Quality Force Management (QFM) 

Updated Aug 02--Maj Christina A. Austin-Smith

I.  Lesson Objectives

This lesson will familiarize student to the various components of “Quality Force Management”.  Specifically, students should:

     A.  Know the purpose of the Air Force’s Quality Force Management Program

     B.  Understand the JAG’s role in Quality Force Management

     C.  Comprehend the manner in which the various Quality Force Management tools work.  

II.  Samples of Behavior

At the end of this lesson, each student should be able to: 

     A.  Explain the purpose of the Air Force’s Quality Force Management Program.  

     B.  Summarize the judge advocate’s role in the Quality Force Management Program.

     C.  Distinguish between the various Quality Force Management tools based on the purpose of 


each tool and how each tool is used.  

III.  Overview

     A.  Background on Quality Force Management

     B.  Purpose of Quality Force Management

     C.  Role of the JAG in Quality Force Management

     D.  Quality Force Management Tools

IV.  References

    A.  AFI 36-2406, Officer And Enlisted Evaluation Systems, 1 Jul 00

     B.  AFI 36-2501, Officer Promotions and Selective Continuation, 6 Mar 98

     C.  AFI 36-2502, Airman Promotion Program, 6 Aug 02

     D.  AFI 36-2503, Administrative Demotion of Airmen, 20 Jul 94

     E.  AFI 36-2606, Reenlistment in the United States Air Force, 21 Nov 01

     F.  AFI 36-2906, Personal Financial Responsibility, 1 Jan 98

     G.  AFI 36-2907, Unfavorable Information File (UIF) Program, 1 May 97

     H.  AFI 40-501, The Air Force Fitness Program, 5 Apr 02

V.  Background

A.  What is Quality Force Management?  Quality Force Management is a set a tools Air Force  commanders and supervisors have at their disposal in order to help them maintain good order and discipline.  

B.  Key Distinctions—it is important to distinguish between administrative action (Quality  


Force Management) and punitive action (courts martial and nonjudicial punishment).

1.  Administrative action under the Quality Force Management Program is generally

     reserved for minor infractions that are less serious than those warranting nonjudicial

     punishment.  These actions are purely administrative.  In other words, punishment may

     not be imposed through these actions.  

2.  Nonjudicial punishment under Article 15, UCMJ, is generally reserved for offenses less 

     serious than those warranting a court-martial.  Nonjudicial actions are punitive in 

     nature.  In other words, punishment may be imposed using Article 15, UCMJ.

3.  Courts-martial are generally reserved for the most serious offenses.  Courts-martial are 

     also punitive in nature.  In other words, punishment may be imposed by a court-martial.

VI.  The Purpose of Quality Force Management

A.  The purpose of the Quality Force Management Program is to provide a process to help 

     commanders maintain good order and discipline in their units.  

       
B.  The Quality Force Management Process


     1. Identifies Problem Airmen 


     2. Educates and Rehabilitates with Quality Force Management Tools  

         a.  The various Quality Force Management tools should be applied in an escalating 

              manner and should be documented.  

         b.  The goal is to resolve the problem in the quickest way possible using the least 

              severe Quality Force Management tool that is appropriate.


      3.  Discharge (if rehabilitation attempts are unsuccessful)

VII.  The Judge Advocate’s Role in Quality Force Management 

          A.  Review the legal sufficiency of Quality Force Management actions.

          B.  Advise on options and make a recommendation.  Consider factors such as rehabilitation, 


   accountability, fairness, consistency, expediency, and the best interests of the Air Force.  

          C.  Bottom line:  It is the commander’s decision!
VIII.  Quality Force Management Tools


A.  Counselings, Admonitions, and Reprimands (AFI 36-2907, Chapter 3)


      1.  Purpose:  to improve, correct, and instruct subordinates who depart from standards 


           of performance, conduct, bearing, and integrity, either on or off duty.  


      2.  Authority:  the right to use counselings, admonitions, and reprimands is an inherent 


           responsibility of commanders and supervisors.


      3.  Oral and Written Counselings 

Counseling is a critical rehabilitative tool for commanders.  The wisdom and maturity of the supervisor, first sergeant, or commander frequently provides the guidance needed to improve job performance or off-duty behavior before more serious action is required.  Counseling should be initiated to correct habits or shortcomings which are not necessarily criminal or illegal, but which can ultimately affect job performance and good order and discipline.  An airman should be counseled as soon as possible after displaying substandard duty performance or behavior in an effort to assist the individual in developing skills, attitudes, and behaviors that are consistent with maintaining the Air Force’s readiness.

A verbal counseling should be documented in a memorandum for record.  A written counseling should be documented either on an AF Form 174, Record of Individual Counseling or on letterhead.   

      4.  Admonitions 
An admonishment is more severe than a counseling and should be used for more serious infractions or repeated acts for which the member has been counseled.  Although an admonishment may be verbal, admonishments are normally accomplished in writing on letterhead.  

      5.  Reprimands 

A reprimand is more severe than an admonishment or a counseling and indicates a stronger degree of censure.  Although a reprimand may be verbal, reprimands are normally accomplished in writing on letterhead.

      6.  Contents of Counselings, Admonitions, and Reprimands 

At a minimum, written counselings, admonitions, and reprimands must provide:

a.  A statement or statements as to what the member specifically did or failed to do, 

    along with the dates, times, and places;  

b.  A statement as to what improvement is expected of the member; 

c.  A statement that further deviation may lead to more severe action; 

d.  A statement describing the member’s due process—the member has 3 duty days 

     to provide rebuttal documents for consideration and that all supporting 

    documents received by the member will become part of the record;  

e.  A Privacy Act statement—AUTHORITY:  10 U.S.C. 8013.  PURPOSE:  To 

    obtain any comments or documents you desire to submit (on a voluntary basis) 

    for consideration concerning this action.  DISCLOSURE:  Your written 

    acknowledgment of receipt and signature are mandatory.  Any comments or 

    documents you provide are voluntary.  

Note: if a member refuses to acknowledge receipt and/or sign the action, annotate the action by stating that the member refused to acknowledge receipt and/or sign.

      7.  Disposition  

Depending on the type of action and on whether the member is an enlisted member or an officer, the action might require a filing in either the members personal information file (PIF) or in an unfavorable information file (UIF).  At a minimum, these actions should normally be filed in the member’s PIF.  For officers, reprimands require filing in a UIF.  Also for officers, admonitions and counselings not filed in a UIF, must be filed in the member’s PIF.

B.  Unfavorable Information Files (UIFs) (AFI 36-2907, Chapter 1)
A UIF provides a commander with an official repository of substantiated derogatory data concerning an Air Force member’s personal conduct and duty performance.  Except for most officer cases and some enlisted cases involving Article 15s and criminal convictions, the commander has wide discretion as to what should be placed in a UIF and what should be removed.

1.  Enlisted Personnel 

a.  Optional Entries.  At the commander’s discretion, the following documents, 

     among others, may be placed into a UIF.  Note, these optional entries may 

     normally be filed in a UIF anytime within six months of the action.

     (1) A record of nonjudicial punishment under Article 15, UCMJ, when the 

           punishment does not exceed one month.

     (2) A record of conviction by a civilian court or an action tantamount to a 

           finding of guilty (e.g., a plea of no contest) of an offense where the 

           maximum confinement penalty authorized for the offense is one year or less.

     (3) Information pertaining to alcohol abuse.

     (4) Counseling, admonition, or reprimand.

     (5) Serious or repeated incidents involving unlawful discrimination.

b.  Mandatory Entries.
     (1) A record of nonjudicial punishment when there is any period of suspension 

           or the punishment period is in excess of one month.  Early removal is 

           prohibited if the punishment has not been completed or remitted.

(2) A record of conviction by a civilian court or an action equivalent to a 

      finding of guilty for an offense which carries a possible sentence of  

      confinement of one or more years, or death.  

      (3) A record of a court-martial conviction.  

(4) A control roster action. 

(5) *See note below--Documentation reflecting a member’s placement in the 

      Substance Abuse Reorientation Treatment Track 4 or 5 (for drug abuse), or 

      a record of failure in Track 4 (drug or alcohol abuse). 
*NOTE: AFI 44-121, Alcohol and Drug Abuse Prevention and Treatment (ADAPT) Program, dated 26 Sep 01, replaced the SART program in favor of a program tailored to meet the needs of the individual patient.  The elimination of the track system seems to eliminate the mechanism that triggered a UIF.  Currently, that instruction indicates that administrative restrictions should be based on the member’s unacceptable behavior, not solely based on their involvement in the ADAPT program.  

          
     2.   Officers
a.  Optional Entries.  At the commander’s discretion, the following documents, 

     among others, may be placed into a UIF.  Note, these optional entries may 

     normally be filed in a UIF anytime within six months of the action.

     (1) Counseling or admonition.  If these are not placed in a UIF, they must be 

           placed in the member’s PIF.

     (2) A record of conviction by a civilian court for an offense where the maximum 

           confinement penalty authorized for the offense is one year or less.

     (3) Serious or repeated incidents of unlawful discrimination.

b.  Mandatory Entries

     (1) Any record of nonjudicial punishment.  Early removal is prohibited if the 

           punishment has not been completed or remitted.

(2) A record of conviction by a civilian court or an action equivalent to a 

      finding of guilty for an offense that carries a possible sentence of 

      confinement for more than one year or death.  

      (3) A record of a court-martial conviction.  

(4) A control roster action. 

(5) A letter of reprimand.

(6) *See note below--Documentation reflecting a member’s placement in the 

       Substance Abuse Reorientation Treatment Track 4 or 5 (for drug abuse), or 

       a record of failure in Track 4 (drug or alcohol abuse). 

*NOTE: AFI 44-121, Alcohol and Drug Abuse Prevention and Treatment (ADAPT) Program, dated 26 Sep 01, replaced the SART program in favor of a program tailored to meet the needs of the individual patient.  The elimination of the track system seems to eliminate the mechanism that triggered a UIF.  Currently, that instruction indicates that administrative restrictions should be based on the member’s unacceptable behavior, not solely based on their involvement in the ADAPT program.


     3.  Duration


a.  For enlisted members, items stay in a UIF:



    (1) 2 years for a court-martial conviction.  Only the wing commander or 



          convening authority (whichever is higher) may remove it early.



    (2) For other than a court-martial conviction, a commander may remove a UIF 



         early.  Otherwise, items for enlisted members stay in a UIF for no more than:



   i.  2 years for:




A)  Mandatory Article 15




B)  Civilian court conviction (MCM authorizes 1 year)




   ii.  1 year ‑ all others



     (3)  A UIF remains in effect until all items are removed.



b.  For officers, items stay in UIF for a period of time based on the nature of the 




derogatory data.




(1) Court-martial:  4 years or PCS plus 1 year, whichever is longer




(2) Article 15:  2 years




(3) LOR:  2 years




(4) Control Roster:  1 year




(5) The action may be removed from the UIF early by the wing commander or 





issuing authority, whichever is higher—(for a court-martial order, the action 





may be removed by the wing commander or convening authority, 





whichever is higher).   


C.  Control Roster (AFI 36-2907, Chapter 2)

Commanders at all levels are authorized to use a control roster for individuals whose duty performance is substandard or who fail to meet or maintain Air Force standards of conduct, bearing, and integrity – on or off duty.


1.  Control rosters assist commanders in controlling or evaluating a member’s 



performance and provide the member an opportunity to improve that performance.



      2.  A brief incident of substandard duty performance (or an isolated breach of other



      
standards not likely to be repeated) ordinarily should not be a basis for a control 




roster action.  Prior incidents, acts, and failed rehabilitative efforts should be 




considered.



     3.  A commander cannot place an individual on the control roster as a substitute for 



          more appropriate administrative, nonjudicial, or judicial action and individuals are 

                  not shielded from other appropriate actions by virtue of being placed on the control  

   

          roster.



     4.  Commanders place an individual on the control roster by using AF Form 1058, 

          which is used to put members on notice that their performance and behavior must 

          improve or they will face more severe administrative action or punishment.



a.  Members have three duty days to submit a statement on their behalf 


     before the AF Form 1058 is finalized.

b.  The control roster observation period may last for up to six months.  A 

     commander may remove an enlisted member from the control roster before the 

     maximum 6-month period but may not remove an officer from the control roster 

     before the maximum 6-month period.  



c.  If the member is not rehabilitated in that time, the commander should 


     initiate more severe action such as administrative discharge.



d.  Commander may direct an OPR or EPR before entering or removing the 

     person from the control roster, or both. 


    5.  Numerous personnel actions are affected by the creation of a control roster.




a.  PCS/PCA reassignment is limited.




b.  All formal training must be canceled.




c.  Promotions and reenlistments may also be affected.


D.  Quality Enlisted Promotions (AFI 36-2502) 

The Air Force promotion policy is to select individuals for promotion based on potential to serve in the next higher grade.  Only the best should be promoted due to the limited vacancies in higher grades.  The responsibility for a quality enlisted force rests with the prudent judgment of the commanders who make recommendations for promotions.  The following are tools available to commanders for managing enlisted promotion actions.

     1.   Ineligibility  

a.  An enlisted member is considered ineligible for promotion when non-

     recommended by the promotion authority.  An airman who has been selected for 

     promotion can be removed from the selection list before the effective date of the 

     promotion by the commander’s non-recommendation.  This is commonly 

     referred to as “redlining.”  Typical grounds for removal include poor or 

     declining performance trends or recent serious misconduct.

b.  Airmen also become ineligible for promotion under other circumstances as 

     outlined in AFI 36-2502, Table 1.1.  Some examples include:



     (1) Placement on the Control Roster.

     (2) Serving Probation and Rehabilitation as part of an involuntary discharge 

action pursuant to AFI 36-3208.

     (3) Under a suspended reduction in grade imposed by Article 15 of the Uniform 

Code of Military Justice.

     (4) Conviction by a civilian court, excluding minor traffic violations.

c.  A1C and below are nonrecommended in monthly increments up to 6 months 

     while SrA and above are nonrecommended for a particular promotion cycle. 

     2.   Withholding  

a.  The immediate commander has the authority to withhold a promotion for up to 

     one year after an airman’s selection for the next higher grade but before pinning 

     on the new rank.  A higher authority (wing or equivalent commander) must 

     approve extensions of the withholding beyond a year.

b.  The purpose of this type action is to give the commander a chance to evaluate 

     unique or unusual events so that a sound promotion decision can be made.  It is 

     not intended to be used when there is substandard performance or behavior 

     problems.  The bases for withholding actions can be found in AFI 36-2502, 

     Table 1.2.  For example, a promotion can be withheld when the airman is:

                             (1)  Awaiting a decision on an application as a conscientious objector;

     (2)  In the Weight and Body Fat Management program;

     (3)  Under court-martial or civil criminal charges;

     (4)  Placed into the Alcohol and Drug Abuse Prevention & Treatment Program;

     (5)  Under investigation or the subject of an inquiry (formal or informal) that 

may result in action under the UCMJ or prosecution by civil authorities; or 

     (6)  Other reasons the commander deems appropriate provided he/she has prior 

approval from the wing commander.

   
c.  Upon recommending promotion and after terminating a withholding action, the 

      airman’s date of rank and the effective date reverts back to the date when he or 

      she would have originally been promoted.


      3.  Deferral
a.  The immediate commander may defer the promotion of an airman in the rank of 

     Staff Sergeant or higher for up to three months.  The wing commander or 

     equivalent level authority can increase this period of time.

b.  The purpose of a deferral is to determine if the airman meets acceptable 

     behavior and performance standards.  However, if there is clear evidence that an 

     NCO is not suited to take on the increased responsibilities of the higher grade, 

     then removal from the promotion list is the right course of action and not a 

     deferral.

c.  The date of rank and effective date is the first day of the month after the deferral 

     period ends.

       4.  Procedures:  In all instances of nonrecommending, deferring, and withholding 

promotions, the commanders:

a.  Inform airmen of adverse actions in writing or verbally before the promotion 

     effective date. Verbal notification must be confirmed in writing within five 

     workdays.  Include specific reasons, dates, occurrences, and the duration of the 

     action.

b.  Forward the written notification to the MPF for filing in the airman’s Unit 

     Personnel Record Group (UPRG).

      
E.  Quality Officer Promotions (AFI 36-2501)

Before taking a promotion propriety action, the commander must determine if a preponderance of the evidence shows the officer is not mentally, physically, morally, or professionally qualified to perform the duties of a higher rank.

1.  Not Qualified For Promotion (NQP):  NQP recommendations are used before the 

effective date of promotion to first lieutenant or in conjunction with an officer’s 

promotion to captain or above.  This recommendation is valid for only one selection board.

Note:  Before a second lieutenant is separated as a result of an NQP recommendation, he should be retained on active duty for 6 months starting on the date promotion would have occurred and given an opportunity to overcome any problem and qualify for promotion (unless retention is inconsistent with good order and discipline).

     2.   Removal From A Promotion List:  Also known as redlining, removing an officer’s 

name from a promotion list confirmed by the Senate is possible for officers selected 

for promotion to captain through colonel.  The recommendation is valid for only one selection board and SecAF, acting for the President, approves all removal actions.

      3.  Delaying A Promotion:  If an officer is unqualified to perform the duties of the 

selected grade, a commander can delay the promotion until it is determined whether 

the officer should be promoted.  The delay is effective when the commander notifies the officer.


Note:  MAJCOM/CC approves initial promotion delays for up to 6 months, but 


only SecAF may grant extensions and then only for up to 6 months.

      4.  Propriety Action Procedures:  The commander must inform the officer, orally or in 

writing, of the propriety action before the effective date of promotion.

a.  Notification in writing is preferred, but if not possible verbal notice should be confirmed in writing as soon as possible (usually within 24 hours).

b.  The notification must contain a clear statement of reasons for the decision and must list the evidence supporting the action.  It must also show that the officer affected had an opportunity to review and comment on the information.


F.  Demotion Actions (AFI 36-2503)

Administrative demotions pursuant to AFI 36-2503 apply to enlisted members in the grade of Airman (E-2) through Chief Master Sergeant (E-9).  Administrative demotions should not be used when it is more appropriate to take actions authorized by the Uniform Code of Military Justice.  Prior to initiating a demotion action, airman ordinarily should be given the opportunity to overcome their deficiencies.  

1.  Demotion and Appellate Authorities:  The demotion authority is the group 

commander (or equivalent level commander) for Master Sergeants (E-7) and below. For Senior Master Sergeants (E-8) and Chief Master Sergeants (E-9), the MAJCOM/CC (or equivalent level commander) is the demotion authority (unless appropriately delegated).  The appellate authority is the next level commander.

      2.  Reasons for Demotion:  The basis for the demotion must have occurred in the 

current enlistment unless the commander is not aware of the facts and circumstances until after that term of enlistment expires.  The entire military record may be used in deciding whether demotion is appropriate.  Reasons for demotion include:



a.  Termination of student status.

b.  Failure to maintain or attain the appropriate skill/grade level.

c.  Failure to fulfill NCO responsibilities.

d.  Failure to keep fit.

e.  Failure to perform.


      3.  Due Process:  

a.  The immediate commander notifies airman in writing of intention to recommend 

demotion.  Although not required, commanders should consult with the Office of the Staff Judge Advocate prior to initiation to ensure appropriateness of the action and legal sufficiency.  The notification includes one or more specific reasons for the demotion and a complete summary of the supporting facts.

b.  The immediate commander informs airman of right to counsel and right to 

     respond verbally in a personal hearing, in writing, or both.

c.  After the airman’s response, if the commander elects to continue the 

proceedings, the case file is forwarded (with a summary of the written and verbal statements) to the MPF for processing prior to sending to the demotion authority.

    d.  The demotion authority obtains a written legal review before making 

         decision.  If the authority demotes, he/she informs the airman of appeal rights.

    e.  The airman may appeal an adverse decision to the appellate authority.  


      4.  “Demotable” grades:



a.  E-2 to E-1

b.  E-3 to E-2

c.  E-4 through E-9 may be demoted to E-3

      5.  Restoration of grade:  Once demotion action is complete, the demotion authority 

can, if appropriate, restore the airman’s original grade.

      
G.  Selective Reenlistments (AFI 36-2606) 

The objective of the Selective Reenlistment Program (SRP) is to make sure that only those airmen who consistently demonstrate the capability and willingness to maintain high professional standards are allowed the privilege of continued service.  Although unit commanders have total SRP selection and nonselection authority, the commander’s SRP decision should be in line with other qualitative recommendations, such as promotion, and must be based upon “substantial evidence.”

1.  Applicability:  The SRP applies to first-term, second-term, and career airmen. 

2.  Supervisor’s Responsibility:  An immediate supervisor ensures the airman meets 

quality standards.  He/she must review any Unfavorable Information File (UIF) and evaluate duty performance and leadership ability.

      3.  Commander’s Responsibility:  Prior to rendering the SRP decision, an immediate 

commander must consider the supervisor’s recommendation, the airman’s duty performance and career potential, and any other pertinent information.

      4.  Nonselection:  If a supervisor recommends nonselection, they must prepare an AF 

Form 418 and attach supporting documentation to substantiate the nonselection decision and forward it to the unit commander.  The unit commander documents his/her decision on the AF Form 418.  If the commander chooses nonselection, the commander enters his/her rationale and attaches supporting documentation. 

a.  Commanders conduct an interview with a nonselectee and provide a copy of AF 

     Form 418 and supporting documentation.  

b.  Airmen must let a commander know within three workdays whether they intend 

to appeal the decision.  If an airman elects to appeal the decision, any written matters must be submitted within 10 calendar days.  

c.  First-term airmen and career airmen who will complete 20 or more years of 

TAFMS on their current ETS, appeal to their respective group commanders; however, these airmen appeal to their wing commanders when their group commanders made the SRP nonselection decision.

d.  Second-term and career airmen who will complete fewer than 16 years of 

TAFMS on their current ETS appeal to their respective wing commanders; however, these airmen appeal  to their parent MAJCOM/FOA/DRU when their wing commanders made the nonselection decision.

e.  Career airmen who will complete at least 16 years of TAFMS on their current 

     ETS, but less than 20 years, appeal to the Secretary of the Air Force.

      5.  Legal Reviews:  A legal review is not required for a nonselection decision unless 

the airman appeals.  Nonetheless, commanders should not hesitate to seek legal advice anytime a nonselection decision is under consideration.  The time to do so is prior to notifying the nonselectee.  The servicing legal office should review the documentation to determine if it includes substantial evidence to support the decision.

      
H.  Performance Evaluation System (AFI 36-2406)

The evaluation system has three purposes.  First, it provides ratees with candid performance feedback.  Second, it provides an official record of performance as viewed by officials in the rating chain who are closest to the work environment.  Third, it provides officer central selection boards, senior NCO evaluations boards, the Weighted Airman Promotions System (WAPS), and other personnel managers sound information to assist in identifying the best qualified officers and enlisted personnel.  The following discussion is not intended to cover the evaluation system as a whole, but rather, it focuses on how the system sometimes dovetails with legal issues.

1.  Quality Force:  A performance report should accurately record an airman’s 

performance.  It is a key quality force indicator, and as such, should take into account any adverse administrative or punitive actions taken against the individual.

      2.  Performance Feedback:  Periodic performance feedback sessions are required for all 

Air Force members.  These are accomplished through the use of a face-to-face discussion and a Performance Feedback Worksheet (PFW).  In unusual circumstances where it is impractical to conduct a face-to-face session (e.g. rater/ratee geographically separated), raters may conduct telephonic feedback sessions.

a.  Access to the PFW is limited.  In addition to the rater and ratee, the only 

personnel authorized to review a PFW on Technical Sergeants and below are the additional rater, rater’s rater, and the squadron commander.  Only the squadron commander is authorized access to the PFWs of senior non-commissioned officers.  For officers, review by anyone other than the officer being rated is not permitted. 

b.  A PFW is not an official record or quality force management tool.  It may not be 

used in any personnel action (e.g., involuntary discharge or control roster action) unless the ratee first introduces it or alleges that the rater did not hold a required feedback session.  Nonetheless, the rater may document feedback sessions that may result in further administrative or judicial action on other than a PFW (e.g., AF Form 174, Record of Individual Counseling).

     3.   Inappropriate Comments:  Ordinarily, the following, among others, are considered 

inappropriate comments in an Enlisted Performance Report (EPR) and on Officer Performance Reports (AFI 36-2406, para. 3.7.):

a.  Any action that resulted in an acquittal or a failure to successfully implement the 

     action.

b.  Confidential safety matters.

c.  Actions the ratee takes through appeal channels such as the IG, Congress, or the 

     Board for Correction of Military Records.

d.  The ratee’s race, age, ethnic origin, gender, or religion.

e.  Personnel Reliability Program (PRP) disqualification, although comment on the 

     behavior that resulted in this action is proper.

f.  Alcohol and Drug Abuse Treatment Program information.  The focus is on the 

     ratee’s performance rather than participation in the program.

4.  Referral Reports:  Certain comments or ratings on the EPR or OPR may result in it     

being “referred” to the ratee for comments.  The purpose of the referral process is to give the individual notice of the adverse nature of the report and an opportunity to respond to matters contained therein prior to it becoming an official record.  

     5.   Definition of Referral  

a.  Enlisted Members.  The definition of “referral” is found in AFI 36-2406, para 

     3.9.1.  It includes:

     (1) A rating in the far left block of any performance factor in section III of AF 

Form 910 or 911.

     (2) A rating of “1 – not recommended for promotion” in section IV of AF Form 

910 or 911.

     (3) Comments that are derogatory in nature, imply/infer to behavior not meeting 

minimal standards of personal or professional conduct, character, judgment or integrity, and/or refer to disciplinary actions.

b.  Officers.  The definition of “referral” for an officer’s performance report is 

     found in AFI 36-2406, para. 3.9.1.  It includes:

     (1) Marking the “Does Not Meet Standards” block in any one of the five 

performance standards in section V.

     (2) Comments that are derogatory in nature, imply/infer to behavior not meeting 

minimal standards of personal or professional conduct, character, judgment or integrity, and/or refer to disciplinary actions.

      6.  Managing Referral Reports:  Whenever a referral report is generated on an enlisted 

member, the following procedures apply:

a.  Prepare a referral memorandum and provide it to the ratee together with a copy 

     of the EPR.

b.  Ratee acknowledges receipt and responds within 10 calendar days.

c.  If the ratee provides no comments, the EPR is then completed.

d.  If the ratee provides comments and/or attachments (up to 10 pages), they 

     become a part of the official record.

      7.  Appeals/Challenges:  After an EPR becomes official (a matter of record), the 

service member may challenge it under the provisions of AFI 36-2401.


I.  Weight and Body Fat Management Program (WBFMP) (AFI 40-502) 

Air Force members are weighed for 9 different reasons under the Weight and Body Fat Management Program (WBFMP).  For example, weight measurements are taken once per year, upon notice of a permanent change of station (PCS), and before promotion.  Entry into the WBFMP occurs when a military member exceeds Air Force body fat standards.

1.  Air Force members’ body fat must be measured if they exceed their maximum 

allowable weight, appear to exceed Air Force body fat standards, do not present a professional military image, or when directed by the unit commander.

2.  Personnel assigned to the Health and Wellness Center (HAWC) conduct all 

     body-fat measurements at the HAWC. 

                             a.  Medical personnel will conduct the measurement if there is no HAWC within 

                                  30 miles.

                             b.  The technique used to measure body fat is known as the circumferential 

                                   technique and it must be done with a Gulick tape measure. 

                         3.  There are four phases in the WBFMP once a member is found to have exceeded 


standards:


a.  Assessment:  Period during which the member is given a medical evaluation 


     and cleared for further participation in the program.


b.  Three-month Exercise and Dietary Period:  A “grace period” during which 


     the member receives diet and exercise counseling and is given an 


     opportunity to comply with standards.  Early removal is not possible but 


     success in this phase qualifies the member for entry into Phase II.


c.  Phase I:  Member on phase one failed to meet requirements during the 3-


     month diet and exercise phase.  Member is measured monthly and must 


     make satisfactory progress or suffer the administrative consequences of 


     unsatisfactory progress.  Success in this phase qualifies the member for entry 


     into Phase II.


d.  Phase II:  A six-month observation period in which member is measured 


     monthly and must maintain standards to be removed from the WBFMP.

4.  The various phases of the WBFMP carry certain professional restrictions.  For 

example, an enlisted member making unsatisfactory progress in Phase I of the WBFMP:

a.  is ineligible for promotion testing or consideration; 

b.  may not assume the higher grade if previously selected for promotion; and

c.  is ineligible for PCS reassignment (unless a mandatory move).

5.  During Phase I, the unit commander or WBFMP manager evaluates weight and 

     body fat loss on a monthly basis.

     a.   Members must reduce body fat 1 percent each month or lose 3 pounds 

(women) or 5 pounds (men) per month.

     b.   Unsatisfactory progress occurs when a member fails to comply with the 

monthly loss requirements.

     c.  
Unsatisfactory progress will result in adverse administrative action by the 

unit commander, to include administrative separation for repeated
 unsatisfactory progress periods.  The unit commander will make a recommendation in writing to the installation commander on whether to retain or discharge a member after the fourth failure.

6.  Members progress to the 6-month observation period (Phase II) when they reach 

     the appropriate body fat standard for their height, age, and gender.

a.  
An enlisted member is now eligible for PCS reassignment, promotion testing, and may assume higher grade, if selected.



     b.   Body fat is still measured monthly.

     c.    If the member exceeds body fat standards during Phase II, he or she is 

reentered into Phase I.  This is also considered an unsatisfactory progress 

period which requires some type of administrative action.

7.  When a member reaches and maintains body fat standards for 6 consecutive 

     months, he or she completes the program.

8.  Upon successful completion of Phase II, all WBFMP data is removed from the 

     PDS and returned to the member or destroyed.


J.  Fitness Program (AFI 40-501)

All members of the Air Force must be physically fit.  The Air Force requires everyone to participate in a year-round conditioning program emphasizing cardiopulmonary (aerobic) fitness.  Each Air Force member is evaluated at least every 12 months using a stationary bicycle test called the Cycle Ergometry Test unless granted a waiver.  (Note, the assessment of upper body and abdominal muscle strength and endurance is currently being accomplished informally through push-ups and crunches).

1.  Assessment: This cycle test monitors a person’s heart rate while pedaling a 

stationary bicycle at a less than maximum load (submaximal).  A computer then calculates the volume of oxygen used per kilogram of weight per minute to determine aerobic fitness.

      2.  Unit Commander Responsibilities:  Unit commanders are responsible for the 

administration of the program, ensuring all assigned or attached personnel accomplish a fitness assessment every 12 months and are in compliance with fitness standards.  A unit fitness program manager is appointed by the unit commander to oversee the day-to-day administration of the program.  The unit commander also makes duty time available for individuals to perform physical fitness at least three times per week (unless mission requirements directly prohibit doing so) and ensures members who are unable to meet fitness standards engage in fitness improvement programs.

      3.  Fitness Program Manager:  These experts ensure that the people administering the 

test are properly trained.  They also work with service members to design individualized exercise programs.

      4.  Requirements


a.  A member who gets an invalid assessment (which is not a failure) must be 

     reassessed in seven days.  

     (1) A second invalid assessment requires a third test in seven days.

     (2) A third invalid assessment requires a recommendation for disposition and a 

possible entry into a fitness improvement program.  Each situation depends on the specific facts and must be evaluated individually.

b.  Members who fail to meet minimum levels of aerobic fitness (as evidenced by 

failing the fitness assessment) are subject to a standardized process designed to help them achieve required levels of fitness.  These are called fitness improvement programs.

(1) Members who do not meet standards during their “annual” assessment and 

then do not meet standards after their reassessment (within one week), will enter a six-month self-directed fitness improvement program (SFIP).

     (2) Any time during that six-month period, the member in the SFIP may be 

reassessed.  If the member meets the standard (by having a passing score) the member is removed from the SFIP.  If the member fails the assessment, the member must complete the six-month SFIP.

     (3) The individual will repeat the assessment at the end of the six-month SFIP.  

If the individual fails again, he or she will be enrolled in a second six-month fitness improvement program monitored by the exercise physiologist (MFIP).  

     (4) Any time during that six-month period, the member in the MFIP can be 

reassessed.  If the member meets the standard (by having a passing score) the member is removed from the MFIP.  If the member fails the assessment, the member must complete the six-month MFIP.

     (5) At the end of the six-month MFIP, the airman will take the assessment again.  

If he or she still cannot pass, the person will have to meet with the unit commander, who could either exempt the airman from further assessments (for no more than a year) or take administrative action, which may includes a discharge.

c. Table 3.2 of AFI 40-501 lists the various types of administrative actions the 

     commander can use in the event the member fails to achieve fitness standards.



