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OKR Structure and Overview
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Strategic Alignment

Strong strategic frameworks that allow for quick
shifts within well-defined strategic guardrails are
major differentiators for organizations.

* All work should be tied to an enterprise strategy, but
this is nothing new. The focus here is on
decomposing that strategy into measurable
objectives that are specific to a line of business or
department.

* We should be measuring benefits in business terms,
monitored and tracked by business resources. PPM
metrics remain important but target tactical project
execution and are not designed to continuously
revalidate the purpose behind our work.
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Strategic Alignment

* OKRs are more important than ever, with a growing
focus on quantification and measurement against
expectations (e.g., baseline, target, actual).

* As markets shift, a flexible strategic framework
allows companies to pivot quickly, reallocating
resources to the most valuable work.

e Capabilities that support the connection of these
dots is becoming an important differentiator for
major SPM platforms, especially as execution
methodologies become more disparate.
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Are you actively measuring alignment to strategies? If so, what are you using?

Is your organization using Objectives and Key

Results (OKRs)?

a. Yes, we use them across portfolios and
projects.

b. Yes, some teams are using them.

c. No, but we are planning to leverage them.

d. No, our organization is not currently planning
to use them.

How well are your projects aligned with your
organization's strategic goals?

a. Completely aligned

b. Partially aligned

c. Minimally aligned

d. Not aligned
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OKR Definition & Best Practice

First, standardize terminology. Typically:
o OKRs are elements of a strategic framework that support goal setting and management.
o KPIs are specific measurements used to evaluate performance.
o Inthat light, “Key Results” can be considered KPlIs.
o KPls are almost always quantitative in nature. Whereas Key Results can be more flexible (e.g.,
implement a customer rewards program).

» Effective OKRs are collaboratively developed, well-communicated, and visible.
* Depending upon the size and complexity of the organization, you may need to introduce multiple OKR
levels that include Team or Organization-Driven Objectives.

» Key Results needs to be simple to measure and to communicate. (ROI, NPV, Payback can become over
complicated)

e Use CRIB for Key Result setting: Clarity | Results Oriented | Important | Big.
e Aim for 70% attainment (John Doerr, Measure What Matters). Should drive FACTS: Focus | Alignment |
Commitment | Tracking | Stretching.
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OKR Definition & Best Practice

Limit OKRs: 3=5 objectives with 3—5 KRs each to avoid dilution.

Make KRs outcome-based, not task-based (what was achieved, not what was done).

Align vertically and horizontally so team OKRs support org priorities and reduce silos.

Review and refresh OKRs regularly — they’re not “set and forget.”

Celebrate and share progress and wins to keep engagement high.

Use OKRs as a learning tool, not just performance evaluation.
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Example

Goal: Deliver a top-tier Las Vegas Grand Prix that boosts fan experience, execution, and
city impact.

Objective: Run a seamless event that strengthens the race’s global reputation.

* Key Result #1: Complete 95% of race ops milestones on time (track readiness, safety
certifications, traffic flow planning) before race weekend.

* Key Result #2: Achieve 90%+ fan satisfaction (measured through post-event surveys on
accessibility, amenities, and overall experience).

* Key Result #3: Drive $1.2B+ in economic impact during the event period.
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Example Hierarchy

Strategic Imperative

Long-term enterprise vision as
articulated by key business leaders

Outcomes Provide Unbiased

Supporting themes, often defined and Tm@bgv
owned by lines of business —

Objectives S
Lot Upgrade Internal Respon e
Tactical and measurable, often Extensively Trai grade In sponses or
» y Trained . .
defined and owned by teams, on New Releases Environments E;:as:::’sng :v 1 OKRs often
departments combined
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ey Results 100% Client-Facing Consultant Laptops level
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Aligning the Work
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Strategy Framework — Aligned to Clarity PPM

Strategic
Priorities

Long-term focus areas that reflect

leadership intent and shape company
culture.

N

Goals/Outcomes

Time-bound and motivational, these are defined in a

Q.
®
&
S

language that bridges leadership and delivery teams. - . Objectives &
\ Key Results Roadmaps,
LLEUMES S _ Hicrarchies

Strategic efforts specifically organized to deliver on the
promise of the aligned goals and outcomes.

value.

Execution

Below the strategy stack, we invest in the tactics.

Who? | When? |
How Much?

Products | Portfolios | Programs | Projects
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OKRs are Methodology Agnostic

* Work can be executed in Agile, SAFe, Waterfall, etc.

* The work can be tied directly to the objective (Option A) or, for larger and more complex organizations, to
an initiative or outcome (Option B).

OPTION A OPTION B

Strategic Theme/Goal/Value Stream

Strategic Theme/Goal/Value Stream Objective/Key Result

Outcome / Initiative

Clarity Rally
Program Initiative

Deliverable

Objective/Key Result

Rally

Initiative

Epic

Feature Deliverable Feature

Eed If you are aligning work to strategies, are you using one of these approaches?
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Objectives Module

clarity Objectives 2 ®
* QOut-of-the-box module. a v = B0 S
* Three-tiered system with

Objectives as the parent S

object, Key Results as a R

subobject and Actual and

Target Values as a subobject

of Key Results. S

 Allows direct connection with

e Y
Rally for updates from Agile o TR o
teams. T —

* Nested grid allows visibility —
into Objectives and Key e ‘° E

Results in a single view.

5
<«
)

**Broadcom will update this module to an investment in a future release.**
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Custom Investment
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e Usually, a two-tier system of
Objectives and Key Results at
the custom investment level
and Measures/Actual Values at
the sub-object level.

e Great if you want to pair with
any OOTB investment object
like Tasks, Risks, or Issues.

* Associate projects to
Objectives or Key Results using
the parent field or a custom
attribute variation.

clarity

s New From Template

OBJ Manager 0B Status

08B) Completed

0%

Objectives a4z
o _
a *- = @0 S
Manage Widgers @) Fi
Manag: KR Status KR Completed
»
5 2%
3a o 6%
1A =%

62.5 2 50 5 25
1 < Objectives Supply chain and shipping infrastructure 100% zero waste. ==
clarity j e ! A =
M) Properties Measures Action Plan Tasks
=
Y New Measures Q Y ¢ v s 3
)
Select Al
1%
‘ il Dat Status Actua Unit of Measure
= ) Augl8,2023  (itical 5 | % infrastructure at zero waste No real progress made. Will need management to escalate out to managers .
© £
Jul 14, 2023 At Risk 5 Sinfrastructure at zero waste Slower progress than expected due to Summer vacations. Hoping to see some good progress over the next month. We may 2
need to escalate oth e =
O un 14,2023  OnTrack structu waste No issues yet. Just kicked off program »
g
a

L 1O T (1
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Reporting

*\’@5 UE@@S "

regoUniversity



Hierarchies
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€ Hierarchies

clarity

Investments Measures  Action Plan OKRs Epic Status
Import l_
0OB) Completed OB) Status OBJ by Owner
25% None 2 Hensel, Ross
0% 50% fuisk 1 Bascomb, Mégan
Critical
== 1 Miller, Rosie
v
Tier Name Manager
¥ Objective ensel, Ross
Key Result ons Andersson, Peter
Key Result Hensel, Ross
Key Result Andersson, Peter
¥ Objective
Key Result
Key Result
Key Result um a Hensel, Ross
¥ Objective Miller, Rosie
Key Result Andersson, Peter
Key Result
Key Result
¥ Objective
Key Result
Key Result t Hensel, Ross
Key Result Amos, Cheryl

Amos, Chery

OKR Monitoring

KR Completed KR Status KR By Owner
25% On Track 6 Hensel, Ross
12% 50% At Risk 3 Andersson, l:’eler
= Critical
2 Amos, Chery!
Status Indicator % Complete Current Value Target Value Unit of Measure

On Track 40 100 % of carbon offset paid
Critical 5% 5 100 ructure at zero waste
On Track 100% 25 25 % compostable

On Track 0% 35 42

On Track 25% 2 5

At Risk 0% 50 75

At Risk 30%

At Risk 20% 20 85

On Track 32% 26 100 penalty

On Track 65% 56 80 shotsontarget%
Critical

At Risk 0% 0 1 Avg Conceded Goals
Critical 0% C 2 Avg Goals

Critical 20 75 Ball possession rate %
On Track 100% 100 100 % of departments

-

Priority

Medium
Low

Medium

Low
High

Medium

High
Low

Medium

Low
Medium

High
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PowerBl/Tableau

Objective Owner Objective Key Results Owner Key Result .
S Last Refreshed: 3/6/2025 1:15:25 PM Total % Complete of OKRs % Complete of Epics
ot All N All v All v All 7 X
Strategic Theme
Achieve Sustainable Growth
Objective Counts Objectives At Risk (Progress < 60%) Avg. Progress Avg. Confidence Score - R ~ ~
mprove Customer focused Innovation
15 9 61% ncrease Executive Rel
Simplify Operations & Ex: 0 0
Objective by Owner B High Progress Objectives h Low Confidence Objectives o 3 2 /O o o ’I 9 /0 ,
0% 100% 0% 100%
@ At Risk @ Not At Risk
Achieve Industry-Leading Security Standards *Accelerate Product Innovation to Meet M... [l 20%
Andersson, Peter Strengthen Talent Acquisition and Employee ... [ AN DD Go% Achieve Industry-Leading Security Standar. 30%
Ao, Chen Enhance Research and Development (R&0) C... [ N < % Foster Diversity and Inclusion Across Al Le... | RN 60 OKR Strategic Theme Value Stream
Henen Strengthen Brand Presence and Customer Lo... [ AN 7% improve Personalized Customer Engage... | | N RN co% - - . P~
Barry, Debra sl i . 209% of Innovation Driven from Customer Specified Capabiities Improve Customer focused Innovation Clarity 25%
‘ Optimiz gobaloperations I Inctsase Operatonal ity and Feci NN G0 . : : : »
Higgins, Tanya PHIERES GLeEe PSS o e RS o Iy e eeRy N Broader Enterprise Adoption Achieve Sustainable Growth Clarity 25%
Enhance Digital Customer Support Channels 60% Lead in Sustainable Product Development | A NN 60% 3o Bl g e e RS Increase Executive Relevance Clarity 10%
@lank) I “Accelerate Product Innovation to Meet Mark.. | NN NN 55% Strengthen Brand Presence and Customer ... | R NEN <o : - i . ;
Enable Field & Partners on Digital Product Management Increase Executive Relevance Clarity 50%
Baver, Joyce [HIEHI Enhance Data Privacy Compliance and Gover... | [ SN 55> Strengthen Talent Acquisition and Empioy... | [ AN NN so% Increase Modern UX Adoption Achieve Sustainable Growth Clarity 20%
Product Quality - Drive engineering efficiency — reduce customer defects by 20%, Simplify Operations & Execution Clarity 10%
Objective Owner Key Start Target Progress Confidence Product Quality - increase defect fix velocity by 20%, Simplify Operations & Execution Clarity 10%
- Reaults Score Value Delivery of Integrated Offerings Increase Executive Relevance Clarity 10%
= t Talent A isition and ploy Lopez, Maria 2 9/1/2023 12/29/2023 69% 60%
Increase global employee retention rate by 15% by implementing enhanced employee engagement and wellness programs. | Amos, Cheryl 1 8/31/2023 8/31/2023 60% . . ,
s Epic Type Delivery Timeframe Plan Est Actual % Done Agile State Strategic Theme OKR
Hire 200 new engineers in key areas (Al, Cloud, Cybersecurity) by the end of Q3. Andersson, Peter 1 8/31/2023  8/31/2023 78% ’ -
S ' Brand and Ci Loyalty ly Andersson, Peter 3 7/1/2023 1/28/2025 67% 60% Channels for Custom Investments Epic 2020 Q3 20 10 50% Building mprove Customer focused Innovation 209 of Innovation Driven from Customer
Launch 3 major global advertising campaigns focusing on product innovations in key regions by the end of Q4. Andersson, Peter 1 5/18/2023  5/18/2023 75% Specified Capabiities
Increase global social media engagement by 50%, including expanding into new platforms (e.g., WeChat, Instagram) by Q3. | Andersson, Peter 1 5/18/2023 5/18/2023 75% Living Status report Epic 2020 Q3 20 20 100% Complete Improve Customer focused Innovation 20% _t:fel‘;|novatk|19_n_ Driven from Customer
Achieve a global Net Promoter Score (NPS) of 85 by improving customer satisfaction and loyalty programs. Andersson, Peter 1 5/18/2023  5/18/2023 50% ; » i } Specified Capa .||t|e5 :
P = 20 032 % g ve St W
* Optimize global . to imp productivity, reduce costs, and scale effectively. Amos, Cheryl 3 7/1/2023  1/28/2025 63% 80% Beng it Plans jaII Investments i 2020 Q3 90 10 11% BJ!Id!n‘ Acl‘!e e S.Jstafr‘able Growth Broader Er\terpr!se Adopt!cn
® Lead in inable Product Devel Barry, Debra 1 8/31/2023 8/31/2023 50% Provide the Ability to create new Modules  Epic 2020 Q3 80 10 13% Building Achieve Sustainable Growth Broader Enterprise Adoption
© Increase Operational Agility and Flexibility Higgins, Tanya 2 9/1/2023 12/29/2023 16% 60% Hours / FTE / Days Support Everywhere Epic 2020 Q3 10 2 20% Building Achieve Sustainable Growth Increase Modern UX Adoption
© Impi lized Ci Higgins, Tanya 1 12/4/2023 12/4/2023 0% Staffing Workspace - Support Mixed Epic 2020 Q3 90 10 11% Building  Achieve Sustainable Growth Increase Modern UX Adoption
= — a Bookings, CIT, Days + TSV Costs
“ Foster Diversity and Inclusion Across All Levels Baker, Isaac 1 8/31/2023 8/31/2023 50% 9 y: — . .
. . - . - _ S o I Roadmap Integration to Rally Enabler 2020 Q4 40 0 0% Planning ncrease Executive Relevance Value Delivery of Integrated Offerings
Total Amos, Cheryl 32 7/1/2023  12/29/2023 8% 61% Roadmap Multi-select Import Improvement  Epic 2020 Q3 10 5 50% Building Increase Executive Relevance Value Delivery of Integrated Offerings
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Additional Resources

* Rego Whitepapers:
 Measuring Value with OKRs
e Leveraging OKRs Using Clarity Hierarchies

 Broadcom:
* Objectives and Key Results in Agile at Scale.pdf
e Clarity Cookbook: Objectives and Key Results (OKRs)

 Books:

 Measure What Matters: How Google, Bono, and the Gates Foundation Rock the
World with OKRs - John Doerr

* Moving the Needle with Lean OKRs — Bart Den Haak

Let Rego be your guide. regOUHiVGrSity2025


https://regoconsulting.com/measuring-value-with-okrs-and-clarity-custom-investment-types/
https://info.regoconsulting.com/leveraging-okrs-clarity-hierarchies
https://techdocs.broadcom.com/us/en/ca-enterprise-software/business-management/clarity-project-and-portfolio-management-ppm-on-premise/16-1-0/introducing-clarity-cookbooks/clarity-cookbook--objectives-and-key-results--okrs-.html
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Master Clarity with
Rego University

Earn Certifications in
Administration, Leadership,
and Technical Proficiency
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Elevate Your Professional Expertise with Rego University Certifications

Rego is excited to continue our certification programs, designed to enhance your expertise in Clarity administration, leadership, and
technical skills. These certifications provide hands-on experience and knowledge to excel in your career.

regoUniversity

regoUniversity W/ regoUniversity

Best Practice Best Practice Best Practice

Clarity Lead Clarity Technical

Certification Certification
Program

* Kk k

Certification
Program

Lk ok k

o
@;/ Certification Requirements:

/" Completion: 12 units per certification track /" Eligibility: Open to all Rego University attendees

o Important Reminder:

To have your certification credits tracked, ensure you complete the class surveys in the app after each session. This step is critical for
certification progress.

Let Rego be your guide. regoUniverSity2025
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Surveys

Please take a few moments to fill out the class survey.
Your feedback is extremely important for future events.

Let Rego be your guide. regOUHiVGrSity2025
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hank You For Attending Rego University

Let us know how we can improve!
* Access your account at pmi.org

Instructions for PMI credits I-i’}.

Don’t forget to fill out the class survey.

e Click on Certifications

e Click on Maintain My Certification
* Click on Visit CCR’s button under the Report PDU’s

* Click on Report PDU’s Phone
888.813.0444

* Click on Course or Training
* Class Provider = Rego Consulting

* Class Name = regoUniversity

Email
info@regoconsulting.com

e Course Description
* Date Started = Today’s Date
* Date Completed = Today’s Date

* Hours Completed = 1 PDU per hour of class time

Website

www.regouniversity.com

* Training classes = Technical

El [

* Click on I agree and Submit

Let Rego be your guide. regoUniverSi’[y2025
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Continue to Get Resources and Stay Connected

Q Use RegoXchange.com for instructions and how-tos.

a Talk with your account managers and your
Rego consultants.

a Connect with each other and Clarity experts at
RegoGroups.com. O — ‘

° Sign up for webinars and join in-person Rego groups O ‘
near you through at RegoConsulting.com

e Join us for the next Rego University!
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https://xchange.regoconsulting.com/
https://regogroups.com/
https://regoconsulting.com/
https://regouniversity.com/

