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CREATE YOUR OWN OUTCOME MAP

One principal I worked with commented, “This outcome map takes
too long. We spent 25 minutes on my map. Given what I need to do at
the school, I never have 25 minutes in a row to do something like this.”
I asked him how long he had had the problem. He replied, “Six months.”

I hope you see that the 25 minutes spent trying to find solutions might
have saved months.

Figure 5.1 provides a blank outcome map with its set of questions for
your use.

People draw the map the way they think it will best work for them.
Some create columns; others have created boxes. Whatever format you
use, the key is to answer the questions in the order they are asked and not
to skip questions. You must spend the time in the middle of the map before
going to strategies in order to get the best work done.

Figure 5.1 Outcome Map

Outcome Map

1. What is the presenting problem?

Paraphrase the problem and get it into a clear, concise statement.

2. What is the tentative outcome?

Articulate the solution concretely. What would you like to see happening instead of
what is currently happening (existing state to desired state)? What is your best
outcome?

3. What would the employee’s desired behaviors be if the problem were solved?

What specific and measurable things would you like to see or hear when the
problem is solved? Keep the statement focused on behaviors one can see, hear,
and repeat.

(Continued)



I THOUGHT THIS WOULD BE EASIER!

Around this point, some readers may be thinking, “I thought this hard
conversation would be a lot easier. When I was done saying what I needed
to say, the responsibility would be on the teacher to do it. This map has me
doing this support and providing that resource. This is going to be harder
than I thought.”

Some educators are shocked after finishing the outcome map because
they thought when they were done with the map, the work would be the
other person’s to complete. Not true. This map doesn’t let you off the
hook. Not only do you have to start the hard conversation, but you must
be prepared to provide support as the strategies are implemented and to
continue supervision and evaluation, if appropriate.

60 HAVING HARD CONVERSATIONS

SOURCE: Garmston & Wellman (1999, p. 235).

6. What are some of the resources you need in order to execute the strategies above (inter-
nal resources)?

In order for you to carry out the strategies, what do you need to learn or relearn? What
type of personal support do you need? What is your hunch about what emotion or value
into which you need to tap to be most effective?

Figure 5.1 (Continued)

4. What would the employee need to know and be able to do to implement the desired
behaviors (internal resources)?

In order to implement these behaviors, what knowledge, skills, or awareness would this
person need?

5. What are some strategies you could use to help the person build up his or her resources
and implement the desired behaviors?

What are some of the specific things you could do to address the needs? Given what
you know about the person, what language or actions might help him or her with the
desired behaviors?




