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A “WHY” for all 
Leaders

https://www.linkedin.com/posts/simonsinek_asking-for-help-is-an-act-of-service-don-activity-7144005670390943744-pMLn?utm_source=share&utm_medium=member_android


Empowerment:



Have you ever 
empowered 
someone to help 
you at work? What 
was the outcome? 
Or, have you ever 
been empowered -
what was that 
outcome?



Increasing Work Demands 

Building Automation 

● Access Controls 

● Cameras 

● HVAC 

● Vape Detectors

● Safety Softwares 

Building Management 

● Staffing/Coverage 

● Construction 

● Work Orders/PM

● Energy Management 

● Trainings 

● Cleaning Procedures 

Safety/Security

● Inspections 
● OSS Compliances
● Weather Procedures 
● DSPS Compliances 
● Building Threats 
● Safety Documents 

Miscellaneous

● Policies and Procedures
● Increasing Building 

Activities 
● Summer School 
● COVID 
● Budgeting 



Shared Leadership 
Values 

● Distributes power and 

responsibilities 

● Effectively produce positive 

outcomes 

● Continuity 

● Maximize effectiveness

● Develop common practices in the 

department 

● Gives ownership

● Reduce workload



Muskego-Norway School District 
Case Study: Shared Leadership 

● 6 Schools - 1M Sq Ft

● 220 Acres

● Staff

○ 26 FTE and 1 Part Time Custodians 

○ 5 Student Workers 

○ 3 Grounds/Maintenance 

○ 2 Head Custodians

○ 4 Operations Supervisors

○ 1 Operations Manager

○ 1 Director

● Wages are median in Waukesha County

● Staffing has been consistent since 2003



Leveraging Talent:
How could you 
strategically use 
these skill sets to 
your advantage?

● Firefighter/Paramedic

● Former Banker

● Former Apartment Manager

● Former Golf Course Superintendent

● Former Carpenter

● Former Hospital Manager

● High School Alum



TEAM Building
Relations Exercise  

Team Relation Questions

1. What are attributes of a great leader? 
2. What are attributes of a bad leader?
3. What makes a team/department 

successful? 
4. What causes harm to a 

team/department? 

Personal Skill Set Questions 

1. What are things you enjoy about your 
current position?

2. What do you feel you are good at and 
could improve on in current position? 

3. What things you would like to learn? 
4. What are your skill sets and 

certifications?



The Purpose of this 
Team Building 

Exercise 

Developing Standardized  Practices 
Within Our Team

● Motivate to work together as a collaborative 

team, rather than as a competition 

● Supportive each other, develop strengths and 

address any weaknesses

● Communication, open communication and 

ask question for clarification

● Encourage collaboration rather than 

competition 

● Buy-in, incorporating shared leadership into 

the workplace



Foundation Pillars 

➢ Motivation 

➢ Supportive 

➢ Open Communication

➢ Encouragement 

➢ Buy-in 

Our team foundation is built on the 
following principles



Staff Survey 
Survey Breakdown 

● 35 question survey

● Broken down to 2 criteria

○ Management Performance 

○ Employee 

Performance/Motivation 

● Scale 1-5

● Survey completed by custodial staff 



Management 
Performance

I feel the Buildings & Grounds management team is 

understanding when I face difficulties which impact my 

life (Health, family, etc). SCORE =5

● Birthday Cards

● Sunshine committee

I feel that the Buildings & Grounds management team 

members effectively handle disagreements SCORE = 

3.14

● Have a clear understanding

● Group discussions

○ Be honest if you disagree

○ Work things out as a group

● Open communication



Employee
Performance/

Motivation

I am proud to work for the Buildings & Grounds 

Department. SCORE = 4.57

● Appreciation

● Newsletter

● After work get-togethers

● Lunches

There is a clear understanding of the goals of 

the Buildings & Grounds team. SCORE = 3.28

● Department Newsletters

● Department Meet/Greets

● Buy in with staff

○ Showing them the why

○ Answering questions

○ Clear understanding



Team Goals for a 
Successful Path Building Leaders “Continuously”

● Creating a team environment 

● Developing strengths

● Collaborating innovating ideas 

● Built our foundation pillars of the our 

team 

Department Goals

● Set our goals 

● Set goals to improved areas of survey

● Building leadership within our dept 

● Continuous 

training/improvement/education 



Putting it all 
together 1. In-Person Weekly Meeting

2. Assigned Roles/Responsibilities

3. Accountability (Workflow Doc)



Weekly Meeting 



Shared Leadership 
Roles/Responsibilities 



Master Operations 
Workflow 



What are your key 
work processes? ➢ Custodial Staffing/Cleaning

➢ Building & Grounds/Contracts 

➢ Work Order Management

➢ Construction/Capital Projects

➢ Safety & Security

➢ Employee 

Engagement/Retention 

➢ Facility Use/District Data 

➢ Building Automation Softwares 



Custodial Staffing/Cleaning 

Coverage 
● District wide coverage
● Working with custodial subs
● Approving vacation/sick requests 

Cleaning Checklist 
● Scheduling 
● Inspection sheets 
● Expectations 

Cleaning/Supplies
● Bidding out supplies/equipment 
● Communications with vendors 
● Equipment upgrading  
● Trainings 
● Buckeye Training/Quiz
● Update cleaning protocols 

Employee/Vendor Contact List

● Employee contact information
● Vendor contact list 

Rounding

● Create a document to track rounding district-
wide 

● Add new staff 
● Obtains feedback from building leads 

regarding any new questions to add
● Set calendar reminder for twice a year 

rounding
● Roll out themes in a head custodian meeting 

○ What did we learn?
○ What actions will we take?
○ Who was recognized, and how can we 

celebrate?



Staffing/Coverage 



Cleaning Checklist 



Standard Work Procedures 



Building & Grounds/Contracts/Work Orders 

● District Maintenance

○ Building maintenance

○ Special projects 

○ General maintenance

● Work Orders

○ Help assist with questions

○ Training 

■ Yearly building head training 

■ Ensuring proper info is being 

entered 

○ Reports 

■ Monthly/Qtr Reports

○ PM updates 

○ Adding/Deleting access

Contracts 
○ Snow removal 
○ Landscaping 
○ Mowing 
○ Maintenance 
○ Roofs
○ Parking lots
○ Bidding 

Project Management
○ Construction projects 
○ Bidding 
○ Scheduling
○ Inspections 



Inspections/Surveys



Grounds 



Preventive Maintenance



Safety/Security 

● ERT Team Member 
● Drill Calendar/Inspections

○ Monitor drill calendar
○ Schedule inspections 
○ Equipment inspections 

● Weather Protocols/Notifications 
○ Weather app  
○ Weather updates 
○ Snow logs 

● Safety 
○ Emergency planning 
○ After-school safety 
○ Building maps 
○ Compliances 

■ DSPS
■ OSHA
■ OSS

● Custodial Staff Trainings 
○ Supplies 
○ Equipment/PM
○ Procedures 
○ Maintenance
○ Safety/PM
○ Spring training 
○ Scheduling 

● Summer Training Before School Start 
● Building Head Training 

○ Schedule trainings 
■ Softwares 

● HAVC
● Cameras 
● Access It 
● School Dude 
● Raptor 



Inspection Sheets 



Inspections Sheets



Snow/Salting Log 



Emergency Response 



Employee Engagement/Retention

● Staff Newsletter 

● Staff Appreciation  

○ Birthday cards

○ Work anniversary 1,5,10,20,25 

(small gift card every 5 years)

○ Weddings/birth of a child card  

○ Get well and condolences cards

● Parties/Get-togethers  

○ Retirement party 

○ Holiday get-together

○ Brewers game and tailgate 

○ Packer get-together for a game 

(before hunting season) Packer pool

○ End of summer cookout

○ Work pools 

Awards/Certificates

● Custodian of the Year

● Facility Team of the Year

● WASBO nominations

● National IFM

● Fields of Excellence

● Energy Star

Classes/Certifications

● Certifications

● Herbicide

● Facilities Certification

● Safety Certification

● CPO

● Forklift

● Fire Extinguisher

● After School Safety

● Weather Ready

● Playground Inspector



Custodial News 
Letter 

Link 

https://www.smore.com/wfnys-custodial-buzz


District Data/Facilities Use 

● Monthly Data Reports 

○ Budget

○ Energy use 

○ Coverage 

○ Facility use



Building Automation/Softwares 

● Scheduling 

○ Uniform schedule at each 

school 

○ Reminders 

■ Email reminders to set 

holiday schedules 

■ Email reminders to 

order filters in summer

● Add and Delete Users 

● Training

○ New users 

○ Yearly training 

● Troubleshooting

○ Assist with questions 

● Work with Contractors on Issues



Our Success
● Increased performance and taken on 

new responsibilities
● Reduced stress 
● Employee motivation 
● Continuity 
● More collaboration
● Staff retention 
● Increasing ownership of staff taking 

on more responsibilities
● Positive team atmosphere



Contact Information

Jeremiah Johnson 

Chief Operations Officer 

262-971-1807
jeremiah.johnson@muskegonorway.org

Tim Gorecki

District Operations Manager 
262-971-1807 x2113
tim.gorecki@muskegonorway.org
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