
FOR OFFICIAL USE ONLY 

 

DEPARTMENT OF THE ARMY 
U.S. ARMY AUDIT AGENCY 

OFFICE OF THE PRINCIPAL DEPUTY AUDITOR GENERAL 
6000 6TH STREET 

BUILDING 1464, MAIL STOP 5609 
FORT BELVOIR, VA  22060 

 
 

SAAG-ZBZ  4 June 2012 
 
 
MEMORANDUM FOR Recruiting Assistance Program Task Force 
 
SUBJECT:  Audit of Recruiting Assistance Programs—Reserve Components 
(Project Number A-2011-ZBT-0403.000), Report:  A-2012-0115-IEF 
 
 
1. Introduction.  This report presents the results of our audit of Recruiting 
Assistance Programs in the Reserve Components.  U.S. Army Criminal Investigation 
Command (CID) asked us to review program payments made to recruiter assistants 
who mentored candidates to enlist in the Army National Guard and the U.S. Army 
Reserve.  Enclosure 1 presents the detailed results of our audit.  Enclosure 2 presents the 
official Army position on the report.  
 
2. Audit Standards.  We conducted this performance audit in accordance with 
generally accepted government auditing standards.  Those standards require that we 
plan and perform the audit to obtain sufficient and appropriate evidence to provide a 
reasonable basis for our findings and conclusions based on our audit objective.  We 
believe that the evidence obtained provides a reasonable basis for our findings and 
conclusions based on our audit objective. 
 
3. Background.  
 
 a. After FY 05, the Army National Guard and U.S. Army Reserve were below their 
congressionally approved end strengths by 16,823 and 15,995, respectively.  The Army 
National Guard developed the Recruiting Assistance Program to meet end-strength 
goals.  An adaptation of civilian contract recruiting, the program leveraged Soldiers, 
Families, and military retirees to identify, mentor, and refer potential candidates for 
enlistment.  
 
 b. To create and administer the program, in 2005, the Army National Guard’s 
contracting office awarded a contract to Document and Packaging, Incorporated 
(DOCUPAK).  The program initially commenced in the first quarter of FY 06 using an 
indefinite-delivery, indefinite-quantity task order awarded against an existing 
marketing contract.  Subsequently, the Guard awarded a new contract with a period of 
performance of 28 June 2007 through 27 June 2008, and 4 option years.  The minimum 
value of the contract was $500,000 and the maximum value was $472.5 million.  As of 
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March 2012, the estimated value of recruiting assistance-related contracts was 
$366 million. 
 
 c. Individuals eligible to participate in the program used DOCUPAK’s on-line 
system to register as a recruiter assistant.  After completing training requirements, 
recruiter assistants became civilian subcontractors of DOCUPAK.  Recruiter assistants 
were eligible to receive a payment for referring citizens who later enlisted in the Army 
National Guard.  Assistants used DOCUPAK’s on-line system to enter names of 
potential enlistees.  Using Army personnel systems, DOCUPAK verified the new 
Soldier’s enlistment and accession (travel to basic training).  Depending on the enlistee’s 
grade and military occupational specialty, recruiter assistants received a payment 
ranging from $2,000 to $7,500.  DOCUPAK made payments using two electronic funds 
transfers, paying the assistants half after enlistment and half after accession.  
DOCUPAK invoiced the Army National Guard monthly.  DOCUPAK billed the Army 
for reimbursement for these payments. DOCUPAK’s fee included $345 for processing 
each enlistment.  
 
 d. In June 2007, U.S. Army Reserve established a Recruiting Assistance Program 
using a task order awarded against the Army National Guard contract.  The maximum 
payment authorized for recruiter assistants was $2,000 (slide 8 in Enclosure 1 shows 
payments authorized under the Guard and Reserve programs).  The remaining 
program rules and processes to implement the U.S. Army Reserve’s program were 
identical to the Guard program.  
 
 e. Beginning in 2007, CID received information from DOCUPAK that contained 
information showing Army National Guard and Army Reserve recruiters and 
recruiting assistants potentially committed fraud.  After investigating and confirming 
fraud, CID asked us to do an Armywide audit to determine whether the conditions 
identified were systemic and to evaluate whether there were weaknesses in the 
program’s internal controls.  
 
3. Objective and Conclusion.  
 
 a. Objective.  To verify that the Recruiting Assistance Programs had appropriate 
controls in place and operating to ensure that only legitimate recruiting assistance 
payments were made for enlistments. 
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 b. Conclusion.  Controls for the program weren’t operating effectively or 
recruiting personnel circumvented controls.  We conducted a fraud-risk assessment of 
all recruiting assistance payments made by electronic funds transfer from inception of 
the Army National Guard and U.S. Army Reserve Recruiting Assistance Programs 
through July 2011.  In total, we reviewed about $339 million in payments associated 
with 151,333 enlistments.  Using information from CID, we established criteria for our 
fraud-risk assessment.  We categorized individuals and payments in three categories: 
the high- and medium-risk categories represented potentially fraudulent payments, and 
the low-risk category represented potential violations of program rules.  Our results of 
our fraud-risk assessment showed:   

• 705 recruiters (601 Army National Guard and 104 Army Reserve) were affiliated 
with potentially fraudulent Recruiting Assistance Program payments.  These 
payments were at a high risk for fraud. Prior to our audit, CID had already 
investigated 21 of these individuals and confirmed fraud.  

• 551 recruiters (444 Army National Guard and 107 Army Reserve) were affiliated 
with suspicious Recruiting Assistance Program payments.  These payments were at 
a medium risk for fraud.   

• 2,022 recruiter assistants received payments that potentially violated program rules. 
Of these assistants, 611 were affiliated with potentially fraudulent or suspicious 
Recruiting Assistance Program payments discussed in the preceding bullets. We 
categorized these as low risk for fraud.     

(Slides 16-28 of Enclosure 1 discuss the methodology for our fraud-risk assessment, the 
criteria for each risk category, and our audit results.)  

These conditions occurred primarily because:   

• Internal controls weren’t in place or operating as intended.  Working with the Army 
National Guard, DOCUPAK established controls to ensure that every enlistment 
represented a valid Soldier.  We didn’t identify any instances of “Ghost” Soldiers.  
However, other controls weren’t in place or effective. For example, the Army 
National Guard and the Army Reserve didn’t establish controls to verify the 
identity eligibility of recruiter assistants. We did a statistical sample to evaluate the 
overall effectiveness of 12 key controls we identified.  For 88 percent of the 
payments sampled, at least one key control wasn’t in place or operating effectively.   
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• Recruiters potentially stole the identity of personnel to circumvent controls or 
colluded with recruiter assistants to bypass controls.  As with any internal control 
system, individuals can use access to key information or engage in collusive activity 
to circumvent controls.    

• Contracts weren’t written or overseen effectively.  The contracts assigned 
responsibility for implementing and monitoring controls to the contractor; 
responsibility for internal controls is inherently governmental.  The Army National 
Guard didn’t have a quality assurance surveillance plan and the Army Reserve’s 
surveillance plan didn’t have sufficient detail. Also, surveillance that contracting 
officers representatives did was insufficient.   

(Slides 29-34 of Enclosure 1 discuss the causes we identified in more detail.)  
 
As a result of these conditions, the Army didn’t have assurance that recruiting 
assistance payments for enlistments were legitimate.  In addition, because controls and 
oversight of the program weren’t sufficient, the program was susceptible to fraud and 
abuse.   
 
4. Actions Taken.  During the audit, the Army canceled all recruiting assistance 
programs, suspended future program funding requirements, and created a task force to 
oversee ongoing investigations.  Specifically, on:  

• 18 January 2012, the Army Reserve suspended the program. The Army Reserve’s 
Office of the Deputy Chief of Staff, G-8 began working with the Defense Finance 
and Accounting Service and the Army National Guard’s contracting office to 
recoup $486,682 in overbillings our audit identified. 

• 23 January 2012, the National Guard Bureau suspended the program. 

• 1 February 2012, the Assistant Secretary of the Army (Manpower and Reserve 
Affairs) terminated the program and suspended about $45 million in programmed 
requirements for FYs 13-17. 

After we briefed the Secretary of the Army, on 9 February 2012, the Secretary directed 
Army organizations to initiate appropriate corrective action and preventive measures.  
The Secretary directed:   
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• CID to investigate all recruiters and affiliated recruiter assistants identified as 
involved with potentially fraudulent and suspicious recruiting assistance payments.   

• The Assistant Secretary of the Army (Manpower and Reserve Affairs) to review all 
ongoing incentive programs for effectiveness and susceptibility of fraud.   

• The Assistant Secretary of the Army (Acquisition, Logistics and Technology) to 
conduct a procurement management review of the contract and task orders 
associated with the Recruiting Assistance Program.     

• The Assistant Secretary of the Army (Financial Management and Comptroller) to 
investigate whether a violation of the Anti-deficiency Act occurred.     

• The Army Auditor General to conduct audits of the Active Army’s Recruiting 
Assistance Program and the contract vehicle used for that program.   

The Secretary established a Task Force on Recruiting Assistance Programs and 
appointed the Director of the Army Staff to lead the task force and synchronize 
corrective and preventative measures.    
 
On 22 February 2012, we provided CID with fact sheets for 705 recruiters and affiliated 
recruiter assistants that our fraud-risk assessment identified as involved with 
potentially fraudulent payments to recruiter assistants (that is, individuals and 
transactions we determined were at high risk for fraud).  On 15 March 2012, we 
provided CID the fact sheets for the remaining 551 recruiters and affiliated recruiter 
assistants that our assessment identified as suspicious (these are individuals and 
transactions we determined were at medium risk for fraud).  The total value of the 
potentially fraudulent and suspicious payments could be as high as tens of millions of 
dollars.  These numbers are preliminary and could go up or down as CID and the 
Components do their investigations.   
 
In addition, in May 2012, we provided the Army National Guard and Army Reserve 
with the names of an additional 1,411 recruiter assistants who may have violated 
program rules. Working as part of the Recruiting Assistance Program Task Force, the 
Director of the Army Staff tasked the Components to conduct investigations pursuant 
to Army Regulation 15-6 (Procedures for Investigating Officers and Boards of Officers).   
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5. Recommendations.  This section summarizes the specific recommendations 
included in Enclosure 1.  Verbatim comments and the official Army position are in 
Enclosure 2.  
 
 a. For the Assistant Secretary of the Army (Manpower and Reserve Affairs) 
 
  Recommendation 1.  Cancel the Recruiting Assistance Program.   
 
  Command Actions Taken During the Audit.  After our 1 February 2012 
briefing, the Assistant Secretary canceled the program.  On 9 February, the Secretary of 
the Army issued a memorandum that also directed that the program be canceled.  
 
  Official Army Position.  The Assistant Secretary provided the official Army 
position for this recommendation.  In addition to the actions describe above, the 
Assistant Secretary, in conjunction with the Headquarters, DA Deputy Chief of Staff, G-
1, canceled remaining FY 12 funding for the program and eliminated all requirements 
and funding for FYs 14-18.  The Assistant Secretary said funding for FY 13 was pending 
legislative approval.  The Assistant Secretary said any funding approved for the 
program would be removed.   
 
  Agency Evaluation of Actions Taken and Official Army Position.  These 
actions fully meet the intent of the recommendation.  Therefore, we’ll close the 
recommendation for followup purposes. 
 
  Recommendation 2.  Task the CID to investigate the 705 individuals in the 
high-risk category and the 551 individuals in the medium-risk category to confirm 
whether fraud or illegal acts occurred.  Also, task the Army National Guard and Army 
Reserve to conduct AR 15-6 investigations of the individuals in the low-risk category to 
determine if they committed program violations or potential fraud.  Instruct the two 
Components to refer any instances of potential fraud to CID.   
 
  Command Actions Taken During the Audit and Official Army Position.  On 
9 February, the Secretary of the Army directed the CID, Army National Guard, and 
Army Reserve to take the recommended actions. 
 
  Agency Evaluation of Actions Taken and Official Army Position.  These 
actions fully meet the intent of the recommendation.  Therefore, we’ll close the 
recommendation for followup purposes. 
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 b. For the Director of the Army Staff 
 
  Recommendation 3.  Use the Recruiting Assistance Program Task Force to 
continue coordinating and overseeing the efforts of Army organizations involved in 
meeting the Secretary of the Army’s directives in his 9 February 2012 memorandum.  
Provide regular updates to the Secretary until all tasks are completed and provide an 
after-action report summarizing lessons learned and the outcomes of the coordinated 
effort. 
 
  Command Comments and Official Army Position. The Director of the Army 
Staff provided the official Army position for this recommendation.  The Director agreed 
with the recommendation and stated he chairs the Recruiting Assistance Program Task 
Force, which meets biweekly at executive and working group levels.  The task force 
includes representation from multiple Army organizations, including CID, the Army 
National Guard, and the U.S. Army Reserve, which are responsible for investigations. 
 
  Agency Evaluation of Command Comments and Official Army Position.  The 
Director’s actions meet the intent of our recommendation.  Therefore, we’ll close the 
recommendation for followup purposes. 
 
 c. For the Chief, U.S. Army Reserve 
 
  Recommendation 4.  Collect the remaining $486,682 for canceled accessions.   
 
  Command Actions Taken During the Audit.  On 15 February 2012, the Army 
Reserve advised the Defense Finance and Accounting Service to stop payment on 
$1.4 million of pending invoices.  The Army Reserve was working to recoup the 
$486,682 in overbillings identified. 
 
  Command Comments and Official Army Position.  The Office of the Chief, 
U.S. Army Reserve agreed.   The office targeted implementation of recoupment actions 
for 30 April 2012.  The office stated that its Office of the Deputy Chief of Staff, G-8 
monitors unliquidated balances for recruiting assistance payments monthly and is 
working with Defense Finance and Accounting Service to recoup the full balance.  
 
  Agency Evaluation of Actions Taken and Official Army Position.  The Office 
of the Chief’s actions meets the intent of our recommendation.  
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6. Reply Process.  The verbatim comments constituting the Army’s official position on 
the facts, conclusion, recommendations, and potential monetary benefits are in 
Enclosure 2. 
 
7. Remarks.  I appreciate the courtesies and cooperation extended to us during the 
audit.  If you have questions, please contact Mr. Bruce B. Miller at DSN 328-6768 or  
e-mail: bruce.b.miller.civ@mail.mil. 
 
FOR THE AUDITOR GENERAL: 
 
 
 

                                                        
2 Encls JOSEPH P. MIZZONI 
 Principal Deputy Auditor General 
  
DISTRIBUTION: 
Assistant Secretary of the Army (Acquisition, Logistics and Technology) 
Assistant Secretary of the Army (Financial Management and Comptroller)  
Assistant Secretary of the Army (Manpower and Reserve Affairs) 
General Counsel 
Army Inspector General 
Chief, U.S. Army Reserve  
Chief of Legislative Liaison 
Chief of Public Affairs 
Deputy Chief of Staff, G-1 
Judge Advocate General 
Provost Marshal General 
Director, Army National Guard 
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