DEBRIEF TEMPLATE
Team Debrief Outcomes 
Identify strengths and weaknesses in team development - benefit to facilitators
Identify strengths and weaknesses in NEA support - benefit to NEA and Affiliate relationships
Identify strengths and weaknesses in Curriculum Design - Connections to other concepts, identify what we keep for next time, identify what could use subtle changes, identify what should be abandoned - benefit to program curriculum library
Ensure that the program is in the best possible condition to hand off to the next team. 
 Present - Katie, Kristin, Carrie, Ellen, Melissa, Bekah, Kyle – Absent:  Zac, Fabriicio
Discussion 
1. Pre-event preparations -
Were SharePoint and other shared document supports configured to support the team's success?   
The SharePoint worked well.  There were times that it was hard to find things 
The initial document provided to us was not in a typical format,  it was changed, and then we got back to a recognized format
Placement of documents were a little different – the  facilitator guides need to be scripted to support as I am learning how to teach.  I appreciate when our pre-planning meetings are complete so that when we arrive on site we are not rewriting.  The pre meetings could be tightened up and then the changes have been

Was the vision, arc of the content,  clear for how this would fit into the current program? 
It was hard to make sense of the feedback because some participants  said too easy , then some said too hard --
The original summary of the training changed – as a facilitator I thought the content team had been meeting . 
The systems-based analysis was new to the team and the program. People who attended that had some higher level seemed to identify there was a miss mash.  There was a lot of scripting for this content, but what was executed was different. 
People came with expectations that were different.  There needs to be some consideration of who is coming and what they are expecting.  We did a decent job of adding in more experience and engagement.  We did some stuff that was not really worth flying people out there.   There was not a clear vision. 
We did have a pivot in the fall that we were going to switch the focus of this training.  Our one on ones showed that coaches are doing giving advice. In retrospect we should have included the content team earlier so that there was more continuity. 

Were team communications clear, and was the workplan effective and on time?
Were the pilot materials checked for consistency or redundancy with other already-created or partner-provided materials?
As an affiliate staff person, how did participation in this help build your work skills?
Was communication consistent and timely with the NEASO support partner?
Were online course materials discussed with the team and developed to support the team's success?  

 
WHAT DECISIONS WILL WE MAKE FOR NEXT TIME:
Include planning team sooner, and communicate shifts in program
Be more clear about the vision. If you say you are going to do a thing, do a thing. 
 
2. During the event -
Did you feel well-prepped and supported to provide your content?
How did the team handle changes? 
What themes emerged from the daily feedback?
Were changes documented in the shared documents to support debrief and decisions about future versions of the event?
There was a lot going on in the world, and as the team lead, I could not be at the first meeting to set the tone.  Things felt a little jumbled when I did join.  
I think this goes back to that the description changed,  I am not saying we don’t change but we should  be working as a team.  Their should be decisions made together. It felt like there was a split team.  
We would hear that stuff was coming,  then it didn’t come.  Then when we got together,  it was changed completely.  There was a lot of off team planning done without the expertise of the team.  It was frustrating because things I thought would be done were not. There were people working on the sides – and we were not all in the loop – and that was frustrating.  We are the people closest to members, and have a lot of expertise.  We could have made the “stop giving advice”  a deeper topic if that was one of the goals.  We could have really helped but were not relied on. 
We need to follow the decisions of the team so that all time used well, we had a moment when last minute changes have been made. 
The final day and the systems based analysis was well received.  A whole state staff had a huddle and they reported one on one that was great activity.
The preponderance of the feedback is positive.   
Fabricio did a great job of jumping in  even though he said he does not train. 
When content was clearly defined and purposes were clear – the participants did well – when they weren’t they let us know in the moment. 
New Skill content was fairly well scripted

  
WHAT DECISIONS WILL WE MAKE FOR NEXT TIME:
Stay working as a team
Execution of the material needs to follow what was decided
Make sure to follow the agenda 
The triad work needs more structure – because they may not be actually coaching  - maybe have the triads have a trainer in each 

3. Post Event - 
If requested, were follow up materials provided for participants? 
Were facilitators and managers provided a summary report?
Was there an onsite final debrief in addition to the one - and if so were those decisions captured in the shared documents? 
 
WHAT DECISIONS WILL WE MAKE FOR NEXT TIME: 
 Next time – coaching across race, centering equity in the work.  
Appropriate questions to ask for folks to move them through the campaign
Developing good coaching questions could be added explicitly
Art activity if we keep it – should be truncated  - maybe part of a world cafe
We need to remember when we are creating training that at some point we need to move from developing to practice and implementation.  Big changes can wait until June or the debrief.  - could be tied to the equity – it was tied to a systems analysis – get out of your logic brain to the creative part of the brain. 
Awareness based systems – might not be the right fit for this training – there was a lot of introspection and I am not sure that we prepped them for it. 
Systems – building a different analysis  

