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insurance
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Performance management systems have often stood 

still, assuming that objectives once set are good until 

the next annual review. Yet today’s goals must rapidly 

respond to ever-changing needs: this has revealed 

many dysfunctions in traditional performance 

management systems
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Hoshin Kanri – Management by Policy1,2 by Bridgetone Tires Japan (1965)

Today, a variety of performance management systems are used 
in insurance, with the majority dating back to the 1960s and 90s 
Evolution of performance management systems over time
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OKR by John Doerr (1999)

Balanced Scorecard by Robert S. Kaplan (1992)

SMART by Georg Doran (1981)

MBO – Management by Objectives by Peter Drucker (1954) 

What we typically 

find?

When redesigning performance management systems, we usually 

"encounter" an existing system landscape in which different 

management methods and procedures that have evolved over the 

years coexist. The first step is to understand their origin, purpose, 

degree of utilization, etc., in order to initiate the right redesign for 

the individual insurance company

Time
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However, especially current market demands require "new" 
solutions for performance management

1. Breaking down the strategy. 4

Free space for creativity and 
innovation

Enabling self-direction of areas and 
teams

Looking at the exemplary 
requirements, it quickly becomes clear 
that the traditional performance 
management systems are not or not 
fully suitable for meeting the 
requirements. Instead, it is necessary 
to develop a clearly defined "tool 
set" that is precisely tailored to the 
current market requirements.

Active involvement of employees in 
setting goals and actively addressing 
the question of their own contribution 
to the strategy1

Greater flexibility and faster response 
time: the ability to introduce shorter 
planning and review cycles, as well as 
the ability to make corrections

Transparency of objectives 
throughout the company, 
horizontally and vertically.

Exemplary requirements as we hear them nowadays

1 2

54

3
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How Google manages 
its performance
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As google has scaled (and scaled), it has periodically 

issued objectives and key results (OKRs) as their 

performance management methodology. In simple 

terms, OKR is a collaborative goal-setting tool used by 

teams and individuals to set challenging, ambitious 

goals with measurable outcomes. At the same time, it is 

used to track progress, create alignment, and drive 

commitment to measurable goals
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Achieving 10x growth with objectives and key results (OKRs) is 
vital part of Google’s success story

1. Source: Larry Page, the former CEO of Alphabet and co-founder of Google. 6

“OKRs have helped lead us to 

10× growth, many times 

over. They’ve helped make 

our crazily bold mission of 

‘organizing the world’s 

information’ perhaps even 

achievable. They’ve kept me 

and the rest of the company 

on time and on track when 

it mattered the most.1”

1999 

40 employees

2017

70.000 Googlers

Inspire moonshots

All OKRs are formulated as 
demanding "stretch goals", 
80% target achievement is 
considered excellent. 

All pulling together

Goals should be created 
60% bottom-up and 
synchronized vertically and 
horizontally by the teams.

Radical focus

A maximum of 5 objectives 
with 4 verifiable key results 
each may be formulated per 
quarter.

Continuous Feedback 

OKRs are iterated through 
feedback from experienced 
colleagues and are then 
publicly available for all 
employees.
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Introducing 
objectives and key 
results to insurance
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Effective performance management should align the 

needs of the organization with the needs and 

contributions of the individual. Key objectives should 

align with organizational strategy and contribute to the 

development of individual and team performance
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1.

OKR briefly explained

1. Objectives are ideally inspiring and motivating, they should "emotionalize" the team.     

2. Key results are results that can be influenced by the respective team, with the help of which the goal is achieved. 8

OKR (Objectives & Key Results) is an agile framework. Based on the mission statement, it links the tasks of the employees/ teams with the 

strategic goals of the company and makes the progress of results transparent throughout the company. Ideally, each employee knows his or 

her value contribution to the achievement of the company's strategic goals as well as the current implementation status.

The basic idea of OKR is based on two simple questions

Where do we want to go 

together (Objectives)?1

Strategic goals in insurance

2. How do we want to achieve this 

together (Key Results)?2
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OKR framework
With the help of the OKR methodology, we link the insurers corporate goals and values, which are 

generally designed for the long term, with the corresponding short-term team goals and results. The 

link for this are the so-called Moals1

1. Mid-term goals, link between the corporate mission statement and the OKRs, defined by the management in the medium term, usually for one year. 9

OKRs: What are we focusing on in the next 3-4 months?

Moals: What do we want to achieve this year?

Vision and Mission: Why do we exist and where do we want to go? 

Values: How do we want to be or how are we?

3-4 months
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Alignment 

In the long term, an insurer will only achieve its strategic goals if they are based on a strong foundation of values, vision and 

mission and if all employees are aware of their contribution to achieving the insurer’s strategic goals. Accordingly, the personal 

goals of the employees are ideally closely linked to those of the insurer.

Transparency

An essential component of OKR is the regular, company-wide transparency of all objectives and key results. With the help of 

this measure, communication about goals and mutual understanding as well as cooperation among each other are promoted.1

Commitment

The "greatest" form of commitment always arises when team goals are developed by the team members themselves (bottom-

up). For this to function optimally, the management must create the necessary framework conditions for the desired team 

success within the framework of its tasks (top-down) in the form of clearly defined goals.

Intrinsic motivation

Intrinsic motivation arises when employees identify with the insurer’s corporate vision and values and make the company's 

goals their own. In particular, the decoupling of the OCR from individual financial incentive and reward systems is a "breeding 

ground" for the emergence of intrinsic motivation.

Values and Principles (1/2)

101. Employees know what other colleagues or departments are working on and how they can support them if necessary.
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Values and Principles (2/2)

111. Lessons Learned", "What do we have to do better in the future?" etc..

Self-organization

Like all agile tools, OKR is also based on a high degree of trust in the employees. Only when employees and teams are not 

afraid of making mistakes or being sanctioned do they begin to organize themselves and tackle (their) goals independently. In

this case, the role of the manager is more that of a trainer, coach or mentor. 

High flexibility

An OKRs are typically defined for a short period of time, usually three months. Especially in times of great change or 

uncertainty, correspondingly short planning and target achievement cycles offer the desired flexibility to react quickly to 

changes and to adapt the necessary procedure to the respective situation.

Radical focus

All our clients pursue ambitious and inspiring goals.  Whereby the greatest challenge usually lies in implementation and in 

making success measurable. In our experience, a radical focus helps here. That's why we recommend starting with a 

maximum of three objectives and for each objective a maximum of three key results.

Continuous improvement

OKR is consistently based on agile values and principles. Accordingly, it is also about continuously questioning one's own 

performance, wanting to learn and continuously improving oneself. Structurally, this is possible with the help of weekly reviews

and especially retrospectives at the end of each planning cycle.1
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Success factors in OKR implementations
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Required, among other things, to ensure 

communication with internal 

stakeholders even in difficult project 

phases

The introduction of OKR is a long-term 

process that scales with the number of 

teams to be rolled out. A complete roll-out 

is correspondingly time-consuming

Any methodology is only as good as the 

framework in which it is applied. 

Accordingly, the insurer must be prepared 

to critically reflect on the procedure at 

any time and to adapt it if necessary

The OKR implementation process must 

be driven top-down, as OKRs "merge" 

corporate strategy and operational 

planning

The potential of OKR lies in the alignment 

of all teams with the corporate strategy. 

An only partial introduction of OKR 

achieves little or nothing 

OKR cannot be introduced and planned 

without a corporate strategy agreed at 

management level

Strategy& project experiences

Holistic process Management buy-in Corporate strategy

Realistic plan Strong process owner Adaptability
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Key take-aways regarding OKR
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Objectives per team Results per objective To be defined quarterly

To be checked 

monthly or weekly

To make public 

for all employees

Target achievement level 

(sweet spot) in percent

3 3

70%
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Contact us to achieve your strategic goals in the insurance 
industry
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Tim Braasch

Partner

+49 171 149 7118

tim.braasch@

strategyand.de.pwc.com

Dr. Michael Reich

Senior Executive Advisor

+49 151 1118 0088
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