Appendix 4

Proficiency and Conduct Marks Process


1.
Concept Statement.  The purpose of this process is to streamline the Proficiency and Conduct (Pro/Cons) Marks recommendation and assignment process for all Marines of rank Corporal through Private.  This process will eliminate requirements for manual routing and tracking of printed rosters/lists via the chain of command.  Data will be electronically entered, certified, and archived with notification return to all echelons as appropriate.  Users will have the option to “save” and return to their data at anytime until marks are processed in MCTFS.  At anytime the approving authority may assign and certify Pro/Con marks without regard to small unit leader recommendations. 

2.
Business Process Rules – Core Functions.  The functionality described below are basic processes that enable any number of small unit leaders to create, route and view recommended Pro/Con marks on a single junior enlisted Marine or a group of junior enlisted Marines, as well as, allow a single authorized official to assign final Pro/Con marks that results in a MCTFS transaction.


a.
Creating and Routing of Pro/Con Marks.  



(1)
There are two roles in the Pro/Con process:  users that can only recommend Pros/Cons and users that are able to assign final Pro/Cons.  The role of recommenders will be associated with the Active Reviewer permission for the Pro/Cons task.  The role of final Pro/Cons assignment in MCTFS will be associated with the Approval permission for the Pro/Cons task.



(2)
There will be functionality to allow the following “routing” scenarios to occur.




(a)
Single User. A single user with Pro/Con Approval permissions may assign final Pro/Con Marks to any single junior enlisted Marine or group of junior enlisted Marines within that user’s unit scope and submit them for a MCTFS transaction.  Under this scenario, the user has received no recommended marks concerning the subject Marine(s) from other Echelon 2 or higher users. 




(b)
Multiple Users.  A single user with Active Reviewer permissions creates a record of data for recommended Pros/Cons marks/comments for any single junior enlisted Marine or group of junior enlisted Marines within that user’s unit scope and “sends” them to another Echelon 2 or higher user with equal or greater unit scope for action.  The next user “receives” the recommended marks/comments and reviews the recommendations.  This user then creates his/her own recommendations and comments and “sends” them to another Echelon 2 or higher or action.  This sequence of events can repeated many times until a single user with Approval permissions for Pros/Cons for the subject Marine(s) assigns the final marks for the marking occasion and commits those marks to a MCTFS transaction.  At this point, the routing chain ends.  As each user “receives” the Pro/Cons transaction from the previous user, the receiving user will be able to view all of the recommended marks and comments from all users that preceded him/her in the routing chain.  



(3)
Functionality must exist to prevent duplication data/effort in the Pro/Con process.  Recommended and/or assigned marks should be associated with the subject Marine’s (Marine receiving the Pro/Con Marks) data record in the MOL data source.  All users with Echelon 2 or higher Pro/Con permissions will have access to the data record of Pro/Cons currently “in process”/final assigned marks.  As any Echelon 2 or higher user within the subject Marine’s unit scope views the Pro/Con task work area, they will see all data pertaining to the marks submitted by other Echelon 2 or higher users.  Users with Passive Review or View permissions may only view the recommended/final marks.  Users with Active Reviewer or Approval permissions will be able to view the data inputted by the other users and can take action (make their own recommendations or make the final assignment) as their permissions allow.



(4)
When any user with Active Reviewer or Approval permissions wants to create their own marks for a Marine or group of Marines, they must be directed to the Pro/Cons work area and be notified to inspect any current “in process” marks or recently assigned marks for the subject Marine(s), to ensure no other Echelon or 2 or higher user has not already initiated the Pro/Con data record for the current marking occasion.



(5)
It will be possible for any Active Reviewer or Approver with authorized unit scope on the subject Marine(s) to “initiate” a Pro/Con record for a certain marking occasion.



(6)
Once a Pro/Con Marks data record for a specific marking occasion for a specific junior enlisted Marine has been created, it shall be possible for each/any Active Reviewer with appropriate unit scope to enter their recommended marks/comments regardless of the actions or inaction of other Echelon 2 or higher users.  In other words the small unit leaders with Active Reviewer permissions may enter their recommendations in any order/sequence.  Lastly, any user with Approval may “take” the data record at any time and assign the final marks even if some Active Reviewers in the unit scope have not entered their recommendations. 



(7)
As an Active Reviewer enters their recommended marks/comments, they are updated in the MOL data source and are available for viewing by all authorized users.  Once they are satisfied with their input, they will be able to actuate a mechanism that “sends” a notice(s) to an Active Reviewer or Approver signifying that their recommendations are available for viewing.  This notice will appear as a pending task for the recipient.  Once the receiver has read the notice, the notice is deleted form that user’s pending task list.  The notice will have a link to the Pro/Cons work area.  See Appendix 2 – Workflow for details regarding “Send” functionality. 


(8)
Once a user with Approval permissions assigns final marks, the Pro/Con data record for the subject Marine is “locked.”  All other users may then only view the record.  No other user may edit or create their recommendations.  The data record should reflect/notify these users of its locked status due to the fact that the marks have been committed to a MCTFS transaction.



(9)
Once an Active Reviewer has entered their recommendations and has “sent” them to another user, the sender may change their recommendations at any time prior to the marks being “finalized”/submitted for a MCTFS transaction.  When this user changes their recommendations, the date of the update will be reflected in the Pro/Con data record for the subject Marine.



(10) Passive Reviewers in the Pro/Con routing process will be “notified” via the mechanisms described in Appendix 2 – Workflow.


b.
Pro/Con Marks Task Work Area.



(1)
Marines listed in the work area will be listed in by unit -sorted first by Company, then by Platoon within Company, then by Work Section within Platoon, then by Last Name within work section.  The list should, at a minimum, display summary information with some type of expandable mechanism that shows/hides all of the recommendation data from all user that have made recommendations for the subject Marine.  Summary information should include:  

· Full Name 

· Rank

· Unit (Company, Platoon, and Work Section)

· Marking Occasion Type

· Marking Occasion Time Period

· Flag/info for when subject Marine is on Promotions Restriction 
· Flag/Info for when subject Marine is in a TAD Excess Status  
There are other data fields associated with each subject Marine’s Pro/Con data record.  See paragraphs below for a listing of these data fields. 



(2)
The recommendation data view in the Pro/Con work area should allow the user to sort and filter on any data field displayed.  For example, users may want to filter a view that has all Marines within a RUC to just a single company then further filter/sort that Company to display only those Marines who have recommended marks of 4.0 or less.



(3)
Active Reviewers and Approvers will have two options for viewing the Pro/Con data records on Marines and for taking action.  Passive Reviewers may also have access to this area, but will have no mechanisms for taking action.




a.
Individual Marine Pro/Con Record.  View summary data for the group of Marines specified and then activate a mechanism that allows them to view all recommendation data and enter their marks data/comments on a single Marine’s record.  The data (recommended marks/comments) from other users is READ-only.  The user will have input mechanism for their marks/comments.  




b.
Multiple Pro/Con Records.  Provide a grid/table/form where the data for the group of Marines specified is depicted.  All past recommend marks and the Rank/LastName of recommender is listed.  The data (recommended marks/comments) from other users is READ-only.  The user will have input mechanism for their marks/comments.  This functionality allows the user to view cumulative recommendations while they are making their marks.  It also allows the user to view the marks of unit as a whole, so, as they enter their marks, they are cognizant of the marks in relation to other Marines. 



(4) Creating the initial Pro/Con Marks Data Record.  When an Active Reviewer or Approver desires to create (for the first time) a data record for a specific Marine for a specific marking occasion, they will be provided a mechanism to create the record.  The user should be directed to the current “in process”/Recent transaction work area for Pro/Cons that they may review and ensure there is no preexisting Pro/Con data record for the marking occasion.  The Pro/Con data record will depict certain fields that are pre-populated from the MOL data source and will not be editable in the Pro/Con work area.

· SSN

· Name (Last Name, First Name, MI).

· Rank (Cpl, Pvt, etc).

· MOS (PMOS).

· Organization Name (RUC, Company, Platoon, Work Section) in plain English

· Expiration of Active Service (EAS)

· Expiration of Current Contract (ECC).

(5)
Input Data Fields.  Active Reviewers and Approvers may input data for certain data fields for the Pro/Cons data record for an individual junior enlisted Marine.  Drop-down information boxes and smart edits, where applicable, will be used to ensure appropriate marks are assigned and justified.  




(a)
Marking Occasion.  Drop down list of occasion in plain English (no codes).  See Annex A to this Appendix for list of occasions.




(b)
Proficiency Mark.  Bounded by 0.0 to 5.0.  Provide input error safeguards.  In these cases provide an alert message to user regarding the disallowed value and the cause for disallowance.  If the Pro mark inputted/selected is less than 3.0, provide an alert message to user than warns the user that they must provide justification comments and that any Pro mark below 3.0 for any reason other than NJP or Court Martial requires a mandatory Pg 11 Entry.  

(c) Conduct Mark.  Bounded by 0.0 to 5.0.  Provide input error safeguards.  In these cases provide an alert message to user regarding the disallowed value and the cause for disallowance.  If the Con mark inputted/selected is less than 4.0, provide an alert message to user than warns the user that they must provide justification comments and that any Con mark below 4.0 for any reason other than NJP or Court Martial requires a mandatory Pg 11 Entry.  




(d)
Date Marks Effective.  Provide a calendar-like mechanism to prevent user input error.  Display date format:  DD MMM YYYY as in 31 Jul 2003.

(d) Date marks inputted by this user.  Auto-generated from client system date when the user “saves” the data record.  Display date format:  DD MMM YYYY as in 31 Jul 2003.

(e) Rank and Full Name of user inputting the marks.  Auto-generated from MOL data source.

(f) Comments by user inputting the marks.




(g)
Status.  This data field reflects the status of the entire Pro/Con data record for the subject Marine, not just the individual recommender’s action.  Values shall be either “Working” or “Final”.
  The default value shall be auto-generated as “Working” when the Pro/Con data record is first created.  The data filed will be auto-generated to changes to “Final” when an approving official has finalized the marks and committed them to a MCTFS transaction.



(6)
While a user is working on an individual Marine’s marks, links will be provided to other pages/reports whereby they may review that data to aid them in inputting marks and comments.  See Appendix 10 – Standard and Ad Hoc Reports Process for details.  These links will include:

· Basic Training Record

· Basic Individual Record
· Composite Score Worksheet Data
· Pro/Con History of Subject Marine
· Education Record

· Legal Remarks Record (Confinement, Punitive actions)
· Record of Service

· Weight Control/Military Appearance Record
· Awards Record

(7)
Links to Pro/Con Guidelines.  Capability to review the standard guidelines for awarding proficiency and conduct marks via drop-down menus (See Annex A of this document for specific guidelines). 



(8)
Save & Review Capability.  The small unit leader will be able to “save” any work completed and then return at a later time to review, append, change, or delete information up until the marks are finalized by user with Approval permissions.  


(9) Send/Routing Functionality.  This function allows the user to notify other users in the chain of command than they have inputted their recommendations and are ready for their review/action.  When “routing”, the user will be presented with a mechanism that implements the features for routing described in Appendix 2 – Workflow.  



(10)
Any user should be able to select the recommended marks from another user to auto-populate their marking inputs.  The desired capability is to pre-populate the current user’s marks input area with their direct subordinate’s recommendations.  This will aid users that are higher up in the chain of command who have a large quantity of marks to input.  By “copying” their subordinate’s recommendations they may then edit the few marks of interest and “accept” all others.


c.
Final Assignment of Pro/Con Marks.




(1)
Once a user with Approval Permissions enters his/her marks and “Finalizes” the marks, these marks will be the Pro/Con Marks assigned to the subject Marine and a MCTFS transaction will be initiated to record them in MCTFS.



(2)
Once marks have been finalized and a MCTFS transaction has been initiated, no user shall be able to edit/alter the pro/cons data for the subject Marine for this occasion.



(3)
No mechanism will be provided to correct Pro/Con data that has been updated in MCTFS.  Users must contact their administrative unit to make any correction to erroneous MCTFS data.



(4)
Following the transaction in MCTFS, an update to the status (success or failure) of the transaction will be associated with the Pro/Con data record.  If the MCTFS transaction failed, there will be a plain English notice for the cause of the failure.   



(5) The final Pro/Cons marks assigned in MCTFS will be available for viewing via MOL once they have posted to MCTFS.



(6) Once marks have been finalized and a MCTFS transaction has been initiated, all Echelon 2/3 users with Approval, Active Reviewer, Passive Reviewer, and View permissions will receive a notice via MOL that the marks have been finalized.  The final Pro/Cons will be available for viewing via MOL once they have posted to MCTFS.


d.
Other Pro/Cons Process Functions.



(1) Users with Echelon 2 or higher permissions for Pros/Cons will be notified by Broadcast message via MOL for Annual and Semi-Annual Periods.  This message should be broadcasted automatically 45 days prior to the annual marking period for Reserves (31 December) or semi-annual marking periods for Active Duty (31 January and 31 July).


(2) Time-To-Live.




(a)
The Pro/Con data record associated with each individual Marine for a specific marking occasion used in the recommendation/assignment process will be deleted after 90 calendar days from date the record was first created, regardless of whether the marks were finalized and reported to MCTFS or not. 




(b) Provide a mechanism to extend the time to live.



(3)
Final Pro/Con Marks Roster.  Provide the capability to print a report that contains a group of Marines and their final marks assigned.  The group of Marines may be specified by unit (RUC, Company, Platoon, or Work Section).  Users may only view (produce report) data on Marines within their unit scope.  There should be no Web Application architecture (navigation menu items, banners, etc. along the edge of report…just the data in the target frame).  



(4)
The user shall be able to print a report that lists all the recommended marks associated with a single Marine or group of Marines.

3.
Default Permissions for Pro/Con Process.  As discussed in Appendix 2 – Workflow, there are a number of default permissions templates for the task 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
	
	
	X

	RUC Unit Sgt Maj
	RUC
	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
	
	
	
	
	


4.
Policy Changes.  None

5.
References.

MCO P1070.12K 

MARINE CORPS INDIVIDUAL RECORDS ADMINISTRATION MANUAL

MCO P1080.40 

MCTFSPRIM

6.
MCTFS Transactions Data.

	TTC
	SEQ
	Short Name
	Long Name

	335
	000
	Pro/Con Marks
	Proficiency/Conduct Marks (Pro/Con)


7.
Concerns.  None.

8.
Justification.  None

9.
Authors.

Major Steven A Simmons

CWO4 James Miller

CWO3 Valynn Kuhns

1.
Information.  The guidelines from the Individual Records Administration Manual (IRAM) are described in this annex.  These guidelines should be available on line in the MOL application where any user may view them.   

2.
Conduct Markings   

a. In addition to observance of the letter of law and regulations, conduct includes conformance to accepted usage and custom, and positive contributions to unit and Corps. General bearing, attitude, interest, reliability, courtesy, cooperation, obedience, adaptability, influence on others, moral fitness, physical fitness as effected by clean and temperate habits, and participation in unit activities not related directly to unit mission, are all factors of conduct and should be considered in evaluating the Marine.  The mark assigned, after consideration of these qualities and, if necessary, consultation with the small unit leaders, officer or senior noncommissioned officer who supervises the Marine’s performance of duty, should represent a fair objective evaluation of the Marine’s conduct for the marking period.  Assignment to the weight control program is another factor which should be considered when assigning conduct marks.

b. In addition to the standards listed in the table below, the following general guidance applies to the assignment of conduct marks to Marines upon successful completion of recruit training:




(1)
Generally, a recruit will receive a conduct mark in the 4.0- 4.4 range. As an example, an average recruit would receive a conduct mark of 4.2. A recruit receiving non-judicial punishment (NJP) will normally be assigned a conduct mark below 4.0.




(2)
Recruits who receive a meritorious promotion, or are of meritorious promotion caliber for their efforts in recruit training, will receive a conduct mark in the 4.5-4.8 range.




(3)
A recruit who is selected as a platoon or series honor graduate will receive a conduct mark in the 4.9-5.0 range.

c.
Use the following general guidance and standards in assigning conduct marks; however, full discretion is left to commanders in assigning marks outside these standards for good and sufficient reasons.  Base assignment of marks subsequent to the assignment of reduction marks for a punitive reduction upon the Marine’s conduct in the current grade.  Do not consider the NJP that awarded the reduction during this marking period. Document the assignment of a conduct mark below 4.0 for any reason other than court-martial or NJP (where no reduction was awarded) by a page 11entry.

	Mark
	Corresponding Adjective Rating
	Standards of Conduct

	0.0 to 1.9
	Unsatisfactory
	Habitual offender.

Conviction by general, special, or more than one summary court-martial. 

Give a mark of "0" upon declaration of desertion.

Ordered to confinement pursuant to sentence of court-martial.

Two or more punitive reductions in grade.

	2.0 to 2.9
	Poor
	No special court-martial.

Not more than one summary court-martial.

Not more than two non-judicial punishments.

Punitive reduction in grade.

	3.0 to 3.09 
	Fair
	No court martial.

Not more than one non-judicial punishment.

No favorable impression of the qualities listed in paragraph 4007.5a of the IRAM

Failure to make satisfactory progress while assigned to the weight control or military appearance program.

Conduct such as not to impair appreciably one’s usefulness or the efficiency of the command, but conduct not sufficient to 

merit an honorable discharge.

	4.0 to 4.4
	Good
	No offences.

No unfavorable impression as to attitude, interests, cooperation, obedience, after-effects of intemperance, courtesy and consideration, and observance of regulations. 

	4.5 to 4.8
	Excellent
	No offenses.

Positive favorable impressions of the qualities listed in paragraph 4007.6a of the IRAM.  Demonstrates reliability, good influence, 

sobriety, obedience, and industry.

	4.9 to 5.0
	Outstanding
	No offences.

Exhibits to an outstanding degree the qualities listed in paragraph 4007.6a of the IRAM.  Observes spirit as well as letter of orders and regulations. Demonstrates positive effect on others by example and persuasion.


3.
Duty Proficiency Marks


a.
In assigning duty proficiency marks, use a scale of zero to five.  The mark should indicate how well a Marine performed the primary duty during the marking period. In addition to technical skills and specialized knowledge, relating to duty proficiency marks, the "whole Marine concept" must be considered. Such attributes as mission accomplishment, leadership, intellect and wisdom, individual character, physical fitness, personal appearance, and completion of professional military education, Marine Corps Institute courses, and off duty education should also be evaluated and incorporated into the duty proficiency mark. Due allowance should be made when a Marine is filling a billet inconsistent with the Marine’s grade. The commander should consult with the small unit leader, officer or senior noncommissioned officer who supervises the Marine’s performance of duty prior to assigning duty proficiency marks.


b.
In addition to the standards listed in the table below, the following guidance applies to assignment of duty proficiency marks to Marines upon successful completion of recruit training based on a level of performance achieved in the areas of marksmanship, water survival, close order drill, physical fitness, academic tests, and inspections.

(1) The majority of duty proficiency marks will be in the 4.0-4.4 range. As an example, an average recruit would receive a duty proficiency mark of 4.2.

(2) Recruits who receive a meritorious promotion, or are of meritorious promotion caliber for efforts in recruit training will receive a duty proficiency mark in the 4.5-4.8 range.

(3) A recruit who is selected as a platoon or series honor graduate will receive a duty proficiency mark in the 4.9-5.0 range.


c. Use the following guidance and standards in assigning duty proficiency marks; however, full discretion is left to commanders in assigning marks outside these standards for good and sufficient reasons.  Document a duty proficiency mark below 3.0 by a brief page 11 entry.

	Mark
	Corresponding Adjective Rating
	Standards of Conduct

	0.0 to 1.9
	Unsatisfactory
	Does unacceptable work in most duties, generally undependable; needs considerable assistance and close supervision on even the simplest assignment. 

	2.0 to 2.9
	Poor
	Does acceptable work in some of the duties but cannot be depended upon.  Needs assistance and close supervision on all but the simplest assignments.

	3.0 to 3.09 
	Fair
	Handles routine matters acceptably but needs close supervision when performing duties not of a routine nature.

	4.0 to 4.4
	Good
	Can be depended upon to discharge regular duties thoroughly and competently but usually needs assistance in dealing with problems not of a routine nature.

	4.5 to 4.8
	Excellent
	Does excellent work in all regular duties, but needs assistance in dealing with extremely difficult or unusual assignments.

	4.9 to 5.0
	Outstanding
	Does superior work in all duties. Even extremely difficult or unusual assignments can be given with full confidence that they will be handled in a thoroughly competent manner.


4.
Marking Occasions.   The following list contains the current list of valid marking occasions for Pro/con Marks. 

Transfer 

Assignment to Active Duty (Reserve)

Assignment to Involuntary Active Duty (Reserve)

Release from Active Duty

Release from EAD, AR, etc. (Reserve)

Completion of Initial Skill Training

Completion of recruit training

Temporary Disability Retired List (TDRL) 

Discharge 

Promotion to Corporal or Sergeant 

Reduction 

Declared Deserter (first day of UA period) 

Last Day Prior to Declaring Deserter 

To TAD

TAD Complete

Change of Primary Duty

Service School Completion

Semiannual

Annual 

Completion of Annual Training 

Recommended (See MCO Pl400.32.)

ADSW (Active Duty Special Work) 
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