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INTRODUCING THE    

PMES Facilitator Guide 

A detailed resource to help you best facilitate an 
upcoming debriefing and action planning session(s).  
 

 

 

 

 

 

 

 

For a quick guide to holding any conversation regarding People Matter Employee Survey (PMES) 

results, see also the PMES Conversation Guide available on the intranet.  

 

1. Debriefing Session 

Overview 

This session is designed to:  

 Share the People Matter Employee Survey (PMES) results relevant to the group 

(Cluster/Agency/Division/Branch)  

 Support managers and employees in understanding what the results mean for their area  

 Understand the Cluster/Agency priorities  

 Explore strengths and opportunity to improve employee engagement; and  

 Prepare the group for action planning 

 

After the session, participants will:  

 Understand the engagement index and drivers  

 Understand the Cluster/Agency priorities; and  

 Agree on team focus areas in preparation for action planning 

Duration 1 – 2 hours  

Reference documents    

Visit the PMES Hub to access useful documents such as the following:   

 Useful tools for debriefing and action planning  

 Action plan template; and  

 Frequently asked questions (FAQ).  

https://www.stayinformed.com.au/pmes-hub
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Session set-up/checklist  

 Tables can be set up either board room style or as small groups  

 People Matter Employee Survey (PMES) reports relevant to the group  

 PowerPoint presentation; and 

 Flip charts and markers 

 

Session Guide  

The debriefing session is an opportunity to present and discuss results as a team, access feedback and 

gather insight into results. It enables a team to determine key focus areas in preparation for action 

planning where positive results are leveraged and improvement actions have the most impact. The 

session guide below provides a proposed structure.  

 

Key Steps Discussion 

Welcome "Welcome <team name>. Thanks for your attendance today.  
 
The aim of this debriefing session is to:  

 Share the latest People Matter Employee Survey (PMES) 
results for our area and explore what they mean to us; and  

 Support us in thinking about what we would like to focus on 
when we get to action planning session.  

 
This session will run for <time> and I'll aim to make it as interactive 
as possible.  
 

Show agenda on screen if applicable. 

Review the results "First, I'm going to take you through our results"  
 

 Review the engagement index and drivers 
 Review the key themes; and  
 Review the results by section where relevant.  

 

Consider what was most interesting to your audience if you 
facilitated this session last year. 

Discuss the results "I want to find out more about how we think these results reflect our 
area. Is there anything that's really surprising that’s coming 
through?” 

 
Acknowledge any concerns and visit them throughout the session 
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as appropriate.     
 
“The engagement drivers are the key to boosting our engagement 
index. The number one driver is <driver>, how do we think we've 
demonstrated this over the last 12 months? Could we leverage this 
approach for all engagement drivers?”  

 

Phase 1: Positive focus  

Ask people to discuss the results in small groups and focus on 
what was/is working well.  

 When did we perform exceptionally as a team?  
 When did we feel great about our work?  
 What are people telling us we are good at?  

 

Phase 2: Future state 

Ask people to discuss what their vision for success looks like for 
the team/organisation.  

 What do we want to be known for?  
 What do we want our people to feel and tell? What will it 

look like?  

 

Key Focus Area 

“Now that we know what works and where we want to go, what 
should be our Key Focus Areas for maximum results?” 

 

You may wish to leverage the useful tools for debriefing and action 
planning available on the PMES Hub such as the Circle of 
Influence for this section. 

Session close "Thanks again for attending today's session.  
 
It's great to see that we were able to identify some key focus areas.  
 
The next step is to brainstorm ideas and write them down ready for 
the action planning session i.e. what needs to change or be done in 
order to achieve our team vision.  
 

If you have any questions, please feel free to see me after this 
session or email." 

  

 

 

https://www.stayinformed.com.au/pmes-hub
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The next step is to facilitate an action planning session. Participants will be asked to think about concrete 

actions and measures of success to address key focus areas in order to optimise the action planning 

session.  

 

For maximum momentum and where possible, it is recommended that the action planning session is 

planned within two weeks of the debriefing session.  
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2. Action Planning Session 

Overview 

This session is designed to:  

 Build on the debriefing session  

 Support team in managing SMART action plans aligned to key priorities. Where possible, this 

should be integrated into an existing plan; and  

 Understand opportunities to share success stories as actions are implemented 

 

After the session, participants will:  

 Agreed on a SMART action plan; and  

 An understanding and commitment to reporting on progress and success stories  

Duration From 2 hours  

Reference documents    

Visit the PMES Hub to access useful documents such as the following:   

 Useful tools for debriefing and action planning  

 Action plan template; and  

 Frequently asked questions (FAQ) 

Session set-up/checklist  

 Tables can be set up either board room style or as small groups  

 People Matter Employee Survey (PMES) reports relevant to the group  

 PowerPoint presentation 

 Action Plan Template 

 Relevant Change Management tools;  and 

 Flip charts and markers 

 

 

 

 

 

 

 

https://www.stayinformed.com.au/pmes-hub
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Session Guide  

The session guide below provides a proposed structure.  

 

Key Steps Discussion 

Welcome “Thank you for participating in our action planning session today.  
 
On <date> we met to discuss the People Matter Employee Survey 
(PMES) results and what they meant for our area. Today we will 
use the insights we discussed in our last meeting and apply these 
to make practical actions that we can use to shift the dial in our 
area and hopefully see a desirable change in next year’s PMES.  
 
The session will run for <time> and I'll aim to make it as interactive 
as possible.” 
 

Show agenda on screen if applicable. 

Review the Key Focus 
Areas  

Facilitator to outline the Key Focus Areas that were identified in the 
debriefing session 
 
“Let's revisit our Key Focus Areas we discussed in the debriefing 
session.  
 
If we look again at our drivers of engagement, are there some key 
focus areas which we can see will have more influence over 
engagement than others? 
 

We also discussed our experiences over the past year and how 
these were reflected in the results. What did we learn from these 
that will help us action plan for the future?” 

Brainstorm possible 
actions 

“Action planning involves four key stages: 

1. Understanding our current state and what we do well 
2. Defining our future state and where we would like to be  
3. Defining the gap - what do we need to get to our future 

state; and   
4. Developing an action plan to bridge the gap between our 

current and future state 

 
In our debriefing session, we explored our current state and our key 
focus areas to realise our future state. Let's discuss how we will get 
to our future state.” 
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Phase 3: Design an ideal  

Ask participants to share any ideas they have around what needs 
to change or be done in order to achieve the team vision.  
 
You may like to ask: 

 What needs to be changed to achieve your future state?  
 How can we use what is already working well or what we 

know has worked well in the past?  
 

You may also wish to leverage the useful tools for debriefing and 
action planning available on the PMES Hub such as the Circle of 
Influence for this section. 

Build action plan Phase 4: Build an action plan  

Use the action planning template available on the PMES Hub for 
this activity or amend any existing business plans.   
 

“Now to realise our future state, we need to turn our key focus 
areas into a SMART plan”  

 
You may like to ask:  

 What can you personally commit to doing to realise the 
team’s goals?  

 How can we measure success for this action?  
 When will this be achieved by? 
 How will we report on progress? 

Session close “Thanks for your participation in our action planning session today. 
I will email the team this plan to provide you with another 
opportunity to add any additional comments.  
 
You may like to ask the team how often they would like to revisit 
this plan to track progress.   

 
I'd like for us to share our progress more broadly. Let's keep in 
mind as we start implementing actions any good case studies 
which we can have profiled with our comms team.”  

 

 

 

 

https://www.stayinformed.com.au/pmes-hub
https://www.stayinformed.com.au/pmes-hub
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The next step is for the facilitator to:  

 Send the agreed action plan, request for any additional comments, update and distribute once 

again  

 Add check in points to team meeting agendas to sustain momentum; and  

 Establish reporting processes to track progress. 


