ART OF SCALE · FOUNDERS AT WORK · MC4: THE ART OF EXECUTION
Track 2: Stress-Test & Amend 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:
An alignment scorecard for your existing OKRs — tested against your strategy and your cascade — plus a personalised email per leader with proposed amendments and the reasoning behind them. Ready to send tonight.


Process
[image: ]

Before You Start: Two Principles
Read these before you begin. They’ll shape how you use the tools.

	1
	The test of good OKRs is alignment with realistic stretch, not unfettered ambition.
You already have OKRs — that puts you ahead. But most OKR sets drift from strategy within weeks of being set. This lab pressure-tests whether your OKRs are actually aligned to what matters most — and whether your leaders’ OKRs genuinely cascade from yours.



	2
	Voice notes are your friend.
This lab asks you to give AI rich context about each leader — their role, their OKRs, what’s working, what’s not. Typing all that takes forever. Instead, record a 60-second voice note per leader on your phone, transcribe it (your phone’s keyboard has a mic button), and paste the text. You’ll give the AI 10x more useful context in a fraction of the time.





Step 1: Load Your Context (10 minutes)
Open your preferred AI tool for complex reasoning (Claude Opus 4.5+, ChatGPT 5.4+)

Option A: Full document load
Open Claude or ChatGPT. In a fresh chat window, paste or upload:
1. Your company strategy or strategic plan (any format — even bullet points from your last Q-RAP)
2. Your Company OKRs for Q2
3. Your team member OKRs for Q2 (all of them, in one paste)
Then paste Prompt 1 (below) into the same window and hit Enter.

Option B: Fallback (no formal strategy doc)
If you don’t have a strategy document, fill in these fields instead:

	Company name and what you do

	e.g. "Greenfield Logistics — last-mile delivery for e-commerce. 45 staff."

	In one paragraph: what is your company trying to become over the next 3 years?

	e.g. "The leading last-mile delivery partner for mid-market e-commerce in SA, with 60% margins and a tech-enabled fleet."

	The 2–3 biggest bets you’re making this year

	e.g. "1. Western Cape expansion. 2. Build proprietary route optimisation. 3. Land 5 enterprise accounts."

	The single biggest risk to the plan

	e.g. "Driver retention — we lose 30% of drivers annually and it kills our service quality."

	Your Company OKRs for Q2

	e.g. "O1: Dominate last-mile delivery in Gauteng. KR1: From 120 to 200 daily deliveries by end-Q2. KR2: From 82% to 95% on-time rate by end-Q2. KR3: From R18 to R14 cost-per-delivery by end-Q2."

	Your team members’ OKRs for Q2

	Paste all of them here — name, role, their OKRs. e.g. "Sarah (Head of Ops): O1: Build a delivery machine that runs without me. KR1: From 3 to 0 missed SLA days per month. KR2: From 70% to 95% driver schedule adherence."




Step 2: Strategy ↔ Company OKR Alignment (10 minutes)
STEP 2.1: Paste Prompt 1 into the SAME chat window where you loaded your context. Hit Enter.
STEP 2.2: Read the alignment scorecard. Look for surprises — OKRs that scored low, strategic priorities with no OKR coverage.
STEP 2.3: Note anything you disagree with — you’ll address it in Step 3.
PROMPT 1 — STRATEGY ↔ COMPANY OKR ALIGNMENT
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 STRATEGY / CONTEXT HERE (from Option A upload or Option B fields above):
->
PASTE YOUR COMPANY OKRs FOR Q2 HERE:
->
PASTE YOUR TEAM MEMBERS' OKRs FOR Q2 HERE:
->
════════════════════════════════════════════════════════════
You are an expert OKR and strategy alignment advisor who helps
founders of growing businesses (10–200 headcount) ensure their
quarterly OKRs are tightly aligned to their strategic priorities.
 
Using the strategy and OKR context provided above,
perform a strategy-to-OKR alignment analysis.
 
IMPORTANT: Begin your response with this orientation block:
 
+-----------------------------------------------------------------+
|  WHAT YOU’VE GOT                                                |
|  A strategy ↔ OKR alignment scorecard.                          |
|                                                                 |
|  WHAT TO DO NOW                                                 |
|  1. Read the scorecard. Note any score below 4.                 |
|  2. Check the gap analysis — any strategic priority with        |
|     no OKR is a potential blind spot.                           |
|  3. Move on to Prompt 2 (cascade + amendments) — don’t fix     |
|     anything yet. Collect all the data first.                   |
+-----------------------------------------------------------------+
 
FOR EACH COMPANY OKR:
 
---------------------------------------------------
OKR [N]: [Objective text]
---------------------------------------------------
Strategic alignment score: [1–5]
  1 = No clear link to any stated strategic priority
  2 = Tangential connection; could be justified but isn’t obvious
  3 = Linked but could be tighter; the KRs drift from strategy
  4 = Well-aligned; clear strategic logic
  5 = Perfectly aligned; this is obviously the right quarterly
      expression of the strategic priority
 
Aligned to strategic priority: [state which one]
Rationale: [2–3 sentences — why this score, what’s strong,
  what’s weak]
KR-level flags: [any individual KR that is activity-based
  instead of outcome-based, or that doesn’t clearly serve
  the Objective]
 
After scoring all OKRs, add:
 
---------------------------------------------------
GAP ANALYSIS
---------------------------------------------------
List any strategic priority that has NO corresponding
Company OKR. For each gap:
  - The strategic priority
  - Why this matters (what’s at risk if unaddressed)
  - A suggested OKR to fill the gap (optional)
 
---------------------------------------------------
OVERALL ASSESSMENT
---------------------------------------------------
2–3 sentences: how well-aligned is this OKR set overall?
What’s the single most important thing to fix?
 
Be direct. If the alignment is weak, say so. Don’t soften.
These are OKRs for a scale-up founder — they need the truth.




Step 3: Cascade Alignment & Amendment Emails (17 minutes)
This step combines cascade analysis, amendment recommendations, and email drafting into one conversation. You have two paths:

	A
	Guided path (~17 min)
The AI will ask you about each leader via voice note transcripts — what’s working, what’s missing, what needs to change. It then analyses cascade alignment, generates amendments, and drafts bespoke emails. Choose this if you have clear views on each person.



	B
	Fast track (~7 min)
The AI analyses cascade alignment from the OKR data alone, generates amendment recommendations, and drafts emails with [SUGGESTED] changes per leader. You skim, edit, and send. Choose this if you want speed and are happy to review AI suggestions.



	
	Voice-note script (Path A): Open your phone’s voice recorder or keyboard mic. For each leader, record ~60 seconds: “[Name], [Role]. Their top OKRs are [X]. What’s working: [Y]. What’s missing or misaligned: [Z]. What I’d change: [W].” Transcribe (use your keyboard mic button) and paste when the AI asks.



STEP 3.1: Paste Prompt 2 into the SAME chat window.
STEP 3.2: Choose Path A or Path B when the AI asks.
STEP 3.3: Follow the AI’s questions (Path A) or let it analyse (Path B).
STEP 3.4: Review the amendment recommendations and email drafts.
PROMPT 2 — CASCADE ALIGNMENT & AMENDMENT 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.
	════════════════════════════════════════════════════════════
PASTE YOUR COMPANY OKRs FOR Q2 HERE:
->
PASTE YOUR TEAM MEMBERS' OKRs FOR Q2 HERE (name, role, OKRs):
->
PASTE YOUR PROMPT 1 ALIGNMENT RESULTS HERE (scorecard + gap analysis):
->
════════════════════════════════════════════════════════════
Now analyse the cascade alignment and generate amendment
emails for each leader, ready to send tonight.
 
IMPORTANT: Begin your response with this orientation block:
 
+-----------------------------------------------------------------+
|  WHAT WE’RE DOING                                               |
|  Analysing how well your leaders’ OKRs cascade from your        |
|  Company OKRs, then drafting amendment emails per leader.        |
|                                                                 |
|  TWO PATHS — CHOOSE ONE:                                        |
|                                                                 |
|  PATH A — GUIDED (you brief me per person)                      |
|  Record a ~60 sec voice note per leader on your phone:          |
|  “Their name, role, their top OKRs, what’s strong, what’s      |
|  missing.” Transcribe and paste when I ask. I’ll then ask      |
|  what specific amendments you want per person.                  |
|                                                                 |
|  PATH B — FAST TRACK (I analyse, you review)                    |
|  I’ll analyse cascade alignment from the OKR data, score        |
|  each leader, generate amendment recommendations, and           |
|  draft emails. All amendments marked [SUGGESTED].               |
|  You skim, accept/edit/delete. Brief and efficient.             |
|                                                                 |
|  Which path? Type A or B.                                       |
+-----------------------------------------------------------------+
 
IF THE USER CHOOSES PATH A:
 
For each leader, ask:
  “Paste your voice note transcript for [NAME] ([ROLE]).”
 
After receiving the transcript, ask:
  1. What specific OKR amendments do you want for [NAME]?
  2. What is [NAME]’s single most important priority change
     this quarter?
  3. Any dependencies with other leaders to flag?
 
After gathering input for ALL leaders, generate:
1. CASCADE ALIGNMENT SCORECARD (1–5 per leader)
2. AMENDMENT RECOMMENDATIONS per leader
3. EMAIL per leader
 
IF THE USER CHOOSES PATH B:
 
Analyse cascade alignment immediately using:
- The strategy alignment results from Prompt 1
- The Company OKRs and each leader’s OKRs
- Role-to-OKR fit and gap analysis
 
Then generate everything in one pass:
 
1. CASCADE ALIGNMENT SCORECARD
For each leader:
  [NAME] — [ROLE]: Score [1–5]
  What’s aligned: [1 sentence]
  What’s misaligned: [1 sentence]
 
2. COVERAGE MAP
Table: which Company OKR is covered by which leader.
Flag orphan OKRs and orphan leaders.
 
3. EMAILS WITH AMENDMENTS
 
---------------------------------------------------
EMAIL TO: [NAME]
SUBJECT: Q2 OKR Recalibration — Proposed Adjustments
---------------------------------------------------
 
[Greeting — warm, direct]
 
[1–2 sentences: we ran a strategy alignment review and
I want to make sure we’re pointed at the right targets]
 
[If well-aligned: acknowledge it briefly]
 
[PROPOSED AMENDMENTS — for Path A use founder’s input,
for Path B mark as [SUGGESTED]:
  “[SUGGESTED] Your current KR on customer acquisition
  aligns well, but I’d suggest adding a retention metric
  given our Company OKR on reducing churn.”]
 
[Clear next step: “Let’s discuss in our next 1:1. Come
with your reaction to these proposals. I want your input
before we lock anything.”]
 
[Sign-off]
 
TONE RULES:
- Direct, warm, founder-to-leader. Not corporate.
- Each email must feel personally written.
- Under 400 words per email.
- [SUGGESTED] amendments: brief (1–2 sentences, max 3
  per leader), easy to skim and decide on.
- Tone conveys: “I did the work, I have a view, I want
  your input.”




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

STEP 4.1: Read each email. Check that the tone feels like you.
STEP 4.2: For [SUGGESTED] amendments: keep, edit, or delete. Don’t agonise — these are conversation starters.
STEP 4.3: Copy each email into your email client. Send tonight.
STEP 4.4: If you want the AI to adjust any email, just ask.



Step 5: Debrief — Pair-Share One-Pager (3 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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