Rating Philosophy
A Rater & Senior Rater Guide for Junior Officers  -  NCO Evaluation Report (NCOER)
Set an objective standard for how you will evaluate and develop the NCOs you rate - and share it before the rating period starts, not after.
A rating philosophy is the standard you put in writing for how you will evaluate the NCOs in your charge. Writing one is not standard practice, but it is best practice. You owe your Soldiers timely, meaningful, and honest feedback grounded in objective metrics rather than feelings. Without it, the NCOER becomes painful and poorly done - and that fails the very people whose careers and livelihoods depend on it. Build yours on three rules: (1) base it on the rating criteria - the six attributes and competencies; (2) make it objective, so your NCOs can see and strive for the goal; and (3) communicate it up front and reinforce it during follow-up counseling.
1.  The Purpose of the Rater and Senior Rater
The NCOER (DA Form 2166-9 series; governed by AR 623-3 and DA Pam 623-3) is built on the Army Leadership Requirements Model in ADP 6-22. It deliberately divides responsibility between two officials so that one measures the present and the other forecasts the future. This guide centers on the DA Form 2166-9-2 (SSG-1SG/MSG) - the platoon-sergeant level you are most likely to rate.
Rater - assesses performance. The rater evaluates what the NCO actually did during the rating period. As a junior officer, you are typically the rater for your platoon sergeant. The rater also owns counseling: an initial session that sets expectations within the first 30 days, and quarterly follow-ups that track progress against them. Your rating philosophy is what makes that initial counseling objective, specific, and repeatable.
Senior Rater - assesses potential. The senior rater judges how far and how fast the NCO can go, and recommends future assignments. The senior rater also manages a profile (Section 2): a finite distribution of top-box ratings that protects the credibility of every report you sign. Company commanders routinely senior rate the NCOs in their formation.
In short: the rater answers “How did they perform?”  The senior rater answers “How high is their ceiling, and where should the Army invest them next?”
2.  The Different Ratings
Every box you check is a claim others rely on for promotions, schools, and assignments. Know what each one means before you mark it.
	Official
	Assesses
	Block on the form
	Rating scale

	Rater
	Performance
	Character (Part IVc)
	Met / Did Not Meet Standard  (pass-fail)

	Rater
	Performance
	Presence, Intellect, Leads, Develops, Achieves (Part IVd-h)
	Far Exceeded / Exceeded / Met / Did Not Meet Standard

	Rater
	Performance
	Overall Performance (Part IVi)
	Far Exceeded / Exceeded / Met / Did Not Meet  (Met is the norm)

	Senior Rater
	Potential
	Overall Potential (Part V)
	Most Qualified (capped at 24%) / Highly Qualified / Qualified / Not Qualified


See Annex A (last page) for a labeled map of where each box below sits on DA Form 2166-9-2.
1. Character is pass-fail. It is the only block scored Met / Did Not Meet - you do not grade integrity on a curve. The NCO either meets the Army's ethical standard or does not.
1. “Met Standard” is the norm, not an insult. Doctrine expects most NCOs to be rated Met. Reserve Exceeded and Far Exceeded for performance genuinely above peers; a common rule of thumb is that only about a third of your reports should exceed, and only about a third of those should far exceed. Inflating everyone erodes your rater tendency and quietly devalues your strongest performers.
1. The senior-rater profile is the “rating profile” you manage. Most Qualified is limited to 24% of the NCOs you senior rate in a grade. Exceed that and the system automatically downgrades the report to Highly Qualified and still charges you the Most Qualified - so spend your top boxes deliberately on your true top quartile.
3.  Identifying Performance in the Six Attributes & Competencies
The attributes are what a leader is and knows (Character, Presence, Intellect); the competencies are what a leader does (Leads, Develops, Achieves). You identify performance by looking for observable, measurable behavior - then you document it the same way. The test of a usable bullet: could a stranger verify it? “Is a strong leader” fails. “Led the platoon through 15+ real-world and simulated MEDEVAC missions across a dispersed AO, improving response times” passes. Use the table to recognize - and write - performance in each block.
	Block (box type)
	What to look for (observable indicators)
	Strong, objective example (observed behavior)

	CHARACTER
Attribute - Met / Did Not Meet
	Army Values, empathy, Warrior/Service Ethos, discipline; supports SHARP, EO, EEO. Does the right thing unsupervised and confronts wrongdoing.
	"Took immediate, appropriate action when confronted with unethical behavior; enforced EO and SHARP and fostered a climate of dignity and respect."

	PRESENCE
Attribute - 4-tier
	Military and professional bearing, fitness, confidence, resilience. Bearing and appearance, ACFT, composure under pressure.
	"Maintained combat readiness through rigorous PT - zero ACFT failures across 22 Soldiers; projected composure leading in high-tempo clinical and field operations."

	INTELLECT
Attribute - 4-tier
	Mental agility, sound judgment, innovation, interpersonal tact, expertise. Problem-solving, process improvement, self-development.
	"Refined the sick-call SOP, cutting patient congestion and improving clinic throughput; maintained a 3.8 GPA across nine semester hours."

	LEADS
Competency - 4-tier
	Leads others, builds trust, extends influence beyond the chain of command, leads by example, communicates.
	"Led the platoon through Iron/Spartan Focus, enabling 15+ real-world and simulated MEDEVAC missions across a dispersed AO; coordinated a battalion flu drive for 454 Soldiers."

	DEVELOPS
Competency - 4-tier
	Positive climate, esprit de corps, prepares self, develops others, stewards the profession. Mentoring outcomes and conflict resolution.
	"Mentored six Soldiers to promotable status via mock-board prep and coaching; resolved five informal EO complaints before they disrupted the team."

	ACHIEVES
Competency - 4-tier
	Gets results. Mission outcomes, accountability, measurable output.
	"Maintained 100% accountability of $20M+ in equipment with zero losses; ran two M17 ranges that qualified 80 Soldiers."



Match your words to your lane. A rater's overall comment speaks to performance - e.g., “ranks in the top 10% of senior NCOs I have worked with; consistently enforced standards and developed Soldiers.”  A senior rater's comment speaks to potential and pace - e.g., “Ranks #1 of 3 SSGs I senior rate; unlimited potential - promote now and send to SLC without reservation.”  The first earns a box in Part IV; the second earns a box in Part V.
4.  Building and Using Your Rating Philosophy
1. Write it against the six blocks. For each attribute and competency, state the objective standard you expect at “Met,” and what “Exceeded/Far Exceeded” looks like in this duty position.
1. Make it measurable. Tie expectations to numbers the NCO controls - ACFT average, accountability rate, qualification and certification counts, training events led, board and promotion outcomes.
1. Deliver it up front. Issue it at initial counseling within the first 30 days, attach it to the NCOER support form, and have the NCO acknowledge they understand it.
1. Reinforce it quarterly. Use formal counseling to show progress against the standard, capture strengths and weaknesses, and update short- and long-term goals. There should be no surprises at the end of the rating period.
1. Tell the truth. Grade on observed metrics, not feelings or recency. An honest “Met” beats a hollow “Far Exceeded” - and it protects both your credibility and your profile.
One honest tension: your philosophy can guarantee an objective performance standard every NCO can reach - that is the rater's lane. It cannot guarantee everyone the top potential box. “Most Qualified” is capped at 24% and comparative by design. Say so plainly: everyone can earn “Met/Exceeded” on merit; only your demonstrated top quartile can hold “Most Qualified.” That candor is what makes the system trustworthy.
Built on ADP 6-22 (Army Leadership Requirements Model) and AR 623-3 / DA Pam 623-3. Tailor to your duty position and current command guidance. Examples are de-identified and illustrative.
Annex A.  NCOER Form Map  -  DA Form 2166-9-2
A schematic of the SSG-1SG/MSG report for orientation only - not a substitute for the official form. The rater completes Parts III-IV (performance); the senior rater completes Part V (potential). Use it to place every callout in this guide.
	PART I  -  ADMINISTRATIVE DATA

	Rated NCO data
	Name, rank, PMOSC, unit, period covered (FROM-THRU), rated months.

	PART II  -  AUTHENTICATION

	Rating chain
	Rater, Senior Rater (and Reviewer if required); signatures; counseling dates (Initial + Later).

	PART III  -  DUTY DESCRIPTION   (Rater)

	Duty description
	Principal duty title; daily duties & scope (people, equipment, dollars); special emphasis; appointed duties.

	PART IV  -  PERFORMANCE, ATTRIBUTES & COMPETENCIES    (Rater assesses PERFORMANCE)

	Part IVa - Fitness / Ht-Wt
	APFT/ACFT pass-fail-profile; height & weight; within standard (Y/N).

	Part IVc - CHARACTER
	[ ] Met      [ ] Did Not Meet       (pass/fail - the only binary block)

	Part IVd - PRESENCE
	[ ] Far Exceeded    [ ] Exceeded    [ ] Met    [ ] Did Not Meet

	Part IVe - INTELLECT
	[ ] Far Exceeded    [ ] Exceeded    [ ] Met    [ ] Did Not Meet

	Part IVf - LEADS
	[ ] Far Exceeded    [ ] Exceeded    [ ] Met    [ ] Did Not Meet

	Part IVg - DEVELOPS
	[ ] Far Exceeded    [ ] Exceeded    [ ] Met    [ ] Did Not Meet

	Part IVh - ACHIEVES
	[ ] Far Exceeded    [ ] Exceeded    [ ] Met    [ ] Did Not Meet

	Part IVi - RATER OVERALL
	[ ] Far Exceeded    [ ] Exceeded    [ ] Met    [ ] Did Not Meet     (Met = norm; rater tendency)

	Part IVj - Rater narrative
	Bulleted performance comments that support the box checks.

	PART V  -  SENIOR RATER OVERALL POTENTIAL    (Senior Rater assesses POTENTIAL)

	Part Va - Potential
	[ ] Most Qualified (limited to 24%)   [ ] Highly Qualified   [ ] Qualified   [ ] Not Qualified

	Part Vb - SR narrative
	Comments on potential; promote and school recommendations.

	Part Vc - Assignments
	Two successive + one broadening assignment (3-5 years).
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