
 
 

How to write up a low performer like a leader, not a manager 

The Thought 

"The sooner you can tell people what they're 
doing well and where they need to improve, the 
faster they can learn." – Kim Scott 

• Did you know… the best write-ups don't 
exist to document failure. 

• They exist to create clarity, accountability, 
and a path forward. 

• Leaders don't use documentation as 
punishment. 

• They use it as another coaching 
conversation. 

Process Tips: 

Remember to… 

1. Don't make the write-up a surprise 

• A manager avoids difficult conversations 
until it's time to document. 

• A leader coaches early and often. 

A Leader says: 

"We've talked about these expectations 
before. Today I want to document where 
we are and what success looks like 
moving forward." 

Then ask: 
• Have I been clear about the 

expectations? 
• Is there anything preventing you 

from meeting them? 
• What support would help you 

improve? 

A write-up should confirm previous 
coaching conversations, not replace 
them. 

 

2. Document the gap, not your frustration 

• A manager documents emotions. 
• A leader documents facts. 

Focus on: 
• behaviors, timelines, expectations, 

and impact. 
• Not attitude. 
• Not assumptions. 
• Not intentions. 

Then ask: 
• What happened from your 

perspective? 
• What impact did this have? 
• What needs to change moving 

forward? 
• Think like a camera. 

Record what happened, not how you feel 
about it. 

3. Write the comeback story 

• A manager focuses on documenting 
failure. 

• A leader focuses on creating a plan for 
success. 

Co-create clear actions, measurable 
expectations, and follow-up conversations. 

Then ask: 
• What are you willing to commit to? 
• What does success look like over the 

next 30 days? 
• How can I support you along the way? 
• People are more likely to improve 

when they know what winning looks 
like. 

Leaders don't write people off, they help 
people write their comeback story. 


