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1.0   BACKGROUND AND PURPOSE 

1.1  |   BACKGROUND 

With a population of over 2.5 million, Toronto is Canada’s largest city and the heart of one of North 

America’s largest metropolitan areas. The city’s official plans, bylaws, and zoning regulations seek to focus 

growth in geographic areas where it is best accommodated. As a result, Toronto’s designated activity centers 

contain a significant amount of high-density, mixed-use development, including both business and residential 

uses. These areas are the downtown and central waterfront, the centres, the avenues, the employment 

districts, and certain Secondary Plan areas. As Toronto’s downtown and centers have become more densely 

occupied, freight and goods movement activities become mired in traffic congestion, parking shortages, and 

inadequate loading/unloading facilities. Consequently, the efficiency and cost-effectiveness of freight 

movement in the city may be compromised, with direct effects on both shippers and receivers. 

Toronto’s downtown core has long been the focal point of issues related to freight movement and local 

delivery operations. As building development and the associated traffic levels grow, competition for curbside 

access becomes more intense. Until recently, cabstands have been the only legal curbside activity in 

downtown’s central core—anchored by office towers of the financial district. Delivery needs associated with 

new storefronts often occupying ground level (e.g., Starbucks) increase the pressure to formally allow use of 

curbside parking delivery vehicles in no-parking zones. In 2011, data from Toronto found that the average 

courier stop time in the downtown zone was about 7 minutes.1 

To achieve the vision of Toronto’s Official Plan, the city must accommodate and facilitate efficient goods 

movement, including access to loading/unloading areas in the central city. In the dense, mixed-use urban 

environment envisioned by Toronto’s Official Plan, inadequate planning for loading zones undermines cost-

effective logistics, safety, passenger and freight mobility, and general quality of life. 

1.2  |   PURPOSE 

The purpose of this project is to provide the City of Toronto and its development and transportation 

partners in the public, private, and non-profit sectors with a comprehensive guide and strategic plan for 

facilitating safe, cost-effective, and reliable delivery of freight and goods within the City. The product of this 

study will provide recommendations, strategies, and planning and urban design tools to help achieve a more 

harmonious relationship between freight movement operations and Toronto’s residents, businesses, and 

activities. The study will also facilitate a more proactive and progressive approach to designing and 

conducting more coordinated and efficient shipping and receiving operations in Toronto. The study will 

achieve these results through a combination of research on the City’s existing freight delivery environment, 

examination of approaches taken in “peer” cities, and consultation with OTA, coalition members, operators, 

shippers, and receivers, and other important public, private and non-profit stakeholders in Toronto and 

elsewhere. 

                                                      
1 Guide to Urban Goods Movement, NCFRP Report No. 14, p. 70. 
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2.0   TASKS AND DELIVERABLES 

The following provides an outline of the tasks required to complete this project and the key deliverables 

associated with them. 

TASK 1: Project Initiation 

Purpose: Initiate the project in consultation with the OTA and establish project management and 

communication protocols. 

Scope/Subtasks: 

1. Organizational Meeting/Teleconference with OTA to establish communication protocols (e.g., 

progress report and check-in frequency, etc.) 

2. Kickoff Meeting with OTA/Coalition members to confirm/refine project goals and objectives and 

to review scope, schedule, stakeholder engagement, and related items 

Deliverables: A. Memo documenting organizational meeting results, including communication protocols 
B. Summary notes of kickoff meeting 
C. Refinements to project goals and objectives as needed per kickoff meeting results 

 

TASK 2: Stakeholder Engagement Plan and Process 

Purpose: Develop plan for continuously engaging stakeholders in plan development; execution of stakeholder 

engagement throughout course of project. 

Scope/Subtasks: 

1. Develop technical memo describing stakeholder engagement strategy plan, including: 

a. Purpose and goals of stakeholder engagement 

b. Stakeholders to be engaged (not necessarily including all, or limited to, the following): 

 Freight/Logistics Operators – LTL, Local Package Delivery, Couriers, etc. 

 Shippers – Warehousing/Distribution, Manufacturers, Food, Agriculture, etc. 

 Receivers – Office Buildings, Restaurant/Food Service, Retail, Consumer Services, 

Healthcare, Institutional, Educational, Convention/Tourism, etc. 

 Public Sector – City of Toronto Offices/Departments of Planning, Engineering, Public 

Works, Economic Development, Public Safety/Police, etc.; Metrolinx; TTC; Ontario 

Ministry of Transportation, other GTA governments as directed/appropriate, etc. 

 Non-profit/Advocacy – Toronto Board of Trade, Ontario Chamber of Commerce, 

CLSCM, Toronto Association of Business Improvement Areas (TABIA), etc. 

c. Outreach strategy and methods/tools (including person and technology-based) 

d. Schedule of meetings, interviews, workshops, etc. 

e. How stakeholder input will be applied/used in project and in shaping deliverables and end 

products 
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2. Present engagement strategy plan to OTA and Coalition members for review and comment 

3. Revise and finalize strategy plan based on comments received, as appropriate 

4. Execute engagement strategy per approved final plan as a continuous process throughout course of 

project 

Deliverables: A. Stakeholder Engagement Strategy Plan (draft and final) 
B. Meeting/Web meeting with OTA/Coalition Members to review and discuss draft Plan 
C. Executed Stakeholder Engagement Strategy (continuous throughout project) 
 

TASK 3: Background Research 

Purpose: Collect, analyze, and distill existing research on urban freight delivery into information on best 

practices and a typology of urban delivery scenarios/needs. 

Scope/Subtasks: 

1. Research the current state of the practice in freight delivery in urban areas/major cities in North 

America and other major developed regions of the world, including the policies, regulations, 

guidelines, and strategies cities have taken to accommodate and improve freight delivery operations, 

safety, cost-effectiveness, and efficiency. 

2. Interview key stakeholders and urban freight experts to obtain insights and information regarding 

emerging and prospective issues and considerations affecting freight delivery in Toronto and in cities 

generally in the near and more distant future. 

3. Based on this research, create a typology of approaches for effectively accommodating freight 

delivery in different urban/city settings and situations (e.g., congested urban core, mixed-use 

retail/office/residential zones, etc.). 

Deliverables: A. Technical Memo – Current State of the Practice in Urban/City Freight Delivery Practices 
B. Technical Memo – Typology of Urban/City Approaches to Accommodating Freight 

Delivery 
 
 

TASK 4: Field Review and Assessment 

Purpose: Observe and analyze existing freight delivery operations conditions and situations in Toronto, 

including shipping and receiving, to understand options and opportunities for change and improvement. 

Scope/Subtasks: 

1. In consultation with OTA and the Coalition members, and through interviews of stakeholders, 

identify geographic areas of the City of Toronto in which to conduct field observations of freight 

delivery, shipping, and receiving situations and operations. 

2. Conduct field observations in identified areas of Toronto. As appropriate and authorized, take 

photos and videos of field sites to supplement written/recorded notes and for possible use in later 

products. 
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3. Summarize and assess field observations. Organize and classify results using typology developed in 

Task 3. Note consistencies and inconsistencies with global state of the practice. 

4. Develop a technical memo that includes summary assessment of current freight delivery operational, 

shipping, and receiving conditions and situations in Toronto, highlighting key issues for 

consideration in products of this project. 

Deliverables: A. Technical Memo – Summary Assessment of Current Freight Delivery Conditions and 
Situations in Toronto 

B. Compilation of Notes, Photos, and Videos from Field Observations 
  

TASK 5: Develop Vision and Goals for Freight Delivery in Toronto 

Purpose: Establish a consensus-based vision and high-level goals for Toronto’s freight delivery systems and 

processes. 

Scope/Subtasks: 

1. Based on the research, field reviews, and stakeholder input obtained through Tasks 1-4, develop a 

draft (“strawman”) aspirational vision and set of high-level goals for freight delivery systems and 

processes in Toronto. 

2. Facilitate a working session with OTA/Coalition members to review, discuss, refine, and develop 

consensus on the vision and goals. 

3. Publicize the vision and goals to the stakeholder community and receive comments/input for 

consideration in possible refinements to ensure ultimate buy-in. 

4. As needed based on stakeholder input, refine goals and objectives and finalize. 

Deliverables: A. Vision and Goals for Freight Delivery Systems and Processes in Toronto (draft and final) 
B. Facilitated Working Session on Vision and Goals 
 

TASK 6: Peer Review and Analysis 

Purpose: Identify and review public and private sector freight shipping, receiving, and delivery environments, 

processes, and rules/laws in selected “peer” cities to distill options and opportunities with applicability to 

Toronto. 

Scope/Subtasks: 

1. Based on the research conducted through Task 4, identify an initial set of cities to consider for 

detailed case studies of their freight delivery practices, policies, regulations, and advantages. 

2. In consultation with OTA/Coalition Members, define criteria by which cities from this initial set will 

be selected for detailed review, analysis, and case studies, including relevance/applicability to the 

Toronto environment. 

3. In consultation with OTA/Coalition Members, review and select up to six (6) cities for detailed case 

studies. 
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4. Develop a standard template for case studies, including data/information to be collected, issues to be 

assessed/considered, and findings and observations. Case study content for each city should address: 

a. Problem definition and context, including relevance to Toronto situation/environment 

b. Key actors and stakeholders in identifying and addressing the case study city’s problem, 

including public, private, and non-profit/institutional sectors 

c. Strategies, actions, and policies implemented in the case study city to address/resolve 

problem and an inventory of each actor/stakeholder’s specific role/responsibility  

d. Results and benefits, including any key performance metrics and/or outcome indicators 

employed by actors/stakeholders to gauge impact/success 

e. Issues and caveats, including problems and gaps remaining unresolved and why 

f. Characterization of possible applicability to Toronto situation/environment 

g. Contact information for case study city information sources 

5. Conduct case studies and prepare reports on each. 

6. Develop a summary report of all case study findings, with particular focus on commonalities across 

the case study cities with beneficial applicability to Toronto.  

Deliverables: A. Criteria by which case study peer cities can be selected 
B. Initial and final identification of case study cities 
C. Peer city case studies (max. of 6) 
D. Summary report on case study findings, with focus on relevance to Toronto 

 

TASK 7: Findings and Recommendations 

Purpose: Describe study results and findings and present recommendations on strategies and actions for 

meeting goals and achieving the vision. 

Scope/Subtasks: 

1. Summarize the results and findings of the work conducted in Tasks 1-6. Describe and explain where, 

how, and why Toronto’s current freight delivery environment aligns or does not align with current 

and projected needs, the national/international state of the practice, and approaches taken by peer 

cities.  

2. Based on these findings and using the typology developed in Task 3, identify and describe options 

and opportunities for changes and improvements to freight delivery processes, systems, and 

rules/regulations in Toronto that will help achieve the vision and goals articulated in Task 5. Include 

descriptions of institutional, governance, fiscal, planning, and related considerations for each 

option/opportunity. 
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3. With the vision and goals as a framework, develop a prioritized set of recommendations derived 

from the preceding work in this task. Employ a “RACI” concept2 to facilitate stakeholder 

understanding of roles and responsibilities related to implementing the recommendations. 

4. Present the recommendations to the OTA/Coalition members for consideration, comment, and 

discussion. 

5. Revise recommendations as needed based on comments received and finalize for input to Task 8. 

Deliverables: A. Report on Study Findings and Prioritized Recommendations (draft and final) 
 

TASK 8: Freight Delivery Strategy and Plan for Toronto  

Purpose: Prepare and deliver a final study report that includes a strategy for changing and improving urban 

delivery systems and processes in Toronto and an overall implementation plan. 

Scope/Subtasks: 

1. Based on the products of Tasks 1-7, develop a technically-credible and user-friendly report 

containing the strategy and plan for improving and sustaining safe, cost-effective, and efficient freight 

delivery in Toronto. This report should be designed to be engaging, compelling to the “busy reader” 

and understandable to a variety of stakeholder audiences. It should make optimal use of graphics, 

tables, and other means of minimizing the need for lengthy text. The report should include the 

following: 

 Executive Summary section that can also function as a free-standing summary document for 

policy-makers and other busy readers 

 A discussion of why the issue of freight delivery is important to residents and businesses of 

Toronto 

 A description of the current freight delivery, including transportation operations, shipping, and 

receiving, environment in Toronto 

 A description of possible future scenarios based on research conducted 

 The vision and goals for freight delivery in Toronto 

 The economic, transportation, and quality-of-life implications of not taking action 

 The benefits of pursuing appropriate improvement actions 

 The improvement strategy – what, who, when, where, how 

 How to become informed and involved 

2. Develop a website that presents the final study report in a user-friendly manner through webpages 

and hyperlinks to report content, background information, and other websites. Website “look and 

feel” and content to be developed in consultation with OTA/Coalition members. Assume OTA or 

other stakeholder agency will host website. 

3. Provide OTA with print-ready PDF and/or Adobe InDesign files for OTA’s use in printing the 

report for distribution to stakeholders and policy-makers. 

                                                      
2 A RACI (Responsible, Accountable, Consulted, and Informed) framework is a type of responsibility assignment matrix 
that describes the participation by various roles in completing tasks or deliverables for a project or business process. It is 
especially useful in clarifying roles and responsibilities in cross-functional/departmental projects and processes. 
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Deliverables: A. Final Project Report, including Executive Summary, designed for public/policy-maker 
use 

B. Website files and content for OTA or other agency hosting 
C. Print-ready PDF and/or Adobe InDesign files containing Final Project Report document 

content 

3.0   STAKEHOLDERS TO BE ENGAGED 

To be successful and result in credible products with the buy-in necessary to move toward implementation, 

this project will require continuous and substantive engagement of key stakeholders across multiple sectors. 

The following is an initial list of such stakeholders in the public, private, and non-profit/advocacy sectors. It 

is recognized that this list is only a starting point, and will likely change and expand during the course of the 

study. 

3.1  |   PUBLIC SECTOR 

 City of Toronto 

o Planning & Community Development 

o Engineering 

o Transportation/Traffic 

o Parking 

o Public Safety 

o Economic Development 

 Toronto Transit Commission 

 Metrolinx 

 Ontario Ministry of Transportation 

 Other GTA jurisdictions as appropriate 

3.2  |   PRIVATE SECTOR 

 Major Freight Carriers operating within Toronto 

 Local Courier Firms 

 Major Shippers and Receivers, including major office buildings, retail centers, etc. 

 Third-Party Logistics Providers (3PL) operating within Toronto 

 Real Estate/Developer Firms and Organizations  

 Architecture Firms/Organizations 

3.3  |   NON-PROFIT & ADVOCACY SECTORS 

 Ontario Trucking Association 

 Business Development Organizations/Business Improvement Districts 

 Chamber(s) of Commerce/Board of Trade 

 Council of Supply Chain Management Professionals (CSCMP) – Local Chapter(s) 

 Urban Land Institute (ULI) 

 University of Toronto – Transportation Research Center 
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It is anticipated that the OTA and Coalition members will work with the consultant to organize these 

stakeholders into a more definitive framework that denotes which would be involved in consultative roles vs. 

information-only roles in the study. 

4.0   SUMMARY OF KEY STUDY DELIVERABLES 

The following table provides a compiled listing of key deliverables by task for easy reference. 

Task Key Deliverables 

1 A. Memo documenting organizational meeting results, including communication protocols 
B. Summary notes of kickoff meeting 
C. Refinements to project goals and objectives as needed per kickoff meeting results 

 

2 A. Stakeholder Engagement Strategy Plan (draft and final) 
B. Meeting/Web meeting with OTA/Coalition members to review and discuss draft Plan 
C. Executed Stakeholder Engagement Strategy (continuous throughout project) 

 

3 A. Technical Memo – Current State of the Practice in Urban/City Freight Delivery 
Practices 

B. Technical Memo – Typology of Urban/City Approaches to Accommodating Freight 
Delivery 
 

4 A. Technical Memo – Summary Assessment of Current Freight Delivery Conditions and 
Situations in Toronto 

B. Compilation of Notes, Photos, and Videos from Field Observations 
 

5 A. Vision and Goals for Freight Delivery Systems and Processes in Toronto (draft and 
final) 

B. Facilitated Working Session on Vision and Goals 
 

6 A. Criteria by which case study peer cities can be selected 
B. Initial and final identification of case study cities 
C. Peer city case studies (max. of 6) 
D. Summary report on case study findings, with focus on relevance to Toronto 

 

7 A. Report on Study Findings and Prioritized Recommendations (draft and final) 
 

8 A. Final Project Report, including Executive Summary, designed for public/policy-maker 
use 

B. Website files and content for OTA or other agency hosting 
C. Print-ready PDF and/or Adobe InDesign files containing Final Project Report 

document content 
 

5.0   ESTIMATED SCHEDULE (MONTHS) 

It is estimated that this project will require approximately 14 months from notice to proceed to complete. 

The following table provides estimates of the time required to complete each task, several of which would 
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likely overlap to a certain extent, while others require the completion of preceding tasks in order to move 

ahead. 

Task 
Months to 
Complete 

Task 

Cumulative 
(Project) 
Months 

TASK 1: Project Initiation 1 1 

TASK 2: Stakeholder Engagement Plan and Process* 6 2 

TASK 3: Background Research 2 4 

TASK 4: Field Review and Assessment 1 5 

TASK 5: Develop Vision and Goals for Freight Delivery in Toronto 2 7 

TASK 6: Peer Review and Analysis 1 8 

TASK 7: Findings and Recommendations 3 11 

TASK 8: Freight Delivery Strategy and Plan for Toronto 3 14 

* Note: Task 2 is continuous throughout the course of the project. This table assumes 1 month of cumulative 

project time for the  


