2 August 2002
ECIG SOP 125-5

ECIG SOP 125-5
2 August 2002


Office of the Inspector General
ECIG 125-5

Headquarters, U.S. European Command

APO AE  09131
2 August 2002

INSPECTIONS AND ASSISTANCE

Group Interview Sessions

1.
Purpose.  To prescribe policies and procedures for preparing and executing an IG Group Interview.  The term “group interview” is interchangeable with the term “sensing session” referred to in the references below.

2.
References:


a.  U.S. Army Inspector General Agency, Assistance and Investigations (A&I) Guide, 21 May 2001.


b.  U.S. Army Inspector General Agency, Inspections Guide, 21 May 2001.

3.
General.  Group interviews are an integral part of a command inspection or other command-directed evaluations of command environment.  IGs conduct them to provide commanders with impartial, non-attributional assessments of the command climate.  This SOP, together with the references, describes procedures to assure the best possible results from an IG group interview.

4.
Responsibilities.


a.  ECIG



(1)  90 days prior.  Obtain, from the Chief, Inspections and Special Inquiries (ISI), the inspection coordinator’s contact information.  Contact the coordinator via phone and email.  Provide a copy of this SOP and a list of prepared questions normally included in a standard session.  Specify that the command must provide the following information NLT 60 days prior to the interview dates:



(a)  Breakdown of unit manning (enlisted, officer, civilian, etc.).



(b)  Site location for group interviews.



(c)  List of areas/topics and specific questions the command wishes to explore.



(d)  Names, phone numbers and email addresses of primary and alternate coordination points of contact for the interviews.



(e)  Organization chart.



(2)  60 days prior.  Contact the unit again, informing it of any changes, additional requirements, and updates.  Query the primary and alternate points of contact if you don’t have the information required at this milestone.



(3)  45 days prior.  If you still lack the necessary information, contact the deputy commander or chief of staff of the unit.



(4)  30 days prior.  [No information at this date—get the boss on the phone to the commander!] 



(a)  Confirm session times, dates, group composition, and meeting place.  Send, via email or fax, a Powerpoint flier announcing the general assistance session to be held during the week at the command.  Have the coordinator distribute the flyer to the entire command and post it in prominent places.  Also send the general IG information Powerpoint flyer.



(b)  Attendance.  This is a good point to discuss with the coordinator just who attends and how to get people there.  Our experience incontestably shows that mandatory attendance works best.  That’s contrary to the idea of voluntary, anonymous participation to help minimize attribution of group remarks to individuals, but it ensures each interview has the critical mass necessary to spur interplay between participants and get the feedback the commander needs.  The coordinator merely assigns equitable quotas to the organization without tracking names.  Supervisors then ask for volunteers, or assign attendees, and ensure all know the interview is a required place of duty.  We have no adverse reports to indicate mandatory attendance results in attribution, and interview quality and output far exceeds sessions under the old system.



(5)  14 days prior.  A&I NCO reconfirm all preparations.  Ensure recorders designated for all sessions.  Obtain A&I Chief approval on final schedule, then send group interview schedule to the ISI Chief.  A&I Chief brief all interview facilitators and recorders on group composition, schedule, and duties following each session.  Ensure templates for summary notes, recorder notes, and Powerpoint debriefing are on inspection web page.



(6)  Upon arrival at command.  Meet with unit inspection coordinator and personally survey the interview site.  Spot-check to ensure fliers posted in prominent common spaces.



(7)  Before each interview.


(a)  Facilitator.  Coordinate arrival time and setup arrangements with Recorder.



(b)  Recorder.  Ensure room is clean and orderly and supplies are on hand for session.  Ensure you have note paper for participants and your Recorder Notes.



(8)  After each interview.  Facilitator:  Collect participant notes and Recorder notes; review notes and seek clarification as necessary.  Summarize salient points of session on Group Interview Summary page.  These form the basis for the Commander’s brief at the inspection’s end.  Don’t wait until the end of day; write while the session is fresh!



(9)  Close of day.  Facilitators:  Review and refine summary notes for the sessions that day, then submit to A&I Chief (or NCO).  Review the group composition for the next interviews and adjust questions as necessary. 



(10)  Following last interview.  



(a)  Facilitators.  Submit any uncompleted summaries to A&I Chief (or NCO).



(b)  A&I Chief.  Review and edit all summaries in preparation for Commander’s debrief.  Prepare Powerpoint debriefing using template and obtain ECIG approval.


b.  UNIT



(1)  NLT 60 days prior.  Provide the following to ECIG:



(a)  Names, phone numbers and email addresses of primary and alternate coordination points of contact for the group sessions.



(b)  Numerical breakdown of unit manning (enlisted, officer, civilian) by pay grade and branch of service.



(c)  Location for the group interview (see Site Requirements below).



(d)  List of areas/topics and specific questions the command wishes to explore.



(e)  Organization chart.



(2)  30 days prior.  Notify ECIG of final preparations for the group interviews.



(3)  14 days prior.  Post fliers, via email and bulletin boards, advertising the session.  Ensure no person attending a group interview is identified by name, SSN, or other means.

5.
Groups.  Supervisors may be included in each group listed below as long as they supervise no person in that group.  A supervisor removed from his respective group may attend a special Supervisor’s Group.  Each group should have a minimum of 12, but no more than 20 personnel.  The following are recommended breakdowns for units with populations greater than 100, however commanders may suggest other groupings.


a.  Enlisted


(1)  Primary Groups:  E1 – E4; E5 – E6; E7 – E8



(2)  Alternate Groups (when enlisted population is low):  E1 – E5; E6 – E8


b.  Civilian (US government or LN equivalent)



(1)  Primary Groups:  GS01-06; GS07 – GS11; GS12 and higher



(2)  Alternate Groups (when civilian population is low):  GS01–10; GS11 and higher


c.  Officer (US and foreign)



(1)  Primary Groups:  O1/W1 – O3/W3; O4(W4) – O5(W5)



(2)  Alternate Groups (when combined civilian/officer population is low):

O1/W1/GS07 – O3/W3/GS10; O4/W4/GS11 – O5/W5/GS14


d.  Supervisors


(1)  Primary Groups:  E5 – E8; O3/W3 – O5/W5 and GS11 and higher



(2)  Alternate Groups:  None at this time.

6.
Site Requirements.  Site selection is important to a successful interview.  The following recommendations are not mandatory, but experience shows they contribute to the best result.


a.  Location.  Away from the command group offices, but permitting easy transit to and access for the majority of personnel.


b.  Space.  Allow for up to 20 people, including facilitators.  Individual seating and writing surface if possible.  Adequate heat, lighting, and ventilation.


c.  Equipment.  A whiteboard or chalkboard, notepads, and pen.  [A telephone and PC are not essential for the interviews, but useful for the facilitators during preparation and summary.]

7.
Time.  Allow a maximum of 90 minutes from introduction to conclusion.  Allow a minimum of 60 minutes between sessions and no more than three sessions per day.

8.
Additions/Corrections/Updates.

ROBERT P. FITZGERALD

COL, USA

Inspector General

Pre:   White board will have ECIG  names and contact information.  Place calling cards on table and make available after interview.

I.  Introduction (Suggested “Typical Introduction”; use own words, but cover the points.

Good morning (or Good Afternoon), I’m  ________________ , and this is _________________.  We both work with the EUCOM Inspector General’s office in Stuttgart, Germany.  We’re here as part of the inspection (or pre-inspection assessment) of ____________, and also to offer general IG assistance.

IG assistance and inspection programs include conducting what is called a “group interview.” Has anyone attended one before?  

These interviews allow us to gather information and provide feedback to the commander for consideration and action.  We cannot talk to everyone, so we get a sampling of what people think and feel – that’s where you come in.  We are talking with (# of other groups) other groups during this visit.  We’ll combine your group’s comments with that of the others and hope to see patterns or trends.  That’s what we’ll report back to the commander.

During this session we are interested in getting an overview of how you believe (name of command) is doing in the areas that we’ve listed on the board.  We’ve given you each a blank piece of paper and a pencil.  This is for you to jot down anything that we don’t cover but you feel is important.  We ask that everyone turn in their paper, whether it has anything on it or not.
II.  Ground Rules

We want you to feel at ease so you’ll talk freely with us, so first of all we need to know if anyone supervises anyone else in the room (if so ask them to leave).  Second, we propose these ground rules:

1.  Anyone may speak and everyone has an equally important say, regardless of rank or position.  One caveat: Please do not dominate the conversation.

2.  You may talk about facts, opinions, feelings, or anything that bears on the issue.

3.  We will take notes to capture the essence of what you are saying.  We will not take names, or in any way attribute what you are saying to who you are. 

4.  Our report of this session will not include your names or identify in any way the makeup of the group other than by the group designation, E1-E4s, Civilians, 04-05, etc.  We will brief the results to the Commander, and whatever other agency is able to address issues identified here.

5.  We ask that you not introduce any classified information, nor anything about possible criminal offenses, into the discussion.  If it looks like we’re heading that way, we’ll ask you to speak with us offline.

6.  We expect that each individual here will respect the privacy rights of others.  What is said and who said it should remain in this room.

7.  If you have a specific issue you want us to help you with, there is a general assistance session scheduled for (Date/Time), (Location), or call the mobile telephone number on the board and ask for an appointment.  Our calling cards are on the table in front of you, and each of you should have received, via email, a flyer announcing both the group interviews and the general assistance session.

Does anyone have a question about the ground rules?  All right, we have about an hour, so let’s get started.  
III.  Discussion

Below are the main subject areas and a question or two to get discussion started.  You can ask additional or clarifying questions as needed, but keep in mind the participants need to do most of the talking.  Keep an eye on the time.

A.  Mission


1.  Does everyone understand the mission of                           and what role your position/section plays?


2.  Do policies and procedures support successful mission completion?


3.  What are the challenges to mission success?

B.  Organization


1.  Do you believe your section is organized in the best way to get the job done? (supervision, shifts, relationship to other sections, etc.)


2.  Do you feel the current organization distributes work equitably?

C.  Resources


1.  Do you have the resources to do your job (financial, material, personnel)?


2.  Are resources used wisely, prioritized correctly, etc?


3.  Are there adequate controls over resources?


4.  Does each department get adequate opportunity to state their resource requirements?

D.  Training/Job Satisfaction


1.  Is any special training required for your position?  Did you receive it prior to or shortly after arrival?


2.  Are sufficient training opportunities available?


3.  In general, how satisfied are you with your position, your duties, and your opportunities for personal and professional growth?


4.  What do you enjoy most?  Least?


5.  How are people recognized for superior performance?


6.  What would make                    a better place to work?

E.  Leadership/Communications


1.  How do you receive information regarding work, home, community?


2.  Is the flow of communication smooth and unimpeded?  Is it clear and precise?


3.  If not, at what level do you feel there is a noticeable break in communicative flow?


4.  Do people share information with each other both at their level and between their levels?


5.  Is there a recognized senior level official to whom you would go to discuss concerns over work/personal related issues?  If not, how do people express their concerns over management/leadership practices?


6.  Do you believe your comments, concerns, suggestions are listened to?  If not, at what level do they appear to be disregarded?


7.  Do you feel you can take risks and communicate to superiors without fear of reprisal?


8.  Is there anything you would change concerning the overall work environment here?  What would that be and how would you change it?

F.  Civilian Personnel


1.  How would you rate the overall quality of administrative support to civilian employees?


2.  Are your supervisors familiar with their responsibilities with respect to administration, supervision, and evaluation of civilian employees?


3.  Are you familiar with the administrative grievance procedures contained in ED 30-5?  If not, does management inform you of grievance procedures?


4.  Do you feel these procedures provide you with equitable means to address complaints or issues of concern with your supervisory chain?


5.  Do you feel that managers do a good job at picking the most qualified individuals for promotions?  If not, is a different set of criteria used?


6.  How would you improve on the deficiencies you’ve noted?  What specifically would you change?

G.  Reserve Personnel (question from major areas below)


1.  Notification and NMPS processing


2.  Arrival:  Sponsorship, Assignment, Billeting, Indoc


3.  Employment:  Skill-matching, OPTEMPO


4.  Command:  Full-timer vs. part-timer issues, recognition, communicating issues


5.  Support:  Pay, personnel support, evaluations

H.  Support Services

1.  What are the major support issues for this area?


2.  How do you give the base commander feedback?

IV.  Wrap-Up

Thank the group for their comments.  Summarize what you think you heard.  Remind them of the following:


We’ll combine your comments with those of the other groups and summarize them for the commander.  We will not attribute specific comments to any one individual.  Remember to respect the privacy of others.

Assistance session or availability after the group interview.
Command:  

Group:  

Number of participants:  [male/female; civilian/military, service breakout]

Time/Date:  

Facilitators:  

MISSION
ORGANIZATION
RESOURCES
TRAINING/JOB SATISFACTION
LEADERSHIP/COMMUNICATIONS
CIVILIAN PERSONNEL (if applicable)

SUPPORT SERVICES
RESERVE PERSONNEL (if applicable)
Date:  ______________  Time:  _________  Group:  _________________________________

Group Composition:  ___ Male/___Female; ___ Military/___Civilian;

Services (if applicable) ____________________

Mission

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Organization
____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Resources
____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Training/Job Satisfaction
________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Leadership/Communications
__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Support Services
________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Civilian Personnel
__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Reserve Personnel

__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
Other Issues or Remarks
______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
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