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Business Brief: Implementing the OKR System at ICE Tech

Introduction

ICE Tech is a leader in the development and implementation of software for governments in Africa. While the
company excels in agility and innovation, aligning our Agile project management methodologies with the
strategic objectives of the business emerged as a challenge. This brief advocates for the Objectives and Key
Results (OKR) system (1), drawing inspiration from successful implementations in renowned tech companies
like Adobe (2), Google (2), and LinkedIn (2). These cases offer valuable insights into how OKRs can effectively

enhance organizational efficiency and strategic alignment.

Background of the Company and Its Culture

Founded in 2011, ICE Tech has been a technology leader in the eGovernment domain in Africa, continually
driving innovation and setting industry benchmarks. The company’s culture, marked by its spirit of agility and
innovation, has been pivotal in its ascent. Yet, with the company’s rapid growth and the increasing complexity of
projects, ICE Tech is facing a crucial challenge: maintaining strategic alignment while preserving its agile
culture. This misalignment often leads to inefficiencies and missed opportunities, as agile projects may not
always align with the overarching business goals. The urgency for a structured approach that harmonizes
strategic planning with Agile methodologies became increasingly apparent, requiring implementing a business

management system to drive goal alignment throughout the organization.

Identification of the Problem

The disconnect between ICE Tech’s Agile-based software development projects and software solutions and the
strategic direction set by the company’s leadership has manifested in various forms. There is often a
misalignment in resource allocation, with resources not being optimally utilized and aligned with strategic
priorities. Project deliverables sometimes fail to support long-term goals consistently, and a lack of clear
direction has led to duplicated efforts and inefficiencies. These challenges are hindering the company’s growth
trajectory and impacting employee morale and productivity. A strategic approach that aligns day-to-day

operations with the long-term vision of the company is urgently needed.

Change Initiative: Implementing OKR System using Kotter’s Eight-Stage Framework (3)

Creating a Sense of Urgency:

Adobe’s (2) experience serves as a poignant example. Facing a people management issue due to outdated annual
performance reviews, Adobe identified the need for a change. The transition to a continuous performance
management system using OKRs has significantly reduced voluntary attrition, highlighting the effectiveness of
the OKR system in addressing organizational challenges (9). To create a sense of urgency at ICE Tech, and
using examples of the successes of companies like Adobe implementing OKRs, we will highlight the tangible
inefficiencies in current project management and their impact on achieving strategic goals as a core message to
the business to create a sense of urgency. This will involve presenting data and real examples to all employees,
demonstrating how these challenges hinder our competitive edge, growth potential, and ultimately, their earning

potential.



Building a Guiding Coalition:

Drawing inspiration from LinkedIn (2), ICE Tech can form a coalition of influential leaders and key Agile team
members. LinkedIn’s leadership-driven approach, where team members set ambitious quarterly objectives,
underlines the importance of a committed leadership team to guide and support the change process. At ICE
Tech, we plan to achieve this by adopting a volunteer process to select "OKR Shepherds." These individuals will
be trained and tasked with spreading the message about the OKR system, garnering support throughout the
organization, and assisting teams in building their OKRs to align with the company's strategic objectives set by

leadership.

Change Vision and Strategy:

Google’s (2) adoption of OKRs is an exemplary model for ICE Tech. Google’s use of OKRs has been integral to
its growth from a small company to a global giant. This demonstrates the potential of the OKR system to align a
company's workforce with its strategic objectives (10). The vision for ICE Tech is to integrate the OKR
framework with our Agile methodologies. We will develop a comprehensive plan outlining how this integration
will occur, including timelines, expected outcomes, and how this shift aligns with ICE Tech’s long-term

strategic goals. The draft vision we have developed is as follows:

"At ICE Tech Technologies, we envision a harmonized development ecosystem. Prioritizing both visionary
long-term strategies and tangible short-term outcomes, we commit to maximizing every resource for impactful,

measurable results, driving collective growth and stakeholder trust."

Communicating the Change Vision:

Consistent and clear communication across the organization is crucial. This communication must articulate the
benefits and rationale behind integrating OKRs with Agile practices to ensure widespread understanding and
support. To communicate this vision, we will employ various channels, including town halls, our weekly
“Touch-Base” newsletter, and team communication sessions driven by the OKR shepherds, supported by senior
executives. This communication will be designed to be clear and engaging, ensuring all employees understand
the benefits of the OKR system and how it will impact their work. Once implemented, we will continue to
communicate our progress transparently using the same channels described above. Further to this, we have
investigated the implementation of UpRaise (4), a plugin to JIRA (5), our development management tool, to
capture our OKRs and track our implementation progress. Since teams will use UpRaise daily as part of their
standard workflow in JIRA, it will provide a continuous and transparent view of the team's OKR progress and

the real-time impact of each team’s contribution to achieving the company OKRs.

Empowering Employees:

Inclusion and training are essential for empowering employees in the transition to OKRs. We will create an
environment where feedback and direct contribution to the OKR development process is valued and included in
our ongoing project implementation. This approach will enhance employee engagement and empowerment in

this transition. Additionally, OKR Shepherds will offer ongoing support and guidance, acting as a feedback



channel that will ensure all teams feel a sense of ownership in the initial development of their OKRs and

ongoing contribution to the business trajectory.

Creating Short-term Wins:

Identifying and celebrating early successes under the new system is crucial. These short-term wins will serve as
tangible evidence of the benefits of the change, building confidence in the initiative. We will identify and
celebrate early successes of OKR implementation, such as the completion of key projects or notable
improvements in team alignment with strategic goals. These successes will be communicated company-wide to
build momentum and demonstrate the positive impact of the OKR system. While the UpRaise interface provides
continuous visual feedback to teams on their OKR progress at all durations, it also provides a mechanism for
team members and managers to give “kudos” to their colleagues to celebrate successes and significant

contributions publicly which will further highlight short-term wins.

Conclusion
Implementing the OKR system at ICE Tech, taking cues from successful tech giants, represents a strategic shift
towards a more goal-oriented approach in project management. This initiative will ensure that Agile software

development is aligned with the company's strategic objectives, enhancing overall efficiency and effectiveness.
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