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Dear Reader,

A critical driver of this evolution is
aligning talent management
strategies with dynamic business
goals. High-performing organizations
don’t view alignment as a theoretical
concept or a “nice-to-have.” They
recognize it as a results-driven
imperative — grounded in research
and validated by real-world success.

True talent alignment goes far
beyond traditional HR administration.
It elevates HR as a strategic engine —
fully integrated with business
priorities and essential to long-term
organizational success. 

This white paper introduces the
Talent Alignment Model (TAM), a
multidisciplinary framework I
developed as the roadmap for
Keating Advisors, the compensation
consulting firm I founded in 2003.
Over the past two decades, I’ve
refined the TAM through hands-on
work with hundreds of organizations,
helping them maximize their human
capital by aligning people strategy
with business objectives.

I now use this framework in
collaboration with CEOs, executive
teams, and HR leaders to co-create
innovative solutions that drive
organizational transformation from
the inside out.

Warm Regards,
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In today’s era of constant
disruption, organizations
must continuously evolve
to stay competitive. 

Kim Keating



The Talent
Alignment
Model
(TAM)
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The TAM is a strategic framework
designed to optimize workforce
performance, elevate employee
experience, and drive long-term
organizational success. It centers on four
essential components — known as the
Four C’s: Culture, Career,
Competencies, and Compensation —
which work together to align people
strategy with business goals. 

CULTURE

COMPENSATIONCOMPETENCIES

CAREER

The
Four
C’s



04 COMPENSATION

Compensation involves
designing salary structures
and benefits that align with
performance goals and
business outcomes.
Competitive, performance-
based pay drives engagement,
satisfaction, and retention of
top talent. When aligned,
compensation reinforces
fairness and equity across the
organization and maximizes
the ROI on total rewards.  
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03 COMPETENCIES

Competencies are the core
skills and knowledge
employees need to contribute
effectively. In the TAM
framework, identifying and
developing key competencies
prepares the workforce for
current needs and future
challenges. Targeted learning
and development support
innovation and adaptability,
keys to sustaining a
competitive edge. 

02 CAREER

Career spans the full
employee journey—from
hiring through succession.
Clear career paths can align
employee aspirations with
organizational goals. When
employees see a future for
themselves, they’re more
invested in the organization’s
success. This long-term view
builds loyalty and strengthens
internal talent pipelines.

01 CULTURE

Culture reflects the shared
values and collective beliefs,
that shape an organization’s
identity and how it operates.
An aligned culture boosts
communication, engagement,
and cohesion, which builds a
sense of unity and purpose.
This strong cultural
foundation helps organizations
navigate change and maintain
focus amid evolving priorities. 
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Applying the Talent Alignment
Model Step-by-Step
Addressing all four C’s at once isn’t
required—organizations can start with
the most pressing pain point or take a
broader, more systemic approach. The
strength of the model lies in its flexibility,
allowing teams to prioritize critical areas
and adapt as new insights or business
needs emerge. A full assessment typically
spans six months to 18 months and the
financial commitment varies, depending
on the complexity of the challenges.

STEP 1: DEFINE KEY PERFORMANCE
INDICATORS (KPIS)

Identify KPIs that measure alignment of
the four C’s with organizational goals.
These might include:

Culture: Employee engagement
scores, leadership effectiveness
ratings, turnover rates
Career: Promotion rates, recruiting
success, career path transparency
Competencies: Skills gap analysis,
training completion rates,
performance appraisal outcomes
Compensation: Salary benchmarking,
pay compression analysis, pay-for-
performance linkage

STEP 2: COLLECT AND ANALYZE DATA

Engage key stakeholders, particularly
Finance, to gather quantitative and
qualitative data for each KPI, such as:

External benchmarks: external
market forces, workforce
demographics, industry trends,
competitors, customer feedback
Internal metrics: promotion and
retention data, compensation
structures, employee sentiment and
feedback surveys, exit interviews
Performance insights: leverage HR
systems and manager evaluations to
assess workforce effectiveness, goal
achievement, and leadership impact
Compensation benchmarking:
benchmark studies, and the
effectiveness of pay-for-performance
models, incentives, and benefits.
Compare compensation
administration to industry best
practices



STEP 3: ASSESS ALIGNMENT ACROSS
THE 4 CS

Using insights gathered in Step 2,
evaluate how well your current practices
align with the four core areas of the
framework:   

Culture: Measure the extent to which
leadership effectiveness and
employee engagement reinforce the
desired organizational culture and
strategic goals. Identify gaps in
communication, values alignment, and
workplace cohesion.
Career: Assess how well talent
acquisition, career development, and
succession planning support business
needs and internal mobility.  
Competencies: Determine whether
training and development efforts
effectively build the skills needed for
present and future success. Identify
competency gaps that may hinder
innovation or operational efficiency.
Compensation: Analyze pay
structures and total rewards programs
to ensure they motivate desired
behaviors, such as accountability and
collaboration. Identify any
misalignments affecting recruiting,
retention, or employee engagement.

STEP 4: SYNTHESIZE FINDINGS AND
MEASURE ALIGNMENT

After collecting and analyzing data across
the 4Cs, the next step is to integrate
those insights into a comprehensive view
of organizational alignment. This
synthesis enables leaders to move from
isolated observations to a system-wide
understanding of what’s working, what’s
not, and why it matters. 

Evaluate Strengths and Gaps: Begin
by assessing how each component—
Culture, Career, Competencies, and
Compensation—supports or hinders
organizational success. Identify areas
where practices are well-aligned and
delivering results, as well as where
misalignments are undermining
performance, engagement, or
retention. For example, a strong
development program may be offset
by limited upward mobility, signaling
a need to revisit career pathing or
succession planning.
Analyze Interdependencies: Look
beyond individual components to
explore how they interact. Culture
often shapes how employees
experience career development or
view pay equity. Similarly,
compensation structures can
influence motivation, collaboration,
and perceptions of fairness. Mapping
these interconnections enables a
more holistic diagnosis and ensures
that solutions in one area don’t
unintentionally create problems in
another.
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Assess Organizational Risks: Use the
findings to surface potential business
risks associated with misalignment.
This could include high turnover
among high performers, gaps in
leadership pipelines, disengagement
due to unclear career paths, or legal
and reputational risks tied to pay
inequities. Where possible, quantify
the impact of these risks on
operational effectiveness, financial
performance, and long-term
sustainability to support prioritization
and action planning.
Prioritize Focus Areas: Not all
misalignments require immediate
intervention. Rank the findings based
on their urgency and business impact.
Some may be quick wins—such as
adjusting a compensation policy or
improving internal communication—
while others may require longer-term
efforts like revamping a performance
management system or redesigning
leadership development. This
prioritization helps organizations
allocate resources wisely and build
momentum.
Calculate an Overall Alignment
Score: To create a clear and
measurable benchmark, assign
weightings to each of the four
components based on their relative
importance to your strategic goals.
Use this to calculate an overall
alignment score that reflects the
organization’s current state. This
score provides a baseline for tracking
progress over time and supports data-
driven decision-making at the
executive level.

STEP 5: DEVELOP ACTION PLANS

With a clear picture of alignment
strengths and gaps, the next step is to
move from insight to implementation.
This is where transformation takes root.  
For lasting impact, targeted action plans
must be integrated with the organization’s
broader business strategy, clearly
prioritized, adequately resourced, and
supported by strong leadership.Effective
action plans should include the following
core elements:

1. Clear Objectives: Set specific,
measurable goals for each improvement
area. These objectives should align with
both short-term operational needs and
long-term strategic direction, reinforcing
the connection between people strategy
and business outcomes. 

Examples include:

Increase internal mobility by 20%
within one year through enhanced
career development pathways.
Improve leadership effectiveness
scores by 15% via targeted coaching
and training programs.

2. Timelines and Milestones: Establish
realistic timelines and interim milestones.
Breaking initiatives into manageable
phases supports progress tracking and
allows for course correction when
needed. Milestones also serve as
checkpoints for celebrating success,
sustaining momentum, and reinforcing
accountability.

7



3. Assigned Ownership and
Accountability: Clearly assign roles and
responsibilities for every element of the
action plan. Involve key stakeholders—
including HR leaders, department heads,
and executive sponsors—to ensure
ownership and cross-functional
alignment. 

Designating clear accountability not only
accelerates implementation but also
fosters a culture of shared responsibility
and collaboration.

4. Leadership and Employee
Engagement: Strong communication and
engagement are critical to success.
Leaders must clearly articulate the “why”
behind each initiative and connect it to
the organization’s mission and strategy.
Managers should be equipped with the
tools, messaging, and support to lead
local implementation efforts. Employees
should be invited into the process through
open feedback loops, focus groups,
and/or pulse surveys—ensuring their
voices are heard and their experiences
inform ongoing improvements.

STEP 6: MONITOR PROGRESS AND
ADJUST

Sustained alignment requires more than a
well-crafted plan—it demands ongoing
evaluation and agility. As initiatives are
implemented, organizations must
continuously track progress and measure
impact to ensure efforts are driving
meaningful change.

Establish regular checkpoints to review
outcomes using key HR and business
metrics. Monitor indicators such as
employee engagement, turnover,
compensation equity, market
competitiveness, hiring efficiency, and
training effectiveness. These data points
offer valuable insight into what’s working,
where gaps remain, and how strategies
should evolve.

The goal isn’t perfection—it’s progress.
By embracing a cycle of review and
refinement, organizations can stay
responsive to shifting needs, reinforce
accountability, and ensure their talent
practices remain aligned, relevant, and
impactful over time.
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Conclusion

In essence, the Talent Alignment
Model is a powerful catalyst for
organizational excellence. By aligning
people strategy with business goals,
organizations unlock the full
potential of their workforce—driving
performance, resilience, and a
culture that thrives in the face of
change.

To explore how the TAM framework
can accelerate talent alignment, and
build a stronger, more agile
organization, connect with me over
a 30-minute discovery call. 
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Stronger Organizational
Culture: Optimal talent
alignment, as guided by the
model, cultivates a vibrant
culture of collaboration,
innovation, and continuous
improvement.

Enhanced Performance: By
aligning talent with strategy,
employees are equipped to
deliver targeted results, adapt to
change, and drive productivity at
every level.

Increased Employee
Engagement: Clear alignment
gives employees a stronger sense
of purpose, boosting
engagement, satisfaction, and
overall contribution.

Improved Talent Acquisition
and Retention: A well-aligned
organization naturally attracts
and retains top talent, reducing
turnover and creating a
foundation for sustained growth. 

By aligning HR practices with
organizational goals using the Talent
Alignment Model, organizations can
unlock transformative benefits:

SCHEDULE A FREE CALL

https://kimkeatingconsulting.com/free-discovery-call
https://kimkeatingconsulting.com/free-discovery-call


Talent
Alignment
Model Self-
Assessment 
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This tool helps you evaluate how well
your organization’s HR practices align
with the core components of the Talent
Alignment Model (TAM).

For each statement, select the
response that best reflects your current
state.



1
Employee engagement is regularly measured and used to inform
action. 1 2 3 4 5

2
Open and transparent communication is embedded in our
culture. 1 2 3 4 5

3
Our leadership development programs align with the
organization’s culture and strategic objectives. 1 2 3 4 5

4
We have strategies and interventions actively addressing and
reducing unwanted turnover. 1 2 3 4 5

5 Our culture helps us embrace new processes and technologies. 1 2 3 4 5

1 =  Strongly
Disagree 2 = Disagree 3 = Neutral 4 = Agree 5 = Strongly Agree
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01 | CULTURE

1
Our employer brand is strong, making it easier to attract and
retain top talent. 1 2 3 4 5

2
Our recruitment process is aligned with the long-term strategic
needs of our organization. 1 2 3 4 5

3
Employees have clear and visible pathways for career
advancement. 1 2 3 4 5

4
Our career management practices enhance employee
engagement, retention, and satisfaction. 1 2 3 4 5

5 We have a robust talent pipeline for sustained achievement. 1 2 3 4 5

02 | CAREER



1
Training programs address critical skill needed to stay up-to-date
with industry changes and technological advancements. 1 2 3 4 5

2
Our performance management systems effectively evaluate and
promote the necessary competencies for organizational success. 1 2 3 4 5

3
Leadership competencies are identified and developed through
targeted training initiatives. 1 2 3 4 5

4
Employees are supported in adapting to change through relevant
skills and training. 1 2 3 4 5

5
Is there an established culture of open and constructive feedback
that supports continuous improvement? 1 2 3 4 5

1 =  Strongly
Disagree 2 = Disagree 3 = Neutral 4 = Agree 5 = Strongly Agree
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03 | COMPETENCIES

1
Our compensation and benefits packages are regularly reviewed
and updated to remain competitive in the market.  1 2 3 4 5

2
We have a clear and transparent process for salary reviews and
adjustments.  1 2 3 4 5

3
Compensation practices reward performance and reinforce a
culture of merit. 1 2 3 4 5

4
We regularly assess and ensure that compensation within our
organization is equitable among similar roles. 1 2 3 4 5

5
Our monetary incentives are directly linked to the achievement of
our organization’s strategic objectives. 1 2 3 4 5

04 | COMPENSATION
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Scoring 
85-100: EXCELLENT ALIGNMENT 

Your HR practices are deeply integrated
with your business strategy, creating a
strong foundation for performance and
growth.

Strategic HR: HR initiatives are tightly
aligned with organizational goals and
directly support business outcomes.
Employee Engagement: High
engagement and satisfaction levels
reflect HR practices that meet
employee needs and aspirations.
Performance Management: Well-
defined systems drive accountability,
productivity, and goal achievement.
Talent Management: Strong
recruitment, development, and
retention strategies ensure the right
people are in the right roles.

70-84: GOOD ALIGNMENT 

HR practices are largely aligned with
organizational goals, though some areas
require attention to reach full integration.

Strategic Gaps: Most HR activities
support the business, but there are
gaps that may hinder optimal
performance.
Employee Feedback: Overall
satisfaction is positive, but feedback
may highlight areas for improvement.

Performance Variability:
Performance systems are generally
effective, though not consistently
applied.
Talent Development: Talent
strategies are solid, with opportunities
to strengthen growth and mobility
pathways.

55-69: MODERATE ALIGNMENT 

There is a foundational level of alignment
between HR practices and business goals,
but meaningful improvements are needed
to drive consistency and impact.

Inconsistent Practices: HR policies
and programs are unevenly applied,
resulting in varied effectiveness
across teams or departments.
Employee Concerns: Morale and
engagement may be affected by
unclear policies, lack of transparency,
or perceived inequities.
Performance Issues: Existing systems
may not fully support consistent
performance or accountability.
Talent Gaps: Hiring, development,
and retention practices may be
insufficient to meet evolving
organizational needs.

TOTAL SCORE

Kimberly Keating
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40-54: POOR ALIGNMENT 

HR practices are misaligned with the
organizational goals, and significant
changes are needed to build a more
effective people strategy.  

Strategic Misalignment: HR efforts
are not meaningfully contributing to
business objectives, creating
disconnects across the organization.
Low Engagement: Employee
dissatisfaction is likely elevated, with
concerns about fairness,
transparency, and support.
Performance Challenges: Existing
systems fail to drive consistent
performance or accountability.
Talent Issues: Gaps in hiring,
development, and retention are
limiting organizational capability and
growth.  

BELOW 40: VERY POOR ALIGNMENT 

There is a critical misalignment between
HR practices and business needs—
immediate, comprehensive intervention is
required.

Critical Misalignment: HR strategies
are fundamentally disconnected from
business priorities, undermining
organizational effectiveness.
Employee Discontent: Widespread
disengagement and dissatisfaction
signal a breakdown in trust and
culture.
Severe Performance Issues: Lack of
effective performance management is
contributing to organizational
underperformance.
Talent Crisis: The organization is at
risk due to ongoing difficulty
attracting, developing, and retaining
talent.




