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SUBJECT:  Rater Evaluation Philosophy
Rating Philosophy
An Example You Can Use — and Adapt   (NCOER)
Writing a rating philosophy isn’t required — it’s simply how I try to lead. Your NCOs deserve to know how they’ll be evaluated before the rating period starts, not after. This is one approach, not the only one: replace every [bracketed] field with your information, set the bracketed targets in paragraph 4 to your formation, and take what’s useful. Keep it built on three rules:
1. Base it on the rating criteria — the six attributes and competencies (Character, Presence, Intellect; Leads, Develops, Achieves).
1. Make it objective — standards your NCOs can measure themselves against, count, and strive to reach.
1. Communicate it up front at the start of the rating period, and reinforce it in day-to-day and quarterly counseling.
The standards under each attribute are measurable wherever possible — examples to aim at, not a rigid checklist; your NCOs may meet them in ways I didn’t list.
The example below is a rater’s (platoon leader’s) philosophy. Senior raters: keep paragraphs 1–3, then replace paragraph 4 with your Part V potential standard and your commitment to honesty under the “Most Qualified” 24% profile cap.
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MEMORANDUM FOR Noncommissioned Officers Rated by the Undersigned, [Platoon / Section]

SUBJECT:  Rater Evaluation Philosophy

1.  Purpose.  To share how I evaluate, so that every noncommissioned officer (NCO) I rate knows the standard before the rating period begins, not after. Publishing this is not a requirement; it’s simply how I try to lead, and it supplements, rather than replaces, our counseling and day-to-day conversations.
2.  References.  
a.  AR 623-3, Evaluation Reporting System.
b.  DA PAM 623-3, Evaluation Reporting System.
c.  ADP 6-22, Army Leadership and the Profession.
d.  AR 25-50, Preparing and Managing Correspondence.
3.  My role, and what I owe you.  I assess performance — what you actually do during the rating period — and I record it in Part IV of your NCOER (DA Form 2166-9-2). Many of you have served longer than I have, and I respect that experience; my job is to evaluate you fairly and help you grow, not to pretend I have all the answers. You will get timely, meaningful, and honest feedback grounded in objective metrics rather than feelings — “timely” meaning on the spot, not only at scheduled counseling. I will counsel you within 30 days of the start of the rating period and review your progress against this standard at least quarterly, so there are no surprises at close-out. Hold me to the same standard: if my feedback isn’t clear or isn’t timely, tell me. Bring your own goals to our first session and I will build them in.
4.  The standard, by the six attributes and competencies.  “Met” is the expectation and an honest, respectable rating; I reserve “Exceeded” and “Far Exceeded” for performance clearly above peers. I have made these as measurable as I can: Army-wide standards are firm, and the [bracketed] targets are ours to set together. They are examples, not the only way to excel — if you meet the standard another way, show me.
a.  Character (Part IVc – Met / Did Not Meet).  Army Values, discipline, and ethic; supports SHARP, EO, and EEO. Pass/fail, and largely a record of what did not happen:
(1)  Zero substantiated EO, SHARP, or integrity violations.
(2)  100% current on required SHARP, EO/EEO, and values training.
(3)  Misconduct confronted on the spot and documented within [48 hours].
b.  Presence (Part IVd).  Military bearing, fitness, confidence, and resilience — the most measurable block:
(1)  Passes the ACFT and meets AR 600-9 body composition — no exceptions.
(2)  [Section ACFT average ≥ 450 with zero failures]; personal score [≥ 540].
(3)  Meets AR 670-1 wear and appearance; zero recurring corrections.
c.  Intellect (Part IVe).  Judgment, expertise, and self-development you can count:
(1)  100% current on MOS / skill-level certifications and required licenses.
(2)  Completes [the next NCOES course / [X] semester hours / a professional certification].
(3)  Implements [≥ 1] documented process improvement (SOP, load plan, sick-call flow) with a measured result.
d.  Leads (Part IVf).  Leads others, builds trust, communicates, and leads by example:
(1)  Plans and leads [X] training events (Leader Time Training, lanes, ranges) to standard.
(2)  Section weapons qualification [≥ 90%]; [X] Soldiers qualified.
(3)  Leads [X] real or simulated missions and improves [response time] by [X%].
e.  Develops (Part IVg).  Develops others, builds climate, and stewards the profession:
(1)  Counsels 100% of subordinates on time (monthly / quarterly) per AR 623-3.
(2)  [X] Soldiers prepared for and selected by promotion boards; [X] certified or recertified.
(3)  [Zero] unresolved EO complaints; [reenlistment / retention ≥ X].
f.  Achieves (Part IVh).  Results, accountability, and measurable output:
(1)  100% accountability of assigned equipment and sensitive items — zero losses.
(2)  [Equipment readiness / FMC ≥ 90%]; [MEDPROS / medical readiness ≥ 95%].
(3)  [X%] of taskings and suspenses met on time.
5.  Keep the record yourself — it’s your support form.  Your running record is your NCOER Support Form (DA Form 2166-9-1A). Armed with this philosophy, you already know what counts, so start filling it in at the beginning of the rating period and keep it current — capture your accomplishments and the numbers behind them as they happen. Those bullets become the evidence for your evaluation and keep our counseling honest and defensible. Bring it to every session and I will help you shape it; the better your record, the better I can represent you.
6.  Bottom line.  Your evaluation reflects your career and your livelihood, and I take that seriously. I won’t get everything right, but I will be honest, I will prepare, and I will advocate for the rating you earn. Give me your best and I will give you mine.
7.  Point of contact.  The point of contact for this memorandum is the undersigned at [email] / [phone].
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