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[bookmark: _Toc7814071]Selecting Staff
As a Project Manager of the software development department in the Swansea company, I need to establish a new team for the software development with ten staff and there are already five staff from an existing project group, so what I need to do is to select remaining staff for this team. 
[bookmark: _Toc7814072]Specifying what I want
First of all, the work of my team is to develop software in the field of big data and temporarily a project I need to do named Spark-based Web visualization Technology.
[bookmark: _Toc7814073]Specifying the person my team need 
The people I would like to recruit at least need to be of these backgrounds:
· Have done some basic works relating to the big data and understand the comprehensive knowledge in this area.
This is the most necessary requirement for my staff because it will make staff more quickly to engage in the work comparing the other people.
· Be of the great ability to overcome the various pressures.
In the real works, there will be inevitable many problems in the project which will directly or indirectly lead to various pressures to the staff. If they cannot cope with the pressures, there are probably many issues in terms of the projects, staff their self and even the other staff. Although this criterion looks not very important on the surface, but for the long-term team I must pay more attention here.   
· Be of the competence of independent thinking and the ability of critical thinking.
The independent thinking undoubtedly is the significant and important one to select staff due to the reasons that in my view, for the members of a team, their works are not just follow the leader’s decisions but the actions after the thinking because despite the leaders with the experienced and technically skilled competence, they will make mistakes or not the best decisions with high possibility. In addition, critical thinking is also the important one, which means that regarding the various events, we should treat it in the at least two aspects, to find out more reasons or something else in order to manage personal emotions better and get to the high levels for ourselves and the team. 
· Energetic and positive personality.
 This quality of staff can make our team more benefits [1] which are as following:
· The positive atmosphere: this is very important factor for a success team.
· Increasing innovation: for example, innovation is easier to be realized for the energetic staff because they are always more eager, willing and able to do this.
· Conveying a sense of confidence: the energetic and positive staff are always undoubtedly seen as having confidence to some extent and the people work with these staff must be influenced toward a positive way of working.
· [bookmark: OLE_LINK3]The spirit of teamwork. 
The team with the staff who is of team spirit must easier to foster creativity and learning, blend complementary strengths, build trust, promote a wider sense of ownership, encourage health risk-taking, and so on [2]. 
In details, staff work together in a team so there are lots of opportunities to communicate with other people so they can generate many brainstorming ideas, which is very useful for the team and individual and then, team leader can combine unique perspectives to compare the previous opinions in order to create much more effective solutions. Obviously, the staff with team spirit are of a wider sense of ownership because handling the difficulties and creating excellent work together in the team projects certainly make member in the team feel fulfilled. In addition, after finished the project and met the goals the company set, team members could feel linked to the company and even feel proud to be a member of their team.
[bookmark: _Toc7814074]Basic selection Process
Regarding to this recruitment, I decided to make the selection process consist of 4 stages: making an announcement, initial selection, written examination and the final interview. Especially, the another significant thing needed to give much more concern is about Public Sector Equality Duty (PSED) conditions, which addresses a sense of eliminating discrimination, advancing equality of opportunities, fostering well relations among applicants while the public bodies are carrying out their recruitments or some other activities [3]. In this recruit process, according to the general equality duty [4], I will realize it in the following aspects:
· Create the relative duty to the team specific occupation
For this clause, I will must decide the elimination of any discrimination such as the gender, disabled people and so on. Besides, I will vigorously advance the any kinds of equality and for selecting staff just only in terms of their abilities and competences of various technical, functions needed and some other aspects to improve the performance of our team.
· Collecting and using quality information and meeting the equality duty depend on the policy and decision making which be set previously.
In the recruitment process, I will create an adequate evidence base to decide whether the applicant can employ in my team. For example, if the applicants pass the initial selection by their resumes, they will meet a written examination that consists of the areas about software development, data structure, how to guarantee the analysis using health data and the Psychological test. In addition, finally there is the last stage, final interview to review the applicant more comprehensively in terms of communication, various attitudes in the future projects, the ability to improvise and so on. In details, each stage has the scores and the final performance is the sum of all stages’ weighting scores. Especially, the final stage interview occupied higher proportion of sum score than the written examination is 60 percent. The detailed arrangements rate of scores in interview are as following:
· [bookmark: _Hlk7087981]Communication: 10 percent.
· Various attitudes: 10 percent.
· What information applicant has for the relevant occupations: 10 percent.
· [bookmark: OLE_LINK4]The ability to solve problems independently: 20 percent.
· The ability to improvise: 20 percent.
· [bookmark: OLE_LINK5][bookmark: OLE_LINK6]Energetic and positive personality: 10 percent
· The spirit of teamwork: 10 percent.
· Other factors: 10 percent.
Some factors mentioned above are difficult to judge apparently in the final interview such as the team spirit, the ability to solve problems independently and some else. However, in my view, I can find some information from the works they have done in the past, for example, how did they set out the work, what ways they involved when they met the problems and so on. 
On the other hands, guaranteeing the equality duty of policy and decision-making is also significant. In details, I need to realize the influence of my decision-making and my solution for the recruitment process comparing to the general equality duty. 
· Announce equality information and so on.
Make an announcement
First of all, making an announcement such as posting recruitment advert on the public recruiting website and the recruiting website of the universities.
Initial selection
[bookmark: OLE_LINK1][bookmark: OLE_LINK2]This stage is to select resumes the applicants submitted previously and the key work for me is to review the backgrounds and attitudes which can partly show in the applicants’ resumes. According to Ian Somerville’s work [5], there are several factors I want to check in the applicants’ resumes as following, which can be considered when to select staff in the software development company:
· Application domain experience
This factor is to check applicant’s precious works whether they have done some works relating to the areas our team involves and the performance of the applicants in the last few years. 
· Platform experience
It is better if the platforms our team will apply has be used by applicants, which is the extra point column for the applicants because they will be easier to engage in the project comparing to others who have not involved such platforms.
· Programming language experience
There are many kinds of programming language all over the world, but in general, regarding to some main programming languages, the main programming theory is largely identical but with minor differences. Therefore, it is only for short-duration projects that programming language experience is quite important. I would like to develop a long-term team, so programming language experience is not quite significant but application need to understand the main theory of programming language.
· Programming solving ability
Programming solving ability, for me and my team, is the most import factor needed to be checked, which directly reflect the competence for a team and individual because in the most time of the daily work, there are quite large parts software engineers should find some problems which lead to software cannot work well and more important is to solve or improve these issues [6]. Therefore, programming solving ability is definitely needed for the applicants, but it is not quite easy to check this ability of applicant in their resumes, so it will be reviewed in the next stages.
· Education background
Education background for my team is also quite important factor to the applicants, because, sometimes it is difficult to identify whether this people is a work-hard staff or be of enough competence for our team, so education background become a standard to review, which does not mean those applicants who have not received good education are not the men of ability but those who are well educated are more likely to be capable. However, the more important thing of the education background is to review what the applicant has learned in their past work experience.
· Communication ability
The communication ability is the basic standard in the any software company. In my team, for the communication ability, applicants do not need to be a very excellent talker but at least they can clearly and politely express their opinions and brave to talk, which is enough to the works in our team. In this recruitment, communication ability of applicant is to be reviewed in the last stage interview, so it is easy to evaluate.           
· Adaptability
As the Somerville’s work said, ‘Adaptability may be judged by looking at the experience that candidates have had. This is an important attribute, as it indicates an ability to learn. Project staff should have a positive attitude toward their work and should be willing to learn new skills’. In general, it is difficult to make sure if the applicant is always willing to learn new knowledge the team need, but I can make sure whether this applicant was always willing to learn new skills in the past work experience at applicant’s resume. For the future, this factor will be judged in the next stages of the recruitment process.
These factors are the basic standards for my option. Don’t need staff to be very proficient at the area we will apply but necessarily need to understand the basic knowledge for this area and at least have done some simple relative works.
In addition, some other factors, in my view and my decision, need to be involved such as gender, age and so on. The plan for this recruitment is to employ 5 staff: 2 senior experienced people whose age from 29-35 and 3 recent graduates whose age from 23-26 consisting of 2 female and 1 male people in order make our team more energetic. Besides, our team will have 10 members and other half members need to be selected from existing staff who are uniformly male, so I decide to employ 2 female staff from society. Same as from society, I decide to choose 2 senior software engineers and 3 freshers in the existing staff, which is quite beneficial to make our team more energetic and freshers can learn some knowledge from senior and freshers can also perform their vigorous innovation in practice of projects.
The written examination
This stage is not only to evaluate the knowledge the applicants have, but also to examine applicants’ psychological aspects which also is a part cannot ignore and must pay more attention to this part in the final interview.
The final interview
In the stage, I will invite several senior people from human resource department to help me for the interview to the applicant receiving some advice from experienced people which is very beneficial undoubtedly.
As it is mentioned above in the PSED section, I have made some criteria to judge the scores for each part such as communication, various attitudes, information the applicant has for the relevant occupations, ability to solve problems independently, ability to solve problems independently,  ability to improvise, energetic and positive personality, team spirit and other factors, which occupied weighting scores respectively.
[bookmark: _Toc7814075]The ways to develop effective team and the working practices with high performance

[bookmark: _Toc7814076]What is team or why need to develop a team? 
Team is supposed to an aggregation of staff and management members and use every member’s knowledge and techniques to work together in order to achieve a team’s common goals to get financial or other kind of rewards.
The elements of the team are concluded as 5P, which are person, target, plan, authority and position. In addition, there are some basic differences between the team and the group and the group can turn to the team in some situations. In general, there are five kinds of team according to the aim of team and the autonomy to some extent, which are multi-function team, self-management team, positive tacit team, problem solving team and the common goals team and in terms of existence, the virtual team is also an important alternative of the team. Besides, the characteristics of team are as following:
· The direction is the purpose of the team.
· The basis is the collaboration of the team.
· The common norms and methods are needed for a team.
· The techniques and skills of team’s member are complementary in a team.
[bookmark: _Toc7814077]How to develop effective team and construct working practices with high performance
According to Laura Stack [7], there are some keys that they are beneficial to develop an effective team and will be implemented in my team: fairness, systems,
· Fairness
Fairness in the team means the actions under the norms, being honest, doing or talking something straightforward and this is the most significant and the more easily be overlooked factor. The Three obvious benefits of the fairness in the team are as following:
· Establishing Relationships
This is the basic thing I need to do in my team. If the members of my team cannot build a good relationship with each other, my team is impossible to be an effective team. Besides, the fairness is the significant factor to influence the relationship of members, which means fairness is supposed to establish a sense of comfort to the staff who can trust they will require what they deserve while they do not need to care the injustice or some privileges for some staff. With the fair atmosphere, every member in the team works sincerely and to treat other people warmhearted binding them into a harmony team.
· Coping with conflict 
Although people can establish relationship under a fair atmosphere, some conflicts are still the inevitable thing in general in many situations. For example, some people with different views they quite insist easily are supposed to break out a conflict with each other to some extent, which not means some conflicts are barely useful but usually having conflicts is actually a problem. In this case, the fairness represents the protocols to properly mediate the debates to realize the best compromises for the involved individuals.
· Boosting the Cohesiveness of the separate tasks

· Systems
This case is in terms of the interrelated relationships, some correlated peoples and the interactions among the elements, which is the quite fundamental requirement to improve the efficiency of a team and the detailing actions are as following:
· Making decisions more executable and effective
This clause is to make sure the decisions came after the strictly discussed situation must be executed in time to the greatest extent for the overall members in the team.
· Properly manage time 
It is no doubt that time is money, and a good evaluation of time is bound to good outcomes in the various aspects such as the good impression from staff, the good software, the harmony and good atmosphere in the company and especially the higher efficiency the team performs. In addition, it is very beneficial to make team faster taking time, which means regarding to the remaining time, staff can have a good rest or I can spend my own money to hold some parties to have fun and more importantly to improve our relationships easily and efficiently.  
According to the Petrie [8], in order to improve the development of an effective, I will undertake it in terms of the following aspects: trust, accountability, communication, clear goals, collaboration and training senior staff in the area of management.
· Training the 4 senior engineers in my team for some management knowledges.
I will take this action because there are 4 senior software engineers who will lead several freshers to do some works respectively and who not only just need the expertise in this area, but also need some knowledge of management, which will accelerate the development in various aspects and make our team more harmony avoiding some conflicts in communication and so on.
· Trust
it is the fuel for the engine that making decision is be considered as the engine of a project, which means if there is no trust in the team, nothing will happen. In details, there are a lot of drawbacks without trust such as influencing the effectiveness of individual in the team, delaying the deadline of the project, causing higher costs, reducing the performance and the lower quality of the software. Therefore, I will create and find opportunities for staff to work together at the same place because compared to the staff work in the different place, some researches found that these people are more difficult to establish trust. 
· Collaboration
At this point, I will assign an amount of team works to promote the communication among staff because if the members of the team can work with the positive atmosphere, the performance and the efficiency of team certainly may exceed the capacity of the sum of individuals’ performance. In details, collaboration can improve such things [9] as following regarding to a team:
· Quality of the outcomes
collaboration means staff can require various ideas came from other members of the team, so the decision always is the best one of the whole ideas. For example, before the meeting, staff can list their ideas down and then in the meeting, staff can together discuss the items in the list to choosing the one people all supposed to consent.
· Boosting innovation
In the team works, staff can discover some knowledges or ideas from partners’ area or project they are doing now or done, which is very beneficial for staff to generate new ideas on the current project to improve the efficiency and innovation of the team.
· Promoting velocity

· [bookmark: OLE_LINK7]Accountability
[bookmark: OLE_LINK8]In order to make the team play an effective performance, I must carefully select people when I am building the team. An ideal team is like a machine running at high speed. It must be composed of various parts. Especially, parts just can only play its role if they are installed on the machine. If only scattered parts will have no value, this is the division of labor and accountability. Emphasizing the division of labor and accountability is to let everyone in the team play their role to the maximum extent, and to ensure the smooth completion of goals in a consistent manner.
· Struggling Spirit and Common Goals [10]
Among team members, working ability alone is not enough. We must take into account the spiritual aspects, such as morale, fighting spirit, will, tenacity and so on. A good team must have strong cohesion and perseverance to resist defeat, in order to work together to achieve the goal. The goal mentioned here refers to the common goal of the team. If someone in the team disregards the interests of the team for their own sake, it is certainly not feasible. Only when everyone's goals are the same, the team can play a role of 1 + 1 > 2.            
In a word, the most important thing to build an excellent team is to select people. A team composed of the best people is not necessarily the best team, but a team composed of a group of people with average qualifications, as long as they can give full play to the enthusiasm and expertise of team members, they can form a high effectiveness team. Among them, managers' personality charm, management coordination ability and selection vision will play a key role.
· [bookmark: OLE_LINK9][bookmark: OLE_LINK10]Effective Conflict Resolution [11]
The effective Conflict Resolution is also the key to establish a team with high performance. In details, the so-called conflict is the difference between individuals. It usually has the characteristics of tense situation, constant disputes, emotional and polarization, and the link between the individuals is missing or broken.            
The most important type of conflict is when people bring personal feelings into confrontational relationships. This kind of internal conflict often brings endless troubles to team and team managers and disturbs the normal working order of the team. However, once properly managed, such conflicts will bring positive results to the team. There are some effective solutions below:
· Talking about events from the point of views. Don't involve people.           
The key to resolve the conflicts is to limit the scope of the conflicts to specific issues, not to expand the scope to both sides of the conflicts, or to infinitely outline the line to culture, ideas and the past. Once the conflict between the two sides spreads to these areas, it will be as long as cancer spreads, and there will be no remedy other than the dismantling of teams by the elimination side.            
Therefore, the first step in resolving conflicts is to narrow and concretize the scope of conflicts as much as possible, to make both sides treat each other as friends rather than enemies, and to look at the contradictions between the two sides on the basis of mutual respect, active attention and cooperation. In addition, I must learn to talk from facts, help both sides solve problems sincerely, and avoid negative reactions when both sides are attacked or emotionally tense.
· 3. Find the root cause, solve the problem and seek long-term peace and order
To solve the conflicts in the team thoroughly, I must first understand the source of the conflicts. Besides, the differences in goals, interests and values are the common causes of conflicts and different people may have different views on the same problem. Especially, some causes can lead to conflicts such as power, status, competition, the sense of insecurity, ideas of resistance to change, and unclear job responsibilities.
It is very important to judge whether conflicts are related to interests or needs. Interests are more apparent and temporary, such as land, money or work, while needs are more basic and uncompromising, such as identity, security and dignity. Many conflicts seem to be for the sake of interests, but in fact they are closely related to needs.
[bookmark: _Toc7814078]The leadership methods as to their suitability and likely effectiveness in this situation 
According to Daniel Goleman [12], who popularized the concept of EQ, he classified the way of leaders into six major categories: 
· Visionary
This approach is most appropriate when an organization needs a new direction. Its purpose is to inspire people to move towards a new set of common vision. Visionary leaders, Gorman writes, point out goals for teams rather than ways to reach them, enabling people to innovate, experience and take on possible risks.
· Coaching
This one-to-one approach focuses on personnel training, teaches them how to improve performance, and helps them integrate personal goals with organizational goals. Coaching plays the most important role in employees who show initiative and hope to further improve their profession. However, if it is regarded as a kind of garrulous management, it may backfire and damage employees' self-confidence.
· Affiliative
This approach emphasizes the importance of teamwork and establishes a link between people to form a harmonious group. In addition, this approach is especially useful when you need to promote harmony, morale and repair communication or impaired trust in your organization. However, it also has its drawbacks. Over-reliance on the praise of the team may allow poor performance not to be corrected and convince employees that they can do nothing.
· Democratic style
This way gives full play to the knowledge and skills of the team, forms the goal together, and establishes a common that will to achieve the goal. Besides, this approach is most effective when the direction of the organization is not clear and leaders need to use the collective wisdom of the team. However, in times of crisis, emergencies require rapid decision-making, and this consensus-building approach can have disastrous consequences.
· [bookmark: OLE_LINK11]Pacesetting
In this way, leaders set high performance standards, have a persistent pursuit of better and faster, and require everyone to be like themselves. But Gorman warned that this approach should be used sparingly because it could undermine morale and create frustration. What is more, the data show that pacesetting leadership tends to damage the atmosphere, he writes.
· Commanding
This is a typical example of "militarized" leadership, perhaps in the most frequently used but least effective way. Because praise is seldom involved and criticism is constantly adopted, it may depress morale and job satisfaction. But this may be an effective way to urgently reverse the situations of crisis.
[bookmark: OLE_LINK13][bookmark: OLE_LINK14]In conclusion, in my view, I don't always choose one way, but the one that meets the needs of the moment. I need to take these approaches as part of my overall management style.
[bookmark: _Toc7814079]The proper key performance indicators (KPIs) for the efficient team 
I will formulate the key performance indicators (KPI) in terms of behavior and outcome. In details, team behavior KPI is mainly assessed by internal team motivation, specific assessment of meeting effectiveness, group communication, decision-making and so on. In the meanwhile, team result KPI is the main assessment of team work output, specific assessment of the number of tasks completed by the team, product customer satisfaction, timeliness of work completed, and so on.
[bookmark: _Toc7814080]Summary
At the selecting staff stage, I will choose 2 seniors and 3 freshers facing to the society and the same pattern of staff will choose from existing staff in the company in which there are 2 female staff. In the selecting process, the qualities I will consider of selecting staff are about the ability to overcome the various pressures, the competence of independent thinking and the ability of critical thinking, energetic and positive personality, the spirit of teamwork and so on. Furthermore, there are 3 stages in the selection process - initial selection, the written examination and the final interview. On the other hand, I will adopt the following ways to develop effective team with high performance considering about fairness, systems, training the 4 senior engineers, trust, collaboration, struggling spirit and common goals, accountability and the effective conflict resolutions depends on the needs of various situations. Turning to the leadership approaches, I will focus on the six major methods classified by Daniel Goleman but I don't always choose one way, I will choose the one or several that meets the needs of the moment.
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