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FEEDBACK & DEBRIEFING


	Goal



After an exercise, there is an opportunity for reflection on the events just experienced. Debriefing is the term typically used for this and delivering a constructive positive learning experience requires self-reflection and discussion on the part of the learners and skilled oversight and management by the facilitator.

The purpose of this session is to outline the challenge of good debriefing and provide a framework to facilitate robust feedback and active learning for TEAMS team members at each stage of the package experience.


	Learning Objectives




On completion of this session, participants will be able to:

1. Understand the role of debriefing in the learning process, both for the student and the teacher

2. Appreciate the importance of the environment and facilitator methodology in debriefing to create a constructive learning experience

3. Understand how to use a constructivist learning environment; to create thinking and interpretation around an experience amongst learners, creating active engagement  



	Core Content



Introduction:

Debriefing is the process of post-experience analysis and has its origins in the areas of military operations and the aviation industry but has increasingly been adopted by the healthcare system (Gardner, 2013). The techniques of aviation’s crew resource management approach have been translated and adopted as part of critical event investigation at the same time as simulation training has become a core theme within healthcare education. These developments have led to the development of a constructivist learning paradigm where context and experience are seen as fundamental to a strong learning environment. As Dennehy et al. (1998) describe it; learning by doing.

Students participating in an exercise of any type will learn through practice but must then be given the opportunity to process the knowledge acquired. The process of debriefing is an extension of the learning experience and needs careful planning and management to give an optimal result.  

In planning the session, the facilitators should consider the environment and “set” for the experience. Timing is important; should this occur immediately or “hot” or can the debrief session take place at a later stage? How long should the event last?

The learning objectives of the debrief need to be clearly outlined, both from the perspective of the learner but also for the facilitators. The facilitation strategy needs to be agreed. The attitude and behaviour of those leading the session will determine the level of active engagement and degree of benefit of the exercise for all parties. Each of thee will be considered in turn.


Environment:

At the end of an exercise, participants may be tired and in need of a comfort break, but they may also be aware of their possible role in tidying up and clearing away the environment in which the exercise has taken place. To secure optimal attention and focus on the debrief process, decisions need to be made around the sequence of events and when best to hold the event.

If the materials are going to be used again, so no clearing is required, it may be appropriate to give students a few minutes for personal needs, perhaps even acquiring a drink (or a smoke!), before undertaking the session, with relatively little delay. If there is an exercise ground to be cleared, holding the debrief whilst minds are focussed on the collapsing of the site may lead to distraction and a poor learner mind-set.

How many people are involved? Debriefing requires active engagement by all parties and consists of a degree of storytelling, personal experience narrative and also peer-to-peer reflection. It may be appropriate to hold a single whole-group session but equally it may be more powerful to debrief in smaller groups, perhaps with participants randomly assigned or gathered according to place in the exercise or even function or team. Paired discussion, then wider exploration in one or more increasingly sized stages will encourage thinking and interpretation, promoting active rather than simple listening.

Where is the process going to take place? Are people going to be comfortable? Are there any visual or audible distractions that will take attention away? Will people be able to see and easily hear the speakers?

Holding an immediate debrief on the exercise site may seem like the ideal but are people standing in a cold wind with lots of ambient noise or sat in a comfortable room with a seating plan set out to facilitate group and team discourse?

Ids there going to be any sort of record or are audio-visual queues going to be used? If so, they need to be visible to all participants.


Psychological Safety

Learning exercises should be designed to stretch the participants. Participants will have had experiences that could, perhaps, be improved upon and the facilitators must create a “zone of safety” (Gardner, 2013, p.170) where open conversations can be had but trust should be maintained with confidentiality and professional dignity being respected. 

Part of this process can be helped by asking open but positive questions such as “What went well for you?” rather than starting with negative critique such as “What went wrong?”. In this climate, closed questions should really only be used for clarification of facts or detail.

Learners are often using the debrief to seek the opinion of the facilitators on their performance and , as Rudolph et al. (2006) argue, it is not possible to be completely neutral. They suggest using “debriefing with good judgement” and giving a perspective where it will support a constructive learning experience and to move the conversation forward in a positive way.


Timing

Raemer et al. (2011) have searched for literature around the optimal duration of a debrief session and there is little evidence other than to suggest that it should not be too long, of the order 30 minutes. There is, however, support for relatively prompt review after “endex” while the ability to recall the detail is still fresh. 

Learner satisfaction measured by satisfaction, knowledge and confidence have all been used as proxies for the time and duration but there is little to say which is best.





Learner Debriefing

There is no single framework or method for supporting a learner’s debrief but Lederman (1992) suggests that there are three key steps

· Reflection and analysis
· Understanding and personalisation
· Generalisation and application

In this stage, the learners story tell and, through peer-to-peer conversation, acquire different perspectives on the events they were part of. It is important that they can both share their experience but also consider those of others. Kolb et al. (1991) suggest an expanded approach that emphasises the importance of a learner considering personal experience (“feeling”) as well as hearing other perspectives (“watching”).    

The next step is fundamental. The learners must consider the events and constructively review how this wider appreciation and experience might change their perception of events. Kolb et al. (1991) consider this to be abstract conceptualisation (“thinking”), what policies/rules might need to change as a result of the experience. Gardner (2013) suggests using a “plus Delta” approach where there are two perspectives; what went well, the plus, and where different actions would be preferred were the events to recur, the delta (∆) or change.

The final stage is to take the learning now recognised and consider how it might be generalised. This needs to be an active learning or experimentation step (“doing” for Kolb et al.); the participants need to be encouraged to draw conclusions and suggest how the approach will differ in the future.

Whilst this may seem overly structured, each component is important, and it is possible to move smoothly through the phases. Simply asking “What went well?” and “How could things be improved?” is insufficient.


Facilitator Debriefing

Experiential learning requires debriefing. The events that have taken place are seen through an individual lens; subjective, personal and internal. The role of the facilitator is to create a learner-based analysis of events covering the cognitive abilities, emotional reactions and psychomotor skills that were displayed or experienced.

Whilst the skilled debriefer will allow the learners to generate the themes for discussion, it is helpful to have a scaffolding upon which these are constructed.

· Examination of the learning objectives
· Consider the reality constraints
· Review the debriefing strategy
· Consider the implementation process
· Evaluation of the experience

First, the person leading the debrief should review the learning objectives set for the exercise with the aim of ensuring that the output for the individual learners is focussed on these. What was the exercise intended to deliver from a cognitive and behavioural perspective? Were these delivered and can their impact be enhanced through the debrief process?

There will be situational constraints. People will be tired, focussed on other issues and beginning to think “What next?”. How much time and energy should be put int the debrief and for what return? The facilitator can control some of this through clearly setting a timeframe and guiding the conversation, perhaps by setting a “one minute rule” for an individual’s comments or by asking more focussed questions rather than being deliberately open and general when inviting people or groups to speak.

When faced with a large group of participants, it is helpful to plan how to ensure each person actively engages in the process. This may be by encouraging peer-to-peer conversations and small group discussions before presenting themes and outputs to the whole group. Formulaic “everybody must speak” round robin sessions are unlikely to generate or sustain learner attention and undermine delivery of Lederman’s 3 debrief stages.

The facilitator must enter the debrief session with a plan! Consider the setting and comfort/focus of the learners. Is the environment optimised; audio-visual environment and comfort considered, flip charts and pens available, time parameters and rules of engagement clearly outlined? There may be a series of steps with time allocated to each but there should be a clear structure to the process.

Remember the purpose of the debrief. What happened? What worked or could have happened differently? How did it feel? What does this mean for the future? At the end of the session, the facilitator should consider how the session ran and whether the result was optimal. Could the approach have been modified to better deliver the learning objectives? For the next time … remember that there is also a need to debrief for the debriefers!


Attitudes & Behaviours

As Belbin (2010) outlined, a well-functioning team requires a range of behaviours, each important for delivering the final product. Some parts are more vocal than others, but each has an important part to play in delivering the best the group can achieve.

In a debrief event, it is important that dominant parties, perhaps the coordinators, implementers and shapers, are encouraged but not at the expense of hearing from the team-workers and completer-finishers. Recognising that there are a range of different participant and ensuring that each has the opportunity to express their experiences, feelings and ideas is important.

There are both direct and indirect ways of managing dominance by some parties in the process. It may be appropriate to overtly ask the more dominant to allow those less forceful to speak of by specifically inviting the quieter members for their thoughts when there is a break in the flow of the conversation. Invitation to engage is a more positive approach but occasionally clear instruction and direct facilitation may be necessary.

Managing group conversations is a facilitation skill that takes practice and self-confidence but is core to expert debriefing.


Summary of the Rules

Debriefing is an integral part of experiential learning and requires careful planning and preparation on the part of the facilitators. It should be focussed on the experience of the earners in the exercise but should have a smooth flow that engages all participants, highlights positives and gives new or alternate perspectives for future practice or activity. 

In a safe environment, there is self-reflection, listening, creation of new frameworks and application of these new ideas to reality.

Learners should be engaged, encouraged and motivated. Creating this constructivist learning environment is a powerful part of teaching. Active learning requires participation, but it also requires learner processing; it is not something to be “tagged on” at the end of an exercise.
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	Additional Resources




· 5 Tips for Effective Debriefing – Paul Phrampus

https://www.youtube.com/watch?v=HEOYY2wdVRI


· PEARLS Healthcare Debriefing Tool

https://debrief2learn.org/pearls-debriefing-tool/

· Team Roles in a Nutshell – Belbin

https://www.belbin.com/media/1141/belbin-uk-2011-teamrolesinanutshell.pdf
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