
while still running our existing employer businessd and to finish within a year.
To deliver, we@ need more focus and commitment than ever before.

In 2015, we made an initial try to implement OKRs. As an ex-Googler, | was
sold on the power of objectives and key results. But | underestimated what it
took to introduce them, much less to execute them effectively. You need to build
your goal muscle gradually, incrementally. As | know too well from my own
private wellness OKR to run a marathon: Doing too much too soon will definitely
end in pain.

We created quarterly OKRs and annual OKRs, and rolled them out to
everybody at Nuna from day one. We were tiny then, around twenty peopled
not such a big lift, you might think. But the process didnd take. Some people
never set their individual OKRSs; others set them, but stuck them in a drawer.

With hindsight, | would have started with our leadership team of five. For
structured goal setting to prosper, as our company learned the hard way,
executives need to commit to the process. It may take a quarter or two to
overcome your managersoresistance and get them acclimated to OKRsd to
view them not as a necessary evil, or some perfunctory exercise, but as a
practical tool to fulfill your organization® top priorities.

Until your executives are fully on board, you cand expect contributors to
follow suitd especially when a company® OKRs are aspirational. The more
challenging an objective, the more tempting it may be to abandon it. People
naturally look to their bosses in setting goals and following through. If the



officers jump ship in the middle of a stormy voyage, you cand expect the sailors
to bring it into port.

In mid-2016, we tried again, with a renewed level of OKR commitment. But
even as | saw our executive team buy in, | knew | couldn@ be complacent. As
the leader, it was my job to keep after people. | would email our contributors to
commit to creating individual OKRs. If they didna respond, | would reach out to
them via Slack, the team messaging app. If they still didn@ hear me, | would text
them. And if they still didnd listen, | would grab them and say, fPlease do your
OKRs!o

To inspire true commitment, leaders must practice what they teach. They
must model the behavior they expect of others. After sharing my individual
OKRs at an all-hands meeting, | was surprised by just how much it helped the
company rally around the process. It showed everyone that I, too, was
accountable. Our contributors feel free to evaluate my OKRs and tell me how to
improve them, which has made all the difference. Here® one example, with my
grades (on the Google scale of 0.0 to 1.0) in brackets. | can tell you that |
received a lot of constructive input in formulating this deceptively simple and
make-or-break hiring OKR:

OBJECTIVE

KEY RESULTS
1. Recruit 10 engineers [0.8].
2. Hire commercial sales leader [1.0].

3. One hundred percent of candidates feel they had a well-
organized, professional experience even if Nuna does
not extend an offer [0.5].

We also added two key results to measure our commitment to professional
development:

OBJECTIVE

KEY RESULTS

1. One hundred percent of Nunas have gone through
performance review/feedback cycle [1.0].

2. One hundred percent of Nunas score their individual Q3
OKRs within the first week of Q4 [0.4].




At Nuna, our commitment to OKRs is very public and visible. But there are
times when the system is more useful in a private mode. In the fourth quarter of
2016, | set my sights on hiring a VP for our employer business, a critical step to
accelerate the growth of that business unit. It was a new position for the
company, and | was unsure how it would be perceived internally. Establishing a
private OKR, for which only David and | were accountable, deepened my
commitment to get the hiring process moving. It pushed me to speak one-on-
one to key stakeholders in the company, find potential recruits, and finally set
into motion a more formal recruitment process.

By definition, start-ups wrestle with ambiguity. As Nuna® terrain has
expanded, from self-insured employers to the massive Medicaid database to a
suite of new health plan products, we&e come to rely on OKRs more than ever.
Our whole team needs sharper focus and clearer priorities, the prerequisites for
deeper commitment. OKRs have forced a bunch of conversations in the
company that otherwise would not have happened. Wede getting more
alignment. Instead of reacting to external events on the fly, wede acting
purposefully on our plans for each quarter. Our deadlines are stricter, yet they
also feel more attainable. We@e committed to doing what we&e said we will do.

What® the moral of our OKR story? As David says, iiYoude not going to get
the system just right the first time around. 1t& not going to be perfect the second
or third time, either. But dond get discouraged. Persevere. You need to adapt it
and make it your own.0Commitment feeds on itself. Stay the course with OKRs,
as | know firsthand, and you will reap amazing benefits.

Today, with the invaluable support of our CMS partners, Nuna has built a
secure, flexible data platform to store private health information for more than
74 million Americans. But we aspire to do so much more. We want our platform
to inform policy makers as they grapple with governing a costly and complex
health care system. We want it to drive analytics, to help predict and prevent
future ailments. Most of all, we want it to play a big role in improving the nation®
health care. I1t& a daunting commitment. But as | learned at Google: The hairier
the mission, the more important your OKRs.

All these years later, my little brother Kimong speaks only three words:
uhma, appa, and nunad Korean for mom, dad, and big sister. Kimong gave our
company both its name and its mission. Now it& up to us, backed by our
commitment to OKRs, to help improve health care for everyone.

0

In January 2017, Nuna peeled back the curtain on its Medicaid
work. Interviewed by The New York Times, Andrew M. Slavitt,
acting director of the Centersfor Medicare & Medicaid Services,
described Nuna® cloud database as finear historic,0aleap from
state-level computing silosto thefirst fisystemwide view across the
program.o

In just afew short years, Nuna® team has made a lasting impact
on the U.S. health care system. But anyone who knows Jini and



Davidd and the strength of their commitment to OKRsd will tell you
they arejust getting started.
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Superpower #2: Align and Connect
for Teamwork

We dond hire smart peopleto tell them what to do.
We hire smart people so they can tell uswhat to do.

o0 Steve Jobs

setting for our daily lives. It& the express lane to operating

excellence. Yet at most companies today, goals remain
secrets. Too many CEOs share the frustration of Aaron Levie,
founder and CEO of Box, the enterprise cloud company. fiAt any
given time,0 Aaron said, fisome significant percentage of people are
working on the wrong things. The challenge is knowing which
ones.o

Research shows that public goals are more likely to be attained
than goals held in private. Simply flipping the switch to fiopenolifts
achievement across the board. In arecent survey of one thousand
working U.S. adults, 92 percent said theya@ be more motivated to
reach their goalsif colleagues could see their progress.

In an OKR system, the most junior staff can look at everyone®
goals, on up to the CEO. Critiques and corrections are out in public
view. Contributors have carte blanche to weigh in, even on flaws in
the goal-setting process itself. Meritocracy flourishesin sunlight.
When people write down fiThisis what & working on,0it& easier to
see where the best ideas are coming from. Soon it& apparent that
theindividuals moving up are the ones doing what the company
most values. Organizational poisonsd suspicion, sandbagging,
politickingd lose their toxic power. |f sales hates the latest
marketing plan, they wond be simmering inside their silo; their

W ith the eruption of social media, transparency is the default



differences will be aired out in the open. OKRs make objectives
objective, in black and white.

Transparency seeds collaboration. Say Employee A is struggling
to reach a quarterly objective. Because she has publicly tracked her
progress, colleagues can see she needs help. They jump in, posting
comments and offering support. The work improves. Equally
iImportant, work relationships are deepened, even transformed.

In larger organizations, it common to find several people
unwittingly working on the same thing. By clearing aline of sight to
everyone® objectives, OKRs expose redundant efforts and save time
and money.

The Same Page

Oncetop-line objectives are set, the real work begins. As they shift
from planning to execution, managers and contributors alike tie
their day-to-day activitiesto the organization® vision. The term for
thislinkage is alignment, and its value cannot be overstated.
According to the Harvard Business Review, companies with highly
aligned employees are more than twice as likely to be top
performers.

Unfortunately, alignment israre. Studies suggest that only 7
percent of employees ffully understand their company® business
strategies and what& expected of them in order to help achieve the
common goals.0A lack of alignment, accordingto a poll of global
CEOs, isthe number-one obstacle between strategy and execution.

AWedve got a lot of stuff going on,0says Amelia Merrill, an HR
leader at RM S, a Californiarisk modeling agency. iWe@e got people
in multiple offices in multiple time zonesd some doing parallel
work, some doing work together. And it& really hard for employees
to see what they should work on first. Everything seems important;
everything seems urgent. But what really needsto get done?0

The answer liesin focused, transparent OKRs. They knit each
individual® work to team efforts, departmental projects, and the
overall mission. As a species, we crave connection. In the workplace,
wede naturally curious about what our leaders are doing and how
our work weaves into theirs. OKRs are the vehicle of choice for
vertical alignment.



The Grand Cascade

In the bygone business world, work was strictly driven from the top.
Goals were handed down the org chart like tablets from Mount
Sinai. Senior executives set top-line objectives for their department
heads, who passed them to the next tier of management, and so on
down theline.

While this approach to goal-setting is no longer universal, it
remains prevalent at most larger organizations. The appeal is
obvious. Cascaded goals corral lower-level employees and guarantee
that they@e working on the company® chief concerns. In the best
case, cascading forges unity; it makes plain that wede all in this
together.

In my pitch to Google and many other organizations, | &e used an
imaginary football team to show how the OKR system works
effectivelyd or notd when used in this fashion.

Follow along as we cascade a set of OKRs from top to bottom.

The Sand Hill Unicorns: Fantasy Football

Let® say 1Gn the general manager of the Sand Hill Unicorns. | have
one objective, the WHAT: Make money for the owner.

General Manager

Make $ for owner.

KEY RESULTS

1. Win Super Bowl.
2. Fill home stands to 80%-=.

OKR Chart 18 General Manager

My objective has two key results: win the Super Bowl and fill the
standsto at least 90 percent capacity, which isHOW | will make



money for the owner. If | fulfill both of those HOWS, there is no way
we can fail to show a profit. So it® a well-constructed OKR.

With our top-level OKRs set, we work our way down the
organization.

Head Coach

Win Super Bowl

KEY RESULTS

1, Passing attack amasses 300+ yards per game.

2. Defense allows fewer than 17 points per
game.

3. Special teams unit ranks in top 3 in
punt return coverage.

Offensive Coach

Generate 300-yards-per-game passing attack.

KEY RESULTS
1. Achieve B5% pass completion rate.
2. Cut interceptions to fewer than 1 per game.

3. Hire new guarterbacks coach.

Defensive Coach

Give up fewer than 17 points
a game.

KEY RESULTS
1. Allow fewer than 100 rushing yards per game.
2. Increase number of sacks to 3+ per game.

3. Develop a Pro Bowl cornerback.

Special Teams Coach

Improve to top 3 ranking for
punt coverage team.

KEY RESULTS

1. Allow fewer than 10 yards per punt return.
2. Block 4+ punts over the season,

OKR Chart 2 8 Coaches



As general manager, | cascade my goal down to the next level of
management, the head coach and the senior vice president of
marketing. My key results become their objectives. (See OKR Chart
2.) The head coach® objective isto win the Super Bowl, with three
key resultsto get him there: a passing attack of at least 300 yards
per game, a defense surrendering fewer than seventeen points per
game, and atop three rankingin punt return coverage. He cascades
those KRs as objectives for histop three executives, the offensive
and defensive coordinators and special teams coach. They in turn
devise their own, lower-level key results. To achieve a 300-yards-
per-game passing attack, for example, the offensive coordinator
might aim for a 65 percent pass completion rate and less than one
interception per gamed after hiring a new quarterbacks coach.

These OKRs are aligned to the general manager@ aim to win
the Super Bowl.

We are not done yet. We need to define how wedl fill up our
home stands.




General Manager

Make $ for Owners

KEY RESULTS

1. Win Super Bowl
2. Fill home stands to go%+

Head Coach SVP of Marketing

Win Super Bewl Fill heme stands te go% capacity

KEY RESULTS

1. Passing attack amasses 300+ yards per game.

KEY RESULTS
1. Upgrade team branding.

2. Defense allows fewer than 17 points per
game.

2. Improve media coverage.

2. Revitalize in-stadium promotion program.
3 Special teams wnit ranks in top 3 in
punt return coverage.

Offensive Coach Marketing Director

Upgrade team branding
Generate 300-yards-per-game passing attack,

KEY RESULTS

1, Target twe colorful players for new
marketing campaign,
2. Create a more compelling team slogan.

KEY RESULTS
1. Achieve 65% pass completion rate.
2, Cutinterceptions to fewerthan 1 per game.
3. Hire new quarterbacks coach.

Defensive Coach Publicist

0 : Improve media coverage
| — Give up fewer than 17 peoints

agame.

KEY RESULTS
KEY RESULTS

1. Allow fewer than 192 rushing vards per game.
2. Increase number of sacksto 3+ per game.
3 Develop aPro Bowl cornerback

1. Arrange for players to attend two charity

2. Invite zo sports reporters to meet and greet.
2 Share pholos of events on social media.

Special Teams Coach Merchandise Manager

jm—t Revitalize cur in-stadium

— Improve to top 3 ranking for promotion program

punt coverage team.
KEY RESULTS
KEY RESULTS

1. Allow fewrer than 18 yards per punt retum.

1. Contact 10 souvenir companies.
2. Price out 5 options.

2. Block 4+ punts ever the seasen. 3. Present 3 ideas for stadium giveaways by

August 1,

OKR Chart 30 OKRsfor the Organization

Meanwhile, my SVP of marketing has derived her objective from
my other key result, to fill the standsto 90 percent capacity. (See
OKR Chart 3.) She® crafted three key results: Upgrade the team®&
branding, improve our media coverage, and revitalize the in-
stadium promotion program. These KRs are cascaded as objectives
for the marketing director, team publicist, and merchandise
manager, respectively.

Now, what®@ wrong with this picture? Here® a clue: The SVP&
key results are amess. Unlike the head coach& KRs, theyge
unmeasurable. They@e not specific or time bound. How do we



define iimprovement,ofor example, in the team®& media coverage?
(Five special features on ESPN? One cover spread in Sports
Illustrated? Fifty percent more followers on social media?)

But even if the SVP came up with stronger key results, the
organization® goal-setting approach would remain deeply flawed.
Thetop-line objectived to make a wealthy person wealthierd lacks
intrinsic motivation for the general manager, much less for the
team® East Coast scout or the PR intern slaving away at the copy
machine.

In moderation, cascading makes an operation more coherent.
But when all objectives are cascaded, the process can degradeinto a
mechanical, color-by-numbers exercise, with four adverse effects:

o Alossof agility. Even medium-size companies can have six
or seven reporting levels. As everyone waits for the
waterfall to trickle down from above, and meetings and
reviews sprout like weeds, each goal cycle can take weeks or
even monthsto administer. Tightly cascading organizations
tend to resist fast and frequent goal setting.
Implementation is so cumbersome that quarterly OKRs
may prove impractical.

o Alack of flexibility. Since it takes so much effort to
formulate cascaded goals, people arereluctant to revise
them mid-cycle. Even minor updates can burden those
downstream, who are scrambling to keep their goals
aligned. Over time, the system grows onerous to maintain.

e Marginalized contributors. Rigidly cascaded systemstend
to shut out input from frontline employees. In atop-down
ecosystem, contributorswill hesitate to share goal-related
concerns or promising ideas.

¢ One-dimensional linkages. While cascading locks in
vertical alignment, it& less effective in connecting peers
horizontally, across departmental lines.

Bottoms Up!



Fortunately, we have an alternative. Precisely because OKRs are
transparent, they can be shared without cascading them in lockstep.
If it servesthelarger purpose, multiple levels of hierarchy can be
skipped over. Rather than laddering down from the CEOtoa VP to
adirector to amanager (and then to the manager& reports), an
objective might jump from the CEO straight to a manager, or from a
director to an individual contributor. Or the company® leadership
might present its OKRs to everyone at once and trust peopleto say,
fOkay, now | see where we@e going, and |8l adapt my goalsto that.o

Considering that Google hastens of thousands of employees, its
innovative culture would be hamstrung by OKRs cascaded by rote.
As Laszlo Bock, a former head of the company® People Operations,
observesin Work Rules!:

Having goals improves performance. Spending hours cascading goals up
and down the company, however, does not. . . . We have a market-based
approach, where over time our goals all converge because the top OKRs
are known and everyone else® OKRs are visible. Teams that are grossly
out of alignment stand out, and the few major initiatives that touch
everyone are easy enough to manage directly.

The antithesis of cascading might be Google® 20 percent time,0
which frees engineersto work on side projects for the equivalent of
one day per week. By liberating some of the sharpest mindsin
captivity, Google has changed the world as we know it. In 2001, the
young Paul Buchheit initiated a 20 percent project with the code
name Caribou. It& now known as Gmail, the world& leading web-
based email service.

To avoid compulsive, soul-killing overalignment, healthy
organizations encourage some goals to emerge from the bottom up.
Say the Sand Hill Unicornsophysical therapist attends a sports
medicine conference and learns of a new regimen for injury
prevention. Of her own volition, she coins an off-season OKR to
implement the therapy. Her objective may not align with her direct
manager & OKRs, but it aligns with the general manager &
overarching objective. If the Unicornsttop players stay healthy
through the season, the team& chances of winning the Super Bowl
will soar.

Innovation tendsto dwell less at the center of an organization
than at its edges. The most powerful OKRs typically stem from
insights outside the C-suite. As Andy Grove observed, iiPeoplein the



trenches are usually in touch with impending changes early.
Salespeople understand shifting customer demands before
management does; financial analysts are the earliest to know when
the fundamentals of a business change.o

Micromanagement is mismanagement. A healthy OKR
environment strikes a balance between alignment and autonomy,
common purpose and creative latitude. The fprofessional
employee,0 Peter Drucker wrote, fineeds rigorous performance
standards and high goals. . . . But how he does his work should
always be his responsibility and his decision.0 At Intel, Grove took a
dim view of fimanagerial meddlinga: A T]he subordinate will begin
to take amuch morerestricted view of what is expected of him,
showing lessinitiative in solving his own problems and referring
them instead to his[or her] supervisor. ... [T]he output of the
organization will consequently bereduced. .. .0

An optimal OKR system frees contributorsto set at least some of
their own objectives and most or all of their key results. People are
led to stretch above and beyond, to set more ambitious targets and
achieve more of those they set: nThe higher the goals, the higher the
performance.o People who choose their destination will own a
deeper awareness of what it takes to get there.

When our how is defined by others, the goal wona engage usto
the same degree. If my doctor orders me to lower my blood pressure
by training for the San Francisco Marathon, | might grudgingly take
it under advisement. But if | decide of my own free will to run the
race, |dn far more likely to reach the finish lined especially if 1Gn
running with friends.

In business, | have found, thereisrarely asingleright answer. By
loosening the reins and backing peopleto find their right answers,
we help everybody win. High-functioning teamsthrive on a creative
tension between top-down and bottom-up goal setting, a mix of
aligned and unaligned OKRs. In times of operational urgency, when
simple doing takes precedence, organizations may choose to be
more directive. But when the numbers are strong and a company
has grown too cautious and buttoned-up, a lighter touch may be just
right. When leaders are attuned to the fluctuating needs of both the
business and their employees, the mix of top-down and bottom-up
goals generally settles at around half-and-half. Which sounds about
right to me.



Cross-functional Coordination

Even as modern goal setting successfully transcends the org chart,
unacknowledged dependencies remain the number one cause of
project slippage. The cureislateral, cross-functional connectivity,
peer-to-peer and team-to-team. For innovation and advanced
problem solving, isolated individuals cannot match a connected
group. Product relies on engineering, marketing on sales. As
business becomes more intricate and initiatives more complex,
interdependent divisions need atool to help them reach the finish
line together.

Connected companies are quicker companies. To grab a
competitive advantage, both leaders and contributors need to link
up horizontally, breaking through barriers. A transparent OKR
system, as Laszlo Bock points out, promotes this sort of
freewheeling collaboration: fiPeople across the whole organization
can see what® going on. Suddenly you have people who are
designing a handset reaching out to another team doing software,
because they saw an interesting thing you could do with the user
interface.o

When goals are public and visibleto all, a iteam of teamso can
attack trouble spots wherever they surface. Adds Bock: fiYou can see
immediately if somebody® hitting the ball out of the parkd you
Investigate. If somebody& missing all the time, you investigate.
Transparency creates very clear signals for everyone. You kick off
virtuous cycles that reinforce your ability to actually get your work
done. And the management tax is zerod it& amazing.o
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Align: The MyFitnessPal Story

Mike Lee

Cofounder and CEO

t all started with a beach wedding. Heading into their nuptials,
I Mike and Amy Lee wanted to lose some weight. A fithess trainer

gave them alist of the nutritional values of three thousand foods
d and a pad of paper for tracking calories. Mike, whod programmed
computers since the age of ten, knew there had to be a better way.
So he conceived a solution, which became MyFitnessPal. For eight
years, Mike and Albert self-funded the app from savings and credit
cards.

Today, the brothers Lee are at the center of an epic movement for
quantitative, self-digital health and personal well-being. Their
mission isto create a healthy planet. In 2013, when Kleiner Perkins
invested in MyFitnessPal, the app had 45 million registered users.
Today it has more than 120 million, and they&e lost a collective 300
million pounds. With a database of 14 million foods plusreal-time
linksto Fitbit and dozens of other apps, MyFitnessPal makes it
easier than ever to track what you eat and how effectively you
exercise. By revealing what used to be hiddend the calories you burn
on your morningrun, for exampled MyFitnessPal helps users set
and achieve ambitious personal goals. Members make daily choices
that change their lives. As abonus, the app comeswith a network of
friends who cheer you on each day.

OKRs are not islands. To the contrary, they create networksd
vertical, horizontal, diagonald to connect an organization® most
vital work. When employees align with a company® top-line goals,
their impact isamplified. They stop duplicating efforts or working
counterproductively against the grain. As brothers Mike and Albert



Lee discovered while building MyFitnessPal, the world& leading
health and fitness app, strong alignment is critical to the day-to-day
progress that kindles the next big leap.

If this story sounds like a perfect setting for OKRs, you@e not
mistaken. Goal setting came organically for Mike and Albertd
though not always easily, as you will see. In February 2015, their
company was acquired by Under Armour for $475 million. The
merger married MyFitnessPal& strength in technology to one of the
industry® great brands. Suddenly the Lees had access to world-class
professional athletes, the next frontier for digital fitness. As Mike
says, fiWe want to skate to where the puck is going.o

The new business structure brought new challenges for goal
setting, around alignment in particular. Mike and Albert would rely
on OKRsto navigate a labyrinth of internal relationships. As
MyFitnessPal dove into amuch larger pond, objectives and key
resultswould align its growing team and their goals.

0

Mike Lee: You have a device in your pocket that® incredibly powerful. The data
it collectsd on yourself and the world around youd is exploding. For a nominal
cost or none at all, you can have a coach or a nutritionist or even a medical
consultant on hand at all times. Thanks to our smartphones, we can make
healthier decisions and lead healthier lifestyles.

MyFitnessPal provides insightsd we call them fimoments of clarity® that
stick with our users all their lives. | know firsthand that it works. When [ first
began tracking what | ate, | learned that mayonnaise has ninety calories per
tablespoon, and mustard only five. | havend touched a drop of mayo since.
Make enough of those small changes, and youdl find they add up.

| worked for a number of companies before cofounding MyFitnessPal. None
of them used formal goal-setting systems. They had annual financial plans,
revenue numbers to hit, and broad strategies around them, but nothing
structured or continuous. Not coincidentally, those organizations shared
something else in common: a glaring lack of alignment. I@ have no clue as to
what other teams were doing, or how we might work together toward a common
objective. Wedl try to compensate with more meetings, which only wasted time.
If you put two people in a boat and have one row east and the other row west,
theydl use up lots of energy going nowhere.

In our early days at MyFitnessPal, weal joke that we had a thousand-item to-
do list, and wedal cross off the top three items and say, fOkay, that was a good
year.0We left a lot below the line, but that was okay. We worked within our
limits: launch the Android app, or the BlackBerry app, or the iPhone or iPad
version. We tackled one goal at a time and worked until it was done, and then
we moved to the next item on the list. Rarely was there overlap.



Our process wasnd sophisticated, but it was focused and highly measurable.
When youde defining a company® strategy on your own, with just one other
person working on products, alignment is simple. My brother and | would
declare a keystone goald launch on the iPad by such-and-such a dated and
communicate each day on our progress. Small organizations can get by with
less process. Though now | wish wed@ had our OKRs in gear earlier on, even
before we got funded. Wed@ have been better prepared to make sounder
choices when opportunity came our way.

MyFitnessPal cofounders Mike and Albert Lee, 2012.

Once MyFitnessPal got up and running on the iPhone and Android, our
growth shot off the charts. One day we woke up and had 35 million registered
users. We were scaling too fast to do one thing at a time anymore. | found that
entropy begins when you have two great people directly under you. You want to
give each of them something big and purposeful to work on, and they both
naturally want to move their piece of the project, and soon theya@e pulling out of
alignment and charging in different directions. Before you know it, theyde
working on two different things. It doesnda help to push them harder. If two nails
are even slightly misaligned, a good hammer will splay them sideways.

Though Albert and | knew we needed more structure in our goal setting, we
werend certain how to proceed. In 2013, not long after Kleiner Perkins first
invested in our company, John Doerr came by to pitch us on OKRs. His football
team analogy resonated with me; | just got it. | loved the simplicity of the main
objective, and the way it was distilled and stretched and cascaded through the



organization. And | thought to myself: That was how wed@ get our company
aligned.

Cross-team Integration

When we began to implement OKRs, it was harder than anticipated. We didna
appreciate how much thought it took to create the right company objectives, and
then to cascade them down to drive contributorsdbehavior. We found it
challenging to strike a balance between high-level, strategic thinking and more
granular, directive communication. Once we had our Series A funding and
scaled up our leadership team, our realm of the possible expanded. In a push
for accountability, we set one big dedicated goal for each leader. We created
company OKRs for people instead of matching people to our OKRsd we had it
backward. Some objectives were too narrow, others too nebulous. If an HR
manager got stuck trying to connect to the high-level goals for product or
revenue, wed@ add a top-line objective just for that person. Soon we had a
cornucopia of company OKRs, but what really mattered at MyFitnessPal? Wed@
lost the forest for the trees.

In 2013, as we jumped from ten to thirty people, | assumed we@ become
200 percent more productive. 1@ underestimated how much scaling slows you
down. New engineers need extensive training before they can be as proficient
as your holdovers. And with multiple engineers developing the same project, we
had to build new processes to keep them from overriding one another. In the
transition, productivity took a hit.

When you come down to it, alignment is about helping people understand
what you want them to do. Most contributors will be motivated to ladder up to
the top-line OKRsd assuming they know where to set the ladder. As our team
got larger and more layered, we confronted new issues. One product manager
was working on Premium, the enhanced subscription version of our app.
Another focused on our API platform, to enable third parties like Fitbit to
connect to MyFitnessPal and write data to it or applications on top of it. The
third addressed our core login experience. All three had individual OKRs for
what they hoped to accomplishd so far, so good.

The problem was our shared engineering team, which got caught in the
middle. The engineers werend aligned with the product managersoéobjectives.
They had their own infrastructure OKRs, to keep the plumbing going and the
lights on. We assumed they could do it alld a big mistake. They got confused
about what they should be working on, which could change without notice.
(Sometimes it boiled down to which product manager yelled loudest.) As the
engineers switched between projects from week to week, their efficiency
dragged. When returning to a product after an interruption, they@ have to ask
themselves: How does this go again? The Premium work was especially urgent
for revenue, yet it went in fits and starts.



| felt super-frustrated. Wedl hired all these talented people and were
spending tons of money, but we werend going any faster. Things came to a
head over a top-priority marketing OKR for personalized emails with targeted
content. The objective was well constructed: We wanted to drive a certain
minimum number of monthly active users to our blog. One important key result
was to increase our click-through rate from emails. The catch was that no one in
marketing had thought to inform engineering, which had already set its own
priorities that quarter. Without buy-in from the engineers, the OKR was doomed
before it started. Even worse, Albert and | didnd find out it was doomed until our
guarterly postmortem. (The project got done a quarter late.)

That was our wake-up call, when we saw the need for more alignment
between teams. Our OKRs were well crafted, but implementation fell short.
When departments counted on one another for crucial support, we failed to
make the dependency explicit. Coordination was hit-and-miss, with deadlines
blown on a regular basis. We had no shortage of objectives, but our teams kept
wandering away from one another.

The following year, we tried to fix the problem with periodic integration
meetings for the executive team. Each quarter our department heads presented
their goals and identified dependencies. No one left the room until we@l
answered some basic questions: Are we meeting everyone& needs for buy-in?
Is a team overstretched? If so, how can we make their objectives more
realistic?

Alignment doesnd@ mean redundancy. At MyFitnessPal, every OKR has a
single owner, with other teams linking up as needed. As | see it, co-ownership
weakens accountability. If an OKR fails, | don& want two people blaming each
other. Even when two or more teams have parallel objectives, their key results
should be distinct.

Each time we went through the OKR process, we did a little better. Our
objectives got more precise, our key results more measurable, our achievement
rate higher. It took us two or three quarters to really get the hang of it,
particularly for product features keyed to a broad objective. It& not easy to
predict the market for the conceptually new; wed wildly beat our metric or wildly
miss. So we switched it up. We began pinning our key results to deadlines
instead of revenue or projected users. (Example: iLaunch MFP Premium by
5/1/15.9 After a feature launched and some real data came back, wedl be in a
stronger position to assess its impact and potential. Then our next round of
OKRs could be more realistically keyed (or stretched) to projected outputs.

At times wed@ see our team choosing lower-risk key results, like sending
emails here or push notifications there. The more ambitious the stretch in the
objective, the more conservatively people made their KRsd a classic
unintended consequence. So we learned to design our goals to fit the context.
Where appropriate, we went for the incremental. But there were times when we
told the team, iDond worry about monthly active user impact on this one. Just
build the best feature you can. We want you to swing for the fences.o



Unacknowledged Dependencies, Writ Larger

Going with Under Armour meant adapting to a company with a whole different
mode of goal setting. Suddenly | had a boss to align with and a newly formed
division to run: UA Connected Fitnessi North America. Our mandate was to
leverage emerging digital technologies to improve fitness and performance. |
had three additional apps to coordinate, each with a different culture and
working style.

At scale, alignment grows exponentially more complex. How would we show
four hundred people what we were trying to achieve, to help them align with us
and with one another? How could we get everybody rowing in the same
direction? In the beginning, | found it really hard to do; | can hardly imagine how
Amazon or Apple manages. When we introduced OKRs throughout our division,
it made a big difference.

A few weeks after our acquisition, my boss called an off-site leadership
meeting for twenty people, including Connected Fitness stakeholders across the
company. Since Under Armour followed an annual cadence, department heads
were to present what they aimed to achieve that year. At MyFitnessPal, we
were accustomed to investing the time to frame our objectives correctly. Our
group was ready.

As the meeting unfolded, Albert and | were surprised to discover that the
ecommerce team was counting on us to drive significant traffic from our apps.
The data team assumed wed deliver a mass of data. The media sales team
had marked us down for a set dollar amount in new ad revenues. All three had
preconceived notions of what they could expect from us, with no visibility into
what other teams were asking. Nor could anyone see how their targets might
align with our own growth objectives, much less the bigger company picture.
There were unacknowledged dependencies wherever we looked. It was our old
problem at MyFitnessPal, on steroids. There was simply no way we could get all
these things done.

It took eighteen months to straighten out our division® alignment, and we
couldnd have done it without OKRs. First, we had to define our capacity
constraints for developing new software. Then we had to clarify our core
priorities. By sharing our high-level OKRs for Connected Fitness, | could explain
why certain projects required the allocated time, and where we should be
doubling down on the company® top goals. fiThis is the process we use,0l said,
fand 1Gn showing you our objectives and key results. You need to let me know if
you see anything missing, or if you think wede working on the wrong things.o

It was one-way transparency, and | felt a little nervous going in, but it
worked. People began to recognize our limits and adjust their expectations
accordingly. For our part, we worked to align with them by finding projects that
met cross-departmental objectives.

When Albert took hold of our MapMyFitness product team, first he examined
the road map and said, AVe need to cut half of this, right? We need to strip it
down to the things that really matter.oNow we evaluate product features the



MyFitnessPal way: fif we take this one off the road map this quarter, what
happens? Would it really affect the user experience?0More often than not, the
feature in question wouldn@ make a big difference. These calls are not
subjective; we have metrics to measure impact. Wed@e making tougher, sharper
choices about where to place our bets these days, and they all stem from the
OKR process.

Focus and alignment are binary stars. In May 2015, three months after
Under Armour acquired us, our Premium subscription version finally launched. It
couldn@ happen until we openly admitted, iLook, we canda get all of these things
done. We have to choose.0We had to make it clear to the company that
Premium was our number-one objective, above all else.

Wede still a work in progress. Shortly after the merger, two of our four apps
simultaneously implemented maps inside their run-tracking functions. Because
theyal failed to collaborate in development, they built their maps in different
ways with different providers. Beyond the obvious inefficiency, our customerso
experience would be inconsistent. To their credit, the two teams devised a
monthly check-in to avoid similar problems in the future. Shortly thereafter, we
implemented OKRs throughout the division. Now wede all on the same page.
Everyone knows our group® top priorities, which gives them freedom to say no
to other things.

North Star Alignment

Though our start-up days are behind us, wede still ambitious goal setters. We
still stand by our OKR values of transparency and accountability. We publish
our objectives on a wiki that anybody in the company can see. We discuss them
at weekly all-hands meetings. At a recent off-site retreat, | demonstrated our
OKR process to the larger leadership groupd and they just ate it up. iBest off-
site we@e ever had,0one executive said. With OKRs entrenched as the
operational foundation for Connected Fitness, my hope is to spread them by
example throughout Under Armour. The larger the organization, the more value
the system offers.

Beyond making objectives more consistent within a company, alignment
contains a deeper meaning. It& about keeping your goals true to your North
Star values. Connected Fitness is deliberately aligned with Under Armour®
mission ito make all athletes better.0At the same time, we still live by the old
MyFitnessPal mantra: When our customers succeed at reaching their health
and fitness goals, we succeed as a company. As a team, wede still posing the
question that Albert and | asked each other at the beginning: Will this featured
or this partnershipd help our customers succeed?

After all, it& our users who do the hard work to change their lives. Like the
woman who rose from her chair without using her hands, for the first time in
twenty yearsd a poignant moment of clarity. To the extent we@&e succeeded as



a company, it® in helping to provide those moments. Whenever possible, we
spell this out in our high-level objectives, as you can see in the following OKR
from a few years back:

OBJECTIVE

KEY RESULTS
1. Add 27M new users in 2014.
2. Reach 80M total registered users.

Every decision we make needs to square with our vision. When we face a
trade-off between our customers and a business goal, we align with the
customer. When an objective seems out of line with our mantra, it gets extra
scrutiny. Before moving forward, we make sure it lines up with our North Star.
That®& what keeps us walking the walk and connected with the people we serve.
That® what makes us who we are.
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Connect: The lntuit Story

Atticus Tysen

Chief Infor mation Officer

Admired Companiesofor fourteen yearsrunning. The firm made

itsfirst splash in the 1980s with Quicken, which brought
personal finance to the desktop computer and became a household
name. Then came tax preparation software (TurboTax) and a
desktop accounting program (QuickBooks), which eventually moved
online. Over itslong history, by tech standards, I ntuit has survived
one competitive threat after the next by staying a step ahead. Most
recently, it sold Quicken and reconstructed QuickBooks Online as
an open platform. Subscriptions soared by 49 percent. iWhenever
Intuit makes awrong turn,0UBS analyst Brent Thill told The New
York Times, ithey quickly get off the gravel and back onto the
blacktop. That® why the company has done so well for such along
time.o

People cand connect with what they cannot see; networks cannot
blossom in silos. By definition, OKRs are open and visible to all
parts of an organization, to each level of every department. Asa
result, companiesthat stick with them become more coherent.

I ntuit has made Fortune® prestigious list of the iwWorld& M ost



Intuit CIO Atticus Tysen at Goal Summit, 2017.

Adaptable organizations tend to be more openly connected ones.
Intuit® culture of transparency was ingrained by cofounder Scott
Cook and strengthened by iiCoachoBill Campbell, who served as
Intuit® CEO and longtime chairman. fiBill was one of the most open
guys | e ever met,0says Atticus Tysen, Intuit® senior vice president
and chief information officer. iHe could read people and he invested
in them. You always knew what he was thinking and that hewas in
your corner.o

The Coach® legacy lives on. A few years ago, to help the I T
department adapt as Intuit moved to the cloud, Atticus introduced
OKRsto hisdirect reports. The following quarter, herolled the
system down to the director level; the quarter after that, to all six
hundred IT employees. He was determined not to force the new



process. iWe didn@ want bureaucratic compliance,0Atticus says.
fAWe wanted enthusiastic compliance. | wanted to seeif the OKR
system would succeed on itsownd and it really did.o

Each quarter, Intuit& I T group tackles about 2,500 active
objectives. Asthey@&e built their goal-setting muscle with real-time,
automated data and routine check-ins, users align roughly half of
their OKRs with the goals of higher-ups or their department.
Collectively, they view their managersdOKRs more than four
thousand times per quarter, or seven views per employeed a strong
marker of frontline engagement. After the Lasik surgery of OKRs,
contributors see clearer links between their own day-to-day work,
their colleaguesdpriorities, their team® quarterly objectives, and the
company® fiTrue Northomission.

Intuit® story demonstrates the benefits of an OKR pilot project
before (or even without) a full-company rollout. A few hundred
users may suffice for an OKR laboratory, to iron out any kinks
before deployment at scale. At Intuit, says CEO Brad Smith, who
posts his own goalsin his office for anyone to see, connected goal
setting fis critical to enabling employeesto do the best work of their
lives.0

0

Atticus Tysen: l@ been working at Intuit for eleven years on the product side
before moving to the IT department. Then, in 2013, | became CIO. | made the
switch because | loved the company, and | knew IT needed to evolve to help
Intuit on its new mission. It was a stressful, exciting time. The organization was
pivoting in several directions at once: from desktop software to cloud-based
software, from a closed platform to one that was open to thousands of third-
party apps, from a North American company to a global company. As we leaned
into our long-term strategy to become an integrated ecosystem, we gradually
changed from a house of brands (TurboTax, Quicken, QuickBooks) to the
branded house of Intuit.

In the storm of any disruption, IT will bear the brunt of in-house frustrations.
Partly it& because the operation tends to be opaque. Any thirty-plus-year-old
company accumulates layers of complex technologyd especially a technology
company. In IT, wede always juggling the needs of internal partners with the
demands of our end users. We bridge technology and business outcomes.
Maybe toughest of all, we must balance the task of making systems work
perfectly today (as our people expect) with our mandate to invest in the future.
For example: Intuit used to have nine different billing systems to serve our array
of products, and each of them had special challenges. When youde putting out
fires every day, it& hard to build a next-generation billing technology.



How could we signal to our workforce what mattered most while keeping
them all up and running? And how could we assure all hands that we had their
concerns covered? In a conventionally siloed organization, activity is opaque.
People might try to look into what® going on outside their own department, but
they often don@ know where to start or have the time to follow up.

At Intuit, change started at the top. To jump-start our transformation, our
chairman and CEO, Brad Smith, installed a company-wide goal-setting system.
Brad is very conscious and intentional about this. Once each month, managers
meet with their reports to discuss individual goals. The system has built-in, 360-
degree feedback, with both parties comparing notes on a regular basis.

Our company has a long cultural history around learning and
experimentation. We try a lot of things, keep the elements that work best, and
adapt them to make them our own. | agreed to partner with HR to try OKRs in
Enterprise Business Solutions, or EBS (our moniker for IT). Back in 2014, | first
discovered objectives and key results while Googling fgoal setting.0My
research suggested that OKRs might help us change the way we operate, even
how we perceive ourselves.

Modern IT goes way beyond checking off boxes to process help tickets or
change requests. It& about adding value to the businessd shedding redundant
clone systems, creating new functionality, finding future-oriented solutions. To
become the team Intuit needed, our EBS would need to change root and
branch. Our leaders had to give people air cover to back-burner some day-to-
day tasks and focus on more valuable, longer-term initiatives.

Today, every employee in my department owns three to five business
objectives per quarter, along with one or two personal ones. The system is
powerful precisely because it is so simpled and so transparent. For our OKRs
to be effective, | knew theya@ have to be visible through all of Intuit, even if no
one outside EBS used them. | wanted everyone in the company to know exactly
what we were doing, and how, and why. When people understand your
priorities and constraints, they@e more apt to trust you when something goes
sideways.

Early on, | found it challenging to separate my individual goals from the
department® OKRs. As IT& leader, | thought they should logically coincide. But
it wasn@ a good optic. Most of our top-level objectives endured from quarter to
guarter, typically for eighteen months. Down the line, teams and individuals
would modify their own OKRs as the environment shifted and we kept making
progress. And they were asking, quite reasonably, AVhat is the CIO doing if his
goals never change?0l got the message. Now | have my own objectives, and |
ladder up to our top-level OKRs like everyone else.

Beyond our base in the Bay Area, we made it a point to implement the
system worldwide. EBS has formal teams in four U.S. regions and in Bangalore,
the high-tech center of southern India, plus support teams in every Intuit
location around the globe. When people work outside the center, theyade left to
wonder what gets done at headquarters. (And headquarters may wonder about
them, too.) OKRs ended the mystery. They made us more cohesive; they
brought us together.



One of our top-level EBS objectives is to frationalize, modernize, and secure
all technology used to run Intuit.0(See here.) Lately, whenever | travel to see a
team in Texas or Arizona, | hear our people saying, firhis project is rationalizing
our portfolio.0oOr: fiHow can we modernize that system?0No matter where they
happen to be stationed, they@e using the same three verbs. When a new
project comes up for discussion, theyd ask one another how it fits into our OKR
template. If it doesnd, theydl rightly raise a red flag: AVhy are we doing this?0

OBJECTIVE

KEY RESULTS

1. Complete migration of Oracle eBusiness Suite to R12
and retire 11.5.9 this quarter.

2. Deliver wholesale billing as a platform capability by end
FY16.

3. Complete onboarding of agents in small business unit
to Salesforce.

4. Create a retirement plan for all legacy technology.

5. Draft and get alignment on new Workforce Technology
strategies, road maps, and principles.

Live Data from the Cloud

Intuit views itself as a thirty-four-year-old start-up. Beginning with the personal
computer in the 1980s, our history reflects a series of tech disruptions, with
each new platform upending its predecessor. Our first product was on DOS.
Then we moved to Windows and Macintosh on the desktop, then to mobile
devices, and most recently to the cloud.

OKRs can be deployed to even greater effect in the cloud era. Horizontal
alignment comes naturally. With open, public goal setting, the data and
analytics team could see from the start what our financial systems team had in
mind. It was immediately obvious that they should be working together, in
parallel. The teams linked up their objectives in real time, rather than after the
factd a sea change from our historical way of doing things.

At a desktop software company, leaders look at operations through a
twentieth-century retail lens. They postmortem sales reports and channel flow.



While they do their best to predict where the business might be headed, their
line of sight is largely limited to the rearview mirror. By contrast, a cloud-based
business wants to know what is happening now. How many subscriptions came
in this week? How many trials are ongoing? What& our conversion rate? A
customer can Google an online product, skim the marketing page, take it for a
spin, and make a purchased all in ten minutes or less. For leaders to keep
pace, they should be checking their funnel on a daily basis. At EBS, we need to
be thinking about real-time reporting, data, and analytics, even as we build out
features like wholesale billing. We&e captured this necessity in a top-level
objective:

OBJECTIVE

KEY RESULTS
1. Deliver functional data marts for HR and Sales.

2. Complete migration to new Enterprise Data Warehouse
built for real-time access.

3. Create single team operating all data visualization tools
across Intuit to drive a unified strategy.

4. Create teaching module to help people in other teams
use data visualization tools.

A Tool for Global Collaboration

As Intuit becomes more global, asynchronous collaboration is increasingly a
way of life. When we@e working from headquarters with our team in Bangalore,
live video has limited utility. Given the thirteen-hour time difference, our
associates in India will be sleeping when we@e working, and vice versa. Three
years ago, there were few practical options. Intuit invested in the latest
workplace tools, but we lacked solutions for persistent chat, collaborative
authoring, and videoconferencing. People were forced to improvise, with
uneven results. Productivity slipped.

To attack the problem in a more connected way, we upgraded a key result
for workforce technology to its own top-level OKR. In the space of six months,
our new strategic emphasis led us to add several new tools, all integrated into a
single authentication system: Slack for persistent chat, Google Docs for
collaborative editing, Box for content management, BlueJeans for next-wave
video technology. Our open OKR platform helped teams across EBS to make



the transition and align with our new top-line objective. Now our people can
focus on their work instead of wasting time to figure out which tool to use.
There® an art to goal setting, and more than a few judgment calls. If you
choose to temporarily elevate a key result, it helps to be candid about it.
Leaders need to explain, fiYes, | want us to focus on that one right now as a top-
level objective. When it no longer needs the extra attention, wedl let it drift back
down into a KR.0It& a dynamic system. Youde always adjusting the altitude.

0

OBJECTIVE

KEY RESULTS
1. Implement Box pilot for first 100 users by mid-quarter.

2. Complete BlueJeans rollout to final users by end of the
quarter.

3. Transfer first 50 individual account Google users to
enterprise account by end of the quarter.

4. Finalize Slack contract by end of month 1 and complete
rollout play by end of the quarter.

0

Studies have told us forever that frontline employees thrive when they can
see how their work aligns to the company® overall goals. I&e found this
especially true at our remote sites. I&e heard it from people in Bangalore: fiMy
objective is directly a key result of my manager& OKR, which ties directly to the
top-level EBS objective, which ties to the company& shift to the cloud. Now |
understand how what Iém doing in India connects to the company mission.o
That® a powerful realization. OKRs have consolidated our far-flung department.
Thanks to structured, visible goal setting, our boundaries have melted away.

Horizontal Connections

Intuit was a flat organization from the start, with just a handful of tiers between
the CEO and frontline employees. Our founder, Scott Cook, believed the best
idea should win, not the biggest title, and that still holds true today. From the
day | came in as a group manager, | was impressed by the collaborative culture.
Even when we ran things in silos, we were vertically open. You could always



speak freely to your manager, or your manager® manager, and get a respectful
hearing.

OKRs have opened our department horizontally, across teams. At first it was
awkward. Everybody in IT instinctively wanted to align with their managersé
goalsd or with mine. | went into the platform one day and found literally
hundreds of key results linked to one of my top-level objectives. | told people,
fiYour manager is still your manager. Youdl continue to collaborated none of
that® going to change. But you need to disconnect from us and connect to each
other.o

Our ecommerce and billing teams work under separate vice presidents who
roll up to me. If ecommerce is building a shopping cart, billing needs to bring
related features to market. In the old way, the two engineering teams ran
independently and reported to their respective program managers, who tried
(with variable success) to connect from above. The people doing the actual
work had no direct contact.

Now, with horizontally transparent OKRs, our engineers intentionally connect
as they link to each other® objectives. Quarter by quarter, they iterate against
the department® objectives while devising how best to coordinate with their
peers. Wede trending away from senior committee mandates and toward real
autonomy. Our EBS leaders still set the context, ask the big questions, and
furnish relevant data. But it® our interconnected groups whose insights are
propelling us forwardd together.
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Superpower #3: Track for
Accountability

In God we trust; all others must bring data.
0 W. Edwards Deming

and then revised or adapted as circumstances dictate.

Unlike traditional, frozen, fiset them and forget themo
business goals, OKRs are living, breathing organisms. Their life
cycle unfoldsin three phases, which 18l consider in turn.

O ne underrated virtue of OKRsis that they can be trackedd

The Setup

While general-purpose software can get an OKR process up and
running, there® a catch: It doesna scale. When one Fortune 500
company recently tried to ramp up its goal-setting cadence, it hit a
wall. All of its 82,000 contributors had dutifully recorded their
annual objectivesin Microsoft Word files! A moveto quarterly
OKRs would have generated 328,000 files per year. Theya all be
public, in theory, but who would have the patience to search out
connections or alignment? If you share a goal that nobody sees, is
the system truly transparent?

In 2014, when Bill Pence cameto AOL as global chief technology
officer, top-line company and division goals were presented on a
spreadsheet and rolled down from there. iBut they never really had
a home, where they connected on a daily basis with people,0 Pence
says. Without frequent status updates, goals slideinto irrelevance;



the gap between plan and reality widens by the day. At quarter® end
(or worse, year® end), wede left with zombie OKRs, on-paper whats
and hows devoid of life or meaning.

Contributors are most engaged when they can actually see how
their work contributes to the company® success. Quarter to quarter,
day to day, they look for tangible measures of their achievement.
Extrinsic rewardsd the year-end bonus checkd merely validate what
they already know. OKRs speak to something more powerful, the
Intrinsic value of the work itself.

Asthe bar for structured goal settingrises, more organizations
are adopting robust, dedicated, cloud-based OKR management
software. The best-in-class platforms feature mobile apps,
automatic updating, analytics reporting tools, real-time alerts, and
integration with Salesforce, JIRA, and Zendesk. With three or four
clicks, users can navigate a digital dashboard to create, track, edit,
and score their OKRs. These platforms deliver transformative OKR
values:

e They make everyone® goals morevisible. Usersgain
seamless access to OKRs for their boss, their direct reports,
and the organization at large.

e They drive engagement. When you know youde working
on theright things, it& easier to stay motivated.

e They promoteinternal networking. A transparent platform
steersindividuals to colleagues with shared professional
interests.

e They savetime, money, and frustration. In conventional
goal setting, hours are wasted digging for documentation in
meeting notes, emails, Word documents, and Power Point
slides. With an OKR management platform, all relevant
information isready when you are.

At AOL, CEO Tim Armstrong felt the company® goals were ft00
disconnected,0Bill Pence recalls. iiThey werend linked together;
they didna cascade up and down. They just didna stay tethered to
the employees and the work they were doing through the year.oln
2016, Armstrong brought in adedicated platform and rolled out
OKRs. The upshot, Pence says, was radical transparency, real-time



connection, and a company that coordinated operations as a matter
of course.

OKR Shepherd

For an OKR system to function effectively, the team deployingitd
whether a group of top executives or an entire organizationd must
adopt it universally. No exceptions, no opt-outs. Yes, there will be
late adopters, resisters, and garden-variety procrastinators. To prod
them to join the flock, a best practiceisto designate one or more
OKR shepherds. For years, that role in Google® products
department was filled by senior vice president Jonathan Rosenberg.
Hereis one of Jonathan® classic communiqu®s, with the laggardsd
names deleted to protect the guilty:

From: Jonathan Rosenberg
Date: Thu, Aug 5, 2010 at 2:59 PM

Subject: Amidst boundless opportunities, 13 PMs whiff on OKRs (names
included)

Product Gang,

As most of you know, | strongly believe that having a good set of quarterly
OKRs is an important part of being successful at Google. That& why |
regularly send you notes reminding you to get them done on time, and why |
ask managers to review them to make sure all of our OKRs are good. I&e
tried notes that are nice and notes that are mean. Personal favorites include
threatening you with Jonathan® Pit of Despair in October 07 and celebrating
near perfection in July 08. Over time | iterated this carrot/stick approach until
we reached near 100% compliance. Yay!

So then | stopped sending notes, and look what happened: this quarter,
SEVERAL of you didna get your OKRs done on time, and several others
didnd grade your Q2 OKRs. It turns out it®& not the type of note | send that
matters, but the fact that | send anything at all! Names of the fallen are duly
noted below (with a pass given to several AdMob employees who are new to
the ways of Google, and to many of you who missed the deadline but still got
them done in July).

We have so many great opportunities before us (search, ads, display,
YouTube, Android, enterprise, local, commerce, Chrome, TV, mobile,
social . . .) that if you can@ come up with OKRs that get you excited about
coming to work every day, then something must be wrong. In fact, if that®
really the case, come see me.

In the meantime, please do your OKRs on time, grade your previous quarter®
OKRs, do a good job at it, and post them so that the OKR link from your




moma [intranet] page works. This is not administrative busywork, it& an
important way to set your priorities for the quarter and ensure that wede all
working together.

Jonathan

Midlife Tracking

Asthe Fitbit craze attests, people crave to know how theyde
progressing and seeit visually represented, down to the percentage
point. Research suggests that making measured headway can be
more incentivizing than public recognition, monetary inducements,
or even achieving the goal itself. Daniel Pink, the author of Drive,
agrees: NThe single greatest motivator is dnaking progressin one®
work.6The days that people make progress are the days they feel
most motivated and engaged.o

Most goal management platforms use visual aids to show
progress toward objectives and key results. Unlike steps on Fitbit,
OKRs dond require daily tracking. But regular check-insd
preferably weeklyd are essential to prevent slippage. As Peter
Drucker observed, iWithout an action plan, the executive becomes a
prisoner of events. And without check-insto reexamine the plan as
events unfold, the executive has no way of knowing which events
really matter and which are only noise.o

As noted in chapter 4, the simple act of writing down a goal
increases your chances of reachingit. Your odds are better still if
you monitor progress while sharing the goal with colleaguesd two
integral OKR features. In one California study, people who recorded
their goals and sent weekly progress reportsto afriend attained 43
percent more of their objectives than those who merely thought
about goals without sharing them.

0

OKRs are adaptable by nature. They@e meant to be guardrails, not
chains or blinders. As we track and audit our OKRs, we have four
options at any point in the cycle:

e Continue: If agreen zone (fion tracko) goal isna broken,
dond fix it.



e Update: Modify a yellow zone (fineeds attentiong) key result
or objective to respond to changesin the workflow or
external environment. What could be done differently to
get the goal on track? Does it need arevised timeline? Do
we back-burner other initiativesto free up resources for
thisone?

e Start: Launch anew OKR mid-cycle, whenever the need
arises.

e Stop: When ared zone (fiat riskd) goal has outlived its
usefulness, the best solution may beto drop it.*

The point of areal-time dashboard is to quantify progress against
atarget and flag what needs attention. While OKRs are primarily a
positive force for more, they also stop usfrom persistingin the
wrong direction. As Stephen Covey noted, iif the ladder is not
leaning against theright wall, every step we take just getsusto the
wrong place faster.0 Late-in-game surprises are less likely when you
track your OKRs for continuous feedback. Good news or bad, reality
intrudes. In the process, fpeople can learn from failure and move
on, perhaps turning some aspect of the setback into the seedling of a
new success.o

When Remind®& school-messaging platform prototyped the
company® first revenue-yielding service, a peer-to-peer payment
system, it was a total flop. iNo one used it,0 says Brett Kopf. it
didnd solve a clear problem. Weimmediately altered the goal to
build an event-driven system, where the teacher could say, d &e got
afield trip next week. Are you coming, yes or no? And do you want
to pay?6That changed everything. It started driving and growing like
crazy.o

Whenever akey result or objective becomes obsolete or
impractical, feel freeto end it midstream. There® no need to hold
stubbornly to an outdated projectiond strike it from your list and
move on. Our goals are servantsto our purpose, not the other way
around.

One proviso: When an objective gets dropped before the end of
the OKR interval, it& important to notify everyone depending on it.
Then comesreflection: What did | learn that | didna foresee at the
beginning of the quarter? And: How will | apply thislesson in the
future?



For best results, OKRs are scrutinized several times per quarter
by contributors and their managers. Progressis reported, obstacles
identified, key resultsrefined. On top of these one-on-ones, teams
and departments hold regular meetings to evaluate progress toward
shared objectives. Whenever a committed OKR isfailing, arescue
plan is devised. At Google, the frequency of team check-insvaries
with the business needs of the moment, the gap between predicted
outcomes and execution, the quality of intragroup communication,
and the group® size and location(s). The more dispersed the team&
members, the more frequently they touch base. Google® benchmark
check-in cycleis monthly, at a minimum, though goal discussions
there are so pervasive that formal meetings sometimes go by the
boards.

Wrap-up: Rinse and Repeat

OKRs do not expire with completion of the work. Asin any data-
driven system, tremendous value can be gained from post hoc
evaluation and analysis. In both one-on-ones and team meetings,
these wrap-ups consist of three parts: objective scoring, subjective
self-assessment, and reflection.

Scoring

In scoring our OKRs, we mark what we@e achieved and address
how we might do it differently next time. A low score forces
reassessment: Isthe objective still worth pursuing? If so, what can
we change to achieveit?

On state-of-the-art goal management platforms, OKR scores are
system-generated; the numbers are objective, untouched by human
hands. (With less automated, homegrown platforms, users may
need to perform their own calculations.) The simplest, cleanest way
to score an objective is by averaging the percentage completion
rates of its associated key results. Google uses a scale of 0 to 1.0:

e 0.7to 10 = green.* (Wedelivered.)



e 0.4t00.6 = yellow. (We made progress, but fell short of
completion.)

e 0.0to0.3=red. (Wefailed to makereal progress.)

Intel followed a similar formula. You may recall the OKR for
Operation Crush, the company® push to reclaim the microprocessor
market. Here are Andy Grove® actual marching orders from Q2
1980, as endorsed by his executive team (with end-of-quarter
gradesin brackets):

CORPORATE OBJECTIVE

KEY RESULTS (Q2 1980)

1. Develop and publish five benchmarks showing superior
8086 family performance [0.6].

2. Repackage the entire 8086 family of products [1.0].
3. Get the 8MHz part into production [0].

4. Sample the arithmetic coprocessor no later than June
15 [0.9].

And hereis how these scores were determined:

e We completed three of five benchmarksfor an 0.6, a
borderline green.

e Wedid indeed repackage the 8086 family, under a new
product line called iIAPX. So that® a perfect 1.0.

e Production of the BMHz part, set for early May, was a
fiasco.* Because of problemswith the polysilicon, the target
had to be pushed to October. That® a zero.

e Asfor the arithmetic coprocessor, the goal wasto ship 500
parts by June 15. We wound up shipping 4708 which
computesto 0.9, another green.

Altogether, we averaged 62.5 percent (or araw score of 0.625) on
our KRsfor this objective, arespectable grade. The Intel board
judged it below expectations but not too far below, because they



knew how aggressively management set our goals. Asarule, we@
enter a quarter knowing we wouldnda achieve all of them. If a
department so much as approached 100 percent, it was presumed to
be setting its sightstoo lowd and there would be hell to pay.

Self-assessment

In evaluating OKR performance, objective datais enhanced by the
goal setter®& thoughtful, subjective judgment. For any given goal in a
given quarter, there may be extenuating circumstances. A weak
showing by the numbers might hide a strong effort; a strong one
could be artificially inflated.

Say the team® objective isto recruit new customers, and your
individual key result is fifty phone calls. You wind up calling thirty-
five prospects, for araw goal score of 70 percent. Did you succeed or
fail? By itself, the data doesnd afford us much insight. But if a dozen
of your callslasted several hours apiece and resulted in eight new
customers, you might give yourself a perfect 1.0. Conversely: If you
procrastinated, rushed through all fifty calls, and signed only one
new customer, you might assess your performance at 0.250 because
you could have pushed harder. (And on reflection: Should the key
result have prioritized new customers, rather than calls?)

Or say you@e a public relations manager, and your team® key
result isto place three national articles about your company.
Though you get only two pieces published, oneis a cover story in
The Wall Street Journal. Your raw score is 67 percent, but you say,
Al Gn giving us a9 out of 10, because we hit that one out of the park.o

Googlers are encouraged to use their OKRs in self-assessmentsd
as guides, not as grades. As Shona Brown, former SVP of business
operations, explained it to me, Alt wasnd that they got ared or
yellow or green, but here was alist of what theya@ delivered on that
was above business as usual and connected to the overall goals of
the company.o0 The point of objectives and key results, after all, isto
get everyone working on theright things.

Table 10.1: Scoring and Assessment Variations

OKR Progress |Score Self-assessment




Bring in ten new | 70% 0.9 Due to a slump in the market, the OKR was
customers. significantly tougher to achieve than Ia@ thought.
Our seven new customers represented an
exceptionally good effort and outcome.

Bring in ten new [100% 0.7 When | reached the objective only eight weeks

customers. into the quarter, | realized 1@ set the OKR too low.

Bring in ten new [80% 0.6 While | signed eight new customers, it was more

customers. luck than hard work. One customer brought in five
others behind her.

Bring in ten new [90% 0.5 Though | managed to land nine new customers, |

customers. discovered that seven would bring in little
revenue.

Invariably, some people will grade themselves too harshly; others
may need to be challenged. In either case, an alert facilitator or
team leader will jump in and help recalibrate. In the end, the
numbers are probably less important than contextual feedback and
a broader discussion within the team.

Where OKR scores pinpoint what went right or wrongin the
work, and how the team might improve, self-assessmentsdrive a
superior goal-setting process for the next quarter. There are no
judgments, only learnings.

Reflection

OKRs areinherently action oriented. But when action isrelentless
and unceasing, it can be a hamster wheel of grim striving. In my
view, the key to satisfaction is to set aggressive goals, achieve most
of them, pause to reflect on the achievement, and then repeat the
cycle. Learning ffrom direct experience,0a Harvard Business School
study found, fican be more effective if coupled with reflectiond that
IS, the intentional attempt to synthesize, abstract, and articulate the
key lessons taught by experience.0 The philosopher and educator
John Dewey went a step further: iWe do not learn from
experience. .. welearn from reflecting on experience.o

Here are some reflections for closing out an OKR cycle:

e Did | accomplish all of my objectives? If so, what
contributed to my success?



e |f not, what obstaclesdid | encounter?

e |f | weretorewriteagoal achieved in full, what would |
change?

e What have |l learned that might alter my approach to the
next cycle@ OKRs?

OKR wrap-ups are retrospective and forward-looking at the same
time. An unfinished objective might be rolled over to the next
quarter, with afresh set of key resultsd or perhapsits moment has
passed, and it is appropriately dropped. Either way, sound
management judgment comesfirst.

And one morething. After thoroughly appraising your work and
owning up to any shortfalls, take a breath to savor your progress.
Throw a party with the team to celebrate your growing OKR
superpowers. Youdve earned it.
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Track: The Gates Foundation Story

Bill Gates

Cochairman

Patty Stonesifer
Former CEO

became something the world had never seen: a $20 billion start-

up. Though Bill Gates had recently stepped down as CEO of
Microsoft, he was still the company® chairman and chief product
strategist. He had to find a way to channel the foundation® vast
ambition, adapt to fluid conditionsin thefield, and allow himselfd
the extremely busy, famously fast-moving founderd to make the
best possible choices. The higher the stakes, the moreimportant it is
to track progressd to flag looming problems, double back from dead
ends, and modify goals on the run.

The newborn institution had signed on for the most audacious
mission imaginable: fiEveryone deserves a healthy and productive
life.0So its leaders enlisted scores of brilliant people whoa@ devoted
their livesto global health and told them, fQuit thinking about
incremental progress. What would you do if you had unlimited
resources?0

By 2002, the foundation had scaled to the point where it urgently
required amore structured form of goal setting. After CEO Patty
Stonesifer heard my OKR pitch at an Amazon board meeting, she
asked meto present it to the foundation. Therest is OKR history.

0

I n 2000, the newly hatched Bill & Melinda Gates Foundation



Patty Stonesifer: We had the beautiful gift of a blank sheet of paper: fiHow do
you want to change the world?0But the gift also had a huge weight to it.
Because when you have that big of a goal, how can you know youde making
progress?

_

Melinda Gates, Patty Stonesifer, and Bill Gatesreviewing OKRs, 2005.

We felt driven to be responsible with the capital. Bill and Melinda wanted to
know that a disciplined system was in place to direct our hard choices. We
borrowed from Jim Collins: iWhat can you be the best at in the world?60Once we
figured that out, we laid the OKR system on top of it. We believed that everyone
should have a healthy and productive life, and Bill and Melinda were passionate
about the role of technology in creating change. That was in our DNA.

For a time we used a global health metric called Disability-Adjusted Life
Years, or DALY. It gave us a data-driven framework for key resultsd say, to
measure the impact of an investment in micronutrients against one to fight river
blindness. DALY led us to focus on vaccines, which make such an enormous
difference in productive life years. Now we had a credible metric, reinforced by
our key results. OKRs made it all so clear.

0

Bill Gates: Ambitious, directional goals were always super-important at
Microsoft. It was natural, in a way, because from a very young age | thought
software was magic. In those early days, the exponential increase in transistors



actually mapped to the performance of the device. We understood what the
chips people were going to give us and that there was no end in sight, and that
the storage and communication people likewise were writing exponential code.
The screen people werend quite as exponential, but the graphical user interface
would be fast enough. There was only one missing element: the magic software
to make the device do something interesting. | gave up on being a lawyer or a
scientist, surefire things, because the idea of what would happen with all that
intelligenced what | called finformation at your fingertips@ was just so
fascinating. It was mind-blowing to me.

Even before Paul Allen and | started the partnership, we were saying: A
computer on every desk and in every home. IBM and other peopled with
resources and skill sets way beyond oursd werend aiming for that goal. They
didnd see it as a possibility, so they werend pushing as hard to make it a reality.
But we could see that it would happen. Moore® law would make things cheaper
and get the software industry to critical mass. Those were big, big goals, and
they started early for us.

That was our biggest advantage: We aimed higher.

Making Goals Concrete

In the year 2000, Melinda and | put $20 billion into the Gates Foundation.
Suddenly it& both a start-up and the biggest foundation in the world. And the
way the payout rules work, it has to spend a minimum of a billion dollars a year.




Bill Gates administering an oral polio vaccineto a child in Mumbai, India,
2000.

I@ watched Andy Grove manage people on subgoals [key results], and |
watched the Japanese, and | learned how you deal with things when people fall
short. | dond think | invented anything there, but | did watch and learn. Then
Patty Stonesifer brought in OKRs, the green-yellow-red approach, and it
worked. When we used OKRs with our grant reviews, | felt good about what we
were going after. | was still running Microsoft, and my time was limited, and
Patty had to make things very efficient between us, to make sure we agreed.
The goals process was a big part of that. There were two cases where | turned
down a grant in the end because the goals werend clear enough. The OKR
system made me confident | was making the right call.

Idn a huge fan of goals, but they need to be handled correctly. At one point,
the malaria team thought wedl eradicate the disease by 2015, which wasnd
realistic. When a goal is too aspirational, it& bad for credibility. In philanthropy, |
see people confusing objectives with missions all the time. A mission is
directional. An objective has a set of concrete steps that youde intentionally
engaged in and actually trying to go for. It& fine to have an ambitious objective,
but how do you scale it? How do you measure it?

| think it& getting better, though. Philanthropy is bringing in more people from
high-performance business environments, and theyde tilting the culture. Having
a good mission is not enough. You need a concrete objective, and you need to
know how youde going to get there.

0

Patti Stonesifer: OKRs allowed us to be ambitious and disciplined at the same
time. When measurable key results revealed a lack of progress or showed that
an objective was unachievable, we reallocated the capital. If the goal was to
eliminate Guinea worm disease, a very ambitious top-line goal, it was important
to know whether the dollars and resources were making progress against it.
With OKRs, we could set both quarterly and annual beats for substantial key
results against such a huge objective.*

Until you set a really big goal, like vaccinating every child everywhere, you
cand find out which lever or mix of levers is most important. Our annual strategy
reviews began with: iWhat is the objective here? Is it eradication or is it
expanding the reach of vaccines?0Then we could get more practical with our
key resultsd like the 80/90 rule at the Global Alliance for Vaccines and
Immunization, where 80 percent of districts would have 90 percent or more
coverage. You need those key results to align your everyday activities, and over
time you keep moving them to be even more ambitious against that really big
goal.

Sometimes, to be honest, we were probably measuring the wrong thing. But
the effort was always there to hold ourselves accountable. At private
foundations, where you lack a market effect to gauge impact, you have to pay
close attention to whether your data is getting you to the ultimate goal. We were



learning so fast that sometimes we had to change data sets midstream. Say
you had a seed that would double production of yams, and you were focused on
that number. But then it turned out that nobody would use the seed because the
yams took four times longer to cook at night. . . .

Setting the big goals wasna as hard as breaking them down: What rocks
need to be moved to achieve them? That® one of the beauties of working with
Bill and Melinda. They want to see progress, but bold goals dond faze them.

0

Case in point: the ongoing fight against the most lethal animal on
the planet, the mosquito.* In 2016, the Gates Foundation teamed
with the British government in afive-year, $4.3 billion campaign to
eradicate malaria, the deadliest of all tropical diseases. Driven by
empirical data, they have broadened their focus from a
transmission-blocking vaccine to a comprehensive eradication
strategy.

OBJECTIVE

KEY RESULTS
1. Prove to the world that a radical cure-based approach
can lead to regional elimination.

2. Prepare for scale-up by creating the necessary toolsd
SERCAP (Single Exposure Radical Cure and
Prophylaxis) Diagnostic.

3. Sustain current global progress to ensure the
environment is conducive to eradication push.

Thetop-line objectiveisto eliminate the Plasmodium parasite
from the human population, with a special emphasis on drug-
resistant strains. As Bill Gates himself has acknowledged, this effort
wond be easy. But it hasareal chance to succeed because histeam is
tracking what matters.
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Superpower #4: Stretch for
Amazing

The biggest risk of all is not taking one.
0 Mellody Hobson

achievements on the border between abilities and dreams.

They unearth fresh capacity, hatch more creative solutions,
revolutionize business models. For companies seeking to live long
and prosper, stretching to new heightsis compulsory. As Bill
Campbell liked to say: If companies idond continue to innovate,
they@e goingto died and | didna say iterate, | said innovate.o
Conservative goal setting stymiesinnovation. And innovation islike
oxygen: You cannot win without it.

When stretch goals are chosen wisely, the payoff meritsthe risk

and then some. iBig Hairy Audacious Goalsod Jim Collins®
memorable phrasein Good to Greatd spark leapsto new levels:

O KRs push us far beyond our comfort zones. They lead usto

A BHAG isahuge and daunting goald like a big mountain to climb. It is
clear, compelling, and people figet itoright away. A BHAG serves as a
unifying focal point of effort, galvanizing people and creating team spirit
as people strive toward afinish line. Like the 1960s NASA moon mission,
a BHAG captures the imagination and grabs peoplein the gut.

Edwin Locke, the patriarch of structured goal setting, mined a
dozen studies for a quantitative correlation between goal difficulty
and achievement. The arenas ranged widely, but the results were
funequivocal,0 Locke wrote. i T]he harder the goal the higher the
level of performance. . . . Although subjects with very hard goals



reached their goalsfar less often than subjects with very easy goals,
the former consistently performed at a higher level than the latter.o
The studies found that fistretchedoworkers were not only more
productive, but more motivated and engaged: fiSetting specific
challenging goalsis also a means of enhancing task interest and of
helping people to discover the pleasurable aspects of an activity.o

In 2007, the National Academy of Engineering asked a panel of
leading thinkersd including Larry Page, futurist Ray Kurzweil, and
geneticist J. Craig Venterd to choose fourteen iiGrand Engineering
Challengesofor the twenty-first century. After ayear of debate, the
panel settled on an array of quintessential stretch goals: Generate
energy from fusion. Reverse-engineer the brain. Prevent nuclear
terror. Secure cyberspace. (You get the picture.)

Not all stretch goals are so rarefied. Sometimes they represent
fordinaryowork at an extraordinary level. But regardless of scope or
scale, they fit my favorite definition of entrepreneurs:

Those who do morethan anyonethinks possible. . . with less
than anyonethinks possible.*

At fledgling start-ups and market leaders alike, stretch goals can
sharpen an entrepreneurial culture. By pushing people past old
limits, they are forces for operating excellence. As Philip Potloff,
chief digital officer at Edmunds.com, noted, iWede trying to change
the way automotive retailing is conducted, and that®& a massive
challenge and a massive opportunity. The only way for usto boil
down our crazy, big, @hange-the-industrydgoalsisthrough OKRs.
|t& why OKRs continue to be at the center of what we do.o

Aspirational goals draw on every OKR superpower. Focus and
commitment are amust for targeting goals that make a real
difference. Only atransparent, collaborative, aligned, and
connected organization can achieve so far beyond the norm. And
without quantifiable tracking, how can you know when you&e
reached that amazing stretch objective?

Two OKR Baskets

Google divides its OKRs into two categories, committed goals and aspirational
(or fstretchg goals. It& a distinction with a real difference.

Committed objectives are tied to Google® metrics: product releases,
bookings, hiring, customers. Management sets them at the company level,
employees at the departmental level. In general, these committed objectivesd



such as sales and revenue goalsd are to be achieved in full (100 percent)
within a set time frame.

Aspirational objectives reflect bigger-picture, higher-risk, more future-tilting
ideas. They originate from any tier and aim to mobilize the entire organization.
By definition, they are challenging to achieve. Failuresd at an average rate of
40 percentd are part of Google® territory.

The relative weighting of these two baskets is a cultural question. It will
vary from one organization to the next, and from quarter to quarter. Leaders
must ask themselves: What type of company do we need to be in the coming
year? Agile and daring, to crack a new marketd or more conservative and
operational, to firm up our existing position? Are we in survival mode, or is
there cash on hand to bet big for a big reward? What does our business
require, right now?

Our Need to Stretch

Andy Grove was a fan of Abraham Maslow, the mid-twentieth-
century psychologist best known for his fhierarchy of needs.o
According to Maslow, only after we satisfy more basic concernsd
starting with food and shelter, then safety, then Aoveoand
fbelongingnessdd can we move to higher-level motivations. At the
top of Maslow® pyramid stands the need for fiself-actualizationo:

Self-
Actualization

/ Esteem \
/ Love / Belonging \
/ Safety \
/ Physiological \

Maslow & hierarchy of needsrepresented asa pyramid, with more basic needs
at the base.

Grove was fascinated to find that some people, with no
prompting, were consistently driven to firy to test the outer limits of
their abilitiesdband achieve their fipersonal best.0 These employees



were amanager & dream; they were never self-satisfied. But Grove
also understood that not everyone was a natural-born achiever. For
therest, fistretchedodgoals could elicit maximum output: fiSuch goal-
setting is extremely important if you want peak performance from
yourself and your subordinates.o

Intel treasured calculated risk takers. It wasthe placel learned to
stretch and to dareto fail. In Operation Crush, the do-or-die
campaign to dominate the 16-bit chip microprocessor market, the
company® salespeople were measured by design wins, the number
of products designed around our 8086 microprocessor. Led by Bill
Davidow, the Crush task force set one of the bolder goals | e ever
seen: one thousand design winsin asingle calendar year, 50 percent
more than sales had logged the year before. Here is what happened
next, as recalled by Dave House, general manager for
MiCroprocessors.

ThisisIntel; youe got to measureit. And | think it was [Jim] Lally who
said, we need 1,000 design wins. It was a number; it was either Bill or
Jim....And it seemed like an enormous number. And then as we were
developing our plans, somehow that number got changed to 2,000. And
that wound up being the number we would take to field sales.

Two thousand design wins equated to one win per salesperson
per month. Management was asking our field repsto tripletheir
numbers for a chip so unpopular that longtime customers were
hanging up on them. The sales force was beaten down and defeated,
and now it stared up at Mount Everest. When | recently asked Bill
Davidow about setting such a steep objective, hereplied, Al picked
the two thousand because | thought we needed arallying point. And
that was arallying point.o

The company incentivized the repswith atrip for two to Tahiti
for all who reached the mark. Then Jim Lally added an ingenious
stipulation: If asingleindividual failed to make the quota, the
straggler® entire district office would lose out on thetrip. Early on,
the numbers badly trailed the target, until the task force began to
think about relaxing the design win criterion. But that summer, full-
color Tahiti brochures mysteriously found their way into every
salesperson® home mailbox. By the third quarter, peer pressure on
the laggards was enormous.

At year® end, the design win tally exceeded 2,300. The 8086
reigned supremein the marketplace; Intel® future was assured.



Virtually the entire sales force went to Tahiti. And a stretch goal had
made all the difference.

The Gospel of 10x

If Andy Groveisthe patron saint of aspirational OKRs, Larry Pageis
their latter-day high priest. In technology, Google stands for
boundlessinnovation and relentless growth. In the world of
objectives and key results, the company is synonymous with
exponentially aggressive goals, or what author Steven Levy calls
fthe gospel of 10x.0

Consider Gmail. The main problem with earlier web-based email
systems was meager storage, typically 2 to 4 megabytes. Users were
forced to delete old emails to make room for new ones. Archives
were apipe dream. During Gmail®& development, Google® leaders
considered offering 100M B of storaged an enormous upgrade. But
by 2004, when the product was released to the public, the 100MB
goal was dead and forgotten. Instead, Gmail provided a full
gigabyte of storage, up to five hundred times more than the
competition. Users could keep emailsin perpetuity. Digital
communication changed forever.

That, my friends, isa Big Hairy Audacious Goal. Gmail didna
merely improve on existing systems. It reinvented the category and
forced competitorsto raise their game by orders of magnitude. Such
10x thinkingisrarein any sector, on any stage. Most people, Larry
Page observes, ftend to assume that things are impossible, rather
than starting from real-world physics and figuring out what®
actually possible.o

In Wired, Steven Levy elaborated:

The way Page sees it, aten percent improvement means that
you@e doing the same thing as everybody else. You probably
wond fail spectacularly, but you are guaranteed not to succeed
wildly.

That® why Page expects Googlersto create products and
servicesthat are ten times better than the competition. That
means heisna satisfied with discovering a couple of hidden
efficiencies or tweaking code to achieve modest gains.
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