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The NCOER
O f the many responsibilities an NCO has, few have 

more direct an impact on a Soldier’s career prospects 
than correctly completing the NCO Evaluation Report. 

This official personnel record identifies the strengths and 
weaknesses of a Soldier as well as his or her capacity to be an 
effective and productive member of the Army team. As a Sol-
dier’s potential for promotion is gleaned from the information 
the rater presents in the NCOER, it is vital to learn both the 
proper process of evaluating a Soldier and how to succinctly, 
yet honestly, express accolades and criticism.

 “It’s your evaluation as to how well a Soldier is doing his 
or her job; you should take ownership in what you’re saying 
about that person,” said Command Sgt. Maj. John Longcor, 
commandant of the NCO Academy at Fort Leonard Wood, Mo. 
“But, you’d be surprised at how many people don’t know what 
an NCOER is. Some are learning about it in Structured Self-
Development and think to themselves, ‘Wow, I guess it’s going 
to apply to me someday.’ Then, they come into the Warrior 
Leader Course and they find out it’s part of the Army’s bread 
and butter for young leaders.”

The new WLC program of instruction devotes four hours 
to learning and practicing the NCOER. Simplified, the report 
consists of accurate administrative data, descriptions of the 
work performed by the Soldier and ratings in various catego-
ries with supporting comments that justify the rating given. 

According to regulations, the final report, DA Form 2166-8, 
should be prepared following adequate counseling between 
the rater and the Soldier being reviewed. DA Form 2166-8-1 is 
used during counseling to organize the official evaluation.

Because it is so fundamental to Army personnel decisions 
and Soldier professional development, an NCOER must be 
precisely tailored to identify the unique characteristics and 
specialties a Soldier brings to the job. Without an honest and 
justifiable appraisal of performance and potential, the Army 
cannot identify those who would best fit the limited 
slots available for advancement and 
Soldiers cannot identify the areas where 
growth is needed. Thus, a generic or 
impersonal NCOER — one that doesn’t 
include well-written comments that sup-
port a given rating — does a disservice to 
both the Army and the Soldier being rated.

Ultimately, a single NCOER should 
not derail a Soldier’s career. Instead, the 
NCOER should be seen as one tool in an 
entire evaluation process designed to foster 
open communication between subordinates 
and their superiors, encouraging continuous 
professional growth over immediate, uncom-
promising perfection.

The most frequently seen errors, 
according to the U.S. Army Human 
Resources Command:

88 Wrong dates: The form cannot 
be sent to Headquarters, Depart-
ment of the Army, before the 
“thru” date. Likewise, the “from” 
date cannot overlap the “thru” 
date from the previous report.

88 Incomplete aPFt data: You 
must include the Soldier’s Army 
Physical Fitness Test score if 
rated “needs improvement” in 
the physical fitness section. Ad-

ditionally, profile status must be 
explained.

88 Inconsistent ratings: In the final 
section, the ratings given for 
performance and potential for 
promotion must be similar.

88 Lackluster comments: Bullet 
comments are the only way for 
a rater to justify the rating given, 
especially when “excellence” or 
“needs improvement” is marked. 
Comments should indicate how 
much the Soldier exceeded or 
failed to meet standards and give 

examples of why or why not.

88 generalities: Comments that are 
too brief, vague or trite neither 
convey the information needed 
to make personnel decisions nor 
aid the Soldier’s professional 
development. Be specific. 

88 repetition or embellishment: A 
particular example can only be 
used once as a bullet comment. 
Also, handwritten comments or 
type designed to stand out — un-
derlined, bold or italic  — should 
not be used. 
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o flawlessy handled finance actions for over 600 Soldiers while maintaining a 97%

timeliness rate

o outstanding administrative skills; key to success of the inprocessing and

outprocessing of more than 600 Soldiers

o sought self-improvement through correspondence courses; completed 88 hours

PASS

73 190

o improved APFT score by 20 points

o awarded Div Coin from CG for uniform appearance during the annual General

inspection

o a sterling example of military bearing; assertive and straightforward

o takes charge; selected by the HR SGM to perform as the Senior Human Resources

SGT

o researched, developed and implemented OJT program for her section of 5 Soldiers

and 6 Civilians

o led and mentored 5 inexperienced Soldiers to form an effective and professional

team

o commended by the Division Command Sergeant Major for superb performance

during Sergeant’s Time Training

o mentored and trained two Soldiers for promotion/WLC; one Soldier earned

distinguished honor graduate

o willingly shares her knowledge and insight; trained 12 S1 personnel on the NETUSR 

mission while maintaining a 100% submission timeliness rate 

o responsible for organizing the set up and execution of the finance station for the

inprocessing of 600 Soldiers; received a Brigade Commander's Coin of Excellence

o her emphasis on safety resulted in the company having over 364 accident-free day

and no DUI-related incidents

o maintained 100% accountability of classified equipment and materials

G1 NCO

Platoon Sergeant

Drill SGT

o must promote to staff sergeant at first available board

o potential unlimited for advancement; performing at a higher grade level now

o has potential to perform well at higher organizational levels

o extremely competent and motivated NCO
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    RATED NCO'S NAME (Last, First, Middle Initial)

  d.  SENIOR RATER.  Overall potential

for promotion and/or service in

positions of greater responsibility.

  THRU DATE

 f.  RESPONSIBILITY & ACCOUNTABILITY

o  Care and maintenance of equipment/facilities

o  Soldier and equipment safety

o  Conservation of supplies and funds

o  Encouraging Soldiers to learn and grow

o  Responsible for good, bad, right & wrong

  b.  COMPETENCE

o  Duty proficiency; MOS competency

o  Technical & tactical; knowledge, skills, and

abilities

o  Sound judgment

o  Seeking self-improvement; always learning

o  Accomplishing tasks to the fullest capacity;

  e.  SENIOR RATER BULLET COMMENTS

(Exceeds std)

 a.  RATER . Overall potential for promotion and/or

service in positions of greater responsibility.

EXCELLEnCE

EXCELLEnCE

SUCCESS

  b.  RATER.  List 3 positions in which the rated

NCO could best serve the Army at his/her

current or next higher grade.

 c.  PHYSICAL FITNESS & MILITARY BEARING

o  Mental and physical toughness

o  Endurance and stamina to go the distance

o  Displaying confidence and enthusiasm;

 d.  LEADERSHIP

o  Mission first

o  Genuine concern for Soldiers

o  Instilling the spirit to achieve and win

o  Setting the example; Be, Know, Do

  SSN

  PART IV (Rater)  - VALUES/nCO RESPOnSIBILITIES

  APFT

 e.  TRAINING

o  Individual and team

o  Mission focused; performance oriented

o  Teaching Soldiers how; common tasks,

o  Sharing knowledge and experience to fight,

PART V - OVERALL PERFORMAnCE AnD POTEnTIAL

Bullet comments are mandatory.

Substantive bullet comments are required for “EXCELLENCE” or “NEEDS IMPROVEMENT.”

  c.  SENIOR RATER.  Overall performance

  HEIGHT/WEIGHT

(Exceeds std) (Meets std)
(Some) (Much)

Superior

4
Fair

  5
Poor

Successful

4
Fair

  5
Poor

(Meets std) (Some) (Much)

(Exceeds std) (Meets std)
(Some) (Much)

(Exceeds std) (Meets std)
(Some) (Much)

(Exceeds std) (Meets std)
(Some) (Much)

nEEDS IMPROVEMEnT

EXCELLEnCE SUCCESS

nEEDS IMPROVEMEnT

SUCCESS

nEEDS IMPROVEMEnT

EXCELLEnCE SUCCESS

nEEDS IMPROVEMEnT

EXCELLEnCE SUCCESS

MARGINAL

nEEDS IMPROVEMEnT

1 2 3

1 2 3

committed to excellence

survive and win
duty-related skills

looks like a Soldier

+

+

+

AMONG THE

BEST

FULLY

CAPABLE
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Serves as a Human Resources Sergeant for HHC, 1st Brigade Combat Team, 23rd Infantry Division, consisting of 4,000 Soldiers, to

sustain the BCT and its missions; tracking and processing of NCOERs, retirements, and personnel actions; assists in the preparation and

execution of in and out processing; input eMILPO transactions; provides coordination with other agencies to include U.S. Army Pacific

(USARPAC), U.S. Pacific Command (USPACOM) and Defense Military Personnel Office (DMPO); responsible for the health and

welfare of three NCOs and a Soldier.

Alternate Postal Officer; Key Control Custodian
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CHURCHILL, ELIJAH A
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HHC, 1 BCT, 23 IN DIV

Senior HR Sergeant

JAMES, CAROLYN H

789-01-2345

42A5O
HHC, 1 BCT, 23 IN DIV

HR SGM

WASHINGTON, GEORGE B

234-56-7890

AG
HHC, 1 BCT, 23 IN DIV

S-1

george.washington76@us.army.mil

Human Resources SGT

42A4O

Out-processing, In-processing, Promotions and Award Ceremonies; Finance Actions
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o  exhibits high standards of behavior; a model NCO

o  totally professional and demands the same of her Soldiers

o  leads by example; a well disciplined NCO

carolyn.h.james2@us.army.mil

elijah.churchill1@us.army.mil

SGT

SSG

SGM
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nCO EVALUATIOn REPORT

PART I - ADMInISTRATIVE DATA SEE PRIVACY ACT STATEMENT

IN AR 623-3.

+

  a.  NAME (Last, First, Middle Initial)  f.1.  UNIT

FOR OFFICIAL USE ONLY (FOUO)

+

b.  SSN

c.  RANK
 d. DATE OF RANK   e.  PMOSC

02

RATER'S AKO EMAIL ADDRESS (.gov. or .mil)

SIGNATURE

SENIOR RATER S AKO EMAIL ADDRESS (.gov. or .mil)

DATE (YYYYMMDD)

(YYYYMMDD)

SIGNATURE

REVIEWER'S AKO EMAIL ADDRESS

DATE

RANK

 DUTY ASSIGNMENT

  ORGANIZATION

    PMOSC/BRANCH

RANK

 DUTY ASSIGNMENT

  ORGANIZATION

    PMOSC/BRANCH

 b.  NAME OF SENIOR RATER  (Last, First, Middle Initial)

  SSN

 DUTY ASSIGNMENT

  ORGANIZATION

    PMOSC/BRANCH

 c.  NAME OF REVIEWER (Last, First, Middle Initial

  SSN

RANK
)

 d.

 Page 1 of 2

(To include, as appropriate, people, equipment, facilities and dollars)

SIGNATURE

SIGNATURE

DATE

DATE (YYYYMMDD)

(YYYYMMDD)

(.gov. or .mil)

(Bullet Comments are mandatory.  Substantive bullet comments are required for “NO” entries.)

 g.  REASON FOR SUBMISSION

PREVIOUS EDITIONS ARE OBSOLETE.

Bullet comments

  l.  RATED NCO'S EMAIL ADDRESS

  INITIAL

COUNSELING DATES

  o.  PSB  CODE

  n.  CMD  CODE

f.2.  STATUS CODE

   YEAR  MONTH DAY

 (.gov or .mil)

PART II - AUTHEnTICATIOn

  b.  DUTY MOSC

NONCONCUR WITH RATER AND/OR SENIOR RATER EVAL
(See attached comments)

FROM

h.  PERIOD COVERED
  ZIP CODE OR APO,      MAJOR COMMAND

CONCUR WITH RATER AND SENIOR RATER EVALUATIONS

  LATER

  LATER

  LATER

 j.  NON-  RATED
  CODES

  i.  RATED  MONTHS k. NO. OF  ENCL

THRU

  m.  UIC

(Last, First, Middle Initial)

  SSN

PART III - DUTy DESCRIPTIOn  (Rater)

PART IV -  ARMy VALUES/ATTRIBUTES/SKILLS/ACTIOnS  (Rater)

YES NO

V
A

L
U

E
S

  1.  LOYALTY:  Bears true faith and allegiance to the U. S. Constitution, the Army, the unit, and other Soldiers.

  2.  DUTY:  Fulfills their obligations.
  3.  RESPECT/EO/EEO:  Treats people as they should be treated.

  4.  SELFLESS-SERVICE:  Puts the welfare of the nation, the Army, and subordinates before their own.

  5.  HONOR:  Lives up to all the Army values.

  6.  INTEGRITY:  Does what is right - legally and morally.

  7.  PERSONAL COURAGE:  Faces fear, danger, or adversity
 (physical and moral).

Loyalty
Duty

RespectSelfless-Service

Honor
IntegrityPersonal Courage

 ORG.
STATION

(
)

the rater and senior rater.  I further understand my signature verifies that the administrative data in Part I, the rating

officials in Part II, the duty description to include the counseling dates in Part III, and the APFT and height/weight

entries in Part IVc are correct.  I have seen the completed report.  I am aware of the appeals process of AR 623-3.

c.  DAILY DUTIES AND SCOPE

d.  AREAS OF SPECIAL EMPHASIS

e.  APPOINTED DUTIES

a.  ARMY VALUES.  Check either "YES" or "NO".

e.

f.

   YEAR  MONTH DAY

a.  PRINCIPAL DUTY TITLE

 a.  NAME OF RATER

  RATED NCO:  I understand my signature does not constitute agreement or disagreement with the evaluations of
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o flawlessy handled finance actions for over 600 Soldiers while maintaining a 97%

timeliness rate

o outstanding administrative skills; key to success of the inprocessing and

outprocessing of more than 600 Soldiers

o sought self-improvement through correspondence courses; completed 88 hours
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o improved APFT score by 20 points

o awarded Div Coin from CG for uniform appearance during the annual General

inspection

o a sterling example of military bearing; assertive and straightforward

o takes charge; selected by the HR SGM to perform as the Senior Human Resources

SGT

o researched, developed and implemented OJT program for her section of 5 Soldiers

and 6 Civilians

o led and mentored 5 inexperienced Soldiers to form an effective and professional

team

o commended by the Division Command Sergeant Major for superb performance

during Sergeant’s Time Training

o mentored and trained two Soldiers for promotion/WLC; one Soldier earned

distinguished honor graduate

o willingly shares her knowledge and insight; trained 12 S1 personnel on the NETUSR 

mission while maintaining a 100% submission timeliness rate 

o responsible for organizing the set up and execution of the finance station for the

inprocessing of 600 Soldiers; received a Brigade Commander's Coin of Excellence

o her emphasis on safety resulted in the company having over 364 accident-free day

and no DUI-related incidents

o maintained 100% accountability of classified equipment and materials

G1 NCO

Platoon Sergeant

Drill SGT

o must promote to staff sergeant at first available board

o potential unlimited for advancement; performing at a higher grade level now

o has potential to perform well at higher organizational levels

o extremely competent and motivated NCO
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    RATED NCO'S NAME (Last, First, Middle Initial)

  d.  SENIOR RATER.  Overall potential

for promotion and/or service in

positions of greater responsibility.

  THRU DATE

 f.  RESPONSIBILITY & ACCOUNTABILITY

o  Care and maintenance of equipment/facilities

o  Soldier and equipment safety

o  Conservation of supplies and funds

o  Encouraging Soldiers to learn and grow

o  Responsible for good, bad, right & wrong

  b.  COMPETENCE

o  Duty proficiency; MOS competency

o  Technical & tactical; knowledge, skills, and

abilities

o  Sound judgment

o  Seeking self-improvement; always learning

o  Accomplishing tasks to the fullest capacity;

  e.  SENIOR RATER BULLET COMMENTS

(Exceeds std)

 a.  RATER . Overall potential for promotion and/or

service in positions of greater responsibility.

EXCELLEnCE

EXCELLEnCE

SUCCESS

  b.  RATER.  List 3 positions in which the rated

NCO could best serve the Army at his/her

current or next higher grade.

 c.  PHYSICAL FITNESS & MILITARY BEARING

o  Mental and physical toughness

o  Endurance and stamina to go the distance

o  Displaying confidence and enthusiasm;

 d.  LEADERSHIP

o  Mission first

o  Genuine concern for Soldiers

o  Instilling the spirit to achieve and win

o  Setting the example; Be, Know, Do

  SSN

  PART IV (Rater)  - VALUES/nCO RESPOnSIBILITIES

  APFT

 e.  TRAINING

o  Individual and team

o  Mission focused; performance oriented

o  Teaching Soldiers how; common tasks,

o  Sharing knowledge and experience to fight,

PART V - OVERALL PERFORMAnCE AnD POTEnTIAL

Bullet comments are mandatory.

Substantive bullet comments are required for “EXCELLENCE” or “NEEDS IMPROVEMENT.”

  c.  SENIOR RATER.  Overall performance

  HEIGHT/WEIGHT

(Exceeds std) (Meets std)
(Some) (Much)

Superior
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Fair
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Poor

Successful
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Fair

  5
Poor

(Meets std) (Some) (Much)
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PERIOD COVERED
Annual NCOERs must cover no 

more than 12 months. After 
a change of rater, the period 

must be at least 90 days.

ADMINISTRATIVE DATA
Use the proper rank abbreviations 

and ensure that the Social 
Security number is correct.

BULLET COMMENTS
Quantitative and substantive 

comments are required to explain 
areas where the NCO is particularly 

strong or needs improvement.

RATING CHAIN
While Department of the Army 
civilians are authorized to be 
raters and reviewers, at least 
one in the rating chain must 
be a member of the military.

SIGNATURES
If using PureEdge form-

completion software, these 
blocks can be digitally signed, 

but not more than 14 days 
before the form’s “thru” date.

ANATOMY OF A GOOD COMMENT
Bullet comments should be preceded with 

a small letter “o,” start with a verb, and 
are limited to one to two lines. Be  short, 
concise and to the point. Use past tense.

DON’T GENERALIZE
Comments should be listed in the 
order of strength and quantify the 
NCO’s success — use numbers to 

justify the rating given.

RATING
“Excellence” must be justified by 

specific examples and measurable 
results. “Success” is meeting the 
standard. “Needs improvement” 

must also be explained.

Da Form 2166-8: 
Filling out an NCOER


