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Example Progression of an OKR Roll-Out

I. Company-level OKR creation

Key leaders "walk the talk” ﬂ

Il. Functional OKR localization

Functions identify their own lll. Cross-functional OKR
OKRs localization
G1/QL Functions work together on
In Phase 1+1l orgs tend to learn shared OKRs Q3/Q4
1. We took on too much
1. Weneedincreased cvoss-functional In Phase 11 orgs tend to learn:
alignment *  The centralized “system” of cascading
3. We need hetter leading indicators of OKRs focuses on what knowledge /visibility
measuvable progress. people need to collabovate - not everything

has to show up in the OKRs.

IV. Organization-wide adoption
OKRs are used wherever needed
for focus, clarity, and alignment:
not only in the top-down
“system” of OKRs. Year 1



What's different about RCCO's approach?

Behavior + Culture
Change Lens (Not
Just OKR
cveation)

We make OKR creation
€33y, S0 En€vY gy is
focused on what hehaviors
and opevations need to
change.

Methodology
enables softwave
success Cnot the
othev way around)

Achieving methodology
adoption first ov in parallel
helps ensure your
software investment
yields RO\

The model is cleav,
cohevent. and
features “say-do”
alignment.

It’s clear about what is and
is not in the OKRs. and what
is and is not a key result -
that works for the entire
enterprise.



o— Delivery o
What gets done when

o The OKR Zone °

What progress & success criteria ave we aiming fov
Cwhen meve completion isn't success)

EMERGING
G-vowth + Optimization

Some knowns, some unknowns

Is completion success?

Manage alongside Core.

E Are we aiming for a success or
progress criteria? Create an O
and/or KRs.

. Are we improving or
modernizing a core function?

Create a key result.

<)

Adapted from You Are A Strategist: Use No-BS OKRs To Get Big Things Done. © Sara Lobkovich, RCCO LLC, 2026.
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10/10/10 in practice

Build a plan.
Centralized OKR

not vequived Chut
U ¢an always use
Does this just have m Z)I‘; andnKRs iz

to get done? s they’ve helpful)
meve completion -~
SUCCess?

=N

|s meve completion
not success? Do we
need to aim to
achieve some
PYOGYESS O SUCCESS
cvitevia othevr than
completion?

—

Are they stretch goals, but
responsible for yielding SOME

results?

Is failure in the pursuit of
learning progress/success?

Create stretch
CLO%) ohjectives
and/ov key
vesults to clavify
PYogress and
SUCCess criteria.

Create
speculative (10%)
objectives and/or
key results to aim
fov - hut even
leavning and
failure is Success.



The New Localization One-Sheet

Objectives and Key Results

Mandatories & Milestones

Theme 1 Theme 2 Theme 3
Objective 1 Objective 2 Objective 3
Key Results: Key Results: Key Results:
1. 1. 1.

2. 2. 2.

3. 3. 3.

Experiments & Learning Objectives

Major Initiatives & Success Criteria




The New Localization One-Sheet

Objectives & Key Results Mandatories & Milestones

Objectives:
* What’s most important to focus on

improving?

* Why does it matter? What just has to get

done?

Key Results:

* How will we know we’re making
progress (objectively)?

* What does “success” mean?

Experiments & Learning Objectives Major Initiatives & Success Criteria
«  Where do we need to truly experiment? What do we have to do, and evaluate with progress or

) N
e Whatdowe aimto learn? success criteria*



The New Localization One-Sheet

Not all teams use
all of the hoxes.
but our strat
pPlanning Should
answev these key
questions.

This hecomes the
structure we
create our OKRS in
then. a tool for
managing
communication &
progress duving
implementation.

|€ Initiatives have
OKRs Ce.g. at the
team level) this hox
can hecome “Shared
Accountabilities”
CCollaborative
OKRS$)
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Founder & Principal Consultant
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I build ctrateqy hvmane can actually vee,

to inform decicione and drive aligned action.

By the Numbers

2000+

OKR coaches trained in

300+

organizations globally

" COLLEGE
W EXECUTIVE
i CoacHING

CERTIFIED POSITIVE
PSYCHOLOGY-BASED
ALTH & WELL-BEING
COACH

From solos—
Fortune 500

Lead OKR methodology
adoption for the full range of
organization sizes

KILMANN
DIAGNOSTICS

‘ NBC'HWC 1 Thomas-Kilman
.'_.':(_. c-'b ; J

Instrument
- TKI —

CERTEE EED

96%

positive response in post-
experience exit surveys
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