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261 BROADWAY, NEwW YORK October 6, 1913,

Hon. Ardolph L. Kline,
Mayor,
City of New York.

My dear Mayor Klinei-

1 am enclosing a statement which we gave out on |
September 13th in reference to a constructive program that Mayor Caynor dis-

cussed with me before his death, You may care to glance this over.

Do you wish to discuss some time the following suggestions

for possible steps for you to take as mayor in reference to departmental ad-

ministration?

1 - Ordering working hours of 9 A, l. to 5 P, M, in departments, and
" requesting a resolution to that effect in the board of estimate

2 - Calling for a summary of work by the commissioners of accounts and
publishing reportsto date ;

B = :

% .. Taking steps to have health records open to public inspection

1 | 4 - Ordering a detailed study of fixed posts }
:

5 - Setting up qualifications for the next appointments to the board
of education

6 = Ordering that quarterly rqpoffa due October lst receive next 3
attention, and that preparations be made now to issue promptly i
annual reports for 1913, even if 1912 or 1911 reports are not

ready

Sincergdy yours,

Director.

\ |
t\ B /8BS
. 7-18 (C) 6M Form No 16

!
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THe CiTy oF NEw YORK,
DEPARTMENT OF
WATER SuPPLY, GAS AND ELECTRICITY.
ComMiIsSSIONER'S OFFICE,

13-21 PARK ROW,

HENRY S. THOMPSON,
COMMISSIONER

J.W.F. BENNETT,
DEPUTY COMMISSIONER

J.L.PULTZ. New York, December 29, 1913.

SECRETARY.

Hon. Ardolph L. Kline, Mayor,
ity of New York.

Dear Sir:-

As requested I send you a statement on the affairs of this Department as they
existed on entering on my duties as Comuissioner and the methode adopted by me to correct
gonditions.

Upon assuming office and ascertaining tie Departuwent organization and the funo-
tional activities of its bureaus and divisioms, I immediately beocame convinoced that the
organization was not based upon business principles, and that by reason of the divided re-
sponsibilities and lack of cooperation among the different bureaus, there was a fruitful
field for producing chaotic conditions whioh, at tiues, although not serious enough to
materially affeot the workings of the Department, were annoying, to the extent that tl.ere
were oonstent modifications and ochanges, not based upon definits lines of prinociple.

CONDITIONS AS THEY EXISTED,

The Water Supply Bureau was comprised of six separate divisions, each acting in=-
dependently of the oter, whioh ocaused dupliocation of work, multiciplioity of standards,
lack of coordination, and inadequate planning and supervision of same. The Bureaus of
Water Register were without a proper system of audit and control. In the Borough of Man-
hattan, the billing of meter accounts was #ix months behind. There was a lack of super=
vision and control of the inspection foroe, dipapidated and antique furniture and inade-
quate protection of the records. Eaoh borough had its own established bureau for the pur-
ohase of supplies. There was no inventory of materials. Large quantities of ocertain
classee of supplies were on hand in boroughs where tuere was no actual demand for same, and
orders were oconstantly being issued for the sawe material required in other boroughs. There
was also a separate audit bureau in each borough, ocausing unnecessary duplication of work,
The buildings and the vast stretch of lands under the ocontrol of the Departwent had the
appearance of property without an owner or for which no one was responsible. Bills aggre-
gating seven or eight million dollars for gas and eleotric service rendered during the yeer
1906 remained unpaid. The eleotrical equipment in theatres and other publio halls of
assemblage was not inspeoted frequently enough to insure absolute safety.

IMPROVEMENTS .

Working Hours: Ome hour was added to the length of the working day. This af-
fected over 700 employes and inoreased the number of working days over 16%, equivalent to

35 additional working days for eaoh employe per annum, making a total of near 000 ad-
ditional working days. | ¢ BAking ly 25,000 ad

A Reorganization of the Bufeau of Water Supply: The plan of reorganization pro-
vided for one Ohief Engineer, in place of six independent bureau and division heads, and the

oreation, under the Engineer's direot control and supervision, of separate divisions accord-
ing to the character and olass of work. Comprised within this organization there were ap-
proximately 2500 employes, consisting of engineers, assistants and skilled and unskilled

laborere. With the responsibility of this important division centered in one, an immediate
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study of work which had been planned and approved under previous administrations was made.
What was considered unnecessary and wasteful, which subscquent developments and events sus-
tained, was discontinued. By the abandomment of these proposed projeots I prevented the
expenditure of #1,800,000, The elimination of unnecessary and useless positions, whioh
suowed so clearly in the reorganization of this Bureau, resulted in a saving of $260,000,

in salaries and wages for the year 1910, based on the October payroll for 1909.

Financial: The economies effeoted in the Bureau of Water Supply which have re-
sulted frcw the application of business principles are shown in the following comparative

tables:
IABLE I,
[ﬁ Salaries % Wages Changes in Budget for 191% on
18 DAS1B O BUAQLS 0 g 10
_ udget for| Budget for ;
Borough 1910 (a) }J191% (a) Inorease Decrease
¥anh.%& Bronx 705,000 734,000 29,000 P
Brooklyn 1,136,000 990,000 146,000
Quéens 109,000 75,000 v 34,000
. Richrond 216,000 123,000 93,000

Total 2,166,000 |1,922,000 = 29,000 - 273,000

NET DECREASE . . « « « « « « « «$244,000,

. Supplies, oto. Changes in Budget of 1914, on

the basis of Budgst of 1910,

i —_._——ﬁ
udget for | Budget for
1910 191% Inorease Dadrease
I ¥anh.% Bronx 559,000 %26, 000 27,000

Brooklyn, 1,035,000 529,000 506,000

Queeus, 321,000 122,000 199,000

Richmond. 14,00 83,000 :].OQQ

Total, 1,869,000 1,160,000 = 21,000 736,000
3 Akl x RV

NET DEGREASE e o @ 3 e o ° . ° 0‘709.0000

=

The NET DECREASE in the Budget for 191% is, therefore $95},6b0. This, however, does not
tell tue whole story, because it takes no acoount of the inorease in population during the

last four years, which normwally whuld result in a corresponding inorease in ths ocost of
maintenance and operation of the water supply systeu.
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TABLE 2
‘Tnxpendi- Budget Changes Based on Comparison of Expenditures
tures - Allow- | and Budgets.
Salaries, ances,
Year | Wages, Ysar | Salaries, Inorease Deorease
Supplies, Wages, 1905 to 1910 1909 to 1914 ;o7
eto. Supplies, ‘
ete. Actual _JPeroentago Aoctual ' Peroentage
1905 2,655,000 | 1910 | 3,762,000# 1,107,000 42 I
1909} 3,639,000 191% | 3,082,000 557,000 15
il S o - . . ——4——-—-—-—'-#--

Table #-2 takes into acoount, among other faotors, the effect of this increase of popula-
tion, and shows the results obtained by comparing the expsnses in 1905 and 1909 with the
corresponding expeuses for 1910 and 1914, the fbrst and last year in each case limiting thh
whole aduinistrative period.

If the inorease in annual expenditures from 1909 tp 191% had been the same as it was from

- 1905 to 1910, the increase over theallowed budget for 191% woud have been $1,66%,000,
Again, if from 1909 to 1914 there had been the sam:z rate of ilnoreoase as was shown from 1905
to 1910, the budget for 191% would have been $5,167,000, or $2,085,000, above the aotual
budget for 191%. '

(a) In tuis Table, and also in Table 2, we have been oblized to use the figures of the
Budgets for 1910 and 191%, because, although we have the actual expeuses for 1309,
we have not yet the aotual expemnsses for 1913. The expenseg pouvidad for from oor-

porate stock, which depend on the amount of new work, are not in the above figures,

= In passing upon these gigures, it should be bornée in wind that the Board of Estimate
and Apportionucant, in the Budgets for 1910 and 191%, made reductions frow the amounts
rsquested by this Departwent. Therefore, if the departuental requests were used for
1910 and 1914, instead of the Budgets for those years, the results obtained would be
similar to those given above, and the reductions for 191% were only made possible by
the work accomplished in the Departmwent during the last four years.

BUREAU OF WATER REGISTER.

The unmetered properties, which comprise the major portion of the buildings, had

. not been resurveyed in 21 years in the Boroughs of Manhattun and The Bronx. In sowe

of the other boroughs no inspection had ever been made from the time of the entry of the
water rate, the water rents charged having been carried forward in each ysar's register.
Eaoch property was inspeoted and the existing fixtures for which rates had been established
were checked against the amounts previously charged. This investigation disclosed thou-
sande of properties which were not charged the full and legal amount, In many instances
buildings were discovered, sowe of which had existed for wany years but no record of which
sould be found upon the books, A careful inspection was made of all properties where water
was furaished in large quantities and whioh prewises were within the chads of buildings where
authority vested in wme to meter suoa supply.

In some boroughs no effort had ever been uade to seal the water meters so as to
guard against tampering. Where sealing was done, the method employed did not seoure the

proper pretection against interference by those who designed to defraud The City. New seals
were adopted and a uniform method of wiring the meter and its conneotions was established.

Practically every meter has been scaled. This insures to The City a guarantee that full
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charges are now fixed for all water sold at meter rates, Cawpromising of water meter bills
has besen done away with.

In pst years inspeotors had been furnished with a book in whioh to record the
readings or the meters. No cheok or verification of their work had ever been attempted.
There was no weans of knowing whethoer the reports filed truly represeanted the agtual oconditia
of the meter or the premises, and there was no means of locating an insgpector on his work
after he had left dhe office. BSupervising inspectors or roundswen were seleoted, eaoh
having in his possession the route slip of the work to be done each day, making it posgible
to looate an inspecotor at any time. Relieving posts or stations were designated, where tho
inspeotors assigned to ocertdn looulities reported to the supervisor at the oclose of the

day.

The acouracy of the registrution of meters after their installation had never
heretofore been known. A corps of specially-trained inspectors were selected and tie
meters on the properties of large consumers were tested. A great number were found under-
registering. To accomplish the testing of these meters on the Preuwises, a test tee was
attaoched to the piping, whioh obviated the neoessity of removing the meter to the De-
partment?s8 testing station. This would have been required had the Department at any pre-
vious time desired to t:st such meters. Some meters were found over-registering. In
such instances the owners of the buildings were being ocharged in excess of the actual amount
of water delivered. '

, I'. installed an entirely new procedure of bookkeeping and, for the first time
in the history of The City, the oharges representing water rates are under control and there
is now an absolute certainty of the correctness of these records, and any possibility of
altering or changing the established amounts has been removed. Legislation was secured,

by authority of whioh a penalty now attaches to meter churges which remain unpaid afeer

a aertain period. From delinqueut owners the amount of penalties has added approximate-

ly $70,000. to the water rents, and the unpaid amounts heretofore returned for collection
to the Receiver of Taxes have been reduced two-thirds. Upon my recommendation a new
ordinunce has been adopted that embraces all the rates and charges which in prior years

no legal authority had existed for their enforcement of colleoction. ‘The new scale of

rates also provides for the establisiment of a building upon an annual rate basis whers

same exoeeds 1ifty feet in frontage and wmore than five stories in height. The Departmert
had been operating under autnority of an ordinance whioch wwas practically the sawme as the
original one adopted in 1849,

The golleotions of 1910 showed an inorease of $2,032,080.68 as compared with
the previous year,. :

The charges for water for shipping were under the control of two boroughs, with

V' very little, if any, supervision. A boat was in service whioh had been used, I an in-

foruwed, for patroling the waters in and around New York and reporting all boats using water

frow the publioc hydrants. As a matter of fact, the boat was a mere Pleasure oraft. On

account of its size and rather frail construction, it was entirely useless for the work.

I transferred it to the Comwissioners of the Sinking Fund and Procured a smaller boat and

one adapted to the work, oconstruoted sowuswhat along the lines of the police patrol boat,

Through the aid of this boat the Department has been able to sesure payuwent from owners

who had not previously paid for the water used in the operation of their boats, having in

the past arranged to secure their supply at a time when the ingpector was not on duty.

¥ater Waste Reduction: From July 1910 to July 1911 the rairfill was the lowast
recorded in forty-five years. The danger of a shortage in the supply became apparent,
and effective measures were immediately taken to conserve the supply and te guard against
a water famine. Eaoh house owner in the Eoroughs of Manhattan and The Bronx was notified
of the imminent danger and their ocooperation was solicited. The necessity for prompt re-

pailr of all leaking and defective Plumbing fixtures and the prevention of unnecessary waste
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of water was presented to their attention and they were further advised &hat an inspection
of their properties would immediately follow, and that where leaks and waste existed the
owners of such buildings would be required to pay a penalty &f the piumbing was not re-
paired within a stated time and following the receipt of a notioce indicating the partioun-
lar fixtures that were leaking. I anm happy to say that the publio responded to my soliock
tations and a reduotion in the consumption of water of approximately seventy willion zalloms
por day resulted. This represented over 20% of the supply delivered. The estimated
coet of the house-to-house inspeotion was less than $2.00 per million gallonms. The total
expense of this leak and waste campaign was $115,000, Thebtal amount of water saved,
from the beginning of the water waste investigzation to date, equals 51,000 million gallons.
The value of this water, on the basis of $133, per million gallons, is $6,753,000, While
this saving in consumption has been made, the population has increased 600,000, The
fines imposed by reason of negleot or delay in repairing the plumbing fixtures totalled
about $50,000, This amount was included with the regular water rent and became a lien
against the properties affected.

The Borough of Brooklyn was threatened with a shortage of supply in January 1910,
and in the First and Third Wards of the Borough of Queens water was not delivered under
sufficient pressure to reach the high lands. In the Borough of Richmond, water was being
delivered in carts to residences located on high ground. It was necessary to resort to
these measures during the extrewe cold weather and during the summer, A careful study
was immediately undertaken, in order to definitely ascertain the causes which produced
tnese conditions in the Boroughs of Brooklyn, Queens and Richmond., The Department had
knowledge that waste existed in many of the properties, and the continuous loes of this

water prevented others from obiaining an adequate supply. All of the unmetered buildings
were visited and the owners were compelled to repair defeotive fixtures, Many of the
hougse owners in the Borough of Richmond had made a practice of persistently allowing the
water to run during the ocold spells so as to prevent freezing.

By improving and inoreasing the pumping facilities and the replacement of small
mains which had come into the possession of the Departméent on the acquisition of the pri-
vately-swned plants in the Borough of Richmond and the extension of the distribution
system, It was possible, after several years, to establish oonditions whioh, I believe,
removed any immediate fear of danger of a shortage of supply in the Borough of Riohmond.

The stoppage of waste and the reduotion of unnecessary uses of water throughout
the Borough of Brooklyn made it possible to discontinue twelve pumping stations; in faot,
the surplus water which had acoumulated is now being deliverdd to the Borough of Queens.,
As this water was gradually introduced from the Bobough of Brooklyn, I reduced the quan-
tity which had been previously purchased frow several of the private water companies oper-
ating in the Borough of Queens., At the present time two water companics are delivering
a small quantity, but at the beginning of 1914 this will also be discontinued. In 1909.

$342,000, was xpended in the purchase of water required in the Boroughs of Brooklyn and
Queens. This is the first time in twenty years that the Borough of Brooklyn is free frm
any danger of a shortage in the supply. The quality showa a decided improvament over that
previously delivered.

The abandornment of the pumping stations resulted in a considerable saving in
salaries and wages. The vast and extensive ohanges made in the distributioan system of
the Borough of Brooklyn brought about the elimination of all distrioct charges for fire
insurance premiums, witi the sole exgception of an uniuproved and undeveloped section.
In certain parts of the Borough the distriot charges which had prevailed amounted to as
high as 50% of the premiums. The owners of property now escape this additional burden.

In 1909 the consumption of water in all Boroughs was 515 millien zallons daily.‘
while the per ocapita consumption was 111 million gallons daily. For the first three

quarters of the present year, the oconsumption has averaged 498 million gallons daily,
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add the per oapita consumption 96 gallons. Had the consumption inoreased iu four years
to an amount equivalent to the estimated increase in population, the present oconsump-
tion would have been about 560 million gallong daily. The per capita consumption in
Brooklyn is now lower than at any time during tie past tweniy years, while for Manhattan
and The Bronx it is lower than it has been since 1894,

Coal - By reason of the purchase of more economical fuel and the installa-
tion of the most improved methods and mechanical appliances, the cost of coal for 1910
was $122,51%, leas than the preceding year, the amount pf water pumped exceeding the
previous year by 2.5%. The same proportionate saving was accomplished in other Boroughs.
The estimated cost of ocoal for the operation of the Brooklyn stations for 191% is about
$330,000. In 1909, when no water from the Brooklyn source was delivered outside of the
boundaries of that Borough and where the population was many thousands less than to-day,
the expenditure for coal was $435,000. In addition to the inoreased pumpage within the
limits of the Borough of Brooklyn, the Department will deliver daily to the Borough of
Queens approximately scven millions gallons, Not alone will there result an actual save
ing in the cost of fuel of $100,000., but there will be entirely eliminated the xpense
of purchasing water which, in 1909, ocost The City $342,000.

The form of specifications and ocontract were entirely changed. Where the ocoal
falls below the contract requirements, deductions are made. No premium or bonus is al=-
lowed where the grade of coal is higher than the standard set in the specifications.
These specifications have been adopted by the Board of Estimate and Apportionment for
general use in every Department of The City Govermnment,

High Pressure Fire Service: In the Borcoughs of Manhattan and Brooklyn the
high pressure fire service has been extended, principally to districts in whioh large
manufacturies and business establishments are located, and also to safeguard texnement
seotions. Contraocts have been awarded for the extension of this service north of 34th
Street, between Madison Avenue and the cNorth River.

_BUREAU OF GAS AND ELEQTRICITY,

I felt that by reason of the vast amount of current furnished for the illumina-
tion of public buildings, The City was entitled to a more rasonable rate than was being
charged. A number of conferences were held with thec lighting compuniss and I seoured a

reduction of one cent per kilowatt hour. The saving secured in the past tiree years amaunts
to $210,000 .

In addition to the furmnishing of current for the operation of the high pressure
fire service stations, which is paid for aoccording to the consumption, the eleotric light
cowpanies maintain another independent service, and are under a heavy penalty should there
be any failure or interruption in the furnishing.of current. The standby charge establish-
ed by reason of the maintenance of the independent or emergency comnection I have been able
to reduce, in the past three years, by $27,360.

I have been endeavoring to give the City uore light than it has had in times
past and you have probably noticed that in a great many of the public squares we have been
introducing the flaming arc lawps in place of the old-fashioned arc lamps, and I had a
weeting of the wanufacturers in my offioce over a year ago with the idea of getting them
all to work on a new flaming arg¢ light lamp to the end that the City wight use the flaming
arc lamps entirely instead of thd old-fashioned arc lamps, at the same oost. We have
been petting near this point very rapidly and I think in time the desired object will be
attalned. We have also tried out for the first time in history at:=4%2nd Street and 5th Ave.,

tze new nitrogen leamp which may go very far in solving the 'guestion of lizghting in the side
streets.
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The Chief Engineer of Light and Power made a visit to all the principal cities
of Europe, to study the methods employed and the class of street lighting, with a view
to improving the street lighting in this City. With the exception of a few main streets
and several public centers wkere very high-power lamps are used, this City's street
illunination far excels that of the cities of Europe. The interior lighting of our
public buildings, hotels and business buildings surpasses, both in design of fixtures and
in the class of illumination, any of the buildings in the oities of Europe. There is
practically no supervision over the instullation and use of electriocal apparatus abroad.

Legislation was secured so as to give the Depar tment absolute control and super-
vision over the employment of those engaged in the operation of moving picture machines,
Each applicant, before he received a certificate of competency, is required to pass a very
rigid examination.

Unlawful Oocupation of the Streets and Department property: In causing the removal
of serial wires and the plaoing of same in subways, I discovered that many of these wires were

owned and operated by companies and a few individuals without the proper municipal concent.
Many tunnels and conduits, used as passageways between buildings and for conveying steam,
water, eleotricity, eto., were discovered. These, I belicve, had been constructed without
the knowledge or consent of the officials. I brought these matters to the attention of the
Board of Estimate and Apportiomnment. Applications were immediately made by the owners of
these wires and structures for franchisee, and upon ascertaining the period of time that
these companies and individuals had ooccupied space above or below the public streets and
places, $750,000. in back rentals were seoured and charges permanently established for futnre
rentals and taxes.

The telegraph and telephone companies, also the electiric light companies operat-
ing in the different towns and villages, principally in the Croton and Westochester Watersheds,
had in past years received perwission from subordinate employes to erect their poles on the
Department property. Knowing that in the ocase of private land owners the companies were re-
gquired to compensate said owners for the privilege of cocupying their land, I secured author-
ity, through the Commissioners of the Sinking Fund, to exaot a ®ntal fee of $1.50 for each
new pole erected, and an annual rental charge of $1.00 for each pole maintained by these com-
panies. A number of public servioe corporations in these localities had also installed
water, gas and eleotric mains upon and across the Aqueduct property. These companies are
now required to pay for this use of the City's land.

I would also call attention to the Bureau of Supplies which I established on enter-
ing this Department and which now takes care of practically all the purchasing and storing
of supplies of the Department. I have just had a small booklet published in whigk is set
forth the methods now employed in the purchase, storage and distribution & supplics. I
think you will find the operations of this division are on a par with any of the large in=-
dustrial organizations of the country. The establishment of a Bureau of Costs and Statis-
tiocs has wmade it possible to secure data showing the cost of operating the Departument. The
cost of each functional activity is readily ascertainable and ocomparative statements showing
these operations are of material assistance in determining the effiociency of each bureau or
division. A ocorp of experts was selected which comprises a Bureau of Economy and Efficiency.
Attention was first directed to the cost of operating the pumping stations. By the intro-
duction and application of more approved methods and apparatus the reduction in coal ocon-
sunption and inoreased efficiency of stations was immediately accomplished and further pro-
gress along these lines will in a short time result in material economies,

I think I may safely say that the City closes the past four years with the Water De-
partuent in very good shape considering the many handicaps we have had to work against,and
if the work is pushed along the lines in the future,which I have started on,this Department
can be used as a model.

Yours sincerely,

Sl
ssioner.
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