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  Green Frog Cleaning 
"More time for what's most important"

Position Agreement
Position Title: Lead Trainer

Manager’s Position: CEO

Result Statement

Keep technician capacity over 110%.

Work Listing

Strategic Work:

Work with CEO to determine when to hire new Employees

Monitor and recommend improvements of information flow, action plans, and technology

Analyze and recommend cost reductions

Tactical Work:

Recruit and Hire new technicians

Maintain high quality Initial Training program

Execute Ongoing Training Plan for techs (Lead Tech does quality written warnings coaching) 

In Person Interviews

Monitor voxer and handle daily technician issues (on call after hours on working days)

Onboarding - (Starts Process)

Orientation - (Assistant Helps)

In Person Coaching

Communicate tech schedule to FSR Supervisor (Set Days Off)

Manage technicians and operations staff. (15-25 direct reports)

Support both customer service, and sales & marketing by contacting and responding to customer needs as needed

Data entry and quality assurance

Sort Mail from UPS

Manage Candidate Ad (Weekly spend, posting, etc)(This is for the Marketing Manager)

Compile and distributes reports

Discipline and Termination of Direct Reports

Order and monitor supplies

Standards

Position Specific

Deal with all Employees in a just and understanding manner

Financial, employee, customer and all other pertinent company data is entered and managed accurately

Questions from direct reports will be answered within one business day.

Attend Business Development meetings as requested by CEO

Recommendations for changes within current systems will be made directly to CEO

Companywide
All work will be performed in accordance with all government laws, regulations, ordinances and court rulings in those jurisdictions in which the 
company operates.
All routine work systems will be documented in an operations manual. The information included in the operations manual is proprietary.



All work will be performed according to company policies and standards inherent in all position agreements, system action plans, employee 
handbook, operations manual, ongoing policy memorandum and dress codes.

Client and company information will be held as strictly confidential outside the company.

All telephone calls, both internal and external, will be returned within one business day and within two hours whenever possible.

All emails, both internal and external, will be returned within one business day and within two hours whenever possible.

Manager will be notified in an exception report of any issues to be resolved or deadlines that cannot be met by reporting person, prior to the due date.

All innovation will be quantified, tested and improved, then documented for routine implementation (i.e. well orchestrated once proven).

Problems with any system must be brought to the attention of manager in an exception report so the system can be improved, within the structure of 
the operations manual.
Employees are encouraged to recommend ideas for the improvement of their department and position that are consistent with the company’s 
Strategic Objective.
All policy memorandum indicating changes in policy and / or procedure will be stored in each employee’s operations manual, until the time an 
updated procedure is provided.
Employees will provide staff assistance as requested; each employee may be asked from time to time to cover other areas of accountability and / or 
departments.
All business communications, whether verbal, visual or written, whether for internal or external use, will be professional in tone and content and in 
accordance with applicable and existing company policies and standards.

Employees will respect each others time, space and need for concentration. Socializing and interruptions must not impede work-flow.

Employees will have regularly scheduled meetings with their managers.

Employees will be honest was they deal with everyone they come in contact with at work.

Employees will communicate with others in a respectful tone that is audible to the person(s) with whom he or she is speaking.

Employees will use positive, uplifting language and never use profane, vulgar or crude language.
Employees will exhibit a positive attitude toward and about their co-workers, supervisors, residents, guests, vendors and others whith whom they 
come in contact.
Employees will be punctual in clock-in/check-in and out for their assigned shifts as well as breaks. 

All emails will contain a Green Frog approved signature.
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We can also search social media like Facebook for background 

info

       

  
 Sometimes this is done after hiring
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Use our  Technician Scorecard as a

  

   
    We have developed a "Technician 

Scorecard" that helps us to hire for attitude. We can train people who 
have the right attitude. But without it they will not be successful.

   our best  
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  team trainer

 
 

manager
 

and only some weekends  
 manager 
 
  their manager
   13.4%

   

 
 10.4%

8



   
   

   
    

  
    

  We currently do offer a bonus

Continue to work closely with the Sales and Marketing Manager to create ads 
that will attract high quality technicians.
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Classroom and In Home Training Program
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 300  $121,680     

 55  65     
  1,650 1,950  

or up to  $101,400   
$10,000  
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       This will 
generally be handle by the Field Support Rep Team as they have much better access to 
incoming and outgoing messages to/from candidates.
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The exact steps in conducting the in person interview can be found on the Way We Do Proceedure.
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any iformation about the employee. Just try your best. It is becoming increasingly 

unlikely that anyone will divulge opinions about former employees. 

* You may also want to search facebook for their profile. Be on the watch for mention of illegal activity 
or any comments that praise illegal activity or violence. Do they have friends that praise illegal activity? 
Does the music they like praise illegal activity? Do they use foul language in their comments? These are 
all red flags.

19



20



21



22



The Finance and HR Administrator will perform the Background check.

Processing, (ADP) 
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 Technician Scorecard

WE ONLY HIRE "A" PLAYERS. NO "B" or "C".

CONFIRM THE CANDIDATE WANTS TO PROCEED

    
 

could a few   
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    Trainers

   
     
   

  
You will use the Orientation Syllabus and Orientation Procedure on 

WWD for this.
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Cleaning Technician Scorecard 
 

 
Mission:  

Our mission is to give people more time to focus on what is most important to them. Each Cleaning Technician is 
responsible for developing and maintaining 20-25 maturing clients by providing Quality, Friendly, On-time service every 
visit. 

 
Applicant Name:__________________________________________________________ 

 

Outcomes based on  

Past Job Performance: 
Rating (A-C) and Comments (more space on back) 
(To be completed after the interview) . Do not use +/- 

1. COACHABILITY: Learn and master the PMC training 
program in one week And get an “A” week 1 Training 
Report. 
 
ASK THE FOLLOWING QUESTIONS “EXACTLY” and “IN  
ORDER”” 
 
 

1. What was your boss's name? Please spell the full 
name for me__________________________ 

2. Tell me about (boss) 
a. What’s something you wish your boss did 

more of? 
b. What’s something you with your boss had 

done less of? 
3. What’s something you could have done differently 

to enhance your working relationship with your 
boss? 

4. When I talk to your boss what will he or she tell me 
your strengths are? 

5. Now all people have areas where they can 
improve, so when I talk to your boss what will he or 
she tell me your weaknesses are? 

 

2. Get the job done under pressure with less than ideal 
circumstances and little direction/training/hand holding. 
 

● Tell me about a time when you were given a job 
but you didn’t receive enough training?  

● What do you think companies need to do for their 
employees? 

 

3. Become a strong Team Lead within one month. Guiding 
new technicians in proper cleaning techniques, customer 
service, and GF procedures.  

● Tell me about a time when you were on a team 
and someone just wasn’t pulling their weight. 

 

4. Develop and maintain a close personal relationship with 
20-25 Maturing Clients. Develop at least 10 Maturing 
Clients in the first 6 mo. 

● Tell me about a time when you volunteered to help 
someone. Why did you do that? (if they’ve never 
volunteered automatic “C”) 

 



 

5. Maintain Good Organization of Material. Consistently 
report time and notes to office as required. Maintain Clean 
Supplies 

● Tell me about a time when things were totally 
disorganized at work or in your life.  

 

6. Pass quality checks with a score of 85% or above. 
● Tell me about the quality of the training program 

for your last job.. How was it? 

 

Cultural Competencies based their 

 Values and Life Experience 
Rating (A-C) 

Honest  
1. In most jobs, there are occasions when the 

policies are just not easy to follow or don’t seem 
necessary. Tell me about a time you’ve found a 
policy like this. 

2. Do you feel most people in general are honest or 
do you think most people would lie for an 
advantage if they could get away with it? 

 

 

Cooperative; -client relations, -helpful  
 

1. Tell me about a time when you were in the middle 
of a job and you were told to change and do 
something different. 

 

 

Conscientious, -Hard work, -Extra Mile, -Quality work  
 
 

1. Sometimes companies ask employees to do 
something they are not ready for or not 
comfortable with. Can you tell me about a time that 
happened to you? 

 

Positive Attitude; -resilience, -takes criticism well  
1. Can you tell me about a difficult customer or 

person that you encountered. 
 

 

Humble  
1. Sometimes we will accomplish something and 

people don’t notice it. Can you tell me about a time 
that happened to you. 

 

 

 
 



 
 

Outcomes from hiring/interview process:  

Good Communicator 
-oral/written 
-body lang/clothing 

● This is an interview for a job. If they don’t respect it 
enough to dress up in their best they won’t respect 
our clients or managers 

 

Quick Learner 
-ability to learn quickly and retain  
-follow direction 
-takes initiative 

● Did they look up our website? Do they have any 
questions for us? Did they fill out all items on the 
application? 

 

 

Responsible 
-attendance 
-deals with stress (of interview) 

● Some nervousness is normal. But they should be 
comfortable.  

● Were they early 
● Did they bring their own pen and insurance info? 

 

Organized 
-Efficient 
-Goals 

● Why do they want this job? 
● What do they want to do with the money? 
● If I took a look at your car how would you grade 

they cleanliness? inside? outside? (maybe go look 
at a few cars) 

 

 
 
Extra Notes: 



In Person Interview

Primary Responsibility

Lead Trainer

Objective

To hire excellent "A Player" Team Members who create fanatic clients. Get the new hire ready for the next step -
Orientation

Standards

Hire for attitude, train for aptitude. Screen candidates using the Team Member Job Description Score Card

Must have vehicle

Must live withing 15 miles

Must have a smart phone

Must meet our scheduling requirements

Must have a high level mastery over the English language

Must have a professional and personable demeanor

Step by Step Instructions

ROLE RESPONSIBLE STEP

Lead Trainer Kindly greet the candidate, offer them a place to sit and some water and a business card

Ask for a copy of the application that was emailed to them. If they didn't bring it mark down
a negative remark on their scorecard and ask them for an explanation (Watch for excuses)

Ask the candidate to tell you a bit about themselves

Green Frog Cleaning
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ROLE RESPONSIBLE STEP

Review the application and ask them about availability

Explain the Position: 
Give them a copy of “Job Description”. Tell them a little about what they can expect
from the Company and what the Company expects from them. We are not the
cheapest we are the best. It's all about quality.
There are 3 challenges about the job. Give them the 3 challenges brochure and
explain.

Fill out the "Technician Scorecard" form by asking the questions on the scorecard in a
relaxed friendly manner.

Explain Compensation Policy: Our compensation policy is performance based. A lot of jobs
you show up and you get paid for showing up. We pay minimum wage for showing up. To
get a higher wage you have to perform your job well and go the extra mile. Have you ever
had a job like that? 
For example the more you work the more you get paid per hour. Techs who are working
full time around 30 cleaning hours a week. Get minimum wage plus a bonus of 140 each
week, so between the two they are averaging about 16 or 17 per hour. We also give
bonuses for sales, reviews, perfect attendance and on top of that you get tips from clients.
The first week is a training week that is paid at minimum wage. Normally the first couple
weeks your bonuses may be a little low since you are new and are not performing very
well yet. Usually after the first months techs are well established and getting the bonuses
that they want. 

Ask if they have any questions

Ask them when they would be able to start if we were to offer them employment

Move the person from In Person Interview to the appropriate Infusionsoft Opportunity
stage.

Time Expectations

Interviews should take anywhere from 30 minutes to an hour

Additional Requirements

Green Frog Cleaning
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Must read "Hiring for Attitude"
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Orientation

Primary Responsibility

Lead Trainer

Objective

Prepare the new technician for life here at Green Frog. Introduce them to our culture and set expectations for their work
here.

Outcomes

Sign all documents in the Orientation Documents Packet and read through the Technician Manual through to the
Orientation Section.

Step by Step Instructions

ROLE RESPONSIBLE STEP

Lead Trainer Print an "orientation checklist". Orientation Checklist Link

Lead Trainer

Print the following (to be given to trainee):
Orientation document packet "HR 007 Orientation Docs Packet" (See attached MP4
video instructions on how to created this PDF packet using PDF Architect.) Have
them initial (or Sign where appropriate) each page of the Orientation Docs Packet.
This should include all of the documents on the Orientation Checklist that need to
be signed
"Visual Training Schedule". (Explain each day)

Lead Trainer

Collect one of each of the following:
1. "13 Rules" postcard.
2. Cleaning Checklist/Lexicon Postcard
3. PMC manual
4. Technician Manual for the Orientation Conductor and one for each Technician
5. Welcome gift package (gas card 25, lunch bag, car charger,wate rbottle, hand

sanitizer, lotion)

Green Frog Cleaning
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ROLE RESPONSIBLE STEP

Welcome the new trainee, offer them some water ask how they are doing. Ask them about
their family and show personal interest. 

1. Give them a copy of the Technician Manual
2. Open to Page 1 "Orientation Syllabus". They will already have received a copy in

the "Welcome to the team" email. Explain that you'll be going over each of the
points in order.

3. Go through each page of Technician Manual (see notes below)
4. Fill out and sign appropriate paperwork (see notes below)d
5. Before the end of the day make sure all the items on the Orientation Checklist are

checked off.

Go over each page in the "Orientation" Section of the Technician Manual (You will go over
the training section during classroom). Here are some notes that can help you with each
document:

Three Challenges Document/Brochure
This should be reviewed as a pass/fail conversation. Don't continue the
orientation if they don't "pass".

I-9, W-4, and Auto Insurance Proof.
As they are filling out the I-9 and W-4 ask if you can make a copy of their
drivers license, proof of ability to work in USA, and Auto Insurance.

Technician Position Agreement “Job Description” (HR 24-95)
They will sign this and must agree to do all these things.

#.02 Green Frog Company Story (Also a video one TEAM page)
This may be redundant, should we remove?

Orientation Video and Quiz. Have them watch these and take the online quiz.
Accountability Chart

Explain to them that our "Boss" is the client. We get paid from our "Boss".
However the Lead Trainer will hold you accountable for how well you do
keeping your "boss happy". And the Tech Trainers will help each tech to stay
focused on our "boss"'s happiness.

Get to know your coach - Technicians
This will help you get to know the trainee and them to know you. It includes
the Lead Trainer position overview, personal histories exercise, and
personality profile of the Lead Trainer.

#HRF 01-01 Employee Handbook
Review each subheading spending more time on the ones that techs usually
struggle with or that the new tech has questions about. They will sign a copy
of this as well.

Compensation & Attendance Policy
Explain how they get paid.

Confidentiality Agreement
Explain that client security and privacy is very important to the client. AND
that we have spent a lot of money getting the clients information and
developing a relationship with them. That information and relationship

Green Frog Cleaning
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ROLE RESPONSIBLE STEP

belong to Green Frog and they are not allowed to use it outside of work or
after they leave GF.

Safety Handbook/MSDS (HRF 01-07)
They need to be aware of basic safety before we let them enter any client
homes. They will sign a safety training acknowledgement in the docs packet.

How to read an SDS sheet
#1 Green Frog Tools and Supplies

You will show them each tool/supply and how/where to refill them.
Jobber Training Document (TBC)

Hands on training with the new tech on how to find jobs and read client
details.

Visual Training Schedule (HRF 01-45)
Make sure they understand that they will be grading the Tech Trainer at the
end of the week on how well the Trainer did Training them and sticking to
the Visual Training Schedule.

HRF 01-12 Introduction to the PMC (Receive PMC book and watch Video “Speed
Cleaning”)

Make sure they know why. Why, is is it important to follow the PMC.

Final Step (Parting Gift):

1. Encourage them to read the PMC manual because they will be focusing on it in
classroom training (tomorrow) and there will be a quiz.

2. ENTHUSIASTICALLY welcome them to the team and give them a welcome gift
pack including a gas card and some various practical gifts. Tell them how happy
you are to have them as part of the team and express your confidence in them that
they will be successful here.

Make sure each box on the "orientation checklist" is filled out. Orientation Checklist Link

Prerequisite Knowledge and Skills

Trained by Owner or Lead Trainer on how to conduct Orientation. Read the excerpt on Orientation in the book
"Exceptional Service/Exceptional Profit" (See attached)

You should also understand each step in the "Easy Hiring" Campaign in infusionsoft and how it relates to Orientation
and Training.
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Safety Issues and Precautions

NA

Equipment, Supplies or Parts Needed

Lean/Basic Cleaning Kit, GF uniform shirt.

Time Expectations

Orientation should be completed in 4 - 5 hours.

Advice

Relax, be friendly make them feel welcomed and excited about their new job!
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Classroom Training

Primary Responsibility

Lead Trainer

Objective

Prepare the technicians with the basic knowledge they will need to be a Tier 1 Technician in the next 3-4 weeks.

Outcomes

Understand the reasons why we follow the PMC and how important it is. Understand how we view and interact with
clients including sales and pricing/billing, Understand how to use and interact with our schedule office communication,
Understand how we act when we make a mistake.

Step by Step Instructions

ROLE RESPONSIBLE STEP

Lead Trainer

The day after Orientation Conduct Classroom Training:
Discuss each section of the Technician Manual following the Classroom Training
Syllabus.
Ask questions to make sure they understand each section. Read through sections
that they are struggling to understand and ask more questions. For example:
"What are some things we do when..."
"Why do we do ..."
"What are some challenges to following this rule"
"Why is it important?"
"How would the client feel if (how would you feel if)..."
"What could happen if...
This should take about 5-8 hours

After In Home Training but before Solo Week., Conduct Solo Week Training:
Discuss each section of the Technician Manual following the Solo Week Training
Syllabus.

Print for each trainee (see attached):
1. "Initial Training Exam" (was handbook highlights)
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ROLE RESPONSIBLE STEP

Make sure you completed all sections of the New Employee Training Checklist (See
attached). Reassign training as necessary.

Have trainees take the final exam and then check for wrong answers, discuss how they
can find the right answer in the Technician Manual. DON'T TELL THEM THE ANSWER.

After the trainees first month conduct Lead Technician Training Using the Lead Technician
Training Syllabus in the Technician Manual

Prerequisite Knowledge and Skills

Mastery of the PMC method. In depth knowledge of Green Frog procedures taught during training.

Safety Issues and Precautions

They may get tire and bored. Use questions to wake them up. And coffee.

Equipment, Supplies or Parts Needed

All printed materials and DVDs. Syllabus for each type of classroom training

Time Expectations

This should take between 6 and 8 hours. Training should be conducted every 1st and 3rd week.

Advice

Don't assume they understand just because they know the right answer. It's important they understand "Why?".
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Cleaning Technician Discipline

As the Lead Trainer you must be well aware of company policies, as 
it is your job to enforce these policies. It is also your job to make 
sure each cleaning technician is aware of company policies and the 
consequences of breaking the rules. Although it may seem like an 
unpleasant part of your job, enforcing the rules will keep your 
cleaning technicians safe and happy. It will also reduce the chances 
of being sued because of unfair practices.

Following are tips for enforcing company policies:

 Get the facts before taking action. Don’t discipline an
employee based on hearsay.

 Once you have the facts, act quickly. Don’t avoid dealing with
the cleaning technician because you’re hoping the problem will
disappear. It won’t, and in fact the situation may get worse or
more complicated. And other cleaning technicians will lose
respect for you if you ignore problems.

 Don’t play favorites when it comes to the rules. Allowing one
person to “slide” and another to face the consequences is not
acceptable.

 Document everything. Written counseling reports must be
filled out whenever you talk to an employee about a company
policy violation. If a policy was broken, make a copy of the
policy from the employee handbook and attach it to the write-
up.
Never discipline a cleaning technician in front of others.
Do it in private. The only exception to this is if you feel
the cleaning technician is unstable or could become
violent. In that case, ask another Lead Trainer or
manager to be a witness.

 Do not take disciplinary action when you are angry or upset.
And don’t confront the cleaning technician and make harsh
accusations. Take some time to calm down, write up the
report, and then talk to the employee.

 Explain your observations as to what is unacceptable about
their job performance. Then explain what improvements you
expect them to make.

 Let the cleaning technician know what the next step is and
then follow up and monitor progress. Watch for improvement
and compliment them when you notice it.
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 If it is a serious violation that must result in suspension or
immediate termination, refer to the employee handbook for
the proper procedures.

Disciplinary Discussion Examples

When it’s time to have a disciplinary discussion with a cleaning
technician, get to the point quickly.

“I asked you here to discuss a problem that I’ve noticed.
You are spending less time than the budgeted amount allowed
at the Hanson and Peterson homes, and it’s starting to show
in the cleanliness of the homes.”

“I wanted to spend some time discussing how you are
cleaning the bathrooms at the Hanson and Peterson homes.

Next, state why you are having the conversation.

“I’m concerned about the dusting. Since you are spending
less time in the home, I noticed some of the dusting isn’t
getting done.”

“I’m concerned that you are not cleaning certain items
because you are not following our bathroom cleaning system.

Next, describe what you know.

“When this was brought to my attention, I visited the
home and noticed that many areas hadn’t been dusted in
quite some time, such as the book cases in the home office,
window sills and fireplace mantle.

“I saw you start with cleaning the toilets, then go to the
countertops and sinks, then dust towel bars, and then back to
the toilets. In the meantime, you forgot to clean the mirrors.
This is not our bathroom cleaning system.”

Next, explain the consequences of the continued behavior.

“When I look at this from the customer’s perspective, I
would assume I’m paying for a service that I’m not receiving.”

“What I’m going to do is re-train you on cleaning bathrooms.
But “if this continues after the re-training, then I’ll have to
put you on probation.”

4



Next, describe how you feel about what you know.

“I’m concerned that you are in too much of a hurry to finish
your job, and are skipping tasks that are important to the
customer.”

“I am upset that this is the second time we’ve discussed this
and you continue to reassure me that you’ll follow our
systems, but then don’t keep your word.”

Next, ask the cleaning technician to share her side of the story.

“This is how I see it. Can you tell me why you are not
spending the budgeted amount of time at these two homes?”

“Now, that is what I know about the situation, but I’d
like to hear your view of what is going on.”

Based on the response from the cleaning technician, ask questions
to further understand the situation from his or her perspective.

“How do you know that the customer doesn’t want you to
dust those items?”

“If you followed the system, then why did you miss
cleaning the mirrors? And why did you go back and forth
between the toilets and countertops?”

And finally, decide the disciplinary action, how much time they have
to improve, and when you’ll next speak to them about the problem.

“I’ll give you two weeks to get the dusting back to the level
it should be. I’ll check in on you during that time and in two
weeks I’ll let you know if your performance it up to standard.”

“I believe you need to go through bathroom training one
more time, and then I’ll give you 30 days to get the system
down. I’ll check in on you to see if you have any questions
during that time. If improvement is not made at the end of 30
days I’ll have to put you on probation.”

5 Step Disciplinary Actions

1. Documented verbal warning. Talk to the cleaning technician to
make sure they understand that their performance is
unacceptable. Then explain that if it continues, a written
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warning will be given. Be sure to document the discussion. Generally
a text message, email, or vox is sufficient documentation for this.

2. Written warning. Document the situation on an incident report
and then review it with the cleaning technician. Have the
cleaning technician sign the form and place it in their
employee file. If they refuse to sign, have a Team Trainer or
Leadership Team Member sign as a witness.

3. Probation. Give the cleaning technician 30 to 60 days to
improve their performance. Be sure to give feedback during
this period. When probation is over, either remove them from
probation if performance has improved, or terminate their
employment. Termination should not be a surprise to the
cleaning technician at this point if you’ve given appropriate
feedback during the probationary period.

4. Suspension. If a policy violation needs to be investigated, you
may choose to suspend an employee for 2 or 3 days. For
example, if you suspect a cleaning technician of drinking on
the job, you may want to have her undergo a drug test and
then suspend her until the results are back. At that point
you’ll need to decide whether to allow her back to work or to
terminate her.

5. Termination. If you’ve followed the recommended steps,
termination will not and should not be a surprise. Document
the reasons for the termination, attach additional supporting
documents and have the cleaning technician sign the
termination papers. Escort the cleaning technician off the
premises immediately.
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Dealing with Cleaning Technician Personal Problems

Although we all have personal problems, we don’t all deal with them 
in the same way. Some people are able to leave their personal 
problems at home without it affecting their work. But not everyone 
is able to do this, so it may show up as poor work performance, poor 
attendance or tardiness.

The first step is to talk to the person to let them know you’ve 
observed a slip in their work performance and it needs to improve. 
See if they open up to you about what is really going on. It could 
just be carelessness, preoccupation, or it could be a personal 
problem that is causing the slip in work performance.

If it is a personal problem, there is not a lot you can do to help 
them. Listening, being empathetic to their situation and letting them 
blow off steam may help the cleaning technician feel better for the 
moment, but it is not a long term solution. Don’t let the cleaning 
technician feel as if they deserve special treatment because they 
have a personal problem.

In some situations it may be appropriate to offer some time off to 
deal with the problem, especially if it concerns health problems or a 
death in the family. But if the cleaning technician has an ongoing 
pattern of letting personal problems affect her work, you don’t want 
her to get the impression that she has temporary permission to slack 
off or take it easy when it comes to her job. A better approach is to 
ask how she plans to keep the stress at home from interfering with 
work. She needs to understand that her current level of performance 
is not acceptable and that improvements need to be made.

Remember that as a Lead Trainer, you are responsible for the 
performance of ALL cleaning technicians that work for you. If you 
find yourself spending most of your time dealing with the personal 
problems of one or two employees, then it’s taking time away from 
nurturing and developing your star cleaning technicians.

If you find yourself in this situation, don’t spend your time offering 
advice to the cleaning technician. Instead, ask what ideas she has 
about solving the problems, what she’s tried, and what resources 
she needs. The key is to get her to find the solution instead of just 
offering a shoulder to cry on. If you continually do that, she’ll start 
taking advantage of you at every opportunity.  When you encourage 
employees to solve their own problems it will help them mature, and 
will give you more time and energy to do your own job.
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Dealing With Complaints

No one likes to receive customer complaints about their work, and 
the Lead Trainer is no exception – especially when they have to talk 
to the cleaning technician responsible. But the way you deal with the 
employee(s) who are responsible for the complaint can go a long 
way towards reducing the number of complaints you receive.

Following are tips for handling customer complaints with 
your cleaning technicians:

1. Don’t approach the cleaning technician and start yelling about
the complaint. First compliment her on the work she does
well, and then discuss the complaint calmly.

2. Make sure the cleaning technician understands exactly how to
please the customer and why it is so important to keep the
customer happy (e.g. complaints can result in loss of account,
which could lead to loss of jobs).

3. Find out the cleaning technician’s point of view and then help
her find a solution. Perhaps there is something the employer
can do to make it their job easier. For example, if the
customer called to complain that the bathroom mirror wasn’t
cleaned again; ask the cleaning technician, “how can we keep
this from happening again?” This gives the employee the
opportunity to come up with her own solution.

When you handle it in this way, the cleaning technician feels
as if she helped solve a problem, even if you already had the
answer. It also makes her feel more ownership towards her
job and more a part of the team. It can also make it a much
more pleasant experience than it could have been if you’d
simply approached her and said; “Sally, you forgot to clean
the bathroom mirror again!”

4. When hiring new cleaning technicians, take this approach. Ask
this question; “If a customer isn’t happy with your work,
would you want me to let you know?” Naturally she will say
yes. Then say, “Ok, what I’d like to do is make an agreement
with you, that I will let you know if there is ever a complaint
or an improvement needed, and you will make sure to take
care of it immediately.”

Taking this approach will make it easier for you to
communicate complaints to the cleaning technician later when
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Resolving Conflics

The Lead Trainer needs to realize that conflicts at work are inevitable 
and it’s your job to resolve the conflict.  When you do it effectively, 
it can lead to personal and professional growth.

Examples of workplace conflict:

 A cleaning technician is upset because she feels a less
qualified person got the promotion she wanted.

 A cleaning technician doesn’t get along with a co-worker.

 A cleaning technician regularly has to work overtime and
doesn’t want to.

 A cleaning technician didn’t get the pay raise she expected.

 A fellow cleaning technician is making harassing comments.

 A cleaning technician feels the company is ignoring an
accommodation request such as a schedule change.

How big is the problem?
Is it a serious problem? How often does the conflict occur? Is it big
enough that you need to step in?

Identify the easiest way to solve the conflict
Do you need to have a conversation with the people involved? Is an
apology in order? Keep the solution as simple as possible. There are
three steps you can use to keep it simple:

1. State the problem
2. State the facts related to the problem
3. State your recommendation for resolving the conflict

Many conflicts can be resolved with the Company Policy Manual so
be prepared with the manual and state the policy.

What is your conflict resolution style? According to the Thomas-
Kilmann Conflict Mode Instrument (TKI), there are five conflict
resolution styles.  If you understand the different styles, you can use
them to decide the most appropriate approach to use for situation
you are in.

Competitive. People who use the competitive approach take a firm
stand on the issue. Use this style when you need to make a quick
decision or when you need to make an unpopular decision.
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Collaborative. People use this style when they’re trying to meet the 
needs of all people involved. This approach acknowledges that 
everyone’s opinion is important, but you need to come to the best 
resolution.

Compromising. This style attempts to find a solution that will at least 
partially satisfy everyone involved in the conflict. Everyone must 
concede something. Use this approach when things are at a 
standstill or if there is a deadline looming.

Accommodating. The accommodator is highly cooperative and may 
surrender their position if they feel the issue matters more to the 
other party. It is often used when peace is more important than 
winning.

Avoiding. The easy way out is to avoid conflict. the Lead Trainer who 
don’t want to hurt people’s feelings often avoid conflict. They may 
also avoid conflict if they feel it is trivial, or if they feel someone else 
should manage the situation. In any case, it is never good to avoid 
conflict if it is your job to keep the peace.

How to handle yourself during conflict resolution. It is 
important to remain calm and courteous, and to not take things 
personally. It is your job as the Lead Trainer to keep the peace and 
guide the cleaning technicians towards resolution.

Listen first; talk second. You need to understand where each person 
is coming from before offering a solution or making a decision. You 
also need to identify the real issue – it may be an underlying 
problem that isn’t immediately apparent. After listening to all sides, 
lay out the facts and explore options together.

Document the meeting noting the date, time, location, people 
involved, and copies of relevant documents. Explain in detail what 
happened and the result of the meeting, including the next steps. 
Place a copy of the documentation in the employee files of all 
involved.

Conflict may not be pleasant, but not all conflict is bad. In fact, some 
conflict may even be beneficial because it requires us to face issues 
that may be going on within the company. It also encourages us to 
come up with new ways of doing things that will benefit all cleaning 
technicians, not just a few.

10



Introducing Change

Change is everywhere and it’s no different in the cleaning industry. 
When management decides to make a change, it is usually your job 
as the Lead Trainer to implement the change. Since it’s natural for 
people to resist change, you’ll need to understand how to deal with 
this resistance.

The most important thing to remember about change is; if people 
think the change is their idea, they are less likely to resist. But if 
they feel the change is being forced on them without any 
consideration for their input or thoughts, they are more likely to 
resist.

How to implement change

1. When possible, solicit feedback about the change before
implementing. This gets everyone involved in the decision-
making process. When they feel they have played a role in
deciding the changes to be made, they’re more likely to
welcome the change.

2. Keep the lines of communication open and answer questions
to get everything out on the table. This will keep rumors from
starting.

3. If it is a large change, phase it in over time. For example, if
implementing a green cleaning program, do one thing at a
time such as changing from cotton rags to microfiber cloths.
When cleaning technicians are used to this change, start the
next phase of using environmentally safe chemicals.

4. Explain the benefits to the cleaning technicians during each
phase of the change. For example, the new cleaning chemicals
will help keep you (the cleaning technicians who use them)
safe from toxic fumes.

5. You must be on board with the changes. If you show
negativity towards change and do not set a good example,
you will not be able to convince the cleaning technicians you
supervise that this is a good direction for the company to
take.

In order for the company to grow and compete in the industry, it must make changes. 
Companies that live in the past simply cannot survive.
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