
Page 1 of 7 

COR-1020 

HoMES Stabilization and Optimization Program Update 
Item 10 
September 11, 2025 
Building Investment, Finance and Audit Committee 
Report: BIFAC:2025-83 

To: Building Investment, Finance and Audit Committee 
(“BIFAC”) 

From: Chief Financial Officer 

Date: September 11, 2025 

PURPOSE: 
This report provides the Building Investment, Finance and Audit Committee 
(“BIFAC”) with an update on the Yardi HoMES Stabilization and Optimization 
Program, a multi-year initiative intended to address analytics/reporting gaps, 
enhance operational efficiency, data integrity, and user experience across 
TCHC and TSHC by optimizing the Yardi Voyager ERP platform. 

The program addresses outstanding system issues from the initial HoMES 
implementation, aligns the platform with strategic business processes, and 
establishes a governance and sustainment model for long-term platform 
stability. 

RECOMMENDATIONS: 
It is recommended that Building Investment, Finance and Audit Committee 
receive this report for its information and forward it to the Board of Directors 
for its information.  

FINANCIAL IMPACT STATEMENT: 
There are no immediate financial implications resulting from the 
recommendations included in this report. 
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In 2025, the HoMES Stabilization Program is being absorbed within TCHC’s 
Approved 2025 Operating Budget. 
Any future resources required to continue or enhance the HoMES Program 
will be submitted for Board’s and City Council consideration as part of the 
future year budget submission. 
The Chief Financial Officer and Treasurer has reviewed this report and 
agrees with the financial implications as presented in the Financial Impact 
Section. 
 
REASONS FOR RECOMMENDATIONS: 
Background 
TCHC implemented Yardi Voyager (refer to “HoMES program”) to modernize 
property management, finance, procurement, and maintenance operations. 
While core functionality was delivered, several modules, integrations, and 
business processes did not fully stabilize during initial rollout, resulting in 
inefficiencies, inconsistent data quality, and missed opportunities to leverage 
system capabilities. 

In addition, there is City Council Direction under EC18.5 - Toronto 
Community Housing Tenant Engagement System and Implementation Plan 
to direct TCHC to explore the development of a tenant-focused mobile 
application that enables tenants to: (i) create and track maintenance work 
orders; (ii) receive real-time push notifications for important announcements 
and updates; and (iii) access other features aimed at strengthening tenant 
engagement, communication, and access to services.  

BIFAC also directed the Management team to explore Yardi system 
capabilities to implement advance data analytics and automate the quarterly 
Facility Management PM/DM analysis and reporting.  

In response, the HoMES Stabilization Program was initiated in early 2025 
under three work streams: 

1. Process Improvement – Optimize existing Yardi process, address 
system performance issues, resolve backlog of enhancements, and 
align business processes to system capabilities. 
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2. Existing Module Enhancements – Assess and document the current 
state of Yardi modules and third-party applications. Develop and 
prioritize a technical/business roadmap for ongoing maintenance, 
upgrades, and migration planning 

3. New Modules Expansion Enablement – Implement new Yardi 
modules with an emphasis on improving tenant engagement, 
automating payment processes, and advancing analytics capabilities. 

Current Progress 
Governance and Oversight 
A cross-divisional Project Steering Committee was established in Q2 2025, 
holding monthly meetings and consisting of senior leaders and business 
owners.  

Drafting of the Program Charter is in progress with support from the ITS 
Project Management Office (PMO) to manage scope, timelines, risks, and 
benefits realization, supported by standardized reporting and escalation 
protocols. 

The program has established a cross-functional working group to drive 
process harmonization and user adoption across the Yardi platform. 

Regular meetings are also held with the Vendor Yardi, involving executive 
members, the sales team, and technical experts. These sessions focus on 
system performance reporting, progress on technical requests resolutions, 
project status updates, and planning for system enhancements, new 
modules implementations and the relevant Yardi product roadmap 
execution. 

Resource and Delivery Capacity 
Given the majority of the initial Yardi project implementation team/SMEs 
were disbanded or left the organization, and lack of project documentations, 
ITS plans to re-establish and augment its project delivery capacity through 
the recruitment of: 

• Yardi Consultant – providing deep technical expertise and vendor 
liaison. 

• Yardi Product Manager – responsible for technology roadmap 
ownership, business requirements gathering, alignment and execution 
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• Project Managers and Coordinators – ensuring structured execution 
across all portfolios. 

A 2026 business case has been developed with the cross-functional  
resourcing requirements for project delivery and ongoing operations, 
required from specific divisions including Finance, ITS, Operations and FM.  
Additionally, an external systems integrator will be acquired with Yardi’s 
sponsorship to support the implementation.  New Yardi licenses will also be 
required for this implementation. 

Roadmap and Prioritization 
The program has completed its prioritization for 2026 and continues to 
explore scope for 2027 and beyond. 
The priorities for 2026 are: 

• Rent Café Social Housing Tenant Portal;  
• Construction Manager/Job Costing; 
• Fixed Assets pilot for appliance tracking; and 
• Integration with SuiteSpot Upgrade (for move-out program). 

Initial scope for 2027: to include the full suite Yardi Voyager Upgrade (to the 
latest version). 

Key initiatives underway include: 
1) Process Improvement 

• System & Process Stabilization Initiative – Review and resolution 
of outstanding HoMES tickets, backlog of enhancements, and cross-
departmental process alignment. (Target Completion Q4 2025) 

 
 Complete Awaiting 

Approval 
On 

Hold 
Draft Testing Cancelled In 

Progress 
Total 

FIN 10 2 5 0 0 2 23 42 
OPS 14 5 8 31 1 5 3 67 
LEGAL 1 0 0 0 0 0 1 2 
ITS 6 0 0 5 0 0 0 11 
SPSR 0 0 1 0 0 0 0 1 
TSHC 1 1 0 0 0 0 0 2 
FM 2 0 0 0 0 1 1 4 
Total 34 8 14 36 1 8 28 129 
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• Procurement Transformation Project – Standardizing data 
categories, improving data quality, integrating Contract Lifecycle 
Management system, and resolving three-way match control issues. 
(Target Completion Q4/2026) 

• Report Optimization Initiative – reviewing reports known to cause 
delays or issues executing, including but not limited to, Invoice 
Register, Payable Register, GL Detail Report (Target Completion Q1 
2026) 

• Yardi Cost Tracking Project – Leverage Yardi Segments to 
pilot demand capital repairs, demand general repairs (DGR) & 
plumbing including tagging the $40M funding for accurate reporting 
.  (Target Completion Q4 2025) 

• Business Process Best Practices Review – Leveraging a system 
integrator to define current-to-future state roadmap and training 
requirements. (Target Completion Q4 2025) 

2) Existing Modules Capability Enhancement 

• Yardi Version Upgrade Project– Upgrade of 553 technical records 
and 68 plugins, including Social Housing, Vendor Café, and analytics 
modules. (Target Completion Q4 2025)) 

• Upgrade to Construction Manager Module Project – aims to 
transition project forecasting and reporting from the legacy Job Cost 
system to the more modern Construction Manager platform. The 
project prioritizes improving forecasting accuracy, and enabling 
monthly reporting (Preventative/Demand Maintenance) to meet 
BIFAC/Board expectations. Key challenges include system integration, 
data migration, and retraining staff, while ensuring that existing 
customizations and reporting needs are preserved. The transition is 
currently in its planning and evaluation phase, with several open issues 
and decisions being tracked. (Target Completion Q2 2026 
*Tentatively) 
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• Fixed Assets Pilot – Effective management of appliance orders 
requires a comprehensive system that tracks order history, warranty, 
vendor assignments, and asset movement.. (Target Completion Q4 
2026) 

• SuiteSpot Upgrade Project– migration of legacy on-premises 
SuiteSpot application to a new SaaS(Cloud) version. Currently working 
on statement-of-work with the vendor. This version will create a direct 
integration between Yardi and SuiteSpot. SuiteSpot is our main 
application to complete suite turnovers. (Target Completion Q4 2026) 

3) New Modules Expansion Enablement 

Rent Café Social Housing Tenant Portal Project - The tenant self-service 
digital portal and mobile application is designed to streamline and enhance 
the resident experience by prioritizing key functions such as rent payments, 
maintenance requests, and communications.  
 
IMPLICATIONS AND RISKS: 
The Yardi HoMES Stabilization Program presents several strategic, 
operational, financial, and technical risks that require ongoing oversight and 
mitigation: 

Strategic Risks: misalignment between system capabilities and evolving 
organizational priorities may result in underutilization of the ERP platform 
investments. Mitigation includes regular Steering Committee reviews and 
recalibration with TCHC’s strategic/business priorities. 

Operational Risks: delays in process standardization and adoption could 
impact service delivery and data consistency. Mitigation includes streamline 
and standardize the cross-functional process mapping and data quality, 
targeted training refresher to focus on the process changes, and incorporate 
new processes wherever applicable 

Financial Risks: scope creep, cost overruns or resource constraints may 
affect program timelines and delivery. Mitigation includes phased 
implementation, cost tracking, and prioritization of high-impact initiatives. 
Technical Risks: Integration challenges, plugin compatibility issues, and data 
migration errors may disrupt system performance. Mitigation includes 
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rigorous testing protocols, vendor collaboration/accountability performance 
tracking, and technical upgrade planning. 
Governance Oversight: The Steering Committee will continue to monitor 
risks through quarterly reviews, issue escalation protocols, vendor delivery 
metrics, and benefit realization tracking to ensure program success and 
sustainability. 

NEXT STEPS: 
1. Continue delivery of in-flight process improvement and capability

advancement projects through 2025 and prioritize 2026 initiatives.
2. Continued reporting on progress, risks, challenges, and realized benefits.
3. Finalize program charter, define business owners, and establish a multi-

year road map.
4. Complete onboarding of program resources.
5. Submission of business process best practices review RFP.

SIGNATURE: 

“Lily Chen” 
____________________________________ 
Lily Chen 
Chief Financial Officer 

ATTACHMENTS: 
1. HoMES Stabilization Governance
2. HoMES Stabilization Module RoadMap Review

STAFF CONTACT: 
Brian Turpin, Director – Enterprise Solutions and Data 
Brian.Turpin@torontohousing.ca 
437-237-9039
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Current Module Future 
Upgrade/Replacement/New 

Timeline 

RentCafe CRM Flex 
Ticketing 

Yardi Case Manager Q4 2026 

Yardi Advanced 
Maintenance - 
Maintenance 

Yardi Maintenance IQ TBD 

Yardi Advanced 
maintenance - Fixed 
Assets 

Fixed Assets Manager TBD 

Yardi Concierge Yardi Concierge IQ TBD 
Yardi Advanced 
Budgeting & 
Forecasting 

Forecast 
Manager(Commercial) 

TBD 

SmartCard Aspire Platinum TBD 
Yardi Voyager Social 
Housing 

Yardi Voyager 8 & Social 
Housing IQ 

TBD 

New Module Rent Café Tenant Portal Q4 2025 
New Module Data Connect TBD 
New Module Yardi BillPay TBD 
New Module Yardi Virtuoso TBD 
New Module Forecast IQ/AssetIQ 

(Residential) 
TBD 

New Module Yardi MarketPlace TBD 

Item 10 - HoMES Stabilization & Optimization Program 
Update BIFAC Public Meeting – September 11, 2025
Report:BIFAC:2025-83          Attachment 2 - Module Road Map Review
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