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4th Fighter Wing

WRITING GUIDE

1 February 99

P A R T  I

CONCEPTS OF STRONG WRITING


Have you ever wondered why your troop wasn't picked up for that great job, selected for promotion or recognized the way you thought they should be recognized?  There are many factors involved but the common thread in both the officer and enlisted world is the EPR/OPR that was used in the selection process.  All too often, the answer is the performance report was weak and simply did not convey what the individual had done. Additionally, the reason for weak performance reports is that the bullet statements are written poorly.


Amazingly enough, this comes as a surprise to the writer, who probably spent many long hours putting the report together.


So what makes a bullet statement strong?

F A C T S !

F A C T S !

F A C T S !


When compiling all the inputs that will be used in the report, the writer should ask the three questions listed below, and then ensure the answers to these questions are emphasized.



What did the member do?



How did he/she accomplish it?



What was the result?


Here’s an illustration of this concept:

-- What was done --

Matched copies of WRSK/BLSS issues and due-out releases with the daily document register

-- How it was accomplished --

Designed and implemented filing system for copies and due-out releases

-- Result --

Ensured all assets were received; dropped warehouse refusals to virtually zero

Whenever possible give specific figures, especially when describing results.  To demonstrate this, please review the following.

-- What was done --

Ensured accountability and prompt processing of all TDY requests

 -- How it was accomplished --

Developed an effective suspense and tracking system for all requests

 -- Result --

Produced a zero percent late-rating and less-than-three percent return-rate from MPF for Mar-Sep 97 timeframe

While the results in the above example are specific and convincing, they could have been made even stronger by a comparison of the previous late-rating or CBPO return-rate, for instance:

Reduced late-rating from five percent to zero percent

Or. . .

Halved previous MPF return-rate to a record three percent for the Mar-Sep 97 period


Remember, bullet statements are more compelling and easier to evaluate when illustrated by a comparison of before and after statistics, measurable amounts, or achievements never attained before.

Here are a few examples:

· Armed and trained more than 300 unit personnel; increased from the previous year's 265 

· Automated the flight’s recurring correspondence (recall rosters, reporting officials rosters, etc); saved 20-30 man hours every month

· Managed command’s largest munitions delayed-discrepancy file; reduced back logged maintenance by 20 percent

· Renovated Building 2761—completed the job four weeks ahead of schedule

· Developed effective vehicle accident/abuse program; ensured error-free accountability--Reduced processing times of repair-estimates and actual-cost paperwork by 80 percent

· Identified and deleted 8,000 incorrectly documented man-hours; improved delayed maintenance program effectiveness by 50 percent--flight received its highest rating in over ten years during October's inspection

· Orchestrated Seymour Johnson’s first education workshop--45 nurses and medical technicians received training on latest cardiology management techniques; Saved clinic over $9,000 in training costs

· Initiated viable Aircraft Structural Integrity program; increased information capture rate from three percent to an astonishing 51.3 percent

· Eliminated redundant armory procedures; obtained required publications and technical orders, acquired all authorized weapons, and created checklists for armory personnel--Awarded the unit’s first explosive ordinance license

Additionally, it is helpful to include standard rates (such as wing rates, Air Force or MAJCOM averages) when citing an individual’s performance rates.  For instance, if a crew chief held a 96 percent mission-capable rate for an extended period, what was the average rate held?

If the wing average was 87 percent, then obviously the 96 percent rate is quite an accomplishment.  By this simple method of comparison, the higher mission-capable rate held by the crew chief gains considerable strength.

P A R T I I 

C O M M O N  M I S T A K E S


1.  ABSENCE OF RESULTS

The bottom line is always the impact of an individual’s endeavors.  Strive to answer the question “What did the member do?” with the focus on mission impact as a result of the individual’s effort.  Be specific!

2.  GENERALITIES

Don’t use broad statements such as “saved time and money.”  Whenever possible give exact figures or notable achievements.

3.  SUPERFLUOUS STATEMENTS {translation: using too many flowery words}

Read the following example:

· SSgt Doe is absolutely top flight, her outstanding professional leadership, superlative managerial skill and ceaseless efforts consistently resulted in major contributions to the effectiveness and combat capabilities of this wing, Air Combat Command and the United States Air Force. 

BUT WHAT DID SHE DO?  HOW WAS COMBAT CAPABILITY AFFECTED?  HOW DID SHE USE HER LEADERSHIP AND MANAGERIAL SKILLS?

Below is another version of what SSgt Doe did . . .

· Wrote or revised 65 Special Security Instructions for emergency operations; Security Police Survivability Analysis Team noted substantial improvement in quality and content during Jul 97 inspection--commended SSgt Doe’s efforts

Plainly stated, the more adjectives you use to describe a person, the more facts will be needed to prove your assertion.  Always keep it simple and let the accomplishments of the individual win approval.

4.  INCLUSION OF SPECIAL HONORS

When statements such as “selected as Transportation’s Airman Operator of the Year” are made one question is inevitably asked:

WHAT DID THEY DO TO WARRANT THEIR SELECTION?


While selections as NCO of the Quarter, Senior Airman Below-the Zone, Maintenance Technician of the Year, and other special honors are certainly noteworthy, what they did to earn the recognition is most important


Normally, selectees for special honors were chosen, and are being recognized, for superior job performance and lots of hard work.  The results of that hard work and the contributions made to mission accomplishment should appear in either the raters' or rater's rater comments.  By listing the special honor in the final indorser's comments, the “inevitable question” has already been answered, the member’s achievements have been reinforced, and the justification has been made more creditable.  


In other words, don’t expect the report to be strong simply by listing the special honors an individual was selected for—tell what actions won the titles!

Strengthening the report this way is easily done, and by doing so, the chances of the EPR/OPR receiving favorable consideration have been increased substantially.  Getting our top performers-—our best and brightest-–the recognition they’ve earned is what this program is all about.



So what are the secrets of successful performance report writing?

KEEP IT SIMPLE. . . AND, EMPHASIZE RESULTS. . .

P A R T   I I I 

PUTTING PEN TO PAPER

(THE HARDEST PART)


Now that you’re feeling confident in your ability to make a write-up strong, you’re probably can’t wait to begin the process of actually writing the report.  Right?  If not, read on . . .


Nothing is as intimidating as a blank page—that’s a fact!  To alleviate some of the discomfort of putting pen to paper, we’ve prepared a page for you to begin jotting down inputs on the individual.  It’s on page 9, go ahead and take a peek . . .


 As you may have noticed, this page is divided into factors.  We feel these are weighable indicators that will (1) help measure or compare the performance of individuals against that of their peers and (2) trigger ideas that would be appropriate to use in the write-up.


If nothing has come to you at this point, don’t be surprised, but don’t give up.  Look on page 10. We have listed our ideas of traits and characteristics common to each factor that may suggest items that you can write about.  Following that we have created an illustration showing how the blank page can be used to develop a report.


Once you have the general idea of how to begin, look for inputs from inspection reports, letters of appreciation, certificates of achievement, etc. Review all the documentation that you have available, always asking:

· What did the member do?

· How did he/she accomplish it?

· What was the result?


It is also very wise to encourage your personnel to maintain an EPR/OPR File to track their accomplishments over a given period. This file will ensure you have plenty of performance data to draw from. If you’re still not satisfied with the information you have at hand, try interviewing the member.  Yes, interviewing them . . ask the following questions and you may be amazed at the answers you receive.

· What was the hardest task you completed? 

· Of all the jobs you accomplished, which are you most proud of?

· As a leader, what was the biggest challenge that you faced?

· What was the most difficult decision/judgment made this period?

· How did you show initiative?

· What are the other “hats” you wore during the past year?

We suggest these few leading questions because they are designed to get people to talk about themselves; there are many more “information gathering” type of questions that you could ask, some that may be of particular pertinence to your career field.



WARNING: This face-to-face approach often brings with it a flood of information.  Using this technique just might make writing the report easier, and, undoubtedly, it will provide astonishing insights into what the member felt about the job and the effort that went into it.


If you still feel hesitant about using this approach, remember, people like to recall their successes and, more importantly, like to know their efforts haven’t been overlooked.  Just knowing that one’s supervisor is interested and listening is an important part of the feedback process.


After you start, you’re sure to find that recognizing an individual whose performance has been outstanding is in itself a rewarding act.  You’re taking the time to say “thank you” on behalf of the Air Force—and that is one of the most vital jobs you’ll ever do.


So, pick up the pen, doodle a bit or highlight as you continue to read, and when you find a part that gives you an idea, write it down . . . and you’ll be over the hardest part.

 


JOB KNOWLEDGE AND WORK STANDARDS

QUALITY AND QUANTITY OF WORK

INITIATIVE

INTERPERSONAL SKILLS

FLEXIBILITY

JUDGMENT

SELF-IMPROVEMENT

JOB KNOWLEDGE AND WORK STANDARDS

Compare the individual’s grasp of procedures {methods, products, or services} and application of those procedures to peers.

Measure industriousness and consistency.

QUALITY AND QUANTITY OF WORK

Measure the degree of accuracy or effectiveness of the individual against peers.

Compare the amount of work accomplished.  Compare the level of responsibility.

INITIATIVE

Originates actions rather than just responding to events.

INTERPERSONAL SKILLS

Leadership, supervisory skills...working as a team member for common goals.  

Balances people’s needs with mission requirements.

FLEXIBILITY

Adapts to changes in conditions, locales, duties, methods and personnel.

JUDGMENT

Dependable, uses foresight and common sense.

Fits the solution to the situation.

SELF-IMPROVEMENT

PME, off-duty education.

WHAT THE MEMBER DID

JOB KNOWLEDGE AND WORK STANDARDS

-Procured materials for 12 self-help projects

-Revised and simplified operational checklists 

-Authored and coordinated the fuels portion of wing contingency support plan
QUALITY AND QUANTITY OF WORK

-Developed initial operating procedures and related checklists for wing storage section

-Assisted in conversion of 600-gallon top-loading pod truck to bottom loading

INITIATIVE

-Initiated a comprehensive corrosion control program for the entire bulk storage system

-Constructed status boards enabling inventory requirements to be assessed at a glance

-Expended over 1,000 off-duty hours on self-help projects

INTERPERSONAL SKILLS

-Implemented fund raising activities for special functions
FLEXIBILITY

-Supervised storage section during major tank cleaning & pipeline replacements

JUDGMENT

-Established support with peers and subordinates for development of new service station

SELF-IMPROVEMENT
-Completed NCO Academy
RESULTS

JOB KNOWLEDGE AND WORK STANDARDS

-Procured materials for 12 self-help projects--Provided a more professional working environment

-Revised and simplified operational checklists--Improved training,  Achieved 100% upgrade of all 5 and 7 skill-level trainees

-Authored and coordinated the fuels portion of the wing contingency support plan--Accepted without change or modification

QUALITY AND QUANTITY OF WORK

-Developed initial operating procedures and related checklists for wing storage section-so well done--other bases have adopted these procedures

-Assisted in conversion of 600-gallon top loading pod truck to bottom loading--met criteria in minimal time.

INITIATIVE

-Initiated a comprehensive corrosion control program for the entire bulk storage system--Singled-out by Golden Drum inspectors as “best facilities in the command”

-Constructed status board enabling inventory requirements to be assessed in a glance--Ensured fuel requirements at all times

-Expanded over 1,000 off-duty hours on self-help showcase

INTERPERSONAL SKILLS

-Implemented fund-raising activities for special functions--Enhanced morale throughout the branch

FLEXIBILITY

-Supervised the storage section during major tank cleaning and pipeline replacement without any reductions in fuel levels
JUDGMENT

-Established support with peers and subordinates for development of new service station--instrumental in completing the project 4 months ahead of schedule

SELF-IMPROVEMENT
- Completed NCO Academy as a distinguished graduate

P A R   I V

SAMPLES

(BULLET STATEMENTS, TIPS, ACTION WORDS, AND APPROVED DOCUMENTS) 

To make this pamphlet as helpful as possible, the last section is composed of sample bullet statements, a checklist of key points to remember, action words for write-ups and samples of approved documents.


The list of action words is designed to help you find just the perfect word to begin a bullet statement.  The impact of your statements can be greatly affected by the words you use; concise writing, vivid descriptions and precise measurements add up to word pictures that accurately portray an individual’s performance.  Do you see the difference in the two statements below?

Produced a Decoration Writing Guide that greatly reduced late decoration submissions.

Authored a first-of-its-kind, 20-page Decoration Writing Guide, illustrated with examples and diagrams; reduced late submissions to headquarters by 20 percent.

You may also find that reviewing the list jogs your memory . . . remember the time TSgt Doe conceived the idea to . . .


The sample bullet statements are a collection of some of the best we’ve found. If you see something you’ve written once—congratulations!  If you see something you could have written about—take note.


As for the key points, these are other ideas we thought might assist you.  

We have also added samples of various approved decorations, performance reports, and AF Form 1206s to illustrate how strong correspondence should look.  Please note their content, organization, and readability.  

In addition, the OSS correspondence reviewing team (originator to the Commander) will note and forward recurring discrepancies to the unit EPR monitor. Discrepancies will be periodically distributed to all personnel to standardize and educate all on producing high quality documents in minimum time. 

SAMPLE BULLET STATEMENTS

JOB KNOWLEDGE AND WORK STANDARDS


- Transformed meager self-study program into viable learning resource for all security police personnel


- Briefed over 200 TDY personnel and many visiting dignitaries—including a congressional delegation; commended for his grasp of the intricate details of the conversion and his ability to relate them simply and accurately


- Handpicked for his knowledge, appearance and military bearing to brief Wing CC on local weapons load initiatives


- Demonstrated Integrated Combat Turn (ICT) procedures for aerospace executives during Blue Two visit for the Advanced Technology Fighter


- Selected as “Specialist of the Month” 4 times in two years--chosen over 80 other specialists


- Produced USAFE’s first computerized United States Army Europe (USAREUR) Wartime Movements Program (UWMP); provided transport for 430 tons of supplies and munitions to seven classified sites--program is now USAFE prototype

QUALITY AND QUANTITY OF WORK

- Achieved an 84% mission capable rate for 1985-1986 versus wing rate of 75%--aircraft was “high flyer” on 6 occasions


- Chosen as project chief for renovation of stadium bleachers; accomplished in 30 days what had been scheduled for 60--overcame adverse weather, limited supplies and manpower


- Forged wing mobility training program into a fully operational function six months ahead of schedule--rated “excellent” during 1986 Leadership Effectiveness Inspection


- Developed extensions for the AN/TPS 43E heat exchanger pallet; reduced deployment time by 20%


- Revamped reusable container program; reduced bench stock requirements by 75%--saved $1,500


- Monitored USAFE’s largest delinquent reject program; achieved unprecedented average-delinquent-rate of less than 1%

- Authored comprehensive study-guide designed to prepare personnel for quality control evaluations--recent technical school graduates obtained a 95% pass rate, a 10% increase

INITIATIVE

- Discovered supply account was charged 5 times actual price for correction ribbons; submitted zero overpricing challenge that discovered a computer error--saved the Air Force $3000


- Volunteered over 200 hours of personal time when section was short manned; section rated "excellent" during ACC Operational Readiness Inspection—his efforts were a major contributor


- Established unit “First Five” committee; served as its first chairman--morale of personnel E-5 and below significantly enhanced; no DUIs or Article 15s for five months following committee's start-up


- Designed, fabricated and installed automatic refueling systems for generators at critical base facilities; saved thousands of dollars over cost of new equipment


- Used variety of skills unrelated to career field; accomplished numerous self-help projects without taxing base CE work centers


- Conceived and implemented no-fee taxi service for squadron members; substantially reduced DUIs and, most-importantly, saved lives --idea adopted and implemented base wide  

INTERPERSONAL SKILLS

- Performed sponsor duties with diligence and enthusiasm--incoming members and families settled quickly and with great satisfaction; boosted mission accomplishment; ensured members were in their jobs, serving, in minimum time


- Mentored subordinates; quiet, effective leadership instilled responsibility and professionalism very successfully--three out of five subordinates were selected as squadron “Airman of the Quarter” 


- Counseled, encouraged, motivated and restored self-esteem to an inadequate performer--member is now a productive, useful team player

- Instituted dress and appearance “challenge” within section

--friendly competition to “look sharp, be sharp” increased esprit de corps; rallied day-to-day sense of pride in uniform

- Implemented monthly Munitions Branch board; prepared personnel for squadron and wing-level promotion and recognition boards

- Developed squadron news bulletin; ensured timely dissemination of information about squadron activities--communication problems eliminated 

FLEXIBILITY

- Assumed duties as First Sergeant when incumbent left unexpectedly on humanitarian reassignment; successfully executed all responsibilities and maintained high performance levels in primary duties 


- Provided extraordinary electrical services to intra-theater tactical communications systems during deployment to Bandira, Turkey

-—Ensured systems maintained 100 percent operational rate

- Thrived on challenges; expertise led to selection to fill most demanding administrative job on base--wing command administrative section


- Assisted in moving, refueling and guarding a CH-53 helicopter that was forced to land at a remote site; ensured aircraft and crew were secured and well provided for

JUDGMENT

- Ordered cancellation of flying operations from early weather indicators--correct and accurate assessment of situation prevented possible mishap


- Subdued an armed, hostile local-national; prevented potential personnel injury or destruction of US property--quick, decisive thinking prevented situation from becoming disastrous


- Recognized subtle cardiac changes in a deteriorating cardiac patient; led to early medical intervention and referral--saved a life!


- Evaluated strengths, talents and abilities of all supervised personnel; assigned each to position where they were most effective

--Productivity rose 50 percent; rated as “outstanding” during Unit Effectiveness Inspection

SELF-IMPROVEMENT


- Satisfactorily completed Correspondence Development Course; Scored 98 percent on End-of-Course test, made Commander’s Honor Roll


- Took initiative to complete First Sergeant’s Correspondence Development Course; increased ability to effectively serve as interim First Sergeant—strongly recommend for full time position   


- Pursued Community College of the Air Force Associates Degree in Criminology; earned 24 credit hours, 12 credits required for completion


- Graduated from Tyndall's NCO Academy; increased knowledge and professionalism--ready for increased leadership role and responsibility


- Completed Microsoft Office 97 software instructor course; conducted classes for unit personnel--significantly increased automated productivity, maximized return on software investment   


- Attended Wing Enlisted Enhancement Seminar; refocused on career challenges and future expectations--prepared to step forward and lead junior personnel 


KEY POINTS

1.  Start early.  Think positively about writing the report, as well as thinking positively about the member.  This isn’t a chore . . . this is a pleasure.  Everyone knows procrastination kills enthusiasm.  Don’t let that happen to you.

2.  When deciding what to list first start with the factor that had the greatest impact on mission accomplishment.  If you’re still in a quandary, ask yourself what impressed you the most and start with that.

3.  Don’t start bullet statements off with “SSgt Smith . . .”  We know the member’s name, and you’ll be wasting valuable space that could be used to state more valid information.

4.  Don’t keep listing member’s duty titles in the justification, “As Building Custodian, SSgt Smith maintained . . .” Once again, valuable, essential space is taken up. 

5.  Follow the progress of the report.  Check with the unit monitor periodically and don’t stop checking on it until you get word of the disposition.  If you leave the unit, ensure that someone else takes responsibility for the report.

6.  Always keep an electronic copy of the latest version of correspondence until it is finalized and in official file.

7.  Bullet statements are not complete sentences and don’t require the use of pronouns, the, a, or periods. Notice the structure of the samples provided. Also, see the Tongue and Quill for more detailed guidance and tips.  

ACTIONS WORDS

Accrued

Accumulated

Achieved

Acquired

Activated

Added

Administered

Advanced

Advised

Amplified

Analyzed

Anticipated

Applied

Arranged

Assembled

Assisted

Assured

Attained

Augmented

Authored

Bettered

Bolstered

Boosted

Broadened

Budgeted

Built

Calculated

Capitalized

Carried

Chaired

Challenged

Clarified

Coaxed

Commanded

Compared

Completed

Composed

Conceived

Concentrated

Conducted

Confronted

Constructed

Consulted

Contracted

Contributed

Controlled

Convened

Converted

Conveyed

Coordinated

Corrected

correlated

counseled

crafted

created

cultivated

cut

dared

decided

deciphered

decreased

defined

delved

delegated

demonstrated

designed

detailed

determined

developed

devised

directed

discovered

displayed

doubled

earned

edited

educated

effected

elicited

eliminated

embellished

emceed

emerged

employed

enabled

enacted

encouraged

energized

enforced

engineered

enhanced

enriched

ensured

envisioned

eradicated

established

estimated

evaluated

examined

exceeded

excelled

executed

exhibited

expanded

expedited

explored

extended

fabricated

facilitated

familiarized

fashioned

financed

fine-tuned

focused

forecast

formalized

formed

formulated

fortified

fostered

founded

fulfilled

functioned

gained

generated

governed

graduated

grappled

grasped

halved

handcrafted

handled

headed

heightened

highlighted

honed

hurdled

hustled

identified

ignited

illustrated

imbued

impelled

implemented

imposed

improved

improvised

immerged

immersed

impressed

increased

induced

influenced

infused

initiated

innovated

inspected

inspired

installed

instilled

instructed

insured

integrated

intensified

interpreted

interviewed

invented

inventoried

invested

invigorated

jettisoned

juggled

justified

keynoted

kindled

launched

led

lessened

licensed

located

magnified

maintained

managed

maneuvered

manipulated

manufactured

marketed

mastered

maximized

measured

mediated

minimized

motivated

negotiated

nominated

nourished

obtained

officiated

operated

ordered

organized

originated

outclassed

overcame

overhauled

oversaw

overshadowed

pared

participated

penned

perfected

performed

persevered

persisted

persuaded

piloted

pioneered

pinpointed

placed

planned

powered

prepared

presented

presided

prevailed

prioritized

probed

processed

prodded

produced

programmed

promoted

prompted

propelled

provided

purged

pushed

rallied

reduced

refined

reformed

regulated

reinforced

rejuvenated

renovated

reorganized

reported

responded

researched

revamped

reviewed

revised

revived

satisfied

scheduled

scrutinized

schooled

secured

selected

served

serviced

solved

sparked

spearheaded

squeezed

stabilized

steadied

stepped

steered

stimulated

stoked

streamlined

strengthened

strived

structured

submitted

substantiated

succeeded

suffused

suggested

summarized

supplemented

supplied

surpassed

surpressed

surveyed

tackled

tapped

toppled

traced

trained

transferred

transformed





transitioned

tutored

unified

unraveled

untangled

updated

upgraded

used

utilized

verified

visualized

volunteered

whittled

withstood

won

wrestled

wrote


I never write metropolis for seven cents because I can get the same price for city.  I never write policeman because I can get the same money for cop.

--Mark Twain

SAMPLE DOCUMENTS

Samples of strong EPRs, OPRs, MSM, AFCM, AFAM, AF Form 1206s and LOEs are attached for your close review.  Please refer to these as general guidelines for producing high quality correspondence.  Read them aloud and note how well the information flows.  Pay close attention to the format and detail of the word picture presented in the documents. Try to incorporate the same style, technique, and quality in your document.  If you follow the example set forth in these attachments you will be well on your way to a final, high quality product in minimum time.







Each honest calling, each walk of life, has its own elite, its own aristocracy, based upon excellence of performance.


-- James Bryant Conant





Nothing astonishes men so much as common sense and plain dealing.





-- Ralph Waldo Emerson





The art of writing is the art of applying the seat of the pants to the seat of the chair.


-- Mary Heaton Vorse





The men and women who are lifting the world upward and onward are those who encourage more than criticize.





--Elizabeth Harrison
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