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OKR, ou l'art de viser
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La vie d’avant
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Pourquoi on s’est lanc
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Key Results = ]a boussole ()

Ce que ce n’est PAS <
une to-do list
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Les debuts OKR : sueurs froides

Formation express :
2 X0,5J ... trop optimiste

L'ambition de la 1ere fois

Résistance interne :
“Encore du boulot en +”
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OKR beta workshop

Comment on s’y est pris

Contexte Contexte

Contexte
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Les OKR’s dans la vraie vie (1/2)
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01) Decrease time to bill 02) Increase the gﬂ' . !H[ gﬁl 7 ciency of Qutbound 03) QE&&A e the guality/efficiency of Inbound

KR 1 — Reduce average customer integration time to max. 3 months KR1 — Get in average 15 opportunities / month KR1 — Double the nbre of lead forms by increasing the visibility of
B Y R T A TV VL NV b e T e o R e T e R e e e e R AT P e e e
Exthand (7 forms Q4 2023)
Use automated bill/ invoicing in Odoo Implement and test tools Increase ranking SEO
-g mm mmmﬂ“ client and mﬁlume Wnrkﬂm lead mm M’mp 10 SEO W in documentation pages and m
E (newsletter / linkedin / blog...)
Streamline POC ( ex : chose 1 country / banks/ ... period..) Make script based on experience (briefing) Create and automatise a benchmark on Linkedin about competitors and
= trends contents
: Keep contact with client to help him SDR day (1 mfmunth whole team do some SDR M Organize hackathon for different audiences (location, EE’EH,:"?}
5 EEEEE an M/a\;\ig\rlplan : plan & W tech calls m clients & E«'ﬂﬂ best m{Mtime to Mﬂ& WMMhave OB %mdev m{online or not)
'@ devteam providers — propose to MEEEE MSupplier}
e
[ ] Improve doc Avatar video of Andrew Interviews with already recognized people
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Les OKR’s dans la vraie vie (2/2)

Decrease time to bill

Decreaso time to bill

Decrease time to bil

Decroase tme to bill

Decreaso tUme to bill

Decroase time 10 bill

Decrease Ume 1o bill

incroase quality & efficiency of

Quibound

incroase quality & efficiency of

Quibound

Date Tany Wy Weoy Rovut

Reduco averago cusiomer int
aolt 1, 2024 egration time 10 max
3 months

Reduce average customer int
2001 1, 2024 ogration Ume 10 max
3 months

Reduco avorage customer i
aolt 1, 2024 egration time 1o max
3 months

Reduce average customer it
a0t 1, 2024 egration ime 10 max
3 months

Reduce average cusiomer it
2024 ogration time to max
3 months

Reduce avernge cusiomer i
2024 ogration time 1o max
3 months

Reduce averago cusiomer it
2024 egration time 10 max
3 months

Got In avorage 15 now

a0t 1, 2024
oppontunities / month

Geot in average 15 new

a0l 1, 2024
opportunities / month

ake 8 sexy contract with

ale an intogration plan
an & organize tech calls
th clients & dev team

ructure the cusiomeor
edino ; from offer to go
o (with ADP)

cilitate / automate 1:1

th Mike & customer (with
P)

old leap frogs with
ppod loams

Prove documentation

ovide code / DB
mplos (n vanous
Inguages ) / Languages
clalists in BSDK as
bnsuitant for cliont

ko customers become
fnners

ake partners pay upfont
NO20K per year) /

aege upiront for 3 yoars

ale survey customer
tisfaction « Check the
pstacies for integration
urvey for customens &
fMnors 7) & how to help /
ock satisfaction about
los procoss & suppont

-

ale an aulomatic flow
reach out, with a
stom tasget and content
diversify outbound effors

connector

Sales Deveolopment
Actiona: oppodunisBeally

S

191 Yo b Flled by 10 toamiy 3004 111
Wetrcs | | Respend W
! ]

Quality survey (by phone?) on
10 customers & trace the ADP
foodback

Completion mto = #done
phases / #planned phases

What to foliow? Project by
project?

Duration (Final date - stan
date)

Date of Finalisation of
intogration - date of 151 billign

Completion rate » Sdone
phases / #planned phases

Quality foodback of the
suvoy

Completion rate = Bdone
phoases / #plannod phases

Nbr of potential pantnors
Nbr of new pariners

Nbr of validating pantners

rosponse rafe/ satisfaction

e MNE

% moetings booked per
SOQUeNceo, average tme o
closing per sequence
rovenue potential per persona

ADP

# now oppodunities per 3
months & RO

e aanal

111 To b il by B ety 3004 111

Reuted sctivim, work hypothates v

Last updaled

Last updaled

fine typos of contmcts
Define content for oach contmct
Define a tomplate for contracts in Odoo
Define a process for a contract signature
ith Odoo
Realize survey o geot the custsomers
feodback

Cut Ume to working POC” in phase
PSD2 intro + presentation of doc + live
oxample with Postman => gxplication on
product & onv => define lamets => dofine
sprints *> regular “standup”

11! Specialists invoiveent and pricing N

Croate project by client's project, define
tasks, woight them, fill completion level

Survey before (cument customers D8) and
ofter (measure the result) - cfr. MNE
action. Review competitors' doc, descnbe
fiows with diagrams, explanations
allematives and JSON exchangoes

" Private vs Gateway M!!

Select languages, find language
spocialist, tmin to PSD2/SDK, define
simple use cases, make samples
Define models, draw schoma, usage
oxplianation

List all current/active customers

Idontify businoss models of those
Have a call with each of them 10
introduce the patnership prograam
Define a tmoline for bocoming a partneor.

Introduce the sudject during the
pantnership presentation
Check if blocking point or not

Define audience dotabase

Define content of the survey in
collaboration with each sesvice (IT &
suppor/Sales)

Validation of the survey & sending
Relaunch if the response rate s not
sufficiant

Maka a mn

mhne b T s dt Al tha
Define differonce betwoen low and high
valuo opportunitios difforent personas
different seclors, set up an sutomaled

tbound mailing flow through Odoo of
Apolio to contact the lower value onos
make specific steps for high value with
more custom tailiorod contont

Review monthly with partner 1o
undersiand what was done and what the
result is forus

Go %0 avents 50 upsiiil miated to our

e




La vie d’un cycle OKR : 3 mois

Kick off meeting Mid cycle review

A A

Objectives review (monthly)

| |

End cycle closure/evaluation

Review key results (weekly)

ERERRERENY

1 cycle OKR = 3 mois
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3 mois plus tard ...

Lents.

” Mais on peut
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Les 5 regles d’or qu’on a apprises

1. Uambition : ce qui compte vraiment

2. « Si on atteint pas l'objectif, on ne change pas I'objectif»

3. Le droit a l’erreur

4. Les Key Results, c’est la réponse quantitative de comment on
atteint I'objectif

5. Sans Champion OKR, il ne se passe rien...

CYGNUM exthand



Ce qu’on ne referait pas :

X Des KR trop ambitieux et trop
hombreux

X Eviter les OKR “copiés-collés” entre
équipes

> Ne pas confondre “suivi des taches”
avec “suivi de progres”
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Ce qu’on a adopté pour la vie:

¥ Faire simple mais concret

¥ Définir clairement I'impact attendu

v Au moins 1 KR croisé entre meétiers
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Ce qu’on aimerait faire ASAP :

¥ Etendre a toute I'équipe

¥ Marier OKR & gestion des

performances individuelles
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Notre roadmap
Méthodo & outils

#1 - #2 - #3

(&"‘&

O ) RDVs planifiés
E E sur 3 mois :rn\
3 réunions Roles & ,
de set-up responsabilités
Excel pour pilotage &
CYGNUM progression exthand



Notre devise
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Magaly NELLI Jean-Gabrielle DEBAILLE
CYGNUM Exthand

hello@cygnum.be jeangabriel@exthand.be
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