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Layoffs, reorganisations, rebrands, and directional changes are par for the 
course when running a business. Many times these changes can be chaotic 
and disruptive, but they don’t always have to be. 


In fact, goal management tools like OKRs (Objectives and Key Results) can help leaders and 
employees get through disruptive changes. They provide leaders with clarity on their priorities 
and employees with a better sense of where the company is headed and why.


OKRs can also make transitional changes smoother and help determine what it takes to 
effectively lead change management internally. In this ebook, we’ll walk through how an OKR 
framework can help companies respond quicker and more effectively to changing market 
conditions, competitive threats, and more. 


Introduction
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Most of us know that ‘the only constant is change’ and anyone who has been in the 
workplace long enough knows that change is inevitable. 


So, how can we lay a foundation for dealing with common workplace changes before they 
actually happen?


We can do this by having a robust and repeatable approach to how we manage change— 
one that allows us to respond and adapt quickly.


If you want to prepare your organisation for regular change, OKRs are a common 
way to build this foundation.


Common Reasons for Change Within Organisations:


Company strategic changes


Reorganisations


Dissipations of departments or teams


Layoffs


Mergers & Acquisitions


Rebranding


Competitive threats


Shift in customer demand


Regulation changes


Change in market conditions (pandemic)

Change is Inevitable
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The Four Strategies to 
Build a Foundation for 
Change Management:

Ensure employees are engaged4

Understand how to best 
use your OKR tool 3

Use a modern, customisable OKR tool2

Build your OKR framework 1
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If change is going to become business as usual—which is typical at most companies—it will 
be valuable to have an OKR framework in place before the changes come. This framework 
will allow teams and employees to understand their priorities, where they need to align 
within the business, and what their contribution will be.


In order to create an OKR framework, we recommend pursuing the following method.

Build your OKR framework 1

OKR Framework Method

Strategic 
Shifts

Routines Standards Management Support

Check out There Be Giant's latest report here 
and Ally.io's support resources here.

Strategic Shifts


Think of strategic shifts as the changes you are 
responding to within your business. In this step 
you’ll want to determine how you’re going to 
respond to the pressures that are challenging 
you to change. This typically comes in the form 
of shifting priorities and defining what OKRs 
your team should focus on.

Routines


Creating a solid routine is important when 
using the OKR framework. A regular cadence 
of check-ins and reflections will be key to 
learning what has been achieved and what 
needs to be adapted or improved upon. 
Keeping tabs on progress and making sure 
issues are taken care of quickly should all be 
part of your company’s typical routine. 

Standards


These are the standard practices that take place 
within your routines. Establishing a universal 
way for writing, using, and defining OKRs within 
your organization will help avoid confusion and 
ensure a set of standards are established.

Management


The management component is all about 
making sure routines and standards are being 
maintained in order to continue to see results. 

Support


Not only will employees need resources as they 
adapt to new methods and processes, but they 
will also need support as they continue to 
maintain the new framework going forward. 
For additional support and resources.

https://www.therebegiants.com/what-we-do/okr-implementation-and-coaching/?utm_source=Ally&utm_medium=E-book&utm_campaign=Navigate%20Organisational%20Change%20with%20OKRs_UK
https://ally.io/blog/how-to-write-effective-okr/?utm_source=partner&utm_medium=web&utm_campaign=tbg-uk-partner-ebook&utm_term=joint-partner-content&utm_content=how-to-write-effective-okr
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Let’s assume you’ve decided to use OKRs as a framework to prepare your company for 
change. The first question you may be asking yourself is, “Where will I manage my OKRs?” 
Here are some common tools and features to look out for. 


Spreadsheets can be a popular option to manage OKRs at smaller companies (typically 40 
employees and below). However, as your company scales, using a spreadsheet to manage 
goals can become problematic and painfully slow.


Spreadsheets also won’t allow you to see alignment across the organisation and with the 
lack of reporting and notification capabilities, it will be harder to get the most out of your 
data. If you are a company with more than 40 employees, it’s a good idea to look for an 
OKR tool that sets you up with best practices and allows you to focus on outcomes 
instead of day-to-day spreadsheet management.


Spreadsheets


Use a Modern, 
Customisable OKR Tool

2
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When looking for an OKR tool, it will be important to scope out a system that is easy to use, 
scalable, customisable, and adds value to your organisation. When shopping around for 
a tool, be sure to look for a one that has components like: 

     

Make sure your tool allows for transparency, 
seamless alignment and collaboration across 
teams, departments, and individuals. You’ll also 
want to ensure it provides robust reporting so 
you can track where you are to your goals.



     

The last thing you want to do when introducing 
a new tool is put more work on your team. Look 
for a tool that seamlessly fits within your current 
tech stack and speaks with your existing tools. 
For example, if your sales team uses Salesforce 
and your product and engineering teams are 
using Jira, you’ll want to make sure these tools 
sync to your OKR tool automatically. 


     

As we said previously, a routine is important 
when setting up an OKR framework. Finding a 
tool that has an established notification system 
in place will be important for setting up daily, 
weekly, or monthly notifications to make sure 
you’re on track with your goals. 


     

As your team grows, you should have a tool 
that can scale with your organisation so you 
don’t run into performance issues.  

Baked in best practices


Connectivit y with other tools 
to avoid administrative burden


Robust notification system to 
help employees get in the groove


Scales with your organisation


    Outcomes and initiatives


    Coll aboration and reporting 
capabilities


    Running revie w process on 
a continuous basis


Make sure your tool provides a clear distinction 
between your outcomes and initiatives. This will 
help you focus specifically on what you’re going 
to achieve vs. how you’re going to achieve it.



You’ll want your reporting capabilities to be 
transparent and collaborative. That way you 
can see teams, employees, and departments 
that are on and off target and make 
tweaks as necessary. 


OKRs are not your typical “set and forget” 
goal setting framework. They are agile and 
usually done over shorter sprints (usually over 
a quarter). Your OKR tool should show data 
that is easily digestible making it easy to run 
your review process, talk about your goals, 
and set up meetings to discuss your Objectives 
and Key Results on a regular basis.

OKR Tools 2
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Now that you know what you need to look for when getting started with an OKR tool, here are 
some best practices you’ll want to employ when using your OKR tool to manage change.

    Create custom time periods, 
if needed


    Create strategic pill ars to 
stay hyper focused on what 
t ype of goals you need


    Involve teams contributing 
to these objectives


The general guidance for OKRs and change 
management is that you operate with an 
overarching annual goal that is broken down 
in your quarterly goals. However, if you envision 
your change happening over more than a 
quarter, you can create a custom time period 
where your Objectives and Key Results will live. 
For example, if you’re going through a 
reorganization or trying to raise capital, 
you might want to create a custom 
time period to track your status. 
 


Once you have determined if you need a 
custom time period, take a step back and 
understand ‘why’ you are driving a change. As 
you reflect on your intent, you may also realize 
the key strategies that are most important for 
your organization. These can become your 
strategic pillars to help you stay hyper-focused. 


Towards the end of your change management 
process, make sure you involve all teams 
and individuals that will be affected 
by your objectives. 

    Ensure consistent check-ins 
and frequent checkpoints


    Eliminate stretch goals 
if needed


    Use private goals if 
information/ goals are only 
relevant to a subset of the 
organisation


Overcommunication and progress updates 
are key to ensuring all stakeholders are aligned. 
Regular check-ins to discuss how teams are 
measuring towards their goals and discussing 
plans for the upcoming weeks will be an 
important component for productivity and 
overall employee motivation.     



While you’re going through a change, there 
may be certain goals that will create challenges 
for your organization. If these goals complicate 
things, feel free to pause them and add 
them back in later once you’ve gone 
through your change. 



Sometimes certain goals and changes (like an 
M&A or reorganisation) can do more harm than 
good to remain public within your company. 
In this case, you can use private goals. Private 
goals are typically only recommended to 
be used if certain goals are not necessary 
to be shared with everyone.

Understand how to best 
use your OKR tool

3
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Even though you may be using the correct OKR method and have a great OKR tool in place, 
you’ll still need to get your employees involved.


If you’re facing resistance to change within your organisation it will be a good idea to learn how 
to navigate the human factors of the OKR framework to make sure your employees are engaged.

Here are some of the key factors 
to think about:
          Values and culture


          Psychological safet y


          

              There is a strong link between how 
OKRs work and the type of culture you have at 
your organisation. Fostering a culture that 
emphasises employee experience while still 
maximising the results needed to drive your 
business forward will be important—especially 
while going through a big transformation. 


Within a company culture, there 
needs to be a healthy amount of psychological 
safety. It’s essential to allow for “intelligent 
failure”— failure that is allowed to happen in 
a controlled way on the basis that you learn 
and adapt from it the next time. Some OKRs 
might fail and some will succeed, but the 
idea is to continue to allow for testing 
and innovation. 

          Link with performance


          Change management


          

              There is often a valid reason when 
key results are not achieved. So, when you 
think about linking OKRs to performance 
evaluation, be very careful and think 
strategically about what this might look like. 
Sometimes, any sort of direct link to key 
results and someone's pay or bonus can 
kill any sort of ambition or desire to 
test and innovate. 


OKRs play a large role in the 
change management process. However, 
you must keep in mind that there is quite 
a bit that needs to happen before you use 
OKRs to help with change management. 
If any of these above factors don’t happen, 
any attempt at real change can be 
limited or will fail.

Ensure Employees are Engaged 4

Additional resources:

    Ally.io: Looking for a framework to add 
transparency and direction across every part 
of your organization? Find everything you 
need to know to understand OKRs here.

    There Be Giants: A strong organisational 
culture can make the world of difference for 
your business. Find out how to assess your 
organisational culture.

https://ally.io/resources/how-okrs-build-work-culture/?utm_source=partner&utm_medium=web&utm_campaign=tbg-uk-partner-ebook&utm_term=joint-partner-content&utm_content=how-okrs-build-a-work-culture
https://ally.io/resources/how-okrs-build-work-culture/?utm_source=partner&utm_medium=web&utm_campaign=tbg-uk-partner-ebook&utm_term=joint-partner-content&utm_content=how-okrs-build-a-work-culture
https://www.therebegiants.com/blog/2021/05/08/how-to-assess-organisational-culture/?utm_source=Ally&utm_medium=E-book&utm_campaign=Navigate%20Organisational%20Change%20with%20OKRs_UK
https://www.therebegiants.com/blog/2021/05/08/how-to-assess-organisational-culture/?utm_source=Ally&utm_medium=E-book&utm_campaign=Navigate%20Organisational%20Change%20with%20OKRs_UK
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Here is a high-level six stage process for laying the foundation and implementing 
OKRs before changes come: 


Step 1 | Create the vision:


How will the world be a 
better place if we achieve 
the change we need to 
work towards?

Step 2 | Build sense 
of urgency:


If we don’t act now, what 
will we lose? What threats 
or risks could be headed 
our way?


Step 3 | Sell the vision:


How can we help the 
teams and individuals 
involved understand how 
this change will help 
them and make things 
easier for them?

Step 4 | Empower others 
to deliver:


How can we articulately 
communicate priorities 
and give the teams and 
individuals the time and 
space they need to draft 
and develop their OKRs?


Step 5 | Recognise 
short term wins:


Where is the progress 
being made? Where can 
we applaud progress 
and where can we learn 
and adapt?

Step 6 | Integrate into 
business as usual


How can we integrate 
this new OKR process 
into regular routines 
and processes?


OKRs can be applied to each kind of change management priority (forced, reactive 
or proactive) If you're going to engage in change management, try using the six stage 
process to ensure you’re prepared.


OKRs are industry agnostic OKRs can be used for change management across 
any and all industries and will have value in any sector.


Effective communication is key for a successful change management event 
Communication is key! Not only to tell employees what is coming, but also for 
building urgency, putting your vision together and selling the benefits internally. 

Final Tips and Takeaways

Laying the foundation for the forthcoming change

Ensure Employees are Engaged 4



Consider Ally.io for tracking and measuring 
your OKR performance. It takes seconds to 

 and you can 
begin tracking OKRs in under 15 minutes.


      
to popular business tools like 

Slack, Jira, Salesforce, Asana, Smartsheet, 
and more. 


      intuitive UI requires 
minimal training to make getting started 
and adopting OKRs simple.

sign up for a 14-day free trial

Ally.io features:


The solution provides seamless 
integrations 

It’s easy to use,

     The software has built-in best practices,

     our onboarding and rollout 
support

     Our migration templates

OKR Maturity Model. 
Download today

 
templates, and example OKRs that make 
adopting the OKR framework easy. 


The depth of 
 can turn your team into OKR experts 

and enable success.


 provide a 
smooth way to import existing OKR data 
from shared spreadsheets. 


Want more OKR resources? Take your OKRs 
to the next level with the 

 to view a step-by-step plan 
to support your upward OKR journey.

Book a DemoTry for Free

Get Started with an OKR platform today

Considering OKRs and want a helping hand? 
The team at There Be Giants can help you get 
the best out of OKRs for you and your teams. 
Helping you to interpret the practices and 
principles of OKRs and embed them in the 
most impactful way for your business.


 – delivering 
you a personalized OKR framework and the 
OKRs you need for maximum impact.


 – providing 
OKR training to enable the successful 
application of the OKR methodology 
within your organisation.

There Be G iants Solutions:


OKR Implementation & Coaching

The OKR Coach Academy

The OKR Professionals’ Community

OKR Culture Practice

 – 
Bringing together like minded OKR 
professionals to share and learn from each 
other, and work to raise the bar of global 
OKR practice.


 – Helping you create 
a great workplace culture so that you get the 
results you need to grow.

Book a callSign up

Interested to learn more, 
with the There Be Giants team.


Or  for their free 
Introduction to OKRs course. 


book a call 

sign up

https://ally.io/free-trial/?utm_source=partner&utm_medium=web&utm_campaign=tbg-uk-partner-ebook&utm_term=joint-partner-content&utm_content=four-strategies-to-navigate-change
https://ally.io/resources/the-okr-maturity-model/?utm_source=partner&utm_medium=web&utm_campaign=tbg-uk-partner-ebook&utm_term=joint-partner-content&utm_content=four-strategies-to-navigate-change
https://ally.io/resources/the-okr-maturity-model/?utm_source=partner&utm_medium=web&utm_campaign=tbg-uk-partner-ebook&utm_term=joint-partner-content&utm_content=four-strategies-to-navigate-change
https://ally.io/request-a-demo/?utm_source=partner&utm_medium=web&utm_campaign=tbg-uk-partner-ebook&utm_term=joint-partner-content&utm_content=four-strategies-to-navigate-change
https://ally.io/free-trial/?utm_source=partner&utm_medium=web&utm_campaign=tbg-uk-partner-ebook&utm_term=joint-partner-content&utm_content=four-strategies-to-navigate-change
https://www.therebegiants.com/what-we-do/okr-implementation-and-coaching/?utm_source=Ally&utm_medium=E-book&utm_campaign=Navigate%20Organisational%20Change%20with%20OKRs_UK
https://www.therebegiants.com/what-we-do/okr-coach-academy-2/?utm_source=Ally&utm_medium=E-book&utm_campaign=Navigate%20Organisational%20Change%20with%20OKRs_UK
https://www.therebegiants.com/okr-professionals-community/?utm_source=Ally&utm_medium=E-book&utm_campaign=Navigate%20Organisational%20Change%20with%20OKRs_UK
https://www.therebegiants.com/what-we-do/okr-culture-practice/?utm_source=Ally&utm_medium=E-book&utm_campaign=Navigate%20Organisational%20Change%20with%20OKRs_UK
https://app.hubspot.com/meetings/gill1?__hstc=255130647.53cf2d52aae2b41a8d8a92c2c4f46c94.1615808839820.1624455807958.1624527253257.164&__hssc=255130647.9.1624527253257&__hsfp=153657467&utm_source=Ally&utm_medium=E-book&utm_campaign=Navigate%20Organisational%20Change%20with%20OKRs_UK
https://www.therebegiants.com/tools/?utm_source=Ally&utm_medium=E-book&utm_campaign=Navigate%20Organisational%20Change%20with%20OKRs_UK
https://app.hubspot.com/meetings/gill1?__hstc=255130647.53cf2d52aae2b41a8d8a92c2c4f46c94.1615808839820.1624455807958.1624527253257.164&__hssc=255130647.9.1624527253257&__hsfp=153657467&utm_source=Ally&utm_medium=E-book&utm_campaign=Navigate%20Organisational%20Change%20with%20OKRs_UK
https://www.therebegiants.com/tools/?utm_source=Ally&utm_medium=E-book&utm_campaign=Navigate%20Organisational%20Change%20with%20OKRs_UK
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