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Toronto Community Housing n

Change Order: Demand Plumbing Program
Item 6D

March 24, 2026

Building Investment, Finance and Audit Committee

Report: BIFAC:2026-26

To: Building Investment, Finance and Audit Committee (“BIFAC”)
From: Vice President, Facilities Management

Date: March 17, 2026

PURPOSE:

This report seeks approval from the Building Investment, Finance and Audit
Committee (“BIFAC”) and the Board of Directors (the “Board”) for a change
order of up to $27,482,519.91 (exclusive of taxes) under RFP 22037 for
plumbing-related demand maintenance services across all Toronto Seniors
Housing Corporation (“TSHC”) and Toronto Community Housing Corporation
(“TCHC”) buildings.

The requested change order ensures continuity of essential plumbing
services through the exercised optional years of the contract and aligns
contract authority with the increased funding capacity from 2025 through to
2027.

RECOMMENDATIONS:
It is recommended that the Building Investment, Finance and Audit
Committee approve and recommend that the Board of Directors:

1. Approve a change order of up to $27,482,519.91 (exclusive of taxes)
under RFP 22037 for plumbing related maintenance services to the
following vendors (for 2026 and 2027):

a) Bomben Plumbing & Heating Ltd.
b) Carmar Mechanical Inc.

c) Firenza Plumbing & Heating Ltd.
d) Midsteel Mechanical Ltd.;

e) Capital PH Ltd.; and
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2. Authorize the Vice President of Facilities Management, or their
designate(s), to take the necessary actions and execute all necessary
documents to give effect to the above recommendations.

FINANCIAL IMPACT STATEMENT:

For the initial base contract term (2023-2025), the plumbing program’s
cumulative overspend was $17.8 million, which was funded by the operating
expenses funding envelope and the Component Capital Plumbing (CO02)
envelope under State of Good Repair (“SOGR?”) capital.

For the optional contract term (2026-2027), the proposed contract value
increase through the change order will be $27.5 million. With the previously
committed $30 million, the total revised contract value over the optional term
will be $57.5 million. This proposed expenditure currently exceeds the
planned Operating budget allocation of $9.9 million per year and Capital
Budget allocation of up to $10 million per year. The remaining budget shortall
of $17.6 million over 2026 and 2027 will be addressed by reallocating funding
from other available operating expense lines to cover the incremental
operating pressures and by using available SOGR funding to fund the
incremental capital pressures.

Between 2023 and 2025, the volume of work orders ranged from
approximately 19,300 to 20,200, with the average cost per work order
increasing from about $975 to more than $1,150.

The Chief Financial Officer and Treasurer has reviewed this report and
agrees with the financial implications as presented in the Financial Impact
Statement section

REASONS FOR RECOMMENDATIONS:

Decision History

At its meeting of April 25, 2022, the Board approved a change order for
demand plumbing maintenance services after it was determined that the
original contract had been scoped too narrowly (TCHC:2022-25). The
original contract included Facilities Management activity only, despite the
program being used by multiple business units. The change order reconciled
past activity and forecasted future need, bringing the total contract value to
approximately $50.4 million.
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At its meeting of December 8, 2022, the Board approved a new demand
plumbing award (TCHC:2022-71R) for a total value of $75,000,000
(exclusive of taxes) over a five-year term as follows:
e Up to $45,000,000 for the initial three-year term (February 2023 to
February 2026); and
e Up to $30,000,000 for two optional one-year extensions at
management’s discretion.

Since contract inception in February 2023, over 58,000 plumbing work
orders have been completed with a total spend through Year 3 of
approximately $61 million.

Reconciliation Findings

Through the contract governance and financial reconciliation pilot, an
overspend of $17.9 million was identified against the approved $45.0 million
initial term contract commitment spend authority, as shown in Table 1. Of
this amount, $16.1 million reflects completed and paid work orders and $1.8
million reflects work committed to vendors during the contract year that has
not yet been completed or invoiced. At the time of these commitments and
expenditures, and without visibility of the full financial exposure, the
decisions to continue spending were made with the best available
information at the time.

Table 1: Contract Term Years 1-3: Actual and Committed

Program Year Actual Spend Committed Total

Year 1 $18,858,560 $53,585 $18,912,144.98
Year 2 $20,690,614 $14,739 $20,705,352.56
Year 3 $21,553,730 $1,695,014 $23,248,744.15
Total (Years 1-3) $61,102,903 $1,763,338 $62,866,241.69
Approved Contract Commitment (Years 1-3) $45,000,000
Overspend ($17,866,241)

In addition, Table 2 illustrates that annual allocations in the CAPEX and
OPEX budgets did not consistently align with the contractual commitments,
with subsequent in-year reallocations further contributing to segmented
oversight between contractual commitments and fiscal envelopes.
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Table 2: Annual Program Allocations between CAPEX and OPEX
Contract

Revised

Original Budget Budget Commitment Va_rlance
) (b) () (d=b-c)
CAPEX | $858,971 $9,406,590
2023 FOPEX [ $5.,579,023 $5.579.023 | ©12:000,000 | (814,387)
CAPEX | $7,866,606 $8,740,674
2024 |- SoES” 138 409,028 $8.409.028 $15,000,000 | $2,149,701
CAPEX | $5,565,609 $12,937,087
2025 [ Spex 139971775 $9.971.776 $15,000,000 | $7,908,862
3 Year Total | $38,251,013 $55,044,176 | $45,000,000 | $10,044,176

While Table 1 shows overspending of $17.9M over the three-year term of the
approved $45.0M contract (based on the February to January contract
cycles), Table 2 presents the approved CAPEX and OPEX budgets on a
January to December basis, which exceeds the contract value by $10.0M.
The variance between the $17.9M actual overspend in Table 1 and the
$10.0M budget to commitment difference in Table 2 reflects timing and
reporting differences between contract cycles and fiscal periods; this
difference was funded through savings across various operating expenses
lines.

Change Order Rationale

The contract commitment under the base contract term was exceeded in
Year 1-3. As those expenditures have already been incurred and cannot be
reversed, this report does not seek retroactive approval.

Since the beginning of the plumbing contract in 2023, the program has
experienced an average annual increase of 11%, reflecting inflationary
pressures, volatility in material costs, and the expanding scope and
complexity of work required to maintain an aging portfolio. These pressures
were addressed within the increased funding from the City of Toronto.

A 15% annual growth rate is projected for Years 4 and 5 to reflect indexed
labour rates and continued market pressures, including material cost volatility
due to U.S. tariffs and Canadian countermeasures, particularly impacting
copper.
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Table 3: Labour Rates under RFP 22037 tied to the Bank of Canada’s Core
Inflation rate for 2025-2027

2025 Rates 2026 Rates 2027 Rates
Regular After After Regular After
Hours Hours Hours
Plumber $70 $105 $72.03 |$108.05 |$74.12 |$111.18
Apprentice | $46 $69 $47.33 | $71 $48.71 | $73.06

Applying a conservative 15% annual growth assumption for Years 4 and 5
results in projected requirements exceeding the approved optional-year
contract commitment spend authority of $30M, creating an estimated shortfall
of approximately $27.5M.

Table 4: Optional Years (2026-2027

Program Year Projected Spend |
Year 4 $26,736,055.77

Year 5 $30,746,464.14

Total $57,482,519.91

Approved Contract Authority (Years 4-5) $30,000,000

Change Order Recommended $27,482,519.91

Operational Context

Plumbing has consistently been treated as a priority category, focused on
urgent and emergency repairs that directly impact tenant health, safety, and
security. In 2025, the City of Toronto recognized increasing pressures within
the SOGR Capital program and allocated an additional $40 million in Non-
Tangible Capital Assets (“NTCA”) funding, including $5 million applied to the
plumbing demand program in 2025. While this funding supported critical
repairs, it further underscores the importance of aligning multi-year contract
commitments with fiscal budget approvals.

CONCLUSION

The $27.5 million requested change order aligns future year contract
commitment spend authority with the forecasted program requirements and
uninterrupted service delivery. Without this adjustment, contract commitment
spend authority would be insufficient to meet projected service demand
through February 2028.
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While the plumbing program is now fully reconciled, management recognizes
the importance of scalable and consistent contract governance controls and
continues to implement system-based improvements to prevent
misalignment between contract authority and funding allocations.

SIGNATURE:

“Noah Slater”

Noah Slater,
Vice President, Facilities Management

STAFF CONTACT:

Daisy Wong, Senior Director, Operations Delivery, Facilities Management
416-981-6730

Daisy.Wong@torontohousing.ca
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