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Declining 
sales?

Unhappy customers?
Slipping quality?

High employee
turnover?
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Too often our first response is tactical. It might be an expensive training program,  an intensive analysis of

the production process, a revamp of employee hiring and onboarding processes, or even a new technology

solution. While such efforts can yield results, more often than not, they are superficial and short-lived. Why?

How many times in your career have you lived

through an endless cycle of fixes to the same

problem? Because most companies don’t take the

time or employ the discipline to take a holistic, talent-

based view of their business, they succumb to

mediocrity and spend years addressing the same

problems – over and over. 

What’s your reaction to these
challenges?

Think about it



This talent management model applies to any company – big or small, new or mature – and requires no

special technology or complex managerial process to put it to work. However, it’s not an overnight

panacea. Making this happen takes buy-in, participation, and leadership. It also requires a critical analysis

of the business, its culture, and its mission; focus on the intended experiences for customers, employees,

and other business stakeholders; and long-term commitment. 

But the payoff is big. Clients who commit to beginning with their culture and stakeholder experiences

first chart a clear path to growth, achieve financial success, and earn the loyalty of their customers and

team alike. 
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The 4As of Talent Management



Business imperatives
What goals will the business undertake now and in the near future? Expansion? New products or services?

Maybe an initiative to improve technology infrastructure? Such aspirations will undoubtedly create new

demands. A complete understanding of the challenges ahead will help highlight what needs to happen to

prepare employees for success. 

Stakeholder brand 
What thoughts and feelings should employees, customers, and partners have regarding the company? We

advise companies to define in detail the desired experiences for each of these stakeholders. 

Success metrics
What are the indicators that the company will use to determine that its vision is being consistently

executed? Start with the end in mind, and don’t make the mistake of focusing solely on revenue or other

numbers. You’ll want to also identify metrics that gauge satisfaction, productivity, and loyalty of

employees, customers, and other stakeholders. 

Values and culture
What makes your organization’s personality unique? What traits and beliefs do you value most in

employees – and seek to exemplify in leaders? How does your company earn its reputation for

goodness?

Aspire
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There’s a strong relationship between the clarity of a company’s vision and business results, such as profitability,

customer satisfaction, employee turnover, and share value. Conversely, we have also seen what happens when a

company’s vision becomes muddled or diluted – for instance, through rapid growth and the diminishment of

direct influence from a company’s founders in running day-to-day operations. Declines in product quality, service,

employee productivity, and customer satisfaction levels were common, as well as softening revenues. 

Too often, executives assume that hanging a framed mission statement on the walls of each office is

synonymous with establishing and reinforcing a corporate vision. In reality, a true vision that will stand the test of

time and changing business conditions requires detailed definition of:

Your company’s vision should influence every aspect of business – from the materials you purchase to pricing,

from marketing to employee guidelines. Companies that take this work seriously and dedicate the resources

required are those that lead their markets and earn valuable customer loyalty.



The articulate phase of the 4A Model is where a vision is

translated into the talent requirements needed for

execution. Many HR organizations spend significant

resources on the development and management of detailed

job competencies. However, we believe organizations need

to go further. 

Articulate
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Cultural-fit, while often executed poorly in hiring and

developing employees, is key to charting the direction of

your enterprise. In addition to defining the skills and

knowledge needed for particular jobs, identifying the

personal values, behaviors and even personality

characteristics that will ensure an employee will fit and

thrive in the defined culture. These cultural competencies

are often the most powerful source of differentiation.

Some traits will vary job to job; others will be consistent

across the workforce. For instance, if your company’s

business is dependent upon providing service quality and

customer satisfaction that eclipses that of your

competitors, you’ll want to ensure all employees – from

senior managers to customer representatives – have a

heart for service.  The ability to collaborate, independent

thinking, desire to serve, care for community, tendency to

go above and beyond – these are just a few examples of the

traits that can be reliably identified. 

Industry/Job
Knowledge | Skills | Abilities

Purpose-driven competency

model and fit profile

Individual
Values | Emotions | Motives
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This phase is where most HR and training efforts are focused: recruiting, hiring, and

onboarding new employees; employee training and development; performance

management and employee engagement; succession planning and leadership training. In

our view of talent management, all aspects of these activities should be influenced by the

foundational work conducted in the previous two phases in a consistent way across the

enterprise. Take the hiring process for example: 

Act

Realistic job previews
should be based on what’s required for performance, retention, and your

culture.

Job applications
should be designed to identify proven success indicators and red flags. 

Pre-employment assessments
and work samples, customized to the job and culture, can further screen

for specific desired traits and motivators.

Onboarding training
should prepare the employee for the job, as well as offer insight into

areas such as company values, the intended brand experience, the

company’s promises to its customers and employees, and relevant

business goals. 

Being scientists (our consultants are I-O Psychologists), we strongly encourage testing and validation, and conduct

this work in very practical ways. For instance, when developing hiring tools for a client, we might administer a trial

assessment to a group of current employees and evaluate the results. If we see a clear difference in the results of

high performers versus average performers, we know the assessment is predictable and reliable. 

Employees are the key to delivering your company’s intended brand experience and attaining your business goals.

Your company’s long-term success is directly correlated to how well and how consistently you align talent

activities to your company’s vision and culture. 

https://corvirtus.com/solutions/realistic-job-previews
https://corvirtus.com/solutions/hiring-assessments


Workforce
Impact

Engagement | Retention

Competency | Culture Fit

Industry Fit | Job Fit

Customer
Impact

Business
Impact

Loyalty | Repeat Business

Consistent Execution

Value and Quality Perception

Revenue | Managed Cost

Brand Strength | Culture

Differentiation

And if they focus on a single result area (e.g., financial results) when something

goes awry, without considering contributing factors and interrelationships, you

can bet that a fix will have limited success. 

Building customer and employee experience indices gives leaders a way to

efficiently and meaningfully track changes and offer early warning to pending

problems. Well-designed indices can effectively predict employee turnover and

commitment. In addition to satisfaction, customer indices can measure factors

such as likelihood to refer and intent to do repeat business. 
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Accomplish
You’ll note that this final phase encompasses more than the typical business

results. Equal emphasis is placed on the ongoing evaluation of workforce and

customer indicators. If your dashboard doesn’t include workforce, customer,

and business metrics, they’re not getting a holistic picture of the company’s

health. 

BUILDING

CUSTOMER AND

EMPLOYEE

EXPERIENCE

INDICES GIVES

LEADERS A WAY TO

OFFER EARLY

WARNING TO

PENDING

PROBLEMS.  



A well-known cruise line wanted to further differentiate one of its brands while increasing employee

retention and customer loyalty. We developed hiring assessments based on an on-site, in-depth analysis

of targeted jobs and their unique requirements. 

An award-winning regional bank recognized that its success was dependent on providing highly

personalized service to its customers. We worked with the company’s executives to develop employee

assessments that measured desire to serve and then validated the assessments by analyzing results of

recognized high performing employees. 

Before opening several new restaurants, the founder of an up-and-coming restaurant company wanted

to ensure that the unique brand he’d built was replicated and sustained as the company grew. A

visioneering engagement helped define the company’s beliefs, core values, and business fundamentals.

The engagement also detailed expectations and promises to the company’s community – employees,

vendors, investors, and friends. 
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Our experience with hundreds of clients – across all industry segments – has proven that

purpose-driven talent management is a fundamental tenet of real success. The 4A Model

is based on hard science – statistical results collected over more than 40 years and then

validated using recommended scientific practices. 

How we use the
4A Model

The 4A Model influences and informs all aspects of our work. Even if a project is focused on a specific area, such as

developing hiring assessments for a spectrum of jobs or helping a company navigate a merger, we tie the work into

the 4A Model in order to validate and ensure maximum business impact. For instance:

Strong cultures is the essence of what we do
We align your values and business imperatives with the tools and systems best suited for hiring, developing, and

retaining your team. 

Our purpose is to ensure that your organization will flourish through exceptional, engaged and brand-oriented people.

https://corvirtus.com/case-study/royalcaribbean
https://corvirtus.com/solutions/culture-building


About Corvirtus
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Corvirtus provides a range of innovative,

science-based measurements and services

that tie a company’s culture and core values

to talent processes. Corvirtus solutions

have enabled hundreds of companies to

strengthen and scale their corporate

cultures, and to identify, develop and retain

those employees with the characteristics

and capabilities essential for business

success and customer satisfaction. For

more information, visit www.corvirtus.com

or schedule a demo by using this link:

Schedule time for us to connect.

http://www.corvirtus.com/
https://meetings.hubspot.com/jennifer-yugo/team

