
Facilitator’s Guide to Leading a Debrief

This document provides an overview of how to deliver an in-person project/event debrief, including key speaking points throughout the agenda. 
Overview 

The in-person debrief meeting is an operational debrief attended by all workforce involved in the project. Where there are larger or extended teams, an initial debrief should take place at the committee/event level, followed by a second higher-level Leadership Team debrief. For smaller teams, just one meeting is necessary. 

The debrief should be facilitated by an impartial third party so that all members of the project team can fully participate. Similarly, a note-taker should be someone familiar with the project but not directly involved. 

Planning the debrief 

The first step in planning a debrief is to talk to your team about why the debrief is important. Perhaps you want to improve things for the next year, analyze a particular situation or just continuously learn and improve. 

A debrief should take place within two weeks after the end of a project/event to ensure that feedback is fresh in people's minds. Team members will typically be tired and focusing on other things after a project/event is completed, so setting the debrief date well in advance will make sure it happens within this timeframe. Make sure you schedule enough time to explore the conversation. Everyone should leave the meeting feeling that they had a chance to speak and their feedback has been heard. The agenda should be circulated to all members in advance so they have a chance to prepare their comments. This will help keep discussion succinct during the meeting.
Structure: Facilitating the Debrief
Welcome & Introductions (10 minutes)
This section is led by the Facilitator. This is the time to set the tone for how the meeting will work and provide the overview of the agenda/ground rules:
1. Brief background of the project/event
2. We’re here to improve for next year/learn from our mistakes/analyze something specific

3. We will focus on the project/event, not the personal. Feedback will be factual, not blaming

4. Conversation will be constructive. We must all remember why we are here and not get side-tracked
Reporting of Results (5–10 minutes)
This section is led by <enter the job title or individual> and is primarily focused on reporting the facts and results. There is time later for context and explanation. Make sure each <enter business lead/supervisor/manager> is prepared in advance to speak to their section in a succinct way. The reporting of results will be presented using this format:
1. Initial Goals
2. Outcome/Results

3. Workforce Stats

4. Impact
Celebration of Success (1 min per attendee)

This section is led by the Facilitator, however, all participants share their highlight/favourite moment. The purpose of this section is to start the discussion on a positive note, making sure everyone gets to speak. Contributions should be succinct and remain high level. It is important to capture these thoughts in the notes, as it provides good insight into workforce satisfaction. 

Lessons Learned (1-2 minutes per attendee)

This section is led by the Facilitator, however, all participants share their top lesson learned. This is the first time that discussion will focus on what didn’t go so well. If participants move into blaming/justifying, coach them to remain constructive in their discussion. Again, comments should be concise and remain high level. 

In-depth Debrief (10 minutes per topic)

This section is led by the Facilitator, all participants will contribute. Focus will be placed on the specific issue(s) and what to do differently in the future/next time. This section is the opportunity to get into more detailed discussion. Taking a brainstorm or popcorn approach to each topic can make sure the discussion doesn’t get dragged down into the details of why things happened. Remember,- the key questions to answer are:
1. What was the specific issue(s)?

2. Which parts were successful?

3. What would you do differently next time?

Summary & Closing Remarks (5-10 minutes)

This section is led by the Facilitator. Recap of key success(es) and lesson(s) learned. If there are any action items or next steps generated from the meeting, these should also be summarized by the note-taker and distributed after the meeting. 
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