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Conducting a Unit Survey Interview
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PURPOSE.    Teach technique of structured small group interviewing, as developed and used by field research teams of the Walter Reed Army Institute of Research.  Mental Health/Combat Stress Control (CSC), Unit Ministry Team and other personnel can use this technique to acquire systematic information about: 


Unit cohesion, morale, well-being; 


Readiness for or reaction to combat or other missions; 


Problems which concern the troops; 


Leaders' strengths, and areas needing work. 





REQUIREMENT.   Provide Command with useful, rapid feed-back of positive & negative stress factors, through consultation-liaison at all echelons. 





GENERAL APPROACH: 


Conduct interviews in troops' natural settings: 


in their tents, bunkers or foxholes; 


in the shade of the vehicles or trees; 


next to mess line or field kitchen. 


(Avoid having the troops brought to a special location for interviews.) 


Start by introducing yourself and explaining the interview mission to the unit commander. 


As much as is feasible, schedule your interviews in descending sequence down the chain of command and support; 


That is, senior officers/NCOs before junior leaders before enlisted troops. 


Try to keep each group between 8 and 16 people. Encourage a casual atmosphere. 


Have them seated comfortably, in a position that maintains eye contact. 


Encourage drinking water & eating. 


Explain the purpose of the interviews: 


To evaluate soldiers' adaptation to the operation and theater; 


NOT inspectors or investigators. 


Here to find out what is really going on, and to one this information to help the leaders and policy makers. 


Emphasize that everything said will be kept confidential; 


NO attribution of the sources. 


Do need for them to be frank; 


But don't imply that you necessarily expect to find problems. 


Here to help, not bash, the unit, Army 


Explain that you will be taking notes, but this will not compromise anonymity. 


Go around the group and ask each soldier to tell: 


His/her name and duty position; 


How long they have been with the unit. 


If they are married or single, 


Whether they have children. 


This is to establish rapport and help you focus your questions. 


DO NOT TAKE NOTES ON THIS. 


Use open-ended questions to got soldiers talking. 


Although we have specific topics to learn about, it is better to let than come out in the natural course of the discussion then to force a set pattern 


There may be issues not previously heard; we will learn of them only if we let soldiers say what's on their minds rather than mold their response.


 


TOPICS TO COVER


Start by asking: 


How long they have been in the theater or the operation: 


How were they notified for deployment. 


What did they do (as individuals and as a unit) to prepare. 


Listen for: 


Adequacy of time to got personal affairs in order and prepare families; 


Unresolved issues brought to the theater; 


How those issues have effected them; 


What has Command done to resolve them? 


Ask how they felt about deployment, and how spouses, children, boy- and girl-friends felt. 


What was done to ease apprehension? 


What special training or briefings did they receive to prepare them for the specific conditions and missions they would find in the theater/operation? 


Ask what actual deployment was like, and what they did on arrival. 


Was there a program to acclimatize? 


Were there any unprepared-for surprises? 


The above should lead to a description of what they have been doing since arrival until the present. 


Areas of focus will depend on what conditions the unit has been exposed to: 


Has the unit been in direct combat? 


Has It been subject to indirect fire? mines? 


Have there been dangerous working conditions, weather or climate? 


If so, has anyone been hurt?...killed?...in neighboring units?...In this unit itself? 


Has there been the threat of those kinds of attacks or accidents? 


Have there been any very upsetting sights or things to have to deal with? 


"What has been the hardest (worst) thing?" 


Other important issues may come out naturally In the discussion. If they do not, ask the troops the following: 


What information have they been getting about World events, United States events, and the unit's mission? 


Probe specifically about sources (newspapers, radio, command publications). 


Do the unit leaders talk about world events and the unit's mission: 


...in formations? 


...in informal talks? 


Ask the group to state the overall mission in this operation; 


How does the small unit's own mission today relate to the big mission? (This checks on how the Commander's Intent is reaching the troops.) 


Does the group think their leaders are competent? ...know their jobs? Do the group members trust their leaders? 


Use this as a lead-in for discussion of vertical cohesion within the unit. (Look at each successive level of officer and NCO leadership) 


Do the unit's officers care, about the group members? Do the unit's NCOs? What specifically have they done to show It? 


Is the group getting enough food... water? ..opportunity to maintain hygiene?�Are there any serious problems with: 


Their weapons and weapons systems? 


Gear? ...Clothing? ...She1ter or billeting? 


Religious services and support? 


Other support services? 


Do the troops communicate with family and friends back home? How regularly? 


...By mail? (how much delay?) 


...By phone? (does this inconvenience? ...waiting in lines? ... expense?) 


If their family has a problem at home, will the Army give them the help they needed? 


Is the unit's Family Support Group working for all of the family members? 


Are people in this unit close to each other? 


Before deploying, what sorts of things did unit members do together off duty? 


Has the closeness changed in theater? 


If there any now members In the unit, how they are being integrated into the team? 


What helps morale in this unit? 


What does this unit need to create or sustain high morale? 


Do unit members get private/personal time? 


What do they do for recreation? 


What training activities has the unit conducted recently? 


How useful do they feel it was/will be? 


What training is scheduled, if any? 


What do they expect will happen next? 


...in the unit's mission? 


...in any other areas of concern? 





WRAPPING UP THE SURVEY INTERVIEW 


Ask is there anything more you should know? ...that Senior Leadership should know? 


Thank the group. Remind them that you will maintain confidentiality, but will represent their concerns back up the Chain of Command and through channels to policy makers. 


Don't promise any specific results. 


Before leaving the unit, do check out with the key leaders and support personnel to give immediate, brief feedback. 


Emphasize positive areas as well as recommending practical measures to Improve the areas which seem to need strengthening. 


Don't over-generalize based an small samples! 


Take care to maintain non-attribution. 





REVIEW YOUR NOTES & RECORD THE FINDINGS �(If planned, forward data for collation/analysis) 





