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RECOMMENDED MOTION 

1. That the CPCS Transcom Limited Market Feasibility Study attached as Appendix “A” to Staff 
Report ECD001-20 concerning the Barrie Collingwood Railway, be received.   

2. That staff in the Economic and Creative Development and Operations Departments be authorized 
to engage with the County of Simcoe and relevant stakeholders to analyze the recommendations 
presented in the Deloitte Service Delivery and Modernization Review to determine the possible 
future operations of the BCRY and report back to General Committee. 

PURPOSE & BACKGROUND 

Report Overview 

3. The purpose of this Staff Report is to provide members of Council with an update concerning the 
Barrie Collingwood Railway operations and key actions staff are undertaking as a result of 
findings from the Market Feasibility Study conducted by CPCS and jointly funded by the City of 
Barrie and County of Simcoe, and the Audit and Accountability Fund, work Service Delivery and 
Modernization Review completed by Deloitte for the City of Barrie.  Both studies were completed 
in 2019.   

4. The Barrie Collingwood Railway (BCRY) is a short-line railway that was purchased from 
Canadian National (CN) Rail in the 1990s by the Town of Collingwood and the City of Barrie. The 
City of Barrie owns, operates and maintains 35 kilometres of active rail within Innisfil, Barrie and 
Essa Township.   

5. Purchased from the Town of Collingwood in 2017, the County of Simcoe now holds the Town of 
Collingwood’s interest in the rail line. The current ownership structure is as follows - the County of 
Simcoe and the City of Barrie each have a 50% interest in the Utopia Rail Yard. The County also 
owns the rail infrastructure north of the Utopia Yard into Collingwood (potentially to be 
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decommissioned for trail use), while the rail infrastructure south of the yard currently serving all 
rail customers is owned by the City of Barrie. CANDO Rail is the operating contractor for the rail 
line. 

6. The rail service facilitates the transporting of goods across Canada and the United States by 
seamlessly feeding into the trunk networks of the major railway, Canadian Pacific (CP).  The line 
also has running rights to CN Rail (CN).  The interchange with CP is located at the Utopia Rail 
Yard, a 10.95 acre site that can support forms of trans loading and other support services.  There 
are currently 33 crossings (15 active and 18 passive), four customer sidings, and three spurs 
along the line. 

7. Four industrial customers use BCRY services averaging approximately 220 carloads per year - 
commodities shipped include bulk clays, chemicals, industrial products and oversize structures. 
One additional company has added carloads to the line, projected to bring additional carload 
volume of 120 – 150 carloads per year.  Two of the current users (one located in Barrie and the 
other in Innisfil) have indicated a dependence on the rail line as being critical to their business 
operations. 

8. Council motion 18-G-045 gave approval for the City of Barrie to conduct an Economic Feasibility 
and Impact Study in partnership with the County of Simcoe and granted authorizations for the 
City to enter into discussions with the County of Simcoe to determine the County’s interest in 
retaining their 50% share of ownership in the Utopia Rail Yard and overall interest in the BCRY 
operation as a whole. 

9. Discussions with the County of Simcoe were held while the Service Delivery and Modernization 
Review was completed by Deloitte in Q3 and Q4 of 2019. 

10. Findings of the Service Delivery and Modernization Review determined that the operation of the 
BCRY is not a legislated, nor mandated service of the City, and that given its financial 
performance, the City should seek to reduce to reduce its responsibility for rail over the long term, 
and immediately implement three financial improvement measures.  

11. Based on the findings of the Market Feasibility Study and the Service Delivery and Modernization 
Review, further actions are required to achieve the following: 

a. Reduce the City’s fiscal and operational commitment to the BCRY; 
b. Validate a financially sustainable business model for the BCRY; 
c. Assess the potential of BCRY as an economic and employment driver. 

 
BCRY Analysis – Work Program 
 
12. In order to effectively implement the immediate actions of the Service Delivery and Modernization 

Review and address the long-term needs of the BCRY, an independent consultant will be retained 
and managed through Economic & Creative Development and Roads Parks and Fleet and will 
undertake the following: 

 
a) In-depth consultation with current users of the rail to review recommendations of the Service 

Delivery and Modernization Review report and assess impacts, alternatives and opportunities 
that will support their continued business operations in the City of Barrie, under the following 
scenarios: 

o Maintaining rail operations & associated models that reduce City’s fiscal responsibility; 
o Reduced rail service concentrated to the Utopia Rail Yard, through the provision of 

transloading services; 
o Discontinuing rail operations. 
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b) Validate market opportunities identified within the Market Feasibility Study and current 

prospects to secure a more accurate revenue projection of the BCRY; 
c) Actively engage with the County of Simcoe, Town of Innisfil and Essa Township to review 

recommendations of the Service Delivery and Modernization Review, and Market Feasibilty 
Study to validate interest and fiscal interest in the BCRY and jointly addressing users of the 
railway located within those municipalities; 

d) Proactively engage with CP rail as a recommendation of both the Deloitte Service Delivery 
and Modernization Review report and the Market Feasibility Study to review findings from both 
reports and interest, opportunity and supports for continued operations at the Utopia Rail Yard; 

e) Consultation with CANDO on market attractiveness, alternatives and opportunities for City to 
reduce its role in short-line rail service. 

 
ANALYSIS 

BCRY Market Feasibility Study 
 
13. The City of Barrie and the County of Simcoe issued a Request for Quotations (RFQ) for the 

Market Feasibility Study and selected CPCS Transcom Limited (CPCS) to complete the work. 

14. The study work completed by CPCS made a number of suggestions that could contribute to 
improving the long-term viability of the BCRY.  The Study can be found in Appendix ‘A’.   A 
summary of key findings is below: 

a) For customers of the BCRY, choosing rail over trucking is usually due to rail being a 
lower cost service over long distances (usually over 500km) for goods that are shipped in 
bulk volumes and require less urgent delivery. In the case of Barrie, Simcoe County area, 
this would mean that companies that source or send products outside of Ontario in large 
quantities will be good candidates for capitalizing on the economies of scale of rail.  

b) CPCS narrowed the list of potential new customers that are already in Barrie/Simcoe 
County (or planning to locate to Barrie/Simcoe County) to seven companies, many whom 
are either near the BCRY track or have inbound/outbound products that are low-value but 
ship in large quantities that could benefit from rail service.   

c) To provide additional value to its customers, the BCRY should consider building a new 
low-cost common-use team track facility or upgrade the current ramp in the Utopia Yard 
(estimated at $80,000 total cost) for customers to trans load from rail to truck (or vice 
versa). Additional locations were also identified as potential trans loading locations in 
Barrie and Innisfil, which would be in close proximity to existing or potential new clients.  

d) The CPCS study identified a number of funding programs available to the BCRY that 
could potentially help with one-time project costs for supporting upgrades/development of 
team track facilities, asset management planning, or rail safety initiatives. 

e) BCRY’s long-term strategy should focus on enhancing its relationships with CP Rail. 
Improving dialogue between CP and current and prospective BCRY customers will lead 
to CP better understanding the traffic potential on the BCRY. Higher involvement by CP 
could lead to additional business opportunities, driving increases in traffic which would 
drive increased levels of service by CP making the interchange more frequent and 
reliable for users.   

f) If the BCRY is able to add customers and show signs of profitability, a private company 
may seek to acquire the shortline. This would allow the City of Barrie and County of 
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Simcoe to transfer ownership to a more knowledgeable private party and use the funds 
from the sale for other priorities. 

Audit and Accountability Fund - Service Delivery and Modernization Review Recommendations: 
 
15. Findings of the Service Delivery and Modernization Review recommends the City should seek to 

reduce to reduce its responsibility for rail over the long term, and immediately implement three 
financial improvement measures to reduce the City’s fiscal obligations to the rail. 

16. In the short-term, Deloitte has recommended that the City immediately increase its decision 
authority on rail operations, review contract arrangements with the current operator, to identify 
opportunities for efficiencies, and engage the County of Simcoe and it’s rail-impacted 
municipalities (Essa Township and Town of Innisfil) to discuss their interest in supporting the 
BCRY. 

17. Deloitte has recommended that over the long term, the City seek to reduce its responsibility for 
rail by either, transferring ownership and maintenance to the users of the line, consolidating 
operations to the Utopia Yard, or divesting rail in its entirety. 

18. More analysis needs to be conducted in consultation with users and stakeholders to validate the 
best course of action over the long term.  Procuring a dedicated resource to pursue the 
recommendations of both the Market Feasibility Study and the Service Delivery and 
Modernization Review will allow the City to work with all users and stakeholders to complete a 
comprehensive analysis and recommendations on the long-term solution for the BCRY. 

County of Simcoe 

19. The Economic Development Department of the County of Simcoe has submitted a report to be 
contemplated by Simcoe County Committee of the Whole on Tuesday, March 10th that requests 
authorization for County staff to consult with the City of Barrie and relevant stakeholders to 
determine possible future operations of the BCRY and best course of action over the long term. 

20. Pending direction from County of Simcoe, staff will prioritize the work and analysis of the BCRY 
operating alternatives accordingly.  

ENVIRONMENTAL AND CLIMATE CHANGE IMPACT MATTERS 

21. As part of the analysis of the future operations of the BCRY, environmental or climate change 
matters would be identified and included as part of the report back to General Committee 

ALTERNATIVES 

22. The following alternatives are available for consideration by General Committee: 
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Alternative #1 General Committee could not authorize staff to pursue discussions with 

stakeholders on the future of the BCRY. 

This alternative is not recommended as the BCRY service customers in 
municipalities outside of the Barrie.  As such, it is prudent to explore the 
interest of the County and other stakeholders in supporting and investing in 
the BCRY as a regional transportation asset.   

Alternative #2 General Committee could recommend an alternate solution for the BCRY.  

While this alternative is available, it is not recommended. Staff have 
determined a course of action based on the recommended options 
identified in the Service Delivery and Modernization Review that will 
address the future operations of the BCRY. 

FINANCIAL 

23. Staff will require additional resource to complete a thorough analysis of the options presented by 
the Service Delivery and Modernization Review.  A third party consultant will be contracted to 
complete the work. 

24. Current 2020 operations of the BCRY have achieved cost reductions due to increased car 
storage revenue and increased car traffic.  As such, those funds will be allocated to support the 
procurement of the consultant to complete the work. 

25. Staff expects that all costs associated with this work will be accommodated within existing 
budget. 

LINKAGE TO 2018-2022 COUNCIL STRATEGIC PLAN 

26. The recommendation(s) included in this staff report support the following goals identified in the 
2018-2022 Strategic Plan: 

Growing Our Economy 

Offering Innovative & Citizen Driven Services 

27. Completing a full operational analysis of the BCRY in consultation with key stakeholders will look 
at ways to retain existing rail use employers, while at the same time seeking to reduce the fiscal 
responsibility of the City, in order support tax dollars going further.   
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APPENDIX “A” 

BCRY Market Feasibility Study 
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APPENDIX “B” 

Excerpt from AAF Report to the City of Barrie – Service Delivery and Modernization Review – Rail Section 
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