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FOREWORD

£ the Escambia County Board

r This survey, conducted at the request o

of Public Instruction, is a systematic coilection of pertinent inform-

maintenance and operation for its

ation about the county's program of

schools. This report, based on an analysis of information collected by

L

the survey teams, does not purpor
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t to enumerate alil deficiencies nor to

el e o

direct attention to superior features of the program, Rather, its

purpose is to evaluate the toral effort and to suggest steps which, in

the opinion of the survey team, can produce improvements in the program.
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CHAPTER I

SURVEY PURPOSES AND PROCEDURES

Maintenance and operation of school facilities is an administrative
function of utmost importance because the school plant is an educational
tool that provides necessary space and physical environment for the

educational activities of the school. Num~:‘ous studies have shown the

extent to which the elements of the controliable environment can either
enhance or detract from the effectiveness of the educational program.
The degree to which all services associated with operations and main-

tenance contributes to or detracts frcm these activities is the chief

: measure of the contribution of the school plant services to the objectives
of our education. It must be clearly understood that these services

exist not as ends in themselves and have significance only to the extent

; that they serve to implement the educational program.
In general, the major basic purposes of a maintenance and operations
< program for a school should:

1. Provide a suitable physical‘gpvironment for teaching and
learning. The standards of these environments should in
themselves teach.,

2. Protect the health and safety of both students apd school

- —— ———

employees.

3. Achiezg_optimum operatin%_gfficiency at minimum costs.

4. Promote community pride in school facilities and develop good
public relations.

5. DPreserve and protect the public's investment in physical

property.




The School Plant Management Survey serves as a means of evaluating
the extent to which the foregoing purposes are fulfilled.

Organized as a systematic study of existing conditions and needs
in Escambia County, this survey reporgmﬁnalyzesﬁgfpa collected by the
survey staff. These data are concerned with maintenance and operation
in relation to organization, administration, budgeting, expenditures,
purchasing, staffing, warehousing and distribution, maintenance shops,
administrative practices, performance standards and efficiency, and
finally, recommendations resulting from an analysis.of these data.

In organizing for this survey, a staff was chosen to include persons
who have had extensive experience in the particular phases of School Plant
Management considered in the study, as well as, persons acquainted with
the overall problems in school administration.,

The staff, consisting of 22 persons, was divided into ten teams

of two members each. The chairman and coordinator assisted the work

of the ten teams znd the efforts of the county staff in preparing the
descriptive materials and the recommendations included in this document.

Every school plant in the county was visited by at least one team
from the survey staff. Every classroom, every mechanical room znd
service space in each school plant was checked., Notes were made of
both deficiencies and good point found during the visitation to the
schools.,

In addition to the visits, each team was assigned the task of
studying selected facets of the overall maintenance and operations
program. The results of these efforts are compiled in the narrative

portions of this survey,




Conclusions and recommendations given in this report represent the
considered judgment of the survey staff., These were arrived at on the
basis of discussions in staff meetings after careful evaluation of
existing conditions in the county in terms of recognized standards for

good maintenance and operations practice.
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CHAPTER II

ORGANIZATION

The legal responsibility for the control and management of the total
school system is that of the Board of Public Instruction. The County
Superintendent, operating under the policies as established by the School
Board, is the chief executive officer of the total system, The function
of the School Board is primarily that of policy mzking, not detailed
administration, Because of the many complexities involved in the
administration of a school system, it is necessary that the Superintendent
delegate many of the specific adr inistrative responsibilities to staff
members within the organization.

Chart No. 1 is the existing table of organization which shows the
areas of responsibility and the lines cf authority for administering

the maintenance and operations program in the county.

Placement of Respeonsibility

In the existing pattern of ér;énization, overall responsibility for
maintenance and operations is delegated to the Administrative Assistant
for Finance and Business. Working directly under him is the Assistant
District Engineer, who has the responsibility for plant maint:enance
and custodial services,

The Supervisor of ﬁaintenance has responsibility for the following
areas: (a) painting; (b) electrical; (¢) plumbing; (d) lock repair;

(e) carpentry; (f) cabinet making; (g) garbage service; (h) mechanical;

and (i) semi~skilled and common labor.
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The Supervisor of Custodial Service has responsibility for coordinating
the custodial staff of the county. He works in the advisory capacity with
the school principal in developing job specifications, offers suggestions
for assigning responsibilities, anq makes available r 3rams of in-service

training.,

Relationships to Other Sections

The basic function of school maintenance and operation is to provide
a wholesome physical environment for the pupils in the system. To do this,
it is necessary to work cooperatively with many sections within the total
school organization. There is a direct relationship with the Finance
Section in budget preparation and control, purchasing and accounting.
Through the cooperative endeavor of the officials in charge of maintenance
and operation and the county school personnel director, new employees
are acquired through the Escambia County Civil Service Board.

Equipment and supplies are issued from the county warehouse. Account-
ing recoris are kept and the appropriate charges are made against the
budget aceounts involved.

The school principal furnishes direct supervision over the custodial
employees assigned to his school plant. Requisitions for repairs,

supplies and services originate with the principal.

Lines of Authority

The line of authority as shown on the chart of organization runs
directly from the County Superintendent to the Administrative Assistant
t£o Superintendent for Finance and Business to the Assistant District
Engineer. The Assistant District Engineer has under his supervision a

Supervisor of Maintenance and a Supervisor of Custodial Services.




The Supervisor of Maintenance has direct authority over all plant

maintenance personnel. Custodial personnel are under the direct super-
vision of the principal at each school plant. The Supervisor of

Custodial Services has no direct authority over custodial personnel.

Evaluation of Organization
The organizational structure places the operational responsibility

for maintenance and custodial service on a supervisor in each of the

two areas, The Supervisor of Maintenance has ten separate departments

reporting to him. A separate maintenance center is located in the

northern part of Escambia County.

The present organization does not lend itself to efficient operation.
There is considerable overlapping of duties and responsibilities. For
instance, a cabinet shop and a carpentry department, although the two
are closely related, are operated as separate units and each department
1 reports directly to the Supervisor of Maintenance. It appears that the
Supervisor of Maintenance is overloaded with direct supervisory and

 } administrative details.




CHAPTER IIIX

ADMINISTRATION

Board Policies

Board policies and regulations governing maintenance and operations
in the schocls of the county, as well as policies affecting job separa-
tion, sick leave, and annual leave of non-instructional personnel have

been adopted from time to time by the Board of Public Instruction.

These were put in a large general handbook by the Board in 1959. Copies

e e s A e e

of this handbook have not been widely distributed to supervisors and

those in charge of the maintenance and operations program. A revised

handboock of policies and procedures has beéen prepared by the Superin-
tendent and his staff. This new handbook is in the hands oi Board
members for study and anticipated action.

The Board officially assigns one of its members the responsibility
of supervising or keeping informed on matters concerning the maintenance
and operations program and functions.,

The non-instructional employees came under Civil Service in 1953,

following a referendum by the voters of this county.

Definition of Maintenance and Operation Functions

School plant maintenance and operation, two closely related areas
of school plant management, constitute one of a number of complex
problems which confrent public school boards. An essential factor in
efficient school administration is a well organized and properly

functioning service for the maintenance and operation of the school plant.

9




Maintenance consists of those services, activities, and procedures which
are concerned with preserving, protecting and keeping buildings, grourds
and equipment in a satisfactory state of repair. It covers a wide range
of activities including some repairs, replacements, renovations and
adjustments, Operations include those day-to~day services, activities
and procedures which are necessary to keep the physical plant open and

in a usable condition.

Administrative Staff

The administrative staff for maintenance and operations consists of
the Superintendent, the Assistant Superintendent for Administration and
Business and the Assistant School District Engineer. The Assistant
School District Engineer has a Custodial Supervisor and a Supervisor

of Maintenance.

Office Management

The Supervisor of Maintenance has his office in the county warehouse
area, All other members of the administrative and supervisory staff
on the county level have offices, clerical help and other necessary
services in a two-story air conditioned building in the downtown
Pensacola area, Adequate housing for the efficient operation of the

administrative and supervisory staff is providead.

Division of Labor

While there appears to be no written statements concerning county-
wide maintenance and custodial duties, minor and major repairs together

with preventive maintenance are on a request basis.

10
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Contracted maintenance takes care of pest control, repair of instruc-
tional machines, wells and pumps and other jobs the county crew may not
be equipped to perform.

Some projects, involving capital outlay are performed by and apparently

charged to maintenance.

Maintenance personnel is divided into the following: (a) carpentry;
(b) plumbing; (c) electrical; (d) painting; (e) heating and ventilation;

(f) cabinet making; (g) furniture refinishing; (h) locksmith; (i) shade

and blind repair; (j) garbage detail.,

The everyday care or operational program is assigned to maids and
custodians under the dirsction of the principal. It was generally
found that maids open the buildings in the mcorning and care for special
% services areas. Custodians report after lunch and continue for an

eight hour day into the evening,

Supervisors of Programs

Maintenance work under the Supervisor of Maintenance operates with
a "person in charge", For instance, the 'plumber in charge" actually
directs the work of the plumbing crew.

The building principal directs the work of the maids and custodians.
3 There does not seem to be a periodic program of inspection. The
misuse and destruction of physical facilities, apparently due to

} vandalism is extremely high in some areas.

Channels of Communication

In most cases the principal of a school initiates a request for

materials and services. This request goes directly to the Assistant

11




School District Engineer for approval or denial. If approved, the work

is then scheduled and the materials drawn from the warehouse if necessary.

The principal making the request seldom knows his request has been acted
upon until the work has been done. |

Emergency repairs are requested by the principal by telephone. The
Assistant School District Engineer is called at home if necessary. Since
no radio equipment is available, the telephone is used to locate the

proper repair personnel for dispatch to the school concerned.

Center of Operation

e aw ans

The maintenance and custodial crews, except one which operates in

the northern part of the county, operate from the shops located at the
central warehousing area located on Fairfield Drive. The Assistant
District Engineer in charge maintains his office in the central
administration office where he approves requisitions and requests and
directs them to the appropriate department.

The maintenance crew serving twelve schools in the northern part
of the county operates from a small warehouse located on the Carver
High School grounds. Supplies are secured from the central warehouse
and work requests are sent to the crew by the Assistant District

Engineer.

Evaluation of Total Program

The program of maintaining and operating schools in Escambia County
is big business. The operation and maintenance of school plants
housing 43,700 pupils presents a challenge which is being met by a

relatively small staff. The good fesults of this effort to protect

12




‘the taxpayers' investment is obvious to the members of the survey team;
however, the lack of clarity of responsibilities handicaps the effec-

tiveness of the total program.

L L
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CHAPTER IV

BUDGETS

Policies and Pract.ces

The only reference to the budget noted in the schoel board regulations,
as revised in 1965, states that the preparation of the‘budget is the
function of the superintendent as prescribed by law. The regulations
further state that the county superintendent and the board shall
establiish thg operating procedures necessary to keep expenditures and

obligations within the budgeted income for that fiscal year.

Preparation of the Budget

The maintenance and operation budget is prepared under the direction
of the superintendent and his staff. The Assistant Schobl District
Engineer drafts the budget requests for maintenance and operation,
excluding warehouse operations. The warehouse manager drafts that
portion of the budget request dealing with cost of warehousing.

The drafting of the budget involves the following steps:

A, Budget requests are drafted by the Assistant School District

Engineer and the warehouse manager.
B. Budget requests are then reviewed by the Administrative
Assistant to the Superintendent for Finance and Business.

C. Budget requests are further reviewed by the Superintendent and

his staff and necessary adjustments are made to bring proposed

expenditures in line with estimated income.

15
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D. Adjusted budget requests are again reviewed by the Assistant: School
District Engineer and the warehouse manager, in consultation with
the Administrative Assistant to the Superintendent for Finance
and Business,

E. The budget is then submitted by the Superintendent to the

board for approval.

Basis for Preparation

Maintenance Budget: Estimated salaries of maintenance personnel are

determined by the Assistant School District Engineer based on current

AT R PR

personnel allocations and the current salary schedule.

Estimated cost of day-to-day maintenance is determined by the
Assistant School District Engineer based upon past experience, updated
on the basis of anticipated increase in administration.

A priority list for major maintenance projects is compiled by the

E Assistant School District Engineer based upon needs determined from
! periodic school inspections and principal's requests made during the
preceding school term,

The cost of salaries, day-to-day r..intenance and major projects,
as determined by the Assistant School District Engineer, are then
incorporated into the original draft of the maintenance section of
the budget., These figures are then submitted to the Administrative
Assistant to the Superintendent for Business and Finance who then

adds the amount to be budgeted for equipment replacement and contracted

services. These figures are obtained from past experience updated

by current requests from individual school budgets.

16




Operation Budget: Estimated salaries of operational personnel are

determined by the Assistant School District Engineer based on current

allocations and the current salary schedule,

The remaining portion of the operations budget is based upon a
dollar figure to be spent per pupil in admission, adjusted by exper-

ience and anticipated admission.,
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CHAPTER V

EXPENDITURES

The figures presented in the accompaning tables relating to
Florida counties and to the State of Florida, as a whole, have been
taken from the Biennial Report, Superinter.lent of Public Instruction,
State of Florida. The annual January issue of "The Nations Schools"
was the source of the national figures shown in these tables. The
latest report of the State Auditor indicates that there are certain
known incorrect classifications of expenditures and it is felt that
as a result, the total maintenance expenditures are overstated and
the total operations expenditures are understated. It is not possible
to determine the exact amount of these differences within the scope
of this survey. In spite of these qualifications, these figures
still constitute the best information available at this time and are

presented for their comparison value and to indicate definite trends.

The Amount and Per Cent of Current Expenditures for Maintenance and

Operations

Over ihe past fiv~ yeais, the actual dollars spent for maintenance

[
i

and operations have increased each year, However, the percentage

relationship to the total current expenditures establishes no definite

S e RISy

pattern., The disturbing revelation of Table No. 1 is the recent material

decrease in the budget for both maintenance and operations. As indicated

in Table 1, the total of maintenance and operations represented 10.7% of

the total current expenditures, whereas, the amount budgeted for maintenance

and operations for the year of 1964-65 was only 8.2% or a reduction of 2.5%.

19
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Comparison of Expenditures fox maintenance and operations per pupil

in ADM with six selected Florida counties, the state and the nation.

In order to show a comparison of expenditures with other counties
in the state, six counties have been selected to compare their
expenditures per pupil in ADM with that of Escambia County. Of the
six counties selected, three have regressively less ADM than Escambia
and the other three have progressively larger ADM, The counties selected
are shown by Table 2.

A. The table shows that Escambia County is one of the two lowest
counties in the total =xpenditures per pupil in ADM. Escambia
County is also indicated to sper.d less per pupil in ADM than the
state and national averages.

B. The total expense for maintenance and operations per pupil in ADM
for Escambia County appears to be about the average of the counties
shown, This amount is slightly less than the state average and
materially less than the national average. The expenditures per
pupil in ADM for operations for Escambia County appear to be
average for the counties shown. This amount, however, is less than

the state average and materially less than the national average.

The expenditures per pupil ir ADM for maintenance for Escambia County

is third highest of the counties exhibited and is higher than the
state average and the national average.

A graphic comparison of these expenditures is shown in Table 2A.

Comparison of Ttemized Maintenanae and Operations Average Cost per Pupil

in ADM

To further analyze the relationship of maintenance and operations cost

21
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per pupil in ADM with the national and state averages, the sources
of expenditure for these two functions have been itemized as indicated
in Table 3.
A. The average custcdial salary costs per pupil in ADM in Escambia
County has been consistently and materially lower than either the
state or national average.

B. The average cost per pupil in ADM for heat also has been consistently

and materially lower than the state and national averages. This
relationship with the national average is not surprising; however,
it would be expected that Escambia County would esceed the State

of Florida average cost for heat.

w3ty e otk id

C. With the exception of 1962-63, the average cost per pupil in ADM
for utilities other than heat for Escambia County has been higher

than either the state ox national average. A lack of incorrect E

classification of expenditures for heat may be the source of this

RV H @ L T T e TN,

rather unusual situation.

D. The average cost per pupil in ADM for other operational expend-

itures for Escambia County has been consistently lower than either

the state or national average. This classification of expenditures

kb ) stk

would include cleaning materials and expendable supplies, etc.

E. It is interesting to note that the average cost per pupil in ADM

Lrd 2l aaaii

for maintenance salaries for the State of Florids and for Escambia

Lol et e

County has consistently exceeded the national average and that for

the years 1962-63 and 1963~64, Escambia County has exceeded both

the state average as well as the national average.
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F. The relationship of the state and Escambia County maintenance

salary cost per pupil in ADM may be partially explained in the

relationship of the average cost per pupil in ADM for other main-

tenance espenditures. It will be noted that these other expend-

itures have been consistently higher on a national average than

for either the state average or Escambia County. This may be an

indication that the use of contracted services is more prevelent
throughout the remainder of the United States and in this comparison
would be included under the classification of other expenditures.
The lack of use of contracted services in Florida and Escambia County

would tend to be reflected in the level of maintenance salaries. :

Comparison of Budget to Expenditures

Table ‘' provides a comparison of the original and ammended budgets for
operations and maintenance as well as the actual amount expended for each
of four years for these two functions., No itemized classification for
maintenance budgets were available.

A, One of the trends worthy of note shown by this comparison is

that for utilities other than heat. The amount expended for
this classification exceeded the amount budgeted with the except-

ion of one year; however, the last year indicated a very material

increase in the actual expenses over the original budget.

B. The actual expenditures for maintenance exceeded the budget for
only two out of the four years; however, the year 1963-64
indicated a rather material increase in actual expenditures

over the original budget.
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CHAPTER VI

STAFFING THE OPERATIONS PROGRAM

Board Policies Affecting Personnel

Interviews with school administrative staff personnel indicate that
there are no school board written policies which directly affect the
custodial personnel. Since these employees are under the county civil
service program, the 1957 revised edition of the "Rules and Regulations
of the Civil Service Board of Escambia County" is used as governing

policies,

Size of Present Staff

ALECR S

For the school year of 1964-65, there are 4 janitor foremen, 8 senior
custodians, 27 custodians, 102 janitors and 143 maids employed on 8 hour
daily schedules. One custodial foreman, one campus engineer and two part
time maids give a total of 288 custodial personnel employed. Of this
number 122 are employed for 12 months, 1 for 11 months, 23 for 10 months
and 142 for 9 months. These employees are under the supervision of a
custodial supervisor whose office is located in the County School Board
Building., The Custodial Supervisor is required to perform other
administrative functions which prevents him from conducting an effective
overall custodial program essential to the proper housekeeping for a
school system of this size.

No assistant is provided to enable routine inspection of the
buildings, troubleshooting, handling of emergencies and assistance in

training personnel with proper application of modern cleaning methods.
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The responsibility of personnel liaison between the Custodial
Supervisor and Civil Service Personnel Office is that of the present
business office staff.

The present method for allocation of custodial nersonnel to the

various schools appears to be one custodian for each eight classrooms.
A more accurate and detailed formula would provide a more adequate
and equitable allocation.

A review of the employment schedule of custodians reveals that

there will be 14 schools without any custodial assistance during the

summer months; 37 with one (1) custodian on duty, 10 with two (2)

custodians on duty and 9 with three (3) or more custodians on duty.

Personal Characteristics of Personnel Presently Employed

Each of the 9 custodial classifications has its own requirements
that must be met by applicants seeking emﬂloyment and are stated in
the job descriptionms.

No person will be employed who cannot meet the minimum physical
requirements set forth for each position. The examinations are
conducied by the County Physician at the County Clinic, located at
Escambia General Hospital.

A copy of the medical examination record is shown on page number 31,

Job Qualifications

Desirable minimum qualifications for each of the custodial
classifications has been established by the County Civil Service
Board. Each applicant must have at least an eighth grade education,

except for a campus engineer at the Junior College which requires a

twelfth grade education.
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INDEX NO. TOSITICN SOUCHT NAVE

ADDRERS

FEDICAL, SXAMINATION R7ECCRD

Date of oxan.
GIVIL SLRVICE BC.ARD CF FECANBIA CCUNTY Date of Re-E::,

Result,

[ PSSV 2

Pesult

e —————————

—

DEFACTS WETCE DICGUALIFY TR ATL TOLTT(NG: (1) Insanity, (2) Frilepsy,
(3) Chronic fhlcolhoiism or Drug addiction, (4) Erophthalmic Goitre,

(5) turulysis, (6) Locomotor fLtarid, (7) Cuncer, (8)
(9) Chroric Resgiratory Dirceaces, (30) Serious Organic Dise
(11) kvidence of Defective Circulation, (12) Bright's Disease,

Tyberculosis,
ases of the Heart,
(13) Diabetes,

214) Communicuble Disease, (15) Flincness, (16) Fxcessive Cbesity,
17) idvanced Arthritis, (1€) Chrenic and Fecvrring Back Disorders,

(19) Severe Vuricose Veins and Ulcers.

IHYSICILN'S RECCL Criginel Exam. Re-Examinution
Fussed | Fuiled Fasged | Failed
Disabling Deformity, Hand oot
Defactive Joints or Limos —
Paralysis___ Dumbbell __R i
Hernia Lincontrolled
Heart, Circulatory Defects '
Lungs Respiratory “ystem Defects
Tuterculosis Tulmonary Gland
Bone
Norvous Diseuse
Varicose Veins
Blood Pressure___ .
Height__ __ Feet__ ___TInches
Wieight Founds
Cbesity Lxcessive
Vision w/glasses |, i
Vision w/o plasses R. D
Vision Color
Heuring i S
Speech r“ —
Urino Albumin Nef, —_—
Urine Sugar, Nep, e}
Syrhilis Serology. Taken
Tetancy Taken :
Chest X-Ray, Taken i nj
Previous injuries, illnessges, crerations ?
the above

CIRTIFICATE OF EXAdINING THYSICIAN: I (can,cannat <} recommend that
named applicant be employed by the County of Zscambia.

Remarks:

Signatyre of Thysicizp
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Each applicant must also pass an examination administered by the
County Civil Service Board. Each classification calls for specific
qualifications peculiar to the nature of the work. In some few
cases, the age requirément has been waived because of the low
prevailing wages. A reproduction of these qualfications appears

on pages 33 and 34.

Applications for employment

All applications for emplcyment are made through the County Civil
Service Personnel Office at the County Courthouse. This is a master
application form reproduced on pages 35 and 36 and is used by all five
Civil Service Agencies in the county. Each applicant must provide three
character references and two business references. Upon complete
processing of thg application form, and acceptance for employment
each applicant is given notice of any appointment for a physical exam-
ination which is to be conducted by the County Physician.

If an applicant does not qualify for a position because of low
score cn the examination or because of inability to meet z ,e require-
ments, residency requirements in state or county, having a police
record or lack of experience he or she is notified of this fact by
the personnel of the Civil Service Board.

Applicants are also notified of successful passing of examinations

and interviews are established to discuss possible placement.

Probationary Employment

All employees are on probatignary status for a period of one year.
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CUSTODIAL QUALIFICATIONS

Desirable Minimum Qualifications in Training and Experience:

Class Title: Maid Completion of the eighth grade supplemented by at
least two years of routine domestic housekeeping
duties as would be done in the average home; or
an equivalent combination of training and experience.:
(Salary range, $135 to $172)

Class Title: Janitor Completion of the eighth grade supplemented by at
least one year of general house cleaning duties;
or an equivalent combination of training and ex-
perience. (Salary range, 3172 to $221)

Class Title: (Custodian ' Completion of the eighth grade supplemented by two
yesrs of routine janitorial experience; or an
equivalent combination of training and experience. ;
(Salary range, $190 to $244) '

Class Title: Sf. Custodien A Completioh of the eighth grade supplemented by at ]

T o " " least three years of experionce in cleaning and
maintaining large office buildings; or an equiva=
leht combination of training and experience.

~ (Salary range, $200 to $256

Class Title: Janitor Foreman . "Completion of the eighth grade supplemented by at

o L " least four years of janitorial experience, one

* year of which should have bean in a supervisory
“capacity; or an equivalent combination of training
and. éxpertence. (Salary range, $221 to $282)

byt

& T

Class Title: Custodial Foreman .~ Completion of the eighth grade with formal training
o P e et 4h janitérial work, supplemented by five years of
" increagingly responsible custodial experience of
which at least two years was in a supervisory
capacity; or an equivalent combination of -training
and experience. Salary range, $269 to $343)

Class Title: Campus_ Engineer Graduation from high school with special training
in the use of custodial materials and equipment,

supplemented by seven years <f increasingly re-
sponsible custodial work incluc.~g at least two
years in the supervision of a la ge custodial and
grounds ~cew; or an equivalent combination of
training and experience. (Salary range, $438 to

$559)

Class Title: Campus Watchman Completion of the eighth grade, supplemented by some
experience in watchmen work or related field. Age
limit: 50 years. Applicants must be ‘resident of
State of Florida for the past 2 years, and Escambia
County for the past 6 months; and must pass physical
examination administered by County Physician before
employment. Duties: Safeguard public buildings
and property, prevents thefts of cars and ac=
cessories while parked on campus. (Beginning Salary,
$190 per month)
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CUSTODIAL QUALIFICATIONS = Continued

- Desirable Minimum Qualificdtions in Training and Experience:

Class Title: Custodial Supervisor Graduation from high school with special training
in the seilection and proper use of c¢leaning
agents and equipment, supplemented by increasing-
ly responsible custodial experience of which at
least three years should have been in the super-
4 vision of a custodial crew in a large public
: or private institution; or an equivalent combination
of training and experience.

f lormal Line of Promotion: From: Bulldings & Grounds Foreman; Senior Building
Superintendent

TOs No Normal Line of Promotion

Knowledge, Abilities, and Skills: Thorough knowledge of proper building c¢leaning
methods; thorough knowledge of chemicals and clean-
ing materials and equipment used in & school
district; good knowledge of school construction.

Ability to organize and direct the work of a large
custodial operation; ability to train custodial
personnel in the proper use of equipment and clean-
ing materials; ability to evaluate work performed
in accordance with established standards; ability
to establish and maintain effective working re-
lationships with subordinates, schpol personnel
and the general public; ability to inspect, review
and maintain the necessary records and to prepare

~ accurate and concise reportse.

Salary Range: Pay Grade 28, $417 to $532
: N H !

\ - .
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CIVIL SERVICE BOARD

COUNTY OF ESCAMBIA

411 County Courthouse Annex — Pensacola, Florida

pegel

INSTRUCTIONS: Ancwar svery question below ctear!

: y snd Thiy spplication mus cc nikd’ By three (3) letters
:omplenly. Typewrite or print in INK. 1f you are spplylng from responsibje ﬂt\l udthese tirme v:ho hISO)hﬂnollo
or a epecific Clvil Service Examination, resd the Announce- knowlegdaq ot "q‘ er and fitness fer the pesition you
ment carefully and follow alt dlrections. sed %m 1t Yecent plcture of yourseHt

MASTER APPLICATION — RULES AND REGULATIONS

i. Notice of applicant’s change of address should be promptly sent to the Secretary of the Board.
2. No person can apply for or be eligible for more than 3 classes of position at one time.

8. Alf\y_b;;erll?n whose genera) standing is less than 70% shall not be entitled to have his or her name entered upon any entraned
eligible list.

4. No name sha!l remain upon an eligible employment list for more than 2 years, If not appointed i PP
Y st { . pointed within that time, applicati
must be re-filed. =t ’ ==

5. All applicants are required to be residents of the State of Florida for a period of two or more yesrs and a resident of Escambla
County for a ;?erlod of six months immediately prior to this date. Applicants over 21 years of age are required to be qualified
voters except in instances where we are unable to secure the services of local residents who possess the requlred qualifications,

R R bt o e o Lo Y s

7y

SR 1LY e 4 2

Applications must be filed before closing date as provided in published announcements.

1 7. The Board may reject the application of any person for admission to & test or refuse to certify the name of an applieant for any
of the following reasons:

(a) For not possessing the established minimum requirements.

(b) Addicted to habitual use of drugs or intoxicating liquors.

(¢) For being physically unfit, failure to pass medical examination as prescribed by the Board.

(d) For being guilty of a crime, infamous or notoriously disgiaceful conduct.

(e) For having been dismissed from the public service or from other employment {or deiinquency.

(f) For making false statcments in the filing of this application.

(g) For having unfavcrable police record.

-

R Lt s

DA L

{. TITLE OF EXAMINATION: If the answer ie "YES* to any of the foliowing
questions descrinve fully in Item 3y,

p 84 o)
TRINAAY
ANYN

Yeo | No

4. Are )'°“ physically handicapped In any
way?

(wrwy)

6. Have you sver Leen arreated or Indicted
for any ofcense otlter than a minor traf-
fic violation?

3 6. Do you recelve an annully from the
g 1'3..°D.C.. or any Siate, County or City

government under any retirement, pen-
aslon or other comgsensation plan, Le-

3. EDUCATION ~Clrclo highest grade completea: caure of ynur Militury or Naval Service
? or am a Clvil empicyre?
Orammar Schootl —1 3 3 % 6 ¢ 7 8
7. Have vny ever heen cemployed by the
High Bchool — 9 10 11 12 County of Eecambia?

) 8. Da you heve rrlatives (by blood or mar-
riage) wbo nre now employed by the

Name and Location Covnty of Fecamhin?

HAGROAN INOHJIITRL

o

(yern3)

Lol ey

e n—— — - P ——

g. Has yours spplicetion for possible em-
ployment with the County ol Eacamble
sver been rejected?

HLYLY

College or Unlversity — 1 3 ¢ 4
10. Ranident of State of Florida alnoe?te———F——

; -
3 Mador 11. Resldent of Escambdia County etncele— —m0—-—— ]
i3, Are you a U. 8. cltizen? E
2

Minor. 3. Voting Registraiton Certificate No.— ———m——

14. Precinct Numbar

Degree Recelved

16. Date of Reglatration

A PRI TR

Name and Location 16. Date of Birth: Mo De. r
:
e

17. Place of Blrth:
(ehy) (otate)

4 List any other educational courees euch as Buslness
3 or Trede School. 18, Bex 19. Aga 20. Raca.
F 21 Weithlim . o vomeeene 22 Helehio e
. MARITAL STATUS=Clrele One-

] 2). Bingle Divorced Widewsd Married Beparated

Nanwe of 1lusband or Wie

3. MILITARY SERVICE: If you have served fn the| 24,
Milltary or Naval Service Indicate tho type of dle-

charge recelved: ——
1. Wheee I8 he of the emplnyed?

Branch Serial ivee 18 ke of *he empinyed: 3

of Service Number. -

26. — 27. (@]

No of chlldren Ages of chtldren .

Date Dato (o]

separated entered »

™

NOTKE: If you wish to clalm Vetorans Preforence on| 28.
examinations as preacribed In RULES of the
Board, You must complete Form A-10 and aub-

Father's Name and Address

1 113, y of H . .

mit along with copy of Honorable Dlecharge, 29 SToTher s Name and Address
csg 360

Fora AW

Rev. 6+ 35
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30. Insert here detalled anuwers to questions in Itemn 4, §, 6, 7 znad 8.
PESXTT

item No. itam No. 1

31. LIST BELOW YOURt WORIK EXPERIENCE—RBegin with your present position and gl fet
You may attach additlonal sheets §f necessary in order to glve complete and det “"d hformation. For -Specific Dootitions you have neld
of work. and the number and (itles of employeca lupervlso‘d. o Empm;mnygu:r:,{gx;:n:‘:gmﬂ:.k?eciﬂc Dutles™ list volume and kind

TOTAL TIME EMPLOYZD

Employer Address.
Your Title Startl .
Years Yonihs arting Salary § per yr. Finsl Balary ¢ per yr.
From Your Bpecific Dutlex

To.

Reason for leaving.

TOTAL TIME EMPLOYBD

Emnployer. Address
Your Title. Starting Salar:
Years Monthe v3 per yr Final Salary §_ per yr.
Your Specific Dutlex
From.
To—

Reaszon for leaving

TOTAL TIME EMPLOYRD

Embployer. Address.
Your Title Starting Salary §_—______per yr. Final Salary . _ per yr.
Years Montha .
Your Speclfic Dutlex
From.

To.

Reason for leaving.

TOTAL TIME EMPLOYBD

Employer. Addresa
Your Titls. Starting Salary § per yr. Final Salary $——— _____per yr.
Yoars Months
Your Speclfic Duties
From

To.

Reason for leaving__ a

32. Are you willlng to have the Civil Service Office write or ca!l your presant emp'zver regarding your qualifications? Cheok one:

YYS NOo
33. WIil you accept employment on & tempurary basis? Check one:

YEB e NO.

DO NOT SIGN THIS APPLICATION UNTIL VOU ARE IN THE PRESENCE OF A -NOTARY
PUBLIC. Application may ba notarized by Notary Public In Clvil SBervice Offise witheut eharge.

CERTIFICATE OF APPLICANT. I hereby certify that I have made no Incorrect or false statement or answer to any 1ucluon asked In tils, my
application. FFurther, 1 fully realize that should an Investigation diaclosy any such misrepresentation, my appllcation witl be rejected, disqualifyin

mo for lhﬁ‘efnmlnnllon. and If employed I ehall be subject to the Civl! service Ruies and Regulntions nacessitating a phyaloal examination Ln’
other qualifylng tcets.

HIONATURE OF APPLICANT DATE
HTATLE OF FLORIDA, COUNTY OF RSCAMBIA
On thix —
te mo knuwn to Le tho aamo pergen descrihed fn and who eoxounted tha (orekning application, who having been duly sworn (or affirmed) before

me, stuled to the bent of ——knowledge and hellet tne saverel stutemnenta in the foregolng application contained, whsther In writing
or in print, are true.

dny uf, 13 Lefore me porsonally appeared

SIONATURE OF OFFICER

DO NOT WRITE BELOW THIS LINE
RECORD OF EXAMS
DATK EXAMINATION WRITTEN V. P FINAL |Norick senr PERFORMANCER

36
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If their work has been satisfactory and they have demonstrated their
ability to fill the position successfully, their employment shall
become subject to the Civil Service Act. Probation does not include

any temporary and provisional employees.

Promotions

There is no school board policy which provides standards for line
of promotion, although the Civil Service Board requires an "Employee
Service Rating' which evaluates the employees performance for the past
year, The standard "Employee Service Rating" form is reproduced on
pages 38 and 39. This is used to determine which employees should be
recommended for increments and promotion. This form is e#écuted by the
employee's immediate supervisor, reviewed by the school administrator
and submitted to the Custodial Supervisor. At each phase of tﬁis rating,
the report is discussed with the employee and requires the employee's
signature to this effect.

Notice of promotional tests are posted in conspicuous places where
they may be seen by all employees in line for promotion. A person who
has served less than one (1) year as a county employee is not eligible

for a promotional test.

éélagy Schedule and Wage Scales

The present custodial salary schedule shown on page 40 'is established
by the County Civil Service Board with the cooperation of the County School
Board. However, no adjustment can be made in this schedule unless all five
Civil Service agencies are able or willing to adjust their schedules accord-

ingly.
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This report should be an
evaluatjon of the employee's
performance Yor the entire
period in relation %o the
requirements of his position.
These requirements should be
known to the employee.

EMPLOYEE SERVICE RATING

(Submit in triplicate)

B e e e mes

For use by Civil SerVice—ﬂnard-

Service Rating Year

Date officially notified

Name

Department

Class

Divieion

Circle one for
each factor:

— Weak
— Standard

Y
4’ = Strong

NOTE: Place an "X
in appropriate block
for each factor.

FACTORS

- fid ./ NOTE: Three or more ratings in either 1st or
sl O3 B K &/ last column should be explained under "Remarks!
Sl B §fo5[/ %

Ufn & g 58/ 8
LY S o

o[ @ o [O¢g [ O
Wl ar O w QG P .
SHL L] o [= o REMARKS

7 F
—J +
— v +
— v +
—J +

QUALITY CF WORK
QUANTITY CF WORK
WORK HABITS
ADAFTABILITY

PERSONAL REIATICNS

For supervisor

y employees only:

—v +

LEADERSHIP

SIGNATURES OF REPCRTING OFFICERS

Report discussed with employee

This report is based on my personal observation and/or

BY

knowledge.
ployee's performance.

RATER

It represents my best judgment of the em-

DATE

DATE

I have reviewed this report.
to the best of my knowledge.

REVIEWER

It represents the facts

DATE

Employee's Reaction

I concur in and approve this report.

This report has been discussed with me.

DEPT. HEAD EMPLOYEE'S
(OR ASS'T.) DATE SIGNATURE DATE,
LEAVE RECORD
(Calendar Year Just Ended)
N WITH PAY WITHOUT PAY
|
Balance, Junvary 1 (Carry over from I Sick Leave Vacation || Authorized leave during period
previous report period |
| Days for illness
Granted by law for current report period i Sick leave Vacation
| Days for personal reasons
Total i Sick Leave Vacation
J Unauthorized leave dur ag period
Authorized leave durian period | Sick Leave Vacation
| Days, which represents
Balance, December 31 (End of this report| Sick Leave Vacation
pericd) | Times employee was AWOL
t
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INFCRMATION AND INSTRUCTIONS

FURPOSE OF SERVICE RATING

For the Employee For the Employer

 Let employee know how well he is performing Determine if employee's work is vp to standard.

his job; encourage self-improvement., Improve employee-supervisory relationship,

i Give employee oificial commendation if his
F work deserves special recognition.

. Tnform employee whether he deserves an in- Serve as guide for reassignment of employee to better use of his
' crement in salary and/or retention in service, skills and abilities.

Assist in determining order of reductions in force.

fecognize in-service training needs.

Determine which employees should be recommended for increments and
promotion.

Establish basis for discharging incompetent employees.
MAKING THE REPCRT

f The RATER fills out the report completely and slgns it:ﬁrThe REVIEWER then checks the report for consistency, feirness, |

accuracy, and correctness of rating procedure, and signs it. The DEFARTMENT HEAD'S signatvre indicates concurrence
with and aprroval of the report.

The top five factors apply to all employees; the last factor aprlies to supervisors only. To rate each factor, reviewv
the discussion below. Indicate your rating by placing and "X" in the box which best describes the employee's perform-
ance, keeping in mind the duties of the position and the standards which aprly to it. Notations of good rerformance
or suggestions aboyt how performance may be improved should be made in the space for "REMARKS."

To indicate the employee's degree of strengths and weaknesses of each factor rating, circle a (#) or a (=) in the box
at the left of the factor considered; indicate a standard or. average factor rating by a V).

RATINGS FACTORS

OUTSTANDING—-performance not only exceeds normal || QUALITY OF WORK--neatness, accuracy, thoronghness, criginality;
requirements, but is so conspicuously outstanding || oral and written expression; care of tools and equipment. In

that it warrants special commendation. This || the case of supervisors, the effectiveness of their division or
rating shovld be given only when definitely de- }| ynit.

served, since if wvused indiscriminately, it will " :
lose 1its significance as an honest commendation. QUANTITY OF WORK-- speed of work and volume of work produvced; con- .
servation of materials and supplies; ability to perform specific
ABOVE STANDARD--performance 1s definitely well ||duties assigned. In case of supervisors, the quantity prodwction
above the standards required for the position; ||of their division.
rating shovld be given when work is above-average
level; indicates rater is well-satisfied with
type work being done.
STANDARD—performance meets all requirements for
the position; improvement may be needed in some
aspects.
NEEDS IMPROVEMENT--performance barely satlslactory
is below desirable level; definite improvement
needed.

WORK HABITS~--observance of working hours; attendance; observance
of rules and regulations; observance of safety rules; compliance
with vork instructions; orderliness; application to duties.

ADAPTABILITY--performance in new sitvations, in emergencies, and
vith minimum instructions; readiness of employee in acquiring
knowledge; his ability to make wseful suggestions; and his tend-
ency to solve problems vnaided.

PERSONAL RELATIONS--getting along with fellow employees; meeting
and handling the public; appearance, manner, speech, friendliness, :
UNSATISFACTCRY-- performance is inadequate and ||1ikability; attitude toward supervision; loyalty to organization,

definitely inferior to standards required for the LEADERSHIF—planning and assigning; training and instructing;
position. disciplinary control; evalvating performance; making decisions,
fairness and impartiality; approachability; conformance to policy
of svpervisors.

After the report has been completed, it should be discussed with the employee. This 1is the most important part of
the performance evaluvation. It provides an ~pportunity for a frank and constructive discussion of the employee's
performance in relation to the requiremen’ " his position, It should result in a better understanding between
the supervisor and the employee about what «pected of the employee and how he is doing.

———

It is the supervisor's responsibility to make sure the employee understands what was taken into consideration in
making the rating. Specific examples of performance should bs discussed in detail. The employee should be com-
mended for work well dons and helped to wnderstand in what specific ways he needs to improve.

After the report has been reviewed with the employee, he should be requested to sign it. His signature does nct
mean he agrees with the report.

APPEALS PRCCEDURE

1. Appeal from Service Rating must be filed within 3, Further appeal is provided to Civil Service Board and
seven (7) days from date of official notification., mst be filed not later than thirty (30) days after re-

letter ceiving written not*ification from employing authority on
2. Appoal shovld take the form of a tex from on- his original appeal; copy of which to be forwarded to

ployee, gddreszed o emploving authority, with gopy

to Civil Service Bourd, beginning: "] hereby appeal Civil Service Board.

from the service rating given me for tho year, 19_, J. NOTE: Higher appeal available only to employees uho'
DECAUBBs « « o o o o o o o ¢ o s o s s 0 oo+ o comply with Item No. 1 listed above.
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CUSTODIAL SALARY SCHEDULE

‘CLASSIFICATION PAY GRADE SALARY RANGE

 Maid S $135, wwmwm- - $172.

Janitor 10 172, wwwew- - 221,
 Custodian 12 190, wmmmmm—m 244,
- Sr. Custodian 13 200, wewmweem— 256.

. Janitor Foreman 15 22)¢  mmmm—e—— 282,

Custodial Foreman 19 269, e==e—--= 343, ;
‘BUildings & Ground Foreman 25 360s =ome—m——-— 460, ;

Custodian Supervisor 28 417, eme—m———— 532, i
. Campus Watchman 12 190, e=e————— 244, i

Custodial Training: Consists of on the job training by presently employed custodian,
if there is no one at a particular school who is capable of
training a new employee, the Custodial Supervisor has to go
to the school and give cleaning instructions to the new

employees. '

Work Schedule: Different school plants have different situations, therefore,
3 the work schedules vary greatly from school to school. 1In
most schools one janitor must be responsible for cleaning &
. maintaining at least 10 classrooms or an equivalent in other
type spaces, plus some additional varied duties.

Allocation
Criteria: Up to 17 classrooms; Janitor classification, pay grade 10
18 to 28 classrooms; Custodian classification, pay grade 12
29 and up Sr. Custodian classification, pay grade 13
Extra large plants; Janitor Foreman classification, pay grade 15
PJC; Custodial Foreman, pay grade 19

Lo
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Pre~Service and In-Service Training Programs

At present there is no planned program providing pre-service or
in-service tzaining. However, recent attempts have been made to conduct

short term wo:kshops whizh have reached only a small percentage of the

custodial personnel.

Employee Benefits

Each emplioyee 1s granted vacation and sick leave on the basis established

by the Civil Service Board.

Vacation Employees can accumulate vacation leave at the rate of one
day for each month in service of the county or school board during the first
ten years of service.

After ten years, the employees accumulate vacation leave on the basis
of 1 and 1/2 days for each month in service., Vacation leave can be accum-

ulated up to a maximum of 36 days.

Sick leave Employees accrue sick leave at a rate of 1 and 1/4 days

for each month in service. Sick ledve may be accumulated to a maximum of
72 days.

Prior to the completion of one year's probationary pericd, any leave
granted employees shall be without pay. However,'this does not prevent the
accumulazion cf sick leave or annual leave and upon gaining permanent status

woulcd have cne year's accumulation of each to their credit.

Co-pensation Employees are covered by Workmen's Compensation insurance

£5t injuries sustained in the line of duty.
Other provisicis are made for military leave and maternity leave and

are found in Sezrion 8 of the Civil Service Act.

W1
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Overtime accrues at the rate of time and a half for employees and may

be realized as pay or compensation time.

Retirement Retirement Benefits according to State & County Retire-

ment Plan: There is no compulsory retirement age established by the
Civil Service Board. Termination of employment by dismissal, super-
vision, resignation or abolishment of position is described in Civil

Service Board rules and regulations.

Uniforms Custodians are not provided with or required to be in

uniforms.




CHAPTER VII

STAFFING THE MAINTENANCE PROGRAM

Board Policies Affecting Personnel

Interviews with administrative and staff personnel disclose that
there is no official written handbook on governing policies which deal
specifically with maintenance personnel. However, as the mainterance
personnel are employed under the County Civil Service Program, the
current Civil Service Act and Rules and Regulations of the Civil Service

Board determine the employment practices.

Existing Personnel

The sdministration of the maintenance program falls under the
jurisdiction of the School Construction and Maintenance Supervisor who
is directly responsi?le to the Assistant School District Engineer. The
Maintenance Supervisor has excessive administrative and supervisory
responsibilities that prohibit adequate and periodic school inspection.
Chart No. 2 presents the.present organization of the Maintenance Depart-
ment.,

The present staff consists of the following:

Number Assigned Title of Position

1 School Const. & Maint. Super.
1 Clerk Typist
1 Principal Clerk

Carpenter in charge
Carpenters
Semi-skilled carpenters

N Oy
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Electrician in charge
Electrician
Semi-skilled electrician

S = e

School grounds foreman
Heavy equipment operator
Light equipment operator
Semi-skilled laborers
C.mmon laborers

Sr. Heating & Vent, Mech.

Heating & Vent. Mech.

Heating & Vent. Helper
Semi-skilled laborers Heat. & Vent.

WHOH SNV

[

Locksmith
1 Semi~-skilled locksmith

1 Shade Repair

1 Painter in charge
Painters

W

Plumber in charge

Plumbers

Plumber's helper

Water & Sewage Plant Operator
Comnion laborer plumber

S e N

North End Employees
Sr. Bldg. Maint. Mech.
Bldg. Maint. Mech.
Carpenter
Painter

ot ke

Trash and Garbage Truck
2 Light Equipment Opr.
2 Laborers

Skills Required for Pcsitions Now Existing

There is a written job description for all positions in the main-
tenance program prescribed by the rules and regulations of the Civil
Service Board. All applicants are required to complete the official
applicantion blank, shown on pages 35 and 36 , take oath, and success-
fully pass a written examination for the purposs of establishing employ-

ment.
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Characteristics of Present I'ersonnel

In a limited number of interviews with maintenance personnel the

following observations were developed:

1. Averagc ange is beyond middle years and some approaching retire-

ment age.

2. Personal appearance was fair,

3. An apparent lack of initiative and ambition was noted.

4. Most appeared to be above average in years of experience.

Personnel and Employment Practices

Job qualifications and applications for employment are advertised by

the Civil Service Board and fall under their complete jurisdiction.

% leeans JEA"  ald Ve ot BlOIRg o

Employment practices are described in Chapter VI, "Staffing the Gperations

Program'",

ek A

Probationary Employment

Employees are appointed in accordance with Section 11 of the Civil

Service Board. They are on probationary assignment for a period of one

year beginning from the date their appointment became effective.

Promotion

The Civil Service Board prescribes tests and other rather rigid
requirements before promotion can be obtained from one pay step to the
next. One such requirement is the Employee Service Rating sheet which is
reproduced on pages 38 and 39, Methods of completing this form are described
in "Staffing the Operations Program'". In examination of random samples
of completed Employee Service Rating forms, there seemed to be some
inconsistency between the ratings by the Civil Service Board and the

ratings by school administrative officers.

L6




Salary Schedules and Wage Scales

Salary schedules and wage scales are exhibited on pages 49 and 50.

Employee Benefits

Each employee is granted vacation and sick leave on the basis established
by the Civil Service Board.

Vacation Employees can accumulate vacation leave at the rate of one
day for each month in service of the county or school board during the first
ten years of service,

After ten years, the employees accumulate vacation ileave on the basis
of 1 and 1/2 days for each month in service. Vacation leave can be accumu-
laved up to a maximum of 36 days.

Sick Leave Employees accrue sick leave at the rate of 1 and 1/l Aays

for each month in service. Sick leave may be accumulated to a maximum of
72 days.

Prior to the completjon of one year's probationary period, any leave
granted employees shall be without pay. However, this does not prevent
the accumulation of sick leave or annual leave and pon gaining permanent
status would have one year's accumulation of each to their credit.

Compensation Employees are covered by Workmen's Compensation

insurance for injuries sustained in the line of duty.

Other provisions are made for military leave and maternity leave
and are found in Section 8 of the Civil Service Act.

Overtime accrues at the rate of time and a half for employees and
may be realized as pay or compensation time.

Retirement Retirement Benefits according to State & County Retire=-

ment Plan: There is no compulsory retirement age established by the

L7
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Civil Service Board. Termination of empl.yment by dismissal, super-
vision, resignation or abolishment of position is described in Civil

Service Board rules and regulations.

Uniforms Custodians are not provided with or required to be

in uniforms.

L8
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CHAPTER VIII

PURCHASING, WAREHOUSING AND SHOPS

Purchasing

In the area of school purchasing, certain standards have been

accepted as a basic guide to a sound procurement program. Some stand-

ards that seem pertinent to this study are as follows:

10

State statutes establish $300 as a maximum for negotiated
purchases and purchases exceeding this amount must be made

on the basis of solicitation of bids or quotations from

several sources of supply.

The dollar amount has been altered in several instances by
local statutes.

Sound purchasing practices require that the purchase of all
custodial and maintenance supplies be under the direct super-
vision of qualified personnel to insure quality received for
cost expenditure.

Accepted purchasing practices for governmental agencies require
two or more live signatures by staff officers on the original
request document. Original purchase order documents are
normally processed out over the live signature of the authorized
purchasing person,

Established purchasing practices place the responsibility for
procurement on an appointed official trained in purchasing
procedures. This designated official will operate on a sound
financial accounting basis in compliance with all existing

policies governing the procurement program,

51
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5. A proper bid solicitation should consist on a written formal
invitation which indicates the quantity desired, terms and
conditions, minimum specifications and designates the time and
place of bid opening. All bids submitted should be opened and

read publicly at the designated time and place.

A review of the purchasing practices of the Escambia County Board of
Public Instruction as they pertain to the maintenance and operations

program evokes the following comments:

Policy:

The Purchasing Department of the Escambia County Board of Public
Instruction is directly responsible to the Business Manager's office.

The Purchasing Agent issues the purchase orders and is the:only one
authorized by the boaré to perform this function.

The limit or maximum amount of money to be spent without bid is $750;
however, any expenditure exceeding $300 must receive board approval.

Purchases up to $300 may be made without the approval of the board.

All bids and contractual services are the responsibility of the

Purchasing Department.

Methods:

The following methods of purchasing appear to be employed depending

W PRI e

upon the individual circumstances:

-

i. Formal bid solicitation by the Purchasing Department.

ot

i 2. Emergency purchases may be made by calling the Purchasing Agent

and getting a confirming purchase order number giving the name,

quantity and price of the items wanted.
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Quotations solicited by the Purchasing Department.
Formal bid solicitations by the Purchasing Department on an

annual unit cost basis.
Purchasing through the State Purchasing Commission on state

contracts.

Procedures

Requests are sent to department heads for screening and approval.
Approved requests are sent to Purchasing Agent for issuance of
purchase order. |
Purchasing Agent sends request to Finance Department to deter-
mine if funds are available. If funds are available, they are
encumbered for this amount and purchase order is issued.
Purchase order copies are distributed as follows:

a. Original (white) goes to the vendor.

b. Duplicate (pink) remains in Purchasing Agent's office and

is filed numerically.

c. Triplicate (blue) ) to Finance Department: blue copy
) held by pay clerk - gold by
d. Quadruplicate (gold) ) encumbering clerk
e. Fifth copy (yellow) is attached to the requisition
f. Sixth copy (white) )
) go to the requestor
g. Seventh copy (green) )
The sixth (white) copy is receipted by the receiver and returned
to the Finance Department where it is attached with the invoice
and blue copy. Bluz copy is then returned to Purchasing Agent

indicating that order for payment has been initiated. It is then

filed in school or departmental file.
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Bid Procedure:

The following bid and quotation solicitation practices are being
used:

1. TFormal sealed bids solicited by the Purchasing Department,

2. Formal sealed bids on an aunual unit cost basis.

3. Informal quotations requested by the Purchasing Department

The details of soliciting, opening, tabulating, and awarding bids

appear to be in agreement with Florida Statutes and sound business

procedures.

Use of Specifications:

Bid specifications are submitted by the department requesting the
item or items. The specifications may be developed by the Purchasing
Agent in lieu of specific descriptions submitted by the requesting
department.

Where "trade names or trade names with stock number" are used, an
approved equal will be accepted. There does not appear to be any

specific evaluation prccedures of the "or equal" suhstitutes.

Product Evaluation:

Product Evaluation appears to be the function of a committee which
reports directly to the Purchasing Department. This committee works with
the Purchasing Department to determine the products representing the best
dollar value. There are no laboratory tests made. In some instances,

there are observation and in use tests made of various custodial supplies.

Warehousing

Proper warehousing should include the following:

1. Adequate storage as centrally lccated as possible.

5L
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2. Proper receiving and s.orage of supplies and equipment.

PR Al

3. The proper motorized equipment to handle these supplies and ;

equipment.

4., The proper staff to distribute these supplies and equipment
and to keep proper records of requisitions and inventory control.
Warehousing is at the present time located in three areas. The bulk
of maintenance and custodial supplies are stored at one location on Fair-

field Drive. The instructional supplies are stored at a record location

on West Garden Street. Both facilities are staffed with a warehouse super-

visor or manager and personnel for receiving and distributing supplies,

material, and equipment. A small building at Cacver High School is used
for storing some of the maintenance and custodial supplies for the schools

in the north end of the county,

Receiving materials, supplies and equipment All maintenance, custodial,

and instructional supplies, material, and equipment are received and

checked in by a warehouseman. This is accomplished by means of a copy

of the purchase order received from the purchasing agent. Any breakage,
damages, or su.ttage is so noted, and this copy of the purchase order is

then returned to the purchasing agent.

Storage of Materials, Supplies and Equipment

As indicated the maintenance and custodial supplies are stored in a
Jarehouse, however, due to limited space, school furniture is stored where
space is available. Many light weight items, such as paper towels, tissue,
etc., are stored in the temporary upstairs areas, while the heavier items-

pipe, etc., are stored on the main floor.
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Attempts are made to group many stock items. However, due t> the
lack of space; some items, paper towels, tissues, etc., are stacked so
high that the lower items are crushed. There does not appear to be well
defined storage area in the warehouse. There are sorie storage bins
for small items, while others are piled on the floor.

There is no facility for refrigerated and frozen commodities. Storage
space for these items is rented from a commercial locker plant.

Apparently there is a small building at the Carver High School at
Century, Florida, that is used as an emergency shop and warehouse for
schools in the area. There is no warehouseman on duty and the building
is kept locked.

A warehouse type building on Detroit Avenue is used for storage of
broken and un-repairable items.

There were no loading and unloading devices at the wa.ehouse.

Dispensing Materials and Supplies

A request for maintenance, custodial and instructional supplies,
materials, and equipment is initiated by the school principal or main-
tenance supervisor. This request is sent to the purchasing agent.
Special requisitions are used for stock items in the central warehouse.
Three copies of i¢his requisition are sent to the warehouse and are the

basis for dispensing the requested materials.

Delivery to Schools

Scheduled routes are set up over the county for the delivery of
custodial supplies, materials and equipment. After the delivery of the

items requested, one copy of the requisitions is retained by the principal,
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on: copy is returned to the warehouse, and one copy is sent back to the
purchasing agent. The purchasing agent then processes the request on to

the finance office for budget control and or payment,

Inventory and Stock Control

Maintenance and custodial supplies are on a perpetual inventory and
stock control.

Instructional supplies are purchased on an estimate for the year.
When the minimum inventory is reached, an additional stock is purchased.

Items checked out to be used either on a specific job or carried cn
a maintenance truck are charged to the school where they are used or to

the Maintenance Department,

Space Needs

Warehouse space is divided into several different locations and is
very inadequate for maintenance and custodial supplies and equipment and
school furmiture is particularly at a premium. There is no space for
refrigerated or frozen items, Plans are now underway for storage

facilities for refrigerated commodities.

Shops

Maintenance shops consisting of one concrete block building housing
the heating and ventilating shops, one wooden building housing the elec-
trical and refrigeration shops, one wooden building housing.the carpenter
shop, one wooden building housing the furniture refinishing and welding
shops, one metal quonset building housing the locksmith, shade and biind
and glass shops. A metal shed has been added to the heating and ventilating

shop building to provide additional space for storage of pipe, firebrick,

v
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systems, visual aid equipment, office equipment, wells & pumps and pest

control. As a result these services are being contracted.

Motorized Equipment

Motorized equipment assigned to the maintenance and operations
department consists of the following:

1. 7 trucks used for heating and ventila£ing

2. 1 truck used for shade and blind repair

3. 1 truck used for locksmith

4. 3 buses and 1 truck for carpenters

5. 1 bus for painters

6. 2 trucks for electricians

7. 5 trucks for plumbers

8. 2 trucks used for garbage

9. 8 trucks used for grounds care

10. 1 truck spare
11. 1 station wagon used by Mr. B. E. Mayo
12, 1 road patrol use on grounds

13. 3 tractors used on grounds

e

1l4. 1 septic tank truck

15. 1 3/4 ton pick up truck used in the north end of the county
16, 1 bus used in the north end of the county

3 17, 1 dump truck

18. 1 low boy trailer

At the present time, trucks used in refrigeration, electrical, heating

and plumbing are equipped with a minimum amount of stock, such as miscel-

laneous fittings, pipe and other parts necessary to perform daily maintenance
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service. Materials necessary for larger projects are allocated on a per
job basis and are delivered to the job, Records of materials issued to
the trucks are kept in the maintenance department office and the mech-
anics are responsible for seeing that all materials used are properly
charged to the requested repair,

The operation located on the north end of the county consists of
one truck and one bus with a minimum stock of supplies in shop and in
vehicles, with four men classified as: senior building & maintenance

mechanic, building and maintenance mechanic, carpenter and painter. These

men are responsible for maintenance of the 12 schools in this area.

The cenior building and maintenance mechanic drives the pick-up truck

and the other members of the crew are transported by bus. Orders for ;
2
4
these men orginate at the maintenance department and are sent by currier ‘

or mailed to the north end shop. If these men are needed, it is recessary

to contact the Maintenance Department at the county office who in turn
coritacts the mechanics in the north end shop. This results in a loss of
time between the call from school to the county office then to the north
end shop. There are no radios in the system.,

There are two bus mechanics located at this shop to maintain buses

for the twelve schools.
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CHAPTER IX

ANALYSTS OF MAINTENANCE PRACTICES

Age and Condition of School ®lants

The construction dates of schools range from 1881 to 1965, with
some buildings under construction at the preserit time. Most of the
permanent builaings are constructed of concrete block and brick.
Temporary buildings are wood frame construction.

Approximately half of the school plants provide their own water and
sewage., A majority of the schools are centrally heated, using gas fired

hot water boilers. All temporary units use gas fired circulatory heaters.

Effectiveness of Maintenance

The many discrepencies noted during the inspections of the various
schools indicate that the maintenance program is not particularly effec-
tive. The nature of many of the discrepencies indicate that these condi-
tions have existed over a long period of time and are not just the result
of recent breakdowns or malfunction of equipment. Maintenance repairs
are largely limited to emergency situations.

After inspecting the school plants, the survey staff compiled the
deficiencies by location and by the trade or craft represented. The
trades with the most indicated discrepencies were glaziers with 1196
and painting with 939. Following these trades were carpentry repairs
with 630 and masonry with 460. Electrical and plumbing repairs followed
with 301 and 364 respectively. Although it was indicated earlier in

this report the deficiencies noted by the survey staff do not necessarily
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constitute all existing conditions, a summary of their observations is

shown on pages 63 through 67.

Recurring Maintenance

Those school maintenance tasks and jobs which should be performed
one or more times each year are generally referred to as recurring
maintenance. These tasks may be performed by the Maintenance Department
or by the custodial staff depending upon the type of work involved.
Recurring maintenance will include such things as lawn fertilizing,
erosion control, floor refinishing, wall cleaning, etc.. Where the
recurring maintenance program is not effective, major maintenance
problems 6r emergency situations may arise. The inspection of Escambia
County schools reveals that the recurring maintenance program has been

effective only in a few areas.

Periodic Maintenance

Those jobs and tasks which require performance less frequent than
recurring maintenance are referred to as periodic maintenance. Both
recurring and periodic maintenance can be on a preventive maintenance
nature. Typical of periodic maintenance are such projects as painting,
roof repairing, window blinds and shade repairing, cleaning septic
tanks, etc.. While there are some programs of beriodic maintenance in
effect including a painting schedule and a sewage disposal maintenance,
it is felt that the program is not broad enough to realize maximum

effectiveness.
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Standards of Performance

There are no written standzards of performance in the Maintenance
Department. Acceptable standards therefore depend upon the opinion

of the leadermen in the various crews or of the individual workmen.

Contracted Services

Total contracted services for maintenance amounts to about 107 of
the maintenance budget. The main areas of contracted services rre for
the cffice machine repair, audio-visual repair, and pest control. Some

extensive electrical repairs are contracted.

Priority System

The priority of maintenance projects is determined by the Assistant
School Engineer., From project requests of principals or maintenance
supervisors, a priority list is formed, based on availability of funds
and need. The board approves all projects that involve capital outlay
funds. There is no written or sta.dard procedures for establishing

project priorities.

Maintenance Schedules

Maintenance schedules are generally not projected beyond a day-to-
day operation,
Daily schedules are established on the following basis:
1. Emergency requests
2. Requests submitted by school principals.
Several instances were noted where an effective painting at this
time would prevent further deterioration. Due to lack of painting

personnel such schedules are impossible.
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Work Load Allocations

Fifty-five men are employed in the maintenance department. Four of
these 55 are assigned to the 12 schools in the upper end of the county.
Persomnel allocation is based upon availabiliiy of funds in each fiscal

year, Trade skills employed are at the discretion of the Maintenance

Supervisor.

Standards of Equipment

The use of many different types of equipment has created the need

for a greater variety of parts in warzhouses and has made it necessary

to train maintenance personnel to repair many different types of equip-

ment., As a result the need for standardization becomes more obvious.
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CHAPTER X

ANALYSIS OF OPERATIONS PRACTICES

Sanitary Conditions of School Plants

A wide variation in the sanitary conditions of the school plants 3
was noted during the inspections ranging from very poor to good. This 5
E wide range reflects the interest and efforts of each individual principal ?
and school staff. Two areas of deficiencies that were most noted was
the poor condition of toilet rooms and the inadequate garbage pickup ]
; schedule.

There apparently are no countywide standards for school sanitation.
Inspection of the schools revealed 4,505 custodial deficiencies out of

a total of 9,663 maintenance and operations deficiencies.

Effectiveness of Operations Program

i That the countywide program of operations is very ineffective is
somewhat due to the Supervisor of Custodians also being responsible for

the following additional responsibilities:

1. Furniture repair

‘ 2. Warehousing, excluding books and classroom supplies
3. Garbage and trash pickup

4, Inventory control

5. Refinishing gym floors (during Christmas and Thanksgiving holidays)

6, TFurniture allocation.

The principal of the school is responsible for making up custodial

work schedules and assignments of working hours. The effectiveness of
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the operations program within each individual school is in direct propor-
tion to the principal's knowledge of and interest in school plant manage-
ment.,

The lack of compulsory countywide custodial training program is
very evident and there are no countywide standards of cleaning procedures
which are updated from time to time.

Due to the fact that most custodians are not employed for the
entire year, it is impossible to do a complete building cleanup during
the summmer months.

The lack of custodial power machines was noted as well as cleaning
supplies which are delivered without labels giving directions for use.

Custodial storage space in schools is almost non-existent.

Performance Standards for Custodial Personnel

Although an annual evaluation is made of each custodian and maid,
this evaluation is not made by the principal but is made by the head
custodian, The principal only evaluates the head custodian and merely
reviews the head custodian's evaluation of the other staff members.
There is apparently no follow-up from the Supervisor of Custodians on
questionable evaluations after signing the evaluation reports as the

department head.

Custodial Work Loads

There is a wide variation in custodial work loads which is the
result of the county lacking policies or directives relative to custodial

practices.
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Scheduling of Work

No standardized written and posted daily work schedules and hours
have been established. Lack of knowledge of nationally accepted time
motion studies on the part of principals and head custodians prevents
the preparation of these standardized schedules.

Working hours are not uniform and for the most part are not
scheduled during times which would allow maximum cleaning of buildings.

Only a portion of personnel are on split shifts.

Allocation of Personnel to Individual Schools

There is no written policy governing the method for allocating
custodial personnel to individual schools. The Supervisor of Custodians
does assign perconnel on a loose formula which is generally based on one
custodian per eight classrooms. Achieving equitable distribution of
custodial personnel by use of this formula is difficult to comprehend.
The following are some examples of the inequities resulting from this
formula,

Schonol Classrooms Teachers  Students Sq. Ft. Cust. Maids

Barrineau Pk.

Elem 3 3 89 9,000 1 0
Enon Elem. 3 3 92 9,000 0 1
OR

W Pensacola
Elem, 25 26 702 41,700 2 2
Goulding Elem, 25 28 779 44,808 2 1
OR
Navy Pt Elem, 18 17 452 20,100 3 0
Hallmark Elem., 20 19 528 33,000 1 1
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Methods of Evaluation

There are no county board policies or other directives which
establish acceptable levels of housekeeping or standards of sanitation
within the school plants of this county. Therefore, evaluation of
the operational program within one school must of necessity be the
opinion of the evaluator or a comparsion with similar conditions in
other schools,

Although there is a form upon which the custodial personnel are
individually evaluated, there does not appear to be any similar forms
for the purpose of evaluating the results of the custodial efforts

within the schools.
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CHAPTER XI

RECOMMENDATTIONS

Organization and Administration

10

The Superintendent of Public Instruction should propose and the
School Board should adopt a set of policies and regulations designed
to develop and implement a long range plan of improvement for
maintenance and operations service.

The table of organization shown in Chart No 3 should be adopted
immediately and implemented as rapidly as possible by such transi-
tional steps as are necessary.

It is recommended that the Supervisor of Operations be given authority
to recommend to building principals personnel from whom custodians
shall be selected, transferred, promoted or terminatéd. He should be
responsible for establishing standards of work, training programs,
evaluating persomucl and periodic inspection.

It is recommended that the office of the Supervisor of Operations be
transferred to the warehouse area.

The lines of communication between maintenance and the building
principal should be improved. The principal should be informed of
actions taken on his work requests,

A radio dispatch system seems desirable for more efficient scheduling
work activities,

A comprehensive study should be made to formulate some procedure to

counteract the apparent vandalism in some of the schools.
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Fiscal Management

Steps have recently been taken in the right direction to insure

better budgeting procedures and practices. It is wise to encourage

the board to continue in this direction. With this in mind the fol-

lowing recommendations are in order:

1.

7.

The board should adopt written policies and procedures for the
preparation of the operations and maintenance budget.

As new buildings grow older, caréful studr should be given in tne
budget preparation for providing adequat. funds for the mainten-
ance and operation of these buildings.

The operation budget should be based upon need rather than upon only
an arbitrary per pupil dollar value.

Preparation of the annual budget requests for the operational and
maintenance budget should be under the direction of the Director of
Physical Plant and should involve the supervisors within their
respective areas.

Expenditures should be classified according to "A Manual Financial
Accounting for Florida Schools". Special care must be exercised
that payroll expenditures be classified according to the service
rendered. Incorrect classification impairs the use of financial
records as a administrative guide to a program's efficiency.
Escambia County's maintenance and operation costs ccnpare favorably
with the state average. The relationship between expenditures for
maintenance and operations and the total cost of all expenditures
should not be reduced as it has been done for 1964-65.

Additional funds will be required to bring the building and site
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maintenance up to the recommended level. An accurate estimate of
the amount needed could be made by the maintenance supervisory

staff,

Staffing the Maintenance and Operations Prcgram

1. Sound, clear-cut policies should be established by the Board of
Public Instruction to govern the complete administration of main-
tenance and custodial personnel and which will be adequate to
administer a good overall school plant management.,

2. Consistent formulas or methods of estimating the required custodial
and maintenance personnel should be impiemented immediately. The
present staff of 288 custodians is inadequate and the distribution
is inequitable. The tabulation of maintenance deficiencies as a
part of this survey should prove helpful in determining the main-
tenance staff required.

3. Full use of custodial personnel should be scheduled during the
summer to remedy the neglected over-all housekeeping and floor
care needs., Under the present schedule, 51 schools will have one
or less custodians on duty during the summer months: 14 with none
on duty and 37 with only one on duty; and ten schools with two
custodians.,

4. Closer liason should be established between school administration
and Civil Service in order to place stronger emphasis on the
implementation of an improved Job Classification and Wage Scale
Program. Someone with personnel experience and understanding should

be delegated this responsibility.
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5. It is recommended that a handbook be developed for distribution
to maintenance and custodial personnel. This handbook should
contain pertinent board policies, general job descriptionms,

employee benefits, and other necessary information.

6. Consideration should be given to a uniform dress for maintenance
personnel, custodians and maids, with provisions for a uniform z
allowance.

7. Mandatory retirement age should be established by the board policy.

8. Under the present practices of employment, schocl administrators are 3
given limited consideration as to the selection of job applicants.
It is recommended that more latitude be given the Board of Public ?
Instruction in the selection of an applicant.

9, Consideration should be given to providing assistance for the Main-
tenance Supervisor to eliminate the excessive administrative duties
that occupy a disaproportionate amount of his time.

10. A comparative study should be made of salary schedules and wage

scales of the school maintenance personnel and Federal Civil Service

and Florida Industrial Commission trade scales in order to recommend

the upgrading of salaries and wages to the County Civil Service Board.
11. A consistent evaluation system for scoring the Employee Service
Rating forms should be developed for use by the Civil Service Board
and school administration offices,
12. Custodial salary and wage scales should be revised to attract
qualified applicants.

13. A program of in-service training should be established for maintenance
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and custodial personnel with adequate recognition reflected in

salary schedules for successful completion and application of each

course,

Purchasing

1, It is recommended that more policies be adopted relative to the
process of purchasing which will supersede obsolete existing
policies.

2, Communicaticns should be improved with respect to emergency pur-
chasing practices at the warehouse at the north end of the county.

3. It is recommended that a periodic evaluation of the purchasing
policies and procedures be conduct d to preclude future obsolescence
of these policies and procedures.

4. It is recommended that the state contracts offered by the State
Purchasing Commission be explored further,

5. It is recomrended that all invoices bear the signature of the person
or persons authorized in each department or school to receive mat-
eriais ox services,

Warehousing

1. A centrally located warehouse should be developed to handle the

receiving and the distributing of all maintenance and custodial
equipment, materials and supplies; instructional supplies, com-
modities and furniture. This building should be located on a well
drained plot, with adequate parking and room for expansion. The

¢ite should be located adjacent to or near a railroad siding.
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2. The building should be large enough to house all items in the quan=-
tity they are normally purchased.

3. The building should have well defined areas and/or stock bins for
all items.

4, There should be a specialized refrigerated and frozen food area which
is large enough to provide for the normal purchase and receipt of
such commodities.

5. The warehouse should be provided witk loading and unloading platforms,
mechanical devices for loading, unloading and moving items about in
the building.

6. The necessary trucks, with loading and unloading devices should be

available fcr the delivery of stored items,

Shops and Motorized Equipment

1. The carpenter shop should be enlarged and the furniture refinishing
department should be included in this area. In this way, all saws,
drill prass, sanders, and other woodworking equipment could be jointly
used by both trades. Additional storage to house painting supplies in
a separated fireproof rc-m should be included in this expansion.
Racks for storage of lumber and other carpenter supplies should be
provided. A storage area for broken furniture and reconditioning
furniture should be provided in or near this shop. A fireproof
welding room should be provided in this shop so that the furniture
refinisher can make necessary repairs to furniture.

2, The heating and ventilating shop should be enlarged. Necessary space

should be provided to make repairs on any piece of equipment that is
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brought into the shop. Space should also be providcd in this shop to
house the air conditioning shop and plumbing shop. This would permit
machines such as drills, pipe machinery, welding equipment and various

test equipment to be used by all these trades. Bins and racks should

be provided for working stocks of heating, ventilating., efrigeration ;
and air conditioning parts, miscellaneous pipe and pipe ..ttings.

Working stocks of materials should be drawn from the central ware-

house as needed. :

3. Shops should be provided to make repairs on visual aid equipment and
office equipment. The small gas engine shop now located in the elec-
trical shop building should be moved to and made the responsibility
of the bus garage.

4, The four buses presently being used by the maintenance department
should be converted into rolling shops for specified trades with
necessary parts and materials. This will permit the mechanic to
make repairs at.many schools without having to return to shop or

warehouse for supplies thereby eliminating unnecessary travel time.

5. A radio system for the maintenance office and the key maintenance
vehicles should be considered. The improved communication result-
ing in savings of man hours, vehicle usage and expense and better
control of emergencies would easily justify the purchase of this

system.

Maintenance Practices

1. A comprehensive and systematic school plant inspection program should
be established in order to develop adequate schedules of periodic and

recurring maintenance thereby reducing the volume of emergencies.

co
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2. Wricten criteria should be established to determine the priority

of maintenance projects.
3. An annual priority list should be prepared from the school plant
inspection program,
4. An annual evaluation of the maintenance program should be conducted.
5, Additional personnel should be hired to correct all hazards immed-

iately and to bring all buildings up to a satisfactory level of

maintenance in the following areas:
a. glazing
b. painting
c. carpenter repairs
d. masonry and plaster =

e. electrical

Ko i

f. plumbing.
6. After a satisfactory level has been reached than a reevaluation of

the skills needed to maintain this level should be established.

AL

7. Standardization of equipment within the competitive bid laws should

X el e,

be carried out wherever possible. Standardization is especially

effective in boiler parts, pumps, motors, controls, air conditioning,

and door hardware. With standardization, tradesmen can become more
proficient in repairing machinery and equipment.
8. All maintenance personnel should be encouraged to participate in

‘ recognized training schools.,

Operations Practices

1. The Supervisor of Operations should be relieved of all duties that
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do not directly pertain to the operations program, An additional
person should be employed to serve as a Custodial Inspector. This
person would spend 90 to 95% of his time in the field making building
inspections and working with operaticnal personnel in custodial

work techniques.

2. The Supervisor of Operations should immediately establish minimum
acceptable sanitation standards based upon the particular sanitizing
agent used, proper techniques and frequencies. All custodial person-.
nel should be required to maintain such standards and appropiate
action should be available to administration to enforce these stand-
ards.

3. A printed form should be ectablished for the purpose of complete
building inspections showing specifically where deficiencies are

noted. This report, which should be given to the principal, could

also be strenghtened with an overall grade sheet on building

f cleanliness,

4. A more equitable standard of custodial manpower should be established
f and distributed to all concerned. All operational staffs should be

established strictly according to this formula and no deviation

i e L

shouid be made., A suggested type formula is shown on page 85.

WL Ay T

5. A work scheduie should be made for each custodian and maid based on

Al 2

standardized time-motion figures. The preparation of each schedule
should be the direct responsibility of the individual principal and
his custodial staff. The Supervisor of Operations should be available
for assistance. Copies of each schedule should be made available to

each member of the instructional staff of the school.
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ESTIMATING CUSTODIAL PERSONNEL REQUIREMENT

School :
1. Teachar Factor = Number of teachers = -
5 —5 .
2. Pupil Factor = Number of pupils = -
225 225
3. Room Factor = Numbqglof rooms = =
# 11 I
li. Area Factor = Total area of building = =
15,000 15,000
5. Site Faotor = Number of acres = =
2 2

| TOTAL =

TOTAL = Number of custodians
5 needed for daily cleaning =

NOTES: 1, The room factor includes 6ffices, toilets, classrooms, gym,
lunchroom, etc. Break large areas as gym, library, into
classroom equivalents by dividing by 1000 square feet.

2. Site factor considers only that portion of the site which is
normally the responsibility of the custodian.

3. In computation, carry figures to two decimal places.




10.

The sample "Custodial Daily Work Load" on page 87 might be of
assistance in making these schedules and establishing standard

task times.

Uniform working hours should be established countywide. Split

shifts should be abolished immediately. The following are four
suggested shifts:

a, 7:00 a.m. to 3:30 p.m,

b. 10:30 a.m, to 7:00 p.m,

c. 2:30 pom, to 11:00 p.m,

d. 10:30 p.m. to 7:00 a.m. (if necessary)

Custodial personnel should be assigned to specific shifts in such

a manner that will permit complete cleaning of the building following
each school day No cleaning should be permitted during school hours.
Annual evaluations of custodial personnel should be made by and be
the direct responsibility of the principal. He may seek the head
custodian''s assistance if he desires. A copy of this evaluation
should be on file with the Supervisor of Operations, who should
investigate undesirable evaluations.,

All custodial cleaning supplies should bear labels giving directions
for usage.

Arrangements should be made to have garbage picked up following the
lunch hours so that raw garbage does not sit overnight or over the
weekend.

Provisions should be made to allocate more space for custodial storage.

Particular allocation should be given to isolated sterage of flameables.

86




CUSTODIYAL
DATLY WORK LOAD

Schools

(a) Area (b) Rato (c) No. | (@) Total Min |

1. Regular classroom 20 min. each

Special classroom (Science, Band) 25 min. each

#3. Shops
i, Auditorium

'
—_—
N
9

. min. each

__ min/1000 sqft F

5. Library | 1k min}lOOO sqft

6. Gymnasium 5 min/1000 sqft

T. Shower & Locker Rm (comb) 30 min., each
8. Toilet - Multinle 30 min. each ;
9. Toilet - Single 5 min. each

10. Corridor ___ min/1000 sqft

11, Administrative offices __ min, each

12. Custodial store rooms 15 min. each

b s

13, Cafeteria __ min/1000 sgft

1). Heating Plant 30 min,

15. Grounds 30 min/acre

NOTES » Emergencles, periodic cleaning and maint- TOTAL MIH -~
tenanhce, lunch or dinner time, "breaks", etc.,

are not included in the above,

EQUIVALENT MAN-HOURS -

The times listed for specific areas are averages based upon work performed by
a trained custodian and will vary under specific conditions. Some examples of such
variations are as follows:
(a) Shops - checking lights, doors, empty trash barrel: 3 min.
‘ full cleaning: 2 min/10Q sq ft.
F o (b) Corridors: Smooth - 5 min/1000 sq ft, Rough - 1§ #in/1000 sq ft,
Oiled wood - 10 min/1000 sq ft.
(¢) OfTices: Small - 5 min; Large = 15 min.
¢ (d) Cafeteria: Sweeping - 7 min/10C0 sq ft
Sweeping and dgmp mopping ~ 23 min/1000 sq ft
Sweeping, wet mop and rinse - 42 min/1000 sq ft.
(e) Auditbrium time 16 min/1000 sq ft if fixed seats. If movable, figure
chair moving and réplacement time and gym sweeping rate. :
(£) Heating plant time based upon automatic controls needing only periodic
inspection.
(g) On Grounds - include only those norzally kept by custodian.
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11. A standard form should be developed and used in connection with

periodic building inspections of custodial standards.
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