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[bookmark: _e7n7sw7of5w1]The WOW–HOW–NOW Decision Guide
A decision guide for leaders navigating performance conversations

[bookmark: _i7b72jszfx3z]Start Here: What Just Happened?
Ask yourself:
· Is this new behavior or a pattern?
· Has this expectation been clearly communicated before?
· Is this affecting patients, clients, team morale, or culture?
If you’re unsure, default to the lowest level and escalate only if behavior continues.

[bookmark: _ejmu1l9olaxd]WOW Conversation – Coaching (Explore & Align)
You are in a WOW conversation if:
· This is the first time the issue has surfaced
· The behavior appears unintentional
· The employee is generally engaged and receptive
· There is no prior documentation on this issue
Your goal: Awareness, understanding, and alignment
Tone: Curious, supportive, non‑punitive
Key questions to ask:
· “Help me understand what was happening here.”
· “Were you aware this was an expectation?”
· “What got in the way?”
Documentation level: Optional (leader reference only)
Outcome: Clear expectation + mutual understanding
If the behavior improves and sustains → stay in WOW
If the behavior repeats → move to HOW

[bookmark: _13rw1bfkpns5]HOW Conversation – Counseling (Clarify & Commit)
You are in a HOW conversation if:
· The issue has been previously coached
· Expectations were clearly stated
· The behavior is continuing or recurring
· Impact is noticeable to others or workflow
Your goal: Re‑establish expectations and gain commitment
Tone: Direct, professional, supportive but firm
Key questions to ask:
· “What’s preventing this from changing?”
· “Do you feel clear on what’s expected?”
· “Is there something you need to meet this expectation?”
Documentation level: Required (signed or noted)
Outcome: Clear expectations + stated consequences
If behavior improves and sustains → remain in HOW
If behavior continues → move to NOW

[bookmark: _ewj970hcm2t5]NOW Conversation – Corrective Action (Decide & Act)
You are in a NOW conversation if:
· The behavior has not changed after coaching and counseling
· Prior conversations are documented
· Impact is affecting culture, safety, performance, or trust
· You are prepared to act on consequences
Your goal: Immediate correction or decision
Tone: Calm, firm, decisive, respectful
Key statements (not questions):
· “This behavior must change immediately.”
· “These are the consequences if it does not.”
Documentation level: Mandatory (HR / PM involved)
Possible outcomes:
· Performance Improvement Plan (PIP)
· Final warning
· Termination
If improvement is achieved → monitor & document
If not → offboard with structure and dignity

[bookmark: _16i4et27j32u]Important Leadership Reminders
· Escalation is about behavior, not personality
· Consistency protects culture and credibility
· Skipping steps undermines fairness and trust
· Avoiding NOW conversations hurts high performers
Clarity is kindness. Follow‑through is leadership.

[bookmark: _qxitz356ixbj]Quick Gut Check
If you’re thinking:
· “I don’t want to make this a big deal” → You’re probably in WOW or HOW
· “We’ve talked about this already” → You’re likely in HOW or NOW
· “This can’t continue” → You’re in NOW
When in doubt: document, clarify expectations, and don’t delay.
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