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Forward 

Thank you for your interest in the Army Multi-Source Assessment and Feedback (MSAF) program. The 
goal of the MSAF program is to make leaders self-aware and it can enhance any organization’s leader 
development efforts by identifying leadership strengths and developmental needs. An MSAF Unit Event 
allows Commanders/Directors to focus their units’ leader development program and to create 
opportunities for unit leaders to engage in more frequent, open, and candid communication regarding 
leadership and, ultimately, to improve unit performance.   

The purpose of this guide is to provide Unit POCs a step-by-step method to plan and execute a 
successful MSAF Unit Event that is consistent with the unit Commander’s/Director’s leader development 
objectives. It is your guide to creating a MSAF Unit event that meets your Commander’s/Director’s intent, 
minimizes the disruption to other unit activities, and benefits every Soldier and civilian involved. This 
guide explains the MSAF program; includes snapshots, planning tools, briefings, and web links; and 
provides references and points of contact. It provides you with a distinct advantage and a positive start in 
your planning by incorporating best practices and lessons learned from other units that recently 
completed their own MSAF unit events. 

Your unit event is very important to us and to the Army. The support team at the Center for Army 
Leadership is available to help you through the entire process. One of our team members will be 
assigned to work with you from planning through execution to ensure your unit event meets your leader 
development goals.  

 

V/R, 

Center for Army Leadership 

 

In addition to this guide, two interactive multimedia instruction (IMI) lessons have been developed to 
support you in execution of your event. Each of these 30-minute IMI lessons describes the unit event 
process and provides examples and exercises to help you better understand your role in the process. 
These lessons are available on the MSAF website. 

Unit Event Coordinators are also standing by to support you. Contact information is listed on the 
MSAF website at: https://msaf.army.mil/Help/ContactUs.aspx.  

If you have IT or technical questions, contact the MSAF IT Support/Help Desk at 913-563-7239. 

For the purposes of brevity in this guide, the following terms will be used throughout: 

 Unit Event Coordinators: This term refers to both Military Officers who work for the MSAF 
Program Manager and contracted MSAF Support Operation staff. 

 Participants: This term refers to both assessed leaders and assessors.  

 

  

https://msaf.army.mil/Help/ContactUs.aspx
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The MSAF Unit Event—What It Is and Why It Matters 

The Center for Army Leadership’s Multi-Source Assessment and Feedback (MSAF) Program is intended 
to increase leader self-awareness and provide leaders with direction for leadership improvement and 
sustainment. The program supports portions of the Army strategy related to sustaining a force led by 
competent, confident, and adaptive leaders. The impact is a better-led force, leaders who understand 
leadership competencies and attributes, and who are capable to lead across the full spectrum of 
operations. It is the intent of the Chief of Staff of the Army that all leaders are provided with the 
opportunity for self-evaluation of their leadership skills through periodic multi-source assessment and 
feedback. The MSAF Program and the unit event process are composed of the following components: 

Exhibit 1. MSAF Unit Event Overview 

 

 

 MSAF instrument: The MSAF instrument is a survey used to assess the leader attributes and 
core leader competencies of the assessed leaders. Subordinates, peers, and superiors who are 
selected as assessors provide confidential, objective feedback to the assessed leaders. 

 Individual Feedback Reports (IFRs) and Unit Roll-up Reports (URRs): Combined feedback 
collected via the MSAF instrument is sent to each assessed leader in the form of confidential 
individual feedback reports (IFRs). Aggregated feedback from all IFRs is also combined into a 
Unit Roll-up Report (URR) that is provided to the Commander/Director. The URR does not reveal 
the results of individual leaders’ IFRs. 

 MSAF Program Leader Development Resources:  

o MSAF coaches: MSAF coaches are primarily retired military that are trained to help 
leaders interpret and act on their feedback.  

o Virtual Improvement Center: This site includes online training, guides, podcasts, and a 
variety of other helpful leader self-development resources. 

o Individual Leadership Development Plan (ILDP): Leaders can set goals using the 
MSAF’s ILDP. Leaders can do this on their own or work with a coach to do so. 

 Outcomes: Leaders become more self-aware and adaptable, gain insight into their leader 
strengths and developmental needs, and can then set goals to help them achieve personal and 



 

August 2013 Center for Army Leadership (CAL) Page 7 of 81 

 

MSAF Unit Event Planning Guide 

professional goals. Similarly, Commanders/Directors can tailor their unit leader development 
programs based on the feedback received from the URR. This in turn strengthens the Army’s 
leadership as a whole. 

The following are important features of an MSAF unit event: 

Feature Description 

Dependent 

upon 

Assessor and 

Assessed 

Leader 

Participation 

The MSAF Program and the unit event process completely depend upon the 

following: 

 Assessors providing high quality feedback that is honest and accurate to 
assessed leaders. 

 Assessed leaders accurately completing their self-assessments and using 
their results to develop as leaders.  

Unit leaders’ emphasis on the importance of the event and value of participation is 

critical to ensuring its success. If assessed leaders fail to complete the self-

assessment, they will not receive an IFR, and the feedback from their survey groups 

will not be aggregated into the URR. If members of an assessed leader’s survey 

group do not participate, they may prevent other assessors’ feedback from being 

delivered to the leader, since a minimum number of assessors must complete a 

survey in order for the IFR to reflect feedback from each reporting group (superior, 

peer, subordinate). This is designed to ensure statistically valid data as well as 

confidentiality and anonymity. 

Serves Purely 

Developmental 

Purposes 

The feedback received via the unit event process serves purely developmental 

purposes. It is: 

 NOT an evaluation. 

 NOT used for selection. 

The unit-level results are aggregated to show leadership trends in the unit to help 

the Commander/Director tailor unit leader development programs. These results 

have no connection to any formal unit evaluation.  

Similarly, the assessed leaders who participate in the event maintain their own 

results, and it’s up to them whether they share their feedback reports with anyone. 

Assessor feedback won’t show up on leaders’ evaluation reports nor be shown to 

superiors or anyone in the leaders’ chain of command.  

(Note that, although there is now an MSAF-related checkbox on all officer OERs, it 

does NOT mean that MSAF results are evaluated as part of the officer’s OER. 

Rather, the checkbox simply requires the rater to certify that the rated officer has 

completed or initiated an MSAF within the last three years.) 

Ensures 

Feedback Is 

Confidential 

and 

Anonymous 

All reports generated by the MSAF system present feedback results at the 

aggregate level so that feedback cannot be traced back to any particular 

assessor/assessed leader. The assessed leaders are the only ones who see their 

individual feedback reports (unless they choose to show them to others). Similarly, 

the Commander/Director receives the URR, and it’s up to them whether it’s shared 

with others in the unit or with senior Commanders/Directors. 

In addition, the MSAF system was designed with security features to ensure that all 

feedback is kept anonymous: 

 The system will not display data in an IFR for each reporting group until a 
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Feature Description 

certain number of assessors provide feedback. When that occurs, the 
system aggregates the feedback received, and this aggregated data 
appears in the assessed leader’s IFR as feedback from superiors, peers, or 
subordinates.  

 The server that houses MSAF results is owned by the Army, not a 
contractor. 

 The URR contains aggregate feedback from all IFRs, but it does NOT 
contain any open-ended comments. 

Aligns with the 

Army’s Leader 

Development 

Priorities 

The MSAF Program is fully endorsed by the Army’s senior leadership. In fact, the 

Army Chief of Staff has said that leader development is his top priority. Because of 

its importance, participation in the MSAF Program is required for all Army leaders, 

extending to all DA civilians, officers, NCOs across all components (i.e., active, 

guard, and reserve). Leaders are required to complete an MSAF individual event 

once every three years but can do so as frequently as every 18 months if they 

desire. See Appendices A-C, which include the MSAF-specific requirements 

contained within AR 350-1 and ALARACT 124-2008.  

The unit event process shares many similarities with the individual MSAF events that leaders can initiate 
on their own. However, there are two key differences: 

 Unit leadership selects all assessors. In an individual MSAF event, leaders select their own 
assessors. However, for a unit event, unit leadership selects assessors within the assessed 
leaders’ chain of command or others with whom they work (e.g., another unit with which they 
have a habitual relationship). Benefits of this include: 

o Assessed leaders are not told who their assessors are, so there is greater anonymity in 
the feedback they receive and a greater likelihood that assessors will provide candid and 
honest feedback. 

o Assessed leaders don’t get to pick assessors who may provide them exclusively positive 
feedback (since leaders sometimes mistakenly think that their MSAF results will be used 
for evaluative purposes). 

 Individual feedback is aggregated into a URR. MSAF combines the results of all individual 
feedback into an aggregate URR that provides a “snapshot” of the leadership trends in a unit at 
the time of the event.  

Appendix D: Key Unit Event Terms contains a glossary of key terms associated with an MSAF unit event. 
Review this glossary in detail to ensure you have an accurate and consistent frame of reference for the 
MSAF terminology so you can communicate accurately to your unit. 

Assessed leaders, assessors, units, and the Army organization as a whole all benefit from MSAF unit 
events. 

Assessed leaders benefit from unit events because they’re able to: 

 Understand how others perceive them. 

 Understand their impact on others. 
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 Raise their self-awareness of their strengths and developmental needs through customized and 
confidential feedback. 

 Serve as their starting point for continuous improvement of leadership skills. 

 

Assessors benefit from unit events because they’re able to: 

 Communicate expectations to superiors, peers, and subordinates. 

 Shape and guide the development of superiors, peers, and subordinates. 

 Improve leaders’ behavior. 

 Improve communication between leaders and assessors. 

 Increase familiarity and knowledge of Army leader competencies and component behaviors. 

 Increase unit and organizational effectiveness. 

 

Units benefit from unit events because unit leadership (i.e., you and your command team) is able to: 

 Identify leadership performance gaps within your unit. 

 Target your unit’s leader development and training efforts. 

 Create opportunities for unit leaders to engage in more frequent, open, and candid 
communication regarding leadership. 

 Improve unit performance. 

 

The MSAF Program benefits the Army in that it: 

 Supports the Army’s commitment to continuous learning. 

 Reinforces values and skills important to the Army. 

 Increases organizational effectiveness by creating focused, sustained behavior change and/or 
skill development. 

 Sets the Army’s expectation for the leader.  
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Unit Event Process Overview 

The Planning phase is the most important and labor intensive phase in the unit event process. Effective 
front-end planning will improve your event and the usefulness of the feedback the assessed leaders 
receive. The following are key steps to plan a unit event. 

DETERMINE WHY AND WHEN 

Commanders/Directors work with CAL to complete several pre-planning activities. These activities help 
scope and set up the event. 

 Determine why you want to conduct the event & the event scope. The Commander/Director 
starts by working with CAL to determine the drivers for conducting the event (e.g., has there 
been a recent change of command?). Based on the rationale for conducting the event, the 
Commander/Director then determines the scope and identifies the echelons and leaders that will 
be assessed and receive feedback. 

 Determine when the event will occur. Next, the Commander/Director determines when the unit 
event will occur. The event should be integrated and consistent with the unit’s training schedule. 

 Determine the event timeline. The Commander/Director then determines the event timeline. 
Generally, 30 days should be allotted for each of the three phases (“30-30-30”), but this timeline 
can be adjusted to fit with your unit’s training schedule. The scope of the unit event also impacts 
the timeline. The “30-30-30” estimate is a starting point that can be adjusted as needed. 

Note that, during the Planning phase, the 30-day period includes building and validating the Unit 
Event Template, which is a spreadsheet that lists information about all assessed leaders and 
their assessors, which is then uploaded into the MSAF system. Building this template accurately 
and working with the MSAF Unit Event Coordinators and MSAF IT/Help Desk teams to ensure its 
accuracy often takes the most time, particularly if there is a large number of leaders in your 
event. 

 Designate Unit POC(s). Depending on the scope of the event, the Commander/Director may 
designate one or more Unit POCs to assist with event administration and implementation. The 
Unit POC must be able to execute the MSAF event according to CAL requirements, has to be 
familiar with the unit and have rapport with subordinate unit leaders, and exercise good initiative 
consistent with your guidance and intent. 

IDENTIFY WHO WILL PARTICIPATE & BUILD UNIT EVENT TEMPLATE 

Once the Commander/Director has selected the echelons that will participate in the event and when it’ll 
occur, he/she needs to identify the individuals who will serve as assessors and provide feedback. This 
involves populating the Unit Event Template. A portion of a sample completed template is shown below.  

The Commander/Director and Unit POC(s) should protect the Unit Event Template as a sensitive 
document to preserve the anonymity of assessors. 

Once populated, the event template is uploaded into the MSAF system and used as the basis for the 
event. Once you move past the Planning phase, the Unit Event Template cannot be edited. Therefore, its 
accuracy is critical. 
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Exhibit 2. Sample Populated Unit Event Template

 

 

 

 

COMMUNICATE PURPOSE & DEVELOPMENTAL BENEFIT OF THE EVENT 

Communication about the purpose and developmental benefits of the event is critical to its success. 
Commanders/Directors are encouraged to do the following: 

 Place command emphasis on the event. Ensure the unit knows that this event is important to 
the Commander/Director.  

 Inform leaders and assessors of the event’s purpose and importance via a WARNO, 
official emails, etc. Be sure to communicate the importance of the event as well as its purpose. 
If leaders know the event enhances unit leadership and their leader development, they’re more 
likely to give it a high priority, support it with enthusiasm and commitment, and take the time 
necessary to provide high quality feedback. 

 Promote the opportunity for leaders to receive coaching. Encourage leaders to take 
advantage of coaching. Although it’s not mandatory, everything that the Commander/Director, 
his/her staff, and the MSAF Government and Unit Event Coordinators do is designed to get your 
leaders on the phone, with a quality IFR, with one of the MSAF coaches.  

Resources: 

 Unit Event Briefs: The MSAF Unit Event Coordinators have developed unit event briefs that you 
can tailor and use when communicating about the event to your unit. These briefs are contained 
in Appendices E-F.  

 Unit Event Operation Order Template: The MSAF team has developed a Unit Event Operation 
Order Template that you can also tailor and use for your event. See Appendix G: Unit Event 
Operation Order Template.  

Each assessed leader needs at least 3 
superiors, 5 peers, and 5 subordinates who 
can provide high quality feedback that is 
honest, candid, and accurate. These 
groupings are known as “survey groupings.” 
(Survey groupings are discussed in more 
detail later in this guide.) 

Accuracy is paramount. This includes 

accurate name spelling and the use of 
MSAF compatible email domains. If this 
information is wrong, the selected 
participants may not be able to participate in 
the event. (This topic is discussed in more 
detail later in this guide.) 
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During the Collection phase, feedback is collected from the assessed leaders and assessors who are 
participating in the event. Unit event participants support this phase in the following ways: 

 All assessed leaders and assessors receive a system-generated email informing them of the 
event and requesting their participation. They’re directed to the MSAF website to complete 
MSAF training that will help them participate most effectively. They’ll also receive additional 
instructions for completing their assessments. 

 The Commander/Director continues to place command emphasis on the event to sustain 
enthusiasm and commitment. In addition, he or she encourages subordinate commanders and 
leaders to talk to their subordinates about completing assessments. 

 The Unit POC monitors the event throughout the Collection phase and will receive periodic 
Assessment Completion Reports from the Unit Event Coordinator. The MSAF database will also 
send automated reminders to assessors that haven’t completed all their surveys. The Unit POC 
provides updates to the Commander/Director on how many assessments have been completed. 
He or she can also send reminders to those participants with incomplete assessments through 
the chain of command. Note that the Unit POC can’t view the actual assessments or the 
feedback contained within them, just their status. 

At the end of the Collection phase, assessed leaders receive their IFRs, and the Commander/Director 
receives the URR. The unit then moves into the Development phase. During this phase, leaders and 
Commanders are highly encouraged to work with an MSAF coach to help them interpret their feedback 
and set goals.  

Assessed leaders receive a system-generated email directing them to the MSAF website to access their 
IFR and request coaching. They’re then encouraged to work with a coach to develop their ILDP. 

Exhibit 3. MSAF System-Generated Email & MSAF “Request Coaching” Screenshot 
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When the Collection phase is completed, a coach will send the Commander/Director the URR. 
Remember that the URR is an aggregate of the competency ratings among all assessed leaders. CAL 
also offers units the option of receiving a URR-Interpretation (URR-I) Report. This report is completed by 
the MSAF team and provides additional analysis of the URR in narrative format. The Commander/Director 
can request the URR-I from CAL. Once the Commander/Director receives the URR and/or URR-I, he/she 
is encouraged to work with a coach to discuss the results and plan for using them to guide unit leader 
development. Refer to Appendix H: Sample Unit Roll-up Report (URR) to view a sample URR. 

AFTER ACTION REVIEWS (AARS) 

All participants in the unit event process are asked by CAL to provide feedback to improve the event for 
the next unit. The MSAF Unit Event Coordinators will solicit your feedback. Commanders/Directors are 
encouraged to conduct AAR(s) following the unit event and to provide feedback from these AARs to CAL. 

IMPLEMENTATION 

Encourage the assessed leaders to implement their ILDPs and monitor their improvement. Encourage 
them to take the training on the MSAF website that discusses using their results to develop as a leader. In 
addition, direct leaders to the other leader development resources located on the MSAF Virtual 
Improvement Center website. Like the assessed leaders, the Commander/Director is also encouraged to 
implement his/her plan and to put the unit leader development initiatives into practice.  
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Roles and Resource Expenditure Overview 

Unit Participants 

Participant Role/Responsibilities Estimated/Average Resource Expenditure 

Commander/ 
Director 

The Commander/Director leads the 
MSAF unit event for his/her unit. 
Commanders/Directors work with 
CAL to ensure the success of the 
event, but they ultimately are 
responsible for the event. 

1.5 hours total. It is divided as follows:  

 

Unit POC The Unit POC is often a Deputy, 
Executive Officer, or Operations 
Officer. This individual (or 
individuals) supports the 
Commander/Director primarily 
during the Planning and Collection 
phases of the unit event. 

8 hours total. It is divided as follows: 

 

Assessed 
Leaders 

Assessed leaders provide 
feedback to other leaders 
participating in the unit event, 
complete their self-assessment, 
and then use their feedback to plan 
for their development. 

4 hours total (depending on the number of assessments 
they are asked to complete). It is divided as follows: 
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Assessors Assessors provide the high quality 
feedback that is honest, accurate, 
and candid to assessed leaders. 

45 minutes (depending on the number of assessments 
they are asked to complete). It is divided as follows: 

 

CAL Support 

Coaches Coaches are primarily retired Army leaders who have been certified to perform MSAF 
coaching. They help leaders interpret their IFRs and Commanders/Directors interpret their 
URRs. 

CAL Unit Event 
Coordinators 

The CAL and contracted support teams facilitate execution of your unit event. They include the 
following individuals/groups: 

 CAL: CAL MSAF Program Manager , CAL MSAF Event Coordinators , and CAL 

MSAF Coaching Coordinator  

 Contracted support: Unit Event Coordinators, MSAF IT Support/Help Desk, and 

Coaching staff 
 

Contact information for the above personnel is available at: 
https://msaf.army.mil/Help/ContactUs.aspx. 
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Commander/Director Responsibilities 

The Commander/Director and Unit POC(s) work together with CAL and their units to successfully execute 
a unit event. This section of the guide focuses on the responsibilities of the Commander/Director. For 
more information beyond what is provided here, refer to the Leading the Success of Your Unit Event 
(Commander/Director) interactive multimedia instruction (IMI) lesson on the MSAF website. 

DETERMINE DRIVERS 

Identifying the drivers behind why you want to conduct an event helps you plan an event that meets 
your unit’s needs. The first step is figuring out if a unit event is the right solution for you. 

If... Then... 

You’re interested in receiving aggregate, unit-level 

feedback about leadership trends in your unit. 

You should conduct a unit event! 

You’re interested in having individual leaders participate 

and receive feedback (e.g., to help officers fulfill the DA 

requirement for officers to initiate an individual 360 

assessment), but aren’t interested in the aggregate, unit-

level feedback. 

You should direct the appropriate leaders 

to complete individual events and have 

them notify you when the requirement is 

complete. (This wouldn’t be considered a 

unit event.) 

Why Might You Want to Conduct a Unit Event? 

Reason Explanation 

Solicit 

feedback 

following unit 

training event 

Many Commanders/Directors find it beneficial to conduct a MSAF unit event as part 

of a training event. In these cases, leaders are assessed solely based on their 

performance within the training event. Tying the MSAF unit event to a training event is 

beneficial for the following reasons: 

 Helps bring out particular leader behaviors, both good and bad, due to 
increased visibility in the stress-filled training environment  

 Helps individual leaders pinpoint a specific incident and behavior that 
inspired their scores from a particular survey grouping (e.g., “I lost my 
temper at one point during the event because I wasn’t getting enough sleep 
and didn’t respond well to an unanticipated change to the plan. I didn’t have 
a sufficient leader rest plan in place and as a result was tired and couldn’t do 
my job effectively.”) 

 Lessens leaders’ likelihood to rationalize or explain away the feedback they 
receive 

 Helps the Commander/Director pinpoint leadership trends in the unit using 
the URR, which he/she can then use to target topics for the unit leader 
development program 

(In some cases, it may not be possible to tie a unit event to a collective training event 

given the unit’s training schedule. If that’s the case, there are still many benefits to 

conducting a unit event that isn’t linked to a specific training event.) 
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Reason Explanation 

Validate 

information 

learned via 

other 

assessment 

tools 

Some Commander/Directors want to do a “triangulation” or a comparison with what 

they’ve learned via other assessment tools, such as their command climate survey 

and/or informal feedback solicited while walking around and observing performance. 

In these instances, you can use the MSAF unit event to provide additional information 

and validation of what you’ve learned via these other methods. 

Get a “read” 

on a unit 

following a 

change of 

command 

Following a change of command, you may want to conduct a unit event to help the 

incoming Commander/Director better understand the unit. (In some cases, your 

superior may dictate an MSAF event as part of change of command standard 

procedures for an outgoing subordinate commander.)  

In cases where the outgoing Commander/Director doesn’t conduct a unit event, you 

may want to conduct an MSAF event as the incoming Commander/Director to help 

you get a “read” on your new unit. 

Identify leader 

development 

needs in the 

unit 

In some cases, you may suspect that there are challenges or issues at certain levels 

of command within your unit. By conducting a unit event and assessing the 

appropriate echelon, you may be able to gain insight into what’s causing the 

challenges/issues and how to remedy them. 

Prepare for 

deployment 

Some units conduct unit events during pre-deployment training exercises (e.g., their 

MSAF event is linked to a Mission Ready Exercise or CTC rotation). This helps you 

identify potential issues and allows time for you to adjust/train prior to deployment. 

 

DETERMINE SCOPE 

Consider why you’re conducting the event. If you want to identify leadership needs at a particular level of 
leadership, then the decision about who will participate is a clear one. 

Depending on how you want to use the feedback you receive, you can structure your URR so that 
different sections of the report contain leadership trends/feedback from particular organizational levels in 
your unit. Note the following: 

 The MSAF system can only produce a URR that goes down two organizational levels. This 
means that if you’re conducting a brigade level event, for instance, your URR can only contain 
leadership trends from the assessments completed at the brigade and battalion levels. Similarly, 
if conducting a battalion level unit event, your report will only include leadership trends from the 
battalion and company levels. 

 It is possible to include additional organizational levels in the unit event; however, they won’t 
receive a URR (those leaders will still get IFRs). 

 In some cases, you may want to look at trends within each sub-entity within a particular 
organizational level (i.e., you may want separate URRs for every company in a battalion-level 
event). It’s important to communicate this to CAL so that they can ensure your event is built 
appropriately within the system. 
 

Once you decide what reports would be most helpful to you, this information is used to build the 
customized Unit Event Template spreadsheet for your event that will produce the desired URR. The 
diagram depicts a unit event where the Commander wanted to receive a BN-level URR as well as 
separate URRs for each company in the battalion.  
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Exhibit 4. Unit Event Scope Example 

 

 

DETERMINE WHEN THE EVENT WILL OCCUR AND ITS LENGTH 

 Identify When the Event Will Occur. Determine when to conduct your event consistent with 
your unit’s training schedule. Keep in mind the following points: 

o Do not underestimate the time it will take to build the Unit Event Template or to complete 
collection. 

o Consider dedicating time on the training schedule for assessors to complete surveys 
during the Collection phase. 

 

 



 

August 2013 Center for Army Leadership (CAL) Page 19 of 81 

 

MSAF Unit Event Planning Guide 

o If you plan to link the MSAF Unit Event with a training event, complete the Planning 
phase prior to executing the training event and begin the Collection phase after the 
training event. Allow time between the end of the training event and the start of the 
Collection phase so assessors can focus on providing feedback rather than recovering 
from the training event. 

 Determine the Event Timeline. The standard length of each phase is 30 days (for a total of 90 
days for the full event). However, this can be adjusted, as needed, depending on the scope of 
your event, your training schedule, and unit efficiency. 

 Put Major Unit Event Milestones on the Calendar. Schedule a URR coaching session with an 
MSAF coach to occur after the command team’s IFR coaching session. The date of this 
coaching session may be adjusted, but by planning for it on the front end, you ensure that it’s on 
your radar and does not get forgotten. 

You’ll also participate in a few post-unit event activities including an AAR with CAL. Some units 
choose to conduct unit AARs following the event and then pass this feedback to CAL. If you 
choose this approach, it’s recommended that you schedule internal unit debriefs/AARs on the 
training calendar/office calendar during the Planning phase. By scheduling early, you ensure that 
these AARs are prioritized, and that the unit is aware of them and cataloguing their thoughts 
throughout the event (versus waiting until the very end to do so).  

CAL suggests that you schedule internal AAR(s) about three weeks after the event and the CAL 
AAR about a week after that to allow for the completion of all reports and coaching. 

ALLOCATE APPROPRIATE RESOURCES 

Be sure to consider both when and where participants will complete their assessments. By considering 
these factors, you’ll increase the level of participation and accuracy of the feedback.  

 When: Put the event on your unit training calendar and block off time to complete assessments 
during the duty day.  

 Where: Secure the appropriate room/computer resources to support the event. 

IDENTIFY UNIT POC(S) 

Consider the following when selecting Unit POC(s): 

 Select more than one Unit POC if you’re conducting a multi-echelon event. 

 The Unit POC must be able to execute the event according to CAL requirements, be familiar with 
the unit, have rapport with subordinate unit leaders, and exercise good initiative consistent with 
your guidance and intent.  

 Think about selecting a Deputy, Executive Officer, or an individual from the Operations section. 

 Direct the selected individuals to take the Unit POC training located on the MSAF website.      

DEVELOP UNIT EVENT TEMPLATE 

Building Survey Groupings 

Survey groupings should be built and populated within the Unit Event Template in accordance with the 
leaders’ rating chain/chain of command/TDA document/organizational structure. In some instances, 
assessors may be outside the chain of command (e.g., you may include assessors from outside units with 
whom you have a habitual relationship). The intent is to select assessors for each leader who meet the 
following criteria: 

 Will provide high quality feedback that is honest, accurate, and candid 

 Have at least three months of tenure working with the leader 

 Have seen the leader perform in multiple settings 
 

In some instances, however, assessors may be selected who do not meet these criteria but are still able 
to provide valid feedback. Use your best judgment in these instances. 
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Remember that this differs from an individual MSAF event, for which leaders select their own assessors 
who may or may not be in their chain of command. 

Assign at least 3 superiors, 5 peers, and 5 subordinates to every assessed leader. Less than the 
prescribed number (3-5-5) of assessors impairs feedback and reporting, as the system may not provide 
feedback from a particular survey group if enough people don’t participate. More assessors means 
higher-quality feedback and increased anonymity for assessors—there really is safety in numbers. 

Survey groupings are intended to be confidential; therefore, the spreadsheet containing all survey 
groupings should be treated as a sensitive document. Remind your Unit POC that the Unit Event 
Template should never be shared in its entirety with anyone in or outside the unit (except the MSAF Unit 
Event Coordinators and the Commander/Director). Specified leaders within subordinate units may be 
asked to provide a quality assurance check of certain segments of the spreadsheet (i.e., check the 
information of the leaders within their unit who are participating); they should receive only their portion of 
the spreadsheet when performing this check. 

Importance of Data Entry Accuracy & Ensuring Leaders Register on the MSAF Website 

Accuracy of all leader information is absolutely critical. This means that you should ensure that your Unit 
POC verifies the accuracy of all MSAF compatible email domains and addresses (i.e., AKO, NKO, 
etc.), checks all name spellings, including all assessed leaders/assessors on the spreadsheet, and 
checks for typographical errors. Once your event goes into the Collection phase, the MSAF system 
does not permit ANY edits to the spreadsheet. You will not be able to modify incorrect email addresses, 
adjust survey groupings, nor add additional leaders who you may have been left off the list. Accuracy in 
the Planning phase is paramount. 

In addition, all participating leaders and assessors must be registered in the MSAF system in order 
to participate. Direct the Unit POC to notify all unit participants and instruct them to log in and register on 
the MSAF Website. When they register, ensure they use the same email address that was used in your 
Unit Event Template. If this doesn’t occur, the leaders/assessors won’t be able to participate in the event 
and/or won’t receive MSAF system emails.  

Refer to Appendix A:Appendix I: How to Populate and Validate Your Unit Event TemplateAppendix I: for 
additional details regarding how to populate your unit’s spreadsheet.  

PLACE COMMAND EMPHASIS ON EVENT 

Placing command emphasis on the event and communicating about it are two important ways of ensuring 
the success of your event.  

Technique Description 

Use the Unit 

Event Briefs 

CAL has developed Unit Event Briefs that you can use as a template to inform and 

communicate the program to subordinate units, leaders, and assessors. The briefs 

are included in Appendices E-F of this guide. 

Be sure to emphasize the developmental, non-evaluative nature of participating in 

the MSAF event; the anonymity of providing feedback; and the confidentiality of all 

feedback reports. Consider holding a series of briefings to explain the purpose and 

importance of the event. 

Stress the 

Importance of 

High Quality 

Feedback 

The success of the unit event hinges on every assessor providing high quality 

feedback that is honest, candid, and accurate. Make this point very clear to your 

assessors and encourage them to take the MSAF Assessor’s training to help 

prepare them for their role. Remind them that you’ve allocated time during the duty 

day for them to complete assessments and that each assessment should take no 

more than 10 minutes of their time. 

Emphasize Emphasize to your subordinate leaders that they should be encouraging participation 
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Technique Description 

Communication 

at All Levels 

at their level. Although it’s important that the senior leadership stress the event’s 

importance, leaders may take the message more seriously if it’s reinforced by a 

direct supervisor or peer whom they respect and work with directly.  

Encourage 

Leaders to Sign 

Up for 

Coaching 

Strongly encourage the leaders in your unit to sign up for coaching. The MSAF unit 

event is most beneficial when participating leaders and you, as the 

Commander/Director, work with the MSAF coaches. Refer to the information below 

to help you promote the benefits of coaching to your leaders. 

What do coaches do? 

Coaches do the following to assist leaders and units with their development: 

 Help the assessed leaders understand and appreciate their feedback as it 
relates to their leadership behaviors/competencies 

 Instruct on how to reach the next level of knowledge and skill 

 Help explain assessment results, identify strengths and developmental 
needs, recommend actions, and provide Individual Leadership Development 
Plan (ILDP) guidance 

 Keep individual and feedback guidance confidential 

Who are the MSAF coaches? 

The majority of MSAF coaches are experienced retired senior Officers, Warrant 

Officers, NCOs, and DA Civilians ranging in rank from First Sergeant through 

Brigadier General. Each is qualified and certified as a coach through CAL. The 

coach will have held an equal or senior position to the leaders that they coach. 

How do you request coaching?  

After leaders receive their IFR, they must actively request a coach by selecting the 

“Request Coaching” button on the MSAF website. This then sends an automated 

email to CAL who pairs the leader with a coach. The coach will then get in touch with 

the leader via email or phone to request the leader’s IFR and set up a one-hour 

initial virtual coaching session. (Additional sessions may be conducted if needed and 

at the discretion of CAL based on funding availability.) 

During the Collection phase, ensure all participants complete their assessments in a timely fashion. 

 Serve as a role model. To encourage unit participation, serve as a role model by participating in 
the event yourself, either as an assessed leader, feedback provider, or (preferably) both. That 
way, you’re leading by example, and your subordinates are more likely to take the event 
seriously and dedicate time to completing their surveys. 

 Use planned resources. Support the allocation of time and resources as determined during the 
Planning phase. If you reserved computers in a certain area or during a certain time of day, 
remind participants of this and encourage them to take advantage of these resources. 

 Monitor progress. To successfully monitor progress, do the following: 

o Work with your Unit POCs to review the Assessment Completion Report sent by the 
MSAF Unit Event Coordinators on a weekly basis. (You can request that the report be 
sent more frequently.) This report lets you know who has and has not completed their 
surveys. Refer to Appendix J: Sample Assessment Completion Report to view a sample 
Assessment Completion Report. 
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o Take notes throughout the process on successes and areas for improvement. These can 
then be consolidated in preparation for unit AARs and the CAL AAR. 

o Decide when to close collection based on the amount of time available and how many 
leaders have participated (i.e., how many leaders have completed self-assessments and 
how many assessors have provided feedback). You don’t need 100% completion, but 
you do need to make sure survey groupings are sufficient for adequate feedback. 

o Direct MSAF Support Operations/Event Coordinators to close collection when you are 
ready, and they will do so.  

 Sustain enthusiasm. Make MSAF completion a point of emphasis during command and staff 
meetings. Work within the chain of command to ensure as many participants as possible 
complete their surveys. Encourage your subordinate leaders to emphasize the importance and 
value of participating. 
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Once you’ve decided to close your event, you move into the Development phase. During this phase, 
leaders will receive their IFRs and you will receive your URR. During this phase, you should: 

 Continue to promote the value of coaching and building a development plan. Encourage all 
participating leaders to make use of the coaching option to help them interpret their feedback 
and plan for their development. 

 Encourage leaders to use other MSAF Program resources. Have them take the “Using Your 
Results to Develop as a Leader” Lesson on the MSAF website. Encourage use of the resources 
on the Virtual Improvement Center, including the Self-Development Handbook, Leader 
Development Improvement Guide, and IFR Analysis Guide. 

 Participate in a URR coaching session and schedule a personal coaching session if you 
participated as an assessed leader and received an IFR. 

PROVIDE FEEDBACK  

A CAL representative will contact you at the completion of the unit event to solicit feedback to improve 
support operations, verify the effectiveness of the format and content of the URR/URR-I, and determine 
the extent to which the MSAF unit event supports your unit leader development program. As the 
Commander/Director, you should: 

 Be prepared to conduct a 10-15 minute, telephonic interview with a CAL representative. The CAL 
representative will make these arrangements at your convenience. 

 Consolidate relevant feedback from unit AARs and share the results during the interview.  

 Share personal observations regarding the MSAF unit event that will help the MSAF Support 
Operations Team execute a more effective MSAF unit event with the next Commander/Director. 

IMPLEMENT APPROPRIATE INDIVIDUAL AND UNIT LEADER DEVELOPMENT ACTION 

Your MSAF unit event provides IFRs to individual leaders that identify their leadership strengths and 
developmental needs. The command team receives the URR that identifies leadership trends across the 
unit that provide focus for the unit leader development program. As the Commander/Director, you should: 

 Encourage assessed leaders to implement their ILDPs and monitor their improvement.  

 Encourage assessed leaders to take the training on the MSAF website that discusses using their 
results to develop as a leader. In addition, direct these leaders to the other leader development 
resources located on the MSAF Virtual Improvement Center website.  

 Execute unit leader development initiatives. 
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Unit POC Responsibilities 

The Commander/Director and Unit POC(s) work together with CAL and their units to successfully execute 
a unit event. This section of the guide focuses on the responsibilities of the Unit POC(s). For more 
information beyond what is provided here, refer to the Supporting Your Unit Event (Unit POC) interactive 
multimedia instruction (IMI) lesson on the MSAF website. 

WORK WITH THE COMMANDER/DIRECTOR TO SCOPE & STRUCTURE THE EVENT 

 Help determine which leaders will be assessed. Your Commander/Director’s intent identifies 
the outcomes he/she expects to achieve by conducting the event. Work with the 
Commander/Director as necessary to identify which echelons of command should be involved, 
and which leaders should be assessed to meet these outcomes (e.g., all CPTs, all Company 
Commanders). 

 Help determine the data your URR will reflect. Depending on how your Commander/Director 
plans to use the feedback in the URR, he/she may direct that the URR aggregate the data from 
the feedback on a specific echelon of unit leaders in order to focus on leadership trends for that 
particular cohort. Note the following: 

o The MSAF system can only produce a URR that goes down two organizational levels. 
This means that if you’re conducting a brigade level event, for instance, your URR can 
only contain leadership trends from the assessments completed at the brigade and 
battalion levels. Similarly, if conducting a battalion level unit event, your report will only 
include leadership trends from the battalion and company levels. 

o It is possible to include additional organizational levels in the unit event; however, their 
results won’t be part of the trends reported in the URR (the leaders will still get IFRs). 

o In some cases, the Commander/Director may want to look at trends within each 
subordinate level of command or directorate (i.e., he/she may want separate URRs for 
every company in a battalion-level event). It’s important to communicate this to CAL so 
that they can ensure your event is built appropriately within the system. 
 

Once the Commander/Director decides which data would be most helpful, this information is used 
to build the customized Unit Event Template spreadsheet for your event that will result in a URR 
for the desired echelon. Your Commander/Director may ask you to work with him/her to decide on 
the scope. In some instances, Commanders/Directors have asked their Unit POCs to solicit 
recommendations from CAL regarding event scope. The Unit POCs have then presented those 
options to the Commander/Director.  

 See Exhibit 4. Unit Event Scope Example for additional information. 

POPULATE AND VALIDATE YOUR UNIT EVENT TEMPLATE 

Once your Commander/Director has determined the scope and structure of your event, you’ll need to 
communicate this information to the MSAF Unit Event Coordinators. They’ll create a customized Unit 
Event Template that is structured appropriately for your event based on your guidance. This means that it 
will have the correct amount of tabs to produce the desired reports. You’ll then need to populate your 
customized template with participant information. Refer to the Develop Unit Event Template section 
earlier in this guide for information about the importance of accurate data entry. 

In addition, all leaders and assessors must be registered in the MSAF system in order to participate. 
You should notify all unit participants and instruct them to log in and register on the MSAF website and 
have them report to you that they have accomplished this task. When they register, ensure they use the 
same email address that was used in your Unit Event Template. If this doesn’t occur, leaders/assessors 
won’t be able to participate in the event and/or won’t receive MSAF system emails.  
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Refer to Appendix I: How to Populate and Validate Your Unit Event Template for detailed guidance on 
how to populate, review, and validate your Unit Event Template to ensure the success of your event.  

SUPPORT YOUR COMMANDER/DIRECTOR’S COMMUNICATION ABOUT THE EVENT 

Your Commander/Director will place command emphasis on the event and communicate to the unit about 
it. Your role is to support his or her message to help ensure the success of your event. Refer to the Place 
Command Emphasis on the Event section. This section outlines the Commander/Director’s role in 
communicating about the event, and your role is to support him/her in this process. 

As your unit moves into the Collection phase, you should: 

 Confirm that all participants (the assessed leader, subordinates, peers, and superiors) receive an 
initial, system-generated email message directing them to take the initial training and complete 
their assessment(s). 

o In the past, some participants have experienced email notification failures due to the AKO 
auto-forward not forwarding to a correct email address. If any of your personnel receive 
email error messages during initial notification, they will probably not get any of the 
automated emails that are sent out as reminders to finish their surveys. This means you 
will have to contact them through normal chain of command channels. 

 Instruct participants to contact the MSAF IT Support/Help Desk at 913-563-7239 with technical 
questions. Work with the MSAF IT Support/Help Desk to troubleshoot any errors. 

MONITOR THE EVENT 

During collection, you’ll monitor the event and provide updates to your Commander/Director. To do so, 
you need to: 

 Review weekly Assessment Completion Reports. The MSAF Unit Event Coordinators will 
send you weekly Assessment Completion Reports via email (or more frequently upon request). 
CAL recommends that you use the report to inform the Commander/Director about event status. 
Use the chain of command and follow up with other Unit POCs as needed to direct participants to 
complete their assessments.  

o Note that you cannot view the actual assessments via the Assessment Completion 
Report; you only see completion status. Only the leaders receiving feedback have access 
to their feedback.  

 Help your Commander/Director decide when to close the event. Support the 
Commander/Director in deciding when to close collection based on the amount of time available 
and the number of individuals that have participated/completed (i.e., the number of participating 
leaders who have completed self-assessments and the number of assessors who have provided 
feedback). Note the following: 

o You don’t need 100% completion, but you do need to make sure survey groupings are 
sufficient to provide adequate feedback. 

o When your unit is ready to close collection, direct the MSAF Unit Event Coordinators to 
close collection, and they will do so.  

Once your unit has decided to close the Collection phase, you’ll move into the Development phase. 
Participants will receive an email letting them know that their IFRs are ready for viewing.  
 
During the Development phase, you’ll support the event by:  
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 Helping to initiate and coordinate coaching for assessed leaders. Refer to Appendix J:: Sample 
Emails to Distribute to Initiate the Development Phase in Your Unit Event to view sample emails 
you can use and tailor to communicate to your unit. 

 Coordinating with the MSAF Support Coaching Support Staff to ensure that the 
Commander/Director receives a URR and associated interpretation, if he/she requested it. 

PROVIDE FEEDBACK  

A CAL representative will contact the Unit POC at the completion of the unit event to solicit feedback to 
improve support operations, verify the effectiveness of the format and content of the URR/URR-I, and 
determine the extent to which the MSAF Unit Event supports the Commander/Director’s unit leader 
development program. The Unit POC should: 

 Be prepared to conduct a 10 to 15 minute, telephonic interview with a CAL representative. The 
CAL representative will make these arrangements at your convenience. 

 Consolidate relevant feedback from unit AARs and share the results during the interview.  

 Share personal observations regarding the MSAF Unit Event that will help the MSAF Support 
Operations Team execute a more effective MSAF Unit Event with the next Commander/Director. 

  



 

August 2013 Center for Army Leadership (CAL) Page 27 of 81 

 

MSAF Unit Event Planning Guide 

Appendix A:  ALARACT 124/2008 
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Appendix B: MEMORANDUM FOR All General Officers, 
Senior Executive Service, and Their Command 
Sergeants Major, SUBJECT: Army Training and 
Leader Development Guidance, FY 10-11 
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Appendix C: Extracts from AR 350-1 

1–18. Leader development 
(4) Self-development bridges the gaps between the operational and institutional domains and sets the 

conditions for continuous learning and growth. Self-development actions include conducting a self- 

assessment and seeking feedback on a periodic basis through the Multi-Source Assessment and Feedback 

(MSAF) program (see app K). 

 
2–11. Director, Army National Guard 
Director, Army National Guard. The DARNG will— 

ac. Support participation of leaders and units in the MSAF program (see app K) and support the 

assessments that are given by those familiar with the leaders when notified by MSAF instructions. 

 
2–12. Chief, Army Reserve and Commanding General, U.S. Army Reserve Command Chief, 

Army Reserve and Commanding General, U.S. Army Reserve Command. The CAR will—  

ah. Support participation of leaders and units in the MSAF program (see app K) and support the 

assessments that are given by those familiar with the leaders when notified by MSAF instructions. 

 
2–21. Commanders of Army Commands, Army Service Component Commands, and Direct 
Reporting Units 
Commanders of Army Commands, Army Service Component Commands, and Direct Reporting Units. The 

commanders of ACOMs, ASCCs, and DRUs will— 

y. Support participation of leaders and units in the MSAF program (see app K) and support the assessments that 

are given by those familiar with the leaders when notified by MSAF instructions. 

 
Army Commands 
2–22. Commanding General, U.S. Army Training and Doctrine Command 
Commanding General, U.S. Army Training and Doctrine Command . The CG, TRADOC, will— 

bf. Serve as the proponent (plan, program, budge, and supervise), through the Center for Army Leadership at the 

U.S. Army Combined Arms Center, to administer MSAF support functions. 

 
2–23. Commanding General, U.S. Army Forces Command 
Commanding General, U.S. Army Forces Command . The CG, FORSCOM, will— 

aa. Assist TRADOC CAC–CAL in scheduling units for assessment events within the MSAF Program and 

encourage participation throughout FORSCOM. 

 
2–44. Other commanders and leaders 
Other commanders and leaders. 

f. All commanders and leaders will— 

(13) Individual leaders are responsible to participate in the MSAF process (see app L) and internalize feedback 

received from their own assessments. The leaders who have been assessed must expend serious effort to 

understand their feedback and work diligently to use it for their continued development and for the good of the 

Army. 

 
Section II 
Administration 
3–4. Army Quality Assurance Program requirements 
a. This regulation establishes the Army Quality Assurance (QA) Program for all Army schools (TRADOC 

and non-TRADOC, military and Army civilian) and designates the HQ, TRADOC QAO as the executive 

agent for the Army. 

(3) The QA program supports the Commander’s responsibility to conduct organization assessment as described in 

FM 7–0. The MSAF program (see app K) can provide periodic aggregate reports about trends in leadership 

behaviors. These aggregate reports can assist in evaluating leadership instruction and updating curriculum. 
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Section IV 

Officer Training and Education  
3–26. The Officer Education System 
b. OES is a sequence of professional military education (PME) for professionals in subjects that enhances 

knowledge of the science and art of war. PME is a progressive education system that prepares leaders for 

increased responsibilities and successful performance at the next higher level by developing the key knowledge, 

skills, and attributes they require to operate successfully at that level in any environment. PME 

is linked to promotions, future assignments, career management models, and applies to all officers. The 

MSAF program allows individuals designated for selected OES courses to obtain feedback about their leadership 

skills. Students are notified to participate in an MSAF assessment prior to starting an OES course. Individualized 

feedback from MSAF will allow the student to give attention to known strengths and developmental needs 

corresponding with course learning objectives. See app K for additional MSAF information. 

 
Section V 
Noncommissioned Officer Training and Education  
3–43. Noncommissioned Officer Education System 
c. The NCOES provides noncommissioned officers with progressive and sequential leader, technical, and 

tactical training relevant to the duties, responsibilities, and missions they will perform in operational units after 

graduation. Training is based on the tasks, supporting skills and knowledge, attitudes, and experience needed. The 

MSAF program allows individuals designated for selected NCOES courses to obtain feedback 

about their leadership skills. Students are notified to participate in an MSAF assessment prior to starting an 
NCOES course. Individualized feedback from MSAF will allow the student to give attention to known 

strengths and developmental needs corresponding with course learning objectives. See appendix K for 

additional MSAF information. 

 
Section VI 
Army Civilian Training and Education 
3–50. The Civilian Education System 
b. The CES program is progressive, sequential leader development training and education program for Army 

civilians at all levels. A series of course instruction is provided through blended learning - distributed learning 

(DL) and resident instruction. The sequence for attending these courses is as follows: 

(10) The MSAF program allows individuals designated for selected CES courses to obtain feedback about 
their leadership skills. Students are notified to participate in an MSAF assessment prior to starting a CES course. 

Individualized feedback from MSAF will allow the student to give attention to known strengths and 

developmental needs corresponding with course learning objectives. See appendix K for additional MSAF 

information. 

 
Appendix K 
Multi-Source Assessment and Feedback 

 
K–1. The MSAF program 
a. The MSAF is a program to enhance leader adaptability and self awareness and to identify Army leaders’ 

strengths and weaknesses. Assessments are made from those who surround a leader – subordinates, peers, and 

superiors. Multisource assessments are also called 360 degree assessments. The MSAF builds on the Army’s 

standard practice of conducting after action reviews for units. 

b. The MSAF program is conducted for the purpose of assisting a leader to become more self-aware and to know 

how best to develop him or herself for future leader responsibilities. The MSAF program is separate and distinct 

from the Army’s formal performance evaluations and personnel management practices. The MSAF will require 

candid and honest assessment by those asked to participate in the process. 

c. Assessment instruments available through the MSAF system conform to leadership doctrine. Assessment 

questions focus on core leader competencies and important supporting leadership behaviors. The MSAF 

incorporates the existing leader development portfolio found on AKO. The MSAF training, instructions, 

assessment instruments, and feedback products are only available through Web-based delivery at 

https://msaf.army.mil. 

d. The MSAF program will be executed for leaders in MTOE units, TDA organizations, and for students 
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selected to attend specified professional military education and civilian education system courses. Individual 

leaders will also be able to initiate a limited number of MSAF assessments. 

(1) Units will be scheduled for participation on a cyclical basis and aligned with ARFORGEN or deployment 

cycles. Coaching will be available for leaders assigned to MTOE units through a capability provided by the 

Combined Arms Center - Center for Army Leadership. A coach will assist the leader in interpreting the 

leader’s individual feedback report and generating an individual development plan. 

(2) Students scheduled to attend selected PME courses (BNCOC/ALC, ANCOC/SLC, SMC, WOAC, WOSC, 

WOSSC, CCC, and ILE) will be notified through RRS to participate in an MSAF assessment. Notifications will 

also be provided on individual RFOs (request for orders) as special instructions. Students scheduled to attend 

selected CES courses (Basic Course, IC and Advanced Course) will be notified through the Civilian Human 

Resources Training Application System to participate in an MSAF assessment. Timely completion will allow 

feedback to be available during resident course phases. Faculty, cadre, and staff will provide coaching to assist 

students in interpreting 360 results and planning development action plans for improvement. 

(3) Any Army leader - military or civilian – can conduct a self-initiated MSAF assessment. The number of 

assessments for an individual will be limited to one every 18 months. 

e. The Commandant, USAWC is responsible for the conduct and maintenance of an individual leadership 

assessment program for SSC students that focuses on the unique challenges and opportunities of senior Army 

leaders. 
f. This program applies to AA and RC Soldiers from the rank of SGT through COL, and Army civilian 

leaders. Subordinates, peers and superiors of these leaders shall participate in the program and provide 

assessments when notified by the MSAF program. 

 
K–2. Types of reports 
a. Individual reports. The MSAF program provides a portfolio capability where an individual leader can store 

their feedback and developmental plans and retrieve them. This portfolio can only be accessed by the individual 

leader. 

b. Unit reports. Upon completion of MTOE and TDA sessions, aggregate reports will be provided to MTOE 

unit commanders and TDA commanders, directors, or other organizational leaders. Aggregate reports will 

have no identifiers of persons assessed or making the assessments. No individual results will be discernible in 

these reports. 

c. Unspecified aggregate reports. Periodic aggregate reports will be provided to leaders of institutional, 

educational and training functions. These institutional reports will report trends of strengths and weaknesses 

that correspond to a particular cohort by rank, Army educational level, or other grouping condition. 

 
K–3. Confidentiality and Accessibility of reports 
a. All assessments are strictly confidential so that only the targeted leader sees and controls the results from 

the assessments. 

b. Leaders can share their results with others of their own choosing. Superiors or authorities may not request 

results from the individual leader or from any program personnel or data base administrators. 

c. High-level encryption and other protection steps are used to prevent unauthorized disclosure. Program 

personnel and administrators are required to enter into non-disclosure agreements and pledges of privacy. 
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Appendix D: Key Unit Event Terms 

The following terms will be used when conducting an MSAF unit event: 

Term Definition 

Assessed 

Leaders 

Leaders, military and civilian, selected to receive feedback from a cohort of 

superiors, peers, and subordinates. Leaders could be part of an MSAF unit event or 

an individual event. An Assessed Leader will receive anonymous assessments 

completed by Soldier/Civilian Assessors. Assessed Leaders must complete a self-

assessment in order to receive an Individual Feedback Report (IFR) that aggregates 

the assessments of their survey groupings. The results of a Unit Event will 

aggregate all the Assessed Leaders’ IFRs into the Unit Roll-up Report (URR), but 

only if the Assessed Leader completes a self-assessment. Assessed Leaders in Unit 

Events can also serve as Assessors. 

Assessment 

Completion 

Report 

A tool for organizational Commanders/Directors to track and manage their Unit 

Event. The Collection Report is only used in Unit Events and is generated during the 

Collection phase. The report identifies which assessments are completed or 

incomplete. Unit Event Coordinators will send the report to the Unit POC once the 

Collection phase begins. The report is normally sent weekly, but it can be sent more 

often based on unit request. 

Assessor Military or Civilian personnel selected by an organization’s Commander/Director to 

provide feedback to an Assessed Leader as part of an MSAF unit event. They are 

designated as part of a Survey Grouping; either as a superior, peer or subordinate. 

The organization Commander/Director will select the Assessor from the rating chain 

or from an organization’s manning document. The Assessor should work closely 

enough with the Assessed Leader that they can provide reliable feedback on the 

Assessed Leaders’ leadership behaviors. The Assessor can be part of more than 

one Assessed Leader’s Survey Grouping and can provide assessments as a 

superior, peer, or subordinate depending on the relationship with the Assessed 

Leader.  

Coaches Contracted certified coaches, working as part of the MSAF staff, who conduct virtual 

or face-to-face coaching with Assessed Leaders, as requested. They interpret 

reports (IFR and URR) and provide assessments and recommendations to 

Assessed Leaders. 

Event Scope  

 

Parameters set by the Commander/Director to identify resources required to plan 

and execute an MSAF Unit Event. Scope includes which unit leaders will be 

assessed, which Soldiers/civilians will provide feedback as assessors, and which 

echelons of command in the unit will receive a Unit Roll-up Report. Event scope will 

determine how much time the unit should allocate for Planning, Collection, 

Development, and Post-Unit Event Activities. 

Event Template 

Validation 

A collaborative effort between the MSAF Government and Unit Event Coordinators, 

Unit POC, and MSAF IT/Help Desk to verify the accuracy of all data listed within the 

Unit Event Template spreadsheet. The Event Template data must be validated 

before it can be uploaded into the MSAF database. The validation includes verifying 

participant email addresses and that each participant (Assessed Leader and 

Assessor) have registered on the MSAF Website. Event Template Validation is an 

iterative process, the duration of which depends on the accuracy of the data 
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Term Definition 

provided by the Unit POC. The unit event cannot enter the Collection phase until the 

event template has been fully validated. 

Government 

Event 

Coordinators 

Military Officers who work for the MSAF Program Manager. They conduct 

information briefs with field units and civilian organizations. Once a unit agrees to 

begin a unit event, the Government Event Coordinator will begin the unit event 

planning process. 

Individual Event Is planned and executed by the Assessed Leader using the MSAF Website. It 

assesses leader attributes and core leader competencies of the assessed leader 

using the standard MSAF evaluation. The Assessed Leader selects all superior, 

peer, or subordinate Assessors.  

Individual 

Feedback 

Report (IFR) 

A seven page report that is generated once an Assessed Leader completes an 

MSAF Event. Assessed Leaders participating in a Unit Event will receive this report 

upon request. The report can be used during coaching sessions and to develop an 

Individual Leadership Development Plan (ILDP). 

Individual 

Leadership 

Development 

Plan (ILDP) 

A deliberate plan to improve a leader’s overall leadership skills. 

Instrument Survey used to assess leader attributes and core leader competencies of the 

Assessed Leader using the standard MSAF evaluation. 

MSAF IT/Help 

Desk 

Contracted IT support that develops the online Unit Event based on the template 

provided by the unit. The MSAF IT/Help Desk also resolves any AKO, website, or 

automation issues.  

 

Personal Event Is planned and executed by the Assessed Leader using the MSAF Website. It 

assesses leader attributes and core leader competencies of the selected leader 

using the standard MSAF evaluation. This is only a self- assessment and requires 

no Assessor. 

Survey 

Grouping 

A cohort of Military or Civilian Assessors selected by an organization’s 

Commander/Director to provide feedback as superiors, peers, and subordinates to a 

specified Assessed Leader during an MSAF Unit Event. 

Unit Event Is planned and executed by an organization; in accordance with the 

Commander/Director’s guidance, assisted by the MSAF Government and Unit Event 

Coordinators. It assesses leader attributes and core leader competencies of the 

selected group of leaders within an organization using the standard MSAF 

evaluation. Individual leaders receive an Individual Feedback Report (IFR). In 

addition, the data provided for all Assessed Leaders is then compiled into a single 

consolidated report for that unit commander. 

Unit Event 

Coordinators 

Contracted MSAF Support Operation staff that help Unit POCs set up a unit event. 

They are located at Ft. Leavenworth, KS. 
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Term Definition 

Unit Event 

Template 

An Excel spreadsheet that is used to import Assessed Leader and Assessor data 

into the MSAF database. It is the foundation of the Unit Event. The Unit POC, with 

input from the organization Commander/Director, compiles data from selected 

Assessed Leaders and Assessor. The form includes the following information for 

both Assessed Leaders and Assessors: Rank, Last Name, First name, AKO email 

Address, Leader or Assessor, Grouping Level. Unit Event Coordinator’s will provide 

a formatted template to the Unit POC. 

Unit POC Military or Civilian Leaders, designated by the organization’s Commander/Director 

as the primary point of contact to provide oversight of the entire unit event. The Unit 

POC is the Government Event Coordinator’s and Unit Event Coordinator’s single 

point of contact for matters concerning the event. The Unit POC develops and 

updates the Unit Event Template until complete and collection is started. The Unit 

POC may or may not have additional unit personnel working in support of the unit 

event. 

Unit Roll-up 

Report 

A seven page report that is generated once a Unit Event is completed. The URR is 

provided to each commander of an assigned unit participating in a Unit Event. The 

organization's Commander/Director’s identifies commanders who will receive URRs 

during the Planning phase. The URR can be used to determine leadership strengths 

and development gaps in an organization and to provide the basis of a leadership 

development plan. 

Unit Roll-up 

Report 

Interpretation 

(URR-I) 

Unit Roll-Up Report Interpretation (URR-I) is a document created from the Unit Roll-

up Report (URR) that provides a descriptive analysis of a specified unit’s aggregate 

leadership competencies. The URR-I describes in narrative format key strengths 

and developmental areas identified in the URR and offers explanations and 

recommendations on how to leverage strengths and work on developmental areas. 
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Appendix E: MSAF Unit Event Brief 

Note that this brief is included in this guide as a reference. However, it is periodically updated and 

revised. Contact the Unit Event Coordinators to secure the most up-to-date version of this brief. 
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Appendix F: Unit Assistance/Event Process Brief 

Note that this brief is included in this guide as a reference. However, it is periodically updated and 

revised. Contact the Unit Event Coordinators to secure the most up-to-date version of this brief. 
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Appendix G: Unit Event Operation Order Template 

The following Unit Event Operation Order template is designed to provide key information about the unit 
event, while also including sections that are customizable for each unit that conducts and event. You’re 
encouraged to use and modify this template to fit your unit’s needs. 

SENIOR COMMANDER 

                                                         [Insert unit address here] 

 

OPERATION ORDER XXX-13 (insert unit name MSAF 360 ASSESSMENT UNIT EVENT) 

 

This order has been directed and approved by Insert Commanders name here.  

 

TIME ZONE USED THROUGHOUT: [Insert Standard Time] 

 

REFERENCES:  

 

a. 2012 Center for Army Leadership Annual Survey of Army Leadership (CASAL): Main Findings. 

Technical Report 2013-1. 

b. U.S. Army MSAF 360 Website (https://msaf.army.mil). 

c. MSAF Unit Event Guide (27 September, 2013). 

d. ADRP 6-22 Army Leadership, August 2012 

 

1. SITUATION.  
  

a. Enemy. According to the 2012 Center for Army Leadership Annual Survey of Army Leadership (CASAL), 

the Army would benefit from increased emphasis on improving leadership skills across all leader development 

domains. Findings have consistently shown over years that developing others and interpersonal tact are the lowest 

rated core leader competency and the lowest rated leader attribute, respectively. Findings also show a clear 

relationship between effective leadership and positive effects in the unit. Although the prevalence of negative 

leadership behaviors in the Army continues to be limited, leaders who demonstrate these negative behaviors have an 

adverse effect on both Soldier and unit outcomes. 

 

b. Friendly. The Center for Army Leadership’s Army 360/Multi-Source Assessment and Feedback (MSAF) 

Program is intended to increase leader self-awareness and provide leaders with direction for leadership improvement 

and sustainment. The program supports portions of the Army strategy related to sustaining a force led by competent, 

confident and adaptive leaders. The impact is a better-led force, leaders who understand leadership competencies 

and attributes and who are capable to lead across the full spectrum of operations. It is the intent of the Chief of Staff 

of the Army that all leaders are provided with the opportunity for self evaluation of their leadership skills through 

periodic multi-source assessment and feedback (See Annex A, MSAF Information Brief). 

 

2. MISSION. On order, [unit name] conducts an MSAF 360 Assessment unit event at home station to 

improve leaders’ self-awareness, highlight their strengths, identify their development needs, and implement 

individual and unit plans to improve leadership and unit performance.   

 

3. EXECUTION (See Annex B, Unit-Level Planning and Procedures Guide). 

 

a.  Commander’s Intent.  
 

Purpose: The purpose of this operation is to have Soldiers participate in a comprehensive assessment of their 

leaders (E7-O6) based on Army doctrinal leadership competencies and behaviors. Leaders will receive confidential, 

objective feedback in an Individual Feedback Report (IFR) on their leadership from superiors, peers, and 

subordinates to compel and support the implementation of Individual Leader Development Plans (ILDPs) that 

further individual and organizational leader development goals. Unit commanders will receive a Unit Rollup Report 

(URR) that graphically and statistically displays an aggregate assessment of the leadership competences of all 

https://msaf.army.mil/


 

August 2013 Center for Army Leadership (CAL) Page 63 of 81 

 

MSAF Unit Event Planning Guide 

assessed leaders in their unit that received an IFR. Commanders will use the URR to assess their current leader 

development efforts and determine the extent to which they have in place a deliberate, coherent system that 

addresses individual leader needs, the unit’s mission, and organizational goals. 

 

Key Tasks:  

 

- Inform assessed leaders and participants of their roles and responsibilities for the successful 

accomplishment of this unit leader development event. 

- Ensure participants and assessed leaders comply with administrative requirements in the Planning, 

Collection, and Analysis Coaching Phases of the operation. 

- Identify Unit POCs and communicate the significance of their role in the successful accomplishment of 

this leader development event. 

- Encourage maximum participation of Soldiers in the assessment of assessed leaders.  

- Encourage assessed leaders to request virtual coaching based on IFRs. 

- Assess current unit leader development efforts based on the URR. 

- Maintain confidentiality of assessed leaders’ survey groupings, IFRs, and URRs. 

 

Endstate: [unit name] will have set the stage for individual leaders’ personal and professional growth when 

assessed leaders have analyzed their respective IFRs, created an ILDP, and received coaching based on IFRs, and 

when commanders and command sergeants major have received coaching based on URRs, and improved unit leader 

development programs. 

 

b. Concept of the Operation. This operation consists of three phases. 

 

(1) Phase I (PLANNING). Phase I begins when the [unit name] POC begins initial coordination with 

the CAL MSAF POC. With the assistance of MSAF Support Operations Subject Matter Experts, designated unit 

representatives will work with designated Leaders and Assessors to populate the MSAF 360 Spreadsheet (event 

template). At a minimum, each leader should have 3 superiors, 5 peers and 5 subordinates to provide feedback. Unit 

POCs will ensure that all Leaders and Assessors register and log-on to the MSAF website. Soldiers must use their 

AKO (@US.ARMY.MIL) email address when they complete the spreadsheet and register on the MSAF site. See 

ANNEX C (MSAF LESSONS LEARNED) for additional information. Phase I ends when the MSAF Help Desk has 

validated assessed leaders’ and participants’ registration data and successfully loaded the unit event template into the 

MSAF database. 

 

(2) Phase II (COLLECTION). Phase II begins when all Leaders and Assessors receive a system-

generated e-mail that informs them of the event and requests their participation. They will be directed to the MSAF 

website to complete optional training and to receive additional instructions for completing their assessments. Phase 

II ends when Leaders and Assessors have completed all their online assessments. 

 

(3) Phase III (DEVELOPMENT). Phase III begins when the MSAF automated system posts an IFR 

to each Assessed Leader’s “My Events & Reports” page on the MSAF website. Assessed leaders will receive an e-

mail via AKO informing them that their IFRs are ready.  They will review their IFRs and have the option to 

coordinate a virtual coaching session to discuss their report and to create an ILDP. Assessed leaders who are also 

commanders will also receive a URR. These leaders have the option to conduct a virtual coaching session based on 

the URR in addition to the coaching session based on their IFR. Phase III ends when every assessed leader who 

requested a virtual coaching session has completed that individual coaching event. 

 

c. Scheme of Maneuver. The command will execute this event by [level of command]. Sequence of execution 

is [unit designations], in order. [level of command] will determine the sequence of execution within their respective 

formations and the duration of each phase of this operation for their respective unit events.  

 

d. Tasks to Units.    
    

(1) Determine sequence of execution for subordinate units. 

 

(2) Determine duration of each phase of the operation. 
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(3) Identify Unit POC to plan and oversee execution of this operation. 

 

(4) Comply with procedures to monitor and report the progress the MSAF unit event. 

 

(5) Synchronize the MSAF unit event with other unit training, if possible. 

 

(6) Coordinate time on training schedule to allow all participants time to complete their part of the 

assessment. 

 

e. Tasks to [unit name] Staff. 

 

(1) Determine scope of MSAF unit event. 

 

(2) Develop scheme of maneuver for the MSAF unit event. 

 

(3) Determine sequence of execution for subordinate commands. 

 

(4) Inform Assessed Leaders and Assessors of their roles and responsibilities for the successful 

accomplishment of this unit leader development event. 

 

(5) Determine procedures to monitor and report the progress of each MSAF unit event. 

 

(6) Coordinate computer room with Education Center to facilitate the unit event. 

 

f. Coordinating Instructions. 

 

(1) This order is in effect upon receipt. 

 

(2) Commander’s Critical Information Requirements. 

 

(a) Priority Intelligence Requirements (PIR). 

 

1. Will the Planning Phase extend beyond predicted end date? 

 

2. Will the Collection Phase extend beyond predicted end date? 

 

3. Will the Analysis and Coaching Phase extend beyond predicted end date? 

 

(b) Friendly Forces Information Requirements (FFIR). 

 

1. Elimination of any Assessed Leader from a unit event. 

 

2. Less than 10 Assessed Leaders in a unit scheduled for a URR. 

 

(c) Essential Elements of Friendly Information (EEFI). Contents of unit event templates. 

 

(2) [Timeline] [Order of execution by DTG for participating subordinate units] 

 

(3) All Leaders and Assessors will establish a valid Army Knowledge Online (AKO) email address 

(@us.army.mil). 

 

(4) All Leaders and Assessors will register and log-on to the MSAF website 

(https://msaf.army.mil/LeadOn.aspx) using their AKO email address. 

 

https://msaf.army.mil/LeadOn.aspx
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(5) Assessed Leaders and Assessors will comply with administrative requirements in the Planning, 

Collection, and Analysis and Coaching Phases of the operation. 

 

(6) Assessed Leaders, Assessors and Unit POCs will maintain confidentiality of event templates, 

survey groupings, IFRs, and URRs. 

 

b. Commanders and Unit POCs will be prepared to provide feedback to the MSAF Support Team by 

telephonic AAR at the completion of the MSAF Unit Event. 

 

2. SUSTAINMENT. 
 

a. MSAF Support Operations SME. 

 

(1) Neil J. Frey. Cubic Applications. 913-680-2067. neil.frey@us.army.mil. neil.frey@cubic.com.  

  

(2) Paul Bequette. Cubic Applications. 913-680-2036. paul.bequette@cubic.com. 

 

b. MSAF Help Desk. 913-563-7239. 

 

c. Army 360/MSAF Website (https://msaf.army.mil). 

 

3. COMMAND AND CONTROL.  

 

a.  Command. 

 

(1) [unit name] POC. 

 

(2) Subordinate Unit POCs. 

 

b. Signal. MSAF Support Operations SME will provide [unit name] POC an MSAF Assessment Completion 

Report weekly, or more often by request. 

 

  

 

 

ACKNOWLEDGE: 

 

 

 

[Commanders Signature/block] 

 

OFFICIAL: 

 

[Last Name] 

G3/S3  

 

 

 

 

 

 

ANNEXES: 

 

ANNEX A: MSAF INFORMATION BRIEF  

ANNEX B: MSAF UNIT EVENT GUIDE 

mailto:neil.frey@us.army.mil
mailto:neil.frey@cubic.com
mailto:paul.bequette@cubic.com
https://msaf.army.mil/
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Appendix H: Sample Unit Roll-up Report (URR) 
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Appendix I: How to Populate and Validate Your Unit 
Event Template 

The following are tips for accurately populating your Unit Event Template and then validating it with the 
MSAF Unit Event Coordinators. The more time you spend verifying the accuracy of your template on the 
front end, the less time you will spend correcting errors that are noted by the CAL team. Remember that 
this spreadsheet is uploaded into the MSAF system and used as the basis for your event; once you move 
into Collection, you cannot make any edits to your event. Therefore, if someone’s email is listed 
incorrectly or someone is left off the list, he/she will not be able to participate. 

Populate your Unit Event Template with the rank/title, full name, email address, and grouping level for all 
participating leaders and assessors. When you do so, it’s critical that you: 

 Use MSAF compatible email domains and addresses (i.e., AKO, NKO, etc.). Do NOT use 
Enterprise email addresses (e.g., .mil@mail.mil) or any other MSAF non-compatible email 
domains. 

 Be sure email addresses have no spelling, typographical errors (e.g., incorrect name 
spelling, double periods, missing “@” symbol), and are complete (e.g., no missing elements). 

 Ensure all emails are listed in the correct cells and aligned with the appropriate leader. 

 Check that all assessed leaders and assessors that should be included on the 
spreadsheet are, in fact, included. 

Verify each participant’s MSAF compatible email address with that 
participant, either by sending an email or speaking to them about it. 
Doing so is imperative for the following reasons: 

 User names/email addresses are not always the same for AKO 
and various .mil@mail.mil accounts. For example, you may 
have a user whose AKO is Joe.Snuffy@us.army.mil and his 
.mil@mail.mil might be Joe.T.Snuffy12.mil@mail.mil. (This can 
also occur when leaders get married/divorced.) Participants 
may tell you that you have the correct email the first time 
around, but verify it with them again to be safe. 

 Participants with the same name can also cause issues. If 
another individual with the same name has already 
successfully registered in a previous event and his email has 
been validated within the system, this individual will receive 
emails about participation in the event, not the correct 
individual in your unit. 

Remember that if email addresses are not correct and accurate, then 
participants will either not be able to participate in the event or will not 
receive emails about the event. 

Verify that each assessed leader meets the minimum “3, 5, and 5” 
criteria with regards to the number of assessors listed as superiors, 
peers, and subordinates. Leaders may have more than this number of 
assessors in each survey group, but they cannot have less.  

Populating Your Unit 
Event Template SOPs: 

Quick Tips 

 Check that MSAF-compatible 

email domains are used. 

 Be sure email addresses have 

no spelling, typos, or missing 

elements. 

 Ensure all emails are listed in 

the correct cells and aligned 

with the appropriate leader. 

 Verify name spellings. 

 Check that all participants are 

included on the spreadsheet. 

 Verify that each assessed 

leader meets the minimum 

“3, 5, and 5” criteria. 

 Ensure participants register 

on the MSAF website using 

the same email you have 

listed in your template. 
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If applicable, review the spreadsheet tabs/workbooks to ensure that all subordinate units have separate 
tabs/workbooks that match your unit’s organizational structure or the structure approved by your 
Commander/Director. For example, 2-235 AIR BN event spreadsheet would have the following 
tabs/workbooks: A Co, B Co, C Co, D Co, F Co, and HHC. This allows for each company that has a tab to 
receive its own URR. 

Once you’ve identified who will participate and verified that you’re using the correct email address for 
each participating leader and assessor, ask all participants to log in and register on the MSAF website. 
This is a critical step in the process. Doing this on the front end will help ensure that the Unit Event 
Template system upload process is successful. If you submit the template to CAL without verifying that 
leaders have registered in the system, the upload won’t be successful, and you’ll have to go back and 
make corrections, thereby delaying progression into the Collection phase. 

When you ask participants to register on the MSAF website, include the following: 

 Ensure participants use the same email address that you have listed for them in the Unit Event 
Template. Verify this by sending them the email you have in the template and asking them to use 
this email to register. Do NOT send out the full template, however, as the template is a sensitive 
document.  

o Once again, ensure participants use their AKO email when registering. They should not 
use their Enterprise email (e.g., .mil@mail.mil). 

 Provide the registration link (https://msaf.army.mil/LeadOn.aspx) and information about MSAF 
training resources. 

 Request that all participants confirm registration on the MSAF website (e.g., send you an email 
confirming that they have registered on the MSAF website to eliminate this as a possible reason 
for a failure in your spreadsheet upload). 

SPELLING/TYPOGRAPHICAL ERRORS 

Search for spelling/typographical email address errors using the following techniques: 

 Select “Find & Select” located at the top right of the Home Tab on the Microsoft Excel Ribbon.  

 Select “Find” and a Find and Replace window will open. 

 Type in various misspellings of @us.army.mil. Some examples would be: 

o @usarmy.mil 

o @us.amry.mil 

o @us.ary.mil 

o @us.army.mll 

o @us.army.miil 

o @us.armymil 

 Continue to search various ways to misspell @us.army.mil. 

INCORRECT EMAIL DOMAINS  

Search for incorrect email domains by using the following steps:  

 Select “Find & Select” located at the top right of the Home Tab on the Microsoft Excel Ribbon.  

 Select “Find” and a Find and Replace window will open. 
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 Type in the various email addresses that the participants could use in place of an AKO email. 
Some examples would be: 

o .mil@mail.mil 

o .civ@mail.mil 

o @yahoo.com 

o @gmail.com 

o @hotmail.com 

Continue to search for various incorrect email domains. As you’ve learned, the MSAF system will only 
support specific email domains. Attempts to use any other domains will result in your spreadsheet not 
uploading successfully into the MSAF system. The MSAF system currently supports the following email 
domains: 

@us.army.mil 

@dcma.mil 

@us.af.mil 

@navy.mil 

@usmc.mil 

@osd.mil 

@tma.osd.mil 

@uscg.mil  

@js.mil  

@js.pentagon.mil 

@____.edu  

@dia.mil 

@dodiis.mil 

@usuhs.mil 

@ustranscom.mil 

@ussocom.mil 

@centcom.mil 

@eucom.mil 

@africom.mil 

@northcom.mil 

@stratcom.mil 

@pacom.mil 

@mda.mil 

@jsf.mil 

@hq.southcom.mil 

@dtra.mil 

@dcaa.mil 

@socom.mil

INCORRECT EMAIL IN WRONG CELL 

Search for incorrect email addresses placed in the wrong cells. Occasionally, you will find that an 
incorrect email address has been placed in the areas slotted for the leader. When that happens, use the 
following steps:  

 Start at the top of the spreadsheet and review each leader’s email address listed in column E 
(line is highlighted with yellow and designated “self” in column g). 

 Compare the email address found for the leader in column E to those listed in column F. They 
should match.  

 Do this for every leader. 

 Continue to search the entire spreadsheet for any email addresses listed in the wrong cell. 
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Appendix J: Sample Assessment Completion Report 

Below is a small sample of a fictional unit’s Assessment Completion Report. A full report would contain an 
alphabetical listing of all leaders participating in the event, including assessed leaders and assessors, and 
the status of their surveys.
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Appendix K: Sample Emails to Distribute to Initiate the 
Development Phase in Your Unit Event 

Email #1: This email was distributed by a Unit POC whose unit was receiving face-to-face coaching. 
Face-to-face coaching is available in select cases and should be discussed with the MSAF Government 
and Unit Event Coordinators if it is desired. Otherwise, all coaching will be conducted virtually. 

 

[Unit Name], 

Below is information about what MSAF coaching is and how to request it. MSAF coaches will 
conduct coaching from [Insert Dates] for those leaders already identified for face-to-face 
coaching. Individual Feedback Reports (IFRs) need to be submitted to the MSAF coaches in 
order to receive coaching. All personnel that were assessed are STRONGLY encouraged to 
request coaching. Please contact me if you have any questions. Thank you. 

 

MSAF Coaching 

MSAF coaches have walked in your boots as leaders and are here to lend a hand. They have 
been specially trained in the MSAF 360 Instruments and use the International Coaching 
Federation Coaching Model in ways to foster leadership improvement. MSAF coaches help 
leaders understand and appreciate their current level of performance and potential. Coaches help 
to explain survey results, identify strengths and developmental needs, provide insight or 
suggestions on how to reach the next level of knowledge and skill, and guide a leader through the 
creation of an individual development plan (IDP). All coaches are uniquely qualified to provide 
developmental feedback tempered by experience. Most coaches are experienced former senior 
officers, warrant officers, NCOs and DA civilians.  

 

How Does It Work?  

You can send an individual request to the MSAF Coaching LNO outlined below. You will then 
receive an electronic notification of your assigned coach who will then in turn contact you either 
by email or phone to set up a date/time for the session. 

With just a 45-60 minute telephonic coaching session scheduled to be convenient to your 
calendar, MSAF coaches will assist you in interpreting your Individual Feedback Report (IFR) and 
constructing your Individual Development Plan.  

 MSAF coaches are not in your chain of command and are here to help you be at your 
best.  

 Coaching sessions are confidential and comply with privacy procedures as directed by 
Army policy. 

 

How Do You Begin?  

To schedule a coaching session send a request for coaching using the MSAF website: 
http://msaf.army.mil/LeadOn.aspx. There is a “Request Coaching” button that also starts the 
process. 

 

 

  

http://msaf.army.mil/LeadOn.aspx
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Email #2: 

 

Thank you for your participation and patience in the 360 Review process. I am happy to report 
that after volunteering to participate in the process, completing your self-assessment, and dealing 
with multiple e-mails from the MSAF website and myself regarding various aspects of the 360 
Review process, we are approaching the end. 

Sometime on [Insert Date], you will receive an e-mail from the MSAF contractor informing you 
that your Individual Feedback Report (IFR) is available. Please go to the MSAF website noted in 
the e-mail and download/print your IFR, saving a copy for the next step of the 360 Review 
process.  

The detailed IFR will first provide summarized information regarding your scores in the following 
areas: (1) Prepares Self to Lead; (2) Overall Leadership; (3) Leads Others; (4) Leads by 
Example; (5) Gets Results; (6) Extends Influence Beyond the Chain of Command; (7) Develops 
Leaders; (8) Creates a Positive Environment, and (9) Communicates. Second, the IFR will break 
down each of the nine areas into the assessment questions that were asked as part of the MSAF 
survey. Each assessment question will then contain scores reflecting your self-assessment, the 
summarized scores of superiors, summarized scores of peers, and summarized scores of 
subordinates. Third, your highest and lowest rated survey areas among the nine outlined above 
will be noted. Finally, the IFR will note responses regarding your greatest strengths and 
developmental needs. 

Be assured that the IFR is private and will not be used for your annual performance evaluation. 
No one within our organization will be able to see the results of your IFR. Likewise, you will not be 
able to see individual reviewer responses to the assessment questions. 

Now comes the most important part of the 360 Review process – job coaching, which participants 
from the first phase of the 360 Review process found to be the most valuable element of the 
whole process.  

Coaching, which is not mandatory, is run by the Center for Army Leadership, which manages the 
Army’s MSAF process. Coaches are contractors and are a talented pool of retired military 
officers, warrant officers, non-commissioned officers, and senior civilians who have served in high 
level leadership positions, were actively involved in leadership development while on active duty 
or in civil service, are certified by the International Coaching Federation (ICF), and use the ICF 
Coaching Model to foster leadership improvement. Coaches have a wide variety of backgrounds 
and experiences, including those who have been attorneys. The job coaches will help our MSAF 
360 participants understand and appreciate their current level of performance and potential. More 
importantly, coaches explain survey results, identify strengths and developmental needs, provide 
insight or suggestions on how to reach the next level of knowledge and skill, and guide MSAF 
360 participants in creating a roadmap for further leadership development. 

The virtual coaching sessions are conducted via phone and last 45-60 minutes. Visit the MSAF 
website to request a coach: http://msaf.army.mil/LeadOn.aspx. Select the Request Coaching 
button to start the process. You will be asked to provide your name, the position you hold, your 
phone number and e-mail address, and dates/times you would be available for a coaching 
session. You must also identify your unit, which is “Unit event name goes here.”  

You will then receive an e-mail informing you of your coach. Your coach will call/e-mail you to 
schedule the coaching session. Next, and this is critical, you must provide the assigned job coach 
a copy of your IFR so that he/she can review/assess it prior to your scheduled coaching session.  

All coaching sessions must be completed within 30 days of receiving your IFR. All coaching 
sessions are private and no information will be passed by the coach to anyone within our 
organization/unit. Further, your IFR will be appropriately handled in accordance with DOD Privacy 
Act policies and will be destroyed by your coach upon completion of your coaching session.  
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The final step of the MSAF 360 process will be after completing the job coaching to enter “unit 
name/web system” and note that you have participated in the “Unit Name” MSAF 360 process. 

If you have any questions, please do not hesitate to contact me. 


