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Business Officer

Thank you for giving SMA the opportunity to make an initial review of your operations 
and maintenance efforts. The findings in this report are not meant to be the final word 
in understanding your facility function but a good initial step to improve your 
operations.

The facility services typically represent around 7 to 15 percent of your total budget 
yet this department controls many vital interests of the District. This report should 
give a beginning plan to improve facility operations.

We try to seek objective data about the real resources and issues of your facility 
functions, however no matter how diligent we are the fact remains that we won't see 
all your needs with full clarity. Please realize that your facility operations require a 
more detailed ongoing refinement after the initial recommendations are put in place.

Our goal is to be your support team in the improvement of facility services. We look 
foreword to helping you accomplish excellence in this vital part of your district.

Sincerely,

Michael Stapleton 
Service Management Assist, LLC.
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1. Custodial operations
2. Maintenance operations
3. Grounds operations
4. Electrical / gas utility
5. Playground equipment
6. Pest control (in-house)
7. Roofs
8. Safety – general
9. School closings
10. Vandalism
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The Increased Scope of Education Facility Management

Facility duties 
have  increased 
but the leadership 
and resources 
often have not 

Through the years facility management has taken on an increased scope

Decades back a simple program Some of the scope for current managers
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Initial Operations and Maintenance Review 
of Services with Recommendations

Note: The Initial Operations and
Maintenance Review is designed to be a very 
cost-effective beginning review of the facility 
operations function. The recommendations will 
typically point to the areas that need 
improvement. Together we collaborate to form 
a plan for improving Operations and 
Maintenance.
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Section 1:

Customer Interview Summaries:

Prime customer reviews:

Several “key customers" such as building principals are surveyed via internet 
questionnaires. This section summarizes the “key customers” perception of the 
facility service provided.

The following responses are divided into these categories; detailed response is 
found in the appendix:

Custodial Operations

Maintenance

Grounds Care

Facility Department Overall

Some of our clients also want a sampling of Teacher / Staff response. 
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Prime customer reviews:

Custodial Operations
Several “key customers" such as building principals are surveyed via internet 
questionnaires. To what level are facility functions acceptable to these primary 
customers?
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Prime customer reviews:

Maintenance
Several “key customers" such as building principals are surveyed via internet 
questionnaires. To what level are facility functions acceptable to these primary 
customers?
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Prime customer reviews:

Grounds Care
Several “key customers" such as building principals are surveyed via internet 
questionnaires. To what level are facility functions acceptable to these primary 
customers?
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Prime customer reviews:

Facility Department Overall / Leadership
Several “key customers" such as building principals are surveyed via internet 
questionnaires. To what level are facility functions acceptable to these primary 
customers?
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Teacher / Staff Response

“Customers" such as teachers and staff members are surveyed via internet 
questionnaires. To what level are facility functions acceptable to these customers?
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Section 2:

Benchmarking:

SMA uses benchmarks specific to your type of school district.

Most of the benchmark sets are from budget data from school districts that 
have had a SMA benchmark review.

Please Note: Benchmarks are only to be used as a beginning point; more 
analysis is needed to set staffing and budget levels.
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Your staffing levels are compared to benchmarks 

Copyright © 2025 Service Management Assist, LLC Page: 13



District facility expenditures for last year

Current Facility Department Organization
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Section 3:

Custodial Operations Review:

Developing statistically driven custodial assignments.

Many districts use a formula of a standard of minutes per classroom or square 
footage assigned to determined staffing levels. SMA uses the five ASBO levels 
to describe each campus; each level is dived into quarters to show workload 
and cleaning pacing, (i.e., an 800-sf carpeted classroom at level 2.25 will have 
17 minutes for cleaning yet the same area at level 3.5 is paced at 9 minutes). 
School campuses also have significant custodial work driven by school activity, 
(i.e., opening the campus, cafeteria coverage, event coverage etc.), these 
efforts were measured by interview. Properly written custodial schedules will 
consider staffing including the following factors:

ꞏ Square footage measurement of each room/space.
ꞏ Type of area (classroom, office, corridor etc.).
ꞏ Floor surface type (carpet, hard surface)
ꞏ Daily clean fixtures (toilets, urinals, sinks and drinking fountains).
ꞏ Determining high and low usage areas.
ꞏ The “Other Duties” (work driven by school activity).

Schedules should have suggested minutes to clean each area and a 
progression to accomplish the assigned area. The areas are typically colored 
on campus floorplans.

Any schedule writing process should be followed by adjustment requests as the 
assignments are implemented, custodial feedback is critical in improving the 
flow and accuracy of the schedules.

This review will provide good beginning data concerning your custodial 
operations. Full custodial schedule development is a separate project.
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Objectives of Custodial Scheduling

Why Manage Custodial Schedules?

Why go through all the effort of detailed balanced Custodial 
Schedules?

Quality of cleaning:

Specific assignments of cleaning with clear expectations provide the basis for clean 
schools.

The classic elements of the custodial program include:

Balanced Workload:

Work assignments are balanced between the custodians within each campus and 
labor resources are balanced between the campuses.

Fiscal responsibility:

Operations & Maintenance is typically 7% to 15% of the total district budget the 
average custodial payroll and benefits make up 32% of the O&M budget.

Most attempts to manage the expense of O&M will have to deal with custodial payroll 
and benefits. The scheduling program allows for a statistical basis to determine your 
custodial assignments.
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Program elements

The interview questionnaire of custodial employees rates the level of support 
provided for the elements of your custodial program. 22 custodial employees gave 
their opinions of support.
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Association of School Business Officials Custodial Levels

SMA uses the five ASBO levels as a point of reference to determine where your 
District rates. Listed here are the ASBO levels:

Levels of Cleaning / Density of Staffing

ESTABLISHING EXPECTATIONS FOR CUSTODIAL EFFORTS

Planners, administrators, and community members must agree on what constitutes 
“cleanliness.” While there is not a nationwide standard for describing standards of 
cleanliness, a five-tiered system of expectations is emerging to help guide decision-making:

Level 1 cleaning results in a “spotless” building, as might normally be found in a hospital
environment or corporate suite. At this level, a custodian with proper supplies and tools
can clean approximately 10,000 to 11,000 (California equivalent: 7,000 to 7,700) square
feet in an 8-hour period.

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. 
A custodian can clean approximately 18,000 to 20,000 (California equivalent: 12,600 to 
14,000) square feet in an 8-hour shift.

Level 3 cleaning is the norm for most school facilities. It is acceptable to most stakeholders 
and does not pose any health issues. A custodian can clean approximately 28,000 to 31,000 
(California equivalent: 19,600 to 21,700) square feet in 8 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 45,000 to 50,000 (California 
equivalent: 31,500 to 35,000) square feet in 8 hours.

Level 5 cleaning can very rapidly lead to an unhealthy situation. Trash cans might be 
emptied, and carpets vacuumed on a weekly basis. One custodian can clean 85,000 to 
90,000 (California equivalent: 59,500 to 63,000) square feet in an 8-hour period.

The figures above are estimates. The actual number of square feet per shift a custodian
can clean will depend on additional variables, including the type of flooring, wall covers,
and number of windows, all of which must be taken into account when determining
workload expectations. Taken from page 82 of The Planning Guide for Maintaining
School Facilities by the School

Facilities Maintenance Task Force; National Forum on Education Statistics and the 
Association of School Business Officials International (ASBO®) Sponsored by the 
National Center for Education Statistics and the National Cooperative Education Statistics 
System February 2003. 
http://www.emsc.nysed.gov/facplan/publicat/Planning_Guide_Maintaining_School_Faciliti
es_040303.pdf

California square footage needs to be increased by 30% to be equivalent to the national 
numbers. California schools have reduced square footage in corridors, gyms and cafeterias 
due to campus configuration verses a self-contained school building. Campuses have more 
custodial outside and entrance work. 22,663 in California is equivalent to 29,462 square 
feet in these ASBO Levels.
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Current Custodial Levels of Workload & Staffing
This graph shows our modeling of school year hours for the elements of 
your program
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Custodial STATS by Campus
Use the explanations (1-9) below for detailed information about the 
custodial model.
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OTHER Duties--min./day gleaned from interviews 
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Section 4:

Maintenance Review:
The interview questionnaire of maintenance employees rates the level of 
support provided for the elements of your maintenance program. 5 
maintenance employees gave their opinions of support.
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Work Order Analysis:

Interview feedback from your maintenance employees and 
maintenance leadership is used to assess the balance of your 
maintenance program.
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Planned Maintenance Model:
A building equipment inventory obtained by interviews and patterned 
questionnaires of your maintenance leadership result in the following PM 
calendar and estimated hours per month to accomplish the PM program.
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Section 5:
Grounds Care Review:
The interview questionnaire of grounds employees rates the level of support 
provided for the elements of your grounds program. 4 grounds employees 
gave their opinions of support.
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District Grounds Program Hours by Task
Interviews provide time estimates for grounds tasks. Individual 
school campuses are in the appendix.

District Grounds Program Hours per Month
Interviews provide time estimates for grounds hours per month. 
Individual school campuses are in the appendix.
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Campus Based Analysis for the Growing Season:
Each campus will typically vary in the amount of time 
needed for upkeep, below is an estimate by campus 
of workload (estimated time needed to accomplish all 

grounds duties) and labor (the number of grounds 
hours allotted for each campus.
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Section 6:

Observations and Recommendations:

Question 1:
Is your institution investing the typical amount of annual budget in operations 
and maintenance?

Question 2:
Do you have staffing levels that match your institution’s expected level of 
service in custodial, maintenance and grounds?

Listed are common questions that drive the recommendations provided 
from this report.
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Facility Operations Observations and Recommendations 
(continued)

Question 3:
Do you have enough leadership resources? Properly skilled and motivated 
leadership more than pays for itself in refined systems and performance.

Question 4:
Which of the classic facility management systems have need of refined 
implementation?

Corrective work order flow
Planned maintenance
Custodial scheduling
Grounds plan calendar
Project management
Energy management
Personnel management
Safety program
Financial management

Copyright © 2025 Service Management Assist, LLC Page: 29



Facility Operations Observations and Recommendations 
(continued)

Question 5:
What equipment and tools are needed to support the productivity and quality of 
the program?

Custodial

Maintenance

Grounds

Question 6:
What support does your facility management team need to build a better facility 
team? 

Question 7:

Are you setting your facility employees up for success? 
If not, what can be done to improve their work situation?
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Section 7:

Appendix:

Customer interview details Page:  36

Custodial interview details Page:  40

Custodial program data Page:  48

Custodial Equipment Information Page:  49

Maintenance interview detail Page:  52

PM task wording examples Page:  57

Equipment list Page:  67

Grounds interview details Page:  68

Grounds program data Page:  75
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Teacher/Staff
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Note: Typically, there will be 3 more graphs with comments.
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Primary Customer
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Note: Typically, there will be 33 more graphs with comments.
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Custodial Supervisor(s) Time Analysis:
Supervisors often are over-programmed with busy work leaving little time for 
program improvement. This interview is designed to help understand what 
supervisors spend time doing.
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Custodial Supervisor(s)
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Comments on stripper/shower scrub chemicals:1 response
works great just a bit stinky

Comments on carpet cleaning chemicals:1 response
Best we have had!

Note: Typically, there will be 9 more graphs with comments.
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The “Other Duties” interview of Custodians is designed to quantify the duties driven by 
school activities that are beyond cleaning the buildings each day. A typical California school 
district of one million square feet will have around 45 custodians, compare that to an office 
complex of the same square footage requiring around 23 custodians. The difference 
between an office complex and school are the many duties required beyond cleaning for the 
school custodians. Quantifying the “Other Duties” task workload is best accomplished by 
interviewing the custodians. Listed below are some typical tasks quantified in the SMA 
interviews:

Event Support (Set-up and tear down for athletics, arts, clubs, etc.)

Cafeteria Support

Directly Assigned Calls (911 type reactive requests typically by radio) 

Shipping / Receiving 

Opening the Campus 

Locking the Campus

Grounds Duties (Leaves and trash clean-up)

Maintenance Duties (light maintenance, i.e., bulb replacement, desk repairs, etc.) 

Double Cleaning (Some areas may require more than one clean per day) 

Graffiti Removal

Laundry (mops, rags, etc.) 

Playground Inspections 

Quality Checks

Recycling 

Security

Stocking Materials (i.e., copy paper) 

Clerical Work (Work orders, e-mail etc.) 

Traffic Control

Other duties
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Custodial Equipment Program:

Equipment and tool investments should be considered in light of the 
graph below. This graph represents the proportion of spending in a 
typical school district facility operations budget. Note the high 
percentage allotted to custodial labor and benefits (FUSD custodial 
loaded payroll over $10 million). High quality tools and equipment 
make the Custodians more productive and is a tactical use of your 
significant payroll investment.

Our recommendation is the establishment of a budget line of proportional to 
your total custodial equipment value divided by five. This will allow for a 
depreciation cycle of five years for custodial equipment. Consider thinking of 
custodial equipment more like school bus depreciation/replacement cycle.
Interview of Miley Torres Custodial Repair Person (seven years in this 
position). Here are some of Miley’s thoughts about District custodial 
equipment:
The submission of three quotes requirement often results in the lowest priced, 
lowest quality, piece of equipment.
We would have a better program if we could standardize all equipment.
Repairs and obtaining of parts are more difficult with a wide range equipment 
manufactures.
We emphasize buying simple, durable equipment because we need to keep it 
for a long time.
There seems to be a general reduction in durability of newer custodial 
equipment.
Our repair frequencies: 1st Backpack Vacuums, 2nd Wet Vacuums, 3rd Floor 
Machines, 4th Ride on Scrubbers, 5th Extractors etc.
Our Custodial vehicles are old.
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Custodial Quality Assurance:

All districts need a regular sampling of quality … a set pattern of inspections of custodial 
quality. Ideally giving each building a weekly supervisory visit. These visits may very well be 
happening on an informal basis already, but quality is not measured systematically. 
Custodial inspections are a necessary next step to ensure that the department can tract 
custodial services. The following inspection format can be posted with the automated 
results to a spreadsheet. This Google form can be posted quickly using a smart phone, 
shown here is one section of the inspection:
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Maintenance Worker
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Note: Typically, there will be 9 more graphs with comments.
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Maintenance Supervisor(s) Time Analysis:
Supervisors often are over-programmed with busy work leaving little 
time for program improvement. This interview is designed to help 
understand what supervisors spend time doing.
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Maintenance Supervisor
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Note: Typically, there will be 9 more graphs with comments.
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SMA Set … Includes time estimates and suggested sequencing … simple wording 

for the general maintenance person

4. Air Handling Unit
___ De-energize, lock out, and tag electrical circuit.
___ Clean unit and make visual examination of all parts.
___ Replace filters
___ Check belts for wear or cracks replace if needed and record belt(s) used on the PM work order.
___ Check for proper belt tension and alignment if applicable.
___ Check pulley mounting on shaft and wear on grooves.
___ Check for any play in bearings by moving fan shaft.
___ Check fan vanes and actuator for any loose play.
___ Clean drain pan and note excessive corrosion.
___ Check and clean heating and cooling coils as needed. Use fin comb if needed to straighten fins.
___ Grease fan bearings and check grease line for any cracks or splits.
___ Check fan motor by manually rotating pulley and listen for any unusual noise.
___ Clean motor, fan, damper blades and fan chamber.
___ Check condition of fan motor (paint, corrosion)
___ Check condition of ductwork, fan insulation and canvas.
___ Clean-up work area and remove trash.
___ Remove tags and restore to service.
___ Run unit and check for unusual noise or vibration.
___ Note the needed repairs by submitting SchoolDude work requests to correct any problems.
___ Record the time taken to service and the material used on the PM work order.

10 Condensing Unit (Air Cooled)
___ De-energize, lock out, and tag electrical circuit.
___ Clean the condenser coil with pressure sprayer using approved coil cleaner or compressed air… ensure 

that the coil is clear and clean.
___ Check for damage to the coil and comb if needed.
___ Check for any damage to condenser line.
___ Check fan blade for damage and easy turning.
___ Check motor mount for damage, check motor shaft for any endplay sideways and upward.
___ Check compressor contactors for burnt contacts
___ Lubricate fan motors and fan bearings if applicable.
___ Clean-up work area and remove trash.
___ Remove tags and restore to service.
___ Run unit and check for unusual noise or vibration.
___ Check refrigerant level and moisture content if a sight glass is available. If low level or moisture is 

indicated, contact the service personnel.
___ Note the needed repairs by submitting SchoolDude work requests to correct any problems.
___ Record the time taken to service and the material used on the PM work order.
Note:  Repairs should be made only by properly trained service personnel
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18 Exhaust Fan
___ De-energize, lock out, and tag electrical circuit.
___ Open safety cage to units and check belts for wear or cracks if applicable and replace any damaged 

belts.
___ Check pulley alignment and pulley setscrews.
___ Check for any play in bearings or wear on shaft.
___ Check motor mounting for cracks or bolts looseness.
___ Check fan for dirt buildup and clean as needed.
___ Spray an approved cleaner on dampers and check for binding.
___ Grease fan bearings as needed and wipe off any excess or old grease.
___ Clean-up work area and remove trash.
___ Remove tags and restore to service.
___ Run fan and check for unusual noise or vibration.
___ Note the needed repairs by submitting SchoolDude work requests to correct any problems.
___ Record the time taken to service and the material used on the PM work order.

RS Means Cost‐works set …… Includes time estimates and sequencing … closest 

thing to an industry standard

D3045 110 1900 A Air handling unit, 3 tons through 24 tons Annual Time .800

1  Check with operating or area personnel for deficiencies.

2  Check controls and unit for proper operation.

3  Check for unusual noise or vibration.

4  Check tension, condition and alignment of belts, adjust as necessary.

5  Clean coils, evaporator drain pan, blower, motor and drain piping, as required.
6  Lubricate shaft and motor bearings.

7  Replace air filters.

8  Inspect exterior piping and valves for leaks; tighten connections as required.
9  Clean area around equipment.

10  Fill out maintenance checklist and report deficiencies.

D3045 110 1900 Q Air handling unit, 3 tons through 24 tons Quarterly Time .420

1  Check with operating or area personnel for deficiencies.

2  Check controls and unit for proper operation.

3  Check for unusual noise or vibration.

4  Check tension, condition, and alignment of belts, adjust as necessary.
6  Lubricate shaft and motor bearings.

7  Replace air filters.

8  Inspect exterior piping and valves for leaks; tighten connections as required.
9  Clean area around equipment.

10   Fill out maintenance checklist and report deficiencies.
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JCH816 set was developed by the Department of Labor for Job Corps Centers 

… No time estimates; has sequencing

Air Handler Units

Frequency:  Annual

Special Instructions:

1. Review manufacturer’s instructions.
2. Schedule shut-down with operating personnel, as needed.
3. Open lock and tag electrical circuits.
4. Schedule preventive maintenance on motor.
Check Points:
1. Check fan blades for dust build-up and clean if necessary.
2. Check fan blades and moving parts for excessive wear.
3. Check fan RPM to design specifications.
4. Check bearing collar set screws on fan shaft to make sure they are tight.
5. Check dampers for dirt accumulations.
6. Check damper motors and linkage for proper operation.  Adjust linkage on vanes if out of alignment.
7. Lubricate mechanical connections of dampers – sparingly.
8. Clean coils by brushing, blowing, vacuuming, or pressure washing.
9. Check coils for leaking, tightness of fittings.
10. Use fin comb to straighten coil fins.
11. Flush and clean condensate pans and drains.
12. Before heating seasons (in climates with below freezing weather): Drain chilled water-cooling coils;

blow down to remove moisture; refill with anti-freeze and water solution; drain.  (Use solution in
other coils.)

13. Check freeze-stat for proper operation.
14. Vacuum interior of unit.
15. Lubricate fan shaft bearings while unit is running.  Add grease slowly until slight bleeding is noted

from the seals.  Do not lubricate.
16. Adjust belt tension.
Tools & Materials:
Standard hand tools – Mechanic
Tachometer
Grease gun and oiler
Pressure washer
Vacuum
Fin comb
Cleaning tools and materials
Belt gauge
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Preliminary Equipment List from Interviews
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Grounds Worker

Copyright © 2025 Service Management Assist, LLC Page: 51



Copyright © 2025 Service Management Assist, LLC Page: 52



Grounds Crew Leader
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Note: Typically, there will be 8 more graphs with comments.
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Grounds Supervisor(s) Time Analysis:
Supervisors often are over-programmed with busy work leaving little time for 
program improvement. This interview is designed to help understand what 
supervisors spend time doing.
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Grounds Supervisor
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Note: Typically, there will be 7 more graphs with comments.
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Grounds Crew Reviews:

Considering the data in this review we support the proposed re-organization of the 
grounds department crews. The move to smaller three employee crews is a positive 
step to improve grounds services. Consider these factors:

1. The three crews will have the ability to stay on sites much longer. Some days
with adjacent schools or a large site only one destination will be serviced. This
length of stay should reduce inefficiency from student interruptions, the smaller
crew will shift the type of work to keep productive then still have time to get
back to the interrupted mowing. With the larger crews the time pressure is
always on to service three or four sites in a day, quickly moving from site to site.
The student interruptions now often hurt the level of service provided to the final
site of the day.

2. There is not a designated team leader within the grounds department
operations crews, this means small adjustments are made as a self-directed
crew. Adjustments will be less complex with three people verses five. New
employees should incorporate in more easily.

3. Three crews covering less sites will naturally create clearer
ownership/accountability for the sites. All three employees own all the mowing
and detail work of their sites.

4. I see an advantage for improved supervision. Support and guidance provided to
the crews as they spend more time on each site should be less complex with
fewer people in the crew and less movement.

5. Our statistics show the need for help in the high school sites, this configuration
can free up more help to the high schools.

We realize there typically is some cost associated with re-organization, but the 
vehicle updates and improved mowing equipment seem reasonable given the 
advantages. 

Grounds Crew Organization Review Example
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Database tracking of Crew Assignments Example:

The database system is in place to provide weekly tickets for each site. The 
database verification of weekly site work by category of work should build a 
history of the actual work being done and form the bases for adjusting labor and 
workload requirements. Over 15,000 individual tasks are posted in the database 
calendar for your district. Note the El Capitan MS example for Week 25.
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Each Campus’ Hours by Month and Types of Usage
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Quality Assurance:

All districts need a regular sampling of quality … a set pattern of 
inspections of sites. Ideally giving each site a bi‐weekly supervisory 
visit. These visits may very well be happening on an informal basis 
already, but quality is not measured systematically. Landscape 
inspections are a necessary next step to ensure that the 
department can tract the value of grounds services. The following 
inspection format can be posted into a smart phone with the 
automated result posting to a spreadsheet. This Google form can 
be posted in minutes using a smart phone, shown here is one page 
of the four‐page inspection: 
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