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ABSTRACT
Administrators can improve their school's custodial

program by following steps ti t increase productivity, reduce costs,
and provide long-term benefits of higher cleanliness standards.
Administrators should work toward improved building cleanliness by
insisting on a school board policy that establishes objectives for
the custodial department. Principals have many duties and managing
the custodial staff is often relegated to lower priority than
providing "instructional leadership." A formula is needed for
custodial staff allocations and should include factors such as number
of children and adults using the building and extent of
extracurricular and community activities. Custodial job descriptions
should include specific task assignments. Responsibilities should
encompass inspections, preventive maintenance, regulation compliance,
inventory maintenance, and emergencies. A daily schedule stating
tasks, tools, and time allotments should be supplemented with weekly
and seasonal schedules. Job enrichment for custodians can be achieved
by expanding the custodian's role to include care of flower beds and
shrubs, window replacement, and preventive maintenance, such as
periodic oiling of motors, changing of furnace filters, repairing
leaky faucets and replacing motor belts. Rerxognition of custodians
promotes morale and can be accomplished by issuing custodial uniforms
or even ordering bv,siness cards for them. (CJH)
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Clean up your school custodial program
ty Arthur W Steller and atmoll Pell

Some things are like the weather: &try-
one complains about them, but no one
does anything:

The cleanliness of school_facilities
teridS to fall in that category But unlike
tht wcather, Which is virtually beyond
human control, there are ways to im-
prove the gen-eral Upkeep Of _khOolS.

EsN-cially in thiS era Of edtitiob t--e=
form; however, the subject of custodial
efforts seems particularly mundane,
even unimportant-. Education_leaders
likely would say, "It's what goes on in the
classreroni between teacher and student
that COMAS, not Whether the floor has
heeh

It iS no Wbilder that cUStddial &part-
ments_ across the baurity Stiffer frOM
benign_ neglect. But, if von *int

, _new friends arid keep your_ old ones,
how your schools look to those_who
Work in them and those who visitthem
Can be as important as your_ instruc-
tiOnal pri*ratt_ and the quality of your
teachers. Efoard inenitierS ricd to know
what direttion and $UppOrt_the board
must provide if that goal iS tb be
achieved.

Root of problem
Principals have plenty of important
thingS t6 do. Managing the custodial
staff uStially iS tek-gated to a lower prior-
ity than providing "inStrUctibrial k!a&r-
ship."

There are exceptions, of COUI-Se.
When dignitaries are scheduled for a
visit, principals scramble to locate the
custOdian for a quick once-over or to
hide sOMe boxes that have been sitting
in the hallway for Weeks. Most schools
will shine at least once a year: on parent

Arrh-ur W Steller is superintendent of
CAtlabonta City PUblic School& Carroll
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bick-tb-school night. And, there always
iS the cafeteria Spill that instantly trans-
fortiiS the Sehobl CtiStOdian into the man
or WOMan Of the hoil r

In these SittiatiOnS, 'Mien adriiinStra-
tors pay attention RI their custodianS,
the results usually are satisfactory The
trouble with this typical rush-around
approach is that dtere prthably will be
rid lasting effects.

COnSider the anxiety aeated when
that White:glove inspectortype relative
comes for a viSit tO your Katie. While
there may be some citikk Straightening
up to do, most people 1.0:Isn't panic be-
cause the home Lc maintained regularly
in a generally acceptable fashion. But the
same cannot always be said about
Schobl buildings.

PriticipalS; the people who manage
sch6OlS, iiStially come up through the
ranks of elaSSrOOM teaching. CcinSe-
quently, they have no direct experience
with the duties of the custodial staff.
Graduate courses on __"buildings_and
grounds" do not adequately cover these
assignments either. Without direct ex-
perifnce or knowledge; it is easy to un-
derStand Why adthinistrators spend
their energieS elSeWhere.

What then cAti be done tO improve the
custodial program?

Plenty!
Here are Stithe proven steps for in-

creasing prOdirctiVity, reducing CQsts,
and providing the longterm benefit of
recognizing the value of higher qan-
dards of cleanliness to the schools.

Promote the need
To begin, -create an awareness 6f the
needfor improved building clearilineSS.
The message should be addressed pri=
madly to principals and custodians. And
the message should come in the_form of
a Sehool board policynot simply a

memorandum resulting from a board
member's comment that buildings are
dirty

The pblicy should establish the pa-
earneterS and objectives for the custo-
dial departMent such as "maintain a
neat, clean, attractive, a6d functional en-
vironment as an aid to learning." Stich a
policy can serve both as a motivator for
change and as a benchmark for asess-
ment.

For a period of time, progress _reports
tO the board should be required. Ulti-
Mately,_ the results should speak for
themselves.

A new or revised board pOlicy will
transfer the impetus for specific thahge
to all principalsthe front-line troOps
who will carry it out. Principals, how-
ever may be the hardest group to con-
vtnce of the sincerity of a systemwide
effort to upgrade custodial perform-
ance

Althcitigh they complain about Custo-
dians as much as anyone, they Often
don't know how to get better peribt:
mance from custodians and they are
concerned that this task will fall on their
shoulders with little or no assistance.
Therefore, once the need for improve-
ment haS been communicated; princi-
palS will need some instruction and
support before they Can be expected tO
commit themselves to Making it tkroek.

Staffing allocations
It is a lot easier to determine how many
people it takes to keep a school clean
than tit* many angels can dance on the
head of a pinarid it's critical to kik*
before demands are made.

The tendency Is to respond to re-
quireMents for improved cleanliness
with demands for more custodians: The
simplest approach to overcoming this
knee-jerk I-ea-akin may be simply to an-
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nOtince that no more custodial posi:
tions will be created: Then; hold the
line: But such a directive will be effec-
tive onb, if peopk truly agree that exist-
ing staff is sufficient to do the job.

An alternative means- _is to use a con-
sistentiformula or set of criteria for as:
signing custixiial staff.___Most recqgnized
approaches use square footage per cus-
todian as the basic criterion:

_Research by the late E.B. Sessions of
Ohio State University used a_measure of
660 square feet ta cleanirtg for every 20
minutes_of a custodiah's time, for ex-
ample. Research cited in an article in
Anreriani Wyckol and tinftvestly (March
1985) came up with_14,850 square feet
as the amount of space one ful'..-time
(eight-hour) custodian could clean:

Other factors to consider in develop-
inga formula are: number of children
and idultS WliO use the building; extent
of extracu rricu far _and community activ7
ities; type of heating system; degree Of
difficulty

Also; consider different shifts when
developing a formula A night-shift cus-
todial staff should be able to work aster
than one ,iviirking Whik people are still
in the_ building. Applying a systematic
formula may reVeal that part-time cus-
todians will he adequate tti get the fob
done in sortie buildings. Val* scheduleS
could be staggered to reduce fraterni-
zation or stifts could be overlapped to
increase teamwork

Keep in mind; :however; that a few
sirt_ipk criteria make for a more accept-
able_ and &tensible formula than one
that is more com*c.

Job descriptions
When CuStcidian8 tey to perfOrm their
jobs without henefit of ckar arid ade-
quate fob descriptions that detail their
responsibilities, _the potential exists for
interpersonal confIct over who is to do
what. School systems that operate with-
Out Custodial fob cVescriptions are more

prone to invOlVement as defendants in
court cases.

Job descriptions should include, at a
minimum:

specific list assignments;
responsibilities for daily or routine
inspections;
responsibilities for conducting
preventive maintenance;
responsibilities for noti4ing prin-
cipals or others regarding hazards;
compl:;_ince With regulatory re-
quirements;
maintenance of inventory;
handling emergencies.

AnnuaN each custodian arid principal
should be given a copy of the job de-
scription for review

Many custodians generate their own
work schedules without regard to any-
thing but habit. Often; a written daily
work schedtik &fining duties has been
compiled, blit is fOrgotteh Or ignored.

A dotutbented daily scheduk stating
the particular tasks, tools, and time allot-
ments is basic to custodial program
managemem Daily schedules should be
supplemented with weekly and seasonal
schedules for each building so that a
comprehensive custodial plan will be
apparent. Ickally, some type of analy-
sis, such as a time And motion study,
would contribute to the content of a
good work schedule.

Supplies and equipment
In most situations, custodians can at-
complish their standard tasks with as
few as one dozen cleaning and repair
items. That's interesting you_ may be
thinking; but vvtat difference should it
Make to SchOcil berardmembers?

_JUSt consickr that Whenever _the range
of siipplies is increaSed; the chance fOr
duplicatkat and waste rises wcordingly.
The larger die schod wstem, the more
important it is to standardize supplies
and save money Also; the exact supplies
required can depend on the quality and
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quantity of hand and power equipment

When judging equipment needs, an
important consider-an-On is the effect on
personnelneeds._ Without Stiffitieht and
appropriate tools; labor coststhe
Most _Costly ingredient of a "clean
ktida" pi-4t-amwil.1 soar. But unlike
supplies, the beSt MOl for- each task may
be different, and the nuMber of tools
may increase in a costefiective pro-
gram_

A survey can revealthe current invert._
tory of equipment and surfaces:and
What Sdrne olthe shortages might:be:
And When Making judgments about Ca-
cil itieS iMproVeMents such as carpeting,
consider what it Will take in eqUipment
and manpower to maintain the ittipitiV6

addment in ition to its potential benefitS
to the educational and work environ
ment.

Often; the value of new or upgraded
equipment can be increased through
time sharing; productivity can be en-
hanced while costs are reduced. Be-
cause the initialcost of new equipment
may be prohibitive, a long-term pur-
chase_plan could be the logical ap-
proach: Based_ upon estimated life
expectancies for each piece of equip-
ment; a long-term replacement cycle for
each item can be formulated:

Responsfre vendors
The least expensive brands of supplies
or equipment are not always the best.
Long-term:quality and cost savings
ShoUld dot be sacrificed for immediate
savings_ ib parapbrase a famous adver-
tisement, "Yo-ti can pay now or you can
pay later.",

The way to find out about the true
value of supplies and equipment is to
keep records over time aboutquantities
consumed, repairs made; complaints;
etc. In adclition; When selecting vendors;
specific perfOrMance teiteela should be
included in bids or sales agreements.
Minimum perfontance Criteria Shotild
include:

providing training in the use of
products and in maintaining; re-
pairing; or replacing equipment
pans;
carrying inventory of all necessary
supplies;
updating gate-of-the-art informa-
tion;
providing remonable on-call avail-
ability

Reliable vendors can contribute sig-
nificantly to the productivity of the cus-
todial department.



SerVilee prograitiS
The scope of the inservice curriculum
for custodians should range from ensur-
ing thorough understanding of job de-
Striptions and schedules to proper use
of equipment and supplies. In addition;
they need to know emergency_proce-
dures, including hOW to use fire fighting
equipment. Ideally, a custddial supervi-
sor would spend one week for Initial on-
site training when a new custodian be:
gins working.

Inservice programs for substitutes,
Who frequently move up to permanent
status, can af.ct immediate results; as
well as develop better employees long
term. If substitutes are guided early in
proper techniques and work habits,
their chances for success uffen assigned
to permanent positions will be en-
hanced.

Principals also need specialized lin-
service. They are the daily contact peo-
ple for custodians, arid theY need to be
aware of approved procedures and
practices.

job enrithiiient
All employees want to have a senSe of
prick in their work. For custodians, this
usually means that they take pride in the
appearance of their work site as well as
in their impact on the school system:
One way to achieve this goal is to ex-
pand the CUStddian's traditiona! role
through job enrichnieht.

For example, many custodians are not
responsible for the school extericir ex-
cept for picking up littec Some schools
have successfully ackled care of the lawn
to the building custodians'_responsibil-
ities instead of relying on a transient
ground crew Stink have limited this re-
sponsibility to care of flower beds or
shrubs around the school entrance
which can be a source of pride for the
custodian:

Other areas for job enrichment are
preventive maintenance; window _re-
placement, and energy management.
When preventive maintenance is sparse
or_nonexistent, equipment costs in-
crease. Many basic preventive mainte-
rance tasks can be performed by
trained building custodians such a5 pe-
riodic oiling of motors; changing of fur-
nace filters, repairing leaky faucets;
replacing motor Mts, and immediately
reporting malfunctions to specially
trained people._Checkoff lists can be
helpful in monitoring such activitieS.

Conserving energy has been heavily
publicized since the 1960s. Custodians
can be trained in techniques that foster

I iidillinkDectliwo /9116

Board responsibilibes for support services
Given the maxim that board members ackipt naky and administrators implement
it; you_ might think that custodial services is ati area that ktioa boardS Can vir-
tually ignore. But th;it is not necessarily true.

As explained in this excerpt from Becoming a Herter Board Meinive (NSBA,
1982), sclxxA boards have a "hands on" role in support services that includes:

Appraxdo/policy which establishes; expands; curtails; or ends a program.
Annual kuititOt apprbtal which includes judgments about the nature and fu-
ture of funded prozrams.
Slicervi.ccfraintfOi thraigh approval, revision, or disapproval of job descrip-
tions fa- tr.:Ili-level supervisors or directors of programs. Many ticards alsb ex-
ert control through approval of candidates recommended fa eMpkiyment.
Cannot c/directiom through establishment of plans, goals, and prioritieS for
the future operation of the schools.
Ovessight and evaluation ofprogram5: The hoard receivesreportsfronithe
administration on progress and problems. It also reviews and evaluates pro-
grams arid Staff inipkmentation of policy The board also provides a major
communicatiOn channel ft* reactions from parents and citizens about the
performance Of the school system.

energy conservrion such as keeping
lights arid beat turned off in unused
areas tad regulating the &JO" of tVater.
Such frugal use of energy arid utilities
should be noticed by the principal and
can serve as another source of pride for
custodians:

CuStochans can contribute consider-
ably to controlling and eliminating
health and Safety hatards such as fire,
insects and rodents, darnpness, obStriit:
tions, etc. Also, well-trained custodiarir
can be frait-lim .soldiers in campaigns
to reduce vandalism; and theft.

Keep in mind, however, that a gradual
progression of increased responsibili-
tiesaccompanied by appropriate
trainingis recommended over adding
multiple taSkS simultaneouSly. These
should be opportunities, not btirdenS.
Also,plan to recognize custodians kir
the positive results of their efforts.

Superviskm
To maintain high levels of cleanliness,
supervision is necessary ("You can't ex-
pect What you don't inspect.").

"rypkally, principal:5 have daily super-
vision duties. A useful technique, re-
gardless of who is the supervisior, is
"spot supervision." This method con-
sists of regular, staggered andfor un-
scheduled visits, often (luring
nonschool hairs, to inspect the results
of Wcirk assignments. Forms _Shaild be
developed far recording the fimiko rif
these cheeks, thus building a docu-
mented historical record from which
patterns can be determined: Deficien-
cies, as well as recognition for jobs well
&int, can he riaed

Custodiatr who are performing well
should be krmally recognized with ci=

5

cations: Public recognition programs
can result in high morale and set up po-
sitive role models for other custodians.
Those who are deficient should be in-
k:II-Med CI areaS needing itnproveinent,
given an opportunity and assistance to
improve, but dismissed if iinprovement
does not occur. Contrary to popular
opinion; dismissing unproductive cus-
todians will have a positive effect on
morale in the long run.

Other ideas
How to motivate employees often is the
most elusive element of good manage-
ment. Finding the right motivator for
each situation and each empl vee is es-
Sential.

In a recent viSit td a Canadian Schiol
system, the extraordinary ClearilitieSS Of
the schools WaS noted. No obvious
cause; including custodial staffing alio=
cations and expenditures, could be
identified. The only difference that
seemed to stand out was that every cus-
todian wore a necktie.

SoMe Schail SyStertiS iSsue uniform
tO their CUStddiarIS ftie the same reason
that these custodian8 (Ohb, Mak
dians were seen) tti'bit rietktieg: to iti:
still personal pride in their appearance.

A high school principal in Washing-
ton uses a different approach. She or-
derS a_supply of business cards for each
etiStddian aS a theanS cladding Status to
the gligiticih.

Why do some try such innovative apr
prcaches? Because they ire convinced
that clean buildings are powerful incen-
thes for learning and public support.
ThoSe are incentives that should not be
ignored.


