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INTRODUCTION

It has long been recognised that we all learn from our experiences, both good and bad, and that by sharing those experiences with others it can lead to best practices being identified and where appropriate acted upon. We share our experiences in a number of settings, including our home, social or work, with family, friends, colleagues or other persons involved in the event. Much of our learning is experience based, whether it is in the home, in our social life or within our working environment.

Debriefing in the workplace is a way of capturing those learning experiences and sharing the learning for the good of all. Through the debriefing process, the transference of that learning to future work practices and procedures is made to ensure that good practices are endorsed and where possible, bad practices are eliminated. 

Within the emergency planning and response environment we can learn from debriefing a variety of experiences, including:

· Planning an event, for example an outdoor music festival 

· Training Course

· Exercise

· Response to an incident

This procedure should not be confined to post-incident multi-agency debriefing following a major or serious incident.  

The aim of the debrief is to reflect upon the event in an open and honest way, identifying and sharing personal experiences so the learning from them can be used positively in the future for the benefit of that person, other individuals and the organisation for whom they work. The ethics of the process should be consistent with professional responsibilities, respecting the rights of individuals and adding value to all those involved.

Debriefing is not about recriminations or blame but is a disciplined yet flexible technique for learning through reflection that is used for identifying how best to learn from experiences encountered during the event and to move forward.

A form of Structured Debriefing is currently used by emergency planners and others within Cleveland and this protocol confirms, consolidates and reinforces those existing procedures and seeks to ensure clarity and define parameters within which multi-agency debriefing should continue to take place. However, the protocol is sufficiently flexible to allow the circumstances of any particular incident and/or operational procedures of individual responding agencies to influence the conduct of such process positively.

Debriefing also enshrines one of the principal aims of the Civil Contingencies Act, that of sharing information, knowledge and best practice. 

Denis Hampson

Chief Emergency Planning Officer

Cleveland Emergency Planning Unit                                                            

November 2004

1.
MULTI-AGENCY DEBRIEF 

1.1
Debriefing is an effective tool for learning through reflection, sharing experiences, identifying best practice and identifying points that need further action. It is not simply a tool for use after a major incident or to gather evidence for any inquiry. 

1.2
Debriefing should be used whenever it is considered by the participants involved in an event that learning can be obtained from the experience. It does not need to occur only after an incident has occurred. It may be equally useful to debrief students or trainers after their involvement in a training course or after planning an exercise or event to analyse that the training or planning was correct, was as effective as it could have been or lessons had not been learned from previous experiences.

1.3
It will be mandatory to hold a multi-agency post incident debrief following the formal declaration of a Major Incident.

1.4
It will be at the discretion of participating agencies as to whether it will be necessary to hold a multi-agency post incident de-brief following a major incident where a formal declaration of a Major Incident was not made. However, it is recommended that such debrief will take place unless there is an appropriate reason not to do so. 

1.5
There may be a variety of serious incidents that required a multi-agency response that are not Major Incidents. It will be at the discretion of participating agencies as to whether it will be necessary to hold a multi-agency debrief, but again it is recommended that such debrief will take place unless there is an appropriate reason not to do so. 

1.6
A multi-agency debrief will take place following all exercises conducted by members of the emergency planning teams of the emergency services (Cleveland Police, Cleveland Fire Brigade and Tees, East & North Yorkshire Ambulance Service) and the Cleveland Emergency Planning Unit (Local Authority).

1.7
A multi-agency debrief will take place following all exercises conducted under the Control of Major Accident Hazard Regulations 1999 (COMAH), as amended, the Pipelines Safety Regulations 1996 and the Radiation (Emergency Preparedness and Public Information) Regulations 2001 (REPPIR). All such exercises will be part of the Exercise Calendar produced by the Exercise Planning Group chaired by the Chief Emergency Planning Officer.  Participants will include staff from the Operator of the establishment concerned. 

1.8
The Cleveland Exercise Planning Group has prepared a guidance and protocol document entitled “Exercises with Industry” and it is recommended that it be read in conjunction with this document. 

1.9
If one of the participating agencies deem it necessary to hold a multi-agency debrief following any event, it is incumbent on the others to contribute fully.

2.
LEADER OF A MULTI-AGENCY DEBRIEF

2.1
If the debrief follows a major (declared or not) or serious incident, the appointment of the Lead Person of the debrief will be dependent on the circumstances of the incident as follows:

(a) Police, who may have performed an overall co-ordination role during the incident

(b)
As dictated by the nature of the incident. For example, major fire – Fire Brigade; infectious disease outbreak – Health Authority; flooding or road collapse – Local Authority, etc

(c)
Lead emergency service or agency that declares an incident as major or determines need following a serious incident

(d) The Leader of the debrief should wherever possible be a suitably qualified person of a lead organisation who was not directly involved in the response to the incident

(e)
For exercises (COMAH, REPPIR, etc) the lead person should be agreed between the participants at the planning stage of the exercise and may be from either the emergency planners of the emergency services, Cleveland Emergency Planning Unit or Industry

(f)
For any other event, the Lead will be agreed between emergency services / agencies concerned

(g)
Lead person will provide administration

(h)
Lead person in conjunction with the initiator of the debrief will agree on whom the participants of the debrief will be. This will ensure the appropriate persons attend who can represent their organisation or sections thereof. It should also ensure that the process does not become too unwieldy.  

2.2
Where large numbers of people are involved it is impossible to invite them all to a debrief, yet they may have valuable learning experiences that need to be captured or possess information that confirms (or contradicts) the version of events given by others at the structured debrief. In such circumstances, those persons should be asked to provide written comments on a structured questionnaire using the same format questions that will be used within the formal debrief. This should be completed as soon as possible after the event. Analysis of the questionnaire will form a supplementary report to the main debrief report. 

2.3
The Leader of the debrief should be a person who has completed a Structured Debrief Course provided by the Centre for Structured Debriefing. Several senior Police, Fire and Ambulance Officers, together with emergency planning officers from the emergency services and Cleveland Emergency Planning Unit have received such training.

2.4
Staff who are likely to be called upon to lead a multi-agency debrief should have received the appropriate training or be sufficiently skilled to undertake the role in an effective manner. However, the option is available to bring in a trained facilitator from one of the other agencies.

2.5
It is incumbent upon all agencies likely to be involved in the debriefing process to identify and have suitable staff trained to allow them to undertake the role of Lead person of such debriefs. 

3.
WHEN WILL THE DEBRIEF TAKE PLACE

3.1
The debrief will take place no sooner than one week following closure of the incident (for the purposes of this protocol this may be taken as the completion of the life-saving and rescue phase of a major or serious incident) and no later than four weeks.

3.2
This time-scale will allow each participating agency to undertake appropriate internal debriefs prior to the multi-agency post incident debrief to ensure that critical lessons are learnt and acted upon expediently.

3.3
In circumstances where a major incident involves a significantly extended period of ‘restoration of normality’ under the co-ordination of the relevant Local Authority, it will be incumbent on that Local Authority to ensure that a further de-brief is held on the conclusion of such actions. This will focus on relevant long-term issues related to recovery and restoration of normality.

3.4
In some circumstances it may be difficult to determine a specific point where the crisis is closed, such as foot and mouth disease. In such cases an initial debrief (complying with the general requirements of this Protocol) should be held after eight weeks and subsequently re-visited at regular intervals, for example at eight week intervals, to incorporate additional learning points.

4.
OBJECTIVES OF A DEBRIEF

4.1
The objectives of the multi-agency de-brief are:

(a)
For participants of the debrief, either on behalf of themselves and/or the organisation that they represent, to reflect on the event upon which the debrief is to be held

(a) To consider the actions taken during the event, with focus upon the basic questions of what was supposed to happen and what actually happened

(b) To identify personal experiences

(c) To identify the key lessons to be learnt

(d) Identify any positive points or ideas for the future that might establish ‘good practice’ for incorporation into emergency response / major incident plans,  the response to other incidents, exercises, training, etc

(e) To identify issues that may be required to be the subject of further review and follow up actions. 

4.2
Within the structured debrief process, a common feature is the use of a “visuals review” (mind mapping) diagram that identifies the common characteristics and features of most incidents. Its purpose is to stimulate thinking and provide ‘hooks’ for the participants ideas. Common areas that may form the basis of a “visuals review” include:

· Incident scene (Operational / Bronze)

· Rendezvous points (RVP) and cordons

· Tactical management (Silver)

· Strategic management (Gold)

· Multi-agency liaison

· Key response locations (Rest Centres / Hospitals etc)

· Inter-agency communications

· Effectiveness of Major Incident Plan – was it implemented correctly

· Emergency services – activation, attendance, actions

· Warning & informing the public / media plans and liaison

· Health and Safety issues – were they correct 

· Other relevant issues  


The above list is not exhaustive and common areas can be excluded or added as dictated by the circumstances of the incident or event being debriefed.

4.2 Following the debrief, the Leader will:

(a)
Prepare a Debrief Report

(b) Where considered appropriate, the debrief report should be supported by a factual record of the event/incident, including a brief description of the incident, chronology/time line of incident, agencies involved, etc 

(c) If necessary, together with the press/media person for the lead responder produce an agreed statement for issue to the media on the findings of the debriefing process

(d)
Arrange and chair a meeting with representatives of the lead organisations /agencies involved to determine an ‘Action Plan’ for implementing lessons learned and ideas for the future, together with relevant time-scales under which identified items are dealt with. A suggested format for a post incident action plan is shown at appendix ‘A’.

5.
HOW WILL THE DEBRIEF BE CONDUCTED

5.1
The debrief will be conducted within the structure developed and taught by the Centre for Structured Debriefing.

5.2
However it is recognised that there may be times when this form of debriefing cannot be undertaken. Such occasions should be rare. However a debrief should still be held and it will be the function of the lead agency to determine the style and use of specific debriefing methodology and reach agreement with the other participating agencies.

5.3
The focus of any debrief should be to identify critical issues that need to be addressed in an expedient manner. An open and frank discussion should be encouraged; it is not a finger-pointing exercise.

5.4
A tape recording of the debrief can be made to assist with the production of the debrief report. Alternatively an administration assistant may make notes, particularly of the discussion and sharing stage of the proceedings.

5.5
The agency which has provided the Lead Person of any multi-agency debrief will bear responsibility for retaining the master copy of any relevant paperwork as a matter of historical record. 

5.6
Where considered appropriate, copies of the debrief report and actions may be circulated to all member agencies of the Local Resilience Forum for information and monitoring purposes.

6.
PROHIBITIONS TO HOLDING A MULTI-AGENCY DEBRIEF

6.1
It is acknowledged that certain incidents (or aspects thereof) may be subject to subsequent legal process that renders full and frank discussion inappropriate at that time.

6.2
In such circumstances, the debrief should proceed as far as is reasonably possible, acknowledging the aspects which cannot be discussed at that time. Wherever possible, such issues should be re-visited as circumstances change.

6.3
In particular, it will be essential in situations involving fatalities to consult appropriately with HM Coroner, who may wish to attend the debrief.

6.4
Given the prevailing threats to national security arising from terrorist sources it is clear that any incidents of that nature will require to be handled in accordance with appropriate procedures. Consequently, it is unlikely that a multi-agency de-brief, as defined by this protocol, will take place where sensitive information relating to national security is involved.
7.
RELEASE OF RELEVANT INFORMATION TO THE PUBLIC

7.1
It is acknowledged that following any Major Incident or serious incident, the public, frequently through the media, will seek information about the conduct of the response, lessons learned and where necessary, an explanation of the nature of any actions being taken to enhance performance on future occasions.

7.2
Consequently, at the conclusion of the multi-agency debrief process, the key findings may be made public by means of a formal media briefing. The content of the media briefing will be based on extracts of the findings of the debrief report and will focus on the organisational level of response rather than individuals. The full debrief report will remain designated for internal use of participant agencies.

7.3
Whilst it is not within the scope of this protocol to determine how, when and by whom the media are briefed, it is recommended that any formal briefing should include representatives from those agencies involved in the debrief process.

8.
THE PROTOCOL

8.1
This protocol will be subject to annual review under the auspices of the Cleveland Local Resilience Working Group.

8.2
All organisations, represented by their attendance on the Cleveland Local Resilience Working Group, have agreed to conform to its requirements wherever reasonable and practicable:

8.3
The proforma attached at appendix ‘A’ is a suggested format of a post incident action sheet for use at a follow up meeting resulting from the debrief process.  

Appendix ‘A’

SUGGESTED FORMAT OF POST INCIDENT ACTION PLAN
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