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Essential Question

How can we hire enough subs & 
ensure coverage for every 

classroom?



A Convergence of Factors

•More positions with long-term subs
•Fewer new subs
•Quarantines & illness
•More teacher absenteeism
•Rising pay in the private sector
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Substitutes Are Key

Improvement
work grinds to a halt without

substitutes.



Substitutes Are Key

•Coverage for professional development
•Avoiding using coaches/admins as subs
•Ability to take time off when needed



Lead Time

In most states, hiring new subs takes

4-6 weeks
due to fingerprinting & background checks.



A Priority for Senior Leaders



Where To Find New Subs

•Recent district graduates
•Parents of current students
•Seasonal retail workers
•Ask teachers to recruit their friends



Student Teachers

•Can we onboard our student teachers 
as subs?
•Can they take a long-term sub role & 
finish their program?
•Hire December graduates ASAP



Remove Friction from
Your Sub Hiring Process

•What are all the required steps?
•Where do people have to physically go?

•What fees or other expenses do people incur?
•How can we make this a one-stop shop?











Fingerprinting

•Make it convenient & fun
•Set up an event with giveaways
•Pay for the cost
•Handle submission steps



Hiring Events

•Gift cards to local stores—ask for donations
•Give away district spirit wear
• Invite local media
• Information & opportunities to ask
questions
•Say what you pay



Substitute Pay Must Increase

If you’ve removed friction but still aren’t 
getting enough people…pay more!
•Daily rate
•Signing bonuses
•Guaranteed days/week



Collect Data Now

•How often are teachers out?
•How often are sub jobs going unfilled?
•How often are coaches & admins 
covering classes?


