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CITY OF HAMILTON 
AUDIT REPORT 

HOUSING SERVICES – CAPITAL FUNDING  
 
INTRODUCTION 
 
Safe, affordable and appropriate housing is vital to the well-being of individuals and 
communities across the City of Hamilton. Housing influences many aspects of life, 
including personal health, educational achievement, social connections, employment 
opportunities and community identity. 
 
“Everyone has a home…home is the foundation.” This is the collective mandate that 
has been endorsed by the City of Hamilton and the Hamilton community. The City of 
Hamilton as Service Manager under the Housing Services Act, 2011 (HSA) is required 
to establish and administer local policies and procedures for social housing and housing 
programs in Hamilton. The ‘Housing Continuum’ for the City of Hamilton, which includes 
all types of housing, encompasses: 

• Supports for people who are homeless 
• Emergency Shelters 
• Housing with Supports (Supported, Supportive and Transitional Housing) 
• Social Housing (including Rent Geared to Income, Rent Supplement program, 

etc.) 
• Affordable Rental (Market) 
• Affordable Homeownership 

 
Social Housing refers to rental housing developed with the assistance of government 
and subsidized by Municipal and Federal government for individuals, families and 
seniors with low to moderate incomes, or people with special needs who can live with 
support in the community. There are currently 42 Social Housing Providers in the City of 
Hamilton. Hamilton's aging social housing stock is in dire need of capital funding and 
suffers from a significant backlog in repairs. As of 2018, social housing in Hamilton will 
need about $632 million in maintenance and repairs by 2027.  
 
In December 2013, Hamilton City Council approved the 10-year Housing and 
Homelessness Action Plan. The Action Plan is a 10-year solution, focused on a person-
centered approach that establishes strategies, targets, and outcomes for addressing 
affordable housing and homelessness issues in the community.1 The mandate of the 
Action Plan is focused on implementing 54 strategies that fall under five outcome areas 
and require collective action by all stakeholders and community members.2  
 
The five outcomes and targets of the 10-year plan are: 
 
  

                                                 
1 Housing and Homelessness Action Plan – 2014 Report to the Community 
2 Housing and Homelessness Action Plan in Hamilton – Annual Report to Province - 2016 
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• Supply: More affordable housing in Hamilton to meet the need and demand. 
                                     

Targets: 
• 300 new affordable rental housing units per year, of which:  

• At least 25% in areas not adequately served by affordable ownership 
housing  

• At least 10% for persons with disabilities  
• At least 10% for large families  
• At least 50% that meet deep affordability (affordable to households up to 

the 40th income percentile)  
• At least 10% attached to housing supports  

 
• Affordability: People’s housing affordability, stability and choice is increased. 

 
Targets 
• Reduction in social housing waitlist by 50% by 2023  
• 100% density and housing type targets designated in approved secondary 

plans achieved  
• Reduction in rental households paying more than 50% of income on rent by 

15% by 2023 (based on 2021 Census – this represents three census periods 
and a 5% drop for each census)  

• 2,100 new housing allowances by 2023 
 
• Supports: People have the individualized supports they need to help them 

obtain and maintain housing. 
 
Targets 

• Each emergency shelter sector (men’s, women’s, youth and family) identify 
and achieve annual targets for shorter shelter stays 

• No one is discharged into a shelter or onto the street from an institutional 
setting 

• 100% of the social housing providers in Hamilton adopt eviction prevention 
practices by 2014 

 
• Quality: People living in housing that is good quality, safe and suitable for 

their needs. 
 
Targets 

• 100% of social housing providers implement community development plans 
by 2018 

• Incidents of bed bugs complaints are reduced by 25% by 2018 
• Incidents of bed bug re-infestation in social housing is reduced by 50% by 

2023 
• 3,500 residential units are rehabilitated by 2023, of which:  

• 2,000 are rental  
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• 1,500 are ownership (300 are modified for persons with disabilities) 
 

• Equity: People receive respectful, quality services within a “user-friendly” 
system and experience equality in housing. 

 
Targets 

• The City of Hamilton Housing Services Division adopts a citizen engagement 
model by 2015 

• All service providers with a funding relationship with the Housing Services 
Division of the City of Hamilton demonstrate citizen engagement by 2018 

• Tenant-led applications to the Landlord and Tenant Board increase to 20% by 
2018  

• Uncontested eviction hearings decrease to 25% by 2018  
 

 
AUDIT SCOPE 
 
The Housing Division within the City of Hamilton has not been audited at the division-
wide level, previously a program-specific approach was taken. As part of the audit 
planning phase, all areas of the Division were reviewed, meetings were held with 
Division management and a preliminary risk assessment was performed. Due to the 
size and complex nature of the Housing Services Division, it has been determined that 
the audit will be conducted as a series of projects that will vary in size and complexity, 
with each project focusing on a different area of the Division and being reported on 
separately. Based on the preliminary risk assessment, the first area selected for audit 
was Social Housing.  
 
Capital Funding  
Social Housing Administration funds, monitors and supports all social housing providers 
that own and operate social housing (including CityHousing Hamilton). In addition, this 
section oversees “Access to Housing” which maintains a central waiting list for 
subsidized housing units across the City. “Access to Housing” was previously 
outsourced and brought in-house to the “Social Housing” portfolio in April 2017 as the 
City determined that there was an opportunity to better integrate existing services and 
infrastructure. Other legislated tasks include managing the Ontario Community Housing 
Assistance Program (OCHAP), rent supplement programs, Municipal Housing 
Allowance, and capital funding.  
 
The scope of this audit reviewed capital funding within the Social Housing program. 
There has been an influx of capital funding since 2016. A new Senior Project Manager 
was added to the team in 2017, to handle all capital funding projects.  Prior to this 
arrangement, capital funding was managed by the Housing Officers for their individual 
housing portfolios.  
 
The programs, all provincially funded, that have been implemented since 2016 include 
the following: 

http://www.cityhousinghamilton.com/
https://www.hamilton.ca/social-services/housing/social-housing
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1. Social Housing Apartment Retrofit Program (SHARP) ($7.1 million over 2 years) 

 
2. Social Housing Improvement Program (SHIP) ($11 million over 2 years) 

 
3. Social Housing Apartment Improvement Program (SHAIP) ($12 million for year 

one of SHAIP and up to $17 million for year two through four). With the closure of 
the Cap and Trade program by the Ontario government, years 2-4 of SHAIP 
funding were cancelled in 2018. 
 

4. Green On ($550,000) – This program was cancelled, and no funding was 
received. 
 

5. There is also the Poverty Reduction Fund approved by council which will provide 
Housing Services and CityHousing Hamilton $1 million per year for 10 years 
respectively.  In addition, block funding is to be provided by the City in the 
amount of $500,000/year. The block funds are subject to Council approval each 
year.  

 
6. The city purchased a software solution called “Asset Planner” to monitor building 

conditions, etc.  
 
The audit was comprised of operational and compliance testing of the SHARP and 
SHIP projects as these were higher dollar value projects and nearing their project 
completion stage. During the planning phase of the audit, Housing Services 
management was in the initial stages of executing SHAIP; hence this funding was not 
selected for audit review.   Audit Services also performed a high-level value for money 
review of the management tool, called the Asset Planner.  
 
AUDIT OBJECTIVES  
 
The objectives of this audit were to determine if the City’s use of capital funding meets 
legislative requirements. 
 
Objective 1: Evaluate whether Housing Services is effectively allocating and managing 
capital funding provided to Housing Providers, as per program requirements.  
 
Objective 2: Evaluate and determine if the Asset Planner, a computer application and 
management tool, is strategically utilized for informed management decision-making. 
 
The scope of this audit included all areas within the Housing Services Division from 
January 2016 – December 2018. Historical information from previous calendar years 
was used for comparative benchmarking purposes or for specific audit procedures 
where applicable.  
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METHODOLOGY 
 
The audit included the following types of work: 

• Review of applicable policies, procedures, reports, agreements and legislation 
• Interviews with various City personnel 
• Examination of reports, transactions and supporting documents and 
• Assessment of the level of control and oversight exercised by management.  

 
The audit relied on publicly available information as well as procedures, accounting 
records, and other documents as well as explanation and interviews with personnel to 
form the basis of the audit report and recommendations.  
 
AUDIT FINDINGS  
 
1. Social Housing Apartment Retrofit Program (SHARP) 
  
The City of Hamilton received funding of $7.17M from the Social Housing Authority 
Retrofit Program (SHARP) for allocation to Social Housing Providers with eligible 
housing projects in Hamilton. The program objective is the reduction of greenhouse gas 
emissions. The observations are outlined as follows: 
 

• Only City Housing Hamilton (CHH) and Victoria Park were eligible and applied for 
the SHARP funding. Victoria Park owns and operates “The Village”, which 
consists of two buildings that met the eligibility criteria for SHARP. Victoria Park 
submitted five project proposals at The Village. Out of the five projects, the 
biggest project for building cladding for $1.9M did not meet the application 
requirement as the proposed completion date was beyond the program guideline 
completion date. Another project did not meet the criteria as it related to water 
savings, which was out of scope. The three remaining projects were in scope but 
were not supported with Green House Gas (GHG) emission reduction estimates 
and therefore not considered for funding. 
 
After the application deadline of November 18, 2016, the applications were 
reviewed, and letters were sent out to City Housing Hamilton (CHH) and Victoria 
Park on November 22, 2016. 100% of the $7.17M funding was allocated to the 
thirteen projects submitted by CHH. 

 
• Audit Services reviewed the applications submitted by the two Social Housing 

Providers and noted that although Victoria Park did not provide the estimated 
reductions in GHG, they had specialists determine their savings and were willing 
to perform the required pre-retrofit audit. CityHousing Hamilton’s figures of 
greenhouse gas emissions reductions were based on estimates; however Audit 
Services could not find supporting documents for these estimates. There was no 
evidence that Housing Services Division sought clarification or questioned the 
submissions sent by CHH or Victoria Park. We determined that there was an 
improvement opportunity for management to document correspondence with 
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Social Housing Providers related to their submissions and to enhance oversight 
over review of supporting documentation. 
 

• The Housing Services Division informed Audit Services that they performed an 
evaluation then allocated funding based on the submissions, knowledge of 
current facts and communication with the Social Housing Providers. However, 
Audit Services could not substantiate that or conclude on the 
comprehensiveness of the process because there was no documented evidence. 
According to the “Call for Applications” guidelines, an Evaluation Committee 
should have been established to undertake the evaluation and selection process.  

 
• The payment structure required CHH to submit certain documents such as pre-

retrofit audit, WSIB and insurance, for the initial 42.5% of funding to be released. 
Audit Services found that not all required documents were submitted, even 
though the funding was released. 

 
• CHH was required to provide quarterly progress reports on the state of the retrofit 

and financial reports; no such reports were received by the Housing Division. 
Without these reports, the Housing Service Division can’t meet the Ministry of 
Municipal Affairs and Housing reporting requirements. 

 
2. Social Housing Improvement Program (SHIP) 
 
The Province of Ontario announced Federal/Provincial housing investments under the 
2016 Social Infrastructure Fund (SIF) to improve the quality and increase the supply of 
affordable housing while also stimulating economic growth. The program targeted 
capital repairs and improved water and energy efficiency in existing social housing 
units. Hamilton’s funding allocation for the program was $11.5M and was distributed to 
47 projects across various Social Housing Providers. CHH received funding for 14 out 
of the 47 projects (30%) amounting to 55% of the total funding allocation.  
 
According to the Ministry of Municipal Affairs and Housing Program Guidelines for SHIP 
funding the Housing Services Division was responsible for selecting and approving all 
eligible SHIP projects, monitoring progress and completion of projects and quality of 
work.  
 
Audit Services reviewed 11 of 47 total projects funded (10 projects belonged to City 
Housing and one to another Social Housing Provider) amounting to $5.2 million or 45% 
of the total value of the program and the following was observed: 
 

• Management indicated that funding was allocated to various Social Housing 
Providers via multiple meetings amongst management staff where each project 
was reviewed to determine eligibility. However, there was no documented 
evidence substantiating that an evaluation of applications was conducted by the 
Housing Services Division. According to the Call for Applications, a SHIP Review 
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Committee should have been established to undertake the evaluation and 
selection process.  

 
• The funding applications submitted by CityHousing Hamilton did not have any 

supporting documentation for the capital retrofit funding requested, as required 
by the Call for Applications. There was no documented correspondence from the 
Housing Services Division seeking justification or clarity on the submission. 

 
• The Milestone and Payment schedule required Social Housing Providers to 

submit certain documents for the initial advance funding to be released. It was 
noted that not all necessary documents were submitted prior to release of 
advance funding. According to the Ministry of Municipal Affairs and Housing 
Program Guidelines for SHIP funding, the Housing Services Division must flow 
funds to the housing providers based on pre-established project milestones for 
their respective projects. 
 

• For 10 of the 11 projects reviewed by Audit Services, no invoices had been 
received by the Housing Services Division as of August 2018. As per the 
provincial guidelines, repairs should have commenced within three months of the 
date of funding commitment which was December 2016. Without invoices or any 
other evidence, we could not determine if repairs had initiated as per provincial 
guidelines. 

 
Based on the findings stated above, not all the projects met Ministry of Municipal Affairs 
and Housing and Housing Services Division’s own requirements. The process for 
evaluating and overseeing the administration of capital grants requires improvement.   
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3. Asset Planner  
  
Asset Planner is a web-based software platform that provides housing providers and 
social housing managers with a capital planning tool to help them better understand and 
track the physical condition of their portfolio of buildings and to make informed decisions 
about capital expenditures. It was purchased so the advanced decision-making 
capabilities of the system could assist City of Hamilton in making strategic capital 
investments. 

In 2015, the City of Hamilton began paying the subscription fee for Asset Planner 
software and for training. The annual invoice is based on the number of housing units 
multiplied by the base price. The total invoice amount for 2018 was $38,720 for 5,145 
units. From 2016-2018, the total amount spent on the software was $110,842. 

The following was observed: 

• The Housing Services Division issued a purchase order and approved invoices 
without signing any formal written contract with the vendor of the software, namely 
Housing Services Corporation (HSC) and without the involvement of Information 
Technology Division. Accordingly, in 2018, the number of units and base price stated 
on the invoice increased however Audit Services could not validate the invoice 
changes due to lack of a formal contract.  

 
• Asset Planner software was not being used to its full potential and the functionality 

and capability of the tool was not being completely utilized. There is no procedure or 
monitoring tool to ensure accuracy of changes to the system or when the changes 
should be made.  
 

• CityHousing Hamilton which has approximately half of the approximately 14,000 
social housing units is using another version of the same software. However, the two 
systems cannot be amalgamated as initially presumed. Management needs to 
strategically review how they will be using the software for making informed 
decisions given the current set up of two different versions of the same software. 
 

• Value for Money: Audit Services reviewed the Asset Planner from a cost 
effectiveness perspective.   This perspective includes considering economy, 
efficiency and effectiveness. The following observations were noted: 
 
Efficiency: Having two separate systems for CityHousing Hamilton and other Social 
Housing Providers creates extra work. At this time, the city has not yet merged the 
data from both systems to understand the complete capital funding requirements. 
 
Economy and Effectiveness: The City began paying for the tool in 2015.  It has been 
three years and the capability of the software is not yet fully understood nor fully 
utilized. Audit Services could not ascertain if the Asset Planner has shown any value 
or assisted in better informed decisions since the time it was acquired. 
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RECOMMENDATIONS  
 
Social Housing Apartment Retrofit Program (SHARP) and Social Housing 
Improvement Program (SHIP) 
 
 
1. The evaluation conducted by the Housing Services Division should be documented; 

all underlying documentation of how and why funds were allocated needs to be fully 
supported. Social Housing Providers should be requested to provide clarity for any 
assumptions and estimates. Any follow up questions or clarifications should be 
maintained on file. 
 

2. The payment structure needs to be clear and realistic on the expectations from the 
Social Housing Provider and internally within the Housing Services Division. For 
example, if the Social Housing Provider submits invoices to demonstrate work in 
progress or that work is complete, the Division needs to establish the criteria for 
review of invoices and the release of funds. 
 

3. Management needs to work with Social Housing Providers to ensure quarterly 
reporting and other reporting requirements are met. Any follow up, correspondence 
or meeting with Social Housing Providers regarding status of project work should be 
documented. 
 

4. It is recommended that Management work with Social Housing Providers to ensure 
all work is initiated as per Provincial guidelines and as per the timelines committed to 
by the Social Housing Provider when requesting funding. Evidence of follow ups and 
meeting minutes should be documented.  
 

Asset Planner 
 
5. It is recommended that Management work with Housing Services Corporation (Asset 

Planner vendor) in formalizing the contract. Management should also review the 
invoice for accuracy annually and commit to involving the Information Technology 
Division with such major purchases especially considering the possible need of 
integration with CHH. 
 

6. That management strategically consider how to make best use of Asset Planner. 
Checks and balances should be put in place regarding responsibilities and timelines 
for updating the system. Data from the two systems, City Housing Hamilton and 
Asset Planner, should be amalgamated for enhanced decision-making. 
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CONCLUSION & NEXT STEPS 
 
Objective 1: Evaluate whether Housing Services is effectively allocating and managing 
capital funding provided to Housing Providers, as per program requirements.  
 
Audit Services concludes that while management worked swiftly to obtain capital funding 
within short timeframes for the City, improvements were required in the of the decision-
making process and allocation of funds to Social Housing Providers. Management review 
of capital funding requests requires enhanced involvement and oversight to ensure 
supporting documentation is sufficient. It is recommended that Management improve 
monitoring of the overall programs (such as timeline spanning from the project initiation to 
completion of work and related payments) to ensure the program meets legislative and 
City requirements.  
 
Objective 2: Evaluate and determine if the Asset Planner, a computer application and 
management tool, is strategically utilized for informed management decision-making. 
Audit Services concluded that it is undetermined if the Asset Planner tool is being used 
most efficiently or whether value for money is being achieved. Going forward, it is 
recommended that management understand the true usefulness of the tool and how it 
aligns with management’s long-term goals.  
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MANAGEMENT RESPONSES: 
 
The Housing Services Division is the Service Manager for social housing administration, 
providing oversight to 12,888 social housing units across Hamilton. Funding 
management and monitoring is a key function within the social housing portfolio.  
 
Housing Services staff executed an application process to allocate Provincial funding 
(SHIP and SHARP) in accordance with Procurement Policy 22, Schedule B(b) – 
“Accommodations provided as part of City approved programs and projects for the 
homeless and others living in poverty”. Management agrees with the recommendations 
given the context provided. The findings of the audit highlight an opportunity for the 
Social Housing Administration unit to outline a process for the evaluation and allocation 
of funding, which includes increased rigor in documentation, contract monitoring and 
financial reconciliation. In 2019, Housing Services staff will develop a procedural guide 
which will ensure appropriate documentation of funding related activities. While the 
capital funding programs discussed in this audit are ending within the next year, 
these findings will inform the planning delivery of future capital programs.  
 
SHARP 
Housing Services staff underwent an application process to allocate the funding.  The 
information provided in the project proposals were assessed against the Provincial 
guidelines. Only those projects which met these criteria were considered for funding. 
The evaluation committee was not struck as there was enough funding for all eligible 
projects.  
 
SHIP 
Housing Services staff underwent an application process to allocate the funding.  The 
information provided in project proposals were evaluated by a committee which met on 
three separate occasions to review the proposals. Project proposals were only required 
to meet eligibility terms as outlined by the Province therefore a rigorous evaluation 
exercise was not undertaken.  
 
Asset Planner 
Asset Planner provides a repository for all building condition assessments for social 
housing providers, except for City Housing Hamilton which oversees their own due to 
the volume of units in their portfolio. While there may be opportunity to improve 
efficiencies by having all information stored on one centralized database, it is not a 
Service Manager requirement. Housing Services staff has access to the CHH database 
and information is centralized through an excel spreadsheet as required.  
 
The Social Housing Administration unit will explore the feasibility of maximizing asset 
planner’s functions to carry out service manager responsibilities.  


