14: STAFF

· Hiring? 

· Who: Hallmarks of a great staff person

· How: Values that guide
· Local consistency 

· Meaningful accountability

· Compensation (cash and creativity)
· Pitfalls to avoid

“Caretaker” staff (undervaluing the job)-



Managerial/institutionalized silos -


Silos - Ill PR communication -



Unaccountable downtown decisions – 



Cooperation? - 



“No, we’d be liable” - 

Who are staff, who should staff be? The staff at a rink are the friendly faces that welcome skaters every day. 

Hiring? Who: Hallmarks of a great staff person:

Someone who is local or knows the neighborhood. Someone who likes ice rinks, who can skate or values skating. A City rink works best when rink staff and rink users make it work together.  A good rink is one where rink users enjoy their visit and rink staff members enjoy making it work well. More on how community members and staff figure this out in chapter 15. 
A good mix of ages and stages as well as genders and backgrounds is vital in Toronto. Rinks are seasonal and that means the work is seasonal. Students (high school or college aged), previously unemployed, newcomer Canadians, mothers and fathers. Rink visits we made around Toronto often revealed that only 15% of staff were female, and no one was friendly. If you have ever felt like a staff room is a club that someone new, or female, does not belong to, there is a problem. Everyone has a capacity for unfriendly, clique-like behaviour, but in a public rink with 2 months to demonstrate its potential, it can’t happen. 
Hiring? How: Values that guide

Staff should look to the good of the rink and the best use of public space. 

Local consistency – staff should have a working knowledge of the neighborhood and rink users, neighborhood services like homeless shelters, other rinks, skate sharpening locations, local libraries etc. Staff shouldn’t be switched from rink to rink, this makes it difficult for staff to help build relationships or good practices and ‘better’ their rink. 

Hiring? How - Meaningful accountability (rather than customer service)– staff should listen to complaints and suggestions from skaters so they can improve their rink. When an improvement or quick fix isn’t easy to see, staff should explain the hurdles and history of a problem so skaters understand why the problem isn’t fixed and what they can do to help.
Hiring? How - Compensation (cash and creativity) – 
Staff should be paid. The work of running a rink is hard. Hard because it is repetitive, mundane, heavy, dirty, but even worse it is creatively draining because solving problems with skaters can be quite hard. Paying people for work makes it easier to hold staff accountable for problems and sets a higher standard for the quality of program. Most staff at Dufferin Rink started by volunteering, often volunteering is a great way to confirm a good “fit” for people. If changing garbage or asking youths not to curse is a deal breaker. Better to know. More on volunteers below on page xx. While rinks often have mundane tasks, it is key to staff retention that staff feel they may use their talents for interesting tasks, not just changing garbage pails. For example, helping to set up an audio system and choosing appropriate music for a rink dance party appeals to many people. Furthermore, compensation through respect like listening to suggestions and letting staff help to figure out problems as they arise goes a long way in helping staff feel their work is valued.

Pitfalls to avoid: “Caretaker” staff (undervaluing the job)-

The typical rink in former Toronto is staffed by recreation staff who are often quite young (14 years old) and either alone or working with one other staff member. These staff may have trouble enforcing rules, and fear reprisals from those they discipline in the name of the City of Toronto. Their solution is to draw back, let kids swear, or litter, or fight, and lock themselves in their staff office. In addition, rinks are places where youth like to socialize - and also where they like to try out their power. Staff at outdoor rinks are often very young and that makes it almost impossible for them to regulate the social life of a rink. They retreat. 

Where there are mature staff with a real interest in and curiosity about the young people who use the rink, working alongside younger staff, youth can find a lasting resource, sometimes even a home away from home.
Pitfalls to avoid: Managerial/institutionalized silos - 

One Toronto rink might have as many as 7 task based managers. Recreation staff and zamboni drivers are in different union locals, with different bosses. Co-operation, even communication, can be non-existent. The job descriptions given to these workers restrict the workers from integrating, co-operating or failing to overlap each others tasks. The solution is pretty straightforward, a concerted effort from management to a) nudge the spirit of co-operation into bloom and b) reflect on and change job descriptions when they impair co-operative behaviour. 

Pitfalls to avoid: Silos - Ill PR communication -
On-site recreation staff (are) the central ‘conduit’ of communication between skaters (the public) and the cities’ rink bureaucracy. Front-line recreation staff (building attendants and rink guards) are consistently at each rink, and each rink office has a log book for staff to communicate with one another. The easiest way to make sure that problems (eg. compressor failure, rink operators stuck in traffic, etc) are communicated to rink users clearly and promptly is for front-line staff from all other silos/departments to immediately let the on-site recreation staff know exactly what is going wrong. 
Pitfalls to avoid: Unaccountable downtown decisions – 

Staff (and rink users, more on that later) must be included in a collaborative approach to new rink rules. New rules like helmet requirements were made without consultation with on site staff, now the helmet requirements are either strictly enforced and skaters are refused entry or ignored entirely. 

Pitfalls to avoid: Silos –Cooperation? - 
Regular staff meetings which include ALL rink staff – zamboni drivers as well as recreation staff –  help make the rink run better. If there are any problems with ice maintenance or with bad behaviour, they can be worked out in conversation.  Keep minutes. When there are special events or unusual problems, rink friends can be invited to staff meetings so that staff and community members can co-operate in making the rink work better. Plan to have some food and coffee at your meeting.  Meeting over a bowl of hot soup can make everyone feel relaxed and lively discussion comes more easily.

Pitfalls to avoid: “No, we’d be liable” - 
More and more this sort of phrase undermines innovative action (like and annual “bikes on ice” race). For instance, wearing helmets and other protective gear while playing shinny or expecting co-operative help from rink friends or even members of different unions. The problem with “we can’t because we’d be liable” is that it usually is the end of the discussion, no follow up information and no common sense about risks. Health and Safety courses claim that “there is no such thing as an accident”, and accidents are terrible. Is it ‘okay’ to ask, if it will cost millions of dollars and restrict 100’s of people from participating, is the risk of 1 injury worth installing a restrictive rule? The safety culture prevalent in Toronto seems genuine, accidents are frightening, but all too often it is an excuse for taking no further action and answering no more questions. Escaping accountability, avoiding innovation; go back to sleep. 
So the best general advice in facing these kind of “no’s” is to say, “show me the documentation, where is it written, how many injuries have occurred, show me” in addition to asking for common sense compromises like a one-off event. Look for contrary cases. We talk more about this in chapter xx helmets. 
