RECRUITMENT PROCESS
Once the initial delight and euphoria of being successful in the bid was over, the first major task was to recruit twenty three staff.  They had to be excellent staff, and it had to be done very quickly. To remain in keeping with the philosophy of the project, we wanted the recruitment process to be as much to recruit suitable teams as individuals: as the people who are able to work together as much as individuals who fulfilled the person specifications.  

Recruitment Day: 20th July 2004

With this in mind we decided to hold a recruitment day.  A draft timetable was drawn up with two service users and the senior members of the team.  It was circulated to others and adjusted until everybody was satisfied with it. (Appendix 1) The intention was to have a morning of activities all together and then the afternoon with four parallel streams of interviews, during which time other activities took place.  The whole event would be based on a typical day in a therapeutic community.  The venue was important, and we were fortunate in having recently found The Friends Meeting House in Oxford, which is a lovely old place in the very centre of the city with a large room and several smaller ones, and good facilities for catering.  Important for us, it did not have a ‘corporate’ or ‘institutional’ feel about it.  It did however have the disadvantage of being in an area where all day parking is almost impossible.  We therefore obtained details of the Oxford Park and Ride scheme and circulated this to all the interview candidates with instructions on how much time to leave to get safely to the interviews.  
The morning sessions started off with coffee followed by a presentation by Rex Haigh and Steve Pearce, who had originally formulated the bid.  This was followed by questions and a coffee break.  After this there was a role play, lasting about twenty minutes, of a typical clinical situation in a therapeutic community group setting.  This was put on by eight members who had previously been in a therapeutic community, and they were given free reign to demonstrate whatever they wanted.  In fact the role play was centred around a member breaking the boundaries of the community and the ensuing discussions.  It is interesting that the clinicians familiar with this work felt it was a very ‘mild’ example of what went on while non-clinical members of the appointments committee found it very raw and somewhat disturbing.  This was followed by a buffet lunch and the afternoon interviews.  With forty people attending, the interviews had to start punctually at 2.00pm and each candidate only had fifteen minutes.  They were arranged in four groups with three interviewing members in each: clinician, non-clinician and expert by experience.  The clinicians were matched to the particular group they were interviewing, for example qualified psychotherapists or staff with managerial responsibilities.  While the interviews were going on the experts by experience group ran two sessions: the first was an active game which involved people running around in groups in competition between the four streams of interviews, and the second was a brainstorming exercise to come up with responses to specific questions tailored to each of the four group’s job roles. (Appendix 2 – questions asked which don’t have!)  Practically, this arrangement went smoothly, and the expert by experience on each panel was given the task of time keeping and ensuring that the interviews stayed within the fifteen minute schedule.  One needed to be slightly longer because of the number of interviewees so in total; this entailed about half an hours wait before the final session.  The final session was questions and answers at which people were given the assurance that they would hear either ‘yes’ or ‘no’ or ‘unsure yet’ as to their application within a week.

After the candidates left, the experts by experience remained to give feedback to the interview committee and deliberations about the formation of the teams continued for about four hours.  A reasonably full complement of staff was achieved by the end of that time, with about fifteen of the posts being filled definitely, three remaining definitely unfilled and the remainder requiring some further process to complete the decision about appointment.  Everybody, candidates and staff alike, went home very tired that day!   

There were different roles for the staff and the experts by experience on the day.  The staff were there to judge people and the job descriptions against the person specifications, and the performance like technical task was needed to be properly documented to meet requirements.  The experts by experience came up with a list of ten desirable qualities which were about attitudes and the way the candidates related to them, and scored these where they could, by evaluating their interactions throughout the day.
The immediate shortcomings of the day, mentioned at the time, were:
· Interviews were too short to make a thorough assessment

· Experts by experience could not remember who everybody was sufficiently to make good subjective assessments of them

· Candidates felt that there was a difficult discontinuity between the games and activities in the afternoon and being called in for their individual interview
· Difficulties with people applying for more than one job (in different interview groups)

However, in the discussion at the end, most felt that if felt like a worthwhile day and that they had gained something from it whether or not they were successful.  If the process were undertaken again, the following modifications would be useful

1. Have photographs of candidates, particularly for the experts by experience to identify them in the decision making discussions

2. Have a separate day of activities and interviews

Administration 

In order to tie the project together across the three different counties and the four teams, it was decided to approach the Human Resources department at the Thames Valley Strategic Health Authority.  This was not wholly successful, because they did not have sufficient staff to help with administrative tasks, for example sending out job descriptions and application forms, and they did not have clinical experience of recruiting. The advertising was difficult; they had views on which publications should and should not be used, which were different to the senior clinicians in the project. This meant that the project administrative staff had to a great deal of the administration.  This was done with a junior project manager, who was on temporary secondment to the project.  The overall impact of this, and subsequent transfer of the administration to the largest participating Trust, Oxfordshire Mental Health Trust, meant that the gathering of references, sending out of appointment letters and all associated matters was a protracted process taking more than two months.  The appointment of a Project Manager, (one of the posts from the day), with sufficient experience and authority made considerable difference to the efficiency with which this was finally accomplished.  

Launch party 
A party to which all the stakeholders were invited was planned for two days after the interviews.  The intention this was to celebrate the successful applications and to bring the group together for a social event.  It was to be held in a marquee in the groups of the Warneford Hospital, with small jazz band and drinks with a champagne toast.  This did not turn out to be, as it was slightly damp and the Trust’s risk assessment meant that the marquee could not be used and the electrical supply to it was judged unsatisfactory.  It was therefore held in a hospital gym amongst some outbuildings.  Although there was indication that there was some way round the Trusts ‘no alcohol’ policy, on the day alcohol was forbidden and there was no wine or champagne for toasts.

About eighty people attended, included Chief Executives of the Trusts, representatives of all the Stakeholder Organisations, service users and ex-service users, and many of the staff who had been to the interviews two days previously.  There was half an hour of formal speeches including the Programme Directors, the Chief Executives, South East Development Centre of MIMHE and the Strategic Health Authority.  The atmosphere was genial and good natured, although it was not at all the celebration that the organisers had intended.  
Team Building
Once the appointments were finalised, arrangements were made to have an activity together for all the staff in order to get to know each other informally as well as professionally, and have detailed discussions about the way the project would run and the philosophy behind it.  It is notable that two groups of staff were absent: those already running the pilot service in Oxford, and those involved in the longstanding therapeutic community in Reading which has been incorporated into the scheme.  This took place on a converted fishing boat in Sicily for five days at the beginning of October, and this is written up elsewhere.  
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Recruitment and Selection day

Tuesday 20 July 2004

	INTERVIEWEES
	STAFF 

	10.00
   Arrive and coffee

10.30
   Introductions group

10.45
   Presentation of project

11.15    Questions and discussion

11.45    Coffee

12.15
   Role play with experts by experience

12.30    Discussion with experts by experience

13.15
   Lunch


	08.30   Staff prepare

10.00 – 14.00

Staff included in all activities

	14.00    Activity group with current TC and experts by experience

14.45    Discussion with current TC

15.15    Tea and informal discussion

16.15    Feedback group

16.35    Explanation of next stages 

16.45    Depart


	14.00 – 16.15

Individual interviews (in 2 groups)

	
	16.45

Feedback from current TC members, who then depart.

17.00

Decision meeting with staff and experts by experience.


