
Understanding the connection 
between OKRs vs. Performance 
Management



(Objectives and Key Results) are
a proven goal setting framework
for creating alignment, focus, and
a highly engaged work culture to 
drive business outcomes.

OKRs



OKRs sit below an organization’s Mission and Purpose and 
help align team members to a common business strategy.

1. Company mission & values are a 
high-level view of why we are here 
and do what we do.

2. OKRs help narrow the field of vision, 
taking a broad view of the company 
purpose and getting strategic and 
tactical in how teams will execute on 
goals.

3. Individual accountabilities are what
any individual will do in support of
team priorities.
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Because both OKRs and individual 
accountabilities focus on goal-setting and 
achievement, there is often confusion 
regarding how OKRs relate to individual 
Performance Management.

Here is how Viva Goals distinguishes 
between them.



Summary of OKR vs. Performance Management 
Fundamentals

OKRs are designed for collaborative, strategic goal setting for your 
business and teams.#1

Performance Management is used to define individual priorities in 
support of the larger team effort.#2

OKR output could be one of many inputs into an assessment of an 
individual’s performance, but it’s important that it’s not the only input.#3

OKR output should generally not be directly tied to an individual 
employee’s compensation.#4



#1 | OKRs are designed for collaborative, strategic 
goal setting for your business and teams.

• The fundamental purpose of OKRs is to provide a collaborative 
process for leaders to set strategic direction for their 
organization, with clear measures of success, so that all team 
members have a shared understanding and common purpose.

• OKRs set context for team members to determine 
what work they will prioritize.

• OKRs are set by leaders and team owners within a general 
business rhythm of annual and quarterly goals.



#2 | Performance Management is used to define 
individual priorities in support of the larger team effort.

• The fundamental purpose of performance goal-setting is to 
clarify individual expectations and create clear measures of 
success so an individual knows their priorities, how they align 
to the priorities of the organization, and how they will be 
evaluated.

• Individual priorities are generally set between an individual and 
their manager, with the business rhythm started by Human 
Resources, and a formal check-in cadence of 1-4 times per year, 
in addition to ongoing feedback and coaching throughout the 
year.

• Performance conversations usually focus on how an individual 
is doing relative to expectations and individual goals. They help 
identify strengths and opportunities to help an employee grow 
and deliver the greatest impact.



#3 | OKR output could be one of many inputs into an 
assessment of an individual’s performance, but it’s 
important that it’s not the only input.

Performance inputs may include:

• What expectations were for that individual based on their role, 
contributions, or specific deliverables.

• The quality of their contributions and the ultimate impact of their 
work on the business.

• How they accomplish their work (how they communicate, support 
the culture, align to core values, etc.).

• Feedback collected from colleagues on both what they achieved 
and how they achieved it (how they collaborate, demonstrate core 
company values, etc.).

• How they apply lessons learned to future work.
• OKR output may provide context for some of an individual's work, 

for example how their work contributed to a shared team objective.



#4 | OKR output should generally not be directly tied
to an individual employee’s compensation.

• OKRs are designed to be aspirational at the team level to 
encourage teams to stretch, take risks, and go after what's possible.

• Tying performance and compensation to OKRs can result in an 
inherent holding back that encourages people to set goals that are 
easier to attain. This can undermine performance and works 
against the spirit of setting lofty goals.

• Additionally, not all employee contributions will be aligned to 
OKRs, and an OKR set at the beginning of a period may not be 
relevant or feasible by the end of the period due to changes 
outside of the control of the individual employee.

• Instead, align your recognition and incentive system with the 
behaviors you wish to see – individual goals and behaviors that will 
help the team deliver the greatest impact, even if they
don't hit their stretch goals.



A comparison: OKRs and Performance Management

OKRs are designed for collaborative, strategic goal setting for your business and teams
Performance Management is used to define individual priorities in support of the larger team effort

OKRs (Objectives & Key Results) Individual Performance

Purpose and 
owner(s)

• Driven by the business as a strategy to set objectives and metrics of 
success to support innovation and business growth at the team and 
organizational levels.

• Outline individual priorities and accountabilities for individual impact; 
driven by individuals with manager guidance. Can cover career path 
growth and aspirations.

What • An organization or team’s 3 to 5 most critical objectives and 3 to 5 
quantifiable key results to measure success.

• An individual’s primary accountabilities aligned with their role and 
expected impact.

Access • Shared transparently throughout an organization to ensure alignment 
across teams. Individuals may align their work/priorities to org/team OKRs.

• Written and kept privately between individuals and managers/
Human Resources, often in a HRIS; generally, not visible to the team.

Success
Measures

• Progress generally updated weekly to track progress against goals, with 
reviews quarterly between orgs and teams

• Designed to be aspirational to inspire teams and drive business growth. 
70% achievement is success.

• Progress quantified by scoring.

• Reviewed/updated quarterly, bi-annually, or annually between employee 
and manager to track progress, depending on review cycle, in addition to 
regular ongoing feedback and coaching.

• Designed around realistic expectations. Accountable for delivering 
100%, in most cases.

Relationship to 
compensation

• Meant to drive strategic alignment and measurable outcomes at an 
organizational and team level. OKRs may inform individual work, 
however, individual performance, assessment, and pay are determined 
relative to individual performance goals.

• Used to guide performance and development conversations and to 
guide managers in determining impact and recommending annual 
rewards.



Frequently Asked Questions

Q: If OKRs don’t represent individual 
performance expectations, why are 
individuals assigned as owners of OKRs?

A: Team members assigned to an OKR are part 
of a cross-functional team, and act as a single 
"directly responsible individual” (DRI) 
accountable for monitoring progress, 
making check-ins, and driving the delivery and 
success of business results at a team level.

Q: Is it ok for an individual to set personal 
development or private goals as an OKR?

A: Teams may include development goals in 
their OKRs if there is a shared commitment 
across the team to prioritize development. 
Individuals may then reflect that shared goal in 
their own accountabilities and get more 
specific about how they will contribute to the 
larger team objective. Because OKRs reflect 
team priorities, it would not be ideal to include 
personal development or private goals in 
team-level OKRs.



Frequently Asked Questions

Q: Should I include OKRs in my performance 
conversation?

A: Performance conversations are most 
valuable when it can guide a specific 
discussion with your manager about individual 
work, impact, learning, and goals. If your 
team’s OKRs provide context for some of your 
priorities, or you can show how you’re helping 
to move OKR outcomes through your work, 
then you may find it helpful to reference them.

Q: We're a small company without a formal 
Human Resources department or established 
employee performance process or 
philosophy, and we'd like to have a "one stop 
shop" for both our team and individual goals. 
How should I approach individual 
performance vs. OKRs?

A: Viva Goals is not intended to be a performance 
management system. We encourage even small 
companies to promote individual goal setting and 
performance conversations between managers and 
employees to support growth and development, 
even if they are informal and happen just a few times 
per year to start.

Frequently Asked Questions (slide 2)



Frequently Asked Questions

Q: My company uses goal setting in our HR 
Information System (HRIS) / Human Capital 
Management (HCM) software; what's the 
relationship between these platforms and 
Viva Goals?

A: Viva Goals would be your home base for team and 
organization-based strategic goals, while your HRIS / 
HCM system would house individual-based goals. When 
assessing performance, remember that OKR output 
could be one of many inputs into the conversation, but 
it's important that it's not the only input.

Viva Goals does not integrate with other HRIS / 
HCM tools today, but we are exploring integrations with 
the most commonly used platforms.

Q: If OKRs and individual performance 
management are separate, does HR have any 
role in a Viva Goals deployment?

A: Absolutely. HR is a critical part of successful 
leadership teams and helps to shape priorities for the 
business. Ideally, HR Business Partners participate in 
OKR development and measurement, since they have a 
unique perspective on what may be driving success or 
presenting challenges in reaching goals. They can help 
plan and take action in partnership with their business 
colleagues to drive greater impact.

Viva Goals will help HR in aligning leaders and teams 
around critical priorities and clear measures for success, 
paving the way for more transparent, informed 
conversations about business health and success.

Frequently Asked Questions (slide 3)



Frequently Asked Questions

Q: Does the OKR vs Performance model hold 
true at all levels of the organization? For 
example, at the senior leadership level, aren't 
performance and compensation 
conversations very highly aligned with OKR 
metrics?

A: The more senior a leader is in an organization, the more 
likely their individual performance metrics may look similar 
to OKRs. This is because OKRs are aligned to key business 
outcomes, and leaders at the top of the org are ultimately 
accountable for those business outcomes.

However, there is more that most companies take into 
consideration when determining leader performance, such 
as how that individual may accomplish their work in support 
of company culture and values.

Q: When considering OKRs, performance, and 
compensation, how does this affect specific 
roles, such as commission-based account 
executives in Sales?

A: Each company will have their own compensation 
philosophy and align compensation and incentives 
accordingly. Generally, we would recommend that 
OKRs reflect team outcomes - this may include 
stretch sales targets for a Sales team - and that 
individual accountabilities reflect an employee's 
quotas that are tied to their compensation.

Frequently Asked Questions (slide 4)



Example: OKRs vs. Performance
at Microsoft



How Microsoft distinguishes between OKRs vs. Performance 
and Development priorities

OKRs
• OKRs clearly state the organization's and team's goals 

in pursuit of collective results
• They set context for team members to determine what 

work they will prioritize overall
• OKRs do not represent every piece of work that happens 

in support of a business

Team

Business Process

Objectives Key Results Initiatives

Performance & Development Process

Core Priorities
• Core priorities clearly state an individual’s

accountabilities and their expected individual impact

• They align with what the business aims to achieve 
(and in some cases support OKRs)

• They include our company-wide Diversity & 
Inclusion and Manager Core Priorities.

Individual

Impact Rewards or Promotion
Rewards and promotion decisions are determined 
based on impact re: Core Priorities, not OKRs



OKRs vs. Performance & Development at Microsoft

Business Process Performance & Development Process

• OKRs are driven by the business as a strategy to set 
objectives and metrics of success to drive innovation and 
business growth at the team and org levels. 

• OKRs are shared transparently throughout Microsoft to 
ensure alignment across teams.

• OKRs are set quarterly and updated consistently (often 
weekly) between orgs and teams to track progress.

• OKRs are designed to be aspirational to inspire teams and 
drive business growth. Progress is quantified by scoring, and 
70% achievement is success.

• OKR output is not be directly tied to compensation, bonus,
or stock (known as Rewards).

• Performance metrics, called "Core Priorities," outline 
individual priorities and accountabilities for individual impact; 
they are driven by individuals with manager guidance. 

• Core Priorities are written and stored as part of a "Connect" 
experience when an employee and their manager have a 
formal discussion about expectations for the period ahead. In 
most cases, core priorities are not designed to be visible to 
the broader team.

• Managers and employees have flexibility to have Connect 
conversations as needed throughout the year, with a 
minimum of two Connects per fiscal year required.

• Core priorities discussed in Connect conversations are 
designed around realistic expectations, and employees are 
accountable for delivering 100% in most cases. There is no 
scoring, grading, or rating.

• Microsoft Connects measure against 3 circles of impact 
relative to core priorities: individual accomplishments, 
leveraging other’s work, and contributing to the success of 
others, as well company-wide Diversity & Inclusion (D&I)
and Manager Core Priorities 



Resources
1. Viva Goals Adoption Guide

2. Get Started with Microsoft Viva Goals

3. OKR Leadership Program

4. Microsoft Viva Goals Help and Support

https://adoption.microsoft.com/files/viva/goals/Viva-Goals-Adoption-Guide.pdf
https://learn.microsoft.com/en-us/training/paths/viva-goals-get-started/
https://learn.microsoft.com/en-us/training/paths/okr-leadership/
https://support.microsoft.com/en-us/office/introducing-microsoft-viva-goals-bd651be7-472a-4f40-8fdd-6fcead79f3ad


Thank you


