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Update on Contract Governance and Financial Reconciliation 
of Demand Programs 
Item 6C 
March 24, 2026 
Building Investment, Finance and Audit Committee 
Report: BIFAC:2026-25 

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

From: Vice President, Facilities Management and Chief Financial 
Officer 

Date: March 17, 2026 

PURPOSE: 
This report provides the Building Investment, Finance and Audit Committee 
(“BIFAC”) and the Board of Directors (the “Board”) with an update on the 
financial reconciliation of demand programs, including the plumbing 
program.  

RECOMMENDATIONS: 
It is recommended that the 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: 
The implementation of strengthened contract governance and financial 
reconciliations, including Yardi system configurations, were completed within 
the existing resources for the Demand General Repair (“DGR”) and plumbing 
programs pilot.  

The Chief Financial Officer and Treasurer has reviewed this report and 
agrees with the financial implications as presented in the Financial Impact 
Statement Section. 
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REASONS FOR RECOMMENDATIONS: 
Background 
At its meeting of July 30, 2024, the Board received Report TCHC:2024-48, 
which outlined a material overspend against the approved spending authority 
for the Demand General Repair (“DGR”) program. As previously reported to 
the Board, this variance was influenced by post-pandemic cost escalations, 
the reintegration of legacy Contract Managed properties, and weaknesses in 
expenditure tracking and contract alignment. While staff generated regular 
fiscal reports, reconciliation practices were historically structured around 
completed and paid work orders within a fiscal year. Committed amounts 
and cross-term obligations were not systematically captured, and reporting 
focused primarily on annual budget performance rather than cumulative 
procurement authority. 
 
The DGR overspend served as a catalyst for a broader review of how multi-
year, multi-vendor roster contracts’ governance and spend controls are 
monitored against annual and cumulative contract commitment, as well as 
operating and capital budgets.  
 
Cross Divisional Project on Improving Contract Governance and 
Financial Reconciliations 
In early 2025, a cross-functional working group, led by Finance and 
Operations, commenced a project to identify the contract governance and 
control weaknesses, root causes, and explore the corrective measures on 
these multi-year, multi-vendor contracts, beginning with contracts exceeding 
$5M. This initiative aims to establish appropriate contract governance and a 
financial control and reconciliation framework, including standardized tools, 
templates, and report automation to improve tracking, reconciliation, and 
reporting of these complex inter-divisional vendor contracts. It also includes 
establishing early warning alert controls to proactively identify risks and 
variances. A detailed update will be presented at the May 25, 2026 BIFAC 
meeting.   
 
Reconciliation Pilot on DGR and Plumbing Program Contract  
The DGR and plumbing demand maintenance program were selected as the 
first two pilot contracts to undergo full lifecycle reconciliation using this 
standardized approach and automated methodology. Throughout this 
process, material overspend under the initial three-year term was identified.   
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Importantly, this overspend was not driven by a significant increase in work 
order volume.  Rather, discrepancies and understated spending against the 
contract were a result of: 

1) the absence of cumulative program-to-date spend governance; 
2) contract ceiling system controls; and  
3) financial reconciliation practices that excluded committed work orders 

and did not account for the timing of invoices when ran on a quarter- 
by-quarter basis.  

 
In addition, the lack of formal contract close-out validation and the historical 
exclusion of committed work orders affected both the integrity of the baseline 
data used for demand forecasting and procurement planning which caused 
the subsequent overspend. In this context, the decisions to continue 
plumbing program spend were made with the information available at that 
time. Given the outcomes of the reconciliation pilot, a contract value increase 
through a change order is required for the plumbing contract (as further 
outlined in BIFAC:2026-26 included in the March 24, 2026 BIFAC meeting 
materials). 
 
Structural Challenges 
The reconciliation of demand maintenance is reflective of broader structural 
complexity within demand-based services that operate as a continuous draw 
against an aging housing portfolio. Work orders are created daily in response 
to tenant health, safety, and building condition needs. These work orders 
may span fiscal years, may be invoiced months after completion, and may 
intersect operating, capital, and preventive maintenance funding streams.  
 
While in-year pressures of demand programs are managed through budget 
reallocations within fiscal envelopes, the absence of a reconciliation against 
total Board-approved contract ceilings and formal reconciliations of total 
spend and commitments during contract close-outs has resulted in invoices 
attributable to prior contract terms continuing to flow through subsequent 
fiscal years. 
 
Compounding these issues, system limitations have contributed to a manual, 
labour-intensive reconciliation process that are not standardized across 
divisions. Quarterly reconciliation requires review of all preventive 
maintenance programs and more than 25,000 demand work orders annually, 
requiring approximately 300–350 person hours per reporting cycle.  
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Implications and Next Steps 
There is a total of 35 active multi-year vendor contracts with an individual 
contract value exceeding $5M, and a total value of $946M (included as 
Attachment 1). The lessons from the DGR and plumbing program 
reconciliation pilots, specifically the Yardi system configuration and 
enhancements, will form a solid foundation for integrating authority-level 
validation into financial reporting and reduce reliance on manual tools for the 
remaining 33 contracts.   
 
In the interim, management is conducting a manual reconciliation of all 
applicable program contracts using standardized parameters, including 
cumulative reconciliation prior to contract expiry, standardized contract 
close-out validation, and enhanced quarterly reporting to the BIFAC.  
 
Any potential additional overspends, vendor contract commitment gaps, or 
required procurement adjustments identified through these reconciliation 
efforts will be transparently brought forward in the next reporting cycle.  
  
SIGNATURES: 
 
“Noah Slater” 

 
Noah Slater, 
Vice President, Facilities Management 
 
and 
 
“Lily Chen” 

 
Lily Chen, 
Chief Financial Officer 
 
ATTACHMENT:  

1. List of Multi-Year Contracts over $5 Million 
 
STAFF CONTACT: 
Raj Atma, Director, Property Accounting, Finance 
416-981-4050 
Raj.Atma@torontohousing.ca 
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List of Multi-year Contracts over $5 Million 
Program Division Contract 

Term Total VAC Reconciliation 
Status 

Demand General Repairs Operations 5 $200,561,829 Pilot / Auto 
Demand Maintenance Services – 

Plumbing Facilities Management 5 $75,000,000 Pilot / Auto 

Local Moveout Operations 5 $171,294,569 Auto Q3/Q4 2026 
State of Good Repair Program Facilities Management 3 $52,500,000 Auto Q3/Q4 2026 

Emergency Property Containment and 
Restoration Services Legal 5 $48,600,000 Auto Q3/Q4 2026 

Security and Fire Picket Services Operations 5 $41,136,500 Auto Q3/Q4 2026 
Water Efficiency Facilities Management 5 $40,000,000 Auto Q3/Q4 2026 

Demand Maintenance Services – Heating Facilities Management 5 $35,000,000 Auto Q3/Q4 2026 
Demand Maintenance Services – AC and 

Ventilation Facilities Management 5 $30,000,000 Auto Q3/Q4 2026 

Commercial Laundry Appliances Operations 10 $26,292,435 Auto Q3/Q4 2026 
Integrated Pest Management Services Operations 4 $19,620,686 Auto Q3/Q4 2026 

Fire/Alarm Suppression Systems – Group 
1 PM/DM Facilities Management 5 $19,290,254 Auto Q3/Q4 2026 

Fire/Alarm Suppression Systems – Group 
2 PM/DM Facilities Management 5 $9,256,192 Auto Q3/Q4 2026 

Fire/Alarm Suppression Systems – Group 
3 PM/DM Facilities Management 5 $18,321,778 Auto Q3/Q4 2026 

Fire/Alarm Suppression Systems – Group 
4 PM/DM Facilities Management 5 $4,082,201 Auto Q3/Q4 2026 
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Program Division Contract 
Term Total VAC Reconciliation 

Status 
Fire/Alarm Suppression Systems – Group 

5 PM/DM Facilities Management 5 $7,355,383 Auto Q3/Q4 2026 

Demand Maintenance Services Electrical Operations 5 $18,000,000 Auto Q3/Q4 2026 
Backfill Day-to-Day Janitorial Services Operations 5 $12,779,815 Auto Q3/Q4 2026 

Demand Maintenance Services for 
CCTV/Lock/Alarm Facilities Management 5 $10,400,000 Auto Q3/Q4 2026 

Replacement of Residential Furnaces 
and DHW Facilities Management 5 $10,284,480 Auto Q3/Q4 2026 

PM/DM for Residential Furnaces, DHW Facilities Management 5 $7,559,440 Auto Q3/Q4 2026 
New Appliances for East Operations 5 $12,000,000 Auto Q3/Q4 2026 

New Appliances for West - Home Depot Operations 5 $10,094,444 Auto Q3/Q4 2026 
New Appliances for West - CARE Operations 5 $10,063,323 Auto Q3/Q4 2026 

PMDM Fan Coil and PTAC Facilities Management 5 $8,711,892 Auto Q3/Q4 2026 
Elevator Modernization Facilities Management 5 $8,081,382 Auto Q3/Q4 2026 
Kitchen Sanitary Drain Facilities Management 4 $8,007,585 Auto Q3/Q4 2026 

PMDM Duct and Vent Cleaning Facilities Management 5 $7,986,375 Auto Q3/Q4 2026 
Residential PTAC Facilities Management 6 $7,568,492 Auto Q3/Q4 2026 

Demand Maintenance Services – Drains 
and Water Mains Facilities Management 5 $7,000,000 Auto Q3/Q4 2026 

CHP and Emergency Generator Systems 
Group 1 Facilities Management 7 $2,253,139 Auto Q3/Q4 2026 

CHP and Emergency Generator Systems 
Group 3 Facilities Management 7 $2,253,139 Auto Q3/Q4 2026 

CHP and Emergency Generator Systems 
Group 2 Facilities Management 7 $2,064,849 Auto Q3/Q4 2026 

CHP and Emergency Generator Systems 
Group 4 Facilities Management 7 $1,793,899 Auto Q3/Q4 2026 
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Program Division Contract 
Term Total VAC Reconciliation 

Status 
CHP and Emergency Generator Systems 

Group 5 Facilities Management 7 $1,769,521 Auto Q3/Q4 2026 

Total sum of 35 Contracts $946,983,602  
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