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ABSTRACT

The quality of decisions arrived at by promotion boards,
selection boards, detailers, and placement officers will
reflect, in part, the accuracy and thoroughness of the infor-
mation available in fitness reports. Although '"perfect"
fitness reports will not guarantee faultless results, any-
thing less than optimal performance evaluations will
certainly degrade the quality of decisions accordingly.

The purpose of this thesis is to provide reporting seniors
and subordinate officers an insight into the Navy's fitness
report system and propose relevant tools and techniques to
officers preparing fitness reports to enable them to complete
their task more objectively and in a manner fair to the
officer being evaluated, yet providing the Navy with the
information that it needs.

The philosophy and importance of officer performance
evaluations are reviewed, their many uses enumerated,-and the
present system is analyzed with problem areas identified and
recommended solutions provided that could be initiated without
revising the present fitness report directives or format.
Finally, considerations for possible future use are suggested
that are beyond the present report format or current

implementing directives.
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I. OVERVIEW

"The system works.'" So say the presidents of the
promotion boards in their summary reports to the Secretary
of the Navy. 'The system works.'" So say the myriad of
selection boards after choosing officers for special educa-
tional programs (both professional schools and civilian
universities), screening for CO/XO for fleet, squadron, and
selected shore biliets, determining who of those reserve
officers requesting augmentation will be selected, or any
of the many other discriminating boards. ''The system works."
So say the detailers who monitor officer's progress, iden-
tify patterns of professional development or possible short-
comings, and do their best to insure that officers careers
are enhanced by simultaneously progressing through demanding
assignments and attaining necessary/required qualifications.

""The system works.'

So say the placement officers who are
tasked with filling billets with the best qualified, avail-
able officers. ''The system works.'" So say the reporting
seniors who are charged with evaluating the performance of
officers assigned to him/her.

With only infrequent exceptions, all the users of the

fitness report affirm its ability to provide the information
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they require to do their jobs. However, not so infrequently,
they report that more accurate, more specific, more detailed
data could be reported that would assist them in performing
their responsibilities more effectively and more efficiently.
This thesis is concerned with providing the reporting
senior with additional tools to enable him or her to evalu-
ate subordinates more accurately, more objectively, more
fairly, and to assist the reporting senior to constructively
counsel junior officers on their performance. This is to
be accomplished working within the present system, using
the present fitness report form and procedures outlined in
BUPERSINST 1611.12D (Report on the Fitness of Officers). To
do this, the philosophy and importance of fitness reports
will be reviewed, their uses enumerated, and the present
system analyzed. Problem areas will be identified, and
potential solutions provided. Finally, possible future
considerations are presented that extend beyond the present
system, present forms, and present implementing instructions.
These future actions are proffered in recognition that no
personnel performance evaluation system is a panacea, and
that it must be flexible and meet the changing needs of the

organization.
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A, INTRODUCTION: IMPORTANCE OF FITNESS REPORTS

Reports on the Fitness of Officers are an objec-
tive appraisal of their performance, as documented
by their reporting seniors, from the date of initial
appointment until separation. Fitness Reports are
the primary basis for selection of officers for
promotion and assignment to duty. Realistic,
objective evaluations of individual officers are
essential to the accomplishment of each of these
tasks /BUPERSINST 1611.12D/.

When considering any individual command throughout the
Navy, the task of reporting the fitness of officers by the
Commanding Officer may not be a difficult one. Depending
on the size of the unit, the reporting senior will probably
be personally familiar with each officer, know their
strengths and weaknesses, be able to prepare ''realistic,
objective evaluations'" of their performance, and be capable
of discussing the evaluation with the officer ina construc-
tive, meaningful way. However, when projecting this
responsibility from the single command to the entire fleet
and approximately 2500 reporting seniors, each possessing
~difficult personalities, varied backgrounds, distinctive
attitudes, heterogeneous standards, and varying mission
areas, the task of comparing these reports of fitness for
any of the myriad of purposes that they are used seems
monumental. With the present Navy officer corps strength

at about 69,000, it would be impossible, or at least ex-

tremely difficult, to apply uniform standards to all officers
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across all ranks, across all specialties, across all assign-
ments. At times the validity of the results of this process
is questioned.

Fitness reports are a command responsibility by regula-
tion, and the specific individual responsibility of the
Commanding Officer. The fitness report is the product of a
continuing relationship between the individual, the rater
(Commanding Officer) and the ratee (subordinate officer).
This relationship is interpreted in many ways. Some officers
view it as an adversary one, while others see it as a neces-
sary evil, and yet others consider it a positive program
with decided results. The importance of the fitness report
to the individual officer is obvious from the following
quo tation from the Bureau of Naval Personnel Manual:

Reports on the fitness of an officer constitute the
most important part of his record. They provide a
record of the duty performed and the manner of the
performance, ... and a statement of his personal
characteristics. Fitness reports are the primary
means of determining selection, promotion, and
assignment of officers. Adequate evaluations of
individual officers are essential to the accomplish-
ment of each of these tasks. The failure of a
reporting senior to appraise objectively the per-
formance of any officer under his command is a grave
failure to meet a public trust and could constitute
an injustice not only to the officer reported on
but to other officers as well /United States Navy,
1975, p. 34-107.

Article 1152, U. S. Navy Regulations states ".... The

preparation of these (Records of Fitness) reports shall be
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regarded by superiors and Commanding Officers as one of
their most important and responsible duties.'" From this
statement and others quoted herein, it is apparent that
the fitness report is a crucial record for every officer
in determining his career, as well as being critical to
the entire Navy. However, given the importance of this
single document and its impact on the individual officer
and the Navy establishment, it is surprising that other
than BUPERSINST 1611.12D, very little guidance is provided
to reporting seniors on how to prepare performance evalua-
tions, what to consider in his marking scheme, and how to
discuss the report with the officer. The purpose of this

thesis is to attempt to £fill that void.

B. NATURE OF FITNESS REPORTS

During the daily events that constitute the life of a
Navy command, officers consciously and unconsciously form
opinions about each other. All seniors appear to judge
their subordinates, making various uses of their evaluations.
Juniors, too, fofm judgments of their seniors, their peers,
their jobs, and the unit as a place to be assigned. Some
judgments are only personal opinions, which will always be
present when two or more individuals are co-located. Other

types of evaluative judgments may relate to the quality of
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the work performance and to the components of the work
relationship between the reporting senior and the subordinate
officer.

As previously stated, the Navy organizational system
attaches great significance to the official assessments
that superiors make of their subordinates. 1Its interesting
to note that although the ability to appraise others skill-
fully is a critical skill that should be possessed by all
reporting seniors, that quality is not currently one of the
criterion for judging professional performance. This appar-
ent inadequacy exists even though the fitness report system
lies at the heart of building the strength of the naval
organization through developing its manpower resources.

To generate confidence in decisions resulting from the
use of the fitness report, the reporting senior's perform-
ance evaluations need to be systematic, objective, and fair.
Clear policies and well-designed procedures, an understand-
ing of the character of performance evaluations, their many
uses and abuses, and a training effort directed at reporting
seniors, as well as an educational effort for all officers
on the entire fitness report system, are necessary for

attaining these aims.

17




1. Reactive vs. Non-Reactive Measgures

Fitness reports, by their very nature, are a reac-
tive measure by the reporting senior in evaluating the sub-
ordinate's performance. The senior "evaluates' the junior's
conduct of his duties and reports his findings. The reac-
tive nature of the appraisal process may create as well as
measure performance and attitudes. As a result, the out-
come of the entire performance evaluation process (the fit-
ness report) is subject to being an invalid measure of the
performance of an officer. This is likely due to several
key factors /Webb, p. 137:

a, Awareness of Being Evaluated. The process by
which officers are evaluated may affect the results of that
evaluation. They are aware that their performance is being
scrutinized and that they must "'make good'" to be promoted or
assigned to the ''career emhancing billet.'" This knowledge
of being tested may distort his behavior, and what is ob-
served by the reporting senior may not, in fact, be the real
qualities of the individual. One solution to this bias is
the use of archival records or observations that do not
require the cooperation of the officer being observed.

b. Reactivity Due to Role Selection., When an
officer is singled out for evaluation, either by his posi-

tion, rank, or circumstance, the evaluator forces upon the.
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junior a role-defining decision -- What kind of an officer
should I be in this situation? What is appropriate? What
is expected? An officer who thinks that his Commanding
Officer wants him to be forceful while standing a bridge
watch will be so. If he thinks his senior wants him to pay
strict attention to detail, the junior may do that, too.

c. Eisenberg Effect. fhe inclusion of an Equal
Opportunity specific aspect of performance on the fitness
report may, in itself, cause a change in the officer's atti-
tude toward minorities. The evaluation process influences
real changes in what is being evaluated -- behavior, which
is the Eisenberg Effect.

d. Reporting Senior Effects. The senior officer
is an important source of clues to the junior on what be-
havior is appropriate for a given situation. The junior
will respond to visible clues provided by the senior. Addi-
tional potential biases are introduced by the reporting
senior. A senior's role set, his expectations of an offi-
cer's performance, or his likes and dislikes, may influence
a junior's performance. They include age, sex, race,
warfare specialty, and commissioning source.

e. Change in the Evaluation Instrument. When an
individual's reporting senior detaches or a revision in the

fitness report format or procedure is promulgated, another
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potential threat to validity has been introduced. The
evaluator may change over time and not grade performance in
a uniform manner.

2. Validity - Intermal and Extermal

The question of the validity of performance evalua-
tions is complicated by the fact that validity can be
appraised only by comparison with another measure - a
criterion. Fitness report ratings are valid to the extent
that they measure what they are supposed to measure. But
fitness report ratings are generally used to appraise quali-
ties for which no objective measures are easily available.
(Chapter VI contains recommendations for removal from the
fitness report those rating areas considered to be entirely
subjective in nature.) Hence, only when some trait that can
be measured in a quantified manner is rated can a simple
test of validity be made. For more inclusive tests of
validity, evaluations must be compared with performance
history and other evidence of the overall value of the
officer, independent of the reporting senior.

a, Intermal Validity. Internal validity asks the
question of whether or not a difference exists in any given
comparison. It asks whether or not an apparent difference
can be explained away as some measurement artifact /Webb,

p. 10/. Internal validation involves determining the extent
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of certain biases introduced by rater (reporting senior)
behavior. Historically, these biases have existed and have
provided a basis for explaining inflation of marks, lack
of spread in the distribution of marks, and lack of inde-
pendence among seemingly different aspects of officer
performance.

b. External Validity. Externmal validity deals
with the problem of interpreting the difference between two
measures and the problem of generalization /Webb, p. 1I/.
External validity involves comparing the measures of one
fitness report with previous reports submitted to determine
the continuity of ratings over time and between revisions of
fitness report formats, the relative independence of measures,
and the ability to identify high and low performers. The
individual performance elements must be in a form with which
seniors can discriminate in the relative qualities of the
officers.

3. Reliability

A most important consideration of performance
appraisals is the reliability of the ratings =~ which means
the consistency of the evaluations. There are several
methods of checking on reliability, none of which are pre-
sently utilized in the Navy. In one, raters repeat the

performance evaluation process after a time so short that
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few chariges in ratees could have taken place. The two sets
of evaluations thus provided are then compared for ccnsis-
tency in the pattern of ratings. In another procedure, the
ratings of ind'vidual officers by several senior officers
are compared. Evidence of unreliability usually reflects
other deficiencies - halo effect, central tendency, high-
level tendency, and leniency error (see Chapter IV). Relia-
bility can be improved by training reporting seniors and
providing them with appropri~t¢: tvols and skills to carry
out their responsibilities more effectively. The intent of
this thesis is to provide the basis for acquisition of

these needed tools and skills.

C. PARALLEL CONSIDERATIONS FOR ORGANIZATIONS

Many decisions relating to the preparation and use of
the fitness report are unclear and ambiguous. Trade-offs
are required; give-and-take is necessary. One might think
that a pertinent directivé of the Chief of Naval Personnel
would be explicitly followed. However, chere exists a
factor or force so powerful that it could successfully defy
the exercise of ultimate fitness report authority. As a
result, the policy making body in Washington has had to
consider many factors in reaching a decision dealing with
the system by which a naval officer stays or leaves the

organization, and succeeds or fails at promotion.
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The expense of organizational changes is one of those
difficult considerations. A revised format may be required
at a point in time, but the impact on the fleet and cost in
terms of time spent learning the new procedure, time and
money to correct the inevitable mistakes in submitted fit-
ness reports, money for printing of new forms, and finally
the frustration felt by all officers in another change in
the system. Unless the advantage to the individual officer
is made evident to him, he will resist a change and find
ways of ''beating the system.'

The effect of individual officer competition on an
organization and its influence on marking trends must be
contemplated. The fitness report cannot be viewed as an
entity in itself. The systems that it supports must also
be considered. The promotion, selection, and assignment
processes are all based on a relative ranking of officers,
with the highest ranking being promoted, selected, and
assigned to the ''good billets.'" Competition is evident
throughout the system and has resulted in inflated marking
trends. The ''galloping average'' (continuing higher average
fitness report marks) is apparent. With the exception of
points in time where a new format was introduced or higher
authority attempted to crack down on inflated marks, there

has been a steady rise in inflation to the point now where
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over 907% of the officers are rated in the top 10% of the
officer corps.

Goal congruence is another issue that must be pondered.
The goals of an individual officer, his reporting senior,
and his command may be supportive in nature and actively
support the Navy's mission. However, they may just as easily
not support each other and prove to be dysfunctional in
nature and result in suboptimization of goals.

Finally, the process of altering the expectations of
the organization and the individual must be considered.
Perhaps the present "up-or-out' policy should be challenged.
Presently, many, perhaps most officers feel that they must
be rated in the top 107% to get promoted or selected. Appar-
ently, the predominance of reporting seniors feel that they
have to rate officers in the top 10% to maintain their
cooperation to insure that the job gets done. There seems
to exist a lack of trust and confidence in the officer
community in the fitness report system that has resulted
in current directives being circumvented. A change in the
individual and command expectations concerning fitness re-
port marking trends may help in restoring confidence in the
fitness report system through fairmess, openness, and

uniformity in preparation of evaluations.
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II. USES OF FITNESS REPORTS

The fitness report is one of the primary tools for the
management of the Navy's officer corps. It is designed to
adequately support the promotion, selection, assignment,
retention and career development objectives as established
by the Chief of Naval Personnel. It is this author's
opinion that regardless of who is utilizing it orAwhich of
the many applications that it may be used for, the fitness
report and the information that it provides, remains, in
the view of many officers, as the most significant factor

in an officer's career progression.

A, PROMOTION

Most officers associate the fitness report with promo-
tions. Whether an officer is ''deep selected,'" promoted
with his contémporaries, or '"fails to select,'" is determined
primarily by the performance evaluations in an individual's
record. An officer's complete record is reviewed by a
promotion board. His performance in all duty assignments
is closely observed, the billet pattern is evaluated, his
growth potential is measured, and finally his skills and
capabilities are compared with the future requirements of

the Navy.
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There are three major components to the officer promo-
tion cycle: eligibility, selection, and promotion. Each
element is governmed by numerous laws, regulations, and
administrative procedures. The structure of the officer
corps of the Navy is similar to that of a pyramid, with
the broad base representing the junior officers and the
peak depicting the Chief of Naval Operations. Figure II-1
represents the make-up of the officer corps, not including
Warrant Officers and Limited Duty Officers, for pay grades
0-1 through 0-9 as of 31 July 1976. 1In order to allow a
normal flow of promotion, not every officer who begins at
the base of the pyramid can realistically expect to reach
the peak. Theoretically, however, each officer does have
the same promotion opportunity as his contemporaries. Pro-
motion opportunity is the result and interaction of three
different but related factors /United States Navy, 1976,

p. 3/: 1) Prescribed Number, which is the number of officers
of a particular category specified for a grade or combination
of grades, 2) Promotion Flow Point, which is the number of
years of commissioned service at which most officers would

be promoted, and 3) Promotion Percentage, which represents
the number of officers authorized‘by the Secretary of the

Navy to be promoted divided by the number of officers in
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Figure II-1

Active Duty Officer Corps
31 July 1976

Flag:
11 Admirals
37 Vice Admirals
86 Rear Admirals(upper)
144 Rear Admirals(lower)
278 Total

3758

Captains

7478

Commanders

o —

12,048

Lieutenant-Commanders

15,645

Lieutenants

16,345

Lieutenant-Junior Grade and Ensigns

Total Officer Corps- 55,552




the promotion zone. These three factors interact in a
dynamic manner and a change in one will result in a change
in the other factors.
1. Title 10, United States Code

Title 10, United States Code is the federal statute
that governs all aspects of the Armed Services. Chapter
543 of that enactment deals specifically with Navy and
Marine Corps selection boards convened to consider officers
for promotion.

a. Promotion Board Responsibilities

The following are specific duties and guidelines
for selection boards as set forth in Title I of the Officer
Personnel Act of 1947, Section 109:

(1) "...recommend for promotion those officers
whom it considers best fitted for promotion...."

(2) '"The recommendation of the board in respect
to the promotion of officers ... shall be based upon their
comparative fitness...."

(3) "All reports or recommendations ... shall
require the concurrence of at least two-thirds of the acting
members."

(4) 'The selection board shall also report the

names of any officers among those eligible for consideration

and of less than twenty years' service whose reports and
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records in its opinion indicate their unsatisfactory per-

formance of duty in their present grades and in its opinion

indicate that they would not satisfactorily perform the

duties of a higher grade."

It should be noted that in exercising this responsibility,

selection boards very infrequently make such a determination.
b. Promotion Board Composition

Section 5701, Chapter 543, Title 10, United
States Code, establishes the requirement to convene selec-
tion boards annually to recommend male line officers for
promotion. Section 5702 applies to staff corps officers,
while 5704 is relevant to women line officers. When officers
of the Naval Reserve are eligible for consideration by a
board, an appropriate number of reserve officers must sit
on that board. Likewise, if women staff corps officers are
being considered by a board, a suitable representation of
females must be on the board.

The following are the structures for various
promotion boards for line officers. Where the staff corps
or women's boards differ, it will be so indicated.

(1) Captains for promotion to Rear Admiral.

For line officers, the board consists of not less than nine
officers serving in the grade of Rear Admiral or above. Each

staff corps will have its own board comprised of not less
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than three nor more than nine officers serving in the grade

of Rear Admiral or above.

(a) For promotion to Lieutenant .through
Captain. All staff corps boards will consist of not less
than six or more than nine officers serving in the grade

of Commander or above.

(b) For women line officers being consid-
ered for promotion to Lieutenant through Captain, the board
will be comprised of not less than six or more than nine

officers, with the Secretary of the Navy determining the

rank structure.

(2) Commanders for promotion to Captain. The
board will include not less than nine officers serving in

the grade Rear Admiral or above.

(3) Lieutenant-Commanders for promotion to
Commander. The board will contain three officers serving
in the grade of Rear Admiral and six officers serving in

the grade of Captain.

(4) Lieutenants for promotion to Lieutenant-
Commander and Lieutenants-Junior Grade for promotion to
Lieutenant. The board will be made up of nine officers

serving in the grade of Captain or above.
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2. Promotion Board Procedures
Each selection board has complete freedom in
the establishment of rules and procedures required
to discharge the duties set forth in its precept
[Chief of Naval Personnel letter of 16 April 1970/.
Officers assigned to selection boards are tasked

with a most important and demanding assignment. In their

hands rests to a large extent the future of the naval estab-

lishment. The board members are experienced, mature officers

with a variety of backgrounds. All members must be ''due
course' officers, having been promoted either with or ahead
of their contemporaries. Although no legal requirement
exists, the Bureau of Naval Personnel attempts to insure
minority representation on all boards. However, due to
limited funds, fleet requirements, and scarcity of senior,
minority officers, this goal is not often achieved. 1In the
conduct of their responsibilities, they must exercise their
experience, judgment, and foresight in determining who will
be the future leaders of the Navy.

Following a brief by the Chief of Naval Personnel,
or his designated representative, covering the responsi-
bilities of the board, each member is provided written
guidance concerning his responsibilities as set forth in
the law and in the Secretary of the Navy's precept letter.

The precept letter provides the only restrictions as to
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their method of operation. The board is then convened and
all members "... swear or affirm, that he (she) will, with-
out prejudice or partiality, and having in view both the
special fitness of officers and the efficiency of the naval
service, perform the duties imposed upon him (her)...!' As
directed by Title I of the Officer Personnel Act of 1947,
Section 106. |

Within the framework established by Title I of the
Officer Personnel Act of 1947, Section 109, each board has
complete freedom in establishing its own ground rules and
procedures in accomplishing the tasks directed by the pre-
cept letter and law. As all selection boards are sworn to
secrecy as to how they completed their task, it would be
impossible to state precisely how each board operates. Since
boards are comprised of different individuals, with varied
backgrounds, personalities, and experience, boards are
likely to adopt different procedures. This human element
possessed by each member is of critical importance and para-
mount to the success of the system. Were it not so, computer
programs could be written to mechanically manipulate numbers
and determine who should be promoted. This human element
also attempts to insure that boards perform their responsi-

bilities with complete impartiality, yet in a thorough and
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logical manner, maintaining the future requirements of the
Navy as foremost in their minds.

Although the method of operation of each board is
secret, one fact that is consistent across all boards is
the reliance on the fitness report to provide them with the
information to make their selections. The addage of the
computer that ''garbage-in leads to garbage-out" is also
true in the promotion system. Fitness reports that are
carefully prepared and provide a ''realistic, objective
evaluation'' of an officer's past performance and future
potential will ensure that promotion boards have the data
they need. Those performance evaluations that do not £fill
those critical requirements are not providing the boards
with adequate information, resulting in possibly questionable
results.

a. Information Provided the Board

Members of a promotion board have the authority
to request any information that they feel is necessary to
do their job, and the entire staff of the Chief of Naval
Personnel is available for such assistance.

Title I, Section 108, of the Officer Personnel
Act of 1947 specifies that certain information must be pro-

vided to the boards. This data required by law is presented
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by the Secretary of the Navy in a letter of precept. This
information includes:

(1) The number of officers the board may
recommend to the next higher grade.

(2) The names of all officers eligible for
consideration for promotion.

The Secretary of the Navy is also tasked with
furmishing the records of all officers whose names are
furnished to the board.

Any officer who is being considered f&r promo-
tion by a board has the right to forward a letter to the
board via official channels within ten days of the convening
date inviting the board's attention to any matter of record
concerning himself which he thinks important in the board's
deliberation. However, the letter shall not 'contain any
reflection upon the character, conduct, or motives of or
criticism of any officer."

The Secretary of the Navy also provides all
Captain and Flag boards with additional information that he
desires that they consider in their deliberations. This
is accomplished via his ''Letter(s) of Guidance." Prior to
the Fiscal Year 77 promotion boards, boards convened for
every rank received such a letter. However, the redundancy

of such letters particularly for junior officers, and

. -y N, > .
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resulting administrative work-load resulted in elimination
‘of this practice for Lieutenant through Commander boards.
Only Captain and Flag boards presently receive such letters.

The genesis of these '"Letters of Guidance' is
noteworthy. The letter is initiated in the Bureau of Naval
Personnel by the various warfare specialties (surface, sub-
surface, aviation, etc.) providing inputs as to the skills,
backgrounds, or other considerations they feel important in
selecting officers for promotion to Captain or Rear Admiral.
This data is then compiled into a 'proposed letter' and
routed to the many bureaucratic levels at the Bureau. The
final version is forwarded to the Secretary of the Navy, who,
with very few exceptions, has the letter released over his
signature. A different letter is forwarded to the President
of every Captain and above board that is convened, including
line, staff, and women boards.

A review of the '"'Letters of Guidance'" for all
boards from Fiscal Year 73 to Fiscal Year 77 resulted in
the notes contained in the Appendix.

b. Reviewing

The manner in which records are reviewed is a
unique board decision and not consistent from board to
board. In whatever manner is decided, the board must give

impartial and careful consideration to every record. The
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weighting factor given to any item of record or the import-
ance placed on either the type of information or the time
of its occurrence are matters to be decided by the board
and is their prerogative alone. Characteristically, boards
decide that each record will be reviewed by at least two
members to insure thoroughness.

The order in which records are reviewed is also
up to the board. Fatigue seems to play a debilitating role,
and no doubt the amount of attention given every record is
not the same. However as the deliberations are secret,
only the board members know the impact of this factor on
the final outcome. The wisdom of each board and experience
of its President will hopefully recognize the fatigue factor
and attempt to compensate for it prior to its becoming a
significant condition.

Typically, once the board has estezblished its
standards and criteria, records are closely examined to
determine the officer's fitness for promotion and to specify
a grade or score to be used as a basis for relative compari-
son among the eligible officers. In coming to its decision,
and in all fairness to the officers being considered, the
board should consider only those factors that are in the
record of the officer concermed. However, a board member

who knows an officer being considered and possesses an
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opinion of that officer's performance may add to or clarify
information contained in the record.

Fitness report performance marks are a key con-
sideration of the board. They represent the most tangible
data available to the board to use in determining an officer's
relative fitness, However, fitness report marks in them-
selves will not ensure that an officer gets promoted nor
prevent him from getting promoted. This is particularly
true now that over 907% of the Navy's officers are rated in
the top 10%. Additional considerations and factors such
as assigned duties, employment of the command, relative
standing with contemporaries in the reporting command, and
the supportive comments in the narrative section are weighed.

Historically, selection boards have looked at
the entire record of an officer and for trends in perform-
ance. They might ask, '"Has the officer reached a plateau
or is he still growing in potential?'" Recent fitness reports
usually receive greater weight, as to evaluations from key
positions (i.e., CO, XO, department head). As the board
recognizes that different reporting seniors employ different
marking practices, they will usually apply greater weight
if two successive reports are signed by the same officer.

It is assumed that all members of selection

boards are experienced, competent officers, familiar with
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the fitness report system and having the best interest of
the Navy at heart. The great majority have written fitness
reports and have been involved with the system for many
years. They appear to be aware of the system's short-
comings and of the imperfeCtian in the performance evalua-
tion method. However, these selected individuals provide
the "human factor'" that will interpret the records in
relation to the real world of experience and not just
mathematically.

c. Officer Summary Record

To take advantage of the present capabilities
of the computer and for the convenience of the selection
board, each officer's record being considered is accompanied
by an Officer Summary Record (see Figure II-2). Page one
of this figure provides biographical data and page two
furnishes a summary of performance marks during the officer's
career.

These ''brief sheets' are an administrative tool
for the boards and can be utilized as board members see fit.
However, the presence of these sheets does not alleviate the
board's responsibility to examine the entire official record

of each eligible officer.
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d. Voting

The typical board, after records are reviewed,
usually meets in the ''tank," a small theater type room.
The room is equipped with projection screens in the front,
decorated in basic black, and contains cushioned chairs
with voting boxes. The board then is likely to collectively
consider each record. As this methodology is up to each
board to decide, voting procedures from board to board may
differ. Most boards will project the brief sheets on the
screen, and one of the board members who reviewed that
record will brief it, providing the entire board with the
officer's career highlights, strengths, and weaknesses.
The possible impact or differential{that the briefer's
skill or personality has on the outcome of the voting is
unknown. However, in marginal cases, it is probable that
it has significant influence on the group's deliberations.

In the usual next step, votes are cast utilizing
the Vote Tallying System. Each board member votes secretly
recommendiﬁg or not recommending promotion, and if promotion
is recommended, a degree of confidence is also indicated
(either 25, 50, 75, or 100, with 100 high). The use of a
"weighted'' vote provides members with a confidence factor

reflecting the many and varied backgrounds of the board.

Once all records have been voted on, a ''scattergram' (Fig. II-3)
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may be utilized to analyze the broad spread of comparative
values of the officers under consideration. Using this
procedure the board can then readily identify those truly
outstanding officers whose selection is highly likely and
those officers whose selection is equally unlikely. The
board can then concentrate on those officers falling in the
middle group who will require additional evaluation and
comparison. Voting continues until the "best fitted"
officers have been selected.

3. Promotion Board Reports

The report of the board shall be in writing,
signed by all of the acting members thereof, and
shall certify that the board has carefully con-
sidered the case of every officer whose name was
furnished to the board ... and that, in the
opinion of at least two-thirds of the acting
members, the officers therein recommended are
selected as the best fitted to assume the duties
of the next higher grade... [Jitle I, Section 110,
Officer Personnel Act of 19477.

The board's report is submitted to the Chief of
Naval Personnel for transmittal to the Secretary of the Navy
via the Judge Advocate General and the Chief of Naval Opera-
tions. Although the Secretary of the Navy has the authority
to not accept the selection board's results and reconvene
the board for further deliberations, this power has not

been exercised in the last ten years.
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4. Strengths and Weaknesses

The present promotion system is a dynamic, ever-
changing process that reacts to varying Navy requirements
in a responsive manner. However, it is probable that no
system in a large, bureaucratic organization is ever perfect.
So, too, the promotion system has its share of strengths
and weaknesses.

a. Strengths

(1) The greatest attribute of the system is

that it has worked effectively. No doubt individual officers
have been dealt an injustice by not being promoted when they
probably should have; and just as likely some officers were
probably promoted when they should not have been, but over-
all it has been seen historically as a fair and accurate
method of selecting officers for promotion. Reports from
boards have stated that they can determine which officers
should be promoted, regardless of the present inflation of
fitness report marks. The officer's entire record to date
is evaluated, with many factors considered. One considera-
tion looked at is the narrative that provides supportive
statements for the marks given, as well as a thorough
description of the officer's performance. However, the Air
Force Human Resources Laboratory report of July 1970 chal-

lenges the belief that word descriptors can be used as
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performance discriminators. This finding is increasingly
important in light of the fact that performance marks are
not now differentiating between the capabilities of officers.

(2) '"While not perfect, it is '...free of such
things as nepotism, marrying the boss's daughter, owning
stock in the country and having the top jobs nabbed by
superior talents hired away from another country' /Naro,
19767."

(3) The human aspect of the board is another
noteworthy strength. The individual members provide a
""check and balance'' process with the other members. They
will consider, discuss, weigh, and although not always
objectively, will make a determination as to an officer's
fitness for promotion.

b. Weaknesses

(1) The board can only consider the informa-
tion provided. They have no control or influence on its
accuracy or thoroughness. If they are provided with erron-
eous or incomplete data, the results of their deliberations
may reflect that fact. The fitness report is the heart of
this issue, and a method of providing ''realistic, objective
evaluations' that may be compared with other fleet reports

is required.
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(2) The board's fatigue factor and impact of
the briefer are unknown quantities and should be the subject
of additional study.

(3) 1In the sense that an officer not selected
for promotion is not told officially why the board did not
select him, where his deficiencies lie, or what in his

" the system is un-

career pattern caused them to vote ''no,
fair and fails to reach its potential. Although the board's
deliberations are private and can never be disclosed, it
seems inefficient to not tell an officer where a short-
coming exists in his record. If a change or improvement in
the performance of an officer is desired, that officer needs
feedback to let him know where he's deficient. Otherwise
the behavioral alteration is left to chance. From a manage-
ment point of view, the feedback process will indicate to
the individual officer that the organization is just and
fair. The officer will then more likely invest more of
himself in the organization's goals, in addition to more
efficient learning taking place. Presently, the Navy's
Enlisted Promotion System appears to do this. Some day, no
doubt, the promotion system will be legally challenged in

a court case, and until then, we will have to live with the

system as 1is.
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(4) With the exception of officers who have
sat on boards or had a tour at the Bureau of Naval Personnel,
the officer promotion system is not sufficiently understood
by most officers /[Naro, 19767/. This includes reporting
seniors, and the potential recursant impact that this has

on the system is obvious.

B. SELECTION

The Navy has a plethora of screening, examining, and
selection boards that utilize the contents of the fitness
report to make a determination of findings. In most cases,
these boards utilize similar criteria to promotion boards
and the result of one board may have a definite impact on
another. For instance, a LCDR who fails to screen for XO
will likely have severe problems making CDR,

To give an idea of the many selection boards convened
which rely to a large extent on the fitness report, a list
of most, but not all, is provided, with differentiation as
to whether the boards are statutorily or administratively
required.

1. Statutorily Required

a. Flag Continuation USNR
b. Flag Continuation USN
c¢. Captain Continuation

d. Reserve Continuation
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2. Administratively Required

a,

Command Screening

(1) Aviation Squadron Command

{(2) Medical Captain Command Screen

(3) Dental Corps Command Selection

(4) Naval Reserve Aviation Command Screening

(5) Naval Reserve Force Ship's Reserve Command
Screening

(6) Surface/Submarine Captain Command

(7) Aviation Captain Command

(8) DC Command Selection

(9) Surface Commander Command Screen

(10) Submarine Command and X0 Screening

Education

(1) NESEP Selection

(2) Postgraduate School Selection

(3) Olmsted Scholar Selection Committee

(4) Professional Development Program and
College Degree Program

(5) Doctoral Studies

(6) Services Colleges

(7) Law School

(8) Medical School

(9) SWOs Command Department Head Selection

Board
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C.

¢c. Warrant Officer Boards

(1)
(2)
(3)
(4)

In-Grade Warrant (Temporary) USNR
In-Grade Warrant USN
In-Grade Warrant (Permanent) USNR

To Permanent Warrant

d. Subspecialty Boards

e. Miscellaneous

(1)
(2)
(3)
(4)
(5)
(6)
(7)
(8)
(9)
(10)
(11)
(12)

ASSIGNMENT

TAR Selection
Augmentation/Designator Change
CNO Fellowship Program

Public Affairs

Restricted Line/Staff Major Project Manager
Flight Status

Dental Corps Continuation Pay
Test Pilot

Quality Control Review
In-Service Procurement USN
In-Service Procurement USNR

Naval Examining Board

Officers are assigned to billets as the result of an

interaction of two officers at the Bureau of Naval Personnel -

the officer's detailer and the placement officer. Both of
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these officers have a great deal of information available to
them to consider in making their decisions, of which the
fitness report plays a vital role.
1. As Viewed by the Detailer

The detailer is the '"'seller' in the interaction with
the placement officer in assigning officers. It is his job
to ensure that officers, within their technical skills and
professional experience, are assigned to ''career enhancing'
billets to allow for career development. He will make
suggestions as to recommended career patterns and will
counsel officers whose reported performance is below that of
his contemporaries. If an officer did not do well in an
operational tour, the detailer will try to get him into
another operational billet as quickly as possible to allow
him the opportunity to improve his record.

The detailer uses the fitness report to a large
extent in his job. He has a "satellite file'" which is a
duplication of the official record that is made available
to promotion and selection boards. In addition to the per-
formance marks, the detailer will pay particular attention
to the Desirability Section (blocks 57-61 of NAVPERS 1611/1),
the Recommendation for Promotion Section (blocks 62-66),
and finally the Personal Traits Section (blocks 67-72).

With regards to the Personal Traits Section, BUPERSINST 1611.12D
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recognizes that the marks assigned in this area (Judgment,
Imagination, Analytical Ability, Personal Behavior, Force-
fulness, and Military Bearing) are of a subjective nature,
telling more about the officer's personality and what he's
like vice what he did. As a result of the subjective
nature of marking, this section is "envisioned as primarily
'detailing' tools, and (has) been separated from the objec-
tive and overall evaluation sections of the report form."
However on the Officer Summary Record (Brief Sheet, see
Figure II-2) that is provided to promotion boards, no dis-
tinction or differential is provided. The marks attached
to this section are displayed in the same manner as all
other marks. Just what weight or consideration is given to
those marks by boards is unknown as their deliberations are
private.

The detailer has additional information available
to him., The Officer Preference and Personal Information
Card (NAVPERS 1301/1, Figure 1I-4) provides biographical data
as well as special skills and training, including the Foreign
Language Aptitude score, that the officer possesses. This
is also the medium used to advise the detailer for preferences
of the next and future duty assignments.

The Officer Data Card (NAVPERS 1301/51, Figure II-5)

is a computer printed form provided annually to the officer
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for corrections and returned to the Bureau. This report is
primarily a detailing tool, providing information on the
officer's current assignment, but also furnishing career
assignment and promotion data and special military qualifi-
cations, including fo;eign language skills, possessed. Inputs
to this form are mostly via the Officer Diary.

The Dependency Application/Record of Emergency Data
(NAVPERS 1070/602, Figure II-6) also supplies the detailer
with required information. In addition to marriage, depen-
dency, and family data, other personal information is provided
that the detailer may use.

The detailer takes the information provided by these
inputs and coordinates it to efficiently meet the needs of
the Navy. He is the hub, the primary agent that interfaces
the desires and capabilities of the individual officer with
the overall, overriding requirements of the naval service.

Presently, other than being included in the narrative
of the evaluation, there is no medium for reporting and re-
cording for future use unique skills or experiences that an
officer possesses or has undergone. Such things as disaster
control, relief assistance, refugee relocation, or any other
crisis situations that he has experienced should be coded
and be able to be retrieved quickly by a computer should the

Navy have a requirement for that skill or expertise.
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Figure II-6

SEPANBERCY APPLICATION/RECORS OF TWESSENCY DATA

/

1. UNIT LD | 2. SMIP CR STATION

1§
5. NAME OF SPOUSE io. DATE OF BIRTH OF SPOUSE 7. RELATIONSHIP

L. PUACE OF MARRIAGE (CITY & STATE OR COUNTRY
|

i 9. DATE MARRIED

| 10. CITIZENSHIP OF SPOUSE

‘ 12. oEP
‘ 14. DATE OF BIRTH I 1S, RELATIONSHIP
14 ADDRESS (INCLUOE NAME OF CUSTODIAN F OTHER THAN CLAIMANT) 717 o€P
|
T8, NAME OF CHILD OR DEPENDENT | 19. DATE OF 8iRTH | 20. RELATIONSHIP
| 1
21. ACDRESS (INCLUOE NAME OF CUSTCOIAN IF OTHER THAN CLAIMANT) | 2. cer
|
73, NAME OF CHILD O2 DEPENDENT |24 DATE OF BiRTH 25 RELATIONSHIP
| |
26. ADORESS (INCLUDE NAME OF CUSTODIAN IF OTHER THAN CLAIMANT) A
!
28, NAME OF CHILD OR DEPENDENT | 29.0ATE OF 81aTH ] 0. RELATIONSHIP
|
1. ADORESS (INCLUDE NAME OF CUSTODIAN IF OTHER THAN CLAIMANT T2 0P
b
TAEYS i 33. NAME OF FATHER
4 ACORESS OF FATHER (SEE SPECIAL INSTRUCTIONS BEFORE COMPLETING BLOCK 35) 5. O€P
6. NAME OF MOTHER
37. ADORESS CF MOTHER SEE SPECIAL INSTRUCTIONS BEFCRE COMPLETING BLOCK 18) 738, O€P

39 WERE YOU PREVIOUSLY )
MARRIED? T vgg T NO

IAGE DISSOLVED BY 41. DATE
DEATH T ANNULMENT [ orvoRrce|

42. PLACE (CITY & STATE OR COUNTRY)

1CR MARRIAGE DISSOLVED 8Y 45. CATE
DEATH ANNULMENT | DIvORCE|

vES

AS SPCUSE PREVIOUSLY | 44,
1607 —— e

4. PLACE CITY & STATE CR COUNTRY)

CHILD SURVIVING)

CTHER 48. ADDRESS 49, RELATIONSHIP
. NEXT OF ©IN OF SPOUSE NCT HUSBAND, ~IFE OR S1. ADORESS 52 RELATIONSMIP
MINCR CrHiILDY
. BENEFICIARY(S) FOR UNPAID PAY AND ALLOWANCES S4. ADORESS 5. FELATICNSmIP e. %
. PERSCN TO RECEIVE ALLCTMENT (F (N A MISSING STATUS. 3. ADORESS . %
SUUECT TO SECNAV DETERMINATION
SENEFICIARY'S) FO RATUITY PAY NG SPOUSE CR 51 ACCRESS 81, RELATIONSHIP 3%

LIFE INSURANCE DATA (NAME OF CO) (DO NOT INCLUDE 3. ADORESS

G

56, POLICY NUMBER

87 RLIGION o8 '1"’ 0. IANK  RATE PAGE J2. oF PAGES
73 NAME OF CESIGNATOR LAST FIRST. WiOOLE e SN v
NAVPERS 1079 /682 Rev. 77T) $/M 01060184038 PART 11 SUREAU OF NAVAL PERSONNEL
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Figure II-6 (Cont'd)

NAVPERS 1070/602 Mev. 7-72) (PART (1) BACK)

77 (OCARON Of Wit Of OTHER VALUASLE PAPERS

78. REMARKS

s P | DATE (i You
is beneficiary designation of S. G. L I. on file? ves NO |

NOTE: THIS FORM DOES NOT DESIGNATE OR CHANGE BENEFICIARIES OF GOV'T LIFE INSURANCE.

79 SIGMATURE OF DESIGNATOR 80. SIGNATURE OF APPROVING OFFICER, TITLE AND DATE

CERTIMCATION OF DESIGNATOR
have reviewed the date entered on this form end certify thet n is correa.
Execure & new NAVPERS 1070/602 if dete & not correct.

OATE SIGNATURE OF DESIGNATOR ) DATE = SIGNATURE OF DESIGNATOR

57



2. As Viewed by the Placement Officer

The placement officer owns the billets. It is up
to the detailers to '"sell" their officers to the placement
officers, who will "buy'" the officer if his record, skills,
and experience meet the requirements of the position. The
Navy personnel assignment system has tasked the placement
officer with filling open billets with the most qualified
and capable officers available. As a result, he will
usually shop around and examine the market prior to ''buying'
an officer from a detailer.

The detailer attempting to get his officer into a
position will provide the placement officer with the indi-
vidual's record. Accordingly, the placement officer has the
same information available to him as does the detailer. He,
too, relies heavily on the fitness reports to provide him
with the data he needs.

Ideally, by this interaction between the detailer
and the placement officer, the best possible officer will be
assigned to a billet. However, as the users of fitness re-
ports and other records, the detailers and placement officers
have no control over the accuracy and completeness of the
reports. Once again, ''garbage-in'" may result in ''garbage-

out'" with consequences on individual officer assignment.
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D. MOTIVATION

Many reporting seniors utilize the fitness report as a
motivator or incentive for officers to perform to the maxi-
mum extent possible. Even if a reporting senior does not
consciously do this, his officers may perceive this to be
so, which has the same impact.

It is not the high marks or glowing narrative themselves
that motivate mést officers, but rather the implications and
rewards to be obtained as a result of them - promotion,
selection, and assignment to the ''career enhancing' billets.

If the utilization of the fitness report works as a
motivator for an officer, then it is a useful management
tool and should be considered for use as such. However,
the wholesale implementation of this philosophy to all
officers could possibly have disastrous results. Not all
officers are motivated by the same things, and one officer's
inspiration may be another's deflator. The fact that the
fitness report is a unique, dynamic interaction between the
rating senior and subordinate should be kept in mind at all
times, with each officer being selectively managed and

motivated in the most suitable manner.
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III. REVISED FITNESS REPORT FORM

From the many uses of the fitness report described in
Chapter II, it is probable that an officer's fitness report
is the most important document in his record. 1Its contents
and the officer's relative ranking with his contemporaries
will act together to help determine his career as a naval
officer. Users of the fitness report are attempting to
determine the officer's future potential based on the per-
formance in previous duty assignments and prior qualifica-
tions obtained. Most times when an officer's record is
reviewed, the entire record is looked at to determine
patterns in the officer's performance. Although any single
fitness report is important, it can be put into a larger
perspective by comparing it to the officer's previous re-
ports and by considering other variables such as the type
of billet, the relative ranking with contemporaries, whether
the reporting senior is a "hard" or "easy' marker, and many
other changing factors.

Since 1900, the Navy has revised the fitness report
twenty-three times. This frequency of format changes has
resulted in a new form being utilized on an average of once

every three years. This frequent changing is in recognition
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of the fact that fitness reports are not yet perfect instru-
ments, but must be responsive to the changing requirements

of the personnel management system that they support. To be
really useful tools, as the demands change, so too must the

information contained in the reports change.

A. BACKGROUND
After extensive study and research, the Navy Officer
Evaluation System Committee, comprised of officers assigned
to the Bureau of Naval Personnel and possessing a wide range
of naval skills and extensive experience, recommended in
1972 to the Chief of Naval Personnel that a major revision
was required in the fitness report format.
1. Reasons for Revision
To insure that the fitness report satisfies the many
functions for which it is designed and to fully utilize the
available technology of performance measurement that applies
to naval officers rotating among the thousands of leadership
jobs throughout the Navy, the Chief of Naval Personnel in
1972 proposed a revised format. The specific goals or objec-
tives of the revision were to /Center for Naval Analysis
Study 1022, p. 17/:
a. Add items that would reflect an officer's
ability to manage people, in addition to the ability to get

the job done.
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b. Phrase items, where possible, in terms of
specific observable behaviors, rather than in terms of
personal traits, characteristics, or attributes.

c. Design marking scales to better distinguish
among different levels of performance.

d. Provide a basis for performance appraisal dis-
cussions between reporting seniors and their subordinates.

e. Design a record copy that could be machine-

readable (Optical Character Reading - OCR).

B. METHOD

Following a determination of what job behaviors should
be evaluated and how to best evaluate them, a revised fit-
ness report form was developed. The previous and revised
forms are included herein as Figures III-1 and III-2,
respectively. The Appraisal Work Sheet designed to be
utilized with the revised form is included as Figure III-3.

1. Try-Out

A field test was designed to "...collect data for

evaluating the characteristics of the revised form, for
comparing it with data from previous fitness report forms,
and to gauge the reactions of officers in the fleet to the
revised form /Center for Naval Analysis Memorandum of 16

Feb 73, p. 27."
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Figure III-1

RT OM TH
NAVPERS 1611/1 (Rev. 12-69) AEPORT 0 % FITNESS OF DFFICER (Refer to BUPERSINST 1611 Series)

1. mamg (Leet, frrer. siddle) 1. GAaot 3. DESIGNATCR 4. SSAw 8. TILE Maeeee

7 GATE AEPORTED TWiS OUTY STATION

@ SHIP OR STATION (et eAieh duty evaluated vas perforn

® OCCASION FOR REPORT TYPL OF AEPORT 10. PERIOO OF REPORT

OETAO@ENT OF DE TACHEN T
G PERIOOIC REPORTING SENIORN Do, affICLR D REGULAR D mll!'l' D SPECIAL [ FROM. 10,

1 ouTiEs (Idemevfy PRINAAY and principel COLLATIRAL &
dut o 0 d en other then Clo

indicating n r of seaths
" \ndicate oft

gned each during period of report - luat Prisery
v nuaber of senthe dut . od
d frea thy reperting seaie -n’-ubl le 6/4). Indicate ..J'
Au-..uhunn teaporery ol dury, ¢ end etween duty stations. Deveribe the deaends,
responnibrlaty ond conditiens peculiar te -y bullet of on wnusveal natere and not underateod by mevel officers 1a genere
T ket for this purpese o[ tpace 1o inedequate.)

rnalu
oppend ..,'

plen

y°

oyed Ao abilities - Do YOT wie

2 wnavuinl COMMAND (DEPARTMENT /D1 VISION/ULNIT) DURING 0o ™IS AEPO (7k¢ setting in whiceh officer du
. . L L] '

13. GENERAL INSTRUCTIONS

(8) ALL EVALUATIONS MAOE IN THIS REPORT SHALL BE N COMPARISON WITW THE NEXT SENIOR (N THE CHAIM OF COMMAND FOR REVILY AND ENOORSEMCNT
OFFICERS OF THE SAME GRADE. COMPETITIVE CATEGORY (1 £ . UNRE- OM SUPPLEMENTAL FOMM WAVPERS 1611/9 J-!V 12-69)
STRICTED LINE ®iT™ UNRESTRICTED LINE, SUPPLY CORPS WITH SUPPLY [C) REPORTS On CERTAIN CAPTAINS, 7 NOT COMPLETED BY A FLAG OR GENERAL
CORPS, ETC.). AND APPROXIMATE TIME (N GRADE WHOM YOU HAVE KNOWN OFFICER, myST BE FORWARDED VvIA TWE 7FIRST FLAG OR GENIRAL OFF ICIR iw
THE CHAIN OF COMMANO, FOR ENDORSEMENT AND COMMENT REGARDING FLAG
(D) & wAPK N Tl WIGHEST WAAK ING BOX OF SECTION 1@(a) CONSTITUTES A POTENTIAL. USE SUPPLEMENTAL FORM NAVAERS 1411/9. (REV. 12-49).

NOMINAT 10N FOR ACCELERATED PROMOTION AWEAD OF YEAR GROUP SUCH A
REPORT, 1F MOT COMPLETED 8Y A FLAG OFFICEN, ST BT FORWAROED VIA

14. Entries on this report are based on which one of the following relationships?
Close Observation D Frequent Observation D Infrequent Observation D Recorda and Reports Only

19 PERFOMMANCE OF DUTIES {Indicate evaluation by “I” in apprepriaile sarhing coluan for sach 1tea and provide tupperting coements (an Section 1)

~oT Excellent perform- | Very good perform- Satasfactory Insdequate per-
(Details of duties neted oes Outstanding ance. Frequently sace. F"_q““tl' performance. formance. He
demonstrates demonst -ates 3 3
n Section 11) on performance. outstanding excel lent Basically is notqualified.
N.A performence. performance. quelified. (Adverse)
(] EYALUATION OF OVERALL PERFORMANCE [
OF 4Lt DUTIEY ASS.OWED
- 11) SHIPNANOL ING AND SEAMANSHIP
=
b (2) &1 %aANSHIP
; -
:':' |3y SUSSPECIALTY/SPECIALTY
b (1DENTIFY)
Je
4 o (&) MANAGEMENT
"
s n *®
i SATCH/DUTY OFFICER

16 DESIMABILITY Indicate your attitude ¢ ANeving thue off1eer under your cosmand in the following categorier of o greent:
Prefer not
v
CATEGOR I (S i Particulerly Prefer to most to have [Setisfied to have to have
98s desire (Adverse)

(8) Conmmano

[8) oPERATIONAL

c) srarre

“

JOINT 0%

(@) roRe Ga swORE

for ohat type of duty de you con-
bapecialty for which best fitted)

d on your obrervation of this offic
v Aia best qualified for futare asvignaent - sea and thore?

17 FUTUAL ASSIGhmEnT B
'

? cepeacity for accepling (ncreas onsibilne
1-0(-4‘-' vepleyaent 1n a s

Coament, te
(3] sea ent. 1f eppr
B) sener
10 OVERALL EVALUATION
(4] BASED O *OUR ORSERVATION OF ™IS pg=ren ey . g
EURISNNTS PEAPCENIACE AWS. oW NOT | 1%t A IOng of the| An amenllemt officer of | A fine aad twprcally it Uasatisfactory
uou NG EvEmvTHInG THAT You anow [ ogg | AMEYIE | e few | grest velue o e sermics| alfective olficer satisfactory in v
N WO YOU ' OEBIE- preseat grade
u l " . r

*If you designace avre than one n this cotegery, yeu gt (adicate this officer’s simuivag W relation o the arhere (o.g. T of ) 2ef 1 ) ef J ete.)

th verying stendards of aveluation, o ressomadly
oceqsion, indicate
i1cate line/
the seme

(B) 1a order to sesist report ueers in sabing comparisen smong reperte submitteod by different seniors
large sowp! al the overall slustions grven other afficers ot thy . A
M Now many officere of Mo ade (ancle g oll categerion or doeaign

1Y wmary figure. le. g . S(IL/29). ||

1 AR |

19 NAME GRADE. FILL WUMBER  CESIGRATON, AND TITLE OF REPORTING SENIOR

.--u-l
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DLJJ {
Figure III-1 (Cont'd)
NAVPERS 1611/1 (Rev. 12-69) (BACK)

10 PERSONAL OWARACTERISTICS: To whet degree koo thio officer evhibited the following quelitioe?

o » »
¥ o s 3 §
MARN ING (NSTRUCTIONS « 2 - 3 w =1k
———— ] al = %> oS 9 5 o
v - [ - =3 - < -1
I 1 T H 2a | L5 |72
Assign @ sark of “X™ ia the apprepriate coluan for cach quality. & 1 é,, 33 35132 .'F
v o o - '
g a5 82| 43 2 |33)a3 |42
fa) PROFESSI Mty WNOW EOGE (CoapreAention of all eapects of the profession) 1 } -
[9) »oRM. CDRLRAGE (To do shat Ao ought to do regerdiess of comsoquencse 1o hiavelf) ]
7€) LOTALTY (Nis ferthfulnees end ellogionee to Ao shipaates, Ao cesmend, the tervice end the
() TORCE (The pesitive end enthusiastic sanner with vhich e fulfills Ais responaibilitann)
fe) INITIATIVE (Nin wallingacss te seed out end accept respennibilition)
(f) NUST® (The 1eal eshibited and mergy epplied in the perfornence of Mg dutres)
(g) 1wGINATION (Resourcefulness, creetivencss, end cepecily (0 plan constructively)
¢8) WODHENT THis ebrlity te develop correct and logical conclasions)
(0) M YTICAL ARILITY (Logical inciasveness which diseriatnates detween arsusption, fact, end Aypothesis)
1) SMEI9vENESS (The obility 1o act rationaily end wiih dispatch within liante of suthority assigned or delegated)
(8) ELiARILITY (The dependability and thoreughness eshibited in aeeting responsibilities)
(1) coomEmarion Mis ebility end willingmess to werk in Aareeay with others)
(@) *ERSONAL FENAVION (Wi deacenor, dispestition, sociability and sobriety) 1 l J
(m) WILITARY BEARING (Nis silitary carriege, correctness of unifors, saartaess of appearance end physical fitness) | !
(@) SELF.EXPRESSION (ORAL) (Mis ability to espress Aarelf orally) &
(p) SELP-ExPRESSION (FRITTEN) (His abrlity te expresy Aisself wn writing) | L‘ | i

21 comstats, Make +ecific comments consistent with marks in other sections. Mention strengths, special accomplishments, or esaknesses. Fmphasize dicplaved
potential for prr essional development and leadership ability and potential for assuming greater responcibilities and promotion.  Support nominations for
accelerated promo. on fullv. Comment upon degree of attainment of objectives for which subordinate wa~ accountable. When applicable: comment upon effores
and s[fa=tivene~s in retention/reenlistmeat of quality personnel, upon economy displayed by effective use of manpower material  attention 1o wwl use of mmul
materiai maintenance procedures and engineering practices. (omment on performance in, and contribution to, subspecialty, 1f appropriate. Wention attain-
ment of specific qualifications (e.g., 000 Underway, plane comwmander. submarine or destroyer command, etc. ). (THIS SPACE MUST NOT BE 1EFT ALK

fa) Significant weaknesses should be discussed with the ofticer-- |
.;:. i Uhis Do, doie? ves | N0 (Explara .a Sectiom 1) I 1eG $ GATFICANT SEMNESSES o T
«3
< —— e
3 1'BY Mar has been the trend of his performance ] riast wevont  Je—— { NS STINT ol “ "
i: sinks wour Last report”? | | C . | < " =1 1 SELNE NS wrt duvcuns with offucer)
3: fe) Mas thw officer seen Ind'helmunu :f maintaining offective f"ﬁ':ulll’( ations :nh subi- Has l_h_;- been dome?
. ) ordinates, reporting seniors are encouraped to discuss 'his report l
3% this report? | = e | !
sl L 1 o '__J Y with the officer, but not necessarily show it to him T R I
PR
ks -
33 Corvmanications which are a direct reflection of this officer's performance should be considered 1n making corments tn ~ection ‘1. Nuh can-
F i Aunicat ions mav be [nrwarded separately for file in his Seletion Board Jacket. Exception A cnpy of 4 letter of censure tand biding appeal
F and denial) must be wppended to the first fitness repart sulmitted after it hecomes [inal
.
L2 TP Peports containing matter of an adverse nature (in marks of (urments or appended) nust be relerred [or <tatement pursuant (0 Navy Heyilatoas,
~ Ststemant of officer mast_be endorsed and atteched to this report

2 CREY POR. TIGRATLEL GF SEPORTING SENILA (oncurrent and <pecial report s mist b foraatded v

tiwe offreer’ < reqular reporting semior. To avond
poscible loss or miamuting of 4 comon et o -
36 ZOTE SOTEO MO FOREsso it 31 MATLOE GF ALGLLAR NEPORT (NG SENIOR ON CONCLERINT OR SoECIaL wePoe! | tal report, the receipt form sust Lo manled
il~ RPrra as the concurrent or special ceport 1
rded to the repular report i <enionr.
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On a random basis, approximately 2200 Unrestricted
Line Officers (LTJG through Captain) were selected from the
Officer Master Tape as the sample for the trial. For various
reasons, 300 were eliminated leaving 1900 officers filling
surface, submarine, and aviation billets. Onlyv Unrestricted
Line Officers were included to facilitate comparison of the
test results. The revised worksheet and fitness report form
were sent to the reporting seniérs along with instructions
on how to complete the forms. To test the effect of showing
versus not showing the reports to the subordinate, another
sample of 370 officers (LCDRs) was drawn, with their report-
ing seniors receiving the same forms and instructions as the
initial sample, except that the reports were not to be shown
to the officer.

2. Results

1121 completed forms were returned for analysis.

The following are some of the results /Center for Naval
Analysis Memorandum of 16 Feb 73, p. 47:

a. Although the marking of the performance elements
showed a skewness to the high side, the range of marks in-
creased and there was an overall decrease in skewness.

b. Internal validation was effected by examining

the:
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(1) Skew of Marks. ''Leniency error,'" or the

upward shift of marks for more senior officers, resulted in
Captains being marked higher than Commanders, who were
marked higher than Lieutenant-Commanders, etc.

(2) Halo Effect. Most officers who received

high or low marks on one aspect of performance usually re-
ceived similar marks on seemingly unrelated areas. This
seemed to indicate that reporting seniors tended to mark
according to a general impression rather than a separate
judgment in each rating area.

(3) Specific Aspects of Performance. In utili-

zation of the Fitness Report Worksheet, it was noted that
the mentioning of weaknesses had a greater effect on move-
ment of the total score than the mentioning of specific
strengths.

(4) Showing vs. Not Showing Marks. Of the sub-

sample of 370 LCDRs who were not shown their evaluations by
their reporting seniors, significantly lower marks were
received than those officers who were shown their reports.
Based on these findings, it was determined that the
revised report was more intermally valid than the existing
form.
c. External validation was attempted by comparing

the revised form's results with the outcome of previous
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formats. The result was that the comparative extermal
validities of the two forms was not unequivocally decided.

(1) Reporting senior continuity. No difference

was found in marking trends where an officer had a new re-
porting senior since his last evaluation was submitted on
the old format.

(2) Comparability of marking areas. A high

correlation (.60 to .80) existed between the marks on the
two forms.

(3) Independency of marking areas. On the
revised format, there was less correlation of marks assigned
in the four general measures (Mission Contribution, Desir-
ability, Early Promotion, and Specific Aspects of Perform-
ance) than the previous forms four general measures (Present
Assignment, Desirability, Comparison, and Qualities), con-
cluding that there is more independence between the measures
of officer performance than in the previous format.

(4) Distinguishing front-runners and non-
performers. As the previous format had relatively little
variability in the assigned marks, the revised form did as
well as could be expected in identifying different levels
of performance. This was determined by comparing the number

of good and poor performers on both forms.
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(5) Similarities of both forms. Officers
filling sea-duty billets consistently received higher average
marks than shore-duty officers. Submarine officers received
significantly higher marks than surface and aviation officers,
while the more senior officers consistently received higher
marks than junior officers.

3. Summary

Generally, the reactions of reporting seniors and
subordinate officers involved in this 'try-out'" were favor-
able. Most officers felt that (1) the revised report ade-
quately measured an individual's past performance and future
potential; (2) that the worksheet facilitated the preparation
of the fitness report, resulting in a more objective, fair
appraisal; and (3) that the worksheet allowed for a construc-
tive discussion of the results between the rater and the

ratee.

C. POST TRY-OUT CHANGES

Following the ''try-out,'" several format changes were
introduced into the Appraisal Worksheet and OCR Record Copy.
Most of the changes consisted of terminology revisions or
rearranging of rating elements. However, one significant
modification was the addition of the Personal Traits section

near the end of the evaluation. This action was taken in
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responce to comments provided by the reporting seniors and
officers included in the sample, as well as requests by
the detailers and placement officers working in the Bureau
of Naval Personnel to include personal characteristics or
traits that they felt were useful in performing their (the
detailers and placement officers) duties.

The revised worksheet and record copy are included
herein as Figures III-4 and III-5 respectively.

The revised fitness report system was implemented via
BUPERSINST 1611.12D dated 16 November 1973 to be effective

31 January 1974.

D. DID ANYTHING REALLY CHANGE?

In 1813, the Commanding Officer of the 27th Infantry
Regiment, United States Army, General Lewis Cass submitted
to the War Department what has since become famous as the
earliest recorded instance of a formal performance evaluation
report. It has been cited frequently as a humorous example
of fitness reports, for General Cass characterized each of
his men in such picturesque but archaic terms as ''a good
natured man" or "a knave despised by all /Lopez, p. 27Z/."
But the General's report also points up one of the most
pressing problems of a century whose technology and engineer-
ing constantly threaten to outstrip its social forms and

moral imperatives.
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Military science has advanced light years beyond General
Cass's day. Yet the truth is that the fitness report of
today's Navy has improved little since the General's time.
True, the language has become more sophisticated, techniques
are improved, the forms better designed, and the paper and
printing of higher quality, but the medium remains the same:
the evaluation of one officer by another. Likewise, the same
problems remain: the standards, biases, perceptions, mis-
conceptions, inaccuracies, and inabilities of the evaluator
to produce a ''realistic, objective evaluation.'" These
prejudices and partialities, coupled with the continued
reactive nature of the fitness report, produced a system

where the results can be questionea.
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IV, PROBLEMS WITH THE PRESENT SYSTEM

The majority of the users of the fitness report, as
detailed in Chapter II, seem to agree that the performance
evaluation system works. Similarly, a sampling of Naval
War College students and faculty also feel that the evalua-
tion system does its job well /Spofford, 1975/. However, in
both of these two latter groups, the sample was not repre-
sentative of the Navy. The sample seems biased to the extent
that these officers have succeeded within the system. There-
fore, it is not surprising that they would state that they
have confidence in the rating procedure and subsequent uses
of that information. A survey of officers who have not
been promoted, who have not been selected by screening
boards, or who have not been assigned to the ''good jobs"
might well result in findings quite contrary to those
already reported.

Annually, approximately 150,000 fitness reports are
forwarded to the Bureau by some 2500 reporting seniors.

The fact that approximately 107% of those reports are re-
turned for clerical errors may be indicative that the entire
system is not well understood by the reporting seniors, not

to mention the subordinates. Although it is relatively easy
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to correct and control the administrative, clerical composi-
tion of fitness reports, the regulating of the accuracy and
thoroughness of the performance marks and narrative is not.
One apparent factor causing this dilemma is that there are
no universal standards with which to measure officers.
Officers are marked by a ''comparison ... with other officers
of the same grade, competitive category, and approximate
time in grade ...'" the reporting senior has known. These
performance standards are to be uniformly applied chroughout
the individual command under the control of one officer, but
the projection of these norms fleet-wide is at present seen
as not possible. Currently, the stance of the Chief of Naval
Personnel is that publication of fleet marks will only re-
sult in additional performance mark inflation /[Farley, 19767.
He feels that if a reporting senior is rating high, he will
continue to do so. However, the reporting senior who is
rating low will raise his marks, resulting in higher fleet-
wide norms. This reluctance is supported to some extent
by recent U.S. Army experience. As a result, a reporting
officer may be marking significantly higher or lower than
the fleet norm, but at present, he has no way of knowing
that.

To be effective, in my opinion, any performance evalua-
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