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GUIDING STAR OKRs



Scania Super Powertrain:
Components & Whole

F@’s@&\,&
SRl "
E‘- 1 4'\""%’ p— f

Performance defined by Vi LR AL
Intelligent Whole - ot
Super 13-Litre Engine Opticruise Gearbox

- Best-in-class components not enough
- Without integration: friction and wasted potential
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New Modular Chassis
R756 Rear Axle

https://www.scania.com/group/en/home/products-and-services/trucks/super-powertrain.html



https://www.google.com/url?q=https://www.scania.com/group/en/home/products-and-services/trucks/super-powertrain.html&sa=D&source=editors&ust=1762361212831694&usg=AOvVaw0ZE7DrkI-xA-n3R1PYS7W8

Behind Scania Super Powertrain
there are 1000s of humans
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New Modular Chassis
R756 Rear Axle



bvery single successtul
compANy Yuns oh 0V-F-5 or
some other kind of
structured, gonl—o\r'\vw\
kramework. I¥'s Just standard
operating procedure now.

nd almost nobody 6&4’6
Any el Mnﬂibl& value out
ot Yhat work.




Problem 1: Strategic Drift
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Problem 2: Silo Mentality




Problem 3: Unresponsiveness




The executive
meeting

This Aiwme, AYhere was
sowe:\'\(\w% c%'\?co*auvﬁ W

6(’.0r%e’s efes. I was
as '\g ke was apouk o

wiveil Wis ?\wws $or o

wmajor /Yra,wsgorwaﬁ’\ow,

auwé \:»e wWas cwriows
a,\oouf\’ /H/»c ’\'cau\M’s
gecé\oux.




CTO shares his
proposal

“We process s based
on agile wc*WoAO\O%{,
bt s bheen scaled wp
Xo create o Seature
‘g&/(/\'orxl. This wmeans
Aok Al of our work
Wi\l be Yroven down twto
Sour levels: Ahewmes,
wihiaAives, ‘QCMVMCS,

&MA sYories.

Businass Unit

Portiolio

Team sf Teams

_ B S —

{ i "

i { 3
A S m—— :

| s

i s

CTO

Head of Portfolio

Product Manager

Proyect Manager

Product Owrer
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Head of PMO shares
his concerns

Qro%ress wow’«Yor'\w% \s
w%grawaﬁcé \o~{ gra,(éw\cvﬁcé
o A’\s’\’r'\\ow’\’cé worlC
Yeeakdowns.

M’\s\méc’,rs’h/wéiw%s and
conflicts Sollow Srom o
Acwcwsc wooveradl
/Yra,ws'\m,rcwo\{.

DEADLINES
Q”ACO’V ’Frco'\s'\ow wmaMers. EA S
“«CC’\”\W% rc%w\&/’\’or\{
l’e,qu.'\rC‘MCVL’\’S enswres
aandance of Snes and
\OMVLS.

The company’s repulation is
X Nake \A'\ILCVL Aer-one
delivery is \afe.
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Agile coach shares
his concerns

A%’\\c Yeams are ey Ao

SW(C (eSS,

AvXokomy, mastery, purpose,
%rmk, wnd social
wherachion drive Xeams’
wArinsic wotivationw,

Teams s\wu.\A own Aleir
processes Xo wprove
oov(\"\wu.ows\{.

Tecknica\ solufions W
C\MCr(Ac /\’\'»rou.%\n
csL?cr’\vucMuhow.

Teawms are Cl?ﬁr’\’s W
estimading Aleir worl
efLort and Yeckmicad

soluAions.

SET GOAL




Head of product
shares her concerns

Uroducts should be easy o
wse and solve custowmer
?ro\o\cws.

Teams skowld be sliced \o~{
cws¥omer or ?roéu,(/\’ /\’\{'\m_

feature Sactories Socus on
specs and Qor%g& aout Ahe
\0'\% '\7'\(,’\’\”6.

g\;\% 'QFO\M /\'Co\'t—'goou,s(’,é
’Froog-og-oowoeﬁ Xo
"Proog-og—ub\wc.

Mar\cer research and Sast

cwu'\wauhow gccé\ou,‘L
wre needed.

‘ VIABLE
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/ (Technoiogy) o
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NNOVATION \

(Business)
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Head of strategy
shares her concerns

'Wc company needs a
\Ow%/\’Cr\M MAA ookcrcw’\’
s’\’raﬁe%\(,

Ever{owe s\/nou,\A Crow Ahe
srrafeqy, and & should
wpact Ahe wory,

The Seafure ‘Qa./(f\’or\{
WA reswlt i o\l of

ris\C Mwu\{s'\s,

The compaiy should Ye o

\(’,aurw’\w% 0 r%Mx’\zu\"\o .

E\M'\P\O{C(’,s are ous‘L'\w% —Qor
Yeoader compelence
Aeue\v\?wevﬁ.
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CTO is disappointed

T Was \no"i\w% gor wmore
passion, wore willingress o
o\nuu%c, and wore o
wWinking wshinet, While 1
con wnderstand some of
Jowr concerws, T Sind o
hard 4o accepy Ale
one-sided whining. We are o
Aeam Worling Sor each
rher Yowards o Santastic
goa), arewt we?

Witk Ahe afrdrude Jowre
s\/»ovl'\w% /\’oAau{, 1 w'\%\/f\' s
well asic Srella or
gecé\ouo‘(..
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Stella tells about the
duck and the ants

Digesting Duck had
cerfralized cowfrol amd
Sade so?\/(\s’Y'\ochA
oa,?a,\o'\\ﬁ'\es.

Aw st colony s
decertralized system Ahar
creafes compley owtcomes,

Each anX o?era,*es based
o a s'\wq?\e se¥ of rules.

Dual wafture: A soo-person
compamy wa| resewmble
BOTH Ahe duck and Ahe

ants.

Dunl wafure ewmerges Crom
Ahe \ans of complewty

scencee,

)

A |
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Stella defines the
company as a
complex system

Nuwmerosdy . Many people
wleraoh wman| fimes
Wy diffecent wans.
Diverst.  Many wmeetings,
decisions, and analyses are
we¥ cenrally confrolled.

feedoack . Ewmplojees will
never stop A,Aau\?hw% Xo wew

condifions.

“owequ&\i\)r'\um . Owr
company is consVantly
whlenced Wy exfernal
SacHors,

Qe\";ougm'a—u\”wu . We are
partl se\g-or%a/w\zcé, and
we should \everage Ao,




Stella supports both
CTO and team'’s
feedback - Whining
is opportunities

S\l»c sw\?\?or)(s \oo’\’\/n ‘g(’,kﬁwrc
'ga./(/\’or\[ and Feam

Feedhack.
Rowever, Ahe word facrory
\eads isfraq. We are no¥

wmackine -\ice.

A Seature guﬁon{ $ocuses
on evecution, hodever..

Ahe Seature gufhr\{ does
noet address Ahe wost
'\\M'\?or'YuM \ow%/Yerw\ %ow\s.

The proposal wust bhe
complemenrted by o flevible,
Sensing, and RN

s’\’ra/’\’e%{ process.
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Stella talks about
guiding stars and
traffic lights

Ans watweally (,oo?craﬁc
based on shared %oa,,\s Lor

sweviva.

Shared %oa,\s are
s’Yra;Ye%'\o—«Wc{ \oe%’\w Wikl
CVLA f{' w\'\wA.

6\»’\A'\w% sfars are %oa,\s
’\’\Mu\’ \Ac\"? ws '\Dr'\or'(\"\ze,
o?craﬁ'\uc worlc,

6@&11&(6 Fars are nok Sor
/Yru,\dw% ’\?CF'QOFW\&/M/C.
6\LKAKVL% sYars %NC purpose
a/wA A’\rco’\"\ow vl\n'\\c au\\oul'\w%
Sor Sleyioilery and

se\g—o r%auw&zuhow.
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Stella dives into the
importance of
hierarchy

"\—o'\)—éoulw %oou\ sc’Y’V\w%
Aocsw’\’ worl QOV\A'\?\CSL
systews.

H'\cra,r(,\m{ i\l mafrers,

s\hee \’Xo'\M oufcomes wmafer.

Faster OODA Ahan
OOW\’FC/\"(\’OrS’ s e ef\'/\"\w%
Xuo woves w chess %
’Wne'\r one.

Everfone showld contrbwte
o Ahe OQODA \oop $or S’\?CCA

a/wé M,owru»[.

or

Shared %oou\s ou\’\%w decisions
and actions across Ahe

(/O\M"?&M\I.

Alaned

o

Distributed
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Stella explains how SW R AT E G \‘(! E X E C U T § ":) N

insights may flow up

and down, across ”
the organization ( —— nfluences (»
BU OKRs — S | Themes
j,ws'\(é\/st should g\oul wp, onlv\.) l 7|
. . e N e

and across the orgamization 2 .
$or hetrer Aeas;m-w,\m%, Inspires vfl \.v Breakdown
Using o wmodificd version of {f fik ‘ﬂﬂueﬂ(,\.eﬁ (w
0K@s and Hoshin Canri Gor ! Portfolio CKRs e e e > ’ initiatives
%ow\—sc*’hw%. k‘ » i‘\..,___..___.,w,......_/
lV“S’\"VCA> \ocad, S\"M’CA) Inspires \/ﬂ \\ Breakdown
owwcA—O\LZs kave o wiv o pe p- —
Alhese ?ro'\)cr’hcs. 4 ‘} ?ﬂﬂ‘derlres \'

Preduict / Project : = S, ’ Features ‘
Goals are seX /\’\&row%\x CKRs ; 7 \ 3 J
discussions aA all \evels, B e Y B L 4 - i R
'\Vt(,\\LA'\VL% ‘QCCA\OA/(,\L %o'\w% Insp”’eg / \ BreakdOWﬂ
u:\?vlourés. — g -——-s.‘ — _—
. L ' influences {
H\e’r.«u—o\«{ com coevast wirle { (0% Wy “ 5 e
«,%\\(W when Wanagers oun { . )

\ el

%oap\s M/LA s\uprc e e S — e

L0 \Lw/\’w\o'\\?\'x{.



Stella introduces a
new kind of OKR:
Guiding Star OKRs

6\»’\A§w% SXars are wsed &:or
shared vision wo¥

wmeaswremeny,

6@&21&% ars A(’,sor'\\o(’, Ahe
cwrrent a/VLA /\’\A(’, ACS'\r(’,A
'guf\’u,r(’, S’\'k/’\'e,.

év-'\A'\Vk% Srars are wol
systewm solwfions, activties,
or ’Q(’,b’\'\u"CS

6@&21«% Yars wmales
s*Yquc%{ ?rcocéc eyecution,

éwi&'wx% Srars should he
\imered 4o avord
?r'\orﬁ'\zu\"\ow conf\icks.

( OKR
:)O; U'h on de g }C} i PO
) AR ;' i
and scope are | (/;T/(?)
~ ‘\ \J }
not a part of OKRe N2
s !
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How thi \ A
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o UHRIg)S AY| & - | Key Results
are right now P . v
. ()
\
\\ ! ) 7\
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ZARTE Imagined
" T future state
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Stella dissects the
objectives of Guiding
Star OKRs

okes Wuminate '\w?orm/w* Vet
noX \(c/\’ wr%cv«\’ Xas\cs Ahat
Gocus on new oa/?a,\o'\\'(\"\cs.

O\QCc/\’NCS wre shoet (AUM’F'Q\I'C
srories Socused on
customer-valued owXcomes.

O\o\'seo*wes gows on ouXcomes
Ahat we can '\wg\wcwoc, woX
just on Giancrad or warier
goals.

O\o\')co*wcs show o clear
ifference herueen Ahe
cwrrendt auA.A Acs'\rcé 'Qu,’\’u.rc
sYasfes.

Objectives help guide cheices
\o\{ w\\%w\w% decisions wirh Ale
%wié?w% KNar,
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Stella dissects key
results of Guiding
Star OKRs

Key resubts illustrate Alhe
0\0:3(’,0’\”\‘16, bk M,\.C\cu'\w% Alewm
doe sk (Avuouruﬁcc SWC eSS,

ey resubts Socws on Ahe
measwradle stare of Ale
o\o:\co*\ue, ne¥ Ao e55ork
wvested.

Key resubts lack vervs \ice
"\&/wwo\'»“—/ﬂ'»c{ wrent ahowt
Aos\cs.

ey results wse wwmbers Ao
Aegiwc fhe current amd
’\'a./r%(’;’\’ stafe—noX \'\u.s’\’
Krwe/Salse).

Cey resubrs should Ye
Aracable oow\"\vwou.s\{ Xo

'Frw'\A(’, ?roufk'wc '\wngmuhow,
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Stella shows how
Guiding Star OKRs

are
customer-centric

Extirely wew customer needs,
noeX kcrewental wprovemendt's
Xo cyj\g*hw% 'FroAu.o/\’s,

Owr cusfomers’ customers donk
care wooud our Seatures.
‘“*C\[ want  Alheir \'So\o/h-\oc—éovge
4o he achieved.

S’Vraﬂc%{ comes ‘Q'\rs’V—%w'\A’\w%
sYars seX A'\re(f\"\ow) no¥

solufions.

Key results are derved Srom
owr cusfomers' cusfomer pain
"70'\1«./\’5.

6\{ waing /W'\vu%s casy Gor
owr cwstowmers' customers, we
drive wew hehavior and create

va\we.,

. e s e

Customer / Partner / User
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/" Jobs “I'm buying my lipstick”
To Be | (essentials)

\, Done /A~
N Jang
\\Gdé
N~ 9/}0 y
s o
\/,/.'\
“Easy to find, easy to understand, [ () yut- }
easy to buy" 1\603‘1\&
- ’“\,’
/ /
’./’”""\\,/
) [ Oppor- \ /
“i can't fnd anything on { " ;” JRTTS // ......... | SO
; : L uny
this shelf, its overstocked \\ y / / 5
\s_.-ﬂ""' / '
///’ \\ /
i etotindwhat R ) ...... L.
i am unable to find what \ tunity ;
| want and inspire myselt® ,// ;
—
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. Oppor-
I don't feel confident that | get competitive prices tgﬁmy
or that | get rewarded for coming back”

...............................

...................................

- OKR

JEE——————————— s L

24



Stella explains a (“ Busgné@ Unit OKRs ) €~ Q«.%%

process for Guiding - — ) 2, 2
Star OKRs (____Portfolio OKRs )< TN G, %
(e
S N, / " 9
e Gutng @ . (Product / Project OKRs ) €—~_%_~
WAQHW or ’FFOQCSS \S - e S e e ) o/
'\ws'\?'\rcé \o{ Hoshin Kanri o l/‘—-msué:p—(‘:;aé—a.r;-m“\, (j\,.,‘_/‘)
address \cey S’er\’e%'\o dhstacles. \ ad shde il iioniienc L EIRY

6w§éiw% Srars are defined o
oO\\a,\ooruhuc\\{ ’\’\Arou.%\/s Ahe

- Slannir
“LaFcWpall process $or '\vLS'\%\K\’S : Quarterly Pianning

a4 "N ol A i = cut \,t
across Ahe organization, OKR Catchball {Execution)
6\;.\&'\1&(6 Srars are /Yrouws?a,rcv«\’\\{
communicated ’\’\urow%\/» S¥rafeq| : )
Broadeast and Lean OOIV‘Q(’,(’, | o Y g
SCSS\O0RS, j f;“"“"‘m‘% i’ -l | s l ; ‘L g .

B —  — ’ ] 3
Srrafeqy whluences quarier\y ' ) '. \ i ! TIME
'\?\wm’\w% SESSIONS, R N
6\;,'\A’\w% Sars drive ] ~' [
Aeo'\s'\ov\—ww\c’m% Awr'\w% Ahe K3
execwtion ?M,sc, werl regular - A./f“\;(q\ QKR Calibration
check-ins and Open Space uti’gl&‘?}}: v ;' /
reaacast

S@SS\0AS,



Stella rushes off

“‘Wx’\s \S uma/z'\w%(“
6cor%e excliimed werl
e hroad swile. “dhere
did Jow \earn Alis 2

T wisev companies.
Tl Ao ’\?CO'\?\C. anuA
\ooo\Ls,“ e\l answered.
That Gnd of sFuf§o




The Strategy Trifecta

1. Strategic Drift — Persistence

This is about maintaining focus on our long-term, transformative goals
and preventing the organization from becoming distracted by short-term
initiatives or "firefighting". This provides a steady "guiding star" that
anchors the organization's efforts over time and counteracts strategic
drift.

2. Silo Mentality — Alignment

This is about ensuring that everyone is moving in the same general
direction. This is achieved not through rigid, hierarchical commands, but
through a shared understanding of the strategic landscape and our
customers' needs. It directly counteracts a silo mentality by creating a
common purpose that transcends departmental boundaries.

3. Unresponsiveness — Adaptability

This is about building in the capacity to learn and adjust our course as
new information becomes available. This ensures our strategy remains
relevant and directly counteracts the adaptability deficit.

Persistent

Aligned

}

The Trifecta

e

»)

Adaptive
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Integrating Strategy

into Daily Work

Front-Load Strategy in Pl Planning

Dedicate capacity for strategic work before the planning cycle begins. This
ensures that progress on the strategic direction is a core part of the plan, not
just an afterthought crowded out by urgent deadlines and routine tasks.

Reinforce Strategy Continuously

Use regular "cross-pollination" sessions where employees share and create
insights related to the strategy. This keeps the overall strategic direction top of
mind for everyone and fosters alignment across the organization.

Prioritize Finishing to Maintain Momentum

Adopt a "stop starting, start finishing" mindset. Ensure that key strategic
initiatives persist across multiple planning periods to build momentum, rather
than being abandoned for new ideas each quarter.

v

S
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) Direction,
not position

Recognize "Puzzle" Problems

Some problems are well-structured, like a puzzle with a known final
picture. For these, you can define a precise endpoint (a "position") and 7 g

follow clear steps to solve them.

Navigate Complexity with Direction

Most significant business challenges are ill-structured—the solution is
unknown and the rules can change, like debugging random software
crashes. For these problems, defining a fixed endpoint is impossible;
instead, you need a clear direction of improvement.

Choose "Towards"” Over "There*

The crucial shift is from defining a static destination ("there") to
committing to a dynamic path ("towards"). This allows you to make
immediate progress based on a strong hypothesis, such as "improving
overall stability," even when the final destination isn't fully visible.
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Calibrate the Future,

Don’t Grade the Past

!

TRADITIONAL:

“Did we hit our target?”

<
<

PAST

@\ % fl
|

GUIDING STAR:

“Where are we heading?”

FUTURE

>
>

Avoid Set-and-Forget Behavior

The traditional method often creates goals that are disconnected from
daily work. They are set at the beginning of a quarter and only checked
at the end, turning them into a simple pass/fail grade on past
performance.

Strategy Comes Before Planning

Instead of selecting a goal during planning, set a clear, strategic direction
beforehand. This "Guiding Star" serves as a proactive compass that
influences all subsequent planning decisions and steers daily work.

Focus on Learning and Adapting

The shift is from a punitive, backward-looking review to a forward-looking
process. This empowers teams to continuously learn, adapt, and
calibrate their course toward achieving more meaningful results.
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SUMMARY: Strategy is not Project

The Strategy Trifecta

Persistence, Alignment, and Adaptability.

Integrating Strategy into Daily Work

Front-Load Strategy in Pl Planning. Reinforce Strategy
Continuously. Prioritize Finishing to Maintain Momentum.

Direction, not position

Recognize "Puzzle" Problems. Navigate Complexity with
Direction. Choose "Towards" Over "There.”

Calibrate the Future, Don’t Grade the
Past

Avoid Set-and-Forget Goals. Strategy Comes Before Planning.
Focus on Learning and Adapting.

Important

%Yo'\? Ao'\w% \LV&‘W\’FOP’\/&/W\/ ’V\A'\w%s

Urgent :

31



TASK|

ou
pro

Regular Expressions
Machinery

The Tllustrated Guide

POMODORO
TECHNIQUE
ILLU &

Staffan Néteberg

Staffan Noteberg

Linked [}

Komplexitetspodden



