75 MSS EPR/OPR/PRF WRITING GUIDE


Thanks for taking a look at our EES and OES guide.  We hope it will help in your use of these systems.  

The guide contains the distilled knowledge of many personnel specialists, senior raters, and participants in recent selection boards. The format emphasizes the who, what, when, why, and how of each aspect of the two systems.  We believe this will help people who are not familiar with the systems to find the information they need. 

Remember, this is a guide, not a directive.  We provided suggestions to help, not hinder you.  Be creative.  Be innovative.  Strive to provide useful feedback and well-written reports.  The actions we take as raters and evaluators within these systems will determine who will advance in rank and responsibility and who will not.  We owe our Air Force and our people our best possible effort.
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The Enlisted Evaluation System and Enlisted Promotions

The Air Force's Enlisted Evaluation System (EES) influences enlisted promotions.  This guide addresses two parts of the EES, the performance feedback sessions provided to airmen and NCOs, and the performance reports produced to document their duty performance during a given period of time.  Performance feedback is critical in telling an individual what duty performance is expected and how well the individual is meeting those expectations.  Feedback itself, however, does not have a direct impact on the enlisted promotion system.  The enlisted performance report (EPR) does have a direct impact; however, the relative importance of different sections of the performance report varies based on the grade to which the individual is being considered for promotion.

Promotions to Airman (Amn) and Airman First Class (A1C) are based on the commander's recommendation and time-in-grade (TIG) provided the individual is otherwise eligible.  Normally, promotion to Senior Airman (SrA) is based on commander’s recommendation and TIG; however, there is an opportunity to be promoted to SrA 6 months early (Below-the-Zone (BTZ).  Competition for BTZ promotion takes place at a base or unit board. The overall promotion recommendation block and the rater and rater’s rater comments on the competitors' EPRs are considered by board members and are important to the selection process.

Airmen compete for promotion to Staff Sergeant (SSgt), Technical Sergeant (TSgt), and Master Sergeant (MSgt) under the Weighted Airmen Promotion System (WAPS).  WAPS combines scores on subjective tests (Specialty Knowledge Test (SKT) and a Promotion Fitness Examination (PFE)) with a time weighted average of numerical promotion recommendations from EPRs for the last 5 years (up to 10 reports), and points for TIG, time-in-service (TIS), and decorations.   The EPR score makes up 29 percent of the available points. 

Performance reports are used in two different ways for promotion to Senior Master Sergeant (SMSgt) and Chief Master Sergeant (CMSgt).  These NCOs also take a test (USAF Supervisory Exam) as part of their promotion process and receive points for TIG, TIS, decorations, and a numerical score for the promotion recommendations on past EPRs. Weighted performance report scores for the last 5 years can contribute up to 135 of the 360 available points.  In addition to this WAPS phase, a selection board also scores their records.  The board considers performance reports for the last 10 years, academic education, and completion of professional military education.  Evaluator comments and level of endorsement (see page 13) on performance reports can heavily influence board scores, which will range from 270 to 450 points out of a possible 810 points.  The board score and the WAPS  score are combined to rank order eligibles in each AFSC.  The Air Force determines the number of people promoted to SSgt through CMSgt each cycle.  

References:
AFI 36-2406, Officer and Enlisted Evaluation Systems 

AFI  36-2502, Airman Promotion Program

The Officer Evaluation System and Officer Promotions
The Officer Evaluation System (OES) was designed to help ensure the best-qualified officers advance in rank and responsibility.  The OES uses three types of communication:  performance feedback between the supervisor and the officer, the performance report the supervisor writes to document what the officer did during a given period, and a promotion recommendation the officer's senior rater writes to help members of a promotion board judge the officer's potential for promotion.  Like the EES, performance feedback is a key component.  Feedback is the primary means of ensuring each officer understands what the supervisor expects and how well the officer meets those expectations.  The feedback session itself is private between the rater and ratee; however, commanders are authorized to verify completion of the session.  Feedback forms do not become a matter of record and they do not have a direct role in the officer promotion system.

Officer performance reports (OPRs) comprise the bulk of an officer's record and they are the primary means of  judging an officer's potential for promotion. The form is designed to highlight the officer’s contributions to mission accomplishment.  A series of reports by different evaluators in a variety of duty situations provides a cumulative record of an officer’s development, performance, and potential compared to his or her contemporaries.

The promotion recommendation form (PRF) provides additional performance-based differentiation to assist central selection boards.  Some board members believe the PRF is the single most important document in a selection folder since the PRF introduces the officer to the central selection board.  While not binding, traditionally, a "Definitely Promote" (DP) or "Do Not Promote This Board" recommendation has wielded considerable influence on the board.  "DP" allocation rates are established to ensure a significant percentage of those individuals who receive a "Promote" recommendation will, in fact, be promoted.  

The allocation of DP recommendations for officers competing In/Below-the-Promotion Zone (I/BPZ) are based on the number of people eligible for promotion in those two categories and the rank for which they are being considered.  Eligibility is determined by year-group (the year the officers began their commissioned service) or the officer's date of rank.  Officers promoted Above-the-Promotion Zone (APZ) after their contemporaries or Below-the-Promotion Zone (BPZ), 1 or 2 years ahead of their contemporaries, join a new year-group.

The final, official allocation of I/APZ DPs takes place 66 days prior to the day the central selection board convenes.  When a unit does not have enough officers to earn a DP allocation, its officers may compete for DPs with officers from other units in the same situation in what is known as "Aggregate" competition.  For BPZ, this takes place at the first level in the organization's  chain of command that has a sufficient number of officers to be allocated one or more DPs.   I/APZ aggregation in AFMC is held at the major command (MAJCOM) headquarters and takes place at the management level review (MLR).

Senior raters throughout the MAJCOM with eligible officers comprise the MLR.  They perform a quality review of all of the command's competing officers' records and PRFs before a central selection board convenes.  They also serve as a composite senior rater for units that do not have enough eligibles to earn their own DP allocations (aggregate competition).  The MLR also provides a second opportunity for officers in the command to compete for a DP.  This takes place in the Carry Over competition.   Carry Over DPs are derived from rounding down each senior rater's DPs to a whole number.  For example, if a senior rater had 12 IPZ captains eligible for promotion to major, the number 12 would be multiplied by the allocation rate for DPs (65 percent) for a total of 7.8.  The senior rater would be able to award 7 DPs and the .8 would be added with the other fractions created in this process throughout the command.  The total of all the fractions becomes the number of DPs available in Carry Over competition.  Carry Over DPs are derived from rounding down each senior rater’s DP to a whole number.

It is important to remember that officers compete for promotion in their respective competitive categories; i.e. line, nurse, chaplain, dental, medical, judge advocate, biomedical sciences, and medical service corps.  The promotion opportunities and DP allocations for non-line officers vary for each selection board.  Always read the guidance provided for each board carefully to ensure you understand all of the factors that apply.  

Officers are responsible for ensuring their records are accurate and complete.  Commanders’ support staffs (CSS) and servicing Military Personnel Flights (MPF) can help ensure records have all the appropriate documentation prior to a selection board.  Officers may also contact the Air Force Personnel Center (AFPC) to review their records prior to meeting a selection board.  Copies of officer selection folders may be obtained from:


HQ AFPC/DPPBR1



Voice:
DSN 665-2371 


550 C Street West, Suite 5


FAX:
DSN 665-4255


Randolph AFB TX 78150-4707

Requests for records must be made in writing (include name, address, and SSN).  Microfiche copies will be provided in most cases.

Educational records must be updated through the Air Force Institute of Technology's (AFIT) Admissions Registrar Directorate.  AFIT automatically updates its graduates' records.  All officers are welcome to check to ensure their records are accurate.  To do so, call the telephone number listed below and ask for the classification and coding section.  To have information from a civilian institution added to your record, provide an official transcript to:  


AFIT/RRE




Voice:
DSN 785-7293 



Bldg 125, 2950 P Street



FAX:
DSN 785-2791 



Wright-Patterson AFB OH 45433-7765

References:
AFI 36-2406, Officer and Enlisted Evaluation Systems


AFI 36-2501, Officer Promotions and Selective Continuation


Communicating Through the OES and EES
WHY
Performance reports document what the ratee did during the period of evaluation and how well he or she did it.  This documentation helps boards and senior leadership choose the best people for promotions, schools, assignments, and in making other sound decisions.

WHO
Key players in this process are: 

Ratee - The subject of the report. 

Rater - The ratee’s supervisor--the person directly responsible for the ratee’s work and the one who gives the ratee performance feedback.  The rater must serve in a grade equal to or higher than the ratee (for grade requirements, see Endorsement Levels). 

Additional Rater - The next person beyond the rater in the chain of command, usually the rater’s rater. The additional rater must serve in a grade equal to or higher than the rater and in a grade higher than the ratee.    

Senior Rater/Reviewer - Wing or center commander or equivalent who reviews the contents of the report to ensure accuracy and fairness (for required grade levels, see Endorsement Levels).  

Readers  - The author of any report has two sets of customers:  the subject of the report (the ratee), and the people who will read the report.  For the former, the report serves as the official documentation of months of effort and will be the basis of pivotal career decisions.  The latter is a vast group with widely varying rank, experience, and knowledge of the Air Force.  This second set of customers will use reports and other documentation to compare the ratee to other members of  his or her peer group when making decisions about promotions, assignments, and other key selections.  To serve both of these customers, the report must be accurate and well written.

Many supervisors find it difficult to report all of the things an individual did and convey an accurate sense of his or her skills and leadership qualities in the small space available on the OPR and EPR forms.  Words must be chosen carefully, bullet statements must be honed to razor sharpness, nuances considered, and narrative blocks balanced against one another.  The objective in writing any report should be first, to decide what to say; then, to say it well.

Deciding What to Say
Both the officer and enlisted promotion systems are designed to reward people who perform well and have demonstrated  they have the potential to succeed in positions with  broader responsibility.  Because of this, raters need to address a full range of factors, from technical and professional competence to general management and leadership ability when they write reports. Raters must also differentiate between individuals' levels of performance to ensure the best qualified people advance in grade and responsibility and those less qualified do not.  It is crucial to the credibility of both EES and the OES.

Specific Professional Skills
Raters should document how well their people perform in the skills considered essential in their career fields.  These skills are demonstrated most clearly in daily job performance, making job performance the most important thing to discuss in any report.  Use the impact on the duty section’s mission and the importance of a particular skill to the ratee’s career field to decide which specific aspects of job performance to highlight.  There should be a greater emphasis on basic technical skills in both junior enlisted members’ and junior officers’ reports than in mid-level NCO or mid-level officer reports.  These are typical examples of comments from junior enlisted and company grade officer reports: 

· Meticulous at all times!  Processed 600 leave forms flawlessly allowing…

· Quickly mastered the intricacies of computer-aided design enabling the lab to…

Management
Whether we manage our own time or billions of dollars of taxpayers' money, everyone in the Air Force is involved in some form of management.  Management skills can be addressed in many different ways.  Like technical skills, the first priority is to discuss them in terms of their impact on the unit’s mission.  A few examples: 

· Developed new tracking procedures for vehicles--doubled use, saved $10,000 this year

· Systematically analyzed contractor cost proposal--found $30K over-pricing others missed

· Incorporated four major modifications valued at $100 million into a practical Programmed Depot Maintenance program 

Leadership!  Leadership!  Leadership!
It is always important to discuss leadership.  Selection boards look for indications of leadership and leadership potential.  Leadership is a less tangible quality than technical or management skills, but it can  be defined roughly as the ability to get things done.  It is not limited to supervisory skills.  People who are catalysts within research or product teams and work centers are leaders.  People who are recognized for setting standards in their profession are leaders.  People who win other people’s support and funding for projects clearly show leadership.  All of these things are appropriate material for comment in a performance report.  These are examples of leadership bullets related to acquisition and scientific duties:

· Constructed innovative risk-sharing/cost-saving strategies to motivate government-industry team 

· Saw need for, then initiated $15 million high-fidelity, simulation prototype to demonstrate space-based management concepts to users 

· Focused the efforts of my integration team--we’re moving to seamless C4I!

Extra Curricular Activities
Although job performance is always the most important thing for the rater and other evaluators to address, an individual's performance in additional duties and special projects and involvement in areas outside the scope of normal duties often provide valuable insight into his or her management and leadership skills.  Activities raters may comment on include, but are not limited to:

· Significant additional duties (unit security manager, safety officer)

· Awards (NCO of the Quarter, Company Grade Officer of the Year, Best in Air Force, etc.) 

· Special projects (base Combined Federal Campaign coordinator, project officer for wing commander’s retirement ceremony)

Sometimes comments on activities outside of the Air Force will also help create a stronger impression of the ratee’s abilities.  These include, but are not limited to:

· Significant volunteer community service (Big Brothers & Sisters, scouting)

· Professional society activities (president of local chapter of Air Force Sergeants'  Association, chairs local chapter of Society of Military Comptrollers)

· Civilian awards (named one of Outstanding Young Men of America, American Business Women’s Association Woman of the Year)

Although references to these accomplishments can be valuable, they should never be used to the exclusion of strong, mission-related performance information.  A report that emphasizes additional duties and community involvement to a greater degree than it highlights valuable contributions to the mission will hurt the ratee’s chances for selection for promotion.  This type of report gives readers the impression the person spent little energy in his or her primary job, or could easily be spared for outside activities, an indication that he or she was not a valued contributor.  

Teamwork

From squadrons on the flight line to any shop or office, the Air Force is a compilation of official and unofficial teams.  In AFMC, teamwork is particularly important because much of our mission involves working in formal team situations, either with contractors, members of other major commands, or people with diverse expertise.  How an individual performs as a member of these teams is a crucial measure of his or her value to the organization as a whole.  Raters  need to consider teamwork carefully and comment on it.  Does this person participate actively, offering ideas and expertise, or sit on the sidelines?  Does he or she meet commitments and suspenses established by the team?  Can the ratee accept the team position and advocate it even when not in full agreement with it?  This information will help anyone reading an EPR or OPR determine if the ratee has the capacity to not only function within teams, but to advance and lead.

Recommendations for the Future

Raters can offer opinions about the type of assignments the ratee is prepared to assume.  A statement such as "my next superintendent," "NCOIC material," "an easy pick for branch chief," or "command is a must" give readers a valuable perspective on the ratee’s capabilities.  While comments on enlisted reports can imply that the ratee should be promoted, comments on officer reports cannot.  Be careful not to address specific grades when commenting on an officer’s potential.  For example, referring to a captain as a "good choice for a squadron command" would be acceptable because the job is not tied to a specific grade, but commenting that a captain should have "a job with field grade responsibility" would  be unacceptable because it emphasizes only the rank.

Raters can also recommend their people attend certain schools.  The most significant recommendations are for professional military education (PME) in residence. For officers, Squadron Officer School (SOS), Intermediate Service Schools (ISS) {usually Air Command and Staff College (ACSC}, and Senior Service School (SSS) {Air War College, National War College, Industrial College of the Armed Forces}.  PME recommendations should be included on the OPRs of all officers the rater believes should attend PME.  Omitting a school recommendation is a clear signal to selection board members that the rater does not believe the officer should attend.  

Officers can also attend Defense Systems Management College (DSMC) and advanced degree programs offered by the Air Force Institute of Technology (AFIT).  Both DSMC and AFIT provide important educational opportunities, but recommendations for these schools are not as important to an officer’s career development as PME.  It is important to make DSMC and AFIT recommendations on OPRs; however, they are not substitutes for PME recommendations. 

Recommendations for Regular Air Force (RegAF) commission, “Augmentation” are currently allowed.  However, individuals selected for major will be offered RegAF.  Therefore, evaluators may mention RegAF in the officer’s OPR.  We recommend the space be better used for other accomplishments, issues, and recommendations.

Caution:  recommendations for the wrong school hurt the raters’ credibility and send an ambiguous message to readers.  Officers are eligible to attend SOS when they have 4-7 years of commissioned service, ISS as majors, and SSS as lieutenant colonels or colonels.  Also, recommending an officer to attend a school well beyond his or her eligibility (recommending a lieutenant for ISS) is considered an illegal promotion statement.   

Tips:  Use ISS, ACSC, and SSS to save space.  DSMC is not as well known as the PME schools and AFIT.  It is helpful to provide some explanation of its importance, such as "the acquisition equivalent of Fighter Weapons School."

How to Say it Well

The keys to a well-written performance report are clarity, action, and tone.  Clarity ensures the readers understand what the writer meant.  Action keeps the focus on what the ratee did, and tone conveys how much the author values the ratee’s contributions.  Follow a simple, logical progression in each bullet statement.  The most common and successful pattern is:  what the ratee did, how the ratee did it, and the impact of that action.  An example:

· Masterfully served as interim dental laboratory officer; maintained continuity of quality care

· Reorganized administrative procedures directly leading to increased security of precious metals

You can help board members judge the relative merits of your ratees' performance if you can help them understand how important his or her contributions are.   You can do this by asking yourself:

How much time, money, or resources were saved (shaving 3 months from the test schedule, cutting production time 25 percent)?  Did his or her efforts lead to something important (on contract in half the normal time, avoiding protracted or costly renegotiations)?  Were defects reduced or eliminated, improving the product (making the system more reliable, improving system performance)?

How much better does the process work?  (Twice as fast, four-fold improvement in customer satisfaction) 

How important was this effort to the user or customer?  (Praised by using command or operational community, rated best provider by customers) 

How rare is this skill?  (One of three experts in command, only one in DoD) 

Where was the impact of the action felt?  (center, command, Air Force, DoD) 

Which weapon system was affected?  (only one model, a class of weapons spanning DoD) 

Finer Points for Clarity

Do not use terms that your readers are unlikely to understand.  It is safe to assume your readers are military members or Department of Defense (DOD) civilians.  Although they will probably be familiar with terms like deployment, headquarters, and secretariat, they probably will not be familiar with the language specific to a particular specialty, function, or command.  Use the simplest terms possible to describe your unit’s mission and your people’s accomplishments.

Spell-out full titles the first time they appear and include the acronym in parenthesis after it.  The Air Force uses thousands of acronyms.  Do not assume that your readers are familiar with all of them.

Avoid ambiguous words and phrases.  Don’t leave your reader wondering what you meant. Consider the statement  "keep this officer challenged."  It is not negative, but not necessarily positive either.  Has this officer failed to master his or her current job?  Does this officer need close supervision? 

Present strong evidence for strong statements.  Kudos like "Best in the Air Force" are credible only when backed up with facts like Air Force and DoD-level awards.  

Choose your words carefully.  Be accurate.  Was this person the team leader, a team member, or the team’s most valuable player?  

Cut all extraneous words.  This sharpens the impact of your words and saves space.  Be specific.  This shows impact and lends credibility to your statements.

Tip:  ask someone outside of your organization to read the report and give you their impression of it.  If this reader understands it, chances are board members will too.

Action!
The easiest way to emphasize the ratee’s action is to write in active voice.  In an active voice sentence the subject performs the action.  This should follow naturally because the ratee is the subject of all bullet statements.  Active voice allows you to squeeze the maximum information into short phrases.  It eliminates the need for extra clarifying words and uses the simplest past tense forms of verbs.  Examples:

Active - Single-handedly processed 350 claims in 3 weeks to resettle Homestead AFB evacuees quickly

· Passive – In excess of 350 claims were processed by Airman Sharp single-handedly in three-week period, helping Homestead evacuees to resettle quickly

· Active - Developed database to provide previously unavailable customer requirement data--saves time!

· Passive - Has developed a database that provides previously unavailable data for projecting customer requirements--an important aid in achieving effective utilization of man-hours!


Word Choice
Another factor in emphasizing action is your choice of verbs and descriptive words.  Vivid verbs make your comments compelling.  Bland verbs do not.  Some examples: 

	Vivid Verbs
	Bland Verbs

	Cut
	Assisted

	Created
	Aided

	Drove
	Contributed

	Guaranteed
	Coordinated

	Infused
	Employed

	Instituted
	Maintained

	Led
	Monitored

	Saved
	Participated

	Spearheaded
	Reviewed


The same principle applies to the other characterizing words.  Strong descriptive words leave a lasting impression with readers.  Dull and monotonous accounts of what someone did give your reader the impression that the person you are talking about is average at best.  Differentiation is very important.  There are appropriate times to use less impressive statements, but be sure you have made a conscious decision about the message you want to send.  Some examples:

	Strong Adverbs and Adjectives
	Bland Adverbs and Adjectives

	Adroitly
	Adequate

	Deftly
	Capable

	Diplomatically
	Dependable

	Dynamic
	Effective

	Energetic
	Fine

	Expertly
	Potential

	Rapidly
	Ready

	Persuasive
	Sturdy



Tone
It is very important to give readers a sense of how much you value the ratee’s contributions. Enthusiastic narratives convince readers the ratee is a valued contributor.  Sedate reports do not.  Writing in active voice helps convey a sense of enthusiasm because it emphasizes what the "doer" (the ratee) accomplished, but tone is primarily a matter of word choice and phrasing.  The number and degree of superlatives, or the lack of them provide variations in tone, as do exclamation points--and phrases set off by double bullets!

Original and unusual word choices catch readers’ attention.  Some people believe that copying verbs and phrases from the reports of people who were promoted recently will improve their ratees’ chances of selection.  This is not necessarily true.  Words or phrases that appear on hundreds of reports lose their impact.  Also keep in mind that enthusiastic words will not impress anyone if they are not coupled with specific examples.  Former board members relate they gave little credence to reports filled with "arm waving."  Write with enthusiasm, but rely on the evidence you present to impress your readers.  

Do not cross the border from enthusiastic to trite or cute.  Consider these examples: 

	"A walk-on-water kind of guy!"
	This says nothing relevant about the ratee's skills and may offend some people.

	"Firmly convinced he could nail Jell-O to the wall and make it stick if I asked him to!"
	Enthusiastic, but like the previous example, it does not provide credible documentation.  It is more entertaining than it is persuasive.

	"Quality is her Job 1"
	Advertising slogans should not creep into performance reports.  Someday, the commercial will be forgotten and this will be gibberish.


Help Your Reader Understand
Many readers will be unfamiliar with the types of duties performed in specific organizations and what duties are normally performed by people of which ranks.  That makes it difficult for them to judge the significance of the ratee’s accomplishments.  Supplying this information can help readers identify people already performing above their grade-level.  For example: "only NCO on this influential product team" or "first captain selected as branch chief in this directorate."

Appearance Counts
Sloppy reports can hurt people.  Misspellings, typos, badly smudged documents, and misaligned bullet statements give readers a poor impression.  Also consider the amount of space used.  A minimalist approach can have a very dramatic impact, positive or negative.  The space allotted for narrative comments is usually too small to elaborate on all the important things a ratee did.  That makes reports with large empty spaces stand out.  If the few words used make a bold, definitive statement and are supported by sufficient facts, the report will impress anyone who reads it.  If the words are not enthusiastic, or the few accomplishments listed are not impressive, the report will probably leave readers with the impression the ratee did very little.  One caution, squeezing too much data into a block or manipulating the words simply to fill space also hurts a report.  Obvious filler does not make a report persuasive. 

Differentiate
Board members need to be able to tell the difference between good, average, and poor performers during selection boards.  Accurate descriptions of ratee’s performance provide some natural differentiation, but a rater can help or hinder the board based on their choices of words.  Avoid using the same descriptive words and phrases on every report.   Board members notice when the same phrases appear on several reports from the same unit, or the same phrases are repeated on reports in an individual’s record.  At best, these statements are ignored.  At worst, they leave the reader with a negative impression. 

Ranking statements are one effective way to differentiate.  These statements describe or compare the officer or NCO to the rest of the organization or his or her professional peers.   However, make sure rank ordering comments are quantified.  If you rank order the ratee, for example, "TSgt Smith is simply the best TSgt,"  finish the statement with "of  twenty TSgts in my division" or a similar comparison.  Another caution--stating that the ratee is "within the top 10% of all captains” implies that the rater was qualified to judge how well all captains in the Air Force perform their duties.  You can say that the ratee “is within the top 10% of all captains in my group/division” or "best of 43 captains in this SPO."  Also remember, there can be only one "best" or "my  #1" in a given category.

Board Member Perspectives
A dozen AFMC colonels who participated in recent promotion boards offer the following insights. 

At Enlisted Promotion Boards (Senior and Chief Master Sergeant) 

Good Reports:

· Leadership evident in the job descriptions

· Clear job descriptions

· Duty titles denoted position of  responsibility 

· Senior raters’ assessments of relative standing  "best in my wing"

· Hard hitting endorsements and enthusiasm from senior rater

· Recognition for job-related work (Quarterly, MAJCOM and Air Force Awards)

· Credited ratee for unit’s strong performance in IG and other inspections

Bad Reports:

· Confusing job description

· Lackluster words in endorsements

· Jargon, jargon, and more jargon

· Glittering generalities

· Lacked results

· Repeated words from the Job Description in rater’s assessment

Additional comments from two CMSgts who were board members on the CY98 SMSgt Evaluation Board may be found at Attachment 1.

At Officer Promotion Boards (Major and Lieutenant Colonel)

Good Reports:

· Had hard-hitting, specific facts

· Highlighted awards

· Presented strong word pictures

· Superlatives were backed up by facts

· Showed achievements that were over and above "doing the job"

· Enthusiasm!  Enthusiasm!  Enthusiasm!

Bad Reports:
· Lacked specific individual accomplishments

· Were filled with meaningless generalities and trite phrases

· Left impression the person came to work each day but didn’t do much else

· Did not describe contributions to war-fighters or unit mission

· Lacked enthusiasm and favorable comparison to peers

· Had too much "techno talk"

The Administrative Aspects of Report Preparation

Nothing is more frustrating than having an EPR or OPR bounced back from the commander’s office, the MPF, or AFPC because of administrative errors.  The following pages address the basic mechanics of the report process and the most common problems associated with them. Procedures for routing and reviewing reports vary from base to base.  Contact the Commander’s Support Staff and the MPF that serves your unit to learn what process you should follow. 

Timeliness

EPRs for TSgts & below are to be filed in the Unit Personnel Record Group (UPRG) in the MPF within 60 calendar days after their close out date.  The original copy of EPRs for MSgts and above and OPRs for Lt Cols & below are filed at HQ AFPC/DPPBR1 within 60 calendar days after the report's close out date.  Copies of OPRs are "due to file" in the UPRG and Officer Command Selection Record Group (OCSRG) at the MAJCOM’s Personnel Directorate, and EPRs are "due to file" in the UPRG within 60 calendar days after close out.  MPFs mail the copies.  Although reports are not due to be filed until 60 calendar days after close out, every effort should be made to finalize reports as soon as possible for people meeting promotion boards.  MLRs and central selection boards (CSBs) will accept reports until the day the boards actually convene.

Endorsement/Review Level

	If the ratee is:
	The reviewer/final evaluator must be:

	AB - TSgt
	Rater’s rater, grade requirement is MSgt or GS-7, if raters’ rater is not at least a MSgt or GS-7, report is closed out by first person in chain of command at that level or higher

	MSgt - CMSgt
	Major or GS-12, final may be of higher rank  

	2Lt - Maj
	Colonel or GS/GM-15, serving as wing commander or in designated senior rater position

	Lt Col - Col
	General Officer or Senior Executive Service member, includes Brigadier General selects serving in a designated senior rater position


Rater Requirements - EPRs

AB thru TSgt, AF Form 910, only.  An AF Form 910 must be endorsed by the rater’s rater unless that person does not meet the minimum grade requirements (MSgt or GS-07).  If the rater’s rater does not meet the requirement, the next person in the rating chain who does will endorse the EPR.

MSgt thru CMSgt, AF Form 911 only.  The final evaluator of an AF Form 911 must be at least a major or GS-12, but no higher in the organizational structure than the senior rater.  Senior raters may endorse EPRs in the following situations only:

· When necessary to meet minimum grade requirements

· If the senior rater is a mandatory endorser because of his or her position in the chain of command (the rater or rater’s rater)

The senior rater may designate someone else to endorse the report if that person has sufficient knowledge of ratee’s duty performance and meets minimum grade requirements.

· When the ratee is a CMSgt or CMSgt select

· When the ratee meets the time-in-grade eligibility requirements found on the EPR notice (see AFI 36-2406, table 3.2, note 15, for additional guidance on time-in-grade eligibility)

Senior Rater Requirements - EPRs

The senior rater for time-in-grade eligible MSgts and above is defined in AFMC Commander's Policy Directive 90-12, AFMC Rating Chain. Senior rater endorsement is considered a "highly coveted" endorsement and is used by the Central Selection Board to differentiate between SNCOs. Therefore, extreme care should be taken to ensure a senior rater doesn't diminish the weight of his/her signature by signing reports where a senior rater endorsement may not be warranted. When determining if a senior rater endorsement is appropriate, use the whole person concept to determine potential for advancement. Although not a go/no go indicator, factors such as PME completion, Community College of the Air Force awarded degrees, distinctive awards (SNCO of the Quarter, etc.) and community involvement may be indicative of the initiative, desire, and potential to serve in the top two SNCO grades. These factors, along with job performance and depth and breadth of experience should allow a senior rater to properly allocate endorsements to those truly deserving promotion. 

Rater Requirements - OPRs

The reviewer for majors and below must be at least a colonel or GM/GS-15 occupying a wing commander or equivalent position that has been designated a senior rater position by the management level (MAJCOM).  The reviewer for lieutenant colonels and colonels is the first general officer (this includes a brigadier general select occupying a senior rater position) or SES in the rating chain.  Some acquisition officers have unusual rating chains.  Consult AFMCPD 90-12 for more information on rating chains for acquisition officers and determining senior raters. 

Squadron Commander Review (EPRs)

The squadron commander reviews all EPRs before sending them to the MPF to be filed and before the rater’s rater or endorser, who is senior to the commander, signs it.  Normally, the commander will sign the report as the reviewer without adding comments.  The commander only provides comments when:

· The commander signs the report as an evaluator (rater, rater’s rater, or endorser)

· The report is a referral and the commander is the evaluator named in the referral letter

· The commander disagrees with the report

If the commander disagrees with something in the report, he or she marks the "nonconcur" block, signs in the space provided, initials the rating blocks he or she determines appropriate, and adds comments on an AF Form 77 giving one or more specific reasons for disagreeing with the rater or previous evaluator.  The squadron commander review does not apply to OPRs.  Commanders sign OPRs as evaluators only.

Acquisition Examination Statements

Performance reports prepared on people occupying acquisition positions must be reviewed by a person who serves in the same acquisition functional category.  The Air Force requires this review for all officers and enlisted members in designated acquisition positions.  For example, if Capt Doe serves in a "program management" position, and his rater, additional rater, or reviewer is also in a "program management" position, one of them may sign the acquisition examination statement on the report as long as they are designated as an acquisition examiner.  This review ensures all acquisition-related considerations have been properly documented on the report. 

If no one in the rating chain occupies a position in the same acquisition functional area as the ratee, a colonel, or civilian equivalent occupying a position in the same acquisition functional area will be appointed to review the report.  If there is no colonel or equivalent in that functional area on your base, the report is forwarded to HQ AFMC/DPMQP, and an examiner at HQ AFMC will be assigned to perform the acquisition review.  The acquisition examination is documented in Block IX of AF Forms 707A/B, and in the front-left margin of AF Forms 910 and 911.

Close Out Dates

Normally, the close out date is 365 days (1 year) after the previous EPR’s close out date.   This is called an “annual” report.  If the ratee has had two or more raters within the annual rating period, the close out date may be established when the ratee has had 120 calendar days of supervision under his or her current reporting official.  This is called a “change of reporting official (CRO)” report.  If the close out date is extended beyond 365 days due to changes in reporting official, only 60 days of supervision are required under the current reporting official to establish a close out date, not the normal 120 days.

Separations

A rater may opt to write a final report on someone retiring.  If a SSgt or above (including officers) is separating from active duty but will serve in the Reserves (AD or non-AD), he or she can come back to active duty or be called back into the military.  Because of that, an EPR or OPR is required on everyone who separates and will serve in any capacity in the Reserves.  A report may be required when a member is being discharged involuntarily.  If one is required, the rater will be notified by the servicing MPF.

Format

Most raters prepare narrative sections of reports in bullet format.  This is mandatory for some sections on reports (see below).  Bullet statements allow the writer to pack more information into small spaces than full sentences do.  In a bullet statement, there is no need to state the subject, (the assumed subject is the ratee).  They normally begin with a verb ("Led," "Chosen") or a descriptive word or phrase ("None better in . . ." "Fastest").  Bullet statements should conform to the same general rules of grammar as a sentence, but need not adhere as strictly to normal punctuation and syntax.  For example, comma splices that would be unacceptable in normal correspondence are permitted in a bullet statement, and words like "the" and "a" can usually be omitted.  Each bullet statement in an EPR is limited to three lines in length.  Although there is no rule governing the length of bullet statements in OPRs, most organizations remain within the three-line limit.  Bold face, non-standard CAPITALIZATION, and extra exclamation points are taboo!!!!

Format for OPRs: Section IV, "Mission Impact," must be written in bullet statements.  The vast majority of raters in AFMC use bullet format for their comments in Section VI, "Rater Overall Assessment," and Section VII, "Additional Rater Overall Assessment," and some raters have established policies for their organizations mandating this.  Job descriptions may be written in bullet format. 

Format for EPRs: The text in all of the comment sections on both AF Form 910, Enlisted Performance Report (AB thru TSgt), and AF Form 911, Enlisted Performance Report (MSgt through CMSgt), must be written in bullet format.  Job descriptions may be written in bullet format.

Mandatory PIF and UIF Review

Raters and commanders must review all officers’ Personal Information Files (PIFs) and Unfavorable Information Files (UIFs) for derogatory information prior to completing OPRs, decoration recommendations, and Promotion Recommendation Forms.  This ensures they are aware of all pertinent information on the officer prior to completing these key actions.  However, realizing the administrative problems these reviews could cause, there is some flexibility in meeting this requirement.  Senior raters may opt to have subordinate commanders or equivalents certify review of the PIF and forward only significant information to the senior rater for review. The senior rater can then either certify that they have reviewed the information or that none existed.  Procedures vary.  Make sure you are aware of the processes that apply in your organization.

Common Mistakes to Avoid

Make sure you use the correct form and the most current version of that form.  The latest versions as of 15 Apr 2000 are: 

	Rank
	Correct Form

	AB thru TSgt
	AF Form 910 (20000601)

	MSgt thru CMSgt
	AF Form 911 (20000601)   

	Company Grade Officers (Captain & below)
	AF Form 707B (20000601)

	Field Grade Officers (Major thru Colonel)
	AF Form 707A (20000601)


          *Note:  Performance feedback worksheets are dated as follows:  AF Form 931, 20000101; AF Form 932, 20000101; AF Form 724A 20000101; and AF Form 724B, 20000101.

Ensure the "thru" and "from" dates are correct ("thru" dates are different for each type of report). For an annual report, the "thru" date is 1 year from the close out date of the previous report.  The close out ("thru") date for a CRO due to PCS is normally 30 days prior to departure.  For other CROs, the report will close out the day before the effective date of change.  The "from" date should be either the day after the ratee’s last report closed or the ratee’s Extended Active Duty (EAD) date. 

· Make sure all concur/nonconcur blocks are marked appropriately

· Ensure there are no promotion statements on OPRs (includes implied statements)

· Do not discuss officers' involvement in positions of grades higher than they currently hold.

· Example: "Capt Smith is filling a field grade officer's billet" is an illegal statement.

· For OPRs, make sure the final evaluator has been designated as a senior rater (see Endorsement Levels)

Fixing Mistakes

If a mistake is found before the report is filed in the MPF or HQ AFPC personnel record, the report should be corrected or reaccomplished.  If the mistake is found after the report has been made a matter of record (filed), then it must be determined whether the error is considered "minor."   Minor corrections include ratee identification data, "from" and "thru" dates, AFSCs, unmarked blocks, incorrect number of days of supervision, or incorrect PAS codes.  Minor corrections can be made by the MPF.  The MPF will make the necessary notifications to 

HQ AFPC and the MAJCOM.

If the mistake is in a narrative block, it cannot be corrected by the above means (because the correction could affect the comments' meaning, ratings, or endorsement level).  In these situations, use an AF Form 948, Application for Correction/Removal of Evaluation Report to correct the report.  These forms are available at the MPF's evaluations office.  The evaluations office processes this form when complete.  A corrected copy of the report, signed by all raters, should be included with AF Form 948.  MPFs provide their customers with detailed instructions on how to fill out the form and what documentation to attach.  AFI 36-2401, Correcting Officer and Enlisted Evaluation Reports, also contains complete, step-by-step instructions. 

Performance Feedback (AF Forms 931, 932, 724A, and 724B)

WHAT

Performance feedback is formal communication between a rater and ratee.  The rater should use this time to explain duty performance requirements and responsibilities, establish expectations, and inform the ratee if he or she is performing as expected.  Feedback does not take the place of day-to-day supervision, informal feedback, formal counseling, or casual conversations about expectations and duty performance. 

WHO

Initial feedback sessions are mandatory for all enlisted personnel and for officers in the grades of lieutenant through colonel.  Mid-course feedback sessions are mandatory for Lt Cols-Lts and SMSgts-ABs.  Follow-up feedback sessions are mandatory for Capts-Lts and TSgts-ABs

WHEN

Initial feedback sessions are held within 60 days of a change of rating official; mid-course feedback sessions are held midway between the date supervision began and the projected OPR/EPR close out date; and follow-up feedback sessions are held within 60 days of the close out of an OPR/EPR.  Raters are responsible to schedule feedback sessions to avoid conflicts with TDY, leave, and changes of reporting official, when possible, but ratees should also keep track of when feedback sessions are due.  Normally, the CSS will send a feedback notice to the supervisor to alert him or her that a feedback session is due, but the supervisor is accountable for ensuring the feedback sessions are scheduled on time whether or not a performance feedback notice is received.

A rater may schedule additional feedback sessions at any time.

A ratee may request a feedback session.  The session will be completed within 30 days of the request provided at least 60 days have passed since the last feedback session.

HOW

Only two people attend a feedback session: the rater and the ratee.  It should be conducted face-to-face, in a private setting such as an office or conference room, and it must be recorded on the appropriate Performance Feedback Worksheet (PFW).  Occasionally, unforeseen circumstances may make it impossible for the rater and ratee to meet face-to-face within the time period prescribed for a feedback session.  If there is no way for these people to get together, it is permissible to hold a feedback session by telephone, but telephone feedback should be rare. 

The rater handwrites or types, signs, and gives the completed PFW to the ratee at the conclusion of the feedback session.  The rater must keep a copy of the PFW for future reference.  Besides the rater and ratee, the only people authorized access to PFWs are those in the EPR rating chain for TSgts and below, and commanders for SNCOs.  Raters certify a feedback session has been accomplished by returning a copy of the performance feedback notice with the date of the feedback session and signatures of both the rater and ratee to the CSS office.  If the rater did not receive a feedback notice, he or she may document the session with a memo for record or other written statement signed by both the rater and rate that provides the date the feedback took place.  The documentation is filed in the ratee's Personal Information File (PIF) in the CSS office.
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Enlisted Performance Report (AF Forms 910 & 911)

WHAT

An Enlisted Performance Report (EPR) is an official record of an enlisted person's performance over a specific period.  AF Form 910 is used for Airmen Basic (AB) through Technical Sergeants (TSgts), and AF Form 911 is used for Master Sergeants (MSgts) through Chief Master Sergeants (CMSgts). 

WHO

All enlisted people receive EPRs.  The ratee’s grade on the date the EPR closes out determines whether the rater will use the form for AB-TSgt or MSgt-CMSgt for the report.  Normally, a rater must supervise the ratee for 120 days before he or she can write an EPR.  This period of supervision may be reduced to 60 days if more than a year has passed since the ratee's last EPR was completed.  The period of supervision is also reduced to 60 days if the ratee is an Amn or A1C with 20 or more months of Total Active Federal Military Service (TAFMS) and has not had an initial report yet, or if the rater is writing a referral report. 

WHEN

There are five events that trigger the requirement for an EPR. They are: 

	Initial
	Written when an Amn or A1C has 20 months of TAFMS 

	Annual (365 days)
	Written 1 year after the last EPR closed out for all SrA through CMSgt  (also applies to Amn and A1C 360 days after initial report closed out)

	Change of Reporting Official (CRO)
	Written when rater changes as result of official PCS, PCA, or there was an approved change of designated rater

	Directed by Headquarters (DBH)
	HQ USAF directs DBH that a report be written.  Common reasons: A1C has no EPR on file but is competing for SrA Below-the-Zone, MSgt slated to meet promotion board, but has not had a report since the previous board met

	Directed  by Commander
	The unit commander can direct a report be written at any time provided there are 60 days supervision


When one of these events occurs, the ratee's CSS will send a notice, known as a shell, to his or her rater. The notice contains all of the personnel data needed to complete the report.
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Ratee Identification Data 

Take this information from the notice produced by your CSS office. 

Duty Title

Use the duty title that appears on the notice. Duty titles can be changed at your CSS office. 

Job Description

This narrative describes the ratee's duties. It should give a clear explanation of his or her responsibilities within the unit and scope of authority. Tasks should be described in simple terms that anyone in the Air Force would understand. The job description can be changed by the rater without coordination with anyone. 

Evaluation of Performance
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The rater uses these blocks to describe the ratee’s performance in seven key areas.  Descriptions are provided with each block to give a general indication what level of performance corresponds to which block.  Marking any of the blocks on the far-left side of the form will make the report a referral (see referrals). 
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Promotion Recommendation 

The rating chain uses this area to make promotion recommendations. Compare the ratee to others in his/her grade and AFSC. 

Rater's Comments

The rater uses this space to make additional comments about the ratee's performance. These comments do not have to be aligned as closely to the organization's mission. For example, a rater could discuss important achievements in special projects, additional duties, or professional organizations. Raters may also suggest selection for schools, future jobs, and promotion. 

Endorser's Comments
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The endorser uses this section to support their rating decisions. The endorser must be the rater's rater unless endorser does not meet minimum grade requirements.  Endorser may also recommend for school, future jobs and/or promotion.

Commander's Review

The squadron commander uses this section to document reviewing the report for quality, inflated ratings, and to remove any exaggerations. The commander does not provide comments (exception: if the report is a referral and the commander is named in the referral letter, or the commander disagrees with one or more ratings on a report).  See AFI 36-2406, table 3.2, line 25 for more specifics.

Officer Performance Report (AF Form 707A/B)

WHAT

The Officer Performance Report (OPR) is an official record of an officer’s performance over a specified period of time.  It addresses performance only!  It will not include information about completion of off-duty education, PME, or promotion recommendations. 

WHO

Officers in the grades of second lieutenant through colonel receive OPRs.  The report’s author is the officer's rater, the person he or she works for, and from whom he or she received performance feedback.  A rater is required to have a minimum of 120 days as an officer's supervisor before writing an OPR; however, this period of supervision may be shortened to 60 days if it has been more than a year since the officer's last OPR was completed.  Many AFMC officers work as members of one or more Integrated Product Teams, are responsible to more than one program office, or are matrixed to another organization.  This complicates the question of who rates whom.  Because of this, the AFMC commander established AFMCPD 90-12 provides guidance on determining rating chains.

WHEN

OPR requirements are triggered by one of four events: 

	Annual (365 days)
	Written 1 year after last OPR or Training Report closed out 

	Change of Reporting (CRO)
	Written when rater changes as a result of an official PCS or PCA, if the officer is departing PCS to a school assignment, or if the officer is separating from active duty

	Directed by Headquarters (DBH)
	HQ USAF directs that a report be written (normally in conjunction with a selection board)

	Directed by Commander
	The commander can direct a report be written anytime provided there are 60 days of supervision


When one of these events occurs, the ratee's CSS office will send a notice, known as a shell, to his or her rater.  The notice contains all of the personnel data needed to complete the report.

Officers who will serve in the Reserves after separating must receive an OPR.  An OPR is not required if the officer is being discharged, resigning in lieu of further legal action, or if the officer is being involuntarily discharged or involuntarily released from active duty. 

Ratee Identification Data
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Take this information from the notice produced by your CSS office. 

Unit Mission Description

This narrative describes how the unit fits into the Air Force mission. The text can be changed with the senior rater’s approval. Everyone assigned to an organization uses the same unit mission description on OPRs. 

Duty Title
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The duty title should leave no doubt what the person does. Assume the reader does not know much about the ratee’s functional area. If the ratee is serving in a SPO, it is helpful to restate the SPO’s name. "Configuration Manager for F-16 Radars" is more helpful to readers than "Configuration Manager" alone. 

Job Description

This brief narrative describes how the ratee’s job fits into the unit’s mission. It can be changed by the rater without additional coordination. It should explain the ratee’s scope of responsibility and authority thoroughly and should include the number of people supervised and dollar value of assets managed. 

Impact on Mission Accomplishment

Comments in this section must be in bullet format and address job performance only. 

Performance Factors

This section addresses six critical performance areas and provides brief descriptions of each. Failure to meet standards in any one area would make the report a referral.
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Rater Overall Assessment
The rater uses this space to make additional comments about the ratee's performance. These comments do not have to be aligned as closely to the organization's mission. For example, a rater could discuss important achievements in special projects, additional duties, or in professional organizations. Raters may also suggest selection for schools, and future jobs. (See "Deciding What to Say" for specific guidance on what type of comments should and should not appear.) 

Additional Rater Overall

Assessment
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The additional rater also comments on duty performance and other relevant factors. He or she can make recommendations for  future school selection and assignments. These comments are limited to a maximum of five lines. 

Reviewer

The reviewer is the ratee's senior rater.  (See "Reviewer" for grade requirements.)  The reviewer does not make comments in the narrative block if he or she agrees with the rater and additional rater's assessments. 

Acquisition Examiner Review

The Air Force requires performance reports of people serving in designated acquisition positions be reviewed by higher-ranking people who serve in the same functional specialty.  In most cases, the rater, additional rater, or reviewer serves in the same functional "area" and can sign this statement.  See Acquisition Reviews for more information on acquisition examiner reviews. 

Referral Reports

WHAT

A referral report documents that a person did not minimally meet standards of performance, conduct, character, or integrity during a rating period.  If the report leads a reader to believe the individual did not meet standards, it should be referred.  The referral process gives the ratee an opportunity to comment on the negative information before it becomes a matter of record.  The consequences of receiving a referral report are serious.  For example, a referral EPR or an EPR with a “1” or “2” rating in the promotion recommendation block makes an NCO or airman ineligible for promotion or promotion testing until a non referral, “3” or higher, report is rendered. 

WHEN

Reports must be referred if: 

· A performance factor on an OPR is marked "Does Not Meet Standards" 

· An officer was convicted by a courts-martial during the rating period 

· There is a rating in the far left block of any performance factor in Section III, Evaluation of Performance, on an EPR, or when there is a rating of "1-not recommended for promotion" in Section IV, Promotion Recommendation, of an EPR.

· An evaluator makes comments that refer to behavior not meeting minimal acceptable standards of performance, personal conduct, character, or integrity.
Referral reports are strongly recommended when an officer was placed on the Control Roster during a rating period.

Raters must consider commenting on any Articles 15, Letters of Reprimand, Letters of Counseling, or Letters of Admonishment given to an officer during a rating period.  This type of comment would clearly mandate the report being referred to the ratee. 

WHO

Any evaluator in the rating chain, including the reviewer, can refer a report. A report must be

re-referred when someone in the rating chain introduces new derogatory information to the report. If this happens, the report must be returned to the ratee ("re-referred") so that he or she may comment on it. 

HOW

Hand-deliver the referral memorandum and a copy of the OPR or EPR to the ratee.  If the rater and ratee are geographically separated, use certified mail to send the referral memorandum and copy of report to the ratee.  Ensure the ratee acknowledges receipt.  The ratee may provide comments to the next evaluator in the rating chain within 10 calendar days.  The ratee may also request an extension from the next evaluator if he or she wants to provide comments but is unable to do so within the 10 calendar days.  If the ratee does not want to comment on the referral report, or after 10 calendar days have passed, the next evaluator in the rating chain annotates the appropriate statement as indicated below:

"I have carefully considered (ratee’s name) comments to the referral letter of (date)." or "Comments from ratee were requested but were not received within the required period."

The referral report then follows the same processing procedures as other reports.


Promotion Recommendation Forms (AF Form 709)

WHAT

This form was designed to provide central selection boards with performance-based differentiation among officers competing for promotion.  It provides a brief narrative that highlights the officer's most outstanding qualifications for promotion. 

WHEN

The form is finalized approximately 60 days prior to the central selection board that will consider the individual for promotion.  The senior rater provides the officer a copy of the PRF approxi​mately 30 days before the central selection board. 

A narrative-only PRF (no overall recommendation in Section IX) is also completed on officers departing for in-residence professional military education schools other than Squadron Officer School, degree granting education programs (Defense Systems Management College is not in this category), or initial training in a utilization field, and for officers in long-term patient status. This form would be used if the officer became eligible for promotion while in student or patient status. 

WHO

Written by a general, SES member, or senior colonel designated as an organization's "senior rater."  Prepared for every officer eligible for promotion In, Above, &  Below-the-Zone competing for promotion to Major, Lt Col, and Col.  Promotion Recommendation Forms for promotion to Capt are only completed for officers who will receive a 'Do Not Promote this Board' or officers who have derogatory data filed in the Officer Selection Record at the Air Force Personnel Center.

HOW

A well-written PRF covers accomplishments throughout the career, which show the officer’s depth and breadth of experience and readiness to assume the next grade.  It is important to focus on performance and the impact of that performance, not just an individual’s credentials, and to emphasize how the officer stands out from peers.  Comments in Section IV, Promotion Recommendation, are mandatory for all In-the-Promotion Zone and Above-the-Promotion Zone eligibles, comments are optional for Below-the-Promotion Zone eligibles who receive a “Promote” recommendation.  Comments in Section IV must be in bullet format.  Commanders, raters, and senior raters are required to review both the Personal Information File and Unfavorable Information File (if there is one) prior to completing a PRF.  If an officer has been convicted by a court-martial, a comment on that fact must appear on that officer's next PRF for below-the-zone and in-the-zone consideration.  If an officer is convicted in a court-martial after he or she has been deferred, a comment about the court-martial conviction must appear on his or her next PRF.  If an officer received an Article 15, Letter of Reprimand, Counseling, or Admonishment, the commander must carefully consider commenting on those actions.  The Chief of Staff strongly encourages commanders to include comments on PRFs if an officer is on [image: image17.wmf]the control roster. 

Ratee Identification Data

Take this information from the PRF notice 

Unit Mission Description

This is the same description as is used on the unit's OPRs. 

Duty Title and Description

The job title states what the rate does and the description defines responsibilities and scope of authority.  These can be different than the duty title and description on the officer's last OPR.  (See OPRs for information on preparation.) 

Promotion Recommendation

This section must be in bullet format and is limited to nine lines. It should cover the officer's entire career. Comments are optional on PRFs prepared for below-the-zone eligible officers who receive a "Promote" recommendation. 

Promotion Zone

Appears on the PRF notice 

Group Size

Found on the command allocation message (usually N/A). 

Board

Appears on the PRF notice. 

Senior Rater ID

Appears on the PRF notice. 

Overall Recommendation

Determined by the senior rater.  Left blank on PRFs competing for DPs at the aggregate and carry over portions of the MLR. 

Senior Rater

If you are unfamiliar with the senior rater's duty title or social security account number (SSN), contact his or her secretary or executive officer.

The Process

The MLRs expose senior raters to a wide range of quality of officer records within the command.  MLRs have three functions; 1) quality review, 2) Aggregation, and 3) Carry Over.  The quality review ensures officers receive consideration in the promotion recommendation process and is used to correct discrepancies in the PRFs as identified by the senior raters reviewing the records of performance.  The Aggregation portion of the MLR is a collection of senior raters for officers in units too small to earn a Definitely Promote (DP) allocation.   Finally, the Carry Over segment is for senior raters who have more officers that warrant DP recommendation than the quota system allows.  Senior raters may bring those officers’ records forward to the MLR to compete for a limited number of additional DP recommendations available.  The MLR will review the records of all officers brought forward and will select the best performers.  

Definitely Promote (DP) Allocations

The DP rates are based on the promotion opportunity for each grade.  These rates are different for line and non-line categories and vary for each grade.  The number of management level DPs are determined by applying the appropriate allocation rate to the number of IPZ or BPZ eligibles.  For line officers, fractions are rounded up to the next whole number.  APZ officers do not generate separate allocations.  They compete for the same DP allocations generated by the IPZ population.  A senior rater’s allocation is determined the same way except instead of rounding up; the allocation is rounded down.  The extra portions of the fractions are added together and used at the MLR.

MLR TIMELINES

Day 150--PRF Accounting Date.  Determines who will be the officer’s senior rater based on where the officer is assigned on day 150.  Officer’s PCSing are still assigned to the previous senior rater until they sign in at their new duty station.

Day 90--Officer Preselection Briefs (OPB) Flow.  It is the officer’s responsibility to review the OPB and work with the MPF to correct any discrepancies.

Day 60--PRF Cut-Off Date.  This is the earliest date that senior rater may sign the PRFs and the master eligibility list (MEL).

Day 59--PRFs are due to AFMC/DPMQP.   Please include the PRFs and the original signed MEL.

Days 60 to 40--MLRs are conducted.  MLRs are held at HQ AFMC, Wright Patterson AFB OH or via Video Tel Conference (VTC).

Day 30--PRFs are due to AFPC and Officers.  Members should receive their PRF approximately 30 days prior to the CSB.  This allows time for the officer to bring any errors/concerns to the attention of their senior rater.

Day 28--AF Non-Line MLR.  AFPC holds an MLR, in addition to the management level MLR, to award additional DP recommendations.

Day 0--Central Selection Board.  All OPRs and PRFs must be in file at HQ AFPC to ensure the eligible officers receive the best opportunity for promotion.

Old Guy/New Guy Rule.  Promotion recommendations provided to officers in transit between days 150 to 60 are reviewed by the gaining senior rater.

Student Status.  AFPC holds an MLR to consider all eligible officers who are Air Force level students (ISS/SSS in residence).  This board used the narrative-only PRFs provided by the officer’s losing senior rater along with the officer’s record of performance (ROP) to award the appropriate promotion recommendations.

MLR RESPONSIBILITIES

The Officer.  Officers are responsible for ensuring data reflected on the OPB is correct.  If errors exist the officer must work corrections through the appropriate office in the MPF.

The MPF.  MPFs verify accuracy of senior rater ids (SRIDs) and personnel accounting symbol (PAS) codes.  The MPF also provides PRF notices, MELs and Duty Qualification History Briefs (DQHBs) on each eligible to the appropriate senior rater.  Other responsibilities of the MPF include providing support to the senior raters and MLRs, making the ROPS available for senior rater review, and processing narrative-only PRFs.

The Senior Rater.  Senior raters must review the ratee’s ROP, DQHB, PIF, and UIF before preparing the PRF.  The senior rater is solely responsible for evaluating each officer’s ROP and DQHB, and for awarding PRF recommendations among officers or submitting officers to compete for aggregation or carry-over DP recommendations.  
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" thehoror and privilege o be- panel member on the most recen: SMSgt evaluation
bosrd. T would le 0 share my thoughts and ofservations so you may bettes understand
and pregae yourself and your folks for fuure promoion. Thi information i lso
imporiant fo aters and indorsrs since they are esponibe for cnsuring your
sccompishments and achievemens ar properly reflccted o paper forthe board (o resd.
One note of caution—is information iscne panel mermber's observations. Other pancl
membess may have a differet viewpoiat based on theizcxpericnce on the Soard.
Adéiionaly, my opnions do not necessaril relectan oficial AirForceor Boacd
Secretaratposion.

First impressions often carry the most weight and the evalusion board process is o
exception. believe we received thebestpossible supper, briefngs and other
infomaion for us o ulill the very imporant responsibilty of cnsuring the prozmotion
ligbles receved a feirlook. The process reinforced my fit in our promotion sysien.
‘The board president (a brigadiergenera)rea all panel members s boardcharge from the
A Force Chief of Saffand we all 1ok an oath o uphold i charge. Atno i were
we zstruted 10 give special consideration (favorsble or unfivorable to fut bumers,
those with signifcan ime i grade o servie, et.,and we had o ccess o tst el
We were given ampe prectic time on inacive records from  previous bosed and them on
acive tecods that we wonld see again te i th process. This allowed us to become.
‘omfortble with the process and gave s as  pane!) am oppraity 1 esablish cur
beachimar asto what constituied an average cecord. We coud the rise and lower
scores depending onthe content ofeach ndividual'srecord. 1 believe we did  gooc job
of easing we ued the enie scoring ange (6-10 i half point increments). This il
a0 helped us when we Lt encounered and resolved split votes, The aining nd
‘sl un processlasted il noon ofdsy 2 at which ime we were very confide we.
could failyand accuatey asess and seore each record.

Beforegeing into my pariculer cbsecvatons from the board, [ must share my opion
about board scores i geners. The score, n and of el i not as imporant a8 your
relatie sncing ia your areer ied. Ofcaurse, f you're a slecte i's uually oot
point.Ifyou did't et seoctd plesse don't gt 0o huog up on your perdicalar score
Fis the cligibl population changes cach year. So does the board/panel makeup.
Because o this your board seore could go up or down from year o year. Also,a
pacticalz panel may score lowes than anotber panel, Whar's mportant i it the el is
consient among the records they review. Soif you're the umber S nonselect on yea,
yourbosrd Scor drops the next year, but you've moved up 1 8 select o the amber 3
nosselct then you boardscore drop st a sigaifiant thing—it's all elaive, For hose
of youwho make SMSgt and then compete for CMSgt, you may otice your board scote
deaps. I uct, 3ou may not make CMS. That's cetanly disappointing, bu you need fo
understand i you'te compering agains people that aiso made te cu for SMSgt—this
ecords ¢ oing 1 b good. An analogy CMSAF (reired) Campanale once mace 1 just
becatse youit.300 i ipl A bascbell does't mean y0u'e going 1o 300 fn e





[image: image23.png]major leagues. This doesn't mean you're not good, justthat the competition is also good.
O thing you can do to make you a competitive a possible s ansute your records e
comeet

T can't overemphasize the imporince of reviewing your records o ensur th data is
‘curent and corect. This is YOUR respensibilty. You need o review the Sesior NCO
FactSheetthat i avilabl at s afpe af il Read and comply with these insructions
‘and your resords will b ascorret s possbl. | can’t tll you the umber of records that
had suspect dataor mising information. s your career, your promotion, and your
records. Make sue th information is correct!

‘Conirary 10 myth, there were no time lmitsfo eviewing  rocord. We had s much time:
a5 we needed f give ach record i's due. Some reconds took longe o review han other
records. We did not have a daily quoia nd we were not ever ushed or pressurcd,
However, you do yourself (and your peopi) a greaer secvice whea you st up EPRs ina
‘manmer that limates the board from havingto search for meaningful faets The below
observationsshould help you 10 3¢t up  rcord so you get the o bang for your buck.

+ Change the duy description when necessary. The same duty desciption each report:
may indicae a person s doiag th same thing from report o report. Thi could
indicte Lack o depthor beadh of experiene. Be carefl using the word “assisant”
a5 Assistnt Branch Chief. One EPR descipion stased “Responsible to the branch
chief for...”" No kidding! We're al responsible to somene,but it could reveal the
member o't chargeof anything (or esponsibi foranything).

- Don't game (make up) dutytles.The duty desciption mustsupport the . Be
careulusng First Sergeant as aduty tlle if the member isu’t n 8F000, Also, don't
use Senior Enlisted advisor—only Chiefs hoding SDI 9E000 are authorized o wse
that e, Breadth o experience means just hat. Don't change dury tils justfor he
sk of change—makes it ard 10 know if someone’s been promoted or fired.

+ ldeatify superviion in duty descrptin, leve,bow many supervised, ete,

- DAFSC sillevel is ot a make/break for promotion. The board understands that
force sructue changes have caused some people's DAFSC o go from the S-level fo
the v,

- Watch bow yourorganization ses up their setions. Diffeent unis se different
names fortheir sectonsiranches. Ensue you atculate i the duty deserption
xaclly wht aperson docs—don't make the bosd guess.

- Mesningful squadronicommunity iavolvement is important. It a part of the whole
person concept and can st s  discriminator for those records “bunched” together
poistwise. A track record of involvement means much more than one ncident. On




[image: image24.png]the other hand, an EPR with nothing but community involvement makes an enirely
ifferent sitement.

Aviasds count! Especally if here is 2 consistent pttem of achicvement
‘Quarterlyannual awards and isingished graduate awards av another way for the
board to discriminate the above average record rom the average record,

A 2Lt saing “the st v worked wit”or e best 've Known” st saying
anyhing unless he/she ispror service in which casethat needs to be mentioned i,
“best I've kaown in my 16 years of service.” I’ best o save this ballt for someone
Who has a broader background and more time i service.

‘Quantify acomplishments and the impacton the mission. Use nummbers whea
possible. Staing “my #1 MSgt" is good, especally n the senior raer's block,but it
osesscength f ot quantfed. #1 of 0, 1 in the wing, # in my NAF carres much
more weigh. Siaing “one of my best MSgrs” tells the board abscluely nothing. I¢s
‘much befter to be #2 or 43 of 50 than “one o my best”™

Be careful using percentages. The top 2% of the force can serve 15
~SMSgts—siating someone is i the top 10% of your
the wrong-signal.

B Waich the “watered down” signature. One seniorraersta
—— on four different pople. This hurt the senior ratee’s cred
o wonder which one was really the best.

“my #1 Mg
and caused me

‘Don't speak above your lvel. “Best n the USAF” can'tbe supported unles the
individual won an Air Force level award forbeing th best. Same a  section chief.
making the el that someone is “Best i the Wing.”

Quaniy in e the bosedcan uicklyundersand. Don't ke the boerd 210
e ot wkat S00% o sometin

Seaiot raterindorsements cary a ot of weight. 1 you don't have one it defistely
sends 2 message (o the boar. IFyou missa senior raer it difficalt o gt a
compettive score. The more recent the omission the more it counts. We understood
e “expeciation” period in 89 and 90 ax took tht into consicertion (same 35
pecpl receiving 4's and fons-side markdowns).

Lreviewed more than one record where the individual was  quartrlyanual award
‘winser with markdowns on front and no senior raer ndorsemen? This sends a
mixcd signal when someone was a wing annual award winner, but received a senor
rter depury indorsement.
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[image: image25.png]- Becareful when using phrases such as “has potential” or “continue to challenge.”
May indicate the person i not ready for promotion. Same as “groom for SMSgt” or
“groom for CMSgt. Thistlls me you need grooming because you'e not ready ye,
Maybe next year?

- Don't et your boss repestan accomplishment from the ater orrater's raer. Evea.
worse,don't repet from a previous EPR.. Save the best for lat. One rater mentioned
that the atce was an annval award winer in her firstsentence, The seior ater
dida'tsay nyhing of substsnce. A good ule of tumb s 0 read your EPR from
bottom 0 10p. Ifthe senor ate doesa't mention anything of substance, the board
‘member may miss the important accomplishment burid i the rater’ biock.

+ *Chief material,"“Puture SEA,” “CMSAF mateial” ae not grea bulet. How
sbout eling the board they'd make great SMSgs? One ate stated *Thinks ke a
Chief” What does that mean?

- One raterstated “Thiry years of experience qualify me o koow who Id promate to
‘SMSg." The rcord dida'tsupport tha satemeat.

- Be careful ying 1o be “cute” Nok everyone understand spors terms 50 avoid
satements such as “franchise player,” “fist round draf pick,” ez

- Watch“Quality” terms, Each MAJCOMwing/base uses different tems. Docen't
make an impact 0 the board i they don't understand what a “Parsigm Eficiency
Expert Yellow Stcky Exercise Achievemeat Avard Wizner” means.

- Beinga recent emaines is't ecessarily going 1 hurt your chances of geting
promoted. From my perspectve, retainecs thatexcel i their new AFSC show great
‘potential 1 be SMSgtand CMSgt leaders. We also had some retrainees tha dida't
bave an EPR in heir new AFSC. We evaluated their rocords based oa their old caeer
field and I don't believe i bt hem 10 be in 2 different AFSC.

- Have the individual' records with you when you write an EPR. That easures you
don't repeat accomplishents from yeat 1o year. You may ind hathard 1o believe,
but T sawsome EPR statements that were idential fom one report o the pext.

- 1 you mention a person enrolled in something, ensre you mention the individual
completed it 1fyou don't we can assume it was nevercomplted (e, SNCO.
‘Academy Comrespondence Course).

1 ome EPR, the fac he raee was Wing Personael Manager o the Year s burid.
Instead th tement “A super soldice—not frid to make input,ye illngly ccepts
e boss's decisions;  ed ore ke him” was used. Sure—everyone lovesa s



[image: image26.png]Waich erms that ae basc/unit specfic &g, “won the coveted Tesm 27 Award™

I one EPR it mentioned 4 person was “esponsible for the largest envollment i the
commazd." Yes, it didn" meion fhe envoled o ot. It was't 3 very psiive
sutemeat

‘Use care when wsing abbreviations. The board may not understand th abbreviatons.
Same thing with career field o loction specific terms.

Put soid personal accomplishments in the Indorser's lock. Ifthe individual deserves
10 bepromoed sy so! Doo'tassume the 5" aing says it l. Ifyou ned space,
leave out the satemeat “selct for the Seaior NCO Academy (SNCOA" I th.
Personget promoted they Il b selcted 0 atted the SNCOA.

‘Watch rame o posiion dropping. In e EPR I counted sevea usesof the word
COMACC (Commandes, Air Corzbat Command).

Masy ratrskept key accomplishiments to themselves then buried thean i the body.
Awards ad sccomplishments n the indorser’s lock 22d out o the pagel memmbnr,
Lukevtarm indorserments doa't get somease promoted.

The ank of e senior rater is not especially important. The fact befshe is the segior
rter (and tates something mesningful is the key.

Don't e phrass such as “speaks for iself™ Tell the board!

Getyour CCAF degree! You doa't need  college degree 0 gt promoted,but fyour
fecord s i the micle o e pack a degres may help push i towaads h top, On
balf poit from & panel memsber i worh 7.5 poiats toward promotion. Additonal
ducaion s benefca i can enhance your potental to seve i igher grade) s
long as it spplies 0 your specialty. Ensure your education s updated sod cureat o
your Saior NCO Brief. It makes a panel meraber wonder why a senior rater sad e
fodividial inished their CCAF degree, but i'snot updated in the systen,

Giveyour people mecdal ilfwhen tey cesrve them. Mecls writenust fo he
board were very obvious. Could hur the cedibility of the medal.

Homesteading s not viewed as negatively s in the past. Jobsteadingi. Lfyou'reat
oo locationfo  considerable amount of ime look s changing fobs. I you shov
bredth and depth of experience andio upwward mobilty it help, butbe careul
siaying o0 long at ane locaton. 1 reviewed many records where every EPR 1 read
showed e individual was at the same base. Be careful!

Don't waltunil you (o your folks) are up for promotion o begin bulding your
(her)reord. Today’s Air Force has a lethora of oustanding men sad samen—



[image: image27.png]those geting pomotedhave buit o record ovr  age period of e (since
they were $Sgts and TS

+ Give feedback to your troops. TDY, 100 busy, notenough fime, are notexcuses.
‘While this didn't coun i th scoring process, | ouldn't help notice bow many.
‘eople are't giving eedbck. I's not only aregulatary requirement,but also it needs
o be done o ensure our pople know wheze thy stand and how to improve. It may
have been coincidental,but often the recorls that showed feedback waso't completed.
were he weaker ones in the sack.

Agin, these are my own observarions/opinions, but [ hope you fin the information
useful. Out promotion process isn'a secret s i's iaportant o get as auch nformation
10 the field 5 possibe. Serving a5  pancl member was ceraily one of he best things
've done i my career and  encourage all of you 0 serve ifwhen the opportunty arises

Warm Regards,

Ace Pype

ACHIEL G. PYPE, CMSgt, USAF
Chief, Alrman Assignments
Air Force Matecil Command Diectorste of Persousel
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