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Since releasing our original paper on the OKR Maturity Model, a lot has happened. The last 
two years have introduced unprecedented challenges for most businesses worldwide. To 
navigate the chaos inherent in a global pandemic, more organizations than ever before are 
adopting the OKR methodology to get clarity and achieve alignment for newly remote teams.


While working with thousands of clients to implement OKR programs with Ally.io, it became 
clear that we needed to revise our OKR Maturity Model to include the many new insights we 
gleaned regarding OKR maturity. That’s why, in the true spirit of OKRs, we’ve iterated and 
expanded the concepts initially introduced in the first version and now present you with a 
more robust OKR Maturity Model for 2022.


This paper starts by discussing what makes an OKR program successful, and what can cause 
it to fail. We then move into exploring the five stages of OKR program maturity, featuring our 
upgraded OKR Maturity Model for 2022.


Each stage is broken down in greater detail to make it easy to identify where your business 
stands and the progressive stages of maturity it can aspire to reach. We will examine the 
differences at each stage, taking a closer look at the level of OKR usage, executive 
sponsorship, business rhythm consistency, alignment, scoring, and reflection.


The 2022 OKR Maturity Model
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Every organization wants to succeed, but what is the difference between those that do and 
those that don’t? For years, business executives and entrepreneurs have pondered this 
question, trying to understand which elements play a critical role in building and sustaining 
business success. How do influential leaders 
turn a bias for action into business success?


Many are doing just that using a simple equation that defines where they want their business 
to go and how they will measure the path to success. If that sounds familiar, it’s because that’s 
the basis for the objectives and key results (OKR) framework. OKRs are a proven approach to 
goal setting based on Peter Drucker’s 1954 concept of management by objectives (MBO), and 
later refined in the 
1970s by Intel’s Andy Grove.


Despite the methodology existing for over half a century, we still find that business leaders, 
entrepreneurs, and team managers who are new to OKRs are implementing it incorrectly at 
their organizations. The OKR equation is a simple one, but adopting the true OKR 
methodology is easier said than done. 


Here we will discuss the elements that make up a strong OKR program. These elements, when 
properly implemented, will come together to bring your organization to full OKR maturity.

What makes an OKR program 
successful?

Organization-
wide adoption 

of OKRs

OKRs underpin 
culture of the 
organization

Executive 
sponsorship

Established 
business 
rhythms

Greater transparency 
across levels & teams

Greater alignment 
across teams & 

organization

Dedicated ownership 
of OKR program 

management

Enhanced scoring 
& reflection
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Greater transparency across levels & teams

OKRs should be transparent and accessible to the entire organization. 
When everyone understands what everyone else is working on, it is easy 
for employees to see how their own work affects business outcomes, 
leading to better engagement and alignment.

Established business rhythms

Creating the right rhythm for your organization is everything, as it serves to 
guide how frequently OKRs are reviewed and updated. Rhythms can incorporate 
daily, weekly, monthly, and quarterly touches that inform and drive employee 
execution. A fully mature OKR system will have key meetings defined for the 
entire year, and team-level meetings scheduled for the current quarter.


Executive sponsorship

One of the most important parts of organization-wide adoption of OKRs is 
getting senior executives on board. Executives should model proper use of 
OKRs and encourage employees to do the same.

OKRs underpin culture of the organization

OKRs should never be an afterthought, and instead should be a part of daily life 
at your organization. OKR terminology and concepts should be a normal part of 
conversation, and employees should use OKRs as a guide for what to prioritize. 

Organization-wide adoption of OKRs

When only a part of the team is aware of and using OKRs, you cannot reap the 
benefits of organization-wide alignment and transparency that makes the OKR 
framework so powerful. The entire organization should be aware of OKRs, how 
the company is using them, and how they can participate.

The 8 Elements of OKR Maturity



The OKR Maturity Model         07Ⓒ 2022 Ally.io, a Microsoft Company - All Rights Reserved 	

Implementing an OKR framework 
takes planning and dedication, but 
it can be tempting to give up after a 
few short months of trying it out. To 
reach full maturity, an organization 
must be committed to OKRs and 
be willing to wait up to a year for 
results to become obvious.

Lack of patience 
and commitment

Many organizations make the mistake 
of adding OKRs anytime they need to 
add to their to-do list, but having too 
many OKRs will cause your team to 
lack focus. To keep goals on track, the 
best practice is to decide on 3-5 
objectives, each with 3-5 key results, 
at one time.

Lack of focus

An organization’s mission defines 
why it exists, while its vision and 
values paint a picture for its future 
to give the organization a sense of 
purpose. These vital components will 
determine the overarching objectives 
you’ll base your OKR framework on. 
If you lack clarity regarding your 
mission, vision, and values, the 
OKRs you create will lack direction.

Lack of mission, 
vision & values

Without frequent check-ins, it’s 
difficult to keep OKRs on track and 
aligned with the big picture. It’s 
important to have a weekly cadence 
to review OKRs and make sure your 
organization is continuing to make 
progress on goals—or making 
adjustments when they aren’t working 
the way they were intended to.

Lack of regular 
check-ins

Common obstacles to OKR 
maturity
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In an effort to help business leaders further understand the various stages their 
organizations will go through to reach program maturity, Ally.io has developed the 
OKR Maturity Model. Our team of OKR experts created this model to help businesses 
self-identify their current stage and create a plan for upward progression.


Remember, reaching full OKR maturity is a journey, and a lot will be learned along the 
way. It takes continuous focus to get to and advance beyond each level of OKR 
maturity. Failure happens most often when organizations ignore this process of 
upward progression and skip to the last stage before they are ready. Use the chart 
shown here to assess your current OKR maturity and identify which levels you can 
strive toward to drive greater impact across your organization.

Breaking down the OKR 
Maturity Model
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Beginning: Starting your OKR journey

No usage of OKR methodology


No structured business rhythm


Limited alignment of goals between levels

Piloting: Validating OKRs in your 
organization

Organizational experimentation with OKR 
methodology via pilot group


Small group learning OKR concept and 
building into business rhythm


Small group trying to understand how 
OKRs will work for them at scale

Adopting: Committing to the OKR 
practice

Executive Sponsorship


Top levels of the organization are 
developing the OKR muscle and habit


OKRs are expanding more widely into 
business rhythms


OKR tool selection begins

Scaling: Rolling out OKRs broadly

Executive Sponsorship


OKRs are rolled out to the rest of the 
company and baked into large, 
organization-wide initiatives


OKRs are firmly embedded in business 
rhythms throughout the organization, 
from top to bottom


OKR tool is selected and used across 
the organization

Centering: Unlocking cultural buy-in 
for OKRs

Executive Sponsorship


Team members reference OKRs in every 
decision, big and small


OKRs are firmly entrenched in business 
rhythms, becoming a global mindset of 
focus and alignment


Employees feel there is purpose at the 
center of everything they do

Breaking down the OKR Maturity 
Model

Beginning

piloting

Adopting

Scaling

Centering
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Beginning: Starting your OKR 
Journey
Stage 1 is the beginning of your organization's OKR journey.

If your organization is in this stage, you’re not actively using the OKR methodology today


You may have an existing task management and/or goal-setting system in place at either 
the organization-wide or team level, but no structured, organization-wide process that’s 
working for everybody 


You may have read Measure What Matters and are familiar with the OKR concept, but have 
little to no experience implementing the framework


You may struggle with departments sharing goals, progress, and results with one another 
with a defined cadence


Employees cannot track how their work contributes to specific goals at the department or 
organization-wide levels

Beginning
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Piloting: Validating OKRs in your 
organization
Stage 2 is the piloting stage.

In this stage, you are validating OKRs in your organization


You are rolling out a pilot group to iron out the kinks before you roll out to the rest of your 
organization. This may be at the leadership level, department level, or team level


You are using this time to understand how OKRs will work for you at scale and nail down 
your rhythms so you can expand to the rest of the organization

piloting
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Adopting: Committing to the OKR 
practice
Stage 3 is all about adopting OKRs.

In this stage, you are committing to the OKR practice and broadening your approach


Top levels of your organization are developing the OKR muscle and habit


Leaders across your organization are pre-seeding the ideas and philosophies of OKRs with 
their teams


OKRs are being woven into business rhythms like team meetings


Company-wide collaboration on OKRs begins


This is typically when OKR tool selection is finalized (necessary for the next stage of scaling) 


Adopting
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Scaling: Rolling out OKR broadly
Stage 4 is scaling.

In this stage, you are rolling out OKRs to your entire organization


You are embedding OKRs in current rituals on every team and creating new ones


Organization-wide training begins 


Your OKR tool has been selected

Scaling
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Centering: Unlocking cultural 
buy-in for OKRs
Stage 5, your ideal state, is OKR centering.

This stage is the "ideal state" 


Leadership doesn’t have to be in the room for the decisions which reflect your 
organization’s mission, values, strategy, and OKRs to be made


Every employee feels comfortable asking questions like “Which Objective does that roll up 
to?” and “Which initiative should I de-prioritize to accommodate this new one?” and 
“What are we hoping our key result will be here?” 


Everyone in your organization is clear on their focus, the specified outcomes of their work 
and how these align to the teams that surround them 


OKRs have become an organic part of everyday work conversation 


Employees feel there is purpose in the work they do, understand the definition of success, 
and how they align to other teams and team members

Centering
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Operationalizing OKRs is a journey, and no organization will experience it in exactly the same 
way. Each element we have discussed here is critical to the overall success of any OKR cycle, 
regardless of the cadence you’ve decided upon. When all of these elements are working 
together in harmony, a business can reap the full benefits of the OKR methodology. Hopefully 
this paper has been helpful for you in identifying where you are in your own journey, and 
facilitating the progressive implementation of a fully mature OKR system.

Fostering an upward OKR journey

Curious?

Learn how Ally.io empowers leaders to accelerate their OKR maturation.

Request Consultation

https://ally.io/request-a-demo/
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