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I EXECUTIVE SUMMARY

The industry has moved beyond climate awareness. The challenge
is now implementation.

The central question is no longer whether climate change matters. It is how climate information changes real estate decisions.

WHY THIS RESEARCH

Climate change is reshaping investment, asset
management, capital allocation and risk
decisions. Much is written about what
organizations should do. Less is known about
how climate considerations are being
integrated into everyday real estate decisions.

WHAT WE HEARD

HOW WE STUDIED IT

ClimateFirst Building Solution Inc. interviewed
senior leaders from ten Canadian real estate
organizations spanning public and private
ownership, investment management,
development, owner-operator and third-
party management models, and a range of
asset classes.

The challenge is not identifying climate risk. It is turning the

findings into an actionable item that can compete for capital.
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WHAT EMERGED

Nine lessons explain how climate
considerations are moving from strategy into
governance, capital planning, operations and
investment decisions.

WHY IT MATTERS

Each lesson combines the core finding,
practitioner perspectives and practical
implications for strengthening climate-aligned
building asset management.

Climate initiatives move forward when they solve a business

problem the organization already recognizes.
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I THE FINDINGS AT A GLANCE

Nine lessons define the next phase of climate-aligned asset management

The lessons are organized in three parts: understanding the context, turning strategy into action, and examining how the industry is evolving.

PART |
Understanding the Context

1. Business fundamentals

Sustainability is increasingly evaluated through core
business disciplines.

2. Business model

Owners, investors, operators and managers control
different decisions, shaping how climate risks are
understood, funded and acted on.

3. Asset typology

Performance, control, data and comparability depend
on what is being managed.
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PART Il

Turning Strategy into Action

4. Governance

Organizational structure matters, but accountability
matters more.

5. From assessment to action

The central gap is converting findings into funded
capital or operational work.

6. Capital and operational planning

Climate strategy becomes actionable through existing
planning and operating channels.

PART Il
The Industry Is Evolving

7. Climate risk maturity

Transition risk managementis generally more mature
than physical climate risk management.

8. Insurance and valuation

Important market signals are emerging, but remain
inconsistent and underdeveloped.

9. Leadership

Progress depends on embedding climate into routine
business decision-making.
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IPARTI

Understanding the context

Before interpreting climate information, understand why the organization acts, who controls
the decision and what type of asset is being managed.

Part | establishes the decision context. Climate recommendations only become useful when they reflect the
organization's business priorities, the roles it plays in the asset and the operating realities of the building type.

I BUSINESS FUNDAMENTALS I BUSINESS MODEL I ASSET TYPOLOGY
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I LESSON 1 | BUSINESS FUNDAMENTALS

Sustainability is being evaluated through core business disciplines

Climate initiatives advance when they are connected to the business outcome that matters now.

Do not lead with the climate metric. Lead with the business decision it needs to influence.

THE FINDING WHAT WE HEARD IMPLICATIONS FOR PRACTICE

The most consistent theme across the interviews was a change in The market has shifted away from broad aspirational language Connect climate information to the decision-maker and the
how climate and sustainability initiatives are discussed internally. toward business fundamentals, near-term economic value and risk decision at hand. Climate strategy should be expressed in the
Sustainability has not disappeared. Itis increasingly being tied to management. Climate action is more likely to advance when it terms each function already uses to evaluate a proposal.

risk, operating performance, financing, capital discipline, continuity solves a recognized business problem or improves an existing

and asset value. Initiatives must compete with other priorities and decision.

demonstrate why action matters to the organization now.

CONNECTING CLIMATE ACTION TO BUSINESS PRIORITIES

I —— I —— I —— I ——
Capital planning Asset management Operations Investment
Replacement timing, lifecycle cost and Risk exposure, income durability and asset Reliability, safety and continuity. Underwriting, return, insurability and exit
incremental investment. value. risk.
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I LESSON 2 | BUSINESS MODEL

Investors, owners, operators and managers experience climate risk

differently

The same climate finding can create different obligations, incentives and implementation pathways depending on who controls the asset and

who bears the risk.

Responsibility for identifying risk is not the same as authority to act.

THE FINDING

Climate-aligned asset management is not one-size-fits-all. The
business model determines who owns the risk, who controls capital

and who is accountable for implementation.

WHAT WE HEARD

does not control the budget.

Business model shapes who can act, what they prioritize, and how climate decisions are made.

BUSINESS MODEL

® Investor

= Owner

Operator

Third-Party Manager
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CONTROLS CAPITAL CONTROLS OPERATIONS
v
v Sometimes
Recommends v
Recommends N4

Decision rights and incentives are often fragmented. A sound
recommendation can stall when the party that identifies the issue

IMPLICATIONS FOR PRACTICE

Begin by mapping decision rights, incentives and risk ownership:
who approves capital, who operates the asset, who bears the loss.

Adapt the sequence to the role you play.

PRIMARY RISK EXPOSURE

Portfolio performance
Asset value
Building performance

Client obligations

PRIMARY CLIMATE DECISION
Underwriting, portfolio strategy
Capital planning

Operations & maintenance

Advisory & implementation
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I LESSON 3 | ASSET TYPOLOGY

Performance, control and comparability depend on what is being

managed

A portfolio-wide metric can mislead when asset typology, operating context and control boundaries are ignored.

Benchmark within valid peer groups before ranking across the portfolio.

THE FINDING

Building typology affects energy use, emissions, physical exposure,
operating patterns, data availability, occupant behaviour, system
ownership and the practical options available to management.
Interviewees repeatedly cautioned that portfolio comparisons and
climate strategies become less useful when asset mix and
operating context are ignored.

INTERVIEW INSIGHTS

Comparing an apartment building to a self-storage facility tells you very little. Before
you compare performance, you need to understand what the building is designed to

do.
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WHAT WE HEARD

Comparing a residential apartment building with a self-storage
warehouse is not decision-useful. The assets have fundamentally
different operating profiles, energy intensity, occupancy patterns
and system requirements. Meaningful comparison requires
typology context, together with clear information on data
coverage, baseline year, metering boundaries and operating
conditions.

residential assets.

IMPLICATIONS FOR PRACTICE

Understand the asset before interpreting the metric or
recommending an intervention. Ask what systems the owner
controls, what data are available, what is tenant or resident
controlled, how the asset is used and whether the proposed
benchmark is truly comparable. Climate strategy should be
typology-specific rather than portfolio-generic.

The biggest mistake is assuming the same climate strategy works for every building.
What makes sense for an office tower often doesn't translate to retail, industrial or
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IPART T

Turning strategy into action

Climate information becomes actionable when governance connects it to authority and when
recommendations enter the systems that already move work through the organization.

Part Il focuses on the implementation pathway: who owns the issue, how a technical finding becomes a fundable
recommendation, and where the work enters capital and operational planning.

I GOVERNANCE I ASSESSMENT TO ACTION I CAPITAL PLANNING
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ILESSON 4 | GOVERNANCE

Organizational structure matters, but accountability matters more

There is no single ideal reporting line. What matters is whether climate responsibility connects to decision authority, budget control and

measurable accountability.

Treat governance as a decision pathway, not just an organizational chart.

THE FINDING

Interviewees described sustainability and climate functions sitting
within legal, compliance, asset management, finance, operations
and executive structures. No single organizational home emerged
as the answer. The stronger pattern was whether responsibility was
connected to capital allocation, cross-functional accountability and
senior leadership.

WHAT WE HEARD

Progress was strongest where ownership of the issue was explicit,
required functions were involved early, approval pathways were
understood and performance was tracked. An organizational chart
alone did not show whether a climate recommendation could
move.

GOVERNANCE AS A DECISION PATHWAY, WITH ONE ACCOUNTABLE OWNER AT EACH STAGE

IMPLICATIONS FOR PRACTICE

Treat governance as a decision pathway, not just an organizational
chart. Clarify who owns the issue, who must be consulted, who
controls the budget, who approves the response and how progress
is tracked. Effective governance connects climate information to
authority and accountability.

Identify ’ Interpret .

Recommend .

A recommendation moves only when each stage has a named owner, a known approval pathway and a way of tracking performance.
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Approve . Fund

‘ Implement . Track
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I LESSON 5 | FROM ASSESSMENT TO ACTION

The central implementation gap is converting findings into funded work

Organizations generally have more assessments and plans than implementation capacity.

An assessment is not complete when the risk is identified. It is complete when the next decision is clear.

THE FINDING WHAT WE HEARD IMPLICATIONS FOR PRACTICE

Across the interviews, organizations generally had access to more Technical reports often identify exposure or opportunity without Design for implementation, not just assessment. Distill technical
assessments, audits, screens, certifications and plans than they had resolving the practical questions required for action: what is at risk, evidence into decision-ready guidance and connect

capacity to implement. The recurring challenge was translating why it matters, what should be done, who must act, when the action recommendations to avoided loss, lower operating cost, asset
technical outputs into work that could secure budget, approval, should occur and how the recommendation competes for capital. value protection, continuity, safety, regulatory compliance or
operational attention and a credible business case. This gap was improved capital planning.

especially pronounced for physical climate risks and supporting
resilience measures.

CROSSING THE IMPLEMENTATION GAP | ANATOMY OF A DECISION-READY RECOMMENDATION

01 DEFINE THE ISSUE 02 DESIGN THE RESPONSE 03 MAKE THE BUSINESS CASE
. . Recommended _— .
Risk or opportunity . response » Accountable owner » Timing . Cost » Business outcome
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I LESSON 6 | CAPITAL AND OPERATIONAL PLANNING

Capital and operational planning are where climate strategy becomes real

The best implementation opportunities often occur at natural intervention points already embedded in the asset-management cycle.

Missing a replacement cycle can lock in cost, emissions or vulnerability for years.

THE FINDING WHAT WE HEARD IMPLICATIONS FOR PRACTICE

The interviews repeatedly pointed to capital and operational Climate recommendations are easier to fund when they are aligned Connect climate analysis to the routines that already move work
planning as the main channels through which climate strategy is with a planned renewal or operating need. The relevant business through the organization: capital plans, building condition
implemented. Equipment replacement, roof cycles, maintenance case is often the incremental cost of a climate-aligned alternative, assessments, equipment inventories, maintenance systems,
planning, procurement, operating procedures, emergency not the full cost of work that was already required. procurement cycles, operating budgets, emergency plans and
preparedness and portfolio-wide inventories create practical business continuity processes. Ask not only what should be done,
opportunities to act. Timing matters because missing a capital but when and through which existing management channel.

event can defer an intervention for another equipment lifecycle.

NATURAL INTERVENTION POINTS IN THE ASSET-MANAGEMENT CYCLE

I 1 —— 1 —— I I — I
BCA / inventory » Capital plan » Procurement » Installation » Operations » Performance review

mm  Highlighted stages are the natural intervention points where a climate-aligned alternative can usually be funded as an incremental cost.
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IPART i

The industry is evolving

Transition risk, physical risk, insurance, valuation and leadership expectations are evolving at
different speeds and require different decision logic.

Part lll examines where practice remains uneven and which market signals and leadership capabilities may shape the
next phase of implementation.

I RISK MATURITY I MARKET SIGNALS I LEADERSHIP
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I LESSON 7 | CLIMATE RISK MATURITY

Transition risk management is generally more mature than physical climate
risk management

Decarbonization and resilience often require different metrics, business cases and implementation pathways.

Equal importance does not mean identical management.

THE FINDING WHAT WE HEARD IMPLICATIONS FOR PRACTICE

Most participants described transition risk management, Corporate attention, data and resources were generally more Do not assume physical and transition risks can be managed
particularly decarbonization, as more established than physical developed for decarbonization and transition risk. Physical risk work through identical processes. Transition risk often benefits from
climate risk management. Decarbonization measures can be linked was more likely to remain in the background, be treated as a future established metrics, targets and savings pathways. Physical risk

to energy savings, incentives, equipment renewal or emissions issue or lack a clear connection to broader organizational requires comfort with uncertainty, future scenarios, avoided loss
targets. Physical resilience measures are justified through avoided communication and capital planning. and adaptation timing. Professionals need to understand both while
loss, reduced disruption, safety, continuity or future risk reduction, recognizing that the decision barriers are different.

which can be harder to quantify and fund.

THE BUSINESS-CASE LOGIC DIFFERS ON EACH SIDE
o= =R R R R e e e

Transition risk Physical risk

MORE ESTABLISHED PRACTICE LESS DEVELOPED PRACTICE

m Energy savings and incentives mm Avoided loss and reduced disruption
m Equipmentrenewal cycles m Safety and continuity

mm Emissions targets and metrics mm Future risk reduction, harder to quantify
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I LESSON 8 | INSURANCE AND VALUATION

Insurance and valuation are important market signals, but they remain
underdeveloped

Insurance and valuation could accelerate climate action, but asset-level investments are not yet consistently rewarded through premiums or
appraised value.

Do not assume aresilience investment willimmediately reduce premiums or increase appraised value.

THE FINDING WHAT WE HEARD IMPLICATIONS FOR PRACTICE

Insurance, appraisal and valuation were discussed less widely than Asset-level resilience measures did not reliably produce clear Treat insurance and valuation as emerging parts of the climate
governance or capital planning, but the interviews that addressed premium reductions, particularly where insurance economics were business case, not settled mechanisms. Understand what

them were notably consistent. Participants saw these mechanisms shaped by portfolio scale and risk pooling. Participants also information insurers, brokers and appraisers may require,

as potentially powerful drivers of climate action while describing questioned whether current appraisal methods consistently document mitigation and avoid overstating financial benefits that
weak transparency and limited recognition of asset-level mitigation recognize future climate exposure, lower operating risk or are not yet consistently realized. A weak market signal does not
in current practice. investments in resilience and decarbonization. eliminate the underlying risk, but it changes how the investment

case must be framed.

INTERVIEW INSIGHTS

I — I —
We've invested in resilience, but we can’t yet point to a consistent reduction in Climate risk will eventually influence valuation more than it does today. The challenge
insurance premiums. The value is real, but the market hasn't fully recognized it. is that the evidence and market expectations are still evolving.
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ILESSON 9 | LEADERSHIP

Successful organizations embed climate into routine business decision-
making

Leadership is the capability to make climate information useful to the people who control assets, budgets and decisions.

Climate leadership is not a title. It is the ability to move a decision across functions.

THE FINDING WHAT WE HEARD IMPLICATIONS FOR PRACTICE

Across the interviews, progress was associated with integrating Both top-down mandates and bottom-up motivation can drive Develop the capacity to act as a translator and integrator. The
climate considerations into existing management systems rather progress. Neither is sufficient on its own. Strong leadership most useful professionals connect climate science, engineering,
than treating them as a separate specialist program. Executive combines direction, accountability and resources with the practical finance, operations, tenant or resident realities and governance.
direction mattered, but participants also emphasized cross- knowledge needed to act at the asset and operational level. They frame the issue for the audience, bring the right functions into
functional knowledge, operational capacity and the ability of the decision and maintain momentum from assessment through
motivated individuals to translate direction into action. implementation.

SUCCESSFUL ORGANIZATIONS CONSISTENTLY

v Discuss climate during capital planning. v Build climate understanding among asset managers.
v Involve operations teams early. v Translate recommendations into business cases.
v Clearly assign accountability. v Track progress after implementation.
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I CONCLUSION

The nine lessons point to three conditions for successful implementation

The next phase of climate-aligned asset management is not better awareness. It is stronger implementation capability.

Canadian commercial real estate organizations are no longer primarily asking whether climate change matters. They are asking how climate information can be translated into governance, capital planning,
investment decisions and operations. Together, the nine lessons show that climate-aligned asset management succeeds when organizations translate climate information into business decisions, connect it
to authority and accountability, and implement it through existing management processes.

o1 02 03

Translate the information Connect the issue to Implement through practical
into business language authority and accountability business channels

Connect the climate issue to risk, cost, value, continuity, Clarify who owns the decision, who controls the budget, who Embed action in capital planning, operations, investment,
performance, return or another outcome relevant to the approves the response and how progress will be tracked. procurement, due diligence, maintenance and asset-
decision-maker. management processes.

Climate information ‘ Business relevance ‘ Authority and accountability . Implementation channel . Business outcome

The future of climate-aligned building asset management is not simply better risk assessment. It is the capability to translate climate information into decisions while adapting to evolving market expectations,
insurance, valuation and leadership practices.
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BCIT INDUSTRY REPORT

UNLOCKING BUSINESS VALUE THROUGH CLIMATE-ALIGNED BUILDING ASSET MANAGEMENT

Put these lessons into practice

Want to build the skills to turn climate information into better building and asset-management
decisions?

L earn more about BCIT's professional course on climate-aligned building asset management and explore how these
concepts can be applied to real-world capital planning, operations, investment and risk decisions.

L earn more here.

This report was developed through interviews with Canadian commercial real estate owners,
operators, investors and asset managers who are turning climate information into business

decisions.

ClimateFirst Building Solutions | climatefirst.net

BCIT  [== ClimateFirst

August 2026


https://www.bcit.ca/zero-energy-building/unlocking-business-value-through-climate-aligned-building-asset-management/
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