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Who Am I?
•
•
•

First 25 years in education; coach, teacher, administrator,
and head of school
Wife and daughter are educators
Last 6 years working for SFM
•

120 facility professionals
•

•
•

40% FM’s; 40% technicians; 20% custodial

Manage operations
Direct all mid-level and upper level hiring, coaching, and
terminations

Who Are You?
.
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The future of work in the southeast
The skills gap is widening, unemployment in the U.S. is at its lowest
rate since 2000, and nearly 60% of employers struggle to fill job
vacancies within 12 weeks. But if you think it’s tough to find great talent
now, new research from the Korn Ferry Institute suggests that things
are only going to get worse.
...companies like Walmart, CVS Health, and Starbucks have used
training programs to upskill entry-level workers and help them move up
within the company—encouraging loyalty and broadening the
company’s skill base.
Linkedin Research Blog 24 July 2018

Who will be working for you?
A survey last year done by Associated General Contractors of
America revealed that 83% of construction firms have had a
hard time finding enough qualified workers to meet
demand—a figure that rises to 86% in the Southeast, where
the shortage is most severe.
Professional Builder - August 2015

Who will be working for you?
Optimistic 2018 construction forecast tempered by worker
shortage - Tampa Bay Times, 3 January 2018
Labor shortage a bigger concern than tariffs for business in
Atlanta, Southeast, Fed reports -

SaportaReport, 19 April 2018

The U.S. labor shortage is reaching a critical point - CNBC 5 July 2018

Who will be working for you?

CBRE Research, Q4 2018

What’s Your Experience?
1.

What’s your experience? In the past three/five years has
your ability to attract the quality employees gotten...
a. BETTER = thumbs up
b. SAME = thumb sideways
c. WORSE = thumb down

2.

What’s your experience? In the past three/five years has
your experience with vendor’s employees gotten...
a. BETTER = thumbs up
b. SAME = thumb sideways
c. WORSE = thumb down

We will struggle when we are forced
compete, head-to-head, with
construction, hospitality and other
service industries for the same shrinking
pool of potential workers.

Does your school outsource...
•
•
•
•
•
•
•
•
•
•

Groundskeeping
Food service
Security
Transportation
Technology
Laundry, uniforms, walk-off mats
HR, payroll, or accounting services
Marketing
Custodial
Facility Management

What will your staff look like?
Your school likely is made up of a mix of staff types
a.
b.
c.

Traditional employees (10 month and 12 month employees)
long-term outsourced staff
i.

Food Service or security

i.

Landscaping or office build-out

project/task based outsourced staff

Could your maintenance department also include this mix?

Could your department be a mix of:
1.
2.
3.
4.
5.

Typical In-house employees
Temp Staff through a temp agency
Staff hired in-house through a staffing agency
Staff from an outsourced vendor
Other examples?

Determining the Need
It is important to take a critical look at the staffing
requirements before you decide what type of employee
you need.
• Is this a landscape position that could be seasonal?
• Is it possible this position could be eliminated in 12-24
mths?

Determining the Need
●

●

●
●

Could this position be filled with a 20 or 30 hour per
week employee?
Is it really 2-3 seperate part-time jobs cobbled together
to try to create one 40 hr/week position with
impossible requirements?
Quantify the Total Cost of Employment so you can make
accurate comparisons (link to actual customer)
Link to SFM Staff Labor Analysis Tool

Temporary Worker vs Outsourced
Vendor vs In-House Employee

Option 1: Temp Worker and/or Staffing Agency
• About 15% of US companies use staffing agencies; with larger
companies making up the majority. At these firms TVC make up
20%-50% of employees WSJ 2/7/2017
• 3% to 14% of workers are TVC’s
• US Bureau of Labor predicts that staffing agencies will add jobs almost
double the estimated overall job growth through 2020
• According to the Bureau of Labor Statistics, nearly four out of five
employers use some form of nontraditional staffing such as hiring
freelancers, temporary workers or independent contractors on an
as-needed basis.

Pro - Temp Staff

Con - Temp Staff

1. Fill short-term need without
long-term commitment.
2. Speed filling positions without
burden on your staff or other
resources
3. Wider pool of candidates
4. Better vetting process
5. Avoid tax and other labor burdens
6. Easy to change staff if not a good fit.
May have more control because you
can terminate easily
7. Possibly better performance because
they have a clear “customer” and are
likely being rated on their
performance

1. You see less candidate choices
2. Essential to have a accurate job
description
3. Possibly the agency doesn’t “get”
your actual needs and sends the
wrong person
4. Doesn’t make sense if the temp
employee must have significant
amount of training to properly fulfill
their work expectations
5. Hourly pay rates as much as 40%
higher than in-house option (overall
cost likely lower)
6. Temp not “part of the family ”.

Other Items to Consider
1.How will a temp worker impact your department’s morale?
2.Will the temp worker have the same benefits as your other
employees? (meals, uniforms, holidays, etc)
3.Temp workers tend to have more frequent/severe
on-the-job injuries
4.Some think temp workers are disruptive to operations; but
are they worse than being understaffed?

Option 2: Using a Vendor or Outsourced Worker
When making the decision to outsource one or more positions, ask
yourself these questions:
• Will this save time?
• Will this help us cut costs?
• Will the outsourced provider do as good or better job?
Do you have enough expertise to competently manage or fulfill a
particular task (can school administrators effectively manage a school
food service program?)

PRO - Outsourced/Vendor

CON - Outsourced/Vendor

● Likely result in cost savings
● Possible access to greater pool of
skilled candidates
● Reduction in risk (hiring wrong
person, wrongful termination,
etc)
● No additional labor costs beyond
hourly rate
● Significantly reduced HR burden
● Worker needs to please the
customer
● Flexible hours purchased
● Easy to change as needed

● Seems like less control over
choice of new employee
● Not seen as “one of the family”
● Not committed to the
organizational mission
● Hourly costs seem high (hourly
rate is on average 40% higher
than in-house employee)
● Perceived confusion over who’s
in charge of the employee
● Concern about impact on
school’s/department’s culture
(“am I next?”)

Option 3: In-House Permanent Employee
•
•

Be cautious when considering outsourcing core business or
mission critical services.
Long-term employees have a unique and valuable “voice”
that VTC’s (vendors, temps, and contractors) may not have.

Pro - Inhouse Employee

Con - Inhouse Employee

● Complete responsibility and
control over all aspects of
staffing
● Cost control
● One of the Family
● Stable employees over long
term
● Known abilities and skills
● A comfortable model
● Employees have opportunities
for growth within the
organization

● Time required to properly hire
and manage employees
● Salary and benefits upward
creep
● One of the Family
● Difficult to change individuals,
responsibilities, or hours
● Limited by skills and abilities
of current staff
● May be more costly overall
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Hiring Process - Job Description
Create job description first; different from, but the basis for,
the job advertisement
1. Technician Job description Facility Manager Job Desc
a.
b.
c.
d.
e.

Comprehensive list of skills & tasks written as objectively as
possible
You can always reduce expectations; be clear up front.
Attendance expectations (punctuality and dependence),
Appearance, Work quality, Attitude and cooperation
Weekends, on-call, amount of OT
Specifics protect school/give school an out

Hiring Process - Job Advertisement
1.

Job Advertisement = Based on Job Description.

a. Lay out clear expectations that are key and non-negotiable
(attendance, cultural fit, specific skills)
b. Your ad is a sales pitch, not a demand letter. Write it from the “A”
Players’ perspective.
c. Candidates want to know what it is like to work at your school
(culture)
d. “A” Players want to understand the key expectations for them at
work.

Hiring Process - Advertising
1. Construction/commercial environment VS school environment
a. Use as selling point for the right candidate
b. Overtime expectations are lower in educational settings
c. Less pressure/rat-race at a school
d. No pressure to upsell customers
e. More stability in school setting; no travel to out-of-city job sites
f. More friendly working environment/culture in a school
g. Use these as selling points if the pay’s not the competitive
h. Same distinctions bring risk of attracting the wrong candidate

Hiring Process - Advertising
2. Where do you look for candidates - your best candidate is someone
currently working

Recruiting meta-sites (Smartrecruiters.com)
• Helps with mgt of candidates; especially if multiple people are
involved
3. Supply houses - “bird dog” bonuses for supply house employees
4. Internal referral programs
5. Others?

Hiring Process - Interview
1. Always start with a phone interview
2. Who should be on the interview team? Always have more
than one person.
a. More involved = more time and $$$
3. Is the process efficient?
a. Take notes and do a summary debrief and for later review
b. Picture of candidate

Hiring Process - Interview
4. Types of interview questions
a. Situation-Based and Behavioral interview questions
i. How do you change a ballast?
ii. If you walk up to a non-functioning HVAC unit - what
are the first steps to troubleshooting?
iii. What is important when evaluating the quality of three
quotes for service?

Hiring Process - Interview
5. Pre-employment testing
a. Types: general job knowledge, integrity, cognitive ability,
personality, emotional intelligence, and specific skills
assessment, and physical ability
b. Worth the investment of time and money?
c. What are your experiences with pre-employment
testing?

Hiring Process - Interview
a. Make sure you clearly describe the company culture so
applicants know what they are getting into
b. Treat your great applicants like great customers.
c. Be agile and ready to move on the right candidate
d. Make sure the person knows exactly what the pay rate
will be ahead of time
e. You want to listen and not be the one talking. Ask for
questions at the end.

Hiring Process - The Hire
1. Don’t give lowball offers. Employees will learn how
much others make
2. Big red flag; a candidate who has been unemployed for
awhile, and you’re offering less than they earned prior
3. “We'll sit down after 90 days and re-evaluate, and if
you're performing where we expect, we'll increase your
salary by $X”

Hiring Process - The Hire
4. How much are their peripheral skills worth to the
organization?
5. $ gets people in the door, culture is what keeps them
there.

Hiring Process - Hiring and Orientation
1. The formal orientation should include a clear
description of the process and the expectations that you
have for the new employee.
2. Consider a checklist they fill out to ensure you’ve
covered everything
3. Ongoing orientation and mentoring

Employment Process - New Employee
Coaching and Evaluations
1.

30, 60, 90 reviews
a.
b.

2.

Subjective checklist
Objective checklist - must be tied directly to the job description

Millennials and younger workers appreciate frequent
coaching. Millennials no longer work for you; they

work with you.

Ongoing Employment Process - Coaching and
Improving
1. How do you know there is a problem?
a) Different than teachers - no parent feedback, test scores
2. What are the benchmark / scorecards?
a) Scorecard
b) Annual Customer Survey Annual Customer Survey
3. Survey to determine problems
(1) Example
b) Create specific, measurable improvement plan
(1) Example Example

Employment Process - Retaining
How do you keep staff passionate about the mission?
1. Professional development
1. Do you offer/require as many PD hours of support staff as your faculty?
2. Growth based on goals which are derived from job desc. and scorecard
results
3. Overall skill improvement
2. Opportunity for Responsibility and Advancement Personal mentoring
3. Recognition and appreciation
4. Flexible give and take between needs of school and needs of the employee
5. Don’t sedate your “rock stars”
6. Help employees see their role in the larger institutional mission

Ongoing Employment Process - Reprimanding
and Firing
A. NOT - Document, Document, Document, BUT RATHER
Communicate/Document, Communicate/Document,
Communicate/Document
B. Official reprimands - have a stated policy about the process for
termination.
C. Termination Checklist
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Managing Vendor Relations
1.
2.

Choose your vendor based on SERVICE, not cost. Then hold
them accountable to established KPI’s
Develop a professional relationship with your vendors
a.

3.
4.

Let them do their work and don’t breath down their neck

Ask for the same technician each time
Log their work
a.
b.

Logbook with key #’s, badge (with FM’s phone #), work completed
Enter into date and work done into a spreadsheet to help with
invoice approval and monitor costs

Managing Vendor Relations
5. Communicate operations and planning - make them part of

your team
6. Understand vendors have struggles too - avoid sabre
rattling. Loyalty is a two-way street.
7. Plan for a long-term relationship
a.
b.

give vendors a chance to solve problems you are having with their
performance.
Changing vendors is disruptive and costly
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Situational Interview Questions

•

Situational Interview Questions
10 GREAT SITUATIONAL INTERVIEW QUESTIONS TO
IDENTIFY THE BEST JOB CANDIDATE
Situational Interview Questions and Tips for Answering

•

Behavioral Interview Questions

•
•
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Interview Question Samples
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.

Walk me through your resume. What were the best and worst aspects of each job?
What did you like about your last job? What were your duties? Why did you leave?
What results that you have produced are you most proud of?
What are the key tasks for a maintenance technician?
What are your top three maintenance skills? What is the most recent maintenance skill you’ve learned?
What are trends in the maintenance field?
What is a frustrating thing you’ve dealt with in the past? How did you deal with it?
What motivates you to do your best as a maintenance technician?
What are the reasons you’ve missed work in the past 2-3 years?
Do you prefer working alone or on a team? Why? What kind of supervisor do you prefer to work with?
What would you like people to say about you? How important is it that people like you?
Give me an example of a time when you had to use your own initiative to solve a problem at work
because your supervisor was unavailable. What was the result?
What would you do if you encountered a customer who believed you had done something incorrectly?
Describe a time when you had to deal with a difficult member of the public. What happened? How did
you handle the situation?
What would you like to be doing in 5 years.
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Scorecard Sample

back

Survey Sample
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Improvement Plan
Person’s Development Plan:
●
He will participate in weekly development discussions SFM President, John Foreman.
●
With the implementation of a Custodial Supervisor, it is our hope that he will experience less stress associated with custodial
demands. This will allow him to make the necessary improvements in these three areas of emphasis:
1.
Organization
4 month goals●
Maintain habit of whiteboard planning of all events for staff
●
Establish habit of work order driven staff, and max 3 day of up-to-date work order processing
●
established morning routine inspection
●
established task tracking system
2.
Judgement and Prioritization
4 month goals●
quickly and effectively determine priorities of issues as they arise
●
full utilization of SFM support team
●
approach all situations with a calm and thought out workflow process
●
use experience and judgement to determine who needs to be informed and consulted in all facilities related
situations
●
will produce fewer, more thought out, and concise emails
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Termination
Checklist
●

back

True Cost of An Employee
SFM calculator
https://www.tsheets.com/resources/determine-the-true-cost-of-an-employee
https://hundred5.com/blog/cost-of-hiring-an-employee
https://www.essentialpersonnel.com/2015/08/13/the-real-cost-of-employees/
https://quickbooks.intuit.com/r/employee-cost-calculator/
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