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Lesson 35 (11/07)

Performance Feedback

This lesson will give you a basic understanding of the feedback component of both the officer and
enlisted evaluation systems. Your understanding of the feedback process is important to your success
as a supervisor because it is the first step in career progression. This lesson will focus on who is
required to receive feedback, how to conduct proper feedback sessions as well as the differences in the
different feedback forms used.

Formal Feedback System

A performance feedback session is a formal written communication between the ratee and the
rater about the ratee’s responsibilities and duty performance. To be effective, the rater must clearly
state information, and both the rater and ratee must understand it. The performance feedback session
is not to be confused with normal day-to-day feedback; this type of feedback does not require formal
documentation.

READING FOCUS

Cognitive Lesson Objective: Know key elements of the Air Force Performance Feedback
system.

Cognitive Samples of Behavior:
1. State the purposes of performance feedback sessions.
2. Identify Air Force members required to receive performance feedback.
3. State when performance feedback sessions are held for each military rank.
4. Describe the sources of rater errors.
5. Identify the ways to avoid rater errors.

Affective Lesson Objective: Respond to the importance of the Air Force Feedback Sys-
tem.

Affective Sample of Behavior: Voluntarily share experiences or opinions relating to the
importance of the Air Force Feedback System.
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When are performance feedback sessions held?

- An initial feedback session is held for all Airmen from AB – Col, within 60 days of being
assigned a rating official. 

- A mid-term feedback session is held for all Airmen in the ranks of AB - SMSgt and 2d Lt - Lt
Col. This session is due at the midpoint of the EPR/OPR supervision period or approxi-
mately at the 180-day point of supervision (for Airmen who do not receive EPRs, feedback
will be given every 180 days of supervision until the first EPR is written).

- A follow-up feedback session is performed in conjunction with the close-out of a performance
report. No Feedback Worksheet is used.  This is an opportunity to discuss performance as
marked on the report and expectations for the future.  This feedback is mandatory for those
individuals in the rank of AB thru CMSgt and 2Lt thru Col.

- Anytime the rater determines a need for one.

- Within 30 days of a request from a ratee (provided at least 60 days have passed since the last
session).

Helpful Hints for Effective Feedback Sessions

Preparation

1. Observe Performance and Keep Notes: The most important factor in preparing for a feed-
back session is to routinely observe the performance of the ratee. You cannot expect to com-
ment on strong and weak areas, trends and any degree of improvement, without routinely
watching performance. Routinely take notes about behavior and the impact of that behavior,
collect examples of work or letters of appreciation, talk to others who are knowledgeable
about duty performance, and actively interact with ratees. Information should be collected
over time and in a variety of circumstances to foster a solid evaluation.

2. Schedule the Time and Place: Schedule the feedback session far enough in advance so you
and the ratee have sufficient time to prepare for it. Set aside enough time to ensure that every-
thing on the agenda is covered. Select a room that allows for privacy, face-to-face discussion,
has proper lighting and ventilation, and prevents outside distractions or interruptions to
ensure both parties are comfortable.

3. Setting the Agenda: For initial feedback sessions, be sure to include ratee’s duty description
and responsibilities, expectations and targets to hit in order to meet those expectations, and a
brief synopsis of the mission and status of the unit. These items will lay the groundwork for
an effective, productive working relationship between the rater and the ratee by providing the
motivation to achieve the highest levels of performance. For follow-on sessions, establish an
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agenda that reviews the last feedback session, covers observed behaviors since the last feedback
session, what was done well, what could have been done better, and any additional areas you
feel are necessary.

4. Avoid Pitfalls: Pitfalls include personal bias, stereotyping, loss of emotional control, inflexible
methods, reluctance to provide feedback, and inadequate planning. Examples include rating
someone outstanding when they are not or drawing conclusions based on limited observa-
tions. There are many other examples, however, pitfalls always lead to a discussion of general
impressions versus specific aspects of performance. Remember--the EES and OES are based
on performance. By practicing good observation skills and a positive attitude, potential pitfalls
can easily be avoided.

5. Preparing the Feedback Form: The PFW is prepared before the session takes place. Remem-
ber the worksheet is private and should be handwritten or typed. It serves to direct the discus-
sion and includes conclusions about each area. The form also provides space for goal setting
and other comments the rater cares to make. The rater must sign and date the form the day of
the session. When the session is complete the original form is given to the ratee. The rater
should keep a copy for future reference. 

During the Feedback Session

1. Opening the Feedback Session: Creating a relaxed atmosphere is key to opening a discus-
sion. Seating arrangement should foster open communication; place the chairs around a table
rather than conducting the session across your desk.

2. Identifying the Purpose and Discussing Topics: Take the time to fully explain the purpose
of the feedback session and to seek input from the ratee. Remember to focus on the individ-
ual’s strengths and accomplishments as well as the recommended improvement areas. Be spe-
cific about the observed behavior and the impact it had on others. Give your full attention to
the individual, both mentally and physically; they know when you are not being sincere.

3. Develop and Implement a Course of Action: Develop a plan to achieve success and include
specific objectives and priorities. Ensure that you write everything down on the PFW, this will
help to summarize everything for the individual and also to serve as a “memory jogger” for
later.

4. Miscellaneous Tips: 

- Perceptions and opinions should be presented as such and not as facts.

- Feedback is pointless unless a ratee benefits from it. Praise for the sake of praise has no
value. It should motivate, build self-confidence, or reinforce top performance.
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- Listen carefully, paraphrase what is heard to check perceptions, and ask questions for clar-
ification.

- Avoid “loaded” terms that produce emotional reactions and heighten defenses.

Closing the Session

1. Summarizing: Take a few minutes to review the key items discussed and reinforce the goals
for the next observation period. Be sure to end on a positive, encouraging, and forward-look-
ing note. Don’t forget to sign the PFW, make a copy for your file and give the original to the
ratee.

2. Follow-up and Monitoring the Subordinate’s Performance: Use existing notes to monitor
the individuals progress. Remember, you should never wait to give feedback. Informal feed-
back given on a regular basis helps to keep the ratee on the road to improvement and increases
motivation while preventing new problems from developing.

Responsibilities Under the 

Performance Feedback System

The Ratee:

1. Stay aware of when feedback sessions are due.

2. Request a feedback session if needed.

3. Notify the rater and, if necessary, the rater’s rater when a required or requested feedback ses-
sion does not take place.

4. Sign the rater’s copy of the PFW notice indicating the date the supervisor conducted the feed-
back session.

The Rater:

1. Conducts a feedback session within 30 days of a ratee’s request; however, raters aren’t required
to conduct more than one documented feedback session per 60-day period.

2. Provides realistic feedback to help ratees improve their performance. The most challenging
aspect of providing performance feedback is to present an analysis of performance to the ratee
in a way that encourages self-improvement and development. Performance feedback work-
sheets aid raters in giving performance feedback and in standardizing the process.

3. Signs the PFW notice and returns it to the unit orderly room to be filed in the ratee’s Person-
nel Information File (PIF).
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4. Observes the ratee’s behavior and duty performance, achievements, and efficiency. Raters
should attempt to obtain meaningful information from as many sources as possible, including
those who previously supervised the ratee during the report period. Gathering this additional
information ensures the ratee’s duty performance is documented for the entire rating period.

5. Evaluates the ratee’s typical performance in relation to specific performance factors. Isolated
instances of poor or outstanding performance may not represent the ratee’s typical perfor-
mance. Raters should consider the significance and frequency of incidents when assessing
total performance. Some one-time incidents merit special consideration.

6. Documents feedback sessions that discuss performance, behavior, or conduct that may result
in further administrative or judicial action on forms other than a PFW.

The Rater’s Rater:

1. Periodically canvases subordinates to ensure raters are accomplishing feedback sessions.

2. Conducts performance feedback sessions when a ratee’s rater is not available due to unusual
circumstances or when assuming the rater’s responsibilities.

The Unit Commander:

1. Administers the performance feedback program. 

2. Periodically canvases raters and ratees to ensure feedback is being accomplished. 

3. Considers disciplining and removing raters who fail to conduct documented perfor-
mance feedback sessions from supervisory positions.

Performance Feedback Worksheet (PFW)

There are two different forms used for documenting an enlisted member’s performance feedback
session. One is the Airman Basic through Technical Sergeant Performance Feedback Worksheet, AF
Form 931; and the other is the Master Sergeant through Chief Master Sergeant Performance Feed-
back Worksheet, AF Form 932. You’ll find samples of these forms attached at the end of this lesson.

The form used for documenting an officer’s performance feedback session (2d Lt through Col) is
the AF Form 724. A sample of this form is attached to the lesson. In short, all the forms mirror the
categories to be evaluated on the Performance Reports, whether an EPR or an OPR. 
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Summary

A conscious decision was made to make performance count more in the promotion process. The
basic design of the system allows every supervisor to take control of the evaluation process for his/her
subordinates. The feedback process gives you the opportunity to explain, in very specific terms, what
you expect the ratee to do. The follow-on sessions give you the chance to review what progress has
been made and to make any mid-course corrections.

Bibliography:
1. AFI 36-2406, Officer and Enlisted Evaluation Systems, 15 April 2005.
2. AFI 36-2506, You and Your Promotions --The Air Force Officer Promotion Program, 01 September

1997.
3. AFPAM 36-2627, Airman and NCO Performance Feedback System (EES), 1 August 1997. 
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Air Force Form 931, Performance Feedback Worksheet (AB thru TSgt) - Front.
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Air Force Form 931, Performance Feedback Worksheet (AB thru TSgt) - Back.
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Air Force Form 932, Performance Feedback Worksheet (MSgt thru CMSgt) - Front.
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Air Force Form 932, Performance Feedback Worksheet (MSgt thru CMSgt) - Back.
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Air Force Form 724, Officer Performance Feedback (2LT thru Col) - Front.
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Air Force Form 724, Officer Performance Feedback Worksheet (2LT thru Col) - Back.
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