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Recruiting, Selecting and Supporting Staff 

This document provides guidelines to consider when developing or refining a district process for 
recruiting, selecting, and supporting staff. 

Introduction 

A high-quality process for recruiting, selecting, and supporting staff ensures individuals selected 
for positions are the best fit, have the qualifications and skills necessary, and receive adequate 
support to be successful in their role. 

Components of a high-quality process include: 

• Detailed job descriptions for each role to ensure a clear understanding of position 
requirements by district staff and interested candidates. 

• Standardized process for recruitment of individuals to ensure selected individuals have 
qualifications and skills necessary for the position. 

• Standardized selection process used across all positions and schools to ensure 
equitable and effective hiring practices. 

• Individualized learning plans developed post-selection to support newly hired staff in 
developing skills necessary to fulfill their new position. 

Job Description 

The purpose of a job description is to clearly define the skillsets necessary for the position and 
identify corresponding responsibilities. Descriptions should provide sufficient information to 
allow candidates to reflect on their previous experiences, determine how experiences align with 
the responsibilities of the position, and determine if the position is one they would enjoy doing.  
Accurate and detailed job descriptions result in attracting candidates who are better matched to 
the role and have a mutual interest in the position. 

Developing a job description for every position in a district takes time and requires the 
involvement of individuals who have a good understanding of the responsibilities required of 
each position. 

To write a detailed job description: 

• Identify who within the district has an accurate understanding of the role and include 
them in the development process. 

• Clearly define the responsibilities of the position. 
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• Use the defined responsibilities to write the skillsets. Ask yourself “What are the skills 
needed for a person to do these things?” Skills should reflect what people need to know 
to do the job and should not mirror what is written for responsibilities. 

Recruitment 

The process for recruiting staff falls on a continuum from formal to informal. The level of 
formality necessary for recruitment will depend on the position. 

Formal recruitment typically includes a Human Resource generated job description which is 
posted on the website and potentially other employment search sites. Postings address the 
required legal components, including Title IX non-discrimination / equal employment opportunity 
statements. External and internal candidates are typically considered. The district may also 
choose to use additional marketing and recruitment strategies (e.g., job fairs) to attract potential 
candidates. 

Informal recruitment includes the use of a job description; however, an official job posting is not 
needed. Although the job description is informally used and legally, does not need to include 
equal employment opportunity statements, it is good practice to consider this when recruiting 
and selecting staff. Only internal staff are considered for the position. District leaders and 
administrators use the job description to generate a list of existing staff to consider and who are 
believed to be a good fit for the position. 

Interview/ Selection Protocol 

A formal interview or selection protocol can be used as part of the process for identifying 
candidates who are best fit for a given position. Dependent on the number of applicants, some 
positions will include a screening process to narrow the field of candidates, prior to the use of a 
formal protocol. Once the pool of candidates to consider has been solidified, a formal protocol is 
used. 

When developing a protocol, three types of questions should be included: 

• Role-specific questions 
• Performance assessments 
• General questions 

Role-specific Questions 
Role-specific questions are the most frequent type of questions included in an interview 
protocol. These questions are used to identify the degree to which the candidate has the 
knowledge and skills needed specific to the position. 

Performance Assessment 
Performance assessments provide candidates an opportunity to demonstrate their knowledge, 
skills, and abilities specific to the position they are being considered for. Performance 
assessments give interview teams a higher level of confidence that candidates have the skills 
necessary for the position. 
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Performance assessments include the use of assignments, role plays, and scenarios. When 
designing an interview protocol, consider including a variety of performance assessments, to get 
a complete picture of the knowledge, skills, and abilities of the candidate. 

Assignments 

Assignments provide an opportunity for candidates to demonstrate the required skills for the 
position they are being considered for. 

Prior to the interview, an assignment is provided to the candidate with a submission deadline 
prior to the date of the interview.  The assignment should be something the person, if selected, 
would be expected to do. Completed assignments are shared with the entire interview team to 
review before the face to face interview. 

During the interview, there is an opportunity to discuss the assignment and for the interview 
team to provide feedback. Candidates should be provided approximately ten minutes at the end 
of the interview, right before asking for general questions, to discuss their assignment. It is 
recommended to wait until the end of the interview to discuss the assignment to ensure there is 
enough time to get through the entire interview. This also provides an opportunity to see if the 
candidate reflects on earlier portions of the interview and incorporates that into the discussion of 
the assignment. 

Role Play 

Role plays provide opportunities to see how candidates respond in real life situations and 
provides an opportunity to see how the candidate responds to specific feedback.  Providing 
feedback at the end of the role play provides the interview team with an understanding of the 
degree to which the candidate is receptive to feedback and if the candidate can incorporate new 
learning into subsequent portions of the interview. 

When using a role play as part of selection: 

• Begin by having the interviewer read a real-life scenario aloud and identify which 
individuals will be playing each role. 

• The interviewer says, “I will give you a few moments to re-read the scenario and collect 
your thoughts before we begin. Just let me know when you are ready.” 

• When the candidate is ready, the interviewer begins the role play.  Several minutes are 
allotted for the role play, to ensure there are multiple opportunities to observe the 
candidate authentically responding to the situation. 

• To end the role play, the interviewer will bring the role play to a natural conclusion and 
then says something, so the interviewee knows it has ended (e.g., scene). 

• Members of the interview team provide feedback, with the interviewer participating in the 
role play being last, to ensure that individual has time to listen to formulate their own 
feedback. 

• Both affirmative feedback and feedback for what could have been done differently 
should be provided. 

• Watch and listen to determine the level of receptivity to the feedback. 

If the candidate seems defensive when receiving feedback (e.g. argues, uses closed body 
language, laughs it off as a joke), the interview team should seriously consider not moving 
forward with selection. When individuals are not receptive to feedback, it could indicate that they 
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lack a growth mindset, are not willing to take ownership when they make a mistake and are not 
open to learning. An interview team should seriously consider if it is worth the potential adaptive 
challenges to select someone who is not receptive to feedback. 

Scenario 

A scenario is a written, real life situation that has occurred in the past, could happen again, and 
is specific to the role. Scenarios are used as part of a role play or can be used independently. 
When used on their own, written scenarios provide candidates with an opportunity to process 
and plan for how they would respond to a given situation. 

Many people are hesitant to provide a lot of verbiage for a scenario; however, it is necessary to 
provide sufficient details and context. By providing context, the candidate will be better equipped 
to provide a detailed and specific response for how they would address the situation. At the end 
of the scenario, include the question you want the candidate to respond to. 

Consider providing the candidate with a copy of the scenario so they can read, underline, or 
even jot down a note or two before answering. Before the candidate leaves, be sure to collect 
their copy. 

After the candidate has responded to the question at the end of the scenario, provide an 
opportunity for interviewers to ask follow-up questions, especially if the candidate either didn’t 
provide a lot of specificity or took the scenario in a different direction. 

General Questions 
General questions are typically included at the end of the interview process.  These include 
questions like, “Tell us about why you believe you would be a good fit for the position” or “What 
questions do you have for us?” General questions are an opportunity for candidates to provide 
information that was not covered during the interview process and ask questions they need 
answered in order to be confident that the position is a good fit. 

Individualized Learning Plans 

As a result of the selection process, the individual who is chosen to fulfill the position is provided 
an individualized professional learning plan. Specific activities within the individualized plan are 
developed to address any learning needs identified during the selection process. Use of an 
individualized learning plan is intended to increase the selected individual’s knowledge, skills, 
and abilities, increasing their success in the new position. 

Each activity identified in the learning plan should include a description of the activity, the need 
it addresses, the timeline for completion, who will support the learning, and what additional 
preparation is required of newly selected staff prior to engaging in the activity. 

Position specific learning plan templates can be developed which include a menu of options for 
professional learning activities specific to the position. These templates would be used as a 
starting point for developing individualized plans based on needs identified through the selection 
process. Proactively developing position specific learning plan templates makes the 
development of individualized plans more efficient. 
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Michigan’s MTSS Technical Assistance Center is funded by the Michigan Department of Education 
and the U.S. Department of Education, Office of Special Education Programs. 
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