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Human
potential.
Activated.
Introducing
the Korn Ferry ACI Model.

In the past, the world of work has been viewed as separate and distinct
from the world of people.
Today, work is increasingly defined in terms of
human characteristics (think agility, resilience,
crisis management, insight), and people closely
identifying with the work they feel empowered to
perform. As a result, organizations are starting to
connect their strategy to their people. Yet, to do
so, they need to understand the implication for the
types of people they will need and how to go
about meeting that goal.
In this context, a new language is needed to
enable a more fluid, dynamic economy.
Korn Ferry developed the KF ACI Model as this
new language for talent and work.
The KF ACI Model helps reframe what it takes to
maximize performance, power transformation, and
drive results. It’s built on three intertwined
dimensions: Accountability (the “what”),
Capability (the “how”), and Identity (the “who”
and the “why”).
The research underpinning the ACI Model ensure
these three dimensions connect seamlessly at the
individual and collective levels—and show what
success looks like in any given context.

The KF ACI Model is an
innovative, effective, and
scalable framework
that helps you activate
potential and
performance to succeed
in a hyperchanging,
hyperdemanding
economy.
As a result, the ACI Model is an innovative,
effective, and scalable framework for organizing
and integrating the world of work and the world of
people. It helps structure and shape how
organizations will reach their objectives, and
activates people’s potential and performance to
succeed in this hyperchanging, hyperdemanding
economy.
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Integrating the world of work and
the world of people
Work, by design, has focused on the specific tasks,
jobs, and responsibilities required to achieve a
result—think the expected outputs, accountability,
tasks, and financial rewards we attain. Peopleoriented activities, on the other hand, have been
defined by individual and collective skills and
competencies, talent, capabilities, experiences,
personalities, and abilities—who we are, what
drives us, what we can do, and the satisfaction we
experience when reaching our goals.
But the keys to success are quickly evolving.
Widespread transparency, rapid change, and new
expectations are transforming the way people,
teams, and organizations work. They’ve become
more fluid and connected. The worlds of people
and work can no longer be siloed.
Many organizations hire capable people even if
they don’t have a specific job for them—because
the person is the work. And increasingly, there’s
recognition that it’s the quality of the people in the
organization that lead to success.
New jobs are being created that hadn’t existed
before, requiring leaders to think outside of the
box when it comes to talent. What’s more, jobs are
now not only being defined in terms of tasks and
deliverables, but also competencies, expected
attitudes, and potential.
A person’s contributions at work, after all, are more
than the sum of their parts.
Many organizations, though, continue to apply the
traditional model to this new market reality.
Leaders feel pressured to accelerate their old work
processes, particularly in times of uncertain
disruption, and make unrealistic demands on an
evolving workforce. At best, leaders get
compliance. At worst, employees become
disengaged, achieve poor results, and are more
likely to leave.
For people and work to successfully connect and
thrive in this changing landscape, they need the
support of an integrated language that will guide
them toward common ground and, ultimately,
organizational success. They need a framework
that strongly connects the two previously siloed
concepts of people and work.
The Korn Ferry ACI Model is a new paradigm for
powering potential.
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What is the Korn Ferry ACI Model?

Accountability: the "what"

The ACI Model is a three-dimension framework
that, when activated, helps people, teams, and
organizations drive results in a more coherent and
cohesive way. It is a single framework that
incorporates business, people, and work to fully
activate their purpose and potential—and power
performance.

Accountability is the “what” of the ACI Model. This
dimension defines success. It describes those
desired outcomes—the vision, the strategy, the
metrics, the deliverables, the must-wins—relevant
to individuals, teams, and organizations to deliver
their work and ultimately impact the world.

The ACI Model uses three levers—Accountability,
Capability, and Identity—to drive individual and
collective value creation. From a people
perspective, ACI simply defines what we
contribute to the world (Accountability), what we
know and are able to do (Capability), and who we
are (Identity). For teams and organizations, Korn
Ferry’s ACI Model determines the expected
outcomes, how they can be achieved, and why
they are important.
The framework is research- and evidence-based,
combining social science and psychometrics with
microeconomics and management science. It also
brings together years of empirical experience with
people assessment and development, as well as
work and organizational design.
What’s more, the ACI Model is fit for a variety of
applications. It can be applied across a large
spectrum of talent and work “use cases,” such as
the design and staffing of agile projects, activating
personal or organizational purpose to promote
social progress, or top team alignment to inspire
and drive successful results.
In all, the KF ACI Model takes a truly holistic
approach to talent, work, and culture, integrating
profit and people value to power a new, fluid,
dynamic, and scalable talent economy. It is a
consistent, unified way to maximize all available
information and data assets on people,
organizations, and work, and to offer insights that
were previously more difficult or even impossible
to access and activate.

Accountability, at its core, means responsibility for
results. It’s about setting, supporting, and creating
clear ownership of expectations. It’s about
following through on commitments and
obligations.
Beyond each role, team, or organization’s set of
key tasks, requirements, and explicit goals, the ACI
Model’s Accountability lever also considers the
unique context, underpinning strategies and
pathways, and specific obstacles or conditions that
shape the work and influence how to go about
setting and organizing those objectives.
As we reflect on individual and collective
Accountability, questions then begin to emerge:
What do we need and want to deliver?
How “big” and complex is the endeavor?
How much agility and interdependency are
required?
What particular issues and challenges are there
to overcome—and opportunities to capture?
What indicators will gauge progress and
performance over time?
What are the implications and rewards of the
work and its results?
What impact do we want to have?
Accountability helps people, teams, and
organizations answer those questions, illuminating
what’s essential to aligning individual and
collective development, purpose, goals, and
rewards.
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Capability: the "how"
Success won’t occur with a twitch of the nose.
Instead, certain elemental pieces need to be
engaged in order to thrive in any given context or
scenario. That’s where Capability comes in: this
dimension interacts with Accountability, which has
a major impact on the skills, knowledge, and
experiences needed to realize outcomes and
results successfully.
Capability incorporates the different skills, talents,
and competencies that matter most for success at
work. It brings together the necessary toolkits,
experiences, learnings, assets, resources,
workforce, and leadership needed to execute.
Together, these capabilities help leaders and talent
navigate the world—and prosper within it. They
allow the individual and the collective to relate, to
perform, to create, to act, to lead, to collaborate,
and to inspire.
The ACI Model’s Capability lever helps
organizations consider the collective competencies
needed to realize results:
Are our leaders ready for the next challenge?
What will the profile of our workforce need to
look like in two years?
How agile and connected are our systems and
structures? What existing strengths should we
build our growth on? How should we enable
and reward successful change? Can we deliver
collectively on our longer- term promises and
address future challenges?
The ACI Model’s Capability dimension provides a
framework to define the skills, competencies,
experiences, and other capabilities that people
need to deliver on their accountabilities:
Do I have the right technical and managerial
abilities?
Should I develop stronger networks and
relationships?
What experience will accelerate my personal
and professional growth?
By answering these questions, people, teams, and
organizations can assess if they have the right
capabilities in place to deliver on their
commitments and outcomes, as well as prioritize
the relevant levers and actions to realize their
objectives—be it innovation, well-being, or growth.
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Identity: the "who” & the “why"
As the adage goes, “You can’t build a house
without a foundation.”
In the ACI Model, Identity is the foundation—the
fundamental platform of who we are and why we
exist. Identity accounts for why an outcome is
important, what is personal or collective purpose,
what we want to achieve, and who is needed in
order to cross the finish line.
The ACI Model’s Identity encompasses those less
tangible, more discrete qualities that make a
difference in how we interact with our work and
our environment. It captures, in essence, the
underlying mission, traits, values, interests, and
motives that shape people, teams, and
organizations and impact society.
In other words, Identity is what makes us tick.
When people feel connected to their work, they
enjoy what they do. And when they enjoy what
they do, they become highly engaged—proven to
be a key driver for success.
What's more, when organizations have a clear
identity and purpose, it drives everything they
doe—starting with their organizational objectives
and strategy.
This dimension outlines the meaning behind what
talent, teams, and organizations do, the standards
they apply to the choices they make, and the
effect they want to have on the world around and
beyond themselves. Identity also expresses those
guiding principles, preferences, and motivations
that affect both individual and collective action, as
well as those inherent—yet malleable—traits that
influence behavior and culture.
Reflecting on ACI’s Identity lever helps
organizations optimize their culture:
What do we believe in? What do we stand for?
What are our assumptions on what drives
business success, and do we need to change
those assumptions?
How do we relate and connect to each other?
What truly motivates our leaders and
workforce, and how aligned are those drivers
with our strategy?
What is our renewed sense of purpose?

Similarly, the ACI Model’s Identity dimension allows
individuals to become more aware of their
personality traits and preferences and their system
of values. For instance:
How optimistic and resilient am I?
How could I use my need for achievement to
better influence and impact others?
How do I develop better balance while pursuing
my goals?
Identity magnifies the defining inner
characteristics, drivers, and beliefs needed to look
to the future and offer better solutions to the
world. Identity is about the mindful and conscious
alignment between actions and values, work, and
purpose.
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The ACI Model in action
Traditionally, you would have a one-way interaction
between organizations and people: companies
built products with little input from customers.
People either bought those products—or not.
Now, a two-way dialogue is emerging. Customers
have higher expectations; and organizations are
building solutions to meet those needs, both in the
short- and long-term. They’re iteratively designing
products that customers want in order to optimize
consumer experience, as well as maximize
customer equity and lifetime value. And in times of
disruption, those efforts have accelerated ten-fold.
The same is true for people and work. The
standard approach was to design work and
processes (the “hard” part) and identify
capabilities (the “soft” elements) to fulfil that
design. But in this hyperchanging,
hyperdemanding world, the paradigm has flipped.
Now, given a need or market opportunity, as well
as those “soft” components, the ACI Model can
help design the optimal “hard” part to optimize the
CEO and the enterprise for value creation.
The ACI Model powers…
...individual performance. The ACI Model helps
determine the next layer of details that are critical
to meeting desired outcomes and achieving
success. The framework helps you identify what’s
required for the job—and its implications for
people. Similarly, it enables people to identify their
personality and what drives them, and ultimately
shape their contribution to the organization to
align with their sense of purpose, increasing
engagement and performance.
...team success. The ACI Model activates its
winning formula so teams can recognize what they
have to deliver and what they need to realize
results. The ACI Model helps teams decide on their
composition, form a clear and compelling
mandate, develop a disciplined process, and
establish the standards needed for productive
relationships. It also allows for continuous,
collective development, so that teams can always
operate and perform in alignment.
…organizational excellence. The ACI Model works
like an operating system, using the same structures
and protocols for organizations to ensure a
seamless application across issues, systems, and
populations. The ACI Model empowers
organizations to optimize business value creation
by identifying the right levers to improve
performance, drive growth, and increase
profitability.
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The ACI Model:
the winning formula
The KF ACI Model is not one-size-fits-all. Instead,
it’s an adaptable, nonlinear framework that can be
applied to any given context or scenario. Whether
it’s for organizations, talent, potential, role,
performance, transformation, or success, the KF
ACI Model provides valuable perspectives on those
elements that are needed to realize growth and
sustain impact.
The KF ACI Model enables more clarity, better
performance, stronger alignment, and increased
momentum toward the future vision for people,
teams, and organizations. But defining all the
relevant parts of Accountability, Capability, and
Identity is not enough, and it will change over time.
Ultimately, people, teams, and organizations will
get consistent and positive outcomes when they
clearly define and commit to their unique
combination of objectives, skills, and drivers using
the ACI Model’s three-dimension formula.

The KF ACI Model: the Winning Formula

The KF ACI Model
enables more clarity,
better performance,
stronger alignment, and
increased momentum
toward the future vision
for people, teams, and
organizations.

Housing Accountability, Capability, and Identity in
one integrated framework helps create a more
organic, consistent interaction between people,
teams, organizations, and work.
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The Korn Ferry ACI Model Designers
Numerous Korn Ferry professionals, partners and clients have contributed to the visualization, design, and
implementation of the Korn Ferry ACI Model, including:
Anthony Colella, Senior Vice President & Chief Product Officer, Korn Ferry
James Lewis, Senior Director, Talent Measurement, Korn Ferry Institute
Jean-Marc Laouchez, President, Korn Ferry Institute
Karin Visser, Senior Director, IP Development, Korn Ferry Institute
Kim Severinsen, Vice President, IP Development, Korn Ferry Institute
Phil Johnson, Global Work Measurement Solutions Leader, Korn Ferry
Stephen Lams, IP Design, Korn Ferry Institute
Maggie Patrick, Senior Organizational Researcher, Korn Ferry Institute

About Korn Ferry
Korn Ferry is a global organizational
consulting firm. We work with
organizations to design their
organizational structures, roles, and
responsibilities. We help them hire the
right people and advise them on how to
reward, develop, and motivate their
workforce. And, we help professionals
navigate and advance their careers.
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