
 

 

 
 
 
 
 
 
 
 

Case study: survey debriefing 

West of England Academic Health Science Network 

Our process is based around three practice visits: 

 Introductory visit (1 hour) 

 Debrief results to core team (1 hour) 

 Staff debriefing meeting (1 hour – 4 hours) 

Our approach is for each practice to identify a core team, usually a GP or Partner lead, a 
project or management lead and a nursing lead/ practice pharmacist or other member of the 
wider practice team.  

 

Introductory visit 

At the introductory visit, we discuss how the practice is organised and what the safety 
challenges are for that practice.  

We identify together the best way to group staff to have meaningful analysis. In the survey 
where there are fewer than 5 members of staff in a group they are aggregated together for 
anonymity. The main groupings are: 

 Clinical – doctors 

 Clinical – nursing and healthcare assistants 
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 Clinical – other healthcare professionals e.g. pharmacist 

 Non-clinical – receptionists 

 Non-clinical – administration  

In smaller practices these are grouped as clinical and non-clinical. We ask a supplementary 
question – whether staff have managerial/ supervisory responsibilities. Where practices 
include several sites, these are included as a question.  

The practice core team can add bespoke questions to the survey for their practice, for 
example practices have looked at areas raised from patient feedback or CQC visits.  

Following the introductory visit the survey administrator sends the core team the link for their 
practice survey, along with supporting communication documents (template emails, poster 
and leaflet) to use with staff. Whilst the survey is open, the administrator sends the core 
team weekly updates on how many staff have completed the survey, aiming to reach over 
60% response rate.  

Debrief to core team 

We start with introductions and orientating people to the output of the survey. In particular, 
we discuss that the survey is a perception of situations and behaviours – how people feel 
about things impacts on how they behave and both what they are prepared to do and what 
they feel able to do.  

The report starts with a summary page looking at areas the practice does well and 
opportunities to improve. For context where these are common challenges to other practices 
this is highlighted.  

Identify an area of positive perception for the practice: 
Why do we think this is accurate? 
How has this been achieved? 
What are our strengths as a practice? 
What lessons can be learned and what actions can be taken to ensure that the area stays 
positive or improves, and that can be transferred to other areas? 
Identify an opportunity for improvement for the practice: 
Why do we think this is accurate? 
Why do we think people’s perception might be this way? 
What action could be taken to improve perception in this area? 
Consider any differences between staff groups 
Are there any obvious differences? 
Is one group consistently perceiving things more positively or negatively than another? 
How can perceptions be aligned if considered important? 
 

At the end of the debrief the core team chooses three areas to consider in more detail at the 
staff debrief, and how to run that session. 

Staff debriefing meeting 

The staff debriefing meeting is planned with the 7 Ps framework.1  
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Sessions run to a broadly similar framework, dependent on the group sizes, location and 
time available. 

Introduction by practice lead. Overview of survey process and output from facilitator. 
Sometimes “Draw Toast” is used as a warm-up exercise or asking people: 

 What have you appreciated at work recently? 

 How have you shown appreciation at work?  

Split attendees into three groups looking at topic areas. Each group starts with identifying 
the issues (using TRIZ: “make a list of all you can do to make sure that you achieve the 
worst result imaginable with respect to this topic”).2 TRIZ is a good way to get people to talk 
about topics they might find difficult, and makes it easier to then build on solutions, rather 
than starting with solutions, where the natural tendency for some is to say “well, that won’t 
work because…” 

The groups then switch their topics so they are coming up for solutions for the issues that 
the previous group had identified. This section usually takes a bit longer as the group read 
over the issues, may add more of their own, then try and come up with as many solutions as 
possible. Encourage groups to come up with more than one solution per issue.  

The topics are then passed onto the next group (who should have not discussed this topic 
yet). This group prioritises the solutions identified by the previous group using the MoSCoW 
framework.  

MoSCoW framework 
Must have – critical for success 
Should have – important but not critical 
Could have – desirable but not necessary 
Won’t have – least-critical, outside of scope, unable to deliver 
 
From these priorities, some HMW questions are generated “how might we…” questions.  

 How: assume opportunities exist 

 Might: says we don’t have to find something 

 We: it is all about doing this together.  

Attendees self-select themselves into groups (“Darwinian prioritisation”) to work on these 
and develop WWW action plans (what, who, by when) and success metrics: 
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 What does success look like? 

 How will we measure it? 

 What existing measurement tools can we use to measure this?  

For longer sessions, attendees are encouraged to consider these questions: 

 What assumptions do we need to test? 

 What questions do we want to answer? 

 What barriers might we face? How can we overcome them? 

 Who else do we need to involve?  

At the end groups feedback and commit to action. An output report is prepared and sent to 
the core team to add their own next steps and to share with the team. 

                                                

1
 http://gamestorming.com/7ps-framework/  

2
 http://www.liberatingstructures.com/6-making-space-with-triz/  
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