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MASTERING NCOER SENIOR RATER COMMENTS ON POTENTIAL: A COMPREHENSIVE
GUIDE FOR LEADERS

Writing  effective  NCOER  Senior  Rater  comments  on  potential  is  one  of  the  most  critical
responsibilities a leader undertakes in the U.S. Army. These comments not only shape a Non-
Commissioned  Officer  career  trajectory  but  also  provide  the  Army  with  a  clear  picture  of  who  is
ready for increased responsibility. A well-crafted Senior Rater comment on potential can distinguish
a Soldier during centralized promotion boards, command selection, and broadening assignment
opportunities. This article will explore every facet of writing impactful Senior Rater comments on
potential,  offering  practical  strategies,  common  pitfalls  to  avoid,  and  examples  that  bring  the
process  to  life.
The  NCOER  system  is  designed  to  evaluate  performance  and  potential  separately.  While
performance comments address what the NCO has done, the Senior Rater comment on potential
speaks to what the NCO can become. This forward-looking assessment requires careful thought,
genuine reflection, and a commitment to developing the next generation of Army leaders. Whether
you are a first-time Senior Rater or a seasoned leader looking to refine your writing, understanding
the nuances of this section will help you advocate effectively for your NCOs.

Understanding the Purpose of Senior Rater
Comments on Potential
Senior  Rater  comments  on potential  serve a  distinct  and powerful  purpose within  the NCOER
framework.  Unlike  the  rated  NCO rater  comments,  which  focus  on  daily  performance  and  specific
duties, Senior Rater comments provide a broader evaluation of the NCO suitability for future roles.
These comments are read by Human Resources Command, promotion boards, and senior leaders
who are looking for indicators of leadership depth, adaptability, and strategic thinking.
The Senior Rater comment on potential answers a fundamental question: Does this NCO have what
it takes to serve at the next level? The answer should be specific, evidence-based, and aligned with
the Army leadership requirements model. Boards are trained to look for patterns in Senior Rater
comments over time, so consistency and progression in your assessments matter greatly.
Furthermore, these comments are not merely administrative formalities. They are developmental

tools  when  written  thoughtfully.  An  NCO  who  reads  a  genuine,  specific  comment  about  their
potential  understands exactly  what  they need to  work  on and where their  strengths  lie.  This
transparency fosters trust and motivates growth.

Key Components of Effective Senior Rater
Comments on Potential
Crafting  Senior  Rater  comments  on  potential  that  are  both  accurate  and  compelling  requires
attention to several core components. Each element contributes to a holistic picture of the NCO
readiness for increased responsibility.

SPECIFICITY AND EVIDENCE

Vague comments like "has high potential" or "ready for promotion" add little value. Instead, tie your
assessment to observable behaviors and outcomes. For example, if you state that an NCO is ready
to serve as a Platoon Sergeant, explain why by referencing their mentorship of junior leaders, their
ability to manage complex logistics, or their performance during a major training event. Specificity
transforms a generic statement into a credible endorsement.
Boards want  to  see that  your  assessment is  grounded in  real-world  experience.  Use concrete
examples without violating privacy or operational security. Mentioning that an NCO "led a section
through a challenging rotation at the Joint Readiness Training Center" or "developed a training plan
that improved gunnery qualification rates by 15 percent" gives weight to your opinion.

ALIGNMENT WITH ARMY DOCTRINE

Your Senior Rater comments on potential should reflect the attributes and competencies outlined in
Army Doctrine Publication 6-22 and the NCOER form itself. Reference dimensions such as leading,
developing, and achieving, and tie each comment to these established frameworks. This alignment
demonstrates  that  you  are  evaluating  the  NCO against  Army  standards  rather  than  personal
preferences.
For  instance,  if  you  mention  that  an  NCO  "demonstrates  exceptional  ability  to  develop
subordinates," connect that to the NCO role in building a ready and lethal force. Boards recognize
and value language that aligns with doctrine because it ensures consistency across the force.
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HONEST AND CONSTRUCTIVE FEEDBACK

Not every NCO is ready for immediate promotion, and that is perfectly acceptable. Your Senior Rater
comments on potential should be honest without being destructive. If an NCO needs more time in
grade or additional developmental experiences, say so constructively. For example, "This NCO has
solid technical skills but would benefit from a broadening assignment to build strategic perspective
before assuming senior leadership duties." This kind of comment is fair, accurate, and helpful for
both the NCO and future senior raters.
Avoid inflating potential simply to be kind or to avoid conflict. Inflated comments can set unrealistic
expectations and may harm the NCO credibility if they are selected for positions they are not ready
to fill. Honesty serves the Army and the individual better in the long run.

Common Challenges When Writing Senior
Rater Comments on Potential
Even  experienced  Senior  Raters  encounter  difficulties  when  writing  comments  on  potential.
Recognizing  these  challenges  ahead  of  time  helps  you  navigate  them  effectively.

DISTINGUISHING PERFORMANCE FROM POTENTIAL

One of  the  most  common mistakes  is  conflating  current  performance  with  future  potential.  A  top-
performing NCO today may not have the strategic mindset or adaptability required for the next
level.  Conversely,  an NCO who struggles  in  their  current  role  may possess  exceptional  latent
potential that needs nurturing. Your comments must separate these two assessments clearly.
To avoid this pitfall, ask yourself: Based on what I have observed, is this NCO ready to succeed in a
role with broader responsibility and less oversight? If the answer is nuanced, your comments should
reflect that nuance. Use phrases like "demonstrates the capacity to grow into..." or "with additional
experience in..." to indicate potential that is not yet fully realized.

AVOIDING TEMPLATE LANGUAGE

Boards read thousands of NCOERs and can easily spot generic templates. Using stock phrases
without personalization diminishes the credibility of your assessment. Your Senior Rater comments
on potential should feel unique to the individual NCO. Even if multiple NCOs share similar strengths,
explain how those strengths manifest differently in each person.
Take the time to write fresh comments for every NCOER. This effort communicates that you value
your NCO enough to give them sincere, individualized feedback. It also ensures your comments
stand out during board review.

BALANCING BREVITY WITH DEPTH

The Senior Rater comment block is limited in length, so every word must earn its place. You need to
be concise without sacrificing substance. Prioritize the most important aspects of the NCO potential
and avoid listing every minor accomplishment. Focus on the attributes that are most predictive of
success at the next level.
A useful technique is to draft your comments, then revise them to remove any redundant or weak
language. Read each sentence aloud and ask yourself: Does this add new information or reinforce a
key point? If not, cut it.

Practical Examples of Senior Rater
Comments on Potential
Seeing examples can help you translate the principles above into actual writing. Here are several
scenarios illustrating different levels of potential and how to articulate them.

High Potential - Ready Now: "SFC Smith is one of the top three NCOs I have served with in
18 years of service. He is fully prepared to assume duties as a First Sergeant immediately. His
ability to build cohesive teams, manage complex administrative requirements, and inspire
soldiers to exceed standards is exceptional. He holds unlimited potential and should be
selected for advanced leadership education without delay."
Strong Potential - Needs Broadening: "SSG Johnson has demonstrated outstanding
performance as a Squad Leader. His technical proficiency and dedication to Soldier
development are evident in his squad gunnery results. To reach his full potential as a Platoon
Sergeant, he needs exposure to staff operations and a broadening assignment. With this
experience, I am confident he will excel at the next level."
Developing Potential - Continue to Grow: "SGT Davis has shown steady growth during
this rating period. He is mastering his current responsibilities but needs additional experience
leading complex, multi-echelon operations before being ready for promotion. I recommend
continued mentorship and opportunities to lead larger teams in challenging environments."
Limited Potential at This Time: "SGT Williams performs adequately in structured
environments but struggles with adaptability and initiative when faced with ambiguous
situations. He requires significant leader development and should not be accelerated to
positions of greater responsibility. I recommend focused mentoring on decision-making and
problem-solving skills."

Each of these examples provides clear, honest, and specific guidance. They avoid vague language
and give the reader a genuine sense of the NCO readiness and trajectory.
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The Role of Senior Rater Box Check in
Relation to Comments
The Senior Rater comment on potential does not exist in isolation. It must align with the Senior Rater
overall  potential  evaluation  box  check.  The  Army  uses  four  categories:  Most  Qualified,  Highly
Qualified,  Qualified,  and  Not  Qualified.  Your  written  comments  should  reinforce  and  explain  the
rationale  behind  your  box  check.
If you select "Most Qualified," your comments must describe potential that is clearly above peers. If
you  select  "Highly  Qualified,"  your  comments  should  indicate  strong  potential  with  minor
reservations.  Consistency between the box check and the narrative is  essential  for  credibility.
Boards notice discrepancies, and they can undermine the entire evaluation.
Additionally, your comments should address the specific factors within each box check category. For
"Most  Qualified,"  boards  expect  language  about  unlimited  potential,  readiness  for  immediate
promotion,  and  distinction  among  peers.  For  "Qualified,"  comments  might  emphasize  solid
performance  with  a  need  for  continued  development  before  advancement.

Developing a Long-Term Perspective as a
Senior Rater
Writing Senior Rater comments on potential is not a one-time task during each NCOER cycle. It is
part of an ongoing relationship with the NCO you are rating. The best Senior Raters maintain a
running log of observations, achievements, and areas for growth throughout the rating period. This
practice  ensures  that  your  final  comments  are  comprehensive  and  accurate  rather  than  hastily
assembled  at  the  deadline.
Regular counseling sessions provide the perfect opportunity to discuss potential openly. During
these sessions, ask your NCO about their career goals and aspirations. Their answers can inform
your comments and help you tailor your development plan. When an NCO knows you are genuinely
invested in their future, they are more likely to seek feedback and strive for excellence.
Furthermore, consider how your comments will appear in the context of the NCO entire evaluation

history. Future senior raters will  read your comments and build upon them. Consistency across
rating periods creates a narrative of growth. If you identify a developmental need in one report, the
next senior rater should see evidence that the NCO addressed that need.

Ethical Considerations When Assessing
Potential
Senior  Raters  hold  significant  power  over  an  NCO  career.  With  that  power  comes  an  ethical
obligation to be fair, objective, and free from bias. Your Senior Rater comments on potential must be
based on evidence and performance, not personal feelings, stereotypes, or grudges.
Avoid using coded language that could disadvantage any group. Focus on Army-relevant attributes
and competencies that are observable and measurable. If you are unsure whether a comment might
be perceived as biased, ask another leader to review it. Maintaining objectivity protects the NCO,
the Army, and your own reputation as a fair leader.
Additionally,  never  inflate  or  deflate  potential  to  serve  an  agenda  unrelated  to  the  NCO
performance. Pushing an unready NCO forward for promotion can place them in a position where
they fail, harming both them and their unit. Holding back a highly capable NCO because you do not
want to lose them is equally unethical. Your primary loyalty must be to the NCO development and
the Army readiness.

Conclusion
Writing effective NCOER Senior Rater comments on potential is both an art and a science. It requires
you  to  observe  carefully,  think  critically,  and  communicate  honestly.  When  done  well,  these
comments serve as powerful tools for talent management, leader development, and force readiness.
They tell the story of an NCO journey and point the way toward future success.
As a Senior Rater, you have the privilege and responsibility of shaping that story. By focusing on
specificity,  alignment  with  doctrine,  honest  feedback,  and  ethical  standards,  you  can  write
comments that honor your NCO contributions while providing the Army with the information it needs
to select the best leaders. The effort you invest today in crafting meaningful Senior Rater comments
on potential  will  pay dividends in  the readiness  and effectiveness  of  tomorrow Non-Commissioned
Officer Corps.


