
OKRs for this presentation
Objective: Get you excited about the OKRs

KR1: Finish presentation on time (<30min)
KR2: Answer 3 questions
KR3: Get 3 laughs
KR3: Convince someone else to present next week



OKRs
A System for Execution





A System for Execution
● The system

○ Set goals 
○ Track and review progress
○ Commit and Celebrate



My Journey

Peter Drucker John Doerr

1 yr struggling
2 yrs fighting
1 yr embracing

0 yrs of 
management



Executing with OKRs
● OKRs
● Health Metrics
● Meetings and Process



What are OKRs?
Objective:

● Where do we want to go?
● Inspirational

Key Results:

● How to pace myself to see if I am 
getting there?

● Measurable 

Example:

Grow the intelligence monopoly
- 10x unique stakes per week
- Backtested sharpe > 1.5 after fees & costs



How to set OKRs?
● Aim for consensus, require commitment
● Top down vs bottoms up - eg. gmail
● Negotiation



Scoring



Scale



What are Health Metrics?
● Things that can kill you if broken
● Green Yellow Red
● Support or Healer

Example from my team at Uber:

- Oncall fatigue
- Operational overhead
- Alignment



Meetings and Process
● Investment - focus, alignment transparency not free
● Minimize unnecessary meetings and process
● Every team does it differently
● Iterate



1. Planning Meeting
● <2 hrs
● Start of Quarter
● Come up with OKRs and Health Metrics
● Keep it simple
● Commit!



2. Team Meeting
● <1 hr 
● Start of week (or 2 weeks)



3. Demo Day
● <1 hr
● End of week
● Celebrate wins - applause
● Teach + Learn



4. Retrospective
● Review OKRs
● Review process
● Excuse to party
● Can be combined with planning 

meeting in practice



Cadence



FAQ: What if our focus changes during the quarter?
Do Not Change OKRs halfway through your bounded time period.

Suck it up and either fail or blow past them, and use that learning to set them 
better next time. No team gets OKRs perfect the first time. You are aiming to 
achieve 1-2 of the three KRs for you objective.  As well, changing them dilutes 
focus, and keeping teams focused is the entire point of the OKR. 



In Summary
● The system

○ Set goals → Planning
○ Track and review progress → Scoring, Retrospective
○ Commit and Celebrate → Team Meeting and Demo Day 



Bonus: Personal OKRs
Example:

Objective: Be a kickass teammate 
KR1: Take every teammate out for coffee/lunch at least once
KR2: Give every teammate at least one piece of positive feedback 
KR2: Give every teammate at least one piece of critical feedback


