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The Situation

You have two employees who report to you. One of your employees, Jill, is often late to work and leaves early. She brings 
work home, but you still see that her work is behind and other employees in the department seem to always be picking up 
the slack for her. Jill is polite and friendly and, while she’s at work, seems to be concentrating. She rarely socializes with 
anyone at work, preferring to keep to herself. 

How would you handle this situation with Jill? Jot down some quick ideas of what you would say and why.  Do that now.

You have another employee, Mary, who is hard-working. She often brings 
work home with her and works through her breaks. Her husband recently left 
her so she is juggling her work and her children. This means she often misses 
late meetings by leaving early. And, if things don’t go smoothly in the morn-
ing, she arrives late. Sometimes you see her looking sad and vacant at her 
desk. Her coworkers are often picking up the slack for her at work.

How do you handle this situation with Mary? Jot down some quick ideas of 
what you would say and why. Do that now.

Now take a second to recognize your thoughts and feelings about Jill and 
Mary. Did you want to handle them the same way or slightly different? Did either situation make you more frustrated? 

What if I told you they are one and the same person? How would that knowledge change your perspective?

To understand why you reacted to them differently, go back and take a moment to reread the above situation and look 
only at the facts, not the assumptions, opinions or judgments.  When you pull it back you can see how the facts are 
as follows:  Jill/Mary is often late to work and leaves early, both bring work home and both have their co-workers picking 
up the slack. So if the facts are the same, what happened? Why did you react differently to them?  Notice your thinking 
process as you reflect on your two different perspectives.

So what happened? Why did your brain cause you to react the way you did and how do you change the way you think & 
react? With Outcome Thinking® you will learn to create a superhighway between your Frontal Cortex (your execu-
tive reasoning) and your emotional center so you stay calm, centered and poised even in high stress situations.  This 
allows you to process information clearly and quickly.
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OUTCOME THINKING®: Getting Results Without the Boxing Gloves
by Anne Warfield, Certified Speaking Professional, Mary Casey M.A., Shannon Murphy Robinson M.A.

Most of us have had the experience of ending a meeting or a phone conversation and thinking, “Wow, if I had just taken a 
moment to think that through, I could have handled it so much better! Where was I coming from?” 

So is there a way to avoid that brain lapse from happening? Can you rewire your brain so it thinks strategically at 
a moment’s notice? 

To check this out, take the following situation and think about how you would handle it.

“A leader is not someone 
you look up to because 
they are the best. A true 
leader is someone that 
looks in to you and draws 
out your best.”

- Anne Warfield
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Outcome Thinking® and the Brain

What we now know about the brain is that it’s wired to be on the defensive.  It is designed to protect and defend, causing 
you to listen and react in ways that may distort information or worse yet, make opinions or assumptions seem like facts. 

Literally, your brain starts to dig in trenches to defend its way of thinking, 
and causes your assumptions, opinions and beliefs to become the building 
blocks of your perception. It is this hard-wired tendency that causes con-

flicts to escalate, and this is particularly true when dealing with issues 
of diversity.  That is, when stereotypical thinking, assumptions or biased 
perceptions may already be operating and causing faulty logic.
 
In order to overcome this, you need to rewire your brain to open it up 
and listen from an offensive position rather than defensive.  Outcome 
Thinking® will give you the tools and skills to do just that.  

With Outcome Thinking® you will learn to mitigate the brain’s defensive tendencies, and train your brain to shift to the 
Frontal Cortex - the place of executive reasoning - early on in a conversation.  It is also from the Frontal Cortex that the 
brain becomes able to truly appreciate and consider perspectives and experiences that are very different from one’s own.
  
Once you realize how many possible answers there can be to any given situation it will allow you to step back, take in all 
of the information and then explore the options to find out what would be the best, most viable solution. When you are 
locked into just one way of looking at something it is almost impossible to access your executive reasoning and think at 
your highest and most creative level.
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“As a leader, you want 
to access your full brain 
power to creatively handle 
and address challenges 
and needs that arise and 
spark innovation and opti-
mize opportunities.”

- Shannon Murphy Robinson
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Outcome Thinking® - A New Way of Thinking in 2 Quick Steps

Step 1: Uncover Faulty Logic 

A first step in learning to use Outcome Thinking® is to develop awareness of your thinking.  This begins with noticing 
when your thinking is dominated by assumptions, negative judgments or conflicted beliefs or opinions vs. the simple facts. 

For example, in the situation above, you would think about what you know 
and what you don’t know factually.  Looking at the situation, you would con-
sider only the facts and realize that what you actually know about Jill is that 
she is late, she brings work home, but is still behind, and her coworkers are 
getting tired and overworked. 

Once you stand back and observe these facts, then notice any judgments or 
assumptions that arise as you consider the facts.  It’s like becoming an inves-
tigator of your own thinking, and trying to “uncover” all the flaws in your 
thinking so that you can allow new possibilities to arise that exist outside 
your current perspective.  

Recognizing your own thinking and understanding the basis of your faulty logic is a necessary step in being able to 
consciously choose to shift from defensive to offensive thinking, and fully engage the executive reasoning function of the 
brain. This process, however, can be challenging, and so to help you learn this skill, it is best to clearly write out what is 
fact, opinion, assumption and inference so your thoughts literally jump out at you. 

Step 2: Shift the Brain to Offensive Mode

The next step is to actually shift your brain.  Sometimes awareness is easy and the shift happens automatically by simply 
looking at the facts, but other times, the brain gets stuck, digs in, and perception narrows.  For example, it could happen in 
the middle of a conversation with someone you already have negative beliefs about, or, when you are heavily invested in 
being right, or, if you are emotionally charged and reacting with anger, blame, judgment or withdrawal.  

In these moments, we need awareness and specific actions we can take that will begin shift-
ing the brain to an offensive position.  One tool is to ask ourselves this simple question: 
How can I add value to this conversation/situation? Another tool is to: Think and speak 
positively from the other person’s perspective.  So combining these tools you would 
think only in positive terms about the other person’s needs and perceptions, and what you 
could do that would add value. 

For example, in the situation above, you would ask yourself how you can think and speak positively from Jill’s perspec-
tive if you are aware that that there is still a judgment about Jill’s behavior even though you’ve seen the facts. Asking this 
question sets the brain up to begin thinking in terms of what Jill’s perspective might be.  This process of thinking about 
someone else’s world, their perspective and needs, feelings and challenges can only happen from the Frontal Cortex.  

“Leadership is no longer 
a position -- it’s a way of 
thinking.”

- Anne Warfield
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Once you’ve asked yourself this question and shifted the brain, it becomes easy to begin thinking thoughts such as, 
“Perhaps Jill is not aware of the extra work everyone is doing.” “Maybe things are going on in her personal life that is 
making it tough on her”. “She wants to do a good job and be part of the team.” “Maybe she is looking for ways to be more 

effective.”  From this open, more balanced perspective, you’ll realize that 
your first contact with her should be an open one that gathers more informa-

tion rather than one that blasts her with your opinion.  Once the brain has 
shifted, our actions automatically become more effective and rational, and 

problem solving moves to a higher level.

With Outcome Thinking® you create a superhighway between your ex-
ecutive reasoning and your emotional center so you stay calm, centered 
and poised even in high stress situations.  This allows you to process 
information clearly and quickly. Outcome Thinking® also allows you to 

stay positively focused and in alignment with others’ needs and perspectives instead of lapsing into negative assumptions, 
and reacting from a limited and narrow point of view.

So let’s move to putting these new skills into Action for you!

A New Way of Thinking... (cont.)
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“You can’t solve a prob-
lem from the same level of 
thinking that caused it.”

- Einstein
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Your Outcome Thinking® Application Exercise

Step 1: Uncover Faulty Logic

Think of a situation you are currently facing where you’re aware of being 
unsettled, conflicted, or having negative feelings (or a situation you 
faced in the past that didn’t go as well as you would have liked) and 
observe your current thoughts and feelings. 

Now complete the exercise below, by listing just the facts of the situ-
ation.  As you’re working on the facts, you may notice assumptions, 
opinions or inferences in your thinking.  As they show up, simply put 
them in the appropriate box.

Facts Assumptions Opinions Inferences

As you reflect on this process, what stands out for you?  What did you notice about your own perspective?  Did it change 
after completing this step?

Step 2: Shift the Brain to Offensive Mode

Begin Step 2 by thinking about the other person(s) in the situation.  Focus your attention on them and then ask yourself: 
“How can I add value?” As you reflect on this question, keep your perspective on the other person(s) considering how 
they might be feeling and thinking from a positive perspective. Write down your thoughts about their possible perspective:

How can I add value? What is their perspective?

What did you notice as you began thinking positively from the other person’s perspective?  Did anything shift in your own 
perspective as you considered their perspective? How does this experience relate to your new learning about the brain?
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Outcome Thinking® Summary

It is the diversity in our perspectives and experiences that provide the 
greatest opportunities for innovation, full employee engagement and 
innovative business results.  With Outcome Thinking®, you have the 

tools to leverage all the differences within your organization while 
keeping defensiveness to a minimum thus creating new communi-
cation pathways toward new outcomes for the business. It is your 
IQ that often gets you the job, but it is the way you communicate 
with others that creates inclusion, engagement and the opportunity 
to leverage all the talent available to find the most innovative solu-
tions possible.



About the Author and Creator

As the leading Outcome Thinking® Strategist and creator, Anne Warfield, shows people 
how to present their ideas, products and services so people WANT to listen to you. Her com-
munication formula is easy to apply and produces proven results. Fortune 500 companies 
around the world have utilized her expertise and her work is published around the world. 
She has been published in Business Week, Good Housekeeping, Forbes publications and has 
been featured on ABC, NBC and CBS. 

Anne speaks around the world about Outcome Thinking®. Do you have an upcoming an-
nual sales or leadership meeting, kick-off event or conference? 

Contact us today to see the unique ways we can make your session spark!

About Outcome Thinking® Training

Outcome Thinking® training gives you the greatest results 
from your strongest asset - your brain.  You will learn how to 
unleash your leadership and sales potential so you can say the 
right thing at the right time every time.

Whether you are dealing with a negotiation, conflict, presentation or sales call, the problem isn’t that you 
lack knowledge; the problem is how do you access and utilize that knowledge under pressure so you fuel 
people to action rather than throw fuel on the fire? 

To do that well requires that your brain is wired to think on the offense rather than the defense. With Out-
come Thinking® you will learn how to quickly synthesize complex information in to a concrete format that 
others can understand and act on so you can drive results.

Impression Management Professionals is based in Minneapolis, MN. We are leaders in sales training and 
leadership development. Our unique training style and foundation methodology. Outcome Thinking® not 
only separates us from the others but is the backbone of every training solution.

Contact Us:

888-IMP-9421

contact@imp.us.com

www.ImpressionManagement.com
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