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BEHAVIOR EVENT INTERVIEW GUIDANCE

This guidance includes an overview of the screening competencies for each job, an overview of how to conduct the interviews, a script, and a screening rubric.
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SCREENING COMPETENCIES FOR EACH JOB
The tables below show the competencies that are suggested for assessing job candidates for each role, and for making initial assignments when changing staff roles in an existing school. 
As part of your interview process, consider screening all candidates for the competencies listed below in the relevant tables. The screening competencies were identified because they are:
· Likely to be very important to success in each role.
· Likely to predict other competencies, because other competencies are required to reach the higher levels of these competencies. 
Threshold and Superior competency levels are included for teaching and multi-classroom leader roles, as one guideline for selection. These levels are guidelines for solid and superior performance in challenging schools (turnarounds, high-poverty schools, and schools with persistent achievement gaps).
Schools may adapt these competencies to fit the jobs/roles and selection needs in each school, by adding or removing competencies from the screening process. For example, a pool of candidates may appear consistently strong in a competency based on past experience. Eliminating that competency from screening lets your selection team focus on the competencies more likely to distinguish the candidates.
Schools may find that prescreening for “Achievement” and “Impact & Influence” is a good first step before assessing other competencies. Schools with many disadvantaged students may also want to prescreen for “Belief in Learning Potential;” all schools may want to prescreen for “Cultural Engagement” as well.  Prescreenings may be done by phone. 
Schools may validate the competencies by correlating hiring ratings with later job performance. School and district leaders must use judgment about their applicability to each role and school setting, and may need to alter competencies based on ongoing experience. 
Most of these competencies and levels are derived from Competence at Work (Spencer and Spencer, 1993). We strongly recommend that district and school-network leaders examine the large body of research and competency models for numerous jobs described there.
To review descriptions of the competency levels, see Step 1 of this toolkit. 




Teacher Positions
Multi-Classroom Leader—Critical Competencies
	Critical Competency
	Definition
	Competency Level

	
	
	Threshold
	Superior

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 
	4
	5

	Initiative and Persistence (I&P)
	The drive and actions to do more than is expected or required in order to accomplish a challenging task.
	2-3
	4-5

	Monitoring and Directiveness (M&D)
	The drive and actions to set clear expectations and hold others accountable for performance.
	3
	4-5

	Planning Ahead (PLA)
	A bias toward planning in order to reach goals and avoid problems.
	2
	3–5

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.
	3
	4-5

	Team Leadership (TL)
	Assuming authoritative leadership of a group for the benefit of the organization.
	2–3
	4-5

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.
	3–4
	5

	Developing Others (DO)
	Influence with the specific intent to increase the short- and long-term effectiveness of another person. 
	3
	4-5

	Flexibility (FL)
	The ability to adapt one’s approach to the requirements of a situation and to change tactics.  
	2–3
	4-5

	Belief in Learning Potential (BLP)
	A belief that all students, regardless of circumstances, can learn at levels higher than their current achievement indicates.
	3–4
	5


Team Teacher—Critical Competencies
	Critical Competency
	Definition
	Competency Level

	
	
	Threshold
	Superior

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 
	2–3
	4–5

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.
	2
	3–5

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.
	2–3
	4-5

	Teamwork (TMW)
	The ability and actions needed to work with others to achieve shared goals.
	2
	3–5

	Developing Others (DO)
	Influence with the specific intent to increase the short- and long-term effectiveness of another person. 
	3
	4-5

	Flexibility (FL)
	The ability to adapt one’s approach to the requirements of a situation and to change tactics.  
	2–3
	4–5



Specialized Teacher (Elementary)—Critical Competencies
	Critical Competency
	Definition
	Competency Level

	
	
	Threshold
	Superior

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 
	2–3
	4–5

	Planning Ahead (PLA)
	A bias toward planning in order to reach goals and avoid problems.
	2–3
	4–5

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.
	2
	3–5

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.
	2–3
	4-5

	Teamwork (TMW)
	The ability and actions needed to work with others to achieve shared goals.
	2
	3–5

	Developing Others (DO)
	Influence with the specific intent to increase the short- and long-term effectiveness of another person. 
	3
	4–5



Blended-Learning Teacher (Rotation)—Critical Competencies
	Critical Competency
	Definition
	Competency Level

	
	
	Threshold
	Superior

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 
	2–3
	4–5

	Planning Ahead (PLA)
	A bias toward planning in order to reach goals and avoid problems.
	2–3
	4–5

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.
	2
	3–5

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.
	2–3
	4-5

	Teamwork (TMW)
	The ability and actions needed to work with others to achieve shared goals.
	2
	3–5

	Developing Others (DO)
	Influence with the specific intent to increase the short- and long-term effectiveness of another person. 
	3
	4–5





Blended-Learning Teacher (Flex)—Critical Competencies
	Critical Competency
	Definition
	Competency Level

	
	
	Threshold
	Superior

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 
	2–3
	4–5

	Initiative and Persistence (I&P)
	The drive and actions to do more than is expected or required in order to accomplish a challenging task. 
	2–3
	4–5

	Planning Ahead (PLA)
	A bias toward planning in order to reach goals and avoid problems.
	2–3
	4–5

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.
	2
	3–5

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.
	2–3
	4-5

	Teamwork (TMW)
	The ability and actions needed to work with others to achieve shared goals.
	2
	3–5

	Developing Others (DO)
	Influence with the specific intent to increase the short- and long-term effectiveness of another person. 
	3
	4-5

	Flexibility (FL)
	The ability to adapt one’s approach to the requirements of a situation and to change tactics.  
	2–3
	4–5



Remote Blended-Learning Teacher (Rotation)—Critical Competencies
	Critical Competency
	Definition
	Competency Level

	
	
	Threshold
	Superior

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 
	2–3
	4–5

	Planning Ahead (PLA)
	A bias toward planning in order to reach goals and avoid problems.
	2–3
	4–5

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.
	2
	3–5

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.
	2–3
	4-5

	Teamwork (TMW)
	The ability and actions needed to work with others to achieve shared goals.
	2
	3–5

	Developing Others (DO)
	Influence with the specific intent to increase the short- and long-term effectiveness of another person. 
	3
	4–5





Remote Blended-Learning Teacher (Flex)—Critical Competencies
	Critical Competency
	Definition
	Competency Level

	
	
	Threshold
	Superior

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 
	2–3
	4–5

	Initiative and Persistence (I&P)
	The drive and actions to do more than is expected or required in order to accomplish a challenging task. 
	2–3
	4–5

	Planning Ahead (PLA)
	A bias toward planning in order to reach goals and avoid problems.
	2–3
	4–5

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.
	2
	3–5

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.
	2–3
	4-5

	Teamwork (TMW)
	The ability and actions needed to work with others to achieve shared goals.
	2
	3–5

	Developing Others (DO)
	Influence with the specific intent to increase the short- and long-term effectiveness of another person. 
	3
	4-5

	Flexibility (FL)
	The ability to adapt one’s approach to the requirements of a situation and to change tactics.  
	2–3
	4–5





Paraprofessional Positions
Learning Coach—supporting Elementary Specialists—Critical Competencies
	Critical Competency
	Definition

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.

	Interpersonal Understanding (IU)
	Understanding and interpreting others’ concerns, motives, feelings and behaviors.

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.

	Teamwork (TMW)
	The ability and actions needed to work with others to achieve shared goals.

	Developing Others (DO)
	Influence with the specific intent to increase the short- and long-term effectiveness of another person. 


Learning Coach—supporting Remotely Located Teachers—Critical Competencies
	Critical Competency
	Definition

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.

	Interpersonal Understanding (IU)
	Understanding and interpreting others’ concerns, motives, feelings and behaviors.    

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.

	Teamwork (TMW)
	The ability and actions needed to work with others to achieve shared goals.

	Developing Others (DO)
	Influence with the specific intent to increase the short- and long-term effectiveness of another person. 

	Flexibility (FL)
	The ability to adapt one’s approach to the requirements of a situation and to change tactics.  


Digital Lab Monitor—Critical Competencies
	   Critical Competency
	Definition

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.

	Teamwork (TMW)
	The ability and actions needed to work with others to achieve shared goals.



Reach Associate—Critical Competencies
	Critical Competency
	Definition

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 

	Concern for Order (CO)
	An underlying drive to maintain or increase order in the surrounding environment.  

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.

	Serving Others (SO) 
	Acting with a desire to help or serve others to meet their needs.


Tutor—Critical Competencies
	Critical Competency
	Definition

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.

	Interpersonal Understanding (IU)
	Understanding and interpreting others’ concerns, motives, feelings and behaviors.    

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.

	Teamwork (TMW)
	The ability and actions needed to work with others to achieve shared goals.

	Developing Others (DO)
	Influence with the specific intent to increase the short- and long-term effectiveness of another person. 


Remote Tutor—Critical Competencies
	Critical Competency
	Definition

	Achievement (ACH)
	The drive and actions to set challenging goals and reach a high standard of performance despite barriers. 

	Impact and Influence (I&I)
	Acting with the purpose of influencing what other people think and do.

	Interpersonal Understanding (IU)
	Understanding and interpreting others’ concerns, motives, feelings and behaviors.    

	Cultural Engagement (CE)
	Noticing, anticipating, and acting to meet people’s practical and emotional needs, considering the possible effect of culture, past experiences, or personal characteristics—including race, gender, sexual orientation, religious, economic, and/or other backgrounds—in order to create positive impact on individuals and groups.

	Teamwork (TMW)
	The ability and actions needed to work with others to achieve shared goals.

	Developing Others (DO)
	Influence with the specific intent to increase the short- and long-term effectiveness of another person. 






PREPARING FOR A BEHAVIOR EVENT INTERVIEW 
This section includes basic instructions for using the competencies in this toolkit for job selection and placement interviews. The method described here is the structured past behavior interview technique.[footnoteRef:1] [1:  Schools can learn more about this interview technique in Competence at Work (Spencer and Spencer, 1993) or Public Impact’s selection materials for school turnaround teachers and leaders, available at http://www.publicimpact.com/teachers-leaders/competencies-of-high-performers.] 

Overview for Interview Teams
Structured past behavior questions ask candidates to tell an in-depth story about a past work experience. To give every candidate the best chance of sharing critical information, interviewers must give candidates good instructions about the format for responding. Use the script provided below. General directions:
· The first question in all interviews should be the general “Achievement” question included below. 
· The competency scales include a question for each of the other competencies as well.
· You can use the suggested screening competencies for each position, starting on page 55. (Other competencies will be helpful for development and evaluation on the job.)
· One person should be designated as the lead interviewer for each interview. Others should listen, and help if/when more probing is needed. 
· As the lead interviewer probes, listen for behaviors that appear in the competency levels for each competency, which you should have in your interview kit.
· Make a check mark beside each level of behavior you hear as you listen to interviewees’ stories. 
· Make notes in the white space beneath the scales (and on your notes pages, if needed) about the behaviors you hear, especially at high rating levels. 
· On the cover sheet provided, write the interviewee’s name, rater’s name, and the date. At the end, record here the highest level of competence you heard for each competency assessed. You may also rate competencies for which no question was asked but you heard evidence.
Candidates typically take 20 to 30 minutes to answer each question, although candidates with higher levels of the competence may tell longer and more complex stories. 
Interview organizers will want to include the following materials in each interviewer’s packet:
· Copy of this guidance and script
· Copies of the definition and levels for each competency being assessed—one per interviewee
· Cover page with the interviewer’s name, interviewee’s name, date, and space for summary ratings
· Extra notes pages, in case needed 

BEHAVIOR EVENT INTERVIEW SCRIPT
Optional Warm-up/Warm-down:
1. Personal introductions. 5 minutes
1. Tell us more about your recent work experiences. What activities have been most satisfying? Why? (This is just a warm-up question, intended to be light, not in-depth.) 5 minutes.
1. (At end: Do you have any questions we could answer?) 10 minutes
Wrap-up: That’s all great to know! Now, let’s get you to tell us even more about yourself.
Structured Interview Questions. For the rest of the time, we are going to ask you some structured questions about your past experiences. 
· We want to understand in detail how you do your work, especially when you have felt successful or challenged. (If interviewing college or graduate students, add: You may tell us about your work in summer, part-time, or volunteer positions, not just full-time work.) 
· We want you to describe past events in great detail—almost as if you have a video camera on your shoulder and are showing us exactly what happened. 
· At different points, I or my teammates will interrupt you to ask for more detail. Sorry in advance for that! We want to learn as much about you as we can, so we have to probe. 
· The questions are structured the same way each time.
· So, let’s get started on the first question:
Question 1: Think about a time when you felt very successful or proud of something you accomplished at work. Then I want you to tell me the story. (Note: Score for Achievement)
· Take a minute to think about it. 
· The first thing I need is a “headline” summary, so we know what the story is about, including what the outcome was. Think of it like a headline in a newspaper—very short. 
· Then, I will need you to tell us 3 to 5 major highlights or situations that occurred during your story, in order, including how it got started and the conclusion. I am going to write those down so we can learn more about each step in the story.  (Wait 1 minute.)
· OK, are you ready with your headline? (record) How about your 3 to 5 highlights? (Write down the highlights of their story in order, perhaps drawing little boxes or a list of the key milestones at the top of your notes page)
· OK, great. Now take me back to the beginning. Walk me through step by step what you did, said, and thought at the time, and how others responded.
· Probe repeatedly: What did you do next? What were you thinking at the time? What were you feeling at the time? What did you say?
· If interviewee talks hypothetically, about what he/she would say, interrupt to ask what he/she was thinking at the time in the past.
· If interviewee says “we,” ask “who is we?” 
· Only score behaviors/thoughts/feelings that occurred at the time of the past event, and that the person him- or herself had, not teammates. 
· Continue as above with remaining competency questions.
Thank you so much for your time today!  These were great stories. The next steps you can expect are these: __________________________________________________________________________________________.

BEHAVIOR EVENT INTERVIEW SCREENING RUBRIC
Interviewer/Rater’s Name:  ________________________________________________________________
Person Being Interviewed:  _________________________________________________________________
Date (Mo/Day/Year):  ______________________________________________________________________
Summary Ratings: Indicate the highest level # you recorded for each competency assessed. Briefly note the key evidence or example(s) you heard in the interview.
	Competencies
	Level
	Evidence/Examples

	Driving for Results—person plans and acts to achieve results despite barriers

	Achievement (ACH)
	 
	 

	Initiative and Persistence (I&P)
	 
	 

	Monitoring and Directiveness (M&D)
	 
	 

	Planning Ahead (PLA)
	 
	 

	Concern for Order (CO)
	 
	 

	Influencing for Results—person understands and influences others to achieve goals

	Impact and Influence (I&I)
	 
	 

	Team Leadership (TL)
	 
	 

	Interpersonal Understanding (IU)
	 
	 

	Cultural Engagement (CE)
	
	

	Teamwork (TMW)
	 
	 

	Developing Others (DO)
	 
	 

	Problem Solving—person breaks problems down logically and sees how elements connect

	Analytical Thinking (AT)
	 
	 

	Conceptual Thinking (CT)
	 
	 

	Personal Effectiveness—person manages own thoughts, feelings, and actions to achieve goals

	Self-Control (SCT)
	 
	 

	Self-Confidence (SCF)
	 
	 

	Organizational Commitment (OC)
	 
	 

	Flexibility (FL)
	 
	 

	Job Mastery (JM)
	 
	 

	Belief in Learning Potential (BLP)
	 
	 

	Serving Others (SO)
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