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State of Good Repair Program Internal Audit Management 
Action 
Item 15D 
September 11, 2025 
Building Investment, Finance and Audit Committee 
Report: BIFAC:C2025-81 

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

From: Vice President, Facilities Management and Chief Financial 
Officer  

Date: August 5, 2025 

PURPOSE: 
This report provides the Building Investment, Finance and Audit Committee 
(“BIFAC”) and the Board of Directors (the “Board”) with an update on the 
implementation progress of Toronto Community Housing Corporation’s 
(“TCHC”) State of Good Repair (“SOGR”) program internal audit 
recommendations 

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

FINANCIAL IMPACT STATEMENT: 
There are no financial impacts resulting from the recommendation in this 
report.  
The Chief Financial Officer and Treasurer has reviewed this report and 
agrees with the information as presented in the financial impact section. 
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REASONS FOR RECOMMENDATIONS: 
Background 
At its March 18, 2024 meeting, BIFAC received the Internal Audit Report 
Capital Projects Planning and Monitoring Process Review (State of Good 
Repair) (BIFAC:C2024-23), which outlined eight improvement 
recommendations for TCHC Management. This update specifically 
addresses Recommendation #1b: the documentation of procedures related 
to capital projects—including planning, prioritization, monitoring, and 
reporting—to support efficient project delivery. 
In response, Facilities Management (FM) and Capital Planning engaged 
Ameresco Inc. to develop standard operating procedures (SOPs) for the 
State of Good Repair (SOGR) capital program. The SOPs outline key 
elements of capital project delivery cycle including planning, prioritization, 
monitoring, and reporting—to promote consistent and efficient project 
execution and delivery. 
Ameresco Inc.’s Approach 
Between August 2024 and January 2025, Ameresco Inc. undertook a 
comprehensive review process to assess and document existing capital 
planning activities. This effort included more than 45 stakeholder 
engagement sessions and 20 structured workshops involving 
representatives from Facilities Management, Operations, Finance, Policy, 
and Capital Planning. The objective was to capture “as-is” processes and 
identify opportunities for standardization and improvement. 
Key Findings & Recommendations  
A summary of the review process, including the project’s methodology, key 
findings, and recommended actions, is included in Attachment 1. 
Key Findings 

1. Capital planning and prioritization process is inclusive and occurring 
but is not yet systematic, transparent, measurable, and defensible. 

2. There are three (3) different administrative processes taking place in 
varying data repositories leading to manual processes which are labor 
intensive and time consuming. 

3. Risk of buildings impacting the Quality of Resident Life if the 10-year 
capital plan and KPI’s aren’t extended beyond 2027. 
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Key Recommendations 
1. Develop a custom workflow to automate processes, document 

decisions and review junctures, and allow for real-time sharing of 
information to all budget stakeholders. 

2. Explore a process that consolidates all asset and facility management 
data within one system of record to enable organizational decision 
making. 

3. Continue to preserve the Quality of Resident Life by utilizing FCI as a 
key performance indicator beyond 2027. 

Seven Standard Operating Procedures (SOPs) were developed to support 
capital planning activities (Attachments 2-8).  
 
Table 1: Summary of Standard Operating Procedures (SOPs) 

SOP Title 
SOP-01 Capital Budget 10-Year Plan 
SOP-02 Planned Capital Prioritization 
SOP-03 Planned Capital Monitoring and Reporting 
SOP-04 Planned Capital Cost Estimation 
SOP-05 Capital Program Facility Condition Index (FCI) Key 

Performance Indicator 
SOP-06 Building Condition Assessments Selection and Prioritization 
SOP-07 Capital Project Development 

 
NEXT STEPS: 
To address the remaining components of Internal Audit Recommendation 1 
(items a and c), TCHC will develop a formal SOGR Capital Planning policy 
to guide the planning and monitoring of capital projects. The policy will 
establish a standardized framework that promotes accountability, ensures 
consistency, and enhances efficiency, while offering staff clear and 
actionable guidance. 
Finance and FM teams have commenced working with Information 
Technology Services (ITS) to explore feasible technology solutions including 
Yardi to address the key recommendations noted above.  
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Following adoption of the policy and standard operating procedures, TCHC 
will deliver targeted training to FM, Finance and Operations staff, equipping 
them with the tools and understanding needed to apply the framework 
effectively and fulfill their responsibilities with confidence and clarity. 
 
IMPLICATIONS & RISKS: 
The successful implementation of the SOPs and broader SOGR program 
enhancements is contingent on several organizational and operational 
factors. The following implications and risks have been identified: 
Change Management and Organizational Culture 
Implementing standardized procedures and updated workflows represents a 
cultural shift for TCHC.  Achieving sustained buy-in across departments will 
require targeted change management strategies, clear communication and 
leadership support.  These efforts are essential to foster adoption and embed 
the new practices into day-to-day operations. 
Team Engagement and Buy-In 
The effectiveness of the consultant recommendations depends on active 
engagement and ownership from the FM, Finance and Operations teams. 
Their commitment to integrating both the SOPs and insights from the SOGR 
program review will be critical to enhancing capital project delivery.  This 
includes adopting consistent practices in planning, prioritization, monitoring, 
and reporting that align with the strategic objectives of the SOGR program.  
Governance and Accountability 
To ensure transparency and oversight, TCHC will provide semi-annual 
progress updates to the BIFAC and Board of Directors.  These updates will 
track implementation milestones, monitor performance against key 
indicators, and identify any emerging challenges or resource requirements. 
Technology Harmonization and Investment 
Technology investments aligned with the proposed harmonization 
requirements will be assessed and submitted through the 2026 budget 
process for consideration and approval. 
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SIGNATURES: 
 
“Lily Chen” 

 
Lily Chen, 
Chief Financial Officer  
 
and 
 
“Noah Slater” 

 
Noah Slater, 
Vice President, Facilities Management  
 
 
Confidential Attachment 1: 
 

Standard Operating Procedures Summary 
(Presentation) 

Reason for Confidentiality: The Confidential Attachment includes 
information related to a position, plan, 
procedure, criteria, or instruction to be 
applied to any negotiations carried on or to 
be carried on by or on behalf of Toronto 
Community Housing Corporation, labour 
relations and/or employee negotiations. 

ATTACHMENTS: 
2. SOP-01: Capital Budget 10-Year Plan  
3. SOP-02: Planned Capital Prioritization  
4. SOP-03: Planned Capital Monitoring and Reporting  
5. SOP-04: Planned Capital Cost Estimation  
6. SOP-05: Capital Program Facility Condition Index (FCI) Key 

Performance Indicator  
7. SOP-06: Building Condition Assessments Selection and Prioritization  
8. SOP-07: Design and Engineering Capital Project Development  

 
 
STAFF CONTACT: 
Tara Congram-Ginn, Director, Capital Planning  
(416) 303-4726 
Tara.Congram-Ginn@torontohousing.ca 
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SOP-01: Capital Budget 10-Year Plan Summary - Process Workflow

Revised August, 20 2025

Building Condition
Assessments

AssetPlanner
Database

FCI Forecast
(E-01)

Review past 3 years
completion of projects

Review forecasted
budgets/commitments

Review preliminary
budget requested from

programs

Internal CPU review
of proposed next
fiscal year budget

Step 2

Ensure that capital
spending is trending
towards the 80/20

guidelines.

Determine if Capital Budget
10YR Plan Summary meets KPI

objectives

Finish

Define requirements
for funding sources

KPI 1 = 10% FCI by
end of 2027

Define budget
parameters and total

spend

Capital Budget
10 YR Plan
Summary

(E-09)
KPI 2 = 25%

Energy Reduction
by end of 2027

KPI 3 =
Accessibility to 20%

or more Units

HoMES Data
FM Category

Report
Job Cost Module

Start Determine previous
fiscal year actuals

Determine carry
forward amounts

from deferred scope

Determine if Capital Budget
10YR Plan Summary meets

requirements

YES

Technology
Excel

Spreadsheet /
Data Tool

Decision
Required

Path that is
followed in most

situations

Steps that usually
result in rejection

of request or
action

Data
Process Step

Usually a manual
step (ie. email,

meeting)
LEGEND

Juncture point that
likely requires a

return to requestor
or request for

more information

Database

Asset Inventory
Asset Lifecycle

Capital Renewal

Approval of Capital
Budget 10YR Plan

Summary

NO

NO

YES

YES

NO
Capital Budget sent
for approval to City

of Toronto

Item 15D – State of Good Repair Program Internal Audit Management 
 Public BIFAC Meeting – September 11, 2025 - 
Report:BIFAC:2025-81 - Attachment 2
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Planned Capital Prioritization - Process Workflow

Revised August, 19 2025

Building Condition
Assessments AssetPlanner

Database
FCI Forecast

(E-01)

Capital Request
File – Job List
Prioritization

(E-08)

Review past 3 years
completion of projects

Review forecasted
budgets/commitments

Internal CPU review of
proposed next fiscal year

budget

Review preliminary
budget requested

from programs

HoMES Data
FM Category

Report
Job Cost Module

Annual Plan
Start

Capital Request
File – Job List
Prioritization

(Prioritization #1)
(E-08)

AP-02
FM Needs and
Prioritization

Review

AP-03
Updated Capital

Request File – Job
List w/ FM

Prioritization
(Prioritization #2)

AP-05
Updated Capital

Request File – Job
List w/ Regional

Staff Prioritization
(Prioritization #3)

AP-06
CPU determines

aggregate prioritization

AP-07
Final Capital

Request File – Job
List Prioritization

For BCQ Creation
(E-08)

Add additional
needs and D&E

priority level

AP-08
Create Business Case

Questionnaire for Capital
Projects

DP-03
Is the request an

emergency?

DP-02
Triage ad-hoc

requests

Add additional
needs and C&P

priority level

AP-08
Create Business Case

Questionnaire for Capital
Projects

DP-03
Is the request an

emergency?

DP-02
Triage ad-hoc

requests

Create Record /
Update Systems

AP-05a
Review CRF -

opportunities for
energy reduction

Energy Project
Action Plan

(EM-01)

AP-08
Create Business Case

Questionnaire for Capital
Projects

Finish
AP-10

Capital Project
Approved

AP-09
Is the BCQ
approved? Create Record /

Update Systems

DP-01
Request for

Investigation (email,
phone call)

Daily Operations
Start

AP-04
Add additional

needs and
Regional/Site Staff

priority level

Annual Unit
Inspections

(not in prioritization)

AP-01
Regional Staff
Review w/ CPU

Technology
Excel

Spreadsheet /
Data Tool

Decision
Required

Path that is
followed in most

situations

Steps that usually
result in rejection

of request or
action

Data
Process Step

Usually a manual
step (ie. email,

meeting)
LEGEND

Juncture point that
likely requires a

return to requestor
or request for

more information

YES

NO

NO

YES

NO

YES

Database

Asset Inventory
Asset Lifecycle

Capital Renewal

Item 15D – State of Good Repair Program Internal Audit Management Action 
Public BIFAC Meeting – September 11, 
2025 Report:BIFAC:2025-81 - Attachment 3 
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SOP-03: Planned Capital Monitoring and Reporting - Process Workflow

Revised August, 21 2025

Building Condition
Assessments

AssetPlanner
Database

FCI Forecast
(E-01)

Review past 3 years
completion of projects

Review forecasted
budgets/commitments

Internal CPU review of
proposed next fiscal

year budget

Review preliminary
budget requested

from programs
HoMES Data

 Start
R-06

HoMES Data
Reports

Capital Request File
– Job List

Prioritization
(E-08)

Is the BCQ/
BCA Request

Approved?
Deny BCQ / BCA

Request

Category Report
(Weekly)

NO

YES

Technology
Excel

Spreadsheet /
Data Tool

Decision
Required

Path that is
followed in most

situations

Steps that usually
result in rejection

of request or
action

Data

Process Step
Usually a manual
step (ie. email,

meeting)
LEGEND

Juncture point that
likely requires a

return to requestor
or request for

more information

Database

Asset Inventory
Asset Lifecycle

Capital Renewal

R-01
Incoming BCQ / BCA

Requests
(New Jobs)

Finance
Year-End

Capital Report
(F-02)

R-02
Identify which BCQ
Asset(s) are in the

Capital Request File
(E-08)

R-03
CPU develops the

Directors BCQ / BCA
Requests Report

R-05
Update Capital

Request File with
approved BCQ / BCA

requests
(Annually)

Ad-Hoc Reporting to
Support FM and
Other Divisions
(Estimated 100+
Reports Annually)

90+ Individuals
Across the

Organization

Finance Report
(Monthly)

Ward Report
(Quarterly)

Reallocation Report
(Quarterly)

Accessibility Report
(Annually)

Review Report for
Planning / Analysis /

Decision Making

Review Report for
Planning / Analysis /

Decision Making

Review Report for
Planning / Analysis /

Decision Making

Review Report for
Planning / Analysis /

Decision Making

Review Report for
Planning / Analysis /

Decision Making

Review Report for
Planning / Analysis /

Decision Making

Review Report for
Planning / Analysis /

Decision Making

R-04
Weekly Directors

BCQ / BCA Requests
Meeting

RPATH Committee

Send to
Communications Dept.

80% Planned / 20%
Unplanned (Demand)

Spending Data

Finance Year-End
Capital Report

(F-02)

Quarterly Submissions
to Funders

Item 15D – State of Good Repair Program Internal Audit Management Action 
Public BIFAC Meeting – September 11, 2025 
Report:BIFAC:2025-81 - Attachment 4
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Start

Technology
Excel 

Spreadsheet /
Data Tool

Decision
Required

Path that is 
followed in most 

situations

Juncture point that likely 
requires a return to 

requestor or request for 
more information

Steps that usually 
result in rejection 

of request or action
Data

Process Step
Usually a manual 

step (ie. email, 
meeting)

Database

Asset Inventory
Asset Lifecycle

Capital Renewal

Asset Inventory
Asset Lifecycle

Capital Renewal

LEGEND

REV: Aug 20, 2025

CE-03
AssetPlaner 

Database

CE-01
Establish 

methodology for 
planned capital 
cost estimation

CE-02
Approve Cost 

Estimation 
Methodology & 

Strategy

Capital Request 
File – Job List 
Prioritization 

(E-08)

Calculation of 
Hard Costs

Industry 
Standard Cost 

Guidance

Labor and 
Materials

Subcontractor 
Costs

General 
Contractor 
Markups

Inflation to 
Current Dollars

CE-07
Business Case 

Questionnaire - BCQ
(HoMES)

CE-06
Calculation of Soft Costs

Design, Legal Fees, 
Permitting, Taxes, 

Bonding, Insurance
Contingencies

Owner Costs (project 
management, testing)

Financing

Is the BCQ 
Approved?

CE-10
Update Asset 
Management 

System

YES

CE-09
Business Case

 Amendment - BCA
(HoMES)

Is the BCA 
Approved?

CE-04
Investigate and Select 

Projects for BCQ 
Process

YES

CE-08
Repeat Soft Costs 

Estimation Process

NO NO

CE-05
Prepare Conceptual Cost 

Estimate for BCQ
(see SOP-07)

Finish

Create 
Record / 
Update 
Systems

Item 15D – State of Good Repair Program Internal Audit Management Action - Public BIFAC Meeting – September 11, - Report:BIFAC:2025-81 - Attachment 5
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SOP-05 Capital Program FCI KPI #01 (10% FCI by end 2027)SOP-05 Capital Program FCI KPI #01 (10% FCI by end 2027)
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P-05
Prepare FCI Forecast

P-04
Define budget 

parameters and 
total spend.

P-03
Define 

requirements for 
funding sources.

AssetPlanner 
Database

Building 
Condition 

Assessments

P-06
FCI Forecast 

(E-01)

Technology
Excel 

Spreadsheet /
Data Tool

Decision
Required

Path that is 
followed in most 

situations

Juncture point that likely 
requires a return to 

requestor or request for 
more information

Steps that usually result in 
rejection of request or 

action
Data

Process Step
Usually a manual 

step (ie. email, 
meeting)

Database

Asset Inventory
Asset Lifecycle

Capital Renewal

Asset Inventory
Asset Lifecycle

Capital Renewal
LEGEND

REV: June 16, 2025

P-02b
Map previous year 
activity to current 

database

Apply inflation and 
perform year end 

update

10 YR Capital 
Finance Plan 

(E-10)

P-01
Previous Year Completed 

Jobs Report
(F-03)

Carry Forward of 
Deferred Capital 

Renewal

P-02a
Finance Year-End 

Capital Report
(F-02)

Start

P-11
KPI 01 Annual BIFAC 

Report & Presentation
Finish

P-08
Provide rationale for 

trend variances

P-09
Reviews rationale for 

trend variances

P-10
Review Annual FCI 

Report & Presentation

P-07
Create Annual 

FCI Report

Item 15D – State of Good Repair Program Internal Audit Management Action - Public BIFAC Meeting – September 11, 2025 
Report:BIFAC:2025-81 - Attachment 6
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Start

Technology
Excel Spreadsheet /

Data Tool

Decision
Required

Path that is 
followed in 

most situations

Juncture point that likely 
requires a return to 

requestor or request for 
more information

Steps that usually result in 
rejection of request or 

action

Data

Process Step
Usually a manual 

step (ie. email, 
meeting)

Database

Asset Inventory
Asset Lifecycle

Capital Renewal

Asset Inventory
Asset Lifecycle

Capital Renewal

LEGEND

REV: August 21, 2025

P-08
Input of Priority
 (Regional Staff)

(Executive 
Leadership Team)

AssetPlann
er 

Database P-11
Annual List of 
Buildings for 

Condition 
Assessment

P-05
Review age of assess-

ments for entire portfolio

P-06
Identify current buildings 

under construction / 
major project

P-01a
Establish scope 

for BCA vendors / 
BCA methodology

P-10
Establish 

Prioritization of 
Assessments

P-07
Provide Input of 

Priority

P-02
Conduct RFP for 

Building Condition 
Assessment Vendors

P-03
Award service

contracts for Building 
Condition Assessment 

Vendors

P-01b
Approve BCA 

Methodology & 
Strategy

P-09
Customize BCA 

Matrix (E-04) with 
attributes

P-04
Building Condition 
Assessment Matrix 

(E-04)

P-12
Conduct BCA’s

Finish

BCA Data Automatically Flows to 
AssetPlanner

Item 15D – State of Good Repair Program Internal Audit Management Action - Public BIFAC Meeting – September 
11, 2025 Report:BIFAC:2025-81  - Attachment 7
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SOP-07: Design and Engineering Unit – Capital Project DevelopmentSOP-07: Design and Engineering Unit – Capital Project Development
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Start

Technology
Excel 

Spreadsheet /
Data Tool

Decision
Required

Path that is 
followed in most 

situations

Juncture point that likely 
requires a return to 

requestor or request for 
more information

Steps that usually result 
in rejection of request or 

action

Data

Process Step
Usually a manual 

step (ie. email, 
meeting)

Database
Asset Inventory
Asset Lifecycle

Capital Renewal

Asset Inventory
Asset Lifecycle

Capital Renewal

LEGEND

REV: June 12, 2025

Ad-Hoc Request for 
Investigation 

(Regional or Site Staff)

Capital Request File – 
Job List Prioritization 

(E-08)

CP-01b
Review of CRF File

CP-06
Site Investigations & 

Meeting with Local Staff

CP-08a
Obtain Detail Cost 

Estimates

CP-10
Submit BCA²  for 
Capital Project

Is the BCA 
Approved?

CP-03
Preliminary Review

CP-04
Prepare Conceptual Cost 

Estimate for BCQ
(see SOP-04)

CP-05
Submit BCQ for Capital 

Project

Is the BCQ 
Approved?

CP-01a
Envelope 

Owner

CP-02
Investigate and Select 

Projects for BCQ Process

CP-07
Begin Design

YES

CP-08b
Design Validation

Contractor Estimates
Constructability 

Review

CP-09
Finalize Capital 

Project Cost

CP-11
Schedule 

Construction for 
Capital Project 

YES

Procurement of 
Consultants

Finish

NO NO

Create 
Record / 
Update 
Systems

Item 15D – State of Good Repair Program Internal Audit Management Action - Public BIFAC Meeting – September 11, 2025 
Report:BIFAC:2025-81 - Attachment 8
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