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The Navy midterm
counseling session
stands as one of the
most critical yet often
overlooked

components of the
enlisted evaluation and
officer fitness report
cycle. It serves as a
structured checkpoint
where supervisors and
subordinates align

expectations, review
performance, and chart
a course for the
remainder of the
reporting period. At the
heart of this process
lies the counseling

bullet—a concise,
impactful statement
that captures

performance, behavior,
or professional
development in a way
that informs the final
evaluation. Whether
you are a leading petty
officer crafting
counseling for your
junior sailors or a
division officer
preparing midterm
feedback, mastering


https://www.everybodystreet.com/

the art of writing clear,
meaningful bullets
makes the difference
between a counseling
session that inspires
growth and one that
merely checks a box.

Midterm counseling
bullets are not simply
rough drafts of the final
evaluation. They serve
a distinct purpose: to
provide timely,
actionable feedback
that helps the sailor

adjust course or
continue excelling.
When written
effectively, these

bullets transform the
midterm from an
administrative

requirement into a
powerful leadership
tool. The examples and
strategies that follow
will help you write
bullets that
communicate clearly,
motivate improvement,

performance
standards.

The
Purpose
and
Structure
of
Effective
Midterm
Counselin
g Bullets

Before diving into
specific Navy midterm
counseling bullets
examples, it s
essential to understand
what makes a bullet

and leave no ambiguity effective in the first
about expectations or Place. A strong
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counseling bullet
follows a simple but
powerful formula: it
identifies a behavior or
result, provides specific
context, and either
reinforces positive
performance or
outlines a clear path
for improvement. The

best bullets are
grounded in observable
facts rather than

subjective impressions.
Instead of saying
"sailor has a good
attitude," a well-
crafted bullet might
read ‘"consistently
volunteers for watch-
standing duties during
port visits, ensuring
100% manning
coverage without
requiring overtime."

Structure matters.
Effective bullets
typically include a
strong action verb, a
measurable or
observable outcome,

and a connection to

Navy core values or
professional
competencies. During
midterm counseling,
bullets should be
forward-looking as well
as reflective. They
should acknowledge
what the sailor has
done well and identify
what needs attention
before the final
evaluation cycle
closes. This balanced
approach ensures the
sailor knows exactly
where they stand and
what is expected
between now and the
end of the reporting
period.

Navy
Midterm

Counselin



g Bullets

Exampt

for

bullets examples
demonstrate how to
highlight outstanding
egutions without
exaggeration or vague
language.

e Leadership and

EXC e pt| o) Ililentorship:

al

ssumed role of
work center
supervisor three
months early

Performaefer

nce

When a sailor is
performing at a high
level, midterm
counseling bullets
should reinforce that
success while
encouraging continued
excellence. These
examples capture
superior performance
in a way that is
specific, credible, and
motivating. The
following Navy
midterm counseling

predecessor's
transfer; led
team of six
through two
major
inspections with
zero
discrepancies
and a 98%
average on spot
checks."

e Technical
Proficiency:
"Diagnosed and
repaired a
recurring radar
system fault that
had caused eight
hours of
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downtime over
six months;
implemented a
preventive
maintenance
schedule that
reduced system
outages by
90%."

¢ Administrative
Excellence:
"Processed 47
personnel
evaluations in a
single week,
correcting 12
discrepancies in
advancement
worksheets and
ensuring all
records met
command
timeliness
standards."

e Physical
Readiness:
"Achieved an
excellent low on
the PRT with a
score of 92,
organized
division PT

sessions that
improved
average scores
by 15 points
across the
department.”
Professional
Development:
"Completed Navy
Correspondence
Course
requirements for
advancement to
E-5 six months
ahead of
schedule while
maintaining a
96% average on
all
examinations."

e Teamwork and

Collaboration:
"Stepped in to
lead the
department's
safety stand-
down when the
division chief was
hospitalized;
briefed 40 sailors
on updated
hazard



procedures with
no prior notice."

Notice how each bullet
provides concrete
details—numbers,
timelines, and specific
outcomes. This
specificity makes the
bullet credible and
useful during the final
evaluation writing
process. When you
include these details in
midterm counseling,
the sailor knows
exactly what behaviors
to continue and the
supervisor has a clear
record for the end-of-
cycle report.

Midterm
Counselin
g Bullets

for
Satisfacto

ry
Performa
nce with
Room for

Growth

Not every sailor will be
a top performer at
every point in their
career. Midterm
counseling is the ideal
time to address areas
where performance
meets standards but
falls short of full
potential. These Navy
midterm counseling
bullets examples strike
a constructive
tone—they

acknowledge what is
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consistently but
rarely volunteers
for additional
duties;
encouraged to
seek out
collateral
responsibilities to
build leadership
experience."
Attention to
Detail: "Submits
watch bills with
accurate
personnel counts
but has missed
two formatting
requirements in
the past month;
reviewing the
command's
template guide
will ensure
consistency."

working while clearly e Time
identifying what needs Management:
improvement. "Meets
appointment
* Workplace times for routine
Initiative: duties but has
"Colmpletes been late to
assigned tasks three quarters of
within deadlines scheduled

training sessions
this quarter;
adjusting
personal
planning habits
will strengthen
reliability."
Communication
Skills: "Provides
accurate written
reports but tends
to omit
recommended
actions in email
correspondence;
including a clear
call to action will
improve overall
communication
effectiveness."
Professional
Appearance:
"Maintains a



professional
demeanor in
uniform but has
received two
counseling
entries for
missing
command-
required insignia;
conducting a
uniform
inspection before
watch will
resolve this."

e Technical
Certification:
"Performs
equipment
troubleshooting
competently but
has not
completed the
required DC
qualification
within the
prescribed
timeframe;
scheduling a
study group will
help meet the
deadline."

These bullets

accomplish something
important: they
identify specific, fixable
issues. The sailor
leaves the counseling
session knowing
exactly what to adjust
and why it matters.
This approach prevents
the midterm from
feeling like a vague
criticism session and
instead positions it as a
partnership in
professional growth.

Addressin
9
Performa
nce
Deficienci
es with
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Fair and

Clear
Counselin

g Bullets

When performance
falls below standards,
midterm counseling
bullets must be direct
without being
destructive. The goal is
to correct behavior, not
to demoralize. These
examples demonstrate
how to document
deficiencies in a way
that is honest, specific,
and focused on
improvement rather
than punishment.

e Attendance
and
Punctuality:
"Has been
absent from
quarters three
times in the past

month without
valid leave
requests;
repeated failure
to report on time
impacts team
readiness and
will result in
formal corrective
action if not
corrected
immediately."
Failure to
Follow
Instructions:
"Received verbal
guidance on
proper tool
inventory
procedures on
two separate
occasions but
continues to
submit counts
with
discrepancies
exceeding 10%;
immediate
compliance with
established
protocols is
expected."
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Interpersonal
Conduct: "Made
disparaging
remarks about a
shipmate during
a divisional
training session,
creating a
divisive
atmosphere;
professional
communication
standards must
be restored with
an apology and
improved
behavior."
Negligence of
Duties: "Failed
to submit the
weekly
maintenance log
for three
consecutive
weeks despite
reminders from
the LPO; all
overdue logs
must be
completed within
five working
days."

e Physical
Fitness
Concerns:
"Scored a
satisfactory low
on the most
recent PRT with
significant
decline in the run
portion;
mandatory
participation in
the command
fitness
enhancement
program begins
next week."

These bullets
document failure but
also provide a clear
path forward. They

reference specific
incidents, include
expectations for
correction, and

establish

consequences if
improvement does not
occur. This approach
protects both the sailor
and the command by
ensuring there is no
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ambiguity about what
is required.

Writing
Develop
ment-
Focused
Bullets
for
Professio
nal
Growth

Midterm counseling is
an excellent
opportunity to
emphasize professional
development. These
bullets guide sailors
toward qualifications,
education, and career

11

milestones that will
serve them well
beyond the current
reporting cycle. The
following Navy
midterm counseling
bullets examples focus
on growth and future
readiness.

e Advancement
Preparation:
"Scored in the
top 15% on the
latest
advancement
exam but needs
to complete six
Navy Enlisted
Classification
(NEC)
requirements
before the next
cycle; a study
timeline has
been provided."
Qualification
Goals: "Has
completed 40%
of the required
signatures for
the ESWS
qualification;
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increasing study
sessions to twice
weekly will
support
completion
within the next
four months."
Civilian
Education:
"Enrolled in two
college courses
this semester
while
maintaining full
operational
duties; command
encourages
continued pursuit
of a bachelor's
degree in
business
management.”
Cross-Training
Opportunities:
"Expressed
interest in
learning damage
control
procedures
outside primary
rating; command
has approved

temporary
assignment to
the DC team for
four hours per
week."
Mentorship
and Coaching:
"Asked to mentor
two new check-
ins to the
division;
developing a
structured
onboarding
checklist will
ensure
consistent
training across
all shifts."

When sailors see that
their supervisor cares
about their long-term
growth, engagement
and retention improve.
Development-focused
bullets show that the
midterm counseling
session is not just
about the past—it is an
investment in the
sailor's future.
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Best
Practices
for Using
Counselin
g Bullets
Effectivel

y

Writing good bullets is
only part of the
equation. How you use
them during the
counseling session
matters just as much.
Follow these best
practices to ensure
your midterm
counseling S
productive,

professional, and
supportive of sailor
development.

1. Prepare in

13

advance.
Review the
sailor's
performance
record, gather
specific
examples, and
write your bullets
before the
session begins.
This preparation
demonstrates
that you value
the process and
the sailor's time.

. Balance

positive and
constructive
feedback. Even
struggling sailors
have strengths.
Begin with what
is going well
before
addressing areas
for improvement.
This approach
builds trust and
openness.

. Be specific and

avoid
generalizations
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. Use numbers,
dates, and
observable
behaviors.
Replace phrases
like "needs to
improve" with
specific actions
like "must submit
the weekly report
by 0800 every
Friday."

. Focus on

behavior, not
personality.
Critique actions
and outcomes,
not character.
Say "reported
late three times"
rather than "you
are
irresponsible."
This keeps the
conversation
professional and
solution-oriented.

. Set clear

expectations
for the future.
End the session
with a written

summary of
agreed-upon
goals. This
creates
accountability
and gives the
sailor a clear
target to work
toward before
the final
evaluation.

. Document

everything.
Retain a copy of
the counseling
bullets and any
notes from the
session. This
documentation is
invaluable if
performance
issues persist or
if the sailor later
disputes the final
evaluation.

Common

14
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Mistakes

to Avoid
When
Writing
Midterm
Counselin

g Bullets

Even experienced
supervisors can fall
into traps that weaken
their counseling
bullets. Being aware of
these common errors
will help you write
more effectively and
maintain credibility
with your sailors.

e Vague
language.
Bullets like
"needs to do
better" or "good

15

worker" provide
no actionable
information.
Always pair
feedback with a
specific behavior
or outcome.
Emotional or
subjective
statements.
Avoid language
that sounds
personal or
retaliatory. Stick
to facts and
measurable
observations.
Overloading
the sailor with
criticism. Limit
constructive
feedback to two
or three key
areas. Too many
issues at once
can overwhelm
the sailor and
reduce the
likelihood of
improvement.

e Ignoring

positive



performance.
Even if there are
significant
problems,
acknowledging
what the sailor
does well
maintains
motivation and
preserves the
supervisory
relationship.
Using bullets
as a surprise.
Midterm
counseling
should not be the
first time a sailor
learns about a
performance
issue. Address
problems as they
arise, and use
the midterm to
summarize and
reinforce earlier
conversations.
Failing to
follow up. A
counseling
session without a
follow-up plan is

16

incomplete.
Schedule a brief
check-in a few
weeks after the
midterm to
review progress
on agreed-upon
goals.

Adapting
Counselin
g Bullets
for
Different
Ratings
and
Situations

Effective Navy midterm
counseling bullets
examples must be
adaptable. A bullet that

16
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works for a deck
seaman may not fit a
hospital corpsman or
an aviation technician.
Tailor your bullets to
the specific demands
of the sailor's rating,
work center, and
current assignment.
For administrative

17

ratings, emphasize
timeliness, accuracy,
and customer service.
For technical ratings,
highlight equipment
proficiency,
troubleshooting skills,
and safety compliance.
For leadership roles



