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STUDENT OUTLINE








EDUCATIONAL OBJECTIVE:  The student will identify the Marine Corps Enlisted Career Force Controls (ECFC).








OUTLINE





1.	ENLISTED CAREER FORCE CONTROLS.  It is imperative that all Marines who plan a career in the Marine Corps understand the ECFC's.  It is even more important that the leadership understands and supports those controls.  Much of the correspondence the Commandant of the Marine Corps receives from his Marines (Marine Mail) involves the ECFC's and the lack of understanding of those controls.  The ECFC policies are primarily effected by the following orders:





		MCO P1040.31G 		Enlisted Career Planning Manual





		MCO 1300.8R 			Marine Corps Personnel Assignment Policy





		MCO P1400.32B 		Marine Corps Promotion Manual, Enlisted Promotions





		MCO P1900.16D 		Marine Corps Separation and Retirement Manual





		MCO P1200.7P 			Military Occupational Specialties (MOS) Manual





These orders are interdependent and must at times be cross referenced when encountering a situation not specifically covered by one order.  Additionally, ALMARS that also effect or further explain the ECFC's are routinely issued.  All Marines, especially the enlisted leadership, must read and analyze those ALMARS as well as the Orders highlighted above to stay abreast of our ECFC policies.





	a.	ECFC's exist for a variety of reasons but primarily they exist to ensure we have the right Marines in the right billets and they in turn have the necessary experience to get the job done.





	b.	The ETHOS of our Corps is rooted in our being an Expeditionary Force.  We are routinely the most forward deployed, we operate "Forward from the Sea, we "Fight on the Littorals" and we are required to be "Most ready when our Nation is Least Ready".  Maintaining our expeditionary nature is physically and mentally demanding and requires great personal and family sacrifice.  We recruit, train, equip, and provide for our Marines based on our being expeditionary and whether a first term Marine or one with 20 YOS those demands made on us and our families remain constant.  It's not for everyone to make a career of but those who do, or want to, must understand our ECFC's and why we have them; for we expect the requirements placed on the Corps of the future to be as considerable as they have been in the past and we must continue to be ready to meet those challenges.  The aforementioned sacrifices will remain constant.





	c.	To sustain our ethos, Marines must maintain their competitive spirit from the day they stand on the yellow footprints until they leave the Corps.  We make Marines, we WIN our Nation's battles and when a Marine leaves the Corps we expect him or her to return to society a better citizen for having served with us.  Understanding the ECFC's and strict adherence to them ensures that "spirit" is maintained.





	d.	Career Force Marines.  Of the approximately 22 - 27 thousand Marines who can exit the Corps every year, upon completion of their first term, about 6 - 8 thousand ask to enter the career force (re-enlist).  To re-enlist for the first time there must be a need for that Marine in his/her MOS and that need is called a "BOAT SPACE."  We've recently averaged about 4,000 - 4,500 boat spaces per year.  The First Term Alignment Plan (FTAP), which announces and controls the fiscal year's boat spaces, is our most basic force control and it doesn't permit all who want to re-enlist (enter the career force) to do so.  Occasionally, superior first term Marines are denied re-enlistment because there are no "boat spaces" in their MOS.  If those Marines are otherwise qualified, they may be able to lateral move into an MOS where there are unfilled "Boat Spaces".  First term Marines who think they will want to re-enlist at EAS should prepare themselves early on for the possibility of having to make a lateral move.  That includes retaking the Armed Forces Classification Test (AFCT) to increase the "EL" score in particular and the "GT" score in general.  Equally important is that we ensure all Marines who can re-enlist but elect to leave the Corps understand that reentry at a later time is not likely.  Regardless, if they leave under honorable conditions, counsel them to at least look into joining the local reserve unit.





	e.	Service Limitations.  Once Marines enter the career force, they never again have to compete for Boat Spaces, however, their continuation in service depends on timely promotion to the next higher grade.  Not achieving a certain grade by an established time (service limit per grade) will, in all probability, require separation or retirement if qualified.  Service limits by grade are:





		w	8 years for Corporal





		w	13 years for-Sergeant (or EAS if 2P)





		w	20 years for Staff Sergeant





		w	22 years for Gunnery Sergeant (or EAS if 2P providing the Marine has 20 total YOS)





		w	27 years for Master Sergeant/First Sergeant (or EAS if 2P providing the Marine has 22 total YOS)





		w	30 years for Master Gunnery Sergeant/Sergeant Major





		w	The age of 55 is also established as a service limit providing the Marine meets the minimum time required for retirement eligibility.





	f.	Service Limits are not automatic.  Service limits can be waived for the good of the service and in the case of hardship for short periods but such waivers are exceptions and not the norm. Additionally, serving to the maximum service limits will not be allowed for Marines who fail to maintain comparable records with their peers in their MOS in the areas of professional and technical competence nor will Marines in grades of Sergeant through First Sergeant be allowed to serve to maximum service limits if they are passed over for promotion two or more times (2P). All Marines of every grade at any tenure of service must maintain the minimum acceptable standards of professional and technical competence, and while maintaining the minimum standards will permit Marines to serve to EAS, promotion and further retention isn't likely.  Marines who only perform to minimum standards aren't necessarily "bad" Marines, however, they aren't competitive with their peers and the higher the rank one competes for the more keen the competition becomes.





	g.	Standards.  Marines of all grades and tenure of service must understand the competitive nature of our system.  One competes for promotion and retention with his or her peers in his or her MOS.  Marines don't compete with our system but rather with one another within our system and the quality of the enlisted career force is maintained by that competitive process.  Timely promotion supports retention and being qualified and approved for retention at least implies a competitive record for promotion, but is not a guarantee.





	h.	Promotion to Corporal through Sergeant Major is by primary MOS or, in some cases, an Intended primary MOS (IMOS) and the need to promote (allocations) within that MOS.  For Marines who get promoted in an IMOS and fail to gain that MOS, administrative reduction is mandatory and automatic.  Board action in those cases is not required.





	i.	Promotion Zones.  Marines competing for promotion to the SNCO grades compete in one of three zones: the Below-Zone, the In-Zone and the Above-Zone.  The above-zone contains those Marines who have failed selection for promotion.  Because of the tough competition, and limited allocations, outstanding Marines may fail selection for promotion, so anyone who has the time remaining on a contract to be considered a second or more times should never give up; for every board selects Marines from the Above-Zone.  Additionally, our promotion process does forgive Marines who have made mistakes.  Remember, the competition is with one's peers, so if Marines are not selected, it's because their peers had overall superior records and therefore beat them out for promotion:  Not because a mistake was "Unforgiven by the Corps," or that the "System failed them."  There is no zero defect policy in the Marine Corps!





	j.	Preparing for the Promotion Board.  Marines and their commanders must understand the responsibility of ensuring those records that will be reviewed at Headquarters Marine Corps by the board membership is up to date and accurate.  Marines who fail selection often learn their records were not complete.  An incomplete record is not, within itself, grounds for remedial promotion consideration.  The exception is MCI course completion.  A review of the Official Military Personnel File and Master Brief Sheet in advance of being in-zone is imperative.  This must be a joint effort on the part of the Marine and the command.  Marines can also call the Headquarters Marine Corps Career Counselors for advice before being considered for promotion as well as after having failed selection.  Be proactive and call before the board convenes.





	k.	Not Selected.  It must be understood that no one can truly tell Marines why they failed selection.  Leaders and counselors can evaluate a Marine's record and provide an assumption of why non-selection resulted but that is all.  It comes down to the fact that the Marine was beat out by his or her peers.  





	l.	Promotion Board.  The board membership consists of 18 Marines of various ranks, ethnic and occupational backgrounds and they vote in secrecy basing their decision on the quality of the Marine's record.  This process is a proven one that works correctly, fairly and equally for all Marines without regard to race or gender.





	m.	Determining the Zones.  Because our system is competitive, more Marines must be considered for promotion than there are allocations to be filled.  The number of allocations are based on MOS needs and Marines are put in-zone depending on how fast or how slow the MOS is promoting.  In slow promoting MOS's, more Marines will be put in the "IN-ZONE" to give a greater number the opportunity to compete for promotion but doing so reduces the chances of being selected.  Marines in fast promoting MOS's will see fewer put "IN-ZONE" and, therefore, will see their opportunity for selection increase.  (Note: Where the quality is not sufficient, allocations will not be filled.)





	n.	The Level Playing Field.  We are striving to promote all Marines at or about the same tenure of service per grade but because of MOS needs that hasn't occurred.  In reality, a few MOS's are always going to promote faster than others.  While adherence to the ECFC's will, in the future, make it a more level field, it will never be perfect or perceived to be fair by everyone. That said, promotion by MOS is the right thing to do and is a force control we will maintain.





	o.	Managing the Force.  Managing the enlisted force structure isn't and never will be an exact science.  The Commandant and those who manage promotions, retention, separations and retirement want very much for every enlisted Marine in the grade of Sergeant through First Sergeant to get two opportunities to compete for promotion before reaching service limits for their grade.  However, that isn't going to occur in every case.  For those who don't, and who are good Marines, there is a tendency to want to take them past service limits.  Frankly, this serves no good purpose and we must constantly remind ourselves that when we do this we only hold others back.  In short, we increase the stagnation of the others in the MOS and limit their opportunities for a future in our Corps.  Finally, it's not always possible to determine why a good Sergeant - First Sergeant is at service limits who has not been considered for promotion.  At first glance one thinks the Corps has been unfair but often after analyzing the case it is found that the COHORT the Marine started out with have competed for and have been selected for promotion.





	p.	Ineligible Marines.  Certain Marines are ineligible for promotion or promotion consideration.  Although not all inclusive, the following categories apply:





		(1)	Marines who have requested to retire.





		(2)	Marines with established RE-4 and 4B Codes (not recommended for reenlistment).





		(3)	Marines with established RE-3C or 3P Codes (substandard performance).





		(4)	Marines with RE-30 Codes (have refused orders or to extend to complete a 				deployment/obligate service for PCS, etc.).





Note:  Marines who have been ordered to medically separate from the Marine Corps who were rated at less than 30% disability and who have requested and have been approved to remain on active duty until acquiring 20 YOS for retirement purposes are also ineligible to compete for promotion.  This does not apply to Marines who are in a Temporary Limited Duty status, on Light Duty or going through a Physical Evaluation Board (PEB).  They do compete for promotion and, if selected will be promoted unless denied for reasons other than medical.





	q.	Conclusion.  There are no restrictions on how many can be selected from the in or above-zones, however, there is a limit of five percent that can be selected from the below-zone.





		(1)	The foregoing is a short version of the ECFC's and why we have them.  The Up or Out Policies that we employ ensures we maintain a viable force made up of aggressive, energetic thinkers and performers.  Again, our expeditionary nature and the associated hardships requires that all Marines be professionally and technically competent, physically fit and worldwide assignable.  Our core values of Courage, Honor and Commitment further requires Marines be exemplary role models.





		(2)	The goal is to manage the enlisted force in a manner that ensures all Marines share the same rewards and hardships; the Commandant has directed in his Planning Guidance that this goal be achieved.  The greatest rewards come from the satisfaction of doing a job right the first time, the increased responsibility that comes with a promotion and the continuation of service in a uniform and organization we believe in.  Conversely, the "indefinite continuation" in service of Marines who don't meet the minimum standards, who aren't competitive with their peers, who aren't available for worldwide assignment or repeatedly fail selection for promotion is not in the best interest of the Corps.





	r.	ECFC's as a Topic for PME.  I encourage you to use this paper for PME.  Ideally, it should be an annual topic of PME in the December - January time frame.  It is unsatisfactory for anyone with career expectations not to understand the controls we have and why we have them. In particular, the Enlisted Leadership, must support those controls and understand and teach them to those they lead.  While the enforcement of our ECFC's may seem unfair to a few, not to enforce them only prolongs the promotion and retention problems of the many.  Strict adherence to those controls ensures the highest quality Marines enter and continue to serve in the career force and that ensures we remain Ready, Relevant, and most of all, Capable.
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