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Establishing Equitable Hiring 

Practices



Disclaimer

This information is being provided as part of the Effective Educator Development Program 
administered by the U.S. Department of Education. Information and materials mentioned 
or shown during this presentation are provided as resources and examples for the 
viewer's convenience. Their inclusion is not intended as an endorsement by the U.S. 
Department of Education. 

In addition, the instructional practices and assessments discussed or shown in these 
presentations are not intended to mandate, direct, or control a State's, local educational 
agency's, or school's specific instructional content, academic achievement system and 
assessments, curriculum, or program of instruction. States and local programs are free to 
use any instructional content, achievement system and assessments, curriculum, or 
program instruction that they wish, insofar as they support the goals and objectives of the 
Effective Educator Development Program, as authorized.
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Session Overview

In today’s session, we will 

share our journey and 

give opportunity for you to 

reflect on your  

organization’s hiring 

practices and your own 

experiences as a 

candidate. 

Efficient

• Streamlines 

process.
• Minimizes resource 

consumption.

Equitable 

& Inclusive

• Provides a positive 

candidate 
experience.

Legally

Compliant

• Adheres to laws and 

regulations. Effective

• Results in the 

selection of the 
best candidate



June 2023

Session 

Agenda

1 Introductions & District Overview

2 Activity:  Candidate Experiences

3 TPS Redesign/Best Practices

4 Activity:  Assessment of Practice

5
Pilot of New Practices

Success and Challenges
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2001

Toledo Association of Administrative Personnel 

and District leadership determined contract 

language for administrative hiring. 

October 2022 - April 2023

February 2022

Recommendations for new process shared with 

TAAP and District leadership

October 2019

TSL Grant Awarded.  One of the grant goals was to 

redesign the application, selection and hiring 

process for teachers and school leaders.

Piloting of new process
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Equity… a definition

Equity is the proportional distribution of desirable 

outcomes and resources across groups.  This means 

that an individual’s race, gender, socio-economic 

status, or sexual orientation, as an examples, should 

not determine an individual’s educational, economic, 

social, or political opportunities.
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Hiring and Equity

At TPS, we approach all of our human capital 

management system (HCMS) work with an EDI lens. 

When we make decisions that impact the people in our 

district, especially with decisions around our hiring and 

interview processes, we consider equity first and 

foremost.
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Steps in the Hiring Process

Applicant

• Learn about openings

• Apply 

• Interview/Assessments

• Offer Decision

• Complete Post-Offer Requirements

• Orientation

Toledo Public Schools

• Post Positions & Recruit

• Pre-Screen Applications

• Conduct Selection 

(Interview, Performance assessment, 

Portfolio review, Case study)

• Offer

• Employment Verification

• Orientation



Legal Considerations

• It is illegal to discriminate against a job applicant because of their 

race, color, religion, sex (including gender identity, sexual orientation, 

and pregnancy, national origin, age, etc.)

• Pre-employment testing must be necessary and job related.

• Accommodate job applicants with disabilities.

• Employers must avoid asking applicants about personal 

characteristics that are protected by law. 



Six essential elements of interview structure:

(1) job analysis used to create questions

(2) identical questions asked of each candidate

(3) variety of question formats, including situational questions based on 

past behavior

(4) individual answers rated with a predetermined scale

(5) presence of anchor answers

(6) presence of trained interviewers (Lavashina et al., 2014)



Equity Considerations

Does your process include training for interview teams?

● Process

● Bias

● Scoring

● Follow-up Questioning

● Anchor responses
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Share out the 

experience you 

jotted down with 

the members of 

your small group.

Think about the 

last time you 

engaged as a 

candidate in the 

hiring process.  Jot 

down one or more 

positives or 

negatives about 

the experience.

Debrief

Review responses.

Any common 

themes?

Activity:  What is your experience?

On your own (3 min.) In groups of 2-3 (5 min.) Whole Group (5 min)
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Through sub-committees and feedback surveys, we identified the 

following gaps between our previous processes and interviewing best 

practices:

● Potential inequities in screening applications

● Outdated question banks that did not align to current job descriptions

● No written anchor responses or rubrics for scoring interviews

● Lack of training for interview teams

Gaps Identified



Interview and Hiring Best Practices - Job Descriptions

● Ensure minimum vs. preferred qualifications are clearly 

and purposefully delineated

● Update job descriptions at least once a year!

○ This can be difficult and time-consuming, but at least 

every 2-3 years if possible



Interview and Hiring Best Practices - Screening

Screening methods can be varied, and can include any of the following:

● Resume reviewing

● Application reviewing

● Skills / Performance-based testing

● Phone screening interviews

● Reference checks

● Writing samples

● Personality testing



Interview and Hiring Best Practices - Screening

Examples of low-cost, low-

effort screening 

techniques include:

● Application/Resume 

Review

● Screening Assessment 

/Pre-employment Test

● Phone or Video 

Interview



Interview and Hiring Best Practices - Screening

Creating a resume 

or application 

evaluation grid, like 

the one shown 

here, can help 
ensure that the 

employees who 

review each 

applicant’s 

qualifications do so 
evenly and 

equitably.



Equity Considerations

● Do you require applicants to submit resumes?  How do 

you use them?

● Do internal candidates have an advantage in your 

screening process?

● If screening for job experience, what are your criteria?  Is 

criteria applied uniformly?



Interview and Hiring Best Practices - Interviewing

• Interview panels should be diverse and comfortable engaging 

cross-culturally. 

• Questions should be standard across each candidate and should 

focus on skills and experience, not personal connection. 

• Interviewers should resist quick, emotional decisions about 

candidates. 

• Interviewers should be aware of legal concerns, appropriate 

interview questions, etc. 
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Share out the 

experience you 

jotted down with 

the members of 

your small group. 

What does your 

organization do 

well? Where could 

it improve?

Review the 

questions on the 

provided handout, 

and select all your 

organization 

currently does for 

each step of the 

hiring process.

Debrief

Review responses.

Any common 

themes?

Activity:  Does your organization engage in best 
practices?

On your own (3 min.) In groups of 2-3 (5 min.) Whole Group (5 min)
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Significant TPS Changes in Administrator Hiring 

Posting and Screening

From To

Outdated Job Descriptions
Job Descriptions reviewed as part of 

the initial hiring process

Postings not clearly stating 

qualifications nor compensation

Standardized postings stating 

required and preferred qualifications, 

includes pay bands.

One-week posting Posting minimum of two weeks

Screening using points system, 

Supervisor recommendation

Minimum and preferred qualifications 

screen, Reference survey



Example Qualifications:   Dean of Students

Qualifications

REQUIRED

● Valid Ohio Teaching License

● Three years of successful high school teaching experience

● Pass background check

PREFERRED

● Valid Ohio administrator license

● School Counselor license

● CPI Training



Example Qualifications: Coordinator, Food Service (CACFP)

REQUIRED

● High School diploma or GED

● Pass background check

PREFERRED

● Two (2) years experience in a school setting as a supervisory position 

in a multi-unit operation

● Food Safety, CACFP and Hazard Analysis Critical Control Point 

(HACCP) experience

● Five (5) years of experience in the food service

industry in managing a multi-unit operation 



Job Posting



Job Posting



Significant TPS Changes in Administrator Hiring 

Interviews
From To

No intermediate step to 

narrow pool for interviews

Add phone interview when >7 

applicants remain in the pool

20-minute structured interview
40-minute semi-structured 

interview

No opportunity to 

demonstrate skills

Performance Tasks, Option to 

share work samples

Subjective scoring 
Rubric-based scoring, 

Interview team training

Compliance Officer Candidate Experience Officer



Pre-Interview: Team Training (30-40 mins)

Interview process:

● Welcome/Introductions (2 mins)

● Candidate presentation of performance task 

(5 mins)

● Performance task questions (5-10 mins)

● Interview questions (20-30 mins)

● Closing and candidate questions (5 mins)

10-minute break before next interview begins

Panel Interview 

(35-45 mins)



Performance Task Sample

● Candidate provided:

○ Scenario describing a conflict between two 

students, both of whom receive disciplinary action

○ Emails sent by a parent of each student 

● Candidate has 30 minutes to review the information and write an 

email response to each parent. 

● Interview begins with candidate presenting their responses to the 

panel. The interview protocol includes follow-up questions about the 

performance task. 



Equity Considerations

● Train every interview team for every interview

● Hold interviews in a first-floor conference room to ensure 

accessibility

● Provide candidates with any tools necessary to complete 

performance tasks

● Respond to inquiries from non-selected candidates for 

feedback



Challenges

● Turnover in HR staff members carrying out the work

● Sufficient types and numbers of position vacancies to pilot 

initial design

● CBA negotiations / Approval of Changes

● Updating of district’s strategic plan Spring 2023



What Data is Telling Us…

83% response rate from interview committee members

44% response rate from candidates

Overall respondents were positive about:

● Extended time and dialogue-based interviews

● Candidate experience

● Clear candidate communication throughout the process

● Pilot process vs. the former process



What Data is Telling Us…

This interview process 

allowed me me to 

evaluate the candidates 

effectively and select 

the best person to 

recommend for hire.

The performance task 

provided information 

about skills and 

abilities that could not 

be obtained during 

interviews. 

The pilot hiring 

process provides 

a better candidate 

experience than 

the former process.

= Strongly Agree               = Agree



What Data is Telling Us…

I received timely 

updates on the status of 

my application.

Whether I was the 

selected candidate or 

not, the interview itself 

was a positive 

experience. 

Based on my 

experience, I would 

apply for an 

administrative 

position in Toledo 

Public Schools in 

the future.= Strongly Agree               = Agree



What Data is Telling Us…Where We Can Improve

Interview committee feedback: 

Overall, the new hiring process 

is unbiased.

Candidate feedback:

Overall, the hiring process 

was unbiased.

= Strongly Agree               = Agree



What’s Next?

● Monitoring interview processes through Candidate Experience Officer

● Examining bias training materials for interview teams

● Implement an ongoing feedback system for teams and candidates

● Continue to ensure Performance Tasks are achieving the intended 

outcome

● Continue following established procedures for updating Job Descriptions

● Review process for informing candidates who 

were not selected



Questions?

kkaser@tps.org

tmosqued@tps.org

mailto:kkaser@tps.org
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