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Understanding MAPs and PATH
Jack Pearpoint, Marsha Forest & John O'Brien

You make the path by walking

MAPs and PATH first and foremost are tools to help restore dreams and ignite hope by drawing people together to envision and plan and enact constructive futures. For us, MAPs and PATH are not just another way of doing a service plan, they represent a different way of thinking. They are definitely not more of the same thing.

MAPs and PATH are designed as healing tools for people and for organizations. They are in fact more spiritual than technical, which is one of the reasons they are difficult to bureaucratize. They must be used with skill and heart, a practice rooted in an ethic of 'do no harm'. This is not simply a matter of technique, it is more an art. There are technical competencies to master, but this is not the difficult part. As an art, person-centered planning requires facilitators to be able to truly listen to people's dreams and nightmares. Next, their hopes and visions must be shaped into sustainable images. Finally, there is a translation into practical daily routines that move them safely in the direction of the dream. Facilitation requires giving over control by taking and practicing the power move from a position of power over others to power with them.

We have invested time and energy in developing MAPs and PATH because we think they make a difference in the lives of real human beings. We believe that these tools are for all of us. We are all human beings. We believe everyone wants and deserves, simply by virtue of being born human, a chance to live fulfilling lives where gifts and capacities are recognized and utilized.

All of us, at various times of our lives, are in situations where we cannot manage alone, our abilities are trapped, and only our 'deficiencies' are noticed. At such times, we need tools to reach out, to renew, to recommission our 'mission', to find the power in our dream, so we can be full, healthy, contributing citizens. That's where MAPs and PATH fit for us.

People who want to exert power over others will use any tool to enhance their control. The only controls we choose to exert are clear ethical guidelines. Thus, if people with power choose to plan for people without having them present, the label on the tool makes no difference, but simply becomes another deceptive shell game to take or sustain power and control. We believe it is not ethical to plan for a person if the person is excluded.
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MAPS and PATH
Differences & Similarities

Jack Pearpoint, John O'Brien & Marsha Forest

Maps and PATH are creative Person Centered Planning tools designed to identify do-able action steps in the direction of desirable futures.

They are only two of many excellent tools. Good facilitators have a full tool belt, and, as they approach a situation, they make judgments about which tools are most appropriate. Good facilitators may even switch tools in mid-stream when new information shows that the initial selection won't help people get where they want to go.

Both Maps and Path can be used with a person, a family, or an organization. Both need welcoming locations and include the people who support the person in focus or the key actors in the organization. Both get to specific next steps. Both use coaching and graphic facilitation.

The major difference between the tools is their starting focus. The center point of the MAPS process is the "story" of the person or organization at the center. MAPS encourages people to tell their story; to create a rich portrait of their journey which includes a statement of both a dream and a nightmare. By nurturing the dream, and confronting the nightmare, people increase clarity on a desirable future direction. Next we create a full positive portrait which brings strengths into clear focus before moving to define next steps.

In most cases, when we hear the story, we discover that there are obvious beginning action steps right in front of us - so close we couldn't see them.  Thus, the MAP supports a journey to a desirable future, with a coach.

The MAPS process is ideal to know a person or organization. Sometimes its important to get to know someone who is a newcomer. Sometimes it is important to make sense when identity and direction seem to be lost or confused. MAPS is much more powerful and revealing than file cabinets full of data because the story ‘makes sense’ of all the isolated facts: they fit into the pattern of a life.

If a person or a team is mired in a deep, complex or painful situation, MAPS may not be a good  tool. If people nave struggled endlessly, revisiting the past may simply irritate open wounds. Generally, organizational situations are multi-layered and the past may be too complex for a quick overview. These are times when it may be appropriate to consider PATH as the tool of choice.

PATH emerged from our own frustration with the MAPS process in complex situations. We needed a 'sharper' tool to cut through and get into action in spite of complexity. PATH is razor sharp and must be used with caution.

PATH moves people through a highly defined set of questions. It is 'pushy' as a process, though it does not push toward any particular answers. PATH sets the 'confusions' of the present aside for a time, creates the opportunity to investigate common values, and then travels into the future. Through "planning backwards," PATHfinders create vivid images expressing their dream. Next, we come closer to the present, (still remaining in the future) and invent possible and positive goals that we will have 'accomplished' one year hence. In carefully orchestrated steps, the PATH process then 'grounds' the PATH with a brief visit to the "present', then systematically reviews who will be needed (enrollment) and what we will need to do to be strong enough to sustain this journey.  Changing direction, and noticing both our goals and our enrollment needs, we again plan backwards from the future until we arrive at immediate next steps to be taken - with a coach.

In both MAPS and PATH, the process gets to next steps - with a coach. In both, team facilitation provides one layer of safety. Since both tools are person centered, the individual controls the depth  and intensity of the process. They have the right to stop or to persevere. There is a simple safety check available to all facilitators; ask the focus person I how it is going. They will tell you. Listen. A helpful guideline is 'do no harm'. 

Choosing the right tool is an art. Make a great tool collection, then practice, practice, practice. Facilitation is an art, but it can be learned. Renewing dreams is a great gift, and with MAPS and PATH, people leave ready to take  stops in the direction of their dreams.

From Inclusion News - 1998
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Thoughts and Themes about Different Tools
And When You Use Them
	
Jack Pearpoint & John O’Brien

How to Be Stronger for the Future:
We believe people can get through complex struggles if we develop and sustain discipline, avoid recurrent traps, and develop positive revitalizing habits. 

How to Avoid Recurrent Traps and Develop Positive Revitalizing Habits:  

• Don’t Do It Alone.  This seems like a very simple guideline, but we facilitators and guides ignore it regularly - often because of our own fears.  Sometimes it is simply our lack of self-discipline.  But often when we do things alone, it is because of our Fear of:

• Counting on another person.  Not being alone means counting on/trusting another person.  We must overcome our fear of “can I trust you?”  This is not easy.  Nor does it mean that everyone can be trusted.  We must learn to build on a foundation of trust even when we are afraid.

• Loss of Control:  Many of us are terrified when we don’t actually know the answer/outcome in advance.  Good guides must learn to live with that fear and loss of control.  

• Trust one another.  This is not easy.  It wasn’t easy for us.  It won’t be easy for you.  It is necessary. 

• Give ourselves time to reflect. Time to reflect, think, renew, regenerate is not ‘fluff’.  It is a foundation for health and revitalization. 

• Gather with like-minded souls where one can share triumphs, tips and frustrations and thus maintain a healthy viable facilitation dance.

• Create a Full Facilitation Tool Belt.  Renew it constantly.

• Good Guides LISTEN:  Many guides can’t ‘just listen’.  Many of us ‘fill in our own answers’ with things that have not been said because we are afraid and uncomfortable.  We are afraid of losing control; afraid of failure; afraid of being ‘found out’ that we don’t know it all.  

• Face our own fears.  Many of us are afraid of some of the issues people raise.  They are too uncomfortable, too close to the bone for us.  When this is happening, we are dangerous to other people’s health.

Tools:  Some Differences and Strengths 

Here are some thoughts about the differences between some of our tools, and the circumstances in which they are most useful.

Some tools (like PATH) have a very structured approach to help get through complex situations. The rules (guidelines) create a framework, which create a sense of safety in uncharted waters.  Moving towards the middle of the spectrum, MAPS creates a loose framework – which allows for more ‘self-organizing’.  A person’s story leads in MAPS, and although we do not know the details in advance, the story itself creates boundaries for the process.  At the other end, gatherings like the Learning Marketplace have a minimum of structure and rules to maximize participation and creativity.  It allows for a maximum of ‘self organization’.

The dance of facilitators is to feel the rhythm of the moment and take a best guess as to whether the next dance will be a waltz, a polka or a salsa.  It presumes we know those steps well enough in advance to make a good guess.  Even then, good facilitators know that the introductory notes can sometimes be misleading, and it may be necessary to change  - to jive – or to learn some ‘scat’ lines from jazz that can fill in until the rhythm of the moment emerges more clearly.

Different tools have very different ‘energy’ characteristics, and the ‘visible role’ of the facilitator alters dramatically.  For example, PATH is a high energy, high focus process with a complex sequence.  The facilitators are highly visible.  



                                    



Path		         High Energy		High Focus	   Complex Sequences..

The Learning Marketplace is virtually at the other end of spectrum:  low energy, low focus, simple sequencing.  The facilitator is on-the-side like a traffic warden, playing a key role, but strangely isn’t really noticed or remembered.  The facilitator is visible but not in focus.




NEW Understandings

				Self-Organizing 

Different Tools – Different Strengths

There are DIFFERENT tools to use depending on the time available, the purpose, the situation, etc.  Good Facilitators have a full spectrum of tools, so they can make the best possible choice in that situation.




							



								
 At the ‘self-organizing’ end of the spectrum (such the Learning Marketplace), people talk (mostly) about issues they already ‘know’, and thus the learning is to a substantial degree dependent on the diversity of the group.  Greater Diversity = greater capacity for new insights on ‘known’ stories.  {This is an analysis of how this works – not an evaluation that one approach is better than another}  Good Guides are skilled in figuring out which type of tool will actually take the person or group to the place they need to go.

• PATH – has a rigid structure which creates a safe framework to explore NEW levels of understanding – to go exploring into the unknown.  Path goes beyond the known stories into a realm of the unknowable – the future that hasn’t happened yet.  Path is designed to ‘go deeper’ so uses stricter rules to keep a balance of safety.  For teams and organizations, this is often a better choice because it handles complexity well.  If individuals are wondering “how to” achieve a goal, PATH may be a good choice.

• MAPS – is in the mid range because it’s medium is a ‘known’ story.  By working through it with a group, we may ‘hear it differently’.  It may come to life in a new way, but fundamentally the essential elements are ‘known’.  MAPS is a ‘capacity building tool” that is ideal when we don’t know much about a person, and need to create a portrait of their gifts and strengths in order to plan ahead.  Note:  Since there is enormous power in people’s stories, this tool is can be very revealing.

• The Learning Marketplace  – has a minimalist structure to allow for maximum flexibility.  There must be a central agreed upon theme, and then ‘anything goes’.  The first stage is simply Getting Together, then we Do Something (we call it the Learning Marketplace).   This allows a large group to ‘self-organize’ a complex agenda by adhering to simple rules.  Here, new insights are likely more of a product of the setting and the diversity of the participants rather than the process itself.  

• Solution Circles – are somewhat self-organizing.  The whole group must agree/adopt the rules; but the focus person determines the ‘depth of the dive’.  The facilitators have very little direct control.  They just press ‘go’.  Solution Circles are a ‘quick’ tool – often 30 minutes.  Thus, they are often a good choice when you aren’t sure where to begin.  It may not solve the problem, but it might get you unstuck – and clarify direction.  The essential ingredient is ‘diversity’.  

There are ‘Instructional’ Processes to bring people closer to an issue so they have something to work with.
	
• Circle of Friends:  May be used as a preliminary to a PATH/MAP to think about who needs to be there, or to help us to notice and begin to learn about the powerful role of relationships/or the lack thereof, in our society.  
The Circles exercise makes a direct connection to ‘who you come from’.  It ‘brings our ancestors’ into the room. It invites all our ‘support’ into the room with us.  It gives us a sense of connection to our interdependence and vulnerability.  Circles are a strategy to build community around a person and help the community to notice and nurture their gifts.  If a person is alone, ‘filling their circles’ from the outside –in is a good place to begin.

• Dreaming and Listening Exercise:  Helps us make a connection between our dreams and our realities.  Dreaming and Listening helps people to notice the enormous capacities we all have.  It brings the gifts into the room and puts them on the table.  

•  Four Questions:  Helps us notice that we are all capable of doing better, and that we are empowered to act accordingly, one little step at a time.  It is an excellent assessment tool built from positive questions.  It builds a foundation of trust for dialogue even when there are tensions.

	
There are CONSTANTS in all these tools:

• The Focus Person’s Freedom is Central.   It is controlled by them.  This is uncommon in many planning practices and is one of the distinguishing characteristics of these tools.  They are ‘person centered’.  

• In all these tools, the specific outcomes are UNKNOWN at the beginning, by the participants or by the facilitators.  Thus, the issue of ‘not being in control’ is a huge challenge to facilitators and participants.  It is why some people cannot use these tools.  They cannot give up control.  We believe that if we honour the focus people and use the tools well, the best possible outcomes will emerge.  

Good Guides are ‘surprised’ by the ‘outcomes’ of these tools.  Over the years, we are not as shocked because we ‘know’ something will emerge.  But there is always an element of the ‘unexpected’ in how groups of people come together and formulate collaboration around an issue/person.
	
Preconditions for Good Facilitation:

• DIVERSITY:  Get Diversity in the room.  The less the diversity, the less the capacity for breakthrough insight and learning.
Hint: If the spectrum of diversity ‘makes you nervous’, it is likely about right.  You should be quietly wondering, “Can they really get together?  or,  “How will these apparently conflicted people manage to work together?”  Enjoy the tension.  It is likely about right.  

• WELCOME People:  Use CMF - Color, Music, Food,  plus Greeters. Do what it takes.  Broadcast your mission and hospitality.  It works.

• USE Ground Rules for SAFETY and Efficiency: There are ‘tools’ to help people feel safe and welcome.  It doesn’t matter whether your meeting is 15 minutes or a week.  DO something.  Reserve some of that time to create boundaries of safety and a feeling of welcome.   There are many ways to enact them.  Some rituals/ways include:
	• Koru (introductions with a difference)
	• Talking Stick Reflection (listening)
	• Scuba Rules (get a buddy)
	• No Judging
	• No Kvetching	• Throw Your Garbage

	
There are THEMES


I.  THEME:  GIFTEDNESS!
Our foundation philosophy believes that everyone is and has a gift(s) – Giftedness.  Our task is to discover, nurture and honour those gifts in one and all.


II.  THEME:  DON’T DO IT ALONE!
Independence is a false concept.  We are all interdependent.  To understand this, we must actually generate awareness of our interdependency.  The Circle of Friends exercise helps us to NOTICE that.


III.  THEME:  It’s MORE than just VISION: It is Connecting Dreams and Gifts to Action.
The ‘Vision Issue’ is ‘bigger than’ just mechanically reciting the corporate or personal vision (mantra) every morning.  For us, Vision means that there is a connection between people’s DREAMS and the organizations/networks and families they are part of.

Making connections between people and their dreams, visions and gifts, helps to make a better world.  Disconnections between people and their dreams and gifts create enormous discord, violence, and despair. 

Example:  An ex-offender colleague had a wide range of life experience (and related skills) from an earlier life.  By noticing these skills as ‘gifts’, he was able to reframe his talents to constructive purposes – working for literacy.  The ‘skills’ were always there.  The new dream connected to those gifts and created a powerful purpose and program.


IV. THEME:  CLEAR OUT the COBWEBS
These tools are activities to get some things out of the room:
	• Confusions
	• Garbage
	• Judgments
Reminding people to turn off their cell phones, and doing a drill like the ‘Judge’s Wig’ helps to leave some things at the door and to keep them out.
 

V. THEME:  TAKE ACTION ACROSS BOUNDARIES:

• Stretch your sense of Partnership.
• Do Something with someone different.  Do something different.  
There are hundreds of ways to support people to ‘cross boundaries’.  These tools are ways to help people get practiced in ‘crossing boundaries’ in safe places, so when they return home, they will have developed new skills and can practice them.
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Person-Centered Planning: MAPS and PATH

by Jack Pearpoint and Marsha Forest

We had great difficulty writing this article. The reason is that we weren't sure we knew exactly what 14 person-centered planning" really means. Our confusion came from our history.

We developed MAPS and PATH* and used them for several years when some people started to refer to them as 14 person-centered planning" tools. We know that there is a constellation of such tools developed to help people and organizations make real and meaningful change. They include Individual Service Design, Lifestyle Planning, Personal Futures Planning, Essential Lifestyle Planning, MAPS, and PATH, along with others. Our confusion is that with the popularization of the term, it may be overused, abused, get fuzzy and lose its meaning. We hear many things being labeled person-centered planning that have little to do with the common sense of being focused on human beings. That confuses us. We're comfortable if people want to label the tools we use "person-centered", if they really help meet human needs.

* MAPS - (no acronym) - a MAP is a map. Developed by John O'Brien, Marsha Forest, Jack Pearpoint, Judith Snow and David Hasbury. PATH - Planning Alternative Tomorrows with Hope - was developed by Jack Pearpoint, John O'Brien and Marsha Forest.

So, we embrace a definition of person-centered planning that says it is a group of methods of action focused on a particular human being (or group of human beings such as families and organizations) who want to create a map or diagram for the future. Using this definition, we have decided to write about what we know best - MAPS and PATH.

Understanding MAPS and PATH

MAPS and PATH, first and foremost, are tools to help restore dreams and ignite hope - and then begin to plan new, constructive futures. For us, MAPS and PATH are not just another way of doing a service or review plan. They represent a different way of thinking.

MAPS is a process that collects information about and creates a holistic portrait of a focus person, family or organization. During the process, participants respond to eight questions that lead the group through a focused reflection, ultimately identifying ways that a community of people can draw together to support individuals to be full participants in directing their own lives. PATH is an eight-step tool that plans backwards, leading individuals, families, and organizations from identification of a vision for their future to specifying actions to get moving on the journey to that future. Both are facilitated processes that involve a circle of people and use visual imagery and colorful wall graphics as integral parts of the planning.

MAPS and PATH are designed as healing tools. They are in fact more spiritual than technical, which is one of the reasons they are difficult to bureaucratize. They must be used with skill and heart, rooted in an ethic of "do no harm." This is not simply a matter of 11 technique." it is more of an art. There are technical competencies that must be mastered, but this is not the difficult part. It requires first of all an alternative view of our role as facilitators, taking a role of truly listening to people's dreams and nightmares. Next, those hopes and visions must be shaped into sustainable images. Finally, there is a translation into practical daily routines that move us safely in the direction of the dream. It requires giving over control, moving from a position perceived as "power over" to "power with" and "power to."

Using the Tools

The answer to "when" to use MAPS and PATH is, "When they are needed. " We hear people voicing concerns that MAPS and PATH are being mutilated, mandated, perverted, and used incorrectly. It is true. They are. However, the bigger truth is, we have no control over what people do. Thus, our choice is to focus on creating the best tools we can, and providing the most human and thoughtful guidelines and training we can devise in the hope that people using the tools will do no harm. We know that the key problem in the misuse and abuse of tools is not in the design or regulation of the tools, but is in the spirit of the implementors. People who want to exert power over others will use any and all tools to enhance their control. The only controls we can or choose to exert are clear ethical guidelines. Thus, if people with power choose to plan "for" people without having them present, the label on the tool makes no difference, but simply becomes another deceptive shell game to take or sustain power.

There are two preconditions for ethical implementation of MAPS and PATH: presence and listening. Presence is the first layer of ethical implementation. Those with the skills to make things happen, must "do what it takes" and make sure that the seldom heard voices are heard clearly and in full voice. This means no one ever plans alone. It means someone who has difficulty speaking with words has friends and loved ones with them to ensure that their voice, their ideas, are heard clearly. It does not mean that every whimsical idea becomes a goal. But, it does mean it is not ethical to plan for a person if the person is excluded from the process.

In a MAP or PATH, friends and colleagues struggle together with complex realities and make difficult choices. Good facilitators create a safe space that honors the dreams, nightmares, aspirations, and talents of the focus person. There is no guarantee of the good life. There is no magic bullet. MAPS and PATH are simply tools to help someone create and plan their own life.

Listening is the heart of MAPS and PATH. We believe that actually listening to one another is foundational for these tools. Through listening (not rebutting and arguing) we gather the best information and resources we can muster, then we make the best decisions we can. There are no magical wands. There is just the hard work that all of us must do to realize fully lived lives in these complex and challenging times.

Good facilitators hold empty containers (questions) in front of people, then wait, and listen to the silence. The tension in this silence creates a safe space for people to fill with their deep yearnings and simple unspoken needs - the stuff of life. As facilitators, we hold the empty space in front of the focus person, and ensure that their ideas and wishes are heard. Hearing does not imply agreement, but simply honest, accurate listening to the message. Then the work begins of determining what to do.

Journeying Together

We wish that by designing good tools, and using them well, we could guarantee a healthy positive future - for us and for others. Unfortunately, there is no such guarantee. What we can say is that if we do not plan well and work hard, the incidence of abuse and trauma will be higher. We can tell you from our own experience that "being on the journey", engaging in the struggle for a meaningful life, is the best guarantee anyone can offer. No one can promise that anyone will reach a specific goal, but we can at least guarantee that the journey will be a fascinating one. As Helen Keller said, "Life is a daring adventure, or nothing at all!" Choose life!

MAPS and PATH are healing tools on a spiritual journey. They are not just another chart or meeting. With humility, facilitators endeavor to enhance the strengths and capacities of every focus person. To do this, facilitators must create of a zone of safety. People who cannot create a safe place for a person to unfurl their most delicate and fragile dreams and fears should stay away from this type of work. Hearing another's dreams and hopes is a sacred trust. Shattering dreams must not be done! Paradoxically, the art is to balance dreams with doable, positive and possible steps - steps that can and will be implemented by a group of people working together. MAPS and PATH are about creating the links between the dreams we all have (no matter how fragile) and the practical daily steps that begin and sustain us on that life journey. MAPS and PATH do not guarantee we will achieve our dreams; they do help us to live our lives on a journey of hope, accomplishment, and wonder.

Critics say that MAPS and PATH are not accountable because they are not purely responsive to the needs of bureaucratic structures. We disagree. They are profoundly accountable. The stumbling block is accountable to whom? Person-centered planning tools are accountable to the individual, family or team on whom they are focused. Some critics are also concerned that MAPS and PATH are "individualistic."

We believe they are personalized and promote interdependence. Substantial portions of the tools took at who is in our circle (our lives), who we need to enroll, and what specific actions we have to take over time to make our dreams happen. All of these rings explore and develop our interdependence rather than our isolation.

Do MAPS and PATH always work? No! A plan is simply that - a direction with a hope that something will happen. There are no guarantees. When person centered planning tools are used correctly with the spirit of the heart, they are never about a person in isolation and always about a person (or a family or group) in a context of interdependence. The plan mobilizes that network of people to be part of the implementation. The illusion that the PATH (or any other tool) is done or completed after two hours or a day is a misrepresentation of the essence of the tool. The plan is not done because it is posted on the wall or placed on a chart. It is completed when a person lives it.

Seeing Differently

MAPS are PATH are about focusing on human beings to help design and develop plans for their future. They are for all people. If we see people as "clients," 11 consumers," or "special ed students," or if we assert power over people, we are not doing MAPS or PATH. These tools are for human beings - not labels. This is full of paradox because it is simultaneously a very simple concept and enormously difficult to implement. It requires us to challenge and refocus values that we "learned wrong" and must "relearn." This is hard but necessary work.

The artist, the architect, the musician, the poet, the writer all have much to teach us about person-centered planning. A sculptor sees a piece of art in the raw stone or wood. An architect envisions a building when overseeing a naked piece of earth. A musician hears a score in the breeze and in her head. So, too, the artist of person-centered planning sees the full human being through the layers of societal rules and norms that have often corroded and encased the human spirit.

People with disabilities have often been buried under a ton of labels and phrases that mask who they are. The more oppressed and vulnerable the "human being" the more talented and sensitive


It is about sharing life, sharing
		power, giving up control,
encouraging interdependence,
		and getting to what really
matters to makes someone's life
	not perfect, but meaningful.

our artist facilitator needs to be. Person-centered planning is, in essence, listening and sharing vulnerability. It is about sharing life, sharing power, giving up control, encouraging interdependence, and getting to what really matters to makes someone's life not perfect, but meaningful. It is about nourishing the humanity and gifts in each of us.

[bookmark: _GoBack]Jack Pearpoint and Marsha Forest are the founders of the Centre for Integrated Education and Inclusion Press International, Toronto, Ontario, Canada. For further information on MAPS and PATH, as well as information about facilitator training, contact them at 4161658-5363 or by e-mail at inclusionpress@inclusion.com Or view the Inclusion Press website at http://inclusion.com.
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