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Introduction

The gap between strategy and execution remains among organisations’ biggest
challenges. While 95% of employees don’t understand their organization’s strategy,
companies that successfully bridge this gap outperform their peers.

This guide explores how leading organizations are using Objectives and Key Results
(OKRs) to turn strategic vision into measurable success.

Why Strategy Execution Fails

Traditional goal-setting often falls short because:

* Goals aren’t aligned with strategy

Teams lack clear direction and focus

Progress isn’t measured effectively

Execution isn’t adaptable to change

Resources aren’t allocated to priorities

The OKR

OKRs are different. When implemented correctly, they create a clear line of sight
from strategy to execution by:

Aligning teams around strategic priorities
Focusing on outcomes rather than tasks
Limiting goals to what’s wildly important

Creating measurable success criteria

Enabling rapid learning and adaptation
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The Five Principles of Strategic OKRs

Through our extensive work with hundreds of organizations, we’ve discovered that
successful strategy execution isn’t just about having OKRs - it’s about having the
right kind of OKRs.

These five core principles represent the key differences between organizations that
simply write OKRs and those that consistently transform strategic ambitions into
breakthrough results. When teams fully embrace and apply these principles, we see
a fundamental shift from traditional goal-setting to powerful strategic execution that
drives measurable improvement.

Alignment

Every OKR should connect directly to your strategy, creating a clear chain from high-
level vision to concrete actions. We help translate strategy into compelling narratives
that achieve high levels of comprehension and recall, ensuring everyone understands
not just what to do, but why it matters.

the Wildly Important

Less is more. By limiting OKRs to truly critical objectives, organizations ensure
resources and attention go where they’ll have the most impact. Our expertly facilitated
workshops help teams rigorously evaluate options, overcome biases, and commit
confidently to what’s truly essential for success.

ble Outcomes

Success must be defined in clear, measurable terms. This creates accountability and
enables data-driven decision-making. We guide teams in developing sophisticated
metrics models that connect leading indicators to strategic outcomes, ensuring
progress can be tracked and influenced effectively.
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tive Learning

OKRs aren’t static. They create feedback loops that allow organizations to learn
and adjust course rapidly. We train teams in hypothesis-driven execution, teaching
them to articulate beliefs, design experiments, and extract valuable insights that
accelerate progress.

functional Collaboration

Breaking down silos is essential. Strategic OKRs often require teams to work together
in new ways. We equip leaders with proven frameworks for building and supporting
high-performing cross-functional teams, ensuring they have the resources, autonomy,
and clarity needed for success.
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Seeing OKRs in Action

The best way to understand the power of strategic OKRs is to see them in practice.
Here’s an example from a fictional technology company transforming its customer
onboarding process.

ACME InC- Strategic OKR - Q4 2024 Awn Objective is a clearly defined statement of

what you aim to achieve that encapsulates both

anmbition and direction. It should also be specific
ObjeCtive enough to provide clear guidance yet broad

enough to encourage nnovative approaches.

Perfect The First Document Experience

Master the critical first-document review cycle to establish an effective learning
loop between the user and Al, creating a foundation for continuously improving
accuracy through natural conversation and document interaction.

Your narrative state the h maothesis that this objective represents.

. Describing whiy Yow are choosing this objective for the next pertod and
Narrative S Nk A S A MO

how the objective conmnects to your strategy and/or and another OKRs.

Our hypothesis is that success with the first document is a make-or-break for
user adoption and ongoing Al improvement.

Currently, while our Al can review documents, we’re missing opportunities
to learn effectively from that crucial first interaction and the subsequent
conversation-based refinements.

This objective directly aligns with our strategy to revolutionize legal work through
Al and become the trusted sidekick to every in-house lawyer. Just as Robin
enables Batman to take on bigger challenges, mastering this first interaction

will establish us as the Al-powered assistant that truly liberates lawyers from
document review drudgery.

Data shows our current users save 25 hours per week on document review - but
only if they successfully adopt the system after their first experience.

www.zokri.com 4 » ZO KRI



The first document review needs to demonstrate enough value to engage users
while also establishing the pattern of natural conversation-based feedback that
will improve accuracy for future documents.

By perfecting this critical moment, we enable lawyers to experience

immediate time savings and begin their journey toward becoming the strategic
powerhouses their organizations need them to be.

Guardrails

Must maintain baseline 95% accuracy even before personalization

Must preserve client confidentiality in the learning process

Cannot require more than 5 minutes of explicit user training

Must be transparent about Al learning process

Room to Maneuver

¢ Flexible on conversation flow and Al interaction style
e Can experiment with different ways of suggesting issues/improvements

e Open to various approaches for confirming understanding
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Objective: Perfect The First Document Experience
Key Results are a group of 1 - 4 measurable

outcomes with targets that tell You whether you

are progressing towards Your objective. Together,

they tell a measurable ‘story’ of the suceess of
Key Results ot

your objective.

KR 1: First Document Success Rate

Increase the percentage of users who complete their first document review cycle
(share > review > feedback > reprocess > accept) from 40% to 90%, with 80%
reporting high confidence in the system’s ability to learn from their feedback.

Connection to Objective

Proves we can establish the critical learning loop.

Hypothesis

A successful first document experience will establish trust and engagement.

Success

95%+ completion rate
Users proactively share a second document

Multiple feedback-reprocess cycles per document

Failure

Less than 60% completion rate
Users abandoning after first analysis
No engagement with feedback options

Pivot Point

If the completion rate stays below 60% after implementing initial
improvements, reassess the entire first-document workflow.
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Objective: Perfect The First Document Experience

KR 2: Learning Loop Effectiveness

Achieve 40% improvement in accuracy on subsequent documents from the
same user after incorporating first-document feedback, with improvements
visible within the same day.

Connection to Objective

Demonstrates effective learning from interactions.

Hypothesis

Quick, visible improvement will reinforce the value of natural feedback.

Success

50%+ accuracy improvement
Users noticing and commenting on improvements

Reduced need for corrections on similar issues

Failure

Less than 20% improvement
No noticeable pattern of learning
Same issues recurring

Pivot Point

If improvement is less than 25% after the first feedback cycle, revise the
learning algorithm.
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Objective: Perfect The First Document Experience

KR 3: Conversation-Based Refinement

Increase the percentage of user corrections/feedback provided through natural
conversation (vs. manual corrections) from 30% to 80%, with 90% of users
engaging in at least one substantive feedback conversation per document.

Connection to Objective

This shows we’re making feedback natural and efficient.

Hypothesis

Natural conversation is the most efficient way to gather and implement feedback.

Success

90%+ conversational feedback rate
Users initiating improvement discussions

Rich, contextual feedback received

Failure

Less than 50% conversational feedback
Short, non-specific feedback
Users reverting to manual corrections

Pivot Point

If conversational feedback remains below 60% after 4 weeks, reassess the
conversation interface.
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while OKRs provide our overarching goals, the real engine of progress
Lies tn the activities and experiments we conduct to achieve these
Db\jecti,\/es. BY nesting hgpothcsi&dri\/ew activities within your OKRs,

ACtiVitieS/EXperimentS / You create a dymamic systew that drives progress, encourages learning,

and allows for rapid adaptation.

Contextual Conversation Prompts

Hypothesis

Well-timed questions about specific issues will drive better feedback.

Success Criteria

75% response rate to system questions

Pivot Point

If the response rate is below 50% after 100 prompts

Rapid Reprocessing Loop

Hypothesis

Quick reanalysis based on feedback will demonstrate learning value.

Success Criteria

90% of reprocessing requests completed in under 2 minutes

Pivot Point

If average time exceeds 3 minutes
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Learning Verification

Hypothesis

Confirming learned patterns will build user confidence.

Success Criteria

80% of users confirm accurate learning

Pivot Point

If confirmation rate below 60% after 2 weeks

Known Issues/Risks

Need to balance comprehensive analysis with focused learning

Risk of overwhelming users with too many initial suggestions

Challenge of maintaining consistent learning across different document types
Need to handle varying feedback styles effectively

Importance of managing expectations about Al learning speed
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Key Elements that Make

Let’s examine what elevates this from a standard OKR to a strategic one. While most
OKRs might hit one or two of these elements, this example is powerful because it
brings together all five critical components of strategic execution.

Each element reinforces the others, creating a robust framework for turning strategy
into measurable results.

The obijective directly supports the company’s strategic goal of becoming an
indispensable Al partner for legal teams.

The OKR focuses on perfecting one critical experience rather than trying to improve
everything simultaneously.

Each Key Result has specific metrics and targets clearly defining success.

The OKR builds mechanisms for rapid feedback and adaptation.

Success requires collaboration across product, engineering, and customer
success teams.
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What Makes This OKR Different/Better:
r of Proper Training

Let’s closely examine why this OKR stands apart from the typical examples you may
have previously encountered:

f Critical Thinking

Most OKR examples are surface-level, often just stating an objective and 2-3 metrics.
Notice how this OKR demonstrates deep strategic thinking through:

A detailed hypothesis about why this objective matters

Clear articulation of guardrails and constraints

» Explicit room for experimentation and learning

Thoughtful consideration of what success and failure look like

j-Centered Design

Rather than just tracking numbers, this OKR is designed to generate insights:

Each Key Result includes specific pivot points
» Success and failure scenarios are clearly defined
» Activities and experiments are hypothesis-driven

» Known risks are acknowledged and planned for
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)n-Driven Development

The level of detail reflects the output of structured team discussions about:

Strategic alignment and impact

Potential obstacles and challenges
» Definition of success beyond metrics

» Learning opportunities and feedback loops

Ambition
Notice how the OKR balances stretching the team while remaining achievable:
» Guardrails define non-negotiable boundaries
» Room to maneuver encourages innovation
» Pivot points enable course correction

» Failure scenarios inform risk management

This depth and sophistication does not happen by accident. It’s the result of:

Proper training in OKR development

Facilitated team discussions

Structured critical thinking exercises

Removal of personal biases

Application of proven frameworks
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At ZOKRI, we train teams to produce this level of strategic thinking in their OKRs
consistently. Our methodology combines:

e Expert-led workshops

Proven facilitation techniques

Critical thinking frameworks

Bias-removal strategies

Learning by doing, not just theory

The result? OKRs that drive significant and rapid strategic progress, not just goal-
setting exercises.
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Why ZOKRI?

ZOKRI combines world-class training and implementation support with software when

there is no management system in place to help organizations:

Build OKR Capability

» Comprehensive training programs
* Expert-led workshops
e Best practice guidance

* Ongoing coaching support

Enable Execution

o Purpose-built OKR software
e Strategic alignment tools
* Progress tracking

e Collaboration features

Drive Cultural Change

e Change management support
» Leadership engagement

e Use guiding principles to drive behavioural change
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The ZOKRI

Our approach is unique because we:

Focus on strategic alignment first

Offer proven implementation methodologies
Support long-term success

Have deep experience across industries

Our software can take over and actively guiding and supporting your employees
through every OKR cycle - OKR excellence systemized

Next Steps

Ready to transform how your organization executes strategy?

1. Schedule a consultation with our OKR experts
2. Assess your organization’s OKR readiness

3. Design your implementation roadmap

4. Begin your journey to strategic excellence

Contact us today to learn how ZOKRI can help your organization master
strategic OKRs.

© 2024 ZOKRI Transform Strategy into Results
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