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(3 a list of all the children in the classroom with notes on any
children who have special needs or who need particular
attention
important rules about safety and the use of equipment

you may also want to suggest a fcw simple "sure success"
activities and give some examples of the kind of guidance
and discipline you use with the children. Revise thc handout
periodically so that subs aren't given outdated instructions.
The more orientation you provide, the better thc sub's chance
of handling things smoothly and efficiently. This minimizcs
change in thc children's routine and lets subs know that their
time, energy, and talents arc valued. And tell subs when they
can take a breakthey shouldn't have to ask!

Introduce subs to parents at the beginning or end of the day.
A name rag for thc sub is an easy way to make everyone feel
more comfortable. Be surc to inform parents about your sub-
stitute policies and thc kind of orientation or training that subs
receive. Parents will appreciate your care and attention in this
arca, because seeing unfamiliar faces among the staff can be
unsettling.

When the day is throughand if you want subs to return
thank them and let them know you enjoyed wotking :ogether.
And pay the sub promptly! It's also a nice procedure for
someone on the staff to make a follow-up phone call to subs
to discuss how thc day wcnt, offer some constructive feedback,
and to ask which things could be changed or improved.

As much as possible, include subs in staff discussions; a
frequent sub might be invited to attend staff meeting or
in-service training. Invite subs to events and parties at the
center, too. These gestures foster a sense of belonging and
make subs feel appreciatedencouraging them tostay on your
sub list.

Periodically evaluate your sub policy. Talk about activities
or instruction that's particularly casy (or hard) for temporary
staff to handle. Certain regular routines may have to be adjusted
if they prove too demanding for a novice. Identify subs you
think arc qualified to become permanent teachers and develop
a plan to recruit thcm to your program. Make time for tile
permanent staff to talk about the enervating (but inevitab
process of continually orienting ncw people and adjusting to

13



new faces and different teaching styks. This discussion may
include developing responses to complaints from children and
parents, as wdl.

Subs are entitled to common courtesy, but more than that,
they are entitled to professional courtesy. A sub cannot do his
or her best work without proper instructions and guidelines.
It is up to you as a colkague or administrator to help the sub
function optimally in an unfamiliar workplace. Take thc time
to give substitute caregivers the care they need; in the long run
it will make your work less stressful and more pleasant. And
when it's your turn to take a'day off or a vacation, you'll be
able to take the time you needwithout worry.

Most importantly, develop realistic expectations. Remember,
there is an industry-wide shortage of trained personnel for
child care, requiring strategies that go beyond individual center
policy. Turn to the next section for ideas that may be applicable
to your community.

14



ow
Communities
Respond:

0 Establishing a
Substitute Referral System

How arc communities coping with the shortage of substitutes?
In order to study the situation and to generate new approaches,
the Child Care Employee Project interviewed dozens of people
around the country who have been tackling thc problem in
various waysresource and referral staff members, teachers
and subs, consultants and trainers. We talked to people who
are just now establishing a substitute system in their arca, and
others who have had 3 systcm in place for years; people who
feel their current arrangement works well, and others who arc
dissatisfied and experimenting with new approaches.

Recruiting and Advertising

When you undertake a recruitment effort, begin by targeting
all the groups who may bc interested and identify how best to
reach them.Consider students, parents of young children who
may want only part-time or occasional work, mired seniors,
and job training program participants. Where can these groups
be found? Where do they gather, work, or shop? What news-
letters or newspapers do they read? What other agencies serve

15



them? What are the best times of year to reach them?
The most important step is to make and mainuin personal

contacts with agencies, colleges, and other institutions. For
example, you can alert a great number of studems to substitute
work if you arrange to include information in their fall regis-
tration packets.

Nfost groups coordinating a substitute program find that
they nerd to advertise regularly to keep the system going. Even
a program that has been active for years can dwindle if outreach
efforts slacken.

Although the Child Care Resource Center (CCRC) in
Cambridge, Massachusetts, had been producing a monthly
substitute teacher list for about ten years, by the summer of
1985 the number of listings for subs had shrunk to less than
ten per momh. CCRC sent flyers and information packets to
every college student placement office, vocational training
program, senior citizen group, and community agency in the
Boston area. CCRC also placed ads in neighborhood and
student newspapers, which were less costly than cUy papers
and produced better results. After this increased outreach effort
throughout the fall, CCRC's list now includes more than twenty
subs per month and continues to gross .

k's important to make sure that you arc reaching all the
major sources of potential subs in your community, using
every possible means of low-cost advertising at your disposal.
Don't he afraid to advertiseit may cost less than you expect.
Child Care Connections, a new resource and referral agency
in Boise, Idaho, has obtained free ongoing space in the Boise

newspaper to publicize its substitute placement and other serv-
ices. Chcck with your local newspapers, radio', and TV mations
about the possibility of free advertising, calendar listings, and
public service announcements.

Screening and Interviewing
Substitute programs vary widely in the amount of screening

and interviewing they conduct before referring subs to child
care programs. Most referral programs disclaim any liability
for sub placement. Instead they offer a centralized service that
saves child care centers a few steps without eliminating the
necessity of carefully checking potential employees. Child care
providers, on the other hand, are often unable to screen a sub
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carefully when they need someone to cover classroom riOt
away. Hence, many communities feel 3 conflict ova where the
rok of ./...rerning lks: within rad) child Care prxigtalll,, or at
community ageocy level. Centers fed rushed and needy; relaral
workers arc reluctam to become employmem agencies,

Vhatest: kvel ot ',awning they conduct, mot; substitute
referral programs have developed an applicatn form the
simpkr, the betterto Ltsk information about a substi.
totes experienoe and work preferences. Apphcations should
include:

education level
experknee with children (which age groups what kinds of
settings, how many months or years, which age groups
preferred)
special imereas or stills (music. sports. tghct 1131w,u4go
spoken)

when and where availabk for work (which time shifts, limit%
on transportation)
tr4Allt CH1phiymcm or experience
names, addresses, and phone numbers oi two or tiurc tea-
eners, preferably those who have seen the apphcant's wort
with children

Many cities and statesespecially in the wake of recent
accusation% of child abuse in child care programsalso require
fingerprinting or criminal background checks. Although the
practical value of such safeguards is extremely limited, substitute
referral prOgratils ean sAve child care cx-nters vahtabk time by
gathering this kind of information centrally, if it i% required by
law. Medical exam% and TR tests may also be required by law
in your state, and again, the referral program can save centers
time and assist potential subs by researching where to secure
these services easily and cheaply.

Frequently an application form and any required criminal
and health checks ate all the substitute program colkcis before
placing subs on its availability list. Child Care proVidcn NC then
completely responsibk for intervkwing the sub and checking
references.

Some sub programs, however, have become dissatisfied with
this minimum approach and have started to urren subs more
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thoroughly bdore referring them to centers, largely because of
complaints from child ate providers and looncem about sate-
guarding the quality of are. 'Mr Child Cart Resource Center
in Cambridge, Mattachusens, row interviews applicants and
civcks their references. COW has found that people who aft
inapptoptiate for subbnig tend to -saws themselves out*
not tollowing through on all the required steps.

Sod* interviews should be brief and simple; this is not the
rime to ask the soul-searchinA questions you migIn pose tor a
pennanem position, Child Cart Resoutee and Referral (CCRR)
in Rochester, Minnesota, for clam*, tVpiC.3,4 ad:* substitutes
two questions in a gtoup interview: -What kind* of things do
you like to do with childrair and llow do yem handle
behavior?* CCM also invite& several directors at 3 tiMC to PIM
a Similar number of potential subs. This group .serrening helps
subs to get name information atNOtUt **V411.31 they're graing limo*
AS wdl AS listX4i4ling directors with an unpressurcd sereennig
mechanism.

One of CCRIVs special features i* its trouittnent and training
budget, sumo:fed by pairm tee% for cfuld Care RIMSi and
tees tor commimity training sessions (S2.30 per training how).
This allows CCRR to pay potential subs, after an initial inter-
view, either SU) tor a three.hour visit to a day are center
or a tamily day care home, or 520 for both. The piovider then
sends all evaluation of the sub to CCRR so that other providers
will know that, at the very last, some concrete, on.the-job
screening has taken place. Although SR) is low pay for a
three-hour visit, it's a great improvement over the unpaid
initial visits that many ris,,S,Taffn lub.$ 10 11136..,

Training
All of us in child care know that money and resources for

training are scarce. Yet sub programs around the country ham
developed some low-cost models-Following art 'WOW examples1

Child Action, Inc. in Sacramento, California, combine*
:screening of applicant* with some basic training. Every two
month*, using guest propcmctr. It0111 the local Infant/Willer
Network and other plusikr groups, Chad Action cots:6as
three-hour training AM *awning t,cution to provide basic infor-
mation on health and safety, 6rst aid, child development, and
practical suggestions for classroom aclisititli. Fads applicam
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i* then briefly ifIftTOCiATIJ (the Orii:31 format i* tour *ituational
question:1 a*ked Cot tefetrooe* and prompdy noti6ed Ly
ptrintinted poiacard tvhether hew thc ko, ixvti urrrytrj omo
the sub list.

Fan* and chilihroA Service* ot Kant-a* City, KSIt.:, toAtroj
31 4.4 hoe pour with two other organiration* eady in 1*.iiS
and worked with their PAC311 NAENC iffiliaw tu tleitelop
""Subtritute Po:wider Training Program? A small onelrar
Nlemberdiip Action Grim from NAEYC helped thorn publithe
the program mad dorlop a triiMng manna!, 3 UV # page
antholog of basic child cam trading* horn a variety of tourers,
Three.hour training tessitm* arc held monthly, and 'sub* 41V
then encouraged to observe it amen before they begin work.

Although the Mid Care Reoatatee Center M Cambridge,
.1ass3chtaterts, doe* not conduct or gOing training for abh

cult porton who tapas up on the tath ii itaitTi the exCelkitt
olirat3ti-011 tx)Okitl G 33me. ifor Dsty Carc SAIbtaimo'"
The boolder include* i brief form that tub* can ofe to ref,
written F4'101004 011 their work,

Community s-olkgr* may Abm IV 3 10044CV.. 44)4 it30-411A

*ubViiits*. The Lady Ctildhood Elicition department it
Cabrillo College tfl Ssnu Gut., California, ha* hdd A 'iNg-Uver

Of thltV4V3iit SATUMay dlio;u0, tot itth, Thoic
give in overview of thim care **..ok including heahh And .safety
and commtmkition

In Coqau C1rha, Teta*, the Comm! Rend (IQ Care
Adminittriton* Attocistioni gtoun of shout 40 director*
worked with the Lady Childhood Specialia Depirtment of
Del Mar College to t-43 a 2-hour non-eredit mane
the summer of 19.10. The courte included infontution on child
growth, child Aube, ditcipline, handling ettletwocim. and the
trite minimum turidard*. The 2,l1 participant4 4414o completed
the course *vete placed on 3 subtainne list tent to local dnld
care center*. Their training costs were reimbursed by the
admMhiritore 3$*ociatiaft,, and they abo obtained 4 food
handler wJ ob tetcreme*. 4 TU tea. Ana
C3ac. The (wow *Ivo :so oicccotul that the afgatvileni plan to
tervit it, An informa6on padicm deur-thing the deivelopment
of the alone h ivaitabk for SS from Glenda Stanton. YMCA.
3166 Reid Dr, Como* Christi, TX 78404.

In other communities, midi 34 OsUan41, Califouria. local dad
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cArv ibtooktW 410.toki.itiot)% 4fr 0.01.0cfmg 400;1j4kiling 40475c.4
igtst triitlinz;,%t",),Ifoirst. 44K-sofic311? for Ar4.0Crifi011

IltarISCrb evYLVV Forontibillt-y trichitnt Wk.'

potAiLg 3'!)gir &oft,. thq utot.tI4C3114,iciarlsr thc
jrao441 oi Ittric 'Tom r.lonotil.4v$41 iNt ort* iu dwy

Itcfcma14vibs4-4 'past*
AliF .:culc rrogrsmb 140Jii Cr 44Sdd 110 Monthly

N,I1TUV3dil!' MCMI,crii Or 1,441,t4rifv11,, Thg, Child Care
itcource Cewet ((COW) rn Contitidge,, Alsk44(htliCis4, tat'
if%44-.3f4V, riValb trt011thly who iisy S15 per

Thu hit ootatsini thc t3i. infoirtatiim (tom "-sat vub%
4prlic.-wort: guru., 34Jrc1%, 141com manbor, l'frm Ortsc to call,

Ict kgth of clq..,ctricaoc %kith Jikvrn x gtmtris
4141,1.011 rioArAtM., iltiprAfm, Arij orlior

*--41.1314c for WUV Jrui 41.11y trvuromtion limirr, or
,

-Wg,h4w not- ev4luzloi
molt 4 th.cw Wg. 44 duo 04, Ow roxi&f.

#.111 thg, coilox.,41 cv41444t0,41 form tot {-44h 10,1,1t1U1r. cOrictt.t1Mitt

Ihcit rctiOtMAtIcr AtIJ O. tio CO., Ail (1.41421l1 *WI Ist
triirvecil to e.gtoterlioc d pcttod% 'to t,41idl:10',

rAhcifut Irrrow,r1 from 1hr htl itarg4li
1v410.360n fotitti Aril 1 Lsri on fiic i CICKC And miy lv ur,341

plOviticlA and the whi.titute7 have titund bsi
evaluation Nyman helpful. hut COW ailmni that they tend 1(1
trccivc oniy ihr ritrotww E 'irty ro,ithr or till negative
evaluationu. Subwrifiiteii lAbo wiih io I rouin tm the liNt cfl
*imply fsf-irg4Irt t'y rhotw tad, :11Itll,

Child Action in S34141110110, California, giieb .3 blip beyond
printing 3 di:Jai:riff tm Ih bUbOducr. hit; Mom alit! cur or
family day cam rrovider. can vallucriSc o 4bc oh*, rtfCM-
141%r* mot receive .3 briclorectit4tiott to the vuli rograin from
the Chad Action *flit To klein their lila SUp,lo.43fir, Clad
Notion poiodically aut to a IiJ *Arb*,

Other Ia 4* Casino in Albuquertor. New
Niciiico. ot chiti Cate Itclouroe and Refetrial iii itocheoct,
Minneboca, p wit/iaitute referral* to rtoiliacrioAtv thy phooe
instead of mailing out Pootiiderh then maintain their !own
'tub hiti and call thc uilninute program only when they need
new reforralb.
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If any of the ioformation t mislear on the handout tir the
lirst time it is mentioned to you, dtm't hesitate to ask for
clarification. Con lotion later on miglu be dangerons,

Responsibilities

Entering a child care center filled with linsi Of Children and
adults busily working and playing can be overwhelming and
disconcerting. Don't get fraliled, lk low are some guidelines to
help you keep a clear head while working at a center;

Yon are there first and foremost to Insure children's health
and safety. Always make sure there is an adult present_ before
you leave 3 room or the yard. Children should not he left alone
even when sleeping.

Avoid physical force or abusive language in managing chil-
dren's behavior, If on fed out of control, ask another adult
(or help.

Observe good health practices. Avoid smoking or the use of
any drugs or alcohol when you arc responsible for children.
Wash your hands after assisting a child with a diaper or at the
toikt and before preparing any food. Be careful when drinking
hot liquids like coffee or tca; a fast moving child can c.111$e a
spill kading to a potentially serious injury.

You are there to OSSist other staff in caring for and teaching
children. Pitch in and help when there is a need for an adult
(helping take off jackets or puuMg on smocks).

If you initiate activities with children, select sure successes,
Playdough is much easier to supervise than fingerpainting.
A story is always a winner. Take your lead from the other staff
you are working with.

Be friendly to parents. They arc often as nervous as their
children about seeing an unfamiliar face at the center. Introduce
yourself: "I'm Sue and I'll bc subbing for Joe who is sick
today." Feel free to tell parents about positive events during the
day, but leave negative or troubling feedback to the permanent
staff.

Leave the room tidy and help with ckan.up as needed.

You are there to provide nurturing and support to all children.
Responses from children will vary. Sonic may readily attach
themselves to a new adult; others will be upset by the presence
of a stranger. Try not to take children's negative reactions
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personally, If one cluld attaches to -,Aitt you 1:411 4,1y es ;illy that
yon need to help all the children while yitil OR' center.

IUlu
The progrum you Mt' Worlong /Or IhiN certain r OliOn%shihtirt

loW4rd yon 4 411 Vonplow, even ti you ore working on a
temporary basis, You base rights to;

Clear directions about what i% expected of you, Sonwiiin
in the tosh of dealing with clnldren, other staff will fail tit
convey important iillornmoon, NOn can assist by asking for
darificalion and finding OM Who you 6.:',11) KO to With 4111COMI:

Appropriate iob deicriptiom, %Imola never be kft alone
to supervise 4;hildren, nor shotild von lic expected to plan the
program or conduct parent conferences, I lowever, if you sub
for a long rime al one 4:enter, your treillAcL on drilihrO Mid
curricula may be sought.

Wotking condithms and pay required by law. Federal law
mandates that all people working in child c.ire earn al kat the
minimum Wagt*. Additional state and federal laws govcro over,
time pay, breaks and frequency of pay (write to CCIT for
information about these laws). You h-INV 4 right to be paid for
all the time you are requird to bc at a centcr, even if you arc
not in a classroom. You have a right to know how you will get
paid and when you can take a hrrak,

protection of certain health and safety regulations. The
most commtm violation is of the kgal Jklult.to-child ratio (tlic
number of duldren each adult is responsible for). Your local
child care resource and referral agency or state department of
health or social wdfare can tell you what is kgal in your area.
les a good idea to be aware of these laws and how they -Aka
you. If you are a.ked to supervise more children than the kpl
limit, you have tlw right and the responsibility to say you
consider it unsafe and you are uncomfortabk with tlw *itUation.
If the employer doesn't change the situation (andtor if you are
asked not to return to the center) you may want to report the
situation to the licensing agency. As a child care employee, you
also have the right and the responsibility to report any adult
behavior that is abusive to children.

kind treatment and feedback on your performance. You can
communicate your interest in karning from your experience
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