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In this week's edition, we are pleased to share a piece about OKR Leadership, a
management methodology that can help advisors organize and measure their

clients' succession planning process. Thanks to Doug Gray for providing this
article, which includes background on OKR Leadership and how it can help
with succession planning, as well as an illustrative case study.

Succession Planning Using
OKR Leadership: A case study

BY DOUG BRAY

At a recent meeting with several family business clients, I asked, “What is your
leadership succession plan?”

After a blank stare, | heard:

“We don’t have one. What is it, exactly?”
“You're looking at it. I'm all we've got”

Family-owned business leaders are not alone. Business owners are not alone. According to some statistics, family
businesses represent about 70% of the U.S. economy, and about 70% of new job creation. My experience is that 100%
of family businesses have some degree of concern about succession planning. What about your clients?

This short article discusses what OKR leadership is and how it might be able to help your clients with their

succession planning.!

Background

Succession Planning is often defined as a process for identifying and developing the next generation of key leaders.
The goal of succession planning in family-owned businesses is to perpetuate legacy and assets over generations.



Succession planning can be helped by OKR (Objective and Key Results) Leadership - a management methodology
that helps people focus effort on the same important issues throughout their organization.

Objectives (‘0’) describe what you want to do. They are qualitative and subjective. In order to focus the
team or individual, defining 2-5 objectives is usually sugges‘ced,2

For example, in a family business context, an operational objective (“0”) might be “to transition ownership and
management to the next generation.”

Key Results (‘KR’) describe how to measure that objective. They are quantitative and measurable. Under
each objective there should be 2-5 key results.

For example, in a family business context,a Key Result could be “to assess the strengths and weaknesses of each
family member and director within the next 30 days”

Case study

Rick (age 54) started his retail company in the South Eastern U.S. from his home office. He now has 10 fulltime
employees and 25 contractors providing over $20 million in sales revenue per year. Rick has two children, John (age
32) and Kris (age 30), who are interested in managing the business one day. Rick has provided one ownership share
and a generous salary to each of them.
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Objectives + Key Results (OKR) Leadership: How to apply Silicon
Valley’s secret sauce to your career, team or organization

by Doug Gray, PhD

Leaders practice leadership, just as physicians practice medicine and attorneys practice law.
Objectives and Key Results (OKRs) have helped drive the largest migration of financial assets and
technological innovation ever recorded in human history to Silicon Valley. This book, by this week's
contributor, provides examples and practical advice to integrate OKR leadership into your practice.

LEARN MORE

How will Rick identify their strengths and manage a transition sometime in the next 10 years, before Rick turns 64?7

I was hired by Rick to accelerate the succession planning process and to help the family prosper across generations.
To achieve this ambitious goal, | decided to implement the OKR approach.

The first Key Result (KR1) was to assess the strengths, weaknesses, blind spots, and hidden talents of Rick,John, and
Kris within 30 days. To accomplish this, | conducted interviews with these three business leaders, with their spouses,
and with five senior managers. Then | provided confidential individual assessment summaries to Rick,John, and Kris.

The second Key Result (KR2) was to conduct a series of family business meetings, up to 12, in the next 24 months.
The focus of each meeting was defined by different family or business needs. For instance, some meetings included
only Rick,John, and Kris. Some meetings included Rick,John, Kris, and their spouses. Some meetings included Rick,
John, Kris, and their five senior managers.



"SUCCESSION PLANNING CAN BE HELPED BY OKR (OBJECTIVE
AND KEY RESULTS) LEADERSHIP - AMANAGEMENT
METHODOLOGY THAT HELPS PEOPLE FOCUS EFFORT ON THE
SAME IMPORTANT ISSUES THROUGHOUT THEIR ORGANIZATION.

The topics included information-sharing, e.g., conflict management, communication, values, vision, governance, and
process objectives, e.g., decision-making, roles, an advisory board, and related timelines. Notes from each meeting
were collated into a family business succession planning manual that could be used as a reference for many years to
come. Written procedures can serve as effective guidelines for training, onboarding, quality assurance, and efficiency
within any company.

The third Key Result (KR3) was to reduce complexity by defining rules for each role—as a family member, business
manager, and/or business owner. These three roles often overlap and can lead to conflict. We developed clarity and
written rules for each role, e.g., decision-making, communication, conflict management, schedules, milestones,
evaluation, professionalism, procedures, public behavior, and gossip. As Rick’'s company matured, those rules needed
to be written down to decrease verbal inconsistencies.

The fourth Key Result (KR4) was to design a transfer of assets over the next 10 years that guaranteed a “fair and
equitable distribution over time” to John and Kris. That process required business valuation, asset valuations, and
mutually acceptable terms for the first and second generations. The proposed asset transfer must have included
guaranteed compensation for the founders, Rick and his wife, from protected assets that generated interest at

minimal risk, according to state and federal laws. To achieve this, | worked with their attorney and accountant to

develop a gradual wealth transfer process that worked.




Rick did not want to “die with his boots on”John and Kris did not want any surprises. Each generation needed to
honor the other, but doing so can often get messy.

As | worked with this client, if found that OKR helped organize this process and offer this case as an example to

other advisors who might also want to use this methodology.
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! OKR (Objectives and key results) is a framework for defining and tracking objectives and their outcomes. The
development of OKRs is generally attributed to Andy Grove the “Father of OKRs”, who introduced the approach
to Intel during his tenure there and documented this in his 1983 book High Output Management."
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Related Article

If you enjoyed reading today's article, view this related edition that presents another model that can be
used to help your family enterprise clients with their succession planning.
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“Using Modeling to Diagnose Risks to
Succession” by Matthew Erskine
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