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From Stalled, Stuck, and In Need of Scaling to Partners Delivering Housing Affordability for Workers

No single player can solve our workforce housing crisis on their own. But Collaboration fails because our
housing system makes partnerships difficult. The Playbook outlines the transformation we need:
standards, accountability, risk-sharing, and paths to scale for partnerships that are easier, more
rewarding, and repeatable to achieve workforce housing affordability.

THE SEVEN ESSENTIAL PARTNERS
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. . committed to initiating and driving action
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THE FLEXIBLE APPROACH

Follow all steps sequentially if building from scratch; start at 1 if forming a new partnership; jump to 9 if you have a proven pilot ready to scale; or use
individual steps as standalone tool
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11. Define Metrics 12. Share Learnings




ABOUT THE

TD HOUSING AFFORDABILITY
LEADER-IN-RESIDENCE PROGRAM

Paper 1: The Why | Paper 2: The Math | Paper 3: The What |

This Call-to-Action Paper is the fourth in a series of research publications produced by CivicAction TD
Housing Affordability Leaders-in-Residence, Jeanhy Shim and Mukhtar Latif. This series examines the
housing challenge for middle-income workers in the GTHA and proposes practical solutions to address
this critical issue. It adds to other reports, data, and research by CivicAction, including: the first paper in
this series entitled The Human Story of Workforce Housing (June 2025); the second paper in this series
entitled Cracking the Code of Affordable Housing for Workers (August 2025); the third paper in the
series entitled Partnerships That Deliver Affordability (October 2025); and the CivicAction and Boston
Consulting Group report, Greater Toronto and Hamilton Area Housing Crisis: Hidden Costs, Bold
Solutions (March 2025).

The TD Housing Affordability Leader-in-Residence Program and Call-to-Action Papers are generously
funded by TD Bank Group (TD).



Introduction
and Purpose of
this Playbook

The Greater Toronto and Hamilton Area (GTHA)
faces a workforce housing crisis that no single player

can solve alone.

The Federal National Housing Strategy’s $115+ billion
commitment (of which $74 billion has been
committed as of September 2025) has created new
rental supply but is not sufficient to meet the need.
Market data reveals 1,218,626 approved units sitting
stalled while only 99,428 proceed to construction —
a 12:1 ratio proving that regulatory permission
means nothing without appropriate financing and

partnership structures.

The scale of the workforce housing challenge exceeds
what government can address through direct
spending alone. Achieving 15,000+ workforce housing
units annually in the GTHA would require capital

deployment far beyond current public sector capacity.

Teachers, nurses, skilled tradespeople, and the
essential workers who power our regional economy
struggle to find stable, suitable, attainable, and
affordable housing in the communities they serve.
This is not merely a social challenge: it is an economic
imperative. Research demonstrates that every dollar
invested in workforce housing generates $4.30 in
reduced social and infrastructure costs, while
employers experience measurable returns through
reduced turnover, decreased absenteeism, and

improved workforce stability.

The
fundamental
problem is
structural, not
motivational.
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Collaboration fails because system
architecture makes effective
partnership difficult.

Stakeholders operate within fragmented
processes across 26 municipalities, facing
misaligned incentives, prohibitive transaction
costs, absence of risk-sharing mechanisms, and

no coordination infrastructure.

Our previous three papers in this series have
documented the scope of the workforce
housing crisis (The Human and Economic Story
of Workforce Housing), analyzed why the
current system produces unaffordable
outcomes (Cracking the Code of Affordable
Housing for Workers), and identified the
partnerships needed to expand our housing
delivery ecosystem (Partnerships That Deliver
Affordability).
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Now this final paper
answers the most
pressing question: How
do we actually do this?

This fourth Paper moves from analysis to
implementation by presenting a Playbook for
Action that provides a practical framework for
cross-sector leaders to assemble, adapt, and
execute partnership models that can scale to
deliver affordable workforce housing across
the GTHA.

The strategies and partnership structures
outlined in this Playbook apply across tenure
types, encompassing purpose-built rental
housing, affordable homeownership, and
hybrid models that serve middle-income
workers at different stages of their housing
journey.
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The Mission:

WORKFORCE HOUSING AFFORDABILITY IN THE GTHA

This Playbook addresses a specific challenge:
middle-income workers in the GTHA cannot
afford housing in the communities where they
work. Nurses, teachers, skilled tradespeople,
transit operators, and other essential service
workers whose households earn $40,000 to
$125,000 annually—roughly 60% to 120% of the
Area Median Income—face housing costs that
consume 45% to 63% of their income, according
to a quantitative survey conducted in spring
2025 (The Human Story of Workforce Housing,
CivicAction, 2025). This far exceeds the 30%
affordability threshold that enables household
financial stability, forces difficult trade-offs

between housing and other essential needs, and
drives talented workers to seek employment in
more affordable regions.

Every strategy executed, partnership formed,
and project built using this Playbook must
advance one clear goal: reduce housing cost
burdens for middle-income workers to
sustainable levels through coordinated delivery
of workforce-affordable housing at scale.
Success means achieving 15,000+ annual units
at workforce affordability levels, enabling
teachers to live near their schools, nurses near
their hospitals, and skilled trades near their job
sites.

This target reflects the workforce housing
component of the GTHA’s broader housing
requirements. Canada Mortgage and Housing
Corporation (CMHC) estimates the region needs
approximately 50,000 new units annually; the
15,000+ workforce target represents the share
required to serve middle-income households
earning 60 to 120% of Area Median Income
(AMI).

Current production of purpose-built affordable
units falls well below 5,000 annually, making this
target both ambitious and necessary. Geographic
distribution across urban, suburban, and rural
GTHA communities will be determined through
regional coordination, reflecting local
employment concentrations and transit
accessibility.
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HOW TO USE THIS PLAYBOOK

Collaboration doesn’t
fail for lack of goodwiill;
it fails because the
housing development
system isn’t designed to
make collaboration
easy.

This Playbook offers a design solution: shared
objectives, structures, and trust mechanisms
that make working together possible, rewarding,
and repeatable.

This Playbook has been created for the seven
essential partners who must play as a team in
affordable workforce housing delivery: public
sector entities, private developers, non-profit
organisations, capital providers (e.g. financial
institutions, institutional investors), demand
anchors (e.g. employers), Indigenous
communities and organizations, and community

representatives.

Each partner can find practical value in this
Playbook suited to their role. Non-market
housing providers can use it to enter the
development process with structured pathways
and partnership models that were previously
inaccessible. Private developers can use it to
configure projects in new ways — assembling
financing, occupancy commitments, and
municipal incentives that make workforce price
points viable. Policymakers can use it to test

whether their current tools and incentives are

reaching their intended outcomes, and to
identify where structural gaps are stalling willing
partners. Institutional investors can use it to
evaluate workforce housing as an asset class
with the risk-sharing frameworks they require.
And employers facing recruitment and retention
pressures can use it to translate housing need
into concrete partnership commitments that

stabilize their workforce.

Any partner can convene and lead an

affordable workforce housing initiative
using this Playbook. Leadership emerges
from whichever player is best positioned and
committed to initiate and drive action, such
as a municipality with available land, a
healthcare employer facing retention
challenges, a non-profit with community
relationships, or an institutional investor

seeking impactful deployment opportunities.

The steps that follow provide common
language and shared process, regardless of
which partner takes the lead. Each step
identifies what all partners contribute and where
specific expertise is required, enabling flexible
assembly of partnerships suited to local
conditions and opportunities.
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This Playbook proposes a new approach to collaborative development that addresses
challenges head-on in order to build the affordable workforce housing that we need in the
GTHA. It is also designed for flexibility.

You can:

(1) Follow all 13 steps sequentially if building from scratch;

(2) Start at Step 1 if forming a new partnership;

(3) Jump to Step 9 if you have a proven pilot and are ready to scale; or

(4) Use individual steps as standalone tool. Here’s a step-by-step on how to get started:

BUILD

\

1. Choose
Configuration

2. Assemble
Coalition

3. Diagnose
Barriers

4. Create
Conditions for
Collaboration

—

8. ADVANCE

7. Review Lessons
Learned

6. Build Pilot
Project

5. Establish
Partnership
Governance

SCALE &
REPEAT

\

9. Standardize

10. Implement REPEAT
Roadmap Go back to No. 1

11. Define Metrics 12. Share Learnings




PART | - BUILD

One size does not fit all. The right partnership configuration depends on project scale, depth of
affordability, political environment, timeline urgency, and available resources. It also depends on
whether partners are aiming to create long-term pathways to homeownership or more immediate
housing supply solutions. This playbook helps you select a configuration that matches your context,
while recognizing that the models presented here are illustrative rather than exhaustive, and that the

frameworks can be adapted to reflect specific project needs.

e
THREE PARTNERSHIP CONFIGURATIONS:

1. Minimum Viable Partnership
“I |‘ {‘ Members: Capital Provider + Development Expert + Public Partner
When to use: Small projects (under 100 units), strong political
(7

support, limited coordination capacity, need for speed. Addresses

core financial, technical, and regulatory requirements.

2. Enhanced Partnership

a Members: Minimum Viable + Mission Steward (Non-Market) - May include

Indigenous community partnership where land assets or governance structures

add value. ‘?‘

Q When to use: Medium projects (100-500 units), majority affordable units (50%+),
need for long-term affordability assurance. Provides stronger community

accountability and mission alignment.

3. Optimal Partnership

’3 Members: Enhanced + Demand Anchor (Employer) + Indigenous Community +

"‘ Community Voice
o

Q When to use: Large projects (500+ units), fully affordable (80%+), organized
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affordability assurance, and political sustainability.



TOOL A: PARTNERSHIP CONFIGURATION MATRIX

CJ Action: Use this chart to determine your starting partnership configuration. You can add partners

as capacity develops.

Criteria Your Project Details Partners Required

Project Scale (units)

Affordability Depth
(% affordable)

Political Support Level

Timeline Urgency

Available Resources
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STEP 2: Assemble Your Coalition

Successful workforce housing projects
require specific members contributing
distinct capabilities. Understanding who
brings what enables deliberate partnership

composition matching your project needs.

THE SEVEN ESSENTIAL PARTNERS

1. Capital Provider (e.g. Institutional

Investors, Pension Funds, Banks)

* What They Bring: Patient capital
accepting moderate returns (6-8%) over
long horizons (20-30 years), with
portfolio capacity enabling meaningful
scale ($500M-S5B). Sophistication in
underwriting complex real estate
investments. Short-term financing and

guarantees.

* What They Need: Standardized and
predictable investment products meeting
institutional requirements, government
credit enhancement reducing downside
risk, demonstrated track record, ESG

metrics validating social impact.

2. Development Expert (e.g. Experienced

Non-Market and Private Developers)

* What They Bring: Development and
construction management expertise
delivering on time and budget. Value
engineering reducing costs by at least
10% ($35,625 per unit). Trade

coordination and supply chain
optimization. Established relationships

with contractors and financing sources.

* What They Need: Access to patient

institutional capital at favorable terms,
streamlined municipal approvals (12-18
months), risk-sharing mechanisms,
reduction in soft costs, stable partnership
relationships, reasonable returns (8-12%)

reflecting reduced risk.

3. Public Partner (Municipal, Provincial,

Federal, Indigenous)

* What They Bring: Government

contributes through direct investment
and through enabling mechanisms that

can mobilize private capital.

(i) Direct Contributions: Land at below-
market rates or long-term lease
(potentially reducing capital
requirements by $16M per 200-unit
project). Streamlined approvals with
consistent 12-18 month timelines
(reducing carrying costs by $13,050
per unit). Direct funding through
grants, forgivable loans, or equity
participation.

(ii) Enabling Mechanisms: Credit
enhancement absorbing risk that
prevents conventional lenders from
participating. Tax policy recognizing

the public benefit of workforce
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housing investment through
favourable capital gains treatment,
flow-through structures, and
registered savings plan eligibility. Risk-
sharing frameworks where
government assumes risks it controls
(policy stability, interest rate
movements) enabling private
participation. Matching programs can

leverage philanthropic contributions.

(a) Federal Government Partner

* What They Bring: Large-scale funding

programs including the Apartment
Construction Loan Program ($55 billion),
Affordable Housing Fund, and Co-

operative Housing Development Program.

Build Canada Homes’ flexible financing
tools and access to federal lands. Credit
enhancement mechanisms reducing
institutional investor risk. National policy
frameworks establishing regulatory
certainty. Research, data, and technical
expertise through CMHC. Coordination

capacity across provinces and territories.

What They Need: Provincial and
municipal alignment on housing
priorities, predictable program uptake
demonstrating effective fund
deployment, performance accountability
ensuring federal investments deliver
outcomes, and partnership structures

that can absorb funding at scale.

(b) Provincial Government Partner

* What They Bring: Legislative and

regulatory frameworks governing land

use, planning, and housing policy.
Infrastructure funding enabling
development-supportive investments.
Operating and maintenance (O&M)
funding critical for non-profit housing
sustainability. Provincial land assets
available for housing development.
Coordination authority across

municipalities within the province.

What They Need: Municipal
implementation capacity to execute
provincial policy directions, federal
funding alignment, predictable long-term
financing enabling sustainable program
commitments, and regional coordination
mechanisms reducing inter-municipal

competition.

(c) Municipal Government Partner

* What They Bring: Their unique capacities,

needs, and priorities. Land at below-
market rates or long-term lease
(potentially reducing capital requirements
by $16M per 200-unit project).
Streamlined approvals with consistent
12-18-month timelines (potential
reduction of $13,050 per unit in carrying
costs related to land holding, market risk
and price escalation, and consultation
and legal fees). Zoning authority
determining where and what can be built.
Local infrastructure investment and
servicing. Direct knowledge of community

needs and neighbourhood contexts.
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* What They Need: Political support for in regional housing solutions.
zoning changes enabling workforce
housing density, provincial and federal 4. Mission Steward (Non-Market Housing
funding to offset development charge Providers)

reductions, capacity building investment

for planning departments, and regional * What They Bring: Long-term

coordination reducing approval process
fragmentation across the GTHA’s 26

municipalities.

(d) Indigenous Government Partner

* What They Bring: Self-governing

authority over Indigenous lands and
communities. Land assets with unique
governance structures enabling large-
scale development, as demonstrated by
projects like Sendkw in Vancouver.
Traditional knowledge informing
community-centred development
approaches. Growing capacity through
Indigenous Land Trusts and Indigenous-
led development corporations.

Partnership models balancing economic

development with community priorities.

What They Need: Recognition of
Nation-to-Nation relationships and self-
determination in housing decisions.
Respect for distinct governance
processes and timelines. Technical
assistance and capacity building
investment tailored to Indigenous
community contexts. Equitable access
to federal and provincial housing
programs. Partnership structures
honouring reconciliation commitments

while enabling meaningful participation

affordability commitment beyond
market cycles. Community
accountability and transparent
governance. Wraparound resident
services supporting household stability
delivered in house or through
community partnership. Access to
additional funding sources including
grants and government programs.
Mission focus preventing speculation.
Established community relationships
and trust.

What They Need: Capacity varies across
the sector: organizations with
development experience need improved
access to equity, patient capital, and
financing structures designed for
mission-driven development; whereas
organizations without development
track records need partnership with
experienced developers, technical
assistance, and federation support
structures that pool resources and
expertise. All require standardized legal
structures protecting mission and
operational funding enabling sustained

participation.
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5. Demand Anchor (e.g. Healthcare,
Education, Public Services Employers,
Consortium of Multiple Employers)

* What They Bring: Employer
participation fundamentally shifts the
risk profile of workforce housing
investments toward the operational
stability typically associated with social
housing —i.e. market-rate rental housing
carries inherent income uncertainty that
lenders and investors price into
financing terms as tenant turnover, re-
leasing periods, and market rent
fluctuations create volatility that
justifies higher required returns; social
housing, by contrast, operates with
near-zero vacancy, minimal turnover,
and predictable long-term income
streams — characteristics supporting
lower financing costs and patient capital
deployment. Therefore, workforce
housing with employer demand anchors
can achieve this “social housing-like”
stability while serving middle-income
workers who earn too much for
subsidized programs. Occupancy
guarantees reducing vacancy risk from
5-10% to under 2%. Preferential
allocation providing their workforce
members with priority access. Land
and/or equity contributions to projects.
Coordination of workforce demand
achieving scale. Quantifiable ROI from
reduced turnover (31% reduction),
decreased absenteeism (22% decrease),
improved punctuality (28%

improvement).

What They Need: Consortium structures
enabling coordination across multiple
employers, financial structuring for
contributions, performance tracking
demonstrating ROI, partnership
governance giving appropriate voice
without requiring development
expertise. Regional coordinated waiting
lists can replace project-by-project
allocation, reducing administrative
burden while systematically matching
workers to housing based on need,
workplace proximity, and household

circumstances.

NOTE: This paper does not prescribe
tenancy arrangements or define the
role employers can play in ongoing
housing property management.
Tenancy terms and safeguards,
obligations, and other factors related
to an employer’s role in workforce
housing delivery and maintenance can
vary depending on factors such as
ownership and rental models, project
financial structures, and employer
capacities. These elements must be
tailored to the particulars of every
project, informed by early-stage
needs and risk assessments, possibly
conducted with demand anchors,
identifying the best tenure options,
potential challenges and risks, and

long-term operating models.
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6. Indigenous Communities and

Organizations

* What They Bring: Land assets and

governance structures enabling large-
scale development, as demonstrated by
the Squamish Nation’s Sendkw
development delivering 6,000
affordable and market rental
apartments. Long-term relationship to
place and intergenerational stewardship
perspective that aligns with patient
capital requirements. Governance
structures and decision-making

processes that can accommodate

complex multi-stakeholder partnerships.

Unique capacity for government-to-
government relationships that can
unlock federal and provincial support.
Growing development expertise
through Indigenous-led housing
organizations, friendship centers, and

Canadian constitutional law and the
United Nations Declaration on the
Rights of Indigenous Peoples (UNDRIP).
Capacity building investment supporting
Indigenous development professionals
and organizations. Patient capital
sources that respect community-driven
timelines rather than market-driven
urgency. Partners committed to
approaches that treat cultural
assessments and wrap-around supports
as integral to project design and
operations and not just ancillary
services. Particular attention to ensuring
housing pathways for off-reserve, non-
status, and Métis households, who
often face barriers to existing housing
programs. Flexibility, recognition, and
respect that Indigenous Housing
Providers may operate differently than
other developers and service agencies.

Indigenous Land Trusts now active 7. Community Voice (e.g. Resident

across Canada. Organizations, Neighbourhood Groups)

* What They Need: Partnership * What They Bring: Local knowledge

frameworks that honour Indigenous
sovereignty and self-determination
while enabling access to institutional
capital and development expertise.
Technical assistance programs adapted
to Indigenous governance models and
community decision-making processes.
Financing mechanisms designed to work
with Indigenous jurisdiction, including
recognition that standard timelines may
not align with community consultation
requirements. Recognition of treaty
rights, Aboriginal title considerations,

and the Crown’s duty to consult under

about neighbourhood priorities,
conditions, and concerns that cannot be
accessed through technical studies
alone. Ongoing monitoring of
partnership performance and
affordability compliance through direct
observation. Participation in design
processes ensuring projects respond to
community context and existing built
form. Political legitimacy through
demonstrated community support that
sustains projects through approval

processes and political transitions.
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* What They Need: Meaningful
participation structures where
community input genuinely influences
decisions rather than serving as
procedural compliance. Resources
enabling independent monitoring of
partnership commitments and
affordability maintenance. Technical
assistance translating complex housing
finance concepts into accessible
information. Transparent and timely
communication about project benefits,
impacts, and timelines. Clear grievance
mechanisms providing recourse when

commitments are not met.

ORKFORCE HOUSING




TOOL B: PARTNERSHIP ASSEMBLY CANVAS

@ Action: Map your existing relationships to identify capability gaps. Not every project requires

all seven members, but understanding what each contributes enables deliberate composition.

Member Type Do We Have This? Potential Partner

1. Capital Provider

2. Development Expert

3. Public Partner

4. Mission Steward

5. Demand Anchor

6. Indigenous
Communities and
Organizations
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STEP 3: Diagnose the Structural Barriers

Before building solutions, stakeholders must understand which specific barriers prevent collaboration in

their context. Different barriers require different interventions. This diagnostic reveals where to focus

partnership-building efforts.

THE SEVEN STRUCTURAL BARRIERS

ﬂrrier 1: Misaligned Incentivm

The current housing

development system rewards
individual optimization over

collective affordability outcomes:

* Private developers need 15-
25% returns, driving high
value housing.

* Municipalities optimize for
development charge
revenue ($100,000-132,000
per unit) and political
support.

* Institutional investors seek
certainty.

* Non-profits focus on
mission survival.

* Communities protect

neighborhood character.

Each actor rationally pursues
individual interests, creating

&ollectively irrational outcomes./

@rier 2: Fundamental Fragmentation \

The GTHA operates as 26 separate municipal systems
with different approval processes, timelines, and

standards.

* Approval timelines vary from 12 to 36+ months.
* Limited regional coordination mechanism exists.

* Developers struggle to achieve economies of
scale.

\ Transaction costs escalate geometrically. /

Barrier 3: Financial Architecture Gap

Traditional financing assumes binary categories —i.e.
luxury development or subsidized housing, leaving
the middle-income segment without appropriate
financial products. Workforce housing requires
patient capital with moderate returns
(approximately 6-8%), which falls outside
conventional lending thresholds. This gap is
reinforced by standard banking risk-return
expectations. It is also reinforced by a tax system
that needs reform to fully incentivize private and
institutional capital toward attainable housing.

The 1.2 million stalled residential units reveal this
failure dramatically.
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@rrier 4: Absence of Coordination Mechanisms \

Every stakeholder must re-invent basic processes, preventing scaling and excluding smaller players:

* No standardized partnership agreements exist.
* No common performance measurement.
* No technical assistance clearinghouse.

* No risk-sharing frameworks.

\- No dispute resolution mechanisms. /
Karrier 5: Fragmented Non-Market Housing Sector \

Non-market housing organizations bring mission-driven accountability and long-term affordability

commitment that other players cannot replicate. However, systemic disadvantages in accessing

equity, financing, and development covenants limit the sector’s contribution to new supply.

Canada also lacks a national registration system for non-market providers, which exists in Australia
and the United Kingdom, and in the province of Quebec, which has a technical resource group

model. Encouragingly though, the Canadian Housing and Renewal Association is currently

@/eloping one.

Barrier 6: Timing and Cash Flow Barrier 7: Absence of Shared Language
Mismatches

* “Reasonable returns” mean different
Development charges paid at month 18, things to different players.
but infrastructure not built until 4-6 years * “Community benefits” lack standardized
later, adding an average of $16,000- definitions.
24,000 per unit in carrying costs.  “Affordability” has multiple competing
Approval processes taking 24-36 months definitions.
require developers to carry land costs
throughout. Political cycles drive short- This reflects genuinely different values and
term thinking while projects require frameworks, requiring deliberate effort to
multi-year commitments. establish common definitions.
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TOOL C: BARRIER MAPPING CANVAS

(@) Action: Use the matrix below with your potential partners to identify which barriers most
significantly affect your context. Score severity (1 to 5, 1 being low and 5 being high) and

prioritize which to address first.

Barrier Severity (1-5) Primary Impact

1. Misaligned Incentives

2. Fragmentation

3. Financial Architecture

4. Coordination
Mechanisms

5. Fragmented Non-
Market Sector

6. Timing & Cash Flow

7. Shared Language
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STEP 4: Create Conditions for Reliable Collaboration

Effective workforce housing partnerships require stakeholders to depend on each other’s

commitments while pursuing different and sometimes competing priorities.

* Developers need viable returns.

* Municipalities need political sustainability and infrastructure funding.
* Non-market housing providers need mission protection.

* |Institutional investors need predictable, risk-adjusted outcomes.

* Communities need assurance that development will deliver promised benefits.

These are legitimate interests, not character flaws. The challenge is not that stakeholders are
untrustworthy but that the current system provides no reliable basis for stakeholders to depend on
each other’s follow-through. Without mechanisms that align divergent interests toward shared
outcomes, every partnership must be negotiated from scratch, every commitment requires costly
verification, and every participant builds in cautionary margins that make workforce affordability

impossible.

THE ALIGNMENT CHALLENGE

Collaboration in the GTHA housing system faces structural obstacles that manifest as coordination

failures:

= = Competing timelines and incentives.

Developers operate on 3-5 year project cycles requiring predictable returns. Municipal
councils operate on 4-year electoral cycles creating pressure for visible short-term
outcomes. Institutional investors operate on 20-30 year horizons requiring policy stability
across multiple political cycles. Non-market housing providers operate on perpetual

timelines prioritizing mission preservation over any single project.

When these timelines collide without coordination mechanisms, each party optimizes for
their own cycle at the expense of collective outcomes.

e il
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Information asymmetries.

Developers possess project-specific knowledge that other parties cannot independently
verify. Municipalities possess regulatory knowledge that developers experience as
arbitrary. Communities lack technical capacity to evaluate complex development
proposals. Investors lack local market knowledge to assess project-specific risks.

These asymmetries create uncertainty that inflates costs and timelines as each party builds

in protective margins.

Accumulated friction from past experiences.

Decades of adversarial relationships have created patterns where stakeholders alone
anticipate the worst from each other. Developers expect regulatory delays and build
carrying costs into pro formas. Municipalities expect developers to minimize community
benefits and impose cautionary conditions. Communities expect promises to go unfulfilled
and oppose projects pre-emptively. Investors observe policy reversals and demand risk

premiums.

These expectations become self-fulfilling when no mechanisms exist to break the cycle.

Planning structures that amplify opposition.

Community opposition to housing development can add 6-18 months and $50,000-
200,000 to overall project costs. This opposition has two distinct sources that require
different responses.

1. Structural imbalance in planning processes: Current systems give formal voice to
existing neighbourhood residents while providing no representation for future
residents who would benefit from new housing. This imbalance enables opposition
regardless of project quality or community benefit. Addressing this requires planning

reform that balances existing and future resident interests.

2. Accumulated skepticism about developer commitments: Historical experiences and
media narratives have made communities reluctant to accept developer promises at
face value. Addressing this requires accountability mechanisms that give communities

confidence in project outcomes through verification rather than faith.
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FROM ALIGNMENT PROBLEMS TO ALIGNMENT SOLUTIONS

The solution is not asking stakeholders to abandon their interests or to trust each other based on
goodwill. The solution is creating partnership structures where pursuing individual interests
simultaneously advances collective outcomes, and where commitments can be verified rather
than assumed. When partnerships are designed with transparent accountability, standardized
processes, and fair risk distribution, stakeholders can collaborate productively without requiring

personal relationships or decades of shared history.

Confidence in partnership outcomes emerges from system design, not from character
assessments.

Five Mechanisms That Enable Reliable Collaboration:

0 Standardized processes that reduce uncertainty by establishing predictable timelines,
requirements, and decision criteria. When all parties know what to expect, cautionary cost
buffers can shrink and coordination costs can decline.

e Transparent accountability that enables verification without requiring personal trust. Public
reporting of commitments and outcomes allows all parties to confirm that partners are

delivering and creates reputational consequences for those who do not.

e Fair risk distribution that allocates exposure to parties with the greatest capacity to manage
specific risks. When risk sits with those best positioned to control outcomes, overall project
risk declines and participation becomes viable for parties currently excluded.

e Pilot demonstrations that prove viability before requiring broad commitment. Small-scale
successes create evidence that larger partnerships can reference, reducing the leap of faith

required from new participants.

e Formal governance structures that give all parties appropriate voice in decisions affecting
their interests. When stakeholders have structured input into partnership decisions, they can
protect their core interests without resorting to opposition or withdrawal.
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TOOL D: COLLABORATION READINESS MATRIX

((‘) Action: Before forming a partnership, use this matrix to ensure alignment mechanisms are in

place. Partnerships that skip these foundations typically encounter preventable conflicts that

derail projects or inflate costs.

Mechanism

Standardized

What It Addresses

Uncertainty about
timelines, requirements,

How to Establish

Adopt template
agreements; publish
decision criteria and

Verification Method

Published standards
accessible to all
parties; milestone

Accountability

commitments without
costly monitoring

regular reporting
cadences; define
measurable outcomes

Processes
and procedures timelines; establish tracking against
milestone schedules commitments
Create public
P Independent third-
Inability to verify partner performance arty audits; real-time
Transparent Y VP dashboards; establish party ’

public reporting;
documented outcome
tracking

Misallocation of risk

Map all project risks;
assign each to party

Written risk allocation
agreements signed by

Demonstrations

whether partnership
models actually work

results systematically;
publish lessons learned

Fair Risk creating unviable ) o
. ) with greatest control; all parties; insurance
Distribution economics for some )
. document allocations and guarantee
parties . . .
in written agreements documentation
. Documented pilot
) Start with smaller-scale .
. Uncertainty about ) outcomes; published
Pilot projects; document

case studies;
independent
evaluation

Formal
Governance

Stakeholder concerns
about voice in decisions
affecting their interests

Establish governance
structures appropriate
to partnership type;
define decision rights
clearly; create dispute
resolution mechanisms

Governance charter
signed by all parties;
documented decision
processes; functioning
dispute resolution
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Completing Step 4 establishes the foundation that makes subsequent steps
possible. Partnerships built on these mechanisms can:

* Move faster because parties spend less time on defensive due diligence.

* Include more stakeholders because participation requirements are clear and

manageable.

* Survive setbacks because governance structures exist to resolve conflicts.

* Scale to subsequent projects because standardized approaches transfer

across contexts.

* Maintain affordability commitments because accountability mechanisms

prevent erosion.

The goal is not universal trust among all GTHA housing stakeholders as that would
take decades to build and could dissolve overnight. System-wide trust may emerge
over time as successful partnerships accumulate, but it is not a prerequisite for

starting.

The goal is partnership-specific reliability that enables the stakeholders in each

project to depend on each other’s commitments for the duration of that project.
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STEP 5:

Partnership governance must balance
inclusive participation with efficient
decision-making while maintaining rigorous
accountability. The right model depends on
stakeholder composition, project
complexity, and decision-making
requirements. Any partner can lead a
project. Below are examples of effective

arrangements for collaboration.

FOUR PARTNERSHIP GOVERNANCE
MODELS

1. Model A: Corporate-Led with
Stakeholder Input

Structure: Core business partners (investor +
developer) make operational and financial
decisions. Municipal government provides
policy oversight. Community organizations
provide advisory input.

When to Use: Large-scale projects requiring
rapid execution, stalled project
reactivations, clear majority risk bearer,

limited community governance capacity.

2. Model B: Multi-Stakeholder with
Representative Participation

Structure: Governance board includes
representatives from each stakeholder
category (government, private, non-market,
community, workers) with decisions

requiring consensus or supermajority.

Establish Partnership Governance and Accountability

When to Use: Regional coordination
mechanisms, federation structures, policy
development, programs distributing public
funding.

3. Model C: Multi-Stakeholder with Direct

Participation

Structure: All partner organizations
participate directly in governance with flat
hierarchies emphasizing collaboration.

When to Use: Community land trusts,
cooperative housing, small projects under
100 units, situations prioritizing community

ownership and control.

4. Model D: Hybrid Tiered Governance

Structure: Strategic governance board
handles policy and funding while operational
working groups manage project-specific

implementation.

When to Use: Scaling successful pilots,
employer consortiums coordinating multiple
projects, programs serving multiple

municipalities with varied conditions.
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UNIVERSAL PARTNERSHIP GOVERNANCE PRINCIPLES

* Transparent Decision-Making: Clear processes, documented decisions, accessible records.

* Inclusive Participation: All stakeholder voices heard even when not all have voting authority.

* Accountable Authority: Decision-makers can be held responsible for outcomes.

* Adaptive Structures: Governance can evolve as partnerships mature.

* Conflict Resolution: Clear mechanisms addressing disagreements before they derail projects.

Now it’s time to build. Your coalition is
assembled, barriers diagnosed, trust
mechanisms established, and partnership
governance agreed. The pilot project is
where theory meets reality; where
partnership structures prove their value or

reveal their weaknesses.

Pilot projects serve two purposes: (a)
delivering workforce housing units; and
(b) testing partnership models for
broader replication.

Both matter. A pilot that delivers units but
cannot be replicated has limited systemic
value. A pilot that tests processes but
stalls before completion builds cynicism

rather than momentum.

PILOT PROJECT SELECTION CRITERIA

Not every project makes a good pilot.
Select projects that balance achievability

with learning value:

* Scale: 100-300 units. Large enough
to test partnership dynamics

meaningfully; small enough to

manage risk and complete within 24-
30 months.

Site Readiness: Prioritize sites with
existing approvals or advanced
entitlements. Pilots should test
partnership and financing innovation,
not navigate novel planning

challenges simultaneously.

Partner Commitment: All essential
partners formally committed with
resources allocated. Pilots fail when
partners treat them as exploratory
rather than binding.

Political Support: Municipal
champion identified and engaged.
Visible political support sustains
projects through inevitable

challenges.

Replication Potential: Site and
structure should represent common
conditions, not exceptional
circumstances. Lessons must transfer

to subsequent projects.

STEP 6: Build your Pilot Project
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TOOL E: PILOT READINESS CHECKLIST

(@‘) Action: Confirm these elements before proceeding to construction. Gaps in readiness identified

and addressed now cost less than gaps discovered mid-project.

Readiness Element Confirmed Gap/Risk Identified

Development approvals obtained or timeline
certain

All partners have executed binding agreements

Governance structure operational with meeting
schedule set

Risk allocation documented and accepted by all
parties

Financing fully committed and closeable

Tenant selection criteria and process agreed

Affordability enforcement mechanisms in place

Construction contract executed with qualified
builder

Public communication plan established

Documentation and learning capture system set
up

Proceed to construction only when all critical elements are confirmed as pressure to start before
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Completion is not the finish line. A
rigorous post-completion review
transforms one successful project into a
model for dozens. Skip this step and each
subsequent partnership starts from
scratch, repeating avoidable mistakes and

failing to build on proven approaches.

Conduct the review within 60 days of
project stabilization while experience
remains fresh. Include all partners
including staff who managed day-to-day
implementation; not just leadership staff.
Different perspectives reveal different

lessons.

FIVE POST-COMPLETION
QUESTIONS

Structure the post-completion review
around five questions, with each partner
providing candid input:

1. What worked well that we should
replicate? Identify specific processes,
structures, or approaches that reduced
friction, accelerated timelines, or
improved outcomes. Be specific enough
that others can adopt these practices.

2. What challenges arose that we should
anticipate? Document problems
encountered, whether resolved or not.

Future partnerships benefit from knowing

where difficulties emerged even if

solutions varied by context.

3. What would we do differently with
hindsight? Distinguish between
unavoidable challenges and mistakes that
better planning could have prevented.
Honest assessment here provides greatest

learning value.

4. Where did partnership add value
beyond what any single partner could
achieve? Quantify where possible. This
evidence supports the case for
partnership to future participants and

funders.

5. What remains unresolved or
uncertain? Identify questions the pilot did
not answer. These become research
priorities or areas requiring additional
pilots with different approaches.

POST-COMPLETION REVIEW
PRINCIPLES

Candour Over Diplomacy: Post-
completion reviews that avoid difficult
truths to preserve relationships provide
little value. Create conditions where
honest assessment is expected and
welcomed.

STEP 7: Lessons Learned Post-Completion Review
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Evidence Over Impression: Support observations with data where possible. “Approvals took
longer than expected” is less useful than “approvals took 22 months versus 14 months

projected, primarily due to three resubmission cycles on traffic analysis.”

Attribution Without Blame: Identify where breakdowns occurred without framing as

individual failure. Systems and processes failed; people operated within those systems.

TOOL F: POST-COMPLETION DOCUMENTATION TEMPLATE

C@‘ ) Action: Complete this template with input from all partners. Share the completed assessment
with the broader learning network.

Specific Implication for Future
Examples/Evidence Projects

Question ¢ Partner Input Summary

What worked
well?

What challenges
arose?

What would we
do differently?

Where did
partnership add
value?

What remains
unresolved?
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STEP 8: Transition to Scale - Go to Part 1l

A successful pilot proves viability. Now the documentation?

guestion shifts from “Can this work?” to * Are approval pathways understood

“How do we do this repeatedly?” The and relationships with municipal

transition from pilot to scale requires staff established?

deliberate preparation - not simply * Has financing structure been

launching additional projects, but building validated and made repeatable?

infrastructure that enables efficient * Can tenant selection and property

replication. management scale to additional
projects?

Before proceeding to Part Il, assess

readiness across three dimensions: 3. PIPELINE READINESS
1. PARTNERSHIP READINESS Are subsequent projects identified and
advancing?

Is the coalition prepared to continue and
expand? * Have 2-3 potential next projects
been identified during pilot

* Have all partners confirmed execution?
commitment to subsequent * Are sites assessed for readiness using
projects? pilot selection criteria?

* Are additional partners needed to * Is there sufficient variety to test
increase capacity or capability? model adaptability across different

* Have partnership agreements been contexts?
refined based on pilot learnings? * Are resources allocated for next

* Is governance functioning well project launch?

enough to manage multiple

simultaneous projects?

2. PROCESS READINESS

Are systems in place to replicate
efficiently?

* Have standardized templates been
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TOOL G: SCALE READINESS ASSESSMENT

(@‘) Action: Assess readiness before proceeding to Part Il. Address gaps before launching additional

projects.

Dimension Ready Partially Ready Gap to Address

Partner commitment to continue

Governance capacity for multiple
projects

Standardized templates and
processes

Municipal relationships and
pathways

Financing structure validated

Pipeline of 2-3 next projects
identified

Staff capacity for expanded
activity

Learning documentation
complete
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PART Il - SCALE AND REPEAT

Every partnership currently reinvents * Dispute Resolution: Clear escalation
processes from scratch, generating procedures and mediation processes.
enormous transaction costs. Standardization

can reduce partnership formation time from * Allocation Systems: Regional

12-18 months to 3-6 months, legal fees from coordinated waiting lists enabling
$200,000+ to $50,000 for template

adaptation and enables smaller players to

systematic matching of workforce
households to available units,
participate without prohibitive costs. replacing project-by-project allocation
with centralized intake, needs

The key is standardizing infrastructure while assessment, and placement processes.
maintaining flexibility for project-specific

adaptation. WHAT STAYS FLEXIBLE

WHAT GETS STANDARDIZED * Project Design: Site-specific

architectural and design decisions

Legal Agreements: Partnership
formation MOUs, affordability
commitment agreements, land
contribution agreements, financing

arrangements.

Financial Models: Standardized
spreadsheet tools calculating project

viability under different scenarios.

Performance Metrics: Common
measurement frameworks enabling

comparison across projects.

Communication Protocols: Consistent
stakeholder engagement approaches
and reporting cadences.

responding to community context.

Governance Structures: Model
selection based on stakeholder

composition and project complexity.

Financial Structures: Capital stack
adapted to available funding sources

and return requirements.

Community Engagement: Approaches
reflecting local relationships and
history.

Implementation Timelines:
Accounting for municipal capacity and
market conditions.
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The transition from current fragmented
approach to coordinated ecosystem
requires phased implementation building
capability sequentially. Each phase
establishes foundations for the next while
delivering visible progress maintaining
momentum. This proposed implementation
roadmap is for a senior government/
regional approach but can be adapted to
smaller projects by taking the relevant

components.

PHASE 1: FOUNDATION BUILDING — YEAR 1

Key Objectives:

* Establish Regional Workforce Housing
Coordination Office.

* Develop standardized agreement
templates and tools.

* Capitalize Workforce Housing Investment
Trust (5500M-S$1B initial).

* Establish government credit
enhancement facility (52-3B capacity).

* Launch technical assistance
clearinghouse.

* Deploy public performance dashboard.

* Establish regional non-market housing
provider registry aligned with emerging
national standards being developed by
the Canadian Housing and Renewal

Association.

Success Criteria:
* Coordination office operational with full
staff.

* Complete template library tested by
early adopters.

* First $500M committed to Investment
Trust.

* 3-5 pilot projects identified and

partnership formation underway.

Credit Enhancement Facility:

Phase 1 calls for establishing a government
credit enhancement facility. This facility
bridges the gap between institutional
investor requirements and workforce
housing risk profiles; thereby enabling
investors to accept 6-8% returns rather than
the 10-15% required without risk

mitigation.

The facility should offer four mechanisms,
deployed based on project and partnership

requirements:

Loan Guarantees: Government
c guarantees repayment if projects
default, enabling lenders to offer

lower interest rates.

First-Loss Provisions: Government
e absorbs initial losses (typically 10-
20% of capital) before private

investors experience loss.

STEP 10: Implementation Roadmap
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e Interest Rate Buydowns:
Government subsidizes interest
payments, enabling lower rents

without reducing investor returns.

e Revenue Guarantees: Government
guarantees minimum occupancy or

rental income for a defined period.

Facility design requires provincial-federal
coordination as no single jurisdiction has

adequate capacity alone.

WORKFORCE HOUSING INVESTMENT
TRUST: POOLING INSTITUTIONAL CAPITAL

Phase 1 also calls for capitalizing a
Workforce Housing Investment Trust. This
trust pools institutional capital specifically
for workforce housing development,
creating a standardized investment vehicle
that pension funds, insurance companies,
and other institutional investors can access
without negotiating individual project

investments.
Why a Dedicated Trust?

Institutional investors managing trillions in
assets seek stable, long-term returns of 6-
8% with strong social impact alignment.
Workforce housing offers this profile—but
individual projects are too small and
transaction costs too high for efficient
institutional deployment. A pooled trust
solves this by enabling portfolio investment
across multiple projects, developers, and

municipalities.

Initial Capitalization Target

The $500M-S$1B initial capitalization target
reflects the scale required to attract
institutional participation while remaining
achievable in Year 1. This represents
approximately 1% of the estimated $45
billion GTHA workforce housing investment
opportunity over ten years, providing
sufficient capital for 1,500-3,000 units in
the pilot phase while demonstrating proof

of concept for subsequent expansion.

Who Establishes the Trust?

Establishment requires provincial-federal

partnership, potentially through:

* A new entity created jointly by
provincial and federal housing
agencies.

* Expansion of an existing vehicle such
as Canada Infrastructure Bank or a
provincial housing finance agency.

* A public-private structure with
government seed capital attracting

institutional co-investment.

The trust requires professional fund
management, clear investment criteria tied
to workforce affordability outcomes, and

governance ensuring mission alignment.
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Quebec’s federation model and the

Netherlands’ pension fund housing

investment structures provide relevant

precedents.

PHASE 2: PILOT DEMONSTRATION -
YEARS 1-2

Key Objectives:

Launch 3-5 pilot projects with early
adopters.

Target 500-1,000 units under
construction or completed.
Demonstrate financial viability and
partnership model effectiveness.
Build stakeholder trust through
visible success.

Document lessons learned and

refine tools.

Success Criteria:

Minimum 3 projects under
construction.

Partnership formation averaging 6
months (down from 12+).
Institutional investors achieving 6-
8% returns.

Published case studies documenting

success factors.

PHASE 3: COALITION EXPANSION —
YEARS 2-3

Key Objectives:

Scale to 10-20 projects representing
3,000-5,000 units.

Recruit broader stakeholder
participation based on

demonstrated success.

Establish peer learning networks by
stakeholder type.
Attract S500M-S1B additional

institutional capital.

Success Criteria:

10+ active projects across multiple
municipalities.

All seven partnership member types
represented in portfolio.

Non-profit organizations
contributing 10%+ of units.

Regional coordination functioning

effectively.

PHASE 4: SYSTEM TRANSFORMATION
—YEARS 3-7

Key Objectives:

* Achieve 30+ ongoing projects
delivering 15,000+ annual units.

* Establish self-sustaining
partnerships requiring minimal
external facilitation.

* Reduce housing cost burden for
middle-income workers below
30%.

* Achieve 20% of new housing at

workforce affordability.

Success Criteria:

* 15,000+ workforce affordable
units completed annually.

* Five distinct player categories
developing at scale.

« S5B+ institutional capital
deployed annually.

* Regional governance matured

into permanent structure.
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What gets measured gets managed. Without shared metrics, partnerships cannot demonstrate

success, secure continued investment, or identify needed course corrections. Yet metrics must

measure what matters; not merely what is easy to count. Traditional housing metrics focus on

units approved, started, or completed. These matter but are insufficient. A project delivering 500

units at market rent has not advanced the workforce housing mandate regardless of how

efficiently it was built.

Effective measurement requires tracking four dimensions: production, affordability, partnership

effectiveness, and systemic impact.

FOUR METRIC CATEGORIES

Production Metrics track whether the
ecosystem is generating sufficient volume.
Key measures include units started annually
(target: scaling to 15,000+ by Year 5),
pipeline depth (minimum 2x annual start
target), and stalled project conversions

(target: 50+ projects reactivated by Year 3).

Affordability Metrics track whether
completed units actually serve the target
population. Key measures include income
targeting (minimum 80% of units serving 60-
120% AMI households), rent-to-income ratio
(below 35% for 90%+ of tenants), and
affordability duration (minimum 25 years

guaranteed).

Partnership Metrics track whether
collaborative infrastructure is functioning.
Key measures include partnership formation
time (target: 6 months, down from 12-18
month baseline), approval timelines for
partnership projects (target: 12-18 months
consistently), and partner retention (target:

75%+ proceed to subsequent projects).

Impact Metrics track whether workforce
housing production is achieving systemic
outcomes. Key measures include regional
affordability improvement (2% annual
improvement in workforce households below
30% cost burden), institutional capital
deployed (target: $2B+ by Year 5), and
economic return on public investment

(target: minimum $3 return per $1 invested).

STEP 11: Defining Metrics That Matter
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MEASUREMENT PRINCIPLES

Five principles guide effective measurement:

e Standardized Definitions: All partners use consistent definitions. "Workforce housing"

means units affordable to 60-120% AMI households with costs not exceeding 30% of

income.

Independent Verification: Self-reported metrics invite optimistic interpretation. Third-party
verification for production counts and affordability compliance builds stakeholder
confidence.

Public Transparency: Metrics should be publicly reported through accessible dashboards,
enabling accountability and allowing communities to verify public investments deliver

promised outcomes.

Leading and Lagging Balance: Track both leading indicators (pipeline depth, partnership
formation) enabling course correction and lagging indicators (completed units, tenant

outcomes) confirming results.

Outcome Over Output: Prioritize metrics measuring whether workforce affordability is

improving over metrics counting activity alone.
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TOOL H: METRICS SELECTION MATRIX

(@‘ ) Action: Select 2-3 priority metrics from each category for your partnership. Establish baseline,

set targets, and assign accountability before project launch.

Metric Category Priority Metrics Baseline Year 1 Target Accountable Party

1. Production

2. Affordability

3. Partnership

4. Impact

Commit to public quarterly reporting. Transparency builds the trust that sustains partnerships

through challenges.
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STEP 12: Share Learnings

Scaling requires systematic learning capture and knowledge sharing. Success stories inspire
participation. Failure analysis prevents repetition. Peer networks accelerate capability

development. Continuous improvement refines approaches.
FOUR LEARNING MECHANISMS

e Annual Learning Forums: Convene all partnerships to share experiences, challenges, and

innovations. Identify common patterns and emerging best practices.

0 Quarterly Peer Learning Sessions: Organize by stakeholder type (investors, developers,

municipalities, non-profits, employers, community organizations) for deeper technical

exchange. ‘

° Case Study Documentation: Systematically document both successes and challenges. Use

standardized template ensuring comparability. Publish openly to inform new partnerships.

Playbook Evolution: Update plays annually based on experience. Add new plays as

o innovations emerge. Refine templates and tools based on user feedback.

Action: Commit to documenting and sharing your experience. Participate in learning
(@‘) forums. Contribute to playbook refinement. Help build the collective knowledge base

enabling others to succeed.

STEP 13: Go Back to Part |

Now it’s time to continue building on the momentum and to start working on your next project(s)
- either with the same partnership coalition, or with a new partnership. The most important thing
is to keep the momentum going.

THIS IS THE MISSION, IF YOU CHOOSE TO ACCEPT IT. GOOD LUCK!



Final

Thoughts

This Playbook provides a detailed roadmap
showing how to proceed using this cross-sectoral
approach as the housing delivery system we need
has not emerged from current approaches, and
building it will require deliberate action, strategic

coordination, and institutional commitment.
THREE CORE INSIGHTS

Structural barriers require infrastructure
e solutions. Collaboration fails not because
stakeholders lack goodwill, but because
system architecture makes effective
collaboration structurally difficult. The
solution is not asking stakeholders to
collaborate harder; it is building the
coordination infrastructure that makes

collaboration more feasible.

We cannot wait for decades of accumulated
0 distrust to dissolve. Instead, we need to
create conditions where stakeholders can
collaborate immediately and productively
through standardized processes,
transparent accountability, fair risk
distribution, pilot demonstrations, and
public dashboards because trust develops

through demonstrated performance.

Trust emerges from structured partnership.

e Transformation requires sequential
capability building. We cannot scale what we
have not proven viable. We cannot recruit
broad participation without demonstrated
success. We cannot sustain momentum
without visible progress. Therefore, a phased
implementation approach starting with
foundation building, then pilot
demonstration, coalition expansion and
system transformation, recognizes that each

stage creates conditions for the next.

Finally, it is essential to remember the
importance of leadership in driving the
collaborative process towards the goal of

delivering affordable workforce housing.

This Playbook is designed for use by any of the
seven essential partners in affordable workforce
housing delivery and any partner can convene
and lead an affordable workforce housing
initiative using this framework. But the key to
success is having “someone” put up their hand to

lead and drive this process from start to finish.
THE OPPORTUNITY BEFORE US

The GTHA has the resources, expertise, and
commitment needed to solve the workforce
housing crisis. What has been missing is the
coordination infrastructure enabling effective
collaboration. This Playbook provides that

infrastructure.
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We know that new partners are ready to

contribute: institutional investors are seeking
stable returns with social impact; healthcare
employers need workforce stability; and
Indigenous communities have demonstrated
transformational capacity in projects such as
the Squamish Nation’s Senakw developmentin
Vancouver showing what Indigenous-led
partnerships can achieve when sovereignty is
honoured and development capacity is
supported.

The pathway is clear. The tools are ready. The
opportunity exists today. But whether these
translate into meaningful and affordable
workforce housing production will depend on
strong courageous leadership and stakeholder
willingness to commit to coordination,
structural changes, and sustained effort that

ecosystem transformation demands.

Analysis alone does not produce housing.
Transformation requires stakeholders to
commit resources, change practices, accept
partnerships, and maintain effort through
challenges.

The question is not
whether we can build
the affordable
workforce housing our
region needs.

The question is
whether we will make
it our mission to
commit to the
partnerships that can
make it possible.

THE ACTION PLAN | WORKFORCE HOUSING AFFORDABILITY PLAYBOOK FOR ACTION



Seven distinct entry pathways guide different stakeholder types through partnership formation. Each

pathway provides step-by-step onboarding, required documentation, timeline expectations, and

support resources. Detailed guides for each pathway are available in the appendices.

Stakeholder

Capital Provider

Timeline

Prerequisites

Key Steps

Support

Investment .
Due diligence, .
Institutional Investor 6-12 months mandate, ESG structure, deploy See Appendix A
Entry Pathway criteria
Development Expert Assessment
3-6 months Track record, artnershi ' See Appendix B
Private Developer financial capacity P P PP
Entry Pathway execute
Public Partner
. Council mandate, Policy, land, .
Municipal 6-12 months y , See Appendix C
Government Entry land assets approvals, monitor
Pathway
Mission Steward
Capacity,
Non-Market and Mission alignment, pactty , ,
Cooperative Housing 4-8 months capacity partnership, See Appendix D
Organization Entry steward
Pathway
Demand Anchor Assessment
Workforce data, ’ )
Healthcare Employer 3-6 months commitment guarantee, See Appendix E
Entry Pathway allocate
Community
] Engagement,
Indigenous mandate, ) .
. 6-8 months partnership, See Appendix F
Communities governance
. development
capacity
) ) Representation, Engagement, .
Community Voice 2-4 months See Appendix G

legitimacy

input, monitor

(@‘) Action: Choose your pathway and access the detailed checklist in the appendices.

APPENDICES: PARTNER ENTRY PATHWAYS
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ABOUT
CIVICACTION AND

THE HOUSING AFFORDABILITY COLLABORATIVE

CivicAction is a catalyst for positive change, turning collaboration and civic

engagement into action to build livable, inclusive cities in the Greater
Toronto and Hamilton Area (GTHA).

Formed in 2024, CivicAction’s Housing Affordability Collaborative is a cross-sectoral group of leaders
committed to taking comprehensive action on housing affordability and to answering the question,
“How can we all work together to make a more livable region?” Members: raise public awareness about
the scale, urgency, and severity of housing affordability issues to drive more coordinated action by
decision-makers; support these decision-makers with clear, data-driven insights on both challenges and
solutions; and mobilize and embolden leaders from all sectors to drive policy changes and invest in
creative, scalable solutions to solve the housing crisis in the GTHA. The Collaborative includes:

Richard Abboud (Founder & CEO, Forum Asset Jay-Ann Gilfoy (President & CEO, Meridian)
Management) Rob Maclsaac (Past Chair, CivicAction & Corporate
Ronald (Ron) Alepian (Chief Corporate Affairs Director, 407 ETR)

Officer, TD Bank Group & Board Director, Mazyar Mortazavi (President & CEO, TAS)
CivicAction) Chris Murray (Special Advisor, Govt of Canada,
Anne Babcock (President & CEO, Woodgreen) Housing Infrastructure and Communities & Former
Dr. Andrew Boozary (ED—Social Medicine & City Manager, City of Toronto)

Population Health, UHN) Aleem Punja (Executive Director of Future Ready
Brad Carr (CEO, Mattamy Homes Canada) Institute, Aga Khan Council for Canada)

Tim Coldwell (President & CEO, Enska Advisors) Stephanie Shewchuk (Director, Housing Policy, RBC
Patrick Croft (Managing Director, Corporate Thought Leadership)

Banking — Real Estate, National Bank Capital Matti Siemiatycki (Director, Infrastructure
Markets) Institute, University of Toronto)

Nan DasGupta (Chair, CivicAction, Senior Advisor Stephanie Trussler (Executive Chair, Peter Gilgan
and Senior Partner Emeritus, The Boston Foundation)
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HOW TO USE
THESE
APPENDICES

These enhanced appendices transform
implementation guidance of the Workforce
Housing Affordability Playbook for Action into
practical, action-oriented tools. Each appendix
follows a consistent structure designed for

immediate use by implementation teams.

Structure of Each Appendix

Implementation Timeline Overview (visual table)
Phase-by-Phase Implementation Checklists
Success Criteria Tables (with checkbox tracking)

Common Challenges and Mitigation Strategies
Using the Checklists

Print relevant appendix for your organization
type

Use checklists in weekly planning meetings
Track progress by checking boxes as activities
complete

Reference timeline tables for scheduling and
resource allocation

Review success criteria quarterly

Identify potential challenges proactively using
mitigation table

These appendices are designed to be
working documents. Make copies, mark
them up, and adapt them to your specific
organizational context.
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APPENDIX A
INSTITUTIONAL INVESTOR ENTRY

PATHWAY

TARGET AUDIENCE: '
Pension funds, insurance companies, endowments, and other institutional investors seeking to deploy capital into

workforce housing with risk-adjusted returns of 6-8% while achieving social impact objectives.

INVESTMENT PROFILE:
Initial pilot investment of $50-100M scaling to $250-500M portfolio over 3-5 years through partnerships with

developers, municipalities, and employers.

IMPLEMENTATION TIMELINE OVERVIEW

Phase Timeline Key Focus

Market learning, partnership

Phase 1: Education & Due Diligence Months 1-3 identification, investment design

Partner selection, project due

Phase 2: Pilot Investment Months 4-12 . _
diligence, first investment

Scale to full portfolio, standardize

Phase 3: Portfolio Development Years 2-3
processes

PHASE 1: EDUCATION & DUE DILIGENCE
(Months 1-3)

1.1 Workforce Housing Market Education (2-4 weeks)

U Review Paper 1 (The Why) to understand regional workforce housing crisis and economic imperative
O Study Paper 2 (The Math) to grasp development economics and financing requirements

U Analyze Paper 3 (The What) for ecosystem context and partnership opportunities

U Identify target workforce segments (nurses, teachers, skilled trades earning 60-120% AMI)

U Research supply-demand gap in GTHA (estimated $S45B investment opportunity over 10 years)

U Compare risk-return profiles: workforce housing (6-8%) vs market sale development (15-25%)
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1.2 Internal Investment Mandate Assessment

(2-3 weeks)

O Assess alignment with Environmental, Social, and
Governance (ESG) and social impact investment
mandates

U Evaluate compatibility with existing real estate
allocation strategies (target 3-5% of portfolio)

U Determine acceptable risk-adjusted return
thresholds (6-8% for workforce housing)

U Review internal approval authorities and decision-
making processes

U Identify required stakeholder buy-in (investment
committee, board, beneficiaries)

O Assess organizational capacity and resource
requirements

O Determine initial pilot investment size ($50-100M
typical range)

1.3 Partnership Landscape Mapping

(3-4 weeks)

U Identify experienced workforce housing
developers with strong track records

U Research non-profit housing organizations
with development capacity and mission
alignment

U Map municipalities with streamlined
approval processes (Hamilton, Vaughan,
Mississauga examples)

U Identify healthcare employers with acute
workforce housing needs (e.g., University
Health Network)

U Connect with other institutional investors
exploring workforce housing partnerships

U Engage financial institutions developing
innovative financing products

U Review government credit enhancement
programs (Canada Mortgage and Housing
Corporation [CMHC], provincial loan

guarantees)

1.4 Investment Structure Design (4-6 weeks)

U Design investment vehicle structure (direct
investment, dedicated fund, trust, or joint venture)

U Determine portfolio approach (diversification across
projects, geographies, partner types)

U Establish affordability criteria and enforcement
mechanisms (60-120% AMI targeting)

U Define required occupancy guarantees and credit
enhancement from employers/government

U Set portfolio diversification parameters and risk
limits

U Establish governance structures, oversight
mechanisms, and reporting requirements

U Develop social impact measurement framework
(units delivered, affordability maintained, workforce

served)
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PHASE 1 DELIVERABLES:

v' Workforce housing market analysis and
business case

v Internal investment mandate alignment
assessment

v Partnership landscape mapping report
with target partners

v" Proposed investment structure, criteria,
and governance model

v" Board/Investment Committee
presentation and approval

v’ Risk assessment and mitigation strategy

document

PHASE 2: PILOT INVESTMENT
(Months 4-12)

2.1 Partner Selection & Term Sheet

Negotiation (8-12 weeks)

U Issue Request for Proposal (RFP) or
Expression of Interest (EOI) to potential
developer, municipal, and employer
partners

U Evaluate developer track records, financial
capacity, and workforce housing experience

U Assess municipal partner commitment (land
contribution, expedited approvals, fee
waivers)

U Negotiate partnership terms (equity split,
profit sharing, decision-making authority)

U Establish credit enhancement mechanisms
(employer occupancy guarantees,
government backing)

U Define affordability requirements, tenant
selection criteria, and long-term restrictions

U Agree on social impact metrics, monitoring
processes, and reporting requirements

U Execute term sheets with selected partners

2.2 Project Due Diligence (6-10 weeks)

O Conduct comprehensive market analysis (workforce
demand, competition, absorption rates)

U Review site characteristics, zoning status, and
development approvals progress

U Validate development budget, construction cost
estimates, and contingency adequacy

O Analyze pro forma financial projections with
sensitivity testing

U Assess developer financial capacity, construction
experience, and reputation

U Review legal structure, title, environmental reports,
and third-party studies

O Evaluate construction timeline realism and
completion guarantees

O Verify site accessibility to transit, employment

centers, schools, and services

2.3 Investment Committee Approval (4-8 weeks)

U Prepare comprehensive investment memorandum
with full project details

U Present to investment committee with risk analysis
and mitigation strategies

U Address committee questions and concerns
thoroughly

U Obtain formal investment approval and funding

authorization

2.4 Legal Documentation & Financial Close (6-10

weeks)

U Negotiate and execute partnership agreements
(Limited Partner agreement, Joint Venture
agreement, or other structure)

U Finalize debt financing arrangements with
construction lenders

U Execute occupancy guarantee agreements with
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O Secure government credit enhancement

commitments and documentation

O Complete all regulatory filings and investor
disclosure requirements

O Establish governance structures, oversight
committees, and reporting systems

U Fund initial capital call and achieve financial close

PHASE 2 DELIVERABLES:

v'  Executed partnership and financing agreements

v Financial close achieved on pilot investment ($50-
100M deployed)

v' Governance structures and oversight mechanisms
operational

v" Monitoring, reporting, and social impact
measurement systems active

v" Construction commenced or imminent

PHASE 3: PORTFOLIO DEVELOPMENT
(Years 2-3)

3.1 Pilot Project Monitoring & Learning (Ongoing)

O Track construction progress against schedule and
budget with monthly reporting

U Monitor financial performance against pro forma
projections quarterly

U Measure social impact metrics (affordability
compliance, tenant demographics, satisfaction)

U Document lessons learned, best practices, and
partnership effectiveness

Q Identify challenges encountered and successful
mitigation strategies

O Assess governance effectiveness, decision-making
processes, and partner relationships

U Compile comprehensive case study for

internal/external stakeholders and marketing

3.2 Portfolio Expansion Strategy (3-6 months)

U Establish target portfolio size based on pilot learnings
(5250-500M typical over 3-5 years)

U Define diversification strategy (geography,
submarkets, partner types, project scales)

U Set annual pipeline development targets with
specific unit and investment goals

U Expand partnership network (additional developers,
municipalities, employers, co-investors)

U Determine standardized investment criteria,
processes, and approval thresholds

U Establish streamlined approval procedures for
subsequent investments

U Create template legal documents, term sheets, and

partnership agreements

3.3 Scale Implementation & Industry Leadership

(Ongoing)

U Replicate successful partnership models with new
projects and geographies

U Diversify portfolio across multiple GTHA
municipalities and submarkets

U Engage additional institutional co-investors for larger
projects and risk sharing

O Explore innovative construction technologies
(modular, prefab) to improve returns

U Advocate for supportive policy changes and
enhanced government programs

U Share learnings with industry through conferences,
publications, and convenings

U Mentor new institutional investors entering

workforce housing market
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PHASE 3 DELIVERABLES:

Pilot project completed or substantially progressed toward completion

<\

Portfolio expansion strategy approved, funded, and executing
Multiple additional investments underway ($250-500M portfolio deployed)

Standardized processes, templates, and approval workflows operational

AR NENEEN

Proven track record and compelling case studies documented and disseminated

SUCCESS CRITERIA FOR INSTITUTIONAL INVESTORS

Track these outcomes to measure implementation success:

Demonstrate effective portfolio diversification and risk management

Deliver substantial units affordable to 60-120% AMI workforce populations

CRITERION v

FINANCIAL PERFORMANCE

Achieve target risk-adjusted returns (6-8% annually) meeting investment mandate 0

Meet or exceed pro forma financial projections across portfolio 0

Maintain stable cash flows and occupancy rates (95%+ stabilized) u
O

SOCIAL IMPACT DELIVERED

Achieve high tenant satisfaction scores and low turnover rates

Maintain long-term affordability commitments without erosion

Demonstrate measurable community benefits and regional economic impact

o|o|af o

PARTNERSHIP EFFECTIVENESS

Build industry reputation and robust deal flow pipeline

Establish successful, replicable partnerships with multiple partner types 0
Achieve streamlined municipal approval timelines (12-18 months consistently) L
Secure meaningful credit enhancement and occupancy guarantees 0
Build scalable partnership models that others can replicate 0
ORGANIZATIONAL CAPACITY
Develop strong internal workforce housing investment expertise and champions O
Establish efficient deal sourcing, evaluation, and execution processes a
Create scalable investment infrastructure supporting portfolio growth 0
O
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COMMON CHALLENGES & MITIGATION STRATEGIES

CHALLENGE

Limited organizational experience

with workforce housing investment

MITIGATION STRATEGY

Engage specialized external advisors; partner with experienced developers;

start with manageable pilot project to build knowledge systematically

Return expectations (6-8%) lower
than traditional real estate (10-
15%)

Emphasize ESG/impact alignment; highlight stable cash flows and reduced

risk through guarantees; use portfolio approach for risk-adjusted returns

Coordination complexity across

multiple stakeholders increases risk

Establish clear governance structures and decision-making authority; use
experienced project managers; develop detailed partnership agreements

with dispute resolution

Long development timelines (24-

36+ months) delay returns

Negotiate municipal timeline guarantees and penalties; stage capital
deployment strategically; use government credit enhancement to reduce

risk premium

Limited pipeline of partnership-

ready, investment-grade projects

Invest proactively in partnership development; support municipal and
developer capacity building; advocate for policy improvements and

program enhancements
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APPENDIX B
PRIVATE DEVELOPER ENTRY

PATHWAY

TARGET AUDIENCE: '
Private residential developers currently focused on market-rate housing who seek to diversify into workforce

housing through partnerships that reduce financial risk while expanding market opportunities.

INVESTMENT PROFILE:
Typical first project 100-200 units with 10-15% developer returns (vs. 20-25% luxury) through institutional capital,

municipal support, and employer partnerships reducing risk.

IMPLEMENTATION TIMELINE OVERVIEW

Phase Timeline Key Focus
. . . Busi X I h,
Phase 1: Partnership Orientation Months 1-2 usmess‘ case‘ .mo<':Ie researc
partner identification
Phase 2: Project Matching Months 2-6 Site seIe.ctlon, partnership
structuring, approvals
. . Building, t t pl t,
Phase 3: Construction & Delivery Months 6-24 u! ‘|'ng . ehant placemen
stabilization

PHASE 1: PARTNERSHIP ORIENTATION
(Months 1-2)

1.1 Business Case Development (2-3 weeks)

U Analyze workforce housing market size and growth potential (545B opportunity in GTHA)

U Compare profit margins: workforce housing (10-15%) vs. luxury (20-25%) vs. market-rate (12-18%)
U Assess risk reduction through institutional capital, occupancy guarantees, and municipal support
U Evaluate portfolio diversification benefits and counter-cyclical market characteristics

U Identify competitive advantages (existing relationships, land holdings, construction expertise)

U Calculate required organizational capacity and resource implications
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1.2 Partnership Model Research (2-3 weeks)

1 Study successful workforce housing partnerships
(Regent Park: Daniels + WoodGreen example)

1 Understand institutional investor requirements (6-
8% returns, governance, impact metrics)

U Research municipal incentives (expedited approvals,
land contributions, density bonuses)

U Explore employer partnership models (occupancy
guarantees, land, financing support)

U Investigate non-profit collaboration opportunities for
mission-aligned projects

U Learn government support programs (CMHC
Apartment Construction Loan Program, provincial)

U Identify financial structuring innovations (blended

finance, credit enhancement)

1.3 Internal Capacity Assessment (1-2 weeks)

U Evaluate current project pipeline capacity for
workforce housing addition

U Assess team expertise in affordable/workforce
housing development and financing

U4 Identify knowledge and capability gaps requiring
training or partnerships

U Determine which partnerships are essential vs. nice-
to-have based on gaps

U Establish dedicated workforce housing development
champion or team

U Secure leadership commitment, resource allocation,
and political support

U Define decision-making authority and approval

processes for workforce housing

1.4 Partner Identification & Outreach (3-4 weeks)

U Identify institutional investors with workforce
housing mandates (pension funds, insurers)

U Connect with municipalities offering streamlined
processes (Hamilton, Vaughan, Mississauga)

U Engage healthcare employers with acute housing
needs (University Health Network [UHN], hospital
networks, universities)

U Explore non-profit partnerships for mixed-income
and community-integrated projects

O Attend industry conferences, government forums,
and partnership facilitation events

U Participate in CivicAction initiatives and government
partnership programs

U Initiate preliminary discussions with most promising

potential partners

PHASE 1 DELIVERABLES:

v' Workforce housing business case with financial
analysis

v Partnership model research summary and
recommended approaches

v Internal capacity assessment identifying gaps and
needs

v’ Target partner list with preliminary engagement
status

v"  Leadership approval and resource commitment to

proceed
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PHASE 2: PROJECT MATCHING
(Months 2-6)

2.1 Site Selection & Project Scoping (4-6 weeks)

U Review existing land inventory for workforce housing
suitability and demand

U Identify new sites near transit, employment centers,
and workforce concentrations

U Assess proximity to healthcare, education,
government, and service sector jobs

U Evaluate municipal receptivity and realistic approval
timeline expectations

U Consider sites with existing approvals or advanced
through process

U Determine appropriate project scale for first
workforce housing project (100-200 units typical)

U Select pilot project balancing risk, learning

opportunity, and financial viability

2.2 Partnership Structuring & Negotiation (8-12 weeks)

U Develop comprehensive partnership proposal for
institutional investors and others

U Negotiate roles and responsibilities (developer:
construction/management; investor: capital;
municipality: land/approvals; employer: occupancy)

U Structure equity participation, profit sharing, and
return expectations (10-15% developer target)

U Define affordability requirements (60-120% AMI),
enforcement mechanisms, and duration

U Establish clear governance structure, decision-
making authority, and dispute resolution

U Negotiate municipal incentives (expedited approvals,
fee reductions/waivers, density bonuses)

U Secure employer occupancy guarantees, preference
agreements, or tenant referral commitments

U Execute term sheets, partnership agreements, and

commitment documents

2.3 Development Approvals Process (8-12 weeks

variable)

U Develop project concept, preliminary design, and
unit mix targeting workforce

U Prepare detailed development pro forma and
comprehensive financial analysis

U Engage municipal planning staff for pre-application
consultation and guidance

U Submit development applications (Official Plan
Amendment, Zoning By-Law Amendment, Site Plan
Approval as required)

U Conduct community consultation and meaningful
stakeholder engagement

U Respond comprehensively to municipal feedback and
resubmit applications

1 Obtain final development approvals (target 12-18
months with municipal partnership support)

O Secure all required permits, agreements, and

regulatory approvals

2.4 Financing & Financial Close (6-10 weeks)

U Finalize detailed development budget with
all hard and soft costs

O Secure equity commitments from
institutional investors and partnership
members

U Obtain construction debt financing
(traditional lenders, CMHC programs)

U Execute all legal documentation
(partnership agreements, financing
documents, permits)

U Obtain comprehensive building permits and
required insurance coverage

U Complete all conditions precedent to
funding

U Achieve financial close and receive initial

funding draw
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PHASE 2 DELIVERABLES:

v" Selected project site with partners committed and
aligned

v" Executed partnership agreements with clear
governance

v" Development approvals obtained with conditions
manageable

v" Financing closed with equity and debt funding
secured

v" Ready to commence construction activities

PHASE 3: CONSTRUCTION & DELIVERY
(Months 6-24)

3.1 Construction Execution (18-24 months)

O Mobilize construction team, establish site, and
commence foundation work

O Implement regular partner governance meetings and
comprehensive reporting

O Monitor construction progress rigorously against
schedule and budget

O Manage construction risks proactively and deploy
contingency as needed

U Ensure ongoing compliance with affordability
requirements and partnership agreements

O Conduct regular quality control inspections and
building code compliance reviews

O Complete construction, obtain occupancy permits,
and prepare for tenant move-in

O Conduct final inspections and obtain all necessary

certifications

3.2 Lease-Up & Stabilization (3-6 months)

O Implement tenant selection process aligned with
affordability requirements and employer
partnerships

U Coordinate with employer partners on workforce

tenant referrals and placement

U Execute lease agreements with income verification
and affordability compliance

U Achieve stabilized occupancy (95%+) and initiate
permanent property management

U Implement tenant services and community

programming as planned

3.3 Operations, Monitoring & Learning (Ongoing)

O Implement professional property management and
comprehensive tenant services

U Monitor financial performance against pro forma
with monthly variance analysis

O Track affordability compliance, tenant retention, and
satisfaction continuously

U Document lessons learned, best practices, and
partnership effectiveness comprehensively

U Assess partnership dynamics, governance
effectiveness, and areas for improvement

U Identify process improvements and efficiency
opportunities for future projects

U Develop compelling case study for marketing,
business development, and industry sharing

O Plan next workforce housing project incorporating

learnings from pilot

PHASE 3 DELIVERABLES:

v" Completed workforce housing project delivered on
time and budget

v’ Stabilized occupancy achieved (95%+) with target
workforce tenants

v Affordability commitments implemented and
monitored

v Partnership model validated and refined for
replication

v" Comprehensive case study and lessons learned
documented

v Platform and relationships established for additional

projects
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SUCCESS CRITERIA FOR PRIVATE DEVELOPERS

Track these outcomes to measure implementation success:

CRITERION v
FINANCIAL PERFORMANCE

Achieve target returns (10-15%) acceptable for portfolio diversification

Complete project on time and within budget parameters

Maintain positive cash flow and meet debt service requirements

(I N

Demonstrate risk reduction benefits of partnership approach

PROJECT DELIVERY EXCELLENCE

Deliver high-quality construction meeting or exceeding standards

Achieve on-time completion with minimal delays or cost overruns

Receive positive feedback from partners on execution and communication

oo |o|d

Maintain professional reputation throughout project

PARTNERSHIP EFFECTIVENESS

Build strong, collaborative relationships with all partners

Navigate governance processes effectively with minimal conflict

Meet all partnership commitments and contractual obligations

O(Qo(Qo|o

Create replicable partnership model for future projects

MARKET POSITIONING

Establish credibility in workforce housing development sector

Generate positive publicity and enhanced corporate reputation

Create pipeline for additional workforce housing opportunities

I A .

Build competitive advantage in growing market segment
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COMMON CHALLENGES & MITIGATION STRATEGIES

CHALLENGE

Lower returns (10-15%) vs. luxury

projects (20-25%) reduce profit

MITIGATION STRATEGY

Emphasize risk reduction through partnerships and guarantees;
faster municipal approvals reduce carrying costs; institutional

capital lowers financing costs; build volume to compensate margins

Partnership coordination adds
complexity vs. traditional solo

development

Invest upfront in clear governance and decision processes; use
experienced legal counsel; establish regular communication

cadence; define roles explicitly in partnership agreements

Municipal approval timelines still risk

despite partnership support

Negotiate specific timeline commitments with penalties; work
closely with municipal champion; prepare complete applications;

engage community early and authentically; have backup sites ready

Institutional investor requirements

differ from traditional lenders

Invest time in understanding investor needs and constraints; be
transparent about capabilities and limitations; use specialized

advisors; start with smaller pilot to build trust and track record

Maintaining affordability restrictions

limits future options

Structure agreements allowing refinancing and capital events;
ensure restrictions are manageable operationally; negotiate
flexibility for extraordinary circumstances; view as business

development investment
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APPENDIX C
MUNICIPAL GOVERNMENT ENTRY

PATHWAY

TARGET AUDIENCE: .
Municipal governments seeking to accelerate workforce housing production through streamlined processes, land

contributions, and partnership facilitation to retain essential workforce and support economic competitiveness.

INVESTMENT PROFILE:
Enable 500+ workforce housing units annually through process improvements, land leverage, and partnership

support while reducing approval timelines from 24-36 months to 12-18 months.

IMPLEMENTATION TIMELINE OVERVIEW

Phase Timeline Key Focus

Phase 1: Capacity Building Months 1-6 Pro.cess mapping, staff training,
policy framework

. il Is, I h,

Phase 2: Policy & Program Setup Months 6-12 Counci apprqva S, Program launc

partner recruitment
. . Project execution, continuous

Phase 3: Implementation & Scaling Year 2+ .

improvement, results

NOTE: Municipal governments play a critical enabling role. This pathway focuses on creating the conditions for
workforce housing success through streamlined processes, land leverage, and active partnership facilitation.

PHASE 1: CAPACITY BUILDING
(Months 1-6)

1.1 Current Process Mapping & Analysis (6-8 weeks)

O Document current development approval process end-to-end with all touchpoints
O Identify bottlenecks, delays, and inefficiencies in existing workflow

O Map interdependencies between departments and external agencies

O Analyze staff capacity constraints and workload distribution

O Review successful workforce housing projects for lessons learned

O Benchmark against best-in-class municipalities (Hamilton, Vaughan examples)

O Quantify current processing times and identify improvement targets (12-18 month goal)
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1.2 Municipal Land Inventory Assessment (4-6 weeks)

U Compile complete inventory of municipally-owned
surplus and underutilized land

O Assess site suitability for workforce housing (transit
access, services, employment)

U Determine realistic development capacity and unit
potential by site

O Identify sites suitable for immediate workforce
housing partnerships

O Evaluate sites that could be assembled or land-
swapped for better outcomes

O Estimate land contribution value and leverage
potential

U Develop prioritized land contribution strategy for

workforce housing partnerships

1.3 Staff Capacity Building (8-12 weeks)

O Assess current staff knowledge of workforce housing
models and financing

O Provide training on partnership facilitation and
public-private collaboration

U Develop workforce housing expertise within planning
and housing departments

U Create dedicated workforce housing champion or
coordinator role

U Establish cross-departmental working group for
workforce housing

U Train staff on streamlined review processes and
expedited approvals

O Build relationships with institutional investors,

developers, and employers

1.4 Policy Framework Development (8-12 weeks)

O Draft workforce housing definition and eligibility
criteria (60-120% AMI)

U Develop streamlined approval process for qualified

workforce housing projects

U Create incentive framework (fee waivers/reductions,
density bonuses, expedited timelines)

U Design land contribution policy with partnership
requirements and affordability terms

U Establish partnership facilitation and coordination
processes

U Create monitoring and reporting framework for
workforce housing outcomes

U Prepare policy recommendations for Council

consideration

PHASE 1 DELIVERABLES:

v Current process map with identified bottlenecks
and improvement opportunities

v" Municipal land inventory with prioritized sites for
workforce housing

v’ Staff training completed and cross-departmental
team established

v’ Draft policy framework ready for Council
consideration

v' Stakeholder engagement completed with

developer, investor, employer input

PHASE 2: POLICY & PROGRAM
SETUP
(Months 6-12)

2.1 Council Approval Process (8-12 weeks)

O Prepare comprehensive Council report with
workforce housing strategy

U Document economic and social benefits
(workforce retention, tax base,
competitiveness)

O Present financial implications and resource

requirements transparently
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U Conduct stakeholder consultations and incorporate
feedback

U Present to Council committees and address
questions

U Obtain Council approval for workforce housing policy
framework

U Secure dedicated staff resources and program
budget

2.2 Program Launch & Partner Outreach (12-16 weeks)

U Establish dedicated workforce housing program
office and coordinator

U Implement streamlined approval process with clear
criteria and timelines

U Launch incentive programs (fee reductions, density
bonuses, expedited reviews)

U Release RFP or EOI for land contribution sites with
partnership requirements

U Conduct targeted outreach to institutional investors
and experienced developers

U Engage healthcare employers and anchor institutions
for partnership opportunities

U Join regional coordination initiatives with
neighboring municipalities

U Launch public communications about municipal

workforce housing commitment

2.3 First Partnership Projects (Ongoing)

U Evaluate partnership proposals against established
criteria

O Select initial partners balancing experience,
commitment, and project quality

U Negotiate partnership agreements with clear roles,
timelines, and accountability

U Contribute land and/or streamlined approvals as
committed

U Provide dedicated staff support to partnership

projects

U Monitor progress and troubleshoot issues proactively

U Document lessons learned for program improvement

PHASE 2 DELIVERABLES:

v" Council-approved workforce housing policy and
program

v" Operational program office with dedicated staff and
resources

v Streamlined approval process implemented with
clear guidelines

v’ Initial partnerships established with committed
partners

v’ First projects moving through expedited approval

process

PHASE 3: IMPLEMENTATION & SCALING
(Year 2+)

3.1 Project Execution & Monitoring (Ongoing)

O Track all workforce housing projects through
approval process

U Monitor approval timelines and address delays
proactively (12-18 month target)

U Support partners through approval process with
dedicated staff assistance

U Monitor construction progress and completion rates

U Track affordability compliance and workforce tenant
outcomes

U Compile data on units delivered, populations served,
and impacts

U Report regularly to Council on program performance

and outcomes
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3.2 Continuous Process Improvement (Ongoing)

O Solicit regular feedback from partners on process
effectiveness

U Identify remaining bottlenecks and additional
improvement opportunities

U Refine policies and procedures based on experience

U Expand staff capacity as program grows and demand
increases

U Update incentive programs to remain competitive
and effective

U Share best practices with regional partners and other
municipalities

U Celebrate successes and recognize partner

contributions publicly

3.3 Regional Collaboration & Advocacy (Ongoing)

O Participate actively in regional workforce housing
coordination

U Advocate for enhanced provincial and federal
programs

U Share lessons learned with peer municipalities
through convenings

U Coordinate with neighboring municipalities on
regional planning

U Engage provincial government on policy barriers and
opportunities

O Support industry capacity building and partner
development

U Champion workforce housing as economic

development priority regionally

PHASE 3 DELIVERABLES:

v

Multiple workforce housing projects approved and
under construction

Consistent 12-18 month approval timelines
achieved

500+ workforce housing units enabled annually
Strong partnerships with multiple developers,
investors, employers

Proven program model documented and shared
with other municipalities

Regional leadership role established in workforce

housing
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SUCCESS CRITERIA FOR MUNICIPAL GOVERNMENTS

Track these outcomes to measure implementation success:

CRITERION v

PRODUCTION & CAPACITY

Enable 500+ workforce housing units annually through process improvements

Achieve consistent 12-18 month approval timelines vs. 24-36 month baseline

Leverage municipal land to catalyze $100M+ in private/institutional investment

oo (o |od

Support diverse partnership models (for-profit, non-profit, employer-led)

PROCESS EFFECTIVENESS

Maintain streamlined approval process with clear criteria and transparency

Achieve high partner satisfaction with municipal processes and support

Resolve bottlenecks and delays quickly when they arise

oo |o|ad

Demonstrate continuous improvement in processing efficiency

POLITICAL & COMMUNITY SUPPORT

Maintain strong Council support through visible results and outcomes

Build community understanding and acceptance of workforce housing

Generate positive media coverage highlighting municipal leadership

(I N

Balance diverse community interests effectively

REGIONAL LEADERSHIP

Establish municipality as workforce housing leader in region

Share best practices and lessons learned with peer municipalities

Contribute to regional coordination and policy advocacy

oo |(o|a

Attract additional investment and partnerships based on reputation
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COMMON CHALLENGES & MITIGATION STRATEGIES

CHALLENGE MITIGATION STRATEGY

Political risk from community
opposition to higher density

development

Invest heavily in community engagement and education; demonstrate
workforce housing benefits; start with broadly supported sites;

celebrate successes publicly; frame as economic development

Staff capacity constraints limit ability

to support new programs

Make business case for dedicated resources; start with pilot program;
leverage external expertise; pursue regional cost-sharing; demonstrate

efficiency gains that free capacity

Competing priorities for limited

municipal land assets

Conduct rigorous cost-benefit analysis showing workforce housing
value; prioritize sites with limited alternative uses; explore land

assembly and swaps; consider long-term ground leases over sales

Difficulty coordinating across

multiple municipal departments

Establish executive sponsor and cross-departmental working group;
create clear protocols and service standards; use workforce housing

champion to drive coordination; celebrate departmental collaboration

Limited control over regional factors

(provincial policy, market conditions)

Focus on factors within municipal control; participate actively in
regional advocacy; build relationships with senior governments;

coordinate with peer municipalities for collective voice
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APPENDIX D
NON-MARKET AND COOPERATIVE

HOUSING ORGANIZATION ENTRY
PATHWAY

TARGET AUDIENCE:
Non-market housing organizations, community organizations, and cooperatives with housing mandates who seek to
expand development activity through improved access to capital, partnership structures, and coordination

infrastructure to serve middle-income workforce populations.

CAPACITY PROFILE:

The non-market and cooperative housing sector includes organizations with significant development experience
alongside smaller organizations seeking to build capacity. Some organizations—such as the Co-operative Housing
Federation of Toronto (currently partnering on a 600-unit Scarborough project) and WoodGreen Community
Services (partner in the 340-unit Regent Park development)—have demonstrated substantial development
capability. Many other organizations have strong community relationships and mission alignment but lack the
capital access and financing structures required for development at scale. This pathway addresses barriers for both:
improved capital access and financing structures for experienced organizations, and partnership models providing
technical assistance for organizations building development track records. The goal is enabling the sector
collectively to contribute 10%+ of regional workforce housing production while maintaining the mission-driven

accountability and long-term affordability commitment that distinguishes non-profit participation.

IMPLEMENTATION TIMELINE OVERVIEW

Phase Timeline Key Focus

Organizational assessment, capital
Phase 1: Assessment & Strategy Months 1-6 access strategy, partnership
exploration

Partner selection, financing

Ph 2:P hi Fi i Months 6-12 . . e
ase artnership & Financing onths 6 structure, project identification

Phase 3: Dfevelopment & Months 12-36 Construction, community ‘
Stewardship engagement, long-term operations

NOTE: This pathway recognizes that capacity varies significantly across the sector. Organizations with development
experience may move quickly through Phase 1 and focus on addressing capital access barriers. Organizations
building development track records should invest more time in partnership formation and technical assistance
access. Quebec's federation model—with technical resource groups (GRTs) providing shared professional
expertise—demonstrates how coordination infrastructure enables broader sector participation.

THE ACTION PLAN | APPENDICES



PHASE 1: ASSESSMENT & STRATEGY
(Months 1-6)

1.1 Organizational Capacity Assessment (4-6 weeks)

U Assess current organizational development
experience and track record

U Evaluate existing staff expertise in development,
finance, construction, and property management

O Review board composition and governance capacity
for development oversight

O Identify organizational strengths (community
relationships, land assets, mission credibility, service
delivery expertise)

U Determine whether primary barriers are capital
access (experienced organizations) or capacity
building (organizations new to development)

U Assess financial position, reserves, and borrowing
capacity

U Review existing property portfolio and asset
management experience

U Identify potential sites or land assets suitable for

workforce housing development

1.2 Capital Access Strategy Development (4-6 weeks)

U Research financing structures appropriate for
mission-driven development

O Identify government programs accessible to non-
profit developers (CMHC programs, federal Co-
operative Housing Development Program, provincial
programs)

O Explore relationships with mission-aligned lenders
and credit unions with cooperative housing expertise

O Assess eligibility for grants, forgivable loans, and
philanthropic funding

U Research blended finance approaches combining
government, institutional, and philanthropic capital

O Understand covenant and security requirements for

different financing sources

U Identify capital access barriers specific to your
organization and potential solutions
U Develop preliminary financing strategy for target

project scale

1.3 Partnership Model Research (3-4 weeks)

O Study successful non-market/developer partnerships
(Regent Park: Daniels + WoodGreen; Scarborough:
Co-operative Housing Federation of Toronto + Civic
Developments + Windmill)

U Research Quebec's federation model and technical
resource group (GRT) structure

U Understand partnership structures that protect
mission while accessing developer expertise

U Identify potential private developer partners with
workforce housing interest and track record

U Research municipal partnership opportunities (land
contribution, expedited approvals)

U Explore employer partnership models (healthcare,
education, public sector)

U Assess federation or network participation
opportunities in the GTHA

U Determine preferred partnership model based on

organizational capacity and goals

1.4 Technical Assistance & Capacity Building (Ongoing)

O Identify technical assistance programs available to
non-profit housing developers

U Access federation resources and peer learning
networks

U Pursue board and staff training in development
finance, construction oversight, and partnership
management

U Engage specialized consultants for gap areas
(development management, legal structuring,

financial modeling)
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U Build relationships with experienced non-profit
developers willing to mentor

U Participate in industry convenings and learning
forums

U Document organizational learning and capacity

development progress

PHASE 1 DELIVERABLES:

v' Organizational capacity assessment identifying
strengths and barrier areas

v Capital access strategy with identified financing
sources and requirements

v Partnership model recommendation based on
organizational profile

v' Board approval and commitment to proceed with
workforce housing development

v Preliminary project concept or target scale
identified

v' Technical assistance relationships established

PHASE 2: PARTNERSHIP & FINANCING
(Months 6-12)

2.1 Partner Selection & Negotiation (8-12 weeks)

U Issue RFP or conduct targeted outreach to potential
developer partners

U Evaluate developer partners based on: track record,
workforce housing commitment, willingness to share
expertise, cultural fit with non-profit mission

U Negotiate partnership structure protecting mission
and affordability commitments

U Define roles clearly: developer contributes
construction expertise and financing relationships;
non-market contributes community accountability,
long-term stewardship, and access to government
programs

U Establish governance structure with appropriate non-
profit voice in decisions affecting mission

U Negotiate knowledge transfer provisions building

non-profit capacity through partnership

U Engage municipal partners for land contribution,
expedited approvals, or other support

U Explore employer partnerships providing occupancy
support or additional investment

U Execute term sheets or Memorandum of

Understandings (MOUs) with selected partners

2.2 Financing Structure Development (8-12 weeks)

U Develop detailed project pro forma with partner
input

U Identify optimal capital stack combining government,
institutional, and philanthropic sources

O Apply to relevant government programs (CMHC,
provincial, municipal)

U Negotiate financing terms protecting mission and
affordability requirements

U Establish financial governance and oversight
mechanisms

U Secure board approval for financing commitments

U Complete financing documentation and achieve

financial close

2.3 Project Planning & Approvals (8-16 weeks)

U Complete site selection and due diligence with
partner input

U Develop project concept incorporating community
input and mission alignment

U Prepare and submit development applications

U Engage community through meaningful consultation
processes

U Navigate approval process with municipal partner
support

U Obtain necessary approvals and permits

U Finalize construction contracts and project timeline
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PHASE 2 DELIVERABLES:

v" Partnership agreements executed with clear roles,
governance, and accountability

Financing secured with mission-protective terms
Development approvals obtained

Construction contracts finalized

NN

Project ready to commence construction

PHASE 3: DEVELOPMENT &
STEWARDSHIP
(Months 12-36)

3.1 Construction Oversight (18-24 months)

U Participate actively in construction oversight through
partnership governance

U Monitor budget and schedule compliance

U Ensure quality standards meet community
expectations

U Maintain community communication throughout
construction

U Build internal capacity through partnership learning
opportunities

U Document lessons learned for organizational
development

U Prepare for transition to operations

3.2 Lease-Up & Community Integration (3-6 months)

QO Develop tenant selection criteria aligned with
mission and affordability requirements

U Implement marketing and outreach to target
workforce populations

U Coordinate with employer partners on tenant
referrals

U Execute lease agreements with appropriate income
verification

U Achieve stabilized occupancy with target tenant mix

O Implement community programming and resident
services

U Establish resident engagement and feedback

mechanisms

3.3 Long-Term Stewardship (Ongoing)

O Maintain affordability commitments through
effective property management

U Monitor tenant outcomes and community impact

O Ensure financial sustainability while preserving
mission

U Engage residents in governance and community
building

U Report to stakeholders on outcomes and impact

QO Plan for long-term capital needs and building
maintenance

QO Share learnings with non-profit housing sector

U Evaluate opportunities for additional projects

PHASE 3 DELIVERABLES:

v" Completed workforce housing project meeting
quality and affordability standards

v’ Stabilized occupancy with target workforce
populations served

v Effective property management and community
programming operational

v' Long-term affordability commitments secured and
monitored

v" Organizational capacity enhanced through
partnership experience

v" Model documented for sector learning and

replication
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SUCCESS CRITERIA FOR NON-MARKET AND COOPERATIVE
HOUSING ORGANIZATIONS

Track these outcomes to measure implementation success:

CRITERION v

ORGANIZATIONAL CAPACITY

Develop internal development and financing expertise through partnership experience

Build successful partnerships with private developers, municipalities, and funders

Scale development activity while maintaining mission alignment

O(Qo(Qo|o

Access diverse funding sources (government, private, philanthropic)

MISSION FULFILLMENT

Serve target workforce populations (60-120% AMI) effectively

Maintain long-term affordability and community accountability

Provide quality housing with supportive services as appropriate

(I I

Strengthen community and fulfill organizational mission

FINANCIAL SUSTAINABILITY

Achieve financial viability without compromising affordability

Build organizational reserves and development capacity

Leverage partnerships to reduce financial risk

O(o((0o|o

Maintain strong relationships with funders and supporters

SECTOR LEADERSHIP

Demonstrate innovation in partnership and delivery models

Share learnings with non-profit housing sector

Advocate for enhanced programs and capacity building support

(I I N

Contribute to regional workforce housing ecosystem growth
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COMMON CHALLENGES & MITIGATION STRATEGIES

CHALLENGE

Capacity varies significantly
across sector—some
organizations have
development experience while
others are building track

records

MITIGATION STRATEGY

Experienced organizations should focus on capital access barriers; organizations
new to development should access technical assistance programs, partner with
experienced developers, participate in federation structures, and start with
manageable pilots to build track record. Both benefit from standardized legal

structures and coordination infrastructure.

Balancing mission accountability

with partnership demands

Establish clear partnership agreements protecting mission from the outset.
Maintain board oversight of decisions affecting affordability and community
accountability. Ensure non-profit voice in governance proportionate to mission
stewardship role. Negotiate knowledge transfer provisions building organizational
capacity. Select partners with demonstrated commitment to affordability

outcomes, not just development efficiency.

Limited track record creates
barrier to financing and

partnerships

Start with smaller projects or partnership roles building demonstrated
experience. Access government programs prioritizing non-profit applicants.
Partner with experienced developers willing to support capacity building.
Document and publicize successes to build credibility. Participate in federation
structures providing collective track record. Leverage community relationships

and mission credibility as partnership value.

Competition with larger, better-

resourced developers

Emphasize unique value: community relationships, mission accountability, long-
term affordability commitment, access to government programs prioritizing non-
market housing providers. Pursue partnership rather than competition with
private developers. Target populations and funding sources aligned with mission.
Build sector coordination to achieve collective scale. Advocate for program

designs favouring mission-driven organizations.

Scaling while maintaining

quality and mission focus

Grow incrementally with learning between projects. Build organizational capacity
systematically before expanding activity. Use partnerships to access expertise
without overextending internal resources. Maintain community connections and
accountability as scale increases. Ensure governance structures can oversee

expanded activity. Celebrate successes and learn openly from challenges.

Lack of coordination

infrastructure in GTHA

Advocate for GTHA federation or technical resource group structure modeled on
Quebec. Participate actively in emerging coordination initiatives. Share resources
and expertise with peer organizations informally while formal structures develop.
Support sector-wide capacity building through learning networks and peer
mentorship. Engage governments on infrastructure investment enabling sector

participation.

THE ACTION PLAN | APPENDICES



FINANCING SOURCES

Non-market and cooperative organizations can access
financing sources often unavailable to for-profit

developers:

Government Programs

* CMHC Co-operative Housing Development Program
(1.5 billion federal commitment)

¢ CMHC Affordable Housing Fund (low-interest loans,
forgivable loans, contributions)

* CMHC Apartment Construction Loan Program
(preferential terms for affordable projects)

* Provincial affordable housing programs

* Municipal housing programs and incentives

Mission-Aligned Capital

e Credit unions with cooperative housing expertise

*  Community development financial institutions

* Impact investors seeking social returns

* United Way and community foundation investments

* Pension funds with social housing mandates

Philanthropic Sources

* Foundation grants for affordable housing

* Corporate philanthropy aligned with workforce
housing

* Individual donors supporting housing mission

*  Community fundraising

Partnership Capital

* Developer equity contribution in partnership
structures

* Employer investment in workforce housing

* Institutional investor participation with appropriate

risk-sharing

Earned Revenue

* Cross-subsidy from market-rate units in mixed-
income projects

* Development fees in partnership arrangements

* Property management revenue from owned

portfolio

PARTNERSHIP MODELS

Model A: Development Partnership

Non-market partners with experienced private
developer who leads construction while non-profit
provides community accountability and long-term

stewardship.

v Non-profit role: Community engagement,
affordability oversight, long-term
ownership/management, access to government
programs

v’ Developer role: Construction management, financing
relationships, value engineering, project delivery

v’ Precedent: Regent Park (Daniels + WoodGreen),
Scarborough (Co-operative Housing Federation of

Toronto + Civic Developments + Windmill)

Best for: Organizations with limited development
experience seeking to build capacity through

partnership

Model B: Land Contribution Partnership
Non-market contributes land asset; developer or
institutional investor provides capital and construction

expertise; non-profit retains long-term role.

v Non-market role: Land contribution, community
relationships, long-term affordability stewardship
v’ Partner role: Development capital, construction,

potentially ongoing investment
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Best for: Organizations with land assets but limited

development capacity or capital

Model C: Federation-Supported Development
Non-market accesses shared expertise and resources
through federation or technical resource group
structure, enabling independent development with

professional support.

v Non-profit role: Project sponsor, community
relationships, long-term ownership
Federation role: Technical expertise, financing
support, standardized processes, peer learning
Precedent: Quebec cooperative housing federation
model with GRTs

Best for: Organizations in regions with developed
federation infrastructure (requires GTHA infrastructure

development)

Model D: Employer-Anchored Partnership
Non-market partners with healthcare, education, or
public sector employer who provides occupancy
guarantees and potentially capital; non-profit provides

housing expertise and community accountability.

v" Non-market role: Development/acquisition,

property management, resident services,
affordability stewardship
v Employer role: Occupancy guarantee, tenant

referrals, potentially land or capital contribution

Best for: Organizations with property management

expertise and relationships with major employers

b
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APPENDIX E
HEALTHCARE EMPLOYER ENTRY

PATHWAY

TARGET AUDIENCE:
Healthcare employers (hospitals, hospital networks, long-term care) experiencing acute workforce recruitment and
retention challenges due to housing affordability who seek to support employee housing as operational

infrastructure investment.

PROJECT PROFILE:
Typical first project 100-150 units with employer occupancy guarantee (80-100% of units) reducing investor risk
while supporting workforce recruitment. Employer provides occupancy guarantee, potentially contributes land or

capital, receives priority tenant placement.

IMPLEMENTATION TIMELINE OVERVIEW

Phase Timeline Key Focus

ROI analysis, board approval, partner

Phase 1: Business Case Development | Months 1-3 . e
identification

Structuring deal, securing

Phase 2: Partnership Formation Months 3-9 .
commitments, approvals

Construction, employee placement,

Phase 3: Project Implementation Months 9-30 .
operations

PHASE 1: BUSINESS CASE DEVELOPMENT
(Months 1-3)

1.1 Workforce Housing Impact Analysis (4-6 weeks)

U Quantify employee housing affordability challenges through surveys and data analysis
U Calculate recruitment and retention costs attributable to housing affordability

U Analyze commute times, distances, and transportation challenges for workforce

U Estimate operational impacts (vacancy rates, overtime, temporary staff costs)

U Project workforce growth and future housing needs by job category

U Research employee preferences for housing location, type, and price points

U Benchmark against peer healthcare employers with housing programs
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1.2 Investment Options & ROl Assessment (4-6 weeks)

U Evaluate housing support options (occupancy
guarantees, capital investment, land contribution,
rental subsidies)

U Calculate return on investment for each option
(recruitment savings, retention improvements,
productivity gains)

U Model financial scenarios (100% occupancy
guarantee, partial guarantee, capital investment)

O Assess organizational risk tolerance and investment
capacity

O Compare housing investment to alternative
workforce strategies (wage increases, other benefits)

U Determine optimal investment level and structure

U Develop financial business case for executive and

board consideration

1.3 Partnership Model Development (3-4 weeks)

U Research successful healthcare employer housing
programs (UHN Dunn House, international examples)

O Identify potential partners (institutional investors,
developers, municipalities, non-profits)

U Understand partner requirements and how employer
participation reduces their risk

U Design preliminary partnership structure and roles
(employer: occupancy guarantee/land/capital;
developer: construction; investor: financing)

U Determine employee selection criteria and allocation
process

U Develop governance and decision-making framework

U Create partnership value proposition for potential

partners

1.4 Executive & Board Approval (4-6 weeks)

O Prepare comprehensive board presentation with

business case and ROl analysis

U Document workforce housing challenge and
operational impacts clearly

U Present partnership approach and risk mitigation
strategies

U Address governance, legal, and fiduciary
considerations

U Demonstrate alighment with organizational mission
and community benefit mandate

U Secure executive sponsorship and champion for
initiative

U Obtain board approval and commitment of resources

(capital, staff, occupancy guarantee)

PHASE 1 DELIVERABLES:

v' Employee housing impact analysis with quantified
costs

v Investment options and ROI analysis for board
consideration

v" Recommended partnership model and structure

v Executive and board approval with resource
commitment

v Project champion and implementation team
identified

PHASE 2: PARTNERSHIP FORMATION
(Months 3-9)

2.1 Partner Engagement & Selection (6-10 weeks)

U Issue RFP or conduct targeted outreach to potential
development partners

U Evaluate partner proposals based on experience,
financial capacity, and alignment

U Engage municipal partners for site identification and
approval support

U Connect with institutional investors interested in
healthcare-anchored projects

U Assess non-profit partners for long-term stewardship

role if desired
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U Select preferred partners and initiate detailed

negotiations

2.2 Partnership Structuring & Negotiation (8-12 weeks)

U Negotiate employer role and commitments
(occupancy guarantee, land, capital)

U Define occupancy guarantee terms, duration, and
financial obligations

U Establish employee selection criteria and priority
access mechanisms

U Agree on affordability requirements and rent levels
relative to employee incomes

Q Structure governance arrangements protecting
employer interests

0O Negotiate exit provisions and long-term obligations

0 Execute term sheets and commitment documents

2.3 Site Selection & Approvals (8-16 weeks)

O Identify potential sites near healthcare facilities and
transit

U Evaluate employer-owned land for development
potential

O Work with municipal partners on site availability and
approvals support

U Complete site due diligence and feasibility analysis

U Submit development applications with partnership
support

U Engage community through consultation processes

U Obtain required approvals and permits

PHASE 2 DELIVERABLES:

v" Partnership agreements executed with clear roles
and commitments

v" Occupancy guarantee terms finalized and
documented

v Site selected and secured with development

approvals obtained or in progress

v" Financing structure confirmed with all partners
committed

v" Ready to proceed to construction

PHASE 3: PROJECT IMPLEMENTATION
(Months 9-30)

3.1 Construction & Oversight (18-24 months)

U Participate in partnership governance during
construction

U Monitor construction progress and budget
compliance

U Communicate regularly with employees about
project timeline and opportunities

U Begin employee interest assessment and pre-
qualification

U Develop tenant selection processes and criteria

U Plan for lease-up coordination with property

management

3.2 Employee Placement & Lease-Up (3-6 months)

U Launch employee marketing and application process

U Process employee applications against selection
criteria

U Coordinate tenant placement with property
management

U Execute lease agreements with qualified employee
tenants

U Achieve target occupancy levels meeting guarantee
commitments

U Implement employee support services as planned
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3.3 Operations & Ongoing Management (Ongoing)

U Monitor occupancy guarantee compliance and
financial obligations

U Track employee tenant satisfaction and retention

1 Measure recruitment and retention impacts against
business case projections

U Manage ongoing employee referral and placement
processes

U Participate in partnership governance and oversight

U Report to board on program performance and ROI

U Evaluate opportunities for program expansion

PHASE 3 DELIVERABLES:

v Completed workforce housing project with
employee tenants placed

v Occupancy guarantee obligations met

v Measurable improvements in recruitment and

retention metrics

AN

Positive employee feedback and satisfaction
v" Model validated for potential replication or

expansion
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SUCCESS CRITERIA FOR HEALTHCARE EMPLOYERS

Track these outcomes to measure implementation success:

CRITERION v

WORKFORCE OUTCOMES

Improve employee recruitment and retention rates measurably

Reduce vacancy rates and overtime costs in target job categories

Enhance employee satisfaction and reduce commute-related stress

Oo(o|o)|d

Support organizational growth and service expansion goals

FINANCIAL PERFORMANCE

Achieve positive ROI vs. alternative workforce strategies

Meet occupancy guarantee commitments (80-100% employee tenancy)

Maintain budget and avoid cost overruns

Oo(o|o)|od

Demonstrate cost-effectiveness to board and stakeholders

PARTNERSHIP EFFECTIVENESS

Build successful partnerships with developers, investors, municipality

Navigate complex partnership dynamics with clear governance

Meet all partnership commitments and obligations

Oo(o|o)|o

Create scalable model for additional projects

COMMUNITY & REPUTATION

Generate positive publicity as innovative employer leader

Strengthen community relationships and social license

Support regional workforce housing ecosystem development

Oo(of(o]o

Inspire other employers to pursue similar initiatives
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COMMON CHALLENGES & MITIGATION STRATEGIES

CHALLENGE

MITIGATION STRATEGY

Board concerns about mission alignment
and fiduciary duty

Frame as operational infrastructure investment with clear ROI;
demonstrate alighment with community benefit mandate; show risk
mitigation through partnerships; highlight reputational benefits

Complex partnership coordination
outside core competency

Hire experienced real estate advisors; partner with anchor
institutions with housing experience; start with smaller pilot; use
clear legal agreements; establish strong governance

Occupancy guarantee risk if employees
don't rent units

Conduct thorough employee demand research; offer attractive
pricing and location; provide priority but not exclusive access; stagger
occupancy guarantee over time; price competitively

Long development timeline before
employee housing benefit realized

Communicate timeline expectations clearly to employees; pursue
interim solutions; stage commitments with milestones; manage
expectations through regular updates; celebrate progress publicly

Resource constraints competing with
clinical priorities

Make strong business case showing operational benefits; leverage
partnerships to minimize organizational burden; use external
expertise; demonstrate efficiency and cost-effectiveness; frame as
strategic investment
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APPENDIX F
INDIGENOUS COMMUNITIES AND

ORGANIZATIONS ENTRY PATHWAY

TIMELINE:

6-18 months (reflecting community governance and consultation requirements)

OVERVIEW:
This pathway guides Indigenous communities, Indigenous housing organizations, and Indigenous Land Trusts
through partnership formation for workforce housing development. The pathway respects Indigenous governance

structures and self-determination while providing practical steps toward development partnerships.

This pathway is grounded in the recognition of Indigenous rights as affirmed in The Constitution Act (1982),
applicable treaties, and the United Nations Declaration on the Rights of Indigenous Peoples (UNDRIP) as
implemented through federal legislation (2021). The principle of free, prior, and informed consent (FPIC) applies to
all phases of partnership formation and development. Urban Indigenous organizations, including Friendship
Centres, urban Indigenous housing providers, and Métis community organizations, may adapt this pathway to their
specific governance structures and land access realities. Where these organizations do not hold land directly,
partnership formation may begin at Phase 2 with an emphasis on securing land access through municipal or

institutional partners.

Indigenous-led housing development represents one of the most significant opportunities for expanding the GTHA's
housing delivery ecosystem. The Squamish Nation's Nch’kay Development Corporation’s Senakw development
demonstrates that Indigenous communities can deliver housing at transformational scale—6,000 units on formerly
underutilized land, achieved through partnerships that maintained Indigenous control and generated substantial

community benefit.

PREREQUISITES
Before beginning this pathway, confirm:

U Community mandate or direction from appropriate governance body authorizing exploration of housing
development partnerships
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O Clarity on land assets, including reserve lands, urban lands, treaty lands, or lands subject to land claims

U Understanding of community housing needs, including both on-reserve and urban Indigenous population
requirements

O Identification of internal capacity and expertise gaps requiring partnership support

O Awareness of relevant federal programs (e.g., Indigenous Housing Strategy, CMHC Indigenous programs)

IMPLEMENTATION TIMELINE OVERVIEW

PHASE 1: FOUNDATION AND GOVERNANCE ALIGNMENT (Months 1-6)

This phase establishes internal readiness and governance frameworks before engaging external partners.

Phase Timeline Key Focus

Phase 1: Foundation & Governance Months 1-6 Community visioning, governance

Alignment framework, capacity assessment

Phase 2: Partnership Exploration Months 4-10 Partner identification, criteria development,
government engagement

Phase 3: Partnership Formation Months 8-14 Legal support, negotiation, cpmmunlty
approval, agreement execution

. Planning, construction, ncy, long-
Phase 4: Development Execution Months 12-36+ anning, construction, occupancy, fong

term stewardship

Step 1.1: Community Visioning

U Conduct community engagement on housing priorities and development preferences

QO Identify whether development should serve community members, broader workforce housing needs, or both

0 Determine acceptable partnership structures that maintain community control and align with self-
determination

[ Establish housing goals that reflect intergenerational stewardship values

U Document community vision in form appropriate to governance structures

U Ensure visioning processes are conducted in accordance with the Nation’s own protocols, which may include
ceremony, Elder guidance, and traditional practices for decision-making about land and community
development — these processes are integral to governance, not preliminary to it, and their timelines should be

respected by all partners
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Step 1.2: Governance Framework

U Identify decision-making body with authority over
development partnerships (Chief and Council, Board
of Directors, community assembly)

U Establish or confirm delegation of authority for
partnership negotiations

U Determine approval thresholds for different
partnership decisions

U Create accountability mechanisms ensuring ongoing
community oversight

U Document governance framework for potential
partners

U Include appropriate roles for Elders and knowledge
keepers whose guidance informs community
decision-making, as well as mechanisms for youth
engagement on decisions that will shape the

community’s long-term future

Step 1.3: Land and Asset Assessment

O Inventory available land assets and their legal status

O Assess infrastructure requirements and existing
services

U Identify any encumbrances, claims, or restrictions on
development

O Evaluate land suitability for workforce housing
(location, transit access, employment proximity)

O Document asset assessment for partnership
discussions

O Identify culturally significant sites, traditional use
areas, ecological considerations, and any spiritual or
ceremonial obligations connected to the land —
these factors may shape the scope, location, and
form of development and should be documented
through processes led by knowledge keepers and

Elders within the community

Step 1.4: Capacity Assessment

QO Assess internal development expertise and identify
gaps

O Identify existing relationships with developers,
funders, or government programs

U Evaluate administrative capacity to manage
partnership relationships

U Determine technical assistance requirements

U Identify potential capacity building investments

needed

Phase 1 Decision Gate:

v Does community have clear mandate and
governance framework for development
partnerships?

v’ Are land assets suitable for workforce housing
development?

v’ Are capacity gaps identified and addressable through

partnership?

If yes to all three, proceed to Phase 2. If no, address

gaps before continuing.

PHASE 2: PARTNERSHIP EXPLORATION
(Months 4-10)

This phase identifies and evaluates potential partners

while maintaining community priorities.

Step 2.1: Partner Identification

U Identify potential development partners with
Indigenous partnership experience

U Research institutional investors with Indigenous
community investment track records

U Explore federal and provincial program eligibility

(Indigenous Housing Strategy, CMHC programs)
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U Identify non-profit partners with compatible missions
U Connect with other Indigenous communities who

have completed development partnerships

Step 2.2: Partnership Criteria Development

U Establish non-negotiable requirements (e.g.,
community control, affordability commitments,
cultural appropriateness)

U Define acceptable partnership structures (joint
venture, development agreement, land lease)

U Determine required Indigenous employment and
procurement commitments

U Establish cultural and design requirements

U Define scope of cultural design considerations, which
may include spatial configurations supporting
extended family living, ceremonial or gathering
spaces, orientation to natural features, use of
traditional materials where feasible, and accessibility
for Elders

U Document criteria for evaluating potential partners

Step 2.3: Initial Partner Engagement

U Conduct preliminary discussions with potential
partners

U Assess partner willingness to meet Indigenous
partnership requirements

U Evaluate partner track record and capability

U Request references from other Indigenous
community partnerships

U Shortlist partners meeting community criteria

Step 2.4: Government Engagement

O Engage relevant federal departments (Indigenous
Services Canada, CMHC Indigenous Programs)

O Connect with provincial housing ministries regarding
available programs

U Explore municipal partnership opportunities (land

contribution, approvals support)

U Ensure that government partners understand and
fulfill their duty to consult and accommodate
obligations — where the community is the
development proponent, clarify how Crown
obligations apply and ensure that the community’s
rights as the holder of Aboriginal and treaty rights
are respected throughout the partnership

QO Identify available funding and credit enhancement

programs

Phase 2 Decision Gate:

v’ Are suitable partners identified who meet
community criteria?

v’ |Is government support pathway clear?

v" Does community governance body approve

proceeding to partnership negotiation?

If yes to all three, proceed to Phase 3. If no, continue

partner exploration or reassess criteria.

PHASE 3: PARTNERSHIP FORMATION
(Months 8-14)

This phase formalizes partnership agreements while

protecting community interests.

Step 3.1: Legal and Technical Support

U Engage legal counsel with Indigenous law and real
estate development expertise

U Retain independent financial advisor to review
partnership economics

O Access technical assistance for development
planning

U Ensure all advisors understand and respect

Indigenous governance requirements
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U Establish advisor accountability to community, not
just leadership

U Where the community operates under its own land
code, governance legislation, or self-governing
agreement, ensure legal structures reflect the
community’s legal order as the primary framework,
with federal and provincial requirements addressed

as they intersect

Step 3.2: Partnership Negotiation

U Negotiate partnership structure maintaining
appropriate community control

U Establish clear decision-making authority and
escalation processes

O Define financial arrangements including returns, risk
allocation, and community benefits

U Negotiate Indigenous employment, training, and
procurement commitments

U Include cultural and design requirements in binding

agreements

Step 3.3: Community Approval

U Present proposed partnership to community through
appropriate governance process

O Allow adequate time for community review and
questions

U Address concerns and modify partnership terms if
required

O Obtain formal community approval per governance
requirements

U Document approval for partnership records

Step 3.4: Agreement Execution

U Execute partnership agreements following
community approval

O Establish partnership governance structures (joint

committees, reporting requirements)

U Create communication protocols between partners

O Set up financial management and accountability
systems

O Launch partnership publicly with appropriate

community involvement

Phase 3 Decision Gate:

v Are partnership agreements executed with
community approval?

v’ |s partnership governance operational?

v' Are all partners clear on roles, responsibilities, and

accountability?

If yes to all three, proceed to Phase 4.

PHASE 4: DEVELOPMENT EXECUTION
(Months 12-36+)
This phase implements the development while

maintaining community oversight.

Step 4.1: Development Planning

U Complete site planning incorporating cultural and
community requirements

U Finalize architectural design with community input

U Secure required approvals and permits

U Finalize financing arrangements

U Establish construction timeline and milestones

Step 4.2: Construction Oversight

U Monitor Indigenous employment and procurement
commitments

U Maintain community communication throughout
construction

U Address issues through partnership governance
structures

U Track progress against timeline and budget

U Document lessons learned for future projects
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Step 4.3: Occupancy and Operations

U Implement tenant selection process consistent with
partnership agreements

U Establish property management arrangements

U Create ongoing community accountability
mechanisms

U Monitor affordability maintenance and partnership
commitments

O Evaluate partnership performance against original

goals

Step 4.4: Long-Term Stewardship

U Maintain community governance oversight of
housing operations

O Ensure intergenerational affordability commitments
are protected

U Document partnership model for replication

O Share learnings with other Indigenous communities

U Ensure all project documentation, data, and
learnings generated through the partnership remain
under community ownership and control, consistent
with the principles of OCAP (Ownership, Control,
Access, and Possession) — sharing of learnings with
external partners requires community authorization

U Evaluate opportunities for subsequent development

phases

RESOURCES AND SUPPORT

Federal Programs:

* CMHC Indigenous Housing Programs

* Indigenous Services Canada Housing Support

* Canada Infrastructure Bank (for larger
developments)

* Indigenous Housing Strategy funding streams

Technical Assistance:

* Aboriginal Housing Management Association

* National Indigenous Collaborative Housing
Incorporated (NICHI)

* Regional Indigenous housing organizations

* Provincial Indigenous housing support programs

Peer Learning:

* Nch’kay Development Corporation (Sefndkw)

* Indigenous Land Trusts across Canada

* Indigenous housing organizations with development

experience

Legal and Financial:

* Law firms with Indigenous law and real estate
practices

* Indigenous-owned or Indigenous-focused financial
advisory firms

*  Community economic development corporations

KEY PRINCIPLES FOR NON-INDIGENOUS
PARTNERS

Partners seeking to work with Indigenous communities

should understand:

1. Self-determination is paramount.

Indigenous communities determine their own priorities,
timelines, and acceptable partnership structures.
Partners must adapt to community requirements, not

expect communities to adapt to partner preferences.

2. Governance timelines differ.

Community consultation and governance approval
processes may require more time than standard
development timelines. Patient partners who respect

these processes build stronger long-term relationships.
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3. Relationships matter more than transactions.
Indigenous partnerships are relationships, not
transactions. Partners should invest in relationship

building before expecting development agreements.

4. Capacity building is partnership.
Supporting Indigenous development capacity—not just
completing individual projects—creates lasting value for

communities and the broader housing ecosystem.

5. Cultural competency is required.

Partners should invest in understanding Indigenous
history, rights, and contemporary realities. Cultural

competency training should be standard for all staff

engaged in Indigenous partnerships.

6. Indigenous legal orders and data sovereignty must
be respected.

Many Indigenous communities operate under their own
land codes, governance laws, and self-governing
agreements that exist as parallel legal systems, not
subordinate to provincial or federal processes. Partners
should also respect Indigenous data sovereignty under
the OCAP principles (Ownership, Control, Access, and
Possession), ensuring that project data and community

information remain under community control.
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APPENDIX G

COMMUNITY VOICE ENTRY PATHWAY

TIMELINE: '

2-4 months

OVERVIEW:
This pathway guides resident organizations and neighbourhood groups through effective engagement in workforce
housing partnerships. Community voice provides essential accountability, local knowledge, and political legitimacy

that sustains projects through approval processes and long-term operations.

Effective community engagement is not consultation theatre—it is meaningful participation where community
input genuinely influences project decisions. Partnerships that treat community engagement as procedural
compliance rather than substantive participation generate opposition that delays projects and undermines trust.

Partnerships that create authentic community voice build political sustainability and ongoing accountability.

This appendix addresses two distinct community stakeholder types:

* Resident Organizations: represent people currently living in or adjacent to project sites, including tenant
associations, building-level resident groups, and housing cooperative members. They bring direct knowledge of
housing conditions, tenant needs, and neighbourhood dynamics. Their ongoing presence provides accountability
throughout project operations.

* Neighbourhood Groups: represent broader geographic communities, including ratepayer associations,
community councils, neighbourhood planning groups, and civic associations. They engage on design, density,
compatibility, and community benefit questions. Their support provides political legitimacy that sustains projects

through municipal approval processes.

Both provide essential functions but engage at different scales and with different concerns. Effective partnerships

create appropriate engagement pathways for each.
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PREREQUISITES

Before beginning this pathway, confirm:

U Organization has legitimate standing to represent community interests (elected leadership, defined membership,
or recognized community mandate)

U Clear understanding of organization's geographic scope and constituency

U Capacity to participate in partnership meetings and review processes

O Willingness to engage constructively while advocating for community interests

U Understanding that partnership participation involves both rights and responsibilities

U from appropriate governance body authorizing exploration of housing development partnerships

IMPLEMENTATION TIMELINE OVERVIEW

Phase Timeline Key Focus
Phase 1: Preparation & Capacity Weeks 1-4 Organizational assessment, orientation,
Building priorities documentation

Entry, information access, input

Phase 2: Partnership Engagement Weeks 3-8 mechanisms, accountability

Design input, approval support,

Phase 3: Active Participation Ongoing monitoring, long-term oversight

PHASE 1: PREPARATION AND CAPACITY BUILDING
(Weeks 1-4)

This phase prepares community organizations to participate effectively in partnership processes.

Step 1.1: Organizational Assessment

U Confirm organizational mandate and decision-making authority

O Identify members or leaders who will represent organization in partnership
O Assess current knowledge of housing development processes

QO Identify capacity gaps requiring support or training

U Establish internal communication processes for reporting to broader membership

Step 1.2: Housing Development Orientation

U Participate in housing finance and development basics orientation

U Understand workforce housing definition and target population (60-120% AMI, housing costs below 35% of
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U Learn municipal approval processes and community
engagement requirements

U Understand partnership structure and role of
different stakeholders

U Review previous workforce housing projects and

community engagement examples

Step 1.3: Community Priorities Documentation

O Identify key community concerns regarding housing
development (design, density, traffic, services,
affordability)

U Document community priorities and non-negotiable
requirements

U Gather input from broader membership on
partnership participation

U Establish position on key issues likely to arise in
partnership discussions

O Identify potential community benefits that would

address neighbourhood needs

Step 1.4: Resource and Support Assessment

O Identify technical assistance needs (planning, legal,
financial literacy)

U Determine if independent expert support is required

U Assess meeting participation capacity (time,
transportation, technology)

U Identify any resource requirements for effective
participation

U Request partnership support for identified capacity

needs

Phase 1 Decision Gate:

v Does organization have clear mandate and capacity
for partnership participation?

v' Are community priorities documented and

membership informed?

v’ Are resource and support needs identified?

If yes to all three, proceed to Phase 2. If no, address

gaps before continuing.

PHASE 2: PARTNERSHIP ENGAGEMENT
(Weeks 3-8)

This phase establishes formal community voice within

the partnership structure.

Step 2.1: Partnership Entry

U Review partnership structure and governance
arrangements

U Understand community voice role, rights, and
responsibilities within partnership

U Clarify decision-making processes and community
input mechanisms

U Confirm meeting schedule, format, and participation
expectations

U Execute any required participation agreements or
MOUs

Step 2.2: Information Access

U Establish access to partnership documents and
project information

U Confirm communication protocols (how community
receives updates, asks questions, raises concerns)

U Request plain-language summaries of technical
documents where needed

U Identify partnership contact for community
questions and concerns

U Establish timeline for document review and input

provision
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Step 2.3: Input Mechanisms

U Understand formal processes for community input
on project decisions

O Clarify which decisions include community voice and
at what stage

U Establish feedback loops confirming how community
input was considered

O Identify escalation processes if community concerns
are not adequately addressed

O Confirm documentation of community input and

partnership responses

Step 2.4: Accountability Structures

O Understand affordability commitments and
enforcement mechanisms

O Clarify community role in monitoring partnership
commitments

U Establish reporting requirements to community
organization membership

U Identify grievance mechanisms for community
concerns during development

U Confirm long-term community oversight role post-

construction

Phase 2 Decision Gate:

v’ Is community voice formally established within
partnership structure?

v Are input mechanisms and accountability structures
clear?

v Does organization have adequate information access

and support?

If yes to all three, proceed to Phase 3. If no, negotiate

improved arrangements before continuing.

PHASE 3: ACTIVE PARTICIPATION
(Ongoing)

This phase covers ongoing community participation

throughout project development.

Step 3.1: Design and Planning Input

U Participate in design review processes

U Provide input on building design, site layout, and
neighbourhood integration

O Advocate for community priorities identified in
Phase 1

U Review and comment on affordability commitments
and tenant selection criteria

U Ensure community benefits are documented in

binding agreements

Step 3.2: Approval Process Support

U Participate in public meetings and consultations as
partnership representative

U Communicate community support (or concerns) to
municipal decision-makers

U Respond to community questions about project
during approval process

U Address misinformation or opposition with accurate
project information

U Maintain communication with broader community

throughout approval process

Step 3.3: Construction Monitoring

U Monitor construction impacts on neighbourhood
(noise, traffic, safety)

U Communicate community concerns through
partnership channels

U Track partnership responses to construction-related

issues
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U Maintain neighbourhood communication during
construction period
U Document any commitments made regarding

construction impacts

Step 3.4: Long-Term Oversight

U Monitor affordability compliance after occupancy

U Track community benefit delivery against
commitments

U Maintain communication channel for ongoing
community concerns

U Participate in partnership review processes

U Report to membership on partnership performance

U Document lessons learned for future community

engagement

DISTINGUISHING RESIDENT
ORGANIZATIONS AND NEIGHBOURHOOD
GROUPS

While this pathway applies to both community
stakeholder types, their engagement differs in

important ways:

Resident Organizations
Primary Focus: Housing conditions, tenant rights,

resident services, building operations

Key Concerns:

* Displacement and relocation during redevelopment

» Affordability maintenance for existing and future
residents

* Quality of housing and building maintenance

* Resident services and supports

* Tenant selection processes and priorities

Engagement Emphasis:
* Direct representation in decisions affecting residents

* Ongoing operational oversight and accountability

* Resident communication and grievance handling

* Long-term affordability monitoring

Typical Timeline: Engagement often begins before
partnership formation (especially in redevelopment)

and continues indefinitely through building operations.

Neighbourhood Groups
Primary Focus: Neighbourhood compatibility, design

quality, community benefits, local impacts

Key Concerns:

* Building design and neighbourhood fit

* Traffic, parking, and transportation impacts
* Density and height relative to surroundings
* Shadow, privacy, and view impacts

* Community benefits and local amenities

» Construction period impacts

Engagement Emphasis:

* Input during design and approval phases

* Political support through municipal approval process
* Community benefit negotiation

* Construction impact mitigation

Typical Timeline: Most intensive engagement during
pre-development and approval phases; reduced but

ongoing during construction and early operations.
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EFFECTIVE COMMUNITY ENGAGEMENT
PRINCIPLES

For Community Organizations

1. Prepare Thoroughly

Effective participation requires understanding housing
development basics, partnership structure, and your
own community's priorities. Invest time in preparation

before engaging.

2. Engage Constructively

Partnerships succeed when all parties work toward
shared goals. Advocate firmly for community interests
while remaining open to problem-solving and

compromise on non-essential issues.

3. Communicate Consistently

Maintain regular communication with your
membership. Partnership participation requires
mandate from your community and ongoing

accountability to them.

4. Document Everything

Keep records of community input provided, partnership
responses, commitments made, and outcomes
achieved. Documentation protects community interests

and supports learning.

5. Build Relationships
Long-term partnership success depends on trust. Invest
in relationships with other partnership members while

maintaining appropriate independence.

For Partnership Members Engaging Community

1. Meaningful Not Performative
Community engagement must genuinely influence
decisions. Consultation theatre generates opposition;

authentic participation builds support.

Provide information in accessible formats. Technical
jargon and complex documents exclude community
participation. Plain-language summaries enable

informed input.

3. Adequate Time
Community organizations need time to consult their
membership. Rushed timelines prevent meaningful

participation and generate distrust.

4. Responsive Feedback

When community input is provided, respond with how
it was considered and what actions resulted. Silent
reception of input signals that participation is not

valued.

5. Resource Support

Community organizations often lack resources for
sustained partnership participation. Providing technical
assistance, meeting support, and capacity building

enables effective engagement.

PARTNERSHIP RESPONSIBILITIES TO
COMMUNITY VOICE

Partnership members commit to:

1. Authentic Engagement: Creating meaningful
participation structures where community input
influences decisions, not just procedural compliance

with consultation requirements.

2. Accessible Information: Providing project
information in formats community organizations can

understand and share with their membership.

3. Adequate Timelines: Allowing sufficient time for
community organizations to consult their membership

before decisions requiring community input.
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4. Responsive Communication: Explaining how community input was considered and what actions resulted, even

when input does not change decisions.

5. Resource Support: Providing technical assistance, meeting support, and capacity building that enables effective

community participation.

6. Accountability: Maintaining transparent reporting on partnership performance, affordability compliance, and

community benefit delivery.

7. Grievance Resolution: Operating fair and accessible processes for addressing community concerns and complaints.

COMMON CHALLENGES AND SOLUTIONS

CHALLENGE MITIGATION STRATEGY
Technical documents too complex Request plain-language summaries; ask for technical assistance
support

Insufficient time for community consultation | Negotiate realistic timelines; identify which decisions require

community input

Community input not reflected in decisions Use input tracking log; escalate through grievance mechanisms
Meeting times/locations inaccessible Request accommodation; ask for virtual participation options
Organization lacks capacity for sustained Identify resource needs; request partnership capacity support
engagement

Disagreement within community Focus on documented priorities; acknowledge diverse

perspectives to partnership

Affordability commitments eroding over time | Use monitoring checklist; invoke enforcement mechanisms;

escalate to municipal officials
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Skyrocketing costs and a growing shortage of housing is
making it impossible for the people that power our cities—
nurses, teachers, retail and restaurant staff, tradespeople,
transit operators, municipal workers, young families, and
many more—to stay.

Your mission—should you choose to accept it—is to join a
growing cadre of corporate, nonprofit, government and
community leaders, and residents like you, determined to
restore affordability to our region.

Accept the Mission:
www.MissionAffordable.ca

Follow Us

5 Instagram: ® X: @ LinkedIn: CIVIC
@CivicActionCA @CivicAction @CivicAction ACT.ON



http://www.missionaffordable.ca/
http://www.missionaffordable.ca/
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