Executive Officer Training Guide

Performance Reports
Helping your boss review and edit performance reports are one of the most important tasks you will have as an Executive Officer.  You have an opportunity to help your boss shape a member’s career; you should take this responsibility very seriously.  Your boss (the Senior Rater) will rely on you to ensure reports reach his/her desk when they are READY for signature or final review.
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Report Mechanics/Timeline

Helpful Hints

Summary

The Exec’s Role

By virtue of your position, you are usually the “last stop” for a performance report prior to SR signature.  You must help your boss ensure his/her signature only appears on reports which are accurate, well-written, and provide an honest assessment of the ratee.  Although you are not the Senior Rater, you must know his/her role and assist him/her in accomplishing these critical tasks.

You will be the traffic cop, advising supervisors, commenting on reports, and sending the reports in to him/her.  You are responsible for ensuring supervisors are tasked and reports are completed within a reasonable timeframe.  You should be your boss’ and unit’s “Report Guru.”

Senior Rater’s Role

AFI 36-2406, Officer and Enlisted Evaluation Systems, identifies the Senior Rater responsibilities, 3.2.3.  To fulfill these responsibilities, the SR needs to review the appropriate ratee documentation:  PIF, UIF, and record.  The SR also needs an honest assessment from the ratee's supervisor.  As the exec, your job is to 1) review these items yourself, and 2) ensure they are available for the SR.

The Senior Rater will review the rater’s comments, appropriate accompanying documentation, and concur/non-concur, as appropriate.  Once the Senior Rater signs the report, ensure it is processed by the appropriate CSS and MPF.  You can now move on to the next report—the process continues.

Report Mechanics/Timeline

As a new executive officer, you need to understand the expectations your boss, the Senior Rater, has for you regarding performance reporting.  He/she may have experienced outstanding report support in the past, or just the opposite; he/she certainly will have his/her own ideas about how reports should be written and processed.  Early on in your tenure, you should discuss this philosophy and help him/her relay that to subordinate commanders and staff.  Obviously, you should accomplish the tasks as directed, but there are a few items which you may find helpful tools.

You should know each member of your unit, their supervisors, when their reports are due, status of PME completion, when they are scheduled to meet promotion boards, and any pertinent comments.  The best way to gather this data is through a binder of individual RIPs on each member.  Your administrative staff can help with this.  Take this data, build a spreadsheet, and populate it with the data you need.  As new members are added, update your list and ensure it correct.  You are now ready to begin.

The local CSS should send a report notice to the appropriate supervisor NLT 60 days prior to the report close-out date.  As the exec, you should have seen this coming and have already suspensed the supervisor.  Since the Senior Rater may not sign the report until the close-out date, you need to set realistic suspenses to ensure the entire process is completed soon after the close-out date.  Most likely the CSS will expect to see the report NLT 10 duty days after the close-out date; the MPF, 30 calendar days after the close-out date.

Insist supervisors in your unit accomplish the following items prior to sending the report to your office:

1) Review appropriate PIFs and UIFs (if there is one)

2) Complete a worksheet with the members DOR, Decoration history, PME status, and Next promotion opportunity

3) Write a personal note to the Senior Rater about the member describing why they write/suggest specific comments

4) Send an electronic file, if appropriate

5) Send a complete package up to the SR with all pertinent items, including a copy of the member’s record

Once you receive the package it is your responsibility that everything is correct prior to sending it in to your boss.  The last thing you want for him to do is touch the same piece of paper again because YOU didn’t see an error.

One of the most difficult tasks you will have at this point is making sense of any stratification comments and job/school recommendations.  Your boss will most likely have very specific guidance to you on stratification, but there are many ways you can help yourself.  Keep a current tally of the number of members in each grade (21 Capts, 15 Majors, 2 Chiefs, etc)—this will make it much easier when trying to figure out the stratification numbers.  Document the results of the stratification decisions—put the data in your handy spreadsheet.  The same holds true for job/school recommendations.  Finally, send a personal note of your own to the boss with the appropriate numbers (“you gave Joe #1 already, you might want to consider giving him a top 1% or #2”).

When you have succeeded in obtaining the boss’ signature, send the original down to the CSS.  Hopefully the report is correct and the MPF will accept it and place it into the member’s official record.  Congratulations!  Get started on the next one…

Helpful Hints

Read AFI 36-2406 and understand it.  We have inserted a link to that publication here for your use. You will receive questions; know the answers or know where to turn!

Meet with your boss to specifically go over his/her druthers on reports, specifically stratification.  Each SR likes to put his/her own flavor on it, understand what that is, and do it.

Collect the data you need on all your members and keep it updated.  Your job will be much easier if the data is accurate.

Explain the units reports process to all supervisors; insist it is followed and keep them on their toes by reviewing the report metrics periodically.

Use all your resources; experts in your unit, CSS and DP personnel.  Writing guides are extremely important, particularly if they have been updated to include the latest “style du jour!”  

Arrange OPR/EPR training opportunities for your unit.  Your local MPF or DP staff will probably provide or can direct you to the proper office.  Ensure your boss receives SR training as appropriate.  

Review comments from senior officers/chiefs who sat on past promotion boards; these are invaluable to you as you can see the attitudes of the folks who actually read these reports. 

Arrange for your boss to meet separately with your officer and enlisted members to discuss his stratification philosophy.  This can help clarify why some of the decisions turn out the way they do. 

Watch the use of acronyms or highly specialized words.  Too many times they mean very little to folks outside the unit and/or the command.  Try using a descriptor instead of the actual term.  You might choose to use “navigation system” instead of “BHCMS.”

Summary

The importance of OPRs and EPRs cannot be overstated.  The AF promotes our members through the use of these instruments—it is critical that they accurately reflect the performance and potential of our members.  Collectively, they serve as a reliable, long-term, cumulative record of a member’s performance.  What could be as important?

As the executive officer for a Senior Rater, you are usually the “final stop” before the report hits the SR’s desk.  It is your responsibility that the SR receives it in a timely fashion and he has the information to accurately assess the member’s performance and promotion potential.

Apply the appropriate energy and resources to this all-important task and it will seem easy.  Take care of your folks and the mission will be in great hands.

Good Luck!



























































































