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The Confident Manager 

BUILDING CONFIDENCE IN MANAGEMENT SKILL AND DECISION-

MAKING 
 

Many new and veteran managers lack 

confidence in their ability to make quick, 

accurate decisions about people issues. If 

you’re a new manager or want to maximize 

your management potential, this report will 

cover some of the basics of management skill 

that can be used to produce predictable 

performance in organizations. 

We hear managers talk about their 

management success in terms like, “magic,” 

“mojo,” “chemistry,” or “confusing.” It is 

common for managers to be confused about 

what causes good or bad results. It’s okay not 

to know what to do as long as you know how 

to ask for help. PeopleFit provides support to 

managers around the world, so let us know if 

you want more clarity in your management 

role. We have training products and 

consulting services that drive effectiveness in 

organizations. 

What is Management Skill? 

Management skill, as used in this report, is the 

ability for you to make quality decisions based 

on little information. You will rarely have all 

of the information you want to make a 

decision. Instead, you will likely need to make 

decisions based on only a partial picture. 

Fortunately, there are effective tools to help 

you to do this. 

Dealing with Performance 

Issues 

When an employee is underperforming, there 

is likely one of three main issues going on: 

1) They don’t know how to do the job 

2) They don’t care about doing the job 

well 

3) They can’t do the job well 

To diagnose this problem, you can easily 

address the first issue through training. If a 

person only doesn’t know how to do 

something, then training can resolve the issue. 

If someone has been to training one or more 

times and still can’t perform the job 

satisfactorily, then the problem may be one of 

the other issues. 

If someone doesn’t care to do the job well, 

then there is a simple solution: help them find 

the door out. Don’t keep them and find 

another position for them to mess up. Poor 

attitude is infectious and can cause more 

problems than almost any other issue. If the 

true issue is attitude, you can’t get rid of them 

fast enough. Just make sure you are not 

contributing to the problem by not addressing 

issues the person raises. Sometimes the 

attitude is not general, but specific to the way 

a person is treated. 

If someone can’t do the job, then no amount 

of training will solve the problem. Many of us 



PeopleFit | The Confident Manager 

Copyright © 2011 PeopleFit Inc. All rights reserved. Page | 3  

have been told throughout our lives that we 

can do anything we want. People have pre-

wired limitations of intellectual capability, 

however. People are predisposed to operate at 

a certain level.  

If a person falls into this area of can’t do, 

they need to be placed somewhere else inside 

or outside the company. The Peter Principle 

says that “People will rise to their level of 

incompetence.” The basis for this is that 

people have a certain level of capability, and 

they can “top out.” When someone cannot do 

their work, you must replace them or change 

the requirements of the role. People are not 

“best-suited” to do every role. There is a “fit” 

required. 

 

Now that we’ve discussed the three primary 

issues, there is a fourth: Situational and 

environmental stress. Sometimes, even the 

most knowledgeable, brightest, and most 

positive employees can have down times due 

to outside stressors at home or elsewhere. 

Things such as poor health, financial strain, 

family sickness or loss, or other similar 

stressors can cause good employees to have 

setbacks. Sometimes the stressors are within 

your control, such as workplace issues, but 

often they are not. 

To deal with this, it is often good to seek 

professional psychological support and/or 

find a support network that can help the 

person deal with their life issues. Open 

communication with your employee is 

important. Give a specific timeframe for 

dealing with the issue and expect that they will 

return to at least acceptable productivity 

within a prescribed timeframe. You still have a 

company to run, and poor performance 

should not become a chronic state. 

Assessing the Issues 

Issue 1 (Don’t Know) can be addressed 

rapidly to see if there is improvement in 

performance once training is provided. If a 

person’s performance improves, then likely it 

was a training issue. If not, they may need 

training in another form (classroom versus 

online versus on-the-job), or it may not be a 

training issue. If someone cannot learn a job 

function after a couple tries at training, 

knowledge is probably not the issue. 

Issue 2 (Don’t Care) is fairly apparent in 

most organizations – others will start talking 

about the person’s attitude and it will become 

infectious, often dropping performance of 

others around them as well. If you feel 

confident that the person can do the job, and 

is properly trained, but their performance is 

still substandard, then dig a bit deeper and 

find out if the issue is short-term stress or 

long-term attitude, and take appropriate 

action. The problem of attitude cannot go 

unaddressed without negatively affecting the 

organization. If you want to provide another 

chance, make it clear that you will not tolerate 

a negative attitude, and that you expect them 

to change, or they can find work elsewhere. 

Issue 3 (Can’t Do) is tougher to assess. The 

root of this is not as simple as IQ. It is more 

directly tied to how complex a person thinks. 

Generally, as one moves up an organization, 

work gets more complex. At the top, nobody 

should be able to do the CEO’s role except 

him/herself unless the company is training a 
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potential successor. For example, if a person 

can only follow procedures, they should not be 

designing those procedures.  

It should be much easier to replace an entry 

level person than a business unit leader. The 

business leader’s work is much more complex, 

and requires not only more specialized 

knowledge, but also a different capability of 

thinking to handle the variety of decisions that 

need to be made. 

How Do We Assess 

Complexity of Thinking 

(What We Call Capability)? 

Requisite Organization is a well-

researched set of tools that managers have 

been using for over 40 years. This is the basis 

of PeopleFit’s work, and is a total systems 

approach for integrated talent management, 

organization design, and managerial 

leadership. Requisite Organization (RO) is 

based on building fairness and trust into the 

systems of management. This means that if a 

company wants to create a positive culture of 

mutual respect and support, Requisite 

Organization is a great set of tools to make 

that happen. Requisite Organization focuses 

on the capability of individuals and their fit 

within the organizational structure. 

To assess capability, we have two primary 

options: Test and Interview. 

If we have a fair amount of time (several 

months), a person can be given a set of 

increasingly more difficult tasks to perform, 

and the completion of those tasks will then 

show where the likely capability of the person 

maxes out currently. This requires knowing 

how to delegate work at appropriate levels, 

which is part of PeopleFit’s training process. 

If you need to make a decision about a 

person’s capability quickly, then there are 

interview processes that can be used, along 

with several other measurements that can 

provide a fairly accurate assessment of a 

person’s capability. These interview processes 

require significant study and practical use 

before they become accurate. PeopleFit offers 

an interview service to handle this rapid 

assessment of capability. 

 

NEXT STEPS 
To find out more about these training 

programs, interviewing techniques, and other 

services that can help you gain confidence in 

management and build a high-performing 

organization, you can go to 

http://peoplefit.com/managerial-diagnostics-

store/. 
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