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CHAPTER 1 ENLISTED EVALUATION SYSTEM 

A. General.  The Enlisted Evaluation System (EES) is designed to afford all Coast 

Guard active duty and reserve enlisted members with accurate, fair, objective and 

timely evaluations. To this end, the Service has made enlisted performance 

criteria as objective as possible, within the scope of jobs and tasks enlisted 

members perform. Strict and conscientious adherence to the specific wording of 

the performance standards is essential to realizing the purpose of this evaluation 

system. 

B. Purpose. Coast Guard policy outlines the purposes of the Enlisted Evaluation 

System. 

1. To set standards by which to evaluate the performance and behavior of all 

enlisted members. 

2. To inform enlisted members of the performance standards they will be 

measured against. 

3. To provide a means by which enlisted members can receive feedback on how 

well they are measuring up to the standards. 

4. To capture a valid, reliable assessment of enlisted members’ performance, so 

the Coast Guard may advance and assign members with a high degree of 

confidence. 

5. To provide critical information that may affect discharges, reenlistments, good 

conduct, advancement eligibility, and reductions in rate. The enlisted employee 

report (EER) is not only used to document a member’s past performance, but 

more importantly, to provide a road map for future improvement. 

C. Revised EES. A comprehensive communications and information campaign 

accompanied the 2018 revision to the Enlisted Evaluation System, punctuated by 

a release of new policy in the form of COMDTINST M1000.2B. Briefing and 

information materials remain available on the PSC-EPM CG Portal site 

(http://cglink.uscg.mil/bdf9a38f) and by request to the CG EES e-mail address: 

ARL-SMB-CGPSC-EPM-Evaluations@uscg.mil. The Master Chief Petty Officer 

of the Coast Guard (MCPOCG) and the Assistant Commandant for Human 

Resources (CG-1) championed the multi-year effort to (1) incorporate within the 

EES the Coast Guard Leadership Development framework, (2) provide better data 

for all organizational human resources processes and decisions, and (3) reduce 

workload by optimizing EER measurements. The improved system better serves 

the Coast Guard and its personnel as an effective expectations management tool 

(members), a performance management tool (supervisors), and talent management 

tool (organization). 

http://cglink.uscg.mil/bdf9a38f
mailto:ARL-SMB-CGPSC-EPM-Evaluations@uscg.mil
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1. Optimization of Competencies: The working group charged with revising the 

EES determined that the number of competencies in the EER for all paygrades 

could be reduced without losing value to any member of the rating chain 

(focusing on the evaluee) or the organization at large. This outcome 

contributed to the goal of reducing administrative workload on the workforce 

to allow proper focus on mission accomplishment. 

Paygrade 
Competencies in 

Previous EES 
Competencies in Revised 

EES 

E1-E3 19 9 

E4 25 13 

E5 25 13 

E6 25 13 

E7 25 15 

E8 25 15 

E9 25 15 

Table 1-1 Competency Allotment 

2. Revision of Competency/Standards Definitions. To achieve the above 

described reduction of competencies, each competency and performance 

standard underwent extensive scrutiny resulting in some competencies being 

revised, eliminated, and new competencies created to address redundancy, 

overlap or omission. This comprehensive revision highlights the need for the 

entire rating chain to review the competencies and definitions to ensure a 

thorough mastery of the requirements. Additionally, performance standards (2-

4-6) have also been adjusted. Evaluees and rating chains should notice that 

competencies and competency definitions change in many cases from paygrade 

to paygrade, as do evaluation standards. Necessarily, expectations increase as 

members advance in the organization, and the revised EES addresses this by 

establishing steadily increasing standards of performance. 

3. Standards for Narratives/Comments: Comments are now required, but space is 

constrained to specific character counts for EER marks of 1, 2, 3 and 7 and for 

the new Future Potential block. Rating chains must use concise language and 

focus only on required comments, and understand that white space is not 

considered negative in the EES. Comments are also required for 

recommendations for advancement of “Not Ready” and “Not Recommended,” 

and for unsatisfactory conduct marks; however, space is not limited for these 

comments, thus it is expected for narratives to be comprehensive and detailed, 

providing full explanations. It is imperative for rating chains to provide 

sufficient information in all comment blocks for the evaluee and for the HR 

system to understand the reasoning for a particular mark, without depending 

upon other documentation in any record system to overcome lack of detail in 

the EER. 
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4. Future Potential. The new Future Potential block affords rating chains the 

opportunity to comment on a member’s potential to serve in positions of 

increasing responsibility in the current paygrade or in the future, focusing on a 

reasonable horizon of service (suggesting that an E-4 has potential to serve as 

MCPOCG is likely not useful; however, commenting that they can serve in a 

special assignment would be). As mentioned, concise language is preferred, 

with white space acceptable and preferred over stretched language with less 

impact. The Future Potential block will not in all cases replace the necessity of 

command endorsements or e-resume narratives, however it will establish in 

matters of official record an enlisted member’s consistent potential to serve in 

areas of interest and increasing responsibility. 

5. Advancement Recommendation. The revised EER includes a “3-button” 

recommendation for advancement, which allows rating chains to distinguish 

between members who are performing satisfactorily in their current paygrade 

but not ready for the next (“Not Ready”) with those members who are not 

satisfactorily performing in their current paygrade, and not recommended for 

the next (“Not Recommended). Members earning a mark of “Ready” must 

have satisfied advancement eligibility and qualification standards mandated by 

Commandant policy, with exceptions described in policy and this process 

guide. A primary consideration remains with the rating chain to determine if a 

member has demonstrated the potential to serve successfully in the next 

paygrade. Because of the addition of eligibility requirements, it is expected to 

be typical for an enlisted member to have several marks of “Not Ready” in 

their EER summary. Neither policy nor practice will dictate that fact alone as 

determinative in negative outcomes for any enlisted member. 

6. Performance Counseling. The EES revision has not changed existing policy on 

performance feedback or the already required EER member counseling report; 

however, the principles of effective feedback as a leadership responsibility 

apply: 

a. Effective and timely feedback is a critical component of successful 

performance evaluation and should be used in conjunction with establishing 

and managing goals. Evaluees need to know in a timely manner how they 

are performing, what they are doing well and where they can improve. This 

feedback can come from many different sources, including rating chain 

members. Ideally, evaluees should not be “surprised” with their EER at the 

end of period. The rating chain should ensure each evaluee receives regular 

feedback. While not required for enlisted personnel, formal mid-period 

counseling is a recommended leadership practice. 

b. Evaluees are responsible for managing their performance and requesting 

feedback, including mid-period counseling as desired from their rating 

chain. This responsibility entails determining job expectations, obtaining 

sufficient performance feedback from the Supervisor during the period, and 

using that information to meet or exceed standards. Evaluees should request 
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an appointment with the supervisor at the beginning and during each 

reporting period, if clarification of duties and areas of emphasis are needed. 

c. Evaluees who receive a mark of “Not Ready” or “Not Recommended” 

should be counseled on why they received this mark and what steps they 

need to take in order to receive a “ready” for advancement on a future EER. 

The required comments on the EER and associated counseling should 

provide a clear pathway for the evaluee, in order to best set them up for 

success. 

7. Enlisted Support Forms. This revision of the EES does not change previous 

policy’s mandate for supervisors to establish a method for the evaluee to 

provide input on their performance. As a prudent leadership practice, some 

form of communication from the evaluee to the rating can be beneficial: 

a. Provides the evaluee a means of bringing to the supervisor’s attention 

significant accomplishments or aspects of performance which occurred 

during the period. 

b. Provides a convenient place for the Supervisor to note significant 

accomplishments, shortcomings, behaviors, or qualities observed during the 

period for the rest of the rating chain. 

c. Serves as a vehicle for giving specific, constructive performance feedback. 

d. Assists the rating chain in preparing well-substantiated performance 

evaluations.  

e. If used, evaluees should provide performance input to their supervisor not 

later than 14 days before the end of the marking period. 

D. Nature of Objective Standards (Reference PSCINST M1611.1 series, 

Behaviorally Anchored Rating System (BARS)). 

1. The Coast Guard appraisal method for officers and enlisted members uses 

absolute standards. This means that evaluees are compared to a standard, over 

a set period of time, and their evaluation is independent of any other person in 

a work group and prior performance of a member in previous reporting 

periods. This process assesses member job traits and/or behaviors.  

2. The EER combines the benefits of narratives, critical incidents, and quantified 

ratings by anchoring a quantified scale with specific narrative examples of 

good/poor or effective/ineffective performance. 

3. The completion of an EER is a critical leadership responsibility. Inherent in 

this duty is the commitment of rating chains to ensure the integrity of the 

system by giving close attention to accurate marking, narrative assessment, and 

timely reporting. Marks “inflation”, the concern that the overall EES is 
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“skewed to the right” of a mark of “4”, falls to leadership to mitigate by 

consciously and consistently marking to objective standards. 

4. Factors that can distort evaluations in any system: 

a. Leniency Error - Every evaluator has their own value system that acts as a 

standard against which appraisals are made. Relative to the true or actual 

performance an individual exhibits, some evaluators mark high, while 

others mark low. The former is referred to as positive leniency error, and 

the latter as negative leniency error. If all individuals in an organization 

were appraised by the same person, there would be no problem. Any error 

factor would be applied equally to everyone. The difficulty arises when 

there are different raters with different leniency errors. Rating chain 

members are reminded to evaluate against the established service standards, 

with checks and balances in place including frequent validation by 

command cadre or others in leadership positions. 

b. Halo Error - The inflation of marks “halo effect” is a cognitive bias that 

causes people to overestimate their positive qualities and abilities and to 

underestimate their negative qualities, relative to others. The halo error or 

effect occurs when one is rated either extremely high or extremely low on 

all factors based on a rating of one or two factors.  

c. Low Appraiser Motivation - If the evaluator knows that a poor appraisal 

could significantly hurt the employee’s future, particularly opportunities for 

advancement or selection, the evaluator may be reluctant to give a realistic 

appraisal.  

d. Central Tendency - It is possible that regardless of whom the rating chain 

member evaluates and what traits are used, the pattern of evaluation remains 

the same. Sometimes the evaluator’s ability to appraise objectively and 

accurately has been impeded by a failure to use the extremes of the scale. 

Central tendency occurs when a rater refuses to use the two extremes. 

Raters prone to the central tendency error continually rate all employees as 

average. 

5. Marking Philosophy of EER Competencies (see Article 5.B.3 of this Manual) 

a. The rating chain must carefully evaluate the evaluee in each attribute to 

fairly judge the performance and character of the individual. There is no 

place for “welcome aboard” reports, “sweet send-offs” or other techniques 

that skew performance records to provide an advantage or disadvantage for 

an evaluee. 

b. Determine the mark on the scale that best reflects the performance and 

behavior of the evaluee during the evaluation period. A single event or 

action may be significant enough to support an unsatisfactory mark 

(particularly for an unscheduled EER for discipline/alcohol incidents). A 
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mark of “4” represents the expected standard of performance, while a mark 

of “7” should reflect a truly extraordinary level of performance observed. 
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CHAPTER 2 DEFINITIONS 

A. Rating Officials. The members who make up the “Rating Chain” and are 

responsible for evaluating the performance and behavior of the evaluee. 

1. Supervisor. The supervisor will be an officer, civilian, or enlisted member. 

a. Enlisted Supervisor. If enlisted, the supervisor must be at least one pay 

grade senior to the evaluee, except when a supervisor is also designated as 

an executive petty officer (E-6 and above). 

b. Civilian Supervisor. If civilian, must be an official designated as the 

member’s supervisor. 

2. Marking Official. An officer, civilian, chief petty officer, or first class petty 

officer.  First class petty officers must be designated as an executive petty 

officer to act in this capacity and are not required to be one pay grade senior to 

the evaluee. If necessary, the marking official can fill the role of supervisor. 

3. Approving Official. An officer, Officer in Charge (E-7 and above), or Coast 

Guard civilian who is the official supervisor of the marking official. If 

necessary, the approving official can fill the role of the marking official. 

4. Appeal Authority. Normally the first flag officer in the evaluee’s chain of 

command. Appeal Authority may not be delegated, and does not change if a 

commanding officer delegates the role of approving official. 

5. Rating Chain Designations. Table 2-2 of this Manual designates those 

members, by assigned position, who execute the evaluation process for enlisted 

members. These designations are mandatory, and may not be delegated, unless 

specifically stated. Waiver requests for exceptions to these designations must 

be forwarded to Commander (CG PSC) for approval. Each unit with enlisted 

members assigned must have the rating chain designated in writing, for each 

evaluee. Any questions about rating chain requirements should be sent to ARL-

SMB-CGPSC-EPM-Evaluations@uscg.mil. 

B. Enlisted Evaluation System Definitions. 

1. Enlisted Evaluation Management System (EEMS). The automated system, 

commonly referred to as Direct Access, assists Commandant (CG-1) in 

monitoring the Enlisted Evaluation System performance, providing system 

feedback, and serving as the official database of official evaluations of each 

member. 

2. Enlisted Evaluation System (EES). The Coast Guard system that addresses the 

performance appraisal of its enlisted members. 

mailto:ARL-SMB-CGPSC-EPM-Evaluations@uscg.mil
mailto:ARL-SMB-CGPSC-EPM-Evaluations@uscg.mil
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3. Enlisted Evaluation Report (EER). The series of web pages contained in Direct 

Access used to report the performance of Coast Guard enlisted members.  The 

EER contains performance standards and is a web-based application used to 

initiate, review and transmit a member’s completed EER. 

4. Evaluee. The enlisted member being evaluated. 

5. Factor Types (see figure 2-1). There are four major categories of performance 

which are referred to as “factors”: 

a. Military. Measures a member's ability to bring credit to the Coast Guard 

through personal demeanor and professional actions. 

b. Performance. Measures a member's willingness to acquire knowledge and 

the ability to use knowledge, skill, and direction to accomplish work. 

c. Professional Qualities. Measures those qualities the Coast Guard values in 

its people. 

d. Leadership. Measures a member's ability to direct, guide, develop, 

influence, and support others performing work. 

6. Competencies (see figure 2-1). The individual elements located under each 

factor type on which the Coast Guard evaluates its enlisted members. 

7. Competency Definitions (see figure 2-1). The written criteria on the EER 

which defines each competency at each paygrade. 

a. Military Bearing. 

[1] E-1 – E-3: The degree to which the member aligned with Coast 

Guard core values, adhered to uniform and grooming standards, and 

projected a professional image that brought credit to the Coast 

Guard. 

[2] E-4 – E-5: The degree to which the member adhered to uniform and 

grooming standards, and projected a professional image that brought 

credit to the Coast Guard. 

[3] E-6 – E-9: The degree to which the member adhered to uniform and 

grooming standards, and projected a professional image that brought 

credit to the Coast Guard. Enforced standards for others. 

[4] Notes: Take notice for Non-Rated personnel the requirement for 

aligning with Coast Guard core values. All members are expected to 

always completely adhere to the Core Values as a condition of 

employment, and as such do not need to be evaluated on a 1-7 scale 

outlining a “level” of adherence to them through the entire career. 
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b. Customs, Courtesies, and Traditions. 

[1] E-1 – E-6: The extent to which the member conformed to military 

customs, courtesies, and traditions. 

[2] E-7 – E-9: The extent to which the member conformed to military 

customs, courtesies, traditions, and protocols; set and enforced 

standards for others. 

[3] Notes: Take notice of the addition of “protocols” for First Class 

Petty Officer and above. Examples of protocols include proper flag 

protocols for the National Ensign in regards to respect, observation, 

and handling; or expectations for conduct and execution for military 

ceremonies such as funerals, individual retirements, change of 

command and advancement/promotion. Like many competencies to 

follow, the E-6 and above expectation is to set and enforce 

standards. 

c. Quality of Work. 

[1] E-1 – E-3: The degree to which the member utilized knowledge, 

skills, and expertise to effectively organize and prioritize tasks and 

use resources efficiently to complete quality work. 

[2] E-4 – E-9: The degree to which the member utilized knowledge, 

skills, and expertise to effectively organize and prioritize tasks. 

Completed quality work and met customer needs. 

[3] Notes: ”Customers” will vary greatly depending on a member’s 

rating, position or current assignment. Generally speaking, however, 

the “customer” should be viewed as the people who benefit from the 

successful execution of the member’s assigned tasks and 

responsibilities. This should not be misconstrued to mean that an 

evaluee’s direct subordinates are their customers. 

d. Commitment. 

[1] E-1 – E-3: The degree to which the member worked cooperatively 

with supervisors and peers in an outcome-oriented manner. 

Recognized the impact of personal behavior and acted effectively 

under conditions that were demanding and mentally or physically 

fatiguing. 

[2] E-4 – E7: N/A. 

[3] Notes: None. 

e. Technical Proficiency. 
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[1] E-1 – E-3: N/A 

[2] E-4 – E-5: The degree to which the member demonstrated technical 

competency and proficiency for rating or current assignment. 

[3] E-6 – E-9: The degree to which the member demonstrated technical 

competency and proficiency for rating or current assignment. Took 

responsibility for the development of self and others. 

[4] Notes: Emphasis should be noted on the application of this 

competency to the members rating OR current assignment as 

appropriate. For example, if a member is assigned to a special 

assignment that is out of rate, they should be evaluated on their 

technical proficiency for the special assignment, and not necessarily 

their rate.  

f. Initiative. 

[1] E-1 – E-3: N/A 

[2] E-4 – E-6: The degree to which the member was a self starter, acted 

on new ideas to make improvements, pursued opportunities to learn, 

and sought additional responsibility. 

[3] E-7 – E9: The degree to which the member was a self starter and 

completed meaningful accomplishments. Encouraged others to do 

the same. Voluntarily took on more than assigned duties. 

[4] Notes: None 

g. Strategic Thinking. 

[1] E-1 – E-6: N/A. 

[2] E-7: The degree to which the member participated in the 

implementation of unit or organizational objectives. Member’s 

understanding of resource allocation decisions and subsequent 

impacts on long-term goals and plans. 

[3] E-8 – E-9: The degree to which the member led or influenced the 

development and implementation of unit or organizational 

objectives. Member’s understanding of resource allocation decisions 

and subsequent impacts on long-term goals and plans. 

[4] Notes: None. 

h. Decision Making and Problem Solving.  
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[1] E-1 – E-3: The degree to which the member demonstrated self-

confidence and a self-starting nature to identify and analyze 

problems; used facts, input from others, and sound reasoning to 

make safe decisions. 

[2] E-4 – E-9: The degree to which the member made sound decisions 

and provided valid recommendations by using facts, experience, risk 

assessment, and analytical thought. 

[3] Notes: None. 

i. Military Readiness.  

[1] E-1 – E-5: The degree to which the member effectively identified 

and managed stress and engaged in activities that promoted physical 

fitness and emotional well-being. Maintained compliance with 

personal readiness standards. 

[2] E-6 – E-9: The degree to which the member effectively identified 

and managed stress, and engaged in activities that promoted 

physical fitness and emotional well-being. Ensured compliance with 

personal readiness standards for self and others. 

[3] Notes: In the performance standards for a mark of 4 in this 

competency, it directs that the member must adhere to the Coast 

Guard weight standards for the entire period – this means day for 

day, any member who fails to meet weight standards, and is placed 

on weight probation (for any length of time) shall not earn a mark of 

4, or higher. Compliance with personnel readiness standards refers 

those commandant readiness requirements that apply for Coast 

Guard members such as dental, PHA, etc. Approving officials 

should use their best judgment when evaluating adherence to these 

requirements, when being delinquent on any specific requirement is 

not due to the member’s negligence. For example, a member who 

became past due for their PHA while waiting for an available 

appointment, should not be penalized in this competency, likewise 

however, if the member is past due for their PHA because they 

failed to try to schedule the appointment within the required 

timeframe, the rating chain may consider that behavior when 

assigning marks for this competency. 

j. Self-Awareness and Learning.  

[1] E-1 – E-3: The degree to which the member was willing to assess 

self and personal behavior, seek and listen to feedback, and identify 

strengths and areas for improvement. 
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[2] E-4 – E- 9: The degree to which the member continued to assess 

self, develop professionally, improve current skills and knowledge, 

and acquire new skills. 

[3] Notes: None. 

k. Team Building.  

[1] E-1 – E-3: N/A. 

[2] E-4 – E-5: The degree to which the member contributed to a group 

process, and worked cooperatively in a collaborative, inclusive, and 

outcome-oriented manner. 

[3] E-6: The degree to which the member contributed to a group 

process, worked cooperatively, and facilitated a collaborative, 

inclusive, and outcome-oriented environment with others. 

[4] E-7 – E-9: N/A. 

[5] Notes: None. 

l. Partnering.  

[1] E-1 – E-6: N/A.  

[2] E-7 – E-9: The degree to which the member collaborated across 

organizational boundaries with stakeholders to enhance and execute 

assigned duties and tasks. 

[3] Notes: When assigning marks to this competency, consider the 

evaluee’s ability to work outside of normal organizational 

responsibilities and maintain positive relationships. Examples of this 

competency would include working with other divisions, 

departments or internal Coast Guard units and directorates; or 

external partners such as ports, industry, other governmental 

agencies (local, state, federal, and tribal). 

m. Respect for Others.  

[1] E-1 – E-5: The degree to which the member contributed to an 

environment that supported diversity, fairness, dignity, compassion, 

and creativity. 

[2] E-6: The degree to which the member created an environment that 

supported diversity, fairness, dignity, compassion, and creativity. 
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[3] E-7 – E-8: The degree to which the member fostered an environment 

that supported diversity, fairness, dignity, compassion, and 

creativity. 

[4] E-9: The degree to which the member championed an environment 

that supported diversity, fairness, dignity, compassion, and 

creativity. 

[5] Notes: None. 

n. Followership.  

[1] E-1 – E-3: The degree to which the member sought mentoring 

opportunities. The willingness of the member to follow others. 

[2] E-4 – E-9: N/A. 

[3] Notes: None. 

o. Accountability and Responsibility.  

[1] E-1 – E-3: N/A 

[2] E-4 – E-9: The degree to which the member took responsibility of 

assigned duties and work area. Held self and others accountable to 

Coast Guard standards. 

[3] Notes: None. 

p. Influencing Others.  

[1] E-1 – E-3: N/A. 

[2] E-4 – E-5: The effectiveness of the member to persuade and 

motivate others to achieve a desired outcome. 

[3] E-6 – E-9: N/A. 

[4] Notes: Influencing Others will transition into Directing Others at the 

First Class Petty Officer level, which will transition into Workforce 

Management at the Chief Petty Officer and above level. 

q. Directing Others. 

[1] E-1 – E-5: N/A. 

[2] E-6: The effectiveness of directing others in the completion of tasks 

and ensuring that tasking was properly carried through. 
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[3] E-7 – E-9: N/A. 

[4] Notes: Directing Others is the progression from Influencing Others 

at the Third/Second Class Petty Officer level, and will transition to 

Workforce Management at the Chief Petty Officer and above level. 

r. Workforce Management. 

[1] E-1 – E-6: N/A. 

[2] E-7 – E-9: The degree to which the member effectively managed, 

mentored, and directed assigned personnel in accordance with Coast 

Guard policy. 

[3] Notes: Workforce Management is the progression from Influencing 

Others and Directing Others in the Petty Officer levels. 

s. Effective Communication. 

[1] E-1 – E-3: N/A   

[2] E-4 – E-9: The degree to which the member effectively utilized all 

forms of communication in formal and informal settings. 

[3] Notes: None. 

t. Chief’s Mess Leadership and Participation.  

[1] E-1 – E-6: N/A. 

[2] E-7 – E-9: The degree to which this [CPO/SCPO/MCPO] supported 

the Chiefs Mess and the MCPOCG's Mission, Vision, Guiding 

Principles, and Standing Orders. 

[3] Notes: When assigning marks for Chiefs Mess Leadership and 

Participation, approving officials who are not members of the Chiefs 

Mess (i.e. Officers, Civilian Supervisors) are encouraged to seek 

feedback from the Chief of the Mess or the Command Chief/Senior 

Chief/Master Chief on an evaluee’s performance as it pertains to this 

competency. Approving officials must take care to ensure that a 

member is evaluated solely against the written performance 

standards for this competency. Members should not be marked 

lower than they would normally be marked for non-participation in 

elective activities or associations, such as Chiefs Call to 

Indoctrination (CCTI) or Chief Petty Officer Association.  

 

It will be important for evaluees to understand rating chain 

expectations for this competency during initial counseling, 
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particularly for those members assigned to remote units (Western 

River ATON units, for example) or units without a traditional Chiefs 

Mess, as a member’s particular assignment should not create a 

disadvantage under this competency. 

u. Conduct. The degree to which this member, through personal behavior, 

conformed to the rules, regulations, military standards, and Coast Guard 

core values, both on and off duty. 

[1] Satisfactory. No NJP, CM, or civil conviction; promoted and 

supported respect for rules, regulations, and civilian and military 

standards 

[2] Unsatisfactory. Failed to meet minimum standards as evidenced by 

NJP, CM, or civil conviction; brought discredit to the Coast Guard 

as evidenced by adverse CG-3307 entries, including financial 

irresponsibility, non-support to dependents, or alcohol incidents; or 

failed to conform to civilian and military rules, regulations, and 

standards. 

[3] Notes: Online behavior is considered part of a member’s conduct. 

8. Performance Standards (see figure 2-1). The written criteria that outlines the 

expected performance to receive a mark of 2, 4, or 6 in each competency. 

 

Figure 2-1 EER Components 

9. Enlisted Evaluation Report Form. Forms (CG-3788A-G) specific to each 

paygrade as listed in Table 2-1. These forms are optional and may be used by 

units with limited or no access to Direct Access to include cutters away from 

homeport operating for extended periods without shore-side connectivity.  The 

approving official will ensure any EER that is initiated using a form is properly 

entered into Direct Access at the first available opportunity.  In cases where a 

unit does not have reliable connectivity, the form or the required entries of the 

evaluation may be transferred to the unit providing support (e.g. SPO, Admin 

Office, etc) for entry into Direct Access.  The unit providing support provides 

the approving official with a copy of the Member Counseling Receipt which 
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reflects the effective status of 'Active'.  This printed receipt serves as 

confirmation to the unit and service member that the Enlisted Evaluation 

Report Form was properly recorded into Direct Access. 

Form Number Title 

CG-3788A Enlisted Evaluation Report – Nonrated or Rated Seaman/Fireman 

CG-3788B Enlisted Evaluation Report – Third Class Petty Officer 

CG-3788C Enlisted Evaluation Report – Second Class Petty Officer 

CG-3788D Enlisted Evaluation Report – First Class Petty Officer 

CG-3788E Enlisted Evaluation Report – Chief Petty Officer 

CG-3788F Enlisted Evaluation Report – Senior Chief Petty Officer 

CG-3788G Enlisted Evaluation Report – Master Chief Petty Officer 

Table 2-1 EER Forms 
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Unit Type(2) Supervisor(1)(3) Marking 
Official(¹)(4) 

Approving Official(1)(5) Appeal 
Authority(1) 

Headquarters 
Staff 

As Marking 
Official 

designates 

 
Division Chief 

Office and Staff Chiefs First Flag 
Officer 

DCO/DCMS Units As Marking 
Official 

designates 

As Approving 
Official designates 

Commanding Officer (6) First Flag 
Officer 

PSC/CG 
CYBER/FORCECOM/ 

DOL Staff 

As Marking 
Official 

designates 

Branch Chief Division Chief/Office 
Chief  

First Flag 
Officer 

PSC/CG 
CYBER/FORCECOM/ 

DOL Units 

As Marking 
Official 

designates 

Department 
Head/Division Chief 

Commanding Officer (6) First Flag 
Officer 

Logistics/Service 
Centers 

As Marking 
Official 

designates 

Section 
Chief/Branch Chief 

Division Chief/Product 
Line Manager (PLM) 

First Flag 
Officer 

Academy Section Chief 
or as Marking 

Official 
designates 

Branch 
Chief/Department 

Head 

Division Chief  Superintendent 

Areas/District 
Staff 

As Marking 
Official 

designates 

Branch Chief Division Chief Area 
Deputy/District 

Commander 
 

Air Stations/Activities 
As Marking 

Official 
designates 

Department Head Commanding Officer (6) Area 
Deputy/District 

Commander 
Area/District Units As 

Commanding 
Officer 

designates 

As Commanding 
Officer designates 

Commanding Officer (6) Area 
Deputy/District 

Commander 

Sectors (Depts, Cmd 
Staff) 

As Marking 
Official 

designates 

Dept Head/Division 
Chief/Staff Chief 

Sector Commander (6) District 
Commander 

Sectors (Marine Safety 
Detachments/Sector 

Field Offices) 

As Marking 
Official 

designates 

As Approving 
Official designates 

Sector Commander/ 
Commanding Officer (6) 

District 
Commander 

Sectors (Marine Safety 
Units) 

As Marking 
Official 

designates 

Executive 
Officer/Dept Head 

Commanding Officer (6) District 
Commander 

Sector 
(Cutters/Stations/ 

ATON units) 

As 
Commanding 

Officer or 
Officer-in-

Charge 
designates 

As Commanding 
Officer or Officer-

in-Charge 
designates 

OIC/Commanding 
Officer 

District 
Commander 
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Table 2-2 Enlisted Employee Review Rating Chain 

Footnotes For Table 2-2 

1. See Chapter 2 of this PSCINST for definitions of the rating officials. 

2. For those units where Table 2-2 does not clearly indicate roles, contact Commander (CG PSC-EPM) 
for direction. C4IT COE Commands will be treated as DCMS units. 

3. The supervisor must be at least one pay grade senior to the evaluee, except when the supervisor is 
also designated as an executive petty officer (E-6 and above). 

4. In rare circumstances, the executive officer or executive petty officer may serve as marking official 
where they provide primary task direction. 

5. The approving official must be a Coast Guard officer or officer in charge (E-7 or above).  Public 
Health Service officials assigned to Coast Guard commands may sign as approving official. 

6. For O-6 Commands only: Approving Official may be delegated to the Deputy/Executive officer, 
Department Head, Division Officer/Chief, or Branch/Command Staff Chiefs. This delegation is 
limited to O-6/O-5 for EERs for all paygrades, or to O-4 for E-6 and below EERs only. Approving 
official for EERS will be in the direct chain of command in lieu of the CO of enlisted personnel. In 
any case, the responsibility of Approving Official may not be delegated below the grade of O-4.” 

7. Sector commanders will be the approving official for EERs of officers in charge and may designate 
marking officials as defined in Article 2.A.2. of this Manual. The exception is MSU Portland O-6 
commanding officer who simultaneously is the Prevention Dept Head for Sector Columbia River 
and can be delegated approving official for ATON OIC EERs and may designate marking officials 
as defined in Article 2.A.2. 

 

 

Sector 
Cutters/Stations/ATON 

units (XPO, EPO) 

OIC/CO OIC/CO Sector Commander (6) District 
Commander 

Sector 
Cutters/Stations/ATON 

(OIC) 

Sector Division 
Chief 

Sector Dept Head Sector Commander (7) District 
Commander 
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CHAPTER 3 PREPARATION AND PROCESSING OF EERS 

A. General. Each member of the rating chain possesses a critical role in the 

successful execution of the EES. When completing evaluations, it is essential that 

attention is given to the prescribed policies and procedures for completing the 

EER. The rating chain must strive to complete an accurate and timely EER (see 

Table 3-1 for timeline requirements) to ensure the evaluee is not unduly 

disadvantaged for any opportunity due to a missing finalized EER in Direct 

Access. 

B. Evaluee Responsibilities. 

1. Obtains sufficient feedback or counseling and uses that information in 

adjusting, as necessary, to meet or exceed the standards. An evaluee’s 

understanding of a superior’s performance expectations is vital to prevent 

unexpected evaluation results.The evaluee has a responsibility to ask the 

supervisor if clarification of expectations are needed, whether during mid-

period counseling (if requested/required) or at any time during the evaluation 

period. 

2. If desired (or as required by the rating chain), provide a list of significant 

accomplishments to the supervisor – this supporting documentation 

(commonly referred to as “bullets” or “enlisted evaluation support”) may be 

provided in a myriad of methods. Policy does not dictate a prescribed method 

to provide this input. This input must be provided to the supervisor no later 

than 14 days prior to the end of the marking period. 

3. Signs the counseling sheet of the EER no later than 21 days after the end of 

period. The evaluee’s signature is required, and is not a testament of agreement 

with the assigned marks, but rather serves only as an acknowledgement of 

receipt of the EER and the required associated counseling. 

4. Ensures finalized EER is viewable, and reviews the EER in Direct Access 

(using the self-service function) 30 days after the end of the marking period. 

C. Supervisor Responsibilities. 

1. Communicates expectations of performance for the evaluee, as well as any 

rating chain requirements for evaluee supporting documentation. 

2. Conducts mid-period counseling to the evaluee, if required by the rating chain 

or requested by the evaluee. 

3. Provides supporting information to the marking official, as required by the 

rating chain. 

4. Drafts required comments for recommended marks as required by Article 

4.D.2 of reference (a). 
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5. Routes the completed EER to the marking official no later than nine days prior 

to the period ending date, including any supporting documentation and 

required comments for the recommended marks. 

D. Marking Official Responsibilities. 

1. Ensures the supervisor carries out prescribed responsibilities. 

2. Discusses recommended marks with the supervisor, ensuring that any marks 

the marking official considers inaccurate or inconsistent with the evaluee’s 

actual performance are addressed. The marking official has the authority to 

return the EER to the supervisor for further justification or support for any 

recommended mark. 

3. Concurs or makes changes to any required comments for recommended marks. 

4. Routes the completed EER to the approving official no later than five days 

after the period ending date, including any supporting documentation and 

required comments for recommended marks as required by Article 4.D.2 of 

reference (a). 

E. Approving Official Responsibilities. 

1. Ensures the marking official carries out prescribed responsibilities. 

2. Establishes requirements, expectations and procedures for evaluee mid-period 

counseling. 

3. Reviews the marking official’s recommended marks, and discusses any 

recommendations considered inaccurate or inconsistent with the evaluee’s 

actual performance. The approving official has the authority to return the EER 

to the marking official for further justification or support for any recommended 

mark. If the approving official does not routinely observe the evaluee’s daily 

performance, extra consideration should be given to the recommendations of 

the supervisor and marking official. 

4. Concurs or makes changes to any required comments for recommended marks. 

5. Ensures a member of the rating chain counsels the evaluee on the assigned 

marks no later than 21 days after the end of the period. 

6. Ensures the EER is completed, marked “final” and is viewable in Direct 

Access no later than 30 days after the end of the period. Ensures member 

counseling sheet is signed by evaluee. 
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Timeline for Regular EERs 

When Who What 

Mid-Period Evaluee; Supervisor Mid-period counseling, if 

required by rating chain. 

NLT 14 days prior to end of 

period 

Evaluee Provides “bullets” to 

supervisor, if required by 

rating chain. 

NLT 9 days prior to end of 

period 

Supervisor Provides completed EER w/ 

supporting documentation 

to marking official. 

NLT 5 days after end of 

period 

Marking Official Provided completed EER 

w/ supporting 

documentation to approving 

official. 

NLT 21 days after the end 

of period  

Member; Rating Chain Rating Chain counsels 

evaluee on EER 

NLT 30 days after end of 

period 

Approving Official Ensures EER is completed, 

marked “Final” and is 

viewable in Direct Access 

by the evaluee. 

30 days after end of period Evaluee Ensures finalized EER is 

viewable, and reviews EER 

in Direct Access. 

Table 3-1 Timeline for Regular EERs 

F. Limited Opportunity to Perform. For members with a limited opportunity to 

perform for reasons such as illness, injuries, and pregnancy, use the following 

guidelines: 

1. Occasionally, circumstances resulting from a temporary condition may limit a 

member’s opportunity to perform.  These circumstances may cause specific 

performance restrictions (e.g., those imposed by a medical authority) and may 
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even require restructuring or reassigning duties.  While rating chains must not 

give preferential treatment, commanding officers must ensure these members 

do not receive adverse evaluation reports solely for these circumstances. 

2. In consultation with the health care provider, the commanding officer must 

establish a reasonable expectation of performance in the member’s current 

circumstances.  In particular, the commanding officer must determine whether 

a member requires reassignment to a different work environment, restrictions 

on performing specific types of tasks, or reduced work hours.  When 

considering reassigning or restructuring duties, commanding officers will strive 

to identify service needs which compliment the member’s temporary limited 

abilities. 

3. If the approving official determines that an EER should not be completed for 

an evaluee due to a limited opportunity to perform, the approving official must 

request a waiver to the EER as described in Article 5.H.1. of this Manual. 
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CHAPTER 4 OCCASIONS FOR REPORTS 

A. Regular Enlisted Evaluation Reports. 

1. Submission Schedule. Members shall adhere to the EER submission schedule 

in accordance with reference (a), Article 4.C.1 and Table 4-1. Waivers or 

exceptions to the schedule not outlined in reference (a), Article 4.C must be 

requested from CG PSC-EPM or CG PSC-RPM. 

PAY GRADE 
END OF MARKING PERIOD 

LAST DAY OF: 

E-1 January (all) & July (AD only) 

E-2 January (all) & July (AD only) 

E-3 February (all) & August (AD only) 

E-4 March (all) & September (AD only) 

E-5 April (all) & October (AD only) 

E-6 May (all) & November (AD only) 

E-7 September (all) 

E-8 November (all) 

E-9 June (all) 

Table 4-1 EER Submission Schedule 

2. Reservists Performing Temporary Duty. The permanent unit provides 

supporting documentation for these evaluations. For further guidance, see 

reference (a), Article 4.C.1.c. 

3. Circumstances Which do not Require a Regular Enlisted Evaluation Report 

(the “92/184 Day Rule.”). Do not complete a regular EER on a member until 

the next regular period ending date when: 

a. A regular or unscheduled EER has been completed within 92 days for E-6 

and below, 184 days for E-7 and above, or 19 active or inactive duty 

periods for reservists before the end of a regular period ending date, or; 

b. An evaluee has been assigned to a new duty station for fewer than 92 days 

for E-6 and below evaluation reports, 184 days for E-7 and above 

evaluation reports, or 19 active or inactive duty periods for reservists on a 

regular period ending date. 

B. Unscheduled Enlisted Evaluation Reports. Commands must complete an 

unscheduled EER for any of the reasons below.  

1. Administrative Unscheduled Enlisted Evaluation Reports. Complete an 

unscheduled EER if it has been more than 92 days for E-6 and below, 184 days 

for E-7 and above, or 19 active or inactive duty periods for reservists since the 
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last EER was completed for the evaluee. If the rating chain must perform an 

administrative unscheduled EER on the same period ending date as the 

evaluee’s regular period ending date, enter as a regular EER instead of the 

administrative unscheduled reason.  

a. Advancement. 

[1] Complete an Advancement EER for members advancing to 

paygrades E-5 or above, on the day prior to the effective date of 

advancement or change in rating (e.g. if the advancement date is 1 

June, date the EER for 31 May). 

[2] Use the rating scale of the paygrade for which the evaluee is 

advancing from (e.g. an E-4 advancing to E-5, use the E-4 rating 

scale). 

[3] The advancement potential must be “Ready” on the Advancement 

EER. All advancing members are required to maintain a “ready” for 

advancement through the effective date of advancement. If the 

approving official determines the member is not ready or not 

recommended for advancement, they shall follow the policy on 

withholding advancement and/or removal from the advancement 

eligibly list. 

[4] Do not complete an Advancement EER for members advancing to 

any paygrade up to and including E-4, or upon appointment to an 

officer status (e.g. CWO, OCS, and DCO). 

b. Change in Rating. 

[1] Complete a Change in Rating EER when a member is approved and 

executes a lateral change in rating, where completion of Class “A” 

School is not required. 

[2] If completion of A-School is required, no Change in Rating EER is 

required upon graduation of Class “A” School. 

c. Detachment for Permanent Change of Station (PCS). Complete a Transfer 

EER prior to a member’s PCS transfer from a unit. The effective date for 

the Transfer EER shall be no later than 15 days prior to the member’s 

departure date from the unit, to allow adequate time for counseling and 

appeal processing, if required. 

d. Change in Approving Official. Complete an unscheduled EER 15 calendar 

days prior to the change of the approving official when: 

[1] Detachment of an approving official who directly supervises an 

evaluee (see reference (a), Article 4.C.2.a(3)); or 
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[2] Detachment of an evaluee for intra-command transfer, where the 

approving official will change. 

Note: When completing an EER for the reason of Change in 

Approving Official, the rating chain shall put the following 

comment in the conduct block on the EER: “This EER completed 

due to Change in Approving Official.” This comment shall precede 

any other comments that may be required in the conduct block. 

e. Reservist Performing Temporary Duty. For reservists performing temporary 

duty at a unit other than their permanent unit for active duty due to 

mobilization or short-term ADOS for at least 60 days, upon completion of 

the active duty period an unscheduled evaluation report will be completed 

by the temporary duty unit if more than 92 days has elapsed since the last 

regular evaluation report; supporting documentation will be provided to the 

reservist’s permanent unit for the next regular evaluation report if less than 

92 days have elapsed.  Long-term ADOS (181 days or more) at a unit other 

than a reservist’s previous SELRES unit is considered a permanent change 

of station, therefore, Article 4.C.2.a.(2). of reference (a) applies.  Long-term 

and short-term ADOS are defined in Chapter 3.E. of reference (e), Reserve 

Policy Manual, COMDTINST M1001.28 (series). 

f. For Servicewide Examination (SWE) purposes – active duty members. 

Complete a SWE EER only if the rating chain has not completed an 

evaluation report for the current pay grade during the prescribed time frame 

for advancement. See reference (a), Article 3.A. for further guidance. 

g. For Reserve Servicewide Examination (RSWE) purposes – Individual 

Ready Reserve and Active Status List of the Standby Reserve members. 

Complete a RSWE EER to allow Individual Ready Reserve (IRR) and 

Active Status List (ASL) members to compete in a RSWE.  EERs for IRR 

and ASL members assigned to Commander (CG PSC-RPM) are waived 

during performance not observed. 

2. Performance Based Unscheduled Enlisted Evaluation Reports. Complete an 

unscheduled EER for any of the events below, regardless of the time since the 

last evaluation report. If the rating chain must perform a performance based 

unscheduled EER on the same period ending date as the evaluee’s regular 

period ending date, do not enter regular as the reason, instead enter the reason 

for the performance based EER. 

Note: Completion of a performance based EER does not remove the 

requirement for the command to ensure any other required documentation is 

filed in the member’s official service record (e.g. the requirement for a Court 

Memorandum for NJP/CM to be printed and filed in the EI-PDR/SPO PDR in 

accordance with reference (b)). 
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a. On Receipt of Non-Judicial Punishment or Court-Martial.  On the date a 

member is awarded non-judicial punishment (NJP) or convicted by a court-

martial (CM). 

Note: Do not complete an unscheduled EER in cases where a previous 

discipline EER was completed for an alcohol incident as discussed in Article 

4.B.2.e of this manual, where NJP or CM is later awarded.  In these cases 

follow reporting procedures discussed in Article 4.B.2.e.[1] of this Manual 

to report updates/changes to the initial alcohol incident (AI) discipline EER. 

[1] When a member is stationed at a unit whose designated 

commanding officer of enlisted members for the command is not the 

regular approving official for the member, that officer shall send a 

memorandum explaining the circumstances and a copy of the Court 

Memorandum, completed as a result of the NJP or CM to the 

member’s designated approving official.  The designated approving 

official uses the information provided to complete a disciplinary 

evaluation report. 

[a] When a member is serving on TDY, including all students, 

except Class “A” school and PCS DUINS, and is to return to 

the parent command on completing the TDY, the command 

(e.g., commanding officer of a training center for a member 

attending a two-week course) effecting the NJP or CM 

conviction sends a letter explaining the circumstances to the 

member’s parent command, including a copy of the Court 

Memorandum, completed as a result of the NJP or CM.  The 

member’s parent command completes a disciplinary 

evaluation report using the information provided and its 

knowledge of the member's performance. 

[b] When a member is serving PCS DUINS or as a Class “A” 

school student, the commanding officer of the training center 

(or PCS DUINS unit, if other than a training center) completes 

a special disciplinary evaluation report, using the “ASCH” 

rating scale, entering only the conduct and advancement 

recommendation marks. 

[c] When a member is undergoing recruit training, the 

commanding officer of Training Center Cape May completes 

a disciplinary evaluation report, assigning an unsatisfactory 

conduct mark and receive an advancement recommendation of 

not recommended only, leaving all other competencies blank. 

b. On Receipt of Civil Conviction.  Complete an EER on the date a civil court 

convicts a member if the civil offense compares to similar offenses covered 

by the Uniform Code of Military Justice (UCMJ).  The approving official 
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must evaluate civil convictions carefully to avoid lowering marks 

inappropriately or unjustly.  This includes determining whether a civil 

offense resulting in conviction (to include action amounting to a finding of 

guilt or forfeiture of bail) is a minor or major offense compared to similar 

offenses covered by the UCMJ.  The following guidelines apply: 

[1] If the approving official determines a civil offense is a minor 

offense, they should normally consider it equivalent to NJP.  

Examples of minor offenses might include a minor case of 

disturbing the peace, or an excessive number of parking tickets. 

[2] If the approving official determines a civil offense is a major 

offense, they should normally consider it equivalent to a CM 

conviction.  Examples of major offenses include robbery or driving 

while intoxicated. 

[3] If a civil offense warrants an evaluation report of a member 

undergoing any Class “A,” “C,” school, advanced or recruit training, 

the commanding officer of the training center completes a 

disciplinary evaluation report assigning only an unsatisfactory 

conduct mark and an advancement recommendation of not 

recommended, leaving all other competencies blank. 

[4] When a member is TDY, ADOS-RC, or ADOS-AC and convicted 

in civil court, the TDY, ADOS-RC, or ADOS-AC command writes 

a letter to the member’s parent command to explain the 

circumstances.  The parent command completes a special 

disciplinary evaluation report using the information provided and its 

knowledge of the member's performance. 

c. For Reduction in Rate. 

[1] When the reduction is due to punishment: 

[a] Complete a disciplinary evaluation report effective the date 

the punishment is imposed. If a reduction in rate was awarded 

but the punishment was suspended and the suspension was 

later vacated, complete a disciplinary evaluation report if more 

than 92 days have elapsed (for E-6 and below enlisted 

evaluation reports), 184 days (for E-7 and above enlisted 

evaluation reports), or 19 active or inactive duty periods (for 

reservists) between the conviction and the reduction dates. The 

effective date for the EER should be the date the punishment 

was vacated. 

[b] Use the rating scale for the paygrade from which reduced (e.g. 

if an E-6 is reduced to E-5, use the E-6 rating scale). 
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[2] When the reduction is for incompetence or at the member’s request: 

[a] Complete a Reduction EER effective the day prior to the 

effective reduction date. 

[b] Use the rating scale for the paygrade from which reduced (e.g. 

if an E-6 is reduced to E-5, use the E-6 rating scale). 

d. Incompetency Probationary Period. At the end of a three-month 

probationary period for incompetency as required by reference (a), Article 

3.A.31.c. 

e. Alcohol Incident (AI). A disciplinary enlisted evaluation report is required 

for a member who has an alcohol incident with an effective date of the day 

of the alcohol incident regardless of the date it is determined an alcohol 

incident occurred. 

[1] Alcohol Incident in Conjunction with NJP or Civil Conviction. 

When additional charges other than "drunk and disorderly" are 

awarded (i.e. criminal charges: assault, property damage, DUI, 

resisting arrest), which were pending investigation and not 

documented in the initial AI EER, the command shall send a 

memorandum to Commanding Officer, CG PPC after the NJP or 

civil conviction with any appropriate updates/changes to the initial 

AI EER including reduction in rate.  Provide required updated 

comments for any marks changed to 1, 2, or 3, and any changes for 

the future potential, conduct or advancement potential.  EER 

comments in the conduct block shall provide details of the 

additional charges and the date of NJP. The effective date for the 

EER remains unchanged. 

[2] Alcohol Incident in Conjunction with Relief For Cause. See Article 

4.B.2.f.[2]. of this Manual. 

f. Relief for Cause. A disciplinary enlisted evaluation report is required for a 

member who is relieved for cause in accordance with reference (j), Military 

Assignments and Authorized Absences, COMDTINST M1000.8 (series).  

The enlisted evaluation report must be completed within 30 days of the 

permanent relief authority’s final approval action of the permanent relief for 

cause request.  The effective date of the relief for cause EER shall be the 

date the member was temporarily relieved for cause; if a temporary relief 

for cause was not executed, the effective date of the relief for cause EER 

shall be the same as the permanent relief authority's final action date. 

[1] Relief for cause in conjunction with NJP or civil conviction. 

[a] When a discipline EER was previously entered for awarded 

NJP or civil conviction which is also the basis for a relief for 
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cause, the command shall send a memorandum to 

Commanding Officer, CG PPC after the permanent relief for 

cause to update the initial discipline EER, directing the type of 

EER to be changed to "Relief for Cause" and the effective date 

to be changed as per reference (a) Article 4.C.2.c.(9). of this 

Manual. The memorandum shall also address any 

updates/changes to the marks assigned, and will provide any 

additional required comments for marks changed to a 1, 2, 3, 

or changes to the comments for the future potential, conduct or 

advancement potential. 

[b] When a relief for cause EER was previously entered which is 

also the basis for subsequently awarding NJP or civil 

conviction, the command shall send a memorandum to 

Commanding Officer, CG PPC after the NJP or civil 

conviction with any appropriate updates/changes to the initial 

relief for cause EER including reduction in rate.  Provide 

required updated comments for any marks changed to 1, 2, or 

3, and any changes for the future potential, conduct or 

advancement potential.  EER Comments in the conduct block 

shall provide details of any additional charges and the date of 

NJP. The effective date remains in accordance with Article 

4.B.2.f. of this Manual, and "Relief for Cause" shall remain as 

the type of EER. 

[2] Relief for cause in conjunction with an alcohol incident. When a 

discipline EER was previously completed for an alcohol incident, 

which was the primary basis for the relief for cause, the command 

shall send a memorandum to Commanding Officer, CG PPC after 

the permanent relief for cause directing the type of EER to be 

changed to “Relief for Cause” and the effective date to be changed 

as per Article 4.B.e of this Manual. The memorandum shall also 

address any updates/changes to the marks assigned, and will provide 

any additional required comments for marks changed to a 1, 2, or 3, 

and changes to the comments for the conduct, future potential, or 

advancement potential. 

g. Quick Reference Chart. Although it is imperative that rating chains 

understand applicable policies for each occasion for report, the following 

quick reference charts are provided for the most common EER types. Table 

4-2 outlines the common occasions for report, the type EER in Direct 

Access and what the effective date should be on the EER. Figure 4-1 is a 

quick reference flow chart outlining if an EER is required in regards to the 

92/184 day rule for the most frequent occasions for report.  
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Occasion for Report Type of EER Effective Date 

Scheduled – Regular Regular Last day of the month of the period 

ending month. 

Unscheduled – Advancement to 

E-5 (or above) 

Advncmnt Day prior to the effective date of 

advancement 

Unscheduled – PCS Detachment Transfer 15 days prior to the departure date 

Unscheduled – Change in 

Approving Official 

Transfer Day prior to the AO departure date 

Unscheduled – CORC 

(Commanding Officer 

Recommendation Change) 

CORC The same day the AO marks the CORC 

EER “final” in DA. 

Unscheduled – SWE/RSWE SWE Any day prior to the SWE Eligibility Date 

(SED) 

Unscheduled – Change in Rating Chng in Rt Day prior to the effective date of CIR. 

Unscheduled – NJP/CM Discipline Date of NJP/CM 

Note: See Article 4.B.2.e for specific 

requirements if in conjunction with 

NJP/CM/Alcohol Incident 

Unscheduled – Civil Conviction Discipline Date of civil conviction 

Unscheduled – Reduction in Rate 

(punishment) 

Discipline Date punishment was imposed 

Unscheduled – Reduction in Rate 

(incompetence/member request) 

Reduction Date prior to the effective date of 

reduction. 

Unscheduled – Probation 

(Incompetency) 

Probation End of probationary period. 

Unscheduled – Alcohol Incident Discipline Date the incident occurred. 

Note: See Article 4.B.2.e for specific 

requirements if in conjunction with 

NJP/CM/Alcohol Incident 

Unscheduled – Permanent RFC RFC Date of the temporary relief for cause, if 

no TRFC, then the date of relief the 

authority’s signed final action. 

Note: See Article 4.B.2.e for specific 

requirements if in conjunction with 

NJP/CM/Alcohol Incident 

 

Table 4-2 EER Effective Dates 
 



PSCINST M1611.2A 

4-9 

 

 
 

 

Figure 4-1 92/184 Day Rule Flow Chart
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CHAPTER 5 COMPLETING EERS 

A. General. 

1. This section describes the procedures for preparing and executing EERs. 

Normally an EER will be completed in Direct Access, which is a web-based 

application used to initiate, review, and finalize a member’s EER. 

2. EER Forms. CG-3788A-G are optional forms that may be used, generally by 

those units with limited connectivity, during the marking process. If these 

forms are used, the marks must still be entered into Direct Access (including 

required comments), a counseling sheet must be printed, and the EER must be 

marked final. 

3. CG PPC publishes a Direct Access help guide that can be used to assist 

members of the rating chain on the step-by-step instructions on how to 

complete an EER in Direct Access.  The help guide can be found on the EPM 

portal site. 

4. Adherence to the procedures herein is both required and critical to ensuring the 

overall success of the Enlisted Evaluation System. Approving officials have a 

responsibility to both their members as well as the overall service to ensure 

reports are accurate and timely and to make certain all members of the rating 

chain adhere to policy and guidelines when completing an EER. 

5. When completing an EER, it is imperative that the rating chain only consider 

performance that occurred during the period of report being evaluated. Each 

period should be considered in isolation, and the marks assigned for each 

competency should be a direct reflection of observed performance during that 

period. 

B. Standards for Assigning Marks. 

1. Performance Standards. Each competency has written performance standards 

to correspond to a member’s performance: low, middle, high. These standards 

are not the same for each paygrade – the higher the paygrade, the higher the 

standards become. All raters shall mark each evaluee against the written 

standards, not against others in the same rate or rating. 

2. Mark of 2, 4, 6. For a mark of 2, 4, or 6, the member must meet all of the 

written standard in this mark, and none of the written standards in the next 

higher written performance standard. A mark of 4 represents the expected 

performance level of all enlisted members. A single significant isolated event, 

either positive or negative, should be considered when assigning marks; 

however, the rating chain must consider the overall positive or negative impact 

of the event. 
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3. Mark Standards. Use the requirements in Table 5-1 when assigning marks. As 

a member moves up in numerical value from 4 to 7, they must continue to meet 

the written standards for the 4, and the 6 if applicable. 

MARK MEANS THE MEMBER CONSISTENTLY 

1 

Unacceptable – Did not meet all the written performance 

standards in the “2” level, or the rater considered the impact 

severely detrimental to the organization or to others. 

2 
Poor – Met all the written performance standards in this 

level. 

3 
Below Standard – Did not meet all the written performance 

standards in the “4” block. 

4 
Average – Met all the written performance standards for this 

level and none in the “6” level. 

5 
Above Average – Met all the written performance standards 

in the “4” level and at least one of those in the “6” level. 

6 
Excellent – Met all the written performance standards for 

this level and did not exceed any of them. 

7 
Superior – Met all the written performance standards in the 

“6” level and exceeded at least one of them. 

Table 5-1 Marking Standards 

C. Required Comments. 

1. Comments serve as a feedback mechanism for evaluees on their performance, 

and provide clarity of certain marks to individuals reviewing the EER at a later 

date. Rating officials must provide required comments in accordance with 

reference (a), Article 4.D.2, and this chapter. 

2. Character Limitations. Certain required comments are character limited. In 

Direct Access, one line of text is equal to 110 characters. Comments or 

remarks do not need to fill the space provided – “white space” is not 

considered negative. 

3. When Required. Comments are required for the following reasons: 

a. Mark of 1, 2, 3, or 7. Required for any individual mark of a 1, 2, 3, or 7 in 

any competency. Comments are limited to two lines of text (220 characters) 

per competency, and only need to justify the mark assigned (e.g. comments 
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for a mark of 7 do not need to justify the 6, but rather only what 

performance standard in the 6 was exceeded). 

b. Future Potential. Required for all members E-4 and above. Comments are 

limited to 5 lines of text (550 characters), see Article 5.D.1 of this Manual 

for further guidance. Not all space is required to be used – if it can be said 

in less space, it should be. 

c. Conduct. Comments are required for any EER that results in an 

unsatisfactory conduct mark. No comments are required for a satisfactory 

conduct mark. Comments are not character limited, and must be detailed 

and specific of what caused the unsatisfactory conduct mark.  

[1] Do not confuse this entry with the many other reasons to provide 

required comments when completing an evaluation report.  This 

entry must either state an NJP, CM, civil conviction, or low factor 

mark occurred with details or gives specific examples of financial 

irresponsibility, non-support of dependents, alcohol incidents, and 

nonconformance to civilian and military rules, regulations, and 

standards that discredited the Coast Guard. 

[2] To clearly distinguish this type of remarks entry from all others, 

start the entry in the conduct competency field with:  “These are 

required comments to support an adverse entry for…”. 

[3] Insufficient Grounds for Adverse Comments. A one-time, minor 

infraction (e.g., late to work) is normally not to be classified as an 

adverse remarks entry.  Adverse entries dealing with minor 

infractions that could affect good conduct eligibility upon 

submission of a regular EER should focus on patterns of 

unacceptable behavior rather than a one-time minor infraction. 

d. Advancement Recommendation of Not Ready or Not Recommended. 

Comments are required for an advancement recommendation of Not Ready 

or Not Recommended, no comments are required for an advancement 

recommendation of Ready. Comments are not character limited. See Article 

5.F.5. of this Manual for specific requirements for the advancement 

recommendation comments. 

4. Specificity of Required Comments.  

a. Specific comments that paint a succinct picture to the reader of the 

evaluee’s observed performance and qualities allow the reader to determine 

how the evaluee exceeded or failed to meet the standards and will reduce or 

eliminate erroneous interpretations. These comments are critical to the 

reader being able to ascertain an accurate portrayal of the evaluee’s daily 

performance. If a reader cannot form a clear picture of the performance, the 

human tendency is to disregard or assign a lesser value to the comments. 
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b. Comments should be informative enough to allow the reader to gain an 

accurate picture of performance, and should help facilitate effective human 

resource decisions (e.g. boards, panels, assignments, etc). 

c. Specific comments that speak directly to performance will lend themselves 

to fitting in the character limited space more easily – if it can be said in less 

lines/words, it should be. “White space” is not negative. 

5. Need for Additional Supporting Remarks. The approving official may solicit 

other information on observed performance to support any numerical mark at 

any time in order to ensure the most accurate marks are being assigned. 

Likewise, the supervisor or marking official may provide additional 

information if either believes more should be said about the evaluee in any 

competency or factor. However, only the required comments entered into 

Direct Access and marked final will be retained as part of the member’s 

official record. 

D. Future Potential. The Future Potential block shall be used to document the 

evaluee’s ability or fitness to serve in future assignments, programs, advanced 

education or positions of greater responsibility such as independent duty, special 

assignments, leadership roles, etc. The Future Potential block is the rating chain’s 

opportunity to create a matter of record to document how an evaluee is tracking 

towards near-term career goals, thus it is an important counseling subject for 

throughout the evaluation period. 

1. When Required. Comments for Future Potential are required for all EERs 

submitted on any evaluee in paygrade E4 or higher, with the exception of 

CORC and ASCH EER types. 

2. Comment Requirements. Comments are limited to 550 characters, and should 

be specific and succinct. Not all space is required to be used – “white space” is 

not considered negative. Comments should be pointed, direct, accurate and 

confined to potential within the current or next paygrade; they should reflect 

the member’s actual abilities and potential. If a member is not yet ready to 

assume positions of greater responsibility, the comments should reflect that 

potential.  

E. An Unsatisfactory Conduct Mark. 

1. An unsatisfactory conduct mark on the EER is required when a member fails to 

meet the standards of conduct prescribed by this Article and requires an 

advancement recommendation of not recommended.  The EER must contain 

required comments as prescribed by Article 5.C.3.c of this Manual. 

2. Circumstances That Require an Unsatisfactory Conduct Mark.  The rating 

chain must assign an unsatisfactory mark in conduct whenever any of the 

following occurs: 
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a. Non-judicial punishment; 

b. Court-Martial; 

c. Civil conviction; 

d. Financial irresponsibility; 

e. Non-support of dependents; 

f. Alcohol incident; 

g. Permanent Relief for Cause; 

h. Not complying with civilian and military rules, regulations, and standards.  

A one-time minor infraction (e.g., late to work) is insufficient grounds for 

an unsatisfactory conduct mark.  Rating chains will focus on major 

infractions or patterns of unacceptable behavior vice a one-time, minor 

infraction; or 

i. The sum of marks in an individual factor on a member’s enlisted evaluation 

report is less than that shown in Table 5-2: 

Paygrade Military Performance Professional Leadership 

E-1 – E-3 6 6 9 6 (E-3 only) 

E-4 – E-6 6 9 12 12 

E-7 – E-9 6 12 12 15 

Table 5-2 Mark Values 

3. Impact of Unsatisfactory Conduct Mark 

a. Advancement. Assigning an unsatisfactory conduct mark will negatively 

impact advancement to the next higher pay grade, change in rating, or 

participation in the SWE.  See reference (a), Article 3.A. for specific 

guidance on advancements. 

b. Good Conduct Award Eligibility.  A new period of eligibility for the Good 

Conduct award begins the day after the effective date of the EER in which 

an unsatisfactory conduct mark was awarded.  If confinement is imposed by 

NJP or CM and the member is confined, the good conduct eligibility period 

starts on the date of release, regardless if on probation.  If no confinement is 

included in the punishment or sentence, the good conduct eligibility period 

starts the day following conviction or awarding of NJP. 

F. The Advancement Recommendation. 
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1. The purpose of the advancement recommendation is to evaluate a member’s 

fitness for the next higher paygrade. The rating chain must consider the 

evaluee’s past performance, as well as the member’s potential to perform 

satisfactorily the duties and responsibilities of the next higher pay grade, 

qualities of leadership, personal integrity, and adherence to the Service’s core 

values.  Reference (a), Article 4.D.3. outlines the polices for the advancement 

recommendation. 

2. Finality of the Advancement Recommendation.  The approving official's 

decision on the advancement recommendation is final and may not be 

appealed.  However, if the approving official learns new information and 

decides to change the recommendation, they shall follow the procedures in 

reference (a), Article 4.E.2. and Article 5.F.8. of this Manual. 

3. Assigning the Advancement Potential Mark. The approving official must 

assign one of the following advancement potential marks on the EER: 

a. Ready. The rating chain shall mark “Ready” on the EER if, in the view of 

the approving official, the member is: 

[1] Satisfactorily performing at their current paygrade; and 

[2] Is fully capable, or has the potential, to satisfactorily perform at the 

next higher paygrade; and 

[3] Has satisfied all Commandant mandated eligibility and qualification 

requirement for the next higher grade (which varies from rating to 

rating) as per Article 5.F.4. of this Manual. Required time in 

grade/service shall not be considered when determining overall 

eligibility for advancement; and 

[4] Displays the qualities of leadership, personal integrity, and 

adherence to the Service’s core values. 

[5] Recommendation for advancement for E1-E3 does not include any 

reference to eligibility requirements. 

b. Not Ready. The rating chain shall mark “Not Ready” on the EER if, in the 

view of the approving official, the member is: 

[1] Satisfactorily performing at their current paygrade but in the view of 

the approving official the member is not yet ready to carry out the 

duties and responsibilities of the next higher paygrade; or 

[2] Has not satisfied all Commandant mandated eligibility and 

qualification requirement for the next higher grade (which varies 

from rating to rating). Required time in grade/service shall not be 

considered when determining overall eligibility for advancement. 
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c. Not Recommended. The rating chain shall mark “Not Recommended” on 

the EER if, in the view of the approving official, the member is: 

[1] Not satisfactorily performing at their current paygrade; or 

[2] Should not be advanced to the next higher paygrade, regardless of 

qualification or eligibility, due to negative conduct, poor 

performance, or good order and discipline issues; or 

[3] The member received an “Unsatisfactory” mark in the conduct block 

of this EER. 

d. Note: The impact of a “Not Ready” mark is ineligibility for SWE 

competition and/or removal from active advancement lists. The “Not 

Recommended” mark carries the same impact, with additional implications 

found in Coast Guard policy (see references (e) and (f)).  

4. Qualification and Eligibility Requirements. The only qualification and 

eligibility requirements that an approving official must consider when 

determining if a member is ready for advancement are Commandant specified 

advancement qualifications and eligibility requirements, however, the 

approving official may consider any information they deem worthy when 

determining if a member is, in their view, ready to carry out the duties and 

responsibilities of the next higher paygrade. 

a. When determining if a member has satisfied eligibility requirements for 

advancement, the requirements to complete the Coast Guard Chief Petty 

Officer Academy (or other DoD Senior Enlisted Academy) or the Coast 

Guard Senior Enlisted Leadership Course shall not be considered due to 

these courses being offered only after a member is above a cutoff for 

advancement to the next higher grade. No eligibility requirements for 

advancement must be considered on EERs for members in paygrades E-1 

through E-3. 

b. Approved Waivers. Members with an approved waiver for a specific 

advancement eligibility requirement may receive a ready if otherwise 

eligible and recommended (e.g. waiver to required sea time, etc).  If an 

evaluee receives a mark of ready based on an approved waiver there must 

be a comment in the recommendation for advancement block stating the 

evaluee has an approved waiver.  This is the only time comments are 

required for a ready.  

5. Required Comments and Counseling. If a member is marked “Not Ready” or 

“Not Recommended” for advancement, the approving official must counsel the 

member on why this mark was assigned and on the steps necessary to earn a 

ready for advancement and prepare required comments in accordance with 

Article 5.C of this Manual. Comments for a not ready and not recommended 

must be comprehensive, detailed and specific to why the mark was assigned 
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and should outline the steps necessary to earn a ready for advancement. There 

are no space limitations for this comment to ensure appropriate counseling and 

opportunities for improvement. 

6. Mandatory Withdrawal of the Advancement Recommendation.  An 

advancement recommendation of “Not Recommended” will be given to 

members who receive an unsatisfactory conduct mark, NJP punishment, court-

martial conviction, civil conviction, or permanent relief for cause.  When 

applicable, notify Commanding Officer (PPC (ADV)) to invalidate the 

recommendation for advancement of the candidate. 

7. Impact on the Servicewide Examination (SWE) Competition. 

a. The recommendation for advancement (to include change in rating by 

participation in the SWE) is valid only for a specific competition and must 

be renewed for each succeeding competition.  Thus the rating chain must 

address this independent section every time they complete an EER.  

Members must review their SWE Personnel Data Extract (PDE) to confirm 

eligibility requirements are met for every SWE. 

b. To be valid for the SWE, the recommendation must be on an EER effective 

after the SWE Eligibility Date (SED) of the previous SWE cycle and on or 

before the SED of the current SWE cycle.  The CO recommendation for 

advancement must be maintained from the recommendation date up to the 

advancement date.  Personnel failing to maintain the CO recommendation 

for this period shall be invalidated from the SWE(s) in which they 

participated.  Personnel who have been invalidated must be recommended 

and qualify again through a new SWE competition. 

c. Members who receive a mark of “Not Ready” or “Not Recommended” will 

be considered “Not Eligible” on their SWE PDE and will not receive a 

SWE. 

d. Members who receive a mark of “Not Ready” or “Not Recommended” will 

be removed from any active advancement eligibility lists. 

8. Changing the Advancement Recommendation.  

Authority. At any time the member’s commanding officer may change a 

recommendation for advancement on the most recent EER for any good and 

sufficient reason. A Commanding Officer’s Recommendation Change (CORC) 

may be submitted by the member’s commanding officer (or approving official, 

if delegated) by completing a CORC EER in Direct Access. When submitting a 

CORC to change a “Not Ready” or “Not Recommended” to “Ready,” the 

approving official must ensure eligibility requirements are met. When 

submitting a CORC to change the recommendation to “Not Ready” or “Not 

Recommended,” comments are required in accordance with Article 5.C.3.d. of 

this Manual. 
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a. Completing a CORC EER in Direct Access. When an approving official 

decides to change the previously assigned advancement recommendation on 

the most recent EER, they must complete a CORC EER in Direct Access. A 

CORC EER is an abbreviated EER, which when selected only populates the 

advancement potential – no assigned marks in any other competency may 

be changed using this method. 

b. Changing a Not Ready/Not Recommended to Ready. The approving official 

may change the advancement recommendation to “Ready,” provided all 

requirements in Article 5.F.4. of this Manual are met. The CORC EER must 

be processed prior to the Servicewide Eligibility Date for the member to 

receive a SWE. Waivers to this requirement will not be granted. Every 

member must review their SWE Personnel Data Extract (PDE) to confirm 

eligibility requirements are met and if necessary, submit a request for 

correction to their SWE PDE prior to established deadlines. 

c. Changing Ready to Not Ready/Not Recommended. When an approving 

official decides to change a ready to not ready/not recommended, they will 

ensure required comments are entered in the CORC EER in accordance 

with Article 5.C.3.d. of this Manual.  

d. Change of Advancement Recommendation for Members Already on an 

Advancement Eligibility List. Members on an active advancement eligibly 

list must maintain a mark of “Ready” for advancement through the date of 

advancement. If at any time the approving official withdraws their 

recommendation for advancement of “Ready” because the member has 

failed to remain eligible, or has lost the recommendation due to conduct or 

loss of confidence, the approving official will complete a “CORC” type 

EER, and must notify Commanding Officer, CG PPC (ADV), copying 

Commander, CG PSC-EPM or CG-PSC-RPM, directing the removal of the 

members name from all active eligibility lists. The notification should be 

sent via message or memorandum and must include an acknowledgement 

from the member that they understand the reason(s) their name is being 

removed from the eligibility list.  

G. Counseling Requirements. 

1. General. All enlisted members must be counseled on their EER outcome. 

2. Member Counseling Report. Upon completing an EER in Direct Access, a 

member of the rating chain shall print a Member Counseling Report from 

Direct Access. This counseling report contains the member information, the 

EER data (i.e. reporting period, etc), and lists each competency and the 

assigned mark, as well as the conduct mark and recommendation for 

advancement mark. Further, this report will display all written required 

comments in each competency, as well as, if applicable, the conduct, 

recommendation for advancement, and future potential entries. 
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3. Supervisor Counseling. The supervisor, or other member of the rating chain in 

the absence of the supervisor, is responsible for conducting a counseling 

session with the evaluee, using the member counseling report as a guide. 

During this counseling, the rater should explain the marks assigned, any 

required comments, and the recommendation for advancement. 

If the evaluee is marked “Not Ready” or “Not Recommended,” this counseling 

session shall cover explicitly the path forward for the evaluee to attain a mark 

of “Ready.” 

4. Signature. Upon completion of the counseling session, the member shall sign 

the member counseling report. This signature is not a testament of agreement 

with the assigned marks nor does it alter an evaluee’s right to submit an appeal 

for the EER. The signature serves only as an acknowledgement of receipt of 

the EER and the required associated counseling. If a member refuses to sign 

the counseling report, the counselor shall write “Member Refused to Sign” in 

the signature block, and will then sign and date the report. The counselor must 

keep a copy of the counseling report, giving the original to the member. 

H. Waiving and Changing the Enlisted Evaluation Report. 

1. Waiving Enlisted Evaluation Report. Occasionally it is either impossible to 

evaluate an evaluee; e.g., the member was inpatient or on sick leave during 

entire period, or an evaluation report period is overlooked administratively.  In 

these and similar situations the approving official can submit a request to CG 

PSC-EPM or CG PSC-RPM, seeking a waiver of the entire period by letter, 

specifying the reasons. 

2. Changing Enlisted Evaluation Report – Individual Marks. Approving officials 

are authorized to change any mark they assigned to members still attached to 

the unit if the approving official receives additional information that applies to 

the particular evaluation report period. 

a. A Change Prior to Evaluation Being Marked Final. When the evaluation 

report has not been marked final in Direct Access, and if, after the 

approving official discusses the marks with the marking official, the 

approving official decides to make any changes, the changes to those marks 

can be entered in Direct Access.  A new counseling report will be printed 

and acknowledge by the member. 

b. A Change After an Evaluation is Marked Final. 

[1] Approving officials who submitted an EER as “final” and wish to 

recall the form within seven calendar days of the submission date 

due to accidental submission prior to completion, errors discovered 

on the EER, or new information received requiring changes to 

marks, may submit a return request via Trouble Ticket through the 
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CG PPC Customer Care web page or by email to PPC-DG-

CustomerCare@uscg.mil.  The following criteria must be met: 

[a] The EER has been submitted as final within the last seven 

calendar days; 

[b] The original approving official is still assigned to the unit; and 

[c] The member is still assigned to the same unit. 

[2] Approving officials who submitted an EER as “final” and wish to 

make changes after seven calendar days past the submission date, 

and the member is still assigned to the unit, may submit a signed 

request via CG memorandum to Commanding Officer, CG PPC to 

request changing the marks. The memorandum may be attached to a 

trouble ticket. The request must contain the following: 

[a] Signature of the same approving official as who approved the 

initial EER; 

[b] The member’s name, rate, and employee ID;  

[c] The EER period ending date;  

[d] The specific competencies being changed;  

[e] The original numerical mark, conduct mark, or 

recommendation for advancement;  

[f] The revised numerical mark, conduct mark, or 

recommendation for advancement; 

[g] Required comments, if the revised mark is being changed to a 

mark that requires written comments – comments shall be 

within the prescribed character limitations for the specific 

mark; and 

[h] A statement the member has been advised of these changes. 

[3] Commanding Officer, CG PPC changes the EER in Direct Access, 

then notifies the approving official when the change has been made. 

[4] The member must verify through Direct Access self service that 

their individual evaluation report has been properly updated. 

[5] If, on an unscheduled EER, judicial proceedings are later set aside, 

the current approving official reevaluates and adjusts marks on the 



PSCINST M1611.2A 
 

5-12 

 

unscheduled disciplinary evaluation report assigned by any 

Approving Official based on alleged offenses committed. 

[6] Any Approving official who has reason to believe marks assigned 

by another approving official are erroneous must write to 

Commander (CG PSC) describing the circumstances.  This 

memorandum must include supporting documentation and a 

recommended course of action. 
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CHAPTER 6 APPEAL PROCESS 

A. Purpose of the Appeal Process. The evaluation report is designed to be as 

objective as possible.  However, when one human being evaluates another, there 

will be some subjectivity.  Even when the member perceives no difference in 

performance from one period to the next, small variations in marks can occur. 

B. Basis of the Appeal Process. The appeals process is designed to review marks the 

evaluee believes were based on: 

1. Incorrect information; 

2. Prejudice; 

3. Discrimination; or 

4. Disproportionately low marks for the particular circumstances. 

C. Recommendation for Advancement. The recommendation for advancement 

portion on the evaluation report may not be appealed to an appeal authority. 

D. Responsibilities. 

1. The Member. 

a. Request an Audience.  Before writing an appeal, the member should request 

an audience with the rating chain to verbally express any concerns that 

could lead to a written appeal. 

b. Written Appeal. If this meeting does not lead to an agreement between the 

approving official and the member, the member can submit an appeal in 

writing to the appeal authority indicated in Table 2-2 of this Manual, via the 

commanding officer.  If the member has been reassigned, they must submit 

the appeal to the appeal authority for the former command, via the 

commanding officer of that command. 

c. The Appeal Letter. The appeal letter must contain the specific competencies 

in dispute and supporting information indicating why the marks should be 

reviewed.  Supporting information must include specific examples of 

demonstrated performance that indicate how the member met or exceeded 

the written standards.  The member must attach a copy of the signed 

member counseling report as the first enclosure and other enclosures 

pertinent to the assigned marks. 

d. Submission Deadline. The member must submit the appeal within 15 

calendar days (45 calendar days for reservists) after the date they signed the 

acknowledgment section of the member counseling report for the disputed 

evaluation report. If the member refused to sign the counseling sheet, this 
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timeline begins the date the unit representative signed the refusal to sign 

statement. 

e. Appealing After the Deadline. If appealing more than 15 calendar days (45 

calendar days for reservists) after the date the member signed the member 

counseling report, the member must explain to the appeal authority the 

circumstances that precluded them from submitting the appeal within the 

prescribed time limit. 

2. The Commanding Officer. In many cases the commanding officer is the 

approving official.  However, for commands such as district offices, area 

offices, and service/logistic centers, the commanding officer may not be the 

approving official.  In these instances, the approving official is synonymous 

with the title commanding officer for the following responsibilities: 

a. Each commanding officer must ensure all enlisted persons are aware of 

their right to appeal under reference (a), Article 4.F. 

b. Each commanding officer must ensure counseling and clerical assistance 

are provided to any member desiring to exercise these appeal rights. 

c. As a result of the appeal, a commanding officer may raise or leave marks 

unchanged, but may not lower any marks.  If the member accepts the relief 

the approving official grants, the appeal need not be sent to the appeal 

authority.  If the relief does not satisfy or only partially satisfies the 

member, the commanding officer must send the appeal and then comply 

with the change procedures in Article 5.H. of this Manual. 

d. Commanding officers will endorse and send the appeal letter to the appeal 

authority within 15 calendar days of receiving it from the member.  The 

appeal authority may extend the 15 days if the commanding officer needs 

additional information before responding to the appeal or to accommodate 

unit focus on operations and readiness.  The commanding officer’s 

endorsement should address any delay. 

e. The commanding officer’s endorsement will contain specific examples of 

demonstrated performance that warranted the assigned marks and address 

any extenuating circumstances.  The commanding officer will ensure the 

member receives a copy of the command’s endorsement. 

3. The Appeal Authority. 

a. The appeal authority must review and act on the appeal within 15 calendar 

days after receiving it.  Commander (CG PSC-EPM) or (CG PSC-RPM) 

may extend the 15 days if the appeal authority needs additional information 

from either the member or commanding officer before responding to the 

appeal. 
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b. In acting on an appeal, the appeal authority may raise or leave unchanged 

the member’s marks, but may not lower any marks an approving official 

assigned. 

c. Once the appeal authority has decided, they must notify the member of their 

action, via the rating chain and shall ensure copies of the appeal package 

(member’s letter, command endorsement along with all enclosures, and 

appeal authority’s action) are sent to Commanding Officer, CG PPC (ADV) 

for review and possible update to the member’s evaluation report data. 

d. Finality. The appeal authority’s decision on an appeal package is final. 
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CHAPTER 7 REVIEW OF EERS AT CG PERSONNEL SERVICE 

CENTER 

A. General. Completed EERs are transmitted to CG PSC electronically in Direct 

Access when the approving official marks the EER as final, and submits it. CG 

PSC-EPM-3 will receive the EER via Direct Access and is then able to review the 

EER. 

B. EER Review. 

1. CG PSC-EPM-3 has the authority to validate any EER submitted on an 

enlisted member, and may require corrections to any EER under review. 

2. CG PSC-EPM-3 will review a sample of all EERs submitted on all enlisted 

members. This review will validate that the finalized EER meets all policy and 

procedural requirements. Particular attention is given to administrative data, 

required comments, and occasion for reports. The review is not intended to 

question a rating official’s judgment about a subordinate’s performance, but to 

ensure EERs are prepared in accordance with EES requirements. 

a. Automatic EER review. 

[1] CG PSC-EPM-3 may validate all unscheduled EERs with particular 

attention being paid to EERs due to discipline or misconduct. 

[2] CG PSC-EPM-3 will validate all CORC type EERs. 

b. Random EER review. 

CG PSC-EPM-3 may validate a random sampling of all scheduled regular 

EERs. 

3. Acceptable Reports. Upon review, if the EER is confirmed to have met all 

policy and procedural requirements, the EER will become active and final. No 

further action by the rating chain is required. 

4. Unacceptable Reports. Upon review, EERs that are found unacceptable due to 

inconsistencies with requirements are invalid and will be un-finalized in Direct 

Access.The original approving official will be notified via email by the EPM-3 

staff that the EER does not meet requirements, and must be corrected and 

resubmitted. The initial submission is considered void. 

a. Details of the specific error, along with suggestions for correction will 

accompany all notifications to the approving official of an unacceptable 

EER. 

b. Invalidated EERs must be corrected and resubmitted in Direct Access 

within 30 days of notification to the approving official. 
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c. If the invalidated EER requires changes to any competency numerical mark, 

comments, conduct, future potential, or the recommendation for 

advancement, the member is required to be counseled with the corrected 

EER. 

d. Quality of Comments.  

[1] Competency comments in the EER must be relevant to the 

competency being evaluated. CG PSC-EPM-3 will review 

comments to ensure the relevance to the competency, but will not 

normally “determine” if a comment “justifies” the numerical mark 

assigned.  

[2] Future Potential comments in the EER will only be reviewed for 

adherence to procedural guidance. 

[3] Conduct comments in the EER for Unsatisfactory conduct will be 

reviewed for adherence to procedural guidance, and to ensure 

comments are specific and sufficient to describe why the 

unsatisfactory comment was assigned – to include detailers of 

charges and results of NJP/CM/Civil Conviction, etc. 

[4] Advancement Recommendation comments in the EER for Not 

Ready and Not Recommended will be reviewed for adherence to 

procedural guidance, and to ensure comment are specific and 

sufficient to describe why the member was marked Not Ready or 

Not Recommended, and to ensure an outlined path for earning a 

Ready. This review will not normally “determine” if a reason for 

marking a member is “justified” – as long as the reason is within 

policy, it is considered justified. 
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