Dear All
FEASIBILITY STUDY – PROGRESS UPDATE
To date, we have undertaken a fairly extensive public consultation exercise - comprising door-step questionnaires, street surveys, telephone surveys, a stakeholder workshop, a community information event and an objective setting meeting. Following consultation, we identified a
number of recurring themes, needs and wants. As a group, we developed FIVE OBJECTIVES. These objectives will provide a focus - enabling us to quickly distinguish priorities and needs from wants and opportunities. These objectives can be found overleaf.
Since the development of the objectives, the needs of the village have changed, with the retention of a village store and pub being critical to the ongoing sustainability of the village in the short and longer term. As a result, we have summarised the critical options/decisions that require
to be made by BPDC in order to allow us to progress to final recommendations and implementation.
Key Actions
•
•
•
•
•
•
•

Rebrand/restructure of BPDC – YES/NO (COMMENTS)
Recruitment of Development Officers – YES/NO (COMMENTS)
Recruitment of Volunteer Project Managers – YES/NO (COMMENTS)
Recruitment of Marketing Consultant to support rebrand and strategy – YES/NO (COMMENTS)
Packaging of options and creation of a project management guide and training to be prepared/facilitated by Kelly Morris. YES/NO (COMMENTS)
Facilitation of a community event with stalls dedicated to packages, recruiting volunteers/PMs and seeking input – YES/NO (COMMENTS)
DOs and PMs to develop options to enable assessment, prioritisation, funding and implementation of same with focus on quick wins, pub/hub and camping/forest holidays – YES/NO (COMMENTS)
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Feasibility Study Objectives - developed following public consultation re issues/needs
Objective

Comments
Public Consultation has identified the lack of suitable/frequent public transport as a barrier to residents leaving / accessing
neighbouring towns/villages and amenities. Likewise, the lack of suitable public transport is a deterrent to many considering
visiting Barr. The road conditions themselves are considered a barrier to those that can drive with many raising safety concerns.

Progress
BPDC continue to meet with SPT to discuss improvements to the roads
and public transportation.
Action. Merlin to provide an update re transportation.

Identify, minimise and control,
accessibility and
communication barriers
between Barr and
neighbouring towns/villages
using environmentally friendly
means over a three year
period.

Youths in particular feel disadvantaged by the lack of suitable public transportation to access neighbouring towns and villages to
participate in out-of-school clubs and events. Teenagers in particular could be disadvantaged in accessing part time work to build
social skills and competencies prior to moving onto further education or employment.
The lack of mobile phone signal is considered a barrier to youths growing up in a digital age. The lack of mobile phone signal is
also considered a safety risk to those residents/visitors that walk the various trails Barr has to offer.
It is important to note that whilst current road conditions and the lack of mobile signal in particular are considered barriers to
Barr, these features could equally be marketed as unique selling points. Many cyclists are drawn to Barr because of the 'Screws',
and in an increasingly digital age where social media and communication overload is rife, many are attracted to the benefits of
not being contactable at all times. Therefore, a fine balance is to be had. In developing and assessing options to meet this
objective, the term environmentally friendly will include respecting the current rural landscape, beauty and character of Barr.

Internet access and signal in a hub area would be useful, however there
may be some marketing benefit to having no signal elsewhere – as
USP/draw visitors. Alternatively, internet could be available across the
village, except the designated camping area – providing the best of
both.
Action. BPDC to discuss and agree way forward
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Objective
Support the
development,
maintenance and
continuous
improvement of
existing village
amenities to improve
the quality of the
resident and visitor
experience in Barr
over a three year
period.

Comments
Public Consultation identifies the closure of the village pub and
the future sustainability of the village shop as risks to Barr
Village. The majority of feedback suggests a shop, café, pub,
restaurant of sorts is essential to Barr from a resident and visitor
perspective.
There is also evidence from all perspectives to suggest that
personal and group opinions/conflicts can substantially affect the
success of such amenities, therefore demand, supply,
communication and collaboration will be critical to future
success.
Note that youths are grossly under-represented therefore a
youth club will require to be established, with youths being
encouraged to proactively participate in the leadership and
management of same.

Progress
A separate feasibility study was instructed by Barr Community Stores, to assess options for the development of the village shop. This study
commenced prior to our own, and it was important that awaited the outcome to ensure we did not duplicate efforts or make any
recommendations to the detriment of the Barr Community Stores Group.
th

On 16 November 2015 we received a copy of the study and attended a presentation at the village hall. We noted that a number of options
were assessed with the recommended option being the purchase and development of the shop and residential property. Barr Stores Members
and the community were consulted on the options and asked to choose between the purchase of the shop and the domestic property, and
purchase of the shop itself. It is understood, that feedback was in favour of purchase of the shop only – with no real desire to purchase the
domestic property - presumably given the likely costs and risks that this would add to the project overall. There was also the issue of proposed
use of the domestic property – for social housing. Consultation with locals led to a consensus that generally, Barr is not currently set-up for social
housing. Those requiring such housing are generally on limited incomes and do not have access to a car. This together with limited
transportation and lack of available job or training opportunities has led to unsuccessful social housing placing attempts in the past.
Following the feedback, we met with Directors (end December) to discuss our concerns with regards to the feasibility study, including the limited
options offered in public consultation. We noted that whilst the study included a detailed design of options for the upgrade of the current
premises, it did not consider the demand for the shop, or the profitability and sustainability of the shop – therefore no business case to support
capital spend.
Also, whilst a brief comparison of alternative options was included, the village-hall/shop and pub/shop combinations were not assessed in any
great level of detail, in order to provide a like for like comparison. We feel that this was an opportunity missed, as developing a hub of sorts,
could strengthen any business case and increase the likelihood of funding, as well as increasing the sustainability of the shop overall.
Following further discussion, there was consensus that the village shop is critically important to the community, and that ideally, retaining the
existing premises would be preferential. However, there were fears that a business case based on the existing design and operating methods
would not be robust enough to support any funding application.
The reasons for this are outlined as follows:
1. Profitability – the shop operated at a substantial loss last year and based on projected figures, looks to do so again this year. This is a
major risk to the village. There were no forecasting procedures in place. We assisted the Directors by providing an excel tool to support
robust forecasting and book-keeping.
2. Experience – the dedication of the employees and directors is not in question, but there are gaps in relevant experience, knowledge and
indeed, the availability of directors to oversee the management of a purchase, development and aggressive recovery/growth strategy. If
the shop is to continue, additional/suitably qualified directors with relevant experience would be required to support the existing group.
3. Sustainability – whilst all volunteers and employees work extremely hard, the lack of additional volunteers affects the store opening
hours and the consistency and quality of service is heavily impacted. It is thought that this has led to the demise of much custom with
many locals not fully utilising the store as they feel it does not meet their needs. If the shop continues to run on this basis, there is a risk
of further losses, and ultimately substantial impact on directors
4. Representation – there were concerns raised regarding the monitoring of membership, with many members of the community noting
that they had applied to become members of the community stores, but had either not received a response or thought that they were a
member, only to be told later that they were not. This raises significant concern around the matter of representation generally – if only
a small proportion of the village is represented, then how will the needs of the parish overall be met.
5. Community Engagement – perhaps the biggest risk to the future of the shop, is lack of community engagement – both ways.
Personalities, communication and what constitutes a good convenience store or customer service, are all issues of contention. Until the
entire village is consulted in an open manner and all feedback considered relevant (not just members), the shop is unlikely to fully meet
the needs of the village.
We understand the directors are developing a business plan with a view to obtaining funding to support the purchase and development of the
store. We believe alternative options should be fully considered in order to ensure that the preferred solution is one that is suitable, robust and
sustainable for the village - not a temporary repair of the existing situation. – which may no longer suit the needs of the emerging village.
It should be noted that our recommended option on the basis of available information would be for the option of a linked pub and shop –
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resulting in a more sustainable option for both, and protecting both. The hub could be owned and refurbished by BPDC before being advertised
and then leased to a live-in publican who would preferably run the establishment as a social enterprise – ensuring rental fees as well as profits
beyond wages would be fed back into the community.
Update. The plunkett foundation was engaged to support the preparation of a business and funding plan for the shop. We are aware that
this has failed to develop further. Carrick Futures has since been contacted to provide funding to support employee wages.
An Ayrshire based architect firm has been engaged by BPDC to provide support re the costing and design of various pub/hub options. It is
understood that following a site visit, the architects could undertake a fast track feasibility/cost analysis of the various ‘hub’ options.
Elaine / Merlin will lead ongoing communications with Munro to continue to develop the option for consideration at the community event

Objectives
Work
collaboratively
with current and
future village
groups,
committees and
clubs to develop,
implement and
continuously
improve a
successful
communication
strategy within
12 months.

Comments
Public consultation identified several small
groups/committees/organisations and volunteers working towards
the betterment of Barr, often at cross purposes due to lack of
communication in a consistent, timely manner.
It is considered that this approach is adversely affecting the
development of Barr such that a number of small/micro projects are
progressing in silos, often at a slower pace, versus the opportunity to
progress a number of key projects (prioritised) in a more
effective/efficient manner, in a one team approach.
It is important that the people of Barr are informed in a consistent and
timely manner, that their views and opinions are respected and
valued and diversity/innovation is encouraged. Communication must
be shared in a variety of forms to suit the varied audience of Barr.

Progress
A number of short term, no and low cost options have been identified and developed. These include marketing and communication strategies,
local cosmetic improvements including signage, development of a local youth club, annual events calendar, local festivals, engaging website and
marketing materials/campaigns, social media profiles etc. These options are currently being packaged into the following categories 1. Marketing
2. Outdoor Pursuits 3. Clubs and Groups 4. Nature and Wildlife 5. Amenities and 6. The Arts .
Action: Development Managers and Project Managers required (providing local insight and presence) to support the further development of
the options including costing. We recommend that a full time Development Officer (job share x 2) is appointed to manage the planning and
development of quick win projects and marketing activities during and following completion of the strategy. See attached docs re delivery
model If BPDC agree, Kelly Morris will prepare funding application.

The short term options include branding/marketing campaign together with an internal communications strategy. We recommend engaging a
marketing strategy expert to support the rebrand, awareness raising, marketing and awareness raising of Barr’s existing offering. This will
provide a clear guide for the Development Officers to work to. We have sourced a marketing strategy expert ‘Kirsty Innes’ with experience of
branding and marketing businesses and towns - turning deprived communities into areas of interest such as Irvine Bay. She has provided a
proposal and quotation. Merlin /Elaine to provide update re ongoing discussions with Kirsty. If BDC approve, Kelly Morris will prepare funding
application on BPDC behalf.
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Objectives
Work
collaboratively
with current and
future village
groups and
committees to
identify suitable
development
opportunities to
further enhance
the village of
Barr and
safeguard the
future
sustainability of
the village 3, 5
and 10 years
from now.

Comments
Public consultation acknowledges the social needs and wants of
residents/tourists/visitors are ever-changing. There is a need to
continue to identify and develop opportunities for further
enhancement of the village to retain residents, attract new residents
and visitors/tourists. Public Consultation identified the minimum
requirements of a shop/cafe/pub, with many suggesting the need for
additional initiatives or attractions in order to give people a reason to
visit Barr, stay and spend in Barr. Barr is not a passing through village
(other than cyclists generally). Barr is a destination point with most
people visiting to see family/friends. To future-proof the village, some
sort of tourist attraction(s) is required, but any will require to be
balanced carefully with the demand, sustainability, and risks
associated with the development of the attraction(s) including
ownership, maintenance/cost/liability issues and the risk of
overpopulating Barr with tourists.

Progress
In terms of medium and longer term development options:
Not only a recurring theme, but the driver behind this study - Dinmurchie Farm and Steadings.
The Forestry Commission Owned property and land is considered by many as an opportunity for the village, a possible ‘destination point’, a
marketable solution which would provide jobs, training, education and bring visitors and tourists. It is considered by others as a risk too big for
the village to handle. Following a successful application to the Forestry Commission, BPDC were given until February 2016 to prepare a detailed
feasibility study and business case, and – source funding to enable the purchase and development of the land and buildings.
At the outset of the feasibility study, we agreed that whilst Dinmurchie would be considered as a possible solution and would be assessed as
such, a more robust approach to feasibility, and to ultimately achieve capital funding, is to first of all identify the needs and assess a range of
options. We carried out an extensive consultation exercise, and we assessed all information relating to Dinmurchie, including previous studies,
available drawings and costs and we visited the site. During this time, we became aware of a number of risks associated with the purchase and
development of the land. The key risks are listed below:
Total project costs – including the cost of purchase and thereafter development, would range from £130k - £2m+ - depending on the scale of the
development work, and the complexities associated with the build. This would require significant capital and revenue funding as well as a
dedicated management team to oversee spend and manage the project.
Capital & Development Funds – Grants up to £750,000 for capital costs and up to £50,000 for revenue costs – to assist with the start up. As it is
funded by the Scottish Government, it is critical that the project will deliver benefits and be successful. Any land or asset required must be
capable of delivering a level of income which ensures it does not become a liability for the community in the long term. The last round of funding
£9m expired in November 2015. The next round of funding for 2016 is yet to be announced.
Purchase of Land – It is understood that the previous owner’s projects and improvements did not come to fruition – the reasons for which are
not known. It is also noted that the land and buildings continue to fall into further states of disrepair and cause risk. The Forestry Commission
has owned the land since 2011 and to date, has made no improvements. There are concerns around the reasons why FCS wish to sell, with a
feeling that FCS is keen to ‘rid’ themselves of the land – and essentially all liabilities associated with same.
If funding was to be sourced, only to purchase the land to secure ownership, BPDC would become liable for all buildings and land immediately.
There are also Clawback Clauses in place, which mean that for any planning permission granted or any development work undertaken that
increases the value of the land, 25% of all additional value must be paid to the original owner – that is, the owner that sold the land to the
Forestry Commission. This is valid for a period of 10 years from 2016 – 2026. This would suggest that any project purchase and development
costs, should also include sums payable to the original owner.
Land and Buildings – land and buildings issues, including unknown ground conditions are a major risk to any building or site which has lain unoccupied for such a period. Any issues revealed during detailed design or construction could drastically impact project costs and completion
dates.
Construction works will have a significant impact locals, visitors and businesses in the short term, with increased risk of noise disruption, health
and safety risks and environmental impacts. The roads in and around Barr are not fit for heavy goods vehicles and as such, this is a major risk to
safety and the project generally. On the flip side, construction workers may well stay in local accommodations and spend in the village.
Sustainability – the development must become self-sustaining after initial funding. Whilst additional funding could be sourced, it is unlikely to be
for the volumes originally sourced and it is critical that the buildings do not become a burden to the community.
This would be a complex design and build project, a major challenge for any community – not least one as rural as Barr. The development would
require substantially increased footfall in the village.
As well as developing the land and buildings, having a robust marketing strategy in place, and employing full time personnel to manage and
market the site. It would also require that all relevant infrastructure is in place to mitigate existing barriers – including improved roads and public
transport – to support the increase in footfall. The volume of visitors/tourists/users required to ensure the venue is income generating and
profitable could well conflict with the community’s desire for retention of tranquillity, peace and quiet. It is important to the village that tourists
and visitors are carefully managed – in order to sustain the community feel.
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Competition with existing businesses – many consulted raised concerns around the village’s ability to sustain what was already in place – the
village store and pub and that Dinmurchie, once developed, may compete with existing businesses who are already struggling. There were fears
raised about the potential for the shop and pub to be relocated to Barr which would not be accessible for residents with mobility issues.
There is also the general concern around the ongoing sustainability of the existing stores, pub, accommodation providers and whether it is
feasible to move from a number of small projects that require urgent attention and support, to the potential distraction of a major project that
could become a liability.
Alternative Options –
The option of purchase now with a view to developing later, is considered a risky strategy, with liabilities resting on the shoulder of the BPDC
directors. Funding to purchase without the ability to generate income within 1-2 years is also considered unlikely.
Requesting an extension is considered not viable as FCS has made it clear that any extension would only be for a period of 1-3 months.
In the meantime, whilst the option for BPDC to purchase remains open, FCS are not making improvements to the area, to the detriment of Barr.
Based on the needs and wants of the village, the immediate purchase and development of Dinmurchie is not considered a feasible option at this
time.
It is recommended that efforts should firstly be focused on developing what is already in place, and if successful, looking at how the village could
be further developed through Dinmurchie or parts thereof at a future date.
It is considered that the most suitable approach at this time, would be to work in partnership with the Forestry Commission to improve the land
and buildings. This could include, general tidy and clearing, improved signage and picnic areas, additional walking trails, clear area for skate
boarding and mountain biking as well as development of a market garden.
We could potentially work with the FCS on the development of the bunkhouse, with the prospect of leasing 2 buildings from them, for the
development of a bunkhouse and multi-use outward bound/artist studio facility. These improvements are similar to those listed in the original
Phase 1 design brief for Dinmurchie- considered to take 1-3 years.
If purchase of additional land is considered desirable to ensure the community benefits are owned by the community, then we would
recommend working in partnership with FCS to consider purchase of the additional flat land (behind the Clachan). This land, with no listed
buildings, could be a much more viable option for development. Indeed, wooden huts, camping and local festivals ran by the community, when
the community wishes, could be a much more suitable solution for all concerned. The initial purchase and development costs are likely to be
considerably lower, as are ongoing running costs.
Update – it was agreed that purchase of Dinmurchie at this time was not a feasible option given the priorities of the village and the various
unknown risks associated with the land. FCS have continued to consult with Merlin re provision of picnic tables etc. Merlin to provide an
update. FCS have decided to progress with the sale of Dinmurchie in 7 lots. At this is a separate proposal, Barr will have another opportunity to
consider purchase of some or all lots.
There is an opportunity to develop a ‘forest holidays’ option for discussion with FCS. KM will forward information separately.
Also, BPDC to consider whether we should proceed with plans to consult on the purchase and development of the land behind the Clachan for
multi-use purposes. Land Fund support is available for projects of this nature. This would require the support of a Project Manager Volunteer.
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Objective

Identify and increase key
target market visitors by
20% over a 3 year period.

Comments
Public consultation identified a high desire for increased footfall in the
village in order to sustain and improve public amenities for residents and in
turn visitors.
The view of many is that if amenities are not secured and improved, and if
footfall does not increase, this could result in falling house prices, residents
leaving the village, and worst case scenario - result in the eventual demise
of Barr. Local children in particular expressed a high desire to see an
increase in visitors on a regular basis, providing opportunities to meet new
people, learn new things and make new friends.

Progress
See papers attached for recommendations re
•
•
•
•
•
•
•

Rebrand of BPDC
Recruitment of Development Officers to co-ordinate, market and develop the Barr offering
Recruitment of short term Marketing Consultant to support with above
Recruitment of Project Managers to support research
Community event to present packages of options and seek input/volunteers
Training of all PMs
Agreement to commence with the purchase, development of the pub/hub

Whilst increased footfall is an essential requirement, it is important that
this is not the detriment of the current safety, peace, quiet and tranquillity
enjoyed by so many Barr residents. Careful consideration is therefore
required in terms of targeting and controlling visitor influx.

End of note
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Proposed Organisation Structure for Development / Implementation of Options

Barr Parish Development Co
Development Support Team
Provide support and advice on
Legal – Elaine
Costings – Dee
Funding – Kelly
Marketing – TBC

Development Officer
(2 x Job Share)

Project Manager
(volunteer)

Project Manager
(volunteer)

Project Manager
(volunteer)

Project Manager
(volunteer)

Project Manager
(volunteer)

Project Manager
(volunteer)

Project Manager
(volunteer)

Brand/Marketing

Accommodations

Clubs & Groups

Nature

Amenities

The Arts

BPDC Rename

B&Bs

Youth Club

Outdoor
Pursuits

Trails

Pub /Hub

The Wee Gallery

Marketing
Strategy

Air BnBs

Pre School

Wildlife

Bowling

Quilting

Caravans

Badminton Club

Etc

Village Hall

Glass

Holiday Lets

Quilting

Shop

Photography

Camp Site

Etc etc

Church

Etc

Social Media/
Website
Local Comms
Strategy

Etc

Canoeing
Fishing
Cycling
Pony Trekking
Etc

Etc

Barr Parish Development Company

Headline Actions

June 2016

Rebrand

Elaine Denham to lead

Prepare outline legal
structure opPons for
presentaPon / input

Seek input on BPDC new
name and structure at
community event

Agree new name and
structure at BPDC meePng
end August

Development
Oﬃcers

Hamish and Isabel to lead
recruitment of
Development Oﬃcers

AGM to consider outline
job spec, salary and start
date provided by KM

Kelly to ﬁnalise job advert
and prepare match
funding applicaPons
(June)

Job to be adverPsed end
June and DO in place July
subject to funding
agreement

Project
Managers
(volunteer)

BPDC to lead the
recruitment of Volunteer
Project Managers

Roles to be adverPsed at
community event in
August

All PMs to be in place by
September

PM training to be
facilitated by KM
September/October

MarkePng
Consultant

Merlin Currie to lead
engagamenet of
MarkePng Consultant

Kelly Morris to prepare
funding applicaPon for
Consultant

MarkePng Consultant to
work closelt with BPDC to
deﬁne rebrand, comms
strategy, markePng stratey
anc acPons

Development Oﬃcers
thereaXer responsible for
leading implementaPon
of the strategy and
reporPng

Hub/Pub

BPDC to decide whether
they wish to use some
funds for the purchase
and refurbishment of
pub/hub

If approved, BODC to
intruct Munro to
commence with outline
designs and costs

OpPons, beneﬁts and
costs of pub/hub to be
shared at community
event in August for input

Munro to make any
changes as requested. KM
to apply for match funding
for pub /hub

NB. If BPDC directors wish to apply for the Development Officer roles under the current legal structure, they will require to step down if offered the role.
Calls for applications for Volunteer Project Managers should be issued June as there are a number of packages that require further development now i.e.
The Amenities Package - such that development of the pub/hub can be progressed without haste. This is an opportunity for anyone within the village, with
an interest in running the pub/hub at a later date, to get early involvement and influence. The remaining vacancies for Project Managers can then be
advertised at the community event. KM will prepare outline role and person specifications. Applications must be submitted by interested parties and
interviews will be led by Hamish and Isabel until the Development Officers in place, at which point they will lead.

BPDC

Name/Title
Barr Parish
Development
Company
Development
Officer(s)

Project Managers
– Volunteers

Outline Roles & Responsibilities

June 2016

Role/Responsibilities/Action
Overall responsibility for ensuring options are developed, costed, funded and implemented.
Responsible for decision making, allocating BPDC funds, managing external funds. Responsible for
prioritising projects across categories.
NB BPDC will undergo a rebrand with a new name and potential new legal structure.
BPDC should appoint 2 x part time/job share Development Officers. Initially home based, with
issued laptops and smart phones to support operations.
Development Officers will lead all for communications internally (Parish) and externally
(Scotland/UK & beyond). Brand ambassadors for Barr, the DOs will be responsible for
implementing the marketing strategy, managing social media and website update, providing a
point of contact for information for prospective and actual visitors. The DOs will set up/coordinate Project Managers and facilitate frequent planning meetings. The DOs will present/report
to the BPDC board of Directors on a monthly basis. The DOs will be supported in all efforts across
all packages by the Development Support Team comprising legal, finance, funding and marketing
advisors.
Proposed salary for the DO role is Living Wage £8+ initially, with pay reviews on an annual basis.
The DO will be responsible for securing an accessible place of work, where visitors and locals can
attend for information on events etc
Once role approved, KM will finalise draft job spec, advert and funding applications to relevant
bodies.
Project Managers will be volunteers initially. They will be allocated the role following application
process through which they will demonstrate that they have the skills, experience, desire and
commitment to drive forward the package of their choice. Initial responsibilities will include,
research, development of options, costing, and supporting the DO in presentation of the option /
benefits / risks and costs to the BPDC as well as external funders. It is for the Project Managers
and the DO to persuade the BPDC that the options are viable and timely.
Once options approved, funding can be secured to create the lead and supporting roles. The
positions will either be managed by the BPDC or BPDC will support the set up of the new business.
Obviously PMs will have an opportunity to apply for the role. PMs will be supported by a range of
volunteers from across the parish.

AGM Notes

