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1. Executive Summary 

The aim of this development plan is to put Urras Sgire Oighreachd Bharabhais Community 
Company (USOBCC) on a firm financial basis for the future and to start the regeneration of 
the community. Once the Asset Transfer is complete 3 development areas, Caravan/Camp 
Site, Indoor Activity Area and Growing Hub, have been identified.  The development of the 
asset transferred land will help the community become empowered with the regeneration 
of the community and how it effects their environmental, economic and social well being.  
 
These developments all have the potential to contribute to economic growth for the 
community and with some revenue generation for USOBCC. 

 

 

 

2.   Business Overview  

Urras Oighreachd Bharabhais Community Company (USOBCC) is a community landowning 
trust with 14,000ha of land on the westside of Isle of Lewis. It is a company limited by 
guarantee SC374260 and a registered Scottish Charity SC046321. 

Introduction 

The Business Manager was asked to investigate the potential of creating a caravan/camp site 
on the Estate and its implications to the Estate and to the community. 
 
This project arose not only out of the community consultation before the land buyout but 
also because the machair is being used by many tourists as an area to wild camp.  This 
project would then give the facilities to tighten up on wild camping and so protect the 
Machair environmentally but also create an income for USOBCC, create employment and be 
a starting block for other business to set up which the caravan/camp site would complement. 
 
However when looking for land that the community was agreeable to place the campsite on, 
undeveloped land around the Industrial Estate was brought up.  This then gave us two other 
areas which have now got potential projects as well. 
 
The objectives of the project are: 
 
To undertake a baseline analysis of the income and expenditure for these three projects. 
To analyse potential future development opportunities for social and community benefits. 
To undertake a skills audit as to what is required. 
To identify potential funding sources. 
 
 
Background 
The USOBCC was formed to purchase the privately owned estate from Barvas Estate Limited. 
The Estate is on the west side of Lewis and incorporates 6 crofting townships of Lower 
Barvas, Brue, Arnol, North Bragar, South Bragar and North and New Shawbost. Following 
consultation with the local community the majority voted in favour of purchasing the land 
and hatchery in phase 1 and then to purchase the rivers and lochs system and related assets 
at a later date. The purchase of phase 1 finally took place in April 2016. 
 
USOBCC employ a full time Business Manager. Barvas Estate is a sporting estate with crofting. 
As landowner the Trust is able to make sites available for housing. 
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When the communtiy consultation was carried out in 2014 prior to the purchase one of the 
tourism developments that was suggested was the creation of a caravan/camp site at the 
Barvas end of the Estate.  Another community consultation was carried out in 2017 and the 
creation of a caravan/camp site was still on the agenda as long as the area was agreeable 
but also other developments such as an indoor activity area, laundrette and community 
growing area were also raised.     

Current Position 

USOBCC is a young company with a small turnover made up of  wayleaves, leases on masts 
and croft rents.  USOBCC is seeking to grow in order that it is self-sustaining and able to 
support the wider development of the local economy. It is a social enterprise which is an 
emerging sector of the economy, creating ways to sustain employment and deliver social 
benefits to the local comnmunities. 
USOBCC also set up a trading subsidary (Urras Bharabhais (Trading) Limited) which is 100% 
wholly owned and has income coming in from the lease of the Hatchery. 
 
Since the land and hatchery has been purchased, USOBCC have investigated the purchase of 
the rivers and lochs and associated assets but have been unsuccessful to date to obtain the 
finance required.  Renewable energy was identified prior to the buyout as a possible income 
generator but as the electricity Grid is at full capacity and no access to it is likely until 2023, a 
direct export to the grid was impossible.  However, USOBCC are working with a local 
business to supply them direct with a private wire and once operating will be a small income 
stream.  Other income streams therefore have to be identified.  
 
One option which has been identified is that of creating a caravan/camp site on the Barvas 
side of the estate.  At present most tourists with motorhomes or caravans just drive through 
the estate. Others wild camp on the machair or areas that they can get off the road because 
there is no caravan/camp site available.  This creation of a caravan / camp site would also be 
more environmentally friendly as it would reduce the disposing of rubbish and chemical 
toilet waste where it is not permitted and would also reduce the number of tracks formed 
over the machair. The facilities at the site would also be an encouragement for tourists to 
stay there. 
 
A second option would be to create an indoor activity area that could be used by toddlers to 
adults.  This would therefore give parents somewhere to bring their children in the adverse 
weather and also help give them some exercise.  It was also suggested that a laundrette be 
created beside this indoor activity area so as could be used by parents as well.  This facility 
would also be somewhere for tourists to use, especially if the weather was adverse. 
 
A third option would be the creation of a community growing area with Polygrubs and raised 
beds.  These vegetables could then be sold to the community.  This would then show the 
community were their vegetables came from as well as reduce the amount of carbon used 
to transport them to the supermarkets. 
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Competitive Advantage 

The development of the land around the Industrial Estate is beneficial to both the local 
community and to tourists.  For the tourist the closeness to visitor attractions, such as Arnol 
Blackhouse or Bragar Whalebone Arch, is a benefit. Tourists can also visit the RSPB site at 
Loch na Muilne in Arnol or participate in other outdoor activities such as fishing and walking.  
Barvas is on the West Coast Circular drive, the Hebridean Way and also on the spinal route 
from Stornoway to the Butt of Ness Lighthouse.  This gives tourists the opportunity to stop 
of at the campsite for the night.  The provision of amenities such as showers, laundrette and 
food preparation area will also make the site more attractive.   
For the local residents the Indoor activity area, laundrette and growing hub will be beneficial 
in that they will not have to travel as far to get these facilities/products and also be able to 
retain income within the community to help with the regeneration. 
 

Development Proposals 

USOBCC has proposed an asset transfer of land around Barvas Industrial estate to then 
development a caravan/camp site, indoor activity area and growing hub.  The actions 
required to develop each of these are shown in the tables below. As can be seen the site has 
been determined (Appendix 1) and the asset transfer process has begun. 
 
Other potential future developments include encouraging other businesses to set up to 
complement the development.  Creation of walks around the coastline as part of the 
“Hebridean Way” will also be a benefit as tourists may use the camp site as a base to walk 
parts of the route.  However the first priority will be to complete the asset transfer and then 
develop the land. 
 
 

Development Area  Expected Outcome  

Tourism – Caravan/Camp Site  Develop campsite on Estate to help retain some 
tourists rather than them driving through. 

Action 

 

Development 
Cost 

Proposed 
Funding Source 

Indicative 
Start Date 

Asset Transfer of Land £1,800 Urras March 
2018 

Plans/Planning Permissions/Licences £5,000 Urras 2018 

Tendering  Urras 2018 

Construction £800,000  2018 

    

 Impact Tourists have somewhere to park 
motorhomes and caravans so as to 
enjoy the estate and create an 
income stream. 

Complete 
by 2019 
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Development Area  Expected Outcome  

Indoor Activity Area  Develop Indoor Activity Area that can be used 
by all. 

Action 

 

Development 
Cost 

Proposed 
Funding Source 

Indicative 
Start Date 

Asset Transfer of Land £1,800 Urras March 
2018 

Plans/Planning Permissions/Licences £2,000 Urras 2018 

Tendering  Urras 2018 

Construction £400,000  2018 

    

Impact Facilities available for local 
residents and general public that 
can be used in all weathers as well 
as help keep the community active.  
This will also create employment 
and an income stream that will be 
reinvested back into the 
community. 

 

 

 

Development Area  Expected Outcome  

Community Growing Hub  Develop growing facilities for vegetables to sell 
to or consume by local community etc. 

Action 

 

Development 
Cost 

Proposed 
Funding Source 

Indicative 
Start Date 

Asset Transfer of Land £1,800 Urras March 
2018 

Plans/Planning Permissions/Licences £1,500 Urras 2018 

Tendering  Urras 2018 

Construction £50,000  2018 

    

Impact Provide vegetables to the 
community to help them eat 
healthier and also create a small 
income stream. 
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3.   Business Strategy 

USOBCC aims to create a sustainable caravan/camp site, Indoor Activity Area, and Growing 
Hub which are capable of supporting themselves without outside resources. At the same 
time USOBCC is hoping that the creation of these will encourage others to develop 
businesses in the local community.  This could then lead to a stronger economy in the 
community.   
 
The key objective of the caravan/camp site will be to encourage tourism which then 
encourages the development of businesses and helps the community be more properous. 
 
The key objective of the Indoor Activity Area will be to provide a recreational facility for the 
local community and general public to use. 
 
The key ojective of the growing hub is to help the local community eat more healthier. 
 
It is also hoped that having a caravan/camp site will also encourage those tourists staying to 
visit “40 North” to taste some of their food or use “Welcome Inn” for their fuel and 
necessities as well as visit the other attractions. 
 
Tactics 
USOBCC are seeking to have this asset transfer of land so as they can then develop it to 
become an income stream.  Once the Asset Transfer has gone through and the title of the 
land comes to USOBCC planning permissions and licences will be sought for the 
developments.  Once these are obtained a tendering process be entered for the construction 
and equipment required.  This will then provide us with the total funding required.  To be 
able to attain this, the Trust will need to access large amounts of capital and smaller 
amounts of capital/revenue funding through public and private grant funding as well as 
other forms of funding to create a funding package that will mean the development 
enterprise can proceed.   
 
 
 

Strategic Issues 

The most immediate threat, is the possibility that the asset transfer does not go through. 
Another immediate threat being USOBCC not securing enough funding to carry out the 
development.  This can be mitigated by USOBCC obtaining loan funding. 
The next largest threat but also an opportunity is BREXIT. It is a threat in that it may detract 
from those from the mainland Europe coming to the island for a holiday but it would also be 
an opportunity in that those who would normally go to mainland Europe for a holiday could 
be encouraged to have a “staycation” and come to the Isle of Lewis and stay on the Barvas 
Estate caravan/camp site.  
Other issues include the timescale for the planning permissions required and also for the 
construction of the developments. 
Getting the tourists to stop in Barvas is a risk but if the correct facilities are provided and the 
marketing/advertising done then the risk should be lowered.  It could also be lowered if 
those who come to the site for the first time are warmly welcomed and feel at home.  This 
would then encourage them to return and even stay longer.  This will be a strong point in 
training when staff are being employed.   
Another risk is that the local community do not use the facilities that are created for them. 
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Core Values 
 
People and the community are fundamental to the work of USOBCC.  Our aim is to maximise 
the opportunities for individuals and the community as a whole to fulfil their potential. In 
developing new ideas USOBCC will draw on local knowledge, consult with the local 
community and proceed with their approval. 
 
This development will create employment and hopefully then have an indirect impact on 
creating additional employment within the Estate, is a vision the Board have for this project. 
 
This approach attracts people from outside the area to support community development 
work which is positive to visitors and in the long term economically beneficial to the 
community. 
 
Working for the whole community rather than oneself is a strong motivator for directors and 
staff, with emphasis on team effort.   
 
 
4.  Assets 

USOBCC owns 14000ha of land, with it all being crofting land.  So as not to take land out of 
crofting for these developments USOBCC are looking to have this Asset Transfer progressed. 

Once the asset transfer has been finalised, it would be necessary to obtain planning 
permission and the appropriate licenses for each of the developments.  A sketch of what the 
area could look like after construction is in Appendix 2. 

 

5.   Markets 

Market Profile 

Each of the developments will have their own markets so will be looked at individually. 
 
Caravan/Camp Site 
 
There are two different clientele that this caravan/camp site will cater for. The first is the 
tourist who wishes to sightsee or partake in an outdoor activity such as fishing or walking.  
These tourists are mainly on the island from Easter to September although the season is 
slightly lengthening at present to March to October. The second clientele is the surfers who 
come to Barvas to use the sea as the waves are extremely good.  They are about mainly in 
the winter months October to March but sometimes after that depending on the waves.  
Derek Macleod who provides surfing lessons at Barvas said that he would love to see surfing 
events brought back to the Isle of Lewis and to the Westside. This would then be a market 
for providing the sites for those with their motorhomes to stay. 
 
The type of camping and caravanning over the years has also evolved from the holiday 
maker only wanting a piece of land to pitch up on to now requiring hot showers, laundrette, 
food preparation area, indoor dishwasher area etc.  These new requirements have caused 
the costs required to set up to increase.  However, they have given the site owners the 
ability to raise the costs of staying so as these costs can be covered. 
 
Calmac was approached to obtain the numbers of those coming with caravans and 
motorhomes over the years to the island to see whether the number has risen or declined.  
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These figures showed that the number of motorhomes / caravans that travelled to the Island 
increased by 34% between 2015 and 2016. 
 
Indoor Activity Area 
 
The Indoor Activity Area will be available to the local residents, rest of the islanders and also 
those visting the island.  With this we have 3 markets to whom we will have to advertise.  
For those visiting the island we will have to focus our advertising from Easter to September 
but this may be extended as the season extends.  For the local estate residents and for the 
rest of the islanders marketing will have to be carried out all year round as it is these two 
markets which will be the main income for this development. 
 
Growing Hub 
 
The market for the growing hub will be the local residents with those using the campsite 
during the tourist season also being able to take advantage of it.  A list of what is available 
and the price would be posted on Facebook and kept updated so as local residents know 
what products are available. 
 
Public Sector 
When discussing the asset transfer with the Comhairle an idea was suggested that an 
approach to the Public Sector would be made to see if we could incorporate any of their 
needs within the development.  It has therefore been agreed that the Comhairle would 
facilitate a meeting in the summer 2018 with all the public sector bodies.  This may therefore 
mean that slight changes to our developments may occur but we would see this as a way to 
raise further income to cover our revenue costs. 

Strategic Alliances 

For this project the Urras will be working with CNES, Leader, HIE and the Tourist Board. 
An alliance with Caledonian MacBrayne (Calmac) the Ferry operator should also be 
considered as advertising on the ferries may bring in tourists who didn’t see our other 
advertising. 
 
An affilation with the Caravan and Motorhome Club could also be beneficial in that this will 
advertise the site, to a greater audience, to be to the standards that those from the club 
expect. 

E-commerce and Technology 

Technology and business promotion are a key factor to the developments success. The 
campsite would need to develop its own website which could be linked to USOBCC’s website 
and Facebook page to spread the news of its development and also to help promote the 
Caravan/Camp site further afield. Facebook and USOB’s own website would need to be 
updated ato promote the Indoor activity area and also the produce from the growing hub.  
The use of the local press will also be beneficial and will be used when appropriate. 
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6.   Management Structure & Team 

Organisation  

USOBCC is managed by a Business Manager directed by a Board of 6 directors which meets 
monthly. The Business Manager liaises on a daily basis with the Chair.  
 
The development of the asset transferred land would involve the creation of employment. In 
the beginning this employemnt would be part time, with some seasonal.  This may extend to 
full time depending on the success of the development. Training will be provided on the job 
as required but those employed would need to have the ability to interact well with the 
public as this will be the main point to which a customer will decide whether or not to return. 
Employee Numbers 
The following table shows what the employment of USOBCC could be if this development 
was created: 
 

Role FTE’s Total Wages £’s 

Business Development Manager 1 31,640 

Administrator 0.5 10,170 

Caravan/Camp site employees  2.5 44,945 

Indoor Activity Area 2 45,800 

Growing Hub 0.25 4,256 

   

Total 6.25 136,811 

Management Systems 

To begin with Microsoft Office software would be adequate to run the caravan/camp site 
but as it expands and gets busier it may be necessary to obtain a booking system specific to 
caravan/camp sites.  Software for the Indoor Activity area would need to be sourced and 
Microsoft Office Software wold be adequate for the Growing hub. 
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7.   Financial Budgets and Projections 

 
The initial capital cost of developing the land will be the asset transfer cost which will be 
agreed during the process.  For the application we have entered an amount of £5,400, being 
10% of the Market Value of £54,000,  which USOBCC can cover.  If however, the amount 
rises greatly then USOBCC may have to look for funding to cover this from the Scottish Land 
Fund which would delay the transfer as this process takes up to six months and is then not 
always guaranteed. 
 
Capital Costs 
 

 Caravan/Camp site 
 
The capital cost of developing a caravan/camp site will be in the region of £800K.  The 
majority (65%) of this cost will be in the construction of an amenity block and reception with 
warden overnight accommodation.  These costs are estimates as until plans are drawn up an 
accurate costing cannot be got.  The cost for the amenity block included came from asking a 
manufacturer for the price of a prefab but we have found out the Planning Department 
would not be happy with these due to the fact that they do not withstand the Island 
weather very well.  It is therefore hoped that we could construct one  for a similar cost or 
cheaper but these would have to be tendered for.  The cost for hedging and fencing is also 
higher than would be expected as would need to screen the site off on all four sides. 
 
 

 Indoor Activity Area 
 
The capital cost of developing an Indoor Activity Area will be in the region of £400K.  These 
costs are also estimates, as until plans are drawn up and the internal layout designed then 
accurate costings cannot be obtained. 
 
 

 Growing Hub 
 
The capital cost of developing a Growing Hub with 3 Polygrubs would be in the region of 
£50K.  This would include a shed, 3 polygrubs, raised beds, compost, fertiliser, and 
equipment.  Again this is only an estimate and so may be less once costed.    
 
Annual Expenditure 
 
The break down of the annual running costs can be seen in the table below. As can be seen 
the major part of this is the labour cost of running the developments.  Other costs such as 
rates and electricity have only been estimated as until the developments are up and running 
these cannot have an accurate value placed upon them. However, the most energy efficient 
measures will be installed and used during construction.  The estimate running costs have 
been obtained through desktop research.  As per all projects the largest part of the running 
costs is on labour.  If these have to increase due to higher usage of the developments then 
the rates may also have to increase quicker than expected so as these costs are covered. 
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Profit and Losss and Cash Flow Projection 
 
The Profit and Loss and Cash Flow projection for the development can only be estimated as 
there is no existing model to build upon.  This means that assumptions have to be made.  
These assumptions are listed below. 
 
 
Assumptions 
 

1. That the potential number of vehicles to the island is consistent with previous years 
of about 4000 Motorhomes and caravans (as per Calmac Figures) coming to the 
island. 

2. That 50% of these will stay at the site. 
3. That the average number of nights will be 1.5 in Year 1 with 1.9 in Years 2-3 and 2.3 

in Years 4-5. 
4. The number of staff required is 2.5FTE for the caravan/camp site, 2FTE for the 

indoor activity area and 0.25FTE for the Growing Hub 
5. The Indoor Activity Area will be available 6 days a week. 
6. The average number of people partaking in activities would be 500 per month.   
7. Activities will be individually priced with an average of £4 per person. 
8. The income from the Growing Hub makes this section breakeven. 
9. Prices for produce similar to the Veggie Box price list in Point. 
10. 0.5FTE Administrator employed for developments. 
11. All expeniture which is estimated will increase by 3% each year to cover inflation. 

 
 
 

For the caravan/camp site, these assumptions give us an occupancy rate of 41% in year one, 
52% in years 2 & 3 and 63% in years 4 & 5. The occupancy rate for year one is similar to what 
was achieved by West Harris Trust at their Seilibost hook up points.  As these did not have 
the amenities of showers or toilets it is hoped that having these would increase occupancy. 
Using these assumptions and the information we know the Profit & Loss and Cash Flow 
Projections were calculated. These are shown on the table below: 
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Profit & Loss and Cash Flow Projections

Year 1 Year 2 Year 3 Year 4 Year 5

Income

Caravan / Camp Site 80500 100600 105600 126950 132920

Indoor Activity Area 101077 104109 107232 110449 113763

Growing Hub 6582 6779 6983 7192 7408

Total Income 188,158 211,488 219,815 244,591 254,090

Expenditure

Electricity 7,856 8,092 8,334 8,584 8,842

Water & Sewage Rates 5,026 5,177 5,332 5,492 5,657

Business Rates 4,965 5,114 5,267 5,425 5,588

Chemical toilet Septic Tank emptying 1,135 1,169 1,204 1,240 1,277

Staff Costs 105,171 108,326 111,575 114,923 118,370

Telephone & Broadband 4,226 4,353 4,483 4,618 4,756

Equipment Maintenance 2,800 2,884 2,971 3,060 3,151

Equipment running costs 700 721 743 765 788

Environmental costs 500 515 530 546 563

Insurance - buildings & contents 2,336 2,406 2,478 2,553 2,629

Insurance - Public Liability 2,426 2,499 2,574 2,651 2,730

Property Maintenance 4,650 4,790 4,933 5,081 5,234

Subscriptions 536 552 569 586 603

Stationary, Postage 1,800.00 1,854 1,910 1,967 2,026

Marketing & Advertising 2,200 2,266 2,334 2,404 2,476

R & M 4,275 4,403 4,535 4,671 4,812

Bank Charges 12,550 12,927 13,314 13,714 14,125

Miscellaneous 21,481 22,125 22,789 23,473 24,177

Total Expenditure 184,632 190,171 195,876 201,753 207,805

Surplus / Deficit 3,526 21,317 23,938 42,838 46,285

Cash Flow 3,526 24,843 48,781 91,620 137,905

Development
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Funding 

Capital Expenditure 

When looking at the different types of funding that are available it may take a package of 
different forms  to raise the capital required for these developments. 

Public funding may come form Big Lottery, CNES, Leader and HIE. 

Private Funding may come from numerous sources.     

Other funding may come from Bank Loans or Social Investment. 

 

Revenue Expenditure 

With capital expenditure also comes the running costs or revenue expenditure.  These costs 
will be covered by the income that will be raised from the three projects.  With the 
assumptions made in the profit and loss cashflow projections we are confident that the 
running costs will be covered. 

 

8.Impacts 
 

The plans of USOBCC will have great impact on the community environmentally, 
economically and socially.  The creation of a caravan / camp site will bring the tourists who 
wild camp on the Machair into a selected area, therefore helping the Machair 
environmentally.  This will also hopefully reduce the amount of waste dumped in area where 
it is not permitted.  The indoor activity area and Growing hubs will help change the health 
patterns of the community and public at large. 
 
Economically, the tourists stopping at the caravan / camp site will directly or indirectly help 
the community as it will bring in new income into the area.  The indoor activity area and 
Growing Hub will also bring in an income stream. 
 
Socially, the developments will create employment which may increase with use.  Other 
social benefits may include the laundrette facility if opened out to community use.  These 
developments may also forge the community together and encourage individuals to start up 
their own businesses to compliment what is already there and so create further employment 
opportunities. 
 
Wider economic benefit will include as already mentioned more income being spent at “40 
North”, at “Welcome Inn Filling Station” and also additional visitors at Whalebone Arch, 
Arnol Black House and the RSPB reserve at Loch na Muilne. 
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