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8 — REVIEW AND IMPROVE

8. REVIEW AND IMPROVE

This chapter covers the processes related to the Review and Improve phase in OKR implementation. The
objectives of the Review and Improve phase are to conduct OKR reviews and retrospectives. The Review and
Improve phase is critical for fostering a culture of continuous improvement within an organization.

Figure 8-1 illustrates the key process involved in the Review and Improve phase:

8.1 Conduct OKR Reviews and
Retrospectives (Optional)

INPUTS
1. Organization Team*
2. OKRs*

3. OKRReports

TOOLS

1. OKR Review Meetings
2. Expert Guidance

3. Digital OKR Tool

OUTPUTS

1. Feedback

2. Celebration of Successes

3. Identified Improvement
Opportunities

4. Recommendations for next OKR
cycle

5. lterate for Continuous Improvements

- J

Figure 8-1: Overview of Review and Improve Phase Process

Note: Asterisks (*) denote a “mandatory” input, tool, or output for the corresponding process.

8.1 Conduct OKR Reviews and Retrospectives

The OKR Reviews and Retrospectives process is a structured evaluation of an organization’s Objectives and
Key Results (OKRs) at the end of an OKR cycle. This process helps teams assess performance, identify
challenges, and refine strategies for future cycles. OKR Reviews focus on analyzing key results, measuring
progress, and determining whether objectives were achieved. They involve quantitative scoring, qualitative
insights, and data-driven assessments to ensure accountability and transparency.

Retrospectives, on the other hand, emphasize learning and continuous improvement. Teams discuss what
worked well, what obstacles they faced, and how they can enhance execution in the next cycle. This involves
gathering feedback, celebrating successes, identifying improvement opportunities, and making
recommendations. Tools like OKR review meetings, digital tracking platforms, and expert facilitation ensure
effective discussions.

By conducting thorough OKR reviews and retrospectives, organizations can refine goal-setting processes,
optimize execution strategies, and foster a culture of continuous learning and growth.
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o3

INPUTS TOOLS OUTPUTS
1. Organization Team* 1. OKR Review Meetings* 1. Feedback®
2.  OKRs* 2. Expert Guidance 2. Celebration of Success
3. OKR Reports 3. Digital OKR Tool 3. Identified Improvement
Opportunities
4. Recommendations for Next
OKR Cycle
5. lterate for Continuous
Improvement

Figure 8-2: Conduct OKR Reviews and Retrospectives Process (Overview)

Note: Asterisks (*) denote a “mandatory” input, tool, or output for the corresponding process.

8.1.1 Inputs

8.1.1.1 Organization Team*

The organization team consists of key stakeholders, including executives, team leaders, and individual
contributors responsible for executing OKRs. Their collective insights and experiences are essential in
conducting meaningful retrospectives and reviews. Each team member provides valuable input on challenges,
successes, and opportunities for improvement based on their unique perspectives. Effective engagement from
the organization team ensures that the retrospective process is comprehensive and data-driven. Participation
fosters transparency, alignment, and a culture of continuous learning. Teams should be encouraged to share
honest feedback and highlight both strategic and operational insights. Their involvement helps identify whether
objectives were realistic, key results were measurable, and the execution strategy was effective. By actively
engaging the organization team, businesses can ensure that retrospective discussions lead to actionable
insights and improvements for the next OKR cycle.

For more information, see section 3.2 to 3.12.

8.1.1.2 OKRs*

OKRs serve as the foundation for retrospective and review discussions, providing a structured framework to
assess performance. Reviewing OKRs helps organizations determine how well objectives were met and
whether key results were effectively measured. During retrospectives, teams analyze the relevance, clarity,
and impact of OKRs, identifying areas where objectives may need refinement or adjustment. Additionally,
teams evaluate whether key results were ambitious yet achievable, ensuring they drive meaningful progress.
By examining OKRs in detail, organizations can determine alignment with company goals and identify patterns
in execution. Well-structured OKRs serve as a learning tool, helping teams understand what strategies worked
and what challenges hindered success. This analysis informs the iteration process, leading to more effective
goal-setting in future OKR cycles.

For more information, see section 4.5.
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8.1.1.3 OKR Reports

OKR reports consolidate performance data, providing a quantitative and qualitative overview of progress
throughout the OKR cycle. These reports typically include completion rates, scoring metrics, key blockers, and
trends in execution. They serve as a crucial input in retrospective meetings, offering objective insights into team
performance and goal achievement. A well-prepared OKR report enables teams to identify discrepancies
between expectations and results, helping uncover underlying factors such as resource constraints, misaligned
priorities, or unforeseen challenges. Reports may also highlight cross-functional dependencies and
collaboration gaps that impacted progress. By leveraging OKR reports, organizations ensure that retrospective
discussions remain data-driven rather than subjective. This allows teams to make informed decisions,
recognize high-impact efforts, and adjust strategies for the next cycle.

For more information, see sections 5.2 to 5.7.

8.1.2 Tools

8.1.21 OKR Review Meetings *

OKR review meetings are structured sessions where teams reflect on their OKR performance, assess
execution effectiveness, and gather insights for improvement. These meetings, conducted at the end of each
OKR cycle, provide a platform for open discussions about successes, challenges, and lessons learned. A well-
facilitated review meeting ensures constructive feedback, fosters transparency, and promotes accountability
across teams. The agenda typically includes a review of OKR scores, key achievements, blockers encountered,
and areas needing adjustment. It's essential to maintain a solution-oriented approach, focusing on refining
future strategies rather than assigning blame. When conducted effectively, OKR review meetings empower
teams to iterate on their processes and enhance performance in subsequent cycles.

For more information, see section 4.7.

8.1.2.2 Expert Guidance

Expert guidance, whether from OKR coaches, senior leaders, or industry consultants, provides an external
perspective that enhances retrospective discussions. Experts bring a structured approach to evaluating OKRs,
offering best practices, benchmarks, and insights based on experience. Their role includes helping teams
identify gaps in goal-setting, execution inefficiencies, and opportunities for strategic alignment. Additionally,
expert facilitators can ensure that review meetings remain productive, unbiased, and action-oriented. Their
guidance helps organizations move beyond surface-level observations to uncover deeper organizational
patterns affecting OKR performance. By leveraging expert insights, companies can refine their OKR processes
and drive continuous improvement.

8.1.2.3 Al-enabled Digital OKR Tool

An Al-enabled digital OKR tool, such as Vabro, streamlines the retrospective process by providing real-time
tracking, performance analytics, and reporting capabilities. Tools like Vabro, Perdoo, Lattice, Weekdone, and
Ally.io centralize OKR data, making it easier to assess progress, trends, and execution effectiveness. These
platforms automate OKR tracking, generate visual reports, and facilitate collaborative reviews, ensuring that
retrospective meetings are data-driven and efficient. Additionally, digital OKR tools allow teams to document
feedback, track adjustments, and align OKRs with company objectives.
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By integrating a digital tool into the review process, organizations improve visibility, accountability, and
decision-making in their OKR execution.

For more information, see section 4.5.1.

8.1.3 Outputs

8.1.3.1 Feedback*

Feedback is a key outcome of retrospective reviews, providing valuable insights into what worked, what didn't,
and what needs improvement. Teams share feedback based on data, experiences, and execution challenges,
helping to refine OKR strategies. A culture of open and constructive feedback ensures continuous learning and
promotes a growth mindset across teams. Effective feedback mechanisms involve structured discussions,
anonymous surveys, or performance analytics. By collecting and analyzing feedback, organizations can
enhance goal-setting accuracy, improve execution processes, and foster engagement.

8.1.3.2 Celebration of Success

Recognizing and celebrating achievements is essential to maintaining motivation and reinforcing a culture of
excellence. During retrospectives, teams should highlight key milestones, successful initiatives, and
individual contributions. Public acknowledgment of success fosters team morale, engagement, and a sense
of accomplishment. Whether through awards, recognition in company meetings, or informal shout-outs,
celebrating successes encourages continued effort and inspires teams for the next OKR cycle.

8.1.3.3 Identified Improvement Opportunities

A core objective of OKR retrospectives is to identify areas for improvement. By analyzing challenges, missed
targets, and execution bottlenecks, teams can pinpoint specific opportunities for refining their approach.
Common improvement areas may include better resource allocation, clearer key result definitions, or enhanced
cross-functional collaboration. Identifying these opportunities ensures that future OKRs are more effective,
realistic, and impactful.

8.1.3.4 Recommendations for Next OKR Cycle

A core objective of OKR retrospectives is to identify areas for improvement. By analyzing challenges, missed
targets, and execution bottlenecks, teams can pinpoint specific opportunities for refining their approach.
Common improvement areas may include better resource allocation, clearer key result definitions, or enhanced
cross-functional collaboration. Identifying these opportunities ensures that future OKRs are more effective,
realistic, and impactful.

8.1.3.5 Iterate for Continuous Improvement

The final output of a retrospective is a commitment to continuous improvement. OKR execution is an evolving
process, requiring ongoing iteration, refinement, and adaptation. Organizations should establish mechanisms
to track implemented changes, reassess effectiveness, and refine strategies in subsequent cycles. This
iterative approach ensures that OKRs remain dynamic, impactful, and aligned with the organization’s long-term
vision.
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The Practical Implementation Guide for Goal Setting with OKRs

The Objectives and Key Results Body of Knowledge (OKRBOK™ Guide) provides a structured yet flexible
approach to successfully implementing the OKR framework—a widely adopted framework for goal
setting, strategic alignment, and performance management. First introduced in the technology sector,
OKRs have since been embraced across various industries, including software development, finance,
healthcare, retail, education, human resources, sales and marketing, and more. This framework is
applicable to organizations of all sizes, from startups to global enterprises, helping them focus on
measurable outcomes and continuous improvement.

The OKRBOK™ Guide is built on insights from thousands of goal-setting implementations across
industries, with significant input from experienced OKR practitioners, business leaders, and experts in
organizational strategy. Its development was a collaborative effort involving contributions from diverse
fields, ensuring a well-rounded and practical approach to OKR adoption. Feedback from the global OKR
community and inputs from the VMEdu® Global Authorized Training Partner Network—comprising over
2,000 companies in more than 50 countries—played a significant role in its creation. The development
of the OKRBOK™ Guide has truly been a collaborative effort involving numerous experts and
practitioners from diverse disciplines.

The OKRBOK™ Guide is a comprehensive yet easily accessible resource that includes real-world
examples of OKR implementation using popular IT tools. It helps organizations and teams establish
meaningful objectives, track progress effectively, and ensure alignment across functions. The guide
also explores how OKRs integrate with other Agile methodologies such as Scrum, Kanban, and DevOps,
providing a holistic view of modern business strategy execution.

This guide serves as a valuable resource for both experienced OKR practitioners and professionals new
to goal-setting frameworks. Whether you are a leader looking to drive alignment or a team member
seeking clarity in execution, the OKRBOK™ Guide standardizes the OKR approach globally, significantly
enhancing business performance, transparency, and return on investment.
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