

    EFFECTIVE WRITING

  WHAT DOES THIS MEAN?


Writing effective EPRs comes down to one thing:  using hard-hitting, fact-filled words and statements which paint an accurate picture of the ratee in the mind of the reader.  Since most promotion folders for senior NCOs meeting the E-8 and E-9 evaluation boards receive only a few minutes of review by board members, it becomes critical that EPRs “come alive” to the reader and contain meaningful information about the ratee as an senior NCO and leader.  Critical facts, specific achievements, and performance-based potential must be easily recognized by the reader.  This also holds true for those organizations throughout the Air Force that have made it a policy to use EPRs as the primary source for awarding decorations.


This training guide emphasizes the key aspects of an EPR in today’s highly competitive environment.  It offers suggestions for preparing effective written reports, section-by-section, and provides written examples to highlight both good and bad writing techniques.  Observation, objectivity, judgment, and the integrity needed for the task of communicating an individual’s performance and potential must come from you--the rater.

“My guidelines are simple.  Be selective.  Be concise.  Don’t tell someone what you know; tell them what they need to know, what it means, and why it matters.”





General David C. Jones


Remember, meaningful EPRs in the eyes of boards members must meet clarity, credibility, composition, and content.  To put it simple: be direct, clear-cut, to the point, and state the facts, and the impact of those facts.
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THE READABILITY TEST

  BOTTOM LINE!


Often times raters fail to take quality measures to ensure an EPR is discrepancy free and has the strength which they truly want to portray to the reader.  Usually when this happens, the rater spends more time correcting and strengthening the report than he/she would have if they had taken some quality review measures from the very beginning.  To improve EPRs you write in the future, use the following quality review process:


Review the Product.  When you think you’ve finished the EPR, let it sit for a day or two, then go back and read it.  Does it say what you want it to say?  Does it meet the test of simplicity, directness, and impact?  Edit the text to economize on words.  Remember, choose your words very carefully--some are valuable and others are very dangerous.  Look up words if you are not absolutely certain of their meaning.  However, remember, if you have to look up words, those who read it may have to as well, or over- look it.  Don’t compromise the meaning of your thoughts because of misunderstood or misinterpreted words.  Be very careful in the diction you use.  Remove words or sentences that don’t add to the message.  Does sincerity come through?  If not, look at your choice of words and sentence construction.  Read the draft aloud and listen to the sound of the words, phrases, and sentences.  Do your ideas flow smoothly in the text or do the points you’ve made keep jumping around?  If they don’t sound right--dump’em and start again.  Remember, you’re trying to convince.  Do it smoothly; do it logically.  Once you have arranged and organized your information on the ratee and chopped it to its barest essentials, work on polishing the words, phrases, and sentences to exhibit sincerity, conviction, and mission impact.  When that’s done--you’re done!


Bottom Line.  The EPR is the most important document in an enlisted member’s record.  The ratee deserves a chance to have his or her performance understood first, and evaluated second.  If you want someone promoted, make your EPR comments “jump off the page” at the reader and seize his or her attention with your feelings of conviction for the ratee--that’s your job--the most important one. As Sir William Osler put it, “The best preparation for tomorrow is to do today’s work superbly well.”

NOTE:  Read Air Force News Service Article (Don’t Fear the EPR) at Appendix 4.
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 TIPS IN WRITING EPRs

  EXAMPLES OF WEAK AND STRONG EPRs


                

 WEAK JOB DESCRIPTION
1. DUTY TITLE.
Operations Branch Superintendent.

2.  KEY DUTIES, TASKS, AND RESPONSIBILITIES.

Responsible for the effective management of over 300 airmen performing duties in weapons systems security, law enforcements, military working dog utilization, air base ground defense (ABGD), point area defense, military customs, and town patrol operations.  Plans, coordinates and publishes operating plans and instructions for normal and contingency operations.  Coordinates police activities with local police departments.  Liaison with the Office of Special Investigation for joint operations.  Serves as S-3 Operations Representative, during ABGD operations.  ADDITIONAL DUTIES:  Vice-president Wing Top Three Association and president, Squadron Top Four Association.
Vague; leaves one guessing about the exact level of the job.





STRONG JOB DESCRIPTION

1.  DUTY TITLE

Munitions Superintendent

2.  KEY DUTIES, TASKS, AND RESPONSIBILITIES.
Supervises 21 personnel.  Responsible for the effective management of 13 facilities, 19 vehicles, and a munitions account valued more than $110 million.  Ensures capability to receipt, inspect, store, and perform organizational and intermediate maintenance on over 270 line items.  Provides guidance and establishes training standards required for the effective planning and scheduling of all munitions functions supporting operational and contingency requirements.  Ensures the timely accomplishment of all Time Compliance technical orders.  Established accountability procedures for all aircraft training munitions.  Writes the Munitions Employment Plan.  Enforces safety and supply discipline.  ADDITIONAL DUTIES:  Unit Training and Safety NCO.
Comprehensive description;  clearly identifies scope of responsibilities and supervisory role.  Clearly addresses major tasks associated with the job.
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WEAK RATER’S COMMENTS

RATER’S COMMENTS
-  Aggressively ensures applications are submitted within Air Force guidelines and time frame

-  Continually ensures enlisted performance reports and officer performance reports are monitored and 

    submitted with a 100 percent on-time rate

-  Devised schedules for ergometry manager to ensure unit personnel were tested safely and effectively

   --  Coordinated with base ergometry manger to ensure unit monitors were thoroughly trained prior to

        conducting testing

-  Led subordinates to improve leave processing by establishing a system whereby leaves can be processed

    via telephone

    --  Set up and taught a training class to ensure section monitors were aware of Air Force leave policies 

         and procedures

Definite lack of specifics; sub-bullets do little to substantiate claims made in primary bullets;  “white

space” tells a story.




STRONG RATER’S COMMENTS

V.  RATER’S COMMENTS

-  Aggressive management of maintenance inspections resulted in the unit’s up time rate of 99.99 percent

   and an “Outstanding” rating in equipment reliability during the HQ AETC ORI

-  Superbly managed the $10 million radar operations and maintenance (O&M) contract, ensuring

   successful installation and testing of AN/FPS-117 (V5) radars at two remote sites

-  Identified and rewrote, in it’s entirety, the quality assurance plan.  Plan ensures thorough evaluation and

   strict compliance of the $10 million O&M contract

-  Spearheaded efforts to improve command equipment status reporting by obtaining data processing

    equipment for GOI radar Agency to track repair actions

-  Outstanding management of QA section.  Resulted in “Excellent” rating on annual activity inspection

-  Skillfully completed an unprecedented inventory of a $4 million supply account, identifying over

   $300,000 in unaccounted assets

-  A true professional, our most frequent choice to work the unit recognition program--absolutely my best

-  Proven track record confirms he is ready for promotion to CMSgt now.

Strong active statements; good support of main bullets; good use of specific accomplishments.

Strong promotion recommendation statement.
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      WEAK RATER’S RATER COMMENTS

VI.  RATER’S RATER COMMENTS

-  Best Master Sergeant on my team!  Involved in all facets of our operation

   --  Highly effective member of USAF Air Traffic System Analysis team; analyzed facility operations,

       detected misleading procedures, and recommended action to improve safety and operational 

       effectiveness

   --  Directorate tax Advisor; provided excellent advice and assisted personnel in preparation of tax

        returns
Sub-bullets don’t support the great introduction; lack specific details and do not show results




    STRONG RATER’S RATER COMMENTS

VI.  RATER’S RATER COMMENTS

-  A strong, enthusiastic leader who works the tough issues and get results

   --  A pacesetter...selected as chief of the most dynamic, greatest volume flight...annually, awards $24M

       and 14,000 actions

   --  A multi-talented NCO...within three months, his strong guidance and leadership resulted in the best

       command purchase lead times and highest buyer productivity

-  Honor Graduate of Advanced Management of Defense Acquisition--most deserving to the rank of SMSgt

Effectively communicates the impact of each accomplishment.  Provides comments which communicates to the reader the ratee’s promotion potential (complements Section IV, Promotion Recommendation)




WEAK INDORSER’S COMMENTS

VII. INDORSER’S COMMENTS

-  People and aircraft are his business and SMSgt _____knows how to make them go

-  Subordinates are spurred to high productivity by his leadership and example

   --  Concern for both has cohesively melded his unit under the objective wing concept

-  A driving force and mentor to younger, less experienced junior NCOs

   --  Promotes Air Force policy perfectly; always focused on solutions; he has my total confidence

Lacks specific details and does not show results; most bullets could be used for any NCO.  There are no comments relating to ratee’s potential for promotion or increased responsibilities.
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           STRONG INDORSER’S COMMENTS 

VII.  INDORSER’S COMMENTS

-  Air Force winner of the 1991 Secretary of the Air Force Leadership Award as top SNCO Academy

   Honor Graduate from a group of 1500 competitors

-  During the MAJCOM ORI, as Chief, Unit Exercise Evaluation Team, received “Excellent” or better

   ratings in every category and was hand-picked to monitor multi-million dollar isalnd radar and upgrades

-  My finest SMSgt and number one choice for promotion to CMSgt this cycle.

Without a doubt the ratee’s accomplishments are clearly stated.  The indorser communicates to the reader where the ratee stands within his/her organization.  Strong promotion recommendation statement.
NOTE:  Evaluators should remember to always show potential for promotion and increased responsibility, and reserve these type of comments for their very best people--those most deserving.  Supervisors should use strong actions action verbs to illustrate ratee’s accomplishments (See sample action verbs on next page).  Also, remember promotion recommendation comments are now allowed in EPRs and should be used for those deserving immediate promotion to the next highest grade, and not those ratees who aren’t quite ready to take on the responsibility of the next highest rank.  (See Appendix 5 for more examples of weak and strong EPRs)
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          SAMPLE ACTION VERBS

Acquired



Established


Procured

Activated



Estimated


Produced

Administered



Executed


Programmed

Advised



Expanded


Proved

Analyzed



Expedited


Promoted

Anticipated



Extracted


Provided

Appointed



Forecasted


Published

Appraised



Formed

 

Purchased

Approved



Framed



Recommended

Arranged



Hired



Recruited

Assessed



Improved


Redesigned

Audited




Increased


Reduced

Augmented



Initiated


Rejected

Averted




Instigated


Regulated

Avoided



Inspected


Related

Bought




Instructed


Renegotiated

Built




Interpreted


Reorganized

Captured



Interviewed


Reported

Centralized



Introduced


Researched

Conceived



Invented


Resolved

Commanded



Investigated


Reviewed

Converted



Launched


Revised

Corrected



Led



Revitalized

Controlled



Liquidated


Saved

Created




Localized


Scheduled

Cultivated



Located



Selected

Counseled



Maintained


Settled

Decreased



Managed


Simplified

Decentralized



Marketed


Sold

Defined




Minimized


Solved

Demonstrated



Modernized


Standardized

Designed



Monitored


Stimulated

Determined



Negotiated


Studied

Developed



Obtained


Supervised

Devised



Operated


Supported

Documented



Original


Taught

Doubled



Performed


Terminated

Edited




Pioneered


Tested

Employed



Planned



Tightened

Enforced



Prevented


Traded

Ensured



Processed


Trained
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