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i ABSTRACT
»

E , The purpose of this thesis is to examine the Republic of
Korea Army Officer Performance Evaluation System which is
used to evaluate its officer personnel. This is accom=-
plished by approaching the issues from two directions: the
U.S. military evaluation system and an analysis of gquestion-
naires and interview data based on a model, of the accuracy
of a performance evaluation process.

It is concluded that the Republic of Korea Army Officer
Performance Evaluation System must focus on rater motiva-
tion, feedback of rating results for developmental role of
future performance as well as an evaluative role of past
performance, attention must also be given to deficiencies

resulting from using a relative rating system.

Finally, based on the foregoing analysis, an alternative
f6r rater motivation and modification of the evaluation
format are suggested to increase the efficiency and effec-
tiveness of the current R.O.K, Army Officer Performance b
Evaluation System. . o " . T 3
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I. INTRODUCTION

A. THESIS CONCEPT .

In the revision of the Republic of Korea Army Officer
Perforsance Evaluation System (ROKAOPES) implemented in
1983, the following statements were identified:

The final revision goal of the ROKAOPES for the future

» has to develop n absolute evaluation system to assess
- an an indiwvidual s abilities, actual achievements and
o the potential traits without contamination or skewing

which results in inflation of marks. The goal must

include a plan to develop . strengths and to remove weak-
; nesses in a system which the evaluation results are made
: known to the ratee very clearly.

Since such a s¥stem requires fairness and high accuracy
. on the part of the rafter the new system must include a
method of training raters. Since relative and absolute
evaluations are accruing at the same raters will need
a551Ttance in becoming “more consistent [Ref. 1: Pp.

-
A .

F I Dy N RE A

The conceptual Dbasis of this study is to determine if
the ROKACQPES, as a mid-term review, 1is operated effectively
and efficiently. A discussion of the issues raised by the

above statements, relative to the major interests of each

L Ol SR W RN

officer, 1s conducted to examine the effectiveness of the
system.

B. PURPOSE

According to the previous gquotations, the R.0.K. Army is
an officer performance evaluation system {OPES) revision to
be used as a replacement (or supplement) 1in the event that
current efforts deon't meet the requirements in producing a
reliable and more acceptable spread of marks, and of the
absolute evaluation and of improvement of individual by
"releasing”" the results of one's rating. Top management in
the R.O.K. Army may be making major decisions regarding the
future of the current OPES. It is, of course, 1in the best

a A s E A

[ 11
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interests of the o¢rganization to reduce or to minimize the
period of uncertainty associated with this decision. If the
current system 1is temporary, then there is a need for a
reevaluation of its many components. Therefore, the purpose
of this thesis is to reevaluate and analyze the system by
determining whether or not the ROKAOPES meets the estab-
lished purpose of performance appraisal to provide informa-
tion to support that decision making process.

C. SCOPE
To accomplish the purpose of the thesis, research has
been directed into the following areas:
1. A study of pertinent performance evaluation literature

2. A review of the ROKAOPES and the U.S. military (Army,
Navy, Air Force, and Marine Corps) evaluation system.

3. A critical analysis of the current ROKAOPES by an
informational %uesthnnalre designed to determine
ngSK' Army officers” perceptions and observations of

4. A.studg of deficiencies of the current system based on
literature review and analysis.

5. Recommendations and/or modification implications based
upon the foregoing analysis.

In particular, the study of this thesis highlights
whether the OPES meets the evaluation purposes of the R.O.K.
Army. Questionnaires were drawn from officers above the
rank of major since they are senior officers who have more
experience as a ratee and a rater under various evaluation
systems. The developmental system which the R.O.K. Army
does not yet adopt are also investigated through the U.S.
military evaluation system. Finally, this research includes
the system, the evaluation forms, and the usage of the
results in the evaluation system. Factors such as promotion

board, selection board, etc., are not considered.

D. METHCDOLOGY
The methodology employed in developing a balanced
discussion of pertinent issues entailed synthesizing
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information acquired through letters, interviews,

questionnaires, personal experience as a ratee and a rater,

current regulations, and literature. Various controversial
comments on the current system were obtained through
interviews with five R.O.K. Army colonels and lieutenant
colonels who had studied at Naval Postgraduate School. The
U. s. military evaluation systems were investigated by
consulting the personnel executive officers of each service
and by studying the current regulations. For

questionnaires, 237 officers above the rank of major were
randomly selected from the Army War College and the Army
Logistics School.

E. ORGANIZATION

This thesis contains 6 chapters. In the next chapter,
the evaluation purpose, criteria, a model of the accuracy in
a performance evaluation process, and evaluation format are
discussed. The closing section of chapter Il identifies the

military environment for evaluation. Chapter III presents
studies of the R.O.K. Army, and the U.S. Army, Navy, Air
Force, and Marine Corps OPES. In the second section of

Chapter III, the current evaluation system and its outline
in the R.0.K. Army are briefly described. The next section.
in Chapter III identifies significant characteristics of the
U.S. military evaluation system. In Chapter IV, the results
of dquestionnaires and interviews are categorized into 3
aspects (the system policies, evaluation forms, and feedback
of the rating results) and are analyzed for each category.

Chapter V identifies strengths and deficiencies of the OPES
in the R.O.K. Army. Chapter VI provides the conclusions
inferred by the discussion and a list of specific recommen-

dations for the R.O.K. Army policy makers for personnel
management.
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II. IHEORY AND CONTROVERSIES OF PEREFORMANCE EVALUATION

A. EVALUATION PURPOSE

The majority of performance evaluation systems today are
used to justify wages and salary, to validate selection and
promotion procedures, <to set goals, to determine training
needs, to provide counseling and feedback c¢oncerning
performance, to compare employees' abilities and to find out
their potential merits, and to provide a historical back-
ground to aid in the justification of personnel actions.

According to Cumming and Schwab [Ref. 2: pp. 4-7],
performance evaluation is differentiated on the basis of
whether the purpose of evaluation 1is to evaluate past
performance or to develop future performance. ' The evalua-
tive or judgemental role of performance evaluation focuses
on the past activities for the purpose of making administra-
tive decisions such as promotion, selection, placement, and
so on. The developmental or counseling role focuses on
improving performance or the potential for performance
directly by aiding the employee in identifying areas for
improvement and growth. Figure 2.1 shows the differences
between the evaluative role and the developmental role.

Within Figure 2.1, the evaluative role implies that the
rater will use various dimensions from the best to the worst
level, such as outstanding to very poor, planned in order to
make decisions concerning the ratee's performance. On the
other hand, the developmental role focuses on improving the
ratee's potentials and merits, or counseling. Therefore
descriptive types such as essays or comments are generally
used for this role.!

!Techniques for this theory include a Developmental
Action_Program (DAP),_a Maintenance Action Program (MAP)
and a Remedial Action Program (RAP). This author thinks tha
R. O. Army actually has various difficulties with these

14
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Judamental Role Counseling Reole
Focus: .On past performance .On improvement in
future performance
Objective: . Improve performance . Improve performance
by more effective through self-learn-
personnel ing and reward ad-
ministration growth
Method: .Variety of rating .Series of develop-
and ranking mental steps as re-
procedures flected in manage-
ment by objectives
- (MBO
Role of . To judge and .To counsel, help, or
Superior: to evaluate guide
Role of .Passive or reactive, .Active involvement
Subordi- frequently to defend in learning
nate: himself
" Figure 2.1 The Judgmental Role and Counseling Role.

In conclusion, because of multi-purpose

evaluations in the military, the function of a performance
evaluation must be feedback focused
the potentials of ratees,

performance

on the improvement of

throughout not only past perform-

ance evaluation but also counseling, as a

guide in the
future.

"B. CRITERIA OF PERFORMANCE EVALUATION

Criteria are standards that can be used as yardsticks

for measuring how much the ratee achieved given objectives

or missions during a rating period. This is very helpful in

terms of promotion, placement,

selection, and performance

It is used to predict a relationship between a
test instrument such as performance evaluation forms and the
ratee's actual work performance [Ref. 3: p. 102]. The work

evaluation.

performance "score" of the individual to the work
options, Dbecause of complicated procedures of these tech-
nigques. They are simply too energy intensive,
15
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performance of the individual can be obtained by using a
performance evaluation process. A performance evaluation
process 1includes various imperfections such as Dbias, an
incomplete evaluation system, and the misuse of its forms.
Therefore, a major goal of performance evaluation is to
reduce the imperfections. The c¢riteria are reliability,
validity, and accuracy.
1. Bj . he Perf Evaluati

Bias occurs when a rater evaluates a ratee based on
conscious or unconscious prejudice, emotion, and subjective
opinion.

a. Leniency and Severity

Leniency occurs when the rater marks the ratee's

performance higher than the actual level of his performance,
while severity occurs when the rater marks the ratee's
performance lower than the actual level of his performance
(See Figure 2.3). "By being lenient in rating subordinates,
a supervisor aveoids the unpleasant feedback and possible
criticisms that may result from low evaluations" [Ref. 4: p.
385]). The rater may think that he motivates his subordi-
nates or earns their loyalty by giving them high performance
marks.

b. Central Tendency

Central tendency works to provide a rating of

average or around the midpoint for all qualities. "This
usually occurs as a result of the rater's lack of knowledge
of the ratees he is rating, or from haste, indifference, or
carelessness” [Ref. 5: p. 329]. Central tendency, as with
leniency or severity, happens most frequently and the rating
results with central tendency actually are worthless because
the ratings fail to discriminate among the ratees. One way
to minimize this bias is by clearly explaining the meaning
of the various factors [Ref. 3: pp. 317-318].

16
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c. Halo Effect
‘ This occurs when one or two good or bad charac-

teristics of the ratee influence on the rater's judgment of
the overall performance. The effect also occurs by the
group or team to which the ratee belongs. If the group or
team, for example, gives the rater a good impression this
may bias the evaluation of the team members. On an overall
scale, "there is a possible halo effect that can accrue to
an officer from where he has served or by virtue of his
bromotion status" [Ref. 6: pp. 452-468].
d. Recency
The recency of good or bad performance near the
end of the evaluation period can influence the rater's judg-
ment By failing to recognize an established good or bad
record through the whole evaluation period.
e. Spillover Effect
This effect occurs when past performance rating
results influence current ratings unfairly [Ref. 7: p. 13].
Because of this effect, "fast runner" may result in a
similar rating for the current period regardless of the
achievement of work performance.
f. Proximity Errors
Adjacent traits highly influence on a perform-
ance evaluation than remote traits timely or spatially.
These results continue to occur even though different rating
procedures and different kinds of rating techniques are
adopted. Therefore, two ways to avoid these errors are (1)
all ratees must be evaluated for one evaluation item, (2)
similar items must be separately placed far enough, and (3)
to give clear meaning among similar traits.
g. Logical Errors
These occur when raters conduct similar ratings
on traits that look logically like related [Ref. 3: p. 318].
For example, if a ratee is quite diligent, his productivity

17
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may also be highly rated because of his diligence.
‘Therefore, "halo results from an apparent coherence of qual-
ities in the same individual; logical errors result from an
apparent logical coherence of various traits, irrespective
of individuals" [Ref. 3: p. 318]. In order to avoid this,
the rater can evaluate all ratees for one item, and then for
the next item, and so on.

h. Contrast Effect

This occurs when a rater rates his subordinates
based upon rater, himself. Therefore, "Same as me" may
cause leniency and "Different from me" may cause severity
[Ref. 7: p. 13].
2. Reliability

Reliability refers to "the minimum error or the
consistency with which evaluations are made either by
different raters or by the same rater at different times"
[Ref. 8: p. 206]. Reliability can be measured by (a)
parallel forms reliability, (b) test-retest reliability, and
(¢) split=-half reliability. Parallel forms reliability is
measured by correlating two alternative forms of the same
test. Test-retest reliability achieved when the same test
is taken by the same person through one form at two
different times. _Split-half reliability is a statistical
test 1in which a population 1is split into two equivalent
parts and taken to the same person for scoring and then the
results are correlated.

3. Yalidity

Validity refers to "the degree of accuracy of an
inference made about a direct relationship" between a
performance evaluation form and the actual work performance

of the ratee [Ref. 7: p. 347]. A reliable test (consistent)
may not be valid, but a walid test 1is usually reliable
(consistent). For instance, a rater and a senior rater can

make the same decisions on a subordinate, but they may not
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all be correct. The validity of an evaluation is generally

discussed in terms of one or more of the following types
(a) Content and Face, (b) Construct, (¢) Criterion related,
(d) Incremental, (e) Convergent and Discriminant, and (f)
Synthetic.

Content validity provides a measure of the relation-
ship between evaluation items on a performance evaluation
form and the actual performanc: of the ratee. Face validity
is a form of content wvalidity, and is the observed simi-
larity of the raters between the content of an evaluation
form and actual job content. If a test is content valid, it
should appear to be actually job related. However, content
validity, sometimes, is not covered by appearance. When a
rater, for example, evaluates a rated officer' patriotism in

the officer performance evaluation, each evaluation factor
may not appear to have validity exactly. But if the rater
choose one among those factors, it may be content validity

(Ref. 7: pp. 347-348].

Construct validity deals with the ability to measure
abstract variables such as thought processes or intelli-
dence. Criterion-~related validity is a statistical state-
ment which describes the direct relationship between scores
on a predictor such as results of an interview, test results

and scores on a criterion measure such as a performance

evaluation instrument [Ref. 7: p. 348]. There are two Kinds
of criterion-related wvalidity, Concurrent and Predictive
validity. Concurrent validity is the relationship between

different measures obtained at the same time [kef. 9: p.
17]. For example, suppose that every company must take the
ATT (Army Training Test) twice a year and ATT consists of
two parts, theoretical combat readiness test anc implementa-
tion of tactical operation for the company soldiers during S
days. The combat readiness test would be administered to

all soldiers of the company and then, soon after, scores on

19
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the tactical operation test of the soldiers would be
obtained. If those soldiers who received high combat readi-
ness test scores also received high scores on the tactical
operation test and those with low combat readness scores
obtained low scores on the tactical operation test, the
results would indicate a high positive correlation between
the two sets of scores. The inference could, therefore, be
made that the test appears to predict the performance of
soldiers fairly well which is wvalid. Predictive validity is
"theArelationship between a measure at one point in time and
another measure behavioral at a later time" [Ref. 9: p. 17].
In the example given earlier concerning the ATT, the combat
readiness test would have been administered to the company
at one time and then the scores on the tactical operation
test would be obtained and the correlation between the two
sets of scores would be determined. In this example, the
ATT results could have been used as predictors of future
combat success.

Incremental wvalidity refers to the ability to
measure somewhat better than other tools already available.
A new test or procedure would probably need incremental
validity before researchers would adopt it over some method
already in use. "Convergent validity is shown when two or
more methodologically distinct measures o¢of the same trait
are significantly correlated with each other" [Ref. 9: p.
21]. For example, a test may have convergent validity when
the measured values converge on values demonstrated by
another test known to be wvalid. Discriminant wvalidity
occurs "when the <correlations among traits measured by

different methods are larger than the correlations among

different traits measured by the same method" [Ref. 9: p.
21]. Synthetic or job component validity is relevant when
developing tests to measure job skills. In the example

given earlier, the ATT would have synthetic validity for the
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company soldiers if it involved separate valid measures of
different subjects such as 16 required subjects, offensive,

and defensive operation in order to measur: the combat
potential ability.

4. Accuracy
"Accuracy implies both reliability and validity, but
the reverse is not necessarily true. Accuracy is concerned

not only with consistency of measurement (reliability) and
with the construct being measured (wvalidity) but also with
the absolute level of performance" [Ref. 9: p. 23]. If the
evaluation system accurately and precisely measured the
"true" state of a given phenomenon, it would be the best
alternative tool in the performance evaluation. However,
accuracy and preciseness in the evaluation system concern
"the statistical characteristics" of evaluation in the
actual work performance [Ref. 10: p. 68]. Figure 2.2
explains this situation.

Q ,

A: Accurate B: Precise, not C: Precise and
(on the average) accurate accurate

e

[

Figure 2.2 Difference Between Accuracy And Preciseness.

According to Ficure 2.2, picture A is only accurate
because the statistical numbers are - close to the "true"

state, but are not the "true". Picture B is precise, not
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accurate, because the statistical numbers don't represent
the whole although they are true. Picture C is precise and
accurate because this is the "true" state and represent the
whole state. Therefore, the evaluation system is required
accuracy prior to preciseness. Figure 2.3 shows two kinds
of inaccurate evaluations [Ref. 9: p. 23].

Within the context of Figure 2.3, these evaluations
are not accurate because, although the proper order of the
ratee's performance is correct (valid and reliable), rater
A's evaluations are too low and rater B's evaluations are
too high in reference to the level of each ratee's actual

performance.

(a) "True" Rick Kevin Jan Bob Ann
erformance | l I |
s

ggrkers 1 % % & é é ; g

poor average excellent

Rater A's Rick Kevin Jan Bob Ann
inaccurate | | | | |
gatlggs 1
ue to
severity l 5 $ L > é %

poor average excellent

Rater B's Rick  Kevin Jan Bob Ann
inaccurate l | (I l

Jae 2"
leniency { é L é é é é $

poor average excellent

Figure 2.3 Valid But Inaccurate Performance Evaluation.

The reason why accuracy is quite important is that
inaccuracy may seriously affect the '"cutting score”" to be
used in the purpose of perfo;mance evaluation such as promo-
tion, selection, placement, and so on. Factors affecting
the accuracy of a performance evaluation process as a frame-

work of this thesis are discussed in the next section.
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C. MODEL OF THE ACCURACY QF AN EVALUATION PROCESS

An individual's job or mission to be achieved is
performed by his own ability and motivation. Therefore, the
accuracy of the rating in a performance evaluation process

R &

through the feedback of performance affects a ratee's

? ability and motivation which, in turn, affect his job
\ performance. "The accuracy of the performance rating of a

rater as a performer is a function of a rater's ability, a
E rater's motivation, and relevance of rating standards"
X [Ref. 11l: pp. 635-646]. Figure 2.4 explains a model of the
~

performance evaluation process.

v, . —
Percerved Adequacy Percervea Cansequences | ater
of instrument of Acorasal Manvanon
b
uroose ot l
/\ 1 Aooraisai
]
Qroamiitona
CCUracy ot
Ponces and Agpraisal F Ranng Perrormance
Procecures Zormat LS“"""‘” Raang
Ratee Personai T
Qraractensacs
tee 100
Characrensncs \
: :
ter Rater %aggﬂumrv r ater
Tramng 'LChancremncs 'ae““:;:“ - I Abriiey
)
Figure 2.4 Model of the Performance Evaluation Process.
Within the context of Figqure 2.4, determinants of rater
motivation are perceived consequences of appraisal,
perceived adequacy of instrument used, purpose of appraisal,
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organizational policies and procedures, appraisal format,
H and rating standards. Rater motivation is possible when the

rater 1is motivated to make accurate judgments about the
) ratee. For example, rater motivation to assign accurate
performance ratings is high when a rater supports a current
evaluation system, when the rating results are exactly
known, and when the evaluation instrument is easy to under-
- stand and relates to the ratee's actual job. However, it is
: less high when the rating results are obtained for adminis-

trative purposes than when they are obtained for purposes of

employee development. Therefore, the feedback of rating
[~ results truly affects the accuracy of a performance evalua-
. tion of a rater.

Rater ability is a technique in which a rater judges a

ratee. Rater training, rater characteristics, rater's
oy opportunity to observe ratee's job behavior, organizational
? policies, ratee job characteristics, and the appropriate
'f rating standards affect rater ability to assign an accurate
' ratings. For instance, a rater who takes more opportunities
. to observe a ratee and 1is trained in performance evaluation
.: has a good ability to assign an accurate performance rating.

Also, flavor of an important duty position or flavor prefer-
' ring to a ratee for long term service due to ratee's job '

characteristics affects the accuracy of the ratings.

Rating standards are a function of organizational poli-

(Al

cies and procedures, rating format, and the ratee's personal
and job characteristics. Rating format includes not only .
instrumentation but rating content. Sex, race, and personal

background (high school graduate, college graduate or home 9

TR A A N

town) are personal characteristics. For example, the more

-

consistence between the ratee's job context and the rating
standards, or between the rating procedures and the rating
standards, the higher the accuracy of the rating 1is
obtained.

4o r?
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The accuracy of a performance rating is possible when
the performance rating works systematically as an entire
process. A rater affects the rating results critically
because he i1s a rater as well as a ratee and has more impact
through the implementation of top management policies or

systems as a middle executor.

D. EVALUATION FORMAT
1. Evaluation Technigues
Designing an evaluation system must include consid-
ering the evaluaticon technique for the purpose of the evalu-
ation, the ease of the use, and the validity of the system

based on the traditional background. Evaluation techniques

s v P VY V.Y."y ATy AN T e e Y )BT b s B S

can be grouped into four categories.

There are (a) Ratings in which employees are evaluated
on a number of separafe characteristics, (b) Ranklng(
which employees are compared to each o;ﬁer (c) Crit 1cal
incidents, “in which statements that describe a range of
actual job behaviors are logged and evaluated as to
whether theé constltute effective or ineffective
behavior, (d Other metheds in which the criteria
for evaluation may vary, such as management by objec-
tives (MBO), etc.” {Refl 4: p. 372].

The general characteristics of these technigues

follow.
a. Ratings
(1) Craphic Rating Scale. This is the most
Wwidely used performance evaluation technique. The rater is

required to make a judgement and then record it somewhere on
a continuum from the highest to the lowest degree of the
evaluation items. These ratings may then be weighted a
score of five for the highest and zero for the lowest.
Therefore, '"these graphic scales are usually supplemented

with a series of adjectives or short statements describing

the factor" [Ref. 12: p. 18]. "This technique may not yield

the depth of an essay appraisal, but it is more consistent

and reliable. .o . for many purposes there is no need to
25
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use anything more complicated than a graphic scale
supplemented by a few essay questions" [Ref. 13: p. 631, The
disadvantages are difficulties in constructing and choosing
the rating items. Also each rating item can be affected by
the halo effect.

(2) Checklists. This is a set of adjectives or
descriptive statements in its simplest form. If the rater
believes that the ratee possesses a trait listed, the rater
checks the item but if not, the rater leaves it blank. A
rating score is totally weighted and these weights are
unknown to the rater. The most difficult aspect of this
technique is arriving at a proper weighting of various items
on the checklist.

(3) Forced Distribution. A rater is required
to rate his subordinates in some given proportion among
performance levels such as 10% are outstanding, 15% are
excellent, 50% are average, 20% are poor, and 5% are very
poor. One strength of this technique is possible for raters
to alleviate inflation of marks and the central tendency.
On the other hand, if all the company commanders in a
battalion of a special task force are outstanding
performers, forcing their commanding officers to rate some
of them as excellent, average, poor, or even very poor seems
a misuse of the evaluation system. Therefore, "forced
distributions are only most suitable where there are large
number of employees and wide variations in performance
levels" [Ref. 4: pp. 374-376].

b. Rankings

Individual statements or ratings are sometimes
less useful for comparative purposes when it is necessary to
compare employees who work for different supervisors.
Instead, it is necessary to recognize that comparisons
involve an overall subjective judgment to which additional
facts and impressions must somehow be added. This technique
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! is to list employees in the rater's perceived order of worth
to the organization. The two most effective methods are
alternaticn and paired comparison ranking. Alternation
¥ ranking is to select first the highest-ranked from the group
[+ ' and then the lowest ranked, then the next-highest-ranked and
i the next lowest, and so on. This procure is repeated untill
v everyone 1s ranked. In a paired comparison two names are
f placed on a card, so that every employee in the group is
paired with everyone else and then all pairs are judged,
selecting the better of the two. The person marked most
frequently is placed on the top of the list and so on, until
the person with the least number of marks is on the bottom.
The major problems of this technique are that it is almost
completely subjective nature and the fact that it 1is not
relative. Therefore, this technique is wuseful '"when
combined with multiple rankings" [Ref. 13: p. 66].
c. Critical Incidents

g (1) Critical Incident  Iechnique. This
e technique requires the rater to keep a 1log containing
observations of what the supervisor considers to be good or
bad performance on each employee. This method demands
continuous and relatively close observation. The primary
advantage of this technique is that a ratee's performance
and not just his personality 1is evaluated. Problems with
this method are <that "it highlights extreme performance to

the exclusion of day-to-day performance, which wusually is
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the real measure of a person's effectiveness" [Ref. 12: p.

18], and a rater's subjective judgment may influence on

critical 1incidents since they are set up by each rater.
"Many employees consider this type of constant surveillance
a threat that 1is damaging to workplace relationships"
{Ref. 7: p. 168]. Even though the rating is done by the
rater's subjective judgment, making a file of the critical
incidents <can contribute to fairness of the evaluation

(NI
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because this is an official record and evidence.
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-
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(2) Behaviorxally Anchored Rating Scales. A
Behaviorally Anchored Rating Scale (BARS) 1is a variant oh
standard rating scales. As the various scale levels such as
outstanding through very poor are anchored with behavioral
descriptions directly applicable to jobs being evaluated,
the rater can choose one of them from a 1list of statements
(See Appendix A). This technique will be a breakthrough for
more reliable, effective, and valid performance appraisals.
Because of the increased specificity of the rating scale, it
is possible that this technique will function better than
the graphic rating scale. But a problem exists in
identifying implicitly applicable behavioral statements in
an organization with several missions [Ref. 1l4: pp. 66-73].
d. Other Techniques

(1) Management By Qbjectives (MBQ). MBO
requires that the results an employee must achieve are
decided upon by the manager and the employee working
together. Evaluation is then based on a joint review of the
degree of achievement as toc how well the employee met the
goals within a specific period. The high degree of employee
involvement has made MBO a popular method. According to
King, this technique gives the manager a great deal of
flexibility in choosing priorities and setting standards,
and makes the rater evaluate the ratee's performance, not
his personality. Another advantage of MBO is that it casts
the manager into the role of counseling as MBO gives him a
chance to focus on the future rather than the past. Its
drawbacks are "difficulty to get how much in a raise,

difficulty to set an employee's specific goals in
requirements of the cooperation and support of others, and
the inability to compare one employee with another" ~
[Ref. 15: pp. 130-132].

(2) TIhe Essay Appraisal. This method requires

the rater to write short statements about the ratee's



strengths, weaknesses, accomplishment, estimated potential,

and so on. "The assumption seems to be that an honest and
informed statement-either by word of mouth or in
writing-from someone who knows the ratee well, is fully as
valid as more formal and more complicated methods" [Ref. 13:
p. 63]. This technique is generally useful when close
observations are made for actual information. However,
essay ratings vary in length, content, and quality based on
the rater's imagination or writing ability. Moreover, since
each essay contains different aspects of ratees' performance
or personal gqualities, <this method 1is quite difficult to
combine or compare.

(3) Ihe Eield Review Iechnique. In the field
review technique, the raters consist of a number of the
specific unit staff. The raters review the ratee's
documents and interview the ratee's immediate ‘superior or
others who know the ratee very well. Then the raters
evaluate the ratee. This is quite useful to prevent various
biases and errors, or when the rating results are required
for comparison among ratees for special purposes.
Therefore, this method affects the fairness of the

evaluation.

As discussed above, each technique has advantages and
disadvantages. Therefore, almost all performance evaluation
systems today use two or more techniques with mixed designs,
because two or more evaluation systems adopted together can
complement each other in advantage and disadvantage. By
doing so, an individual can be rated by a more complete

evaluation system.

2. Rater and Ratee Relationships
The following issues focus on the relationship

between the rater and the ratee.
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, a. Evaluation by One's Immediate Supervisor
’ This involves the traditional evaluation method
in which the supervisor evaluates his subordinates based on

o

their past performance. This is because he is probably most

familiar with the individual performance, has the broadest
opportunity to observe subordinates, and is best able to
evaluate each subordinate's performance in light of the
organization's overall goals. On the other hand, there are
problems such as physical distance from subordinates, unfa-

XN

miliarity with the job requirements or duty. The supervisor

MOV

is also the first to make administrative decisions and then
to manipulate the performance ratings to correspond with
those decisions [Ref. 16: pp. 61-63].

NN

b. Peer Evaluation
This is a ratings system done by peers of equal
rank or position, or co-workers in an organization. Because
peers or co-workers work closest to the ratee they can

understand the ratee's performance or personal traits very

48,4, 0 %N

well. Results of the peer evaluation may then be used in
joint employer-subordinate reviews of each employee's prog-

ress prior to administrative decisions concerning the

(Y .; RO RN

employee. Its problem is negative or positive friendship
bias exists.

¢c. Self Appraisal
This is a method in which the subordinate rates
himself and then the rater evaluates the subordinate's

N NY N

rating to compare their rating results. In order to reduce . L
differences between the subordinate and the superior an
interview is required. By setting goals and analyzing the
good or the bad in goal achievement it provides
participating subordinates with valuable opportunities for T
self-appraisal and communication between the subordinate and

his superior through the appraisal interview. Therefore,

Yot S M B o

.5

self appraisal 1is more appropriate for <c¢ounseling and

g
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development than it is for personnel actions. A major
problem is that "the great majority of employees feel that
they are average or above average performers" [Ref. 7: p.
33]. '
d. Evaluation by One's Immediate Subordinates
This is a method in which subordinates rate

their superior. This method may be helpful if the subordi-
nates are required to rate how the superior handles and
trains the subordinates. However, the subordinates can't
see the whole forest and may evaluate the whole forest by
considering a few trees. Therefore, the rating results
should only be referred to the subordinate's feedback of the
superior in order to improve his/her effectiveness as a
leader. A major weakness is lack of information regarding
acceptable performance standards.

E. THE MILITARY ENVIRONMENT FOR EVALUATION

There exist many similarities and differences between
the military and the civilian systems in terms of perform-
ance evaluation. Both would operate fair and highly compet-
itive selection procedures at the job entry at the bottom of
the career development. Civilian systems can actually hire
new employees at any level. On the other hand, the military
usually has a closed loop due to its inability to bring in
new resources above the second lieutenant level. Exceptions
might include physicians and technicians who are sometimes
laterally acquired.

One distinguishing characteristic of the military 1is
that the ultimate criterion measure 1is success in combat.
Because it 1is almost impossible to measure readiness for
combat may sometimes be substituted as a criterion.
Therefore, there exists a lack of military criteria that are
sufficient to define system performance being obtained as
each individual achieves his goals. As a result, each indi-

vidual performance in the private sectors can be easily
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o measured in the form of production figures and profit or
0 loss statements, but it 1is not easy in the military.
Because much of an individual's activity in a military
setting is often not the performance of ultimate interest it
NS is difficult to decide who is more suitable and who is less
suitable for future combat [Ref. 17: pp. 233-256].

A second difference from civilian conditions is that the
military requires acquisition of strong commanding
authority. Because the purpose of the military existance is
to achieve the ultimate success in combat, the commanding

Rk A b

officer takes the responsibility for the success or failure
of the unit and requires that his subordinates absolutely
obey him under any situation. Also, the military itself
requires its missions to be achieved prior to the individ-

Ay -y ﬂ;‘\-:. -

uals. These are reasons why the military requires a strong
commanding authority unlike the civilian system. Therefore,
this strong commanding authority affects the military evalu-

a4 ALY

ation system.

A third difference in the military is the frequent move-
ment of duty position in a career path such as on the job
training, staff, and command.ng officer within at least one

.~
2 s"s 23 0 3

or two years. Because the rater ‘also has to move to another
duty position after one or two years the actual rating
g period would be less than one year. This short rating
X period would impact both in terms of observing of the rater
. and exhibiting potential traits of the ratee.?

N

2According to a Locher and Teel survey, evaluations were
A conducted annuallg in 52 % of the surveyed organizations,
' semi-annually in 24 %, ané at variable intervals depending
. on organizatlonal level in remaining 24 % [Ref. 18: p. 247}.
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ITI. QVERVIEW OF THE MILITARY EVALUATION SYSTEM

A.” INTRODUCTION

The purpose of this chapter 1is to study the current
systems of the R.O.K. Army and the U.S. military in the

officer performance evaluation. The first section of this
chapter presents how the R.Q0.K. Army Officer performance
evaluation system has been developed. In the second

section, the purposes of officer evaluation in the R.O.K.
Army, report forms, and rating procedures are discussed and
in the third section, the current evaluation systems of the
U.S. military are presented. The fact that there is prob-
ably not a consistent foolproof method of evaluating an
individual officer within a given service is reflected by
the dynamic nature of the majority of the military evalua-
tion systems. However, <the evaluation techniques that the
R.0.K. Army has not yet adopted can be studied through the
U. s. military evaluation system. The current performance
evaluation system in the R.O.K. Army is not wultimate

[Ref. 1: pp. 9-10] and is under a set of similar situations
in the military.

B. THE R.0O.K. ARMY SYSTEM
1. The Evolution of the System Policy

The R.O.K. Army Officer Performance Evaluation
System was adopted in 1948 and has Dbeen revised twelve
times. Before the establishment of the military personnel

law from 1948 to 1962, there were made five amendments and
their main contents were forced-unforced distribution, grade
by weight, and ranking. One of the distinctions in the
revised evaluation at that time was that raters had to
describe a given factor of the evaluation form by using an

essay appraisal. In the sixth revision, grade by weight and
forced distribution
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TABLE I

THE EVOLUTION OF THE EVALUATION SYSTEM IN THE R.O.K. ARMY

Times Evaluation Techniques Background
l - 3th . .
Before Forced distribution in grade,
ersonnel .
aw weight, ranking, etc.
Forced distribution in grade (%) To protect
‘ the reject-
6th ion of
] rated offi-
(Aug. 62)|Outstanding|Excellent|Good|Fair|Poor|cers with,
high quali-
ty.
3 17 60 27 3
7th Unforced distribution in grade Inflation
(Feb. 64) (5 grades) ( A: 66 9
Forced distribution in grade (%) To protect
. the reject-
8th ion of
rated offi-
A B o cers with
(Jan. 67) gigh quali-
30 60 10 ¥
9th Unforced distribution in grade Inflation
(outstand-
(June 70) (5 grades) ing: 52 %)
Forced distribution in grade (%)
To protect
10th the reject-
ion of
Good Average Poor Very poor|rated offi-
(Jan. 73) cers with
high quali-
25 50 20 S ty.
Only forced Good (% To protect
1lth Y (%) thepreject-
ion of
Good Average Poor Very poor|rated offi-
(Mar. 78) cers with
high quali-
25 Unforced ty.
To use jointly
12th -R.0.K. Army Form 1-1-22 and 1-1-24
(Relative Evaluation)
(Jan. 83)| =-R.0O.K. ArmY Form 1-1-28
(Absolute Ewvaluation)
34
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were adopted and the Evaluation Deliberation Board was

. established above the level of regiment to protect the leni-
ency tendency. The seventh revision in 1964 was about sepa-
ration of the evaluation forms for company grade officers
from field grade officers, unforced distribution, and the
adoption of a partial released rating results system by
giving the rated officer only the total grade after a
rating. In the eighth, forced distribution, the unreleased
rating results system and five evaluation forms by each rank
were adopted again. Because this system was too complicated
to £ill in by wusing various forms with each rank it was
changed into unforced distribution, ranking, and a unifica-
tion of one form for all ranks.

The Evaluation Deliberation Board was removed in

1970. The tenth amendment contained forced distribution
again and simplification of evaluation factors. Through the
eleventh, the system was similar to the current system. For
instance, work performance attitudes were focused on company
- grade officers, potential abilities were focused on field
grade officers, and the adjustment of the rated officers'
group from the combined branch of each rank to similarity of
branch functions such as combat branch, technical branch,
administrative branch, and special branch was done. In
order to motivate rated officers and to make officers active
and head for the future, the twelfth amendment was devel-
oped. Table I dispiays these twelve amendments [Ref. 19: p.

34].
2. The Outline of the Current System
The purposes of the ROKAOPES [Ref. 1l: p. S]] are to
improve the efficiency of individuals, to establish the

commanding authority, and to provide fundamental information
for fair personnel management. All ranks from warrant
officer to colonel have to be evaluated twice a year through

the relative evaluation system ({Army Form 1-1-22 and
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1-1-24), and the absolute evaluation system (Army Form
1-1-28). Both require an evaluation period of at least 60
days Dby the rated officer's immediate superior and the
senior officer of the rater. In particular, all ranks
served except colonel below the units of the level of the
Division also must be evaluated by the intermediate rater.
For example, an intermediate rater of a platoon leader can
be the deputy battalion commander and for the personnel
officer of a battalion, it can be .he personnel ocfficer of
the regiment.

Army Form 1-1-22 (see Figure 3.1) is used for field
grade officers and Army Form 1-1-24 (see Figure 3.2) is used
for company grade officers. Army Form 1-1-28 (see Figure
3.3) is the same for all ranks. ? Therefore, there are seven
forms: for cadets, for officers on job training, for offi-
cers under domestic and foreign education, and for student
officers of the Deiense Postgraduate School and the Army War
College. Army Form 1-1-24 is required to be completed for
company grade officers by every March 10, and Army Form
1-1-22 has to be completed for field grade officers by every
April 10. Army Form 1-1-28 is conducted for all ranks based
on every twelfth month since being assigned to a duty posi-
tion. The main contents of Army Form 1-1-22 and Army Form
1-1-24 are (1) administrative data, (2) significant contri-
butions during the evaluation period, (3) ability and
performance attitude, (4) aptitude, future development, and
health, (5) overall opinion, (6) overall evaluation, and (7)
rater signature. All rated officers should write the degree
of their significant contributions by describing when, what,
how, and results of the performance during the evaluation
period in Part II. Then the rater and the senior rater
evaluate degree of achievement of the rated officer by

3Fiqures 3.1, 3.2 and 3,3 were rearranged bg this
author from the orlglnai forms Dbecause of the limitation of
editing for this thesis.
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Figure 3.1 Army Form 1-1-22.
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Figure 3.1 Army Form 1-1-22 (cont'd).
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Figqure 3.1 Army Form 1-1-22 (cont'd).
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Figqure 3.2 Army Form 1-1-24.
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Figure 3.2 Army Form 1-1-24 (cont'd).
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Figure 3.2 Army Form 1-1-24 (cont'd).
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Figure 3.3 Army Form 1-1-28.
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choosing one among 6 BARS. In Part III, Ability and
.Performance Attitude are separated into 8 evaluation factors
where each factor has 3 BARS. Aptitude, Future Development,
and Health in Part IV are divided into 8 evaluation factors
such as aptitude, future development, specialty, education,
promotion, self-improvement, health and personal life IV.
In the Overall Opinion part, the rater, the intermediate
rater, and the senior rater describe the degree of contribu-
tion of the rated officer 1in his military development, his
future potential, aptitude, and specialty. In Part VI, the
rater and the senior rater grade the ratee's ranking among
the rated officers of the same group by using a relative
evaluation. They can choose grade A, B, C, D, or E, and
recommended a rating if necessary. However, grades A and B
are controlled into 10 % and 15 9%, but the rest of the
grades are not. The rating recommended c¢an be used when a
rated officer with high quality is rejected to get higher
grades (Outstanding or Excellent) in being actually graded
because of forced distribution in the ranking. Therefore,
the rating recommended is possible for the senior officer to
recommend only one rated officer among those officers more
than 4 rated officers for next higher grade. However, the
rating recommended requires appropriate reasons and the
descriptions by the senior rater should be provided. After
completion, it is sent to the headquarters of the Army (HQ
Army). Finally, HQ Army judges the rating results like
Table II and the results must be classified and unreleased.
Army Form 1-1-28 using an absolute rating has a few
different evaluation factors from Army Form 1-1-22 and Army
Form 1-1-24. The first is that the same evaluation report
is wused for all ranks. Second, Army Form 1-1-28 is
completed after every 12 months based on a duty position
assigned. The third is that the graphic rating scale is
used in Part III instead of BARS of Army Form 1-1-22 and
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TABLE 11
THE STANDARD OF THE ARMY JUDGMENT
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Results of BC BE

the rater BB AD AE CE

and senior AA AB AC cC CD DD EE

rater _ DE

Army Form 1-1-24. The fourth is that the potential ability
of a rated officer with using 6 evaluation factors, instead
of Overall Opinion in the Army Form 1-1-22 and Army Form
1-1-24, is described by raters. The intermediate rater and
senior rater only describe overall opinion. The fifth is
that it requires absolute evaluation in the grading of
Overall Evaluation of part VI, as being chosen one among A,
B, C, D, and E without any forced distributions.

C. THE U.S. MILITARY SYSTEM
1. The Army System

The U.S. Army Officer Evaluation System (OES) iden-
tifies best qualified officers for promotion and assignment
to positions of higher responsibility and for retention on
active duty or in grade. Under the OES, every officer is
evaluated on his/her performance and potential. According
to Army Regulation (AR) 623-105:

The Officer Evaluation Reporting Sgstem ( OERS) is an
important subsystem of the OES. I largly determines
the quality o the officer corps, the selection of
future Army leaders, and the course of each officer' s
career. . . . the primary function of the QERS is to
provide information 1including promotion, elimination,
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retention in grade and on active duty, reduction in
force, selection, assignment and speclalty designation
to DA for use in making personnel management decisions.
. . . the secondary "functions of he OERS are to
encourage officer professional development and enhancge
mission accomplishment. . . _ .the key to the system's
secondary functions 1is effective communication. .
. such communication makes the rated aware of what
his/her duties are and allows the officer to take part
in the organization's planning. On the other hand, such
communication lets the rater guide and _develop his/her
subordinates, keeps the rater constantly aware of what
the organlzaﬁlqn i1s achieving, and enables the rater to
plan for mission accomplishment. Senior/ subordinate
communication makes career _development information,
?gv%c éOand gg%dance more available to the rated officer
ef. : p. .

Yy Y Y B e

A T e 5 5 w_ »

L o
.

There are three forms used in the evaluation
process: DA Form 67-8, DA Form 67-8-1, and DA Form 67-8-2.
DA Form 67=-8 (see Figure 3.4) is used by the rating chain to

provide DA with performance and potential assessments . of

each rated officer. DA Form 67=-8 includes graphic rating K
scales of professional attributes, recommendation concerning .
promotion, and the descriptive comment sections. In Part -

IV, Professiocnalism 1s separated into professional compe- *
tence and professional ethics and each graphic scale
requires narrative comments. In Part VII, a reporting .
senior has to place a rated officer numerically within a X
hypothetical population of one hundred contemporaries. This
is an outstanding tool to prevent several biases such as .
leniency or severity. Because the rated officer, for :
instance, should have outstanding qualities in order to be :
placed within second ranking and this is the relative i
comparison to one hundred contemporaries, the reporting
senior can't help being careful in rating his subordinates. "3
The DA Form 67-8-1 (see Figure 3.5) 1is used by the K
rated officers and rating chain. The Army 1is exploring a
MBO system including a measure of self-evaluation by indi- -
cating the rated officer's major performance objectives and
listing the rated officer's significant contributions. The

purpose of DA Form 67-8-1 1is to encourage the communication
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PART 11l « VERIFICATION OF INITIAL FACE.TO-FACE DISCUSSION

AN INITIAL FACE-TO-FACE DISCUSSION OF QUTIES. RESPONSIBILITIES, ANO PERFORMANCE OBJECTIVES FOR THE CURRENT
MATING PERIOD TOOK »LACE ON

MATED OFE(CER'S :NITIALS AATER'S INITIALS

PART IV = RATED QFFICER Compieie a. 5 1nd c Seiow /0F ‘A raling pemod )

4 STATE YOURSIGN!ISICANT DUTIES ANO AESPONSIBILITIES

JUTY TITLE 8 .THE POSITION G208 §

o, NQICATE “"OUAR UAIQAR IEABIAMANCE JI84ECT'VES

DA
oA ‘?a :, 67-3-1 ZDITION OF SEM 7913 OBSOLETE

Figure 3.5 DA Form 67-8-1.
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c.

_IST YOUR SIGNIFICANT SONTRIBUTIONS

SIGNATURE aND DATE

PART V =~ RATER AND/OR INTERAMEDIATE RATER /Review end comment on Part IVa. 5 and ¢ asowe
Inaure remmerne are consSIent With vaur DerfOrMance snq polential Fveiasion on DA Form 67—9

AATER COMMENTS /Opttonal)

SIGNATURAE AND OATE ' Nenastory)

INTERMEDIATE RATER COMMENTS (Ophrional)

SIGNATURAE AND DATE Manaatory:

DATA REQUIRED BY THE PRIVACY ACT QF 1974 (5 U'S.C 332a

1. AUTHORITY: Sec 301 Title 5 USC: Sec 3012 Titie 10 USC.

2. PURPQSE: DA Form 57—3, Officer Evaiuation Report, serves as the pnmary source of information for oificer personne!
management decisions. DA Form §7—3—], Officer Evaiuation Support Form, serves as a quide for the rated officer s perform-
ance, deveiopment of the rated officer, ennances the sccomplisnment of the organization musion, and provides additionai
performance information 10 the rating chann.

3. ROUYTINE USE: DA Form 67—3 will be mantained in the rated officer's officiai military Personnei File (OMPF) and
Career Management [ndividuai File (CMIF). A copy wiil be provided to the rated officer either directly or sent to the
{orwarding addresa shown in Part [ DA Form 67—=3. DA Form 67—4—1 .3 ior orgamzationai use oniv and will be returned to
the rated officer alter remew by the rating chain.

4, DISCLOSURE: Disciosure of the ruted officers SSN ‘Part [ DA Form 67—3) 15 voluntary However. {ailure Lo venfv
the SSN may resuit in a deiayed or erroneous processing of the officer's OER. Disciosure of the information in Part IV,
DA Form 67—3—1 s voluntary However, (ailure to provide the infiormation requested will resuit .1 an evaiuation of the
rated officer withnut the benefits of that officer's comments. Should the rated officer use the Privacy Act as 2 basis not

‘0 provide the informacion requested 1n Part [V the Support Form wiii conwun the rated officer s statement to that effect
and be forwarded through the rating chain 1n accordance with AR 623=-103.

<« 7PO 1985 9 - 461-333 (27180)

Figure 3.5 DA Form 67-8-1 (cont'd).
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SENIOR RATER PROFILE AEPORT
OFFICER EVALUATION REPORTING SYSTEM
For use af this form, 08 AR 623-105: proponent agency 1s US Army Military Personnel Canter

PAAT | - ADMINISTRATIVE DATA

2. NAME (Last, Firse, MI) b. SSN ¢. GRAQE Jd. OATE OF REPORT
NOF, Johg [ $17-00-0066 3G _ 940830
PAAT I} - SENIOR RATER PROFILE
2uT_cwN3 Twor_~
A\ ”
MG 3G coL LTC MAy [t 28 T wa “w2 OTAL RATINGS HIGHEST
2 s 6 3 1 2 19 !
18 16 18 6 2 4 1 65 "
6 | 34 29 9 a |11 2 9 Ll
2 12 13 27 11 3 5 73 .
b
) 4 ) b ] 1 1 2n TP TN PPNt OT
1 3 A Loy
3 - 1 m
1 1 L)
'
b} LOWEST
10TAL QS FICERS
13 16 16 22 18 15 1 1

oA fome 67.8.2

Figure 3.6 DA Form 67-8=2.
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process between the rater and the rated officer and to
permit the rated officer to describe his/her principal
duties, objectives, and significant contributions.
Therefore, performance improvement of Army officers can be
enhanced by increasing communication between superior and
subordinates. This would affect overall morale.

DA Form 67-8-2 (see Figure 3.6) is used by headquar-
ters of DA (HQDA) to track the rating history of each senior
rater and makes this information available to both the
senior rater and DA, as one copy of this form is made avail-
able to each U.S. Army senior rater to make him/her aware of
his/her performance as an evaluator and a second copy is
filed in the senior rater's official military personnel file
(OMPF). This form works to prevent the inflation of marks
as with Part VII of DA'Form 67-8 and is a pertinent model to
the ROKAOPES.

2. The Navy Svstem

The purposes of the U.S. Navy officer fitness
reporting system are the primary basis of comparing and
selecting officers for promotion, assignment, selection for
command, and professional training. In order to accomplish
this, a rater first completes an appraisal work sheet (Form
NAVPERS 1611/1W Rev. 3-80) (see Figure 3.7) which serves as
a guide for completion of <the Report on the Fitness of
Officers (NAVPERS 1611/1 Rev. 5-«77) (see Figure 3.9) which
is designed to be processed by optical character recognition
(OCR) equipment. A few eévaluation factors in the appraisal
work sheet were reinforced on 31 July 1984 (see Figure 3.8).
The appraisal work sheet is used to define the measures
based on Specific Aspects of Performance and Personal
Traits and the rating scale from A to I is used in grading
the various performance aspects and personality traits.
Completing this sheet, the rater interviews with the rated
officer.
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After finishing this appraisal work sheet, the rater
grades a rated officer on Specific Aspects of Performance,
Warfare Specialty Skills, and Subspecialty Performance based
on the previous completed appraisal work sheet. Each grade,
combined and described by the required narrative comments,
is the basis for determining the Mission Contribution evalu-
ation. The Mission Contribution is differentiated in High,
Mid, and Low. High consists of 1%, 5%, 10%, and 30% in
grade. Mid has 50% and 50%. Low has 30%, 10%, and 5%. A
rated officer placed in the highest range of the Evaluation
section can be recommended for promotion, but this require-
ment is not mandatory. A recommendation for early promotion
is entirely acceptable for such nomination to be made
regardless of the time in grade or promotional eligibility,
for this procedure serves to identify the "head and shoul-
ders" type performers. The rated officer can be placed by
above proportion 1in a proper place of the Evaluation
section. The Summary is the distribution of the total eval-
uation marks given other officers of the same promotionally
competitive category as a rated officer at that date by the

rater. The rater must rank these officers numerically from
one to the total number. Also this section 1is left blank
below the level of lieutenant. The first two copies of the

Report on the Fitness of Officers are sent to HQ Navy, the
rater maintains one copy, and the last copy is sent to the
rated officer. 1If discriminations of the rated officer from
the old report during the next rating period occur, the
rater completes the next rating report based on the discrim-
ination such as improvement or backward movement. This
method usually makes the rated officer improve his potential
[Ref. 21: pp. 1-28].

However, a rater must compiete the Report on the
Fitness of Officers with 88 evaluation items per rated
officer as well as the appraisal work sheet, such complexity
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a in the evaluation process gives the rater a heavy workload.
:ﬁ One other important factor is to has only one rater do the
. evaluation. When evaluation being done by only one rater is
é considered with the previous argument, the results of the
g' evaluation may be questionable in accuracy. On the other
. hand, one of the characteristics in the Navy system is the
b attempt to separate the personal traits from overall evalua-
‘ﬁ tion based upon Mission Contribution. This is a model for
: the ROKAQPES. Second, the Report on the Fitness of Officers
A'S takes advantage of the machine readable, OCR feature of the
: form and allow statistical analysis of performance marks.
. 3. The Air Force System
3 The purpose of the Air Force Officer Evaluation
v System is not only to provide the Air Force with information
v on the performance and potential of officers for use in
Voo making personnel management decisions such as promotions,
‘3 assignments, selections, and separation, but alsc to provide
;E individual officers information on <their performance and
potential as viewed by their evaluations. Air Force
'i: Regulation 36=-10 and Air Force Pamphlet 36-26 explains the
o Air Force Officer Evaluation System.
;E Ten performance items with detailed BARSs ( see
Appendix A) are described in AF Form 707 (see Figure 3.10)
:i and BARSs are detached from AF Form 707 and are contained in
,;: Air Force Regulation 36-10. To evaluate potential, a number
? from 1 through 6 with six blocks are chosen by three evalua-
tors: rater, additional rater, and indorser. According to
53‘ AFR 36-10:
-
5 rating of "1" should be given to those officers who

gossess'the highest degree _of potential to sucgegsfully
andle increased responsibility. A rating of "2" iden=
tifies those extremely effective officers who have
¢clearly demonstrated potential for expapded or more
diverse responsibility. A rating of 3" should be
awarded to officers who are performing well at their
current level of responsibility but whcse potential for
expanded or more diverse responsibilities needs to be

o AAA

14)

-

e more clearly demonstrated. in the 4, 5, and 6 blocks
identify officers who have demonstrated insufficient

.
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potential to_ _assume increased responsibility and a "4"
rating should be given when performance "during_ the
rating gerlod reflects less than average potential and
the officer needs to improve beforé Dbeing  awarded
increased responsibility. The "5" rating describes the
officer whose performance dur;n? the period is marginal
and does not indicate potential for increased responsi-
b111t¥1 The "6" rating constitutes a_ referal report.
Speciftic ustification is required if an officer 1is
given the lowest rating. __The comments of the evaluator
assigning this rating will include a statement as to
whether "the officer "can <continue in his/her current
assignment and be expected to  achieve an acceptable
level of performance. " Justification for the rating must
include specific _examples, and indicate whether weak-
nesses are a result of insufficient experience and qual-
ifications or lack of motivation and disinterest in the
job [Ref. 22: p. 43]. .

In the rating chain, the rater is the rated offi-
cer's immediate supervisor, the additional rater is the
rater's rater, and the indorser is the additional rater's
rater. According to AFR 36-10, the indorser through
Indorser comments in AF Form 707 supervises the rater and
the additional rater as the following:

The indorser reviews the ratings and comments for
completeness and impartiality,  and indicates agreement
or disagreement with the previous evaluator. Even
though an indorser may not have personal knowledge of
the ratee an effective review of the report can be
accomplished. This review serves both the gurpose of
quality control over individual reports and the control
over rater tendencies to overrate. The indorser should
re%ect improperly prepared reports and downgrade ratings
no substantiated or reflecting unacceptable infla-
tionary practices [Ref. 22: p.43].

One advantage of the Air Force system is that users
of AF Form 707 in the HQ AF can easily and completely under-
stand the rated officer's performance achievement and indi-
vidual's traits because BARS is various and gquite detailed
(if it is assumed that the report is evaluated accurately).

The second 1is that three steps such as the rater,

the additional rater and the indorser in rating chr‘n are

used in order to increase accuracy.
The third is that since BARSs are detailed, a rater

can easily evaluate a rated officer's traits. Also the
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Officer Personnel Evaluator's Handbook with BARSs 1is
distributed to all AF officers as a guide for rating. The
use of detailed BARSs would be a model to the ROKAOQOPES.
From another point of view, because a set of this BARS is
separated from the Officer Effectiveness Report, there is
doubt that this BARS is effectively used as much as it is
expected to be used. Three of eleven Air Force officers
whom this author has interviewed have little experience in
the use of this BARS in evaluating their subordinates.
Rather they have evaluation experience for their subordi-
nates with their own sense.
4. The Marine Corps System

The primary purpose of the performance evaluation
system of the Marine Corps (MC) is to support the selection,
promotion, and retention of the best qualified Marines and
additionally to aid the assignment of personnel. For this
purpcse, the MC Evaluation System is required to be accu-
rate, timely, complete, and informative for Selection
Boards. MC Order P1670.7c governs the evaluation system and
USMC Fitness Report (1610) (see Figure 3.11) with an OCR

like the Navy system is wused. The USMC Fitness Report
consists of 4 sections. Evaluation is done by a graphic
rating scale and narrative description. Evaluation factors

are divided into Performance characteristics, Professional
qualities, Potential, and Preference factors. Block 13a,
"General Value to the Service" is the rater's assessment of
the rated officer's current contribution to the MC and
career capabilities. Therefore, 1t has to be a measure of
the whole Marine in relation to his contemporaries, not a
mere summary of blocks 13 and 14. Because of this impor-
tance, block 15a has 11 rating scales from Outstanding to
Not Observed. Block 15b is distribution of marks for all
Marines of this grade .and not forced distribution.
According to MCO P1670.7c¢, '"block 15b must reflect all

Marines of the same grade for whom the evaluator was the
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68

PPN S PN

= A

-
-




aa's A% ate A A% Al 2o o Blaau Nia gt duagbe Bl Aty gt st e ab AACEN AR RCECC SR B’ a8t it S T R R &
. e 4 yv} V[* ':' “'\“"." -""“F' - W ‘_"1_"" . i\ oy . A

USMC FITNESS REPORT  Poge 2 11610)

MARINE REPORTED OM (Laet nowa) (Fwrst ngmwe) (M1 | GAa0t | DEMTIFICA TION MO PEMIO0 (Fram;

| | : . {
REPORTING SENIOR'S CERTIFICATION

| cortity that on the terrminal date shown in item J of Section A. | was the Reporting Semor for oniv those Marines of the
same grade as shown 1n ltem 15b of Section 8. Those Marines are ALPHABETICALLY LISTED below. | ronk this Monneas

of (oniy rank Marines marned Outstanding in 150 and b: mark NA i not apoiicabie),
MAME (Lout Fwus s} ! PO | MAME Lewt Pwnt M 1) . i
SIGNATURE DATE

REVIEWING OFFICER'S CERTIFICATION

1 : | have not had sutficient coportunity 10 observe this Marine. 30 | have no commaent.
2. : { have had only limited 0pPOrtunity 10 0Dserve this Manne. but irom what | have ooserved | generdily concur with the
Reporing Semior s marks in items 15a and b.
3. Z 1 have had subficient oppartunity 10 observe this Marine. and concur with the Reporting Semor s marks in ems {50 ond b.
— e— ‘
4 o

| have had sufficient oppartunity 10 cbserve this Morine. and dO NO! CONCUL with the Repornng Semor 1 marks n items
150 and b. | wouid evaiuate this Manne as

{ltem 15q) and ronk this Monne as ot
{oniy rank these evaivated as Outstonding (OS)). . '
REMARKS imonagotory if tem 4 gbove. 13 checked):
SIGNATURE DATE -

NOTE: The ntormanon above WILL NOT be enfered in1o OnY COMOUIEr DFOGIOM.

] Figure 3.11 USMC Fitness Report (cont'd).
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3 reporting senior at the time of the report, as if all had
p been included in the reporting occasion. Inclusion of all
- Marines of the same grade in this distribution is mandatory,
: whether or not reports are actually submitted on the others
S at the same time. Reporting senior must exercise utmost

care and attention ensuring that item 15b is accurate and
factually reflects the actual evaluation assigned (or that

- would have been assigned if reports were submitted on) all
} Marines of the same grade. Artificial cluster or false
~ distribution is unacceptable".  Therefore, block 15a and b
, satisfy the purpose of the MC Evaluation System. Section ¢
p refers to Mandatory comments, Guided comments, and Comments
‘2 by grade. There are two kinds of rating methods, that is
v

the absolute evaluation method in block 15a and the relative
evaluation method in reporting senior's and reviewing offi-
cer's certification of page 2. This helps make the raters
accurate and gain high c¢redibility in evaluating their

AL, P

subordinates. The reporting senior's and reviewing offi-
cer's certification on page 2 of the Fitness Report certify
and amplify the information recorded on the front page. In
particular, to ensure Marines are provided feedback on their

LA W R

4 performance evaluation records on file at HQ MC, they

o receive the Fitness Report Receipt Notice (see Appendix B),
copies of their Master Brief Sheet (see Appendix B), and
OMPF which is the rated Marine's complete military history
X from the day of entry into the service through present
- [Ref. 23: Ch. 1-7]. This may assist the rated Marines in
<, reviewing themselves and improving their merits. This
system could be a model for the ROKAOPES.

b A

D. SUMMARY
The ROKAOPES 1is accomplished by two separate and
distinct systems, i.e. the relative evaluation system and

AANED

the absolute evaluation system. The Army Form 1-1-22 and

the Army Form l-1-24 with the relative evaluation are annual

A,
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and mainly focus

on the last work performance

officers as a judgmental role.

Form 1-1-28 with the absolute
improvement in the

as well as

merits and potential are focused on

the Fitness of Officers is

its Summary

The Navy
The U. S.
The indorser
Handbook is used as a guide for evaluators.
tion system adopts

officers (Army Form 1-1-24).

Army

evaluation factors

section as a

takes part

future performance as a

past performance of rated
forms for field grade officers (Army Form 1-1-22)
company grade

evaluation focuses on

system uses a simple

The U.S.
but is complicated in the filling

The

total competition for
system also needs one
Air Force system is

in DA Form 67=8.
also used in DA Form 67-8-1 and DA 67-8=2 to supervise the
raters in HQ DA.
with an OCR,
evaluation form.

officers.

and numerical
The MBO

Evaluation section on the

rater in the

simple,

in evaluation

of the rated
On the other hand, the Army
the
counseling role

There are

Individual's
in the Army Form 1-1-22
and individual's performance attitude is focused on in the
Army Form 1-1-24. .

The U. S.
the detailed
potential evaluation

form in evaluating
¢riteria in
system is

Navy system is designed for use

out an its

Report on
easily understandable because of

each rank.

rating chain.
but has detail BARS.
and the

Evaluators

The MC evalua-

graphic rating scales with

an OCR,

uses the absolute evaluation method and the relative evalua-

tion method.

Report Based on Observation,

block

18 and

Opportunity to observe in the reviewing officer's certifica-

tion raise

Fitness Report.

vise the

Certification.

In

the quality

reporting senior

The Reviewing

of information

included in

the MC

officer can actively super-

through the
conclusion, the

Reviewing Officer's

MC Evaluation

System

focuses on choosing the "Combat Marines" in considering the
Fitness Report.
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IV. AN ANALYSIS OF THE DATA

A. INTRODUCTION

In this chapter, the ROKACOPES is analyzed through three
aspects: the system policies, the evaluation form, and the
feedback of the rating results based mainly upon question-
naires, interview, and Army Regulation. Some 237 question-

naires were randomly distributed at the Army War College and

the Army Logistics School, and consisted of 156 majors, 66
lieutenant colonels, and 15 colonels. The fundamental
issues of the current system are analyzed in the first
section and the main contents of the evaluation form are
examined in the second section. In the third section,
whether the rating results are effectively used is tested.

B. SYSTEM POLICIES
1. Qverall reaction of officers to the svstem

The overall reaction to the ROKACOPES was measured by
the first statement of the survey. This element is quoted
below. The response to this question 1is shown in the
following summary, Table III.
"Considering all of your experiences to the current evalua-
tion process, what is your overall reaction with the current
system?"

TABLE III
OVERALL REACTION TO THE ROKAOPES

Contents Percentage

Positive 57.8 %
Negative 30.4 %
Cthers _ 11.8 %

Total 100.0 %
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The response to this question shows that the officer
corps is split in its reaction to the current evaluation
system. Above half of the responses indicate that the
current evaluation system generally is good. One reason is
simply because the current system adapts both the relative
rating and the absolute rating technigues. However, 30.4 ¥%
of the responses represent "Negative" and the majority of
the "others" responded that the current evaluation system is
reasonable, but needs to be amended in the evaluation
factors and the Overall Evaluation of the evaluation form.
Some 42.2 9 are negative toward the current evaluation
system. Therefore, it shows that the current system doesn't
appear to work efficiently and effectively.

2. Required role of the system

The perceptions of the field grade officer corps
concerning the purpose of the current evaluation system were
gathered through the question which is quoted below. The
response to this question is shown in Table IV.

"Considering the gurpose of the evaluation system and the

usage of 1ifs results, which purpose of the  system needs

reinforcement?
TABLE IV

" REQUIRED ROLE OF THE EVALUATION SYSTEM

Contents Number Percentage

Need the improvement of the
efficiency of individuals 109 46.0 %
Need the establishment of the
commanding authority 77 32.5 %
Need to provide information for
the fair personnel management 51 21.5 %
Don't need to be reinforced 0 0 %

Total 237 100.0 %

/0
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& According to R.O.K. Army pamphlet 603-3, "The
? officer performance Evaluation system", the improvement of
if the efficiency ¢of 1individuals is most emphasized among the
% several purposes of the evaluation system. However, 46 ¥ of
j the responses assert that this purpose of the evaluation
i system has to be met. In other words, it shows the readers
S that the majority of the results of the performance evalua-
W tion is to provide information for fair personnel management
fé and to contribute the establishment of the commanding
A _ authority, but is not satisfied in the improvement of the
- efficiency of individuals, one of the most important evalua-
” tion purposes. Therefore, it can be concluded that many
j officers would like to improve their productivity or poten-
¢ tial capabilities through the performance rating results.
'; 3. Relati . i Al Lut )
o This 1is one of the most important issues in the
E ROKAOPES. Theoretically, the primary advantage of the rela-
E tive rating 1is that it can effectively control leniency,
k- severity, and central tendency errors, but its shortfall is .
o that rated officers with high quality can be evaluated with
S the low grade (or the. opposite situation may exist). On the
Q other hand, a disadvantage of the absolute evaluation is not
X to be able to control leniency, severity, and central
‘. tendency errors. The response to the gquestion regarding
'i this alternative is the following:
~f "Which rating altern?tive is better the relative rating or
1. the absolute rating?
. According to the response in Table V, 58.2 % of the
. officer corps
N supports the absolute rating system. To use both the abso-
5 lute and the relative rating .systems includes 32.5 ¥ gave
their support and 0.9 % of T'"others" want to remove the )
> Overall Evaluation.
§ As discussed 1in Section B of Chapter III, field

o

grade officers are evaluated by Army Form 1-1-22 with
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TABLE V
RELATIVE RATING AND ABSOLUTE RATING

Q Contents Number | Percentage
¢
; Absolute Rating 138 58.2 %
Relative Rating 20 8.4 %
¥, To use both 77 32.5 %
" .
Others 2 0.9 %
<
K.
- Total 237 100.0 %
f relative rating once in a year and Army Form 1-1-28 with
absolute rating based on a duty position assigned bnce in a
M year. Protecting the rejection of rated officers with high
y quality can be possible, but a 1lot of inflation of marks
2 with AA, or AB occur because of tremendous leniency causing

by absolute rating and "my subordinate favor" tendency. The

following is the whole rating results of Army officers for

X two years.

;; If a rated officer, for example, got AA from Army

Form 1-1-22 and AB from Army Form 1-1-28, his final grade

would be AA because portions of the Army Form 1-1-22 and

Army Form 1-1-28 are the same and one of the two forms is

required to get AA. This result causes 75.0 % of officers

with AA to increase in 1984. Table VI explains the trends

of higher percentage in Army Form 1-1-28 than in Army Form

1-1-22 or Army Form 1-1-24. In Army Form 1-1-22 and Army

Form 1-1-24, A (10 %) and B (15 %) are forced in distribu-

2 tion. But the rating result in 1984 is 34.9 % and is still -
3 9.9 % higher than regulation (25 %). Inflation of marks of
T Army Form 1-1-28 has increased about 3.7 % since 1983. In
order to support this issue, 20 rated majors' rating results

conducted in 1985 were randomly selected. 25 % (4) of them

Tl T

PN
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TABLE VI
COMPARISON OF "A",RATING RESULTS IN 1983 ~ 1984

100 —
75.0%
75 L 7’37. e
0/——-—1-:—-
ol M ARMY FORM 1-1-28
<L
=
W 50 +
O 38.2%
W o 34.9%
a 1 TTTT==-- i'—-—.
\
\
25 T ‘ARMY FORMS 1-1-22
AND 1-1-24
1 i
1 1}
1983 1984

YEAR

Source: "The foicer Personne% Management and Qperation
Plan",1984,p 37 and "Personnel Report', 1985, p. 32

‘in Army Form 1-1-22 obtained "average" (AD,BC, or CC), but
they all received AA from Army Form 1-1-28 by the same
raters. Therefore, policy makers are required to establish
any alternatives to prevent this trend.

In relation to the relative rating, the ROKAOPES has
faced some controversies. The first 1is discrimination
between an important duty position and a less important duty
A position. A rated officer assigned to an impcrtant duty
; position may be rated with good rating results only by the

importance of the duty position and not by the degree of
work performance. Actually 92.4 % (219) of 237 responses
represents that favor of important duty position exists and
this influences <critically on the evaluation and promotion
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SN operations. The second is that the rating results _an be
if affected according to how rated officers are grouped in a
same rank as a competition. The groups are already

explained in Section B of Chapter III. All units consist of
officers with many field branches and a few staff branches.
Therefore, rated officers of the field branches with much
competition have more disadvantages in a rated group than

z: rated officers of the staff branches with few competition.
04 The third is favor to those officers with long term service.
‘€ This is more serious in rating company grade officers since
- the majority of the company grade officers have short term
q service. 86 % (205) O0f 237 responses has evaluated rated
% officers with long term service higher than those officers
» with short term service. This tendency may cause the offi=-
cers with short term service to be demoralized or fail to
.ﬁ employ officers with high quality among many competitions.
:3 C. OFFICER PERFORMANCE EVALUATION FORMS
s Evaluation forms were explained in Section B of Chapter
v III. In this section, Part II Significant Contributions,
-; Part III Ability and Performance Attitude, Part IV Aptitude,
'ﬁ Future Development Health, and Part VI Overall Evaluation
‘- are analyzed.
o 1. Signifi . { .
> The purpose of this block is intended to be
;& described by the rated officer to increase his performance
fn motivation. Then the rater and the senior rater evaluate
-ﬁ rated officer's description. But this block doesn't effi-
'2 ciently meet its purpose since there are no objectives/
'ﬁ criteria to evaluate the degree of the contributions as a
'i complete self-evaluation. One interview result is that
Q- staff officers feel this block 1is difficult to describe
LB ' their significant performance contributions, since staff
h officers normally have less significants contribution and
b\ more routine work than commanding officers do. The second
‘ 77
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3 is that BARSs for the rater and the senior rater are less
fﬁ accurate in evaluating the rated officer's description. For
_# example, original forms display that factor "1" and factor
& "4" are almost the same concept and factor "5" is that this
i rated officer attempted, but did not obtain any results.
i: However, factor 4 and 5 were already translated by this
. author as shown in Figures 3.1, 3.2, and 3.3.

]

N 2. Ability and Performance Attitude
X Army Form 1-1-22 and Army Form 1-1-24 have 3 BARSs
% for each evaluation factor and Army Form 1-1-28 has 3 grades
in the graphic rating scale of each evaluation factor.
- However, various characteristics of many rated officers
can't be evaluated by only 3 BARSs and 3 grades, and it may
make raters have leniency, severity, or central tendency.
The other shortfall is that the contents of Army Form 1-1-28
are inconsistent with the contents for company grade offi-
cers since Army Form 1-1-22 and Army Form 1-1-28 are almost
& the same in evaluation contents and the contents are for
field grade officers. Obedience, Confidence, and Justice in
Part III of Army Form 1l-1-24 can be described as a Overall
Opinion in Part V. Although a rated officer is a company
grade officer, qualities such as professional knowledge,
cooperation, or planning ability as a manager or leader are
required. Training subordinates is essential in all offi-
cers and oral/ written communication is also an important
factor. Therefore, those fa:tors should be included in the
evaluation,
3. Aptitude, Future Development and Health
In Army Form 1l-1-22 and Army Form 1-1-24, Part IV
has 8 evaluation factors, Aptitude through Personal Life.

Pl Oty
A A

P DEpa
e 2 A0

_ Those can be considered as potentials. In particular,
recommendation for promotion adopted in this part should
only consider rated officers with "Outstanding” in the

a2 2"

Overall Evaluation part. Rated officers with "Poor" or
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"Very Poor" would be limited in promotion and selection, and
this Dblock doesn't affect those not with "Outstanding".
Although a rated officer with rated "Outstanding" can't be

promoted next year, the young officer with rated
"Outstanding” in that rank has advantage of the potential by
this block.
4. Potential Capability

A rater can evaluate a rated officer in detail by
using given 6 evaluation factors. An intermediate rater and
senior rater evaluate additionally the rated officer in the
whole picture except mentioned by rater and particularly
senior rater evaluates the rater's rating result, it
contributes the accuracy of the system. Therefore, this
part is a strong point of the system.

5. Qverall Evaluation

Because the result of the Overall Evaluation is only
used for promotion or selection, the majority of raters and
senior raters may focus on it and other evaluation factors
may be ignored as being less important. This background
makes a great impact on the evaluation. The response of the
following question is in Table VII.
"The final order in Overall Evaluation is "critical" in the
evaluation report. .Therefore, the following method can be
%ggzidggggrt?nfl%ée égeigll Egg{ugﬁggglgésedyognhgzghd%géggg
after evaluating each evaluation factor, or you have evalu-
Sverall Buatuacion " UHSW hve rou evailuated year Suberdil
nates? Within Table VII, rated officers using the normal
procedure are 32.1 9%, and approximately 68 % of the total
response including the second response and the third has
abnormally evaluated. Because the second the third proce-
dures may make raters evaluate their subordinates with

various biases such as leniency, severity, or central l

tendency, those procedures cause the contamination of the
whole evaluation system. This results from the fact that

the final order in Overall Evaluation is only used for



TABLE VII
RESULTS WITH DIFFERENT RATING PROCEDURES

Contents Number Percentage

Evaluate independently each
factor, then decide final order 76 32.1 %
based on each factor :

Keeg final order in mind and
b evaluate each factor, then decide 30 12.6 %
' the final order

Decide the final order, then

evaluate each factor based on it 131 55.3 %
Total 237 100.0 %
b
]
a
various requirements of personnel management. Therefore,

alternatives to prevent these tendencies are required.

D. THE FEEDBACK OF THE RATING RESULTS

The rating results should be wused to satisfy the
purposes of the evaluation. Two purposes of the ROKACPES,
the establishment of the commanding authority and the provi-
sion of fundamental information for fair personnel manage-
ment, can be satisfied under the current system. But the
result of the second analysis explained in Section B of this
Chapter, the requirement to improve the efficiency of indi-
viduals, 1is due to the unreleased rating results. The
following responses are about it.

1. Ihe pexception of the rating results
"You have been evaluated by your superiors and wanted to see

Kour rating results. Have you ever seen yours? and if so,
ow have you seen them?

According to Table VIII, officers who know their
rating results exactly or approximately are 73.4¢ % and if
16i9 % officers guessing their rating results are added,
officers who know the results directly or indirectly are
90.3 % of the total responses. From Table IX, 69.5 % of the



TABLE VIII
RESPONSES OF THE OFFICERS WHO KCNW THEIR RATING RESULTS

Contents Number Percentage
Know the results exactly 55 23.2 %
Know them approximately 119 50.2 %
Guess the results 40 16.9 %
Don't know them at all 23 9.7 %
Total 237 100.0 %
TABLE IX

SOURCE BY WHICH RATING RESULTS ARE KNOWN

Contents Number Percentage
By interviewing the rater 29 16.7 %
By unofficial route 121 69.5 ¥%

By analyzing promotion,
selection or being assigned
at important duty position 24 13.8 %

Total 174 100.0 %

response among the officers said that they knew their rating
results by an unofficial channel. This occurred under the
current unreleased rating results system and may cause
various problems to happen such as conflicts between the
rated officer and the rater, inefficiency of the individuals
by rumor or causing the rated officer to demoralize by
misunderstanding.
2. Released a u ased ratin esults

"According to the evaluation regulation, one of the purpose
of the performance evaluation is to improve the efficiency

of rated officers by using the results. For this, whether
the results shoul be released or unreleased 1is Qquite
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important and also may have some_advantage and disadvanta%e.
Which is better in your opinion ? Why is it ‘better if the

goggeranls better? Why is it better if the latter 1is
etter:

TABLE X
RESPONSES TO RELEASED AND UNRELEASED RESULTS

Contents Number Percentage

I grefer to release the
ra

ing results 168 70.9 %
I grefer to_unrelease the
rating results 56 23.6 %
No opinion 13 5.5 %
Total 237 100.0 %
TABLE XI

REASON FOR RELEASING RATING RESULTS

Reasons Number Percentage
Helpful for self improvement 109 £4.9 %
Expects fairness in the
rating 48 28.6 %
Impossible to keep the
results complete.y closed 11 6.5 %
Total 168 100.0 %
Analyzing Table X, it shows that about 71 % would
like to release the rating results. From Table XI, 64.9 ¥%

of the 168 who preferred to release the rating results
thought it would be helpful for self-improvement while 28.6
% expected it to contribute to fairness in rating. This is

closely related to the analysis of Table IV, Section B. On
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TABLE XII
REASONS FOR NOT RELEASING RATING RESULTS

Reasons Number Percentage
Because of the final rating 2 3.6 %
order
Expect to cconflict with the
raters 16 28.6 %
Don't motivate the rated '
officers with low grade 33 58.9 %
Based upon the traditional
consciousness S 8.9 %
Total 56 100.0 %

the other hand, 23.6 9% of the response in Table X supports
the unreleased rating results and from Table XII, 58.9 %
(33) of 56 responses preferring not to release rating
results expects rated officers to become unmotivated by low
grades. This may be quite true, considering that the R.O.K.
Army adopts the draft system, not the All Voluntary Force
system like the U.S. military.

In conclusion, through the released rating results
system, rated officers perceived their rating results and it
may give them opportunity to review themselves. Also if the
rated officer's superior files the annual evaluation
reports, and both rater and senior rater can use them when-
ever if necessary, it may improve raters' fairness in the
performance evaluation as well as the rated officer's poten-
tial. The rating results completed by the rater and senior
rater are sent to HQ Army and the rated officer. They will
be also known to the rater's successor by being kept in the

file of the former rater as long as the rated officer works
in the same unit.
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As discussed in Section B of Chapter III, the ROKAOPES
has been revised twelve times and has experienced different
i+

ie &
e S L

evaluation formats. Howaver,
of the ROKAOPES doesn't meet the satisfaction of many
officers as seen by the frequency of amendment of the
ROKAOPES. In this chapter, deficiencies of the current
system based on the contents being analyzed in Chapter III
and IV are investigated.

The purposes of the ROKAOPES are not met: 467, of the
responses say that it needs improvement in the efficiency of
individuals, which is one of the most important purposes of
the current system. It does not have any subsystems such as
interviews or counseling except promotion, selection or
placement. Therefore, it means there is inefficiency of the
system resulting from inconsistency between the system
policy and the subsystem.

Inflation of marks resulting from jointly using Army
Form 1-1-22/1-1-24 and Army Form 1-1-28: Table VI displays
that Army officers with being graded "A" in Army Form 1-1-28
are maximum 75 % in 1984 and 9.9 % higher <than regulation
(25 %) in Army Form 1-1-22/1-1-24. It may fail to discrimi-
nate the rated officer's performance and potentials, or make
the evaluation system meaningless.

Defici . 1t from . a lat] :
system with forced distribution: Favor of an important duty
position, how rated groups are consisted, and the rater's
favor of officer for long term service basically came from
using a relative rating system. Of course, those tendencies
may occur under an absolute rating system, but expect to be
done less under relative rating system since favor of an

important duty position under an absolute rating system, for
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example, may affect only a given rated officer and not his

peers. K
Evaluation forms do not have precise  rating
requirements: There are difficulties in describing

significant performance contributions, Part II of each form.

Part III of each form needs more BARS or graphic rating

O
ot
H

3
142

scales for rating items, +the ability &

and communication ability. Promotion recommendation in Part

IV of Army Form 1-1-22 and 1-1-24 has less meaning. Because
; 67.9 % of the raters focus on the final order in Overall
' Evaluation and then evaluate each item, it makes the whole
rating process less accurate in officer performance
evaluation.
If a major; for example, were rated by using Army Form
1-1-22 on Apr. 1, and Army Form 1-1-24 on Feb. 1 or June 1,
he would be rated by almost the same contributions of
performance within a short period. Opportunity of rater
training also is lacking under the current system.

Poor feedback of rating results: 90.3 % of the officers
surveyed under the unreleased rating results system know
their rating results exactly or approximately. The unre-
leased rating result influences on both the rater and the
rated officer as it may cause a the rater's unfair rating
and be helpless in improvement of efficiency of rated offi-
cers. As a result, such poor feedback may affect the Army

climate as a whole.
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VI.

CONCLUSIONS AND RECOMMENDATIONS

A. CONCLUSIONS
This study aimed at examining the ROKAOPES.
this, the issues were approached from two directions: review
of the ROKAOPES and the U.S. military (Army, Navy, Air

< Force, and Marine Corps) evaluation system, and the attempt

For doing

to gain feedback from senior Korean Army officers by the
analysis of questionnaires and interviews. The results of
the analysis are summarized as follows:

The first is that Army officers want to increase their
potential ability and merits, or to correct their shortcom-
ings. In order to satisfy this requirement, the feedback of
the rating results must be supported. The second is that
many Army officers want to be rated by using an absolute
evaluation system, but Army Form 1-1-28 using an absolute
rating caused tremendously inflated marks. The third is
that Army Forms 1-1-22 and 1-1-24 using a relative rating
have brought several deficiencies such as favor of an impor-
tant duty position, composition of rated groups, and rater's
favor of an officer with long term service in rating company
grade officers as well as inflation of marks. However, the
obvious fact 1s that the main issues mentioned above are
still continued through amendment of the evaluation system
twelve times.

The accuracy of the performance evaluation process
results from rater and evaluation standards. Also the feed-
back of the rating results makes the rater not only rate
fairly but also improves the potential of the rated officer.
However, the ROKAQPES seems to have one technique to control
raters. For example, the forced distribution method does
not work properly since there are high inflation of marks.
Therefore the system has to adopt other alternatives in

order to control rater effectively.
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In conclusion, the performance rating results must be

accurate. and contribute not only to the military organiza-
tion but also to the rated officers through feedback. If
the rating results are filed by commanding officers, they
can use them to control or to counsel, and their successors
can refer to them in order to understand the rated officers.
As a result, the rater would be more careful in rating
his/her subordinates. Therefore, the performance rating
results must be a profile and the most objective data for
personnel management. AFortunately, the ROKAOPES is trying
to attempt some advanced evaluation techniques such as self
appraisal, increased communication between superior and
subordinate resulting from self appraisal, and absolute
evaluation based on an individual's ability even though
those are not perfect. Before terminating this study,
several recommendations are suggested in the next section.

B. RECOMMENDATIONS
Effectiveness of concurrent use of Army Forms
1-1-22/1-1-24 and Army Form 1-1-28 should be reviewed. This
author suggested an alternative (see Figure 6.1 and 6.2) for
this issue.
l. Modification for an alternative’

- Part II Significant Contribution consists of twec
parts: to describe a rated officer s major
performance objectives and to list his/her
significant contributions.

- Part III Ability and Performance Attitude: each
evaluation item has two additional BARSs, and
Training and Communication are added.

- Part IV Aptitude, Future Development, and Health:
Potential for Hjgher Position is substituted and
ﬁ rigﬁd officer s Physical Training is added in
ea .

- Part V Potential Capability: Management Capability
is substituted for self-improvement.

- Part VI Potential Evaluation: the Profile is ]
divided into 7 grades and has a normal distribution
as a standard of the rating. A rater and a senior
rater describe their total rating.

to

Advantage

- Implementation of self appraisal
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Use of various ranges of BARSs

Detailed grade and unforced distribution

Suggestion of normal distribution of rated officers
for raters and senior raters

- Requirement of description of total rated officers
3. Disadvantage

- Requirement to_implement the second recommendation
to prevent inflation of marks

- Requirement to computerize rating results
- Cost of changing forms
Give raters more motivation. Since rating subordinates
is one of the most important work performance of a rater,
the rater's rating history must be filed at HQ Army and
reflected by a promotion or selection board for the rater.

)'.;4“."1 - J

LPLPA ST

' -
g

If a copy of this file is sent to the rater after reviewing
the rating results at HQ Army and reflected by such boards,
this would make the rater and senior rater rate accurately

NNy

in an evaluation process. For example, inflation of marks
is expected to be reduced by using this file and total Rated
Officers of Part VI of Figures 6.1 and 6.2. Therefore, this
author modified DA Form 67-8-2 for the ROKAOPES (see Figure
6.3). .

Give feedback of the ratihg results and counseling. For
this, the senior rater must file his/her subordinates'
rating results after HQ Army judges the rating results.

’

SRR

Because the rater sometimes is not a commander of basic unit

AN

) of least administration and requirements of load reduction

3

to the rater in the field are necessary.
Develop a mapagement information system that will ensure
that the significant differences of officers are flagged.
Train raters. Raters' training in Officer Basic Course
= (OBC), Officer Advanced Course (QAC), Army War College, and
g on the job training of each unit should be conducted through
case study, role play, or seminar.
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Increase the reliability and validity of officers'
performance evaluation report by encouraging the rater and
senior rater to base their evaluations on objective data by
utilizing critical inglgggzg as well as protracting objec-
tive information from externally subjective data.

A booklet including the current systen, its strengths
and weakness, and the current marking trends should be regu-

larly published to educate rated officers, raters and senior
raters. .
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Rating potential.

Responsaidbilities
. Ranke-order the officer ameng
100 of his peers.

1. Rate fajriy and oo;ectzvaly the J. Rate al. factors indepenaently of
Sificar s quty performance ana

eACn Cther.

4. Balance your obligations to zhe
of{ficer with your obligations
to the Army.

Officer Performance Evaluation Report for Fiald Grade Officer) () ésnual ( ) Adaition

., -
tﬁ Part [. Aaministrative Daca
o T
Ranx Service Naoe Branch Specialty ?-:1ng ‘ Unit Dut Rate Assianed Date of
Numoer Ferio Tit.w Current DJuty fanx
‘ A N M M
N Personnel| 2ut Service )
fo Qffaicer Ticles Rank: Numper: Name: Signature:
43 :
b,
r:. Part I1. Significant Contributions
' " WeSCribe yourl ma)or perlormance oDjectives:

“i8C yOUT 8iGNIlLCANC contributlona:

| senior
Rater kater

D e

1. Fully demonstrated knowv~
iedge and expert.se in
Rating assigned tasxs.

2. Possesses the potential
- to pertorm velil but
lacxas effort,

J. Worked diligently but
Witll MmedlioCre resu.ts.

]Senxor
Rater ! kater

4. Above descriptions are
accurate. Can dbe expected
to mara future
contraoutions.

S. Cood effort but with poor
resulics.

Lacks sincerity and
integraty.

Part [Il. Ability and Fertormance Attituae .

talliolliasn . L -enlor
} |RataciRater

Nn1sT

~ooperacion ' Se
|Rater i hater

. wa@al.y JeJ.caled .3 mMission | ..
accomclishment and tOo the na-
tion unaer any circumstancess.

+ ‘
Seil.mVes LN Teamwora ana

cooperates wili.ing.iy.

e weneraiily dedlcCated Lo -
mission accomplisnment and
to the nation.

Genera..y cooperalive, Dut not
willingiy.

3. hDpears to De Jedicated %o o
mission sccomplisnmenc and
to the nation, Dut questione-

sassively Cooperative.

+. ~Jret.mes appears tO Le
unaedicateu L0 MIENION acCOme
plisnment and to the nation.

wenera(.y sailisn and Lacks
cooperation.

qetend the nation.

TS <an nct De gebenued on to i S
.

D€illan and .acCcks CoopetakLich.

Figqure 6.1
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N}
D
¢, - - ' .
)
:l, Leadershap |Sem.or Planning ’ !|3enior
Rater,Ra:er {Rater'Racer
'< s, tOSsesses excei.en-. ,eager- .. Anticigpates requirements and )
N an1p and commanas very well. tTaxes .ll1Tlative 11 soLlving
L prooiems.
~. rossesses Qooa .dadearsnip and w. wan@rd..vY A0ClCipales require~ i
gJeneraily commanas wveil. ments and taxes initiative in
N s0iving prooiems.
by 3. woes not Jommand very wei., J. .aKkes acLion afier recsiving
but maintains a’ conesive gquigance.
¥ unit.
0' 3. Commands wei. only UNGer ~. wenaral.y .4acxs loresight and
'. favorable conditions. 1nitiative.
'l
Ce ’ 3. waCXs leadership and causes 5. waCks loresignt and nitla~
suoordinaca dassatisfaction. Tive.
14
‘l
. Responsibilaty Senmior Drive Sentor
:, Rater|Rater RateriRater
o' +. fOGSe@zses SLIONg responsibi- a. RiiicClentl’/ accomplishes any |
o lity ana accompiisnes the mission unAer changang sitya- ]
. miassion thoroughly. tions. !
Lt -. ACDears to have responsiol- .. ADPears TLO accompiish a4 given
11ty and usually accomplisnes mis3ion.
the mission.
o J. Appears L0 have [(e3ponsidi- J. siliciently accomplisnes a
) 14 {
e sity but does not willingly mission only under favorable
A accompiish the mission. condations.
-
- - w. ras$3iVe ANGQ .L4CX3 responsi- w. weneraily iacks 23riving lorce
¥yl bality. and gesirs to accompliih the
o mission.
-
. 3. LACK3 and sNlIKS responsidbl=- J. waCXs driving {orce and desire
laity. . Lo accomplisn the mission. _ _
. !
‘& Professional Senior Qharactar 1Senior)
Top Knowieage RatariRater -— th-rlﬁater
," .. tOokaesses Llie "iJnest gegree ' Te. C4fns L€ u.nosc respec: oy
C Ot Proresslona, ccmpetence griqge in hign stanqdargs ot
R 1n every aspect. Sreas, jrooming, and military
o manner.
»
. ~. weneraily pOosSsesses a L1GD .. weN&ladiay CArnS respect b;
gedree of ProLessSionai compe- pride 10 hiqgn stanaargs o
W petanca. aress, 3rooming, ana rilitary
' mannec.
)
J. cussSesses an adequile Adegrees ‘"I rair .An standuds‘g! 37ess.
» of protessionali comvetenca. grooming, ana miiitary manner. l
x ‘e, oeO¥lal.y .4Cks professioral N. rOoOr 1n standaras ot dress. !
XNnowieage 1in accompiisning grooming, ana mi.itary manner.
the m.ssion.
3. LACKS Crotessiolnai <ncviedge’ 5. Jues 1oL earn :esbect oY pnaa‘
in accompiisning the mission, in hiaonh stanaaras ot dress,
T . grooming, ana military manner. |
¢l
- + 1 '
- T [senior Communication |3enior
- Training e
S Personnel Raterjhkater Raterikater
- !
AN 4. .ialla suDordinates very .. Jelilvers c.ear, ~-oncise. and
by wvela. walil-organized presentaticns.
-
a. weNerai.y <rains subordinates -. wanegrai./ dellvers c.,eart., con-
well. cise, and well-orqganizad pre-
P sentacions.
‘,,‘ J. srains supordinates Jaarly. J. Ceneralily gives understandable
o presentations.
.
’.: .. %9 train subordi- 3. crequently [acks coniidencas
R s well, but with poor and jives unorganiied presen-
) tacions.
(LN
s 3. Cces not train sudbordinates 5. voes nct present i10giCa., con-
very weil. ‘ ‘ cise, and Clear ldesas. _
' B -
‘.
'I
’!
- ; ;
2 Figure 6.1 Adjusted Army Form 1-1-22 (cont'd).
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i Part !V. Aptitude, Future Develiopment, Health ]
Factors Contants Senior
u Rater|Rater
",
y
&
& wWhat kind of duty is this officsr suited for?
- Aptitude 3
¢ 1. Commander 2. Sraff 3. Administrative
« 4. Special 5. lnstrucsor 6. Otner
r What do you expect his future contribution as a lesder to be?
uture
i Deveiopment 1. Certainly to be expected 2. To be exvected .
A 3. Neea more ocoservation 4. Hard to aeciace .
< i
iy rhat specialty i¢s proper for this officer? i
Specialty
t 1. Personnel s. l=tellicence J. Ooperstion
4. Logistics 5. FPlanning 6. Specia;
What is this officer's potential for education?
Education 1. Recommend ahead of contercoraries :
s. R@cCCAmMEna wila cONtemporaries
l. leea to cDserve nors
' R Jo not recommend
+
wWhat (s this qfficet’'s potential {oFf CArTying out <he next higher
Quty pesitiocn?
Fotential
tor Eizner 1. Cerzainly has potential to carry 1t out
Fosition -« Pa1tiaily has potential to carrfy 1% out
3. hLeea t> observe more
4. woes not j,ave the potential to carrvy 1t out
. 1
B . Coes this off;icer seek self{-improvement?
Self- 1. Alwavs
Improvement s Usuaily
1. Somectimes
4. Never t
X ~ual is he condition cl this cvlilicer 3 physical Training?
> { ) class
] Health
"wWnal 18 the condiltion 6% Ythias otlicer s heaiwa)
1. Strong mental and physical state
2. Ztrong pnysical stata, Dut weax mental stata
). wWeax physical state, Dut strong mental state
1 ?'E:?nnl Describe this officer’'s personal and family l:ife.
L]
l. Excellent 2. Sood 1. Aversge 4. Poor
: : '
Figure 6.1 Adjusted Army Form 1-1-22 (cont'd). ]
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Part V. Potential Capability
L
z. Contants Opinion - Contents Oopinion
.5"
s Cescription of Professional
1 strong points. ethics.
]
B Rater Recommendations Management
o for ixprovement, Capabilities,
N :
e
2 |
e Professional Relations=nip
W competenca. with otners.
vveral. opiiion: ’
Intermediate
\j Rater
l"
Duty Title: Ranx: Name: Signature:
n S dverasa cpinion:
"', Senjor
s Rater
..' o
g Describe the fairness 1. severe 2. sliqnhtly severs 'J. balanced
"y of “he rater: 4. sligntly lenient 5. very lenient
~,
“~ .
-~ Part VI. Potential Evaluacion
e
My}
-’ Rating A 8 [ o] E r [+]
oy E Outstanding|Excellent Above Aversge Below Poor Very
¢\ 2 v Profile Averaqe Averags Poor
a
5 a 1 (1 (4 (15) (60) (15) (%) (1
<. 9 u
[ ] a natee
- r <
' P L Rater
-, o ratings
n
s
natees
O Senior
- kater
. ¢ rnatings
. Part VII!. Rater Signature
N :
) l, Unit Duty Ranic Service Mame | Date Assianed Sigqnature
Tit.ie Number | Current Duty
- Rater l
. ) |
';-: ' ] . ‘ . .
v, Lenior | I '
Rater ‘ | l
0 . . ]
- Agmy 4D Rating: Personnel
P ~uagment viiicer Rank: Namet Signature:
. “
< ! - . -
- : ; [
e ¢ Figure 6.1 Adjusted Army Form 1-1-22 (cont ' 4d).
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Responsibi.lities

Rate fayrly ana cbrectiveiy <h
sfilcer s 3uty performance ana
potentiai.

-
-

ank-order the officer among
C3 of iis peers.

7]

!
|
Rating }
i
i
!
i

Rate al. factors
eacnh ather.

e 3. inqgepencently oz

4. Balance
>rilZer awitna

T3S tne Arny.

vyour obligatizsns 2o the
YSUr ec.ijatichs

<0 The naclon.

oI nission. )

Qfficer Performance ZIvaluaticn Report (f3r Jompany Crace Cificer) () qgﬁuaL {( ; Adalz:izn
Part [. Administrative Jata
Rank | Service | Name | 3ranch ! Specialty | Rating | Unit | Buty ! Date Assicned | Cate of
Humoer l i | period | | Titie | Zurrent Juey | Xan
: | ) |
| ' |
| | l S |
Pe;sonneLi Uty Service
1Qfilzer Sitae: Rank: Numper: Mame: Signature:
Part [I. Sign:ficant Con=tributions
~a@scribe /OUrl ma)or perzormance cojecives:
ws3C yOUr slghnliiiant contributions:
. P - !
'Senior | ‘Senier|
,RateriRacer IRa:er Rater
1 I '
|
l. Fully demonstrated xnow= | | 4. Above descriptions are
leagae ana expertise in ‘ accurate. Can oe expected
Rating assignea “asiks. | ! to make future
—{ —— —) — contridutions.
2. Possesses zhe Toten:;al ! S. GCood effort but with poor
to perzorm well but results.
| lacks erforct.
3. Worked diligently but ! i ! 6. Lacks sincerity and
| Ww1lith me@iocre resusts, l i incegrity
i ! ! !
Pare Iil. Ability and Performance AtI:iczude
ractrictism Tenior -oni.dence Cenior
 RateriRater | ‘Rater Rater
T. —.=2ar.; Jedicated -3 =.zsicn ' ‘YT Tan te re..ieq on oo ' X
accomplisnment and %o “ne na-| ; i aczomolisn any type of ! |
1911 J4nder any circumstances. | | . missicn. i i
<. nera..,; iedi-aced -3 ) ' 'L -eéneAta..v -an te tei.ed on ) '
715510n Acfompiisnment and i <o acgImoiisi any Typ e ! .

ACg=als3 .c -e lJedicated =0 ' -
m1S316n 1CSomDL.snment ina ' .

~enNerfas.y Ian JarTy
3 Jiven T\ISSLOIL

|
o Tnhe nation, OSuUC juestion- \

+. -CmeC.meés aADpmarcs -0 za ’ ' ‘T3, -an not te .ei.ed In 2 :
4ngeqg1iatea -5 T13310N acTIMe- c2mD.i13N an iTportant
Piisnment and =9 <ne nati:on

!
Mlission, i
.

-An [0t Je deganied -n <o ' 3.
aarend the naction. . '

fel.ed DN "D

-ah gt Te '
any mission. l
;

accampiisn

Figure 6.
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] c 1
Leadership ’Sen;cr 2lanning ’ ':enzor[
RateriRater iRater!Rater |
L. ‘OsSsesses excel.ent .eager- ; j T Anticigates tegiicements and | : !
sSn1p and commangs very weil. TaxKkes -nl'.latlv i so.lvang ' {
[ probliems. !
~. fOS3Sesses good .eacersi.p and =. veneral.y antic.pates -eguice-~| ) !
generally commands wel.. . ments and zaxes initiative 1n
solving prooiems. | [
. i
J. -0@S8 NO0C command very wel., J. saXes acLion alter recalvang !
but maintains a cohesive guicance. |
unit. ]
i
~. ommands wa.. only under . weneral.y .4cks Ioresight and
favoraple condizions. initiactive. |
5. _aCKS .eaqersnip and causes 3. CacKS LOL®Signt and -aitia= : !
supordinata Alssatisfaction. tive. 1 ]
’
! f
Responsability Senior Drive iZenior
Rater{Rater RAter!Ra:sr
~. {OBS@Sses 3ITIONG C=SDONS1DLI=- i. Zi.illently accompliisnes any :
L1ty and accomoiisnes the mi13sion unaer changing situa-
mission zhorougnly. tions.
.. ACpears To have 1esDONS.DL- . nDpears to accomplish a given
11Ty and usuaily accomplisnes mission.
the mission.
5. ~Eenrs to nave xesDonsx“x- 3. _E-zczentff accomplisnes a
ty 24t does not wWwil.ingly mi1sSsi0on only under favoraolae
accamplxsh tne migsion. condltions.
! <. cassive and .acks reasponsi- +. wenNeraj.y .lacxs driving orce
bility. and desire to accompliah the
. mission.
3. waCKS and snirkKs responsibi- 3. wdaCXs driving orce and Qaesire
lazy. « ©t0 accomplisn the mission.
! !
| i | . .
I
Profesaional l !genxor Characzer ! ‘Senicr|
Knowieage iRater'Racar !Rater:ratcer

L. Larns “ne utnosc testect °Y

L. fossesses “na n.gnest Zeqree .
ot Pro:esslonai coTpetence pride in hign ctancaras St
in every aspect. Sress, jrooming, aaa military !
manner. i
- .
Qegree ot pProressionai compe=~ price i1n hisn stanaaras of
petenca. dress, grooming, ana military

tanner.

J. fIsSsesses an aQeguate i1cqares

3¢ protessiona. competence. |

3. fal. .0 Scanlaras ci Jress.
‘ grooming, anad miiitary manner.

3. foOr .n stanqards ot cess.

w. -eNelal.y LacKks Oro2lesslofaa
grooming, ana mi.iitary manner,1

<nowi.egge 1n accompliisnling
e mission.

|
!
!
|
|
i

S, voes Lot eatn espec: Dy oride
1n hlah standaras ot drmss,
grooming, anad military manner.

5. «aCk3 crolessional «ncwiedge
in accompiLisning whe mission.

| |

| |

1 T - +
.. venera,ly possesses a lL.un ] .. weNeral.; earns respect OV l

' H

| |

! |

!

!

,

wels. weil-organized presentations.

'
Training ' Senior Communication ISenior!
Personnel lRa:erzRa:er tRaterirFater
+. .13lNn8 subgrdinates very ‘ L. _eii-.ers c.ear., ~oncise.  and

«. wenerai./ =calns supordinates 3
well. cise, and well-organized pre=

sentations.

presencations.

.
. Ccnerai.y de.ivets c.ear, con- )
1

x. frequent.y 14aCck3 conlidence
and jives unorganliled presen-

4. ACTEMDLS 3 <Ta.n LuLDOrli-
nates wvall, dut “1Th poor
cesu.t3.

b

|
|
|
|

Taticns.

!
]_T. senerail.y Jdives understandavie
i
|
h

i
4. ofalns supbordinates lairly. i
1
)

very weil. . i l zise, and C.iear l1qeas. 1

.
3. woes ot nrain subordinates 5. ooes nct present .o3.cac, won- i
|
.

Figure 6.2 Adjusted Army Form 1-1-24 (cont'd).
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v Part 1lV. Aptitude, Future Development, Health

Contents Senior
Factors Rater|Racer

what kind of duty is this officer suited for?

1. Commander g. Staf? ). Admanistrative
4. Special . lnstructor 6. Other

Aptitude

- What do you expect his future contribution as a leader to be?

D vaiara t 1. Cert ly to b ted 2. To be expected
eveiopmen . Certaan o be expec .
P 3. lieed nor! ob.crva:gon 4. Hard to Qecige

ol

. { What specialty is proper for this officer?

Specialty
1. Personnel 2. !atellicence 3. Operation
> 4. Logastics S. Planning 6. Speciai

What ts this officer's potential for education?

Education . Recommend ahead of contemoorsties

. A€CCAmMENa Wit CONntemporaries
Neea to observe more

Y not recommend

oA A
Fa = X

8" s a

What {s this officer's potential for carrying out the next higher
Quty position?

Potential
{9t Hianer 1. Cer=ainly has potential to carry it out

y Position . Fartially has potential to carry it outg

. 3. Neea t3 Observe more

. 4. Joes not hLave the potential toO carry it out

Does this officer seek self-i1mprovement?

+8 . Seife

. ‘Always
\ improvesent y

)]
- Uiually
J. Sometimes
3. Never

nnat is ne condition ol th:e oliicer 3 physical traiaing?
v ( ) class
. Health

“What is the condition ot “his oIflicer s neaith’

1. Strong mental and physical state
2. Ztrong physical state, but wesx mentsl stats
3. Weax physical state, bHut strong mentai state

Poz:?gnl Describe this officer's personal and family life.
1. Excellent 2. Cood 3. Average 4. Poor

Figure 6.2 Adjusted Army Form 1-1-24 (cont'd).
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Part V. Potential Capability

Contenta Opinion Contents Opinion
r Description of Professional
strong points. ethics.
Ratar Recommendations Manaqement
{or improvement. Capanilities.
' .
\
Professional Relationsnmip
coapetencs. Wit Jtaers.
» 4

———————

“Verall opinions
Intermediats
Rater

Duty Title: Rank: Name: Sagnature:

Uverail copiaion:

Sentor
Rater
. Describe the fairness 1. severe 2. slightly etevere J. Lalanced
of the rater: 4. s.iqntly lenient 5. very lenient
- Part VI. Potential Evaluation
Rating A 8 c ] [ 4 r G
) A outscandiny|Excellent Above Average Below Poor Very
R v Profile Avetaqe Averaqe Poor
a
: é (1) (4 (13) (60) (15) (4 (1)
e A natlee
r
[ Y Rater
Qo nalings
n
.
aatee
Senior
kater
rnaLwings
Part VII. Rater Signature -~
Unit Dutl Rank Service Name, Date Assianed Signature
Title liumper Current Duty
L Rater
L] [ L
Senior
Rater
' -
Army H R Personn -
Jua;nogt scing: Ozzxc-r.l Rank: Name: Signatuce:
. '
Figqure 6.2 Adjusted Army Form 1-1-24 (cont 4).
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Svaluation Profile for Rater

!

! ’ .
! Part 1. Administracive Dacta

}

|

t

1
1
Rank ssrvxco Name Branch Specialty 'cuyz f Jate cf Report |
Numper ! i : Toel i
I - - '
Ll ) . ' ' H
' | ' !
| ! | ‘ |
i Parz [l. Rater Proc:ile
]
: “arrant | Second Tirse E . ;L;gu;ennn:, . ’ TsTai
, Officer iLieutenant!lieutenanti Captain @ Major | Jloiovne: ! Colonel Ratings ! Pror.le
' . * 1 1] i ' . ] i
! l | | - i | |
. | | | % ’ | Co
) \ 1 ) ! ' f} '
H H H
| I . | | ’ 3 ! o
. i ! | ! } : '
b ; ; | ! l ‘ ; , |
' | | \ | . s
)] : : i i ' ‘ ! -5
‘ O v 4 [} 1 . l
'l ! ! ! ‘
N ; t i , , i 50 |
N i ; | E i 1 . ' : .
. H . H ' . . .
i i . 1
. ! | I ! \ i : 1 5
" . 4 H | : v -
X . ! ! : ! ! H .
% i . i . . f . ' '
e . | i : | ; . 1
:: ‘ ; ‘ ! | i ‘ i +
e , : ; - : : : ; ; :
1 i i | ‘ | ‘ :
s . | : 1 l | l L
: : ' : | ' i
. . 1 ' . 1 ' , N .
(] ' ' . . 0 v . t '
» :
, I ' | i ! ‘ ' ' (100 |
; | : | ! | ! ! |
j ’ " + . O [
Ly Comments:
. i
i
’ | |
N
¥
R
L
’
3
X
| Figure 6.3 Evaluation Profile for Rater.
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APPENDIX B
PERTINENT REGULATION OF THE U.S. MARINE CORPS
SO TORED COMMANG TOUTY ASHIGRAN T TMG . TONG WNeRS s
20 MARDIV | 2LAT 36T 120 M1013 1 47 01359
o AT RET T RN TRTUAID TG TOUR RITERG.
A 138 1 30 8 113G 1ea u.."‘ WO g Y G 1em '@ [FERRRYY } e, teM tem  18A "

i i i b e e e lamy |
=x ino laa no lex los los ex los ios kEx laa Ex Ex Io Ex laa =x laa lav =X Ex/0s Pp
o e T T lﬁﬁ:ﬁﬁ?""ﬂﬁ?ﬁﬁ?:ﬁﬁﬁi?'

850401 m360331|AN-N;E M PASS i |MCAS KANECHE !

ML S .
SUTT FRGFIRERCE THIRD QUTY PREFEAMNGE i

MARBKS JACXSONVILLE |MO APROP CODE FOR DUTY PREF

[5Sgt X. ¥. Zae u3uc,
123 45 3789
€0 C, 1STBN, ZIDMAR
2D MARDIV, FMF , _
CAMP LZJEUNE, NC 29542-5504

(PTG CERAR SN 80 wmse)

1. After fitness reports are audited for completeness and compllance with this

Manual, receipt of all fitness reports at HQMC Ls acknowledged by a computer—-generated
recelipt as shown above.

2. Receipts are mailed to Marines at their duty address as determined from the

repor<ing unit code reported through the MMS, Receipts for IRR's are mailed to their
home address. \

3. Receipts are printed in presealed envelopes and are addressed only to the
individual Marine whose fitness report is bdeing acknowledged. Informaction within the
envelope 1s personal, and is not available to persons other than the individual- Marine
and the necessary processing and handling personnel at HQMC.

4. Marines who have not received a receipt within 90 days of the end of a reporting
period may initiate inqulry by Administrative Action Form via the normal fitness

- -

report chain of command. Inquiriles received at HQMC without {ntermedliate endorsements
#111l not be processed.

5. The Commandant of the Marine Corps (MMPE) should be advised of any incorrect data
detected on a fitness report receipt; e.g., if a recelpt shows an incorrec: assign-

ment, period of the report, or reporting occasion., The correct i{aformation should de
included in the correspondence,

Figure B.1 Fitness Report Receipt Notice.
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