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         leaning is hard work. That’s the first thing that every new cleaning professional finds 
out. However, it can be rewarding work, too. Janitors, custodians, cleaners, building service 
workers—whatever they might call themselves, they perform a vital function for our world. 
It’s about more than just keeping things looking neat and tidy. A cleaning staff is the first 
line of defense against the spread of disease.

Colleges, universities, and other higher education facilities face unique challenges when it 
comes to cleaning. The workload is often spread amongst several different buildings—all of 
which can vary significantly in age, layout, and building materials. 

C
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Budgets shrink, turnover is rampant, and sometimes you and your staff might feel less than 
appreciated. However, as a facility manager, you can make a difference. There will always 
be things out of your control, but there are steps you can take to change things for the 
better.  

To help with this, we’re going to introduce to you the concept of W.I.S.D.O.M. This 
represents six areas you can examine within your organization including Waste, Input, 
Safety, Dollars, Overtime, and Morale. Ask yourself the questions presented as you go, and 
see if you can implement or put your spin on the solutions we’ll offer.
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WASTE

“Waste not, want not” is how the old saying goes. We tackle this first because it can be 
an almost invisible source of problems.  Wasted time. Wasted supplies. Wasted energy. 
The result is always the same–wasted money. That’s money that could be better used 
elsewhere, like buying new equipment or hiring new workers. Even small amounts of waste 
add up over the course of a year.
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Q1. How much cleaning product do you use in a 
month? Does it feel like too much? Do you have 
a way of measuring that?

• Make sure you have an idea of how much cleaning product you should 
need for a given period. Most manufacturers can provide you with an 
estimate of how long a bottle should last depending on your square footage 
and daily cleaning regimen.

• Alternatively, carry out a test yourself! Make sure staff are correctly 
following dilution and strict cleaning guidelines for a week and see how much 
product they go through. Multiply this by four, and you’ve got an estimate of 
how much cleaning product you should use a month.

• Invest in a closed-loop cleaning system. These have special caps that 
prevent the product from being poured straight from the bottle. It’s a great 
way to avoid wasting product. Look for systems that feature dispensers that 
dilute the product correctly with just the push of a button. 
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INPUT

Encouraging feedback is key to maintaining a good working environment. Some people 
can find the process intimidating. However, there are ways to overcome this. Having 
an ongoing, regular system in place helps a lot. That way staff knows that their input is 
encouraged. 
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Q2. Does your staff feel heard? Have you ever 
asked them if they do?

Ron Segura wrote of his own experiences working as a manager of the 
custodial staff for the Walt Disney Company in California. The property had 
more than 750,000 square feet that had to be cleaned regularly with 92 in-
house custodial workers. When he was hired, he was assigned to make the 
service better, as there had been complaints about the work being done by 
the cleaning staff.

The issues at play there included:
• Ongoing conflicts between workers and supervisors
• Clashes between new hires and more seasoned professionals
• A general lack of respect for each other and the company.

His first step to tackle these was a box in the lunchroom where he 
encouraged the janitors to put in their comments, complaints, and work-
related problems. He tackled each box full of issues as they came to him until, 
after only a few months, the box was nolonger needed.1
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Sometimes something as simple as the 
old “suggestion box” can be incredibly 
powerful, as long as you take the 
opportunity to address any issues 
raised. Just opening up the channels of 
communication and making sure you 
have a way of letting janitorial workers 
give feedback can help immensely. 
Like everyone else, they want to be 
heard. Having a regular, anonymous way 
employees can provide feedback is a 
great way to overcome the fear of giving 
honest input.
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SAFETY

Safety is a major concern for cleaning staff in many ways. When we talk about safety 
here, however, we’re talking about recognizing the vital role janitorial staff play in 
keeping students safe. If your supervisor or the administration don’t understand this, your 
department might feel less appreciated than it should.
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Q3. Do your staff and your organization fully
realize the value cleaning adds to university life?

Some custodial staff have structured annual review periods where goals and 
expectations are discussed. This process can offer an excellent time to show 
what value you bring to the school. But not every university cleaning program 
does this. Some facility managers are just expected to get the job done, and 
there’s only communication if something has gone wrong.

First things first—do you know the full value you and your staff bring? Over 
the next few pages we’ll be looking at some of the most important reasons 
you and your staff are so vital to campus life.
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 • Cleaning is the first defense against 
illness. By cleaning high-touch surfaces 
and restrooms regularly, along with general 
cleaning, they can help reduce the spread of 
disease to students and staff. There is often 
little overall guidance for infectious disease 
prevention, meaning individual colleges and 
universities often shoulder the burden of 
creating their own.

• The common cold and asthma are two of 
the top reasons for what’s termed “chronic 
absenteeism.” It’s estimated one in seven 
students misses 15 days or more of school.2 
Regular cleaning helps combat this.

1 in 7 students
miss 15 days

or more of school
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 Not everyone feels comfortable talking about their accomplishments. They feel as if they 
are bragging. However, it’s vital you don’t think of it that way. The service you and your 
staff provide is so critical to the school. Make sure others understand why cleaning should 
always be a priority, especially during the budgeting process. Here are some quick facts 
you can share:

Better ventilation can help, but when that’s 
not an option or in the budget, consider how 

much cleaning with the right product can help!

Make sure this fact isn’t overlooked since
student performance is an indicator of overall 

school success or determining budgets.

Teachers are impacted by illness too, and it 
can cost a lot of money between sick time 

and hiring substitute teachers. Students also 
do less well when their teachers are absent.

2

2

2

Download a sheet with these facts and more to share with your organization or hang up to 
inspire your staff about their importance: www.enviroxclean.com/CleaningWISDOM

https://www.enviroxclean.com/CleaningWISDOM
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DOLLARS(and Sense)

Very few things in an organization don’t come back to money. Colleges and universities 
are no different. Ideally, when you’re approaching the subject, you’ll be able to make smart, 
strategic decisions based on good info. Everyone is looking for where they can cut back. 
However, it’s possible to do so in areas that seem easy at first, only for it to come back and 
bite the organization later.  Before cutting staff, reducing hours, or buying what looks to be 
the cheapest cleaning product, it’s important to look at alternatives. 
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Q4. Do you know how much you spend on a 
spray bottle of cleaner, whether you buy
products ready to use (RTU) or use concentrate?

Comparing the price of RTU product to concentrate might be a painful 
process once you find out how much cheaper the latter could be. The 
difference in cost can be striking—a 16 oz. RTU bottle that costs $3 could 
cost less than 9¢ if you used a concentrate.4 

You’re saving a lot of money by just supplying your water to dilute the 
product. However, even if you’re currently using a concentrate, different 
products have different dilution rates. So, it’s important to figure out how 
much per diluted bottle you’re spending. Some products seem cheaper 

when you’re buying a gallon of concentrate, but use more 
product per diluted bottle. This difference means they actually can 
cost more than other products. Also look for hyper-concentrated 
products. These products save space and reduce the impact of the 
bottle as waste. Another advantage is that you won’t have to use 
much product when diluting it.Concentrate

< 10¢ a Bottle
RTU

$3+ a Bottle

VS
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OVERTIME

One area to look at improving is in how much you spend on overtime. Not only is this 
costly, but it can wear down custodial staff over time. There are many reasons why overtime 
becomes necessary, but the way to make a difference is to realize that a lot of it might be 
more controllable than you think.  
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Q5. How much overtime does your staff have to 
work each year? What would you say contributes 
the most to make it necessary?

Janitorial staff who are not able to complete their work within their regularly 
scheduled hours create overtime. However, the reasons for their inability to 
complete their assigned tasks are not always straightforward. Here are some 
of the things that can contribute to overtime. Which one(s) do you think have 
applied to your staff when they’ve had over time? Are there some that you 
think might apply, but you just hadn’t considered?

Are cleaning staff held accountable for not finishing their work on time? If 
they don’t finish something, are they asked why? Is the reason investigated to 
improve the situation? Sometimes it’s easy to get caught up in the day to day 
activities and forget to examine these issues.

ACCOUNTABILITY
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This is a crucial topic, so we’ll cover it in more depth next. However, the truth 
is that when morale is low, motivation can be low. That can slow staff down, 
even if they aren’t doing it on purpose.

MORALE

Are the products and procedures the best they can be? If you’re using 
products that aren’t effective or require a lot of reapplication or rework, then 
that could be eating into a custodian’s work day. 

CLEANING METHODS

Take a holistic approach to what might be 
causing too much overtime. Even if there 
are other factors not in your control, taking 
steps to correct the areas above can make a 
difference and help compensate for those.
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MORALE

The most important part of any cleaning staff is the people who make it up. You can have 
the best cleaning product, the most efficient procedures, and the best equipment, but if 
your staff is feeling de-motivated, annoyed, or frustrated, then the work will suffer. Results 
will suffer. Everything will take longer to do. It’s a serious problem that can only be solved 
once you figure out the source or sources of the issue. 
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Q6. Is your staff morale low or high? What do 
you think contributes to this?

Make sure you’re asking for regular feedback as discussed in the Input 
section. That way you’re aware of your cleaning staff’s morale level. Morale 
has a significant effect on turnover. 

A study showed that “1 in 4 workers who felt no support structure for 
adequate work-life balance planned to quit in the following two years.”5  

With turnover in the cleaning industry averaging a whopping 200% already, 
it is a significant area of concern. Especially when you consider that it’s 
estimated to cost $1,000 per employee to recruit and train replacement 
workers.6
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Here are some areas to look at when considering what causes either high 
or low morale in the workplace. Read each description, and then record how 
you think your organization is currently doing.

Use this scale:

1
Needs Major

Improvement

2
Needs Some

Improvement

3 
We’re Okay

At This

4 
We’re Doing
Well At This

5
We Excel

At This

Your ScoreAreas Effecting Morale
Utilizing Existing Potential –  You have a firm grip on the strengths and weaknesses of your 
team members. You pair talented people with the areas they excel,  and/or enjoy, and from 
which they get satisfaction.

Employee Treatment – Cleaning staff members are respected. They are not made to feel as 
though they are lucky to have their job. 

Communication – The staff has an ongoing line of contact with their manager or supervisor. If 
any issues come up, they know how to bring it up and are comfortable doing so.

Recognizing Hard Work – Custodians know that their hard work is appreciated, whether it’s 
through some formal reward or incentive, or a simple verbal kudo. This reinforcement happens 
regularly, not just when they do something extraordinary. 

Goals and Expectations – These are clear to an employee. They have measurable goals. Each 
day they come to work fully understanding what they are responsible for, and that they will be 
held accountable.

Trust – Employees feel they are trusted to do their assigned work without someone constantly 
monitoring them over their shoulder.
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What Was Your Total?

Score Between

6 and 12
The good news is that you have many opportunities here to make a difference. Don’t worry 
about tackling all six areas at once. Choose a couple as priorities and make changes. Many of 
these areas are inter-related, so as you make changes in one area, it’ll help another.

Score Between

13 and 23
You’re where most cleaning supervisors probably are. You’re doing well in some areas, but in 
other areas, you could use improvement. This is not a bad place to be at all, but keep going. The 
rewards for you and your staff will be worth it. Consider where you scored yourself low, and what 
you can do to lift those areas.

Score Between

24 and 30
Congratulations, you and your staff are in an excellent position. Just keep the lines of commu-
nication open, and keep checking in. If morale still feels low even though you scored well here, 
then you might need to do some more digging. This might include holding one on ones with 
your staff to get some direct feedback.

Okay, now it’s time to check yourself! Consider giving the small survey above to your staff. You 
can download an easily printable sheet here: www.enviroxclean.com/CleaningWISDOM

If your scores don’t match up with the custodial staff, then use the survey as a way to open a 
dialogue with them.

BONUS

https://www.enviroxclean.com/CleaningWISDOM
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Once you’ve analyzed what the issues are, here are some ideas on keeping morale up:

$
Keep Wages and Benefits Competitive –  Remember that continually hiring and training new 
employees costs money and hits your bottom line. While cutting costs by lowering wages and 
benefits might seems like an easy short-term solution, it can impact your organization long-term.

Try to Promote From Within –  Workers like to have a feeling they have 
opportunities for advancement, so try to promote from within when possible.

Recognize Outstanding Work – Whether simple praise for a job well done, an employee of 
the month certificate, or a recognition award (or a combination of the three), it’s essential for 
workers to get positive feedback. A 10-year motivation study showed that managers who 
recognize employees had lower turnover rates and led to more success for the entire company.7

Encourage Feedback – Letting your cleaning staff have a voice in the business 
makes them feel more empowered and invested in the company. When possible, 
let them have an opportunity to voice their opinions.

Company Outings – This is a great way to make employees feel valued and promote 
team-building. This could include going to a theme park, having lunch at a local park, or even 
doing charity work together.
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NEXT STEPS

We hope this E-book has been valuable to you. Hopefully, you’ve learned something along 
the way, or it served as a refresher. Now, what are the next steps you can take? Here’s 
a summary of some of our advice. Place a checkbox next to the ones you feel are more 
relevant to you. Choose one or two to start with, and then tackle the others after that. Little 
by little, you can change your cleaning program for the better.
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Checklist
WASTE
       Find out how much cleaning product you 
should be using per month. Either contact your 
cleaning product manufacturer or set up a 
controlled test for a week.

       If you don’t use a closed loop system, 
see if the manufacturer offers that option, or 
investigate other cleaning systems that do.

INPUT
       Set up a suggestion box, and encourage 
your staff to leave feedback in it. Check it every 
week, and act on the feedback.

SAFETY
       Share some of the facts and figures 
from this E-book with your supervisor or key 
decision-makers within the organization. We’ve 
made a PDF you can download and give to 
them or display. Download your copy here:
www.enviroxclean.com/CleaningWISDOM

DOLLARS
       Figure out how much each in-use quart 
bottle of your cleaning product costs you and 
use that as your measure versus case or gallon 
pricing.

OVERTIME
       Take stock of the main reasons that are 
causing overtime. Investigate the three areas 
we mentioned first.

MORALE
       If you didn’t take the quiz in the E-book 
yet, give it a try. Download the same quiz here 
so you can print it out and give to your staff. 
Compare results. You can get your copy here: 
www.enviroxclean.com/CleaningWISDOM

https://www.enviroxclean.com/CleaningWISDOM
https://www.enviroxclean.com/CleaningWISDOM
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We’re Here To Help
Thanks for reading our latest E-book.  For future access to all our 

E-books, and to keep up to date with our latest informative articles
and blogs, we invite you to join our newsletter.

If you’d like to learn more about our products 
or arrange a no-risk trial:

Call 1-800-281-9604 or
email sales@enviroxclean.com
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