Appendix 8 

Enlisted Promotions Recommendation Process 


1.
Concept Statement. The purpose of this process is to automate the enlisted promotion recommendation process for junior Marines (Private through Corporal) from the small unit leader level, through the chain of command, to the commander with promotion authority.    

2.
Junior Enlisted Promotion Recommendation Process.  In order to totally automate the promotion recommendation process, a description of the current process is provided. 


a.
Promotion Eligibility.



(1) 
Every month, the MCTFS data records for Marines who currently hold the rank of Private (E1) through Corporal (E4) are examined to determine if they will be eligible for promotion to the next rank in the upcoming month. 



(2)
The determination of promotion eligibility differs by rank and is described in MCO P1400.32C Marine Corps Promotion Manual Volume 2, Enlisted Promotions (MARCORPROMAN).  (Before programming this task, TSO will consult the latest version of this order and verify this data).   The following is breakdown of promotion eligibility requirements.  

	From

(Current Rank)
	To

(Promotion Rank)
	Time-in-Grade (TIG)
	Time-in-Service (TIS)
	Cutting Score (CS)

	Private (E1)
	Private First Class (E2)
	6 months
	NA
	NA

	Private First Class (E2)
	Lance Corporal (E3)
	8 months
	9 months
	NA

	Lance Corporal (E3)
	Corporal (E4)
	8 months
	12 months
	Min CS for PMOS

	Corporal (E4)
	Sergeant (E5)
	12 months
	24 months
	Min CS for PMOS




(3)
On the 5th day of each month, a calculation is performed to determine which Marines that currently hold the rank of Private through Corporal will be eligible for promotion to the next rank based on the requirements listed in the table above.  



(4)
All ranks (E1-E4) must meet TIG and TIS requirements listed above.



(5)
For E3s and E4s, they must not only meet the minimum TIG and TIS requirements, but must have a cutting score equal to or greater than the “Established Cutting Score (CS)” for their Primary Military Occupational Specialty (PMOS).  The “Established Cutting Scores” for promotion to Corporal and Sergeant by PMOS is determined by HQMC manpower officials on a quarterly basis.  



(6)
For each E3 and E4, their cutting score is derived from a mathematical formula based on variety of training and personal data.  See Chapter 2 of the MARCORPROMAN for this formula.  The cutting score for an individual Marine is calculated by the schedule listed in the table below.  Cutting Scores are calculated four times per year and affect promotion eligibility for E3s and E4s for the three months shown in the table.

	Deadline for data input into Marine’s Record in MCTFS
	Date CS Calculated and posted in MCTFS
	Promotion Months

	15 December
	30 December
	Feb, Mar, Apr

	15 March
	31 March
	May, Jun, Jul 

	15 June
	30 June
	Aug, Sep, Oct

	15 September
	30 September
	Nov, Dec, Jan



b.
Promotion Recommendation.



(1)
After the promotion eligibility is determined on the 5th of the month, the officer with promotion authority (typically the RUC Unit Level Commanding Officer) must make a recommendation as to whether the eligible Marine should be promoted.  This recommendation must be inputted into MCTFS not later than the 15th of the month prior to the promotion month.



(2)
By default, all promotion eligible Marines are “Recommended For Promotion” in the MCTFS system.  Absent any action by the Promotion Authority, the Marine will be promoted automatically, unless an entry into MCTFS is made to “flag” the Marine’s record.  This “flag” can be made through several different data inputs.



(3)
Not Recommend (For 1 month).  If the promotion authority has determined the Marine should not be promoted in the upcoming month, a “Not Recommended” for promotion entry must be run by the 15th.  This “Not Recommended” will prevent the Marine form being promoted automatically during the next month.  This entry is only good for one month…the upcoming month.  



(4) Promotion Restriction (Multiple Months).  If promotion authority wants the “Not Recommended” to last more than 1 month, a promotion restriction data entry is required.  The following time periods for “Not Recommended” may be entered and the Marine will be flagged as “Not Recommended” for the time period indicated.  Again, this data entry must be made in MCTFS by the 15th of month prior to the upcoming month in which the promotion restriction must take place.  The time periods of: 1, 3, 6, 12, and 18 months are possible.  Once a promotion restriction entry is made, the Marine will not be promoted for the specified time period.  The promotion authority may also “lift” the promotion restriction at any time prior to the end of the specified time period.  In order to place a Marine on promotion restriction, certain conditions must be met as described in MARCORPROMAN.  



(5) Will Not Promote.  If the promotion authority fails to enter a “Not Recommended” or “Promotion Restriction” MCTFS data entry by the 15th of the month prior to the promotion, the Marine will be promoted automatically unless a “Will Not Promote” data entry is entered.  This data entry allows the promotion authority to “stop a promotion at the last minute.”  The “Will Not Promote” data entry action will only be valid if it is run during a very narrow window of dates and meets several conditions.  Typically, on the 27th or 28th of the month prior to promotion, the “Select Grade” Marines are determined in the system.  “Select Grades” are those Marines who will be promoted in the upcoming month…. i.e. the system found these Marines to be eligible, recommended for promotion, and, for E3s and E4S, possessed the “established cutting score.”  From the time the select grades are determined until about the 5th day of the promotion month (U&E cycle), the promotion authority may enter a “Will Not Promote”.  If the Marine in question was select grade and the “Will Not Promote” entry is made during this time window, the system will not promote him automatically.  Otherwise, if the Marine was not select grade or the data entry was made outside the date window (27th/28th – 5th), the data entry will fail. 


c.
Small Unit Leader Promotion Recommendations.  Typically the promotion authority does not make promotion recommendation decisions in isolation, but instead relies on recommendations of the small unit leaders in the chain of command between the subject Marine and the promotion authority.  Currently, these recommendations are manually routed among leaders in the chain of command between the 5th and 15th days of the month prior to the promotion month.  This manual routing is characterized by redundant data entry, a variety data formats, and chronic tardiness.  Additionally, the final recommendations by the promotion authority have to be manually routed to administrative clerks.  Then, these clerks manually enter all of the “Non-Recs”.  Typically, the clerks have a large volume of data to enter and a very short time to execute the entries – this typically is a source of error.   Sometimes, the recommendations do not get entered by the 15th and extraordinary measures have to be made to correct erroneous promotions or to affect a remedial promotion.

3.
Business Process Rules – Core Functions.    It is desired to automate the processes and business rules described above for the junior enlisted Marine monthly promotion recommendation process.  It should be noted that this task will not implement the “Promotion Restriction” functionality described above in this SCR.  In other words, this task will only implement the “1 Month” monthly “Recommended/Not Recommended process.  Promotion Restriction functionality will not be implemented in this SCR because of the complex requirements that must be met to place a marine on Promotion Restriction as detailed in the MARCORPROMAN.    This task will include the automation of:

· Automatic system actions to determine Promotion Eligible Marines. 
· Automatic messages to Small Unit Leaders of events and deadlines.

· Interfaces for Small Unit Leaders to input monthly promotion recommendations on promotion eligible Marines and view recommendations of other small unit leaders.

· Capability to “Route” Recommendations through a chain of command.

· Interface for the Promotion Authority to view recommendations of small unit leaders and take final action to “Recommend” or “Not Recommend” a Marine for promotion.   Result of this final action is a MCTFS update.

· The Promotion Authority will also be able to enact a “Will Not Promote” action.

· Promotion Restriction functionality will not be implemented.


a.
Promotion Recommendations Work Area.

(1)
Users with Promotion Recommendation task permissions shall be able to access an area in the web application where they may view data and take actions (as their permissions allow) for data related to promotion eligible Marines.  All other users without the promotion recommendation task permission shall not be able to access the work area.



(2)
The promotion recommendation work area will contain data on all junior enlisted Marines that are eligible for promotion to the next rank.  A user will only see data on Marines that are within that user’s unit scope. 

(3)
Generation of Promotion Eligibility List.  On or about the 5th day of each month, an automatic routine shall be run within the MOL data source to determine which junior Marines will be eligible for promotion in the upcoming month.  The routine shall encompass all factors pertaining to promotion eligibility, e.g. TIG, TIS, broken time, punitive reductions, etc.  This routine updates which Marines will have data records in the promotion work area.  In other words, at any instant in time, if a junior enlisted Marine is eligible for promotion in the upcoming month, their name appears in this work area.  On the 5th day of the month, the routine will add and delete Marines to list in the work area.  


(a)
Marines that were listed in the work area in the previous month and were promoted on the 1st of the month will be removed.  


(b)
Marines who were not eligible the previous month and were not listed in the work area, but are now calculated to be eligible, will be added to work area.  




(c)
Marines who are “mathematically” (By TIG, TIS, etc,) eligible promotion but are currently on promotion restriction will also be displayed along with the pertinent data related to the promotion restriction (# of months, Date Effective, etc.)

(4)
Following the automatic update of promotion eligible Marines, an automatic message will be transmitted to all Echelon 2/3 users within each RUC that have permissions for the Promotion Recommendation process. This message will inform these users that the promotion eligibility roster has been updated and promotion recommendations need to be made for the upcoming month.  They should also be reminded that the final recommendations are due no later than the 15th of the month.

(5)
The promotion recommendation work area will contain a list of all Marines within the user’s unit scope that is eligible for promotion.  The display of names should be grouped by Promotion Rank (Sgt - PFC).   Within each rank group, the list of Marines should be sorted by unit as applicable to the user’s unit scope.  

For example if a Battalion Commander were viewing the “Promote To Corporal’s List”, he/she would see all of the eligible Lance Corporals grouped by Company, within each company, they would be grouped by platoon, and finally within each platoon they would be grouped by work section.  If a platoon commander was viewing the same list, he/she would see only data for the platoon and they would be sorted/grouped by Work Section.

(6) The following data fields for each individual promotion eligible Marine will be presented.  These fields are READ-only and are populated/calculated from the data source. 

· Current Rank

· Full Name (Lname, Fname, MI)

· SSN

· Unit (RUC, Co, Plt, & Work Section) in Plain English

· Date of Rank (DOR)

· End of Active Service (EAS)

· PMOS

· TIG

· TIS

· Duty Status

· Links to individual Marine standard reports

· Current MCTFS Promotion Recommendation Values

· Current MCTFS Promotion Restriction Values/Time Period/Date Effective (if any)



(7)
For each Marine listed, provide links to the individual Marine standard reports (BIR, BTR, Awards, Military Education & MCIs, Off Duty Education) that when activated would display that report with the subject Marines data.  These links help small unit leaders to review the subject Marine’s record.  The display of these reports should not cause the loss of any work the user had completed in the promotion recommendation work area (but had not yet committed/sent). 



(8) The System will track/display the following data for actions taken by Active Reviewers and the Approver.

· Rank of Active Reviewer – auto-populated from data source and non-editable.

· Full Name of Active Reviewer – auto-populated from data source and non-editable.

· Billet –auto-populated from the MCTFS/ODSE Billet Description data field. See Appendix 13 – Misc. BCP-1 Tasks regarding the Billet Description data field. 

· Recommendation - drop down list (Recommended, Not Recommended).

· Promotion Month/Year – automatically calculated on the 5th of the month (the next month.  This field is not editable and ensures the user understands which promotion month and year for which the recommendation is being made.

· Date of Recommendation (Auto-populated when user makes recommendation; commits record to data source)

· Comments – free form text area.



(9) Active Reviewers may enter their recommendations for promotions on the Marines within their scope at any time regardless of the actions or inactions of other Active Reviewers.  

For example, a company commander could enter his recommendations even if the platoon commanders have yet to enter (update) their recommendations during a particular month.  



(10) If an Active Reviewer has never entered data for a recommendation for particular subject Marine or if the subject Marine is appearing on the eligibility list for the first time, the system will recognize this state and create a record by which the Active Reviewer may enter data.  Otherwise, the Active Reviewer will see their previous recommendation can edit it or reconfirm it.



(11) When an Active Reviewer makes a recommendation and commits the data to the data source, the recommendation updates/overwrites any previously stored recommendation and is date stamped with client machine’s date.



(12) Active Reviewers may enter data about a recommendation for a single promotion eligible Marine, any combination/number of Marines, or all of the Marines.  The user may make these edits and then select the records to commit to the data source.  By selecting all Marine records in their unit scope and committing the data to the data source, all recommendation dates are date stamped with the client machine’s date and the entire unit for that user’s unit scope is “up-to-date.”  It should be noted however, that a “new” Marine may join the unit after this action and then the “whole unit” is not update to date!



(13) Active Reviewers may edit/change their recommendations at any time and as many times as they desire.  


(14) The data record(s) for promotion recommendations made by an individual Active Reviewer will not be deleted from the data source when that user loses permissions for this task.  The loss of permissions could be caused by a variety of reasons – user was transferred, change of command, manual edit of permission by higher authority, etc.  The recommendation made the user was valid at the time the recommendation was made.  Just because the user “lost” the permissions after making the recommendation does not invalid the recommendation.  As with other tasks the data related to actions taken by Echelon 2 users it bound to the subject Marine and therefore should still be visible to the chain of command after that user is no longer part of the chain of command.



(15) If a junior Marine is transferred (change in RUC value due to PCS or PCA) while a promotion recommendation is “in process” the losing chain of command will be able to complete their transaction (commit Promotion Authority’s final recommendation to MCTFS) even after the Marine has detached (RUC value changed).  Once the transaction is completed, the losing command will no longer have visibility of the Marine.   The gaining unit shall not see the past recommendations made by the chain of command of the losing unit.  The gaining command will see an “empty shell” in terms of promotion recommendations data when they first access the promotion recommendation work area and see the new Marine listed.



(16) Marines on Promotion Restriction will be depicted in the monthly promotion recommendation (eligibility list) work area, but no mechanism will be available to make recommendations.

b.
Routing Functionality.



(1) When an active reviewer commits his/her recommendations to the data source, they will be prompted to “send” them to another user.  They must select one and only one Active Reviewer or the Approver from a pre-populated drop-down list.  The action of “sending the recommendations” to another user will simply be a message to that user notifying them that they have completed inputting their recommendations.  This message will appear as a pending task in the receiving user’s pending task area.



(2)
Because it is possible for an Active Reviewer to edit and commit promotion recommendations for one Marine or several Marines (but not all Marines) within their scope at any particular time, it will be up to that Active Reviewer to inform their superior as to when recommendations for all the Marines within the Sending user’s unit scope have been updated. 



(3)
 An Active Reviewer may select any number (0-Many) Passive Reviewers to receive a CC: of the “send” message.



(4) At any time, any individual Echelon 2/3 user with Active Reviewer permissions for this task will be able to view the recommendations made by all the other Active Reviewers regardless of their relative position in the chain of command.  They will also be able view the data pertaining to the actions taken by the user with approval authority for the promotion recommendation task (the promotion authority).  



(5) All Passive reviewers may view the promotions recommendations area within their unit scope, but they will not have mechanisms to input recommendations.  They will be able to view all the recommendations made by the active reviewers and the final action data taken by the user with Approval permissions (RUC Level Commanding Officer with Promotion Authority).



(6)
Users may not edit/alter the recommendation data inputted by other users.



(7)
The Marines who are the subject of the promotion recommendations shall not have access to the promotion recommendation work area unless they have been granted Echelon 2 permissions for this task with unit scope that encompasses them selves.  For example, a Squad Leader who is a Corporal would need unit scope of his squad for the Promotion Recommendations task and thus would be able to view the recommendations made on him since he is a member of the squad.  This situation is allowed.  The intent is that recommendations made by small unit leaders are private and it will be up those small unit leaders to personally counsel the subject Marines.    



(8)
See Appendix –2 Workflow for a detailed description of routing functionality.  


c.
Finalizing Promotion Recommendations & MCTFS Transactions.



(1)
 The RUC Level Unit Commander (Commanding Officer) is the single “Promotion Authority” for junior enlisted Marines.  As such and by regulation, only this individual user may “finalize” monthly promotion recommendations.  Therefore, only this user may possess the Approval permission for the Promotion recommendation task.  



(2)
 When the RUC Level Unit Commander is unavailable to perform the required actions in a timely manner, a user with the “Acting” role must be activated for this task in order for that user to perform the “finalize” actions.  See Appendix 2 – Workflow for details on the RUC Level Commander permissions and the “Acting” role.



(3)
The RUC Level Unit Commander will be provided with the same functionality as described above for Active Reviewers, but will have additional mechanisms provided so that he/she may “finalize” the promotion recommendations and conduct other special promotion related actions.



(4)
 The act of “finalizing” the promotion recommendation(s) for junior Marines will be when the RUC Level Unit Commander makes his/her recommendation for the Marine and commits that recommendation to a MCTFS transaction.



(5)
The RUC Level Unit Commander will have the same input mechanisms as the Active Reviewers, however when he/she “commits” their recommendations it results in a MCTFS transaction.



(6)
MCTFS transactions for promotion recommendations. 




(a)
If the Promotion Recommendation MCTFS data field for an individual Marine already contains “Recommended” and the RUC Level Unit Commander is committing a “Recommended” for the current month, no MCTFS transaction is necessary.




(b)
If the RUC Level Unit Commander is making a 1-month “Not Recommend” commit, then a “Not Recommended” MCTFS transaction is generated.



(7)
Will Not Promote Functionality.  The RUC Level Unit Commander will have a mechanism to generate a “Will Not Promote” MCTFS transaction on any Marine listed in the Promotion Recommendation Work Area.  Logic will prevent the RUC Level Unit Commander from generating this mechanism if the subject Marine is not select grade for the promotion month or if the mechanism is activated outside the allowed date window.  Provide a message to the RUC Level Unit Commander when the “Will Not Promote” function is not allowed and the reason.  Provide a message to the RUC Level Unit Commander when the “Will Not Promote” function results in a successful MCTFS transaction.



(8)
All data pertaining to the actions taken by the RUC Level Unit Commander will be visible to all Active Reviewers, Passive Reviewers, and Viewers in the Promotion Recommendations Work Area once the recommendations have been “finalized.”   


d.
Other Functions.



(1)
Functionality when subject Marine is TAD or FAP.  See Appendix 6 – Unit Management & Reports Process.  




(a)
If a Marine has been joined as FAP, the FAP command will have the responsibility to conduct the promotion recommendation and the parent command will not be allowed to input recommendations.  




(b)
If a Marine is TAD less than 30 days (duty status at Present RUC is “TAD less than 30 days”), then the temporary command shall not “see” the Marine in their promotion recommendations work area and thus will not input promotion recommendations.




(c)
If a Marine is TAD Excess (duty status at Present RUC is “TAD 30 days or more”), then the temporary command shall “see” the Marine in their promotion recommendations work area and thus will be able to input promotion recommendations.



(2)
The system will send a message to all Active Reviewers and the Approver (RUC Level Unit Commander) on the 13th day informing them they have two days in which to complete updates to promotion recommendations.


(3)
Group Select/Copy Recommendations. Any User with Active Reviewer or Approver Permissions may activate a mechanism that selects all of the recommendations made by another user to pre-populate their own recommendations.  It desired that the default behavior of this function is that the recommendations of the highest ranked (Sgt, GySgt, 1stLt, etc.) user with largest unit scope be used…i.e. their direct subordinate’s recommendations.  Once the recommendation data is “copied,” the user may then edit individual recommendations.  This mechanism will allow higher-level leaders to quickly edit and commit recommendations on larger groups of promotion recommendations.



(4)
It shall be possible for any user to print the final promotion recommendations data made by the Promotion Authority.  There should be no Web Application architecture (navigation menu items, banners, etc. along the edge of report…just the data in the target frame).     



(5)
Users with unit scope greater than Work Section will be able to sort and filter the data records in the promotion recommendation work area by any of the available fields.

For example a Battalion Commander may filter his Battalion’s “To Corporal List” so that he only views a single Company.   Or may want to view only the “Not Recommended” Marines. 



(6)
RUC Select Grade Report.  Provide a READ-only report of the monthly select grades.  This report is “refreshed” every month in and around the 28th of the month when the select grade Marines are determined in the system.   




(a)
Users with View permissions for the Promotion Recommendation task will be able to view this list.  




(b)
This report should depict all select grade Marines that are members of the RUC.  In other words, the select grade report is fixed at the RUC level regardless of the unit scope of permissions of the Echelon 2 or higher user.




(c)
This RUC Select Grade report shall be “Clean Print” printable.




(d)
Send an automated message to all Echelon 2/3 users with permissions for the Promotion recommendations task when the Select Grade Report has been refreshed with the upcoming month’s select grade Marines.  
     

4.
Policy Changes.  None.

5.
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6.
Default Permissions for Enlisted Promotions Recommendation Process.  As discussed in Appendix 2 – Workflow, there are a number of default permissions templates for the tasks contained in this SCR.  The following is the default permissions template for the roles listed in Appendix 2. 

	Role
	Unit Scope
	Grant
	Approve
	Active Reviewer
	Passive Reviewer
	View

	RUC Unit Commander
	RUC
	X
	X
	
	
	X

	RUC Unit Executive Office (XO)
	RUC
	X
	
	
	
	X

	RUC Unit Sgt Maj
	RUC
	X
	
	
	X
	X

	Company Level Commander 
	Co
	X
	
	X
	
	X

	Platoon Level Commander
	Plt
	X
	
	X
	
	X

	Work Section Level Leader
	Work Section
	
	
	X
	
	X

	Officer of the Day
	RUC
	
	
	
	
	


Note:  The RUC Unit Commander may not grant Approval or give grant for approval permissions to other users within the RUC.  The RUC Unit Commander may grant Active Reviewer permissions to users with the RUC.

7.
MCTFS Transactions Data.
	TTC
	SEQ
	Short Name
	Long Name

	191
	000
	NOT RECOMMENED FOR PROMOTION 
	Not Recommended for Promotion for 1 month for upcoming month.

	191
	001
	RECOMMENED FOR PROMOTION 
	Recommended for Promotion for 1 month for upcoming month.

	193
	000
	WILL NOT PROMOTE
	Will Not Promote.  Used to stop a promotion of a select grade Marine.  Will only be successful if run on a Marine who is designated as select grade (27th-28th of month prior to promotion month) and the next U&E cycle (Appx 5th day) of the promotion month. 


8.
Concerns.  None. 

9.
Justification.  None.
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