
Anything that may cause us to worry or stress because we feel we have no 

control over them. Some can’t be changed, but for the most part of what 

is our concern circle, we can reduce our worry by thinking of ways we can 

influence these things so they do not hold us back.  

 

When you do think of ways you can influence certain aspects of your life, 

you can bring these  things closer to your circle of influence. This reduces 

our stress and increases our sense of control or ability to act which is 

important for us as human beings. Anything in your circle of influence is 

what YOU can influence → your environment, team members, colleagues, 

behaviours/actions, the way we communicate.  
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This document has been developed to provide you with some useful tools to 

support facilitation of both debriefing and action planning sessions.  

PMES Useful Tools for Debriefing and Action 

Planning 

Circle of Concern 

1. Circle of Influence 

Circle of Influence 

Circle of Control 

What YOU can control → your behaviour and actions.  



When thinking about change and actions, it is 

important to prioritise them. The Effort vs Impact 

matrix may be a useful tool to categorise what we 

think needs to change and focus on what will have the 

highest impact first. 

 

For each action or change, determine how difficult it 

would be to implement and what impact it would 

have on the team / organisation / customers and place 

them accordingly on the diagram. 

 

You should focus your attention on the actions 

categorised “quick wins” and “project”. Anything that 

is in the box “think about” should be left aside for 

now and may be considered again once the priority 

actions have been implemented. 
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2. Effort vs. Impact Matrix 



To ensure commitment to develop and deliver action 

plans, a solution-focused, collaborative approach is 

needed. The use of a simplified version of the 

Appreciative Inquiry (AI) model for debriefing and 

action planning can work well. This model allows 

teams to focus on valuing what they do well and find 

solutions that develop a collective and collaborative 

vision to build on their strengths. 

 

Taking the time to appreciate what works well first will 

enable the team to better understand how your team 

can influence the key drivers of engagement.  

 

The model illustrates our simplified version of the 

Appreciative Inquiry approach. 
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3. Appreciative Inquiry 
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3. Appreciative Inquiry continued. 

Positive Focus 

Positive focus will help the team appreciate and use 

what we do well. It enables us to focus on our best 

results and seek to understand the unique factors that 

made the high points possible (e.g. leadership, 

relationships, technologies, structures, values, 

learning processes). We also look at the bottom 

results and what our people have identified as areas 

of change. We look at these results with a different 

lens, a solutions focus, to identify what is already 

working and how we can leverage our strengths.  

 

Ask  

• 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? 
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3. Appreciative Inquiry continued. 

Future State 

Future state helps the team envision what our future 

will look like. We spend time imagining:  

• What an ideal environment would look like? 

• What it would feel like? 

• What we want to achieve as a team/organisation? 

 

At this stage it is recommended to ensure we align 

with our Cluster and Agency priorities and consider 

our circle of influence (refer to page 1 for circle of 

influence) 

 

Ask  

• What environment do we want to work in every 

day? 

• What do we want to be known for? 

• What do we want our people to feel and tell? 

What will it look like? 



Lets discuss what should be done to achieve our 

future state. The previous phase articulated the 

strategic focus. In the Design phase, attention turns to 

creating the ideal team/organisation in order to 

achieve its future state.  

 

We actually detail what we need to have and change 

in order to reach our future state. This is done using 

positive statements only. It is important at this stage 

to consider our circle of influence again in order to 

focus on things we can control or influence. (refer to 

page 1 for circle of influence). 

 

Ask  

• What needs to be changed to achieve our future  

state? What strengths can we leverage? 

• How can we use what is already working well or 

what we know has worked well in the past? 
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3. Appreciative Inquiry continued. 

Design An Ideal 



Lets develop a SMART plan which outlines how to get 

there (see page 9 for guideline on SMART goals)  

 

As a group, discuss what can be done to contribute to 

the achievement of team/organisational goals as 

articulated in the Design phase. To obtain 

commitment it is important that people are engaged 

in this discussion and come up with their own actions 

and accountability. 

 

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? 
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3. Appreciative Inquiry continued. 

Action Plan 



Specific 

Define the goal as 

much possible. 

What is to be 

done? Who is doing 

it? Where? Why? 

How will this be 

done exactly? 

Define general 

goals and 

necessary actions. 
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4. SMART Goals 

Action Plan 

Measurable 

How can you track 

progress and 

measure outcomes? 

How will you know  

it is successful?  

 

Think about all the 

ways you can assess 

an action has been 

implemented. 

Achievable  

Is the goal 

reasonable enough 

to be accomplished 

within the given 

time and resources 

constraints? 

 

Make sure it is not 

below standard 

too! 

Relevant 

Will the goal meet 

your needs and 

address what is to 

be changed? 

Is it within your 

circle of control or 

influence? Is it 

aligned to your 

business and 

people plans? 

Time Bound 

Your objective 

should have a time 

limit. By when can 

you achieve it? Is 

there a deadline 

due to external 

factors? What is 

best practice or 

reasonable to 

implement this 

change? 
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5. Change Management Tools  

Change management is a structured approach to transitioning individuals, teams and organisations to a 

future state in order to achieve desired outcomes. Although People Matter Employee Survey (PMES) 

action planning may not require a full change management approach, it is useful to know what tools are 

available and how they can support managers in implementing larger actions that may benefit from a 

more structured process. 

 

Tools that may be particularly useful are the: 

• Change on a page checklist; 

• Stakeholder assessment and engagement plan; and 

• Communications plan 

 

Tools mentioned above and further information can be accessed at: 

• http://intranet.transport.nsw.gov.au/change.  

http://intranet.transport.nsw.gov.au/change
http://intranet.transport.nsw.gov.au/change
http://intranet.transport.nsw.gov.au/change
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6. Action Planning Principles and Tips 

 Keep it simple!  

 When action planning, target areas with the highest impact on employee engagement by considering 

drivers of engagement 

 Focus action planning on long term sustainability 

 Align and prioritise actions to specific organisational priorities/strategy 

 Keep action plans simple and measurable (SMART) 

 Involve team members in the development of action plans 

 Determine clear accountability for delivery of real and achievable outcomes and deadlines 

 Schedule regular meetings to update and monitor progress 

 Support action planning through: 

• A clear communication strategy based on the principles of ‘you said, we’re doing’ 

• A focussed change management approach 

 Inputs into action planning may include: 

• Transport corporate plan 

• Transport Cluster People Strategy 

• Agency Annual People Plans 

• Agency corporate plans 

• Agency People and Culture delivery plans 

• Directorate or Division business plans 


