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Performance appraisal is a critical component of human resource management,
serving as a systematic process to evaluate and improve employee performance.
Among the various models developed to streamline this process, the Craig et
al. (1986) model offers a comprehensive framework that emphasizes clarity,
fairness, and developmental feedback. This article aims to explore the Craig
et al. 1986 performance appraisal process in detail, enriched with practical
examples, to help organizations and HR professionals understand and implement
it effectively.

Understanding the Craig et al. (1986)
Performance Appraisal Process

The Craig et al. (1986) model is renowned for its structured approach to
performance appraisal, focusing on a series of steps that ensure the process
is objective, transparent, and constructive. It underscores the importance of
goal setting, continuous feedback, and employee development, making it a
holistic framework suitable for various organizational contexts.

This model can be broadly divided into four main phases:

1. Preparation
2. Performance Review and Evaluation
3. Feedback and Development Planning

4. Follow-up and Monitoring
Let’s examine each phase with detailed explanations and real-world examples.

1. Preparation Phase

The foundation of an effective performance appraisal process lies in thorough
preparation. This phase involves setting clear performance standards,



defining objectives, and gathering necessary information.

Defining Performance Criteria

Organizations need to establish specific, measurable, achievable, relevant,
and time-bound (SMART) criteria aligned with job roles.

Example:

A sales manager’s performance criteria may include achieving monthly sales
targets, maintaining customer satisfaction ratings above 4 out of 5, and
successfully training new sales staff.

Communicating Expectations

Clear communication ensures employees understand what is expected of them.

Example:

Before the appraisal period begins, a project manager holds a meeting with
team members to clarify project deliverables, quality standards, and
deadlines, setting the stage for performance measurement.

Gathering Performance Data

Data can be collected through various sources, including supervisor
observations, peer reviews, self-assessments, and work output records.

Example:

An HR professional reviews monthly sales reports, customer feedback, and
records of training sessions conducted by a marketing executive to assess
overall performance.

2. Performance Review and Evaluation Phase

This core phase involves systematically assessing employee performance
against predefined standards.

Performance Appraisal Meeting

Managers and employees engage in a formal discussion about performance,
highlighting strengths and areas for improvement.

Example:
During a quarterly review, a software developer discusses completed projects,
code quality, and collaboration effectiveness with their supervisor.



Using Evaluation Tools

Various tools assist in objective assessment, such as rating scales,
checklists, and behavioral assessments.

Example:
A customer service representative is rated on responsiveness, courtesy, and
problem-solving skills using a standardized checklist, ensuring consistency.

Ensuring Fairness and Objectivity

To prevent biases, multiple raters or 360-degree feedback can be
incorporated.

Example:
A team leader gathers input from peers, subordinates, and clients to evaluate
a project coordinator’s performance comprehensively.

3. Feedback and Development Planning Phase

Constructive feedback is vital for employee growth. This phase emphasizes
open communication and collaborative development planning.

Providing Constructive Feedback

Feedback should focus on behaviors and outcomes, not personal traits, and be
delivered with tact.

Example:

A marketing professional is told, “Your recent campaign lacked clarity in
messaging; let’s work on crafting more targeted content,” rather than “Your
campaigns are unclear.”

Identifying Development Needs

Based on appraisal outcomes, specific training or development activities are
identified.

Example:
A junior accountant shows gaps in tax regulation knowledge; the organization
arranges for relevant training sessions.

Setting Future Goals

Goals should be aligned with organizational objectives and personal career



aspirations.

Example:
A customer support agent aims to improve resolution time by 20% over the next
quarter, with support from additional training.

4. Follow-up and Monitoring Phase

Performance management is ongoing. This phase involves tracking progress,
providing support, and adjusting goals as necessary.

Regular Check-ins
Managers should hold periodic meetings to discuss progress and address
challenges.

Example:
A team leader schedules monthly one-on-one meetings with team members to
review goal progress and provide guidance.

Documentation and Record-Keeping

Accurate records of performance discussions, goals, and developmental
activities are essential for future reference.

Example:

An HR system maintains logs of performance appraisals, training completed,
and performance improvement plans.

Adjusting Objectives

Based on monitoring, objectives may be revised to reflect changing
organizational priorities or individual development.

Example:
A sales target is increased for a top performer to motivate continued high
achievement.

Benefits of the Craig et al. (1986) Model

Implementing the Craig et al. model offers numerous advantages:

e Clarity and Transparency: Clearly defined criteria and open



communication foster trust.
e Fairness: Multiple evaluation sources reduce biases.

e Employee Development: Focus on growth encourages motivation and skill
enhancement.

* Organizational Alignment: Goals are aligned with broader organizational
strategies.

e Continuous Improvement: Regular feedback and follow-up promote ongoing
performance enhancement.

Challenges and How to Overcome Them

While effective, the Craig et al. model can face challenges, such as
resistance to feedback or inadequate data collection. To overcome these:

e Training Managers: Equip managers with skills in providing constructive
feedback.

e Ensuring Consistency: Use standardized tools and criteria across
departments.

* Fostering a Feedback Culture: Encourage open communication and view
appraisal as a developmental tool.

* Regular Review of Appraisal Processes: Continuously refine procedures
based on feedback and organizational needs.

Conclusion

The Craig et al. (1986) performance appraisal process is a robust framework
that emphasizes systematic evaluation, developmental feedback, and continuous
monitoring. By following its structured phases—preparation, review, feedback,
and follow-up—organizations can foster a performance-oriented culture that
motivates employees, enhances skills, and aligns individual efforts with
organizational goals. Practical examples demonstrate how this model can be
adapted to various roles and industries, ensuring its relevance and
effectiveness. Implementing this process thoughtfully can lead to improved
performance, higher employee satisfaction, and sustained organizational
success.



For HR professionals and managers seeking to optimize their appraisal
systems, understanding and applying the Craig et al. (1986) model provides a
clear pathway toward achieving fair, transparent, and development-focused
performance management.

Frequently Asked Questions

What is the main focus of the Craig et al. 1986
Performance Appraisal Process Model?

The Craig et al. 1986 model focuses on systematically evaluating employee
performance through clear criteria, continuous feedback, and development-
oriented appraisal methods to improve individual and organizational
effectiveness.

Can you provide an example of how the Craig et al.
model emphasizes the role of feedback?

Yes, for instance, during a performance review, a manager discusses specific
performance metrics with the employee, highlights strengths, and
collaboratively sets goals for improvement, exemplifying the model's emphasis
on ongoing, constructive feedback.

What are the key steps involved in the Craig et al.
1986 Performance Appraisal Process?

The model includes defining performance standards, measuring actual
performance, comparing performance against standards, discussing results with
the employee, and implementing developmental plans based on appraisal
outcomes.

How does the Craig et al. model incorporate employee
development?

It emphasizes using appraisal sessions not only for evaluation but also as
opportunities to identify training needs, set developmental goals, and
support employees' growth within the organization.

Can you give an example of how the model handles
performance discrepancies?

An example would be identifying that an employee is underperforming in a
specific area, discussing the reasons with them, and jointly creating a
performance improvement plan to address the issues.



What makes the Craig et al. 1986 model suitable for
modern organizations?

Its systematic approach, focus on continuous feedback, and integration of
employee development make it adaptable to contemporary performance management
practices, promoting transparency and growth.

How does the model ensure fairness and objectivity
in performance appraisal?

By establishing clear performance standards, using measurable criteria, and
involving both managers and employees in the appraisal process, the model
promotes fairness and reduces biases.

Additional Resources
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Performance appraisal is a critical component of human resource management
that helps organizations evaluate employee performance, provide feedback, and
identify areas for development. Among the numerous models developed to
streamline and improve this process, the Explain With Examples Performance
Appraisal Process by Craig et al. (1986) stands out due to its practical
approach and emphasis on clarity, understanding, and illustrative feedback.
This model aims to enhance communication between supervisors and employees by
focusing on specific, well-explained examples, thereby making performance
evaluations more constructive and actionable.

Introduction to the Craig et al. (1986) Model

The Craig et al. (1986) model of performance appraisal is designed to
facilitate a more transparent and objective evaluation process. It
underscores the importance of not just stating performance ratings but
explaining these ratings with concrete examples. The core idea is to bridge
the gap between subjective judgments and objective facts, ensuring that
employees understand precisely how their performance is perceived and what
behaviors or outcomes led to that perception.

This model is especially useful in environments where clear communication and
employee development are prioritized. It encourages managers to move beyond
vague assessments like “good” or “needs improvement” and instead provide
specific instances that support their evaluations.



Core Components of the Craig et al. (1986)
Model

The performance appraisal process, according to Craig et al., can be
understood through several interconnected components:

1. Setting Clear Performance Standards

- Establishing measurable, observable performance criteria aligned with
organizational goals.

- Ensuring employees are aware of what is expected from them.

- Example: For a sales representative, standards might include achieving a
monthly sales target of $50,000 and maintaining a customer satisfaction
rating of 90% or higher.

2. Observation and Data Collection

- Managers observe employee behavior and gather data over the appraisal
period.

- Use of records, reports, and direct observations to gather factual
evidence.

- Example: Noting instances where an employee successfully handled a
difficult client or missed project deadlines.

3. Evaluation and Rating

- Judging employee performance based on the criteria and collected evidence.
- Ratings should be supported by specific examples rather than general
impressions.

- Example: Instead of saying “good communication,” citing that “the employee
effectively conveyed project updates during weekly meetings, which improved
team coordination.”

n

4. Explanation with Examples

- The central feature of the model; managers provide concrete examples to
justify ratings.

- This enhances transparency and helps employees understand their strengths
and weaknesses.

- Example: For a punctuality rating, citing instances such as “arrived on
time to all client meetings in Q2” supports the evaluation.



5. Feedback and Counseling

- Delivering balanced feedback that recognizes achievements and points out
areas for improvement.

- Using examples to guide employees toward better performance.

- Example: “In the last quarter, your problem-solving skills were evident
when you resolved the supply chain issue within 24 hours, which minimized
delays.”

Step-by-Step Performance Appraisal Process in
Craig et al. Model

The process can be summarized in a series of steps:

Step 1: Establish Performance Standards

- Define clear, measurable expectations.
- Communicate these standards to employees at the beginning of the appraisal
period.

Step 2: Monitor and Record Performance

- Supervisors observe and document employee actions relevant to standards.
- Use of performance journals, logs, or reports.

Step 3: Review and Collect Evidence

- Gather specific examples and data points that demonstrate performance
levels.
- Ensure evidence is factual, specific, and recent.

Step 4: Rate Performance

- Assign performance ratings based on evidence.
- Support ratings with concrete examples.

Step 5: Communicate and Explain

- Discuss ratings with employees.
- Provide specific examples to justify evaluations.
- Encourage dialogue and clarification.



Step 6: Develop Action Plans

- Identify training, development, or corrective measures.
- Set goals for future performance improvement.

Advantages of the Craig et al. (1986) Model

This model offers several notable benefits:

- Enhanced Clarity: Providing specific examples reduces ambiguity and
misunderstandings.

- Objectivity: Basing evaluations on observable evidence minimizes personal
biases.

- Employee Development: Clear feedback with examples helps employees
understand how to improve.

- Constructive Communication: Facilitates open dialogue and trust between
managers and employees.

- Legal Safeguard: Documented evidence can protect organizations from
wrongful dismissal or discrimination claims.

Limitations and Challenges

Despite its strengths, the model also has certain limitations:

- Time-Consuming: Collecting and documenting detailed examples requires
significant effort.

- Requires Skillful Managers: Not all managers are adept at providing
balanced, evidence-based feedback.

- Potential for Bias: If examples are not chosen carefully, they can still
reflect subjective judgments.

- Overemphasis on Examples: Too many examples might overwhelm or confuse
employees.

- Difficulty in Standardization: Ensuring consistency across different
managers can be challenging.

Practical Examples of the Craig et al. (1986)



Performance Appraisal Process

To illustrate how this model works in practice, consider the following
scenarios:

Example 1: Customer Service Representative

- Standard: Resolve customer complaints within 24 hours and maintain a
customer satisfaction score above 90%.

- Observation: The supervisor notes that the employee responded to 95% of
complaints within 24 hours during Q2.

- Evidence: Specific instances include resolving a complex refund issue on
June 15, leading to positive customer feedback.

- Rating Explanation: “You consistently responded promptly, as seen in the
June 15 refund case, which contributed to your 92% customer satisfaction
score.”

- Feedback: Encourages continued prompt responses and provides guidance on
handling more challenging complaints.

Example 2: Software Developer

- Standard: Complete assigned software modules on time with minimal errors.

- Observation: The developer delivered the module for Project X two days late
but with only minor bugs.

- Evidence: The delay was due to unforeseen technical challenges, but the
final product had a bug rate of less than 1%.

- Rating Explanation: “While the module was delivered slightly late, your
thorough testing resulted in high-quality work, as evidenced by the low
defect rate.”

- Feedback: Recognize punctuality issues but emphasize strengths in quality
assurance.

Implementing the Craig et al. Model Effectively

To maximize the benefits of this appraisal process, organizations should
consider the following:

- Training Managers: Equip supervisors with skills in observational
techniques and constructive feedback.

- Documentation Culture: Promote a culture of recording specific examples
throughout the review period.

- Employee Involvement: Encourage employees to also provide self-assessment
and examples of their own performance.

- Regular Reviews: Conduct ongoing performance discussions rather than
relying solely on annual reviews.

- Balanced Feedback: Use examples to highlight both strengths and areas



needing improvement, maintaining a positive tone.

Conclusion

The Explain With Examples Performance Appraisal Process by Craig et al.
(1986) offers a pragmatic and effective approach to performance evaluation.
By emphasizing concrete examples and clear communication, it addresses many
shortcomings of traditional appraisal methods that rely heavily on subjective
judgments. The model fosters transparency, fairness, and development-oriented
feedback, making it highly relevant for organizations striving to enhance
employee performance and engagement.

However, successful implementation hinges on managerial skill, consistent
documentation, and organizational commitment to a culture of continuous
feedback. When executed properly, this model can significantly improve the
accuracy and usefulness of performance appraisals, ultimately contributing to
organizational success and employee growth.

In summary:

- The model prioritizes explanation with specific, observable examples.

- It enhances clarity, objectivity, and fairness in evaluations.

- It requires effort and skill but offers substantial benefits.

- Practical application can lead to improved communication and development
outcomes.

Organizations adopting the Craig et al. (1986) performance appraisal model
position themselves for more meaningful, transparent, and constructive
employee assessments—an essential step toward fostering a motivated and high-
performing workforce.
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