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Abstract
In order to improve the quality and uniformity of training of new hires and existing staff University of Nebraska-Lincoln Custodial Services (UNL-Custodial Services) developed a web-based training system.  The system is effective, efficient, value added, and creates cost savings.  The web-based training visually demonstrates custodial techniques and procedures to employees who are then tested and scored; results are recorded automatically.

Results from the web-base training confirm that all employees have become more effective and efficient in a shorter period of time.  In addition, the use of web-based training has made trainers and supervisors more consistent.  Employees are able to view, hear, and interact with the web-based training resulting in more employee-centric training.  A side benefit of the web-based training is improved computer skills for custodians who must use a computer to record their time, relay work information, requisition materials, report problems, and obtain other on-line training.

UNL-Custodial Services projects an additional benefit from the web-based training by reducing turnover with employees.  Well trained employees will tend to stay with an employer longer if they receive training and understand what and how to do their job.  Existing staff will utilize the web-based training in monthly meetings as in-service training.

Cost savings are realized in the reduction of hours spent training the traditional way; classroom instruction, demonstrating tasks, grading tests by hand, and tracking the training on numerous forms.

Overall, the web-based training has added value to the teaching, research, and service missions of the University of Nebraska–Lincoln through more efficient and effective custodial services.


Introduction of the Organization

UNL Custodial Services is a department of the Facilities Management and Planning under the Vice-Chancellor of Business and Finance of the University of Nebraska-Lincoln is responsible for the cleaning of more than 100 academic and support services buildings.

The University of Nebraska-Lincoln (UNL), chartered in 1869, is a land-grant university and member of the Association of Public and Land-grant Universities (APLU) and the Association of American Universities; it is a Doctoral/Research Extensive university.

UNL Custodial Services has an annual budget of approximately $5.7 million and has nearly 200 employees to clean over 8 million gross square feet (gsf) of space serving over 24,000 students and 3,900 faculty and staff.  Its work is spread across two campuses, City and East, separated by about 1-1/2 miles with residential neighborhoods between.  Buildings serviced range in age from greater than 100 years old to recently constructed and from extremely complex life science and engineering research to simple storage facilities.  The department provides service coverage for over 20 hours per day with the majority of employees working from 5:00 AM to 1:30 PM.  Employee schedules are constantly reevaluated through customer feedback and productivity measures to ensure the most effective deployment of resources.

The Custodial Services Leadership Team consists of the Director, Associate Director, Assistant Director, and Area Managers who provide budgetary, strategic, and managerial guidance to the organization.  They identify regulatory and other personnel requirements that can be addressed through training.
After nine years of budget cuts the Custodial Services unit has seen a net loss of positions as the campus grew by approximately 1 million gsf.  While some services were reduced as part of the budget cuts, the overall expectation for high-quality custodial service remains; the department strives to maintain services rated at APPA Level 2.  Due to the diversity of the workforce, a 20% wage gap with the local school district, and low unemployment rates in Lincoln, the department struggles with staffing turnover at or above 15% annually.  The high turnover rate requires a significant training program to ensure quality and consistency of service delivery.


Statement of the Initiative
The goal of the UNL-Custodial Services’ training program is to ensure each new custodian has the necessary skills and knowledge to provide professional services to the University community, as well as maintain on-going training for all Custodial Services employees.  The department depended on numerous trainers to meet with employees on the two campuses to explain procedures, demonstrate techniques, provide hands-on experience, test acquired knowledge, and evaluate performance.  The trainers used handouts, lectures, and had numerous paper forms to fill out.  The Custodial Services training program is delivered in 12 modules with each segment having a tracking form to be filled out by hand and maintained in a file.  This method of training was efficient but lacked consistency in how the material was presented by the different trainers.

The Custodial Services Leadership Team identified a need to improve the quality of training, reduce the amount of paperwork to be filed, and improve consistency in the subject matter.  They believed that a new delivery system for training was needed.  They felt the system should include testing with automatic scoring; employees should be able to learn tasks at his or her own pace; the delivery method should recognize that there are many languages spoken in the department but that English could be understood by all employees; the existing UNL-Custodial Services manual should remain the foundation for the training; paperwork should be eliminated in favor of electronic records; and the training program should utilize the technical resources of the University wherever possible.  They recognized that educational research shows that multiple instructional media is more effective to ensure students progress by addressing individual learning preferences; a combination of video, audio, images, and interactive activities is more successful than just text at illustrating concepts for English as Second Language learners, who comprised approximately one-third of the staff (see References). 

The Leadership Team investigated options for training with campus experts and recommended a web-based training system to be developed by the campus PBS affiliate.  The proposal was accepted by the Vice Chancellor for Business and Finance and funded in FY2010.






Design

After Custodial Services determined the need for an online version of the manual and acquired funding, it contacted Nebraska Educational Television (NET) Interactive and Educational Media, Nebraska’s Public Radio and Television stations, to produce the web-based training site.  Meetings were held between Custodial Services managers and administrators and a senior producer at NET to create an outline.  The NET senior producer developed the script to deliver the content in 12 modules and to illustrate it with videos, images, audio, interactive activities, tests, and go/no-go progress reports.

After the script was revised and approved by Custodial Services, NET’s team (senior producer, videographer, audio engineer, student production assistants) taped videos and photographed Custodial Services personnel performing specific tasks.  Two professional actors were hired to record audio, which runs through 95% of the script.  The web production team edited the videos and created html pages using the University of Nebraska’s template including Flash videos, slideshows, interactive activities, and tests for the go/no-go progress reports.  The system was integrated with the campus Blackboard™ system, using university specialists as advisors.  As modules were completed, Custodial Services executives and managers proofed the work; NET made final revisions.

Custodial Services paid NET $80,000 for production of the online training web site..  The project illustrations (videos, images, audio, etc.) increased the cost of the original concept, so actual costs were $113,000.  Because of an ongoing, good, working relationship between the two entities, NET agreed to absorb the difference.  

The timeline ran from the initial contract with NET in November 2009 through delivery of the finished web site in August 2010.  Scripting took place from December through March, with videotaping at the end of March.  Still photography lasted from March through June.  Audio production and video editing were completed in May.  The website and its elements were put together from mid-May through the end of August.

Custodial Services plans for the Custodial Services Training online experience to be an ongoing, living entity.  Currently, a new module on Bloodborne Pathogens is in the design phase, and talks have begun for the possibility of adding a Sexual Harassment module.


Implementation
When production of the online experience was completed, NET assisted Custodial Services in the training of supervisors and area managers on how to use the website with employees.  Training occurred in September and October of 2010.  Custodial Services spot-tested the website and the go/no-go tests with a small group of employees to gauge ease of use, and to get feedback.  The new training program was rolled out the beginning of October 2010 and has been used successfully with both new and existing employees.






Benefits
Cleaning an institution supported by limited public funds requires professionally trained employees and an effective, efficient system, using modern techniques, methods and equipment.

The Custodial Training On-Line Experience develops UNL custodians with the necessary skills and knowledge to provide professional cleaning services in a cost-effective and efficient manner.  It enhances an extensive training program that is designed to meet five objectives: explain procedures, demonstrate techniques, provide hands-on experience, test acquired knowledge, and evaluate performance.  It meets the Facilities Management and Planning vision of providing effective, economic and innovative facilities services and solutions through people and systems, which are accessible, friendly and responsive.

Benefits of the online training system are seen in responses from custodial employees.  While employees still take time during the workday for training with their supervisor, including taking of tests, because the system is online employees are practicing and/or reviewing the training at home; in addition, they are sharing what they do with family members creating greater pride in the work they do on campus.  The UNL Human Resources Department was impressed enough with the system to make plans to provide its training programs online also.  Cost savings of the program are measured in cost avoidance.  The department no longer spends $6,007 annually to print the Custodial Manual; it uses a maintenance agreement with NET, $5,000 (a 17% savings), to update and expand training instead.  While the absolute savings is not large greater employee access to the training online increases the effectiveness of the investment. 

Retrospect
UNL Custodial Services learned while creating the online experience for the Custodial Manual; development of a new module on Bloodborne Pathogens is progressing quickly and efficiently.  Two areas could have been improved in the initial process:

· The initial discussions between Custodial Services and NET did not include all the necessary key personnel in the training process.  This omission was discovered at the end of the first major content development which resulted in a major rewrite and a delay of initial production by about a month.

· Even though there was an official Custodial Manual, custodians and managers did not all agree on proper procedures.  After videotaping, a few discrepancies were discovered that required re-editing and revision of the narration.  The changes were small enough so it was not necessary to re-tape; a few photographs were re-taken.  The experience pointed to the need for the universal application of one training method through the online experience.
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