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Ensuring Social Housing Tenants Have Homes in
Good Repair — The Challenge of Limited Funding: An
Audit of Toronto Community Housing Corporation
Building Repair Capital Planning

Date: July 14, 2026
To: Board of Directors of the Toronto Community Housing Corporation

From: Auditor General
Wards: All

SUMMARY

Toronto Community Housing Corporation (TCHC) is Canada’s largest social housing
provider to low- and moderate-income tenants, with over 57,000 units in over 1,300
buildings. This portfolio includes approximately 14,000 units in 83 TCHC-owned
buildings operated by the Toronto Seniors Housing Corporation (TSHC)'. With assets
worth nearly $20.5 billion and an extensive state of good repair (SOGR) backlog, it is
vital that building repair capital funds are prioritized to meet the most critical needs, and
buildings for this vulnerable tenant population are safe and in fair to good condition.

While TCHC has made progress in stabilizing building conditions, federal National
Housing Co-Investment funding, which accounts for approximately 52 per cent of
TCHC’s annual building repair capital funding, is set to end after 2027. Without renewed
federal capital funding, the SOGR backlog will grow and building conditions will worsen.
TCHC'’s ability to initiate multi-year capital projects and its approach to holistic building
capital repair will also be at risk. TCHC’s Chief Executive Officer has advised this is the
most significant risk facing TCHC, and it could negatively impact living conditions for
their vulnerable tenant population.

The Auditor General’s 2025 Work Plan included an audit of Toronto Community
Housing Corporation’s capital planning process, with the scope to also include Toronto
Seniors Housing Corporation (TSHC) buildings. The objective of this audit was to
assess whether TCHC’s Building Repair Capital program is effectively planned and
managed to reduce the state of good repair (SOGR) backlog and achieve intended
outcomes.

TTCHC is largely responsible for all capital maintenance, repairs and replacements in the 83 buildings
that TSHC operates. The scope of this audit included a sample of TSHC buildings.
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In assessing this objective, the audit aimed to answer the following questions:

e Does the capital planning process and spending prioritize capital repairs based on
objective criteria, use accurate, up-to-date, and comprehensive data on the condition
of its housing stock, and use reliable systems for tracking and prioritizing repairs?

e Are there mechanisms to monitor and report progress in reducing the state of good
repair backlog to assist in capital planning and achieving intended outcomes?

Our audit identified opportunities to:
A. Enhance tracking and reporting on state of good repair (SOGR) needs and funding
required in 10-year Capital Plan to ensure needs are accurate and support funding

requests

B. Improve the prioritization process of SOGR backlog and spending priorities to
support transparency and accountability in capital spending

C. Continue improving data quality supporting SOGR capital planning

RECOMMENDATIONS

The Auditor General recommends that:

1. The Board of Directors of Toronto Community Housing Corporation (TCHC) request
the Chief Executive Officer to enhance its policies and procedures for Capital Budgeting
and Planning to clearly describe its procedures for setting TCHC’s Capital Budget and
10-year Capital Plan and TCHC’s methodology for determining needs to be addressed
by the Capital Plan, including:

a. Data sources used (e.g., Building Condition Assessments (BCAs); further site
investigations; other sources of information that do not arise directly from TCHC'’s
state of good repair (SOGR) database) to identify SOGR needs

b. Estimated gross expenditures to be included in the capital plan, and how they
are derived using information based on cost estimates in the SOGR database
and other underlying assumptions to adjust projected costs to address needs

c. Criteria for determining the projects in each envelope that will be funded or
unfunded, given funding constraints for the 10-year Capital Plan period and
prioritization of projects (asset condition and urgency of action) across
envelopes.

2. The Board of Directors of Toronto Community Housing Corporation (TCHC) request
the Chief Executive Officer to enhance its reporting on funded and unfunded capital

needs included in TCHC’s Capital Budget and 10-year Capital Plan (for state of good
repair (SOGR)/Building Repair Capital) and ongoing alignment with the City of Toronto
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capital budgeting policies and procedures, to increase transparency for the Board and
to support the City’s overall long-term financial planning and sustainability, including
explanations or clarifications of:

a. What is included in SOGR/Building Repair Capital requirements reported to
the City and included in the capital budget, including greater clarity on the portion
of planned investment expected to address SOGR backlog, future SOGR needs
(beyond the 10-year horizon), health and safety or legislated requirements, and
service improvement/growth-related work

b. The impact of increased costs and other factors on current projects on the
valuation of SOGR backlog in future years of the 10-year Capital Plan (e.qg.,
Years 2-10) and any deferral of projects on SOGR backlog

c. Changes in SOGR backlog valuation and how the SOGR is updated each year
for new needs in the last year of the rolling 10-year Capital Plan (e.g., Year 10+1)
due to updated building condition assessments, cost escalation, scope changes,
and completed work.

3. The Board of Directors of Toronto Community Housing Corporation (TCHC) request
the Chief Executive Officer to develop a balanced set of state of good repair (SOGR),
financial, delivery and risk measures, improving how TCHC measures, explains, and
reports the results of capital planning and spending using reliable underlying data,
including exploring additional performance measures beyond portfolio-wide average
facility condition index.

4. The Board of Directors of Toronto Community Housing Corporation (TCHC) request
the Chief Executive Officer to implement procedures setting out its capital planning
prioritization framework, to clearly define:

a. Prioritization of state of good repair (SOGR) needs (and, where applicable,
grouping needs and incorporating them into broader planned capital projects)
criteria and weightings

b. Identification and prioritization for other planned capital projects that do not
originate from or are prioritized based on SOGR needs identified from building
condition assessments and the SOGR database, based on site observations, life
safety risks, tenant impacts, accessibility, energy, and delivery considerations

c. Documentation requirements for initial identification and prioritization of
projects, including data sources and any reasons or basis for manual
adjustments, overrides, exclusions, and exceptions

d. Documentation requirements on the rationale for reprioritizing, accelerating, or
deferring projects, including the associated approvals, and any budget or cost
estimate impacts.

5. The Board of Directors of Toronto Community Housing Corporation (TCHC) request
the Chief Executive Officer to enhance tracking and monitoring of projects identified to
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be completed as part of the 10-year Capital Plan (and original estimated timing and cost
of projects) to ensure prioritized state of good repair (SOGR) needs (planned capital
projects identified) are addressed in a timely manner according to plans and that
significant changes are reported, and:

a. Reporting on achievement of plans and completion status of SOGR
needs/planned capital projects included in the 10-year Capital Plan should
include information on changes in actual timing and estimated cost of projects for
(i) projects completed according to plan, (ii) projects that are accelerated in the
plan, and (iii) projects that TCHC had intended to complete but are deferred to
later years in the plan (and those that are no longer expected to be completed
within the original timeframe)

b. Tracking should include sufficient documentation to clearly link identified
needs through to their completion, to enable TCHC to readily and easily identify
how SOGR needs identified through building condition assessments in the
SOGR database and/or other sources are intended to be or have been
addressed by planned capital projects or other work (e.g., preventative
maintenance that defers the SOGR need, work orders or other demand capital
work).

6. The Board of Directors of Toronto Community Housing Corporation (TCHC) request
the Chief Executive Officer to improve tracking and reporting of demand capital
spending by clearly defining what is included in demand capital and planned capital and
ensuring it is consistently understood by its external consultants and staff, and including
whether demand capital spending impacts SOGR needs planned to be addressed in the
10-year Capital Plan. Where work is of an operational (and not a capital) nature, TCHC
should ensure that costs are not capitalized and charged to the capital budget.

7. The Board of Directors of Toronto Community Housing Corporation (TCHC) request
the Chief Executive Officer to continue to catch up on outdated building condition
assessments (BCAs) and maintain a regular BCA schedule, generally aligned with a
five-year cycle. TCHC should also establish criteria for when BCAs may be deferred
and when earlier reassessments are required due to emerging risk, significant
deterioration, planned major work, or other material changes.

8. The Board of Directors of Toronto Community Housing Corporation (TCHC) request
the Chief Executive Officer to improve the quality and consistency of building condition
assessment (BCA) data used for its state of good repair (SOGR) database, by
strengthening BCA requirements, consultant training, field definitions, quality assurance
procedures, exception reporting, and follow-up on missing, inconsistent, or incomplete
information.

9. The Board of Directors of Toronto Community Housing Corporation (TCHC) request
the Chief Executive Officer to implement procedures and processes to ensure the state
of good repair (SOGR) database is updated accurately and consistently after project
completion, reflecting completed planned, demand, and other capital projects and work
orders. Such procedures should:
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a. Establish the criteria for making database updates and the methodology for
allocating costs (e.g., multiple SOGR needs and/or multiple buildings completed
over multiple years/phases) and determining whether needs are fully met

b. Set out quality assurance processes to check the accuracy, completeness,
reasonableness and appropriateness of updates made by the external
consultants.

10. The Board of Directors of Toronto Community Housing Corporation (TCHC) request
the Chief Executive Officer to explore improved real-time system integration of its state
of good repair (SOGR) database and/or to directly link completed projects to specific
needs/elements in the SOGR database when projects cover multiple needs.

11. The Board of Directors of Toronto Community Housing Corporation (TCHC) forward
this report to City Council for information through the City's Audit Committee.

FINANCIAL IMPACT

Addressing the recommendations in this report will strengthen and further improve
TCHC'’s capital planning process and capital project spending prioritization, while
helping to ensure funds are used effectively. The resulting financial implications of
improved processes and/or resources needed could not be determined at the time of
this report.

DECISION HISTORY

The Auditor General’s 2025 Work Plan included an audit of Toronto Community
Housing Corporation’s capital planning process, with the scope to also include buildings
of Toronto Seniors Housing Corporation (TSHC).

COMMENTS

A high-level summary of key audit findings is provided in the Audit at a Glance.
The attached audit report provides the TCHC Board of Directors with the detailed audit

results and recommendations, together with management's response. Management has
agreed to all 10 recommendations.

CONTACT

Ina Chan, Deputy Auditor General, Auditor General's Office
Tel: (416) 392-8472, E-mail: Ina.Chan@toronto.ca
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Tara Anderson
Auditor General
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