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PURPOSE: 
 
To provide the Board of Directors through the Tenant and Community Services 
Committee with an update on Community Standards pilots, as well as the schedule for 
the portfolio-wide implementation of Community Standards 
 
 
RECOMMENDATION: 
 
It is recommended that the Tenant and Community Services Committee receive this 
report and forward to the Board of Directors for information. 
 
 
REASONS FOR RECOMMENDATION: 
 
In 2009, Toronto Community Housing developed Community Standards – guidelines 
and expectations for staff, tenants and community partners on acceptable standards of 
community behaviour. The Community Standards were developed through an extensive 
consultation process with tenants, staff and community stakeholders and were 
approved by Toronto Community Housing’s Board of Directors in August, 2009. To be 
implemented from 2009 onwards in all communities, Community Standards are 
intended to address tenant concerns regarding negative behaviours of other residents 
and enhance community perceptions of safety and community liveability.  

This report: 

• locates the implementation of Community Standards as an organizational change 
initiative; 

• provides an update on the development of the infrastructure  necessary for the 
successful launch of Community Standards pilots; 

• provides timelines for pilot implementation; and 

• provides plans for a 2010/2011 roll out of Community Standards across the entire 
portfolio. 
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Implementation of Community Standards as an Organizational Change Initiative 
 
The implementation of Community Standards represents organizational change of a 
significant nature; involving change in attitudes and behaviours of tenants, employees, 
contractors and community partners.   

 
Successful introduction of the Community Standards requires a significant buy-in by all 
stakeholders – including tenants, senior management, managers, front-line employees 
in the field and at corporate offices. Expectations of all staff must be clear, and both 
tenants and staff must hold each other accountable. While senior management 
leadership is critical, implementation of the standards must be owned by all employees, 
and Toronto Community Housing must provide the resources to help people succeed.  
 
Conditions for Success 
Plans for effective implementation of Community Standards must be reviewed to ensure 
that the process includes: 
 

• strong change champion(s) and effective senior management sponsorship; 
• good project management of the change initiative; 
• an integrated approach which avoids silos and considers the impact across the 

organization; 
• connection to other initiatives in the organization with Successful Tenancies and 

Community Safety as a focus; 
• clearly defined organizational objectives and rationale; 
• proper preparation of leaders and key stakeholders (front line employees, 

tenants); 
• consistent attention of change teams; 
• clear demonstration of the organization ‘Walking the Talk’; 
• effective, regular communication; and 
• Toronto Community Housing-appropriate methodology (champions, committees, 

Community Standards Ambassadors, protocols). 
 
These ingredients will be built into the Community Standards implementation 
process by: 
 

• continuing the Community Standards Advisory Committee to oversee the 
introduction of the standards and the start of the pilots; 

• developing a communications strategy and appropriate communications 
materials for the pilot communities and for the implementation of the Community 
Standards;  
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• forming a Community Standards Committee to receive reports on the resolution 
of complaints; and 

• working with staff to ensure that EasyTrac is able to adequately track and report 
on Community Standards complaints. 

 

Implementing Community Standards at Toronto Community Housing 
 
The following points were identified by tenants and staff as key ingredients for the 
Community Standards’ success: 
 

• Enforcement 
• Clear protocols 
• Clear roles and responsibilities 
• Staff accountability 
• Orientation and training 
• Communication 
• Better relationships between staff and tenants 
• Local resolution, timely resolution 

 
The goal of the implementation process is therefore: 
 

to ensure that Community Standards are embraced by tenants and staff as effective, 
accessible standards that are consistently enforced in a timely manner by Toronto 
Community Housing, resulting in reduced anti-social behaviour and an improvement 
in the conduct of tenants, contractors, employees and community partners. 

 
The objectives of the implementation process are to : 

 
• Communicate Standards effectively  to tenants, employees, community 

partners and those who provide services; 
• Ensure that clear protocols and procedures are prov ided  for staff and for 

tenants; 
• Clarify roles and responsibilities  of various stakeholders; 
• Ensure that complaint and support systems are transparent, acce ssible, 

timely and effective;  
• Provide adequate orientation to the Standards  for tenants, staff, contractors 

and community partners; 
• Provide adequate  training, supervision and managem ent  to support staff  in 

applying and upholding the Community Standards; 
• Enforce the Standards; 
• Demonstrate that Toronto Community Housing is accou ntable  for the 

effective implementation of the Community Standards; and 
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• Create a documentation and evaluation process  which documents and 
measures the effectiveness of the Community Standards. 

 
Implementation will occur in 4 phases: 
 

 
PHASE 

 
ACTIVITY 

 
TIME LINES 

 
PHASE  1: 
Preparation for Pilots 
 

 
Development of infrastructure and coordination 
with other Toronto Community Housing 
initiatives 
 

 
Q3, 2009 – 
Q2, 2010 

 
PHASE 2   
Pilots 
 

 
Launch of pilots in 3 communities  

 
Q3, 2010 

 
PHASE 3 - 
Evaluation of Pilots 

 
Evaluation of pilots and recommendations re: 
changes before full implementation 
 

 
Q3 – Q4, 2010 

 
PHASE 4: 
Full Implementation 
 

 
Implementation of Community Standards 
across the entire organization 

 
Q4 , 2010 – 
Q1, 2011 

 

Community Standards Pilots - Implementation 

The identified next steps in implementation of the Board approved Community 
Standards were pilots in three communities. It was initially projected in the August, 2009 
Community Standards report that pilots would be held from October to December, 2009.  

The pilots would be launched in order to assess requirements for successful 
implementation of Community Standards across Toronto Community Housing 
communities and would include: 

• training and skill building opportunities for staff and tenants; 

• specific actions, initiatives, networks and linkages throughout the organization 
and with community partners to support the successful implementation of the 
Standards; and 

• additional supports from within the organization. 

Staff anticipated holding the pilots in Fall, 2009, however, pilot implementation turned 
out to be more complex than originally planned. In Fall, 2009, staff identified that a 
significant amount of groundwork would have to precede the actual implementation. 
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These tasks were identified (see Appendix I) and work began on the preparation of 
supportive documents at the end of 2009.   

Parallel to this, staff felt that Community Standards pilots should not occur in isolation, 
but should be integrated into several other initiatives currently underway – the 
Community Safety Pilots, Toronto Community Housing’s Building Strategy and the 
creation of integrated teams which evolved between November, 2009 and March, 2010. 

Despite the delays, work on the pilots has continued, with implementation on track for 
July – September, 2010.  

 
Community Standards Implementation – Progress to Date 
 
Appendix I outlines the tasks involved in implementing Community Standards. The 
phased introduction of the program will provide an opportunity for pilots in three 
communities. While several key initiatives (e.g. development of the communication 
strategy, orientation, training, protocols, manuals, ambassadors, evaluation and 
documentation processes) will take place in Phase I, their initial implementation in three 
locations will allow for identification of gaps and omissions and an evaluation of the 
pilots, before full implementation in 2011.  
 
Initial work has focused on the development of two major tools that will be the 
foundation of the implementation process – a tenant handbook and an operational 
manual for staff. Staff who attended a 2009 Community Safety Conference in the United 
Kingdom were exposed to the extensive infrastructure which exists in England for 
addressing anti-social behaviour. While legislation is very different, there are many 
parallels in the problems which exist. Toronto Community Housing staff have liaised 
with colleagues in the United Kingdom, and, rather than re-invent the wheel, have 
benefited from sharing many of their tools as templates which are being modified to 
create a relevant infrastructure for a Toronto Community Housing system.  As an 
example, Toronto Community Housing has made relevant modifications to, and 
implemented, a United Kingdom template for documentation of complaints 
 
The tenant handbook is almost complete, and provides a clear language introduction to 
Community Standards and their implementation, expectations of tenants and Toronto 
Community Housing’s commitments to tenants, as well as the process for making 
complaints. 
 
The operational manual for staff is more complex – a preliminary outline has been 
drafted and is being reviewed by various stakeholders in Toronto Community Housing 
(Legal, Community Safety, Community Health, Community Health Unit).  A draft table of 
contents is attached in (see Appendix II). 
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IMPLICATIONS AND RISKS: 
 
The introduction of Community Standards at Toronto Community Housing is timely, 
given the current external environment.  A recent recommendation from the 
Ombudsman stressed the importance of incorporating fair and thorough investigations 
of complaints of serious misconduct, the importance of objective evidence and 
documentation of such processes. The approach being taken, while more 
comprehensive than envisaged a year ago when the Community Standards were being 
developed, is  based on the proven system of addressing anti-social behaviour that has 
been built in the UK. It is supported by clearly articulated processes for investigation, 
follow-up and documentation, and meets the criteria recommended by the Ombudsman. 
 
There are no risks in the implementation of the Community Standards; as they should 
instead, in the long term, assist the organization in being better able to address some of 
the long-standing challenges which exist in Toronto Community Housing Communities. 
 
 
 
 
 
Keiko Nakamura 
Chief Executive Officer 
 
 
Attachment: 1: Appendix I – Community Standards Implementation – Task 

Identification 
 2: Appendix II – Table of Contents from Operational Procedures 

Handbook  
 
Staff 
Contacts: 

Steve Floros....................................................................416-981-4355 
Chief Operating Officer steve.floros@torontohousing.ca 
 
Kemi Jacobs ...................................................................416-981-4093 
Director, Community Housing West 
 kemi.jacobs@torontohousing.ca 

 



 

 

Appendix I  COMMUNITY STANDARDS IMPLEMENTATION - TASK IDENTIFICATION  
 
 
OBJECTIVES 

 
RELATED ACTIVITIES 

Communicate Standards Effectively Development of communication plan;  
Development of appropriate communication (written, video, brochures, web) 
Q and A 
Tips on how to be a good neighbour 
Implementation of plan, with sessions for various stakeholders 
Organization of  sessions to promote standards 
Establishment of website section 
Monitoring 
Communication with key partners – HSI, Contractors, partners, etc. 
Development of case studies (what to do if) 
CS campaign developed  
Launch of CS campaign 
Senior management endorsement of the standards 
Clear communication of expectations, consequences identified 
 

Clear protocols and procedures Review of standards  
Creation of key stakeholder group to fine-tune protocols 
Development of manual outlining protocols 
TIP sheets, documenting ‘What to do If?’ 
Work with Legal to develop contract between landlord and tenant 
Working with key stakeholders (internal) to ensure that protocols effective 
Expectations of senior managers and staff clearly outlined 

Clarify roles and responsibilities Development of  clear parameters of the role of all stakeholders 
Documentation of these roles  
Communication of these roles to all managers, key stakeholders 
Role of senior management as ambassadors clarified 
 

Systems – accessible, timely, effective  
(Complaint and support systems) 

Joining the dots – preparing for the implementation of the complaint system 
Connecting with relevant stakeholders to ensure that roles are clear 



 

 

Workshops on processing complaints with key stakeholder groups 
System for ensuring  timely  responses created 
System checked for accessibility, consistency of responses, etc. 
Creation of CS ambassadors – at staff and community levels 
Development of  Terms of  Reference for CS ambassadors 

Orientation for employees, tenants, etc Orientation sessions developed 
Orientation sessions planned 
Organization of orientation sessions for all key stakeholders 

Training, supervision, management for 
staff 

Training program on implementation developed for senior management, managers 
Session developed for front line employees 
Session developed for key staff who will process complaints 
Training of Community Standards ambassadors -  

Enforcement of standards Creation of  committee of ’owners’ of key enforcement processes to review process 
Identification of point persons for enforcement 
Training of these stakeholders 
Focus on timeliness of responses 
Role of CS ambassadors in enforcement 

TCHC Accountability Creation of Community Standards Committee 
Development of Terms of Reference 
Coordination of meetings 
Support for CS committee (preparation of statistical data, Implementation of    
recommendations etc 
Development of CS committee reports 
On-going training and support of CS Ambassadors 

Documentation and Evaluation process Creation of evaluation framework for Standards 
Identification of the documentation required for evaluation 
Liaise with IT to create documentation process for complaints 
Monitoring of complaints 
Compilation of data; Analysis of data; Evaluation 
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