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Introduction
This report has been created to outline the forward vision of how development of the team will be addressed. This will include the recruitment process, leadership styles and monitoring of team performance.
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Selecting a Team
Stonner and Dessler et al. [1] state 'The purpose of recruitment is to provide a large enough group of applicants for an employer to select an appropriate employee that they need.' Whereas Bratton and Gold[2] would suggest that 'Recruitment is the method of generating a pool of competent people to apply for employment in an organisation. Similarly, Costello[3] views recruitment as the set of processes and actions used to collate an adequate number of capable people at the right place and time so that the organisation and people can select each other in their own best short and long term interest. [4]
Although the above are accurate and similar, they represent a high-level overview of the recruitment process. I feel that Hannagan [5] sums up the recruitment process better, providing a more detailed overview of the process. Hannagan suggests that recruitment is only the initial process of filling a vacancy. Furthermore, he states that there are many aspects to recruitment, namely identifying where to locate suitable candidates, deciding on a suitable media to carry job advertisements, assessing appropriate pay scales for employees and arranging suitable interviews. Additionally, he states that the process involves the establishment of the fitting requirements for filling the vacancy principally in relation to job and person specifications. [4]
The following tools are essential in recruitment process: 
· Job Analysis
	Job analysis defines the type of person that is needed for a particular position.
This process can be split up into 3 separate Methods: - 

Interview
	With this job analysis method, interviews of current employees are conducted. The aim of 	these interviews is to collect information on their current tasks and duties. Ideally these 	interviews will be structured and follow a orderly approach where employees are 	interviewed accurately and consistently, following a preset format. Interviewees should be 	informed that these interviews are solely for the purpose are gaining a greater insight into 	their current working environment, and will be used to improve or modify their current role. 	One drawback from this analysis method is that employees may exaggerate their current 	duties or leave out vital details of their current position. A way to overcome this would be 	interview multiple employees in the same position.[6]
Questionnaires

Questionnaires are one the most widely used job analysis methods, because of the inexpensive to create and the ease to distribute to multiple employees concurrently.

Although questionnaires have the advantage of collecting vast amounts of information, reliability and usefulness of this data cannot be presumed true. Questions can be misinterpreted, inaccurate or untruthful information can be provided by the participant. 

As the information cannot be solely relied upon, questionnaires should be combined with other job analysis methods. [6]

Observation

This method entails observing an employee in their daily routine, recording exactly what employee does and doesn't do, ultimately coming to a more reliable conclusion of the job role. The information collated through study is extremely valuable and reliable since it’s via first-hand knowledge. Observing an employee does have its disadvantages though, namely if an employee is aware of the observation it may affect their work output, timescales may affect what duties are observed and employee may misrepresent information.[6]

· Specifying the Role

Job Description
	The main function of a Job Description is to outline the main responsibilities and duties that 	are involved in a particular job. A good job description should assist potential candidates to 	determine if the role is suitable for them, and whether it aligns with their current skill set. 	With an accurate job description, it can help ensure that all applications received for a post 	closely match the desired candidates for the job.[7]
	It is important to remember that the level of work needs to be clearly defined, avoiding 	specific wording which could result in a legal challenge at a later date. It is imperative that 	the Job description outlines exactly what is required, and must avoid too many criteria. 	Consideration needs to given to any special requirements which will observed within the 	role, such as Physical, Mental effort etc.
· Specifying the Person

Person Specification
	The person specification describes the skills experience, and other selection criteria which an 	applicant must possess to carry out the job duties. The person specification should be used 	as a baseline for selection decisions at both short listing and interview stages of recruitment. 	The basis of person specification should be derived from the job description. Additionally, 	interview questions and selection tests should be built from the criteria outlined in the 	specification, to further validate the candidates suitability to the role.[8]
	There are two common approaches to compiling a Person Specification, namely: - 
1. Rodger's Seven-Point Plan
2. Pattern of Personality (Munro Fraser)


· Selection Methods
	A good selection method enables an employer to assess the suitability of a candidate to 	successfully fill a job role. Selection requires an analysis of the candidates competencies in 	line with the person specification, by analysing their experience, training, education and 	qualifications.
	Factors that may influence a decision on who is selected for a post are shown below: - 

	1. Application domain
	Understanding the application domain is a vital element of the development of a successful 	system, therefore some members of the development team must have some domain 	experience.
	2. Platform experience 
	Experience in the platform being used in the development project may be beneficial but not 	essential.
	3. Programming language experience 
	Although programming language experience is vital to the successful completion of a 	project, this is not always relevant. It depends on the length of the project, but can make a 	significant difference to short term projects where there is not enough time to learn a new 	programming language.
	4. Problem solving ability 
	The ability to solve highly technical problems, efficiently and effectively is critical in the 	development of a system. But can be difficult to determine without knowing the candidates.
	5. Educational background 
	Although educational background can be a good pointer on what a potential candidates 	abilities are, this cannot be overviewed by the candidates actual work experience.
	6. Communication ability 
	Working in a team is vital to the successful development of a system, communication skills 	play a significant role in team working. The ability to communicate orally and in writing are 	essential criteria.
	7. Adaptability 
	The adaptability of a candidate can be observed via their previous experience, this can 	indicate their ability/willingness to learn new skills, but can be difficult to measure.
	8. Personality 
	Candidates personality should fit in well within a team, but is not essential. A candidates 	personality can be hard gauge.
												[9]
	There are 3 traditional selection methods used today are application forms, interviews and 	references.  Although, these methods are tried and tested, they should be combined with 	more modern techniques such as selection tests and assessment centres.
	Interviews can be conducted in numerous ways, both one to one (face to face), by interview 	panels or Selection panels. All three interview types can be structured, built around a set of 	pre determined questions, or a more informal, unstructured approach. Both have their 	advantages and disadvantages.
	The use of Assessment Centres has become more prevalent today, these assessment centres 	group candidates over a concentrated period, assessing candidates on a range of work 	related scenarios, role-playing and group exercises. These assessments allow an assessor to 	observe actual behaviour in work related situations. [10]
	Intelligence testing can be a good way of obtaining a more objective view on a potential 	employee. Ability tests, test an employee on their ability to perform a job function, where as 	Aptitude tests, can be used to predict an applicant aptitude for a particular skill.[10]
	Psychological testing can also be considered during selection, there are many different tests 	available, namely Belbin, 16PF5 etc.., each with its own advantages and disadvantages.
Conclusion 
For the effective selection of an appropriate candidate, a clear and concise Job analysis should be performed. With this we will attract the desired candidates to apply for the job, also allowing us to correctly compare a potential employee against our desired requirements. This analysis should be performed via the more reliable methods of interviews and observing current employees, to gain an insight into the actual job role specifics.
Once we have a clear and concise analysis of the job role required, a definitive Job Description/Person Specification should be collated, closely matching the person requirements identified. 
Various methods of advertising the job can be used, namely Company website, Recruitment agency, selection consultant of head hunters. Which method to be used would depend on the current financial and time constraints to fill the job roles. A combination of these methods could be used, to gain a more varied application pool.
After initial selection of potential candidates against the person specification, Structured interviews with intelligence testing should be used to select appropriate employees. This can be justified by the research completed by Schimdt and Hunter [11], which outlined that more intelligent people acquire job knowledge more rapidly, more of it, thus making the ability to perform the job better.
Recruiting from within an existing project group may be difficult, as managers in that existing group may not wish to lose them. Certain skills required to complete a successful project may be tricky to recruit, office location plays an important role in filling these roles.[9]
Recruitment of graduates may result in a the specific skills needed for the project, but are often exposed to the latest technologies via their studies. Where there is a lack of experienced technical staff, this can often result in technically skilled staff reaching a career plateau. In order for these staff to progress  further they need to move into management. Introduction of technical roles in line with management pay level may help to alleviate this issue.[9]
During the whole process care needs to be taken to conform to the Public Sector Equality Duty (PSED), carefully wording job description/person specifications not to discriminate. There are many ways which we could seek to address issues in the PSED, such as: - 
· Tackling gender pay gaps via pay reviews;
· Religious holidays for all religions;
· Flexitime;
· Women in higher grade jobs;
· Job sharing;
· Telecommuting;
· Leave for new parents;
· On-site childcare.


 



Building an Effective Team
The Team Effectiveness Model currently shows what we understand to be an effective way to build a team.
[image: ]
Team Effectiveness Model
[12]

We can organize the key components of an effective team into three general categories, namely contextual, composition and process variables. 
· Contextual Variables
	There are four main factors that most significantly  relate to effective team performance: - 
	1. Adequate Resources 
	A team is only a small part of a wider organisation system. All work teams within an 	organisation rely upon resources outside the team to maintain it. If resources are not 	available this can directly affect the teams overall performance. Types of resources that 	could be, timely information, administrative assistance, proper equipment etc...
	2. Leadership and Structure
	Workload needs to be shared between all members of a team, each team member needs to 	be aware of exactly what they have been assigned. Assigning work to integrate with 	individual skills requires leadership and management. This can either be from the manager 	directly or from the team members themselves.
	3. Climate of Trust
	Members of a team must be able to trust each other and their leaders. Trust within a team 	reduces the amount of monitoring each other's behaviour, better co-operation and also 	helps to bond the team.
	4. Performance Evaluation and Reward System
	Individual performance incentives may interfere with the development of high performance 	teams. Effort should be used to reward the team as a whole, but also recognizing individual 	team members for their effort, but rewarding the entire group for their actions.
[12]
· Team Composition
	1. Abilities of members
	The knowledge and skills of the individual team members is important. High ability teams 	can outperform low ability teams especially if the workload is shared equally.
	Consideration needs to be given to the ability of the team leader, high ability team leaders 	can assist low ability team members, but low ability team leaders can have the opposite 	effect.
	2. Personality of members
	 The personality of each individual team member is important. Teams that have 	conscientious and openness throughout the team tend to perform better. But teams who 	have one or more individual team members with a negative attitude tend to fail.
	3. Allocation of roles
	Allocating critical roles to more experienced and skilled workers can help improve a teams 	performance overall. 
	4. Diversity of members
	Organisational demography suggests that attributes such as age, sex or date of joining a 	team will help predict employee turnover. Team members who are of a dissimilar age 	and/or sex may experience difficulty in communicating or experience conflict with each 	other. 
	5. Size of Team
	Research suggest that the optimum size for a group is five to 9 members. Where it is advised 	to use the smallest number of team members to complete the a task. Members of large 	teams often have difficulty in communicating with each other, cohesiveness  is lost, and 	mutual accountability declines.
	6. Member Preferences 
	Some employees prefer to work by themselves. Integrating an employee into a team against 	their will can have a detrimental effect on team performance. 
	[12]

· Team Processes
	1. Common Plan and Purpose
	Establishing exactly what the team has been collated for is essential. Teams that have a clear 	and con	cise goal persistently perform better. Good teams need to be able to reflect on and 	amend the main plan when necessary.
	2. Specific Goals 
	Goals should be set realistically, they should also be measurable and specific. Specific goals 	help maintain a clear and concise focus on the end goal. Setting difficult but achievable goals 	can raise team performance on the criteria on which they we set.
	3. Team Efficacy
	Successful teams have high confidence in their ability. Teams that have been successful in 	the past have confidence to repeat this in the future. Setting small but achievable goals to 	help build confidence can improve team efficacy.
	4. Mental Models
	To have an effective team, members need to have a similar thought process. If a team 	doesn't have a similar mental model then the team can under perform under stress.
	5. Conflict Levels
	Relationship conflicts can almost always have a detrimental effect on a team's performance. 	However disagreements on a task, can stimulate discussion, promote critical assessment of 	problems and can lead to better team discussions.
	6. Social Loafing
	This refers to the notion that employees are less likely to exert effort into a task when they 	are in a group and not on their own. Effective teams counteract this tendency by making the 	individuals aware of what their responsibility is personally and towards the team.
[12]
Conclusion
To avoid any wasted time during the project we need to assure that we can provide the team with adequate resources in order for them to complete the task at hand. Duplicate work needs to be avoided during the project, this can be achieved by clear and concise guidelines on what each team member is to achieve. Workload needs to be shared fairly and appropriately, to team members based on their current skill sets and workload. An ethos of trust needs to be apparent between both the team and management, to ensure better co-operation between team members and avoiding criticism of each other's behaviour. Good performance needs to be awarded, not only to individual team members but to the team on a whole.
The abilities of team members needs to be reviewed to allow for structured distribution of workload, allocating roles to high ability team members to try and improve overall team performance. The diversity and personalities of team members needs to be considered, to help improve communication and to help avoid conflicts. Ensuring that a team member will fit in well into a team ethos is critical, in order to help avoid a detrimental effect on team performance.
We need to set out a specific goal for the project, which is achievable. If possible team members who have performed well in previous projects should attempt to provide advice on how issues were overcome previously. Team members who do not participate in the team ethos should be approached, and an attempt to integrate them into the team. Conflicts should not be avoided in an attempt to stimulate discussion, in order to help achieve the goal.


























Leadership approaches
Throughout the project it is intended to use a Situational Leadership approach as a way to manage the team.
The Situational Leadership approach was developed by Hersey and Blanchard (1969), based on Reddin's (1967) 3-D management style theory. The theory has been revised numerous times since its creation and used extensively in organisation leadership and training. [13]
The premise of situational leadership focuses on the fact that different leadership styles are required for different situations. To be an effective a leader, leaders needs to adapt their style dependant on the requirement of the situation.
The Situational Leadership Model (SLII) illustrates the approach used in Situational Leadership, shown below: - 
[image: Leadership styles]
Situational Leadership Model (SLII)
[14]
The model is split in two sections, namely Leadership Style and Development Level.
· Leadership Style
	Leadership style is split into two axis.
	The x-axis specifies the degree of directive behaviour that a leader applies. High directive 	behaviour indicates the inability of a team to make decisions without direction. Directive 	behaviour helps team members achieve outcomes by setting goals, given direction, setting 	timelines, defining roles, etc.. Directive behaviour often comes in one way communication, 	setting out, what, who and how a task is completed. [13], [15]
	The y-axis specifies the degree of supportive behaviour that a leader applies. High 	supportive behaviour indicates the requirement for more involvement of a leader in making 	decisions. Supportive behaviour helps team members achieve outcomes by providing 	emotional support, by answering queries, providing input and listening, etc.. Supportive 	behaviour often comes in two way communication. [13], [15]
	Leadership Styles can be organised further into four distinct categories: - 
	S1 - High directive - Low supportive (Directing)
	Goal achievement is the main focus of this approach. This is achieved by centring on 	communication, rather than spending time on supportive behaviours. Leaders give 	instructions on what and how goals are to be achieved, providing supervision during the 	task. [13], [15]
	S2 - High directive - High supportive (Coaching)
	Goal achievement and meeting the followers needs are the main focus of this approach. 	Leaders give encouragement and monitor follower input. Coaching is seen as an extension to 	S1 in that it still requires that the leader make decisions on what and how a goal is reached. 	[13], [15]
	S3 - High supportive - low directive (Supporting)
	Goals are not exclusively focused on during this approach, but offers of support around a 	followers skills is provided to accomplish a goal. During this approach a leader will offer, 	praise, ask for input, provide feedback and listen to followers needs. Control is often handed 	to followers, but availability of the leader to resolve problems is facilitated. [13], [15]
	S4 - low supportive - low directive (Delegating)
	During this approach, after a clear and concise goal has been set, followers are given 	responsibility for accomplishing a task. Less goal input and social support is provided during 	this approach, delegating goal clarification, planning and control of detail being handed to 	the follower. [13], [15]
· Development Level
	Development level of followers is the second major part in the SLII, this section outlines how 	much competence and commitment a follower is able to direct toward completion of a set 	task/activity. It aims to outline if a follower has the ability to complete a task and their 	attitude towards completing the goal. [13], [15]
	Development Levels can be organised further into four distinct categories: -
	D1 - Low competence - High commitment (Enthusiastic Beginner)
	D1 followers are often new to the goal or task, regularly inexperienced, but are enthusiastic. 	They often show signs of eagerness to learn and are willing to take direction. [16]
	D2 - Low to some competence - low commitment (Disillusioned Learner)
	D2 followers usually have some kind of knowledge and skills, but are not entirely confident 	of their abilities. Performance is inconsistent and often don't know how to progress. They 	can become discouraged and frustrated, overwhelmed or de-motivated. [16]
	D3 - Moderate to High competence - Variable commitment (Capable, but Cautious, 	Contributor)
	D3 followers are often experienced, and show signs of demonstrated competence. They 	often make productive inputs to tasks and are generally skilful and adept. Confidence issues 	and being self critical can be issues, and they can sometimes be hesitant and unsure on how 	to complete a task. [16]
	D4 - High competence - high commitment (Self-Reliant Achiever)
	D4 followers are often viewed as experts by others, are accomplished and consistently 	competent. They are self reliant, confident, assured, and can inspire others. They have the 	skills to do the job and the motivation to complete the task. [13], [16]
How the Situational Approach Works
	As followers competence and commitment can differ dependant on the task at hand, they 	can move forward and backward along the developmental continuum. Identification of 	where a follower currently resides on the developmental continuum is essential, it directly 	affects the leadership style to be used in a situation. Once the correct development level has 	been determined, direct correlation to the leadership style can be identified by using the SLII 	model. There is a one to one relationship between the development level and leaders style 	(i.e. D1 - S1, D2 - S2, etc..).
	Using the same style in all context is not advised, followers abilities can differ between tasks. 	Followers can move between levels on the developmental scale during a task, therefore, 	leaders need to be flexible in their leadership behaviour. 
[13]
Conclusion
Using the situational approach has several Advantages. Firstly Situational Leadership has been used extensively in the marketplace, Hersey and Blanchard (1993) reported that it has been a feature in training programs of more than 400 of the Fortune 500 companies. 
Situational Leadership is intuitive, easy to understand and can be easily applied to many different settings. It provides a straightforward approach to leadership due to its abstract nature. Because of its abstract approach it can be easily learned quickly by leaders. It allows for easy identification of what should and should not be done in various circumstances. 
It recognises that each follower will have different needs, the flexibility of this approach fits well to this issue, allowing leaders to adapt their leadership style accordingly. 
Although the above advantages are a good reason to use situational leadership, consideration needs to given to the disadvantages. Few published studies have proved that this approach is a viable solution to leadership, although unpublished works have outlined that it can improve performance. 
It can often be difficult to determine a followers development level, therefore, the correct leadership style will not always be the correct one. Clarity of the development levels between version of the model have also not been defined. 
Situational leadership can also be criticised for not addressing the issue of one to one leadership versus group leadership. 
[13]



Performance Evaluation 
Key Performance Indicators (KPIs) are a value used to monitor and gauge effectiveness. 
5 Possible KPIs that could be used to monitor team development are shown below: - 
· Employee attendance
	Unaccountable or preventable employee absence can be a sign of something far more 	serious. Although there could be genuine reasons for absences, such as illness, injury or 	child/elder care issues, absenteeism can be a sign of employees not feeling engaged, 	committed, satisfied in the job, feeling undervalued, poor team dynamics. All of these signs 	can hurt team performance. Therefore, good attendance can be a sign of a good team 	dynamic. Ways to measure attendance could be by the number of days, or the frequency of 	tardiness.
· Client Satisfaction
	Measuring client satisfaction is an effective way of monitoring team performance. If clients 	are satisfied this can be a good indicator that the team dynamic is working well. If clients are 	satisfied with your products and service, then it usually means you have an effective team 	that meets the goal of providing good service to valued customers. Ways to measure client 	satisfaction could be to gather customer feedback via surveys.
· Employee Turnover
	Measuring employee turnover is a useful way of monitoring team effectiveness. There are 	two types of staff turnover, involuntary and voluntary. Involuntary staff turnover is when 	staff are forced to leave, such as redundancy, or being fired, but these do not necessarily 	suggest poor team performance. Voluntary staff turnover is when an employee decides to 	leave on their own accord, this can be a sign that the employee is not satisfied, this could be 	down to poor team dynamic. Ways to measure employee turnover could be to calculate the 	overall retention rate, overall turnover rate or average length of service.
· Employee Satisfaction
	Happy employees will increase team performance by being more effective, efficient 	committed and motivated. Satisfied employees tend to work better in a team, and tend to 	veer away from leaving an employer. Ways to measure employee satisfaction could be to 	conduct informal chats or employee satisfaction questionnaires.
		[17]
Conclusion
Although the above metric cannot be used solely as identifier of overall team development, they can be used to gauge the current team ethos. The frequency these metrics are measured is important, as employee satisfaction can waver significantly very quickly, drastically effecting team performance.
As with all software development projects, team performance can be monitoring KPIs related to the actual software being developed. Examples of these could be velocity, burn down or cumilatuve flow charts. 
Some other ways that good team development can identified could be to speak to other colleagues in different teams for their views. 


Executive Summary
This report provides an analysis and evaluation of the proposed creation and improvement of a new Software Development team based in Swansea App Synthesis Ltd. The desired outcome of this report is to identify the best and most efficient way of building the new team. The new team will partly consist of current employees of Swansea App Synthesis Ltd, therefore, the recruitment and selection process of new employees will be also be explored. Team development is also an important area within today working environments, so this will also be investigated.
Methods of analysis used within this report is based on literature review and previous work experiences within the same working environment of the new team. An attempt will be made to clearly and precisely explain the chosen methods within the report.
Results of the investigations into the report are that it can be extremely difficult to identify an appropriate solution to the recruitment and development process. This is due to the human nature aspect experienced in the working environment, everyone is different. Each theory mentioned in this report both has advantages and disadvantages, both needing to be weighed up against each other.
The report recommends conducting a thorough recruitment process, using all the latest techniques available, in order to attract and possibly employee the best candidates possible. Constant monitoring of team performance is essential, today's working environments change daily sometimes hourly, therefore keeping abreast of the situation is vital. Providing the employees with the correct leadership style appropriate to a given situation is very important, everyone is different, some need more help than others, some just need encouragement.
The report does has its limitations, not knowing or worked with the current employees could have a negative effect on the recruitment selection, leadership style chosen and the way selected to accelerate the development of the team.
Although, the methods shown within the report are backed with current research, it cannot be taken that if used they will build the desired team ethos.
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