ART OF SCALE · FOUNDERS AT WORK · MC4: THE ART OF EXECUTION
Track 1: Build & Deploy Your OKRs with AI
Time: 45 minutes   |   Tool: Claude or ChatGPT (any version)   |   What to do: follow the steps below

	
	What you’ll leave with:
A set of Company OKRs in proper format, with a personalised email per leader ready to send tonight — containing the Company OKRs, a request to draft their own OKRs, and bespoke guidance notes to steer their thinking.



Process
[image: ]
Before You Start: Two Principles
Read these before you pick up a pen. They’ll save you time and improve your output.

	1
	OKRs are leadership tools, not admin tools.
The point of this exercise is not to produce a spreadsheet. It’s to produce clarity — for you and for every leader on your team. The AI handles the formatting. You handle the judgment: what matters most this quarter, and who owns what.



	2
	AI drafts. You decide.
Every output in this lab is a draft. The AI will produce surprisingly good OKRs — but only you know your business, your people, and your constraints. Read every output critically. Edit freely. The prompts are designed to get you 80% of the way; the last 20% is your judgment.



	
	Already have Company OKRs? If you’ve already set Company OKRs but haven’t cascaded them to your leaders, skip to Step 3. Paste your existing Company OKRs where indicated, and start the cascade from there. You’ll have extra time to refine your emails.





Step 1: Load Your Context (7 minutes)
Open your preferred AI tool for complex reasoning (Claude Opus 4.5+, ChatGPT 5.4+)

EITHER (quick): If you have a Company Context doc, paste it where you see *** BLUE TEXT*** in Prompt 1 on the next page. Add anything required that’s missing.
OR (slower): Fill in the six fields below. Be specific — vague inputs produce generic OKRs. Then paste the output where you see *** BLUE TEXT*** in Prompt 1 on the next page.

	Company name and what you do

	e.g. "Greenfield Logistics — last-mile delivery for e-commerce in Gauteng. 45 staff, R22m revenue."

	Your top 3 strategic priorities this year

	e.g. "1. Expand to Western Cape. 2. Reduce cost-per-delivery by 20%. 3. Build a sales team that doesn’t depend on me."

	Your BHAG or 3-year goal (if you have one)

	e.g. "From R22m to R80m revenue by Dec 2028, with 60% gross margin." If you don’t have one, write "Not yet defined."

	Your leadership team

	List each leader: Name — Role — What they own. e.g. "Sarah — Head of Ops — fleet, drivers, delivery SLAs. Mike — Commercial Lead — sales pipeline, key accounts, pricing."

	What’s working well this quarter

	e.g. "Delivery volumes up 30%. Two new enterprise clients signed."

	Your biggest execution frustration right now

	e.g. "We have no rhythm. Everyone’s busy but we’re not moving the needle on the 3 things that actually matter."




Step 2: Generate Company OKRs (11 minutes)
STEP 2.1: Copy your completed context from Step 1 and paste it into the marked area in Prompt 1 below (between the ════ lines). That is the only place you type.
STEP 2.2: Copy the ENTIRE prompt — including your input — and paste into Claude or ChatGPT in a fresh chat window. Hit Enter.
STEP 2.3: Read the output. You’ll get 4–5 candidate Company OKRs.
STEP 2.4: Pick your top 3. Edit the Key Results if they’re not quite right. Ask the AI to adjust (“make KR2 more ambitious” / “change the metric on KR3 to gross margin instead of revenue”).
STEP 2.5: When you’re happy with 3 Company OKRs, copy them — you’ll paste them into Prompt 2.
PROMPT 1 — GENERATE COMPANY OKRs
FILL IN YOUR INPUTS IN THE TOP / BLUE FONT SECTION — THIS IS THE ONLY PLACE YOU TYPE
Do not edit above or below the ═══ double purple line.
	════════════════════════════════════════════════════════════
PASTE YOUR STEP 1 CONTEXT HERE:
->
════════════════════════════════════════════════════════════
You are an expert OKR coach who helps founders of growing
businesses (10–200 headcount) set quarterly Objectives and
Key Results that are strategic, measurable, and achievable
in 90 days.
 
Using the company context below, generate 4–5 candidate
Company OKRs for this quarter.
 
IMPORTANT: Begin your response with this orientation block:
 
+-----------------------------------------------------------------+
|  WHAT YOU’VE GOT                                                |
|  4–5 candidate Company OKRs for this quarter.                   |
|                                                                 |
|  WHAT TO DO NOW                                                 |
|  1. Read all candidates. Pick your top 3.                       |
|  2. Edit any Key Results that don’t feel right.                 |
|  3. Ask me to adjust: “make KR2 more ambitious” or             |
|     “change this metric to [X]” — I’ll revise instantly.       |
|  4. When you’re happy with 3, copy them for the next step.     |
+-----------------------------------------------------------------+
 
Requirements for each OKR:
 
FORMAT:
  O: [Objective — qualitative, inspiring, achievable in 90 days]
  KR1: From [current state] to [target state] by [end of quarter]
  KR2: From [current state] to [target state] by [end of quarter]
  KR3: From [current state] to [target state] by [end of quarter]
 
RULES:
- Objectives are qualitative and motivating — they describe
  what success looks like, not a number.
- Key Results are quantitative and measurable — From X to Y
  by Z. Specific metrics, specific targets, specific deadlines.
- Key Results must be outcomes, not activities. “Complete website
  redesign” is an activity. “Increase website conversion rate
  from 2% to 4%” is an outcome.
- Each OKR must directly advance one of the strategic priorities
  listed in the context.
- No more than 5 candidate OKRs. Fewer is better.
- If you’re making an assumption about the business (e.g.
  current metric baselines), flag it clearly: “[ASSUMPTION:
  current conversion rate is ~2% — adjust if different]”
- OKRs should be stretch goals: ambitious but achievable with
  focused effort and some luck. Not sandbagged, not delusional.
 
After generating the OKRs, add:
 
---------------------------------------------------
STRATEGIC ALIGNMENT CHECK
---------------------------------------------------
For each OKR, state which strategic priority it advances
and why this OKR is the highest-leverage quarterly goal
for that priority.
 
Flag any strategic priority that has NO corresponding OKR
— the founder may want to add one.
 
---------------------------------------------------
THE HARD QUESTION
---------------------------------------------------
If this company can only achieve 2 of these OKRs this quarter,
which 2 would you recommend — and why? What would you cut?
This forces the founder to confront the focus discipline.




Step 3: Prep to Cascade & Draft Emails (17 minutes)
This step combines cascade preparation and email drafting into one conversation with the AI. You have two paths:

	A
	Guided path (~17 min)
The AI will interview you about each leader — what they should prioritise, what Key Results matter most, what to watch out for. It then generates a bespoke email per leader. Choose this if you have clear views on each person’s priorities.



	B
	Fast track (~7 min)
Share any general guidance notes you have across the team. The AI generates emails with AI-suggested per-person guidance based on the Company OKRs and each leader’s role. You skim, edit, and send. Guidance notes are clearly marked as “Suggested” for your review. Choose this if you want speed and are happy to review AI suggestions.



STEP 3.1: Paste Prompt 2 into the SAME chat window where you generated your Company OKRs.
STEP 3.2: Choose Path A or Path B when the AI asks.
STEP 3.3: Follow the AI’s questions (Path A) or provide general notes (Path B).
STEP 3.4: Review the email drafts. The AI will generate one per leader.
PROMPT 2 — PREP TO CASCADE & DRAFT EMAILS
FILL IN YOUR INPUTS IN THE TOP / BLUE FONT SECTION — THIS IS THE ONLY PLACE YOU TYPE
Do not edit above or below the ═══ double purple line.
	════════════════════════════════════════════════════════════
MY FINALISED COMPANY OKRs (paste your 3 OKRs here):
->
MY LEADERSHIP TEAM (paste from Step 1, or update if needed):
->
════════════════════════════════════════════════════════════
You are now helping me cascade my Company OKRs to my
leadership team by drafting a personalised email per leader.
 
Each email will contain three sections:
1. THE COMPANY OKRs (standard across all emails)
2. A REQUEST to draft their own OKRs aligned to these
   Company OKRs (standard across all emails)
3. BESPOKE GUIDANCE NOTES for that specific leader
   (personalised per person)
 
IMPORTANT: Begin your response with this orientation block:
 
+-----------------------------------------------------------------+
|  WHAT WE’RE DOING                                               |
|  Drafting one email per leader, ready to send tonight.           |
|                                                                 |
|  TWO PATHS — CHOOSE ONE:                                        |
|                                                                 |
|  PATH A — GUIDED (you brief me per person)                      |
|  I’ll ask you 3 questions per leader. Takes ~2 min per          |
|  person. You get highly bespoke guidance notes.                 |
|                                                                 |
|  PATH B — FAST TRACK (I draft, you review)                      |
|  Share any general guidance for the team. I’ll generate         |
|  per-person guidance based on the Company OKRs and each         |
|  leader’s role. Notes are marked [SUGGESTED] for your           |
|  quick review. Delete or edit as you see fit.                   |
|                                                                 |
|  Which path? Type A or B.                                       |
+-----------------------------------------------------------------+
 
IF THE USER CHOOSES PATH A:
 
For each leader on the team, ask these questions one at a time:
 
  For [NAME] ([ROLE]):
  1. What are the most important things you want [NAME]
     to consider when they develop their draft OKRs?
     Are there specific priorities that MUST be included?
  2. Are there specific Key Results that must be achieved
     by [NAME] this quarter?
  3. What is the single most important priority for [NAME]
     this quarter?
 
After gathering answers for ALL leaders, generate the emails.
 
IF THE USER CHOOSES PATH B:
 
Ask: “Any general guidance notes you want included for
everyone, or specific notes for particular leaders?
(If none, just say ‘none’ and I’ll generate suggested
guidance based on the Company OKRs and each role.)”
 
Then generate emails immediately, using AI-inferred guidance
based on:
- The Company OKRs
- Each leader’s role and scope (from the context)
- Natural alignment between each role and each Company OKR
- Gaps where a leader’s role SHOULD contribute to a Company
  OKR but no explicit guidance was given
 
Mark all AI-generated guidance as [SUGGESTED] so the founder
can skim and accept/edit/delete quickly.
 
EMAIL FORMAT (same for both paths):
 
---------------------------------------------------
EMAIL TO: [NAME]
SUBJECT: Q2 OKRs — Your Input Needed
---------------------------------------------------
 
[Greeting — warm, direct, first-name basis]
 
[1–2 sentences: we’ve set our Company OKRs for Q2 and I
want us all aligned. I’m sharing them with you along with
some guidance to help you draft your own OKRs.]
 
SECTION 1: OUR COMPANY OKRs FOR Q2
[Present the 3 Company OKRs — clean format]
 
SECTION 2: WHAT I NEED FROM YOU
[Clear request: “Please draft 1 Objective and 2–3 Key
Results for your area that align to these Company OKRs.
Use the From X to Y by Z format. Bring your draft to
our cascade conversation by [DATE — suggest 1 week].
This is YOUR draft — I want your thinking, not just
a response to mine.”]
 
SECTION 3: GUIDANCE NOTES FOR YOU
[If Path A: use the founder’s specific guidance]
[If Path B with founder notes: use those notes]
[If Path B without notes: generate suggested guidance
 marked as [SUGGESTED], e.g.:
 “[SUGGESTED] Based on our Company OKR on Western Cape
 expansion, your team will likely need to own the
 logistics buildout KR. Consider what fleet capacity
 targets are realistic for Q2.”]
 
[Sign-off — warm, encouraging]
 
TONE RULES:
- Direct, warm, founder-to-leader. Not corporate.
- Each email must feel personally written for that leader.
- Under 400 words per email.
- [SUGGESTED] notes should be brief (1–2 sentences each,
  max 3 per leader) — easy to skim and decide on.
- The overall tone: “I’ve done the strategic thinking,
  now I need your operational thinking.”




Step 4: Review & Send (5 minutes)
Your email drafts are ready. Before you send:

STEP 4.1: Read each email. Check that the tone feels like you, not a robot.
STEP 4.2: For [SUGGESTED] guidance notes: keep, edit, or delete. Don’t agonise — these are conversation starters, not contracts.
STEP 4.3: Copy each email into your email client. Send tonight.
STEP 4.4: If you want the AI to adjust any email, ask: “Rewrite the email to Sarah with a warmer tone” or “Add a note about the hiring freeze.”


Step 5: Debrief — Pair-Share One-Pager (5 minutes)
Before the pair share, complete these four fields. You’ll share them with your accountability partner.

	My takeaways from the session

	What landed? What surprised me? What does this mean for how we lead execution going forward?

	One execution management change I will make in the next 7 days

	Be specific — what will you do, by when?

	One execution workflow I will make AI-native in the next 30 days

	Which workflow? What does “AI-native” look like for it?

	One thing I will stop doing

	What gets killed to make room for the above? Name it.
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