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April 20, 2016

Vicki Engbrecht, Superintendent
William S. Hart Union High School District
21380 Centre Pointe Parkway
Santa Clarita, CA 91350

Dear Superintendent Engbrecht,

In October 2015, the William S. Hart Union High School District and the Fiscal Crisis and 
Management Assistance Team (FCMAT) entered into an agreement to provide a review of the 
district’s maintenance, operations and grounds programs and services. Specifically, the agreement 
states that FCMAT will perform the following:

Conduct an organizational, staffing and efficiency review of the district’s maintenance, 
grounds and custodial operations.

1. The team will review job descriptions for all department positions; evaluate 
capacity, scheduling, efficiency and functions; and make recommendations 
for staffing and operational improvements. All recommendations will include 
estimated savings or costs for any proposed position reductions or additions. This 
component will include interviews with district and site employees regarding the 
level of service the department provides.

2. The team will evaluate the operational workflow of each function for the main-
tenance, grounds and custodial department and make recommendations for 
improved efficiency and standard industry practices. This component will include 
the following:

a. Evaluate the district’s comprehensive maintenance and deferred maintenance 
plans to support and provide preventive maintenance for all facilities, grounds, 
and the district’s major facilities systems (HVAC, mechanical, plumbing, 
electrical and structural).

b. Review the district’s maintenance work-order system for repairs of facilities 
and equipment to ensure that all maintenance and repairs are completed in a 
timely fashion, and that the work-order status reports are provided regularly.

c. Evaluate the grounds and custodial service plans for each site to ensure that 
the tasks and expectations for custodial and grounds employees are clearly 
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outlined and indicate a detailed daily and periodic schedule for cleaning 
and simple repairs of the facilities. This will include the evaluation of 
the summer and non-school-day programs for specialized cleaning and 
repairs.

This final report contains the study team’s findings and recommendations in the above areas of 
review. FCMAT appreciates the opportunity to serve the William S. Hart Union High School 
District and extends thanks to all the staff for their assistance during fieldwork.

Sincerely,

Joel D. Montero
Chief Executive Officer
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About FCMAT
FCMAT’s primary mission is to assist California’s local K-14 educational agencies to identify, 
prevent, and resolve financial, human resources and data management challenges. FCMAT 
provides fiscal and data management assistance, professional development training, product 
development and other related school business and data services. FCMAT’s fiscal and manage-
ment assistance services are used not just to help avert fiscal crisis, but to promote sound financial 
practices, support the training and development of chief business officials and help to create 
efficient organizational operations. FCMAT’s data management services are used to help local 
educational agencies (LEAs) meet state reporting responsibilities, improve data quality, and 
inform instructional program decisions.

FCMAT may be requested to provide fiscal crisis or management assistance by a school district, 
charter school, community college, county office of education, the state Superintendent of Public 
Instruction, or the Legislature. 

When a request or assignment is received, FCMAT assembles a study team that works closely 
with the LEA to define the scope of work, conduct on-site fieldwork and provide a written report 
with findings and recommendations to help resolve issues, overcome challenges and plan for the 
future.

FCMAT has continued to make adjustments in the types of support provided based on the changing 
dynamics of K-14 LEAs and the implementation of major educational reforms.
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FCMAT also develops and provides numerous publications, software tools, workshops and 
professional development opportunities to help LEAs operate more effectively and fulfill their fiscal 
oversight and data management responsibilities. The California School Information Services (CSIS) 
division of FCMAT assists the California Department of Education with the implementation 
of the California Longitudinal Pupil Achievement Data System (CALPADS) and also maintains 
DataGate, the FCMAT/CSIS software LEAs use for CSIS services. FCMAT was created by 
Assembly Bill (AB) 1200 in 1992 to assist LEAs to meet and sustain their financial obligations. 
AB 107 in 1997 charged FCMAT with responsibility for CSIS and its statewide data management 
work. AB 1115 in 1999 codified CSIS’ mission. 
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AB 1200 is also a statewide plan for county offices of education and school districts to work 
together locally to improve fiscal procedures and accountability standards. AB 2756 (2004) 
provides specific responsibilities to FCMAT with regard to districts that have received emergency 
state loans.

In January 2006, Senate Bill 430 (charter schools) and AB 1366 (community colleges) became 
law and expanded FCMAT’s services to those types of LEAs.

Since 1992, FCMAT has been engaged to perform more than 1,000 reviews for LEAs, including 
school districts, county offices of education, charter schools and community colleges. The Kern 
County Superintendent of Schools is the administrative agent for FCMAT. The team is led by 
Joel D. Montero, Chief Executive Officer, with funding derived through appropriations in the 
state budget and a modest fee schedule for charges to requesting agencies.
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Introduction
Background
The William S. Hart Union High School District is located in the Santa Clarita Valley in 
northern Los Angeles County and serves approximately 23,000 students in grades 7-12 at six 
comprehensive high schools, one continuation school, one middle college high school, one 
independent study school, six junior high schools, one adult school, one regional occupation 
program, and a home school support program. The district’s annual budget is approximately 
$210 million. 

In October 2015, the district entered into an agreement with FCMAT to review its maintenance, 
operations and grounds programs. FCMAT reviewed job descriptions for all department posi-
tions; evaluated capacity, scheduling, efficiency and functions; and made recommendations for 
staffing and operational improvements. All recommendations include estimated savings or costs 
for any proposed position reductions or additions. This component also included interviews with 
district and school employees regarding the level of service the department provides. 

FCMAT evaluated the operational workflow of each function for the maintenance, operations 
and grounds departments and made recommendations for improved efficiency and standard 
industry practices. This component also included evaluating the district’s comprehensive mainte-
nance and deferred maintenance plans, reviewing the district’s maintenance work order system, 
and evaluating the grounds and custodial service plans for each site.

Study Team
The study team was composed of the following members:

Eric D. Smith, MPA    Ashley Lightfoot*
FCMAT Fiscal Intervention Specialist  Director of Operational Services
Templeton, CA     San Luis Obispo County Office of Education
       San Luis Obispo, CA 

John Lotze     Brad Pawlowski*
FCMAT Technical Writer                    Director of Facilities and Construction
Bakersfield, CA     Sanger Unified School District

*As members of this study team, these consultants were not representing their respective employers but were working solely 
as independent contractors for FCMAT. Each team member reviewed the draft report to confirm accuracy and achieve 
consensus on the final recommendations.
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Study Guidelines
FCMAT visited the district on January 25, 26, and 27 to conduct interviews, collect data and 
review documents. This report is the result of those activities and is divided into the following 
sections:

I. Executive Summary

II. Organizational Structure

III. Maintenance Services

IV. Custodial Department

V. Grounds Department

VI. Staffing Comparison

VII. Appendices

In writing its reports, FCMAT uses the Associated Press Stylebook, a comprehensive guide to 
usage and accepted style that emphasizes conciseness and clarity. In addition, this guide empha-
sizes plan language, discourages the use of jargon and capitalizes relatively few terms.
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Executive Summary
FCMAT conducted an organizational and staffing study to provide the William S. Hart Union 
High School District governing board and administration with an independent and external 
review of its Maintenance, Grounds and Operations Department. In doing so, FCMAT 
compared the department’s staffing with that of similar districts and industry standards, using 
basic theories of organizational structure, which include span of control, chain of command, and 
line and staff authority.  

The Maintenance and Operations Department is managed by a director of maintenance and 
operations, who has been in the district for 21 years, including 10 in the current position.  One 
maintenance and operations supervisor reports to him and oversees all line staff, including most 
maintenance personnel and many groundskeepers. The maintenance department’s organizational 
structure is decentralized: specialized maintenance personnel and some grounds staff are assigned 
to the department and report to the one maintenance supervisor. In the past, the district had 
three supervisors: one each for maintenance, grounds, and operations. Two of these management 
positions were eliminated as a result of budget cuts during the past five years. The one supervisor 
position has an unreasonably large span of control. It would benefit the district to reduce 
this span of control by restoring at least one of the two additional supervisor positions it had 
previously.

The maintenance department’s current communications with school sites, efficiency, and orga-
nizational structure are based on a time when the district was much smaller and planning could 
occur more informally. As a result, the district has no updated deferred or comprehensive main-
tenance plans. The preventive maintenance plan is basic and it is unclear whether it is followed 
regularly. The overall perception is that maintenance practices are reactive rather than preventive, 
with no planning for future projects.

The district’s fiscal procedures include a requirement to obtain three quotes for any material 
purchase or service contract totaling $1000 or more. In addition, standing purchase orders 
(POs) are permitted to exceed the $1000 limit but can only be used in $1000 increments; above 
this limit, three quotes are once again required. Because of the nature of maintenance repairs, 
requiring three quotes for any single expenditure of more than $1000 imposes an unnecessary 
burden that often results in repair delays and nonparticipation by vendors who see no point 
in offering quotes. The cost of materials for many routine maintenance repairs frequently 
exceeds $1000, and requiring three quotes on parts that are often proprietary slows the repair 
process significantly. In addition, requiring three quotes for purchases on standing POs when 
the purchase amount exceeds the $1000 limit negates the purpose of standing POs because the 
governing board has already provided the maintenance department the authority to purchase 
a specified amount of goods and services from a specific vendor. The district should raise the 
threshold for quote requirements to $5,000 and allow standing POs to be processed in whatever 
increments are needed to fulfill their purpose. Periodic review of purchasing patterns can ensure 
that purchases are monitored and eliminate any favoritism to vendors without delaying or 
hindering needed repairs.

The organizational structure of the custodial department is site-based, with a plant manager I or 
plant manager II working a day shift. These two classifications of employees perform site manage-
ment, create work assignments for night custodians, and perform minimal custodial cleaning 
tasks. Each site also has a lead night custodian and additional custodians working various 
schedules. The department has no management positions currently; this is the result of budget 
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reductions during the previous five years, during which the district eliminated several positions. 
One custodian position was eliminated from each school site, and the district-level operations 
supervisor position was eliminated, shifting management and supervision for each school site’s 
custodians to each school’s assistant principal. Assistant principals perform supervision and eval-
uations but are not trained in or familiar with the requirements of custodial operations, and lack 
the expertise needed to effectively assess performance or provide procedural guidance. The district 
should consider restoring the district-level operations supervisor position that reports to the 
director of maintenance and operations. The operations supervisor could evaluate the employees’ 
technical skills, and the assistant principal could evaluate the employees’ interpersonal and other 
nontechnical skills. 

New custodians are typically hired from the substitute employee pool. Because the district has 
no training program for substitute employees, these new employees are unprepared. Creating a 
substitute employee training program will benefit the district. The operations supervisor could 
provide this training using a curriculum that includes chemical use and mixing, required daily 
tasks, and expectations regarding professionalism, attendance and interactions with students and 
staff. 

The district’s grounds staffing consist of 9.5 full-time equivalent (FTE) district (centralized) 
groundskeepers (which includes one 0.5 FTE maintenance custodian/grounds position), and 
18.0 FTE site-based (decentralized) groundskeepers; the site-based staffing consists of two 
groundskeepers at each comprehensive high school and one at each junior high school. The 
district groundskeepers are responsible for maintaining large turf areas with riding mowers, main-
line irrigation repair, paint striping of baseball, soccer and football fields, and performing other 
miscellaneous tasks. The site-based groundskeepers are responsible for maintaining smaller turf 
areas with push mowers, weed whipping, leaf blowing, tree trimming, chalking softball fields, 
and repair of sprinkler heads and lateral irrigation lines, as well as general cleanup of trash on 
site. FCMAT estimates that the site-based groundskeepers spend 50% of their time performing 
custodial functions such as trash removal. 

The district groundskeepers are the only grounds personnel who have access and authorization 
to operate riding mowers, per their job descriptions. However, three of the 9.5 FTE district 
groundskeepers are groundkeeper I positions, which are not authorized to operate heavy equip-
ment. It would be more effective to reclassify these three positions as groundkeeper II, thereby 
enabling them to operate heavy equipment; this would give the district more flexibility in how 
grounds staff are deployed.
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Findings and Recommendations

Organizational Structure
A school district’s organizational structure should establish the framework for leadership and 
the delegation of specific duties and responsibilities for all staff members. This structure should 
be managed to maximize resources and reach identified goals and should adapt as the district’s 
enrollment increases or declines. The district should be staffed according to generally accepted 
theories of organizational structure and the standards used in other school agencies of similar size 
and type. The most common theories of organizational structure are span of control, chain of 
command, and line and staff authority. 

Span of Control 
Span of control refers to the number of subordinates reporting directly to a supervisor. While 
there is no agreed-upon ideal number of subordinates for span of control, it is generally agreed 
that the span can be larger at lower levels of an organization because subordinates at the lower 
levels typically perform more routine duties, and therefore can be more effectively supervised, 
according to Principles of School Business Management by Craig R. Wood, David C. Thompson 
and Lawrence O. Picus.

Chain of Command 
Chain of command refers to the flow of authority in an organization and is characterized by two 
significant principles. Unity of command suggests that a subordinate is only accountable to one 
supervisor, and the scalar principle suggests that authority and responsibility should flow in a 
direct vertical line from top management to the lowest level. The result is a hierarchical division 
of labor as described in Principles of School Business Management.

Line and Staff Authority 
Line authority is the relationship between supervisors and subordinates. It refers to the direct 
line in the chain of command. For example, the assistant superintendent of business services has 
direct line authority over the director of fiscal services, and the director of fiscal services has direct 
line authority over the fiscal services department staff. Conversely, staff authority is advisory 
in nature. Staff personnel do not have the authority to make and implement decisions, but act 
in support roles to line personnel. The organizational structure of local educational agencies 
contains both line and staff authority. 

The purpose of any organizational structure is to help district management make key decisions to 
facilitate student learning while balancing financial resources. The organizational design should 
outline the management process and its specific links to the formal system of communication, 
authority and responsibility needed to achieve the district’s goals and objectives. 
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Maintenance Services 

Organization
The Maintenance and Operations Department is managed by a director of maintenance and 
operations, who has been in the district for 21 years, including 10 in the current position.  One 
maintenance and operations supervisor reports to him and oversees all line staff, including most 
maintenance personnel and many groundskeepers. Routine daily morning meetings are held in 
which employees are accounted for, issued work orders, and asked their intent for the day and the 
sites where they will be working. This is a sound practice and could be built upon by adding a 
brief afternoon meeting to verify the safe return of all employees before release from the workday. 

The maintenance department’s organizational structure is centralized: specialized maintenance 
personnel and some grounds staff are assigned to the department and report to the one main-
tenance supervisor. In the past, the district had three supervisors: one each for maintenance, 
grounds, and operations. Two of these management positions were eliminated as a result of 
budget cuts during the past five years. 
Current Maintenance and Operations Department Organization

The one supervisor position has an unreasonably large span of control. It would benefit 
the district to reduce this span of control by restoring at least one of the two additional 
supervisor positions it had previously. This would help ensure proper management and 
training of personnel.

Director of 
Maintenance and 

Operations

M&O  
Supervisor

Maintenance I and 
Maintenance II staff

Skilled Maintenance

District 
Groundskeepers
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Recommended Maintenance and Operations Department Organization

Department Operations
Maintenance services are delivered using an electronic work order system into which school 
staff enter work orders; the maintenance supervisor prints these orders and assigns them to 
appropriate maintenance personnel daily. The work orders are completed and returned to the 
supervisor, who then ensures that the completed work orders are updated in the system. The 
work order software used is an older system that relies on a local database and lacks the features 
needed to handle the nuances that a large district requires, such as automated feedback and 
status updates to users, which was a deficiency multiple staff noted during interviews. In some 
instances, school employees indicated that they had no knowledge of a work order’s status unless 
they received an email from the maintenance department indicating that the work order had 
been closed or unless they observed for themselves that the work had been completed. During 
interviews, maintenance department staff indicated the desire to complete work orders directly 
via personal electronic devices such as tablets or netbooks; this would help improve communica-
tion and close work orders more effectively and efficiently. 

The department’s current communications with school sites, efficiency, and organizational 
structure are based on a time when the district was much smaller and planning could occur 
more informally. As a result, the district has no updated deferred or comprehensive maintenance 
plans. The preventive maintenance plan is basic and it is unclear whether it is followed regularly. 
The overall perception is that maintenance practices are reactive rather than preventive, with no 
planning for future projects.

Another out of date function is the process used for replacing and procuring equipment; it is 
antiquated, inflexible, and was a considerable source of anxiety during interviews. The employee 
in one of the maintenance department’s maintenance II position spends approximately 50% 
of their time evaluating and repairing equipment. The district’s process for repairing a piece of 
equipment or determining whether it should be replaced is convoluted and complex, resulting in 
delays during which functioning equipment is not available to the line staff. When asked, district 

Director of Maintenance 
and Operations

Maintenance 
Supervisor

Operations 
Supervisor

Maintenance I positions

Maintenance III positions
(specialized)

Maintenance II positions
(skilled)

Custodians

Groundskeepers
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management personnel were not able to show compelling evidence that this process was cost 
effective or more efficient than contracting for equipment repair services. It would benefit the 
district to consider outsourcing equipment repairs, which would give the employee in this main-
tenance II position more time to focus on facilities maintenance and repairs. The district also 
needs to develop an equipment replacement schedule to more efficiently replace aging equipment 
in a timely manner.

Vehicle and heavy equipment replacement is carried out through a regular replacement plan 
managed by the transportation department. Although the current replacement process appears 
adequate, interviews with maintenance staff revealed that they believe they do not have signif-
icant input regarding which equipment is replaced and the type and make of new equipment 
ordered. It would benefit the district to ensure that maintenance management staff are consulted 
when decisions are made regarding the replacement of vehicles and heavy equipment. 

The energy management systems used throughout the district vary widely in manufacturer, 
control, and function. As a result, the heating, ventilation and air conditioning (HVAC) systems 
cannot be run efficiently and the district is unable to realize significant energy savings. It would 
benefit the district to review its energy management, standardize on a single system, and train the 
appropriate technicians in the maintenance department in its use and repair.

Facilities Inspection
FCMAT toured the maintenance facility and found that the work spaces, though slightly small 
for the number of staff, are kept in working clean condition. The facility needs to be better 
organized to allow more operational space for the maintenance department. In addition, much 
space is used for storage of bulky materials such as carpet rolls. It may be more efficient to store 
such materials off site at a warehouse, or to investigate reaching an agreement to have the carpet 
supplier store materials until they are needed.

Visits to Canyon High School and Sierra Vista Junior High School, two of the district’s oldest 
schools, revealed clean facilities that were in need of modernization. There were signs of repairs 
that were expedient but not permanent.

Annual Williams Act facilities inspections are performed by one employee in a maintenance II 
position without any district or site management staff present. The results of these inspections are 
normally reported to the maintenance director and work orders are generated. Only at this phase 
are school sites informed of the results, and usually only in the form of work orders for site oper-
ations staff. In best practice, the purpose of the Williams Act facilities inspections is to provide 
an annual review by management on the condition of facilities. This is best performed by having 
district and school site management personnel tour the site, become personally familiar with 
the particular needs of a facility, and formulate plans for maintenance and repairs. The district’s 
current process provides a thorough accounting of needed repairs; however, the opportunity for 
managerial understanding, communication and cooperation is lost.

Staffing
The maintenance department’s organization is centralized and it has 15 full-time equivalent 
(FTE) positions. This includes 3.0 FTE HVAC technicians, 2.0 FTE electricians, 2.0 FTE 
plumbers, 2.0 FTE carpenters, 4.0 FTE maintenance II positions, 1.0 FTE maintenance I posi-
tion, and 1.0 FTE electronics technician position. The district also employs eight maintenance 
custodian positions and one maintenance custodian/groundskeeper positon, which for purposes 
of this study are included in the total as 4.25 maintenance FTE because they spend approxi-
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mately half their time on maintenance duties and half on custodial functions (these positions 
are separate and distinct from the site groundskeeper positions that also perform some custodial 
functions and that are described later in this report). Thus the effective maintenance department 
staffing totals 19.25 FTE; however, historically the district has used outside contractors to 
perform some maintenance tasks. Based on the rule of thumb that there should be at least one 
maintenance worker per school district campus, the maintenance department appears adequately 
staffed.

Two of the employees in maintenance II positions perform locksmith duties; one specializes in 
electronic lock systems and the other in standard key systems. However, neither is designated as 
a skilled locksmith position, and thus neither receives additional compensation or recognition 
for these skills. Although each skilled maintenance worker should understand that they all must 
perform general maintenance tasks as a primary responsibility, recognition of the individual skills 
and appropriate compensation for these skills are essential elements in maintaining morale within 
the group, and are consistent with the district’s assignment of other specialized positions.

During interviews, line staff indicated there is a lack of job-related training, with little or no 
opportunity to improve professional knowledge. Lack of job training in general maintenance 
areas and in the skilled trades results in stagnated knowledge and job satisfaction. Supervisory 
staff need to organize duties to allow line staff to attend specialized job training provided by the 
district at least annually.

Employee evaluations are performed inconsistently, and many employees felt that evaluations 
were performed at the last minute, with little thought or explanation given. The district’s current 
evaluation rubric allows minimal levels of evaluation and is limited in its scope, thus limiting the 
effectiveness of evaluations. It would benefit the district to ensure that all supervisory staff receive 
training in effective evaluation methods, and to develop a more consistent and well-planned 
approach to employee evaluations.

Funding and Fiscal Procedures
The district’s fiscal procedures include a requirement to obtain three quotes for any material 
purchase or service contract totaling $1000 or more. In addition, standing purchase orders 
(POs) are permitted to exceed the $1000 limit but can only be used in $1000 increments; above 
this limit, three quotes are once again required. Because of the nature of maintenance repairs, 
requiring three quotes for any single expenditure of more than $1000 imposes an unnecessary 
burden that often results in repair delays and nonparticipation by vendors who see no point 
in offering quotes. The cost of materials for many routine maintenance repairs frequently 
exceeds $1000, and requiring three quotes on parts that are often proprietary slows the repair 
process significantly. In addition, requiring three quotes for purchases on standing POs when 
the purchase amount exceeds the $1000 limit negates the purpose of standing POs because the 
governing board has already provided the maintenance department the authority to purchase a 
specified amount of goods and services from a specific vendor. It would benefit the district to 
raise the threshold for quote requirements to $5,000 and allow standing POs to be processed in 
whatever increments are needed to fulfill their purpose. Periodic review of purchasing patterns 
can ensure that purchases are monitored and eliminate any favoritism to vendors without 
delaying or hindering needed repairs.

The district may also benefit from using the California Uniform Public Construction Cost 
Accounting program (CUPCCA) to become more efficient in purchasing parts and materials 
needed for repairs and contracting for services in a timely manner. Enacted in 1983 under Public 
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Contracts Code 22000, the CUPCCA Act permits public agencies to perform the required 
labor (known in the industry as the forced labor account) valued at up to $15,000, negotiate for 
contract work costing $45,000 or less without bids, and conduct informal bidding for public 
works projects of $175,000 or less. These bid limits would allow the district to be more flexible 
and timely in its purchase of construction- and maintenance-related materials and services, 
reduce the number of formal bids required during routine operations, and still maintain adequate 
fiscal controls. To participate in the program, the district’s board of trustees must pass a resolu-
tion to become subject to the Act and file a copy of the resolution with the State Controller’s 
Office.

The use of district-issued credit cards (CalCards) is widespread throughout the district. In many 
instances, the card spending limits are insufficient for the given use, and in other cases the cards 
are used when a standing PO would be more appropriate. The district needs to review the use 
of CalCards and their spending limits, and modify them as needed in accordance with best 
accounting practices. 

Implementation of these fiscal procedures and careful monitoring of purchases and budget 
balances requires all management personnel to have a certain degree of understanding of 
budgetary and fiscal matters. The maintenance director and supervisor do not have sufficient 
understanding or awareness of their department budgets to implement such procedures, nor have 
they received training in this area. Because of this, the maintenance department has developed a 
separate and parallel expenditure tracking spreadsheet that is not synchronized with the district’s 
accounting system, resulting in confusion and fiscal uncertainty.

Compensation for district staff has been affected by the state’s fiscal crisis during the last five years 
and has not kept pace with that of surrounding districts. The disparity has prompted many newly 
hired skilled line personnel to consider moving to jobs in other districts, which could result in a 
significant and costly loss of skills in the district. 

Offsetting this somewhat are the district’s generous negotiated increases for longevity, which cease 
at 40 years of service. At five years of service, the first longevity step gives employees a 3% salary 
increase, with a 5% increase taking effect every five years subsequent to that, up to 40 years. In 
some instances, some long-time employees receive as much as 33% in longevity pay in addition 
to their regular base salary.

Interdepartmental Relations
The maintenance and facilities departments should work as a team. However, FCMAT found 
that the relationship between the two departments was strained and the two departments 
frequently work at odds with each other. This discord results in incompatible or ineffective coor-
dination of efforts, non-standardized furniture and equipment being installed in new facilities, 
and further deterioration of an already strained relationship. Maintenance crews are often not 
allowed to tour district construction sites and thus are unable to become familiar with the details 
of a particular facility until after completion. In addition, both departments feel compelled 
to occupy new or repaired facilities, resulting in maintenance staff being directed to complete 
construction work that contractors have left incomplete, thus supplanting completion tasks 
assigned to contractors.

Safety 
The departments hold monthly safety meetings, and appropriate personal protective equipment 
is readily available to line workers. However, neither maintenance workers nor groundskeepers 
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were provided or wore steel-toed footwear when performing their daily tasks. The Occupational 
Safety and Health Administration (OSHA) recommends such footwear in all operations that may 
involve falling, rolling or puncture hazards (OSHA 1910.136) to the foot, which are a significant 
concern in daily maintenance and grounds activities. FCMAT also found that maintenance 
department personnel did not regularly wear uniforms and identification badges. Uniforms not 
only provide a common identity among line staff, but also aid in identification. Identification 
badges verify that an individual is an employee, which is important during both routine opera-
tions and emergency situations.

Recommendations
The district should:

1. Reorganize its managerial structure to include an operations supervisor posi-
tion to decrease the span of control overseen by its one current supervisory 
position.

2. Develop and frequently update comprehensive maintenance plans to include 
the district’s major maintenance needs for at least the next five years.

3. Increase its single-purchase limit to $5000 from the current $1000 limit, 
and allow standing POs to be used according to their preapproved limits in 
whatever increments are necessary.

4. Review district-issued CalCard credit card use and spending limits.

5. Consider adopting the CUPCCA program to standardize, simplify, and 
streamline materials and contract procurement.

6. Train management staff in budget fundamentals and understanding of district 
budget reports and planning. Ensure that management staff are included in 
the budget planning and budget projection process.

7. Train supervisory staff so that employee evaluations are consistent and mean-
ingful.

8. Revise and update maintenance management procedures and systems to 
include frequent communication with school site staff and to ensure that 
managers take part in Williams Act inspections.

9. Implement a more modern, efficient work order system that includes frequent 
communication with requestors regarding the status of work orders and that 
allows users to provide feedback. Explore the possibility of having employees 
use digital devices to enter work order data.

10. Consolidate all energy management systems into a single system, and provide 
training for technicians.

11. Review and revise the current system of equipment repair and replacement 
to use outside vendors and to include scheduled equipment retirement and 
replacement plans.

12. Organize and implement job training opportunities for all line personnel.
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13. Continue holding morning meetings and work order accountability proce-
dures, and add a brief afternoon meeting to verify all workers are accounted 
for and safe.

14. Consider requiring and supplying uniform shirts and identification badges for 
all maintenance and operations personnel, and steel-toed boots for mainte-
nance and grounds personnel.

15. Reorganize maintenance and facilities spaces to improve use of space. Find 
alternatives for storage of long-term, bulk items such as carpet. Investigate the 
feasibility of storing items in the district’s warehouse or having the supplying 
vendor store stock in their warehouse.

16. Consider creating a skilled labor locksmith position by reclassifying one of the 
two maintenance II positions currently performing the locksmith function.

17. Consider evaluating salary levels in relation to other local districts and 
adjusting compensation accordingly.

18. Ensure that maintenance department leaders are included in maintenance 
vehicle and heavy equipment replacement decisions and procedures.

19. Ensure that maintenance department leaders are included in the facilities 
planning, construction and completion processes, and that maintenance 
employees are not used to perform completion tasks that are the responsibility 
of contractors.

20. Develop district standards for furniture and equipment and ensure that 
they are followed. Exceptions to the standard should occur only as a result 
of discussions between facilities department and maintenance department 
leaders.

21. Ensure that skilled maintenance personnel are given access to new construc-
tion sites so that they can become familiar with the inner workings and 
infrastructure of a new facility before it is completed.
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Custodial Department 

Organization
The organizational structure of the custodial department is site-based, with a plant manager I or 
plant manager II working a day shift. These two classifications of employees perform site manage-
ment, create work assignments for night custodians, and perform minimal custodial cleaning 
tasks. Each site also has a lead night custodian and additional custodians working various 
schedules. The department has no management positions currently; this is the result of budget 
reductions during the previous five years, during which the district eliminated several positions. 
One custodian position was eliminated from each school site, and the district-level operations 
supervisor position was eliminated, shifting management and supervision for each school site’s 
custodians to each school’s assistant principal. There is consistency across the school sites in that 
the assistant principal positions are assigned to manage all facility-related issues (e.g., custodial 
management, approving facility use requests, site coordination during construction, and other 
related duties). However, as academic professionals the assistant principals perform supervision 
and evaluations but are not trained in or familiar with the requirements of custodial operations, 
and lack the expertise needed to effectively assess performance or provide procedural guidance. As 
a result, conflicts, a lack of standardization, and communication struggles have arisen.

Many custodial staff members have been employed in the district for more than 15 years and 
hold a vast array of historical knowledge. This has proven beneficial during modernization and 
construction improvements. However, this institutional knowledge has not been translated into 
policies and procedures, causing the district to rely solely on employees for this knowledge, which 
is inefficient. Without policies, procedures and standardization, the district has been unable 
to maintain a unified cleaning expectation and has become fragmented in this area. The lack 
of procedures has also created inefficiencies when new employees are hired or when substitute 
employees are used; both new and substitute employees are frequently left to learn their responsi-
bilities with little or no formal training.

The district would benefit from restoring the district-level operations supervisor position that 
reports to the director of maintenance and operations. This district-level position would be able 
to do the following:

• Develop and implement districtwide cleaning standards and a department handbook to 
publicize these standards.

• Conduct training specific to industry best practices.

• Conduct performance evaluations.

• Audit work schedules.

• Create internal controls for requisition approvals.

FCMAT estimates the cost to restore this position to be $124,433 annually.

With the restoration of the operations supervisor, the site-based supervision and management 
function will have to adapt. A hybrid supervision model would be beneficial in this situation; this 
would include an employee evaluation procedure coordinated between the operations supervisor 
and each assistant principal. The operations supervisor could evaluate the employees’ technical 
skills (e.g. cleaning methods, vacuuming, dusting, mopping, stain removal, glass cleaning, sink 
cleaning, efficient use of time and other factors), and the assistant principal could evaluate the 
employees’ interpersonal and other nontechnical skills (e.g. interactions with staff, students and 
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the community, attendance, dependability, attitude and other such factors). These lists are not 
all-inclusive but are suggestions to indicate how a dual-input evaluation could be performed. 
Using this method would increase the standards of care and raise the level of accountability.

Cleanliness Standards
Although there is no nationwide standard for facilities’ cleanliness, the U.S. Department of 
Education has established five levels of cleaning using a descriptive word picture. Each level of 
cleaning presumes that an eight-hour shift includes two 15-minute breaks and one 30-minute 
lunch break, and that the custodian has been given the proper supplies and equipment. 

• Level 1 cleaning results in a spotless and germ-free facility as might normally be found 
in a hospital or corporate suite. A custodian can clean approximately 10,000 to 11,000 
square feet to a Level 1 standard in eight hours.

• Level 2 cleaning is the uppermost standard for most school cleaning and is generally 
reserved for restrooms, special education areas, kindergarten areas, or food service areas. 
This level of service for classrooms includes vacuuming or mopping floors daily and 
sanitizing all surfaces. A custodian can clean approximately 18,000 to 20,000 square feet 
to a Level 2 standard in eight hours. 

• Level 3 cleaning is the norm for most school facilities. It is acceptable to most parties 
and does not pose any health concerns. Classrooms are cleaned daily, which includes 
dumping trash, emptying pencil sharpeners, and cleaning sinks if applicable. Floors are 
vacuumed and frequent contact surfaces such as door handles are sanitized every other 
day. A custodian can clean approximately 28,000 to 31,000 square feet to a Level 3 
standard in eight hours.

• Level 4 cleaning is not normally acceptable in a school environment. Classrooms would 
be cleaned every other day, carpets would be vacuumed every third day, and dusting 
would occur once a month. At this level, a custodian can clean approximately 45,000 to 
50,000 square feet in eight hours.

• Level 5 cleaning can very rapidly lead to an unhealthy situation. Trash cans may be 
emptied and carpets vacuumed weekly. At this level, one custodian can clean 85,000 to 
90,000 square feet in eight hours.

The figures above are estimates; the actual number of square feet that a custodian can clean per 
shift will depend on variables such as the type of facility, flooring, wall coverings, the number of 
windows, restroom layout, and the nature and extent of gym and athletic facilities, offices, and 
community use.

The district needs to develop and adopt cleaning standards and expectations for custodial work. 
It is best practice to develop such standards using a collaborative process that includes a range of 
employees from cabinet level leaders to site-based custodians. Once these standards are created, 
the school board will need to formally adopt them. After standards are developed and adopted, 
detailed work schedules can be created to ensure that adequate time is allotted to complete the 
required tasks. 

FCMAT’s observations during visits to school sites and information provided during interviews 
indicates that the district is currently cleaned to between Level 2 and Level 3.
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Staffing
The California Association of School Business Officials (CASBO) has established a custodial 
staffing formula that is generally accepted as the standard for school districts throughout 
California. This formula considers square footage and the number of students, teachers, class-
rooms, offices, and general-purpose areas. The CASBO formula is as follows:

• One custodian for every 13 teachers, plus

• One custodian for every 325 students, plus

• One custodian for every 13 classrooms, plus

• One custodian for every 18,000 square feet

The sum of the above four items is then divided by four. The result is the number of custodians 
needed to clean a building or buildings.

The district has multiple employee classifications that perform custodial work. Two in 
particular that are of concern are the maintenance custodian and the maintenance custodian/
groundskeeper. Both of these positions were updated and approved by the district’s personnel 
commission in April 2011. The job descriptions for these positions state that these employees 
are to “perform semi-skilled activities, requiring experience” in connection with either mainte-
nance-related tasks or groundskeeping functions. 

During interviews FCMAT found that the nine employees in the maintenance/custodian and 
maintenance/custodian/groundskeeper classifications are spending at least 50% of each workday 
performing custodial tasks. This information was factored into the CASBO calculation; however, 
it skews the results because there is no practical way to account for the activities of those 
employees. In addition, the district employs a total of 12 FTE plant managers, yet they perform 
no scheduled cleaning tasks. 

The following information is based on data the district provided and shows the district’s current 
custodial staffing and compares it to what the staffing would be if staffed according to the 
CASBO standard.

  Count* FTE*

• Custodians (employees with scheduled cleaning tasks) 77 77.0 FTE 

• Plant managers (employees without scheduled cleaning tasks) 12 12.0 FTE

• Maintenance custodians 8 4.0 FTE

• Maintenance custodians/groundskeeper 1 0.25 FTE

• Total 98 93.25 FTE

• CASBO standard recommends  79.0 FTE
   * Custodian count and FTE include seven lead custodians.

The above comparison indicates the custodial department is overstaffed. However, other factors 
that need to be considered to efficiently realign employees and tasks include the following:

1. Plant managers are not part of the CASBO calculations because they do not 
perform scheduled cleaning tasks, yet they each are 1.0 FTE. For this study, 
plant managers should be considered a required employee for each compre-
hensive school site.
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 2. Maintenance custodians and maintenance custodian/groundkeepers perform 
custodial task for at least 50% of their scheduled day. This misalignment of 
duties is creating overstaffing in the custodial department and a lack of focus 
on these employees’ respective semi-skilled responsibilities. 

The district would benefit from realigning the maintenance custodians and maintenance custo-
dian/groundkeeper positions with their respective departments. The work that employees in these 
two classifications perform is not currently tracked using a work order system, so there is no way 
to calculate their workload. However, during school site visits FCMAT observed that grounds, 
landscaping, and irrigation repairs have been neglected or lacked priority. School site visits and 
interviews with staff also revealed that maintenance work and repairs were inadequate and failed 
to meet industry standard. 

If this realignment takes place, the custodial department could be considered understaffed by 2.0 
FTEs. Because the district lacks standardization, cleaning processes, and procedures, FCMAT 
believes the district could make up for the lack of staffing following a realignment through the 
efficiencies gained by creating an operations supervisor position, developing districtwide cleaning 
standards, and offering an industry-standard training program as discussed above and in recom-
mendations 1-3 at the end of this section. In addition, plant managers could be assigned some 
small cleaning tasks as part of their daily work schedule. 

The table on the following page shows the district’s current custodial staffing by site as well as the 
CASBO recommended staffing.
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Equipment and Supplies
FCMAT’s review of district documents revealed that the equipment the custodial department 
uses is relatively new and there is an adequate supply for all staff members. During interviews, 
staff noted that when equipment fails it is repaired instead of replaced. Although this may be 
cost effective in some situations, staff indicated that multiple pieces of equipment are sometimes 
cannibalized to keep one unit functioning. Excessive amounts of labor are commonly used to 
ensure custodial equipment is repaired sufficiently to be usable. It would benefit the district to 
maintain an equipment replacement plan that focuses on minor repairs until the equipment 
reaches the end of its life, at which time a replacement becomes practical. 

The purchasing department has developed a standard list of cleaning products that are supplied 
from the district’s warehouse. This has created efficiency through bulk purchasing, but the district 
lacks internal controls for material requisitions. School sites rely on individual employees’ knowl-
edge to order material rather than existing procedures. In addition, because custodial staff are 
managed by individuals who lack custodial expertise, school sites are maintaining an overstock of 
chemicals and materials, resulting in waste. It would serve the district well to create an additional 
layer of approval for procuring materials, supplies and equipment by routing requests through 
the operations supervisor using the online ordering system. This approval would create transpar-
ency and accountability. FCMAT is not familiar with the district’s specific procurement system, 
but most requisition and purchase order management software allows for automated approval 
workflow. 

Because of a lack of standardization, the district uses two types of vacuums: upright and backpack 
style. Although each type of vacuum has advantages and disadvantages for particular uses, the 
International Sanitary Supply Association reports that upright vacuums are the most inefficient 
units even when properly maintained and can contribute to dust. The district would benefit from 
standardizing the type of custodial equipment used to increase efficiency. 

Uniforms
During interviews, employees indicated that the district’s custodians are not provided a standard 
uniform and that although the district provides identification badges, employees do not wear 
them regularly. It would benefit the district to supply a standard uniform to all members of the 
department. This would identify custodians as employees of the district, enabling students, staff 
and community members to readily identify their role, responsibility and authority. Uniforms 
also create a unified appearance for the district, help foster a sense of unity among the staff, and 
increase safety by ensuring that employees’ personal clothing is not damaged while mixing chem-
icals or working with machinery. Having all district employees wear their identification badges 
would also improve security.

Safety and Training
The district employs a risk manager who has been proactive in conducting safety training. In 
interviews, staff and managers noted that the safety training topics apply to the custodial depart-
ment; however, this training does not include subject matter specific to the trade. The district 
could increase efficiency in the department by ensuring that routine meetings include discussion 
of industry best practices, proper chemical use, chemical mixing, and equipment use. Because 
custodians’ roles and responsibilities are ever changing, the district needs to create and implement 
a meaningful professional development plan to improve knowledge and hone skills. Consistent 
professional development can also help maintain and increase staff morale.
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New custodians are typically hired from the substitute employee pool. Because the district has 
no training program for substitute employees, these new employees are unprepared. Creating a 
substitute employee training program will benefit the district. The operations supervisor could 
provide this training using a curriculum that includes chemical use and mixing, required daily 
tasks, and expectations regarding professionalism, attendance and interactions with students and 
staff. 

Communication
Site-based supervision of custodial staff has led to communication issues. Night or lead custo-
dians have reported that they sometimes receive different direction from a plant manager than 
from an assistant principal. Custodians also report that the information and the standards they 
are expected to meet are not consistent from site to site. Irregular and inconsistent information 
has created an adversarial undertone, and this dysfunction in the department has created a 
fracture that could prevent collaboration, trust and unity. Strengthening collaboration and 
inclusion within the custodial department would benefit the district, allowing reinforcement 
of the district’s culture and mission. Keeping communication open through employee feedback 
can help accomplish this. Assigning on-site leaders who allow inclusive decision making from all 
employees yet provide a consistent message based on the district’s goals and mission can also help 
foster positive interaction and cooperation. 

Recommendations
1. Restore the operations supervisor position and reorganize the custodial 

reporting structure to ensure this position provides input on employee perfor-
mance evaluations.

2. Develop districtwide cleaning standards and implement them through a 
custodial handbook. 

3. Create a thorough and industry-specific training program that includes best 
practices.

4. Establish substitute employee training programs to ensure that these individ-
uals are thoroughly prepared when they are hired as permanent employees. 

5. Provide uniforms for the custodial staff and require staff to wear both a 
uniform and a district-provided identification badge.

6. Create an internal procedure for materials requisition approvals to prevent 
unnecessary ordering and waste. 

7. Establish clear and consistent communications from the district level to 
ensure uniformity in direction and expectations. 

8. Standardize the type of custodial equipment used to increase efficiency.
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Grounds Department

Staffing
The district’s grounds staffing consist of 9.5 FTE district (centralized) groundskeepers and 
18.0 FTE site-based (decentralized) groundskeepers; the site-based staffing consists of two 
groundskeepers at each comprehensive high school and one at each junior high school. The 
district groundskeepers are responsible for maintaining large turf areas with riding mowers, main-
line irrigation repair, paint striping of baseball, soccer and football fields, and performing other 
miscellaneous tasks. The site-based groundskeepers are responsible for maintaining smaller turf 
areas with push mowers, weed whipping, leaf blowing, tree trimming, chalking softball fields, 
and repair of sprinkler heads and lateral irrigation lines, as well as general cleanup of trash on 
site. FCMAT estimates that the site-based groundskeepers spend 50% of their time performing 
custodial functions such as trash removal. The district uses an outside contractor for pest control.

The district groundskeepers are the only grounds personnel who have access and authorization 
to operate riding mowers, per their job descriptions. However, three of the 9.5 FTE district 
groundskeepers are groundkeeper I positions, which are not authorized to operate heavy equip-
ment. It would be more effective to reclassify these three positions as groundkeeper II, thereby 
enabling them to operate heavy equipment; this would give the district more flexibility in how 
grounds staff are deployed. FCMAT estimates the cost of this reclassification to be $2,226 per 
position annually.

Success in grounds management depends on well-trained personnel with skills in a variety of 
areas. Like other maintenance and operations functions, staffing for grounds-related services 
tends to vary among school districts throughout the state. The most common factors affecting 
staffing levels for grounds crews at individual schools include the following: 

• The school size in acreage

• The number and types of outdoor spaces to be maintained

• The type and extent of natural and hardscape features

• The extent to which grounds crews perform unrelated tasks

CASBO does not have a formula for grounds maintenance staffing; however, the Florida 
Department of Education has performed extensive research in this area and included its findings 
in a document titled Maintenance and Operations Administrative Guidelines for School Districts 
and Community Colleges. Among other things, the document establishes a formula for the staffing 
of school district grounds maintenance personnel.

This formula is based on two types of grounds personnel: those who perform general grounds 
functions such as mowing, gardening and trimming, and those who care for athletic fields or 
other specialized open space areas. In many school districts, school custodians perform general 
grounds functions while district grounds crews maintain large open areas and athletic fields.

The recommended formula for determining the number of specialized groundskeepers and 
athletic field groundskeepers is the total acreage of the school facility divided by 40, plus 1.0 FTE 
groundskeeper, plus 1.0 FTE groundskeeper per 500,000 square feet of athletic fields. For this 
calculation, the district’s four general maintenance workers assigned to grounds were counted as 
grounds staff members.
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FCMAT obtained from the district precise measurements of the amount of grounds allocated to 
playing fields at each school site in square feet. By applying the Florida Department of Education 
formula, FCMAT calculates that the district should have at least 22.60 FTE groundskeepers to 
be adequately staffed. The calculation is as follows:

Florida Department of Education Formula for Grounds Staffing Compared to Total District 
Grounds Staffing

District Totals Divisor
Grounds Staffing 

- FTE
Acreage 390.13 40   9.75

Playfields in S.F 5,929,822.8 500,000 11.85

---- ---   1.0

Groundskeepers needed 22.60

District groundskeepers 27.5

Surplus
 

 4.9

Based on the formula above, it appears that grounds staffing for the district is adequate; however, 
the district’s 18.0 FTE site-based groundskeepers spend 50% of their time performing custodial 
work such as picking up trash and general cleanup of their school sites. Reducing these 18.0 FTE 
by 50% to account for the time spent on custodial work leaves 9.0 FTE site-based grounds staff, 
and adding to this the 9.5 FTE centralized grounds staff results in a grand total of 18.5 FTE 
grounds staff, which leaves the district understaffed by 4.1 FTE (see table below).

Florida Department of Education Formula for Grounds Staffing Compared to District Grounds 
Staffing, Excluding Custodial Activities 

District Totals Divisor
Grounds Staffing 

- FTE
Acreage 390.13 40   9.75

Playfields in S.F 5,929,822.8 500,000 11.85

---- ---   1.0

Groundskeepers needed 22.60

District groundskeepers 18.5

Shortfall 4.1

The district needs to ensure that grounds staffing and grounds functions are aligned with district 
priorities. If the current system of having site-based groundskeepers perform custodial activities 
50% of their day is not acceptable, it would benefit the district to consider adding up to 4.1 FTE 
groundskeeper positions as indicated in the second table above. Conversely, if the current system 
is acceptable, the district could consider reducing up to 4.9 FTE groundskeeper positions as 
indicated in the first table above. Alternatively, the district could consider eliminating custodial 
duties from the district groundskeeper job descriptions since the district is more than adequately 
staffed with custodians. 
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Equipment
Groundskeeping equipment, such as blowers, hedgers, tree trimmers and weed whips, was in 
good repair. However, several of the district’s riding mowers are nearing the end of their expected 
useful life. The district does not have a grounds equipment replacement budget based on the 
lifecycle of grounds equipment, especially the riding mowers, nor does it stagger purchases of 
grounds equipment so that it can budget for equipment replacement over several years without 
various different pieces of grounds equipment reaching the end of their useful life at the same 
time.

The district’s site-based groundskeepers currently must rely on the availability of the district’s 
backhoe when they want to dig trenches, which often leads to significant delays in performing 
irrigation repairs. It would benefit the district to determine whether it would be cost-effective to 
purchase trenchers for each site. 

Training
The district has no formal training program for its grounds personnel. Most of the 
groundskeepers’ either received training from their prior employers or gained it on the job. The 
district provides limited safety training, including training in the safe use of forklifts, ladders, 
chemicals, and training regarding heat exposure. However, this training is provided intermittently 
and not all employees receive it. 

The district has not established or budgeted for a staff development program. It would benefit 
the district to do so and to ensure that the training includes sending groundskeepers to trainings 
on water conservation, including the use of drought-resistant vegetation, turf management, and 
irrigation repair. A uniform system of providing all groundskeepers with safety training is also 
needed.

Parts Inventory
Irrigation components such as sprinklers and controllers are not standardized districtwide. As 
a result, the district’s maintenance department does not stock these items, and they must be 
purchased from an outside vendor. When a site needs a part, a request to purchase the part is 
made through the site’s plant manager and forwarded to the maintenance department. After the 
part is purchased, the district groundskeepers deliver it to the site groundskeepers. This process 
is cumbersome and leads to miscommunication, and site employees often receive parts they did 
not order. A more effective means of purchasing these parts would be to establish a small open 
purchase order at the local hardware store for each school site, and allow site grounds staff to 
purchase parts directly from the store.

Recommendations
The district should:

1. Consider reclassifying the two district-level groundskeeper I positions to 
groundskeeper II positions.

2. Align grounds staffing and functions with district priorities.

3. Establish a grounds equipment replacement budget based on the expected life 
of grounds equipment, especially the riding mowers.
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4. Stagger purchases of grounds equipment to enable budgeting for equipment 
replacement over several years and so various pieces of grounds equipment do 
not reach the end of their expected lives at the same time.

5. Determine whether it would be cost effective to purchase trenchers for each 
school site.

6. Establish and budget for a staff development program for groundskeepers.

7. Develop systematic safety training for all groundskeepers and make sure that 
it is uniformly provided.

8. Establish small open purchase orders for parts at the local hardware store for 
each school site, and allow each school site’s grounds staff to purchase parts 
directly from the store.
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Staffing Comparison
Data for a comparison of the district’s maintenance, operations and grounds staffing was 
obtained from three California high school districts with student enrollment similar to that of 
William S. Hart Union High School District. FCMAT chose a list of comparable districts using 
information provided by the Ed-Data website (www.ed-data.k12.ca.us) and the comparison 
districts themselves. The comparison districts surveyed were the Antelope Valley Union High 
School District, Chaffey Joint Union High School District, and East Side Union High School 
District.

The comparison of organization and staffing should be viewed as a guideline for appropriate 
staffing levels rather than in absolute terms because California school districts are complex 
systems that vary widely in demographics, resources, climate, and organization. For example, this 
report considers organization and staffing in high school districts that share certain functionalities 
to various extents, but this comparison also will vary significantly because of the relatively small 
number of large high school districts in the state. Determining staffing needs based on one or 
two criteria can be misleading if significant circumstances are not taken into account. Thus 
comparative data should be used with the formulas provided in this report to determine the 
staffing levels appropriate for the district’s unique characteristics.

In comparing districts, FCMAT took into account the following:

• The grade level configuration (high school district)

• The enrollment of the district

• The total square footage of facilities 

• The percentage of students who are eligible for free and reduced price meals

• The largest ethnic group represented.

The following tables show the maintenance, operations, and grounds staffing for the William S. 
Hart Union High School District and each of the comparison districts.

Maintenance Staffing Comparison (fiscal year 2013-14 data)

District Enrollment
Support 

Staff
Maint. 
Staff

Supervisor/
Manager

Fund 14 
Balance

Plant Maint 
& Ops Total GF Exp

Plant 
Maint & 
Ops %

DM 
Fund 
%

WS Hart 
UHSD 22,583 2 19.25 2 $ 758,874.00 $ 20,935,792.00 $ 184,298,198.00 11.4% 0.41%

Antelope 
Valley 
UHSD 24,619 1 26 1 $ - $ 21,849,965.00 $ 201,221,239.00 10.9% 0.00%

Chaffey 
UHSD 24,598 2 41 2 $ - $ 22,056,683.00 $ 204,216,914.00 10.8% 0.00%

East Side 
UHSD 26,760 2 29 2 $ 400,320.00 $ 17,371,502.00 $ 216,137,590.00 8.0% 0.19%
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Operations Staffing Comparison

District Enrollment
Operations 

Staff
Day 

Supervisor
Night 

Supervisor
Evaluated 

by
Roving 
Teams

WS Hart UHSD 22,583 93.25 0 0 Site APs No

Antelope Valley UHSD 24,619 78 0 0 Site APs No

Chaffey UHSD 24,598 61.5 1 0 Site APs No

East Side UHSD 26,760 87.5 1 0 Site APs No

Grounds Staffing Comparison

District Enrollment Grounds Staff Supervisor Leads
WS Hart UHSD 22,583 27.5 0 0

Antelope Valley UHSD 24,619 18 0 1

Chaffey UHSD 24,598 24.5 0 8

East Side UHSD 26,760 15 0 1

Each comparison district surveyed had a director-level position responsible for some combination 
of maintenance, operations and grounds. Each comparison district also provided clerical support 
staff for this position. All districts including William S. Hart used a decentralized organizational 
model with both a central district maintenance and grounds team and site-based operations, 
grounds and, in some cases, maintenance personnel. The site-based personnel were evaluated by 
school site administrative staff, usually an assistant principal. In the districts that have a central-
ized operations supervisor, this position coordinates standardization of procedures and training 
for the site-based operations personnel, and assists in the evaluation process. The William S. Hart 
Union High School District does not currently have an operations supervisor position; it was 
removed as part of the budget cuts in previous years. It would benefit the district to reinstate this 
position; FCMAT estimates the cost to reinstate this position to be $124,433 annually.

None of the districts employ a dedicated grounds supervisor. This is due to the decentralized 
nature of all of the districts in the comparison. A smaller centralized grounds staff is managed by 
the maintenance department management team, and site administrators manage and evaluate the 
decentralized, site-level grounds staff.

The William S. Hart Union High School District has the fewest maintenance staff yet expends 
a greater percentage of its general fund on plant maintenance and operations. FCMAT believes 
this is because of the district’s use of contractors to perform routine maintenance tasks rather 
than hiring additional skilled maintenance personnel. It would benefit the district to evaluate 
the possibility of hiring additional maintenance personnel to reduce the cost of using outside 
contractors.

California’s 2013-14 state budget replaced the previous K-12 finance system with a new Local 
Control Funding Formula (LCFF). For school districts and charter schools, this formula creates 
base, supplemental, and concentration grants, which replace previous funding types including 
revenue limits and most state categorical programs. Under LCFF, school districts are no longer 
required to maintain or make a matching contribution to a deferred maintenance fund. However, 
it is a best practice to continue budgeting an amount sufficient to adequately maintain facilities 
to ensure that the district’s investment in capital facilities is protected.
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Recommendations
The district should:

1. Hire a centralized operations supervisor to coordinate and standardize custo-
dial procedures and training for district custodians.

2. Evaluate the possibility of hiring additional skilled maintenance personnel to 
reduce the cost and amount of maintenance work performed by contractors.

3. Identify and budget an annual amount needed to adequately maintain the 
district’s grounds and facilities.
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Appendices
A.  Sample Custodial Handbook 

B. Sample Cleaning Standards 

C. Sample Substitute Employee Training Curriculum 

D. Study Agreement
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Appendix A  
Sample Custodial Handbook 
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TABLE OF CONTENTS 

 

FOREWARD 	
INTRODUCTION	
HANDBOOK ACKNOWLEDGEMENT	
DISTRICT POLICIES AND PROCEDURES	

Drug Free Workplace	
Tobacco Free Schools	
Harassment	
Mandated Reporters	
Employee Dress Code	
Sexual Harassment 
Emergency and Disaster Preparedness Plans	
Absentee Policy	
Probationary Period	
Evaluations	
Use of Personal Vehicle for School Business	

CUSTODIAL SERVICES DEPARTMENT POLICIES AND 
PROCEDURES	

The Handbook	
Relationship with Staff	
Relationship with District Administrator	
Relationship with the Principal or Site Administrator	
Relationship with Teachers	
Relationship with Students	
Relationship with the Public	
Personal Data	
Attendance & Absenteeism	
Call In Procedures When Absent Or Late For Work	
Vacations/Requests For Leave	
Radios/ Phones	
Forklifts	
On the Job Injuries	
Allowing Entrance To Classrooms	
Personal Visitors While on The Job	

Sample  
Custodial Handbook 
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Trade Time	
Uniforms / Identification (ID) Badges	
Custodial RoomsError! Bookmark not defined.		
Ordering Supplies	
Inspections	
Responsibility for Keys Issued	
Building Security	
Alarms	
Personal and District Property	
Work Schedules	
Work Hours	
Breaks	
Lunch Breaks	
Overtime	
Compensatory Time (CTO)		
Lost and Found	

CUSTODIAL EQUIPMENT OPERATION TRAINING	
Back Pack Vacuum	
Up-Right Vacuum Cleaner	
Blower, Three Speed (For Drying Floors)		
Auto Scrubber, Battery and Electric Powered	
Floor Scrubbing Machine, Swing Type	
Propane High Speed Burnisher	
Electric Blower, Hand Held & Back Pack	
Ladders	
Use of Hand Trucks & DolliesError! Bookmark not defined.	
Cafeteria Tables	
Powered Industrial Trucks (PIT), Golf, Vehicles, and Utility Carts	
Small Hand Tools	
Small Engine Equipment	
Gasoline Blower	
Gasoline Powered Pressure Washer	
Yard Sweeper	

CUSTODIAL DEPARTMENT SAFETY	
Safety of the Job	
Rules for Safe Lifting	
Ladder Safety	
Fire Prevention	
Written Hazardous Material Waste Program	
Guidelines for Reading and Understanding the MSDS	
Guidelines for Safe Use of Custodial Chemicals	
Disposal of Bodily Fluid Spills	
Preventing Trip & Slip injuries	

CLEANING METHODS	
Classroom Cleaning	
Science Rooms & Laboratories	
Gymnasium Cleaning	
Industrial Arts Classrooms	
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Cafeteria Cleaning	
Office Cleaning	
Restroom and Locker Room Cleaning	
Carpet Cleaning Procedures	

General Cleaning Procedure	
Spot Removal Procedure	

Hard Surface Flooring	
Wet Mopping Procedures	
Stripping Tile Floors	

Window Washing	
Outside Windows:		
Inside Windows:		
Tinted Film Window:		

Outside Areas	

SAMPLE SCHEDULES	
Day Custodian (Elementary)		
Night Custodian (Elementary)		
Middle School (Sample Schedule)		
High School (Sample Schedule)		

PERFORMANCE INSPECTION GUIDE	
Basic Guide	
Cleaning Standards Defined	
Measurement Tools	

Classroom, Office, and Library Cleaning Measurement	
Restroom Cleaning Measurement	

TASK TABLES AND FORMS	
Daily, Weekly, Monthly Task Tables	
Monthly Task List Check Off Sheet	
Summer Cleaning Task Lists	

Classroom Cleaning List	
Office and Library Media Center Cleaning List	
Multi-purpose Room Cleaning List	
Restroom Cleaning List	

P.I.T. Daily Inspection Form	
Wheel Chair Lift Inspection Form	

CUSTOMER SERVICE SATISFACTION SURVEY	
CONTACT NUMBERS	
APPENDIX	

SCHOOL DISTRICT - BOARD POLICIES	
BP  – Employee Use of Technology	
BP  – Sexual Harassment	
BP & AR  – Conduct and Dress	
BP  – Drug and Alcohol-Free Workplace	
AR  – Personal Illness/Injury Leave	
BP  – Tobacco-Free Schools	
BP  – Evaluation/Supervision	
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AR  – Professional Standards	
BP  – Emergencies and Disaster Preparedness Plan	

PERSONNEL COMMISSION – RULE 900	
SCHOOL DISTRICT JOB DESCRIPTIONS	
SITE MAP(S)
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SAMPLE DISTRICT POLICIES AND PROCEDURES	

Absentee Policy 
 

Absences/tardiness shall be deemed excessive when, in the judgment of 
the immediate supervisor, an employee’s absence/tardiness results in a 
loss of efficiency and becomes detrimental to the operation of the 
Custodial Department. Factors used in this determination include but are 
not limited to absences on Mondays/Fridays, pre or post holidays, and 
comparisons to district wide averages. (See Administrative Regulation in 
the appendix for details) 

Employee Dress Code 
 

• The school district believes all employees are role models for students 
with whom they come in contact during and after school hours.  Just as 
overall attitude and instructional competency contribute to a 
productive learning environment so do appropriate dress and 
grooming.  All personnel are expected to present a professional 
impression in their dress and appearance as well as project an 
acceptable role model image for the students, which is not offensive to 
community standards or disruptive of the educational process. 

• Jeans worn on Spirit Day will only be allowed when worn with school 
logo shirts. 

• Staff shall not wear T-shirts, tank tops, shorts or sweat suits during 
school hours. The nature of assignments may require exceptions to this 
policy. (See Board Policy in appendix for more details.) 
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SAMPLE CUSTODIAL SERVICES DEPARTMENT POLICIES 
AND PROCEDURES	
 

Call In Procedures When Absent Or Late For Work 
 

To report an absence or delay, contact the Custodial Office and the school 
office. In the event of an unanticipated absence, employees must call and 
speak directly to their supervisor no later than sixty minutes (60) prior to 
the start of their shift. If their supervisor is unavailable, the employee must 
leave a voicemail message and number where they can be reached. The 
supervisor will then return their call. At times, a substitute custodian may 
be needed, so early notification is important.  An indication of the 
projected length of absence should be given.  

 
Absence of any kind must be recorded through the “Absence” system. 
Using your Human Resources issued ID and Pin number, employees must 
document absences via the phone or the Internet, no later than the day of 
the absence. Upon returning to work, custodians must provide the school 
Site Administrator, Manager of Custodial Services, and the Supervisor of 
Custodial Services the “job number” issued from the “Absence” system. 

Responsibility for Keys Issued  
 

Each custodian will be issued keys for the school or schools of their 
assignment. Keys should not be left unattended or loaned to anyone.  If 
keys are missing at the end of the shift, the custodian should conduct a 
search of the assigned work areas. If unable to locate the keys, the school 
Site Administrator, the Supervisor of Custodial Services, the Manager of 
Custodial Services, and the Manager of Maintenance should be notified 
immediately.  If keys assigned to the employee are lost, the employee will 
be responsible for all replacement costs to the district. 
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SAMPLE CUSTODIAL EQUIPMENT OPERATION 
TRAINING 
 

Back Pack Vacuum  
 
Operating Instructions 
 

1. Preparing vacuum for use: 
a. Attach flex hose, wand and swivel head to the vacuum canister.   
b. Make sure that filters are in place (motor filter and exhaust filter). 
c. Install cloth bag along with a paper filter bag. 
d. Loosen the shoulder straps and waist belt.  In an open area, lift the 

vacuum by one shoulder strap and slide your free arm into the 
other strap.   

e. Fasten the waist belt snugly and make sure the weight is resting 
conformably on your hips.  Note:  The back plate is adjustable up 
or down by removing the four  ... screws that attach to the vacuum's body. 

f. Adjust shoulder straps so that the vacuum is loosely centered and 
balanced on the waist belt.  The shoulder straps should not be 
supporting the weight of the vacuum; rather they should support 
the vacuum from tilting backwards or sideways. 

g. Place the extension cord between the waist belt's strap and padded 
area to signal you if you have run out of cord while vacuuming. 

2. Extension cord care: 
a. Never stretch the cord tightly between the vacuum and the outlet.  

A cord that is stretched or pulled will not function properly and 
creates a danger. 

b. After vacuuming, unplug the cord at both ends and wind it up 
loosely, starting from the vacuum out to the plug.  Do not wind the 
cord up by wrapping it around your hand and elbow.   

3. Proper vacuuming motions: 
a. For large open areas, begin with the wand parallel to your body. 
b. Draw the top of the wand in toward your waist and twist at the 

waist walking backward or forward (a side to side motion). 
c. The motion is similar to mopping and keeps the upper body and 

arms from tiring. 
d. Avoid bending over or picking up items from floor with vacuum 

on.  Keep back straight and bend at the knee when vacuuming low 
areas. 

4. Ergonomics: 
a. The weight of the vacuum should be carried on the operator's hips 

and be evenly distributed. 
b. The padded waist belt and shoulder straps are adjustable for a 

custom fit. 
c. The back plate is ventilated to keep the operator cool. 
d. The on/off switch is conveniently placed on the waist belt for easy 

access. 
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e. Use the proper attachments for the job.  Pro-Team has attachments 
to perform most jobs without requiring that the operator bend over 
or get into difficult positions.   

5. Caring for your backpack vacuum: 
a. Every time you finish vacuuming, shake out the cloth and micro-

lined filter bags. 
b. Each week, rinse, dry and return the foam/filter diffuser to the 

bottom of the vacuum below the motor. 
c. After each shift, wipe the inside and outside of the vacuum with a 

household cleaning agent. 
d. Check the filter bags each and every time you start and finish 

vacuuming.  A clogged and dirt filter bag restricts airflow and 
results in reduced suction and overheating. 

e. Stop after vacuuming three or four rooms or as needed to shake out 
the micro-lined bag, especially if it is full. 

f. Wash and line dry the cloth filter bag as necessary. 
g. Once a week, remove the motor and exhaust filters and rinse and 

air dry.  Then return to original locations. 
 
Safety Instructions 
 

1. Do not leave any backpack vacuum plugged in when it is not in use.  
Unplug it from the outlet when the unit is not in use and before servicing. 

2. Do not use outdoors or on wet surfaces. 
3. Do not use a damaged cord or plug.  If the unit is not working, as it 

should, call the Custodial Supervisor. 
4. Do not pull or carry the vacuum by the cord or use the cord as a handle.  

Do not close a door on the cord or pull the cord around sharp edges or 
corners.  Do not run over the cord.  Keep the cord away from heated 
surfaces. 

5. Do not pull on the cord to unplug.  Grasp the plug at the outlet and pull. 
6. Do not handle the plug or vacuum with wet hands. 
7. Do not put any objects into openings.   
8. Keep hair, loose clothing, fingers, and all parts of the body away from 

openings and moving parts.  Long hair should not hang over or near the 
unit.   

9. Turn off the unit before unplugging.  
10. Do not use without the micro-lined filter bag, cloth filter bag, dome filter, 

and foam diffuser in place. 
11. Do not try to recover any liquid with this vacuum.  This vacuum is for dry 

recovery only. 
12. Connect to a properly grounded outlet only. 

Floor Scrubbing Machine, Swing Type 
 
Operating Instructions 

 
1. To attach brush, tilt machine back so that the bottom of the machine is 

exposed.  Position the brushes three slots over the three lugs of the drive 
plate. 

2. Adjust handle height to the correct height for the operator. 
3. To start machine, hold handle with both hands and depress start lever. 
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4. This machine is designed to move from side to side.  To guide right, raise 
the handle slightly.  The higher the handle is raised, the faster the machine 
will move to the right.  Conversely, to guide left, lower the handle.  The 
more the handle is lowered, the faster the machine will move to the left. 

5. When storing your floor machine, always remove the pad and brush. 
6. Cord should be held over shoulder to keep the cord out of the path of the 

machine. 
 
Safety Instructions 
 

1. Never try to attach brush when motor is already engaged. 
2. Never turn on machine with handle in locked upright position.   
3. Do not leave a plugged in machine unattended. 
4. Never plug machine into wall socket that is not grounded. 
5. Never plug power cord in with wet hands. 
6. Never plug power cord into wall with the balance of the cord wrapped 

around the handle and switch lever. 
7. Never let an inexperienced person operate the machine without proper 

instructions. 
8. Never us an extension cord that is of a lesser gauge wires then that of the 

machine cord. 
9. Never put weights on the floor machine to increase the scrubbing effect. 
10. Never run the machine towards the power cord. 
11. Never use a cord that is damaged or taped. 
12. Never run scrub machine without a scrub pad or brush. 
13. When moving machine from room to room, never rest machine in an 

upright position with pad in place. 
14. Always unplug machine before putting drive block on, or working on 

machine. 
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SAMPLE CUSTODIAL DEPARTMENT SAFETY 
 

Rules for Safe Lifting 
 

1. Ask for help in lifting heavy or bulky objects.   
2. Do lifting with strong leg muscles by bending the legs when lifting 

instead of bending the weak back muscles. 
3. Face load squarely and be sure to have firm footing. 
4. Do not allow load to slip while lifting.  If it does, stop and start over 

with a firm grip. 
5. Keep the load close to body. 
6. Change the position of feet to make a turn but do not twist body. 
7. Avoid blocking vision. 
8. Use lifting belts when available. 

Ladder Safety 
 
1. Use a ladder instead of standing on chairs, tables, boxes or cans. 
2. Never paint a wooden ladder. 
3. Ladders should not be set too straight; one fifth of the ladder length 

away from the bottom is a good rule. 
4. It is dangerous to lean too far when on a ladder. 
5. The legs of a ladder should be fully extended and the spreader set 

before a stepladder is used. 
6. It is dangerous to try to use a stepladder as a straight ladder. 
7. Always ascend and descend a ladder facing it. 
8. Do not use the top step of a ladder to stand on. 
9. Do not leave an item on the top of a ladder, which is unattended, or 

being moved. 
10. Be very cautious carrying a ladder approaching doors and corners. 
11. Select the right ladder for the job. 
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SAMPLE CLEANING METHODS	

Classroom Cleaning 
 
Most of the custodian's time is spent in the cleaning and caring of classrooms. The 
key to cleaning classrooms is to establish a procedure that you will follow and 
divide the cleaning into three parts: 

Daily Cleaning Duties: 

• Vacuum or sweep the floor 
• Dump the wastebaskets 
• Empty the pencil sharpener 
• Clean sinks if applicable 
• Check dispensers for paper and soap supplies 
• Check doors and windows for security 
• Toilet (if the classroom has restrooms) 
• Drinking fountains 
• Watch for maintenance items and report to supervisor 
• Turn out lights 

Weekly Duties: 

• Dust horizontal surfaces (Monday) 
• Spot clean doors and walls and, if applicable, door glass (Tuesday) 
• Clean table tops (Wednesday) 
• Clean counters, spot carpets (Thursday) 
• Clean whiteboards and trays (Friday) 

Special-cleaning Duties on Non-Student Days: 

• Bonnet carpets (See Carpet Care Section) 
• Clean furniture 
• High dust. 
• Clean all windows; inside and out. 
• Restore floors 

Equipment and Material Needed 

Equipment: 

• Rubber gloves and goggles 
• Putty knife 
• Dust pan 
• Counter brush 
• Dust cloth 
• Micro-fiber dust cloth  
• Sponge or towel rag 
• Spray bottle 
• Treated dust mop and handle 
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• Equipment carrier 
• Toilet cleaning equipment (see Restroom Care) 
• Mop, bucket and wringer 
• Vacuum cleaner 
• Dry soft clean towel for white board cleaning 
• Melamine foam pads to clean furniture and walls 
• Small scrub / sponge pad 
• Extending duster 

Materials: 

• Paper products and liquid soap 
• Liners 
• All-purpose cleaner 
• Disinfectant 
• Carpet spotter 
• Glass cleaner 
• Furniture polish 
• Cream cleaner or scouring powder (sinks only) 
• Graffiti cleaner if needed 
• WD40 
• Gum remover 

Job Method 

• Obtain necessary equipment, materials and supplies.  
• Proceed to assigned work area.  
• Empty wastebasket and pencil sharpener into large plastic bag and place in 

corridor when full for removal. 

Precaution: 

• Replace wastebasket to original place. Do not leave on furniture.  
• In order to prevent possible injury or exposure to blood borne disease, 

empty waste  paper baskets directly into the bag without handling the 
contents. Never reach into a trash container.  

• If trash has evidence of blood or body fluids, tie the liner off and replace 
with a new one. 

• Always wear rubber gloves when dumping or handling trash. 

Sweeping Tile Floors:  

• During sweeping operation, carry a putty knife to scrap gum or other 
foreign materials from the floor. 

• Sweep floors with treated dust mop/ or backpack vacuum with proper 
floor tool, sweeping corners. Move all student chairs and other easily 
moved furniture. 

• Use the counter brush (or broom) and dustpan to pick up all loose 
sweepings. 

• When sweeping/vacuuming the floor, start in the far corner and work 
toward the door. 
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• Periodically, shake or brush the dust mop during use as needed. (See 
Equipment  Section for care of dust mop.)  

• Spot mop floors as necessary. 

Carpeted Floor Care:  

• Clean entry mats by vacuuming or shaking out. 
• Vacuum the floor with the largest practical tool. 
• Make sure to vacuum under counters and bookcases. 
• Reset furniture as you vacuum. 
• If you see gum, spray with freezing product or alternate gum remover and 

scrap up with putty knife. 
• If carpet develops loose ends, cut them off to prevent running. 

If the room has sinks and restrooms, be sure to clean as directed in the 
Restroom Section of this book. 

Dusting, Wiping and Polishing:  

Dusting room with a treated cloth  

• Dust all horizontal surfaces once a week. 
• Make sure to flip the cloth often to have clean cloth to work with 
• Start with highest surface that can be reached while standing on the 

floor and work downward. 
• Watch for file cabinets, door panels, louvers, bookshelves, audio and 

visual equipment. 
• Watch for cobwebs. 
• Dust above doorframes and all vents. 

Damp Wipe or Clean: 

• With all-purpose cleaner, spot clean doors and walls. 
• Use glass cleaner on all glass surfaces including door glass, mirrors, 

windows, fire extinguisher fronts and glass desk covers. 
• Wear proper protective equipment while using all chemicals. 

Cleaning Furniture: 

• Use all-purpose cleaner (usually a degreaser), abrasive pad (blue power 
pad) and some type of toweling. Note: green scrub pads will scratch 
some surfaces. 

Clean graffiti daily: 

• Clean all desktops weekly. 
• Clean tabletops in kindergarten area. 
• Do not use graffiti remover unless necessary. 
• Rules for removing graffiti:  

o Use all-purpose cleaner (degreaser) 
o Use orange-based natural products 
o Use graffiti remover 
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Clean Counters: 

• Spray counters with disinfectant if close to sink and made of Formica or 
ceramic tile. 

• Wipe with a clean towel. 
• If the counters are stained wood, use polish and wipe with dry cloth. 
• Use proper protective equipment when working with chemicals. 

Carpet Spotting:  

• Always use all-purpose spotter first. These spotters will generally remove 
about 90% of all stains and are safe for most carpets. 

• Spray before vacuuming to allow the chemical to work. 
• After vacuuming, brush out the spot using the spotting pad with handle. 
• If the carpet has more than five to ten spots, you need to schedule a time to 

bonnet clean the carpet. 
• For more information on carpet cleaning, see the Carpet Cleaning Section. 

  

Cleaning White boards and trays:  

• First, erase the entire board with a felt eraser (unless the board is marked 
"Save" or by prior approval of your supervisor). 

• In cleaning a white board, erase with a white board eraser, and then wash 
with glass cleaner and a dry soft towel or a micro fiber cloth. Use caution 
with white board cleaners, as they tend to be toxic. 

• Clean trays moving erasers and pens for complete cleaning. 

Cafeteria Cleaning 
 
One area of cleaning that requires special attention is the cleaning of the area(s) 
used to serve student lunches as well as the food preparation area. These areas 
need special care because they must be kept clean and sanitary or illness could 
result. Our goal will always be to exceed local and county regulations. We want 
all people who use our facilities to feel that using our buildings will not endanger 
their health. 

These buildings are also used for performances; thus, we must do all we can to 
keep them neat and clean for public use. We want that clean look to be the 
standard that we live by. 

What the Job Entails: 

• Set the room up for lunch including putting tables down, putting out trash 
containers with liners, setting up serving tables if needed, and providing 
cleaning solution if necessary for use in cleaning tables. 

• If the patio area is used, set out trash containers and cleaning solution if 
necessary. 

• Make sure you have a mop bucket, mop and wringer ready for use in case 
of spills. (These should not be visible to students or placed in the food 
prep area) 

• Be available in the area or let the lunch period monitors know where you 
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will be in an emergency. 
• After each lunch, dump all trash in the proper containers and replace liners 

if necessary. 
• After the last lunch, clean the Multi-Purpose Room. 
• Clean patio area. 
• Clean serving kitchen and restroom if necessary. 
• Clean restroom if there is one in the kitchen. 

Equipment Needed: 

• Trash containers. 
• Putty knife. 
• Dust pan and maid's broom. 
• Push broom. 
• Sponges toweling and bucket of soapy water. 
• Large treated dust mop. 
• Mop and bucket with down-press wringer. 
• Equipment carrier. 
• Cleaning pads (white and green). 
• Spray bottles. 
• Rubber gloves and goggles. 
• Bucket with disinfectant. 
• Toilet bowl mop and brush. 
• Long handled utility brush (nylon) 
• Automatic floor cleaning machine.  

Supplies and Materials Needed: 

• Paper products (paper towels, toilet paper, liquid hand soap and seat 
covers). 

• Multi-purpose cleaner (degreaser). 
• Plastic liners (large and small). 
• Quaternary disinfectant cleaner 
• Glass cleaner. 
• Neutral cleaner for floor mopping and cleaning of tables. 

Job Method: 

• After each serving of food, clear and help clean tables for next group to 
come in. You may have up to three-lunch groups come in.  

• Make sure that the trashcans are emptied for the next group coming in.  
• Spot clean the floor and spot mop spills as they happen using a solution of 

1 to 64 (2 ounces to the gallon) mixture of neutral cleaner and water.  
• After lunch has been served to the last group, begin to clean and put the 

tables away. If you have in-wall tables, clean the pockets they sit in as 
needed. Also, check under the tables for milk or juice cartons left by 
students. If you don't check, when you close the tables, they will be 
compressed.  

• Move the trash containers to the back of the room then sweep the entire 
room making sure to use the largest dust mop feasible, usually at least 42". 
If you see a wet spot, go around it. If you get your mop wet, it becomes 
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very hard to push. Sweep all the debris into a pile using your maid's broom 
and dustpan. Place in a trash container.  

• Mop the entire floor using a well-wrung mop to allow for proper cleaning 
and quick drying. Note: You clean the floor first to allow for school usage 
as soon as possible after lunch.  (Sites with an auto scrubber should be 
used as per the manufactures instructions, recommended dilution rates, 
and speed)  

• Empty all trash containers and clean out the trashcans leaving them upside 
down to dry. You can clean the container with a bucket of degreaser and a 
long handled brush. 

• If the patio is used for lunch, clear the tables first and then clean and 
sweep the area around the tables.  

• Remove the trash and clean as above.  
• Hose down with a pressure washer if it is available, hose down tables at 

the same time  the patio area as needed. Note: If you use the patio area for 
serving food, you will want  to seal the concrete with a concrete seal 
yearly.  

• Clean the kitchen starting with the sinks.  
• Clean restrooms, if applicable, by the system presented in this book.  
• Sweep the floor and remove all trash to the proper container. Note: To 

conserve space in your large trash receptacle, make sure to break down all 
boxes so that they take less space. (These are also easy to recycle.)  

• Mop floor using the same procedure as on the Multi-Purpose Room.  
• Report maintenance and safety issues to your supervisor.  

Scrubber, Automatic: 

• Flush and clean both tanks after each usage. Clean brushes and pads along 
with drive block. 

• Wash down the exterior and interior of the machine. Clean the squeegee 
and rim so that the rubber remains soft and flexible. 

• Check batteries and clean if needed. 
• Make sure the vacuum cover and the rubber gasket have been clean make 

sure to allow tank to dry before replacing the cover on the vacuum side. 
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SAMPLE SCHEDULES 
 

Night Custodian (Elementary) 
 

NIGHT SCHEDULE CUSTODIAN SCHEDULE 
3:00 P.M. - 11:30 P.M. 

 
The cleaning of restrooms will include: 

• Checking dispensers for paper products and liquid hand soap, 
• Sweeping floors 
• Dumping trash, 
• Cleaning sinks 
• Cleaning toilets and urinals (paying close attention to cleaning under 

the rim and lip of toilets and urinals), 
• Cleaning mirrors, damp mopping floors daily (paying close attention to 

borders and behind the doors), 
• Dust weekly. 
• See detailed cleaning and serving procedure. 

 
 

3:00 P.M. - 4:30 P.M  Clean C-1, 2, 3, 4, 5, and rest rooms in that pod 

4:30 P.M.- 4:50 P.M.  Clean rest rooms in D pod 

4:50 P.M. - 5:00 P.M.  Secure buildings 

5:00 P.M. - 5:15 P.M.  Break 

5:15 P.M. - 7:00 P.M.  Clean D-1, 2, 3, 4, 5,. And rest rooms in that E Pod 

7:00 P.M. - 7:15 P.M.  Break 

7:15 P.M. - 9:00 P.M.  Clean E-1, 3, 3, 4, 5,and F-1 

9:00 P.M. - 9:15 P.M.  Break 

9:15 P.M. – 11:15 P.M.  Clean F-2, 3, 4, 5, G-1, 2, and restrooms in 

restrooms in F and G 

11:15 P.M. – 11:30 P.M.  Secure buildings, restock cart, and put tools away 

 
In cleaning of classrooms, the following will hold true: 
 
Daily:  Sweep or vacuum floors, dump trash, empty pencil 

sharpener, clean sinks if applicable, check vacuum 
bag daily, empty disposable vacuum bag when half 
full 
 

Monday:   Dust all horizontal surfaces including counters. 
 
Tuesday:   Clean chalk trays, windows and doors as time 
allows. 
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Wednesday:    Clean furniture. 
 
Thursday:   Clean sink counters and spot carpets. 
 
Friday:    Clean white boards and trays, 
 
 
Approved: _______________________________________________________ 

Supervisor      Date 
 
 
I have read, understood and received a true copy of the cleaning schedule 
outlined above. 
 
 
Approved: ________________________________________________________ 

Employee      Date 
 
 
 
 
 
 



William S. Hart Union HigH ScHool DiStrict

D R A F T 49A P P E N D I C E S 49

PERFORMANCE INSPECTION GUIDE	

Basic Guide 
 
Trash Removal: 

• All wastebaskets should be empty, in place, clean and ready for use. 
• All trash placed in the dumpster nightly. 

Sweeping and Vacuuming Cleaning: 

• There should be no dirt left in corners, under desks or behind doors. 
• There should be no dirt left where sweepings were picked up. 
• There should be no trash or debris under desks, tables and chairs. 

Dusting: 

• There should be no dust streaks on desks or office equipment. 
• Corners and crevices should be free from any dust and dirt. 
• There should be no oily spots or smudges on walls or glass. 

Damp Wiping: 

• Mirrors, window blinds and door glass. 

Carpets: 

• Carpets should be thoroughly clean and free from dust, dirt and debris. 

Wash Basins and Toilets: 

• Wash Basins and toilets should be clean and bright. 
• Walls near washbasins and toilets should be free from spots and smears 

including partitions. 
• Floor freshly mopped and not left with excess water. 
• All metal fixtures wiped dry. 
• All dispensers filled.  

Cleaning Standards Defined 
 
The purpose of this section is to offer a definition of “what is clean.” Once, 
“what is clean” has been determined then supervisors and employees know what 
is expected of them. We have attempted to keep things as simple as possible, 
using only four categories to evaluate work done in several cleaning tasks. The 
four categories are listed below. How they are used to evaluate the work done in 
several cleaning tasks follows. You will also find forms at the end of the section 
meant as an aid for inspecting custodial areas. 

1. Unacceptable.  
2. Needs Improvement.  
3. Meets Standards.  
4. Exceeds Standards. 
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Measurement Tools 
Classroom, Office, and Library Cleaning Measurement 
 

Sweeping/Dust Mopping/Vacuuming of Hard Surfaces 
1. Area not swept, no evidence of effort. 
2. Some effort shown, dust and bits of paper still visible. 
3. Floor acceptable, accessible areas dust free. 
4. Corners clean, furniture moved and area underneath cleaned, room 

free of visible dust. 
 

Mopping (spot) Classrooms and Offices 
 
1. Full of spots and marks. 
2. Some spots cleaned but visible soil remains. 
3. Acceptable, looks as if most visible soil has been removed. 
4. No visible soil or residue buildup. 

 
Vacuuming 
 
1. Not vacuumed, littered, no evidence of effort. 
2. Some effort made, litter and dust still remain. 
3. It is teachable, no buildup, most litter gone. 
4. No buildup, no visible litter or grass, edges are clean. 

 
Spots and Stains 
 
1. Very heavily stained and spotted, no effort shown. 
2. Some effort shown, not all spots removed, some remain. 
3. Maximum effort shown, very few spots remain. 
4. Spotless, no visible spots or stains. 

 
Whiteboards and Trays 
 
1. Trays loaded with dust, writing still visible. 
2. Whiteboard looks cleaned, writing still visible. 
3. Acceptable, clean, no visible writing. 
4. No ghost writing, trays dust free, boards very clean. 

 
Counters 
 
1. Very dusty, soiled, no evidence of effort shown. 
2. Some effort showed not clean, dust and soil very visible in areas. 
3. Acceptable, dusted, existing spots extremely light. 
4. No visible dust or soil, evidence of extra care to preserve the surface. 
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Doors 
 
1. Very heavily soiled, no effort of cleaning visible. 
2. Some effort shown, but not clean. 
3. Acceptable, free of most soil. 
4. Spotless, free of all soil and marks. 

 
Furniture 
 
1. Heavily soiled, marks all over, no effort shown. 
2. Fingerprints present, some dirt buildup still present, some effort 

shown. 
3. Acceptable, clean but no shine. 
4. No visible dust or soil shows that extra effort, shiny. 

 
Glass 
 
1. Glass very dirty, visibility impaired, not cleaned for quite some time. 
2. Glass needs cleaning, fingerprints and dust visible. 
3. Glass slightly dusty, free of fingerprints, looks fairly clear. 
4. Glass dust free, visibility excellent, appears to be recently cleaned. 

 
Sinks 
 
1. Sinks very dirty, ledges show caked soap deposits, bright work dull 

and dirty, no evidence of effort. 
2. Some effort shown, looks dirty, no long term buildup. 
3. Sink clean, no buildup, top and bright work clean but no shine. 
4. Sink very clean, high luster indicates super effort. 

 
Dispensers 
 
1. Shows no effort, dispensers dirty, empty.  
2. Shows some effort, paper low but not empty, dispenser dirty, lever 

dirty, fingerprints on dispenser. 
3. Acceptable, looks clean, dispenser filled. 
4. No visible soil, dispenser maintained like new. 

 
Walls 
 
1. No effort shown, heavily soiled. 
2. Effort shown, but spots and writing remain on walls. 
3. Acceptable, free of most soil and writing. 
4. Spotless, free of soil and marks. 

 
Window Sills 
 
1. Heavily soiled or dusty, no effort shown. 
2. Some effort shown, dirt still in corners, streaked, most buildup 

cleaned. 
3. Acceptably clean, but no real shine. 
4. No visible soil or dust, shiny, extra effort made. 
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HVAC Vent Covers 
 
1. Very dusty, soiled, no evidence of effort shown. 
2. Some effort showed, not clean, dust and soil visible in areas. 
3. Acceptable, dusted, existing spots extremely light. 
4. No visible soils, evidence of extra effort made to clean the surface. 
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Restroom Cleaning Measurement 
 

Dispensers 
 

1. No effort showed dispensers dirty, empty. 
2. Some effort showed paper low but not empty, dispenser dusty, lever dirty, 

fingerprints on dispenser. 
3. Acceptable, looks clean, dispenser filled. 
4. No visible soil, dispenser maintained like new. 

 
Doors 
 
1. Very heavily soiled, no effort at cleaning visible. 
2. Handles and bottom of door not cleaned, fingerprints. 
3. Acceptable, free of most soil. 
4. Spotless, free of all soil and marks. 

 
Floors 
 
1. Littered, soiled, and showing no effort at cleaning, strong odor present. 
2. Showing some effort, boards and corners not clean, floor streaked, slight 

odor. 
3. Acceptable, floor mopped evidence of effort, no odor. 
4. Spotless, no signs of soil, no odor. 

 
Mirrors 
 
1. Very dirty, soap and water buildup, no effort at cleaning. 
2. Most buildup removed, streaks, spots, dusty, shows some effort. 
3. Acceptable, free of most soil and spots, some hazing. 
4. No visible soil, it has bright shine. 

 
Partitions 

 
1. Heavily soiled, graffiti, dusty. 
2. Shows some effort, dust, fingerprints, and some graffiti visible. 
3. Partitions generally clean, most graffiti cleaned, recently dusted. 
4. Partitions very clean, free of soil, spots, and marks. 

 
Sinks 
 
1. Sinks very dirty, ledges have buildup, bright work dirty, shows no effort. 
2. Shows some effort, residue present, bright work looks dull, not cleaned 

properly. 
3. Sinks acceptable, little evidence of dirt in bowl or on surfaces. 
4. No visible signs of soil, fixture has high luster. 
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Toilets 
 
1. Toilet very dirty, scum lines, streaked, stains, deposits under rim, seat 

dirty, bright work dirty, strong odor. 
2. Waterline present, some streaks, some odor, shows some effort. 
3. Toilets acceptable, seat and sidewall clean, scup line almost completely 

gone, very little odor, exterior clean. 
4. Toilets very clean, surface has high luster, no odor. 

 
Urinals 
 
1. Urinals very dirty, walls stained and streaked, water deposit and buildup 

inside rim, has odor, shows no effort at cleaning. 
2. Shows some effort, odor present, no long term buildup, and evidence of 

cleaning present. 
3. Acceptable, walls almost streak free, little or no buildup. 
4. Very clean, has no streaks or buildup, lustrous look, no odor. 

 
Walls 
 
1. Shows no effort at cleaning, heavily soiled. 
2. Some cleaning, but walls still have visible soil and fingerprints. 
3. Acceptable, free of most soil and writing. 
4. Spotless, free of all soil and markings. 

 
Waste Receptacles 
 
1. Very dirty inside and out, not emptied, no liner. 
2. Slightly dirty inside and out, trash emptied but liner dirty. 
3. Acceptable, fairly clean inside and out, has clean liner. 
4. Spotless, cleaned inside and out, clean liner. 
 
 
Lockers 
 
1. Very dusty, soiled, no evidence of cleaning. 
2. Shows some effort, but dust and soil still visible. 
3. Acceptable, dusted, existing spots extremely light. 
4. No visible soil or dust, extra effort and care taken to clean surface.  
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Appendix B  
Sample Cleaning Standards 

CUSTODIAL - STANDARDS OF CARE

Floors

Floors and base moldings shine 
and/or are bright and clean, colors 
are fresh. No dirt buildup in 
corners or along walls.

Vertical and 
Horizontal 
Surfaces

All vertical and horizontal 
surfaces have a freshly cleaned or 
polished appearance and have no 
accumulation of dust, dirt, marks, 
streaks, smudges, or fingerprints.

Lighting and 
Light Fixtures

Lights all work and fixtures are 
clean.

Washrooms
Washrooms, shower, toilet fixtures, 
and tile gleam and are odor-free.  
Supplies are adequate.
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Appendix C  
Sample Substitute Employee Training 
Curriculum 

Substitute Employee Training Curriculum

• Department Expectations

• District/Department Policies

• Absence reporting

• Radio / cell phone use

• Child abuse reporting (AB 1432)

• Blood borne pathogens 

• Restroom Cleaning Methods

• Chemicals needed

• Equipment/products needed

• Job method

• Chemicals Used Daily

• Purpose/application for each chemical

• Personal protective equipment (PPE) requirements

• Daily, Weekly, Monthly Tasks

• Classroom

• Office

• MPR

• Building exterior

• Playground
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Appendix D  
Study Agreement



Fiscal crisis & ManageMent assistance teaM

D R A F T60 A P P E N D I C E S60



William S. Hart Union HigH ScHool DiStrict

D R A F T 61A P P E N D I C E S 61



Fiscal crisis & ManageMent assistance teaM

D R A F T62 A P P E N D I C E S62



William S. Hart Union HigH ScHool DiStrict

D R A F T 63A P P E N D I C E S 63



Fiscal crisis & ManageMent assistance teaM

D R A F T64 A P P E N D I C E S64



William S. Hart Union HigH ScHool DiStrict

D R A F T 65A P P E N D I C E S 65



Fiscal crisis & ManageMent assistance teaM

D R A F T66 A P P E N D I C E S66


