Comrie Development Trust – Strategic Review Summary
This document includes the Strategic Review Consultants’ Executive Summary, and their
Conclusions and Recommendations. It also includes CDT’s responses to date (in red text) to
the Review Recommendations where appropriate.

Consultants’ Strategic Review Report - 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 Crawford Associates
(Colin Crawford) 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
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 self-catering 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.
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:
• 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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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
self-catering and visitor attraction operations.

4. Community and Business Engagement
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:
• 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.
• 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.
5. Infrastructure
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.
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. 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. Governance
It is recommended from the governance review that:
• 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.
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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.
8. 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 organisational capacity and significant dependence on volunteer
support.
Therefore, we recommend that:
• 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.

Conclusions and Recommendations
Conclusions
Based on our analysis of CDT between October 2020 and April 2021, we have formed the
following conclusions:
Overall
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
Self-Catering
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 self-catering
Visitor Attraction
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.
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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.
Business Users
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.
Community Users
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.
Governance
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
Capacity Building
35. There is a very low capacity to deliver the strategy within CDT.
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.
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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
Financial
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
1. Adopt the strategy and consider the next actions to ensure strategy delivery.
A variety of recommendations have been actioned already, others are in progress and
others are under consideration.
2. Increase the capacity to deliver the strategy by appointing a Project Director.
A full-time CEO has been appointed and is in-post. The Board’s reasoning behind the title
used is that they wanted the post to oversee all aspects of CDT’s operations, not just those
associated with project-related activity.
Self-Catering
3. Launch the initial five units in time for late 2021 or 2022.
This is being actively pursued as part of the project. There have been some on-going delays
due to issues associated with labour and materials shortages, but the formal project
handover to CDT is now planned for 28th February 2022, with the intent that visitors will be
able to stay in the accommodation from April 2022.
4. There should be experience built up in their operations before committing to use of
further units for self-catering.
This is part of the plan and operational experience will be evaluated during the 2022 season.
5. Therefore, consider the options for self-catering management and identify a preferred
option.
The short-term options have been considered, with a short-list of management companies
identified in anticipation of awarding a contract imminently.
6. It is recommended that CDT works with an agency in the early years of self-catering
operation.
This is part of the plan and the management companies identified have this capability.
7. Implement the preferred option.
This is being done.
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.
This is part of the plan, and evaluation will start to be undertaken during the 2022 season.
Visitor Attraction
9. Tidy up the site.
Work in progress, although engaging some tenants is more challenging than others.
10. Adopt short-, medium- and long-term measures to improving the visitor experience.
This is part of the visitor experience plan, and short-term measures are being actively
worked on.
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11. Implement the recommendations in Appendix 4. Note – the contents of the Strategic
Review Appendix 4 are contained in the Appendix to this Summary.
Work is progressing on the short-term recommendations.
12. Commission production of a visitor management and interpretive plan in the short
term.
This is being worked on internally, with a view being taken that external input will be sought if
and as required.
13. Adopt the post Covid reopening measures set out in Appendix 5 if intending to open
from July 2021.
The Board took the view that given the complexities, requirements, on-going challenges
associated with the pandemic, and the nature of the indoor element of the visitor attraction,
that it should remain closed for the 2021 season, whilst a plan was put in place to rejuvenate
elements of it and reopen in April 2022.
Business Users
14. Put in place standard leases for huts and implement their terms to the full.
Standard lease terms have been reviewed and these are being put in place as lease
renewals come up.
15. Use an agency to promote the huts, attract new leases and manage the terms of
lease.
Given the unusual nature of Cultybraggan Camp and its buildings, and the variety of
historical arrangements in place, the Board felt that it would be simpler to keep this activity
in-house for the time being whilst leases, etc are standardised. An external contact will
however be used for general marketing of the potential for huts to be available for lease.
Community Users
16. Establish a “Friends of Cultybraggan Camp” membership structure which is revenue
generating.
This is seen as a very positive move forwards and is something which is being actively
progressed.
17. Create a high-quality community hub within a renovated Officers’ Mess building
within the next 2 – 3 years.
This project has always been part of the intended plan for the Camp and will definitely form
part of the development project plan.
18. Promote the site 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.
This is definitely part of the development plan, although the short-term focus is on getting the
self-catering facilities operating and on rejuvenating and reopening the visitor attraction.
Governance
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.
The whole issue of governance is currently under review, including considering establishing
a governance sub-committee of the Board.
20. Consider establishment of a trading company for all activities on Cultybraggan Camp.
This is currently under consideration.
21. Implement the recommendations of the governance review in the short term.
These recommendations are being progressed.
Capacity Building
22. Create a full time Director/Manager post to oversee all CDT activities and be
answerable directly to the board.
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This has been actioned and a new full-time CEO is now in post.
23. Appoint a Visitor Services Officer to take on management of all visitor-facing
activities on the site.
This has been actioned (Visitor Experience Officer) – a new part-time position has been
created and the post is currently filled on a fixed-term contract basis, which is to be reviewed
in April 2022.
Financial
24. Ensure that all aspects of the camp are operated on a “cost centre” basis and make a
contribution towards the overall overheads.
It is intended that this becomes the operational financial basis and work is being done to
identify the changes necessary to the chart of accounts and accounting systems to allow this
to be delivered in a clear and manageable manner.

APPENDIX - VISITOR ATTRACTION RECOMMENDATIONS

Short
term

Improving Visitor Orientation and
Management

Improving Heritage Interpretation
Facilities

Zoning the Camp
As the heritage elements of Cultybraggan are
expected to be accommodated in only 30% of the
Camp buildings, clear delineation of the different
uses of different areas of the site will be needed to
ensure that visitors are contained within areas
where they will be safe and will not intrude upon
other business and community users of the site. It
is recommended that the Camp should be zoned
into three distinct areas: Cultybraggan Business
Park (the commercial lets); Cultybraggan
Community Centre (community lets): and
Cultybraggan Visitor Centre (the heritage
facilities). Visitors should be encouraged to spend
the bulk of their time in the heritage area rather
than wander freely around the Camp.
If possible, traffic for the Visitor Centre and the
Business Park should be separated
immediately after the entrance to the Camp. Would
it be possible for traffic to the Business Park to be
directed to turn left immediately after the CDT
office hut and to access the commercial lets via
the road running along the front of the
Carmichael’s yard? In the longer term, it would be
helpful to create a separate access point for
commercial traffic into the Camp.

The Guard Block as the Main Interpretive Facility
Given the need to generate income from visitors
through admission charges, we recommend that
access to interpretive materials should be available
in controlled indoor areas which are accessible only
through admission ticketing. The Guard
Block is well suited to be the main interpretive facility
in the Camp, as it holds a series of rooms that can
be visited in sequence to view interpretive materials
on the full range of the camp’s history with each
room should be fitted out with relevant materials to
tell the story of Cultybraggan from 1941 to the
present day in an easy-to-follow chronological
manner.
The emphasis of any interpretation should be on the
people who have stayed at Cultybraggan – why they
were there; their daily lives; and where they moved
on to after the Camp. It is essential that interpretive
materials are presented in as professional a manner
as possible. They should also utilise a common
format or brand throughout to ensure consistency of
presentation.

Creating an Orientation and Admission Point –
the Guard Block
In the short term, we recommend designating the
Guard Block building as a temporary visitor
admissions and orientation point for the Camp, as
well as its main interpretation centre. We
recommend that the central access area of the
Guard Block should have a staffed reception/
admissions desk during all periods when the Camp
is open to visitors. This should also act as the
reception/check in point for the self-catering lets.
Paid staff will be required to operate this facility.
Given that the Guard Block building is hard up
against the obtrusive Wild Thyme/Entier building, if
possible, some form of screening should be
erected to reduce the prominence of the new
building.
Signage
Welcome signage at the Camp entrance should
direct all leisure visitors to the Guard Block and the

Tour Route
The primary aim should be to provide visitors with a
clear route to follow on self-guided tours. There
should also be scope to provide guided tours of the
facility at certain times of the day or week,
particularly those periods when it is quieter. This
may help to stimulate additional visits at quieter
times and reduce pressures at busier times.
Interpretive Materials
In the short term, we recommend working with a
local designer to develop a template format for
interpretive materials that can be populated with
appropriate content by CDT staff or volunteers and
produced as interpretive posters on a colour
printer or photocopier. Once laminated, these
posters should provide a basic level of interpretation
to meet visitor expectations.
Heritage audit
An audit should be conducted of all materials with
interpretive potential that CDT can access. Each
room of the Guard Block should then be populated
with relevant existing materials to whatever extent is
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parking area closest to it should be designated as
visitor parking. Signage should be installed on the
Guard Block and the parking area to emphasise
their purpose. i.e.. “Cultybraggan Visitor Centre”
and “Visitor Centre Parking”. If visitor numbers
grow substantially, additional parking space and
dedicated coach parking may be needed.

Medium
term

Admissions Policy
Visitors should not be able to access interpretive
materials in the Guard Block or the three adjacent
A-Listed huts (or any other enclosed buildings)
without first paying an admission fee at the
reception desk. Visitors should be issued with
admission tickets to be shown, on request, before
entering any enclosed interpretive facilities.
The Officers Mess
In the medium term (i.e.. 2 – 3 years) the Officers
Mess building should be developed as the main
visitor admissions and orientation point. This
building should also incorporate public toilets, a
café/restaurant, a retail outlet and an
events/function space that both visitors and locals
can access and use without paying an admission
charge. The Officers Mess should provide a range
of facilities that visitors expect to find at attractions,
while generating a variety of ancillary income
streams for CDT. Some of these facilities – the
café/restaurant in particular – could be operated
on a franchise basis, perhaps by businesses
already located in the Camp. The priority should
be development of the café and officers mess as
a cafe restaurant for all site visitors but also those
who will be using the self-catering units. This will
generate revenue flow to help fund future capital
projects. Redevelopment of the officers’ mess
could provide:
A welcome and arrival point for group tours A
place where visitors pick
up their self-guided tour system
An orientation area where the significance of
Cultybraggan is presented
to visitors possibly in a multimedia environment
A departure point for the end of the tour

possible to provide interim interpretive facilities as
soon as it is possible to reopen the Camp to visitors.
At the most basic level, A4 information sheets could
be produced through working with a local designer to
produce a standard branded template and
laminating each sheet to reduce any potential
damage or theft. Every effort should be made to
avoid overloading the sheets with too much copy,
especially as this might reduce sales of the book
about the camp which is already available.

Huts as Interpretive Areas
It is recommended that the three A-listed huts
adjacent to the Guard Block should initially act as
overflow interpretive facilities where there is scope to
tell stories in greater detail. However, the priority
should be to populate the Guard Block with as
much interpretive material as possible and to make it
the main element of the heritage experience within
the Camp.
Some visitors are likely to continue to wander into
parts of the Camp outwith the Visitor Centre area. To
minimise this, we suggest providing information
about the Business Park and the Community Park
within the Guard Block as part of the interpretive
facilities e.g.. a final room in the Block about
“Cultybraggan Today”.
This could incorporate information about specific
businesses in the Camp, which the businesses
themselves may wish to sponsor.
In the medium term, if resident business and
community lets agree, it may be advantageous to
develop an interpretive or “Blue Plaque” trail around
the Business Park and Community Park so visitors
can see different huts that are in active use and can
appreciate the diverse uses and positive future of
the Camp.

A gift shop
A cafe
Toilets

Long
Term

Gift Shop
Locating a visitor gift shop in the officers’ mess
would ensure that all site users are accessible and
would increase revenue per visitor. The shop could
include a range of branded merchandise and other
products including sweeties and take away hot,
cold and soft drinks which are available to all site
users.
A Visitor Management Strategy and Interpretive Plan
Long-term development requires a Visitor Management and Interpretive Plan which sets out the detail and
costs of fully establishing Cultybraggan Camp as a “must see” visitor attraction which adopts a range of
innovative techniques coupled with the artefacts accessible to CDT. This strategy should incorporate an
audience development plan which builds upon the stories of Cultybraggan and presents them in a fully
engaging manner.
An experienced interpretive consultancy should be engaged to develop a detailed plan with a view to
beginning to implement it in 2022. The following may act as an initial guide to enhancing interpretive
facilities in the short term to enable CDT to deliver an enhanced visitor experience in 2021. The plan could
be based on the key stories of Cultybraggan. These are broadly:
World War Two (Cultybraggan as a POW Camp)
The Road to World War Two
Why Was Cultybraggan Built?
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Who Built Cultybraggan?
Who Was in Charge at Cultybraggan?
Who Was Imprisoned at Cultybraggan?
Prisoner Life at Cultybraggan
The Dangerous Men of Cultybraggan (the “Black Nazis”)
Cultybraggan Creativity
Comrie Folk & Cultybraggan
The End of the War
Homeward Bound – but some stayed on
Community Ownership (Swords to Ploughshares)
The Comrie Community Takes Over
Cultybraggan Today – Local Businesses
Cultybraggan Today – Community Groups
Cultybraggan Today – Events
Cultybraggan – The Future
Exploring Cultybraggan
Exploring Comrie
Post War
The British Army Moves In
Army Life at Cultybraggan
The Role of the British Army Post-War
The Cold War & The Bunker
The British Army Moves Out
Rebranding
In association with upgrading of the visitor experience we recommend that a rebranding exercise should be
undertaken to reposition Cultybraggan Camp in the visitor market.
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