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The Immediate Problem

At the June lhth meeting of the Metropolitan Council, a minute was
adopted by a vote of 19 to 1 to refer to the Executive Committee for its
consideration and recommendations thereon a motion seeking the immediate
resignation of the present Commissioners and including the following as
part of the preamblet "and whereas this Council is of the opinion that
the conduct of the Commissioners has been such as to irreparably destroy
the trust and confidence of the public in the functioning of the five
members of the Commission..." The only person to oppose referral of this
problem in these terms to the Executive was the mover of the original
resolution who favoured more summary action,

On Septcmber 13th, the Executive Committee received a memorandum on
the subject from thc Metropolitan Chairman and submissions from the Toronto
Board of Trade and the Reeve of North York. All sought fundamental
changes, either in the Constitution of the Commission, in the Commission's
powers, or both,




On September 21st, the Executive Committee will give further
consideration to these proposals and to other representations which may
be received mcanwhile.

The purpose of this bulletin is to provide a factual report on this
controversial subject and to present to the Committee a proposcd solution
which we belicve to be constructive.

The Significance of the Charge

The chargc which is being levelled against the T.T.C. is that, in
dealing with Commission business, the conduct of the Commissioncrs has
neen deficient and transit affairs have suffered as a result, rrcss
radio and television have reported on this situation at length and ovc
many months, Thc evidence which they had piled up was topped carly last
June when the C.B.C. televised an actual Commission meeting. Revealed to
all viewers was a shocking lack of harmony, decorum, and dispatch in the
processing of Commission business.

A

One of thc causes of acrimony among the Commissioners was a charge
of inefficicncy lcvelled against the T.T.C. management nearly two ycars
ago, by onc of the Commissioners., Reporting to Council the results of a
meeting on thc subject with the Commission, the Metro Executive Committee
began its statement: "The Toronto Transit Commission has indicatcd that
it is quite capablc of and will re-cstablish a condition of normalcy in
the activitics of the Commission as a Commission and as between the
Commission and the Management of the Toronto Transit Commission".

Sixtecn months later, the Metropolitan Council decided that con-
ditions were still not normal and, jindeed, had further detcrioratcd in
the interval,

Problcms of transit management, financing and planning havc all
made headlincs in rccent years. But, let us be quite clear, nonc of these
issues was brought forward as the reason for asking the Executive Committee
to consider ways and means of dislodging the present Commissionerse
Their deportment alone was regarded as a sufficicnt complainte.

Commonly, thc present T.T.C. hassle is considercd to datc back less
than two years. One suggestion has been that the trouble bcgan when
meetings of thc Commission wcre opcned to the prcss. In reality, the T.T.C.
has created morc than its share of unfavourable publicity throughout a much
longer periode. 1In 1957 and 1958, for example, controversy raged over the
choice of subway routes and the citizens wcrc treated, as the Burcau then
noted, "to a display of Punch and Judy politics" which "at timcs rcached
fever pitch" and "created public exasperation.™

In the currcnt dcbate over T.T.C. affairs, the Cormissioriers have not
been the only oncs to indulge in intecmperate or undignificd conduct. But
this is not the point, When our clected rcpresentatives on Metro join in
unanimous condcmnation of the Commissioncrs' conduct, it would sccnm that
something fundamental is wronge

Did thc Councillors mean what they sanid? Clcarly they did, As long
ago as Deccmber 1, 1959, thc same body agrced by a vote of 20 to 1 to ask
the Province to cstablish beyond reasonablc doubt, and with propeoer safc=-
guards, thcir powcer to dismiss Commissioners in mid term, On March 22y
1960, the Council asked for a Judicial enquiry into the Commissionecrs'
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expenses, covering the years 1954 to 1959 inclusive., Next came the June
motion. In the debate, statements by Metro Councillors such as the follow-
ing were accepted without challenge. No single voice was raised in the
Commissioners' defence,

"The T.T.C. has ceased to function as a responsible body"

"Members have no respect for one another or for their employers.
(i.e. Metro Council)

"The Commission is bankrupt in morale, esprit de corps and discipline"
"People in responsible positions playing cops and robbers"

"No decorum at meetings"

"Hour after hour in what seem pointless arguments™"

"Two Commissioners have no influence over the other three; three
Commissioners have no influence over the other two!

"Survival of the fittest"

"I am amazed and disgusted at the manner in which some Commissioners
at least feel they should fulfill their responsibilities"

"The present Commission with its eternal wrangling is certainly
bringing Toronto into disrepute"

"Eighteen months of compromise--no improvement in eighteen months"

"No signs that we'll see restoration of normal relationships between
the T.T.C. Commission and management"

"The sooner we do something to get them out the better”

"Nobody is more important than the solution of the issue. No one
must be allowed to stand in the way"

A Fresh Start

At first glance, the Metropolitan Council might appear fully
responsible for the present unsatisfactory Commission membership., This is
not, however, entirely true., To begin with, the Council was required to
accept as Commissioners three persons who had been occupying corresponding
positions on the former T.T.C. By the Act of Federation, they were granted
terms of five, four and three years respectively, The Metro Council was
to select two persons from suburban municipalities for terms of two years
and a year to serve along with them and was charged thereafter with
£filling one vacancy annually,

§ In making the subsequent appointments, Metro was free, in theory,
to name any local ratepayer. In practice, the Council was more restricted:

1. The new appointee must agree to serve alongside four existing
members whose appointments had not expired.

2. Reappointment of the retiring Commissioner had become a strong
tradition.

3. Opposition could be expected to any attempt to alter the city-
suburban balance in representation,

L The requircment that the appointment be made by a two-thirds
ma jority of the Councillors present and voting might be thought to
assist the compromise selection over the more capable candidate.
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Perhaps, therefore, the Metropolitan Council is justified in scek-
ing new legislation which would allow it a fresh start, But the proposals
which are now being advanced scek something more. They look for more
fundamental changes in the way the Commission is constituted and in the
powers it execrciscse.

Changes in the Commission Set-Up

If tho answer is to continue public transit under Commission
control, a varicty of alternatives becomes possible., The point 1s well
illustrated by comparing the set-up of four Commissions, present and
proposed. On the following page, the legislation governing the Toronto
Transit Commission is sunmarized alongside the more recent Hamilton
legislation, the Board of Trade's proposals and the Metro Chairman's
recommendations, Hamilton's rules, it should be noted, werc cstablished
this spring when that City and the Province were both very much awarc of
the difficultios boing encountered by our T.T.C. The submission by the
Reeve of North York is excluded because it proposed no changes from the
rules which now apply in the membership, method of appointment or dis-
missal of T.T.C. Comnissionerse.

The following brief comments are offered on the two ncw proposals:

1. Both favour rcducing the term in office to three years, 2a proposal
which scems rcasonable to the Bureau in relation to the lcngth of tcernm
allowed clected reprcecsentatives.

2, The Metro Chairman's plan calls for a small paid body whercas the
Board suggcsts a larger group serving for nominal fccs, except for its
chairman, Both types of bodies have operated successfully clscwheree

3, The Board of Tradc's proposal is that the voluntecr board bc chaired by
a2 highly-paid permanent official. Prcsumably, he is expected both to
set policy and direct administration. Even in a revcnuc-carning
governnental cnterprisc, the objectives differ sufficiently from thosc
of privatc busincss to make such delegation of policy leadership to &
permanent official decidedly doubtful practice.

L. The Metro Chairman's plan would prevent an electcd represcntative fron
resigning in ‘mid term to aceccpt a T.T.C. appointment., This being an
clection ycar, however, the entire Comnission could be selcctcd beforc
clcetion day from among the prescnt Metro Council. Again, as the
statement has been worded, the Mctro Chairman hinself (not being a
member of any area Council) could at any time be appointed to the
proposcd Comnission while continuing in his present officce

5, The Board of Trade's lcgal requircment that dismissals bc only "for
cause" would scen to render the intended power inopcrative cxecpt in
the most glaring circumstances.

The Commission's Powers

In Ontario, the delegation of certain municipal res onsibilitics
to bodies other tﬁan Counci% is quite comnon. Thesc "loca boards!--to
give thenm their lcgal designation--operate at arm's length fron our
clected represcntatives and en joy varying degrces of indepcndence fror
Council control., Until now, the T.T.C. has bcen among thosc boards onjoy-
ing a very grcalt mecasure of frecedom of action. The position has becen madc
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possible by a grant of monopoly rights in the field of public trnnfit
including the opportunity to sct farcs at levels which will makec the

Commission's opcrations self-sustaining.

As with othcr such bodies, the T.T.C. has becn required to obtain
approval for capital borrowing from the municipal Council which undcrtakes
the borrowing on its behalf, And Metro is free to accept, rcject or
modify the T.T.C.'s requisitions for capital funds. On the other hand,
any ycar-end surpluscs which the T.T.C., is able %o achicve arc rctained
under its control and become available for capital improvemcnts to the
system,

Under the Municipality of Metropolitan Toronto Act, the T.T.C. rust
ask the Mctropolitan Council to gexpropriate land for it whcre such is
deemed desirablc, Again, "immediatcly after the close of cach calendar
year, the Commission shall prepare, deliver to the Metropolitan Council,
and publish" audited financial statements and a general report of its
operations for that calendar year,

Speaking gcnerally, the restrictions on T.T.C. independencec out-
lined above rcprescnt the minimum controls applicable to "local boards'".

The T.T.C. rcport on operations and its audited financial statcnents
are custonarily issued as a combined report. The 1959 report appearcd just
after Labour Day--much too late, we suggest, for the Councillors to reap
the maximum benefit from it. 1In the Hamilton legislation, the ycarly
report on operations is to be presented in a form approved by the Council
before February 28th., If the Toronto Commission is continued, 2 similar
change might well be adopted or, better still, quarterly reporting night
be required,

Under the Municipal Act (Section 2L,5), the municipal auditor is ex-

pected also to audit the books of all "local boards". In compliance with
this provision, thc Metropolitan Auditor has carried out audits of the
Commission's books and reported accordingly to the Corporation, The
T.7.C. also hircs an outside firm of auditors and this fact probably
influenced the Mctro auditor to seek and obtain Provincial approval five
years age to substitutc a test audit for the full audit. The Mctropolitan

Auditor has not, it should be noted, considered it necessary or advisable
in the coursc of his work to draw particular attention to the expe nse
accounts of the Commissioners,

The T.T.C. is required under the Metropolitan Act to make its
services self-sustaining, including provision for maintcnance, rcnewals,
debt charges and so forth, This has been the price of its substantial
freedon,

In actual practice, a sclf-sustaining position was not fully
maintained throughout the first six years of the Transit Commission's
1ife., In relation to accounting procedures which appear to be conscrvative
—-and wisely so--the T.T.C. incurred substantial deficits on current
account in the first two years and a much smaller deficit in 1959. The
carlier deficits, which were attributed to non-recurring costs of the
transition period, wcre partially offset by a municipal grant of $2,300,000
authorized by an amerndment to the Metropolitan Act. The 1959 deficit was
not too significant, amounting to little more than % of 1 per cent of
operating rcvcnucs, A subsequent increase in fares, effective May 1, 1960,




- r —

nay have restored the T,T.C. to a profit position. With the hclg o{
Metro grant, the T.T.C. chalkcd up an operating profit in its first
years of $1,587,000; without this paynent it was short $713,000,
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What the T.T.C. has clearly bcen unable to do is to undertake ?he
mammoth capital burden of new subway construction while naintaining its
fare structurc at any rcasonable level, In the absence of provincial sub-
sidies, the taxpayers have felt it necessary to underwrite a little over
half the cost of the east-west subway from tax funds.

An incrcasingly strong case can be made for provincial subsidiza-
tion of rapid transit construction, Had assistance been availablc con-
parable to thc Metropolitan road grants, the T.T.C. could probably have
proceeded without subsidy from local taxation. The Reeve of North York
makes a plea for such assistonce in his submission.

Curbing the Commission's Powers

The new proposals relating to appointment, term of officc and dis-
nisszl of T.T.C. Commissioncrs would in themselves give Mctropolitan
Council somec additional control over the Commission, Two of thc proposals
which are now before the Executive Committee would go further and allow
Metropolitan Council some degree of supervision of actual opecrations,
including finance and planning. By contrast, the Metro Chairman's pro-
posal would rcmovc the requirement that the T.T.C. be sclf-sustaining and
put nothing formal in its place--other than to give the Mctropolitan
Auditor full access to the Commission's accounts and records on the
Council's bchalf and to give the Council power to requirec financial
reports from thc Auditor accordingly.

The Board of Tradec and, likewise, the Reeve of North York would
clip the Cormission's wings, The Metro Chairman's plan would rcly upon
informal co-opcration and negotiation or, co-opcration forced by thec fcar
of dismissal,

The Problcnm of Arm's Length Control

Transit opcrations must surecly be accepted as 2 public scrvicce
forming part of local government. Regardless of who runs it, an important
objective is to give reasonable satisfaction to those who use and pay for
the scrvices--thc strcetcar, bus amd subway riders., Yet the primc rcspons-
ibility of the policy-makers for transit as for any other nunicipal service
is, we maintain, to the local eclectorate and taxpayers. This is truc
whether the scrvices arc subsidized or not; for the Municipal Corporation
is the sponsor of the service and can only be expected to continue in this
role while it is in its interests to do so., Under Mctro, our clcctcd
representativces appoint the Commissioners to act in their stead under rulcs
which are intendcd to ensure that these very intercsts will predoninate.

As thc Burcau sces it, the lcgitimate argument in favour of putting
transit or any other public scrvicec under a "local board" is to rceclicve
clected reprcescntatives of day-to-day policy decisions and broad supcer-
vision of adninistration on behalf of the electorate. Provided our
elected rcprescntatives can work harroniously with the local boards they
appoint and sufficicntly closcly to suit the circumstances, the arrange-
nent is entirely satisfactory.
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One of thec common fallacics of governncnt as practicod in Horth
@mcrica is the belief that an acceptable financial result is the sole
important tcst required of a publie utility's cffcctivencssSe Occupying in
most cases a monopoly position it is hard to dctermine the opcrating
targets such utilitics should set for themselves (year-end profit or loss)
and what rates ought to be sufficient to achicve it. As one illustrntion,
municipal utilitics in a number of western Canadian cities are expected to
make a handsomc profit and to turn over the money to relicve the property
taxpayer of part of his burden .

The compctition of the automobile is making it difficult for
transit utilitics ecverywhere to opcrate in the black while maintaining
fares which attract volume traffiec., Encouraged by provincial subsidies,
our cxpressway programme 18 moving rapidly ahead and accentuating the
problem,

If the requirement that the T.7.0: be self -sustaining constituted
a sufficient control in the past, it would take 1ittlc imagination to
devise a modificd form of control to suit its altercd financial circum-
stances. For cxample, the Act could rcads Subjecct to 2 five per cent
subsidy from local taxation, the T.T.C. shall be self -sustaininge.

The Bureau's Approach

The dircction of public transit scrvices reprcscnts a morc impor-
component of -mnicipal services in Mctropolitan Toronto than in nost
cipalities, In 1953, the Mctropolitan Federation was created to plan,
mote and dircct, from a municioal point of view, the growth of the
anding metropolis. In line with this objective, the transit scrvices

o be basically rcconstituted and reshaped to fit the broadecr objcct-
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The Act of Federation failed to recognize the closc concern of our
clected reprcsentatives with the developmen?t and maintenancce of appro-
priate transit policies. Initially, the Act gave them the right to
appoint two ncn to a five-man Commission and, thereafter, cast Council
members in the role of observcers where they night better have been nade
gctive participants. It is not entirely surprising thereforec that a
breakdown in rclations has occurrcde.

As noted carlier, thc competcnce of top nanagement in the Conmis-
sion has bcen qucstioned. Historically, the Chairman of the former City
Cornmission prc-cupted a part of that rcsponsibility--and it appearecd to
work., Yet as a pattern it is dangerous and cannot be supported. If rozrc
moncy is necded to sccurc thoroughly compctent nanagenent, $48,000 of
Commissioners' salarics could be directed to that purposc by naking the
T.T.C. 2 decpartmen?d of Metro.

1f transit scrvices werec to be placcd under a regular nunicipal
department, the prcsent Commission would be dissolved. Theo general
manager would becone a department hcad, corrcsponding to the heads of
other operating dc;artmcnts--roads, parks, ctc. The policy-naking and
supervisory powecrs now exercised by the T.T.C. Commissioners wwould pass
to the Metropolitan Council,
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It could be argued that the Metropolitan Councillors arc much too
busy to servec as the governing body for the T.7.C. Except for the Metro
Chairman, all are meubers of local arca Councils. Thirtecn of the members
are the heads of such Councils. But this dual membership is & separate
problen. The truth of it is that the conscientious Metropolitan Coun=
cillor has been forced to devote much time %o T,T.C. problens under the
existing set-up and he will have to go on doing SO for some considerable
time in order to safeguard the people's interests.

Ls the Burcau sees it, transit scrvices can be operated eventually
as a smoothly-running civic department. Meanwhile, direct control through
Council and its rcgular committee system of fers the best hope of clcaring
up the current difficulties to the public's satisfaction.

The Burcau rccormends

1. that the T.T.C. be nade a department of Metro responsible to
Council in the normal manncer;

2. that a Standing Committeec of Council be established in duc
coursc to process transit business;

3, that provision be made for adding a ninority of co-opted mecmbers
to thc Standing Comnittee with or without voting powers;

L, that, for the first ycar, the Exccutive Committce serve itsclf as
the Standing Committec on transit;

5., that amendnents be made to the Municipality of Metropolitan
Toronto Act to prevent the members of Council from raiding
transit revenues for other purposes and to ensure that the
transit department retains and accumulates sufficient capital
assets under its control to strengthen and stabilize its operatioms.

BUREAU OF MUNICIPAL RESEARCH

A, H, LEMMON ERIC HARDY

President Director

Toronto, Ontario
September 20, 1960
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eatelpud.m{,‘ . . . . the only research organization concerned exclusively with
improving local government operations and practices
throughout Greater Toronto

‘n.u&&'c i?ata,ufec{ . . a non-profit agency backed by business concerns, associa-
tions and individuals who want honest, efficient government
mafefzenafenf . « . . by its provincial charter, barred from accepting govern-

ment subsidy and committed to a continuing impartial
survey of civic affairs

g,«a&j&ea/ . . . .. served by a permanent research staff which produces
reports and recommendations and provides information
and advice on governmental problems

W@Jd .. .. operafing since 1914, and long accepted by public officials

and community leaders as a constructive force for civic
betterment.
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