
Tracking the 
unmeasurable 
with OKRs

Adrian Banks

@adrianbanks

https://linktr.ee/adrianbanks







Setting the scene
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Successfully hand over the 
products to the other team, 
while maintaining their 
commercial value.





Meanwhile…







“Calculate a monetary value for 
the inherent risk associated 

with highway assets”



Risk = Probability(failure) * Cost(failure)







3m 1.5m 5%

1 year 2 hr x1000







https://dannorth.net/blink-estimation/











https://shelf.sites.sheffield.ac.uk
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This is the answer
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PossibleScoreMeasureWeight

10.70.71Conference is well attended

32.250.753Quality of speakers

21.20.62Interactions between attendees

10.80.81Accessibility

74.95



66%MQ1 Q3Min Max





Measuring our key results







Setting up is 
easy and 

hassle free

We have 
proper 

support at the 
beginning

Short handover 
period where 

we work 
together

Managing the 
products 

doesn’t feel 
difficult

We don’t 
inherit a load 

of gnarly 
problems

If we don’t need 
to add new 

features, there 
isn’t much to do

We don’t 
need to ask 

for help

No need for 
contact once 

the handover is 
done

Instructions are 
clear so that we 

can deal with 
whatever comes 

our way

We feel 
confident fixing 
and releasing 
the product

We can ask for 
help if we 

need it

We feel 
comfortable and 
confident asking 

for help

There are clear 
communication 

channels

Once the 
handover is done, 
we don’t need to 

query many things

Handover:
- Demo

- Build locally
- Do a release



Given that we have a two-week 
handover period with the other team, 
we will be contacted fewer than four 
times in the subsequent next four 
weeks.



Product is easy
to release

Code is easy
to maintain

Any major feature
work completed

The documentation covers how to build, run and release, plus covering the 
concepts of what the product is and how to use it.

Can the product be released with low effort, ideally automated but can be 
manual, without spurious errors?

Dependencies are up to date, there are no undocumented hidden gotchas, with 
automated builds as a safety net to catch breakages.

Any feature work we have in-flight is either completed or removed.

Well written 
documentation













PossibleScoreMeasureWeight

20.80.42Well written documentation

21.80.92Product is easy to release

21.10.552Code is easy to maintain

30.90.33Any current major feature work completed

94.6



Week 1 Week 2 Week 3 Week 4 Week 5 Week 6 Week 7 Week 8 Week 9 Week 10 Week 11 Week 12 Week 13 Week 14 Week 15

Well written documentation

Product is easy to release

Code is easy to maintain

Any current major feature work completed







Applying this yourself













Summary





https://blog.adrianbanks.co.uk/sketchnotes/
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