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Chapter 1 - Overview

1.  Scope.  

  This SOP provides information, processes and procedures for the planning and execution of recruiting, marketing and advertising operations.  Intent is to provide the Recruiting Operations Officer (ROO) with the  “how to” methods of planning and executing recruiting operations.  It also serves as a reference and information document for Brigade Commanders, Professors of Military Science (PMS) and staffs.  The Annexes of this SOP provide a reference resource on current regulation, policy and guidance in the execution of recruiting, marketing and advertising activities.  Questions on these topics, campus recruiting or changes to this manual are directed to Region Operations, telephone (253) 967-9582.

2.  The Bottom Line in the ROO Business.
  It needs to be stated up front that the job of being a battalion ROO is not easy.  The most precious resource you have is time.  Between prospect recruiting, reports, meetings, data base input, event execution, additional duties and tasks; the ROO can easily loose site of his/her bottom line – recruiting enough qualified prospects into the program to meet contract mission requirements.  This is especially true of the new ROO.  They often find themselves overwhelmed and distracted during a time when they are still trying to get a handle on their job.  It is primarily for this reason that Western Region has constructed this SOP in the attempt to provide a once source document for the ROO, and provide bottom line information and procedures in the execution of their assigned duty.

3.  The Big Five.
  When you compile all of the information on the responsibilities of the ROO as provided in the plethora of regulations, pamphlets, memorandums of instructions, fact sheets, data bases, and guidance documents the duties of the ROO revolve around five main responsibilities.  All five of these responsibilities are interdependent and complementary.  The five major responsibilities are:


-Developing and working leads

-Prospect recruiting and tracking.


-Mission projections.


-Recruiting, marketing and advertising planning and execution.


-File and historical record maintenance.

  Keep these in mind.  If the action you are executing at any given moment does not directly relate to one of these five things treat it for what it is – a tasking and a distraction.  Get it done and completed in the quickest and most efficient manner possible and get back to the five bottom line responsibilities.  This is precisely where most ROOs loose track of the bottom line and find themselves in trouble making their mission.  If the ROO has organized his/her activities and has in-place systems to achieve the big five, most of the distractions/tasks can be addressed by those systems without a large investment of time and effort.  Therefore, the remainder of this SOP will address each of the big five responsibilities and provide tools for the ROO in their execution.
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Chapter 2 – Developing and Working Leads To Prospects

1. Explanation Of Terms.
  a.  Much misinformation and confusion exists in the recruiting arena on terms and exactly what they mean.  These terms are often used interchangeably and create misunderstandings for the ROO on what he is supposed to be tracking and reporting.  Therefore, the correct term and definition is provided below:

Targeted List.  A targeted list, usually referred to as a SAL list, is a student/prospective student list developed by the ROO based on some refinement criteria (See paragraph 2).  Lists are coordinated through and received from an outside agency such as the university registrars office, VA Representatives, TAG/RSC Education Officer, etc.  There is NO REQUIREMENT to tack/input these lists into a database or electronic tracking system.  The format/document you receive them in is sufficient for information and filing.

System List.  A system list is one provided by the command to refer students/prospective students to the ROO from the national campaigns.  Currently there are two:  the National Referral List (NRL) and the Cadet Command Information Management System (CCIMS) 4-year / 3-year AD scholarship module.  There is NO REQUIREMENT to tack/input these lists into a database or electronic tracking system since they are already provided to the ROO in one.

Referral.  A referral is a specific name of a student/prospective student gained from an influencer (i.e. parent, school counselor, coach, etc.), a marketing activity (i.e. college fair, recruiting booth, etc.), or a student self-referral by walking/calling in.  There is NO REQUIREMENT to tack/input a referral into a database or electronic tracking system.  The format/document you receive them in is sufficient for information and filing.  If the information does not come in a document of some type, have a basic info form/card available for the purpose.

Lead.  Leads are student/prospective students from a targeted list, system list, or referral with which contact has been made and an interest on the part of the student/prospective student determined.  Contact has not yet determined whether the student/prospective student meets enrollment criteria - only an interest in gaining more information.  Only cursory database or electronic tacking is necessary for these individuals while leading them to an interview.  Refer to paragraph 4 for a standard leads tracking document.

Prospect.  Prospects are students/prospective students that have undergone an interview with the ROO and enrollment eligibility has been verified.  The student/prospective student is actively seeking enrollment in the program, and the unit is initiating the required paperwork.  Only at this point does the unit start counting them against recruiting shortfalls in a mission set on the projection worksheet.  Units are REQUIRED to tack prospects in a detailed database tracking system.  Refer to paragraph 5 for a standard prospect tracking system and document.

  b.  Based on these terms, it is obvious that a ROO spending time on creating intensive databases to track anything but prospects is wasting time and effort to no purpose.  It is also obvious, that the terms define the status of a student/prospective student as they are worked in the recruiting process from initial identification through enrollment as a cadet.
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(Figure 2-1, Student Recruiting Progression)

  c.  The ROO is responsible for compiling targeted lists.  He/she is also responsible for working targeted lists, system lists, referrals and walk-ins towards valid leads.  As mentioned above, he/she is not required to construct or manage an intensive database or system in this process, since it is time consuming and counter productive.  In other words – get the information and make the contacts, but do not waste time trying to over manage them.  Only at the leads stage, and especially at the prospect stage, is the ROO required to tack and report students/prospective students he/she is working towards enrollment in the program.
  d.  It should be noted here that recruiting is a personal contact activity.  Do not confuse marketing and advertising activities with recruiting.  When constructing plans and actions use marketing and advertising to support and reinforce your recruiting.  In other words, plan and execute recruiting first and foremost, and then plan and execute marketing/advertising action as supporting efforts.
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2. Targeted Lists
  a.  Targeted Lists are developed by the ROO through coordination with an outside agency.  The targeted list is often referred to as the SAL list.  These lists are based on a set criteria identified by the unit.  Targeted lists are used to both identify the quality students in a given campaign and eliminate students with non-enrollable conditions (such as non citizens, handicapped, low GPA/ACT/SAT, etc.).  Usually, the targeted SAL lists fall into one of two categories:  incoming freshmen and on campus.  However, before going over how to execute these targeted lists, it is important to understand just what SAL recruiting is.

  b.  Recruiting students/prospective students into ROTC revolves around meeting contract mission and your MS1/MS2 enrollment goals.  In October 2001, The Scholar-Athlete-Leader (SAL) model was developed to provide the command with a simple method to assess and capture in CCIMS the quality indicators of a cadet upon contracting.  Since its inception, the SAL model has also served as the starting point for units to develop targeted recruiting lists.  Thus you must be specific when you are discussing SAL criteria.  It is either the Cadet Command SAL criteria used when entering contracted cadet information in CCIMS or the unit recruiting SAL criteria.  Often the two are not identical.
  c.  Cadet Command Scholar/Athlete/Leader (SAL).  The Cadet Command SAL Model is a quality identifier input into CCIMS for all cadets at time of contracting.  The Professor of Military Science determines whether each cadet is a SAL.  Thus it is determined and input into CCIMS only once.  The SAL Model does not change the baseline qualifications IAW AR 145-1 and CC Pam 145-4.  It is possible for a prospect to be fully qualified to contract and commission without meeting any of the SAL criteria.  Assessment for each SAL criteria is binary in nature (Yes or No).  The cadet only needs to meet one of the qualifying criteria in that category to qualify.  A 100% qualified contracted cadet may meet none, one, two or all three of the SAL criteria.  There are two separate sets of metrics for each of the SAL criteria.  One set is for contracting scholarship cadets out of High School, and the other is for contracting cadets already in college.

High School Criteria (4 year scholarship awardees)

Scholar (only requires one bullet)

· Valedictorian / Salutatorian

· Membership in National Honor Society

· Honors or Advance Placement Program graduate

· GPA over 3.0 and SAT/ACT over 1100/21

· Top 10% of class and either GPA over 3.0 or SAT/ACT score above 1100/21

Athlete (only requires one bullet)

· Varsity letter from High School team

· Membership or regional/city/competitive league

· Either active involvement in organized competitive team sports or active involvement in individual athletic competition (triathlon, mountain biking, running, martial arts, etc.)

Leader (only requires one bullet)

· Elected member of student government, class, activity

· Captain of athletic team

· Eagle Scout/Gold Star

· Served in position of responsibility in school club or private organization and leader in volunteer service organization/activity.

Campus Criteria

Scholar (only requires one bullet)

· Campus Academic Honors Designee

· Cumulative GPA over 3.0 and SAT/ACT over 110/21 (Freshmen and G2G)

· Top third of class and either Cumulative GPA over 3.0 or SAT/ACT score above 

1100/21 (Freshmen and G2G)
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· In a academic program with the Academic Discipline Mix (ADM) of 3, 4 or 5 IAW CC Reg 145-12 and a cumulative GPA over 2.5

Athlete (only requires one bullet)

· Current member of college competitive or intramural team

· Current member of regional/city/competitive league 
· Either active involvement in organized competitive team sports / unit sports team (G2G) or active involvement in individual athletic competition (triathlon, mountain biking, running, martial arts, etc.)

Leader (only requires one bullet)

· Elected member of student government, class, activity

· Captain of college athletic or academic team

· Eagle Scout/Gold Star

· Owns / Runs own business or in supervisory position

· Served in position of responsibility in school club or private organization and leader in volunteer service organization/activity.

  d.  It needs to be stressed here that the unit must modify / refine the Cadet Command CCIMS SAL criteria to develop target lists for their respective campus.  Depending upon the market of the unit, the cadet command criteria may be either too restrictive and not provide enough targeted students, or is not restrictive enough and provides more targeted students than can be managed.  Which ever is the case, the unit must identify the unit SAL recruiting criteria they are using, and explain/justify it based on school demographics and the market.  This SAL criterion is spelled out in paragraph three of the REAP developed and submitted annually by the battalion.  This modification to the Cadet Command SAL criteria does not change how a SAL is identified in CCIMS – in this the Cadet Command criteria is used and followed.
  e.  Incoming Freshman Targeted List.  

1.  This list is usually generated with coordination with the university registrar office.  The ROO first determines approximately how many prospects he/she desires out of this list.  The number of prospects is tied directly to the MS1 enrollment goal of the unit.  In this, market factors have a direct bearing on how many names are required to result in the desired number of prospects.  History is the best determiner of this.  However, if the unit does not have a good history of prospect generation out of an incoming freshmen targeted list, use the following “industry” standard of 5 prospects per 100 names.  As an example, if the unit needs 30 prospects the targeted list from the registrar needs to contain the top 600 incoming freshmen.  Over a couple of years the university can gain a better idea of how many prospects are generated out of their market based list.

2.  The incoming freshmen targeted list campaign is usually executed in the summer.  The start point is tied to the application cut off date for the university.  It makes no sense executing the incoming freshmen targeted list until you can get a list of students that have been accepted into the university for the upcoming fall.  For those universities that have an open enrollment policy (i.e. students can register and gain enrollment up to semester start), units should still compile and execute the list in June.

3.  The criteria used for the incoming freshmen targeted list is usually tied only on academics.  Most universities do not track, or have available, information that would determine if a student is an athlete or leader.  Therefore, the criteria are usually based on high school GPA and SAT/ACT scores.  Of course disqualification factors such as age, disabilities, non-citizenship, etc. should still be part of the mix as well.  The intent is to get the list of the top freshmen accepted for attendance.

4.  Once the list is received, the unit should execute a direct mail-out campaign via a LAPS mail services contract with the university mailroom and followed up with an email (if possible) and a phone call.  The envelopes and letters should be pre-planned for delivery via a LAPS print order or local 
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purchase print purchase.  Since this is a time intensive campaign, the summer timing is a good thing.  Usually all summer recruiting and marketing activities are directed almost solely at the freshmen market, and normal distracters are at a minimum.

  f.  Campus Targeted Lists.  


1.  These lists are generated through coordination with various agencies and entail some research on the part of the ROO.  The idea is to generate the names, do research on each of those individual names, determine the best campaign that fits the student, and then execute.  These lists are directed at compression campaigns and lateral entry campaigns.  In these campaigns the ROO should as a minimum get the names of:



-Student government leaders (via faculty advisors / web pages).



-Sports team/intramural team rosters (via coaches / programs / web pages).



-Greek/student club leaders (via faculty advisors / web pages.



-Veterans (via VA Rep / Registrar list of those receiving VA benefits).



-Guardsmen/Reservist (via TAG / RSC Education Officers).



-Honor society members (via faculty advisors / web pages).



-Honor students (via faculty advisors / published university lists).


2.  Once the names are compiled, use the university database to get the specific information on each of these students.  Often, the unit’s university secretary or even the ROO have access to this database.  From this you can gain contact information, academic standing and current GPA information.  Then you can determine based on each student’s standing which campaign would fit best (compression, LTC, SMP, AEO, ACCT, etc.).  If the battalion does not have direct assess to the university database, work it through the registrar office.


3.  At this point you can execute a campaign specific contact.  Usually these also entail a direct mail out, email and phone call.  The research is conducted upon the end of add/drop in the fall term and the contact campaigns executed in October/November – the prime time for compression and lateral entry campaigns.  This timing allows you the time to work contacts into leads over the school year.  Executing them in the fall also reduces the impact on your time during the spring, which is the prime contracting, scholarship board, LTC prep, planning and commissioning time.

3. System Lists And Referrals
  a.  System Lists are provided to the ROO on the part of Cadet Command.  Currently there are two such lists:  The National Referral System (NRL) and the Cadet Command Information Management System (CCIMS) 4-year / 3-year AD scholarship module.  The ROO is responsible for contacting the students/prospective students generated by these systems.  Primarily, these are high school lists that the ROO uses to gain enrollments into the coming fall term MS1 class.  The main difference between targeted lists and system lists/referrals is that the student/prospective student on the system list has expressed some interest in ROTC.
  b.  Understand up front that many of the prospective students provided in these systems are unrefined.  No SAL criteria of any kind is used to refine these names prior to initial input into NRL or CCIMS.  It is incumbent upon the ROO to contact these students/prospective students to determine suitability for university enrollment and work them as a possible lead for ROTC eligibility.

  c.  As these system lists are year-round, they are best worked on a weekly or bi-weekly basis.  As new names appear contact them.  Work them the same way you would any other student/prospective student off of a list.  Main difference here is working any leads generated for both university and ROTC enrollment since the vast majority of these names have not enrolled or been accepted into the university.
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  d.  Referrals come from three sources.  They are referred by an influencer, are generated by a marketing event, or they walk-in/call-in directly to the unit.  Usually units have a card/sheet in existence to get the initial contact information regardless of source.  Once a card/sheet is done they are worked as any other list.  In most cases, referrals are about as refined as a system list.  Depending on the specific student/prospective student, they may also have to be worked for enrollment into the university.
4. Leads
  a.  As stated in paragraph 1, a lead is a student/prospective student that has begun a personal dialog with the ROO from a targeted list, systems list or referral.  The individual has voiced an interest in ROTC and a career as an Army Officer.  The whole point in working a lead is two fold:  

-Focusing on officer-ship and the commitment on the part of the lead to attain a commission.  Leadership and a career as an Army Officer are the message not scholarships or benefit packages – those are secondary issues discussed as you work the lead.  You must be conversant with scholarship information, SMP programs, LTC, etc., but they are not the main point.  The ROO needs to see himself/herself as a “headhunter” for a major corporation that is recruiting and conducting interviews to fill an executive training program, that in turn results in full time employment in a management and leadership position.  

-Getting a time/date established for the face-to-face, or telephonic interview.  Every time you talk with a lead, you need to get a time locked down for an actual interview to ensure the lead is enrollable as a cadet.  In the case of scholarship and lateral entry leads you will also need to verify they are contractible.  This is where the concept of “five times to say no” comes into play.  It is pointless and fruitless working a lead over a long period of time without getting a commitment on the part of the lead to execute the interview.  If upon the fifth contact the ROO cannot gain the commitment cutoff contact.  Time is your most valuable commodity – don’t waste it.  Always remember there are more fish in your ocean.  If the lead will not commit to 30 minutes, you can be assured that their commitment to ROTC and an Officer’s career are luke-warm at best.

  b.  The ROO needs to establish a basic, simple and cursory tacking document for leads.  Several systems are being used, from Microsoft Outlook to a simple word document.  The main thing is that it works for the unit and DOES NOT entail intensive maintenance and data management.  All this document is intended to do is keep a record of leads generated out of the units recruiting campaigns, and serve as a method to make notes specific to the lead.  It is stressed again, that the key terms for the system used are simple and cursory.  DO NOT construct an extensive and time consuming system in tracking and reporting leads  - save that for the important prospects.  The KISS principal (keep it simple stupid) should be followed.  At most, this document/system should track by mission set:


-Name.




-Phone number/Email address.


-Campaign.



-How contact was established.


-How many times contacted

-Notes/information on the lead.

  c.  Region Operations has developed a basic leads tracking document (Annex G – Leads Tracker) for use by battalion ROO’s should one not exist, or the current system is too time consuming.  This document can be modified locally to fit the needs and requirements of the unit.
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(Figure 2-3, Leads Tracker)

5.  Prospects

  a.  As stated in paragraph 1, Prospects are students/prospective students that have undergone an interview with the ROO and enrollment eligibility has been verified.  The student is actively seeking enrollment in the program, and the unit is initiating the required paperwork.  Only at this point does the unit start counting them against recruiting shortfalls in a mission set on the projection worksheet.  Units are REQUIRED to tack prospects in a detailed database tracking system.

  b.  Western Region has developed a prospect tracking tool that allows the battalion to track valid prospects, and links data from the information sheet to enrollment and contracting forms (Annex G – Prospect Tracker).  Intent is to “kill two birds with one stone”.  Since you must construct cadet records when recruiting a student into the program, and the records are used to verify enrollment and contracting eligibility, why not do both at the same time?  The prospect/cadet sheet is used to conduct the interview to determine eligibility and begin the paperwork for ROTC enrollment.  This tool is also a valid document for the HRA in the construction and update of a cadet record.  After all, the enrollment of a new cadet is a team effort on the part of the ROO and the HRA.

  c.  The Prospect Tracker (illustrated below), is a series of forms linked to the initial cadet sheet, and divided into two main parts:  enrollment forms and contracting forms.  Usually as a prospect is being worked into the program, the ROO is responsible for the basic enrollment forms to ensure eligibility and assignment into the correct mission set.  All cadets, whether contracted or not, must have these forms as part of enrollment into ROTC as a cadet.  The ROO, with the prospect, complete these forms and hand them off to the HRA to establish the initial cadet 201 file:


CC Form 139-R


CC Form 104-R


CC Form 136-R


CC Form 137-R


DA Form 3425

31 August 2004





WESTERN RGN SOP 145-4, W/CHG 8

  d.  If a prospect is also being contracted upon initial enrollment, such as scholarship and lateral entry cadets, the HRA takes the initial enrollment records from the ROO and then begins the process of completing the required contracting forms.  Since contracting forms vary with the type of cadet being contracted, the second part of the Prospect Tracker contains the majority of forms required.  Based on the type of contract being initiated, some forms can be deleted from the record if not required.  It is also suggested that the HRA have a scanner available to input required documents that are not generated by the unit, such as birth certificates, marriage licenses, DD 214’s, etc.  If handled correctly, it is conceivable that the unit can go completely paperless in cadet records.  Contracting forms in the second part of the Prospect Tracker are:


DA Form 4/1


DD Form 93


DD Form 2005


DD Form 2058


DD Form 2480


DD Form 2492


DA Form 597


DA Form 597-1


DA Form 597-3


DA Form 705


DA Form 4824-R

CC Form 132-R


CC Form 202-R


CC Form 203-R


CC Form 204-R


CC Form 226-R


CC Form 227-R


NGB Form 594-1


NGB Form 5435-1R

SGLV 8296


SF 1199
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(Figure 2-4, Prospect Tracker Master)
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Chapter 3 – Mission Status And Projections

1.  General.
  a.  The battalion must conduct targeted recruiting to not only achieve mission, but also to achieve mission with quality cadets.  The question is:  how do the PMS and ROO figure out what the bottom line recruiting needs are in each mission set and students that have developed into solid prospects?  When you get to the bottom line, this is the second major responsibility of the ROO – keeping up to date with the status of recruiting needs and where the battalion stands in meeting those needs.  He/she must keep the bubble level in knowing what the battalion has in each mission set, project recruiting requirements to meet shortages / losses, and track current prospects.  Keeping the bubble level in turn makes it possible for the ROO to give accurate and current information on where the battalion stands in the plethora of reports (MSMR, BCFS, EMP, REAP, etc.) without re-inventing the wheel.

2.  Methodology.
  a.  On the reporting and tracking side, the main questions the PMS and ROO need to keep focused on are:


-How many of our current cadets are we projecting to retain in each mission set?


-Based on those retention projections, how many new cadets are needed in the mission sets that 

  can still be affected by recruiting?

-Based on recruiting needs, how many VALID prospects are being worked and how many still 

  need to be found?

  b.  The problem involved in answering these primary questions is the lack of a program or system to help the battalion.  It has been left up to the battalion to develop a method/system that works for them.  In theory this is not a bad thing.  However, given the turnover faced in the command we find that new PMS’s and ROO’s struggle with understanding the system they inherited and / or developing one that works for them.  We often find that given the array of computer programs and level of “comfort” different people have in using them, that battalions are making more work for themselves in coming up with a system to track their status.  This more often than not, leads to the recruiting mission failure seen when a new PMS/ROO arrives in the battalion.  They spend more time trying to figure out where they are than in planning and executing to overcome mission shortfall.

  c.  Given this inherent status / tracking problem, Western Region has developed a method of answering the three main questions by using as many existing documents and methods as possible in meeting this need.  The intent is to save time and effort at the battalion level.  After all, why create another tasking for yourself in developing and keeping updated an internal system when required submission/reports will in most cases meet the requirements.  Provided below is the three part method.

Current Cadet Retention Projections (What we have and what we will keep).

  Before you can decide what your current recruiting requirements are you must know what you have. One existing source document answers this question - the CCMIS By Name Mission Set Report.  Each month the battalion is required to update the status of each contracted and enrolled cadet by mission set via a scrub of their cadets as listed in the CCIMS database.  Smart battalions schedule at least a half a day each month to execute this scrub PRIOR to the Mission Set Management Report (MSMR) submission date, usually around the 10th of each month.  All cadre members with the usual exception of the supply tech and university secretary attend this meeting.  Setting aside the time is a difficult but necessary expense that pays large dividends in keeping the battalion focused and tracking.  All cadre input information and insight on each cadet to determine their true status and issues that exist.  As a minimum each cadet is reviewed by name to determine:
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-Military Science Class is correct


-Status (contracted/non contracted and correct status code) is correct


-Academic Major is correct


-Graduation and Commission date have not changed


-Scholarship issues that may exist


-Projected retention or commission


-Outstanding paperwork/file issues – especially clearances, physicals and waivers.

As each cadet is reviewed the HRA makes notes for CCIMS updates that may be required, the MS Instructor makes notes of issues/paperwork that need policed up and changes to the BCFS, the ROO makes notes for projected retention in the mission sets, and the PMS provides guidance and takes notes for the MSMR.  Usually, as each mission set is discussed, the ROO also provides an update on the prospects he / she is actively recruiting.  This method provides status and projected retention of cadets, serves as the main vehicle in keeping the database accurate, and provides updates to the MSMR/BCFS prior to submission.  No other special or different method is needed to identify what you have and what you are projected to keep.  What is even more to the point – no other method is better constructed to ensure the cadre team is working together and the mentoring/needs of the cadets are identified and addressed.
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(Figure 3-1, Unit Status Scrub Cycle)

Part 2 –Recruiting Needs (What we need to recruit to achieve contract mission and MS1/2 enrollment goals).

  a.  From the monthly update scrub, the ROO gets a good sight picture on the current status of each mission set and projections of retention into the next school year.  He/she can now compare that projection to assigned missions to determine the recruiting requirements for each mission set.  It is a matter of identifying the delta between MS3 contract mission and MS1/2 enrollment missions and the current cadets projected for retention in each mission set.  If a negative delta exists in a mission set, then determine in what market you can recruit to make up the shortage.  In this respect, a user friendly document or system is not available.  
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  b.  For this reason, Western Region has developed the document below.  It is quick and easy, since it is nothing more than an imported Excel Spreadsheet (see Annex G – REAP Annexes).  The key here is making the jump from current cadet populations to identified shortages and targeting a market within the mission set in which to make up the shortage in recruiting.  This projection and tracking document also serves as a tool for input of information into the monthly MSMR and bi-annual EMP.  It is also an excellent tool in the IPB process conducted during the annual REAP planning cycle, and as such should be Annex A to the battalion REAP.  The example below is based on SY 04/05.
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(Figure 3-2, REAP Annexes – Annex A, Retention and Recruiting Projections Worksheet)

Part 3 –Recruiting Needs (What prospects are we working).

  a.  From the prospect tracking documents (Chapter 2), the ROO inputs valid prospects by campaign and mission set being worked into the program and compares it to mission deltas.  If current prospects are not meeting MS3 contract mission and MS1/MS2 enrollment goals, the PMS and ROO need to review current campaign plans in Annex B of the unit REAP.  If current plans are expected to meet recruiting needs – execute them.  If the plans are not expected to meet recruiting shortfalls – modify your campaigns and execute.

  b.  As you can see, the Projection Worksheet is a pivotal tool in the ROO’s toolbox.  It is a central document that ties together current retention projections, working prospects, and current/future campaign planning and execution.  This document IS A WORKING TOOL that should be used constantly by the PMS and ROO to keep a clear sight picture of the battalion.  It should be a base tool used and briefed in the unit scrub.  After all, cadet retention and prospect recruiting are never static and change constantly.  The unit needs to keep a clear sight picture on these changes to ensure mission success.
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Chapter 4 –Recruiting Plans and Execution

1.  The Planning and Execution Cycle.
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 (Figure 4-1, Planning and Execution Cycle)

  Planning and executing recruiting and marketing activities is a continuous cycle.  As with all plans and operations in the U.S. Army, you are executing marketing and recruiting in the near term, while at the same time, conducting long range planning for future operations.  As you execute recruiting and marketing/advertising actions, look to the same time next year and plan operations based on how well or poorly the actions went by conducting an After Action Review (AAR).  This concurrent execution and planning process is critical for enhancing our recruiting and retention operations, and in providing continuity in units that experience high turnover in personnel.  There is an old saying in the Army - those that fail to plan, plan to fail.
2.  Recruiting and Enrollment Action Plan (REAP) Planning Process.  

  a.  The base issue is planning for MS3 contract mission and MS1/2 enrollment mission success – the bottom line in ROTC commission mission achievement.  All battalions, whether they are primarily a lateral entry or progression program, have these three missions.  One is usually the primary source of contracted cadets, but the others are still an important supporting effort in making mission.  Therefore all units must address making mission in each when constructing the REAP.  It is up to the unit to define the market accurately when making either lateral entry or progression the high payoff campaigns.  Refer to Annex G, REAP Strawman, for an example of what a completed REAP should look like.

  b.  The REAP is equivalent to a TOE unit Operations Order.  It provides the basic information and plan of attack in conducting recruiting, marketing and advertising operations for the upcoming school year.  It follows a basic six-paragraph format with two required Annexes.  Units first determine requirements for retention and recruiting, conduct an IPB, and finally construct the REAP for submission and approval.
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(Figure 4-2, REAP Process)

  c.  The process of planning operations for the next school year begins in March: six months before the execution of the first action.   The process begins with the production and transmission of the Recruiting, Marketing and Advertising Guidance memorandum from Region Headquarters.  This memorandum contains as a minimum:

(1) Major changes in procedures from current year.

(2) Specific guidance on issues or problems encountered in the past.

(3) The planning budget for each brigade and battalion.

(4) Format for the Recruiting and Enrollment Action Plan (REAP).

(5) Brigade checklist used in the REAP reviews.

  d.  Upon receipt of the Region Recruiting, Marketing and Advertising Guidance, battalions and brigades begin the planning of recruiting, retention and marketing activities, with primary focus on opening enrollment and the upcoming school year.  A solid analysis of the unit markets and identification of recruiting/retention missions, for host and all partnership schools, is a critical step in the plan.  Base all your planning to meet MS3 contract mission and MS1/2 enrollment mission success – the bottom line in ROTC commission mission achievement.   Address the host and partnership schools, especially for those that have split based their cadre on multiple campuses (i.e. HAI schools, ARNG agreement schools, etc.).  

  e.  Units plan for the execution of recruiting and marketing/advertising campaigns to achieve their recruiting missions.  A campaign is defined as a concentration of personal recruiting and promotional activities during a given period of time to achieve a specific mission.  Given the time-sensitive nature of many activities and the limited resources available, it is vitally important that a good solid plan is developed.  Planning follows a 3-step process.
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Step 1 – Determine Recruiting Requirements Based on Current Cadet Retention and Prospect Recruiting (Annex A of the REAP – Projections Worksheet)

  a.  The starting point in developing the REAP is identification of the battalions recruiting needs in each mission set.  This is determined by completing the Projection Worksheet in Annex A of the REAP (refer to chapter 3).  The Projection Worksheet can be found in Annex G of this SOP.  This Projection worksheet is critical to answering the five basic questions of:

(1) What are the commission mission, contract mission, and enrollment goals that must be met in each mission set?

(2) Based on these missions, how many current cadets does the battalion project to retain into next school year in each mission set?

(3) Is there a negative delta when the missions are compared to current cadet retention?

(4) How many valid prospects is the battalion recruiting into each mission set by campaign as supported by the battalions prospect management system?

(5) Do current prospects meet the delta?

  b.  As stated in Chapter 3, the Projection Worksheet should be a living and breathing document used by the ROO and PMS on a routine and reoccurring basis.  If done this way, the first step in the REAP development is already done.
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(Figure 4-3, REAP Annexes – Annex A, Retention and Recruiting Projections Worksheet)
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Step 2 - Intelligence Preparation of the Battlefield (Annex B of the REAP – Execution Matrix).

  a.  The IPB is the next step in developing your plans for meeting the goals you identified.  Resources available, the on and off campus markets, AAR’s from previous activities, and the guidance provided from higher headquarters are all used in the process.  Answers to the following questions should provide the information needed to develop a valid plan.

(1)  Based on the campus demographics, what is the unit’s targeted SAL recruiting criteria for the freshmen and sophomore students?
(2) Who are the target audiences, and how can they be refined to zero in on quality, eligible prospects based on the unit’s targeted SAL recruiting criteria?

(3) What are the environmental factors affecting the prospects during a campaign? 

(a) In what events and activities do the prospects participate during the campaign period (e.g. registration, orientations, college fairs, etc.)?

(b) How do prospects receive information throughout the campaign period?

(c) What are the sources of information about the prospects and where do you get them?

(d)  Who are the influential people in the students’ environment that come into contact 

  with the target audience during the campaign period?

(4) What are the events that conflict with recruiting and marketing activities (e.g. exam periods, winter and spring breaks, cadre leaves, National Advanced Leadership Camp (NALC) and Leaders Training Course (LTC), etc.)?
(5) What recruiting and marketing activities did the battalion execute last year, and how successful were they?  Should improvements/changes be made to increase effectiveness?
(6)
What campaign activities should the battalion execute to meet the prospect, applicant and enrollment goals based on the audience, environment, events and past campaigns?
(a) Who is responsible for making the recruiting and retention missions for each campaign?

(b) When must the cadre responsible for the campaign mission execute personal recruiting?
(c) How do you most effectively identify specific, by name prospects?

(d) What activities provide direct contact with prospects?
(e) How can prospect lists be refined to provide the most effective use of time and resources?

(f) What marketing/advertising activities provide the best results in achieving visibility, awareness and possible prospect contacts?

(g) What influencers (both on and off campus) are possible sources of support?  Who should contact/work with them and at what time?

(h) What recruiting activities do the university execute, and how can you participate?

  b.  Annex B, the Execution Matrix, is an excellent way to conduct an IPB and begin planning out recruiting, marketing and advertising campaigns to meet the mission requirements you identified in Annex A, the Projection Worksheet.  As with the Projection Worksheet, the Execution Matrix should be a living and breathing document used by the PMS and ROO to both plan campaigns in the long term and adjust campaigns in the near term.  Just as a TOE unit S-3, the Execution Matrix is the heart and sole of mission planning and execution.  It serves to:

(1) Ensure integration with the university calendar – vital step.

(2) Main ROO continuity document – vital step.

(3) Establish campaigns from near to long term.

(4) Schedule required external taskings and requirements.

(5) Deconflict events in space and time.
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(6) Identify campaign resource and personnel requirements.

(7) Identify coordination requirements.

(8) Used to conduct AARs and provide input into long range planning.

(9) Serve as the unit/ROO recruiting calendar and weekly planner.
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(Figure 4-4, REAP Annexes – Annex B, Execution Matrix Worksheet)
Step 3 –3d Trimester/Marketing Action Plan (MAP) Input.
  a.  Do not confuse the REAP with the 3d Trimester/MAP.  The 3d Trimester/MAP are inputs into the Local Advertising and Purchasing System (LAPS) of those purchase items identified in Annex B of the REAP.  They are due on the same suspense date as the REAP to Brigade Headquarters.  Region and Brigade Headquarters review and approve the REAP, the current years 3d Trimester, and next years MAP concurrently to ensure that the items needed to execute the recruiting and retention missions are planned for purchase.  Reason being, is that the REAP time period is the same as the time period of these LAPS submissions.  The steps to enter a Trimester and a MAP are covered in Annex F, Chapters 3 and 4.

  b.  Although units are provided a planning budget in LAPS, you should not consider budget when constructing the plan or making the subsequent inputs into LAPS that support the REAP.  Plan and in put the purchases you require to be successful.  Then compare your total budget requirements against the planning budget.  If the planning budget is inadequate for your requirements, pend the least important items until you get back within budget (Refer to Annex F, Chapters 3 and 4).  Pended items identify Unfunded Requirements (UFRs) in the planning process, and allow Region Headquarters to make budget moves out of the Region budget to cover brigade and battalion requirements.  

c.  Once the 3d Trimester/MAP are input and submitted, you show the budget breakout/requirements you identified in Paragraph 4 of the REAP summary.  You provide the funded and unfunded requirements as they are reflected in the LAPS submissions.
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(Figure 4-5, Local Advertising and Purchasing System Inputs)
Step 4 –REAP Summary Development.

a.  Results of the retention/recruiting requirements, IPB and LAPS submission process discussed in the preceding paragraphs should result in a fairly good picture of the battalion goals, market and resources.  At this time the REAP summary is constructed.  In fact, the REAP summary does nothing more than articulate the work done in the Annexes and LAPS.  The six parts of the REAP summary and their content are:

(1)  Executive Summary.  Identify in ten sentences or less the key market factors that drive commission and contract mission achievement on the host campus.  This is a general overview of the campus market and state of the battalion.

(2)  Paragraph 1 - Situation Analysis.  Provides standard information for the host and all formal partnership schools.  Specifically address what kind of market the battalion has at the host and partnership schools, and how to get the needed contracted cadets to meet mission.  Intent is to provide an overview of the battalion market environment and the difficulties faced in meeting mission.  Also provided in this paragraph is unit targeted SAL recruiting criteria used to target students, and the recruiting potential within the battalion market.

(3)  Paragraph 2 - Mission.  Describes why the battalion has/has not made contract mission in the recent past.  Also describes the battalion’s view on whether the commission and contract mission is right based on the market, and the prospect for mission achievement in the next few years.  Also provided are the commander’s intent and key tasks required for successful recruiting and marketing.

(4).  Paragraph 3 - Concept of the Operation.  The bottom line in this paragraph is:  laying out how you are going to meet your MS3 contract mission and MS1/MS2 enrollment goals.  Never forget that meeting or exceeding these goals determines whether a program is successful in meeting commission mission.  In this paragraph you are listing the goals you determined in Step 1, the retention missions for the MS Instructors, and the ROO’s recruiting missions.  Clearly define how you intend to meet these recruiting/retention goals.  It is the meat of the REAP Summary where you tell the command how you are gearing for contract mission and MS1/2 enrollment success.  Listed below are the campaigns, with the
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first five required by all battalions.  The nurse mission is addressed as part of all campaigns.  The green-to-gold campaign is only required for counterpart battalions.

(a)  High School / Pre-College.  Primary target audiences do not require on sight recruiting and marketing in the high school itself.  On sight recruiting is addressed only if justified by the battalion market.  The command emphasis is on campus, and by definition the high school market is not on campus.  Primary objective of this campaign is 4 year and 3 year advanced designee scholarship MS1 cadets.  CCMIS scholarship applicants, feeder high school influencers, JROTC SAI’s, and National Referral List System prospects are the normal target audiences.  Units identify as a minimum:  number of non-scholarship prospects to generate for the incoming freshmen campaign, and minimum number of qualified applicants for 4 year and 3 year advanced designee scholarships.

(b)  Incoming Freshmen.  Objective for this campaign are non-scholarship MS1 cadets.  Target audiences are line and nurse prospects from the high school campaign and incoming freshmen students identified through the university registrar’s office. This campaign usually revolves around freshmen orientation and registration activities.  The goal of this campaign is to recruit new non-scholarship students for entry into the ROTC MS1 course.

(c)  Progression.  Objectives for this campaign are the specific numbers of non-scholarship line and nurse cadets for MS 1, MS1 / MS2 compression and your 3/2 year campus based scholarships.  Also specified are the retention objectives for progression MS1 and MS2 cadets, and the specific number of contracted cadets required for the MS3 class.  Target audiences are the freshmen, sophomores, current MS1 and MS 2 cadets. This campaign goes hand-in-hand with the on-campus pre-registration and registration processes for each academic term.

(d)  Lateral Entry.  Objectives for this campaign are lateral entry line and nurse prospects that meet basic course requirement through completion of basic training/AIT, GRFD applications and GRFD/Dedicated Guard scholarship applications.  Target audiences are prospective National Guardsmen, Reservist and veterans.

(e)  Leader Training Course / Alternate Entry / ACCT.  Objectives for this campaign are the specific number of line and nurse prospects to send, graduate and contract for next summer’s LTC, Alternate Entry and ACCT.  Target audiences are current sophomores and students entering master degree programs at the host / partnership schools, transfer students and former dropped cadets.

(f)  Green-to-Gold.  This campaign is required for all counterpart units.  Non-counterpart units are encouraged to participate and plan this campaign for their available market (at least contact with prospects provided by the monthly region referral report).  Objectives are number of applications submitted by soldiers, number referred to brigade/region, and number for enrollment at the university.  Target audience is the number of soldiers less than 27 years of age at the post.
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(Figure 4-6, Recruiting Campaigns)
(5).  Paragraph 4 - Resources.  This paragraph lists assets and resources available to the battalion.  Specific information provided is:  manning, budget, scholarships and incentives.  The budget requirements should match the funded and unfunded requirements as reflected in the 3d Trimester and MAP submissions reviewed concurrently with the plan.  Scholarship budgets should reflect the current CCIMS funding breakout for your unit.

(6).  Paragraph 5 - Points of Contact.  This paragraph provides a roster of personnel in the battalion by duty position and their phone, fax and email addresses, the battalion home page URL, and key university POC’s.

3.  From Planning to Execution.  

  a.  Units should view the yearly REAP and LAPS submission as “a snapshot” in time.  But just like any S-3 in the Army, all plans move into execution.  Therefore, you should view the Annexes to the REAP as your living documents.  Use them like a unit training calendar/execution matrix and status report to keep on track and modify as the invariable changes take place.  Both the Projection Worksheet and the Execution Matrix are excellent tools to keep your bubbles level, incorporate adjustments and plan from the near to long term.  This is basic “operational” planning and execution as practiced in the Army at large.

  b.  Trimester Orders.  Once the MAP is reviewed and approved by Region Operations, it is never again entered.  Changes that may arise requiring modification to planned purchases are done in the trimester order - not in the MAP.  As such the MAP represents the “should hit” plan of purchases.  It is from the MAP that trimester orders are downloaded and submitted for execution as the year progresses.  Trimester orders represent the “did hit” purchases submitted for execution. The steps to enter a Trimester are covered in Annex F, Chapter 4 of this SOP.
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(1). Each Trimester order covers four months.  They are generated three times from the MAP input made during the initial planning period.  Periods covered are:  1st Trimester January - April, 2nd Trimester May - August, and 3rd Trimester September - December.  It is during the Trimester orders that changes, modifications, additions, and deletions are made to the plan prior to execution.  In this way modification of the original plan is accomplished to allow for the update and refinement of contractor information and prices, flexibility to input of unplanned marketing opportunities and canceling orders no longer deemed necessary.

(2).  Once the Trimester order is reviewed/approved by the Region Marketing Officer and Leo Burnett Regional Field Force, it is passed to Cadet Command for final approval and action.  Orders are downloaded 90 days prior to execution to allow for contracting and processing in the system.  Personal Presentation Items (PPI) and letter/mail printing orders at the Government Printing Officer are monitored and executed by Cadet Command.  All orders processed through the National Advertising Contract Payment System (NACPS) such as booth space, mail services, mail list, photo services, newspaper and magazine advertising, radio, billboards, etc. are contracted and processed for payment through the Leo Burnett Regional Field Force.

(3). All orders for LAPS PPI and letter/mail printing at Cadet Command require the unit to provide camera-ready copies of the document and/or localization information.  Localization information includes graphics such as the school/unit crest to be printed on letterheads and PPI items.   If sent with previous Trimester orders, specify that the information is on-hand at Cadet Command on the LAPS purchase order form.
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(Figure 4-7, MAP and Trimester Relationship)

c.  Local Purchase, Out of Pocket and Memberships.  These three types of non contract order processing are planned during the REAP submission process.  In the MAP submitted in LAPS, the unit “blocks” set amounts of their budget to execute these purchases.  Although LAPS is used to set up these budgets and track the funds, they are actually executed outside of the LAP System:  Actual local purchases, out of pocket reimbursement and payment for membership are done through normal resource management procedures.  Annex F Chapters 3 and 4 describe the method of setting up the “pots” of money, and Chapter 7 discusses order form inputs.

(2).  Local Purchase.  Local purchase is a method that provides the unit greater flexibility in purchasing giveaway items, printed materials at a government print plant, and planned meals incidental to 
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a recruiting or advocacy event.  CC Pam 145-35 (reference Annex A), provides the policy and guidance in the planning, execution and payment of these orders.  However, for the sake of brevity and clarity the basic process is provided here.

(a).  First, units MUST clearly understand and take into consideration a few basic points:

The funds are transferred via a FAD to the support installation RM that handles your normal OMA account.  Region Headquarters will forward the FAD request to the schools prior to submission to Cadet Command, to verify unit support installations and POC’s.  Therefore, the individual that handles this account must know the funds are coming, are used only for local marketing, and must be tracked as a separate “pot” of money.  Bottom line:  your supply personnel must be in the loop.

Unit personnel serve as contracting officers in local purchase.  Region and Cadet Command are involved in the process only to move the funds and pre approve purchases in the LAPS system.  Therefore, ComTek personnel cannot sign a contract or purchase the items.  Bottom line:  contractors may coordinate the purchase, but only active duty personnel can act as a contacting officer for the federal government.

Once the funds are moved, they are now operating in the normal fiscal year cycle.  The LAPS trimester cycle is no longer a factor.  The only inputs in LAPS are to identify fund requirements, and approval/tracking forms for each individual purchase.  Units may contract upon RM receiving the funds.  It also means that the funds must be expended at the close of the fiscal year.  In practical terms, units need to contract for total fund expenditure NLT mid September to allow the support installation to meet its year-end close deadline.  Bottom line:  spend the money before 30 September.

Never purchase items without ensuring the funds are at your support RM.  This constitutes and illegal purchase and the contracting officer may be responsible for payment out of his/her personal funds.  Normally it takes about 30 days for the FAD to arrive and the funds to become available.  It is impossible given the existing system to move funds in a short turn around time.  Therefore, units should consider their requirements and plan ahead of the requirement.  Bottom line:  the government will not bounce a check.
Never contract without gaining prior approval of the purchase.  This constitutes an after-the-fact contract, which violates regulation/policy and the contracting officer may be responsible for payment out of his/her personal funds.  This is the main reason why LAPS forms are used in the process.  It is via LAPS that Region and Cadet Command approve purchases and track the funds.  Bottom line:  the government will not pay for an item it knew nothing about.

If the item desired is not PPI, printed material or planned meals incidental to a recruiting or advocacy event, units must coordinate directly with the Region Marketing Officer for an exception to policy prior to signing a contract.  CC Pam 145-36 does not give local authority to purchase anything but PPI, printed material and group meals.  Bottom line:  the government will not pay for an unapproved purchase.
(b).   Normal local purchase process.  The normal process for moving funds, approving orders and purchasing the item begins with the REAP/MAP planning process.  The steps involved are:

Step 1:  Identify local purchase requirements.  As the planning cycle opens in the spring each year, units should begin identifying local purchase requirements as part of the IPB process.  Initial contact with vendors is made to gain estimated price information.
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Step 2:  Identify amount.  Units provide the Region Marketing Officer with the total amount identified in the IPB process for local purchase in paragraph 5 of the REAP.  The unit also identifies the same amount in the MAP submitted concurrently with the REAP.  Upon receipt 

of the REAP and MAP at Region Headquarters, the Region Marketing Officer coordinates for movement of funds via FAD to the support installation.

Step 2:  Input LAPS forms.  Once the funds are available, units fill out either the specialty or print forms in LAPS and submit for approval.  These are used to meet contract statue for pre-approval of purchases and track the funds.  Upon receipt, the Region Marketing Officer reviews the request and approves the orders with the trimester.  If questions or issues arise on the local purchase request submitted by the unit, the Region Marketing Officer will contact the ROO to resolve the issue.

Step 3:  Verify fund receipt and accounting.  Coordinate directly with the support installation RM and the unit supply personnel to ensure fund receipt.  It is vital that this step is taken prior to contracting with the local vendor.  Ensure that the support installation RM has properly coded these funds under APC 331712.20 as separate marketing funds.

Step 4:  Contract and purchase.  Contract directly with the local vendor for the PPI items, printed materials or planned meals incidental to a recruiting or advocacy event.  Upon production, pay the vendor and pick up the purchase.  Normally the unit IMPAC credit card is used in this process.  However, some government print plants use various forms for contract and payment.  In this case, a fund-cite from the support installation RM is required on the order form.  Unit supply personnel are directly involved in this step to ensure the proper paperwork for tracking the OMA expenditures are completed.  Funds must be committed NLT 15 August to preclude pull back of funds to Cadet Command during the year-end close out.

Step 5:  Forward final receipt/bill of lading.  Fax a copy of the final purchase paper work directly to the Region Marketing Officer (253-967-9815).  Region will update LAPS with final cost and billing information.

(3).  Out of Pocket.  Out of Pocket expenses must be submitted for reimbursement separately from other, non-recruiting related expenses.  Recruiting expenses are those incurred when making initial or follow-up contacts with individuals not enrolled in Army ROTC.  Reimbursement is from advertising funds, and must be budgeted in the Local Advertising Procurement System (LAPS), either in the Marketing Action Plan Budget or in a trimester order.  Units must plan for approximate OOP amounts so they do not have to cancel other activities to balance the budget (reference Annex A, CC Reg 145-4 and Annex C, Out of Pocket Fact Sheet).  Planned events and meals for recruiting or incidental to an advocacy event are covered by local purchase.  The normal process for setting aside funds and gaining reimbursement begins with the REAP/MAP planning process.  The steps involved are:

Step 1:  Identify projected expenses.  As the planning cycle opens in the spring each year, units should begin identifying projected expenses as part of the IPB process.

Step 2:  Identify amount.  Units provide the Region Marketing Officer with the total amount identified in the IPB process for out of pocket in paragraph 5 of the REAP.

Step 2:  Input projected expenses in the MAP (reference Annex F, Chapter 8).  Units input projected expenses in the MAP submitted in conjunction with the REAP.  The Out of Pocket form in LAPS is only available in the MAP process.  The total amount projected for the year in LAPS must agree with the total amount identified in the REAP.
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Step 3:  Gaining reimbursement.  As out of pocket expenses are incurred, submit the paperwork to the Cadet Command POC (reference Annex C, Out of Pocket Fact Sheet).  Upon receipt, Cadet Command processes the forms and cuts a check mailed directly to the ROO.

 (4).  Memberships.  Membership in civilian organizations is procured in the name of the U.S. Army.  Membership is therefore based on Army membership and not the individual ROTC member.  Membership costs are not reimbursable out of pocket expenses.  Membership should be restricted to those organizations that are of primary and direct benefit to the Army and are essential to accomplish the unit’s primary missions of recruiting and retention (reference Annex A, CC Reg 145-4, Chapter 6).  The process is very similar to that of Out of Pocket.  The normal process for setting aside funds and making payment to the organization for membership begins with the REAP/MAP planning process.  The steps involved are:

Step 1:  Identify projected expenses.  As the planning cycle opens in the spring each year, units should begin identifying projected memberships and their associated cost as part of the IPB process.

Step 2:  Identify amount.  Units provide the Region Marketing Officer with the total amount identified in the IPB process membership cost in paragraph 5 of the REAP.

Step 3:  Input projected expenses in the MAP (reference Annex F, Chapter 8).  Units input projected expenses in the MAP submitted in conjunction with the REAP.  The Membership form in LAPS is only available in the MAP process.  The total amount projected for the year in LAPS must agree with the total amount identified in the REAP.

Step 4:  Making payment.  As the unit receives the bill for membership from the organization submit the paperwork to the Cadet Command POC (reference Annex C, Membership in Civilian Organizations Fact Sheet).  It must be stressed here, that the bill must show the battalion (i.e. Army ROTC) as the agency being billed.  Upon receipt, Cadet Command processes the forms and cuts a check mailed directly to the organization.
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Chapter 5 – File Maintenance

1.  General.  Maintenance of records and files is part of the ROO business.  They provide not only a resource for information and reporting, but also serve as a major resource in historical information.  However, the ROO needs to keep file maintenance to a manageable level and in sufficient organization to make it easy to both find the information needed and eliminate unnecessary clutter.  As with other ROO actions already discussed in this SOP, keep your files basic and uncomplicated.  There are two types of files maintained by the ROO:  electronic and paper.

2.  Electronic files.  The files kept electronically on the ROO computer are those discussed earlier:  Leads Tracker, Prospect Worksheets and the current REAP (i.e. your working Annex A and B).  The easiest and least complicate set up method is:


a.  Create a Folder on your Desk Top called “ROO Files”

-Right mouse click on your screen

-Place cursor over “new” and box opens

-Click on “folder”
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b.  Folder appears that is titled “new folder”.

-Type In “ROO FILES” to name the folder.  It is within this folder on your desk top that you

   input and save your electronic files
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c.  Set up Prospect subfiles



-Double click on “ROO FILES” folder.  A box opens as show below.  Within this file you 

  save your working documents and set up subfolders for Prospects. Taskers and Historic 

  Files.
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d.  Create Prospect Sub Folder



-From the Menu bar click “File” and then “Folder”



-Folder appears, and type “Prospects” to name it.
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e.  Create Mission Set Folders within Prospects.



-Double click on the ”Prospects” folder



-From the Menu bar click “File” and then “Folder”



-Folder appears, and type “Mission Set ##” to name it.



-Repeat this process to create Mission Set folders for each mission set you are still 

  working for enrollment.  Example below would be a set up for school year 04 / 05.



-Save the Prospect Master File in “Prospects Folder”.  Annex G to this SOP contains the 

  current version.
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f.  Save Individual Prospect Files.



-As you conduct interviews and identify prospects (refer to chapter 2), use the prospect 

  master file to conduct the interview and gain prospect information.

-Once completed, save the file as the prospects name into the appropriate Mission Set 

  folder.

-Simply by opening the folders you can provide updates on working prospects by name 

  by mission set.  If you are being tasked to provide info on each prospect, simply print 

  the first worksheet in his/her prospect file.  Example shows working prospects in Mission 

  Set 07 file.
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g.  Save Leads Tracker and Current REAP.

-Open “ROO FILE” folder (reference subparagraph c above).

-Save LEADS TRACKER and REAP ANNEXES into this file.  Annex G to this SOP 

  contains the current versions of these files.
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h.  Create “HISTORIC” and “MISC TASKER” files.

-Open “ROO FILE” folder (reference subparagraph c above).

-Create “HISTORIC” and “MISC TASKER” sub files (reference subparagraph d above).

-As you work, save electronic copies of information and data as appropriate.  If you are 

  working data/files on the computer, save them electronically.  Do not go through the 

  trouble and hassle of making and saving paper copies.  MISC Tasker file is 

  self-explanatory.  You should as a minim in the historic files keep (up to three years):


Previous REAP submissions

Previous EMP submissions


Previous Scholarship OML’s

Previous Scholarship Utilization Reports


“Generic” Letters used in mail-outs
Locally produced pint items and ads
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i.  Periodically back up your files on CD or disc.  As files become more than 3 years old, these back up copies become your historical records and files.  Much easier to label and store than two tons of paper.

3.  Paper Files.  If you execute the electronic file system as given in paragraph 2, your paper files should be greatly reduced.  However, some files are normally kept in paper.  These files usually revolve around targeted lists, system lists, and referrals (reference chapter 2).  Since there are no requirements to create electronic tracking mechanisms, you should keep these in paper files.  A straightforward way to do this is:


a.  Create sub-file divisions.

-Get some stiff cardboard dividers, or hanging file dividers and establish sub-files by mission 

  set.

-As you work recruiting campaigns, marketing events, booths, etc., label the subfolder for 

  the action.  Within the folder input any set up paperwork done, list of students produced by 

  the activity, and the contact mechanism used (letter, email, brochures, etc.).  This way, you 

  can have a record and meet inspection requirements.  It lays out what you executed, the 

  list of students generated, and the method of contact used.  You need no more than this.  

  Any leads/prospects generated are provided in your electronic leads and prospect tracking 

  system.


b.  Example – incoming freshmen mail-out campaign.

-Within the Mission Set divider (in SY 04/05 it would be mission set 09), label a folder called 

  “Incoming Freshmen Mail-out”

-Within the folder would be:


List gained from the registrar’s office


Information for any mail list or mail services contracts done in LAPS


Copy of the letter sent


Copy of the standard email sent


Copy of any other material sent to students on the lists.


When the PMS/Inspectors request leads/prospects generated, refer to you electronic 

  tracking files and point out working leads/prospects (since part of the tracking is how 

  contact was made with that specific lead/prospect).


c.  Example – on campus recruiting booth.

-Within the Mission Set divider label a folder called “Campus Recruiting Booth”.  Choose the 

  mission set folder that best fits the campaign you were executing – realizing that you could 

  get many different referrals from this action.

-Within the folder would be:


Referral cards/sheets generated from the booth.


Information for booth space contract done in LAPS.


Copy of any coordination paperwork done to execute the booth.


Copy of the letter sent to referrals generated from the booth.


Copy of the standard email sent to referrals generated from the booth.


Copy of any other material sent to referrals generated from the booth.


When the PMS/Inspectors request leads/prospects generated, refer to you electronic 

  tracking files and point out working leads/prospects (since part of the tracking is how 

  contact was made with that specific lead/prospect).


d.  Example – National Referral List.

-Within the Mission Set divider (in SY 04/05 it would be mission set 09), label a folder called 

  “NRL”.

-Within the folder would be:


Printed copy of the list at time you worked it.  Suggest this be a set, periodic action no 

  less than every other week.  Weekly is strongly suggested.
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Copy of the letter sent to referrals generated from the list.


Copy of the standard email sent referrals generated from the list.


Copy of any other material sent referrals generated from the list.


When the PMS/Inspectors request leads/prospects generated, refer to you electronic 

  tracking files and point out working leads/prospects (since part of the tracking is how 

  contact was made with that specific lead/prospect).


-Thus as you work the NRL, you would be putting in the new printed copy of the list as you 


  worked it that week.  The date/time group provided on the printed list gives proof of when 


  you serviced those specific names.
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