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Executive Summary
1.



Introduction

In October 2020 Comrie Development Trust (CDT), in partnership
with support from the National Lottery heritage Fund (NLHF)
appointed The Glamis Consultancy (Colin J. Smith and Douglas
Ritchie), Count Accountants (John Mauchline), Colin Cameron
Associates (Colin Cameron) and J&H Mitchell (Sarah Brown) to
make recommendations for the future delivery of the strategy for the
redevelopment of Cultybraggan Camp near Comrie, Perthshire.
This report sets out our findings and recommendations in each of the
areas identified in the study brief.
2.

Self-Catering Development

3.

Visitor Attraction

The current visitor experience provides a basic level of visitor
facilities and interpretation. The Trust’s stated objective of increasing
visitor numbers to 20,000 p/a should be achievable in the medium
term, but will require significant investment in enhanced facilities,
interpretation, and marketing. Therefore, it is recommended from the
review of Cultybraggan as a visitor attraction that:


It is recommended from the review of the self-catering operation that:







CDT should engage with self-catering agencies who have
shown an interest in marketing and operating the self-catering
developments on their behalf.
In the short term the trust should consider addressing use of
a full-service agency to market and promote and operate the
initial five units
If the units are successful in a further five units should be
considered for development
In the longer term and if capacity becomes available within
CDT, the trust should consider moving to a hybrid selfcatering model whereby day-to-day operations are carried out

in-house, but marketing agency use is continued to achieve
market reach, exposure and to generate bookings.
Operation of the five self-catering units could generate an
estimated net revenue of £212k to £399k for CDT over five
years.







In the short-term, the Trust should aim to reopen the camp to
pre-booked visitors only in 2021 and should implement
recommendations in relation to meeting requirements of
coronavirus regulations.
In the short to medium term, the Guard Block and Officers
Mess buildings should be developed as the main focal points
of the visitor attraction element of Cultybraggan.
In the short to medium term, the aim should be to operate
Cultybraggan as a seasonal visitor attraction open daily to the
public between April – October and open by prior booking
only at other times of year.
Admission charges should be incrementally increased each
year to reflect investment in enhanced visitor facilities and to
bring Cultybraggan in line with comparator visitor attractions.
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4.

In the longer term, the trust should develop and implement a
detailed visitor management and interpretive plan which sets
out to all aspects of visitor management and interpretation of
the site.
This plan should form the basis of a visitor management
strategy which governs the development and management of
the visitor experience for the foreseeable future.
It is also recommended that the trust should appoint a Visitor
Services Officer who has responsibility for development and
delivery of all visitor related activities on site including selfcatering and visitor attraction operations.
Community and Business Engagement







5.

All events taking place at Cultybraggan, whether organised
by CDT or by third parties, must not incur financial loses for
CDT.
The camp’s potential for hosting third party events such as
weddings and filming appears to be underdeveloped and it is
possible that untapped demand exists given the unique
nature of Cultybraggan Camp
We suggest that the Trust’s stated ambition of establishing a
community hub as part of the development of the Officer’s
Mess building is critical for successful community
engagement.
Infrastructure

Cultybraggan Camp is an attractive location for business and there
is evidence that there may be demand for further tenancies of the
huts from businesses beyond the immediate Comrie area. Our
findings and main recommendations are that:

Whilst efforts to maintain and develop the infrastructure across the
camp have been admirable, the trust must consider the value of
further capital investments in the short term until such times as
demand for huts for business and community use has been identified.

Management of the business properties and leases should be
contracted out to a property agent who can further promote
the available huts
CDT should consider contracting out management of all
aspects of tenancy agreements to an external agent.
The terms of the current repair and lease scheme should be
standardised and enforced more effectively.
In particular, terms and conditions of leases relating to the
tidiness of the camp need to be enforced.

The aim should be to improve infrastructure only if it can create
revenue generating assets for the trust. There is little point in
securing further grants for major capital regeneration of services and
facilities in support of further property renovation if they are not going
to be turned into revenue generating assets for the trust.







6.

Financial Resources.

A review of the existing trust finances shows that over the last three
years the trust income has been exceeded by its operational
expenditure.
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Delivery of the revenue ending elements of the strategy will create
significant revenue for the trust. Therefore, it is essential that the trust
can deliver these projects as soon as possible. However effective
delivery is dependent on effective capacity and that is where we are
of the view that the trust currently falls short.
7.

organisational capacity and significant dependence on
volunteer support.
Therefore, we recommend that:


Governance

It is recommended from the governance review that:







8.

The existing governance documents should be updated as
recommended by J and H Mitchell.
A skills audit of trustees should be conducted to identify
current strengths and weaknesses in the skills base of the
CDT Board.
A range of new and updated policy documents should be
developed to inform and guide the strategic development and
governance of CDT.
The trust should consider establishing a trading company to
operate all activities on the site.
Building Organisational Capacity

Development of Cultybraggan Camp is a large and challenging
project for CDT to take on with its current limited management and
operational capacity. This means that:



It will take a long time for CDT to deliver its development
strategy at the current relatively slow pace.
The overriding reason for the slow pace of the delivery of the
strategy is that it is being undertaken with limited





9.

The trustees should consider the appointment of a full-time
Project Director who oversees all aspects of strategy and
delivery, engagement with trustees, and management of staff
on the ground.
A Visitor Services Officer is appointed to deal with all aspects
of visitor management and marketing. This appointment may
not be required immediately and is dependent upon the speed
of rollout of the self-catering properties and other visitor
activities on site.
CDT should engage the support of an experienced fundraiser
to further develop and deliver the long-term capital
fundraising strategy.
Review Conclusions

The principal conclusions are that:






Cultybraggan presents a major asset for CDT and Comrie.
However, it is a large multifaceted project.
The overall aspirations of CDT are admirable and sound.
However, CDT’s financial position is not currently strong.
CDT is overly dependent on grant funding from external
bodies, which impacts upon its ability to generate sustainable
commercial revenue
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The trust has identified a number of different projects which
can contribute to increased revenue generation.
However, it currently lacks capacity to deliver those projects
quickly and effectively.
Whilst there is much good intention and a range of experience
within the trust, the governance review shows that measures
are required to update CDT governing documents, identify
skills gaps and formalise the trust on a more business-like
basis.

Perhaps inevitably given the coronavirus restrictions, the trust is
down to the bare minimum in terms of staffing resources.
10.









Recommendations

Based on the review findings, we recommend that.








The trust proceeds with development and marketing of the
five self-catering units and brings them to the market as
quickly as possible.
Further adjacent units should be earmarked as self-catering
properties, subject to there being proven market demand.
The advice of self-catering agencies should be taken on
board prior to assessing options for the operation and
management of the first five self-catering units.
Thereafter the trust should engage with a preferred agent to
market and manage their self-catering units.
Initial recommendations on developing the visitor attraction
element of Cultybraggan should be implemented including
short term reopening.



A tidy up of the camp should be a priority prior to reopening
to the public.
Medium and longer-term development of the visitor
experience will require professional support to develop a
detailed visitor management and interpretive plan.
An audience development and activity plan should also be
developed for events and activities at Cultybraggan.
The terms of commercial and repair and lease agreements
should be standardised and enforced.
Engaging a property agent to promote the huts to further
business tenants should be considered.
Consideration should be given to appointment of a property
managing agent to handle leases and tenancy agreements.
The trust should employ two new staff:
 A Project Director to deliver the strategy and oversee
all activities at Cultybraggan Camp. This appointment
should be made as soon as possible.
 A Visitor Services Officer (VSO) to oversee
development and management of the visitor facilities
including self-catering and visitor attraction. This
appointment should be made as the development
plan for the visitor attraction elements is finalised.




The Trust should secure expert fundraising advice on a
contractual basis.
The recommendations outlined in the governance review
should be implemented as a matter of priority.
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1.

Introduction

In October 2020 Comrie Development Trust (CDT), in partnership
with support from the National Lottery Heritage Fund (NLHF) sought
to appoint consultants to make recommendations for the future
delivery of the CDT strategy for the redevelopment of Cultybraggan
Camp near Comrie, Perthshire.
The Glamis Consultancy (Colin J. Smith and Douglas Ritchie), Count
Accountants (John Mauchline) and Colin Cameron Associates (Colin
Cameron) were pleased to be commissioned to undertake this
fascinating task. A governance and management review were
undertaken by Pitlochry based legal advisers, J&H Mitchell. This
report sets out our findings and recommendations.

2.

Background

2.1

Statement of Special Interest 1

Located close to the village of Comrie, in Perthshire. Cultybraggan
Camp was first used as a prisoner of war (PoW) camp during World
War II, and then became an Army training area. It later housed a
Royal Observer Corps (ROC) nuclear monitoring post, and a
Regional Government Headquarters (RGHQ).

1

Historic Environment Scotland: Statements of Special Interest LB50471 and
LB50472

Cultybraggan Camp is an internationally important historic site. Of its
100 Nissan huts and other buildings, five have a Category A listing
by Historic Scotland. Due to their condition, these buildings also
appear on that agency’s national Buildings at Risk Register. Over
twenty other camp buildings have Category B listing status.
Cultybraggan Camp is one of the three best preserved purpose-built
WWII prisoner of war camps in Britain. The listed structures at
Cultybraggan provide physical evidence of the ways in which POW
were detained during this period, supplemented by varying levels of
documentary evidence. The listed group of huts includes part of the
original guards' compound to the south, and half of one of the
prisoners’ 'cages' to the north, including accommodation and
ablutions blocks. Adjacent to the front gate is the hut which was used
as the camp church (Hut 21).
Cultybraggan Camp was constructed in 1941 and was originally
intended as a labour camp for Italian prisoners of war. By May 1944
(the date of the camp's first Red Cross inspection), Cultybraggan was
a transit camp for German POW, holding 785 with a capacity of 4500.
By 25 December 1944, the camp was holding 3,988 POW and had
been redesignated as a base camp. Most likely because of its remote
location, Cultybraggan became known as 'Nazi 2', one of the two
maximum security camps in Britain which held a high proportion of
the most ardent Nazis and potential troublemakers.
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On 22nd December 1944, an infamous kangaroo court was held, and
Sergeant Wolfgang Rostberg was murdered as an informer by fellow
POWs (5 of whom were later convicted in a high-profile trial and
hanged at Pentonville Prison).

2.2.

Cultybraggan was disbanded as a POW camp in 1947. The site was
subsequently used as a training centre and location for Territorial
Army summer camps. Its use as a military training camp continued
until 2004.

“To enable and assist individuals and groups in Comrie to make their
dreams come true in Sports & Entertainment, Rural Arts & Crafts,
Business Marketing & Manufacture and to make the purchased land
resources of the village available, accessible and useable to this
end.”

In the 1970s, the two prisoner compounds to the west side of the site
were demolished, and an assault course and firing range were
subsequently constructed on part of that area. The groundworks of
the demolished huts are still partly discernible.
The camp was laid out following a near-symmetrical pattern, with the
guard's compound located to the south nearest the access from the
public road, with a recreation ground to the northeast side. The
prisoner's compounds (falling into 4 near-identical groupings) were
located to the north, on the other side of a spine road running east to
west across the site.
The compounds are divided by a network of roads, and the huts are
surrounded by grassed plots. To the centre of the camp is the brickbuilt (with shuttered concrete roof) secure accommodation block,
which retains original cell doors, although the partition walls have
been lost.

Comrie Development Trust

Comrie Development Trust (CDT) was launched in 2006 and is
owned and managed by local people. The Trust states its aim as:

Cultybraggan Camp ceased to be used by the Ministry of Defence in
2004, and in August 2007, CDT acquired the 90 acres site through a
community right-to-buy option for £350,000, on behalf of the
community of Comrie. The aim was to ensure that it survived with
new uses which would bring significant benefits to the local
community. Since 2007, much has been achieved through the
Cultybraggan Working Group in fostering enterprises and providing
an amenity for the area. The overall approach to achieving long term
sustainability, whilst achieving the CDT aims of maintaining and
developing the provision of community benefits, has been to:




Increase the availability and quality of huts and spaces
available for community, commercial and individual uses.
Develop and implement a self-catering project.
Develop the Cultybraggan Camp visitor attraction.
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Comrie Development Trust is a registered Scottish Charity and
Company Limited by Guarantee, registration number SC038596 from
24 August 2007.
2.3.

Developments Since 2007

The vision of Comrie Development Trust is to develop Cultybraggan
Camp and its history as a major tourist attraction, bringing in national
and international visitors to the area, alongside increasing
commercial enterprise at the site.
Major infrastructure works (drainage, electricity, water and telecoms),
the conversion of nine Nissen huts to make 12 units for local
businesses and the refurbishment of the central mess are included
in the first phase of development. In April 2014, the underground
bunker was sold to a service provider who are looking to use it for
long term data and media storage. The site now has a community
orchard and allotments, the base for award-winning Comrie in
Colour, and provides premises for 21 local businesses.
2.4.

The Vision for Cultybraggan Camp

With 30 of its 80 huts listed for special protection, presenting the
heritage is also a central aspect of the future. The strategic vision
includes provision of museum spaces, hands-on interactive displays

2

Comrie Development Trust Strategic Plans and Funding Issues. Five Year Plan 10
Year Vision 2016 - 2025

for people of all ages, walk through history huts in support of the aim
to make Cultybraggan a ‘great day out’.
The Trust also envisages the camp as having a café-restaurant,
camp-based businesses and tourist shops supporting its visitor
activities. Self-catering accommodation is already being developed.
Educational and conference huts would provide facilities not only for
heritage teaching, but also for environmental interests, for
woodland/craft learning, and for people using the camp as a base for
a wide range of events. The overall approach to achieving long term
sustainability and charitable aims of maintaining and developing the
provision of community benefits, is to:
 Increase the availability and quality of huts and spaces
available for community, commercial and individual uses.
 Implement a self-catering project.
 Develop the Cultybraggan Camp visitor attraction.
The Trust has now embarked upon redevelopment of five, possibly
up to ten of the huts as self-catering units, a project which is nearing
completion but has been subject to delays caused by the Coronavirus
pandemic. The vision has been articulated in a strategy statement
produced by CDT2. How the strategy aims are achieved forms the
basis of the terms of refences of this study.
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3.

Study Terms of Reference



Options appraisal for maintenance and improvements to
these offerings

In October 2021, the Trust sought to procure:
“expert analysis and proposals through a consultancy contract, to
assess and make recommendations that will enable CDT to
implement its strategy through the current Covid-19 pandemic and
beyond i.e., for the period 2020-2025.
The overall terms of reference were wide ranging with a requirement
to provide a strategy implementation ‘roadmap’ that identifies:
1. How CDT can best implement the self-catering project.
 Review of existing business plan and its target market and
revisions necessary
 Options appraisal - self-catering direct or outsourced
management
2. How CDT can improve the visitor attraction and increase
visitors and revenue.
 Review of current visitor offering.
 Options appraisal for increasing visitor numbers from
5,000 in 19-20 to 20,000 per year.
3. How CDT will maintain, improve and, where appropriate,
increase its Community and individual offerings.
 Review of current community and individual offerings

4. How CDT will maintain, improve and, where appropriate,
increase its commercial offerings.
 Review of current commercial offerings
 Options appraisal for maintenance and improvements to
these offerings
5. How CDT will adapt its activities in the light of the COVID-19
pandemic.
 Options appraisal with specific proposals for reopening
the visitor attraction.
6. How the implementation of the strategy will take CDT to long
term financial sustainability.
 Review of current financial position
 Options appraisal for funding improvements necessary
for implementing strategy.
 Options appraisal for funding revenue deficit until long
term financial sustainability achieved.
7. What IT and communications improvements will be required
to implement the strategy
 Review of current IT and communications systems
 Options appraisal for IT and communications systems
improvements required.
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8. What changes to CDT governance, staffing, structures and
processes will be required to implement the proposed
strategy - implementation ‘roadmap’?
 Review of current governance, staffing, structures, and
processes
 Options appraisal for governance, staffing, structures,
and processes
The remainder of this report sets out our approach, conclusions, and
recommendations.

4.

Review Methodology

We undertook to deliver a multi-stage strategy review of the following:
Stage 1
Stage 2
Stage 3
Stage 4
Stage 5

_________________________________________

Stage 6
Stage 7
Stage 8

Implementing the Self-Catering Project
Improving the visitor attraction and increase visitors
and revenue.
Maintaining, improving, increasing Community and
individual offerings.
Maintaining, improving, and increasing its commercial
offerings.
Adapting its activities in the light of the COVID-19
pandemic.
Addressing requirements for IT and communications
improvements.
Reviewing CDT governance, staffing, structures, and
processes
Strategy implementation for long term financial
sustainability.

The research findings and recommendations are set out in the
remainder of this report.

_________________________________________
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5.

The Need for Primary Research

5.2.

5.1.

Cultybraggan Camp User Survey and Consultations

Following survey
undertaken with:

At the outset of the study, it became apparent that there was little or
no available data on the views of the various diverse audience groups
who interact with Cultybraggan and CDT more widely. Therefore, the
opportunity was undertaken to carry out an extensive online survey
based on the visitor, community, business, trust and staff contacts
available via CDT and through use of social media outlets. The online
survey was successful in achieving 270 responses yielding the
following “top line” findings:







Respondents are supportive of the aims of CDT to develop
Cultybraggan Camp.
The camp is an attractive and interesting place to visit.
It is an appealing business location.
It is regarded as a valuable community asset.
However, it is somewhat untidy.
Respondents believe that the main priorities for CDT over the
next five years should be:






Consultations
completion,

extensive

consultations

were

A representative sample of business users
Some of the Community groups who use huts.
CDT Trustees
CDT Staff members

The responses to the online survey together with the follow up
consultations gave a detailed picture of the views and options for the
future of Cultybraggan Camp. The findings arising from the online
survey are shown in Appendix 1.
The responses from the survey and the consultations were
instrumental in informing the research-based background to the
subsequent recommendations in the remainder of this report.

_________________________________________






Improving Cultybraggan as a visitor attraction
Achieving financial sustainability
Developing Cultybraggan Camp as a community asset
Developing Cultybraggan Camp as a business location
Improving the interpretation of the heritage at
Cultybraggan Camp
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6.

Implementing and Operating the SelfCatering Project

In this section we have:




6.1.

Reviewed the existing business plan.
Assessed options for management of the self-catering units
following completion.
Estimated the potential revenue and profitability of the selfcatering units based on a range of operational models.
Review of the Existing Business Plan for Self-Catering

The road to deciding how many self-catering units to develop has
clearly been a long one and appears to have been informed by many
studies and advice. There are extensive business scenarios and
models which CDT have used to estimate the levels of business
revenue and costs. However, decision making appears to have been
slow and during the study period, and also as a result of the Covid19 pandemic, CDT was not certain if it should develop a further five
self-catering units beyond the five which are currently under
development and our consultant opinion was sought.
We have assessed self-catering business models in many similar
rural locations. Therefore, rather than go into the CDT model in detail,
we used our own long-established business model to estimate

revenue and cost estimates, based on our experiences of similar
models elsewhere.
The governance arrangements for the self-catering initially appeared
to be unnecessarily complicated, involving establishment of a
specific legal vehicle to raise money via a community share issue.
However, steps are now being taken to address this situation in
consultation with shareholders. In the governance review it has been
identified that the option of establishing a trading company may meet
the CDT requirements not only for self-catering operations but for the
entire site.
6.2.

Options for Marketing and Promotion of The SelfCatering Units

In this section we consider the options for management and
promotion. There are three broad options for the management and
promotion of self-catering units, each with their own pros and cons:





To commission an agency partner to market and promote the
properties.
To commission an agency partner to market and promote the
properties and undertake all aspects of day-to-day property
management.
To undertake marketing, promotion, and all aspects of
property management “in house” using CDT staff and day to
day resources

The strengths and weaknesses of each option are shown in Tables 6.1. (Marketing Options).
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TABLE 6.1.
SELF-CATERING PROPERTY MARKETING OPTIONS
OPTION

STRENGTHS

WEAKNESSES

Agency Models
 Maximises national and global exposure online and
via hard copy brochures.

 Cost – up to 20% commission
 Some of them will only promote the months that they can

 All bookings handled on your behalf.

guarantee they will sell.

 Standards are generally high if reputed agents are
used.

 CDT don’t know who is on site.
 CDT must comply with all conditions of contract laid down by

 Bookings likely to be almost guaranteed.

the sales agent.

 CDT generally control the inventory
In House Models



Full control over marketing and promotion

 Agency websites are generally very appealing – an in-house



Still requirement to use a “system” of some sort.



All revenue is retained by CDT.

version may not look quite so attractive.
 Market reach may not be as effective.
 Dedicated staff required to maintain marketing and manage
bookings.
 May not be as sensitive to pricing as it would be if tied to an
agency.
 All costs are incurred by CDT – may be more transparent
than using a management agent.
 Requires PL cover

6.3.

Managing the Properties – In House or Contracted Out?

Regarding management of the properties, there are also options:


To engage a third-party management agency to undertake
the day-to-day property management.



To manage the properties in house using CDT staff

Managing the Self-Catering Properties involves:


Enquiry handling about the logistics of visitor stays pre visit –
but not bookings if a sales agent is used.
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Welcoming visitors and check in.
Directing them to their hut
Engaging with visitor throughout their stay in a manner which
gives a positive experience and generates positive
recommendations.
Cleaning the hut and ensuring everything is in order prior to
arrivals.
Dealing with all complaints or requirements whist the visitors
are in the hut.
Undertaking all ongoing “operational maintenance”
Cleaning the hut after visitor departures and preparing them
for the next arrivals
Undertaking all major essential maintenance and upgrading
required
Ensuring compliance with all statutory requirements







Ensuring compliance with all accreditation requirements e.g.,
with VisitScotland QA requirements to the required star rating
level
Managing the inventory
Complaint handling
All PR and marketing

There are broadly two options for managing the self-catering
properties on a day-to-day basis. These are:



Contracting out day to day management of the properties to
a third party on a contract basis
Full management by CDT as part of its ongoing activities at
Cultybraggan

The strengths and weaknesses of each option are shown in Table 6.2. (Management Options).
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TABLE 6.2.
SELF-CATERING PROPERTY MANAGEMENT OPTIONS
OPTION
Contracting out of

STRENGTHS
 All day-to-day management issues are handled

management to a thirdparty agency

directly by the managing agent.
 The “pain” of day-to-day management is removed
from CDT.

A “full service” model

 There are few or no requirements for additional staff

using an agency to
manage all aspects of the

to be employed by CDT.
 Removes the need for CDT to incur any direct staff

self-catering operations

costs.
 Utilises a dedicated high-quality website and booking
route specific to Perthshire.
 Local contact – better service to CDT form agency
partner
 Offers a full range of services from marketing and
promotion to property management

WEAKNESSES
 CDT pay a cost to the management agent.
 May leave CDT with relatively low levels of net income.
 Requires stringent legal agreements.
 CDT lose control over who is being employed specifically to
manage their properties.
 Managing agent must be available 24/7 to respond to visitor
requirements – ideally that needs to be “on site” or close by
with a dedicated staff member available.
 CDT has little or no control ever the welcome and service
quality standards available to visitors
 Managing agent may require a presence on site either full
time or occasional basis – so will be sharing space with CDT
staff
 CDT would pay a management fee to the agent.
 Agent may withdraw if they feel that the units are not selling
well

Full in-house management



All revenue is retained by CDT.

 CDT incur full costs.

by CDT using e.g.,



All costs are incurred by CDT – may be more

 CDT incur all the hassle of managing the properties.

transparent than using a management agent.

 CDT do not currently have in house expertise to manage self-

Supercontrol or Airbnb to
get to market and own staff



to undertake on site
operations

Full control over property management on a day-today basis is retained by CDT.

catering properties.
 Detailed training needs required on e.g., booking systems



CDT staff engage directly with visitors.

management, customer care, response handling.



CDT can respond directly to complaints.

 Market exposure may be more limited than agency exposure.



CDT can handle all negative comments from visitors

 Stretches small number of staff to their limits.

– online or direct.

 Requires new dedicated staff at cost.
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Removes an extra layer of “management” that has to
be controlled by CDT – they have to manage the
contractor.



6.4.

happen anyway as they are property owners)
 CDT staff member must be available 24/7 to respond to visitor

CDT employ dedicated staff and have full control over

requirements – ideally “on site” or close by with a dedicated

who is being employed

staff member or warden available

A Recommended Marketing and Management Model

CDT does not currently have sufficient “in house” capacity, expertise,
or resources to manage or promote a self-catering operation or to
manage it on a day-to-day basis offering all of the required services
that a five-unit self-catering operation might have.

with CDT and have offered a free site visit by their local staff or agent.
Most of the agents have been extremely positive about the type of
accommodation proposed, especially those who specialise in
“unique” properties.
The detail of the self-catering options is set out in Appendix 2.
6.6.

It is therefore recommended that a “hybrid” operation which engages
an agency to offer a full-service marketing and property management
service in the early years, followed by more of an “in house” approach
if and when capacity is established. We therefore recommend that in
due course, CDT engages with a full-service agency at the outset
and that the entire self-catering operations should be overseen by
the proposed Visitor Services Officer and via the Director,
accountable to trustees in due course.
6.5.

 All compliance with statutory requirements falls to CDT (may

Possible Agents, Booking Systems and Sales Channels

We have investigated some examples of booking management
systems and agency support which is available for self-catering
operators. Some of them have been contacted directly and have
provided detail on their terms of business. Many are keen to engage

Supporting the Agency Brand Strength

Self-catering agencies are only likely to take on board the CDT
properties if they are happy that there is demand for the properties
and that they are in tune with the overall agency brand. It is less likely
for example, that LHH will be as interested because they tend to go
“higher end” than the properties to be offered at Cultybraggan.
6.7.

Financial Models for Self-Catering

Financial projections have been made based on the following
assumptions:




There are 5 self-catering units in the area specified by the site
manager.
A further four units may be restored for commercial lets with
a further unit restored for use as a café.
The huts are available for rental on a year-round basis.
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Revenue estimates are based on average self-catering
occupancy for Perthshire.
Rental costs are based on a range of comparator rental prices
towards the “lower end” of the market range in Perthshire.
Because of the nature of the huts, the market rates used to
derive average rates are lodge type self-catering units.
There is a differential between high and low season rental
price.
A range of operating costs percentages from 25% to 60%
which reflects the likely overheads incurred, bases on our
discussions with other operators of various types of selfcatering ranging from luxury apartments to basic
accommodation.

6.7.1. Year 1 Operation
We understand construction is still underway, and no promotional
work has yet been undertaken. Hence, our “year 1” is not based on
a particular starting date but instead assumes the first full year of
operation.
6.7.2. Revenue Estimates
For year 2, it is assumed that rental charges rise annually to reflect
current demand for self-catering (assumed to be 5% per year). On

that basis gross revenue estimates for Years 2 to 5 are shown in
Table 6.3. Overall, around £200k to £376k of revenue could be
generated over five years.
6.7.3. Operating Cost Estimates
Based on or own assessment of operating cost levels from a range
of operations of various types of self-catering accommodation
ranging from high end castle apartments to glamping pods, we have
estimated operating costs at various levels of percentage of revenue
and have based model 4 on costs identified by CDT in their most
recent projections which assume that CDT incurs staff costs in
running the self-catering operation. Incurring these costs to look after
only five units may not represent particularly good use of resources
and other management models may prove to be more attractive to
CDT at least at the outset of trading.
6.7.4. Estimated Operating Surplus/Deficit
The financial models, based on full years trading, are set out in detail
in Appendix 3 and summarised in Table 6.3.
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TABLE 6.3.
SUMMARY OF SELF-CATERING OPTIONS
Operating Model

Estimated Surplus (Deficit)
Year 1

Year 2

Year 3

Year 4

Year 5

Model 1 - 25% Operating Costs

£72,254

£75,867

£79,660

£83,643

£87,825

Model 2 - 40% Operating Costs

£57,803

£60,694

£63,728

£66,915

£70,260

Model 3 - 60% Operating Costs

£38,536

£40,462

£42,485

£44,610

£46,840

6.8.

The Impact of Covid-19 on the Self-Catering Units

The impact of Covid-19 on the visitor market in Scotland and the UK
will be long lasting3 but is not yet clear. At the time of writing, we are
in a phase where:








3

Vaccine rollout is underway in Scotland and across the UK.
The Impact of Covid-19 on the 2021 tourist season looks to
be generally negative due to lack of clarity on when reopening
will be permitted.
But there is anecdotal evidence of increasing levels of
demand from the UK market for 2021 and 20224
There is an increasing desire for country escapes.
The Scottish and UK visitor markets appear to be the most
likely source of business.
Long haul travel has virtually disappeared with recovery
forecast to be slow beginning in 2022 at the earliest.

“Impact of Covid-19 On Our Scottish Tourism Industry”, VisitScotland January
2021

6.9.

Impact on Cultybraggan Camp

The self-catering units at Cultybraggan are unlikely to be available
for rent for much of the 2021 season. This may not be too much of a
burden for CDT because, as a new entrant, arrangements are still to
be put in place for launch, marketing, and sales of the units.
Therefore, whilst the loss of part of the 2021 season is regrettable, it
may be possible to secure late season bookings if:
The units are complete.
Agency arrangements are put in place for promotion and day
to day management of the units.
 The market responds strongly to the offer.
The reality is that when complete, the available self-catering
properties are likely to be trading from early 2022 with appropriate
sales and marketing efforts initiated late in 2021, and mainly to the
UK and Scottish markets at the outset. The upside of delaying sales
and operation is that gradual lifting of Covid restrictions may reduce



4

“Six Trends for Travel In 2021”, ABTA’s Holiday Habits research 2020
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the need for compliance with strict Covid-19 rules. How this rolls out
will be determined purely by Scottish and UK Government public
health rules and cannot be predicted at this stage.
6.10.

Recommendations

Currently, CDT does not have the capacity or market reach to
promote and operate a self-catering operation on an in-house basis.
Use of a marketing agency or a full-service agency will relieve CDT
of the burden of day-to-day operations and will ensure that
contracting with a service provider with the required skills and market
reach will effectively promote and manage the five self-catering units
in their early years. In future years, CDT may develop in house
capacity and expertise to manage the whole operation. However,
until that time we set out the following recommendations:

6.10.2. Longer term
It is recommended that:








6.10.1. At the Outset – Short Term
We recommend that as the next steps, CDT should engage with
agencies – they are keen to talk to CDT and have been in contact
with ourselves. Contact details for four agencies have been provided
to CDT. A meeting would allow CDT to





Discuss what they offer.
Update financial projections to real figures.
Assess the overall impact of each on CDT.
Consider options and identify preferred option.







CDT must walk before it can run – it does not currently have
sufficient in-house capacity to take on the management and
promotion of the self-catering units.
We therefore suggest that a “full service” approach should be
considered for a few years at least.
CDT can then assess during that time if they can take on
board the in-house day to day management – and possibly
that of a further five self-catering units if demand is high.
If so, consider using a marketing agent thereafter with onsite
management possibly being done by CDT.
Use of a marketing agent will continue to extend the market
reach even if, eventually, the actual property management is
being done in house by CDT.
In the longer term, a “hybrid” approach may be appropriate
for management of the self-catering properties if capacity is
built in house, but CDT still wishes to maximise its market
reach via a marketing agent.
Set up the self-catering operation as a cost centre, covering
its own costs and overheads and with no general camp
running overheads allocated to the operations as a cost or
profit centre.
All arrangements for managing and developing self-catering
should be overseen by a CDT Project Director.
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6.11.

Community Funding of the Self-Catering Project

We understand that the self-catering project aimed to raise £35,000
of funding support from community shareholders. This represented
just over 5% of the projected total project cost with the balance being
financed through grant funding. The information we have indicates
that a total of £27,300 was raised from 212 community shareholders
(an average of approx. £130 per shareholder). We understand that
the Board is currently considering offering a refund of their
investment to all community shareholders.
We recommend that CDT considers the option to manage the selfcatering operations within the remit of the trading company
recommended in the governance section of this report (Section 12).

7.

Visitor Attraction Development and
Operations

7.1.
Introduction
The development of Cultybraggan Camp as a heritage visitor
attraction has been an objective of CDT since the purchase of the
site.
Initially visitor access was free of charge, although voluntary
donations were encouraged. However, an admission charge of £5.00
per adult was introduced in 2019, a year in which 5,000 visitors were
recorded. The study terms of reference therefore request that the
consultants assess:
“How CDT can improve the visitor attraction and increase visitors
and revenue”.
This includes providing:

_________________________________________




A review of the current visitor offering.
Options appraisal for increasing visitor numbers from 5,000
in 2019-20 to 20,000 per year.
Specific proposals for reopening the visitor attraction
especially in the light of ongoing Covid-19 restrictions.

In this section we set out the following




Objectives for the Visitor Attraction Element of Cultybraggan
Market Assessment
Review of The Current Visitor Experience at Cultybraggan
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7.2.

Improving Visitor Orientation and Management
Improving Heritage Interpretation Facilities
The Need for An Interpretive Plan
The Impact of Coronavirus and Recommendations for
Opening In 2021
Financial Projections for Developing and Operating the Visitor
Centre Beyond 2021
Towards A Possible Rebranding Strategy
Conclusions and Recommendations



Objectives for The Operation of The Cultybraggan Visitor
Centre



To be successful and to achieve increased and sustained visitor
footfall, it is recommended that the long-term objectives of the Visitor
Centre element of Cultybraggan Camp should be as follows.






5

To deliver a high-quality visitor experience that motivates
repeat visits, recommendations, and referrals.
To raise visitor awareness and appreciation of all aspects of
the heritage and current operation of Cultybraggan Camp.
To encourage and facilitate extended visitor stays in the
Comrie area and the wide dispersal of visitors to other
facilities in the area.
To operate in a way that generates a financial surplus and
does not require ongoing grant funding.

Scottish Tourism Economic Activity Monitor for Perth &Kinross 2019






To generate enough financial surplus to maintain and
enhance the visitor experience through ongoing investment
in new visitor facilities.
To provide additional opportunities for local businesses to
provide visitor services and promote themselves through
Cultybraggan Camp.
To provide additional employment in the local area.
To involve the local community in the operation of the centre
through offering rewarding and stimulating volunteering
opportunities.
To generate local pride in the operation of the visitor centre.

We begin by reviewing the wider context of the visitor attractions
market in Perthshire.
7.3.

Market Assessment

Prior to embarking on assessment of the attraction, we have
investigated the market to ascertain if the desired 20,000 visitors are
achievable. We have used a market penetration rate (MPR)
assessment of the visitor attractions market in Perthshire to estimate
the potential size of the market for Cultybraggan. The model
considers several key information sources and assumptions. These
are as follows:


Estimates of the volume of tourists visiting Perthshire broken
into staying visitors and day visitors 5
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Local day trip estimates
Estimate of the number of potential schools’ visitors.6
Estimates of the market penetration rate for Perthshire visitor
attractions based on data from the Scottish Visitor Attractions
Monitor (SVAM) for 2019
Comparator data for other visitor attractions

It is not prudent to suggest that an attraction will welcome a specific
number of visitors. What is more useful is to provide a range of
potential visitor numbers to allow business planning based on several
scenarios.
7.4.

The Visitor Attractions Market in Perthshire

CDT has identified an objective of increasing visitor numbers to
Cultybraggan to 20,000 per year. In 2018, the Scottish Visitor
Attraction Monitor, indicated that the most popular free admission
visitor attraction in Perthshire was Tay Forest Park with an estimated
279,000 visits. The most popular paid admission visitor attraction was
Scone Palace with 116,000 visits. The top five most popular free
admission attractions and four out of the five most popular paid
admission attractions in Perthshire were located on the M90/A9 travel
corridor. The exception was Cultybraggan’s near neighbour,
Auchingarrich Wildlife Centre, which reported an estimated 78,000
visitors p/a.

6

Pupil Numbers by Stage, Scottish Government 2018

The Association of Scottish Visitor Attractions (ASVA) publishes
visitor numbers from 230 member attractions in its Annual Visitor
Trend Report which noted a small increase in visits to attractions by
Scottish and UK visitors and a small decline in visits by overseas
visitors. This was attributed, at least in part, to uncertainties over
Brexit. The Report recorded the following annual visitor numbers for
attractions within the broad vicinity of Comrie (Table 7.1).

TABLE 7.1
VISITS TO ATTRACTIONS IN PERTHSHIRE
Attraction

2019 Visitor Numbers

Doune Castle

153,000

Dunblane Cathedral

17,000

Famous Grouse Experience

56,000

Highland Safaris

43,000

Scottish Crannog Centre

25,000

Source: ASVA

The most relevant to Cultybraggan Camp may be the Scottish
Crannog Centre being a unique, paid admission heritage attraction
like Cultybraggan Camp. We also note that Scotland’s Secret Bunker
in Fife – another specialist built, paid admission heritage attraction
located off main artery routes – recorded 31,000 visitors in 2019.
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The Crannog Centre and Secret Bunker visitor figures suggest to us
that CDT’s objective of increasing Cultybraggan’s visitor numbers to
20,000 p/a is likely to be realistic and achievable.
However, both attractions have obviously invested very substantially
in brown directional tourist signage from main artery routes as well
as good quality marketing materials and offer high quality and awardwinning visitor experiences. Similar levels of investment will be
required at Cultybraggan in both areas to achieve its target of 20,000
visitors per year.
For Cultybraggan, we therefore estimate that the potential scale of
the visitor attractions market for Cultybraggan ranges from around
15,000 to around 25,000 visitors per year assuming that the visitor
attraction offers an experience which is highly regarded and attracts
a regular flow of visitors from within its key markets (Table 7.2).
TABLE 7.2
VISITOR ATTRACTION MARKET ASSESSMENT

7.5.

MPR

Estimate

Low

14,747

Medium

19,663

High

24,579

Conclusions

Based on the available data we conclude that it is likely to be
achievable for Cultybraggan to achieve 20,000 visitors. However, this
will be dependent upon the visitor experience being significantly and

constantly improved, and appropriate professional advice taken on
how best to achieve that improvement.
7.6.

Review of the Current Visitor Experience at Cultybraggan
Camp

Due to the Camp being closed to visitors because of Covid
restrictions, we were unable to view the full operation of visitor
attraction facilities. We have been unable to review the contribution
of staff and volunteers to the quality of the visitor experience through
their face-to-face contact with visitors.
Therefore, our comments on the current visitor offering are largely
based on viewing the built facilities at a time when the Camp is closed
to visitors. However, we have sought to complement this by reviewing
comments posted by visitors on user-generated review websites
such as TripAdvisor where the current average score is 3.9 from only
1% of visitors. With these caveats, we would make the following
observations.
7.6.1. Pre-Arrival
The camp is promoted by both CDT and partner agencies such as
VisitScotland. Brown tourism signage to the Camp is limited and
potentially confusing in places. For example, signage from the A85
road through Comrie reads “Cultybraggan Camp Wildlife Centre” or
simply “Cultybraggan Camp”. While locals will know that the first sign
is one shared with Auchingarrich Wildlife Centre, visitors to Comrie
who know nothing about Cultybraggan may mistake it for either an
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animal park or a camping site. The signpost in Comrie itself is difficult
to find being small, halfway up a lamppost and only visible after the
junction has been arrived at.
Coming from the south, Cultybraggan lies just off the B827 road
which links Comrie with Greenloaning and joins the A822 which is
one of the National tourist routes between Stirling and Pitlochry.
There is no brown signposting for the camp at the B827/A822
junction.
7.6.2. The Arrival Experience
There is no obvious visitor welcome or orientation at the Camp
entrance, and it is unclear where visitors should go upon their arrival.
There was some negative comment about an unmanned honesty box
being the only mechanism for accepting payment for admission in
one TripAdvisor review. Upon arrival, there is no context for the story
of the camp and no guidance on what to do next.
We understand that, normally, on arrival, visitors were guided via
non-fixed signage to the car park and the reception office where a
member of the reception team gave a brief introduction to the camp,
provided health and safety advice, and provided them with a route
map that included information on the reverse about the wider aims of
the CDT.
7.6.3. Car Parking
We parked at the gate – it is not known if this is the usual place for
visitors to park. The new self-catering accommodation may require

between 10 and 20 car parking spaces to service all of the new selfcatering units. There will be additional requirements for parking
spaces for increased day visitor use as numbers increase. Where will
these spaces be provided to ensure safe visitor access? We
understand that a review of car parking, traffic and pedestrian
management is being undertaken and this will be essential.
7.6.4. Visitor Orientation
There is no clear or obvious visitor orientation around the Camp site.
For example, where do visitors go when they park? Where are the
heritage experiences that they have come to see? There are a small
number of attractive, professionally produced interpretive panels
within the Camp, but they seem to have been positioned in a
somewhat arbitrary manner for visitors to chance upon. We
understand that when the camp was fully open, visitors were guided
to the reception team and provided with map and information. We
are told that the interpretive panels are strategically placed to
describe events at that location within the camp and are identified on
the map.
7.6.5. Interpretation
The covered interpretation of the Camp’s heritage is primarily housed
in the Guard Block and three adjacent Grade A listed huts. The
quality and presentation of this interpretation is basic. We assume
that the fixtures and fittings in these sites are interpreted to visitors
primarily through on-site staff and volunteers.

26

COMRIE DEVELOPMENT TRUST STRATEGY IMPLEMENTATION REVIEW

7.6.6. Tidiness of the Camp
Nowhere looks its best in late November or when it is closed, but
areas of the Camp look shabby and untidy. A significant number of
huts are still to be renovated; substantial buildings such as the
Officers Mess appear semi-derelict; and there are piles of rusting
metal and other waste lying outside some commercial lets.

buildings and facilities that are not in keeping with the history or visual
qualities of the site. Specifically, the Carmichael construction yard,
the Wild Thyme/Entier building, which is a former MoD building
constructed when Cultybraggan was a training camp, and the private
house currently under construction at the time of our visit.
7.7.

Conclusions

There should be a substantial tidy up throughout the Camp before
visitors return. Reminders may need to be sent to some commercial
and community lets about their responsibilities regarding maintaining
tidy premises. We are aware that a tidy up was planned to begin in
July 2021 to take place before opening.

In our view there needs to be substantial investment in visitor
orientation and interpretation facilities if visitor numbers are to
increase and visitors charged an admission fee to access the site.
The quality of visitor experience does not currently justify an
admission charge of £5 per head.

7.6.7. Potential for User Conflict

7.8.

Feedback from some businesses suggests a degree of friction
between its commercial and visitor uses. Concerns were expressed
about visitors wandering freely into areas of commercial activity and
we could see for ourselves potential friction in large commercial
vehicles and visitors using the same access points and routes within
the Camp. Again, there was some negative visitor comment about
this in review websites. We understand that (as of June 2021) steps
are now being taken to separate visitors from commercial to ensure
health & safety issues are addressed.
7.6.8. Visual Integrity
We have concerns that the heritage integrity of the site and its
potential for development are compromised by parts of the site
having been sold off to private operators who have constructed

Improving Heritage Interpretation Facilities

Coherent and engaging visitor orientation and management are key
to delivering a quality visitor experience. There are several elements
which should be addressed for the short, medium, and long term.
Successful heritage visitor attractions tell engaging stories through a
variety of media. This should be the aim of heritage interpretation at
Cultybraggan Camp.
The recommended short-, medium- and long-term actions set out in
Appendix 4 could provide an enhanced visitor experience in 2021
that generates further interest in Cultybraggan and justifies an
increase in admission charges and signposts future investment
whish are needed to develop the visitor experience in the longer term.
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7.9.

Timescale for Delivery

Improving the visitor experience cannot all be done at once. The
imperative should be on the Guard Block which can act as a focus
for day visitors and offer revenue earning services to all camp visitors
and users until the Officers Mess is developed in 2 – 3 years’ time.
7.10.

Development of a Visitor Management and Interpretive
Plan

Costs of this plan are likely to be around £10k and are essential to
guide the long-term development of the visitor admissions towards
20,000. Implementation would incur further capital costs which may
be eligible for grant funding. The proposed VSO could take on
responsibility for delivery within the ongoing business plan of CDT.
7.11.

The Impact of Coronavirus - Recommendations for
Opening in 2021

Suggested actions for reopening of Cultybraggan to visitors in
summer 2021 were set out in Appendix 5. they can be summarised
as follows:















However, we have since been informed that CDT has decided not to
open the site in 2021.
7.12.





Plan to open on a limited basis from July 2021 (dependent
upon government restrictions.
Undertake Covid-19 Risk Assessment – use the STERG
COVID checklist
Recommend admission by pre booked small groups only.

Guided tour basis only – 1 hour maximum - the Guard Block
should be the check in point where visitors pay admission and
receive some basic orientation.
Signage is needed to direct visitors from the entrance gate to
the Guard Block)
Tours to be undertaken only in Covid group “bubbles”.
Pre tour protocols will be required.
Guide commentary to be provided in external areas only.
Indoor areas to be visited unaccompanied.
FACTS to be observed at all times – regular sanitisers on
route and PPE.
Review PL insurance
Ensure staff are complying with public guidance and
practices.
Duty of care for staff and guides will be required.
Respond to updated advice from VS/NHS/ScotGov
Adopt “Good to Go” Self-Assessment

Towards a Rebranding Strategy

The name “Cultybraggan Camp” does not come over as particularly
appealing to the visitor market. There are amazing stories to be told
which the title of the destination does not reflect and if the experience
improves then a new market positioning is likely to be required. We
therefore suggest that CDT should consider rebranding the camp –
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but not as a matter of short-term priority as it should be associated
with ongoing upgrades and improvements to the visitor experience,
so it is probably a medium to long term requirement.
A rebranding strategy should reflect the heritage values and visitor
market appeal of the destination – examples might include Eden
Camp in Yorkshire which has been “straplined” as a “Modern History
Museum” and has a visual identify which conveys its origins
associated with an eye catching and appealing website. The Scottish
Railway Preservation Society (SRPS) site at Bo’ness is actively
developing the “Museum of Scottish Railways” a high-profile
attraction distinct from the Bo’ness & Kinneil Railway – adding value
to the overall visitor experience through a major capital programme
and market repositioning.
7.13.

Events at Cultybraggan Camp

Historically, a programme of events has been developed to provide
additional motivations for leisure visits to Cultybraggan, particularly
through the PR coverage they can generate in popular media. An
Events Manager was appointed to expand this programme, although
we understand this post has now been made redundant due to Covid
restrictions.
The Event Huts will require external and internal upgrading if they are
to provide quality experiences to growing numbers of visitors and
local users. Their current shabbiness will not complement any new

high quality self-catering units or any enhanced interpretive facilities
in the Guard Block building and elsewhere.
The area currently designated as the Activities and Events field
should also be regarded as an area which all visitors and locals can
access without paying. We recommend developing this field as a
picnic area with benches and seats that can be removed to
accommodate large scale outdoor events. We also recommend
developing a children’s adventure play park in this area in order to
extend length of stay and provide a facility where younger visitors
with limited attention span can let off steam in a controlled
environment.
Events have been addressed in more detail in the community section
with financial estimates made.
7.14.

Recommendations

Having identified the issues and concerns outlined above, we will
now outline recommendations for enhancing the visitor experience at
Cultybraggan Camp. Overall, the strategy for development of the
heritage elements of the camp should be as follows:




Identify appropriate car parking places for visitors which
keeps them clear of other site users.
Identify a heritage zone based around the jail block and the
three A-listed huts.
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7.15.

In the short term a tour route should be established which can
be self-guided or tour guided (These will now not apply to
2021)
Consider use of technology as self-guided tour using
downloadable apps or an A/V system to guide visitors round
the site.
An interpretive plan is developed which identifies the heritage
stories and communication of everything should be
undertaken.
Consider rebranding the story and the visitor attraction
element of the site. Cultybraggan may not necessarily be a
good “brand” name with which to promote the upgraded
experience.
Similar historic sites elsewhere have created a softer, more
“visitor friendly” rebrand whilst still offering an experience
which presents the full heritage of the site. The previously
referred to Eden Camp, the Museum of Scottish Rural Life
and the Camera Obscura & World of Illusions are examples
of subtle enhancement and rebranding which have raised the
profile and appeal of the attraction in recent years.
All arrangements for developing and managing visitor
activities should be overseen by a CDT Project Director (see
Section 12).
Financial Projections for the Visitor Centre Beyond 2021

Beyond 2021, which may well be a difficult operational year due to
the ongoing Covid situation, we recommend the financial objectives
of the visitor centre should be as follows.









7.16.

To incrementally increase visitor numbers from their current
level to a minimum of 20,000 paid admission visits per annum
within 5 years.
To increase the financial surplus generated through paid
visitor admissions in order to fund an ongoing programme of
maintenance and enhancement of the visitor centre.
To provide additional employment through Visitor Centre
staffing to enhance the quality of the visitor experience and
reduce reliance on volunteers.
To incrementally increase admission charges to reflect the
enhanced quality of visitor experience on offer and bring
Cultybraggan in line with admission charges in comparator
attractions.
Assumptions

Total Admission Income projections assume a 60%/40% split
between Adult and Concession admissions.





Staff and Other Costs for 2022 onwards assume a normal full
operational period with daily opening from 1 April – 31
October each year. Out of season visits are by prior
arrangement only.
This opening period equates to daily opening for 214 days or
1,712 hours per year.
Staff & Other Costs assume the appointment of a full time
Visitor Services Officer when the staff complement would
reach a level that justifies such a position – Year 4.
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However, there may be a need to appoint the VSO earlier
subject to progress on strategy delivery.

Based on these assumptions, the financial estimates are set out in Table 7.3.
TABLE 7.3
FINANCIAL SUMMARY 2022 - 27
Year

Projected Visitor Nos.

Admission Charges

Total Admissions

Staff & Other Costs

Income
2022 - 23

5,000

Adult: £6.00

£26,000

Concession: £4.00

2023 – 24

8,000

Adult: £7.00

12,000

Adult: £8.00

£49,600

16,000

Adult: £9.00

£86,400

20,000

Adult: £10.00

£131,200

Cost Estimates

Staff & Other Costs based on the following:




2021 - 22: 1 FTE seasonal staff member @ £13.000 p/a
2022 - 23: 1 FTE seasonal staff member @ £20,000 p/a
2023 – 24: 2 FTE seasonal staff members @ £20,000 p/a
each

£40,000

£9,600

£63,000

£23,400

£93,000

£38,200

(4 FTE paid staff)

£184,000

Concession: £8.00

7.17.

£6,000

(3 FTE paid staff)

Concession: £7.00

2026 - 27

£20,000

(2 FTE paid staff)

Concession: £6.00

2025 - 26

Operating Surplus
(1 FTE paid staff)

Concession: £5.00

2024 - 25

Annual

£120,000

£64,000

(5 FTE paid staff)





2024 – 25: 3 FTE seasonal staff members @ £21,000 p/a
each
2025 – 26: 1 FT Visitor Centre Manager @ £30,000 p/a & 3
FTE seasonal staff members @ £21,000 p/a each
2026 – 27: 1 FT Visitor Centre Manager @ £32,000 p/a & 4
FTE seasonal staff members @ £22,000 p/a each
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From the above it can be seen that incremental rises in annual
surpluses can be projected year on year, as visitor numbers grow.
We suggest that at least one-third of each annual surplus should be
reinvested in maintaining and enhancing the visitor experience –
more in the initial years of operation.
In addition, part of each surplus would need to be allocated to
marketing costs, as marketing is key to increasing visitor numbers.
Data from the Scottish Visitor Attractions Monitor suggests that an
annual marketing budget of around £5,000 is close to the industry
norm for an attraction drawing in 20,000 visitors p/a. Respondents to
the Monitor indicate that social media is rated as the most effective
marketing channel, followed by leaflets and websites.
Overall, the aim is to make the visitor centre self-financing through
admissions income alone and to generate an operational surplus that
can: fund improvements to the visitor experience; contribute to
central management and admin costs; provide funding to support
other local community projects.
7.18.

8.

Business and Community Engagement

In this section we assess how CDT could engage the community and
businesses more effectively.
8.1

Creation of a Community Hub

Analysis of the online survey responses, and one-to-one interviews
with CDT trustees and staff highlighted significant interest in creating
some form of community hub within Cultybraggan. We support this
aspiration as a means of strengthening community ties with and
increasing community use of the camp. We suggest there could be
two main options for creating such a hub.


A Business Plan for the Visitor Centre

It should be noted that the above figures are based on estimates and
do not constitute a detailed business plan for the visitor centre. This
should be the subject of a full interpretive and feasibility study tied in
with the visitor management and interpretive plan and will be required
by funders such as the NLHF.

____________________________________________________



Including a community hub facility within the proposed
renovation of the Officers’ Mess building, which is identified
as a Phase 3 project in the CDT 2020 Plan and Vision for
2025. We understand that initial estimates for the cost of this
renovation have been worked up but, as yet no funding has
been secured to progress this project.
Developing one of the three A-listed huts adjacent to the
Guard Block building as a facility that could act as a
community hub in addition to its function as an education suite
or children’s interactive suite as identified in a Phase 3 project
in the 2020 Plan and Vision for 2025.
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8.1.1. Recommendation on the Community Hub



It is recommended that CDT progress the first option of housing a
community hub within a renovated Officers’ Mess for the following
reasons:






The Officers’ Mess is earmarked to house a café and shop.
We also recommend it should act as the main reception and
ticketing point for visitors and self-catering clients. In effect,
the Officers’ Mess will be one of the main hubs in the camp
for day visitors, overnight guests and onsite businesses.
There would seem to be synergies in viewing it as a main hub
for the local community as well, rather than create something
separate in another part of the camp.
Community users, visitors, overnight guests and onsite
businesses are all likely to need toilets and catering. It will be
more economic to provide such facilities in one wellappointed centre rather than have them spread across the
camp. This should reduce staffing costs as well as heat, light
and power costs. In addition, proximity to these facilities is
likely to make any community hub a more flexible and
attractive space.
The Officers’ Mess building appears to comprise of two main
wings. It should be possible to create a secure and selfstanding community hub in one of those wings while using the
other for common services like reception, toilets, catering and
retail.



One of the main differences between Cultybraggan and most
other heritage facilities is that it is a mixed-use location
actively populated by local businesses and local people
rather than a collection of old bricks and mortar with no
present-day function. We suggest that having different types
of users mix and mingle in one common facility will enhance
visitor understanding of the wider CDT ethos and offer local
residents and businesses interaction with visitors in a
controlled but positive environment.
Proximity to catering and retail may increase the propensity
of locals visiting the community hub to use these facilities,
making them more viable and profitable for CDT.

We envisage the community hub being a flexible space that can be
set up for different uses and could possibly be subdivided as required
to create more than one space for events and activities. For effective
management, it should be available to community groups, local
businesses and individuals by pre-booking only. However, all users
would be able to block book regular ongoing time slots if required
e.g., community group A block books every Monday from 2 – 4pm for
an exercise class.
Bookings could be made through staff in the reception facility within
the Officers’ Mess, who could also be responsible for ensuring the
proper and safe use of the hub. It should be recognised from the
outset that any community hub facility will incur ongoing operational
costs. Users of the hub will have to contribute towards these costs to
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avoid them being an unsustainable burden on CDT budgets. A
separate business plan should be developed for the hub.




However, there should be some scope to make the hub available to
private or commercial users at commercial rates that could be used
to cross subsidise community users. There may also be community
initiative grant funding available for specific projects that, again, could
cross subsidise community uses of the hub.



We therefore recommend that CDT should aim to create a highquality community hub within a renovated Officers’ Mess building
within the next 2 – 3 years.






8.2.

Business Users of Cultybraggan

The consultations and survey responses can be summarised as
follows:
The responses from local businesses through consultations and the
online survey can be summarised as follows:






There were 28 responses to the online survey from
businesses, although not all were located at Cultybraggan
Camp.
Average rental costs of commercial business units at
Cultybraggan is around £1,800 per year (based on responses
from only two who divulged that information).
Repairing leases were more common than commercial
leases.

All business who responded considered that their current
rental costs are fair and reasonable.
Visitors are not a significant issue for most businesses based
in the camp, but there is some concern over mixing of traffic
and visitors on site.
The camp is not well maintained – it is untidy and a “dumping
ground”.
Cultybraggan Camp offers neither good nor poor value for
money to businesses but is a convenient place to be due to
the main attributes of the camp.
Most businesses in the camp would not be willing to pay any
further charges even if CDT provided additional services.
Amongst the minority who indicated that they would be willing
to pay more, services like grass cutting and street lighting
were mentioned as desirable.

8.2.1. Attributes of the Site
The main attributes of the site are:








Business owners live locally.
Access to the site is good.
Location and surroundings are attractive.
Property prices
Suitable buildings
Most businesses indicated that they would remain and
possibly expand their presence at Cultybraggan.
Some business owners would consider future property
purchases at Cultybraggan.
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A service or other charge is possible for those who currently
do not pay anything towards site upkeep.
There is scope to attract more business tenants and/or
owners.

8.2.2. Negative Aspects of the Site
The main negative aspects of the site identified by businesses are:







Perhaps surprisingly, good broadband, available workforce
and the heritage of the site are not regarded as main
attributes of Cultybraggan.
Neither are CDT trustees and staff regarded as particular
attributes, but contact is maintained nevertheless mainly via
staff “on the ground” or the CDT website.
Leases are not standardised and vary from unit to unit.
General maintenance is not great.

These negative attributes are not major issues and were mentioned
by relatively few respondents. The main negative feedback related to
maintenance agreements.
8.2.3. Maintenance Agreements
Maintenance agreements are supposed to be in place. However, the
standard of hut upkeep varies – some leaseholders have spent
significant amounts of money on improving and maintaining their
properties whilst others have failed to meet some of the basic terms
of lease. The responsibility for ensuring compliance currently falls to
part time CDT staff who, quite understandably, should not be

regarded as “site police” who enforce maintenance and financial
agreements with people they come face to face with every day.
8.2.4. Future Demand for Lease of Huts
So far, leaseholders are mainly local businesses but consultation with
a property agent who has an informal relationship with CDT has
indicated that interest in the huts at Cultybraggan may extend beyond
the local area and that enquires are still regularly received. It appears
likely that there is demand for cost effective workspaces and that
enquiries are regularly received for Cultybraggan even in the
absence of formal promotion. However, as CDT generally prefers
that the business lease holders are from the Comrie area there is a
likelihood of little further uptake from the local market which may now
be fully saturated. Hence the properties should be marketed more
widely. We understand that businesses in Comrie have been given
preference, but this has not excluded businesses from outside the
area however the local demand is likely to be low and the properties
should be promoted beyond the immediate area.
This would require a formal agreement with a property managing
agent, agreement on terms of lease and a communication and sales
plan – a prospectus – for leases of huts. CDT would respond to
demand by rolling out further infrastructure and restoration to basis
levels to those huts which are currently not served.
8.2.5. Recommendations
It is our recommendations that:
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Terms of lease and rates are standardised – we understand
that a standard licence was approved by the Board in May
2021.
Businesses beyond Comrie are encouraged to rent units –
local demand is likely to be saturated.
CDT should promote Cultybraggan huts more widely on the
open market.
The aim should be to encourage uptake of further huts from
businesses beyond Comrie.
CDT should formally engage an agent to promote the
properties – with a formal agency agreement in place.
CDT should consider engaging a property management
company to manage all aspects of tenancies from lease
arrangements to day-to-day grounds maintenance and legal
compliance.
All property lease terms, and management arrangements
should be overseen by a CDT Director (see Section 12).

The arrangement would be reported to CDT and monitored by CDT
staff and trustees on a regular basis.
8.3.

Community & Individual Offerings

This section of the report will cover the following.





Background to Community & Individual Offerings
Membership of CDT
Creation of a Community Hub
Repair & Lease Scheme






Community Orchard & Allotments
Community Funding of the Self-Catering Project
Events & Activities
Access Issues

8.3.1. Background to Community & Individual Offerings
CDT currently has 600 members, who live locally within the Comrie
area post code, and 200 associate members, who live elsewhere.
Members are invited to an Annual General Meeting at which
individuals are elected to join the CDT Board of Directors. In total,
there are a maximum of 15 directors – a maximum of 12 elected by
the membership and up to 3 co-opted directors.
8.3.2. Membership of CDT
Membership of CDT is currently free, and the Trust has one of the
largest memberships of any such organisation in Scotland. It is
viewed as a model for other such trusts to follow. The number of
members acts as important leverage to attract external funding for
projects. Many members also support the Trust through volunteering
and contributing to projects in other in-kind ways. At present, CDT
only directly communicates with its members in relation to the AGM.
Although newsletters are published in the local press and via the
website and social media there is no ongoing direct formal
communication throughout the year. This is largely because CDT has
no email addresses for around one-third of members and is
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concerned that producing and posting hard copy communications on
a regular basis would be too much of a financial and staffing burden.




Nonetheless, we understand that it is currently planned to begin
regular, structured communications with those members who do
have email. We fully endorse this plan as a means of enhancing
community awareness and understanding of CDT’s activities. We
also suspect that the number of members without email may be
significantly lower than projected, given the growth in online
communications in the most recent years and during the Covid
lockdown situations.
Given the foregoing, we recommend continuing a membership
scheme in the current free format in order to maintain its leverage
potential for grant funding and encourage ongoing community
support for and participation in the camp.
8.3.3

Introducing a Paid Membership Scheme – Friends of
Cultybraggan

However, we also recommend setting up a separate “Friends of
Cultybraggan” scheme in which individuals, groups and businesses
pay a small annual fee in return for a package of defined benefits.
The primary aim of this scheme is to drive additional visitor business
to Cultybraggan through incentivising repeat visits and
referrals/recommendations. A Friends of Cultybraggan scheme
would be open to applicants anywhere in the world and could include
the following benefits:







Discounted entry to the paid admission interpretive facilities
(Concessionary rate rather than full adult admission rate).
Discounts on purchases in the camp café and shop (once
operational).
Discounts on hire costs of venue facilities in the camp (once
operational).
Priority for purchasing tickets for paid admission public events
in the camp.
Regular e-newsletters updating Friends on developments in
the camp.
Possibly invitations to Friends only events and functions at
the camp.
Possibly discounts on goods and services from businesses in
the camp.

The Friends scheme would in effect be a form of visitor payback
programme where visitors to Cultybraggan have an option to pay a
little extra in return for supporting and receiving information about
CDT activities. Membership of the Friends scheme would also create
an additional database of contacts who could be cost-effectively
targeted through direct marketing activities.
A Friends scheme could encompass a range of elements including a
dedicated Friends communications channel, exclusive offers and
activities and could and be delivered by the proposed Visitor Services
Officer
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8.4.

Repair & Lease Scheme

The Repair & Lease scheme aims to enable local and community
organisations and businesses to participate in the operation of
Cultybraggan Camp by carrying out agreed works to the buildings
they occupy in lieu of paying rent for a specified period.
Information supplied by CDT indicates that there are currently 32 huts
in the camp occupied under the Repair & Lease scheme (compared
to 19 commercial lets). We understand that it is hoped to provide
services into more of these R&L huts in order to convert them into
commercial lets, although there are major infrastructure constraints
that will need to be addressed to achieve this.
The online survey identified concerns about the deteriorating
condition of some huts occupied under the Repair & Lease Scheme
due to tenants not carrying out required works. The survey also
highlighted concerns about the vetting of Repair & Lease occupants
to ensure their appropriateness. One-to-one discussions with CDT
directors and staff identified a widespread view that, despite its best
intentions, the Repair & Lease scheme is not operating as effectively
as hoped and is creating a few problems for the Trust, including the
following.


There are no standard terms and conditions for Repair &
Lease tenancies. Each lease is different. This creates
significant issues in terms of administration and policing of the
scheme.












The variation in tenancy agreements results in different
tenants paying different service charges and, in some cases,
no charges at all.
The length of lease agreements can be significant, with fiveyear rent-free agreements not being uncommon.
The original intention that most Repair & Lease tenants would
upgrade huts to a commercial let standard with a view to
continuing to use them as commercial lets has by no means
always happened.
Approving individual Repair & Lease agreements appears to
be a lengthy process involving the full Board and individual
directors. This slows down the leasing process and places
greater demands on staff and directors.
There is no effective policing of the scheme to ensure that
tenants are meeting conditions to maintain and upgrade their
huts. CDT lack the resources to police the scheme effectively
and some tenants have exploited this by not carrying out
repairs and maintenance as specified in their tenancy
agreement. They have done this without any sanctions.
At the time of this report, there seems to have been a
somewhat informal approach to offering Repair & Lease
agreements to potential tenants, with offers allegedly being
made without the knowledge and approval of the full Board.

There is a concern that, for some local organisations, the scheme
has simply become a means to secure free storage facilities for
equipment and fittings they rarely use and devote few resources to
maintaining.
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8.4.1. Review of Repair & Lease Scheme
We understand that CDT staff are currently reviewing all leases to
develop standard terms and conditions and provide more effective
policing mechanisms. The following is recommended:








Reducing the number of huts available under the scheme to
avoid potential frictions with other, more directly profitable
uses, particularly given the aspirations to connect more huts
to services.
Significantly reducing the average length of lease. We would
suggest no Repair & Lease agreement should run for more
than one year except in exceptional circumstances.
Obviously, leases could be extended year-on-year by mutual
agreement.
Operating all Repair & Lease agreements under one standard
set of terms and conditions agreed by the CDT Board.
Agreements should include specific timescales for tenants to
carry out specified maintenance and repair works and should
make explicit that failure to meet these timescales may result
in eviction. Indeed, we suggest that undertaking initial
specified maintenance works should be required before any
R&L tenant begins to use their premises. In addition, we
would suggest that agreements should set out a default
payment to be made by tenants in the event of them refusing
to comply with their terms and conditions of let.
Vetting all applicants for the scheme to ensure that they meet
CDT’s stated priorities of “making dreams come true in Sports



& Entertainment, Rural Arts & Crafts and Business Marketing
& Manufacture”. Applicants who do not fit into these areas of
activity should not be offered leases, except in exceptional
circumstances.
Giving CDT staff full delegated responsibility for the day-today operation and management of the scheme within the
parameters of the terms and conditions agreed by the CDT
Board. Staff would report directly to Board meetings providing
updates on scheme applicants, enforcement actions required
and any other issues.

Overall, the aim should be to operate a streamlined Repair & Lease
scheme than requires less administration and less staff and director
time and effort. The scheme should operate at minimal direct cost to
CDT and should set clear, specified standards to which tenants are
required to operate. The scheme should help to address CDT’s
stated priorities and participation in it should be a privilege and not
some sort of automatic right.
8.4.2. Converting Repair & Lease Lets into Commercial Rental
Converting R&L huts into commercial lets, may be an expensive
project, with the first stage – installing a new main distribution cable
from the electrical sub-station to feeder pillar 1 – having been
provisionally costed at £20,000. No funding is available for this work.
We note from the survey that the average rental value of each
commercial let is approximately £1,800 p/a. If half of the current R&L
huts were to be connected to the electricity supply and rented out as
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commercial lets, this should generate income of just over £28,000
per annum, suggesting that there should be a return on investment
within 1 – 2 years.
Even a modest annual increase in commercial rental from Repair &
Lease units over several years would have an impact on longer term
return on investment (Table 8.1).
TABLE 8.1
POSSIBLE IMPACT OF CONVERTING R&L TO COMMERCIAL RENTALS
Year

Additional Units Let

Average Rental (from

Total

Agency fee (Assumed

survey)

Net Income

10%)

Year 1

3

£1,800

£5,400

£540

£4,860

Year 2

5

£1,800

£9,000

£900

£8,100

Year 3

6

£1,800

£10,800

£1,080

£9,720

Year 4

8

£1,800

£14,400

£1,440

£12,960

Year 5

10

£1,800

£18,000

£1,800

£16,200

Total

32

Therefore, we recommend progressing this work with costs being
met out of CDT reserves if no grant funding is available. We suggest
that infrastructure development such as this is essential to generate
ongoing revenue income in the medium to long term and to create a
positive step-change in the quality and maintenance of the fabric of
Cultybraggan.

£57,600

8.5.

£51,840

Community Orchard & Allotments

The Community Orchard at Cultybraggan was launched in 2010 with
the assistance of grant funding. It has since been developed with the
help of almost 300 volunteers. The orchard is managed by a working
group operating under the auspices of CDT Board and normally holds
regular workdays and a series of public courses and events.
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Comrie Allotments Association was set up in 2008 and holds a lease
at Cultybraggan, which runs until 2024. It has established over 40
allotment plots at the camp, most of them ½ plots. Plots are available
for rent from the Association. We understand there is a waiting list of
available plots. Responses to the online survey included many
positive comments on both the orchard and allotments, which are
generally viewed as assets to the camp as a whole and facilities of
visitor interest. Unlike the Orchard Group, the Allotments Association
is not a working group of CDT but a tenant in the same way as e.g.
the Men’s Shed.
The Allotments Association also uses 2 huts at Cultybraggan for
meetings/functions and kitchen and toilet facilities. It pays CDT rent
for the use of all its facilities at the camp. The Association also
normally holds events such as Produce Days at Cultybraggan to
raise funds. We recommend that both facilities should be encouraged
and supported to continue and enhance their activities at
Cultybraggan. In particular:






Early discussions should be held with the Allotment
Association to extend their lease at the camp beyond 2024.
Reports and updates on activities in both facilities should be
a standing agenda item for CDT Board meetings.
Each group should have one named CDT director who acts
as their primary point of contact with its Board. This director
should act as their champion within the CDT Board.
Discussions should be held with the Orchard Group and the
Allotments Association on the potential (or otherwise) to



promote them more fully to visitors, if possible and desirable,
through enhanced interpretation and signage within the camp
and an enhanced programme of public events.
Plans should be drawn up with both to identify, cost and help
to provide any further services or facilities they may require in
the future.

As the allotments are tenants and not a working group, it is essential
for future governance of Cultybraggan Camp that clear channels of
engagement between such groups and CDT are established with
regular reporting to CDT of activities.
8.6.

Events & Activities

Community group respondents to the online survey identified the
areas within Cultybraggan for holding events and activities as the
most positive attributes of the camp. Other respondents also
identified this as a positive attribute. The outdoor Activities and
Events Field was particularly highlighted as a positive attribute.
Both the online survey and the one-to-one discussions with CDT
directors and staff identified an enthusiasm among some for
expansion of the events programme at Cultybraggan, particularly
through renting out spaces to external organisations and individuals
who would organise and promote their own events. This is seen as a
means of generating additional commercial income without placing
significantly greater management burdens on CDT. However, events
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can be a high-risk business especially to community groups and
trusts with few assets to cushion them against failure.



We note that, in the recent past, CDT has employed an Events
Officer, although we understand this post has been made redundant
due to Covid restrictions. Our proposal to develop a community hub
facility within a renovated Officers’ Mess building could provide
additional facilities that community groups and others can use to
organise and hold events and activities of local and wider interest.



Overall, the development of Cultybraggan as a venue for events and
activities should deliver enhanced community benefits and additional
income streams for CDT. It should also enhance visitor awareness
of the camp, as events provide additional motivations to visit. Given
this we recommend the following actions.












Undertaking consultations with local community groups to
determine the extent and likely seasonality of demand for
community use of indoor and outdoor facilities for events and
activities.
Liaising with professional event organisers to determine the
extent and likely seasonality of demand for event facilities
they may anticipate.
Through consultations, identifying the services and other
support that CDT will need to provide to stimulate and satisfy
community and commercial demand for indoor and outdoor
event facilities.



Identifying opportunities for CDT to organise events and
activities in its own right and the resources and budgets that
will be needed to do so.
Identifying local businesses that CDT can work in partnership
with on events or recommend to external event organisers
looking to source services and facilities. There are a number
of potential partner businesses already based at
Cultybraggan.
Agreeing and implementing policies for the use of event
facilities by community groups and professional event
organisers i.e., who has priority when, requirements for public
liability insurance and risk assessments, post event clean up
requirements etc.
Agreeing and implementing charging policies that benefit
community groups.
Establishing an Events Diary that community, professional
and individual enquirers can access to identify free days and
times when facilities are available for booking. This would
simplify and incentivise the booking process.
CDT should not support events which are loss making. This
means that CDT only support events which:
 Are provided by third party organisers who pay CDT a
ground rental and take all the risks, or
 CDT ensure that if they are organising their own events,
they are supported by a clear financial forecast based on
likely footfall and ticket revenue estimates – and are
prepared to postpone or cancel if the required break-even
ticket sales are not being achieved.
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 Or that events organised by CDT are supported by
external funding from a suitable grant source prior to
commitment to organising them.

charge a market rate that acknowledges the uniqueness of the camp
and offers all of the required facilities.
8.7.2. Filming

Overall, we suggest that an expanded programme of events and
activities is likely to generate additional interest and income for CDT.
However, it should be recognised that the events sector is subject to
a wide range of health and safety and other legislation, which will
impact on the delivery of any events and activities by both CDT itself
and external operators.
8.7.

Weddings and Filming

Given the uniqueness of Cultybraggan Camp we are of the view that
it would also offer a superb venue for TV and film productions if it was
fully engaged with the industry and effectively promoted. There is
currently little, or no effort undertaken to create venue hire
agreements or location contracts, not because nobody has thought
of it but because there is no capacity within CDT to develop the offer,
promote them and engage with the various sector leaders such as
Screen Scotland. Yet these activities may offer lucrative revenue
potential to CDT.

8.7.1. Weddings
8.7.3. Financial Impact of Events. Weddings and Filming
Although Cultybraggan Camp is available for weddings and filming,
there appears to be little use, if any made of it. This is unlikely to be
due to lack of market demand - weddings can take place anywhere
in Scotland and wedding planners and organisers are always looking
for unique locations.
We understand that in July 2020, discussion between CDT and a
wedding planner led to advise that changes would be required to
make the area more attractive for weddings – we recommend that
CDT should consider the cost/benefit of these changes and
investments to enhance its appeal as a wedding venue with scope to

Based on a few assumptions and hire rates from CDT itself, we
estimate that these areas are potential sources of revenue for CDT if
developed and managed effectively (Table 8.2).
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TABLE 8.2.
EVENTS, WEDDINGS AND FILMING - SUMMARY
Year 1

Year 2

Year 3

Year 4

Year 5

Large Events

£6,000

£18,000

£24,000

£35,000

£35,000

Small Events

£4,000

£6,000

£6,000

£9,000

£11,250

Weddings

£3,200

£4,800

£8,000

£10,000

£14,400

Filming

£3,000

£7,500

£9,600

£16,000

£16,000

Total

£16,200

£36,300

£47,600

£70,000

£76,650

Details of these estimates are set out in Appendix 6.
8.8.

The Need for an Activity and Audience Development Plan

We recommend that CDT should prepare an activity and audience
development plan which takes into consideration how it will use
Cultybraggan for events and activities aimed at the key target
audiences. This document is often required in support of capital grant
applications and should form the basis of what happens on the site,
who uses it and on what terms and should form part of the long-term
strategy for development of Cultybraggan Camp.

previously been held with Perth & Kinross Council regarding creating
a foot and cycle path to the camp from the centre of the village. We
understand these discussions have currently stalled due to a lack of
available funding from the Council and unresolved issues with a
neighbour across whose land any path is likely to pass. On the basis
of the foregoing, we recommend that:



8.9.

Access

A further issue that was raised by both community group and public
respondents to the online survey was that of access to Cultybraggan
Camp, in terms of both safe off-road foot and cycle access and
access by public transport. We understand that discussions have

Creating safe access to the camp from Comrie village should
be adopted as a medium-term priority for CDT.
CDT should initiate further discussions with PKC and the
neighbouring landowner to propose a partnership approach
to securing external funding for foot and cycle path creation
or, as an alternative, installing pavements and cycle lanes
along the verges of the B827 between Comrie and
Cultybraggan.
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With regard to public transport access, we suggest that there
may be scope to work in partnership with Auchingarrich
Wildlife Park and Comrie Community Bus Trust to operate
some form of shuttle minibus service between the village and
the two attractions.
This could be particularly valuable when events and activities
are being held at either attraction, even if it is not viable at
other times. Nonetheless, even a skeleton service on set days
of the week may provide a means for residents with ambulant
difficulties to travel more comfortably to the camp.

We also recommend that there may be potential and value in trying
to set up a joint ticketing scheme with Auchingarrich or, indeed, other
attractions in the area and that this should be investigated by CDT,

_________________________________________

9.

IT Infrastructure

9.1.

Requirement for IT and Communications Improvements.

The IT funding from the HLF Emergency Fund has been used to:
 Develop a Property Management System which is now in its
pilot stage. This system captures all information relating to
CDT property in one place. It will improve the efficiency in
managing the property and provide meaningful information to
the Board when making decisions.
 Set up a new website for the business streams of self-catering
and visitor attraction (ongoing). Management of this website
is likely to fall under the remit of the VSO.
 Set up Sharepoint by a local IT company. Work is progressing
to provide access to working groups and Board members.
The same local IT company also provides anti-virus
protection for staff laptops, day to day support to staff and
data back-up services.
The review has been based on the outcomes arising from this
Strategy Implementation Report and will focus on the current
functionality of the existing infrastructure, hardware on-site and thirdparty support and its ability to meet the needs of the strategy.
Information was gathered when on-site on the 11th of November when
John Mauchline met with Andy Hemming, Simon Dawes, and Andy
Warden. Also, in attendance was Aspen Limited, an IT support
company. We benefited from a tour of the camp site. Unfortunately,
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due to Covid-19 restrictions we were unable to see inside the
administration office or inspect any of the equipment. Details of
equipment and software used has been collected via conversations
with Lynn, Andy, and Simon. In some cases, Lynn provided
photographs.

It is recommended that expertise is sought to review the OneDrive /
Sharepoint setup and implement a back-up procedure. This would
further facilitate more documents to be scanned and reduce archive
storage. We understand that as of June 2021. Sharepoint is now
under contract and set up correctly with weekly back-ups in place.

CDT primarily uses IT equipment for business administration and
accounting. There are 4-laptops, aged 3-4 years, monitors and a
copier under contract circa 1-year old. The laptops are used by the
three staff members and. the 4th laptop is used by CDT Vice-chair
Helen Buchan. Although the equipment is beyond its optimum age it
works well and fulfils the tasks required. It is very likely it will ably
handle any new cloud-based software introduced in the next 6-18
months. It should be anticipated some of the equipment will require
to be replaced during calendar years 2022/2023. It is recommended
that this be included in the budget for each year.

9.3.

9.2.

OneDrive / Sharepoint.

It is good practice not to save information to individual laptops. All
information is saved to OneDrive / Sharepoint which is a cloud-based
Microsoft product. This product is not backed up. Though, arguably
back-ups may be held on each laptop, it is recommended that a
secure, regular back-up is scheduled for this data.
It was also commented on that Onedrive / Sharepoint is not setup
properly. It may well be, but it can be a tricky product to get right.
Concern was raised about who may have or may not have access to
specific data.

Anti-Virus Software.

We have been advised the laptops do not have anti-virus installed.
Each laptop will have Windows Security (defender) which is a basic
minimum and will do a good job if regular Windows 10 updates are
accepted. It would be recommended that a specialist anti-virus
software is installed e.g., ESET.
9.4.

IT Policy

This policy should be reviewed and maintained on a regular basis in
line with other policies as detailed in the Governance section of this
report.
9.5.

Useful Websites and links.

https://comriedevelopmenttrust.org.uk/
https://cultybraggan.business.site/
http://www.comrie.org.uk/wp-content/uploads/2020/06/cdt-comriecommunity-woodland-june-2020.pdf
There are two main websites and various links which appear
reasonably up to date. To step up to a visitor attraction with selfcatering the management of the websites will have to be stepped up
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and professionally co-ordinated. The sites would benefit from a
joined-up approach and an update for a ‘progressive feel’.
9.6.

CCTV System.

This system is being extended and is fully self-sufficient with its own
equipment; supported and maintained. The system has
interconnection with the Bio-digester Sewage system to facilitate
sending an alarm if there should be a fault. Both systems have full
third-party support via North Star Fire & Security LTD and Brig
Environmental LTD, respectively.
9.7.

Accounting Software.

The financial transactions and subsequent reporting are maintained
and sourced within Quickbooks. This accounting software does the
task adequately but, to produce detail reports the chosen preference
is to export the data into Excel. This results in duplication of effort and
is, presumably, due to inadequacy of the software to format the
reports in the desired way.
The chart of accounts (the method for allocating costs) has been
extended over several years and is cumbersome and a little
complicated. This provides huge detail and, may be difficult to
summarise adequately.
A fundamental objective of any system is to ensure transparency.
Traditional accounting packages are not non-accountant friendly and
reporting using the formats OSCR (Office of the Scottish Charity
Regulator) requires does not help Trustees who are not used to
accounts.

It would be recommended to move to an alternative system within
which reports can be generated in a format more easily understood
by Trustees, and where the process can be automated. In addition,
all related paperwork can be scanned and stored within the
accounting package for ease of reference and avoid circa 3-boxes of
storage accumulating per year. The most suitable package would be
Xero.
9.8.

Application of Ergonomics in the Workplace.

We have had no access to the office and have not undertaken a
review of the workplace and any risks that may exist.
9.9.

Wi-Fi and Broadband connectivity.

Rural broadband provider Bogons who now own the former bunker
at Cultybraggan Camp plan to bring Fibre connectivity \and terminate
a point within every hut on site. If it were not for the Covid-19
pandemic, Bogons advise, this work would now be complete. The
status is ducting to circa 25% of the site and the fibre will be ‘blown’
in Spring 2021 when the weather warms. A priority is to be given to
the self-catering project.
Bogons are accessing funding for this installation via the Government
Gigabit Broadband Voucher Scheme.
8.10.

Telephone system

This may have to be developed further depending on the choices
made within the strategy. A Wi-Fi based system would provide the
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greatest benefit. This is purely to enhance functionality and usually
can be implemented with little or no additional monthly cost.
8.11.

Recommendations

Based on the foregoing it is recommended that:
1. A budget for replacement of laptops in calendar year 2022 /
2023 is prepared.
2. CDT Undertake a full review of Sharepoint / Onedrive.
3. CDT appoint an IT support company and pay a monthly
support retainer.
4. CDT Ensure a third-party anti-virus product is installed on all
IT PCs.
5. A review of IT, GDPR and Internet usage policies is
undertaken.
6. A review of CDT websites – their use, what they are needed
for and design – is undertaken.
7. Appoint a single website manager – via a third-party supplier.
8. Accounting software and reporting – review what outputs are
required and whether the current system, Quickbooks, can
deliver or if a new product would be better.

_______________________________________

10.

Fundraising Strategy

In recent years, CDT has been successful in securing grant funding
from a range of sources for various projects. Current and recent
funders include:
 Energy Savings Trust
 Heinrich Steinmeyer Legacy Fund
 Heritage Environment Scotland
 National Lottery Heritage Emergency Fund
 National Lottery Heritage Fund
 Perth& Kinross Council
 Perth & Kinross LEADER
 Social Investment Scotland
 SSE
 The Gannochy Trust
 Third Sector Resilience Fund
 Triodos Bank
CDT’s current inhouse Fundraising team consists of the Treasurer,
the Finance Officer and the Estate Manager who work with CDT’s
external Fundraiser. CDT has secured grant funding for substantial
investment in 2020/21 including.




Self-catering huts refurbishment
Sewage capacity upgrade
Hillground fencing and planting

£784k
£56k
£75k
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10.1.

The Need for a Funding Strategy

A fundraising strategy should include these sections.
10.1.1. An introduction which includes the goals from the
Strategic Plan

10.1.2. The Case for Support
A clear, compelling and straight-forward statement that explains why
donors/grantfunders should support your cause, based on its
achievements, values and requirements.
10.1.3. The Fundraising Audit

The fundraising strategy and plan are inextricably linked to the
Strategic Plan, aligned to the financial plans for the future of CDT.
The strategy must be developed and owned by the Board of
Directors/Trustees to be successful. It will include:





Vision – What it is trying to achieve.
Mission – What it is going to do about it.
Values – How it is going to behave.
Targets – Usually annual, set out over 3 to 5 years.

Undertake a comprehensive audit to measures your resources, skills,
capacity, contacts, fundraising streams, fundraising history. This will
include undertaking reviews of governance documents, Annual
Accounts, Fundraising Figures, Interviews with everyone involved in
the process, Communications Audit, SWOT analysis and possibly
using a Boston Matrix.
10.1.4. A history of previous fundraising activity

The charity must be clear what the target level of fundraising income
is within the Financial Plan. It must also be clear about what the
funding is going to be used for. Donors and funders need to
understand what their monies will go towards and understand what
difference it will make.

Check who, how and how much you have raised in previous years.
It’s always easier to get more funding from existing or past
donors/funders. Build good relationships with donors.

The “ask” for funds must be undertaken knowing how much is for
core funding, projects, working capital, capital projects and/or
feasibility costs.

You must have good knowledge of what’s happening nationally and
locally. The key to a fundraising strategy is being focused on the right
donors/funders.

10.1.5. An introduction to the general fundraising landscape
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10.1.6. The Fundraising Mix
The Strategy must enable the fundraising mix to be right for CDT.
The key is to rule out those kinds of fundraising that will not work for
you, based on the targets you set, and the resources and skills found
in the Fundraising Audit. All expert advice will recommend have a
range of different fundraising options. Do not put the organisation at
risk by having “all your eggs in the one basket!”. Decide which
fundraising types to do by assessing each through the 7 key
fundraising filters:

1.
2.
3.
4.
5.
6.
7.

Allowed
Restricted
Big target
Short-term
Investment
Implementation easy
Cost effective

vs
vs
vs
vs
vs
vs
vs

Vetoed.
Un-restricted
Wee target
Long Term
No funds available.
Difficult and challenging
Expensive.

Types of fundraising to assess are shown in Table 10.1.
TABLE 10.1
TYPES OF FUNDRAISING
Grants

Community

Corporates

One off donation

Sales, fees & receipts



National Lottery



Regular giving



Payroll giving



Celebration



Lease income



Trusts & Foundations



“Friends” Scheme



Matched funding



Tributes



Rental income



Scottish Government



CDT Membership



Charity of the Year



Legacy giving



Merchandise e.g.,



PKC



Text giving



Pro Bono support



Gifts in wills



Public agencies



Activities, runs etc.



Volunteers



Sales of assets



Contacts



Crowdfunding





Major donors



books, CDs etc.


Visitor sales

Sponsorship



Café sales



Placements



Self-catering income

Community events



Access to networks



Events



Online giving



Membership scheme



Camp hires for events



Quizzes, Bakes, Raffles,



Club, network events



Capital receipts.



Earnings e.g., Amazon

lotteries


Sponsor/adopt a….

SMILE
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10.2.

The Fundraising Budget

Identify what fundraising resources you will need to generate the
funds needed to achieve the strategic goals of CDT. Apply the
fundraising mix and divide the goal between the forms of fundraising.
Also apply your existing resources across all areas, then use your
judgement and experience to check if they are sufficient. Use
benchmarking to confirm this (know the Return on Investment (ROI)
ratios for various types of fundraising.
If you have insufficient resources to reach the goal, then you will have
to change the mix, or develop more resources or change your target.
However, if you change the target does this risk the strategic goals
being missed? Build up a budget, staffing, memberships and
subscriptions, IT, marketing, consultancy, training and events etc.
10.3.

The Funding Landscape

As a charity developing its fundraising strategy CDT must understand
the funding landscape, particularly at this time of a pandemic. The

pandemic has impacted and changed both donors, corporates,
foundations finances and behaviours. To give CDT the best
opportunity of having a successful fundraising strategy these must
be known. Some of the trends to be aware of are as follows:
2020 has seeing rapid shifts in donor and supporter behaviour.
Recent research study7* provides critical insight into these changes
and the impact they are having on supporters – all vital so charities
can plan fundraising campaigns accordingly.





Gen Z Giving: There is a rise of 18–24-year-olds as charity
supporters – you need to engage with this audience (growth in
this age group was 700%)
Think Local: Local causes are rising in importance – think how to
tap into this trend.
Digital Brands: Your brand in the digital world is important to
mitigate the risk of ‘give and forget’– can you strengthen your
brand recognition and link with the donor.

These are summarised in Figure 10.1.

7

Source: Enthuse’s Donor Pulse Autumn 2020 report
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FIGURE 10.1. DONOR AND SUPPORTER ENGAGEMENT
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Organisations have had to adapt their fundraising strategy to
counteract the effects of the pandemic, with virtual fundraising being
one of the main solutions tried across the sector to boost income.





44% of organisations were found to be willing to innovate and try
new things.
60% of respondents have done some form of virtual fundraising
during the pandemic, with over three- quarters using it for the first
time.
Overall, 64% found virtual fundraising to be a good way to attract
new supporters.

The types of virtual events that people are interested in getting
involved in vary widely, covering physical, social, wellbeing and
creative. Figure 10 shows the events that people want to take part in
and highlights Gen Z (18–24-year-olds) figures.
The virtual quiz stands out as very popular across the board with 1 in
5 happy to consider taking part to raise funds, doubling to 41% for
18–24-year-olds. 5K runs also strike a chord with 18–24-year-olds
with a third interested in taking part (Figure 10.2).
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FIGURE 10.2. WHAT PEOPLE WILL GET INVOLVED IN
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10.4.

Funding Information sources

Below are a range of information sources to use.
Institute of Fundraising

https://ciof.org.uk

Directory of Social Change

https://fundsonline.org.uk/

CAF

https://www.cafonline.org/

GrantNav

http://grantnav.threesixtygiving.org

Fundingscotland

https://fundingscotland.com

SCVO

https://scvo.scot/funding

Charities Excellence

https://www.charityexcellence.co.uk

Framework
Legacy Foresight

https://www.legacyforesight.co.uk

Remember a charity

https://www.rememberacharity.org.uk/

10.5.

Capacity to Fundraise.

CDT does not currently have specialist fundraising capacity expertise
“in house”. Therefore, because developing and implementing an
effective long term fundraising strategy is a specialised discipline it is
recommended that CDT:






Identifies and appoints a suitably experienced fundraiser.
Engages with the fundraiser to develop a detailed fundraising
strategy.
Links the strategy to specific future projects.
Prepares and delivers future funding applications as required.
Consider how best to “internalise” fundraising capacity ether
via a long-term contractor arrangement or by employing a
suitably qualified and experienced member of staff.

Overall, an effective fundraising strategy can be summarised in Figure 10.3.
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Figure 10.3
Outline Fundraising Strategy
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11.

Financial Sustainability

11.1.

A review of the current income streams and strength of the balance
sheet has been undertaken in the context of the current strategy. We
have then incorporated the findings of this report into a 3–5-year
forecast of current activity, with sensitivity analysis based on the
incorporation of the revised strategy, showing, if possible, a road to
financial sustainability.
Full detail of financial analysis can be found in Appendix 7. The main
findings of the review are as follows:

Summary.

We have reviewed the last 3-years financial statements and, CDT
Trust’s operational expenditure exceeds the income it has generated
from its activities on-site. The money received from The Gannochy
Trust and Strengthening Communities, fund the shortfall.
In the year to March 2020 an overall funds surplus of £32,162 was
reported. This was, in part, attributable to unused allocation of funds
for the self-catering project of £27,240.
Table 11.1. shows a summary of income and expenditure and the
shortfall for each of the last 3-years.

TABLE 11.1
INCOME AND EXPENDITURE SUMMARY

Operating deficits
YE March 2020 YE March 2019 YE March 2018
Unrestricted Income
173,538
165,076
124,848
Total operating expenditure
230,171
244,043
196,707
Operating deficit
56,633 78,967 71,859
Add loan capital repayments
22766
25505
26299
Cash shortfall
79,399 104,472 98,158
To secure a break-even position and generate sufficient to repay the
capital due on finance loans it is recommended an annual target of

an additional £100,000 net income is required as an absolute
minimum. This would remove reliance on grant income, albeit there
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would be little headroom for unplanned events. We appreciate a
£100,000 target is higher than average of the last 3-years deficits
and, higher than year-end 2020 but, due to the uncertainties of
coming out of the pandemic, we feel this is appropriate.
Including a review of the balance sheet we would summarise our
findings as follows:
1. An operating income shortfall for YE March 2020 of
(£56,633). The past 3-year average is (£70,000).
2. The inability of the assets to generate an operating surplus
will reduce their value significantly from the balance sheet
value of £999,000.
3. The asset value is further weakened as an operating surplus
is required to service the loan finance of £210,396.
4. We have estimated an additional £100,000 should be the
minimum requirement to increase unrestricted fund income
per year. Until this is achieved reliance remains on The

Gannochy Trust, Strengthening Communities Fund or
alternatives.
11.2.

Potential Additional Income Sources

Of the areas reviewed in this report four have been identified with
potential to generate significant additional income. With reference to
appropriate parts of the report, they are subject to certain criteria /
actions to achieve this e.g., additional investment, review and
agreement with 3rd parties, advertising and promotion etc.
Table 11.2 summarises the additional income that may be generated
over the next 5-years. A sensitivity analysis has been applied in
which operating costs for the self-catering units vary, resulting in a
low, medium and high outcome. Increases in visitor attraction
revenue are anticipated in line with market growth assessed in Table
7.3. in all scenarios.
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TABLE 11.2
PROJECTED ADDITIONAL INCOME
High Income

Year 1

Year 2

Year 3

Year 4

Year 5

Self-catering (Model 1: 25% self-catering costs)

£72,254

£75,867

£79,660

£83,643

£87,825

Visitor Attraction

£6,000

£9,600

£23,400

£38,200

£64,000

Additional Business Units - lease

£4,860

£8,100

£9,720

£12,960

£16,200

Events, Weddings & Filming

£16,200

£36,300

£47,600

£70,000

£76,650

Total Additional Income

£99,314

£129,867

£160,380

£204,803

£244,675

Year 1

Year 2

Year 3

Year 4

Year 5

Self-catering (Model 2: 40% self-catering costs)

£57,803

£60,694

£63,728

£66,915

£70,260

Visitor Attraction

£6,000

£9,600

£23,400

£38,200

£64,000

Additional Business Units - lease

£4,860

£8,100

£9,720

£12,960

£16,200

Events, Weddings & Filming

£16,200

£36,300

£47,600

£70,000

£76,650

Total Additional Income

£84,863

£114,694

£144,448

£188,075

£227,110

Year 1

Year 2

Year 3

Year 4

Year 5

Self-catering (Model 3: 60 self-catering costs)

£38,536

£40,462

£42,485

£44,610

£46,840

Visitor Attraction

£6,000

£9,600

£23,400

£38,200

£64,000

Additional Business Units - lease

£4,860

£8,100

£9,720

£12,960

£16,200

Events, Weddings & Filming

£16,200

£36,300

£47,600

£70,000

£76,650

Total Additional Income

£65,596

£94,462

£123,205

£165,770

£203,690

Medium Income

Low Income

Notes:

1. Self-catering options of how best to operate to be considered.
Reinvestment will be required to maintain properties
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2. Visitor attraction costs assume increasing staff costs but do not
consider increased shop, café sales or other costs
3. Business units - commission agent (Smarts) to increase rentals
income
4. Events, weddings and filming - further investment in facilities and
staff and may complement visitor attraction

Table 11.2 indicates that there is significant revenue earning
potential at Cultybraggan if the strategy is implemented. A potential
positive outcome is the low sensitivity exceeds the minimum
requirement established of additional net income of £100,000.
However, in the next section, governance and organisation review,
we have identified some critical factors which may slow down delivery
of the strategy and hence potential to generate these levels of
revenue.

12.

Governance and Organisation Review

From the assessments undertaken so far, implementation of the
strategy and then operation of the assets created, in addition to the
existing business and community services, is a major undertaking
that will require significant strategic and operational resources.
Developing Cultybraggan Camp as envisaged by CDT will require:



Strategic and developmental project management skills to
implement the various strands of the strategy.
Capacity to then manage everything in Cultybraggan Camp
on an ongoing basis.

The delivery of the strategy for Cultybraggan Camp is a long term
and multi-faceted task which requires:




Project management skills
Capacity to deliver the strategy.
A detailed timescale for strategy delivery once these assets
have been created.

From our assessments undertaken so far, the common theme
emerging is that roll out of all projects is:




Generally slow,
Stretches available staff capacity and trustee expertise.
Requires that trustee skills, governance and succession must
be addressed.
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Therefore, CDT needs to increase the rate at which strategic projects
are developed and implemented whilst addressing some aspects of
governance.
As each aspect of the strategy is delivered and comes on stream,
then resources will also be required to manage these operations on
a day-to-day basis. So, it is not simply a question of delivering a
project and moving on to the next one, rather it is a question of
considering how CDT will build its operational resources as more
activities and functions take place at Cultybraggan Camp and
operate them on a profitable basis to generate financial resources in
support of the wider charitable aims of CDT.
12.1.

Capacity and Resources of CDT for Strategy Delivery

Therefore, in this section we have reviewed the governance and
organisation structures of CDT and assessed whether CDT:


12.2.

Is suitably structured to deliver the strategy and
Has adequate resources to deliver the strategy.
Governance Review

As part of the commission, J&H Mitchell WS of Pitlochry was
commissioned to undertake a desktop governance health check of
Comrie Development Trust. A summary of the governance review
findings is set out below:
a) Updates are required to CDT governance documents.

b) A trading company could be set up to operate all trading
activities at Cultybraggan Camp and possibly be the
employer of CDT staff.
c) Some procedures need to be more formally developed.
d) Some subgroups must be more formally engaged with the
trust.
e) A trustee skills audit is required.
f) Trustee role training is recommended.
g) Some policies required updating or are absent.
h) A revised organisation structure and capacity expansion is
required.
The CDT strategy should be set out as a comprehensive time
delineated document into which all trustees can buy. The strategy
should be presented to members for approval at the next available
AGM.
Thereafter CDT trustees and staff are remitted to proceed with
appropriate actions required to deliver the strategy.
12.2.1.

Working Groups

There are several working groups operating at Cultybraggan Camp.
It appears that these groups are:



Useful mechanisms through which aspects of various
projects are delivered.
But are not all are bought into the “bigger picture” that CDT
has set out for Cultybraggan.
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And some tend to do things in a manner which is not fully at
one with that the trust vision for its property.

There is a need for subgroups to become a closer part of the formal
governance structure to ensure that they are not doing things which
do not fall within the trusts aims and objectives for Cultybraggan.
The Full Governance Review report is provided in Appendix 8.
12.3.

Organisational Review

The key reason for the relative slow pace of delivery is that there is
no single person who has the remit to act as Project Director and
actively deliver the strategy – there is no executive capacity “on the
ground” who can coordinate and deliver all aspects of development
and operations at Cultybraggan Camp. In this section we consider
the current organisation of CDT, its capacity, and a recommended
future structure.
12.3.1.

Our overall review of the organisation structure has yielded the
following findings:







Existing Organisational Structure

The operation of CDT is undertaken effectively on a voluntary basis
with part time staff resources employed who currently implement
everything “on the ground”. There are currently 3 part time paid staff.




Reviews of current job specifications reveal that part time staff are
generally charged with responsibility levels which are inappropriate
and are more suited to senior level Director/CEO post holders – of
which there are currently none. In the absence of senior level staff
resources, delivery of the strategy will be piecemeal and lengthy.

Estate Manager 3.5 days/week
Office Manager 4 days/week
Finance Officer 2.5 days/week





There is a lack of executive capacity to deliver the strategy
“on the ground”.
Part time staff are asked to make big strategic decisions.
There are gaps between job specifications and levels of
responsibility.
As of the period of the review, external support such as
property management marketing was not effectively utilised
or formally managed.
There is a lack of strategic direction with evidence of
divergence amongst trustees about the aims of CDT, its focus
on Cultybraggan and on a wider range of community projects.
Our personal experience is that communication within CDT
and to suppliers is not as effective as it might be.
Overall, it is our view that a more commercially oriented and
business-like approach is required.
Trustees themselves can assist in this – many have sound
business experience and can utilise that knowledge to tighten
up on the overall management of CDT to its advantage.
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The existing structure is haphazard, with an accountability gap8
between the levels of executive responsibility and trustees.
Consequently, as evidenced by the survey, tenants and working
groups are generally not bought into a structure which gives them
engagement routes with CDT and means that CDT itself is not
communicating effectively with stakeholders and whilst the strategy
may be eventually delivered, the capacity to do so in a reasonable
timescale does not exist (Figure 12.1).

8

https://www.partnersinleadership.com/insights-publications/theaccountability-gap/
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Figure 12.1
Existing Organisation Structure
(as of March 2020)
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It must be noted that even in delivery of the current commission, there
was no clearly identified reporting and liaison route for the study team
and on a day-to-day basis, we have been dealing with at least six
different trustees or members of staff. This has been time consuming
and somewhat confusing for us as a consultancy team. We must
note, however it has been a pleasure to work with the supportive staff
and enthusiastic trustees.
12.3.2. Role of Trustees
The role of the trustees should be primarily to adopt a strategic
overview of activities and understand their responsibilities and
liabilities in relation to overseeing the CDT activities – with fingers on
the pulse rather than in the pie. It is acceptable and laudable that
some trustees have a voluntary role to play in the subgroups but
these subgroups themselves must be signed up to the overall
strategy and answerable to CDT on whose property they undertake
their activities. Cultybraggan must be managed more effectively with
trustees taking a true “oversight” role rather than a “hands on” one.

12.3.3.

believe greater staff capacity is required to deliver the strategy and
consequently manage the camp. Some changes to the
organisational structure of the trust and additional management
capacity are required to achieve this.
12.3.4.

Addressing Capacity Shortfalls

We recommended that the strategy development and delivery
process can be addressed by appointing two posts:




12.3.5.

A Project Director with executive responsibility for strategy
delivery, and overall management of CDT based on a clear
job description and level of empowerment.
A Visitor Services Officer whose role will be to develop and
manage all visitor facing activities on the site including further
staff and volunteer resources to undertake visitor
management on site.
Cultybraggan Cannot be Managed on a Voluntary
Basis

Capacity to Deliver the Strategy

Delivery of the strategy and projects cannot be done on a voluntary
basis with minimal and “part time” levels of staff support. The
recommendations we have set out so far can only be implemented if
the trust has project management and operational capacity to steer
the strategy on a day-to-day basis, deliver it and manage the new
assets effectively. It does not currently have those resources. We

A site as large and complex as Cultybraggan Camp, with a range of
activities and users cannot be managed effectively on a voluntary
basis. To maximise revenue and the benefits to the community there
needs to be a range of activities going on at any given time and
planned. These require coordination, management and set within the
context of the long-term strategy development and delivery. These
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are major tasks and cannot be done on a voluntary basis nor by the
small existing staff complement.
12.3.6.

The Need for a Project Director

Critically, there is no senior level trust director or equivalent who:









Is a paid employee.
Has a strategic remit, implements the strategy on a day-today basis and steers overall direction?
Is accountable to trustees who oversee strategy delivery.
Develops and oversees an annual business plan, secures
trustee support for it and delivers it on a year-to-year basis.
Acts as the day to day the link between trustees and staff
Is the effective link between CDT and potential external
bodies – e.g., partners such as self-catering agencies or
property agencies.
Identifies staffing resources to manage new projects such as
the self-catering and visitor attraction.

Therefore, CDT must give itself delivery capacity via executive
resources which will allow it to deliver the strategy and subsequently
manage the operation of all aspects of Cultybraggan Camp in an
efficient and customer focussed manner.
And as business hopefully takes off there may be a need to make
further appointments as demand on services increases. The Project
Director would:




Undertake Strategy development and implementation.
Have Executive responsibility for
 Business planning
 Regular trustee engagement and support including
developing and implementing policies for e.g., property
leases.
 Overall line management of staff and volunteer activities
on the site
 Staff on site to include a site manager, administrative
support and financial support.
 A coordinated volunteer activity plan signed off by the
trust.
 Lease agreements with all onsite tenants
 Operational day to day control over all other activities
onsite
 Identify ongoing human and resources requirements.

The key roles of the Project Director would be to deliver the strategy
but also to oversee the development and delivery of aspects ranging
from standard leases and engagement with self-catering and
property management agencies, leading and working with existing
staff to ensure smooth delivery and management of the whole range
of activities at Cultybraggan Camp.
The appointment could be made on a fixed term contract basis.
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12.3.7.

Visitor Services Officer

We have previously recommended that a Visitor Services Officer will
be required to manage the visitor facing aspects of the self-catering
and visitor attraction elements of the strategy. This post could follow
as the visitor activities begin to develop.

12.3.8.

Failing to Increase Capacity to Deliver

If the gaps in Director level capacity and Visitor Services are not
addressed, then it is likely that roll out of the strategy will be extremely
slow paced in the absence of improved capacity to coordinate and
deliver it “on the ground”.
Based on these recommendations, a proposed organisation
structure is shown in Figure 12.2.
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Figure 12.2
Proposed Organisation Structure
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12.5.

 A Project Director to deliver the strategy and oversee all
activities at Cultybraggan Camp, working with existing
staff members – as soon as possible.
 A Visitor Services Officer to oversee development and
management of the visitor facilities including self-catering
and visitor attraction – as the self-catering is rolled out and
a development plan for the visitor attraction elements is
finalised.

Governance and Organisation Review Findings

We recommend that the findings of the governance and organisation
review are implemented. In the short term and to kick start the
process, J&H Mitchell have offered to undertake a webinar for all
trustees at a time of their convenience to go into detail on the
governance review.
12.9.

Summary of Section 12:





CDT needs to increase capacity to deliver the strategy and
coordinate operations at Cultybraggan Camp
The trust should employ two new staff:



CDT should procure expert fundraising advice on a contract
basis.
The governance review recommendations should be
implemented ASAP.
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13.

Conclusions and Recommendations

13.1.

Conclusions

Based on our analysis of CDDT between October 2020 and April 2021, we have formed the following conclusions:
Overall

Self-Catering

Visitor Attraction

1. Taking on Cultybraggan is a challenging but potentially rewarding challenge for CDT.
2. The range of projects proposed in the strategy is challenging but can be rewarding for CDT if rolled out in a
timely and effective manner.
3. But strategy delivery cannot be achieved on what is effectively a “voluntary” basis.
4. Existing staff are highly effective “on the ground” but do not have a remit to deliver the strategy on behalf of
CDT.
5. Hence strategy roll out requires greater capacity to deliver it
6. There are five units available in the short term.
7. They appear to be well fitted out.
8. Issues such as car parking remain unclear.
9. However, CDT is not yet sure how best to operate them or when to market them.
10. There should be experience built up in their operations before committing to use of further units for selfcatering
11. Cultybraggan Camp does not currently offer a high-quality visitor experience.
12. However, the camp itself and the stories associated with it are of great heritage interest.
13. Achieving 20,000 visitor per year is possible but only if the quality of the visitor experience is improved and
attention is paid to provision of good quality visitor facilities on site.
14. The Officer’s Mess and the Guard Block, together with the existing three “heritage” huts offer the core of a
good visitor experience.
15. There is scope for “conflict” between camp users so a visitor management plan would be useful.
16. Strategic consideration should be given to how the heritage is presented, and stories told in an interpretive
plan.
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Business Users

Community Users

Governance

Capacity Building

17. Business users are generally positive about being based at Cultybraggan.
18. However, the majority are unwilling to pay additional charges even for enhanced services.
19. There are some concerns about a lack of standardisation in commercial leases on the site.
20. There are significant concerns about terms and condition of leases not being adequately enforced,
particularly in relation to maintenance and tidiness of the site.
21. There appears to be untapped demand for business premises from businesses currently based outwith
Comrie.
22. However, capital investment in provision of services to huts is required to upgrade facilities to a standard
that can meet market expectations.
23. The current CDT free membership scheme works well and should be continued, but there is scope to develop
an additional “Friends of Cultybraggan” programme in which people and businesses pay a small annual fee
in return for a suite of benefits such as discounted entry.
24. The proposed development of the Officers Mess building should include provision for a community hub
facility that can be used by local groups and organisations.
25. The current repair & lease scheme needs to be reviewed and leases need to be standardised. Their terms
and conditions also need to be more rigorously enforced.
26. Local community groups view Cultybraggan as a good venue for events and activities.
27. There is scope to and interest in developing the range of events and activities held at the site, but this must
be done in a financially sustainable way and no events cost CDT money.
28. There are issues of access to the camp that require addressing in the medium term.
29. The trust governing documents are well structured.
30. However, governance documents need updated, and some new policies developed.
31. Trustees themselves are committed to the charitable aims of CDT.
32. But there are differences of opinion regarding the role and objectives of CDT.
33. The membership structure is not quite right.
34. The working groups are not fully bought into the overall mission of CDT and there are few formal links with
some of the groups
35. There is a very low capacity to deliver the strategy within CDT.
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Financial

13.2.

36. It cannot be done on a voluntary basis with the support only of part time members of staff who do not have
a “project management” role of sufficient seniority.
37. Overall, CDT requires the services of a Project Director.
38. The role of the project Director would be to deliver the strategy, be the main link between staff and trustees
and act as the “public” face of CDT engaging with external partners and funders.
39. This would achieve more effective strategy delivery and speed up the delivery process
40. The operational expenditure exceeds operational income.
41. CDT is reliant on grant funds to fund the annual deficit.
42. An additional £100,000 net income is required to ensure a sustainable operation and repayment of loans.
43. The assets need to generate more income.
44. The strategy outlined in this report has potential for CDT to become financially sustainable.

Recommendations

Overall, to deliver the strategy successfully, the key recommendations are as follows:
Overall
Self-Catering

Visitor Attraction

1.
2.
3.
4.

Adopt the strategy and consider the next actions to ensure strategy delivery
Increase the capacity to deliver the strategy by appointing a Project Director
Launch the initial five units in time for late 2021 or 2022
There should be experience built up in their operations before committing to use of further units for selfcatering.
5. Therefore, consider the options for self-catering management and identify a preferred option.
6. It is recommended that CDT works with an agency in the early years of self-catering operation
7. Implement the preferred option.
8. Assess the effectiveness of the operation and the demand for the self-catering units in due course before
committing to development of a further four
9. Tidy up the site.
10. Adopt short-, medium- and long-term measures to improving the visitor experience.
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Business Users
Community Users

Governance

Capacity Building
Financial

11. Implement the recommendations in Appendix 4.
12. Commission production of a visitor management and interpretive plan in the short term
13. Adopt the post Covid reopening measures set out in Appendix 5 if intending to open from July 2021
14. Put in place standard leases for huts and implement their terms to the full
15. Use an agency to promote the huts, attract new leases and manage the terms of lease
16. Establish a “Friends of Cultybraggan” membership structure which is revenue generating.
17. Create a high-quality community hub within a renovated Officers’ Mess building within the next 2 – 3 years.
18. Promote the stie for events use by third party event organisers or by CDT themselves, as long as they are
revenue earning and do not incur a net cost
19. Formalise the governance and operational procedures within CDT – this includes formal vetting and selection
of trustees, induction, procedures for information and decisions and new rules for removal of trustees.
20. Consider establishment of a trading company for all activities on Cultybraggan Camp.
21. Implement the recommendations of the governance review in the short term
22. Create a full time Director/Manager post to oversee all CDT activities and be answerable directly to the board.
23. Appoint a Visitor Services Officer to take on management of all visitor facing activities on the site
24. Ensure that all aspects of the camp are operated on a “cost centre” basis and make a contribution towards
the overall overheads.

____________________________________________________________________________
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