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By being the first company in your area to embrace a
Janitorial Employee Motivation Plan, you will obtain marketing

and public relations benefits that can last many years.

BY CURTIS MOSBY, JR.

veryone in the janitorial indus-
try has the same personnel
problem. Due to the industry's

low pay scale caused by competitive
bidding practices, most companies
are experiencing high absenteeism
and employee turnover, which
makes it harder to deliver promised
services.

Since janitorial firms in today's
market can't appreciably increase the
amount of money they can pay, they
will have to make it more appealing
for workers to earn the kind of
money they have.

Therefore, the only answer is to
develop a worker motivation pro-
gram consisting of affordable
incentives that can be sold to the
worker so he will feel he's getting a
good deal and is motivated to do a
good job.

Implementation of the worker
motivation program is essentially a
marketing task because whatever the
package of incentives, the worker has
to be sold on its value, or it won't
work. Companies that can sell their
workers on an incentive program that
could actually reduce turnover will
have a big advantage in marketing
their services.

These companies will be able to
demonstrate their work force stabil-
ity and follow-through on existing
and new business commitments.
They will also be in a position to com-
mand better prices because they can
guarantee better services from more
motivated workers. Plus, they will
see increased profitability when they
reduce personnel turnover costs.

The following plan, designed
specifically to motivate janitorial work-
ers, contains a unique and affordable
program of incentives to produce the
following benefits:
• Reduce absenteeism and

employee turnover
• Produce a more stable work force
• Provide higher quality services
• Better satisfy customers

Low pay is the
primary cause of
absenteeism and
employee turnover

because when
the pay is low,

the worker perceives
low risk for
absenteeism.

NEEDS ASSESSMENT
It is generally assumed the fol-

lowing are causes for poor job
performance among janitorial
workers:
1. Low pay
2. Lack of motivation
3. Lack of pride in menial work

Low pay is the primary cause of
absenteeism and employee turn-
over because when the pay is low,
the worker perceives low risk for

absenteeism. He may say, "I'm only
making $5.00 an hour and I've got to
work all week, and then I won't get
paid until the week after that. That's
not much money! I can get that kind
of money any time. I think I'll just
stay home today and see if I can get
that other job for $6.50 an hour."
That's when he takes off for a day or'
two and gets fired. Then he moves to
another cleaning company because
he didn't get that $6.50 an hour job
after realizing that if he doesn't start
work soon, he's going to miss a
week's pay.

This worker, like many others,
may have proven he is willing to do
the job - but not every day ... and
not if he sees an opportunity for a
better job.

Nothing may ever improve this
worker's attendance. But, instead of
losing what might be an otherwise
good employee and having to pay to
acquire and train a replacement, you
can still use this worker on the days
he chooses to work by placing him
and others like him on a "call-in" or
"flex-shift" program.

By establishing a pool of on-call
workers, you can accommodate those
who don't want to show up every
day and still protect yourself from
absenteeism by always having a
standby work force available.

APPROACH
This plan features three separate

incentive programs designed to indi-
vidually and collectively answer the
problems caused by low pay, lack of
motivation, and lack of pride in the job.

6 MAY 1994



CAN YOU MAKE MONEY
IN COMPETITIVE MARKETS?

Call us for training, seminars & consultation
• HYDRAMASTER TRUCKMOUNTS & CHEMICALS
• ULTIMATE PB III (DRAPES & UPHOLSTERY)
• ULTIMATE & COBRA EXTRACTORS (HEAT)
• BRIDGEPOINT CLEANING NETWORK
• COLOR MATCH CARPET DYES
• ICWC CEILING & WALL CLEANING
• DSC CHEMICALS • MASTERSERIES
• NEUTRALIZER ODOR CONTROL
r UTiCOLOR VINYL & LEATHER REPAIR
• WINSOL AWNING CLEANING
• BREUERrrORNADO EQUIPMENT
• ULTRASONIC BLIND CLEANING
• EBAC DEHUMIOIFIERS
• TASKI (ILLINOIS)
• ZING FLOOR CARE SYSTEMS

~r:!§I.I:E
CARPET and JANITORIAL
SUPPLIES, EQUIPMENT

and REPAIRS
TRUCKMOUNT SERVICE CENTER

1·800·842·3620
3815 W. Oakton Street

Skokie, IL 60076
Circle No. 150 on Free Inquiry Card

$$ Most Profitable $$
Add-On Service in the Industry
International Ceiling & Wall Cleaning,
Inc. can provide you with the keys to a
successful and profitable business.
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Incentive Ptogrem #1 is a Flex-Shift
Program designed to keep workers
on-call to supplement your regular
work force as needed.
Incentive Program #2 is a Performance
Bonus Program designed to-motivate
regular and flex-shift workers.
Incentive Ptogrsm #3 is a Certification
and Recognition Program designed to
increase the worker's pride in the job.

The key to the success of these
programs is to tailor them to accom-
modate and motivate the kinds of
workers the janitorial industry has
available.

DEVELOPMENT OF
MOTIVA TION PROGRAM
Incentive Progra.m#l- Flex-Shift-
(which for marketing purposes we
may calla "Job Sharing" program)-
would be used to establish a pool of
trained workers to cover for no-shows.
The Flex-Shift Program can be set
up so employees can come to work
when they want toand stay home
when they don't want to work. Each
worker can be required to fill out an
application, go through a refer-
ence check, and then be issued a
photo badge with an identifica-
tion number.

When a worker wants to work,
he calls in before a set time each day.
If there is an opening, he can sched-
ule to work that shift and other shifts
that are available.

By reserving a portion of your
daily work assignments for Flex-Shift
workers, you give yourself the flex-
ibility of having a rotating pool of
workers who hopefully will be call-
ing you, but who will be available for
you when you need workers on short
notice.

For your client, you will be pro-
viding a crew that has been checked
out and identified by photo badges.
When necessary, a computer printout
of each employee in each location can
be provided,

Ideally your flex-shift workers
would consist of those who want
temporary full-time or permanent
part-time work. These workers
would be expected to be more depend- .
able and more easily motivated by

money bonuses because they would
be more likely to view the hourly rate
as "extra money" instead of low pay.

To make a Flex-Shift Program
more attractive to a potential worker,
pay him when he has completed the
number of shifts he has signed up for.
Temporary workers, with short-term
reasons for wanting to earn money,
like to be paid when they finish their
work. If they have to wait an extra
week to get paid, they may feel 'Why
bother?"

A company in a position to pay
upon completion of assigned shifts
would have no trouble attracting flex-
shift workers. However, for those
janitorial firms that have their payroll
handled through a payroll service,
immediate payment may not be prac-
tical. In that case, other ways to keep
temps happy and available can be
developed.

Incentive Ptogrem #2 - "No Com-
plaint," "Superior Service" Employee
Bonus Program - would pay bonuses
for good attendance, no complaints,
and superior service. The payments
could be hourly increases, gifts,
prizes, trips, etc. Unique bonuses
developed for the program would
motivate workers.

Attendance and No Complaint
bonuses would be earned daily or
weekly and paid monthly for satis-
factory performance of job duties.
By establishing a monthly payment
plan and letting bonuses accumu-
late, the employee is more likely to
show up and do a good job during
the month to protect his bonus "invest-
ment." Superior Service bonuses
would be paid in the pay period
they were earned as recognition for
a good job. .

An additional perk that would go
over well with janitorial workers is a
travel incentive program. All perma-
nent employees would be eligible to
be selected for a Job Exchange
Travel (JET) Program. Workers cho-
sen for the JET program get to
exchange jobs for a week with an
employee from a participating jani-
torial firm in another city. Each
month one or more employees can
be chosen to participate in the JET
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SPEEDSHINE™
DUST CONTROL BURNISHER

Circle No. 105 on Free Inquiry Card

The Speedshine 2000 Dust
Control Burnisher provides the
outstanding performance of a high
speed burnisher with the extra
benefit of dust filtration.

• Cloth bag filters with 98%
efficiency at 0.1 micron.

• The Speedshine 2000 Dust
Control Burnisher operates at
2000r.p.m.

• Rotationally-molded
handle and base.
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U.S. Patent No.
D.345.035

NOBLES® A Tennant Company
800·866·3200 • Fax: 800·678·4240

• Specialists in Window Cleaning
Equipment Since 1909.

• Hi-Rise, low·Rise, Commercial.

• From Squeegees to Safety
Equipment to Bosun's
Chair Systems.

• Window Cleaners' Ladders
& Accessories.

• Sponges, Chamois, Disposables.
• Hi-Reach (Up to 83 ft.) Washing
Systems.

CALL FOR FREE CATALOG
800·221·3748

Circle No. 98 on Free Card

Step 2: General Cleaners at $5.50 per hour (three months)
for workers with previous cleaning experience or work-
ers who complete the two-week trainee period.
Step 3: Master Cleaners at $6.00+ per hour (permanent
employee status) for workers who complete the three-
month general cleaner apprenticeship and pass a simple
written/ oral exam.

Byestablishing a pool of on-call workers.
you can accommodate those who don't want to
show up every day and still protect yourself
from absenteeism by always having a standby

work force available.

INCENTIVE PROGRAM SUMMARY
The complete Worker Incentive Program would include:
1. A Job-Sharing/Flex-Shift Program to cover absenteeism.
2. A No-Complaint/Superior Service/Performance

Bonus Program to motivate workers.
3. A Certification Program to provide qualified workers

with pride in their job.

By issuing photo badges to all employees, giving
extra perks and bonuses to permanent employees, and by
putting those with absenteeism problems on a Call-In or
Flex-Shift program, you reward permanent employees
and don't lose otherwise capable workers because they
don't want to work regular shifts.

Once implemented, the Worker Motivation Program
described in this Plan should solve the problems of
employee acquisition, motivation, and retention.
Implementation of the Plan requires three steps:
1. Develop policies and procedures for the Worker

Motivation Program
2. Sell the program to workers
3. Use the benefits from the Worker Motivation

Program to sell janitorial services

CONCLUSION
The first company in-each marketing area to develop

and implement a program like the one described in this
Plan has a decided advantage in capturing a larger mar-
ket share. Why? Because it can demonstrate a higher
quality of service.

Furthermore, companies that adopt a training and
certification plan for entry-level janitorial workers will
certainly help the industry to attract and retain more
qualified workers.

Bybeing the first company inyour area to embrace a Iani-
torial Employee Motivation Plan, you will obtain marketing
and public relations benefits that can last many years. .•
The author develops computer software, management systems,
and multi-media business presentations for the building service
contracting industry. His systems have been used to acquire and
manage accounts like Macy's, Sears, K-Mart, etc. Mr. Mosby offers
free trials of his Maintenance and Maid Services software and can
be reached at 201-923-0070.
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