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Objectives and key results
(OKRs)
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OUR RESEARCH QUESTION:

What strategies do agile teams apply to
make OKRs work for them?




Team characteristics

Team  Size History Context

Alpha 10 2years Platform team serving other teams

Bravo 7 2 Y. Product team

Charlie 4 5 yr. Product team

Delta 7  2yr. Platform team serving team Echo

Echo 4 3yr Product team using team Delta’s platform




Context

Distributed agile teams
and team members
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Strategies

Competence building

"So now everyone will get a course on how to

define good OKRs and how to apply it to
everyday work. In addition we also get a
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course as team leads on how to fascilitate the

OKR process for the teams" - P01
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Lack of competence
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"A lot of people struggle with the
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Consequences

| Outcome of competence bullding |

Increased role specific knowledge about
OKRs
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Intervening conditions

“When you have a
framework that’s there for

® Perceived purpose of OKRs productivity, then you use
® The OKR experience feels difficult and cumbersome several quarters fo figure
| ouf how it works for your
® Different roles, different interests team, then you have to
° o aftend a three-day course,
No onPoardmg ProFess / ~\ andthen you have the
® Maturing organization - = OKR workshops—is it really
® Organizational alignment in large scale - that usefule”
® Lack of competence
® Providing feedback
® Measuring success in the organization
® Distributed teams (COVID-19)
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Objectives and Key results
& Change «Testproduct»

Four strategies

January 1st, 2020 -
June 30th, 2020

Compact Details
B Mission statement

& Our service is usable, robust, and easy to maintain 8 b — @ Progress for period

Completed

The time from when the code is merged to when it is in production is less than minutes

15 minutes _

60 15

Top down & Botfom up T

team focus, performance, alignment

We have automated seven processes

Competence building | 7

increased knowledge, added overhead 5 © Update value

Tooling

fransparency, alignment, ability to work distributed, data-driven organization

Continuous iImprovement of the OKR process

guidelines and annual wheel, surveys, feedback to management

‘&% Team
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Table 2: Strategies for OKRs

Strategy

Description

Intervening condition

Consequences

S1: Top-down &
Bottom-up

S2: Competence

building

S3: Tooling

S4: Continuous
improvement

OKRs were set both from the bottom-up, through the
various developer teams, and top-down, from the man-
agement who were setting clear, high-level goals.

Building competence in goal setting, and management
through: courses, community of practice, guidelines, men-
toring. The competence building targeted team mem-
bers and team leaders differently.

OKR tracker was used to manage the different goals and
key result status. Slack was used for distributed com-
munication and instant messaging. Digital whiteboards
were utilized for workshops and retrospectives.

The overall use of OKRs was described and guidelines
were updated. An annual wheel was used to show how
the OKR process aligned with other key dates.

IC1 - Perceived purpose of OKRs
IC2 - The OKR experience feels di

Ticult

and cumbersome

IC3 - Different roles, different interests

IC4 - No onboarding-process
IC5 - Maturing organization
IC2 - The OKR experience feels di

Ticult

and cumbersome

IC6 - Organizational alignment in
scale

IC7 - Lack of competence

IC8 - Providing feedback

IC9 - Measuring success in the organiza-

tion
IC10 - Distributed teams (COV

IC5 - Maturing organization
IC8 - Providing feedback

large

-19)

C1: Team focus
C2: Performance
C3: Alignment
C4: Data-driven

C5: Increased role-specific knowl-
edge

Cé6: Feedback to management

C7: Added overhead

C8: Transparency

C3: Alignment

C9: Ability to work distributed
C4: Data driven

C10: Guidelines and annual wheel
C11: Surveys

Cé6: Feedback to management




Table 3: OKR survey results (scores from 1 strongly disagree — 5 strongly agree)

# Statement Alpha Bravo Charlie Delta Echo Company Avg.
1 The OKR framework is useful for my team and me. 3.4 4.0 4.3 3.6 3.8 3.8
2 OKRs helps my team and me align on direction and focus. 3.8 4.3 4.0 3.4 3.8 3.8
3 My team uses OKRs actively while working 3.6 4.3 4.0 3.4 3.6 3.3
4  Workshops helps my team and me to set good OKRs. 3.8 4.0 3.3 3.5 4.2 4.0
5 The OKRs of the product area help my team and me to set good OKRs. 3.1 1.0 1.3 2.2 2.8 2.3




Implications

- OKRs help teams set directions and
focus

- When implementing OKR it is important
to:
Objective Objective Objective
 Work with ORKs bottom-up and top-down i )

Mission

 Work targeted with competence building around
OKRs

e Use software and tools to maintain an overview
and enable transparent OKRs

 Work with continuous improvement of the OKR
process
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