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STEP 4: CONDUCT ADVANCED SCREENING 

As important as it is to screen candidates’ written application and past results—no candidates should move 
forward without providing strong evidence that they have gotten outstanding results with students—it is also 
crucial to conduct a live interview with all finalists to delve deeply into their competencies, and to ensure that 
they have the strong interpersonal skills that will be important for them to succeed in Opportunity Culture roles. 
This step covers this interview process, as well as the standard need for background and reference checks.  

 

1. PHONE OR VIDEO PRE-SCREEN INTERVIEW--
OPTIONAL 

Considerations 

While not an essential step in the hiring process, 
many districts conduct phone or video interviews 
with candidates who pass the initial screening to 
determine mission alignment and fit for the role, 
and to assess any specific concerns reviewers have 
about a candidate who has an otherwise strong 
application.  

Opportunity Culture sites that have begun 
recruitment by March have received many out-of-
state applications; interviewing these candidates by 
phone or video is a time- and cost-effective way to 
recruit great teachers from far away. In addition, 
sites that receive many applications from excellent 
candidates can use phone or video interviews to 
limit how many qualify for an in-person interview. 

Most phone interviews at this stage take 30 to 60 
minutes.  

Screening & Sorting Criteria and Interview Content 

A clear protocol for questions and scoring is 
essential, and everyone should use the same 
protocol. 

Districts that decide to conduct a phone or video 
interview at this stage will need to determine 
whether they want to review the job descriptions 
and tailor the screening criteria to particular roles, 
or whether they want to simplify this stage by 
applying the same general criteria to all candidates.  

Districts that use the same criteria for all phone 
interviews will still want to vary their expectations 

for how advanced the applicant needs to be in a 
skill or trait to succeed in a particular role. For 
example, candidates who apply for a highly 
challenging teacher leadership role such as a multi-
classroom leader will need strong, demonstrated 
influence skills with other adults; teachers who will 
be teaching in schools with a history of persistent 
low student achievement should have a strong 
achievement drive, as demonstrated by a history of 
seeking out and succeeding in highly challenging 
situations. This same level of demonstrated 
performance may not be needed in an extended-
reach teaching role on a team with a multi-
classroom leader or in schools with more 
advantaged populations.  

Phone and video interviews can be useful to gather 
information about candidates in these areas: 

 Mission alignment 

 Candidate’s motivation for pursuing the position 

(What interests you about this position?) 

 Candidate’s interest in this district (If you live 

here: do you anticipate staying in the area? If you 

don’t live here: How many years do you 

anticipate you could remain here if you move?) 

 Candidate’s assessment of the challenges facing 

students in this school and/or district, and how 

(s)he plans to overcome these challenges (With 

what types of students do you feel most 

successful? How would you use that in our 

district/school? What challenges might you face 

with our students? What could you do to address 

those challenges?) 
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 Key competencies for the role. For background 

on this, see the competencies and related 

interview questions in this toolkit. Examples 

include: 

• Achievement drive to set high expectations 

and tackle student learning barriers 

• Influence skills with hard-to-reach students 

and/or with adult colleagues 

• Logical thinking needed for planning 

instruction ahead of time 

• Cultural engagement experience or sensitivity 

 Verbal communication 

 Candidate’s experience with challenging 

situations (Tell me about a time that you faced a 

challenging situation at work. What did you do?) 

 Unique needs for each role: For example, to 

clarify the scope and success of prior leadership 

roles for multi-classroom leader candidates, or to 

ask about times a candidate has mentored or 

coached other teachers.  

As a courtesy, phone interviews should be 
scheduled with candidates in advance, with 
information provided on what to expect. This 
should include: 

 Expected length of interview 

 Mode of interview (phone, Skype, etc.) 

 Number of interviewers and their roles 

Who Interviews 

Phone or video interviews may be conducted by 
hiring managers from the district human resources 
office, principals, and/or senior district leaders. To 
ensure fairness and consistency, all interviewers 
should be trained in phone/video-phone screening 
for the particular criteria that district leaders have 
selected. Phone and video interviewers should also 
be skilled in rapid relationship building, because the 
interview is both a screening process and a chance 
to “market” the positions.  

Action Steps 

 Determine which type of candidates will have 
phone/video interviews—all from pre-screened 
pool, out-of-town, high-priority, etc. 

 Determine the purpose of the interviews—
further screening for certain qualities, marketing 
to high-priority candidates, etc. 

 Identify the characteristics and information you 
will gather data about in the interview 

 Develop questions and scoring rubrics (or use 
existing rubrics) and/or edit forms for recording 
responses to each question 

 Identify who will interview and ensure that each 
person is trained in or familiar with the interview 
questions and scoring rubrics 

 Ensure that the categories of information to be 
gathered are in your database or human resource 
information system 

 Clarify interview mechanics: phone or video 
technology; number and roles of interviewers; 
location of interviewer(s); length, times of day, 
and dates; scheduling responsibility 

 Conduct interviews 

 Further sort applicants into categories based on 
phone/video interview outcomes 

Tools and Resources 

 Screening Call—Evaluator Guidelines 

 

2. IN-PERSON INTERVIEW (BEI) 

Considerations 

Behavior event interviews (BEIs), based on past 
behavior, offer high potential to determine if a 
candidate has the competencies that are hallmarks 
of superior performance in a particular job. Many 
organizations within and outside of education 
conduct such interviews. Other interview methods, 
such as unstructured questions and hypothetical 
problem solving, are not as predictive of 
performance. 

Screening & Sorting Criteria and Interview Content 

Use scoring criteria appropriate for each role, 
available in the Behavior Event Interview Guidance.  

During behavior event interviews, interviewers aim 
to get candidates to demonstrate, with clear 
examples, whether they have already developed 
the underlying competencies to succeed in a 
particular role. For example, the following question 
could be used to assess a candidate’s 
“achievement” competency: Think about a time 
when you felt very successful or proud of something 
you accomplished at work, and tell me the story. 
See the Behavior Event Interview Guidance for 
suggested questions. Questions and follow-up 
prompts refrain from leading the interviewee to 

http://opportunityculture.org/selection-toolkit/step-1/
http://opportunityculture.org/wp-content/uploads/2015/04/BEI_Guidance-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2015/04/BEI_Guidance-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2015/04/Screening_Call_Evaluator_Guidelines-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2015/04/BEI_Guidance-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2015/04/BEI_Guidance-Public_Impact.docx
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presume that any particular behaviors are valued, 
and instead let the person tell his or her story in 
detail as it actually happened in the past.  

These interviews are usually conducted in person, 
although video conferencing may be necessary 
instead. Each candidate’s primary contact should 
give clear expectations and lead them through the 
interview process. BEIs typically take two to three 
hours per candidate. Shorter interviews can be used 
to sort candidates based on a more limited range of 
capabilities. The more competencies and skills a job 
requires—such as adding team leadership for 
teacher-leaders—the longer the interview should 
be in order to distinguish among candidates. 

Who Interviews 

These may be conducted by human resources staff 
or principals, and by individuals, pairs, or small 
teams. Interviewers should have some training 
conducting behavior event interviews and be 
familiar with the job descriptions, competencies, 
and scoring rubrics.  

This toolkit includes basic guidance for conducting 
behavior event interviews, but some districts may 
want to arrange for interviewers to have more 
extensive training or certification.  

Action Steps 

 Determine which competencies to assess in 
interviews for differing positions, if not done 
already 

 Determine scoring rubric, and who will score and 
when (right after interviews? Later based on 
transcripts?) 

 Determine questions to ask for each competency 
or set of competencies and priority order 

 Determine who and how many people will 
conduct each interview  

 Clarify interview mechanics: live or by video; 
number and roles of interviewers; location of 
interviewer(s); length, times of day, and dates; 
scheduling responsibility; whether interviews will 
be scored live or recorded and scored later 

 Ensure that the categories of information to be 
gathered are in your database or human resource 
information system 

 Ensure that interviewers know how to conduct 
past-event structured interviews and are familiar 
with the questions and rubrics 

 Conduct interviews; determine scores for each 
interview  

 Record scores in database or human resource 
information system 

 Further sort applicants into categories based on 
interview outcomes 

Tools and Resources 

 Behavior Event Interview Guidance 

3. REFERENCE AND BACKGROUND CHECK  

Considerations 

 Background Check: Although most states conduct 

a criminal background check as part of the 

licensure process, regular checks are not 

conducted between renewals. School districts 

must complete a thorough criminal background 

check for all candidates to ensure children’s 

safety. Districts should follow their state statutes 

and protocols for completing criminal 

background checks and required disclosures. 

Background checks should be handled by a 

centralized team for privacy reasons. This can be 

a subgroup within the human resources 

department or district security or police 

department. Districts will differ in when the 

background check is conducted during the hiring 

process, and who pays for it—the candidate or 

the district. Districts will need to weigh the costs 

of conducting background checks for all (or 

almost all) applicants early in the process with 

spending time checking candidates who turn out 

to be unemployable. In situations where the 

candidate bears the costs, districts must consider 

whether this can be a recruitment barrier. 

 Reference Check: Although a principal 

recommendation form is fairly standard for most 

applications, follow-up reference checks with the 

principal (or supervisor who provided the 

recommendation) are less commonly conducted. 

References can be hesitant to provide negative or 

constructive information about a candidate in 

writing, especially if it is a form that can be seen 

by the applicant. A follow-up reference check by 

phone can sometimes provide additional 

information about an applicant. These reference 

checks can be fairly brief, completed in 10 

http://opportunityculture.org/wp-content/uploads/2015/04/BEI_Guidance-Public_Impact.docx
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minutes or less. Reference checks should be 

conducted on candidates that are being 

considered for hire. It is not necessary to conduct 

reference checks on candidates who are not 

qualified for the position and have been screened 

out at earlier stages in the process. 

Screening & Sorting Criteria and Content 

 Background Check: Districts should follow their 

state statutes and board-approved policies with 

respect to what information to include in the 

background check. Typically, existence of or non-

disclosure of certain convictions, convictions 

involving assault or bodily harm, sexual offenses, 

or crimes involving children, incomplete terms of 

conviction (i.e., still on supervised release, parole, 

or pending hours of community service) will 

disqualify a candidate immediately. Laws can vary 

in terms of what will disqualify a candidate from 

a position automatically, so human resources 

staff should work with the legal team to interpret 

the statues and policies as needed.  

 Reference Check: There are two main categories 

of questions that assessors should ask during the 

reference check to gather additional information 

about the candidate: 

1. Follow-up questions from the recommendation 

form—if there are any discrepancies or 

inconsistencies in the recommendation form, 

assessors should ask follow-up questions. 

Additionally, if there are any areas that are 

vague and lack specific examples to back up any 

statements made (such as, “The applicant 

generally gets along well with co-workers”), 

follow-up questions should probe for additional 

information. 

2.  Probing questions to gain additional insight 

beyond the recommendation form, including 

information about: 

▪ Examples of feedback the candidate has been 

provided and how their actions changed as a 

result 

▪ Why the candidate left (if not currently in the 

position) 

▪ What development opportunities the 

reference sees for the candidate (this is a 

gentle way of probing for challenges) 

▪ If the recommender would rehire (or want to 

work with) the candidate again 

Before conducting either background or reference 
checks, hirers should work with the legal team (or 
human resources) to verify the requirements of the 
district and/or state. Background checks often 
require collecting information that needs to be 
handled carefully, including date of birth, Social 
Security numbers and fingerprints, to prevent a 
security breach. Both background and reference 
checks typically require candidate authorization to 
complete. 

Ensure that the candidate has supplied appropriate 
release forms, and use security measures to 
properly conduct a background or reference check 
without disclosing private data beyond what is 
essential. 

Who Screens 

Human resources staff will typically be in the best 
position to conduct these screens, although some 
hiring principals may wish to make some reference 
calls, for example to the person’s current principal.  

Action Steps 

 Confer with legal department before proceeding 

to determine existing protocols (state and local 

statutes) for conducting background and/or 

reference checks 

 With approval from the legal department, 

develop the process for conducting the 

background and/or reference checks to ensure 

consistency  

 Determine how the information will be collected, 

stored, utilized, and secured 

 Prepare and train those conducting the checks on 

protocols for completing, reporting, and 

recording the check results 

Tools and Resources 

These are basic samples; a background check form 
is not provided as district legal teams should handle 
that. 

 Reference Check Record 

 Reference Check Prompts 

http://opportunityculture.org/wp-content/uploads/2015/04/Reference_Checks_Record-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2015/04/Reference_Check_Prompts-Public_Impact.docx

