Joint Fraud Planning (JFP)

Joint fraud planning is the most important management function in developing an effective, productive fraud program.  A written plan requires managers to think through and concisely state the goals and objectives of their fraud program. Fraud plans should be simple and practical.  The plan should provide direction and at the same time be flexible enough to anticipate and manage change.  However, if both offices do not dedicate resources (i.e., your time) to executing the plan, it becomes little more than a meaningless paper work exercise.  The most successful plans are those written by individuals who will be involved in the execution of the plan and supported by the Commander and other assigned personnel. 
ELEMENTS OF A JOINT FRAUD PLAN (JFP)

A JFP will delineate the unique and strategically important roles the Fraud Program Manager and the Contracting POC must perform in order to work as a “team” to prevent and deter fraud. A well-managed Joint Fraud Plan will guide the two organizations to reach specific objectives for the year. Developing a successful JFP depends on these factors: 

1. Priorities. Establishing priorities involves a “meeting of the minds” between the OSI and Contracting to consider what is to be accomplished within time and resource constraints.
2. Objectives. Objectives are the avenues available to get from point A to point B in an orderly fashion. For example, an objective might be to detect and deter product substitution on major construction projects.
3. Target Selection: Target selection is the most important element in writing a JFP.  A target is an event, process or person that has potential fraudulent activities. You should select targets that will give you greatest probability for success.  The targets you select will focus the attention of the team.  
4. Target Evaluation and De-briefing.  Once the priority target(s) is identified, the team may use any combination of tools available to proceed against the target. Remember to use each other’s respective talents when gaining knowledge of the target and its vulnerabilities to fraud. If a criminal allegation surfaces, AFOSI should initiate the appropriate type of investigation to either prove or disprove the allegation. If AFOSI finds no crime, but identifies a weakness in the contracting process, de-brief the Contracting Officer for correction. 
5. Training Program: Once you have established your priorities, you need to look at training requirements your team will need in order to carry out the plan for the year.  Such training includes formal contracting and fraud related schools as well as on-site training or OJT.  Your training monitors should be aware of the extra requirements so they can include these new team members in their training plans. The key is that AFOSI should work to train Contracting POCs on fraud schemes and indicators, while Contracting should help train AFOSI on the contracting process. Such leveraging of training opportunities will enhance both organizations’ abilities to detect and deter fraud.

Fraud Awareness Program. The most important element in the fight against fraud is the recognition of conditions that allow fraud to go undetected.  There are often “indicators” of the conditions that provide the initial warning and show the need for further attention.  These activities often appear on the surface as administrative or managerial irregularities. Educating people who work in and around the procurement process on fraud schemes will yield valuable dividends because they will recognize potential fraud and know when to report that information to the fraud team. You will find a list of fraud schemes in the next section.

Commanders Review.  The joint fraud plan must be semi-annually reviewed by both Commanders to make sure they are kept abreast of the plan’s progress and whether annual execution is on track.  The Commanders should be made aware of any limiting factors that are impeding the progress of the plan.  The Commanders need to also look to see if the objectives or targets need to be changed or if additional assets need to be dedicated in order to complete the plan.

    ATTACHMENT 1

JOINT FRAUD PLAN TEMPLATE

Priority Selection

Establishing priorities usually involve a meeting of the minds between the AFOSI and the Contracting on what should be accomplished with your limited time and resources. You can look at areas that have the highest probability of fraudulent activity or have the highest base interest, dollar value or an area of concern.  Jointly establishing these priorities is paramount to the success of the Joint Fraud Plan. They must be results orientated and have realistic and practical objectives. 
	Priority  1 


	Description



	Priority 2


	Description

	Priority 3


	Description


Objectives and Targets

Objectives are the avenues available to get from point A to point B in an orderly fashion. For example an objective might be to detect and deter product substitution on all major construction projects.

After you stated an objective you need to identify what specific areas you are going to concentrate on. The investigative community calls these areas targets.  You can realistically concentrate on only one or two targets at a time. During the initial target evaluation, the team should consult the Contracting Commander, his staff, sources, previous cases with contractors and any audit documents, etc.  Using the fraud agent’s knowledge of schemes and the Contracting POC’s knowledge of the procurement process and its vulnerabilities should culminate in selecting the best targets given limited resources.

	Objective 1



	Target 1 (Tab 1)



	Target 2 (Tab 2)




	Objective 2



	Target 1 (Tab 3)



	Target 2 (Tab 4)




	Objective 3



	Target 1 (Tab 5)




Section Training Requirements

Once you have established your goals for the year you need to look at any training the team may need in order to carry out the plan.  They include formal contracting and fraud related schools as well as on site OJT.  The training monitors should be aware of the new team members so they can include them in their training plans. 

AFOSI Fraud Agent Training Requirement

	List Training Requirements:
	OJT or Formal
	Training Date

	
	
	

	
	
	

	
	
	


Contracting POC Training Requirement

	List the training Requirements
	OJT or Formal
	Training Date

	
	
	

	
	
	

	
	
	


Section Fraud Awareness Program

Easiest way to get leads on potential fraudulent activity is to educate the people on fraud schemes who work in and around the procurement process.  This effort can be seen as a force multiplier and if done correctly, can generate numerous leads on criminal activity without you lifting a finger. 

Remember, you are not giving a briefing to educate the base on what your job is, you are convincing them to find and report suspicious activities to you. Such programs are designed to sensitize people about indicators of fraud so they can play an essential role in detecting and preventing fraud.  It is important to leave them a way to contact you as well as a list of fraud indicators so they can refer to them from time to time.  

Fraud Schemes Training

	(Group to be trained on how to identify Fraud Schemes)
	POC/Contact
	Training Date

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Section: Commanders Semiannual Review 

Semiannually the Joint Fraud Plan must be reviewed by both Commanders to make sure they are kept abreast of the progress.  The Commander should be made aware of any limiting factors that are impeding the progress of the team.  The commanders need to also look to see if the objectives or targets need to be changed or if additional assets need to be dedicated in order to complete the plan. 

AFOSI Commander Review

	DATE
	COMMENTS

	
	

	
	


Contracting Commander Review

	DATE
	COMMENTS

	
	

	
	


SECTION – Miscellaneous Products

