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Foreword

HE JOB of operating school plants so as to utilize their

potentialities in promoting an effective educational program
18 one that requires training, knowledges, skills, and serviced
of a specialized nature. School officials in charge of school
plant management are primarily responsible for developing an

operating program that will meet this challenge. A thorough
H understanding of operational problems, careful planning,

adequate supervision, and good judgment are essentjal to the -
development and management of this program.

This bulletin, planned as a companion volume to Organising
the Mainfenance Program, OE-21002, deals with management
aspects of school plant operation. It is hoped that these two
publications will be useful to school officials and other people
who are concerned with planning, 8rganizing, improving, and
administering school plant maintenance and operational

programs. :

Frep F. Brach, E. GLeNN FraTeERSTON,
Director, Adminsstration Assistant Commassioner,
of State and Local School Division of State and

Systems. Local School Systema.
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Preface

HIS BULLETIN has been prepared to give school

district board members, superintendenta, business managers,
supervisors of maintenance and operations, principals, teachers,
and school plant operating personnel a better understanding
of some of the problems involved in providing adequate school
building services. It brings together in one document many
‘ideas, practices, and suggestions which have been used with
success in various parts of the country. These have been col-
lected from numerous magazine articles, conference reports,
proceedings of professional organizations, professional litera-
ture, and from the reported experiences of qualified people in
this field.

The author wishes to acknowledge the use of all materials
to which reference is made, and to thank those who have con-
tributed in any way to the preparation of this publication.

’ R.N. F.
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CHAPTER 1
Introduction

CHOOL PLANT MANAGEMENT, an area of major responsi-
bility in educational administration, involves all services, activ-
ities, and procedures concerned with keeping existing school facilities
open and in usable condition. Operation, one phase of plant manage-
ment, includes, among other things, those day-to-day services which
are essential to the safety, comfort, and well-being of those who
occupy and use school facilities. These services, for the purpose of
this bulletin, are restricted to those. performed by school-plant custo-
dial personnel, and are regarded here as elements of the total program
of school plant services.

PURPOSES OF CUSTODIAL SERVICES

In former years, custodial services for schools were primarily con-
cerned with sweeping floors, dusting furniture, tending furnaces, and
similar chores. To a large degree, the methods were haphazard and
unproductive. Those who performed them, usually referred to as
“janitors” and generally regarded as handy men, were often given the
job without regard to their individual abilities to achieve high per-
formance standards. These attitudes and administrative practices
generally resulted in the payment of low wages, the purchase of
cheap supplies, the neglect of minor repairs, and the consequent
deterioration of buildings and equipment.

Fortunately, these practices are not so prevalent today as they
once were. The recent increasing emphasis on adequate school facili-
ties, coupled with newer concepts of property preservation, learning
environment, safety, and a greater utilization of school facilities by
the public, has led boards of education and school administrators to
recognize the value of adequate custodial services md the importance
of providing trained people to do the work.

This recognition, together with careful evaluation of school-plant
operational needs, has contributed to the development of certain well-
defined purposes of custodial services. Among these purposes are

1




v 2 ADMINISTERING THE CUSTODIAL PROGRAM

(1) preserving property vilues, (2) protecting health and safety,
(3) providing a climate for learning, (4) developing good will, (5)
maintaiging cleanliness and neatness, and (6) effecting operating

economies. .
Preserving Property Values

School custodians are responsible, in part, for the operation, care,
preservation, protection, and custody of buildings and equipment
worth billions of dollars. Under proper management, they can pre-
vent undue depreciation and preserve property values by making
minor repairs when needed ; as “Keeper of the Keys,” they can help
protect the property against misuse, vandalism, illegal entry, and
other damaging activities; and as trained school plant operating
personnel, they can eliminate numerous fire hazards and prevent
others from developing. A well-planned, efficiently managed custo-
dial and operating program is one of prime importance in preserving
school property from excessive deterioration and protecting it

against fire loss,
Protecting Health and Safety

Protecting the health and safety of occupants of school buildings
i8 another recognized purpose of the custodial program. Under-
heating, overheating, poor ventilation, inadequate sanitation, im-
proper lighting, unsatisfactory light control, uncontrolled noises, im-
Proper humidification, and recirculation f dust-laden air are some
of the health hazards which may be o e or relieved through
"adequate school plant care. ‘

Safety of occupants, a custodial function closely related to health
Protection, involves such activities as keeping obstructions out of
corridors, stairways, and exit lanes; repairing handrails, stair tread
and nosing, playground equipment, and other types of equipment as
soon as they are found to be defective; keeping all doors unlocked
and all exit devices operable while the building is in use; preventing
overloading and the consequent possible overfusing of electric cir-
cuits; seeing that fire extinguishers are properly charged and that
other fire protective equipment is usable; observing recognized safety
precautions in storing wastepaper, treated mops, and other com-
bustible materials; inspecting and keeping in working order all auto-
matic safety controls for heating plants; and preventing floor
surfaces from becoming slippery, either as the result of cleaning and
waxing or as the result of moisture carried into buildings on shoes.
These and other custodial services can help eliminate school acci-
dents and thus protect the lives of pupils, teachers, and other
employees.
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Providing a Climate for Leamning

The school plant, an essential tool in the educational process,
makes major contributions to pupil progress if it has adequate care.
This care envisions clean, attractive, comfortable, and orderly sur-
roundings; it creates a physical environment conducive to mental and
physical alertness of both teachers and pupils. This environment, or
climate for learning, promotes efficiency in teaching and learning.
joreover, & wholesome school atmosphere improves the pupils’
morale, contributes to their aesthetic development, engenders respect
for school property, and develops other desirable character traits, all
of which are elements of the modern concept of education for citizen-
ship. '
Developing Good Will

The public school is one of the most important institutions in a
community. Many favorable aspects may be developed for the
school through efficient and capable management of the custodial
program. The children’s impressions of the school plant, as well as
those of adults who visit or see it in passing, are often established by
the type of custodial services. Many children will recognize the
school as the cleanest and nicest home they have ever had. The first
impression of many parents toward public education may be created
by the custodian as he directs them to their child’s room.

Other adults and patrons may judge the school by the way the
custodian performs his duties and conducts himself at public func-
tions held on school premises. From the standpoint of public rels-
tions and good will, it is important that school custodians adequately
preparp the premises before public meetings. The preparations may
include installing directional signs, reserving parking spaces, roping
off sections of seats, providing an American flag and a stand to hold it,
checking lights, heat, and ventilation, properly lighting all entrances,
halls, and stairways for night events, and uplocking all exits for
safety.

In addition to creating good will for the school through these serv-
ices, the custodian can make friends for the school by using tact and
diplomacy in adjusting situations as they arise. He can and should
know something about the operation of the school so that he will be
able to give sensible answers to questions, but he should never discuss
with patrons what goes on around the school, nor criticize his fellow
workers, the teachers, the principal, or the school administration. He
~should be a copartner in education, have a fine working spirit, develop

" a sense of pride in his work, and maintain a feeling of responsibility
toward his school.

Q.
_
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Maintaining Cleanfiness and Neatness

Cleanliness and neatness, though directly related to health, have
other implications for the purposes of custodial services. As schools
attempt to teach children standards of cleanliness and neatness, the
children will be influenced by the presence or lack of these oonditions,
in and around the school plant. If the school building, grounds, and
equipment are kept clean and neat, the children, being influenced by
good example, will consciously or unoonsciously strive for cleaner and
neater home conditions. On the other hand, if school facilities are
dirty and unsightly, the children will pay little attention to classroom
instruction regarding these aspects of their home surroundings.

Neatness is closely associated with cleanliness, but the two terms
are not necessarily mutually inclusive. School custodial services may
be such that buildings, grounds, and equipment are kept immaculately
clean; but furniture, shades, books, instructional supplies, and equip-
mentmsybeplwed,udjusmd,stored,orarrmgedinmchswny a8 to
give the impression of complete disorder. Adequate custodial service
will make neatness a complement of cleanliness so that pupils, teach-
ers, other school employees, and outsiders will look upon the school

+ with pride, treat it with respect, and think of it in terms consistent

with its contribution to personal and community life.

Effecting Operating Economies

Another major purpose of the well-managed custodial program is
to insure the economical operation of school facilities. Linn® sug-
gests three areas in which operating economies may be effected, namely,
personnel, utilities, and operating supplies and equipment.

In cleaning operations, labor accounts for from 90 to 95 percent
of the coet; tools and equipment, 5 to 10 percent. A careful evalua-
tion of working techniques and procedures, the use of time-and-mo-
tion studies, and the utilization of labor-saving equipment for cus-
todial tasks may produce better results with fewer man-hours, and
thus effect savings in labor costs.

Custodians can reduce school plant operating costs by correcting
conditions which cause waste in the use of such utilities as heat,
electricity, water, and gus.

The custodian-engineer in chargeof the heating plant can do many
things to improve its efficiency. Among other things, he should : Keep
the heat-control system in good condition in order to avoid wasteful
and unhealthful overheating; maintain all valves and steam traps so
that there will be no leaks and/or wastage of steam ; adjust vent damp-
ers on ducts so that a slight pressure will be built up within the build-

1 Heary H. Linn. Beonomies ia Plant Operation. ﬂclnﬂmlﬂu&ouvm,
17: 381-389. New !.n:mummwuo...ml.
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ing to prevent excessive air infiltration; caulk and weather strip all

windows to prevent excessive air infiltration and heat loss; keep boil-
ers free of soot and scale to prevent fuel waste; prevent excessive heat
waste up the stack by careful control of boiler dampers; utilize the
heating system to the fullest extent during early morning hours, cut-
ting out some boilers as soon as the peak load is over; and heat the
building to the desired temperature only during hours of occupancy,
thus conserving fuel when no or less heat is required.

The cost of electricity is generally determined by the number of
kilowatt hours consumed. In many schools there is evidence that
much electric current is consumed without justification. It is recog-
nized, however, that the atmospheric soiling of glass over a month’s
period will impede light transmission by as much as 2 percent. Like-
wise, dirty ceilings, or ceilings having poor light reflectance, adversely
affect seeing conditions in the classroom. Electric lights are often
used to overcome these deficiencies. Adequate custodial services,
though, will eliminate waste by periodic cleaning of ceilings, glass,
and light fixtures.

Some other ways by which the custodial staff can economize on elec-
tric current are turning off unnecessary lights; using the correct type
and sise light bulb for each location ; avoiding circuit overloads; dis-
carding obsolete electric equipment; being sure that electric motors
are powerful enough to do the job demanded of them; watching cor-
ridor lights, keeping their use to & minimum ; making sure that every
circuit is properly wired (since improper wiring wastes electricity) ;
and replacing worn-out belts on electrically driven machines.

Poessibilities for reducing waste in water consumption are numerous.
Every water spigot, valve, drinking fountain, and sanitary fixture is
a potential point of water loss. A single faucet leak of pinhole size
(%3’’) will waste approximately 95,000 gallons of water annually.
At a cost of $2 per 1,000 cubic feet, this will amount to $25.40 per faucet
per year. If the water has been heated, there is an additional waste
of nearly $100 on fuel costs. Urinals which are flushed by automatic
syphoning devices may be flushing more frequently than necessary.
It is a simple, inexpensive operation for the custodian to correct the
leaky faucet, adjust the urinals so that they will flush at appropriate
intervals, and shut them off when not needed at night, on weekends,
and over holidays. Adequate custodial services will reduce or elimi-

. nate these and other types of water waste.

Custodians may be able to locate and then correct several sources
of waste in gas consumption. Leaks in gas lines, particularly at
valves and cutoffs, are both dangerous and common. These should be
inspected at least twice each year. Gas appliances that do not pro-
vide the proper mixture of gas and air, or stoves and heaters that are
obsolete, can waste tremendous quantities of fuel. Automatic con-

Q : "
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trols, if not checked regularly, may become alogged with duat or lint
and fail to operate efficiently. Units in which gas is nsed should be
kept in top operating condition if they are to function properly and
economically. (as heating units that are turned down to a minimum
level at night will hold heat as wall as if kept at full blast.

Other school plant opersting economies can be effectad through
the proper management and use of custodia] supplies and equipmant.
Custodians who know the type and quantity of supplies, as well as
the correct methods to employ in their economical and efficient use,
can save both supplies and time. Furthermors, proper care and
storage of such custodial equipment as mops, push brooms, brushes,
hand tools, vacuum cleaners, scrubbing-buffing machines, lawn mowers,
and other items will prolong the life of this equipment, thereby re-
ducing operating oosts.

IMPORTANCE OF CUSTODIAL SERVICES

In the United States an estimated 125,000 custodial employees cur-
rently provide daily gere for 1,886,000 * public school instruction rooms
and related facilities. Occupying and using these rooms and related
facilities are 85.8° million pupils enrolled in the full-time public
elementary and secondary day schools, thair 1,867,000 ¢ full- and part-
time classroom teachers, and other professional and nonprofessional
school personnel. In addition, an undetermined number of peopls,
both in and out of school, frequently use school buildings, grounds,
and equipment for educational, recreational, and other community
purposes. ‘

During 1055-86, the most recent year for which National data are
available, expenditures for operating the public elementary and seo-
ondary school plants in continental United States amounted to $753,
789,000, Representing slightly more than 9 percent of the total
ourrent expenditure of $8,851,420,000 * for publio elementary and seo-
ondary education for this year, these school plant operating funds paid
salaries of custodians, engineers, and maids; purchased water, elec-
trivity, gus, fuel, and power; bought custodial supplies and minor
maintenance materials; and absorbed other expenses of operation.

® Bamue!l Behloss end Carol Joy Hobson. sl 3040 Statiotios on Bureliment, Toschor,

ond Bohed! Nousing ¢n Full-Time Fudlio Blementery ond Socondery Dey Scheels (Cireular

. No. 604). U.8. Department of Health, Bducation, ané Welfare, Ofiee of Bducaticn. Wash-
ington : U.8. Government Printing Offies, 1080, p. 6

* Chapter § of Blennisl Furvey of Béucation im the United Btetos, 100 4~86—"Btatistics
of Btate Beboo) Bystems ; 1088-86, Organisation, Staf, Puplls, aad Finances,” by Samuel
Wehloss and Carol Joy Hobeon, U.8. Department of Health, Bducation, and Welfare, Ofioe

of Bducation. Washington: U.8. Goverament Pristing Ofiee, 1080. p. 80.
* I'did.
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Another and more important consideration is that the physical and
moral well-being of all who use school facilitiea, the efficiancy of
teachers and other schoo! personnel, and the educational achievement
of pupils depend in part on the adequacy of custodial services. Ade-
quate custodial services, in turn, depend on sound, eficient administra-
tive prooedures.

This bulletin is concerned with some procedures and practices which
have been found useful in administering the custodial program. These
include (1) methods of determining custodial personnel requirementas;
(8) policies relating to employment standards and employee benefits;
(8) oriteria for assigning duties and work loads; (4) techniques for
organigsing and oconducting training programs; md (8) prooedures
for the purchase, storage, and distribution of custodill supplies and
equipment.

800836 0—81——3
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CHAPTER I ~

Determining Custodial Personnel
Requirements

DETERMINING Mmanpower requirements for school plant opera-

tional services and equalizing workloads among personnel re-
sponsible for these sarvices are two problems which continue to plague
school administrators. There is no rule-of-thumb method by which
these problems can be satisfactorily answered for all localities and
for all situations. Local conditions and other pertinent but variable
factors relating to each school plant must be considered when custo-
dial requirements are determined.

FACTORS INFLUENCING CUSTODIAL REQUIREMENTS _

Custodial requirements for schools are influenced by many variable
factors. Some of these are related to the site; some to the building or
buildings ; some to equipment ; and others to climate.

Site

Site size, development, and condition are variables which determine
overall labor requirements for the school site. Specific alements of
the school site which influence labor requirements are amount and
type of shrubs and plantings that require pruning, insect control,
and other care; total lawn area to be mowed, watered, weeded, ferti-
lized, and reseeded ; number and extent of driveways, parking areas,
walks, and covered passageways which require sweeping and/or snow
removal; types and quantity of playground equipment which need
adjustment, minor repairs, and periodic inspection for safety; types
of facilities, such as Picnic tables, shelters, comfort stations, drinking
fountains, benches, fireplaces, and bandstands, which are used for
community purposes; and extent of bituminous play surfaces which
necessitate the removal of litter, snow and ice, and some minor main-
tenanoce, ) .

8
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CUSTODIAL PERSONNEL REQUIREMENTS )
. Building

Some variable building factors that affect custodial requirements

are number, size, design, and age of buildings. Others include pro-

gram offerings and occupancy, finishes, floor materials and surfaces,

fixtures, hard ware, mechanical systems, and building utilization,

Experience has shown that concentration of activities in one build-
ing a8 compared with two or three smaller buildings on the same
campus reduces custodial man-hour requirements.’ Furthermore, a

building having several general-use areas, such as an auditorium, a
gymnasium, and a cafeteria, will require more custodial man-hours
than another building having a comparable capacity but lacking theee
general use areas.

Buildings designed to facilitate operational procedures require fewer
custodisns than those in which such fattues have been omitted. For
axample, properly located utility and storage rooms, mop sinks, and
electrioc service outlets can save time in distributing supplies, and in
obtaining, using, and returning custodial equipment and tools.

Buildings deteriorate with age. As deterioration progresses, house-
keeping and current building operation and care become increasingly
difficult. Soil, socumulated over many years in attics and other in-
soccessible places, has a tandency to sift to floors and furniture. Minor
repairs, generally done by custodians, must be made with greater
frequency. Some mrf‘cas, marred by age and use, are difficult to
clean. These extra services, necessary because of building and equip-
ment age, add to custodial work loads.

Program offerings and type of oocupancy also influence custodial
requirements. High schools with broad curricula necessarily require
& greater vnn'oty of secial instructional areas and henoe more cus-
todial services than scl.ools with offerings limited to traditional college-
preparatory courses. Elementary schools with enriched programs need
more space than those with instruction largely confined to the so-
called “fundamentals.” Furthermore, elementary schools with kinder-
garten rooms and self-oontained classrooms hsving individual room
toilets, lavatories, and drinking fountains require more custodial at-
tention than schools not having such rooms.

Finishes that are easily cleaned, floor materials that do not require
frequent waxing or refinishing, coved corners, and rounded, sloped,
or glazed surfaces that do not catch and hold dust can effect custodial
requirements by reducing the time required for cleaning operations.

Examples of items that lighten custodial workloads are nondirt-
catching light fixtures that can be cleaned without demounting; lava-
tories, drinking fountains, water closets, and urinals that have prop-

iM. G. Pattingtoa. How Many Jaaitors?! The Americen Scheel Boerd Jowrnel, 113:
49. May 1046 ,
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erly located cutoff valves and are manufactured of materials that can
be kept sanitary with minimum effort; and master-keyed hardware
that does not have to be polished.

School plant operating personnel requirements are also influenced
by the school’s mechanical systems. Heating plants having automatic
controls and fuel feeds, with pipelines marked and properly valved
for selective cutoff, require less attention than manually operated
plants. Gravity-operated ventilating systems will require less atten-
tion than mechanically operated systems. [Electric services with lines
marked, major switches properly located, and circuit fusing designated
in all fuse panels can be effectively maintained with a minimum ex-
penditure of time. y

Plant utilization by nonschool groups often creates problems whose
solution requires additional custodial personnel.

Equipment

School equipment, both instructional and custodial, affect personnel
requirements. Some types of instructional aquipment that contribute
to menpower savings are movable desks, or desks with rounded bases
over which a broom may be easily pushed ; wall-mounted maps, charts,
and screens that do not obstruct sweeping operations; and cabinets,
television sets, and stands that are mounted on casters for easy moving.
Types of custodial equipment that reduce man-hour requirements are
power mowers, snow plows, sweepers, wet-dry vacuum machines,
scrubbing-buffing machines, and push brooms of appropriate size for
each task. : :

Climate

It is generally recognized that climatic conditions affect work loads
of school operating personnel. Schools located in regions having
heavy precipitation, Particularly rain and snow, are difficult to keep
cigan; those located in parts of the country having extremely low
?;erature of long duration require heating equipment of great

pacity and those subjected to heavy wind and sand storms accumy-
late much dirt by infiltration, Existence of these conditions usually
means that additional custodians are required to keep buildings clean,
comfortable, and safe. On the other hand, schools located in fairly
uniform, mild, dry climates can be operated with much less custodial

help.
-WORKLOAD FORMULAS

More than a half-dozen custodial workload formulas have been
developed during the past three decades. Variables in custodia] serv-
ices and in standards of proficiency have precluded their general

.
-




CUSTODIAL PERSONNEL REQUIREMENTS 11

accoptance over wide geographical areas. Although all of these
formulas have certain elements in common, they approach the prob-
lem from different angles. For the purpose of discussion, these formu-
las may be classified according to their basic concepts relating to man-
power requirements. These concepts are time units, room equivalents,
overall duties, job frequency and worker skill, time study techniques,
and measured work technique.

Time Units

One of the early custodial workload formulas was developed in the
Minneapolis Schools by Pykoski,* who used time units and repetitive
factors as the basis for determining janitorial-engineering manpower
requirements for schools. This procedure requires a listing of every
custodial-engineering job expected to be performed in and around the
school plant.

A time factor—the number of minutes required to perform a specific
amount of work—is applied to each job. This time factor, which
varies with the type of job, is based on performance standards for the
particular work. In Minneapolis, for example, a time factor of 10
minutes was assigned to sweeping 800 square feet of classroom floor;
for sweeping gymnasium and corridor floors, where funiture does not
have to be moved, 10 minutes to 2,000 square feet ; for shop floors, 10
minutes to 600 square feet ; and other tasks were assigned similar time
Factors. : }

This time factor is then applied to each total job in order to obtain
a time unit for the total job. For example, if the total area of all N
classrooms in a given building is 16,000 square feet, and if the time
factor for sweeping 800 square feet is 10 minutes, the time unit for
one sweeping of all classrooms in this building will be 20,

The product of the time units and the time factor for each job is
the total number of minutes required for one performance of the job.
In the foregoing illustration this is 20 x 10, or 200 minutes.

The next step is to determine the total amount of time required to
perform the given task during the school year. This is accomplished
by multiplying a repetitive factor, whick is the number of times the
task must be performed during the year, by the number of minutes
required for one complete performance. For instance, if the class-
room floors in the preceding illustration are swept once daily for 180
days, the total annual sweeping time for these classrooms will be
200 x 180, or 36,000 minutes. '

In a similar fashion, the total annual time required for the per-
formance of each listed job is calculated. These totals are then com-

3 Conrad Pykoski. Methods of COsloulating Pudlio Scheol Janiterisl-Fngineering Men-
power. Minneapolis: Minneapolis Board of Education, Beptember 1985, (Mimeograpbed)

| » |
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bined in order to obtain the total time required to perform all cus-
todial-engineering jobs for a particular building during the year.
The final step in determining the annual custodial-engineering man-
Power requirements for a given building is to divide the total time
required to perform all jobs for the year by the manpower unit of
measurement. This unit of measurement js the total amount of time,
exclusive of holidays and vacation leave, that one man is expected to
spend on the job during the year. For example, if there are 49 work
weeks of 40 hours each, excluding annual vacation and holiday leave,
one man would be expected to work 1,860 hours, or 111,600 minutes,
during the year. For purposes of illustration, suppose the total
annual time required to perform all custodial-engineering tasks at a
given building is 613,800 minutes, If this figure is divided by 111,600
minutes, the manpower unit, the result is 5.5, which is the number
of custodian-engineers required for the building. This means that
five employees will work full time and one will work half time.
Womrath, using slightly different methods of calculation, devel-
oped a janitorial manpower formula by the following procedures:
1L Elchcnltodhltukmqnlmdtobemrrwmed!nlndumdthelehool

plant is listed, and the daily amount of time required to complete each
task is shown in minutes.

2. The total danytlmereqnlmdtoeompletethueitmlndu.hhround
by nddlngthetimoelemequ for all jobs.

&netdulmmlﬂmemoumdbyaujobohthopmdnctoftbetoul
daﬂytlmelndthonnmberotdm-cboolhlnnulon.

tSnmmerundhoudayuahlronmmﬂnd,lnduphuldmedu
specific amount of time, in minutes, for completion.

8. The total ﬂmemnmedbymmerundhoudujouuthenmofthe
time elements of a]1 individual summer and holiday jobs.

O.Thetotalmmﬂmotoranwly.mmr,mdhollduulhhthe
mmofthermnluobulnedlnltemnund&

7.Annualen;ineeﬂn¢nrvlmmcalcuhtedonthebuuofthetow
annual time in minutes devoted to:

a. Care of the boiler room
b. Care of boilers
C (hnofbollerteedwmu

9. Thhtoulheonmudtobounbydlvldln(bywmlnum

" 10. 'Hle.ohoiu-nretbendlvidod by 8 (thennmbero(workhouulnawork
day) toobuxnthenumberotworkdanrequindwyur. ’

ll.Thonnnborotvoltwuhparmr (62) unumpuedbythenmlm

ammu.mumm-mcmammmy&
man,
%

*George P. Womrath. Janitorial Man-Power Requirements. The Americon Soheol
Boerd Journal, 83 : e, December 1981, - ‘

g _ i
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12. Finally, the total number of work days required per year (item 10) is
divided by the total number of working days per year per man (item
11) to get the total number of men required to do the work.

Room Equivalents

Steen,* in developing a custodial workload formula for the schools
of Pittsburgh, Pa., transposed daily routine jobs into units of work
which he designated as “room equivalents.” He pointed out that the
values assessed in terms of areas for room equivalents are those found
to apply in Pittsburgh and may not be applicable in other districts.
He suggested that each school district should conduct its own timing
experiments in order to develop values for its own conditions, and
that each district must apply the units in terms of necessary repetitive
cycles of work. For instance, in Pittsburgl it was necessary to wash
windows once each month, but in winter months when weather pro-
hibited outside cleaning, only the interior faces were washed. Condi-
tions in other localities may be such that other types of adjustments
will be required in transposing routine jobs into room equivalents.

Furthermore, efficiency and performance standards of school plant
operating personnel are influenced by types of construction materials,
by kinds of finishes, and by kinds of custodial tools and equipment
used. The extent to which these factors affect time requirements for
the performance of tasks should be reflected in the basic setup of
units. For example, the use of a 5-foot push broom instead of a
1-foot push broom to sweep corridors of terrazzo, linoleum, or some
material other than wood, can reduce the time required to sweep such
floors by as much as 80 percent.

As used in Pittsburgh, this formula transposed routine daily clean-
ing duties to room equivalents by using 800 square feet of classroom
floor as one room equivalent. The schedule for various cleaning
duties was as follows:

Ares in
sguere
Duties Jest

‘E;

Sweeping and dusting
a. Classrooms (including kindergarten, teachers rooms,
eto.; or 0.25 room equivalent for each 200 sq. ft. of
all such areas.)
b. Gymnasiums and playrooms
o. Auditoriums
d. Corridors:
1. Wood ficors
2. Linoleum floors
3. Terrasso floors
e. Cafeteria and dining areas
f. Shope

»

TR

ot
-
4

-
-

o

28888 288

Pt
-

¢M. M. 8teen. Formula for Estimating Custodial Work Loads. ScAool Business Afeirs.
Vol. 11, No. 11. November 1945. p. 1-8.

Al
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14 ADMINISTERING THE CUSTODIAL PROGRAM
Ares In
Mopping
. Tollet room floory . 400 1. 00
b. Bhower rooms 1, 200 1. 00
o. Cafeteria and dining areas (if mopped dally) 400 1.00
Washing
a. Tollet room fixtures 17 1. 00
b. Bwimming pools (dally) 3.50
. Bwimming pools with bleachers (daily) 4 00
d. Glass areas:
1. Windows In large single lights 70  1.00
3. Windows divided into small lighte . *50 1. 00
Routimdo{lyunojlowuondnodlnu 8, 000 0. 333
*NOTE: To get the dally workload for oleaning glass, divide the entire glase
area by the proper coeffisient and then divide that result by 94, the average
working days per month.
\
Under this schedule, custodians in large high schools (8,000 or

more pupils) were assigned an average of about 10 room equivalents
per day each; in medium-sise high schools (1,500 pupils), 8 room
equivalents each; and in elementary schools, an average of 8.6 room
equivalents per custodian. It should be noted that, on the basis of
an 8-hour work day, custodians in large high schools were responsible
for 1.85 room equivalents per hour; in medium size high schools, 1.0
per hour; in elemnentary schools, 1.075 per hour.

Pattington,® contending that methods of computing manpower re-
quirements based on time-motion studies and complicated job analyses
covering countless custodial tasks are too time-consuming and produce
unlimited combinations, approached the problem from another angle.
He oconsidered the overall duties and assignments one oustodian
should be expected to perform during one day as & unit of measure-
ment.

Admitting there will be cases where a maximum or minimum of
extra work will make a difference in manpower requirements, Patting-
ton believes that, as a general rule, a formula which takes into ac-
count the number of rooms, the number of pupils, the floor area, and
the sise of school grounds can be used in most cases, if allowances
are made for lack of & power lawnmowsr, & snowplow, s stoker, and
outside maintenance help, ,

Taking these factors into account, he determined that one custodian
oould perform sutisfactory servioe ina certain small school containing

l:.'.i G. Pattiagton. Bow Many Jaaitors?! Americen Soheol Boerd Journel, 113 ¢9.
048, .
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11 rooms (including office, cafeteria, and a ation gymnasium-
suditorium), having ‘a total floor area of about 15,000 square feet,
employing 8 teachers, enrolling 285 pupils, and having about two
acres of ground. This school had a power lawnmower, employed &
night man for 3 months esch winter, secured the services of & woman
* one afternoon each week for window washing and extra work, and
employed extra help for large painting projects during the summer
months. In a school of similar size, where snowplow, vacuum cleaner,
and stoker were provided, one man did satisfactory work. In both
cases, extra help was found necessary to take care of night meetings.

In larger buildings where labor-saving equipment such as that de-
scribed above is provided, the standard of one custodian to each 11
rooms, or to each 8 teachers, or to each 225 pupils, or to each 15,000
square feet of floor area, or to each two acres of school grounds, when
unodinoombinatiwtoobuinnnsmq',mtoprovidosutil-
factory minimum manpower for custodial services.

For example, in a large achool of 80 rooms containing 185,000 square
feet of floor space, employing 64 teachers, having an enrollment of
1,700 pupils, and occupying a site of 12 acres, the custodial require-
ments would be determined as follows:*

1. 80 rooma divided by 11 equals....... — - 7.8 custodians

2. 04 toachers divided by S equals. .. oo 8.0 custodians
8. 1,700 pupils divided by 235 equals. . o veeee- come ccoeena 7.6 custodians
4. 136,000 aquare feet divided by 18,000 equals_ .. ... _.____ 9.0 custodians
B. 18 acres divided by $ equals. I --- 6.0 custodians
6. Add these five qnomnu--- e 87.0

7. Dividing this total by 8, the number of factors, will result in a quotient
of 7.8 which will be the number of custodians needed for the building.
However, if hand-firing of furnaces is necessardf@n a large school,
it is suggested that an extra man should be added, with an additional
part-time man for winter months; and in smaller achools & night man
for the winter months is
Berry,' reporting for the Northom California Section Maintenance
Committes of the California Association of Public School Business
Officials, stated that an approach using a “factoring formula” to com-
pensate for variables found in individual schools should be considered
in determining custodial requirements for normal cleaning duties.
Exocept for some refinements, the formula developed by this com-
mittes is easentially the same as the one developed by Pattington.
Berry illustrates the application of the “factoring formula” as
follows:
1o,

'Bdwin G. Berry. Custodial Work Load Formula. The Netiew's Soheels, §6: 04-08.
July 1088.
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1. Given: 1 custodian for each 8 teachers, find the teacher factor.

- Number o eaRe™  reacher factor (correct to two decimal places)

2. Géven: lcustodhnforuch%pupﬂs.nndthepumhctor.

Nnmbex;zgt P "':Pnpu factor (conict to two decimal places)

8. Géven: 1 custodian for every 11 rooms® to be cleaned, find the room factor.

Nnmberl;)f TO0ME = Room factor (correct to two decimal places)

4. Géven: 1 custodian for every 15,000 square feet of building area, find
the square foot factor.

Total square feet of building _ Square foot factor (correct to two decimal
15,000 places)

&Gbu:lmﬁodllnforuchzacmotwmmmem
factor.

Total acres “;M M—Gmndn factor (correct to two decimal
places)

6. Add the five factors and divide the total by 5 to find the actual number
of cleaning custodians needed. :
Total of 5 Factors

=Cleaning custodians needed (correct to two decimal
5 places)

‘Anmgln.tobecleunedbyeutodumarxnlndndod: offices, storage
rooms, toilets, classrooms, gymnasiums, etc. average classroom was
deﬁneduonoconumlngl,w()qmuteot. This standard is used to break
large area rooms, such as gymnasiums and multi-use rooms into equivalent
classrooms. )

Job Frequency and Worker Skill

In order to determine custodial manpower requirements for one or
more buildings, a Committee of the Department of the Army * studied
the frequency of various custodial tasks and the time required by
skilled and unskilled men to perform them. Although especially pre-
pared for use around military installations, certain procedures used in
this study may be applied to school buildings for the purpose of deter-
mining the number of custodians needed.

It should be pointed out, however, that the time allowances assioned
to various tasks by the Committee may not be suitable for school . uild-
ings. In this case, attainable units would have to be established for
school situations. This could be done by an actual check of the time
required to perform each desired operation under local conditions.

In brief, this plan lists the daily custodial tasks required to be
performed, excluding duties connected with the care and operation ~—
of heating plants, and indicates the number of units of work expected

* Department of the Army. Oustodial Bervices Repoire end Utidisies, TM 5-009, (Pre-
under the direetion of C. O. Westhy, ¢t ol.) Washington : U.8. Goverament Printing
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to be completed per hour by skilled and by unskilled workers. These
units of work are expressed in measurements applicable to the type
of work. For example, units of work relating to various types of floor
care are expressed in square feet; stair cleaning, in a specific number
of stairs (each with a specific number of tread or steps); window
washing, in terms of number of 1-light, 2-light, etc., windows; and
toilet-bowl cleaning, in number of bowls.

The total monthly man-hour requirements are determined by multi-
plying the number of hours required per day for each operation by the
number of times that operation is performed per month, and adding
for all operations. This is done for both skilled and unskilled
workers,

The manpower requirement is then determmed for each type of
worker by dividing the total hours required for all operations by 176,
the average number of work hours per month.

Time Study Techniques

Michelson * suggests that the custodial workload problem should
be approached through time study techniques and efficiency ratings,
pointing out that industry has improved production standards by
the use of these methods. He also points out that, while time study
provides a fair and objective basis for distributing workloads, it does
not measure the total worth of a custodian to a school system.

In applying this method of determining custodial workloads to the
Wyandotte, Mich., schools, basic workload units were determined
from time studies and comparisons were made with similar methods
used in large schools of the Detroit metropolitan area.

The first step consisted of an accurate description of existing work-
loads, time schedules, and conditions of building cleanliness. This
was accomplished through a written description of the cleaning duties
of each worker, including the number of rooms, the total floor area
covered, and the efficiency of the work performed. Along with this
basic information, other pertinent data, such as unusual building con-
ditions affecting cleanliness, age of employees, seniority policies, and
salary schedules, were collected.

The second step was the determination and adoption of basic time
and ares job units. This was accomplished by keeping an accurate
record of the time required (time study) to accomplish each task per-
formed by each custodian. On the basis of these time and area studies,
the amount of time allotted for a complete house cleaning job of sweep-
ing, dusting, cleaning chalk boards and windows for each classroom
with a standard ares unit of 700 square feet was 20 minutes.

°B. 8. Michelson. Bqualising Work Loads for the School Jasitors. mnuuva
Soheels, 48: $3-06. October 1981.

. , y
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Area units for spaces other than regular classrooms were established
for gymnasiums, corridors and other large spaces not occupied by
furniture, at 122 square feet per minute, or 2,400 square feet every 20
minutes; one normal flight of stairways 7 to 8 feet wide, at 10 min-
utes each ; one average-size toilet room, at 20 minutes. In establishing
area and time units for such facilities as auditoriums, shops, labora-
tories, libraries, and other large areas, adjustments were made on the
basis of room size and use variations. Experience showed that it
required about twice as much time to clean a shop area the size of one
classroom, and that no difference in time allotments was required for
rooms with fixed furniture as compared with similar rooms with
movable furniture.

Other adjustments in time and area units were found to be neces-
sary for different floor materials, for building size, and for build-
ing age. For instance, it was found that floors having cracks or sub-
ject to buckling required more cleaning time than terragzo, asphalt
tile, or linoleum floors. '

On the basis of these studies and adjustments, it was found that
theoretically one custodian could clean an equivalent of 24 classroom
units per day. In practice, however, the workload assignment varied
between 16 and 18 classroom units. This allowed 2 to 8 hours per day
for each custodian to perform other duties, such as disposing of waste-
paper, making minor repairs, answering emergency calls, policing
grounds, and performing other miscellaneous duties. However, the
amount of time allocated to these odd jobe varied with building and
site size, with work shifts, and with other related factors.

A third step in the plan, as adopted by Wyandotte School officials,
was a 2-month trial period for ironing out any difficulties that arose.

It should be pointed out that the time study plan, as described
here, did not include engineering services in connection with heating,
ventilating, or other mechanica] systems. These could be included

" by following procedures similar to those employed in determining
‘cleaning custodial workloads,

Measured Work T«Hiqm

Fernalld expressing an opinion that most “rule-of-thumb yard-
sticks” used to determine the custodial requirements of a building
are misleading, proposed an approach aimed at “a scientific evalua-
tion through measured work techniques.”

Using a typical grade room to illustrate the practical application
of his procedures, Fernalld first broke this room down into its various
cleaning components, measuring the time required to accomplish each,
as follows:

®Otto K. Fernalld. !owlnymm!ullﬁl Boheol Menagement, 3 :
63-68. October 1988. ' .

T —
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Min- Min-
utes Seconds utes Seconds
A. Teacher'sdesk. _._. 43 L. Room door
B. Pupil tables (11 (slab with
@ 22 long
seconds) . . .. 4 2 window) . ... 1 ...
Pupil chairs M. Cork display
31 @ 22 “board (pupils
seconds) . . .. 11 22 maintain) _ .. ... ...
C. Unit venti- N. Coat racks \
“ lators. .. ... 2 24 . (dusted when
D. Bhelving. ... .. e e needed). . . .. 1 40
E. Asphalt tile O. Wastebasket
floor (regular (empty daily
daily dust and wipe out
mop with occasion-
yarn broom— T ecmoee coo 15
eavily ob- P. Paper towel
structed disposal
area—16 (empty daily
min. per and wipe out
1,000 8q. ft.). 14 ... occasjon-
F. Ceramic tile ally) ... ... 15
lavatory floor Q. Paper towel
(wet mop dispenser—
daily with 5 wipe—
detergent reload. . . __. 1 7
and germi- . R. Water closet
cide solution (clean daily). 2
(25 09. ft. @ 8. Wash basin
) L B (clean daily). 2 .
1,000 8q. ft.) _ 1
G. Teacher's T. Ceramic tile
wainsoot
chair.......... T (wash daily
H. Counter (wipe with deter-
top and , gent and
sides) ... 3 32 germicide)... 5 ...
I. 8ink_____..... 2 ... U Cork square
J. Chalk board wall covering
(when ‘ (dusted
washed with periodically—
clear water, 50 sq. ft. per
sponge, and min.) oo oooo .-
squeegee—30 _ —
8q. ft. per Total___ ... 87 9
min.)____.__. 3 12
K. Toilet door
(slab with
small
window) . _____. 40
However, only items E, F, H, I, O, P, R, S, and T are handled
daily. These combined tasks require 30 minutes and 24 seconds of
work per day, which may be rounded to 31 minutes. It is assumed
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that identical rooms will each require the same cleaning time. In this
illustration, six identical rooms are located in one wing of the hypo-
thetical building. At the rate of 81 minutes for cleaning one class-
room, these would require 186 minutes.

In addition to the six classrooms, there would be approximataly
1,600 square feet of corridor floors to be swept twice daily with a yarn
broom, once after the pupils returned to their rooms following lunch
and again at the close of the school day. A gymnasium or playroom,
a library, and a vestibule may also constitute a logical part of the
building to be cleaned by the same custodians handling the other clean-
ing duties in this wing. In this case, additional tasks and the com-
puted time for their performance would be as follows:

A. Corridor (sweep 1,600 sq. ft. twice dally @ 9 minutes Mimutes Seconds

per1000sq. ft-) .. ___________ 28 48

B. Gymnasium or playroom (sweep 4,000 sq. ft. @ 9 min-
utes per 1,000 oq. ft.)_______________________________ 36 -

O. Gym tollets (computed for six water closets, partitions,
urinals, walnscot, washbasins, and floor) . ____________ 50 —

D. Library room (sweep 1,000 8q. ft. of unobstructed area
€@ 16 minutes per 1,000 8q. ft)_ oo ____ 16 —_

E. Library chairs (dust 12 @ 48 seconds each, and T2
@ 22wecondseach) ______________________ 36 —

F. Vestibule (wet mop and rinse 200 8q. ft. @ 35 minutes
per 1,000 8q. ft.) . . _________________ 7 —_
Total e 178 48

Rounding this total to even minutes would give 174 minutes for
these additiona' duties. When the time required for classroom clean-
ing (186 minute:) is added to the time required for these additional
duties (174), the total is 360 minutes, the actual amount of working
time required to perform the indicated operations in this particular
wing of the given building. o

Custodians do not, however, generall y work a complete shift at 100-
percent efficiency, nor do they work many shifts without doing some
unscheduled tasks. Furthermore, in most cases, they are given two
10-minute breaks for rest, coffee, or smoking during the shift. Adding
about 10 percent of the 360 minutes, or 36 minutes, for decreased effi-
ciency or fatigue, 20 minutes per shift for the preparation of solu-
tions, getting and replacing tools and equipment, 10 minutes for un-
scheduled tasks, and 20 minutes for rest breaks, the total typical daily
work time per custodian is 446 minutes. If the work day is 8 hours
(480 minutes), there will be 34 minutes of unscheduled time remain-
ing in the day. This time can be allocated to special work of an un-
scheduled nature.

{
1
’
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By using measured work techniques similar to those applied in the
foregoing illustration, school officials can determine the custodial re-
quirements for any building.

Local Adaptation

It i8 not suggested that each of the six custodial workload formu-
las described here may be used under all conditions. Although Viles,
Brainard,'* and Linn '* each suggest the establishment of time unit
measures as the basis for computing custodial manpower require-
ments, it seems probable that, under certain conditions, other methods
may also be adapted to local use. In any event, it seems desirable that
each local school system collect, analyze, and evaluate its own data on
custodial work loads before adapting or adopting any ready-made
formula or before developing one of its own.

UN. B Vilea TAe Owstodion 6! Work New York: The University Publishing Co.
1041. p 178-187.

© Alanson D. Brainard. Headbook for Schoesl Custodiens. Lincoln, Nebr.: University
of Nebraska Prees, 1048. p. 36-81.

U“H H Linn, et al The Scheol Custodien’s Housebheeping Handdooh. New York:
Bureav of Publications, Teacbers College, Columbla University, 1048 p. 44-04.
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CHAPTER 1l

Formulating Custodial Personnel
Policies

IN MOST STATES, local boards of education are desig-
nated by law as control bodies for local publio school sys-
tems. Composed of laymen who are not usually trained in
school administration, these boards usually function as policy-
making bodies. Details of school management are entrusted
to an executive officer, generally designated as superintendent
of schools, who is responsible to the board. Depending upon
the size of the school district, available funds for administre-
tive personnel, the organizational pattern, and other
the superintendent may delegute certain of his responsibilities
to various other officials. -

Realizing that it is not good business to make the investment
that is now necessary to build, equip, operate, and maintain
school buildings and then leave their operation, supervision,
and care in the hands of untrained pervonnel, school ofivials
are giving increased attention to the management of custodial
programs. This is frequently socomplished by assigning major
school-plant responsibilities to an assistant superintendent in
charge of buildings and grounds, to a business manager, or
to a director of maintenance and operations.

Regurdless of local administrative patterns oonosrning
school plant management, school boards, under the leadership
of their executive officers, have an obligation to develop and
adopt policies that contribute to the improvement of custodial
‘services. Concerning the personnel who perform thess serv-
ices, there should be definite policies covering (1) lines of au-
thority, () personnel selection, (3) salary schedule, (4) pro-
bationary period, (5) promotion and demotion, (6) leaves of
abeence, (7) insurance protection, (8) grievances, (9) dismis-
sals, and (10) retirement. ‘
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LINES OF AUTHORITY

Lines of authority for supervisory control of school personnel should
'be s0 clearly defined and well established that each employee under-
stands his relationship to all other employees.! This is particularly
true for school custodians because their services may be demanded,
supervised, and praised—or condemned—by all who have any interest,
real or imagined, in the operation of school plants. For example,
pupils, teachers, lunchroom workers, and even parents may exploit
the generosity of some custodians to such an extent that the latter are
unable to perform their regular duties in an efficient manner. A
reasonable adherence to s~und policies governing supervisory control
should protect both the custodian and the school district against un-
justified demands for custodial time.

Good administrative practice dictates that the executive officer of
the board, the superintendent, be responsible to the board, and that%,
all other school employees, regardless of rank, be responsnble to him
or to his designated assistant. In the case of the school custodian the
line of authority should begin with the superintendent and extend
through designated administrative heads to the school principal
There seems to be general agreement that, while the actual supervision
of adequate performance and checking the work standards of cus-
todians is the responsibility of either the superintendent or his des-
ignated assistant, all directions, procedures, and orders from the
central office should be transmitted through the principal. Further-
more, it is essential that the principal of each school have immediate
supervision over all custodial employees in his building.*

Various organizational patterns with their respective lines of
authority for custodian personnel may be illustrated by the following
flow charts.

IN. B. Vilesa Fleld Bupervision of Operational Personnel. J950 Proocedings. Asso-
clation of School Business Officials. Kalamasoo, Mich.: The Assoclation, 1950. p.
166-160.

® Florida State Department of Education. B8chool Plent Operation and Naintenance in
Bouthern States. Tallahassee, Fla.: The Department, 1940. p. 9. Paul J. Harris. 8u-
pervision of Operation and Maintenance. 19§28 Proceedings. Association of S8chool Busi-
ness Officials. Kalamasoo, Mich. : The Assoclation, 1962. p. 148-153. Rufus A. Putnam.
Central Ofice Administrution and Organisation of Personnel. 1950 Proceedings. Associa-
tion of Bchool Business Oficiala Kalamasoo, Mich. : The Association, 1950. p. 154-158.
Alanson D. Brainard. ¢p. oft. p. 13

560856 0—681——3
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Chart 1.~Organization for Custodial Services in
Small School Districts

Full Tt Provided by ERIC.
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Chart 2.—Organization for Custodial Services in
School Districts of Average Size




ﬁ

26 ADMINISTERING THE CUSTODIAL PROGRAM

Chart 3.—Organization for Custodial Services in
. Large School Districts
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Chart 4.—Organization for Custodial Services in
Large School Districts (With Large Buildings)
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PERSONNEL SELECTION

In former years, some deserving man in the school community who
could no longer secure regular work due to advanced age or other
causes was employed as school janitor. In many instances, little at-
tention was given to his knowledge of school plant operating pro-
cedures and techniques. Such knowledge was not looked upon as
essential, since the janitor’s major duties consisted of raising the flag
each morning and taking it down at night, tending the furnace dur-
ing the day and the fire at night, sweeping the floors with a
corn broom, oiling the floors occasionally, and doing odd jobs around A
i ioh demanded.
ings costing hundreds of thousands of dollars
anical equipment, are more extensively used,
and require the services of trained operating personnel. It is now
recognized that in the modern school there is no place for the old-time

to the educational program. On the contrary, there is a definite place
for the trained custodian who, by the satisfactory performance of
many duties and tasks, can contribute to the educational objectives of
the school.

ment. From the standpoint of ©cost, 8 community’s investment in one
custodian for a period of 10 Yedrs may be as much as $42,000, depend-
ing on salary and fringe benefita.® In addition to the investment in
salary, the community spends large sums annually on custodial sup-
plies and equipment. If sound administrative patterns for the selec-
tion of custodial personnel are adopted by local boards, these could
account for worthwhile savings through high performance standards,

through the economical use of supplies, and through the proper care of
buildings and equipment,

In general, when local conditions are such that good practices can
be followed in selecting school custodians, the superintendent, or his
designated officer, should develop a plan of positive recruitment.*
This may be accomplished by keeping present employees informed

®Lyman H. Cosard. Cuthllulldoetlon. noA-mnmmvumm,
20th od, 1: 278-279. New York: American School Publishing Co., 1967-88.
< Idid.

»
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of vacancies and requesting them to notify their friends and relatives
of these openings, by purchasing space for classified and small display
advertising in newspapers, and by enlisting the public-service coopera-
tion of radio and TV stations to make some spot announcements about
vacancies.

A standard application form, prepared by the school personnel
office, or by the official in charge of personnel procurement, should
be completed by all applicants, both recruited and unsolicited. A
systematic record of all qualified applicants should be kept. This
record can serve as a reservoir of information for future reference.

When applications have been filed with the appropriate official, a
thorough investigation of each candidate should be made. This in-
vestigation may be made either by telephone or by letter and should
cover such items as previous work experience, personal habits, home
and family relations, health record, emotional stability, ability to
deal amicably with children, and other related items.*

After the investigation has been completed, each applicant should
be interviewed by a committee consisting of the principal under whom
the work is to be performed, the assistant superintendent in charge of
buildings and grounds, and the superintendent of schools, or his
designated representative. The interview should be formal, pleasant,
and designed to put the candidate at ease; and should cover points
considered essential to proper selection. It may be feasible to develop
an interview guide covering three or four basic points. This guide,
or other document showing the items covered, should become a part
of each applicant’s file.

Following the interview, each candidate should be given three short
tests: one written, one oral, and one performance. The written test
will determine the applicant’s ability to read, write, and follow in-
structions; the oral test, his ability to remember and follow oral

" instructions; the performance test, his proficency and aptitude in
relation to the work to be assigned.

Data obtained through investigation, interviews, and tests should
be used to develop a list of eligible candidates. From this list, the
principal concerned and other officials involved in the interview should
select the candidate best qualified to do the job. If there are several
acceptable candidates, these may be indicated in order of preference.
The recommendations of this committee are then transmitted through
the superintendent of schools to the board of education. The board,
having legal authority to make all such appointments, can act upon
the recommendations.

In school districts where local civil service commissions are given
responsibility for recruiting, examining, and certifying nonprofes-

S Lowsll D. Jackson. Selecting School Custodians and Maintenance Men. The Amort-
oon Sokoel Boerd Jeurnal, 180 : 34. June 1938.
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sional personnel to local government agencies (a procedure often fol-
lowed in large metropolitan areas), school officials are relieved of all
preliminary work incident to filling custodial vacancies. In some
cities, the civil service commission has statutory powers not conferred
on similar commissions in other cities. For example, the classification
and salary schedules of all nonteaching personnel in the Chicago
schools are under the jurisdiction of the commission, while in Milwau-
kee a cooperative arrangement between the Milwaukee school board
and the city service commission prevails.* This cooperative arrange-
ment permits the school board to administer all matters pertsining
to the classification and salary scales of all noninstructional school
employees, while the commission administers examinations and certi-
fies eligibility lists.

Variations in civil service procedures exist in other cities, but re-
gardless of the plan in use, local boards have final authority to accept
or reject candidates who have been certified by the local civil service
commission.

Another method of employing custodians, once widely used in some \J
large cities, and still in use on a limited scale, was the contract plan.’
This method provided that & custodian could be employed directly
by the school board, or by the superintendent of buildings and grounds,
and that he would be directly responsible to the board, not to the
principal of the building in which he worked, nor to any other person
to whom the principal was responsible. The contract was made with
the custodian on a fixed fee basis. He was required to select, employ,
and pay his assistants. In order to retain a large percentage of the
fixed fee, the contract custodian often employed assistants who were
willing to accept very low daily wages. This plan frequently resulted
in poor performance standards, which often led to friction between
the professional staff and the custodial staff, with only the board
having authority to settle disputes.

Still other methods of selecting custodial personnel have been re-
ported. In order to discover the principles and procedures used in
Texas, Ezell and Sanders * studied 133 school systems in cities ranging
in population from 2,500 to more than 50,000. Their study revealed
that in small and medium-size schools the custodian was appointed
by the superintendent and was responsible to him; in large school
gystems, business managers, supervisors of custodians, or principals
selected custodians, and in most cases they were directly responsible
to the principal under whom they worked.

. -~
SWilllam A. Yeager. ddministration of the Non-Instructional Personnel ond Servioes.
New York : Harper and Brothers, 1860. p. 67—68,
Y Charles Everand Reeves. The Employment and Organisation of School Plant Per-
sonnel. TAe Americen Sohool Boerd Journal, 13 : 37. December 1950.
L. B. Esgell and H. R, Sanders. Custodial Employment Practices in Tezas Behools,
The Bchool Boooutive, 72:71. Beptember 1883,
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Of the 133 systems studied, 130 required pérsonal interviews; 118,
character references; 89, written reports from previous employers;
124, information on physical condition; 87, health examinati®ns; 9,
written or oral tests concerning routine duties of custodial work<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>