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ABSTRACT

Purpose - Self-managing teams are becoming more and more popular in organizations. To assemble a successful
team it is crucial to recognize the professional skills and other characteristics of the members. Those skills and
characteristics differ from regular work teams, , that hast to be taken into account during recruitment and selection
procedures. Therefore this paper investigates the best recruitment practices in self-managing teams.

Methodology - The data for this study is obtained through six interviews with employees of a healthcare organiza-
tion and analyzed through open and closed coding.

Result & Conclusion- Important for this selection is not only the education and experience of the future employee,
but also managing skills. Furthermore, the applicant should have character traits like independence and flexibility,
as well as crisis thinking. However, the candidate is not the only one to be assessed, but it should also be verified
that the other members of the self-managing team fit to the new employee and vice versa.

Additionally, the recruitment and selection processes should be well structured and thought through with an ade-
quate and meaningful job design and recruitment channel to attract the best suitable candidates. Furthermore the
evaluation of the application should be discussed with all team members to achieve the best outcome, as well as a
close to reality assessment of the candidates’ skills. Lastly the decision in selecting a new team-member should be
forgathered with the entire team.

Practical implications- This study provides a conceptual model, which serves as a guideline for suitable recruit-
ment and selection practices in self-managing teams. Whereas the focus in the recruitment and selection practices
are: Job design, recruitment channel and selection of an employee, the three main findings in the self-managing
teams focus on: transition in self-managing teams, characteristics of self-managing teams and lastly the skills in
self-managing teams. The applying of this model can then lead to a competitive advantage for an organization.
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1. INTRODUCTION

Research has shown that recruitment practices influence em-
ployees and their behavior in an organization and can have
different effects on the employee performance and therefore
also on the performance and success of an organization.

According to Kilibarda and Fonda (1997) a good recruitment
practice can minimize the risks of failing to achieve the busi-
ness strategy. Furthermore a study by Jiang et al. (2012) states
that to retain talented employees and realize operational and
financial objectives, organizations need to use Human Resource
practices, especially recruitment and selection, to enhance both
employee skills and motivation at work. Additionally a research
by Begum et al. (2014), which was conducted with 57 em-
ployees from 6 commercial banks in China found that the cour-
tesy of employees is most significantly related to recruitment
and selection. Another study shows that there is a significant
positive relationship between recruitment sources and employee
performance in the cooperative sector in Kenya. This research
was conducted by Mokaya et al. (2013) with 89 employees of
the Kenya Union of Savings and Credit Co-Operatives. This is
supported by a research conducted among SMEs in Japan, whe-
re the recruitment and selection intensity index shows positive
and statistically significant correlation with financial perfor-
mance, as well as highly and positively correlated with product
quality (Gamage, 2014).

It has been also found that recruitment and selection, once well
designed, promote job satisfaction of employees in an organiza-
tion. Thus a study among bank employees in Bangladesh shows
a fair recruitment and selection transmits a vibe of fairness to
employees, and this in turn results in an increased level satisfac-
tion at the job (Uddin Ahmed, 2005). Whereby another study by
Pasaoglu and Tonus (2014) shows, that recruitment and person-
nel selection as well as training and development positively
affect job satisfaction. This study was conducted with 264 nur-
ses, doctors and employees who work in 5 private hospi-
tals within the borders of Eskischir province.

The recruitment practices, through formal and informal chan-
nels, are shown to be directly involved with the success of the
recruitment and selection of new employees.

A study at Harvard University mentions that while in 1996 only
0.15% of the workers were hired through online recruiting, by
2002 15.93% of the worker were hired through online recruiting
(Hadass, 2003).

It is logically to assume that all employees, which were newly
hired could be part of a regular work team, but also a self-ma-
naging team. Indeed, by 1990 already 47% of Fortune 1000
companies reported the usage of the managing practice self-
managing teams and 60% planned to increase the use of those
teams (Cohen et al., 1996) and therefore the switch from normal
work teams to self-managing teams.

Self-managing teams are responsible for providing services
autonomously and therefore directly representing the organizat-
ion, who they work for. A study on the recruitment advertise-
ments itself, among 71 undergraduate students in Finland, re-
sults indicate that humour in online job ads negatively affected
job seekers' attitudes towards the job ad, their attitudes towards
the company, and their attitudes towards the job (Oikarinen &
Soderlund, 2016).

Boselie (2010) has shown that employee involvement in the
recruitment and selection of new colleagues and employee
involvement in decision making on departmental issues are
potentially powerful HR interventions for creating a high per-
formance work climate among employees. The research was

conducted with 157 participants in a hospital in the Nether-
lands, with the focus on non-medical staff and healthcare per-
sonnel.

Research has shown, that employees who experience positive
HRM practices, like recruitment and selection may thus be
“paying back” their organization by being more positive, cour-
teous and helpful toward customers (Tsaur & Lin, 2004), this is
important for employees that work in self-managing teams with
daily client and customer interaction.

Additionally firms who are deploying more recruitment and
selection practices are said to be able to generate more new
products or innovations (Gamage, 2014), however it is to assu-
me that those practices also need to be valuable to the organiza-
tion. So not only the number of practices is important, but also
their success as well. This is a great alignment with self-mana-
ging teams, as research shows that they are akin to organic
structures which are suggested to be effective in facilitating
innovation (Muthusamy et al., 2005)

A research on the Dutch labour market observed that employers
prefer to start searching by placing an advertisement instead of
using informal contacts if the following characteristics are met,
special work experience is required, the applicant should belong
to a certain age group, an administrative job has to be filled and
lastly it concerns a permanent or full-time position (Gorter et
al., 1996). These characteristics are all fitting for an employee
of a self-managing team.

The formal recruitment channel is also supported in a research
by Manoharan et al. (2014), who interviewed 27 general mana-
gers in the hotel industry in Australia and the results indicated
that the study hotels’ recruitment and selection process general-
ly included formal practices such as job advertisements posted
internally and externally.

As an example acts the shortage of suitably qualified nurses,
which is a worldwide problem (Heilmann, 2010). This is espe-
cially important in the case of the self-managing teams, who
operate in the healthcare industry and are in need of nurses and
other healthcare professionals. Therefore, employers who con-
sider the speed of the recruitment channel in providing a pool of
applicants as important, tend to have a higher probability of
choosing advertisement or the labour office relative to informal
contacts or “others” as first recruitment channel (Russo et al.,
1997).

Additionally research introduces one study, which used detailed
information on 19,806 dutch firms from phone interviews for
the year 1991-1994, showed that the use of informal recruit-
ment channels generates a smaller number of applicants than
formal recruitment channels (Russo et al, 2000).

As we see from the examples above, research has shown re-
cruitment practices are directly influencing employee behavior
in an organization. It is necessary to be able to select suitable
employees for every position and cover the key characteristics,
this is also the case in a self-managing team and its associated
organization.

However although recruitment has a directly positive influence
on employee behavior and the success of an organization, after
scanning the related literature it is noticeable that there is a
shortfall on research about the relationship of recruitment and
selection practices and self-managing teams. It is not yet known
how different recruitment and selection practices might influ-
ence the combination of members in self-managing teams or the
operational success of the teams itself, whether this might also
impact the employee behavior, as well as their performance
within the organization.



Therefore this research was guided by the following research
question:

» What are the best recruitment practices in self-managing
teams?“

This paper is continuously structured to answer the main ques-
tion of this research. First associate literature on this topic is
outlined within the theoretical framework and a conceptual
model and its variables are introduced. Furthermore an opera-
tionalization of the variables is presented. Thereafter the me-
thodology section will discuss the collection of data, as well as
the coding of the data and the reliability and validity of said
data. This paper continues with the introduction of the findings
and results and close with a discussion and conclusion, as well
as limitations of this research and suggestions for further justi-
fied research on this topic.

2. THEORETICAL FRAMEWORK

2.1 Recruitment and Selection practices
Recruitment and Selection is a key strategic practice in Human
Resource Management (Wilkinson, 2013). Both practices, re-
cruitment and selection, are combined as one HRM practice.
Despite the close relationship of those two processes, each indi-
vidual process needs a different set of skills and knowledge
(Foot & Hook, 2005). First of all the identification and creation
of a suitable recruitment strategy and secondly the introduction
of an equally suitable selection process (Wilkinson, 2013).

2.1.1 Recruitment

In this paper we borrow the definition of Bratton and Gold
(2007), who view recruitment as the process of generating a
pool of capable people to apply for employment to an organiza-
tion. To guarantee that of this pool of capable people, the suita-
ble people are chosen, it is necessary to have appropriate re-
cruitment practices.

A systematic recruitment process involves the following measu-
res. First of all it is necessary to identify the needed vacancies,
do a job analysis and the needed requirements to customize a
matching job description (Myers & Dreachslin, 2007; Holm,
2012). Especially during the last decade the research in job
design has highly increased (Fried & Ferris, 1987) and the de-
sign of a job position is normally created by the operating de-
partment together with the HRM department (Bizer et al.,
2015). A personal specification and identification of suitable
candidates are required, as well as their characteristics and their
benefits for the organization. Lastly activities to attract potential
suitable candidates are designed, for example advertising or
recruitment events (Myers & Dreachslin, 2007; Holm, 2012),
because many candidates are not only looking for the right fit
job, but also the best fit organization (Rynes & Cable, 2003).

The recruitment practices can vary from formal channels inclu-
ding going to fairs, using advertisements and insertion of job
postings on the Internet, using external recruitment firms and
furthermore using professional associates, which means profes-
sional conferences or publications. In contrast, informal re-
cruitment channels operate through social networks, employee
referrals, and the organization's reputation or image (Myers &
Dreachslin, 2007).

Recruitment can concentrate on external candidates or internal
candidates, which are already employed in the company, but
will change positions accordingly (Holm, 2012).

The chosen recruitment channel needs to target an acceptable
number of the most suitable candidates, without attracting an
overwhelming number of not suitable candidates (Rees &
French, 2016). Nowadays, due to the tough situation in the
labour market, organizations often receive a large number of
applications for any job listing, whether they are suitable or not
(Bizer et al., 2015).

Companies and organizations additionally have to adapt to the
trend of online recruitment (Wilkinson, 2013). Possible candi-
dates for a position are more and more awaiting to find suitable
job positions through the internet rather than other channels
(Bartram, 2000), because the internet is becoming one of the
most important mediums for recruitment practices (Bizer et al.,
2015). It can be assumed, that social media and especially soci-
al networks are playing a big role in online recruitment.

2.1.2 Selection

A systematic selection process involves the recruiting process,
which includes the receiving of applications, gathering informa-
tion about qualified applicants through a screening of the can-
didate, evaluating the qualification of each applicant and lastly
making decisions about employment (Gamage, 2014; Holm,
2012).

Over the last years the selection of employees has changed
drastically, mainly due to an increasing usage of online infor-
mation and the administration and usage of educational tests
(Chapman and Webster, 2003). This influenced not only the
methods of assessments, but also the evaluation of the candida-
tes and their applications. This can be due to the availability of
new information, especially online, and through new testing
methods of applicants.

But not only the growth of technology changed the selection
process, also globalization is a factor. Organizations are not
limited to national searches and selection of employees, but also
international applicants can be chosen (Wilkinson, 2013). The-
refore it is necessary for organizations and companies to create
selection processes, which are valid for either situation and can
be used nationally, as well as internationally (Wilkinson, 2013).

Selection methods, which are regularly used like interviews,
scanning CVs or reference letters are often not reliable in pre-
dicting the future performance of a candidate (Rees & French,
2016), whereas selection methods with a higher validity like
biodata or the testing of cognitive ability are not as highly used
(Anderson, 1990). Therefore it is necessary to make the outco-
me of the selection process as realistic as possible and conti-
nuously analyzing and evaluating the current selection process
(Rees & French, 2016). Over time a large number of predictors
and measurements of those predictors were developed to analy-
ze a candidate (Schmitt et al., 2013).

Rees & French (2016) warn of some mistakes in the selection
of employees, which should be avoided to enhance the success
of the process. These mistakes are linked to the personal per-
ception of a candidate through the decision maker, like selective
perception, stereotyping or bias. All employees, who recruit
candidates for an open position should be accordingly trained
and should maintain a respectful behavior toward every candi-
date and make sure that every candidate understands the selec-
tion process for the open position (Schmitt et al., 2013).

As mentioned beforehand the usage of technology at this time,
mostly the internet, in the selection process is a fundamental
aspect for organizations to be a competitor. First of all the usage
is more efficient, as it saves time and money. Due to the possi-
bility of for example internet calls, neither the job candidate or
employer have to be at the same place (Wilkinson, 2013).



Other selection processes could be digitalized as well, like refe-
rence checks or assessment centre (Bartram, 2000). But also the
check of the candidates’ social media accounts can be a step of
the screening and evaluating of the candidate. However social
media accounts are often not reliable, as they do not offer a
two-way communication between the candidate and the orga-
nization and do not offer a set of prepared measurements and
lastly they often do not show any relationship toward the open
job position and therefore no relevance for a potential perfor-
mance in the job (Roth et al., 2016).

The literature shows, that the recruitment and selection of an
employee not only consists of two individual practice phases,
which are recruitment and the selection. But also that each prac-
tice is then divided into different steps, where the recruitment
practice concentrates on finding suitable candidates. The selec-
tion concentrates on selecting the perfect fit from those suitable
candidates.

2.2 Self-managing teams

These special working teams are known under different terms
like self-managing teams (Cummings & Griggs, 1977), self-
leadership teams (Hauschild & Konrad, 2012). Different terms
in our view, explain similar management practices.

Self-managing teams are groups of individual employees, who
can control their behavior on nearly all professional work tasks
themselves (Cummings & Griggs, 1977). They differ from
normal work teams, due to the authority of individual em-
ployees and therefore allow team-members to make decisions
and the permission to handle team- and working processes in-
ternally in the self-managing team (Pasmore et al., 1981).

They are directly involved in the recruitment and selection pro-
cess of new employees within their particular teams (Goodman
& Haran, 2009) and they have the autonomy to make decisi-
ons that are traditionally the responsibilities of supervisors and
managers (Alper et al., 1998).

Self-managing teams are not expected to be coordinated by a
superior employee; they rather manage their team individually
to integrate their work behavior, the coordination of the work to
lastly achieve the individual goals of every member within the
team (Stephens & Lyddy, 2016). However the execution and
management of the work is structured and appointed by others.
It means that the level of formality and authority is an indicator
if it is truly a self-managing team or rather just a normal work
team (Wageman, 2001).

The companies and organizations, who are using self-managing
teams, are trying to achieve higher creativity and higher initiati-
ve as characteristics for their employees by encouraging self-
management (Banner, Kulisch, & Peery, 1992). It is also assu-
med that changes are implemented more quickly and the adap-
tion and respondence to new situations is more fluent, when
using self-managing teams in comparison to normal work
teams, who are not managed independently without supervision
(Banner, Kulisch, & Peery, 1992). Just now self-managing
teams are used in the health-care industry due to the changing
environment in this line of work and the quicker adaption of
change in self-managing teams (Smets, 2014).

Already forty years ago Donvan (1976) argued that during the
implementation of self-managing teams and the changing of the
corporate structure, employees and therefor the new members
of those self-managing teams were experiencing the transition
as troublesome, because they were used to have a superior who
gave directions, whereas this authority was gone. However after

employees were accustomed to these new structures, they expe-
rienced their new found power as pleasant.

Researchers recognize that the members of self-managing work
teams have a variety of skills needed to perform the task, and
the team receives performance feedback (Wall et al., 1986). An
integral part of the advantage of self-managing teams is increa-
sed flexibility in adapting their structures to a variety of tasks,
situations, and conditions (Langfred, 2007). The key skills of a
self-managing team, besides the core job competences, are the
responsibility of providing a service and making decisions
about task assignments, the execution practices of the work, as
well as the scheduling process of activities.

Another skill pallet is the face to face interaction with clients
(Goodman et al., 1988). Additionally a collectively active in-
volvement with service quality in self-managing team results in
higher customer ratings, as a research by Jong et al. (2005)
showed. This is important, because as research shows the sensi-
tivity toward high quality and customer satisfaction is becoming
more and more important, especially considering that the work-
force directly dealing with a service or clients is rising steadily
(Schmitt et al., 2013).



3. TOWARDS A CONCEPTUAL MODEL

With an analysis of the theoretical framework it is possible to
construct a conceptual model about the recruitment and selec-
tion process in a self-managing team. Different phases and steps
in the practice were identified within the theoretical framework.
This model highlights the individual phases and steps of the
practices and the relation between recruitment and selection, as
well as self-managing teams.
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Figure 1: Conceptual Framework

3.1 Variables

The three main concepts in this conceptual framework are re-
cruitment, selection and employees of a self-managing team.
All variables are used continuously in a step-by-step system.
These different steps contain different variables. Starting with
the concept of recruitment the variables are a) position infor-
mation, b) job requirements, and c) formal-and informal re-
cruitment channel. The concept of the selection process con-
sists of the variables a) selection criteria, b) methods of assess-
ment, ¢) evaluation of the application and the d) decision ma-
king about employment. The last concept in the conceptual
framework are the self- managing teams, which includes the
variables a) providing a service, b) task assignment within the
team, c) execution practices of work, d) scheduling of activities
and lastly the e) interaction with clients.

4. METHODOLOGY

The study is following an explorative approach, because social
phenomena are studied in a native environment (Yin, 2012), in
this case to analyze the best recruitment practices in self-man-

aging teams. As the study concentrates on recruitment and se-

lection practices of one organization.

4.1 Collection of data

For the collection of primary data interviews are set up with
employees from Livio in Enschede in the Netherlands.

By interviewing people who work in the health care sector as
part of self-managing teams, data were gathered from their
current and their past experiences regarding the increased au-
tonomy and power they have within the company.

The structure of the interview is adapted from the conceptual
framework, which is presented in Appendix 1. Therefore the
main objectives the interviews concentrates on are the two
phases of the recruitment and selection process and its individ-
ual steps and the variables of self-managing teams. It is impor-
tant to not only analyze the future goals, but also the current
situation and procedures in recruitment and selection. The skills
currently represented in the individual self-managing teams, as
well as the characteristics that are needed for a successful self-
managing team and how those recruitment practices and proce-
dures are linked to the needed skills in a self-managing team.

Table 1. Interviews conducted at Livio

Gender | Position City
1| Female Specialized Homecare | Enschede
2| Female Retirement Home Haaksbergen
3| Female | Retirement Home Haaksbergen
4| Female Regular Homecare Enschede
5| Female | Regular Homecare Enschede
6| Female Regular Homecare Haaksbergen

The interviews were conducted over a three-week period, with
all interviews lasting on average one hour. All interviewees
have a nursing education and are members of self-managing
teams at the company. All interviews are completed and applic-
able for this research.



4.1.2 Company description

Livio is a health care organization in the field of living, nursing
and caring, which operates in Enschede, Netherlands. The orga-
nization has around 2500 employees, from which are around
60-80 self-managing teams.

The motto of Livio’s self-managing team is “Professioneel Or-
ganiseren”, which is also their term for the self-managing
teams. Every team has around 15 members and each team has
knowledge in ICT, Human Resources, general business, fi-
nance, quality and communications (Livio, 2016). Furthermore
every team works independently without the guidance of a su-
pervisor.

4.2 Coding of the interview

All interviews were recorded and transcribed. We applied the
open coding technique to make an overview of all emerged
topics. To reduce the list of codes it was necessary to have a
constant comparison of the codes and find similar codes. After-
wards the codes were bundled in matching categories, also
known as closed coding. These categories were adapted to the
conceptual model and its variables. The three main categories
are Recruitment (Phase 1), Selection (Phase 2) and Employee of
self-managing teams. Those contain in total 4 sub-categories for
each recruitment and selection, as well as 6 sub-categories for

self-managing teams, with the sub-categories being the individ-
ual steps for every phase, for example job requirements (Step
1), methods of assessment (Step 3) and Interaction with clients
(Self-managing team). Every sub-category had on average five
codes. This is crucial to reflect the purpose and the topics of the
research, as well as look for relationships in the different cate-
gories and discover similarities and differences between theory
and practice. This approach was repeated for every transcript
and lastly the codes and categories were compared, summarized
and analyzed for relationships within the categories and coding
schemes to gain the best possible analysis outcome. Example
coding schemes for every category are provided below.

4.2.1 Example coding scheme recruitment (Phase 1)

Main Category | Sub Category Code
Recruitment Job requirements Education
(Phase 1) (Step 1)

4.2.2 Example coding scheme selection (Phase 2)

4.3 Operationalization

4.3.1 Operationalization of recruitment- and

selection practices
Concept Variables
Recruitment Position information

The process of generating a
pool of capable people to
apply for employment to an
organization (Bratton &
Gold, 2007)

Job requirements

Formal recruitment channel

Informal recruitment channel

Selection process

The selection process gathers
information about qualified
applicants, evaluating the
qualification of each
applicant and making
decisions about

employment (Gamage, 2014)

Selection criteria

Methods of assessment

Evaluation of the application

Making a decision about
employment

4.3.2 Operationalization of self-managing

teams

Concept

Variables

Self-managing teams
Groups of interdependent
individuals that can self-
regulate their behavior on
relatively whole tasks
(Cummings & Griggs, 1977)

Providing a service

Task assignment within the
team

Execution practices of work

Scheduling of activities

Interaction with clients

Main Category | Sub Category Code
Selection Methods of assess- Interview
(Phase 2) ment (Step 3)

4.2.3 Example coding scheme self-managing team

Main Category | Sub Category Code

Self-managing | Interaction with cli- Homecare

team ents

S. RESULTS

5.1 Recruitment

Finding new employees in the homecare sector is a difficult
task, as a low number of applications for open job position

show. This applies especially for open positions where a higher
education is necessary.

First of all, because ,,most want to work in a hospital, because
they think it is a little bit too easy to work in homecare* (Inter-
view 5), but it is also not a very attractive job "because it is a
job, that is not very good paid and people know it. You have to
work hard and long hours, weekends and evenings and
nights““ (Interview 5) and ,,especially younger people who
graduate have no idea about home care and prefer to work in
the hospital (Interview 6). Additionally Livio is only offering
temporary contracts of one year, which is ,,not a big



contract” (Interview 6) and therefore employees are leaving
afterwards. However Livio is also adjusting and ,,nowadays,
they want to offer the HBO students a degree so that they can
stay here*“(Interview 6). This is difficult for the members of the
team, because it is difficult to substitute for missing team-mem-
bers, as the other team-members have to work longer hours and
take over the clients of the leaving member. Therefore it is nec-
essary to find a solution for loosing employees to hospitals and
other organizations.

1see. If we know beforehand, we will prepare a vacancy.“(Inter-
view 6), this preparation often consists of a discussion within
the team about what position needs to be occupied and what the
requirements of this position consists of. After the discussion
within the team, ,, ...we go to HRM and together with them we
write down a job profile and requirements...“ (Interview 4).
The job requirements include many different things, but one of
the most important factors is a good education, which comple-
ments the homecare sector. Furthermore experience is impor-
tant, especially for the specialized teams, but also experience
from former internships at Livio is welcomed. Next to the pro-
fessional aspects of the requirements, it is important that the
new employees have independent thinking, ,,... when you're
only in a customer situation and in crisis, you have to indepen-
dently think about what you're going to do at the time...“ (Inter-
view 4) and also flexibility and the most important requirement,
that is not of professional nature is that the new employee fits
well into the team, ,,that is very important. So we have our own
values, so we always support each other., ,,so it is very impor-
tant, that your team spirit is ok, because otherwise you are go-
ing down.“ (Interview 5).

5.1.1 Recruitment Channel

The self-managing teams at Livio are adapting a mixed strategy
for the recruitment channel. They are not only using formal or
informal recruitment channels, but they are using a mix of both.
First of all the team will prepare an advertisement, often togeth-
er with the HR department of Livio and this advertisement will
then be published not only in newspapers and on the company
website, but Livio is also using social media platforms, like
Facebook, to advertise their vacancies. As one self-managing
team member notes:* Social media will be a growing part 1
think. People don't read newspaper like they did before. They
gather information from different sources now.” (Interview 1)
and furthermore ,,social media, especially for the younger nurs-
es.” (Interview 4). Besides the external recruitment, they are
also recruiting internally in the organization and are also taking
referrals from other health professionals. One member explains
the different methods as follows: ,,We first have to do the inter-
nal recruitment here for people in Livio, but that doesn't bring
any new people of course. So then we put an ad in the newspa-
per, also ask people who work in psychiatric health care and we
more and more want to use social media“ (Interview 1).

5.2 Selection
5.2.1 Selection Criteria and Methods of
Assessment
As soon as applications are gathered the self-managing team
will come together to discuss the applications. The applications
are either first collected by HR and then forwarded to the team
or the applications are directly send to the responsible self-
managing team. Additionally open vacancies are always pre-
sented on the companies website and initiative applications can
be send to HR. Those applications can also be reviewed by self-
managing teams in search of a new employee.

Normally the applications contain a letter of motivation and a
CV. Therefore the applicant is firstly revised by the self-manag-
ing team on theoretical information. Both are important, a CV,
because ,,it 5 important what job they had and their

education® (Interview 4), but also the letter of motivation, to
see the motivation for this new position. The selection of suit-
able applicants is closely based on the job requirements, which
were discussed beforehand. As mentioned most important here
are a good education and experience in the required job field.

If the applicants are assessed as a good fit for the team in the
theoretical background they are invited to a personal interview.
Most teams are using one interview, but it is also possible to
have multiple rounds of interviews to find the best new em-
ployee, as one self-managing team member states: ,,And if we
feel good about it, we invite them to a second conversation and
then they will be accepted.” (Interview 6). The interviews are
conducted with members of the team and also sometimes with
the support of the coach manager or someone from the HR
department. For the interview at least two team members are
present, ,,it's a positive thing to have two completely different
kinds of characters, that makes the recruitment better so to
say.” (Interview 1). Furthermore the different team members
can take on different roles in the interview where ,,one asks the
question and one observes and then switch the roles.” (Inter-
view 4). In the opinion of the teams the interview is a good
method to assess the applicant for the open position and
whether they fit into the designated self-managing team, with
one member stating that, ,,when someone gets in, gives you the
hand, sit down and looks you in the eye. It was more of a feel-
ing. It feels good or it does not feel good.“ (Interview 4).

5.2.2 Evaluation of Application

The self-managing teams at Livio are using different methods
for the evaluation of the application. The HR department does
the first screening, when receiving the applications. However
no background check is applied in any team, with one member
saying, that ,,it is always a gamble* (Interview 5). Furthermore
the former employer are not contacted or approached to get a
reference, one of the reasons is explained by an employees as:
»We never did background checks, but we know the places they
worked, so when someone has a very specific description where
they worked and has a good explanation why she wants a new,
she is seeking a new kind of work and in most cases it's they
want to have other work times and more freedom in the work.
Things like that, then it is not something we check.” (Interview
1), but at the same time she states, that ,,maybe that is some-
thing we should do more.“ (Interview 1).

Nevertheless some teams are evaluating the applicants with a
hands-on approach, such as a trial period of one month ,, ...
when we take someone with us to our clients and want to see
how someone works and if it fits.“ (Interview 1), but also the
visitation of the clients for the applicants ,,s0 they can see
whether they like it.“ (Interview 5), which is also a protection
for the teams, that the new employees are not directly leaving
the organization again, because they realize, that homecare is
not the right fit for them.

5.2.3 Decision making

The decision about selecting a new employee and therefore a
new member of a self-managing team lies within the team it-
self. Whereas most teams decide with the help of the whole
team, some teams decided that only the participants of the in-
terviews, who got acquainted with the applicants, will make the
decision. The organization Livio is mostly not involved in the
selection of the new person, but more in the organizational as-
pects like ,,...for how many hours someone can come and things
like that.* (Interview 1).



5.3 Self-managing teams

The transition to self-managing teams in the organization Livio
was not always smooth with one self-managing team member
stating, that ,,it wasn t easy, because we were always having
managers, so we didn t have to think about, what happens when
there is no nurse tomorrow.* (Interview 5) and also another
employee notes, that ,,yes, it's quite difficult, because it's a bit of
scanning of who wants to do something.“ (Interview 2). How-
ever it is also stated, that ,,/ think there is no way back, we can't
go back working with managers.* (Interview 5).

The coach managers are not always a support for the teams, like
it is supposed to be, either. With one calling the support of the
coach manager ,,/ittle* (Interview 5), but also that ,,it is growing
in the last years (Interview 1). One of the reasons might be the
many teams, that they have to supervise and guide.
Nevertheless the self-managing teams agree, that the coach
manager is the primary contact to the organization and higher
management of Livio, ,,...Jike a linking pin“ (Interview 1).

5.3.1 Providing a service

The self-managing teams at Livio ,,have to do like 85% behind
the doors by clients. (Interview 1). Therefore the main task of
the team is providing a service to clients, which are in need of
homecare or care inside a facility. For example one employee
explains:* I am at home counseling, so I come with people at
home to guide them in the home situation.” (Interview 4) and
furthermore ,,... we look at the client where the problems lie and
talk about what they can do and respond to that.” (Interview 4).
Additionally the self-managing teams are supposed ,,... to im-
prove the quality of care for the clients...”“ (Interview 3). How-
ever in that case it is necessary, that enough staff is accounted
for, with one team member noting, ,,/ think that sometimes there
is a shortage.” (Interview 3), ,,then you just notice that you
have less time for the clients and then they get care of. The
quality really goes backwards. (Interview 3).

Moreover the members of self-managing teams often have to
substitute for missing team members, whether it is short term or
long term. ,,We work harder and harder and more and more. Its
not positive. Its very difficult.* (Interview 5) and it is doable
,only temporary and not for a long time.* (Interview 4). One
team is additionally working with an app, as one employee of
this team explains: ,,/ work for my colleague today because her
son had fallen from the trampoline. Then the app asks: Who can
work for me and so on.” (Interview 2), but she also admits, that
,, Ssometimes it's quite difficult. Especially on weekends and
public holidays.* (Interview 2).

5.3.2 Tasks within the teams

As the teams are self-governing the team has to cover not only
professional, but also organizing and managing functions. Some
of those team managing tasks include recruitment and selection
of new employees, quality management, budgeting and finance,
scheduling and planning and lastly PR. Nevertheless every
employee of a self-managing team is still visiting clients and
doing his or her profession as health professional. The tasks are
divided ,, a little bit equally, there are some people who like to
do some extra things* (Interview 1) and ,, yes, everybody has a
number of tasks.* (Interview 2).

But ,,sometimes it's the time schedule in your agenda what
makes that person want to do it or that person doesn't want it.
Sometimes it's, because of a continuity, because last year this
one did also, like our new folder or things like that and this
person already knows a lot about it, so it's more easy to choose
the same person. (Interview 1). ,.,If vou are interested, you can
do it (Interview 5), ,,but if I say I do not like it anymore, I'm

looking for someone else who I think is suitable for it. It's not
that I'm stuck on it for a lifetime.” (Interview 3).

5.3.3 Execution of practices

As the teams are self-governing, it is evident, that the teams
may have their own procedures for executing things and also
experience this execution differently. As employees note: “So
that made it from the start, we did our own thing, in our own
planning, our own management...* (Interview 1) and further-
more they ,,...arrange everything ourselves...“ (Interview 5),
,...ourselves solve things ... (Interview 2) and additionally

., you are more involved with the whole thing.* (Interview 2).
But this self-managing does not only have positive aspect with
one noting, that ,,it is all about the automatic pilot and not say-
ing that you have a conversation with the client. (Interview 3)
and that ,,... you have less time for the clients ... (Interview 3).
Furthermore it is mentioned, that ,,/less leadership needs are
needed.” (Interview 2).

Additionally it was noticeable, that the self-managing teams in
the homecare sector are more independent in their execution of
practices, whereas the teams in the facilities rely more on the
help of their coach-manager. One example is the recruitment of
new employees. In the homecare teams those practices are all
done within the team, but in the teams within the facilities those
practices are conducted by the coach- manager.

5.3.4 Scheduling of activities

The scheduling and planning of activities is a task within the
self-managing team and it is usually occupied by one or two
members of the team. Therefore every team creates ,,... our own
schedule.” (Interview 4), ,,so everyone gets the hours that are
distributed.” (Interview 4). Moreover the self-managing teams
can use an App for scheduling activities, client meetings and
also substitutions. The app scheduling contains of four rounds,
where in the first round every member can add their desired
work- and off days. In the second round the desired off days
and working days of each member are compared and shortages
are analyzed. The next round contains the complete planning
and lastly a message is send to all members, that the new
schedule is online. Furthermore the App can be used for finding
substitutes, with one employee explaining: ,,Then the app asks:
Who can work for me and so on.“ (Interview 2) and whoever
wants to substitute can send a message back.

5.3.5 Interaction with clients

As mentioned beforehand, the interaction of clients is one of the
main tasks within a self-managing team, because the team
members ,,are the tool toward the client.” (Interview 1). This
has a positive aspect toward the client, because ,,...we are also
familiar with customers and they also see less different faces
and no intermediaries.” (Interview 6) and ,,so we go to the
client and we may look what kind of help they want and we can
arrange that ourselves.” (Interview 5). In the facility care it is
also common, that the different team members have different
tasks concerning the well-being of the clients. For example one
person is familiar with ergo therapy, another member is check-
ing the different drugs and antibiotics and another member
might be responsible for the incontinence system.

5.3.6 Characteristics within a self-managing team
Some characteristics include flexibility, independence and
openness. Additionally good communication skills are needed
and a sense for responsibility. The teams should contain ,,differ-
ent kinds of types, it should be a good mix.* (Interview 1) and it
is important that new members fit into the team. Especially in
self-managing teams without a management supervision ,,you



always have people who do nothing, the followers, and you
have people who are bosses and sometimes it clashes. Every-
body should be the same otherwise it will not work.“ (Interview
S) and ,,... it is very important, that you see what the ambitions
of all the members are.” (Interview 1)

6. DISCUSSION AND CONCLUSION
Job design

During the analysis of the empirical data it became clear, that
the self-managing teams at Livio are closely performing the job
design and defining the requirements as suggested in the litera-
ture suggests it, with the identification of vacancies and doing a
job and requirement analysis. (Myers & Dreachslin, 2007;
Holm, 2012). The teams are using the help of the Human Re-
source department to prepare the best job position and have
very clear ideas about the requirements and characteristics a
new employee should fulfill, for example the education and
experience of a applicant. According to those requirements they
prepare a suitable job posting, which they later advertise. As
mentioned by Rynes & Cable (2003) it became evident while
evaluating the data of Livio, that it is important that not only the
position is a fit, but also the organization as well.

Recruitment channel

The self-managing teams at Livio are using a variety of re-
cruitment channels. Not just formal- or informal channels, but a
mix of both to find the best new employee. Myers & Dreachslin
(2007) describe a variety of recruitment channels, with Livio
using advertisements and insertion of job postings on their web-
site, but also informal recruiting with the usage of social net-
works and employee referrals from other professionals in the
health sector. Furthermore internal recruitment is used as well
and therefore the employees will change the positions accor-
dingly within the organization (Holm, 2012). The data shows
that it is important for the self-managing teams, that the most
suitable candidates are targeted (Rees & French, 2016). This is
for example implemented by using social media to target youn-
ger nurses or using referrals from other health professionals and
not just any referrals.

Selection of a new employee

Assessment methods like interviews or CVs are often not relia-
ble for a prediction of a future work performance of an appli-
cant, but they are regularly used (Rees &French, 2016). The
two preferred evaluation criteria of the applicants at Livio are a
CV and an interview together with a letter of motivation from
the applicant as well. The CV shows the theoretical background
for an evaluation, like education and previous positions and
other experiences, whereas the interview is supposed to show
the personality of the applicant. Rees & French (2016) note that
it is important to avoid certain mistakes in the selection of a
new employee, for example the personal perception of a candi-
date. The self-managing teams at Livio are trying to accommo-
date those mistakes by not only one person accompanying the
job interview, but multiple team members with mostly different
characteristics and roles within the team. If necessary they also
use multiple interview rounds to find the perfect new member
for the self-managing team. Although the self-managing teams
are not evaluating the applications with background checks or
contacting of previous employers, as the analyzed data shows,
they try to make the outcome of the selection as realistic as
possible with and continuous analysis and evaluation
throughout every step of the process, as it is recommended by
Rees & French (2016) as well. To make it most realistic the

members of the self-managing teams are using a hands-on ap-
proach, which means that the candidate has to accompany team
members to real clients and experience the job position first
hands. This is a good encounter not only to evaluate the per-
formance of the candidate, but also for the candidate itself to
see, whether this job position is a fit. Furthermore Schmitt et al.
(2013) notes, that every employee, who is responsible for the
recruitment, should be accordingly trained. In self-managing
teams this is often not the case, as they do not have the proper
managing qualifications, however the empirical data showed
that due to continuously doing the same task the understanding
and execution of the recruitment process is improving over
time.

It is also important, that the self-managing team is making the
decision of selecting a certain applicant together, as it is within
the self-managing teams at Livio, and not one individual team-
member, this way personal perception of an individual can be
avoided, because different opinions and views of a person are
taken into consideration.

Transition to self-managing teams

Donovan (1976) notes that the transition to self-managing
teams is not easy and some employees experience it even as
troublesome. As the empirical data shows this is also the case in
the organization Livio and their transition to self-managing
teams. Their transition was not smooth, as the employees were
not used to doing everything themselves without any supervisi-
on. Although they have a coach-manager they are not using the
manager in day-to-day activities, but rather for emergency si-
tuations. Yet the analysis of the data shows, that the teams do
not want to go back to the old structures, one of the reasons is
the new independence and flexibility within the team., but also
as Donovan (1976) argues, the newfound power is perceived as
pleasant.

Characteristics of self-managing teams

Wageman (2001) notes that the level of formality and authority
within a team, as well as the execution and management of the
work and whether it is structured and appointed by others
shows whether it is a self-managing team or rather a normal
working team. The collected data shows, that at Livio different
departments have different structures. Whereas the homecare
teams are true self-managing teams with low formality and
authority within the team and furthermore no appointed tasks
by higher management and not a set structure for the team to
follow, the teams within the facilities, in this case retirement
homes, are not a complete self-managing team with appointed
tasks by higher management and also tasks completely outsour-
ced to the coach-manager, like for example the recruitment
process, where the coach manager is then also making the deci-
sion for the team instead of the decision lying directly by the
team. As Goodman & Haran (2009) notes, the self-managing
teams itself are directly involved in the recruitment and selec-
tion process of new employees and furthermore they have the
autonomy to make decisions which are normally made by a
supervisor or management figure (Alper et al., 1998).

Skills in self-managing teams

Members of self-managing teams should have a variety of skills
to perform different tasks (Wall et al., 1986). This also applies
to the self-managing teams at Livio. All members have other
managing functions in addition to their core job competencies,
such as providing a service and making decisions about task
assignments, the execution practices of the work, as well as the



scheduling process of activities. Another necessary skill is the
face to face interaction with clients (Goodman et al., 1988).
Especially the face to face interaction is important for the self-
managing teams at the organization Livio, as they are interac-
ting with clients on a daily basis. An active involvement with
service quality, as it is the case in the self-managing teams, can
result in higher customer ratings, as stated by Jong et al. (2005).
As high quality and customer satisfaction is becoming more and
more important, an active involvement with service quality is
crucial (Schmitt et al., 2013). This is also known within the
teams at Livio. Thus more staff should be adapted to enable
spending more quality time with a client, as indicated by the
empirical data collected. It also serves to avoid using substitutes
for client visits and consequently making the client more com-
fortable around one self-managing team

6.1 Practical Implications

The results of this research are particularly interesting for com-
panies and organizations, who operate self-managing teams as
management practice of choice. But also for organizations, who
are thinking about adapting to this practice. Moreover this study
is important for employees, who have the task of recruiting and
recruiters likewise, too. As recruitment and self-managing
teams are both topics, that are gaining more and more attention,
this study can help to find a suitable recruitment and selection
process for companies and therefore a higher employment of
suitable candidates. This can then lead to a competitive advan-
tage.

Especially with the growing use of self-managing teams in
organizations it is important to have the necessary know-how to
recruit and select the best candidates to fit into a self-managing
team. Important for this selection is not only the education and
experience of the future employee, but also managing skills like
scheduling or knowledge in finance. The applicant should fur-
ther have character traits like independence and flexibility, as
well as crisis thinking. However, the candidate is not the only
one to be assessed, it should also be verified that the other
members of the self-managing team fit to the new employee
and vice versa.

Additionally, the recruitment and selection process should be
well structured and thought through with an adequate and mea-
ningful job design and recruitment channel to attract the best
suitable candidates.

The evaluation of the application should be discussed with all
team members to achieve the best outcome, as well as a close to
reality assessment of the candidates’ skills. Lastly the decision
in selecting a new team-member should be forgathered with the
entire team.

Furthermore the organization needs to guarantee a smooth tran-
sition, when switching to self-managing teams with a sufficient
guidance of every employee and adequate support. Finally, it
needs to be verified, that the members have the necessary skills
and characteristics to ensure a effortless and successful team
work.

6.2 Reflection on Conceptual Model

One can say, that the conceptual model is a good guideline for
recruitment and selection practices in self-managing teams. It
serves as a good indicator of what steps to take and consider in
such a process. However it is also noticeable, that for example
in the recruitment channel often not one variable is applicable,
but multiple solutions are possible. The variables within the
self-managing teams should furthermore focus on three main
findings: transition in self-managing teams, characteristics of
self-managing teams and lastly the skills in self-managing
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teams. And not at all costs on the six variables in the conceptual
model, which are providing a service, task assignment within
the team, execution practices of work, scheduling of activities
and lastly the interaction with clients.

6.3 Limitations

Due to the limited time frame this research is based on a restric-
ted number of interviews and respondents. More interviews and
additional other methodology practices might have led to diffe-
rent and more reliable outcomes.

Furthermore, as this research is conducted with only one com-
pany, the results would probably be more specific by applying
this research to other companies as well.

As interviews were used in this study, social desirability and
bias may have occurred during the conducting of the interviews.
However as only employees of the organization were inter-
viewed the probability was increased that all of them are aqua-
tinted with the research topics of recruitment and selection, as
well as self-managing teams.

As this research was conducted in the Netherlands, with Dutch
interviewees the application of the result is recommended for
usage in the Netherlands.

6.4 Further Research

As this research concentrates on the recruitment and selection
process in self-managing teams it is not representing the prac-
tices for all organizational types and management practices.
Therefore, further research can be conducted with other orga-
nizational types and work teams, which takes their recruitment
and selection practices into consideration. Additionally research
can also be conducted in different work fields. This research is
focusing on the health care industry in the Netherlands. It is
therefore recommended to research this in more depth for other
industries, as well as other countries.

6.5 Conclusion

This case study has shown that the recruitment and selection
practices in self-managing teams is an important aspect to gua-
rantee the successful implementation of recruitment and selec-
tion practices within self-managing teams and therefore the
success of the operations within the organizations. It is not only
necessary to achieve a successful recruitment and selection
process to find a professional well trained employee, but in
addition the composition of characters and skills within the self-
managing team becomes truly important and a mandatory pro-
vision.
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9.APPENDIX

Interview Questions
General questions
- What is “professioneel organiseren”(SMTs) in your
view?
- Own view, Livio’s view
- Why were SMTs introduced?
- Inyour view? In official communication?
Reasons, vision/mission
- Experience in working in self-managing teams?
- How did you experience the introduction of SMTs
- Positive, negative? Why? Examples
- Expectations about the role of the coach-manager
- Division of tasks
- What is your own role within the team
(responsibility)? Examples
- Role of others, what do you think about it
(importance, Responsibilities)?
- How do you divide tasks among members of
the team, why? Examples
- Advice or facilitation of teams
- How does the support of HR department/
coach-manager look like?
- Expectations and experiences
- Areas of support needed
- What would you change if you were the manager for
one day?
- Expectations for the future
- What is needed? Conditions to succeed in
SMTs?

Recruitment and Selection

Overall question:

Can you walk me through the process of recruitment and selec-
tion of a new employee in your team (professioneel organise-
ren)?

Follow up questions:

Recruitment Step 1
- How many team members left till you started? Please
name an approx. number.
- Why do you think this number is so high or
low?
- How many job applications are you receiving per open
position? approximate number.
- Why do you think this number is so high or
low?
- How long is your time-frame until your team needs to
find a suitable new employee?
- How do you deal with substitutions? Do you
have an example?

Recruitment Step 2
- Does your company has formal procedures to recruit
new employees?
- Ifyes, what do those procedures look like?
- Where you as a team involved in the creati-
on of those procedures?
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- Who is responsible for recruitment and
selection within your team? Why?

- Ifno, what is your individual procedure as a
self-managing team?

- What recruitment channels do you use? Formal (Ad-
vertisements, employment agencies, Internet listings,
etc.) or Informal (social networks, employee referrals,
etc.)?

- Why those channels?

Recruitment Step 3
- How successful is your team's recruitment practice in
your opinion and why?
- Can you name an example?
- What information of suitable candidates do you re-
quest for their application?
- Why especially those information?

Selection Step 4
- How do you evaluate the qualifications of the appli-
cant? For example background check, reference check,
personality tests etc.
- Do you evaluate them individually or as a
group? Examples?
- Who conducts the recruitment interviews?

Why?
Selection Step 5
- Do you have the final say in the hiring process or Li-
vio?

- Otherwise who makes the final decision?



