OKRs.com OKR coaching by Ben Lamorte, author of The OKRs Field Book

FREE DIAGNOSTIC CHECKLIST

The 40 OKR Mistakes Checklist

The top 10 reasons OKR programs fail — and how to fix each one. Walk through this list against your current
OKR program. If you check three or more, your program is at risk.

THE TOP 10 — START HERE

[] 1. No CEO buy-in
Fix: CEO must communicate WHY OKRs at our company, actively use OKRs to drive priorities and reviews, and announce

company-level OKRs at companywide meetings, regularly.

[J 2. Unclear why we are using OKRs
Fix: Before launching, align leadership on the primary problem OKRs are meant to solve. Define what success looks like and

choose deployment parameters that support that purpose.

[] 3. Confusing OKRs with strategy
Fix: Validate your strategy before drafting OKRs. Begin each top-level OKR workshop with a brief strategy refresh. Ensure every
objective clearly connects to a defined strategic priority.

[1 4. Rolling out to too many teams too quickly
Fix: Start with 2-4 pilot teams. Refine your deployment parameters and cadence before expanding. Nail it before you scale it.

[15. Too many OKRs
Fix: Target 1-3 objectives with 2-4 key results each. Aim for 50-70% of work effort to be reflected in OKRs. Business-as-usual work

should generally not be part of OKRs.

[] 6. KRs are vague or read like a to-do list
Fix: Measure results, not activity. Use clear, specific language. Ask 'what is the intended outcome?' Your CEO should be happy
when a KR is achieved, not wondering if it moved the company forward.

[1 7. Set-it-and-forget-it
Fix: Establish regular check-ins. Assign KR champions. Build a weekly or biweekly rhythm where champions update progress and
discuss blockers, not just status.

[] 8. No internal OKR capability
Fix: ldentify and train internal OKR coaches early. Build a small group who can facilitate drafting sessions, ensure quality, maintain
cadence, and evolve the program across cycles.

[] 9. Inconsistent KR scoring
Fix: Use a single scoring model for all OKRs. Be explicit about whether each KR is a stretch (10% likely), commit (90% likely), or

middle (50% likely) so expectations are clear.

[] 10. Skipping Reflect & Reset
Fix: For each KR, take 5 minutes to finalize the score, capture learnings, and apply what you learned to modify or remove the KR.

End each cycle with draft OKRs for the next one.
Recognize three or more in your own program?

Book a free 30-minute call with Ben Lamorte and walk through your OKRs with someone who has coached
200+ organizations.

okrs.com/call-ben

© OKRs.com — Free resource. Share freely with attribution. okrs.com/call-ben Page 1 of 2



OKRs.com

THE FULL LIST

All 40 Reasons OK Rs Fail

OKR coaching by Ben Lamorte, author of The OKRs Field Book

Items marked with * are the top 10 from page 1. The other 30 are common but lower priority — fix the starred

items first, then work down the list.

LEADERSHIP FAILURES

[11. No CEO buy-in *

[] 2. Leaders do not model OKRs

[1 3. Middle management pushes back

[1 4. Starting team-level before succeeding at top-level
[] 5. OKRs launch loses momentum

CULTURAL BARRIERS

[1 6. Lack of psychological safety around stretch goals *
[1 7. Cultural unreadiness for change

[1 8. Complacency with the status quo

] 9. Punitive scoring tied to comp

STRATEGIC MISTAKES

[110. Strategy unclear or confused with OKRs *
[111. Unclear why we are using OKRs *

[112. No link back to strategy at reset

] 13. No strategic review loop

LOW-QUALITY OKRS

[114. Too many objectives *

[115. Too many key results *

[] 16. KRs become a to-do list *

[] 17. Business-as-usual objectives

[] 18. KRs lack specificity or are vague *

[] 19. Direct cascade from higher-level KRs
[1 20. All KRs are lagging indicators

KPI/ OKR CONFUSION

[1 21. Converting all KPIs to KRs
[1 22. Limiting KRs to existing KPIs

EXECUTION FAILURES
[1 23. Set-it-and-forget-it *
[1 24. Check-ins lack discipline *
[1 25. Check-ins only look back, not forward
[1 26. No ownership of KRs

STRUCTURAL MISTAKES

[1 27. Skipping deployment parameters *
[128. Multiple OKR trackers

[1 29. No training or bad training

[ 30. HR or Finance takes over OKRs

OVERENGINEERING

[131. Too much process
[1 32. Rolling out too fast *

LEARNING FAILURES

[ 33. Skipping Reflect & Reset *
[] 34. Running OKRs the same way every cycle

CULTURAL & BEHAVIORAL

[] 35. OKR teams = org-chart teams

] 36. Lack of visibility

[ 37. Inconsistent KR scoring *

[] 38. Abandoning OKRs after first imperfect cycle
[139. No internal OKR capability *

[140. No sustained leadership focus

Want the full breakdown of all 40, with the fix for each? Read the full guide at okrs.com/why-okrs-fail
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