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Objectives and Key Results

One qualitative objective, a handful of numbers that would prove it, and the bets you are making to move them.

BEST FOR A GOAL - ANDY GROVE, INTEL, 1970S - TAKES AN HOUR, THEN A QUARTER

HOW TO RUNIT WITH A PEN
1. Write the objective in one sentence with
no numbers in it, in words you would want The objective, no numbers
to repeat. Say why this period rather than Why this period. How long it covers

any other, and how long the period is. A
quarter, usually.

2. Write two to five key results. Each is an
outcome in the world, not work performed:
someone on holiday all period could still
score it.

Key result1

3. Give each a number: where it stands today What will be true / number from, to / where it's read / committed or stretch
and where it lands. Then name the report,

app or person everyone agrees to believe
for that number. Settled now, or
renegotiated at review time.

4. Mark each result committed or a stretch.
All committed promises nothing bold; all
stretch promises nothing at all. If aresult is
done-or-not-done, say what number it Key result 2
would move and why you can’t measure
that instead.

5. List the initiatives, the work you believe will
move the numbers. Each names the key
resultitis aimed at and roughly how far it
should move it. Work aimed at everything
isaimed at nothing.

6. Set the review now: the date the numbers Key result 3
getread, what a seventy per cent period
looks like, and who may drop an initiative
mid-period when itisn't moving its
number.

Where it falls down. Companies pile OKRs up
until nobody reads them, then score them all
green at the end of the period by arguing about
what the words meant.

Initiatives
Eachabet,aimedatanamedkey result

4 N
The review

Date. What seventy per cent looks like. Who may drop what

The same method, walked through on a board, at Where it came from and why it works: greggle.app/methods/objectives-and-key-results/
greggle.app. Free, no account, works offline.



