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GENERAL STATEMENT

The survey of the department of works was undertaken at a time
when the entire organization and administrative procedure were
undergoing many changes, instituted during the incumbency of the
present commissioner. The revolutionary character of these changes
may be evidenced by a short review of the forms and records. Prac-
tically every accounting form, report or engineering summary now
in use has been developed and installed within the last year. Of
these new forms, particularly those relating to the control of field
work, the best summaries and administrative records are those which
have been in operation for the shortest period—some of the reports
having been in use less than a month when the field survey was first
taken up. In the division of accounting and purchasing, great
improvement, in both organization and procedure, has been effected
within the last year. No form record or report of any fundamental
value now in use has been in operation more than a year.

The present administration is to be commended for its initiative
and resourcefulness in dealing with these reorganization problems.
Much of this new procedure is still in a transitional stage, and there
are many other changes proposed, but not yet in operation. In this
report many of the uncompleted installations in the department will
be criticized in considerable detail, in order that necessary correc-
tions may be effected before the completion of the work.

These are current administrative problems, constructive eriticism
of which is usually, and has been in Toronto, welcomed by the
department. More important from a critical standpoint, however,
are those inefficiencies in organization and administration which have
been developing for a number of years, either through lack of vision
or pure inefficiency on the part of the executive personnel. It is
obvious at once that responsibility for such conditions cannot be
charged solely against the department of works or its present
administration. What is essential now, is not the centering of
responsibility for past failures, but rather the elimination of the
present defects. If this be done the emphatic criticisms in the fol-
lowing report will have carried out their purpose.
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SUMMARY OF RECOMMENDATIONS

In order that the problem for the future may be presented dis-
tinetly, the constructive suggestions which are included with the
criticism of present conditions in the body of the report have been
summarized in the form of a program of recommendations. These
suggestions may be summarized as recommending:

1—Centralization of working forces as an essential to efficient man-
agement, specifically by :
a—Central stenographic division;
b—Central permit division;
c—~Central drafting and surveying force;
d—~Central inspection force;
e—Central payroll division;
f—Return to former method of operating street cleaning and
garbage collection as section of department of works.
2—Reduction of stores force.
3—Care in seeing that each class of employees is kept to its own
kind of work.
4—Change of methods of appropriation control by new accounting
procedure and administrative practice.
5—Revision of contract accounting.
6—Installation of adequate system for keeping cost and expense
records.
T—Establishment of repair fund for outside work.
8—Standardization of permit forms.
9—Revision of forms and methods in street opening permits.
10-New stores ledgers and periodic audit.
11-Introduction of adequate time and service records.
12-Revision of report forms.
13-Improvement of form and prompt publication of annual report.
14-Establishment of general ledger control of subsidiary accounts.
15-Provision for prompt payment of department bills.
16-Consolidation of departmental reference library with muniecipal
reference library.

17-Adoption of plan by which street cleaning force will make light
street repairs.

18-Study of relative efficiency of large and small sewer cateh basins,
with reference to cost of cleaning.

19-Adoption of definite program for sidewalk improvement.
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20-More intelligent diversion of traffic from streets closed for re-
pairs.

21-Citizen backing of works department in program to rid the eity
of overhead wiring.

22—-Advisability of department doing all its own teaming work.

23-Sending of notice to property owners affected, when street is to
be torn up by construction work.

24-Putting construction and maintenance of park roads upder juris-
diction of department of works.

25-Preparation of complete records of all sub-structure street condi-
tions.

26-Steps to expedite the performance of public works.

27-Substitution of unit-cost for ‘‘lump-sum’’ bidding.

28-Substitution of city work for present contract system in laying
water mains.

29-Revision of laws relating to local improvements in order to:
a—Stop the present practice of charging a part of maintenance

against abutting property;

b—Avoid the necessity of paying for repaving and reconstruec-
tion by local assessments;

c—Get away from frontage plan of assessments.

30-Adoption of a municipal civil service.

Centralization of Working Forces as an Essential to
Efficient Management
Experience of most large corporations and many cities has proved
that centralization is of fundamental importance in eliminating
waste. Economical use of equipment or personnel is impossible with-
out it. The department of works offers no specially unique problems
which would make centralization ineffective in its organization.

~ Central Stenographic Division.
A central stenographic bureau is an aid to efficient office manage-
ment. It eliminates unnecessary noise in accounting and adminis-
tering offices, usually reduces the force, and increases the quality of

the service.
Central Permit Division.

A central bureau would reduce the force, simplify the procedure,
and serve the convenience of the public by establishing one known
place at which to make application for any kind of permit.

I R T N T,




CIVIC SURVEY REPORT 163

FIRE DEPARTMENT




FIRE DEPARTMENT 165

Page
GENERAL STATEMENT .iiomsuneasmsesmeiosss s e s seveesnsd i s 167
Summary of recommendations ...........ciiiiiiiiiiiiiienn. 167
THE WORK OF THE DEPARTMENT—PREVENTION AND EXTIN-
GUISHING OF FIRES :.:covivssssssssnrsnssssssnansosssssos 173
Pire Dreventlon o e s s wim v ams o5 5 e ms & e 5 ¥ o 6w 6 5 6@ 6% 608 65 565 174
THEALTE A o6 5506 % 60 50d 5 505 5o 500 6 535 508559560500 S8 B8 S5 B8 5 B8 B0 F 5B w899 176
THEAITE: B o s om0 0 sum mom e ms e B o o0 5856 5 05 5 8 Aok 506 04 o 906 305 00 30 6 03 06 08 179
MHEBALTE, © s vee vinim s wm 05w nsm im0 2 oo S0m 0 i S burs i d o B 51 8 0 8 o 00 8 0 0 .80 8 182
Theatre D ... i i ittt ittt annnannns 184
Theatres E, F and G ...ttt ittt eenanaannnnns 185
Fire extinguishment ..........c. ittt 189
ORGANIZATION AND ADMINISTRATION ... i.itiiiiiiiinnnnnns 189
General outline of organization ........... ... ... i ... 189
Administration .............. S R R S RO 8 190
Organization of fire fighting force ..........coiiiiiiiiinne.n.. 192
APPOINTMENT, TRAINING, DISCIPLINE, PROMOTION AND PRO-
VISION FOR WELFARE OF EMPLOYEES ..........ccvv.uu. 193
Original appointments ........iiiiiiiiiietiiennnnrnnnnneeeennas 193
Training and discipline of employees ...........ciiiiiiiiinnn. 196
153 11010 Lo 1 () ¢ K= AP 200
Punishment of delinquent firemen ............ ... 0 iiirinnrnn. 201
Reinstatement of firemen ...........c.coiiiiiiiiiiererennnnnennns 204
Provision for welfare of employees ........c.cviiiinininnnnnrnns 205
PONSIOTIS oo 5658 5058 5 s i s 06 910595 505 503 5608 5005 5608 0 905 96906 95 50 500 50005 5% 8 %6 o 60 206
FIRE FIGHTING EQUIPMENT ... ... .. i.tiiiiitiitinnenninnnnnneas 210
Fire halls and mechanical apparatus ..........ci vt nenaeenns 210
HOTEBEE: oo o0 0 0 51 0s 55 516 508 5080000 0 & 8 5608 501 8 100 000 R 3 0800 560 9,000 06 100 s 518 500 5 0606 97 0 212
Fire alarm telegraph system ..........c.iiiritiiininrennannnenns 213
BUSINESS MANAGEMENT ... . . iiiitiiiiitetnrrtnnninnnsonnns 222

RECORDS AND REPORTS . \.vttittit e et e e e e aaenans 235




FIRE DEPARTMENT 167

GENERAL STATEMENT

The following report on the survey of the fire department is the
result of a careful examination of its records, observations of pro-
cedure, interviews with officials of the department, and a field study.
The study of the department was greatly facilitated by the chief and
his assistants, who accorded the fullest co-operation.

Summary of Recommendations.
A general summary of the recommendations made are:

1—The appointment of a fire commissioner and a re-distribution of
the functions of the chief.

92— The immediate establishment of a training school for firemen.
3—Improvement of methods of discipline.

4—The inauguration of a fire prevention campaign and the appoint-
ment of a fire prevention commission.

b—Appointment of additional firemen.

6—Adoption of definite rules governing appointments and promo-

tions. g

7—Establishment of definite procedure governing trial and punish-
ment.

8—Designation of a department surgeon.

9—Establishment of a board of honor.

10-Revision of pension system.

11-Placing fire alarm wires underground in congested parts of city.
12-Furnishing fire halls and headquarters with proper maps.
13-Transfer of the duty to inspect city lights to another department.
14 Establishment of a central purchasing agency for all supplies.
15-Relieving the secretary of many of his present functions.
16-Adequate test of hose to replace present insufficient tests.
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17-Budget estimates on scientific basis.

18-Standard specifications for department supplies.
19-Procedure for disposition of condemned property.
20-Establishment of check and control upon storeroom.
21-Inventory of all property.

22-Inspection of supplies.

23-Standardization of fire halls.

24-Searchlight for night fires.

25-New records and reporting system.

The Appointment of a Fire Commissioner and a
Redistribution of the Functions of the Chief.

Much of the chief’s time is given to routine work, which should
be performed by subordinates, with the result that he lacks proper
control over the uniformed force and the business management.

To improve the efficiency of the force, the report points out, it is
necessary that the chief give his entire time to directing the activities
of the uniformed force, and that, for purposes of administering the
general department, a fire commissioner be appointed.

The placing of the administration of the department under the
jurisdiction of a commissioner would not only bring the department
to a higher standard of efficiency on the fire fighting side, but would
likewise place the administrative branch of the department upon a
business basis.

The Immediate Establishment of a Training School for Firemen.

The city has grown rapidly in population and importance. Not-
withstanding this rapid growth in population, area and importance,
and the increase of commercial activity in the city of Toronto, and
notwithstanding the steady increase in the annual fire loss of the
city, Toronto’s fire department has not adequately prepared itself to
meet the demands made upon it.

New and modern fire fighting apparatus has been purchased and
installed, and additional men added to the rolls of the department,
but the efficiency of the forece has not increased to a degree com-
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mensurate with the city’s needs. The community has not availed
itselt of the most improved methods of fire extinguishment, and prac-
tically no effort has been made to systematize fire prevention.

The firemen have not been trained to the best practices, either in
fire extinguishment or fire prevention inspection. This lack of train-
ing may be said to be the department’s principal weakness.

The report not only calls attention to the need for scientific train-
ing of firemen, which is no longer disputed, but suggests the methods
which should be employed in the training of a fire fighter. It recom-
mends to the council the immediate establishment of a training school
for fire service.

Improvement of Methods of Discipline.

The study of the firemen at work in the field showed a lack of
discipline, which was apparently largely due to a lack of training.
With the establishment of a training school and a resultant better
training for the men, the work of improving the discipline of the
force could be successfully taken up.

The Inauguration of a Vigorous Fire Prevention Campaign
and the Appointment of a Fire Prevention Commission.

Everywhere in the city may be seen evidences of the need for
immediate fire prevention inspection, coupled with improvements in
building construction and added exits and fire escapes.

An inspection tour of a number of the theatres of the city showed
not only a disregard on the part of some theatrical managers for the
most obvious and fundamental fire prevention measures, but like-
wise an absolute failure upon the part of the fire department to
enforce the provision of the by-law requiring that theatres shall
properly safeguard their audiences against injury to life and limb
in fires and panies. i

N ;] 72

The report cites the conditions found existing in theatres which,
when discovered, made necessary the immediate filing of an emer-
gency report with His Worship the Mayor. This brought about an
official inspection by the fire department and the acting city archi-
tect, with a result that a number of theatres were ordered to install
fire fighting apparatus and additional fire escapes, to re-surface
wooden staircases, to remove obstructions in lobbies, and to make
many important structural changes.
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The report recommends the appointment of a fire prevention
commission to consist of the fire chief, the city architect, the city
property commissioner and two citizens, and also urges the estab-
lishment of a set of fire prevention rules and regulations.

The Appointment of Additional Firemen.

The increase in population of the city and the erection of many
additional buildings has greatly increased the fire hazard of the city,
thus placing added responsibilities upon the fire department, but the
number of firemen has not been increased in proportion to the in-
crease in the demands made upon the department.

If a proper campaign of fire prevention is to be carried on, the
appointment of additional firemen will be necessary.

The Adoption of Rules Governing Appointments and Promotions.

The method of making appointments and promotions is declared
in the report to be defective and against the interests of efficiency,
in that the city has no control over its appointments; there is a lack
of character investigation, and the method of making promotion is
not conducive to enthusiasm and ambition among members of the
force.

The Establishment of Definite Procedure Governing the
Trial and Punishment of Delinquent Firemen.

The lack of discipline before referred to is attributed in part to
the leniency of the chief in punishing delinquent firemen, and the
report suggests the adoption of a by-law providing for the trial of
delinquent firemen, according to definite rules of procedure, and
conferring the power of reinstatement of dismissed firemen on the
board of control instead of on the chief of the department.

The Designation of a Department Surgeon.

The present practice of paying firemen full pay while on sick
leave, and the failure to require firemen excused for sickness to be
examined by a city physician or a department surgeon, are described
as practices not conducive to good discipline. A reduction in pay of
firemen while on sick leave, and a designation of a department sur-
geon are recommended. The recommendation as to reduced pay to
firemen on sick leave is not made, however, as applying to firemen
injured in the performance of duty.

The Establishment of a Board of Honor.

The report points out that there is in force at present no method
of awarding departmental recognition to firemen for heroic acts.
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No acts of bravery should go unrewarded by the department. It
is recommended that there be established a board of honor which
shall annually award a department gold medal for distinguished
acts of bravery involving a risk of life.

A Revision of the Pension System.

The present pension system is declared to be upon an unsound
financial basis, and defective in many respects, and a revision of the
plan of pensions is recommended.

Plan of Fire Alarm Telegraph Wires Underground in
the Congested Parts of the City.

Overhead fire alarm telegraph wires in the congested value dis-
trict of the city are declared by the report to be a menace, and the
city is urged to place these wires underground as soon as possible.
The report suggests using the conduits of the Hydro-Electric system.

Attention is called to the fact that frequently the fire alarm sys-
tem is thrown out of service by the removal of these overhead wires
during fires.

A revision of the records and the introduction of a reporting sys-
tem are recommended in order to perfect supervision over the fire
alarm telegraph system.

The Furnishing of Fire Halls and Headquarters with Proper Maps.

The report points out that the department is without proper maps
and charts showing the location of water mains, fire hydrants, dan-
ger zones, buildings regarded as extra hazardous, and buildings in
which combustibles are stored, and giving other detailed information
necessary to enable prompt and efficient service by the firemen. The
immediate furnishing of the fire halls with such maps is urged.

Transfer from the Department of the Duty to Inspect City Lights.

The supervision and inspection of the city street lights is in no
sense a function of the fire department. By retaining the control of
this branch of the city business in the fire department, its work is
increased, with the result that it is handicapped in the performance
of its regular duties. It is recommended that the inspection of lights
be transferred to the department of works.

Purchase of All Supplies Through a Central Purchasing Agency.

The present method of purchasing supplies through the secretary
of the department is declared to be unwise, and not in aceordance
with the most approved business practices.
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The chief of the department fails to exercise any proper control
over the purchase of stores and distribution of supplies and material.

The methods of administration of the business affairs of the de-
partment have not been improved to meet the added pressure of

business.

The report declares that the purchase, inspection, and control of
supplies could be performed with greater economy and more effi-
ciency through a central purchasing agency.

Secretary to Be Relieved of Many Present Functions.

The present functions of the secretary are so numerous as to make
impossible his giving the proper amount of attention to the duties he
is required to perform. He should be relieved of many of his present
duties.

Adequate Test of Hose to Replace Present Insufficient Tests.

No adequate test of hose is now made, the practice being to test
one or two lengths out of each consignment of thousands of feet. A
laboratory test and a pressure test of not less than twenty per cent.
of each delivery are recommended.

Preparation of Budget Estimates Upon a Scientific Basis.

The present method of preparing budget estimates for the fire
department is declared to be unscientific and not upon a proper basis.
A proper plan of budgetary estimating is suggested, providing for a
control and check upon appropriations.

The Establishment of Standard Specifications for
Department Supplies.

Supplies are at present purchased upon the specifications pro-
vided by the manufacturer, and, with the exception of purchases of
winter and summer uniforms the department does not provide any
standard specifications. The report declares that standard specifica-
tions should be established for all department supplies.

Plan of Procedure for the Disposition of Condemned Property.

The present method of disposing of condemned department pro-
perty is deseribed in the report as not being in the interests of
economy and proper business management. The report recommends
the adoption of a plan of procedure for the disposition of all con-
demned department property.
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Establishment of a Check and Control upon the Stores.

Supplies are now distributed through the storeroom without the
department maintaining any control or check. Recommendations
are made for the improvement of supplies distribution.

The Taking of an Inventory of all Department Property.

No proper inventory of the property of the department has ever
been taken. The inventory which was made several years ago was
based upon the department’s own statement as to its properties.
Council should cause an inventory of the department property to be
made at once by outside officials, and annually hereafter.

Provision for the Inspection of Supplies Should be Made.
No proper system of inspection of weight, quantity or quality of
supplies is now in force. The report recommends laboratory tests

and a proper check and control over inspection of all supplies de-
livered.

Standardization of Fire Halls.

The fire halls are not now constructed as the result of any stand-
ardized plan. The standardization of fire houses, the report points
out, would result in greater economy in construction, and added
comforts and conveniences for the fire-fighting force.

The Purchase of a Search Light for Use at Night Fires.

The department is at present without any adequate means of
furnishing proper light to the firemen when fighting night fires. The
purchase of a search light and acetylene gas torches is recommended.

Revision of All Records and Inauguration of a Reporting System.

If the department is to be placed upon an efficient basis, a com-
plete new system of records and reports must be inaugurated at once.

The department is without any adequate records. Reports are
made orally, and the chief depends entirely upon his memory for
matters which should be permanent records of the department.

A complete reporting system and plan for the inauguration of
proper records is outlined in the report.

THE WORK OF THE DEPARTMENT—PREVEN-
TION AND EXTINGUISHING OF FIRES
As has been suggested, the primary purpose for which the depart-

ment exists is to prevent and extinguish fires. In the report which
follows, special attention is given to prevention.
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GENERAL STATEMENT

Above all other departments covered by this survey, the property
department suffers from the bringing together in a single organiza-
tion and under one official head dissimilar and incongruous functions.
With a view to enabling officers charged with responsibility for
rendering to the community more effective service and bringing to a

better adaptation of organization the work to be done, it is recom-
mended :

1—That the property department be completely reorganized.

2—That in the reorganization the architect’s department be made a
part of the new property department.

3—That the following functions and activities be transferred from

the property department to other departments of the city, viz.:

a—The recovery of dead bodies from waterways, to police or to
the marine division of works; -

b—The restriction of buildings and determination of restricted
residential boundaries, to works;

c—The supervision of coal deliveries, to weights and measures;

d—Inspection to prevent smoke nuisance, to the city architect’s
department;

e—Supervision of baths and lavatories, to parks or health;

f—Supervision of chimney sweeps, to fire or police.

4—That the new property department include in its duties:
a—The supervision of building design and construction;
b—The operation and maintenance of publi¢ buildings;
c—The operation of the city garage;
d—The operation of the abattoirs and city markets as a separate
and distinet organization, if a separate department is not
formed to take over this work.

The following recommendations on certain special topies for
administrative attention are also included in the report. That re-
organization would greatly facilitate the carrying out of these
recommendations is obvious; but the changes should be effected no
matter what reorganization work is done.

1—That more attention be devoted to the design of public comfort
stations.
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