OTTAWA PUBLIC SCHOOLS, USD 290

COOPERATIVE CLEANING™ MAKES
SIGNIFICANT IMPACT ON SUMMER
REFURBISHING:

~ FASTER COMPLETION BY THREE WEEKS

" HIGHER SELF-REPORTED TEACHER SATISFACTION

" ENERGY SAVINGS EQUAL TO
TWO SUMMER CUSTODIAL SALARIES

" IMPROVED DEFINITION OF CLEAN

" TEAMWORK IMPROVEMENTS ACROSS SCHOOLS

" GREATER UNDERSTANDING OF STANDARDS

~ CROSS-TRAINED STAFFS

 ADDITIONAL POTENTIAL FOR CONTINUED IMPROVEMENTS
NEXT SUMMER

" RESIDUAL HIGHER LEVEL OF CLEANING

PUR-O-ZONE




IT ALL STARTS WITH
LEADERSHIP

Richard Smith, Facilities Director of Ottawa,
Kansas, USD 290, says Cooperative Summer
Cleaning “makes awesome sense” for the district’s
needs, and “it all starts with leadership.” Smith
attributes that leadership to his first-line
commanders, Ginger Markley, supervisor, and Tom
Parks, head custodian.

“These people led the way by example, and
Ginger’s planning helped everyone see what could
be accomplished,” Smith says of their successes,
for which planning started in 2008 and came to
fruition during the summer of 2009.

BETTER USE OF LABOR
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labor expenditures. Assisted by Dave Ross and Mike
Lane of PUR-O-ZONE in planning for this outcome,
Smith attended a Hillyard educational program on
“Planning Your Summer Clean-Up.”

OVERVIEW OF COOPERATIVE CLEANING

In the good old days, the owner of a restaurant may
have worn several hats, from chef to cashier to busboy
— at times, she may have single-handedly run the place.
But as her business grew, the need for individual

specialists and a system of handling customers became
necessary. Today, the restaurant industry is very tough
on small operations that have not improved their
efficiencies. Most are gone.

The same scenario is true in the cleaning industry.
While less efficient models don’t go out of business,
they do continue to be more of a drain on strained
cleaning budgets than they should be. Lower than
possible labor productivity places pressure to cut supply
budgets and capital outlays for automation, two moves
that intensify the issue, reduce quality and further
detract from productivity.

ZONE CLEANING, THE GOOD OLD DAYS

Historically, custodians both during the year and during
summer refurbishing worked within specific buildings or
zones and performed every function of cleaning. Some
schools, universities and businesses still subscribe to
this model, convinced that putting more people into the
zone to assist is the only way to accomplish more.
Severe cut-backs in the money available for labor,
however, have caused many organizations to review
this paradigm and consider new approaches.

Zone cleaning has several inherent limitations. Some
people are better suited than others to particular tasks,
physical requirements of certain jobs affect outcomes,
training across all necessary topics is time-consuming
and not always effective, and all equipment is required
in each zone.

Cooperative Cleaning™ is a system designed to address
these problems and improve on them, dramatically in
most cases. In Cooperative Cleaning custodians are
grouped to handle building refurbishing together.

o A higher quality of cleaning is performed in less time

e Workers learn specialties and synergy improves
output

e Less equipment is needed

e Energy and labor savings accrue; buildings can be
shut down for part of the summer if no other activities
are concurrent in that facility.



TOUGH LOVE

After Smith had seen the potential of Cooperative
Cleaning, he next sent Markley and Parks for similar
education at Hillyard world headquarters in St. Joseph,
MO. Hillyard and PUR-O-ZONE are strategic partners in
Kansas, creating a broad level of experience and
education capabilities.

“We had big resistance at first,” Smith said of the initial
phase of introduction. “At first, teachers did not
universally understand why we were changing what we
asked of them to prepare for summer work, and some
of our custodians thought they knew what Cooperative
Cleaning was, and they were reluctant to change.”
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Same Results

CHANGE RESISTANCE BONDS BROKEN BY LEADERSHIP, PLANNING.

It took strong commitment by Smith’s leadership team
to show how through planning, education and working
together, his staff had a good shot at achieving more
than ever before.

“Once the teachers and staffs saw the results, and when
we had so much more time to help educators with
specific requests as school started — when we had
traditionally still been finishing up —they became big
supporters,” Smith said.

PUR-O-ZONE and Hillyard provide education and a
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TOP BENEFITS AS DEFINED
BY USD 290 MANAGEMENT

Here are the top improvements from the management
team’s perspective after the summer concluded:

1. The whole district moved to a very high level of
clean across environments.

2. Teachers, having been skeptical at first, had no
complaints about their rooms for the first time
in recent memory. Compliments were common.

3. Energy could be saved at selected buildings
where once completed, air conditioning and
other utilities could be reduced. This savings
appeared to add up to about $8,000 vs. the
prior year'.

4. All custodians became aware of the standards
sought as they worked together.

5. Following scattered initial reluctance, and with
PUR-O-ZONE help in visualizing the potential, a
very high level of custodial support came in.
Pride in what was accomplished was evident.

6. By the end of the summer, crews were three
full weeks ahead of prior years. Several
flexibilities in vacation options became possible.

7. The High School, a special source of concern for
Smith, was brought to a much higher level of
clean than before.

8. Custodians cross-trained in other buildings.

Smith surveyed crew members, teachers and
administrators about the improvements. The list for
next year includes clearer maps, additional logistical
organization, inspection scheduling changes and some
modifications to the friendly competition between
crews to promote accuracy. He expects to be further up
the curve and see even better results next year.

1Average outdoor temperature and utility rates are variables
that might affect outcomes.
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COOPERATIVE CLEANING ™ TEAMS

Markley divided her labor into the following specialized
teams:

@ FURNITURE LOGISTICS — 2 CREWS
@ WALL AND CEILING — 2 CREWS
@ FLOOR-1CREW

In her report after cleaning was completed early, she
wrote, “Cooperative Cleaning worked well this summer.
All members of our crew now know the layout of each
building as well as each employee assigned to the
buildings. The team worked very quickly and did a
thorough job in each building.”

TEAM CLEANING®) BY PROTEAM®),
A RELATED PRODUCTIVITY CONCEPT

Team Cleaning was introduced 20 years ago as an
alternative to long-held cleaning standards. With it
came a shift to Cleaning the Unseen with maximum
efficiency and productivity being goals. Team Cleaning
ensures consistent cleaning quality throughout a facility
while simplifying the work process.

The developer of the original concept, Larry Shideler,
found that traditional cleaning practices in commercial
buildings required a different set of workers and a full
set of equipment for each floor of the building. At issue
were high labor costs and varying levels of perform-
ance. He developed a new approach where he assigned
a specialist per major task, with one person cleaning all
the bathrooms in the building, another person
vacuuming all the floors, another cleaning windows, etc.

Cleaning work can be assigned either by zone or by task.
In zone cleaning, a worker is given a certain area to
clean, and performs all the tasks required in that zone.
In Team Cleaning, a worker is given one of four task
specialties. A light-duty specialistempties trash,
captures dust, cleans chalkboards and spot cleans. A
vacuum specialistacuums, repositions furniture,
checks the quality of the starter's work, and turns off
lights. A restroom specialistleans restrooms and fills
dispensers. A utility specialistvacuums stairwells,
cleans brass, glass, blinds and carpets, does periodic

specialty services as needed, and sometimes acts as a
supervisoron the project.

In Team Cleaning, the custodian is routed through a
building on a set time-schedule with specific tasks. The
cleanable space is typically divided into four sections, or
quads. A specialist performs daily routine cleaning in
each quad. So the vacuum specialist, for example,
covers high-traffic areas in each room, everyday. Work
that needs to be done on a weekly basis—vacuuming
under furniture and in hard to reach areas—is
performed in one quad a day. At the end of four days,
all sections are covered. Work that should be done
monthly—vacuuming upholstered furniture or the
ceiling filter—is done in one quad on the fifth workday,
usually Friday. By the end of the month, all detail work
is complete. Job cards map out daily work paths and
time frames, and help keep specialists and supervisors
on track.

WHO ARE THE SPECIALISTS IN A
YEAR-ROUND TEAM?

Light Duty Specialist:

Empties the trash and recycling bins

Dusts

Cleans telephones

Spot cleans horizontal and vertical surfaces

Vacuum Specialist:
Vacuums

Checks out the lighting
Turns out the lights
Secures the area

Restroom Specialist:

Fills dispensers

Empties the restroom garbage

Cleans and sanitizes fixtures, floors and drinking fountains

Utilities Specialist:

Hauls out the trash to the dumpster

Cleans brass, blinds and carpet

Mops entry tile

Handles light maintenance and any other specialty service



