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Toronto Community Housing n

Office of the Commissioner of Housing Equity’s (“OCHE”)
2026 Work Plan

[tem 10A
December 11, 2025
Board of Directors

Report: TCHC:2025-87

To: Board of Directors (the “Board”)
From: Tenant Services Committee (“TSC”)
Date: November 21, 2025
PURPOSE:

The purpose of this report is to seek the Board of Directors’ (the “Board”)
approval of the Office of the Commissioner of Housing Equity’s (“OCHE”)
2026 Work Plan.

RECOMMENDATIONS:
It is recommended that the Board of Directors:

1. approve Goals 1 to 4, as described in the Office of the Commissioner
of Housing Equity’s 2026 Work Plan as set out in Attachment 1 to this
report (the “OCHE 2026 Work Plan”); and

2. receive for its information Goal 5, as described in the OCHE 2026 Work
Plan, related to the OCHE’s role in serving the Toronto Seniors
Housing Corporation.

TSC:
The Tenant Services Committee approved this report at its meeting of
November 21, 2025 and forwarded it to the Board of Directors for approval.

This matter was not held for discussion at the November 21, 2025 TSC
meeting.
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FINANCIAL IMPACT STATEMENT:

There are no financial impacts to Toronto Community Housing Corporation
(“TCHC”) in the current and future years resulting from the recommendations
in this report. The 2026 Work Plan for OCHE will be delivered within existing
resources.

The Chief Financial Officer and Treasurer has reviewed this report and
agrees with the information presented in the Financial Impact section.

REASONS FOR RECOMMENDATIONS:

The OCHE’s 2026 Work Plan serves to guide the OCHE in its focus for 2026.
The review and approval of the OCHE’s 2026 Work Plan is central to the
TSC’s and the Board'’s oversight of the OCHE.

Toronto Seniors Housing Corporation

At its meeting of May 5 and 6, 2021, City Council requested that the Boards
of Directors of both TCHC and TSHC enter into a shared service agreement,
in consultation with the Office of the Commissioner of Housing Equity, with
respect to reporting procedures, resources, and funding requirements for a
transitional period of two years to enable the Office of the Commissioner of
Housing Equity to continue to provide services to tenants of Toronto Seniors
Housing Corporation, notwithstanding the establishment of TSHC as a
separate corporation (City Report 2021.EX23.4).

The agreement, requested by the City, was executed by the parties, effective
from June 1, 2022. Effective May 30, 2024, the term of the Agreement was
extended to June 1, 2026.

The OCHE is an independent office that operates at arms-length from TCHC
management and TCHC does not play a role in the management of the
relationship between the Commissioner, the OCHE and TSHC. This report
provides the Committee and the Board with insight into Goals to be
established, by the OCHE and the TSHC Board of Directors, in relation to
the services that the OCHE provides to TSHC. TCHC’s Board is not
requested to either approve or monitor the performance of the OCHE, in
relation to those goals. Those are the responsibilities of the TSHC Board.

IMPLICATIONS AND RISKS:
The OCHE provides the Board with oversight of TCHC’s operations related
to evictions due to arrears of rent and ensures that tenants avoid eviction
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where possible. The OCHE reports regularly on its activities and TCHC’s
performance in the areas within it’s jurisdiction. The OCHE’s 2026 Work Plan
serves to guide the OCHE in its focus for 2026 and ensures the Board is
aware of the OCHE'’s activities taken on its behalf and that they continue to
align with the goals of the Board and TCHC.

SIGNATURE:

“Melanie Martin”

Melanie Martin
Interim Commissioner of Housing Equity

ATTACHMENT:
1. Office of the Commissioner of Housing Equity’s 2026 Work Plan

STAFF CONTACT:

Melanie Martin, Interim Commissioner of Housing Equity
437-997-3687

Melanie.Martin@oche.ca
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Item 10A — Office of the Commissioner of Housing Equity’s (“OCHE”) 2026 Work
Plan

Public Board of Directors Meeting — December 11, 2025

Report #: TCHC:2025-87

Attachment 1

Introduction:

The core work of the Office of the Commissioner of Housing Equity (“OCHE”) is to
ensure successful tenancies and address the underlying issues leading to arrears of
rent for all tenants who remain in arrears after Toronto Community Housing
Corporation (“TCHC”) has completed all steps of its Arrears Collection Process
(“ACP”).

When the OCHE mandate expanded on January 1, 2022 to include any tenant instead
of just those over age 59 or who have been identified as vulnerable, the volume of
referrals became too great for the OCHE staffing model. In 2023, it was identified that
unless the OCHE increased the Early Resolution Officer (“ERO”) complement
exponentially, the volume of referrals was not sustainable, and that there would be an
impact to the outcomes for tenants as less work could be completed on each file.

To address this, the OCHE worked with TCHC to streamline referrals. Additionally,
processes were put in place, and training was provided to staff on the new Arrears
Collection Process to ensure meaningful engagement at the front line, so that the
OCHE was reserved for the most difficult cases. For 2026, the OCHE will continue
working with TCHC to address ongoing issues with arrears collection, housing
stability and staff efficiencies by focusing its work on the four goals outlined below.

Goal 1: Support TCHC to build front line staff capacity to better support tenants

and to reduce the number of referrals to the OCHE.

From 2022 to present, the OCHE has been working to support TCHC to build front
line staff capacity to better support tenants to reduce referrals to the OCHE. Despite
these efforts, referrals remain high, despite a cap on referrals® being in place. At the
same time, the number of files that are being sent back to TCHC for incomplete
referrals and/or the ACP not being followed accurately (the Send Back Process) has
been increasing.

" TCHC can refer 25 regular and 8 breach referrals per week.
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The OCHE was created as an office with specialized expertise to manage challenging
files that TCHC was unable to resolve. However, because all cases need to be
referred to the OCHE before the Application to Evict can be filed with the Landlord
and Tenant Board (“‘LTB”), there has been a significant increase in referrals to the
OCHE year over year. This is why it is important that the steps and the spirit of the
Arrears Collection Process (“ACP”) are followed by TCHC if arrears are going to be
managed, and referrals to the OCHE are to be curbed. To do this, the OCHE will
continue to work with TCHC by doing the following:

OCHE Action OCHE Target

1.1 All cases referred to the OCHE have an e Reduce the number of files sent
accurately completed Stage 1 Checklist and back to TCHC due to non-

are screened to ensure TCHC has attempted to | compliance with the ACP by
resolve the arrears before making an OCHE 10%?2 and by 25% for all other

referral. The aim is to increase TCHC front line | reasons.?

staff capacity, through the Sent Back process, | e Support TCHC to maintain a
which will result in fewer files requiring an success rate of 75% of files
OCHE intervention. returned to TCHC to be resolved
without the need for the OCHE.*
1.2 Provide TCHC with monthly and Bi-Annual | e Track the implementation and
audit findings for both the current and new ACP | success of the 2025 ACP by

to support updates, amendments or training of comparing files from the new
the ACP as needed. ACP to the older arrears that fell
under the 2021 ACP.

1.3 Continue the monthly Dashboard meetings | e Provide 12 monthly Dashboard

to support TCHC Regional Managers and reports to TCHC by Region and
Supervisors to monitor compliance with the meet with the Regional

ACP. This will allow TCHC managers to react Managers monthly.

to problems related to the implementation of e With TCHC, provide refresher
the ACP in real-time. Also, training can be training to the tenancy

identified, along with gaps in technology. management teams by Q1 2026.

2 As of Q3 2025, the OCHE sent back 229 files for all reasons and 45 (20%) of these files were returned
due to non-compliance with the ACP.

% As of Q3 2025, the OCHE received 742 referrals from TCHC and sent back 229 (31%).

4 As of Q3 2025, the OCHE sent back 45 files for non-compliance with the ACP and were re-referred 11
cases (24%). This means TCHC was able to manage the remaining 34 cases (76%) without the need for
an OCHE intervention.
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1.4 Continue to support TCHC in the training ¢ Continue offering 12 case
and mentoring of front-line staff and conferences (monthly) to all
managers/supervisors on ongoing issues TCHC frontline staff.
related to the 2025 Arrears Collection Process.

Implications and Risks:

TCHC’s Arrears Collection Process (“ACP”) is designed to ensure all tenants are
given fair and consistent opportunities to avoid eviction due to arrears of rent. The
ACP works on the assumption that some tenants will require additional support to
meet the requirements of a Rent Geared to Income (“RGI”) tenancy. When the ACP
is not followed in a consistent manner, some tenants’ arrears remain unaddressed,
while others are sent notices and moved through the process according to the
prescribed timelines. The consistency with which the ACP is applied is crucial to
administrative fairness.

When arrears are not addressed quickly, they become harder to collect, placing
vulnerable tenants at risk of eviction. Intervention becomes more difficult when
tenants are conditioned to believe there are no consequences to not paying rent.
Errors in the application of the ACP may result in unlawful evictions or evictions of
vulnerable tenants who were not identified as such.

When low-income people are evicted from housing of last resort, they will become
homeless as there are no other affordable options. This puts increased pressure on
other social systems and there is also the reputational risk of evicting tenants who
are vulnerable or who lack capacity. Mass evictions are not a viable solution to
arrears. For this reason, Goal one is to ensure that all tenants are given access to
the OCHE after TCHC has followed its ACP and before an LTB application is pursued.

Goal 2: Support TCHC to decrease total arrears, while ensuring housing
stability for tenants by focusing on cases with large balances, breached

repayment agreements and the ‘Clean Ups’ to allow front line staff to focus on
new arrears cases.

The OCHE will collaborate with TCHC to determine staffing needs following the
identification of all cases that fall under the Large Balance Clean Up and Loss of
Eligibility (“LOE”) Clean Up projects that are currently underway. Once proper
identification of these files has been provided to the OCHE, the OCHE will endeavor
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to support TCHC to work with these cases to assist tenants to get back on track with
their rent payments and arrears owing.

In 2026, the OCHE will work with TCHC to implement a model that aligns with the
City of Toronto’s Rent Bank approach, which prioritizes tenants at highest risk of
eviction and is administered by the OCHE. Tenants with arrears over $5,000 and
repayment terms exceeding 24 months will be referred to the OCHE - regardless of

current compliance - to ensure:

e Completion of a financial assessment and budgeting exercise.
e Access to external funding support such as the Rent Bank; and
e Explore matching contributions of arrears where appropriate.

To do this the OCHE will continue to work with TCHC by doing the following:

OCHE Action OCHE Target

2.1 Clean-up of large balance files:
Continue to work with TCHC to
identify and address large arrears
balance accounts ($10k+), cases
with Loss of Eligibility (“LOEs”) and
breached Local Repayment
Agreements (“LRA”) to support the
clean ups of these files, ensuring
arrears are addressed, tenancies
are stabilized and arrears cases are
managed in accordance with
TCHC'’s Arrears Collection Process
(“ACP”).

2.2 Arrears Incentive/Forgiveness
Program:

In collaboration with the OCHE,

City Partners and TCHC, develop a

TCHC to provide the OCHE with
projections on the number of files that
remain outstanding as part of the ongoing
Large Balance cleanup ($10K plus) and
the new LOE cleanup by the end of Q4
2025. This way, the OCHE and TCHC can
properly project workload and ensure
proper staffing levels are in place to
complete the Large Balance clean-up and
allow TCHC to prioritize cases where
arrears began on or after January 1, 2025,
falling under the new ACP.

New Power Bl system leveraged to
institute a monthly oversight process to
support managers/supervisors to ensure
that arrears cases are managed and
moved through the ACP monthly.

In collaboration with TCHC, the OCHE will
determine measurable success outcomes

and provide updates to the Board.
OCHE Action OCHE Target

In Q1 2026, the OCHE and TCHC will
complete a business case to ensure proper
staffing levels are in place, to pilot the
program.
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pilot to support tenants with arrears | e In collaboration with TCHC, the OCHE will
over $5K and repayment determine measurable success outcomes
agreements longer than 12 months. | for the Pilot.

This initiative is designed to
encourage tenant repayment,
promote tenancy stability, and
reduce uncollectable debt by
exploring the option of matching
tenant contributions to long-term
arrears, where full repayment is not
manageable.

Implications and Risks:

If tenants are not incentivized and engaged in the payback of large arrears debt, this
debt will not be collectible and can potentially lead to large scale evictions. It is
preferable to work with tenants and encourage them to be responsible for their debt
while keeping them in their current Rent Geared to Income housing.

The aim of the Pilot is to reduce the need to utilize the Landlord and Tenant Board
as a tool for arrears collection. Filing applications are costly and inefficient for both
TCHC and tenants, and if the goal is arrears reduction and stable tenancies,
engagement in the Arrears Incentive/Forgiveness Program is a preferable
alternative.

Whereas, if tenants are evicted, no debt is collected and undue pressure is placed on
the health care, shelter and penal systems, increasing negative outcomes for tenants
whose vulnerability is already a risk factor.

The proposal for this Pilot will be sent to the BIFAC committee in Q1 2026 for
approval, following Executive Leadership Team (“ELT”) Review.

Goal 3: Find efficiencies through community partnerships that support OCHE

and TCHC staff

Through the partnerships the OCHE has established and continues to establish with
community and government agencies, the OCHE is able to work with tenants more
efficiently to resolve their arrears of rent. Given the size of the OCHE, it is ideal for
piloting projects to test new systems and then expanding them to TCHC staff. In 2025,
the OCHE solidified a partnership with WoodGreen Tax-link service and then
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supported the expansion of the partnership to allow TCHC staff to access the same
service. This initiative is projected to help 1000 tenants in the first year with
opportunity to scale. In 2026, the OCHE will gather data and report to the Board on
the success of this project, with the aim of securing continued funding.

In addition, the OCHE will continue its existing partnerships and look for new ones to
support housing stability for tenants and efficiencies for staff as follows:

e Tenants receive full pension entittements and can easily access ‘Proof of Income’
documents to support the completion of the Annual Household Income and Assets
Review (“AR”).

e Tenants transition from Social Services to pensions at age 65 seamlessly without
interruption of income or overpayment penalties.

e Tenants have easier access to income support and verification to provide to TCHC
and ensure timely completion of Annual Reviews.

e Organize drop-in sessions where Tenants can meet with community partners to
provide outreach, education and support with a goal to ensure successful
tenancies.

OCHE Action OCHE Target

3.1 Toronto Rent Bank (“TRB”) e Tenancies are stabilized as arrears are
e Continue to access Rent Bank addressed more quickly.
funding for all eligible tenants who | e Arrears total is reduced and length of LRAs
are willing to apply to stabilize are shortened.
their tenancies. » Budget exercises are completed with every
eIncrease the number of lump sum tenant who is deemed eligible to apply for
payments to TCHC to reduce the TRB to ensure long-term success.
overall arrears and the length of | e Review Breach cases referred to OCHE to
time it takes to collect arrears determine eligibility for TRB if tenants
through LRAs.® accessed the OCHE before June 2024
when the TRB Pilot began.
3.2 WoodGreen Tax Link Service ¢ Resolve Loss of Subsidy/pending LOS
cases using Woodgreen’s Tax Link Service
in 75% of cases referred to the OCHE®.

5 As of Q3 2025, the OCHE brokered 328 LRAs. The average arrears total was $8,403.19, with an
average LRA length of 54 months. Of these, 159 accessed the TRB and received a lump sum reducing the
length of the LRA from 116 months to 60 months, decreasing the total length of the LRAs by 48%.

¢ As of Q3 2025, the OCHE received 108 files with a Loss of Subsidy (LOS) or a pending LOS from TCHC
and resolved 77% (83/108) of cases. Of the 83 LOS cases, 53 (64%) were resolved using the Woodgreen
Tax Link Service.
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e Continue to support Tenants ¢ Referrals made to the OCHE with an LOS
referred to the OCHE with this are reduced due to the expansion of the
resource. Program to TCHC staff.

e\Work with TCHC to report on the | ¢ Provide the Board of Directors with the
measurable outcomes achieved outcomes of the Pilot.
through the expansion of the Pilot
to TCHC staff.

3.3_Expand community e Establish partnerships and have partners

partnerships: available to all tenants and staff in Q2

Continue to engage external 2026.

agencies such as Service Canada, | « Complete 6 Tenant engagement sessions

the Ontario Disability Support with ODSP, Service Canada and TCHC to

Program (*ODSP”), Toronto educate on community-based resources

Employment and Social Services and strengthen the relationship between

(“TESS”) and Woodgreen’s Tenants and front-line staff to resolve

financial literacy program to issues with support from community

develop partnerships with an aim partners directly.

to support tenants to access e Compile data and report on the number of

Services. tenants supported through these

partnerships, number of direct payments
set up, and number of benefits accessed.

Implications and Risks:

The benefit of maintaining current partnerships and engaging in new ones is to
support tenants to stay housed by making it easier and faster to collect and submit
the necessary documents to support their Rent Geard to Income subsidies and to
address their arrears.

When tenants file their income tax returns, they are frequently eligible for benefits
they would otherwise not be entitled to, which can increase their monthly disposable
income. By accessing the Toronto Rent Bank, some tenants’ arrears are paid in full,
while others are able to pay off their balances more quickly. This reduces stress and
provides optimism for tenants. Any community partnership the OCHE attempts to
secure is meant to streamline processes and reduce pressure on staff and tenants.
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Goal 4: Continue to monitor and make recommendations, to foster innovation,

and systemic changes to increase successful arrears collection and improve
customer service for tenants.

In 2023, the OCHE began making systemic recommendations to TCHC with an aim
to improve processes and systems to positively impact workload, create efficiencies
and enhance customer service while stabilizing tenancies. Given the economic
climate, it is crucial that interventions remain creative and timely. The OCHE will
continue to monitor and measure the impact of past recommendations and make new
ones as required based on audit findings and data analysis.

Below is a list of the recommendations that TCHC has already agreed to adopt. The
OCHE will continue working with TCHC to have them implemented in 2026:

Issue OCHE Systemic OCHE Target
Recommendation

4.1 TCHC’s current system Work with TCHC to find | Track the success of
only allows the monthly rent | a solution that will allow | tenants who sign up for
to be withdrawn on the first of | flexibility with Pre- PAP once flexibility is
the month, with no flexibility in | Authorized Payments built into the system.
the amount withdrawn (such | (“PAP”) where rent and | Expected results are
as monthly repayment arrears repayments can | decreases in breaches
amounts) or the dates of be withdrawn on a and stabilized arrears.
withdrawal. schedule that aligns
with tenants’ pay dates.
4.2 Part of TCHC’s new Expand the monthly Once implemented, work
Arrears Collection Process arrears payment with TCHC to monitor
includes sending a reminder | reminder mechanism the success of SMS
text message in the first (mass text messaging) | messages. Expected
month of arrears. Tenants to all tenants with local | results are fewer
who have repayment repayment agreements, | breached agreements
agreements are not sent any | including those and missed rent
similar reminders. brokered through the payments.
OCHE.

4.3 Tenants with Local Explore the option of By reviewing LRAs
Repayment Agreements reviewing and/or re- annually, it will ensure
(“LRA”) of more than 12 negotiating LRA terms | that the repayment
months are more likely to every year when the amounts match tenants’
breach, due to income Annual Household budgets and can be

changed if required due
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changes or exceptional Income and Assets to an increase or
circumstances that may arise. | Review is completed. decrease in income.
Expected results are that
longer LRAs are more
likely to remain in good
standing.

Issue OCHE Systemic OCHE Target

Recommendation
4.4 Tenants require support to | It is recommended that | e TCHC and OCHE have

recognize opportunities for TCHC consider partnered with
savings and avoid financial providing financial Woodgreen for Tax link
risks associated with poor literacy workshops for Services and will
financial literacy. tenants in arrears and complete workshops in
who have signed LRAs Q2 2026 that will
to better support their include a financial
long-term success. literacy component.

e A pilot project with the
Ontario Disability
Support Program
(“ODSP”) is underway
in the Central Region.
This project includes
financial literacy
support for tenants.

Implications and Risks:

The past Systemic Recommendations were made in attempt to assist tenants to
comply with the RGI rules, pay their rent consistently and find ways to stretch their
dollars so they can afford both rent and other necessities. The OCHE has heard
from tenants that the limitation of the current Pre-Authorized Payment system is why
they do not elect to use it. By not setting up automatic payments, there is an
increased likelihood of missed rent or arrears repayments. At the same time,
providing financial literacy education and reviewing repayment agreements yearly
requires tenants to be more aware of their spending and more likely to reach out
when they need support rather than avoid TCHC. The increased use of the SMS
texts as a friendly reminder supports tenants to remain on track.
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When tenants are supported to remain on track early, there is less work associated
with getting them back on track. This reduces strain on TCHC, the OCHE and
tenants.

Goal 5: Continue to provide OCHE services to the Toronto Seniors Housing

Corporation (“TSHC”)” as per the shared Service Agreement

In addition to its work with TCHC, the OCHE also supports TSHC to avoid evictions
and follows the Arrears Collection Process and all applicable policies, procedures
and regulations. Through the Service Agreement between TCHC, TSHC and the
OCHE, the OCHE is tasked to intervene with tenants prior to TSHC filing an
Application to Evict at the Landlord and Tenant Board. The OCHE also supports
TSHC through monthly Dashboard meetings, Case Conferences, and by providing
two bi-annual reports to the TSHC Board of Directors through their Quality and
Tenant Engagement Committee.

As of Q3 2025, the OCHE received 217 referrals, assigned 137 to Early Resolution
Officers, and avoided the need for an L1 Application in 93% (121/137) of cases. In
2026, the OCHE will continue to provide service to TSHC. Any additional support
will be determined by the TSHC Board of Directors and finalized with the OCHE
independently of TCHC.

Conclusion:

In summary, 2026 will be a year of innovation for the OCHE. Issues previously
identified will be addressed through the implementation of past and new
recommendations to continue to support TCHC to decrease the total arrears owing,
while maintaining housing and improving outcomes for more tenants.

Through the collaboration with TCHC as well as government agencies and
community services, the OCHE will continue to streamline processes and find
efficiencies that benefit staff and tenants.

Following the mandate expansion, it became necessary to update the OCHE Terms
of Reference. This has been delayed due to the ongoing effort being made to
improve processes to curb the flow of referrals to the OCHE. With the City Review

" Oversight of this goal is the responsibility of the TSHC Board of Directors. It has been included to provide
visibility into the OCHE'’s full 2026 Work Plan, however the TCHC Board of Directors is not responsible for
ensuring compliance with Goal #5.
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expected to be completed in 2026, and clear and accurate projections of potential
referrals from TCHC, the OCHE can better update its Terms of Reference so they
reflect the City’s and TCHC’s needs.
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