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Abstract: - this report is on how to recruit and mange a new team, as a project manager. The subject matter of this report will cover Staff selection, Team development and Leadership approaches.     
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The author of this document has been tasked by Swansea App Synthesis Ltd, to develop a new software development team. This team is being assembled on behalf of NHS Wales Informatics Service, to address the analytics on health data. As the NHS is a public sector body, this recruiting process has the clauses of imposing the Public Sector Equality Duty (PSED), half members of this team have come from another project, the other half will be recruited by the author.
The porpoise of this document is to provide an understanding on how the author will develop their team, to do this the document will cover: -
· Evaluating options for selecting staff
· Putting PSED into practice 
· Development of an effective team
· Development of high-performance working practices 
· Leadership approaches, and their effectiveness in this environment
·  The Identification of Key Performance Indicators (KPIs) 
· Summary of chosen approaches and the implications for the project

[bookmark: _Toc8420303]Staff Selecting 

The selection of staff is one of the biggest investments a manager makes, during their time in a company. The reason for this is that by selecting a poor employee for a role in the company can lead to loss of efficiency and a hostile work environment, while the selection of a good employee can boot moral and increases the efficiency of the work load. In the case of hiring staff for the NHS Wales Informatics Service project team, the existing members need to be taken into consideration, such as the personalities, age groups and existing relationships[1]. The existing members of the team are a group consisting of male staff between 25-35 years of age, ideally the new members of the team will have a high compatibility with the existing members. For the selection of staff it is not uncommon for a company to have a series of aptitude and psychometric tests, for applicants to go through to test the skills and personality of the applicant [2]. 
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There are many steps to recruiting staff that must be taken, for example simply defining what is needed is the first step, the definition of the requirements is important to reduce the amount of unnecessary and time-consuming applications such as a GCSE student looking for part-time work. 
The key points it is important to define: 
· Clearly defining the needed skills, for this project the analytical skill for data visualisation is preferred.
· Education Level, BTEC in IT (or equivalent) would be necessary minimum requirement.
· Specifying the knowledge needed, such as use of specific software.
· Experience in a relevant field, such as doing a similar project for a different company, even if it is on a smaller scale. 
· Declaring the types of attributes an employee should have, planning, problem solving etc. 
· Communication skill, being able to speak and wright to the managers and other members of staff.
· Adaptability, this is the ability for learning the member of staff has and is a key factor in employing people.
· 
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Having an opening, does not mean people will start applying for work, without the necessary advertising and enticement people will not know or care about the available role. The purpose of advertising the job opening, is to create awareness of the opening and to try to generate interest from potential employees[3]. To advertise job openings there are a few avenues that can be applied such as:
· The use of recruitment an agency. 
· Online job search engines, e.g. LinkedIn[4] 
· Jobcentre Advertisement.
· Local Media Advertisement e.g. Facebook[5]
· Selection Consultation
· Head hunting 
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There are two popular systems used to specify what type of person is wanted for the company, the Rodger’s Seven Point Plan by Alec Rodger in 1952 and Munro Fraser’s Pattern of Personality. 
Rodger’s Seven Point Plan:
· Physique, bearing, speech and health.
· Achievements in the in the form of education and experience.
· Logical capability, ability to learn
· Special aptitudes, data management and relevant software usage
· Extra-curricular activities, sport, reading ext.
· Disposition, reliability, social flexibility
· Circumstance, ability to have flexible working hours 
Pattern of Personality:
· Their impact on others positive and negative.
· Acquired knowledge and qualifications.
· Innate ability to grasp an understanding of tasks quickly.
· Motivation to carry out an assigned task.
· Flexibility of coping with a stress full work environment.
The process of selecting staff is difficult to say the least, but it is the opinion that while time consuming, using a multi-stage examination and interview application process would lead to the best results when hiring.	Comment by John Rees: Your introduction to the various aspects is OK.  The one thing I think I would expect to see as part of the recommendation is whether you propose to manage the process in-house or go to a recruitment consultancy.
Application process:
· Application form, this will allow for the evaluation of the applicants written communication skill, while also allowing for an understanding of their education levels and prior work experience.
· Psychometric testing, this will allow for the testing of the applicants numerical, diagrammatic and situational reasoning.
· Initial interview, this is not to hire on the spot but to whittle down the number of applicants.
· Aptitude tests, this give information on the applicant’s skills.
· Final interview, this is the final interview in which the best applicants are chosen to join the company. 
· Provide feedback, applicants that do not succeed in obtaining the job will often ask for feedback on why they did not succeed. 
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The Public Sector Equality Duty (PSED) is part of the Equality Act 2010, within this act are the guide lines for non-discriminatory practices within the hiring practices and workplace of a public sector company like the NHS [6]. The Equality Act 2010 has within it a list of protected characteristics that are protected and cannot be used to differentiate between applicants:
· Age
· Disability
· Gender reassignment 
· Pregnancy and maternity
· Race
· Religion or belief
· Sex
· Sexual orientation
This could cause a problem during the hiring of staff, because the existing members are all male, if in the event the new members are also male it could lead to questions of bias and discriminatory practices. Nevertheless, it is still important to hire the persons most suited to the role and not succumb to simple Tokenism as a show of compliance. Tokenism [7]in the work place, is the practice of making a symbolic effort to comply to the PSED, by hiring people based solely on their protected characteristic such as race and sex. “Tokens are not merely deviants or people who are different from other group members along any one dimension. They are people identified by ascribed characteristics (master status such as sex, race,...) or other characteristics that carry with them a set of assumptions about culture, status, and behavior highly salient for majority category members. They differ from dominants, not in ability to do a task or in acceptance or work norms, but in terms of secondary and informal assumptions. Tokens can never be just another organizational member while their category is so rare. ... In these contexts the word token reflects one's distinctiveness in the context and status as a symbol of one's kind.” [8] To prevent both discriminatory and tokenism practices within the application processes, the author simply needs to ignore any information of the individual applicant that alludes to the potential protected characteristics of that individual and to focus on the merits and relevant information that pertain to the job, such as work experience and education level.  	Comment by John Rees: OK.  The approach of compliance as risk avoidance is one of the three common postures for small companies faced with this kind of requirement.  The others are lip service (making the right noises and doing as little as possible) and enthusiastic adoption.
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Team development is the process of getting a group of people, to work together as a unified team with high efficiency and low confrontations. When developing a team, it is important to understand the how the team dynamics work, if members of the team need training and what practices should be used to develop the team. One of the current theories of how a team develops was suggested by Bruce Tuckman in his book “Tuckman’s stages of group development [9]”, the stages are broken down into:
· Forming – As there is already an existing social group in the team, the introduction of new members is important to allow everyone to get an idea of each others ability and personality, this is needed because each team member wants to be accepted and poor first interactions can lead to problems for the team.
· Storming – This stage allows for the team to interact and discuss the issues they might encounter, such as each individual’s role on the team and how they will work together.
· Norming – This is the stage where they decide on the group goals of the team.
· Preforming – This is when the team works on a project, any conflicts that arise are quickly dealt with and the team is solution focused on the project at hand.	Comment by John Rees: performing
Another development theory is the “Nine Belbin Team Roles”, in the research done by Dr Meredith Belbin and their team, it was discovered that there are nine behaviour archetypes that are distinguishable in a team and are listed as “Team Roles”. While each a team role is necessary for a highly productive team, the average person will conform with two of three different roles meaning not every team will need nine members [10].
The Team Role: -
· Resource Investigator – they tend to be the go getters of a team; outgoing and enthusiastic they find ideas and information and bring it to the team.
· Team worker – jack of all trades type of people who go around assisting each member of the team on their part of the project.
· Co-ordinator – leader types, that are good at delegating work appropriately to the team.
· Plant – problem solvers of a team, tend to think outside the box. 
· Monitor Evaluator – good at decision making.
· Specialist – these bring specialised knowledge to the project, such as using specific software the rest of the team has not had training in.
· Shaper – this is the team motivator, providing the drive to ensure the team stays focus.
· Implementer – planers, they make workable strategy for carrying out the project.
· Completer Finisher – these are the team members that are best used at the end of each section of the project, because they are good at spotting errors and provide good quality control.
As this is a big subject with many conflicting views of how to establish high performance teams, the author has decided to focus on a simple guide that can be expanded upon. These basic steps ensure a solid base to develop a team upon [11]: -
· Understanding of role – many employees start working with a basic understanding of what their role in the team is, this can lead to the problems of responsibilities not being taken care of leading to delays. So, to prevent that giving each member of staff a thorough briefing on what their role in the team is and how they contribution is important for the team’s overall success.
· Providing training – provide training to staff to ensure they are capable of succeeding in their roll, also provide additional training for them to develop their own skills.
· Backing off – a problem with managers is that they sometimes tend to hover over staff and try to take over their work, this is a massive problem when it occurs as it least to the staff feeling mistrusted and as the manager interferes with the work mistakes are more likely to happen.
· Regular team meetings – by providing regular meetings it is possible to review the team’s monthly goals and to set up new ones, it is also a good place to give honest feedback on arears that need improving and to celebrates the success of the team.
· Planning for growth – as the team completes projects it will become evident that some of the members will want to advance onto the next stage of their career path. As a manager it is important to provide training and opportunity for the staff members to advance, because a lack of advancement options lead to staff productivity going down and some will leave the company to find other work.  
During the development process, the project manager will have to meet the needs of their staff. For a basic understanding of what the staff will need, a quick look into Maslow’s hierarchy of needs can provide an understanding. This five-point model is designed to show the motivational needs of a person, such as having food to job security. The five-stage pyramid in figure 1 shows the three types of needs, Basic such as food, Psychological such as feeling accepted as part of a team and self-fulfilment finishing projects and advancements at work. 
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The hierarchy of needs: -
· Basic 
· Physiological – the biological needs of human survival, food, water, shelter.
· Safety – stability and security.
· Psychological 
· Belonging – the need to feel wanted and part of a group.
· Esteem – the need to feel like they have succeeded in a task.
· self-fulfilment
· Self-actualization – the realization a personal potential, such as advancing in one’s career.  
As the project manager it is the authors responsibility, to try and meet the team’s psychological needs during the team development. This can be achieved during team building exercises, one on one and group meetings, and setting goals for the team to accomplish for rewards, for example have the planning phase of the project finished by Friday and the manager orders them pizza for free.
One of the major parts of developing a team, is providing them with motivation to improve the productivity of the team. There are many methods to motivate the team: -
· Aesthetically pleasing work environment – alto it seems too simplistic of an idea, people are more productive in an enjoyable environment over a poorly lit cubical space.
· Supportive management – having bad management can sap the motivation of a person very quickly, so by having a supportive structure will allow staff to engage with the management allowing for a positive work environment.
· Employee rewards – offering staff rewards based on team performance can boost moral and provide a goal for staff to work towards.
· Positive feedback – giving positive feedback when a goal has been achieved, will provide staff with moral and give them motivation to achieve the next goal.
· Flexible scheduling – by providing flexible working hours, staff will be more likely to stay long term.
·  Recognising the achievements of staff – by doing this the manager increases moral and shows the other members of staff that achieving goals will be awarding.
· Staff feedback – by requesting that staff provide feedback, the manager is able to quickly act of any issues, providing the staff with a feeling of being engaged with the company and enacting change.
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Being an effective leader is a difficult and complex task, and there are many types of management approaches that can be used. Using the correct leadership approach is a monumentally important decision, that it will affect how the project team functions and interacts while working with the manager.  There are three basic styles a manager can choses from: -
· Autocratic 
· This leadership approach requires the manager to control all decisions, with little or no input form the project group. The advantages of using this leadership approach is that it allows for quick decision making, providing a chain of command and useful for leading a team. The disadvantages of using the autocratic approach is that it discourages group input and can ignore the solutions and expertise provided by the subordinates, this all leads to a decrease of moral in the team and can course loss of staff and low work output [13].
· Democratic
· The democratic approach requires the participation of the leader and the group for any and all decision-making processes. The advantages of this type of leadership is that it secures the commitment of the team members to the team, this leads to more ideas and higher levels of productivity from the team. The disadvantages of this approach are that it can lead to minority opinions being ignored by the group, poor decision making through group votes and massive communication failures through the chain of command [14].
· Laissez-faire 
· This is the hands-off approach of leadership, it allows for the team to make decisions without the leader and to operate with minimum guidance form management. The advantage of this approach is that it works well with creative teams or with teams with high levels of skills and expertise, only needing management support at the start of a project to provide information and resources. The disadvantages of this leadership approach are that it can result in low performance and outcomes if the staff are lacking in skills and motivation, it can also cause confusion in the roles of the group members [15].
[bookmark: _GoBack]As the leadership approach needed for the company will be different depending on the circumstances of the team composition itself, the author suggests using the Democratic approach with an Autocratic core to allow for the flexibility needed for the project while providing a rigid command structure to support the staff.
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Key performance indicators are a measurable value, that are used to show have effective a team, member of staff or the company is at achieving its objectives, they are also used as a way of giving incentives with rewords for meeting the KPI. KPIs can be set by a manager or the company, to reflect the business and affect positive changes on the company or team. NHS as the employer of this team will have a series of KPI that the team will have to meet, as an example of the NHS KPIs figure 2 shows the KPI figures of a national screening for infectious diseases in pregnancy the England.
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[bookmark: _Toc8420314]Figure 2: NHS KPI for Infectious Diseases in Pregnancy (IDPS) Programme 2018 [16]
Project management KPIs are varied in nature as each project is different, for the analytics on health data some of the KPIs to be expected are: -
· Cost Variance, this is the difference between the planned budget and the actual budget.
· Planned hours of work vs actual hours worked.
· Overdue project tasks
· Missed milestones 
· Cost of managing processes
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NHS Wales Informatic Service has hired the software development company Swansea App Synthesis Ltd, to create an application for the use of analytics on health data. To do this a new team has been created and requires the author as project manager to hire new members of staff for the team.
To achieve the goal of staff hiring: -
· Advertisement of job openings.
· Use of application forms.
· Aptitude test.
· Psychometric Testing.
· Two rounds of interviews.
To comply with the PSED, while hiring staff the author will strive to only use the criteria of education level and experience to hire the new members of staff.
As project manager it is the authors responsibility, to develop the staff into an efficient team with a high work ethic, to do this the author will: -
· Ensure team roles are known.
· Provide training. 
· Provide regular team meetings.
· Allow for staff development and advancement. 
The leadership approach the author will use is the Democratic approach, with an Autocratic structure base.
The effects of these practices on the company, will be to allow for the possibility of securing the best of the potential staff from the applicants. The development methods used will increase the team’s efficiency and productivity, if the methods are used over the whole company it would have the potential to improve efficiency.  
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