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Executive Summary 

 
Kinloch Castle is a Category A listed sporting lodge with formal gardens. The Castle contains an 
important collection built up mainly by Sir George Bullough, a wealthy industrialist. Together, the 
heritage value of the castle and collection are beyond doubt. The Castle transferred to Nature 
Conservancy in 1957 and is now owned by the successor organisation Scottish Natural Heritage (SNH). 
It was placed on the buildings at risk register in 2004. 
 
Kinloch Castle Friends Association (KCFA) has applied to SNH for asset transfer of Kinloch Castle on Isle 
of Rum. They have already prepared an Interim Business Plan (June 2018, appendix 21) setting out their 
plans to re-open the Castle to provide a range of visitor accommodation. KCFA have used material 
provided by SKS Scotland CIC to develop the business plan further, excluding any financial input.  
 
The plan for KCFA to re-open visitor accommodation, as well as continue to ensure that the Castle is 
accessible to the public, is broadly supported by the small resident community on Rum, who are keen 
to attract more visitors to the island and to work in partnership with KCFA to achieve this. Visitors 
already come to Rum to see the castle but also to experience the outstanding natural heritage (National 
Nature Reserve) and understand the important social history of settlement.  
 
SNH is the current owner of the Castle, although this asset no longer sits comfortably within their 
portfolio. SNH has spent time and money to keep up with repairs to the Castle, however due to 
problems such as water ingress, defective chimneys, flat roofs and dry rot it may require significant 
sums of money to stabilise. SNH does not have the resources to fund these capital works, or to maintain 
the collection and has therefore stepped up efforts to find alternative options for ownership of the 
Castle and is supportive of the potential asset transfer. There is also a political will for an asset transfer 
to a suitably competent community organisation and public sector support has been offered in principle 
to enable this to happen. SNH is currently working in partnership with Historic Environment Scotland 
and Highlands and Islands Enterprise to this end. 
 
The KCFA Interim Business Plan details plans for operating the Castle as accommodation and contains 
estimated costs for urgent repairs to the Castle and refurbishments to enable the first phase of the 
accommodation (45 quality hostel beds) to re-open. Phase two of the works would re-open the 
remainder of the Castle and deliver high quality Hotel accommodation. 
 
Funding is now required to progress the capital plans to the point that prospective funders or private 
investors / benefactors have a full picture of the potential options, plans, consents and costs for the 
capital works. Funding is also required to pay for capital works and project management. With projects 
of this type, particularly in “market failure” situations, it is necessary to reduce the uncertainty around 
a project (e.g. through preparatory and enabling works) in order to attract prospective investors / 
funders. In addition, the transferring authority must also consider the level of risk that the projected 
benefits will not be delivered. 
 
Immediate steps currently being taken by KCFA to become eligible for an SNH asset transfer include: 

• Legally incorporating (options include as a SCIO (2 tier) or a Community Benefit Society) with 

significant numbers of local members recruited from Rum and Lochaber 

• Working with a suitably qualified professional to produce plans for building renovation 

appropriate for achieving Category A listed building consent and planning permission  

• Clarifying Phase 1 works costs with a suitably qualified professional and agreeing these with 

SNH 
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• Identifying potential investors/benefactors to partner with KCFA 

• Fundraising for early stage pre-transfer costs including project management 

• Agreeing in principle to public sector procurement and drawdown requirements for all 

potential public sector funding 

• Planning to liaise with Heritage Lottery Fund regarding first stage application requirements and 

timescales. 

The current funding landscape for the project is one of continued austerity. Amounts of money 
available through Lottery distributors are declining due to reduced Lottery ticket sales and continuing 
low returns on investment funds for charitable trusts and foundations are resulting in less cash available 
for distribution. A realistic option is therefore to seek significant private investment, or benefactor 
contributions to add into the potential funding mix, for example an interested hotel operator or wealthy 
individuals with an interest in Rum, Kinloch Castle and the Highlands and Islands of Scotland.  
 
If secured, significant private investment, working in conjunction with KCFA, would provide the 
opportunity for Kinloch Castle to be redeveloped as proposed, with Phase 1 delivering hostel 
accommodation initially, and Phases 2 and 3 resulting in high quality hotel rooms and external facilities. 
This would in turn provide a social and economic impact locally (Phase 1) and for the wider benefit of 
Lochaber and the West Coast (Phase 2). 
 
This is an exciting and challenging project which requires a wide range of skills and expertise to 
implement it effectively, together with a complex funding package likely to include private sector funds. 
KCFA is a committed and competent group of individuals who have achieved a great deal towards the 
realisation of this project. Further development work is now required and KCFA is in a strong position 
to draw the necessary professionals together to deliver the required steps to bring this project to 
fruition. There is a clear Operational Development Plan to take them towards eligibility for an SNH asset 
transfer (see appendix 9b) and the potential to source private sector funding which, together with 
public sector and other funds could deliver the ambitions of KCFA, the public sector and the community. 
 
 
  
 
  



KCFA - Kinloch Castle Business Plan 

7 
 

1. Introduction to KCFA and project 
 
Kinloch Castle Friends Association (KCFA) has applied to Scottish Natural Heritage (SNH) for the asset 
transfer of Kinloch Castle, grounds and associated policies. 
 
A considerable amount of background research has been carried out to investigate the best option for 
Kinloch Castle over a number of years, taking account of the potential uses and poor state of repair of 
the building. Previous relevant reports are listed in appendix 11. 
 
KCFA was established in 1996 and has been working towards the conservation of Kinloch Castle for over 
20 years. In the last two years it has worked very closely with SNH towards the potential asset transfer 
of Kinloch Castle, for the benefit of the local community and the wider population. 
 
Isle of Rum Community Trust was established in 2007 and has since taken ownership of land, housing 
and non-domestic properties which it manages on behalf of the community. It has also built and 
manages a 20 bed bunkhouse and campsite and is currently working in partnership with Marine Harvest 
to create housing infrastructure and four affordable homes on the island. The Chair of KCFA is an off-
island Director of the Isle of Rum Community Trust. 
 
The Isle of Rum is a National Nature Reserve, Special Protection Area for Birds, Site of Special Scientific 
Interest, is included in the Small Isles Natural Scenic Area and is also within a Special Area of 
Conservation. It has a wealth of natural, geological and cultural heritage to attract university 
researchers, students and visitors, together with a healthy deer population of interest to stalking 
parties.  
 
This Business Plan has been produced by KCFA using information commissioned by SNH (excluding 
financial information). It is focused upon the information required to inform the potential Community 
Asset Transfer of the Castle and policies from SNH to KCFA and has been developed through 
engagement with KCFA, SNH and the local community. 
 

 
Position of Kinloch Castle on the Isle of Rum 
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2. The Asset 
 
Kinloch Castle is a Category-A listed building situated on the island of Rum, the largest of the Small Isles 
on the west coast of Scotland. The Castle was built in 1897 by George Bullough as a hunting lodge and 
retains its original décor, furnishings and collection, so tells the story of the opulent lifestyle of this 
family and their associates. 

 
The Castle is now in a very poor state of repair, largely due to repeated water ingress into the basement 
and also through the roof of the castle, (including through the porous sandstone cladding) leading to 
extensive dry and wet rot. Despite considerable sums spent by SNH to address the most serious issues, 
the condition of the building has deteriorated and it is likely to be lost without significant investment. 
 
The Castle has previously been run as an upmarket Hotel and Bistro and more recently as a self-catering 
hostel, although this was closed in 2013 due to the poor condition of the building and inability to meet 
building and safety regulations. Continuing guided museum tours are still able to include some sections 
of the main building. 
 
The surrounding policies include previously landscaped gardens, a squash court and walled kitchen 
gardens, all of which are in a very poor state of repair. It is recognised that the land and policies are 
integral to the successful redevelopment of the Castle into a viable business and that they need to be 
transferred together as a single entity. 
 

 
 
Kinloch Castle site and extent of the policies to be transferred by SNH 
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Kinloch Castle is an A Listed mansion (built 1897 – 1900, alterations 1906) designed as an estate 
shooting lodge and luxurious accommodation for visiting guests. Designed by Leeming & Leeming of 
London, its architectural style represents a fusion of Elizabethan, Scottish Baronial and Arts & Crafts. 
Despite being clearly striking on the landscape, its architectural style has been described as relatively 
plain compared to other country mansions of the period. This suggests a building which had limited 
artistic licence and with a specific function of large-scale accommodation rather than a permanent 
residence or family home. The plan of the building attracts interest as it represents an early form of 
grand-hotel which had been altered over the years reflective of changes to desired functions. In 
essence, it was designed to entertain guests and provide luxurious accommodation as its primary 
function as a hunting lodge. The architects are not known to have built any other country houses apart 
from Kinloch Castle but they are known for their designs for municipal buildings, halls and schools. As 
of July 2018, Kinloch Castle remains on the Buildings at Risk Register and has been so for over 10 years. 
 
In stark contrast to its external architecture, the interior finishes of Kinloch Castle are exceptionally 
significant. The finishes were carefully designed and offer an eclectic mixture of Jacobean and Baroque 
styles, with a key example being the extensive oak panelling and flooring used throughout. In many 
areas, the choice of furniture is clearly integrated with the design and selection of interior finishes. The 
overall result is the creation of a series of unique atmospheres throughout the castle with the feel that 
each room was carefully curated through the selection of Edwardian fixtures, finishes and furniture. 
The integrity of the collection with the design of the rooms makes a substantial contribution to the 
overall significance of Kinloch Castle. 
 
Kinloch Castle serves as an illustration of shooting and hunting aspects of highland ownership, 
characteristics of estates management in the late 19th century and, latterly, the decline in popularity 
for hunting estates. The surviving object and archive collection provide a “time-capsule” insight into 
the life of an elite family in post Victorian Britain. The collection reveals the lifestyle and cultural 
attitudes of the Bulloughs as it is claimed that virtually nothing was removed after the island was 
acquired by the Nature Conservancy in 1957. 
 

3. Vision and Objectives    
 
The overall Vision of KCFA is to conserve and increase sustainable public access to Kinloch Castle for 
the benefit of local people and visitors to the Isle of Rum. 
KCFA objectives are to: 

• Conserve Kinloch Castle and contents as a heritage asset in order to advance education, 
preserve and improve the Castle 

• Increase visitor accommodation available on the island 

• Increase visitors staying on the island overnight 

• Increase disabled access 

• Tell the stories of Rum for a wider audience 

• Promote Rum as an interesting place to visit with significant natural and heritage assets to 
explore 

• Develop sustainable income streams from business activities based at the Castle 

• Contribute towards wider social and economic benefits for Rum and Lochaber. 
 
KCFA recognises that in order to conserve the Castle and collection, a business solution must be found 
that both generates sufficient income to cover running and maintenance costs for the asset and 
provides opportunities for local people to develop sustainable businesses, making it an integral part of 
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the island offer. It is also clear that private investment will be required in addition to public sector 
funding in order to cover the capital costs of redeveloping the Castle and realise its full potential. 
 

4. Introduction to asset transfer 
 
Asset transfer is a relatively common process by which assets owned by the statutory sector are 
transferred to not for profit organisations. Assets transferred in this way have included listed buildings, 
village halls, forests and derelict buildings and land. SNH has a clear application process for asset 
transfer which is summarised in appendix 19, together with a suggested route plan for KCFA and SNH. 
 

5. Community Consultation and Engagement 
 
Previous Consultation and engagement 
 
Community views regarding the future use of the Castle were included in the SNH submission to the 
Ministers in 2013. These included a recognition of the importance the Castle had in drawing visitors to 
Rum, particularly older people who are less likely to visit for the walking. 
 
The potential to create visitor accommodation, a destination offer for weddings and celebrations and 
to run residential courses was highlighted, together with the desire to make the best use of the asset 
for the economic benefit of the island. 
 
2018 Community Consultation  
 
SKS spent three days on the Island of Rum in June 2018, meeting with local people in order to better 
understand their views and perception of the potential Castle redevelopment. The main points made 
by local people are provided in appendix 3 and summarised below. 
 
Community views and support for the project 
 
Overall, SKS spoke to 17 residents on the Isle of Rum, which equates to over 56% of the population. A 
number of valuable points were expressed, with the overall sentiment being that the community is 
supportive of the potential Castle development, although there is genuine concern that it could 
increase risk to existing and planned community ventures should IRCT become directly involved, by 
diluting IRCT’s focus and potentially causing significant overstretch. 
 
The fact that the community do not see themselves as taking direct responsibility for the Castle 
redevelopment, or in a partnership with KCFA requiring time and capacity from local people, was 
reiterated several times. IRCT has achieved a great deal in the last five years, including asset transfer of 
housing and land from SNH, so recognises that it must focus upon its current responsibilities. Individual 
community members are however supportive of the KCFA’s ambitions to take ownership of the Castle 
and several expressed an interest in joining the KCFA as Members. A desire for more engagement with 
KCFA and regular feedback regarding progress was also expressed by several people. 
 
The community views the Castle as important to the visitor offer on the Isle of Rum and stated that any 
redevelopment needs to be fully integrated with the local business provision which has developed to 
fill the gap left by the closure of the hostel and bistro in 2013 including the café, shop and 
accommodation offers. It would need to be integrated with existing businesses, working closely with 
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local people, complementing and working alongside the existing visitor offer.  
 
Local people see the opportunities to develop new businesses by working in partnership with a hotel 
or hostel offer, including island tours, boat tours, transport to other Small Isles, catering and an 
increased craft and retail offer. Fewer individuals were interested in direct employment, although there 
was interest in potential management, chef and guide / ranger roles, should they be created. 
 
The Castle could be in danger of overshadowing the holistic picture of Rum, which has some of the 
earliest human settlements and important archaeology. The Heritage Centre gives a wider view of the 
island's history and could be maintained in the current building or alternatively re-located to a future 
steading area or other multi-purpose community or visitor facility (leased). 
 
The Castle is not viewed by local people as being vital for Rum’s survival, and they do not see themselves 
as being dependent upon its redevelopment, although potential increased visitor nights on Rum were 
clearly recognised as being positive for the community. 
 
In summary, the community of Rum is supportive of KCFA and its ambition to redevelop the Castle, 
although IRCT does not have the capacity to take on ownership of the asset itself.  Local people would 
like to have the chance to develop business opportunities in collaboration with the Castle in the future 
and can see a hotel or quality hostel as being the most suitable for complementing their current visitor 
offer. 
 
Community survey summary 
 
A paper survey and opportunity to join KCFA as a Member were distributed across the island with pre-
paid envelopes for any further comments. The survey was also made available on line through survey 
monkey. 
154 survey responses were received, including 9 residents and 3 visiting workers, together with five 
KCFA Membership applications from residents of Rum, representing over 15% of the adult population. 
 
88% said that Kinloch Castle is important to them and expressed support for the castle to provide new 
facilities (as proposed by KCFA) including accommodation. There was a strong recognition that the 
Castle needed to be used for public benefit, for the benefit of the Rum community, and that future uses 
should be sustainable. Despite the majority of respondents living off island, there was interest in visiting 
the island and participating in working parties and also contributing in other ways e.g. crowdfunding. 
In contrast, a later question, asking about the priority of the Castle redevelopment for the island 
resulted in 59% of responses either undecided or not feeling that the future of Kinloch Castle was a 
priority for the Island of Rum. 
 
Future uses - Respondents often focused on opportunities for the Castle to be a heritage attraction 
hosting vibrant cultural activity and providing accommodation. 
 
Importance to community - Comments mainly focused on the Castle being a strong landmark which 
would attract visitors and boost the local economy. 
 
What would encourage you to get involved? -  The appetite to get involved was limited unless a project 
was aligned to meet the interests and needs of the local community. 
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Other comments: 

• There were concerns re: power supply from the hydro-scheme 

• Enhance the authentic charm of Kinloch Castle, preserve its atmosphere and don’t “hollow out 

its soul with bland accommodation” 

• Contents are most important in terms of its history, stories and identity. 

• Restore the walled garden and grounds 

‘The Castle used to bring in new faces and prosperity’ 
‘It used to be a social gathering point’ 
‘It is one of the important pieces of the Rum jigsaw’ 
‘It would be terrible for Rum to be seen as the island that once had a castle’ 
‘Must be sympathetic to the needs/businesses of existing residents’ 
‘I would love to see the Ballroom’s ceiling painted midnight blue again – dancing under a starry sky after 
getting married in the Hall would be an unforgettable experience’ 
“I grew up with annual trips to the island, staying in the castle. Its part of my family history as my mother 
grew up playing in the castle when she lived on the island.” 
“I’ve visited and been amazed. It’s a wonderful piece of heritage that must be preserved for future 
generations.” 
 
Full Community survey results are provided in appendix 4. 
 

6. Market Analysis 
 
Current markets 
 
Rum’s visitor offer can be categorised as “Cultural Tourism” and “Adventure Tourism” (including 
wildlife, walking, bikes etc), both of which are recognised as growth sectors by Visit Scotland. 
 
Marketing campaigns such as “Wild in Argyll – Scotland’s Adventure Coast”1 target these sectors, and 
businesses report a very positive attitude towards future growth, with 84% expecting demand to 
increase. 
 
Adventure Tourism can be defined on Rum as covering2: 

• Walking/Climbing: mountain walks/treks, long distance trails, rock climbing and 
mountaineering;  

• Cycling/Biking: cycle touring and mountain biking;  

• Marine Activities: sailing, kayaking, canoeing, swimming and diving;  

• Wildlife/Nature Watching: boat and vehicle excursions and walking. 
 
Whilst other islands have distilleries and golf courses, Adventure Tourism could be used as a USP to 
promote the island as a whole, which would fit well with the hostel market. Potential niches to be 
explored could include an extreme boot-camp experience e.g. hill running, loch or sea swimming rough 
/ fell cycling, sea kayaking, or the Rum alternative triathlon. 
 
In Rum there are also opportunities for Heritage Tourism to include not only the castle and its links to 
the industrial revolution, but also the brutal clearances of the island for sheep (by a Highlander), and 

                                                           
1 https://www.wildaboutargyll.co.uk/ 
2 Adventure Tourism In Scotland  HIE 2015 report 
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the considerable archaeology of human habitation over thousands of years, including the mining of 
bloodstone. 
 
From recent visitor surveys across the Outer Hebrides, Orkney and Shetland the top reason for visits is 
given as scenery and landscape, with history and culture also in the top five and archaeology featuring 
strongly for Orkney. Other common generic reasons to visit included: always wanted to visit, get away 
from it all, visit attractions (Orkney), and been before and wanted to come again. 
 
From the above, this background on visitor motivations looks very promising for Rum, recognising that 
the smaller islands need to work hard / work together to attract potential visitor attention and be 
supported nationally (e.g. suggested Islands Passport Scheme for Scotland’s 93 inhabited islands). 
 
Generally, visitor numbers in Scotland are very healthy with encouraging improvements in numbers of 
visits to places such as Outer Hebrides (reported in 2014). The average length of a trip by UK visitors is 
3-43 nights which fits well with a visit to Rum and other Small Isles. Overseas visitors stay longer (8 
nights) and would be likely to visit several places.  Hotel accommodation in Scotland as a whole has an 
average of 71% occupancy, whereas hostel occupancy averages 57% throughout the year.  Figures for 
the Highlands Local Authority area are slightly lower; hotels averaging 67% occupancy over the year 
and hostels averaging 49%. (See appendix 8 for further information and references). 
 
Rum currently attracts a wide range of visitors that can be divided into the following broad groups: 
Student / school groups studying geology, archaeology, natural sciences, walkers, bird watchers,  Castle 
visitors, stalkers and contractors. 
 
Many of these people are currently day visitors, as overnight accommodation is difficult to secure, 
particularly during the summer months. 
 
Currently, estimated visitor numbers to Rum are about 3,879 (CalMac 2016) and to ensure no 
displacement by the proposed castle hostel (phase 1), an additional 5,382 bed nights need to be 
targeted (roughly 1,800 extra visitors if length of stay is 3 nights). These visitors could be drawn from 
all of the groups above. 
 
To some extent, staying visitors may currently be deterred due to the lack of bed space in the peak 
months (either an absolute shortage or being unable to accommodate visitors on their desired dates). 
It is therefore likely that there is existing unmet need. CalMac figures show a slight overall decline in 
visitors since 2010, but this could be explained by the dramatic reduction in available overnight 
accommodation following the closure of the castle hostel. 
 
Beyond that, there would have to be active marketing of the KCFA hostel working very closely with IRCT 
and residents to promote Rum and all its attractions, one of which is the Castle. KCFA has plans to 
market the castle and the island to hill-walking clubs, other relevant societies, schools, Universities and 
other educational facilities. 
 
 
 
 

                                                           
3 Visit Scotland. Insight Department: Scotland, the key facts on tourism in 2016 
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Comparators 
 
Knoydart Foundation Bunkhouse 

 
The Knoydart Peninsula is comparable to Rum due to its 
lack of road access, small population (est 120), outdoor 
activities and private and community run hostels.  The 
bunkhouse is set up as a Community Enterprise which 
reinvests any surplus in itself and gifts surplus to The 
Knoydart Foundation. £30k was gifted to the Foundation 
between 2012 and 2015. 
 
The bunkhouse sleeps a maximum of 26 people in 3 large 
bedrooms, charging £18 per person per night. It is run by 
one member of staff on a 25 hours a week contract.  Its 
competitors are the Knoydart Lodge Hostel which sleeps 
20 in private ensuite rooms for £30 pppn and several B&B’s including the pub run B&B which has 6 
“luxury” rooms/apartments and charges £110 pppn including dinner. Each accommodation provider 
meets a need in the market, so there is little competition between them.  
 
Visitor growth is predicted at 2.7%4 annually to the bunkhouse and the area as a whole.  
 
The future risk for the bunkhouse is the cost of much needed refurbishments. There is a plan to turn 
the old bunkhouse into housing and build a new bunkhouse. The plans include building a conference 
and education centre to increase earning potential. Conversations within the industry suggest an 
investor needs to be found to fund this.  
 
Amhuinnsuidhe Castle, Isle of Harris    
This property was bought in 2003 by Ian Scarr-Hall; he purchased the estate in a joint bid with the local 
community of 700 islanders.  He purchased the castle for £2million.  It has 12 bedrooms (all ensuite) 
and is often let on a whole-house basis, for weddings and “Live like a Laird” experiences.  
 
From £340-£385 per room per night. “In keeping with the 
original design and layout of the dining room, our guests 
take dinner and breakfast at one sitting at the banqueting 
size table. 
 
It is marketed as a traditional “sporting estate” with 
activities including: 

• Shooting - Red Grouse  

• Deer Stalking/Hunting - Red Stags & hinds 

• Fishing - Atlantic Salmon and sea trout  
 

“The focus is on providing a unique and unforgettable experience“5 something that Kinloch Castle could 
use in their marketing.  
 
 

                                                           
4 Based on 2013 “Assessment and Future Scenarios of Knoydart’s Electricity System” 
5 www.amhuinnsuidhe.com 

Figure 1  Knoydart Foundation Bunkhouse 
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Machrie Hotel, Islay 
The Machrie Hotel on Islay is famous for its 
historic golf course, The Machrie.  This hotel went 
into administration in 2010 due to lack of 
investment and a problem with water supplies. In 
2011 the estate was bought by Gavyn Davies and 
Sue Nye, multi-millionaires who had a long term 
connection with golf on the island, for £2million. 
They completely rebuilt the hotel and upgraded the golf course. It is managed and marketed by 
Campbell Gray Hotels, a hotel management 
company based in London (Scottish owner).  
 
It has 47 bedrooms and 60 staff (staff numbers are high due to the number of greenkeepers). This is a 
50% increase in number of guest rooms since rebuild. Rooms range from £117.50 to £252 pppn. Though 
this seems like a large number of rooms for a small island, the accommodation all over the island is 
often full, with the main draw coming from the nine distilleries on the island.  
 
The new owners hope to “preserve the historic appeal of the famous golf course, while renovating the 
hotel and clubhouse facilities to become one of Scotland’s prime golfing destinations for golfers and 
non-golfers alike, as well as being accessible to the residents of Islay.”6 
 
Potential growth markets 
 
Increased overnight accommodation for high end customers, to include: 

• High quality heritage experience visitors  

• High paying stalker groups requiring high quality accommodation and catering 
 
In addition, high end weddings and celebrations could be catered for. 
 
Increased over night accommodation for middle range customers: 

• Walkers, groups, study tours, families 
 
Proposed catering offer: Bistro providing breakfasts for guests, packed lunches and evening meals. 
 
Competition / Displacement 
 
The existing café, which runs in the Village Hall daily 10am to 5pm, needs to be carefully considered 
when setting up catering options within the Castle. The Bistro should open to provide different hours 
and level of service to prevent direct competition, providing breakfasts until 10am and evening meals 
from 6pm. This would also be advantageous for the Bistro staffing rota as it would not require day time 
service and would allow for café staff to work in the Bistro also if desired. 
 
The initial KCFA proposal is to bring the former hostel rooms back into use targeted at middle-range 
customers. Therefore, the initial bistro offer need not be “high end” and could well be provided by the 
existing café as a franchise. 
An increase in overnight accommodation for visitors on the Island, together with associated proactive 
marketing, would increase the number of visitors to Rum annually across a wider season, benefitting 
all businesses on the Island. 

                                                           
6 https://www.islay.blog/article.php/new-machrie-hotel-islay-to-welcome-guests-in-2018 

Figure 2 The Machrie Hotel, due to open August 2018 
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The quality focus would prevent competition with the IRCT owned bunkhouse facility which caters 
effectively for groups of up to 20 people and is priced to attract students and walkers interested in 
clean budget self-catering accommodation. All but 2 of the bunk-house beds are in dormitories for 4 or 
6 people (bunk beds). The proposed KCFA quality hostel accommodation would be priced above the 
bunkhouse because it would provide more privacy in the double rooms, more flexibility in room 
configuration and catering for breakfast, packed lunch and evening meal.  
 
Carefully planned joint marketing with the existing Bed and Breakfast offer (one establishment offering 
a total of 4 beds), is likely to lead to an overall increase in visitors and the differentiated offer of a 
personalised B&B service would attract a specific segment of customers unlikely to be interested in a 
Hotel service or a quality hostel. 
 
In the future, The Castle could offer year round accommodation and catering options, with associated 
business opportunities and jobs. Initially it would be likely to open for 7 months. It would be integrated 
with existing businesses, working closely with local people, and not be over commercial, 
complementing and working alongside the existing visitor offer.  This would include detailed 
cooperation including opening times / seasons, joint marketing, differentiation of catering options and 
cross-referral of potential customers. 
 

7. Heritage Strategy 
 
The main significance of the A listed Kinloch Castle is as a “time capsule”. It is a complete example of 
an opulent sporting lodge, a rare example, complete with original, unusual and high quality fixtures and 
furnishings. What fascinates the visitors who tour the castle is the extraordinary story of how the castle 
came to be there, commissioned by an English industrialist, Sir George Bullough, and the stories about 
a lavish lifestyle of a bygone age in strange juxtaposition with a Scottish island with its own long history 
of settlement and suffering including through the clearances. 
 
Previous reports on Kinloch Castle have commented on the significance of keeping the Castle and its 
contents together and the case for protecting the assets is beyond doubt.  The Castle has a very active 
Friends organisation with around 130 members and local residents are broadly supportive of the Castle 
and collection being protected. 
 
Currently, SNH continue to operate tours of the Castle using very skilled and knowledgeable guides 
familiar with the social history and natural history of Rum as well as the stories about the Castle and 
the Bullough family. These tours clearly have wide appeal suggesting that the visiting public are 
fascinated by the combination of the Castle, the Collection and the richness and exoticism of the 
associated stories.   
 
The challenges are around: 

• identifying sources of finance to carry out repairs and upgrades to the Castle and to implement 
further measures to safeguard the Collection  

• being able to successfully run some combination of accommodation and an associated visitor 
experience and activity package that can secure sufficient business to cover ongoing costs of 
maintaining the building fabric and the Collection. 
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Summary of Heritage Strategy themes and activities 
 
The analysis of information gathered by the Heritage Strategy has revealed four development themes. 
Each theme contains recommended actions to energise positive outcomes for Kinloch Castle’s heritage 
and Rum’s community. 
 

Theme 1: Collections 
management 

a. Arrange for transfer of ownership and / or responsibilities of 
portable object and archive collection from SNH to KCFA. 

b. Transfer complete inventory of portable object and archive 
collection into Collections Management System (CMS) 

c. Delivery of “collections highlights” digitisation project 
d. Creation of Collections Management Framework: policies and 

procedures related to the management of the portable object 
and archive collection 

Theme 2: Conservation planning 
and action 

a. Develop and implement ‘Decant and Collections Reinstatement 
Plan’ 

b. Temporary decant / storage of objects during capital works 
c. Commissioning of Conservation Management Plan (CMP) 
d. Collection condition survey and selection of objects for priority 

conservation treatment as part of the CMP 
e. Development of Management and Maintenance Plan as part of 

CMP 

f. Acquisition and installation of environmental monitoring system 
g. Remedial conservation of objects, fixtures and finishes. 
h. Employment of local people as part restoration and capital works. 

Theme 3: Growing participation 
(‘Rum Awakenings’) 

a. Local enterprise partnership project to create unique visitor 
experience packages 

b. ‘Rum Awakenings’ events and activities programme establishing 
a community-driven approach to the revitalisation of Kinloch 
Castle & gardens and its place within Rum’s landscape 

c. Delivery of creative activity, storyboarding, skills sharing 

Theme 4: Creating experiences a. Delivery of Visitor Experience and Interpretation Plan 
b. Delivery of marketing and evaluation activities 

Outline costs for delivery of the Heritage Strategy are given in the finance section. The full Heritage 
Strategy is provided in appendix 5. 
 

8. Options Appraisal 
 
Options appraisals have been carried out across several areas of the project that require decision 
making. 
 
Significant work has already been carried out by KCFA to identify suitable and viable options for the use 
of the Castle. By analysing information from previous research and reports, a phased approach has 
been favoured by KCFA, proposing certain urgent works to be carried out and some of the Castle rooms 
to be opened for overnight guests as soon as practicably possible.  
 
SKS has also carried out options appraisals to consider governance, ownership and markets. 
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Governance Options Appraisal 
 
The purpose of the Governance Option Appraisal is to assess the main Governance options suitable for 
Kinloch Castle Friends Association (KCFA), Isle of Rum Community Trust (IRCT) and the community of 
the Isle of Rum, if taking ownership of Kinloch Castle through an asset transfer process. Having 
considered the initial options provided in the Governance Options Appraisal in appendix 6, KCFA is also 
interested in considering the option of becoming a Community Benefit Society. Further information 
about Community Benefit Societies is provided below. 
 
Community Benefit Societies 
The community benefit society legal form is common among community owned and other forms of 
voluntary and community sector activity where the emphasis is to benefit a wider community rather 
than the society’s membership. 
 
Pros: 
A society has to have one member, one vote regardless of the number of shares owned. In a society, 
members have the right to appoint and dismiss directors and determine the affairs and rules of the 
society democratically. 
Societies have the option of issuing withdrawable share capital. This type of share is withdrawable by 
the member, subject to any conditions stated in the society’s rules.  
The society form is particularly appropriate for organisations wishing to raise capital from the public. 
The Society shall have the power to borrow money from its Members and others in order to further its 
objects providing that the amount outstanding at any one time shall not exceed £10,000,000. 
A Charitable Community Benefit Society would also register with OSCR as well as the Financial Conduct 
Authority (FCA). OCSR has acknowledged that charitable community benefit societies may issue 
community shares and pay members interest on share capital, subject to a number of conditions. 
 
Cons: 
To qualify for registration under CCBSA2014, an organisation should be carrying on ‘an industry, 
business or trade and meet the condition of registration as either a ‘co-operative society’ or a 
‘community benefit society’. It is unlikely that KCFA will be unable meet these conditions before it owns 
Kinloch Castle, and it requires an incorporated legal form to apply for asset transfer. 
Registering a society using a free draft (bespoke rules) can be fairly expensive and it also tends to be 
slower than registering a company, as the registrar examines the rules carefully in the light of the Act 
and makes the final decision about which societies may be registered. 
 
Withdrawable share capital is nevertheless risk capital and, despite the exemptions, the registrar will 
expect a society to provide appropriate information regarding this risk to potential investors.   
Administered by the Financial Conduct Authority (FCA), separately to OSCR.  
 
A charitable community benefit society is not considered to be a suitable legal incorporation for KCFA 
by SKS at this stage as our primary recommendation is for KCFA to secure private investment in order 
to raise the significant sums needed upfront, rather than issuing community shares. Also, there is an 
imperative for the governance structure to be set up quickly, to enable KCFA to be in a position to 
complete the application for asset transfer. It is our understanding that a SCIO model would be an easier 
and therefore quicker approach in the first instance.  
Setting up a Community Benefit Society and issuing community shares could be possible at a later stage, 
once Kinloch Castle is in the ownership of the incorporated organisation and a potential investor has 
been identified. 
Further information regarding Community Benefit Societies is provided in appendix 6. 
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KCFA is currently considering this option, in conjunction with those provided in appendix 6 and has not 
yet decided upon the most suitable course of action. 
 
Building and Collection Ownership Options and SWOT 
 
KCFA is currently pursuing an asset transfer of Kinloch Castle from SNH. In order to facilitate this, SNH 
must assess the applying organisation as competent to manage the building and deliver sustainability 
into the future. In order to do this, KCFA is highly likely to require private sector investors / benefactors 
that are willing and able to contribute a significant amount of capital and revenue funding to the 
project, in addition to the proposed public sector support. To secure this, it may be necessary for 
alternative ownership models to be considered as a means of attracting an investment, including, 
establishing a community benefit society with a community shares issue, leasing, joint ownership 
between KCFA and a private investor or purchase of the Castle by a private investor. The full options 
document is provided in appendix 7. 
KCFA's main interest is in saving the Castle and the Collection for public access, education and to 
contribute to the socio-economic development of the community. The longer-term (20 year+) 
aspiration is for the community to eventually own both and KCFA is open-minded about who owns the 
Castle and the Collection providing preserved access is maintained and the community prospers as a 
result. KCFA recognises that the community of Rum is not currently in a position to take on ownership 
and management of the Castle. It also recognises that the contents and Castle are integral to each other 
and need to remain as one entity to maximise heritage value. 
KCFA’s preferred option is to pursue the asset transfer and KCFA ownership of the Castle and Collection 
in the first instance, with the aim of assembling a financial package consisting of grants, heritage lottery 
funding, charitable organisations, investors and donors through Crowdfunding and appeals to 
individuals. Alternative options will be considered if this does not come to fruition within a reasonable 
timescale. 
 
Operating Model Options 
 
The key operating model options are given below (see appendix 9a for detail): 
 
Phase 1 
KCFA ownership and management of facilities and staff 
KCFA ownership and franchise of a) Bistro and/or b) Hostel management to an external company 
KCFA partnership with an investor-operator, with management of Bistro and Hostel carried out by 
investor-operator. 
 
Phase 2  
KCFA facilities ownership and Hotel Management 
KCFA Partnership with Investor Operator – Investor Operator management of Hotel. 
 
KCFA Decision: In the early years, KCFA intends to use the expertise of its members to manage the 
operation of the hostel, bistro and bar, directly employing a manager and staff.  It is the intention to 
move to a model of franchising out the operation as soon as it is financially viable to do so.  KCFA has 
visited Lews Castle in Stornoway and is in contact with Natural Retreats, a travel company offering 
leisure experiences in a selection of coastal, countryside and wilderness locations. 
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Market Options 
 
Current Phase 1 Option includes: 

• ‘Castle rooms’ hostel accommodation (in former servants’ quarters, basic rooms, no ensuites). 

• Bistro / bar provision in evenings.  

• No self catering option. 

• No access to rest of Castle unless on a guided tour, as remainder of Castle not usable by guests 
due to awaiting repairs and refurbishment. 

• The aim would be to operate for 7 months of the year and offer 7,812 bed nights. 

• Marketing and on island activities should be delivered in conjunction with local residents 
focusing on the natural heritage and long history of human settlement on the island. The 
current Ranger already provides a menu of activities and has many ideas about how these could 
be developed. 

• Providing an additional learning / activity room for visitors and local people could be 
advantageous.  

 
Current Phase 2 Option includes 

• Completion of Castle repairs and refurbishment of an additional 20 high quality heritage rooms 
with ensuite.  

• For the potential new clientele, a new marketing and delivery approach would need to be 
developed jointly with local residents, probably including the knowledge of local guides for 
hunting / fishing parties. 

• As before, much of the Castle would remain off limits until repairs were completed. At that 
point there would be many more options to use rooms for events including weddings / 
celebrations. 

• The aim would be to operate for 12 months of the year and provide an additional 3,472 bed-
nights. 

 
The Market Appraisal (appendix 8) illustrates that KCFA’s preferred option for hotel accommodation at 
a mixed level would require: 

a. An investor / benefactor, likely to be someone with an emotional tie to the island. 
b. A hotel management company. A local company will be more sympathetic to the local 

community, however, their goal will be profit. 
c. A consistent product to market. Mixed accommodation levels may be harder to 

market. Suggest traditional organisation of rooms into levels such as “rooms” and 
“suites” based on size and views. All hotel rooms would need to be ensuite.  

d. Staffing. The ’Castle rooms’ hostel accommodation may be used to provide staff 
accommodation in the future. 

 
To compete with other high quality Castle Hotels, Kinloch Castle would need ensuite rooms, a fine 
dining restaurant and qualified hospitality staff. The grounds would need to be at a similarly high 
standard as would the restaurant.  However, there are examples of hotels where the restaurant isn’t 
open to the public and residents are served at a communal dining table e.g. Amhuinnsuidhe Castle.  
 
Other options for Kinloch Castle use: Self-Catered or Catered or Whole House Stay 
The option preferred by the NTS and Landmark Trust is to rent the properties as self-catering products. 
This minimises the number of staff you need to run the property whilst still bringing visitors to the area 
who will buy from the local shops & tea rooms and go on local activities. Off season, Kinloch Castle 
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could be offered as a self-catered property or a catered stay with a private in-house cook during guests 
stay.  A whole house package that can be tailored to the individual’s requirements is a good option.  
Different packages could be put together – “hunting lodge weekend”, “wildlife weekend”, “live like a 
laird historical weekend”. 
 
A further option for use of the castle could be filming of scenes for films, television and adverts.  
Highland Council reports a record number of enquiries from the film and television industry seeking to 
use locations in the Highland area. 
 

9. Overview of Castle Redevelopment Project plan 
 
Next steps for Kinloch Castle redevelopment project:  
 
KCFA intends to take a phased approach to developing Kinloch Castle in order to offer a range of 
accommodation options, a bar and bistro and to provide access to the Castle and Collection for both 
the local community and visitors. 
 
KCFA is keen to prevent further deterioration to the fabric of the building and bring at least part of the 
Castle back into regular use as soon as practicably possible. The survey report produced by Smith & 
Garratt in February 2018 reinforces the need to facilitate this, and a phased approach to the building 
works is deemed to be the most realistic way in which to carry this out. This will also provide early stage 
income so that the Castle is continuously occupied and works monitored. 
 
Kinloch Castle will require significant capital to stabilise the building and the collection, requiring a 
broad mix of funds, both public and private. Proposals for progressing the outline capital costs, plans 
and associated risks are set out below. 
 
Progressing capital plans:  
 
There are aspects within the building that require stabilising, modernising and upgrading to enable 
future use. It must therefore be ascertained whether the potential to carry out these works within a 
grade A listed building exists. Regardless of the possible sources of funding, securing listed building 
consent and planning permission will require discussions / applications to Highland Council and early 
discussion with Historic Environment Scotland. These applications are being prepared by KCFA 
currently. 
 
The preparation of planning applications will require input from a suitably qualified professional 
(already identified by KCFA), as detailed proposed changes and plans prepared to the relevant RIBA 
stage will be required to inform these discussions (early stage discussions RIBA 1, planning permission 
RIBA 2 or 3). An informed conversation with Historic Environment Scotland will also be required to 
establish their view on the proposals. 
 
Detailed designs, together with potential surveys as listed below, will inform a detailed cost plan for the 
proposed works and enable a potential funder or investor / benefactor to make an informed decision 
regarding risk. 
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Detailed surveys and work required at this point on the building fabric: 
 

• Report and designs to necessary RIBA Stage (early stage planning discussions at RIBA stage 1, 
planning permission applied for at RIBA stage 2 or 3) 
https://www.ribaplanofwork.com/PlanOfWork.aspx (public funders / trusts and foundations 
require planning permission to be in place prior to release of funds for capital works) 

• Potential further survey of structure to ascertain level of damage, potential remedial action, 
estimated costs and estimate of future longevity of structure and forecast of additional future 
planned maintenance (KCFA already have this in hand) 

• Additional surveys if needed, possibly to include: measured survey, concrete in foundations, 
ground investigations, bat survey, hydrological survey  

• Further professional investigations to establish source and prevention of water ingress (KCFA 
report that investigation into the source is completed) 

• Discussion and agreement between relevant parties on the repairs that need doing prior to 
using it for any overnight accommodation. Discussion may be needed on matters such as: 

o Stabilising the metal frame 
o Removal of asbestos 
o Removal and replacement of lead pipes 
o Preventing basement flooding 
o Whether repair of the existing boiler is feasible 
o Fire escapes / fire compartments 
o Power supply 
o Waste water arrangements 

• Preparation of architectural options for building including whether there are options to bring 
back parts of the building into commercial use prior to completion of urgent repairs to other 
parts of the building e.g. dry rot, wet rot, asbestos removal 

• Detailed requirements for insulation/fire safety/overnight accommodation regulations  

• Discussions with planners and HES. 
 
The above steps would enable KCFA to reach an agreed position on:  

• Scope of all works, start to finish (and whether including grounds etc) 

• Options / preferred option for phasing of works 

• Clear plan for when parts of the building can be brought into reuse 

• Costs estimates developed to a higher degree of cost certainty e.g. RIBA work stage 3 

• Risks including expected length of life of building following remedial works. 
 
Preparatory work on the Collection: 

• Collection survey to identify items for immediate remedial work 

• Preparation of collections management plan 

• Preparation of collections policies 

• Preparation and cataloguing of collection for transfer. 
 
The phased approach articulated below is the current option for redevelopment, based upon KCFA 
securing funding for Phase 1.  
 
 
 
 
 

https://www.ribaplanofwork.com/PlanOfWork.aspx
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Phase 1 (years 1-2) 
Urgent building works and redevelopment works to enable the accommodation and bistro to open: 
 

• KCFA takes ownership of Kinloch Castle from SNH 

• KCFA secures Phase 1 funding through grants and investors / benefactors 

• Procurement process carried out 

• Urgent works carried out  

• Castle Rooms renovated and re-opened (quality hostel rooms) 

• Bistro and bar re-opened 

• Facilities marketed widely, working in conjunction with Rum Bunkhouse and B&Bs 

• Local tours and experiences marketed and facilitated 

• Heritage highlighted through castle tours and through a programme of activities, experiences 
and events. 

 
Phase 2 (years 3-5) 
Further repairs to the castle and restoration of the heritage rooms: 
 

• Heritage (hotel) rooms renovated with ensuite bathrooms 

• Public rooms renovated i.e. Ball Room, Empire Room, Lady Monica's Room, Hall, Billiard Room 
and Dining Room 

• Furniture and collection used in rooms as appropriate 

• Castle marketed for events, weddings and celebrations 

• Full audience development and activity programme delivered.  
 
Phase 3 

• Restoration of the orchestrion 

• Restoration of the landscaped gardens  

• Restoration of gazebo and squash courts. 
 
 
Accessing funding  
Assuming that at least some public funding will be required, the diagram below is an overview of the 
typical journey of a large heritage project towards stage 1 and stage 2 capital awards. It is likely that 
similar levels of information will be required by any potential private investor / benefactor to mitigate 
risks where possible. 
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The diagram shows that there is a reasonably strong case developing for the items shown below, 
building on the previous reports and the KCFA June 2018 business plan  
 
“Green light”:  

• community support in principle;  

• asset has a range of uses with a potential financial return; 

• sound heritage case. 

• Asset surveyed and outline capital phases planned by relevant professionals and costed 

•  
 
“Amber light”: 

• can commercial return can maintain assets (can’t be resolved until there is convergence of 
thinking on capital costs) 

• benefits to people need to be articulated (case starting to develop, more to do once detailed 
delivery plan agreed) 

 
However, more progress is required on the following: 
“Red light” - not yet progressed / needing further progress: 

• Further survey / planning and costs carried out by relevant professionals  

• Forward plan for collection in place 

• Significant multi-agency partnership support indicated 

• Match funding identified / pledged (private investor/benefactor) 

• Ownership of asset resolved 

• Project de-risked e.g. should get consents; part of a bigger supported plan for W of Scotland. 
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Without an informed consensus view on the capital options and costs, it is difficult for parties to reach 
informed consent to transfer or take ownership of the assets, as conditions of transfer (for either party 
cannot be confirmed). It is also difficult to make headway with developing essential partnerships and 
securing any funding, which is especially important for a project that could be on the outer limit of 
fundable costs and viability (due to high capital costs and geographical remoteness) at a time when 
grant funding is scarce and highly competitive. 
 
In summary, it is necessary to establish answers to a number of key questions in order to secure public 
funding or investors / benefactors, as they will require this information for their decision making. For 
example: 

• Can the deterioration to the metal frame of the building be arrested, and what are the 
estimates for initial and maintenance costs for this work? (See additional comment from Hugh 
Garratt below) 

• What might be the expected life of the frame and is this long enough to give a sufficient stream 
of benefits to attract funding? (See additional comment from Hugh Garratt below) 

• Can the proposed phased approach to redevelopment be carried out effectively and will 
detailed plans (once prepared) be approved by planners and building inspectors? 

• How would the collection be impacted by proposed capital work and future uses of the castle 
and what will be recommended steps for its care and at what cost? 

• What will the proposed remedial and redevelopment works cost? 
 
Suitably qualified professionals are now required to move the project to the next stage, to include 
advice regarding: 

o any further survey works, supported by an engineer 
o identifying detailed options for the capital works to progress KCFA’s plans  
o advice on likely consents required 
o preparation of design plans, phases and costs 
o detailed partitioning of costs into “heritage eligible” and “other”, recognising that 

some heritage funders can only consider funding a percentage of heritage eligible costs 
o identification of ongoing planned preventative maintenance with phasing and costs 
o collection survey and management plan, including any decant and remedial work, 

costed as required. 
 
KCFA is in the process of commissioning aspects of this work as shown above and in the Short-term 
Action Plan in appendix 10.  
 
Recent information regarding the building structure provided by Hugh Garratt: 
 
“As the original Leemings’ drawings are not available, no-one knows the true extent of steel usage, nor 
its condition – except where exposed.  Most of the exposure is due to dry-rot works, so in areas that 
have been damp and still for long periods – particularly the lintels over windows, which are (obviously) 
in external walls.  Here the steel is corroded to the point that there are local lifts in the exterior stone, 
but it is still structurally competent.  Lintels are reasonably easy to replace, so that is not the real 
issue.  The real issue is corrosion in main beams, i.e. in the interior or spanning from exterior to 
interior.  Judging by main beams such as the one spanning the opening down to the boilers, they are 
not too bad.  That one has an air-brick at its northern end; if others have air-bricks too (which is likely), 
they won’t be as bad as feared.  Hugh Garratt is considering how they could be treated with corrosion 
inhibitors, in-situ, with minimum disturbance to surface fabric.  Corrosion is accelerated by moisture, 
so it is important to keep the building watertight; to prevent flooding; and to stop the cycle of flooding, 
heating, and filling the building with water vapour which condenses beneath the roof and drips down 
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through all the fabric.  The reason Hugh Garratt does not believe the steel has already deteriorated to 
a dangerous extent is because it tends to deform before it fails, and there are currently no cracks in 
masonry due to deforming steel.  However, his view is that there is no time to lose and the building 
needs to be brought back into use – aired and fired – as soon as possible. KCFA recognises that ongoing 
monitoring of the condition of the metalwork will be required.” 
 
Investor Approach 
An alternative approach to redevelopment, as opposed to seeking grant funding as addressed above, 
is for KCFA to seek and engage with a partner investor - operator from an early stage, as addressed in 
the ‘Building and Collection Ownership SWOT’ (appendix 7). 
 
This approach would require an investor to be identified that is interested in delivering high quality 
hotel services from the Castle and has the capital to invest in redeveloping the building to enable this 
to happen. Close working with the local community would be required by both KCFA and the investor 
to ensure that the community offer forms an integral part of the visitor experience. 
 
There is the potential to identify a suitable investor once the proposition is articulated within bespoke 
marketing materials. Specific markets to approach include international heritage hotel businesses, 
particularly in Japan and the Far East, so maximising links with the Bullough exploration and collection. 
Alternatively, one or more philanthropists with direct links to Bullough and the textile industry or wider 
manufacturing may be interested in the potential to invest and secure a private apartment within the 
Castle.  
 
Key actions required to facilitate this approach: 

• Liaise with Highlands and Islands Enterprise regarding international investor markets  

• Develop bespoke marketing materials for distribution and use by KCFA Members with contacts 

• Produce an investor pack to include required asset survey results, planning permission 
indications and potential funding support 

• Prepare a target list of potential investors for individual approaches. Suitable targets would 
include high net worth (HNW) individuals with an interest in one or more of a) Rum b) the 
Bullough story c) the Castle and Collection d) islands e) Scotland. 

• General marketing of the potential opportunity to networks of HNW people. 
 
 

10. Community Needs Analysis  
 
Summary of the challenges faced by the community 
 
The population of Rum is wide ranging in background and experience, being composed predominantly 
of individuals and families who have moved to the island for work with SNH in the past. When the Castle 
hostel closed the population was 42 and subsequently fell to 26.  Currently 30 people, including 7 
children, live year round on Rum, and all recognise the need to build opportunities and resilience to 
secure sustainability and grow the population into the future. The community is working towards this, 
having set up IRCT and taken community ownership of buildings and land within Kinloch village. It is 
also currently developing a meaningful partnership with Marine Harvest, bringing work, 
accommodation and infrastructure to the Island as a result of a fish farm development. This partnership 
is also likely to bring new families to Rum, as workers may choose to relocate to the new houses being 
provided on the island by Marine Harvest. 
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Key challenges for the local people of Rum include: 
 

• Access to year-round work on the island 

• Opportunities to develop businesses and income streams  

• A falling population (42 to 30 people in the last 10 years) 

• Provision of suitable accommodation for visitors, students and contractors 

• Housing for local people (being tackled by Marine Harvest and IRCT) 

• Recognition of local heritage 

• Owning / access to suitable premises for business and community activities 

• Sustainability of island life 

• Children leaving the island for education and not being motivated to return to Rum. 
 
How the asset transfer will address these issues 
 
Community consultation in June 2018 indicated that there were two or three people who were 
interested in employment opportunities within the Castle, with a further four or five looking at business 
development associated with increased visitor stays and new markets for catering, tours, crafts and 
retail businesses. Redevelopment of the Castle to deliver visitor accommodation and bistro would 
therefore have a direct positive impact on the need to provide economic development opportunities 
on the Isle of Rum. 
 
It will also offer potential employment opportunities for the families of people moving to the Island to 
work with Marine Harvest. Job creation within the Castle will provide more encouragement for families 
to relocate permanently to Rum, as opposed to commuting from the mainland, and provide easier 
access to appropriate skills and thus reduce the cost of services which have to be bought in from the 
mainland.  A priority will be a handyman.  At present this role is met by the community by contracting 
with an individual on the mainland to visit periodically.  An increase in population will in turn bring more 
children to the primary school (currently supporting 3 children), more skills to the island and increase 
the population overall, so providing more people to take part in the community and help to run IRCT. 
 
Provision of visitor accommodation is a valuable output in its own right, with associated outcomes 
including an improved tourism offer for visitors, more people staying overnight on the Island spending 
money on services and food. Increased visitor numbers will lead to improved markets for local 
businesses and the motivation to develop new services, including boat trips, tour, craft and catering 
offers, which in turn improves the visitor experience creating a positive feedback loop. 
 
The Castle redevelopment can also contribute some way towards a greater recognition and sharing of 
local heritage and developing a stronger sense of place and desire to return for younger people.  
 
Anecdotally, it is clear that all who become familiar with the project can see the upside and the 
contribution that the project could make to residents of Rum, to the sharing of heritage (both castle / 
collection and natural heritage) and to West Coast development and tourism. 
 

11. Project Outputs and Outcomes  
 
The likely outputs and outcomes from this project are reliant upon the identification of a final business 
option which will fund the repairs and restoration. The business model for the completed 
accommodation and facilities will need to cover the future costs of routine maintenance and repair of 
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the castle and its policies. Once the business option and investment package has been established, it 
will then be possible to use relevant multipliers to estimate economic outcomes and impact for the 
local community of Rum and the wider Lochaber population. 
 
Project outputs and outcomes expected from the Castle redevelopment given below have been 
estimated upon the KCFA phase 1 proposal to open the hostel accommodation, creating 45 bed spaces 
and a bar/bistro, and then phase 2 to redevelop the remaining 20 bedrooms into high quality hotel 
rooms with access to the remainder of the Castle. 
 
 
Estimated Outputs and Outcomes from Phases 1 and 2 of Castle redevelopment 
Estimates are provided below in the absence of final capital costs, staffing plan, income and operational 
model.  
 

Phase 1   

Activities Outputs Outcomes 

Heritage restoration and 
building work – 6 months 
duration 

2 local building fte jobs  
Up to 3 additional fte jobs for 
commuting workers 

Increased income for 2 locals  
Up to 3 fte workers staying on 
Rum and spending with local 
services 
Shared skills and knowledge 
Wider audience made aware of 
Rum as a destination 

Heritage restoration and 
building work – 6 month 
training and apprenticeships 

2 local training posts/ 
apprentices in building skills and 
related crafts 

Increased skills for 2 members 
of the local population 
 

Collection cataloguing and 
storage – 3 months 

1  fte specialist – 3 months 
4 volunteer training places 

Volunteer training and skills 
provided 

Bistro opens for breakfast 
and from 6pm 

Visitor offer appeals to a wider 
audience 
Increased numbers of people 
stay on Rum 
Increased numbers of yachts visit 
Rum 
1 x fte Bistro chef roles created 
2 x fte Bistro support staff roles 
created  

Increased markets and income 
streams for local businesses  
Increased income security for 
local people 
Increased quality of life for 
local people 
Increased number of people 
living and working on Rum year 
round 
Bistro facilities available for 
local people to use 

Set up of administrative 
processes 

1 x fte administration and book 
keeping roles created 

Increased job opportunities 
and income security for local 
people 

Hostel catered 
accommodation provided in 
the Castle 

Accommodation available for 
contractors 
Increased access to contractors 
and services for local people 

Increased markets and income 
streams for local businesses  
Increased income security for 
local people 
Increased service delivery from 
contractors  
Increased quality of life for 
local people 
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Phase 1 continued…   

Activities Outputs Outcomes 

Heritage and environment 
activities 

50 educational heritage and 
environment activities delivered 
annually (e.g. collection care, 
heritage research, fieldwork 
studies, photography, craft and 
music workshops) 
1 x fte person employed to 
deliver activity programme. 

High quality visitor offer 
Increased events and activities 
available for local people to 
access 
Shared knowledge and skills 
Increased appreciation of 
heritage and the environment 
or local people and visitors 
 

Phase 2   

Heritage restoration and 
building work 

4 local building fte jobs  
Up to 6 additional fte jobs for 
commuting workers 

Increased income for 4 locals  
Up to 6 fte equivalent workers 
staying on Rum and spending 
with local services 
Shared skills and knowledge 
Wider audience made aware of 
Rum as a destination 

Heritage restoration and 
building work – training and 
apprenticeships 

2 local training posts/ 
apprentices in building skills and 
related crafts 

Increased skills for 2 members 
of the local population 
 

Heritage restoration and 
building work 

Conservation of a grade A listed 
building 

Heritage conserved and shared  

Heritage fixtures and fittings 
conservation 

Skills training for 2 local people 
 
2 skilled craftspeople staying on 
Rum to carry out required 
conservation work 

Increased skills for 2 local 
people 
Income for local support 
services and businesses 
Shared skills and knowledge 
Wider audience made aware of 
Rum as a destination 

Collection conservation 2 skilled craftspeople staying on 
Rum to carry out required 
conservation work 
Records made of the restoration 
process for future study 
 

Income for local support 
services and businesses 
Shared skills and knowledge 
Potential for future heritage 
research opportunities 
Volunteering opportunities for 
local people and visitors 
Wider audience made aware of 
Rum as a destination 

Castle redevelopment Improved access to Castle and 
collection 

Access to Castle and collection 
for disabled people enabled  

High end accommodation 
provided in Castle 

Visitor offer appeals to a wider 
audience 
Increased numbers of people stay 
overnight on Rum 
2 x fte Management roles created 
10 x fte hotel support staff roles 
created 

Increased markets and income 
streams for local businesses  
Increased income security  
Increased quality of life  
More people choosing to stay 
year-round on Rum  
More people living and working 
year-round on Rum 
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Phase 2 continued…..   

Activities Outputs Outcomes 

Bistro continues to open for 
breakfast and from 6pm 

Visitor offer appeals to a wider 
audience 
Increased numbers of people 
stay on Rum 
Increased numbers of yachts visit 
Rum 
Additional 1 x ft ongoing Bistro 
chef roles created 
Additional 4 x fte ongoing Bistro 
support staff roles  

Increased markets and income 
streams for local businesses  
Increased income security for 
local people 
Increased quality of life for 
local people 
Increased number of people 
living and working on Rum year 
round 
Bistro facilities for locals  

Set up of administrative 
processes 

Additional 1 x fte administration 
and book keeping roles created 

Increased job opportunities and 
income security for local people 

Training provided for staff 
and young people 

Hospitality, Management and 
catering training provided for up 
to 6 local people and up to 10 
people moving to the island for 
short term placements 

Increased opportunities and 
skills for employment for up to 
6 local people and up to 10 
people moving to the island for 
short term placements 

Provision of job 
opportunities for families of 
Marine Harvest workers 

Providing positive conditions for 
Marine Harvest workers to move 
permanently to Rum (as opposed 
to commuting weekly) bringing 
families with them 

Increase in permanent 
population of Rum by a 
significant percentage (e.g. 10 
new people living on Rum 
would be a 33% increase) 
Potential increase in school 
role and resilience of services 

Heritage and environment 
activities 

Additional 200 educational 
heritage and environment 
activities delivered annually (e.g. 
collection care, heritage 
research, tours, exhibition 
preparation, fieldwork studies, 
photography, painting and music 
workshops, bushcraft courses, 
wild foraging workshops, willow 
weaving, woodworking, 
metalworking and sculpture) 
Additional 1 x fte people 
employed to deliver activity 
programme 

High quality visitor offer 
Increased events and activities 
available for local people to 
access 
Shared knowledge and skills 
Increased appreciation of 
heritage and the environment 
or local people and visitors 
 
 
 
 

Increased marketing of 
Kinloch Castle and the Isle of 
Rum 
Accommodation offer widely 
advertised 

Increased number of people 
visiting Rum (from 5,000 to 
10,000 visitors per year) 
Increased numbers of people 
staying overnight on Rum, across 
all accommodation offers 
Extension of the shoulder 
months with more visitors out of 
season. 

High quality visitor offer 
Increased choice and 
availability of accommodation 
for visitors 
Local accommodation 
businesses report increased 
numbers and turnover 
Local support and service 
businesses report increased 
numbers and turnover. 
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Phase 2 continued…..   

Activities Outputs Outcomes 

Kinloch Castle 
redevelopment carried out 
through close engagement 
with local community 

Effective partnership working 
between KCFA, investors and the 
local population 

Increased community 
engagement with Kinloch 
Castle and business 
development opportunities.  
(70% of the population state 
they feel positive about the 
future of Rum) 

Phases 1, 2 and longterm   
Activities Outputs Outcomes 

Castle Management 
procedures in place  

Potential for shared staff and 
management of assets across 
KCFA, investors and IRCT  
Monitoring and evaluation 
systems put in place  
 
 
 

Cost savings. 
Integrated services and staff 
opportunities  
Improved monitoring of visitors 
and their feedback, providing 
management information  
 

Improved tourism offer and 
wider marketing for Rum, the 
Small Isles, and the wider 
West Highland area 

Joint tourism marketing delivered 
across the Small Isles and Mallaig 
Visitor experience packages to 
the Small Isles, developed to 
include a range of activities 
including staying at Kinloch Castle 
(e.g. seaplane flight from Loch 
Lomond, Hebridean Princess, rib 
rides to each island) 
Increased diaspora interest 

Increased awareness of Small 
Isles and visitor opportunities 
High quality visitor offer 
Increased markets and income 
streams for local businesses  
Increased quality of life for local 
people 
 
 

Promotion of Rum as 
accessible and open for 
business 
Conserving west coast Island 
life for future generations to 
experience and enjoy  

More people visiting and staying 
overnight on Rum annually and 
more families choosing to live 
and work on Rum 

Counteracting previous views 
that Rum is a private, closed 
island 
Maintaining island life for 
future generations 
Population increase 

Bringing assets into 
community ownership 

Conservation of a heritage 
building and collection 

Community resilience and self- 
belief 
Positive experience of 
influencing their own future 

Increased spend from 
tourists with Rum based 
businesses 

Increased income for local 
businesses 

Shop, café and local businesses 
are more sustainable 

Increased earnings for 
people living on Rum, leading 
to increased spend with Rum 
shop and cafe 

Increased income for local 
businesses 

Shop, café and local businesses 
are more sustainable 
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Wider impact of Kinloch Castle redevelopment 
 
While the Phase 1 development is projected to create several jobs, training opportunities and business 
development potential for local people, together with increasing overnight stays and spend on Rum, 
the Phase 2 development is likely to act as a catalyst for regeneration across Lochaber and the west of 
Scotland.  
 
The full redevelopment of Kinloch Castle will help to retain and build Small Isles populations through 
boosted tourism and increased associated income streams. This will also draw increased tourist 
numbers through Lochaber, so benefitting accommodation providers, cafés, retail and visitor 
attractions along the way. 
 
It will address the lack of accommodation on Rum for a wide range of potential visitors arriving by: 

• ferry 

• small trip boats  

• large trip boats e.g. PS Waverley. 

 
and leverage the Small Isles package by: 

• increasing accommodation hence length of stay in Small Isles 

• stimulating market for small boats to carry visitors between the Small Isles 

• providing an opportunity to develop themed trails / tours round Small Isles (these would 

include heritage of all types plus possibly a “Community Ownership” trail with some 

additional mainland partners e.g. potentially Ardnamurchan Lighthouse). 

 
With investors / benefactors engaged, it will bring high net worth individuals into the area and deliver 
an exceptional quality tourism offer on the West Coast of Scotland. Through investment, Kinloch Castle 
will be in a position to offer services and facilities over and above anything on offer across the West 
Coast currently, making a significant impact on the economy and increasing the profile of the area. 
There would also be an opportunity to provide easy access to the Castle facilities by seaplane, helicopter 
and fast boat from the mainland. This will also lend itself to extended trips to explore the other islands 
and the surrounding area.  
 
This accommodation will significantly increase access to the National Nature Reserve, heritage and 
archaeology on Rum, delivering place based heritage and environment tourism. It will have the 
potential to contribute towards future tourism trails and experiences, maximising the opportunities for 
tourism income and sustainability on the Small Isles. 
 
When complete, Kinloch Castle will provide visitors with a stand out reason to make the journey to 
Mallaig and travel to the Small Isles where they will have an unforgettable experience - providing a key 
destination that draws people through Lochaber and West Coast Scotland – capitalising upon the ‘string 
of pearls’ effect. 
 
 
KCFA Members survey  
 
Members of KCFA have provided feedback regarding their motivations for wishing to conserve Kinloch 
Castle and their interest in becoming further engaged in the future. This is summarised below, with 
more information provided in Appendix 15. 
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There have been 39 respondents to the KCFA members survey to date (with more likely to be received). 
As expected, members agree that there is important heritage to be saved and, furthermore, over 95 % 
agreed that the Castle should be saved: 

• to increase tourism and income for the island 

• provide jobs and opportunities. 
 
Members clearly wanted the collection to be saved but their joint top reason for this is that it will 
“enrich the experiences of visitors”. 
 
68% of the respondents expected to be “actively involved” in saving the Castle / Collection (this is very 
high given that they are geographically scattered). 
 
16% of members have knowledge / records of the castle heritage to share and 8% have specific training 
in care of collections and historic buildings. 
  
28% have skills / knowledge / experience relevant to making the case for the castle, e.g. 

• researchers 

• worked on heritage buildings 

• financial skills 

• renovation skills 

• museum curator, collections care consultant and interior designer 

• experience with funding bids 

• charity board experience 

• librarian / archivist 

• social enterprise experience.  
 
Through the free text comments in the survey, members indicated support for the Castle being used 
for accommodation, bistro and visitor attraction (in line with KCFA’s June 18 Interim business plan).  
They also indicated strong awareness and appreciation of Rum’s natural heritage and believe that 
offering accommodation at the Castle will enable more people to visit to experience / study the natural 
heritage. 
 
Between 50 and 70% of all respondents are interested in each of: helping to restore the gardens, 
working on a collections survey, working on a collection interpretation and display project and exploring 
ways to collaborate with local businesses on Rum. 
 
 
Potential negative consequences of KCFA ownership 
 
Key potential negative consequences of KCFA ownership are summarised below and discussed in more 
detail together with potential mitigation provided in the Risks section and appendix 17. 
 

• Risk of project not being delivered due to a highly ambitious fundraising plan 

• Suitable investors not identified 

• Earned income not able to cover running and maintenance costs 

• Disagreements regarding future developments cause problems for the community 

• KCFA succession planning is not successful 

• Disagreements between KCFA and local residents regarding use of land and buildings. 
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12. Partnerships  
 
Key partners of KCFA: 

 
Potential private investors / benefactors 
KCFA is in a strong position to negotiate a partnership with investors  / benefactors in conjunction with 
an asset transfer from SNH to the charitable body. These investors could include: 

• Hotel companies interested in developing a high quality heritage and experience focussed offer 
in a unique heritage building with significant history and provenance 

• Private individuals interested in conserving heritage 

• Private individuals interested in owning a share of a remote castle. 
 
Isle of Rum Community Trust (IRCT), representing the community of Rum, is a key partner in any 
development on Rum and members of the organisation will be able to join the KCFA once it is set up as 
an incorporated charitable entity. It has already taken ownership of housing and related assets from 
SNH and is supportive of the potential Castle acquisition. The Chair of KCFA is a Director of the Isle of 
Rum Community Trust, providing an essential link between KCFA and IRCT. 
 
Individual Rum inhabitants are, in the main, supportive of the Castle redevelopment and are willing to 
help and become involved as appropriate. They recognise the benefits the Castle can bring to the Island 
once reopened and would welcome the opportunity to work within the facilities and develop business 
opportunities. 
 
SNH is, in principle, supportive of the asset transfer proposal. SNH's view is that KCFA offers the best 
opportunity for securing a sustainable future for the castle, and SNH is actively supporting KCFA in this 
objective. SNH is collaborating with other public sector partners to develop an early stage funding 
package to enable initial works. 
 
Historic Environment Scotland and Highlands and Islands Enterprise are both supportive of the potential 
asset transfer and will work closely with SNH to support the assessment of the asset transfer request 
and potentially provide early stage funding. 
 
Marine Harvest is working closely with IRCT to develop housing and services on the island, in association 
with the development of the fish farm.  
 
The Small Isles Marketing Partnership has potential to work closely with the Kinloch Castle development 
to increase promotion of the wider area and develop bespoke tours and visits associated with the 
heritage and facilities provided.  
 
National Trust Scotland has been approached regarding Kinloch Castle, but is not in a position to take it 
on at this point in time. 
 

13. Strategic Fit with Local and National Policies 
 
A summary of the key local and national strategies that this project will directly address is given below. 
Full details can be found in appendix 2. 
 
Highland Council Programme 2017-2022 The Kinloch Castle project addresses all of the priorities within 
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the ‘Local Voices – Highland Choices’ programme through an engaged local community working to 
develop a sustainable visitor attraction and accommodation facility on a remote island, so providing 
local business development and learning opportunities. 
 
‘Our Place in Time’, Scotland’s Historic Environment Strategy 2014 - 24 is a high level framework which 
sets out a 10 year vision for the historic environment. The key outcome of the Strategy is to ensure that 
the cultural, social, environmental and economic value of Scotland’s heritage makes a strong 
contribution to the wellbeing of the nation and its people. This project will deliver against this outcome 
by using the heritage value of Kinloch Castle to generate income for the local community and share the 
stories widely. 
 
The Scottish Economic Strategy 2015 - This project will contribute towards the Objectives 'wealthier and 
fairer' and 'smarter' and the Priority 'equity' within the SES, by supporting community ownership of an 
asset and the delivery of a wide range of social, economic and environmental outcomes as a result. 
 
The Community Empowerment (Scotland) Act 2015 makes provision for communities (of interest or of 
place) to apply to take ownership of an asset from the public sector. The Kinloch Castle project 
evidences that KCFA will manage the asset in a way that is better for the local community, by generating 
income and providing business opportunities. Community Land Scotland clearly articulates the rationale 
for communities purchasing land and assets on its website, as do several pre-purchase communities 
that are striving for similar outcomes to Kinloch Castle. 
 
National Volunteering Strategy for Scotland - KCFA has embraced the ethos of volunteering and will work 
hard to engage volunteers in all aspects of the project, ensuring that people are involved at every stage. 
In return, volunteers will receive training, support, collaboration and networking opportunities and 
become part of something amazing.  
 
The Scottish Social Enterprise Strategy (2016-26) A specific group of community and co-operative 
enterprises play a key role in community-led regeneration, taking on the ownership of viable physical 
assets. This activity supports Scottish Government’s priorities for Scotland’s cities, town centres, rural 
and island communities. This is exactly the role potentially played by KCFA as it steps up to take on the 
ownership, development and management of Kinloch Castle. 
 
Sustainable development is integral to the Scottish Government's overall purpose - to focus government 
and public services on creating a more successful country, with opportunities for all of Scotland to 
flourish, through increasing sustainable economic growth.  
 
The Kinloch Castle project directly contributes towards the Scottish Government’s Tourism Strategy 
2020, turning Scotland’s tourism assets into the more rounded, added value experiences and the 
Scottish Tourism Alliance which is currently delivering against the ‘People Make Heritage’ Strategic 
Framework (2020). 
 

14.  Governance, Management and Organisation 
 
Governance 
 
KCFA is currently a constituted association (governing document is provided in the KCFA Interim BP, 
appendix 21). It is now considering several options to become legally incorporated in order to take on 
the asset on behalf of communities (of place and interest). Specifically, KCFA is currently considering 

http://www.scotland.gov.uk/Publications/2004/05/19348/36993
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whether to become a community benefit society or another incorporated form). It would also be 
sensible for the resulting legal entity to be registered with an office in the area local to Kinloch Castle, 
e.g. Lochaber. The Governance Options Appraisal is provided in appendix 6. 
 
The governance structure adopted will comprise a Management Board committed to the following 
principles: 

• Empowerment 

• Participation 

• Equity and inclusiveness 

• Effectiveness and efficiency 

• Accountability 

• Transparency 

• Responsiveness 
 

The Management Board will include members of KCFA with experience of governance in both the 
private and public sectors 
 
KCFA / IRCT Board capacity and expertise 
 
A skills audit has been carried out across the KCFA Board Members, key Members and the key 
consultant. A summary of findings from those returning the skills audit form is provided in appendix 12, 
with comment given below. 
 
KCFA has a highly skilled and experienced Board that is committed to conserving Kinloch Castle. 
The biographies in appendix 13 are evidence of this and the collated Skills Audit illustrates that there 
are members of the Board with relevant skills and experience in all areas required for the project. 
The KCFA Board is particularly strong in staff recruitment and management, together with planning and 
organising events, and has at least two individuals with significant skills and experience across the 
majority of areas. Their skills and experience are also strong in delivering capital projects, managing 
finances, liaising with the community and monitoring outputs. 
 
Other important areas of work (highlighted in red) are heavily reliant upon one Board member for 
knowledge and expertise, so are most vulnerable to individual time capacity and issues with succession 
planning. It will therefore be important to ascertain the level of time and commitment available from 
these individuals going forward, to ensure that these aspects of the project are well supported. These 
specific areas will also be covered by employing suitably qualified staff to take a lead role in delivery 
e.g. Project Manager (Facilities management / volunteer recruitment and management, marketing and 
social media) and Hostel / Bistro Manager (Accommodation /bistro management). 
 
It would also be appropriate for the Project Manager to play a strong role in all other areas of project 
delivery listed, as this would be a full time member of staff with the capacity to deliver on site. The KCFA 
Board Member skills and experience will support this post and ensure effective management from a 
good knowledge base. 
 
 
 



KCFA - Kinloch Castle Business Plan 

37 
 

15. Key Project Plan for Asset Transfer 

 
 
In addition, the Operational Development Plan (appendix 9b) provides detailed actions required to 
enable KCFA to effectively deliver the first phase of the Kinloch Castle re-development project. 
 

16. Development costs  
 
Capital and Build 
In Spring 2018, KCFA contracted for heritage restoration surveyor support from Hugh Garratt of Smith 
and Garratt to prepare some outline estimates of capital costs including advising on phasing. These 
estimates are summarised here and available in KCFA’s June 2018 Interim business plan in appendix 21. 
 
Essentially, Hugh Garratt and KCFA are suggesting some initial urgent repairs and hostel refurbishment 
aimed at bringing the hostel back into use as soon as possible. This approach will shortly be discussed 
by KCFA with Highland Council and Historic Environment Scotland. 
 
SKS Scotland is not qualified to provide advice on capital costs for buildings. We have summarised our 
understanding and note that suitably qualified professional support (e.g. conservation architect / QS) is 
likely to be needed in the short term. 
 

KCFA notes that there appears to be some disparity between the views of SNH's building experts and 

consultants and KCFA's on the extent of urgent work required to enable the hostel to re-open.  KCFA 
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has contacted SNH requesting a meeting between the parties concerned to reach agreement on this.  

A response is awaited.  In the event that no agreement can be reached at this meeting, the advice of a 

third party will be sought, the identification of the third party to be mutually agreed between SNH and 

KCFA. 

 
KCFA capital costs forecast is provided below: 

Year End 
SNH Actuals 

2010  

Easter 2019 
- Dec 2019  2020  2021 

  

                  

Hostel Accommodation 251201.40   312480.00   359352.00   567672.00   

Bistro 68805.95   159951.00   202136.00   337674.00   

Bar 47361.53   99603.00   109563.00   228501.00   

                  

Total Sales 367368.88   572034.00   671051.00   1133847.00   

                  

Hostel Accommodation -840.50               

Bistro -50967.37   -79796.00   -101068.00   -215268.00   

Bar -36431.93   -44643.00   -49303.00   -156875.00   

                  

Cost of Sales -88239.80   -124439.00   -150371.00   -372143.00   

                  

Gross Profit 279129.08   447595.00   520680.00   761704.00   

                  

Overheads                 

Salaries (incl. N.I.,Hol Pay & 
Pensions)   -109222.55   -176214.00   -213408.00   -227408.00 

Manager & Working Partner     -34000.00   -40000.00   -45000.00   

Chef/Cook     -25000.00   -25000.00   -30000.00   

Accounting Technician     -12000.00   -14000.00   -16000.00   

Hostel handyman/cleaner     -10000.00   -12000.00   -14000.00   

Seasonal Staff     -95214.00   -122408.00   -122408.00   

                  

Salaries & Pensions -109222.55               

                  

Utilities   -25501.88   -33279.00   -34299.00   -35324.00 

Electricity -1325.09   -1732.00   -1782.00   -1833.00   

Water Rates & Sewerage -296.30   -388.00   -399.00   -411.00   

Gas -775.75   -1014.00   -1070.00   -1102.00   

Fuel Oil -22029.74   -28740.00   -29602.00   -30490.00   

Solid Fuel -1075.00   -1405.00   -1446.00   -1488.00   

                  

Maintenance   -160557.33   0.00   0.00   -41400.00 

Furniture -192.10   0.00   0.00   -400.00   

Vehicles -239.73   0.00   0.00   -1000.00   

Grounds -1730.00   0.00   0.00   -1500.00   

Equipment -4248.94   0.00   0.00   -4000.00   

Buildings -4633.27   0.00   0.00   -4500.00   

Heritage Building (Roof) -149513.29   0.00   0.00   -30000.00   
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 KCFA capital costs forecast continued… 
              

H&S Equipment   -18627.99   -2500.00   -2625.00   -2888.00 

Field Equipment -443.11   -500.00   -525.00   -578.00   

Office Equipment -792.54   0.00   0.00   0.00   

Computer Consumables -86.78   -1000.00   -1050.00   -1155.00   

Protective Clothing -1028.81   -1000.00   -1050.00   -1155.00   

Furniture & Fittings -5997.45   0.00   0.00   0.00   

H&S Equip (Assets re-
housed) -10279.30   0.00   0.00   0.00   

                  

Professional Services   -26129.69   0.00   0.00   0.00 

Legal Costs Non Site -822.50   0.00   0.00   0.00   

Consultancy Non Site -25307.19   0.00   0.00   0.00   

                  

Misc. Expense   -34560.22   -79900.00   -45770.00   -93124.00 

Credit card terminal &Bank 
charges -8435.33   -10000.00   -12000.00   -12000.00   

Bar Licences -237.82   -300.00   -400.00   -450.00   

Bus, Rail & Ferry Fares -634.71               

Petty Cash Expense -804.99   -800.00   -840.00   -840.00   

External Training Courses -55.06   -500.00   0.00   0.00   

Telephone Charges -82.99   -100.00   -105.00   -115.00   

Computer Charges -831.30   0.00   -840.00   -924.00   

Service Contracts (boiler 
service) -885.00   -1000.00   -1050.00   -1155.00   

Cleaning -1063.90   0.00   -1575.00   -1733.00   

Accommodation -1798.19   0.00   0.00   0.00   

Stationery -1959.19   -2200.00   -2310.00   -2714.00   

Postage & Courier Service -2141.88   -2000.00   -2100.00   -2310.00   

Rates -2454.32   -3000.00   -3150.00   -3465.00   

Security -13175.54   0.00   0.00   0.00   

Accountancy 0.00   -2000.00   -2100.00   -2310.00   

Insurance 0.00   -35000.00   -36750.00   -40425.00   

Business Rates 0.00   -3000.00   -3150.00   -3465.00   

Marketing     -20000.00   20600.00   -21218.00   

                  

Total Expense -374599.66   -291893.00   -296102.00                                      -400144.00   

                  

Operating Surplus/Loss -95470.58   155702.00   224578.00   361560.00   

                  

Start up Funding/Expenditure                 

                  

SNH Sourced Funding   1782427.77             

Smith &Garratt Appendix III                 

Part 1. Urgent Works   423204.34             

Part 2. Works to Re-open 
Hostel    1359223.43             

 
 
 
 
 



KCFA - Kinloch Castle Business Plan 

40 
 

Heritage Strategy summary outline costs 
 
(Breakdown of costs provided in the Heritage Strategy appendix 5) 

Heritage Strategy Theme Cost 

Theme 1: Collections Management £6,800 

Theme 2: Conservation Planning £100,430 (£64,550 excluding Orchestrion) 

Theme 3: Growing Participation £50,000 
Theme 4: Creating Experiences £80,000 

Total £237,230 (£201,350 excluding Orchestrion) 

 

17. Development Staffing 
 
KCFA is likely to require the following types of contractors / advisers available for various stages of the 
project: 
 
Development stage (prior to any awards of stage 2 funds from public sources, trusts and foundations): 

• Fundraiser (as identified in KCFA June 18 business plan) 

• Project manager 1 

• Design team led by qualified professional  

• Activities and learning adviser (if HLF funding is targeted) 
 
Delivery stage (capital works onsite): 

• Project manager 2 (ideally with buildings background) 

• Design team led by qualified professional 

• Early take on of operations staff pre-opening e.g. to do pre-marketing and establish operational 
systems 

 
Operational stage (re-opening of hostel): 

• Hostel / bistro manager and staffing 

• Curatorial support for collection 

• Activity delivery post. 
 

18. Risk Analysis 
 
A full Risks and Mitigation table is provided in appendix 17. 
 
Key risks include not succeeding to: 

• Secure private investors / benefactors 

• Provide sufficient detail of short term / long term plans and costings and benefits to reach the 
threshold for any public sector investment 

• Build the essential partnerships on the island and with key partner agencies that would enable 
success. 
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19. Financial Summary   
 
KCFA have taken the financial modelling of the potential trading option from the KCFA June 2018 
interim business plan.  The following points are relevant: 
Whilst the figures are calculated on the basis of 7 full months of operation, it is intended to have the 
hostel open all year.  It is recognised that 100% occupancy is unrealistic.  However, marketing effort 
will be directed to events/themed packages to attract business in the off-season. 
Professional advice on VAT is awaited, the intention being to adopt a business model which will 
minimise VAT. 
Marketing costs require to be added as a marketing plan is developed. 
Property care and maintenance costs will be calculated accurately following provision of further 
information from SNH  
Further consideration will be given to differential pricing for group bookings and seasonal price 
variations. 
 
A Table on Projected Gross Profit from Appendix 6 of the KCFA Interim Business Plan is provided below: 
 

 
 
 
 
 
 

2019  2020  2021  

Beds

Bed occupancy

Nights

Months*

Total Bed Nights

Accomodation Bed Nights Tariff Total Bed Nights Tariff Total Bed Nights Tariff Total

Accom (based on 80% occ, 7812 £40.00 £312,480 7812 £46.00 £359,352 7812 £46.00 £359,352

no breakfast) 3472 £60.00 £208,320

Accomodation Total £359,352 £567,672

Bistro Take Up  Cost Total Take Up Cost Total Take Up Cost Total

Breakfast 90% £5.00 £35,154 90% £7.50 £52,731 90% £8.50 £86,323

Packed Lunch 45% £7.50 £26,366 45% £8.50 £29,881 45% £9.50 £48,239

Evening Meal 90% £14.00 £98,431 90% £17.00 £119,524 90% £20.00 £203,112

Total Bistro Revenue

Bar Take Up  Cost Total Take Up Cost Total Take Up Cost Total

Alcohol pp (spend average) 85% £15 £99,603 85% £16.50 £109,563 90% £22.50 £228,501

Total Bar Revenue

Gross Revenue £572,034 £671,051 £1,133,847

Cost of Sales (excl. staffing 

costs)
% of Revenue Wet/Dry Purchases Total % of Revenue Wet/Dry Purchases Total % of Revenue Wet/Dry Purchases Total

Bistro 50% £159,951 £79,796 50% £202,136.00 £101,068 50% £331,181 £215,268

Bar 45% £99,603 £44,643 45% £109,563.00 £49,303 45% £224,107 £156,875

Total Costs £124,439 £150,371 £372,143

Gross Profit £447,595 £520,680 £761,704

*Although based on 7 month Season, will be open all year round 

11284
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Next steps for developing the financial model: 
 
The financial model will require developing further by KCFA in order to satisfy assessments by 
prospective funders / investors. The steps would be as follows: 

 

• Finalise potential pricing  

• Carry out an operational walkthrough: how will the hostel work in practice. Will KCFA run direct 
or through a contractor (see appendix 9a) and what is the intended customer experience and 
service level? 

• Assuming in-house, build up staffing costs in more detail including management / finance / 
admin and property care roles 

• Re-examine non-staff costs for realism including utilities 

• Discussion of how “non-hostel” costs could be afforded, including routine castle and collection 
care. These may require private investment / benefactor or donor support. 

 
 
Funding Strategy for Capital acquisition and redevelopment  
 
KCFA intends to appoint a professional fundraiser. Potential sources of funding identified by KCFA are 
as set out below. 
 
The Heritage Lottery Fund is regarded as a major source of funding, either through its: 
Heritage Grants programme; or 
Heritage Enterprise Programme 
 
Work will commence immediately on collating the information necessary for an application to HLF, 
taking note that the programme will close in Aug 18 but is likely to reopen in 2019. It is also recognised 
that award of funding from HLF is far from guaranteed, and that, even if successful, any funding 
provided would be highly unlikely to cover the full amount required. 
 
Other sources of funding that KCFA state will be explored include the following: 
Historic Environment Scotland 
Big Lottery 
The Garfield Weston Foundation 
The Dalrymple Donaldson Fund 
The Wolfson Foundation 
The Barcapel Foundation 
The Pilgrim Trust 
The Headley Trust 
GC Gibson Charitable Trust 
The Monument Trust 
The Michael Uren Foundation 
The Robertson Trust 
The Nineveh Trust 
The Finnis Scott Foundation 
The Robert Barr Charitable Trust 
 
In addition to making applications to the above bodies, investigation of potential investors will be 
undertaken, with a focus on potential hotel company partners and considering investors in countries 
such as Japan and the Far East. 
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Donations are being sought, both from KCFA membership and from further afield.  With regard to the 
latter, KCFA has contact with descendants of people cleared from Rum and other parts of the Hebrides, 
many of whom have settled in North America.  It is intended to explore whether this network would be 
interested in supporting a venture designed to oversee a major asset of the island reverting to the 
community. 
 
Organisations with an interest in Scotland, and the Highlands in particular, are being identified as 
potential sponsors. 
 
The University sector will be targeted, not only as a source of business for the hostel, but also as a 
potential source of funding. 
 
A Crowdfunding campaign is being organised. 
 
With regard to funding for the collection, KCFA state that they will approach the National Heritage 
Memorial Trust, the Dulverton Trust, the Mercer's Company, the Leche Trust and the Heritage 
Conservation Trust (identified by KCFA as potential sources of funding). 
 
Separate funding will be sought for the Orchestrion. 
 
A campaign to raise funds to meet pre-project costs, such as applications for planning consents, building 
warrants etc. has already commenced.  KCFA state that an application will be made to the Architectural 
Heritage Fund to meet some of the costs of obtaining legal advice, and further applications to this 
source may be made at the appropriate stages of the project.  In addition, smaller grants which may be 
available from HLF will be explored. 
 
 
SKS comment on funding strategy 
Preparing a funding strategy requires clarity on the proposed plans, phasings and costings of the capital 
works. 
Generally, the funding situation for government grants, Lottery based grants and trusts and foundations 
is as follows: 
 

• Continued tightening of the availability of all grants 
 

• Rising quality expectations of all funders, assessment being done on a 360 degree basis of 
“investment readiness” of the project AND the applicant organisation 

 

• More challenging gateway conditions to be considered at stage 2 (full award) funding levels 
including (typically) all consents / permissions to be in place and all match funding to have been 
secured 

 

• Close funder scrutiny on applicant processes for reasons of compliance including public 
procurement, GDPR, equality, health and safety and human resource management 

 

• Expectation that capital funds will be one-off and that thereafter the maintenance of the asset 
will need to be funded from trading surpluses within a short timescale, say 3-5 years 

 

• Expectation of plans / costs to be presented at RIBA work stage 3 level for agreement of final 
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funding offers. For some heritage funders, costs need to be partitioned into “heritage eligible” 
and non-heritage since only a percentage of heritage eligible costs can be funded. 

 
For Kinloch Castle, the most significant potential funder, after private investors / benefactors, is 
Heritage Lottery Fund (HLF). 
 
HLF is closing its large grant programmes on 16th August 2018. HLF funding programmes will then be 
refocused and redesigned and reopen in 2019.  
 
HLF’s UK wide budget for distributable grants in 2018/2019 is £190m, a significant reduction on 
previous years. Expecting HLF to (say) provide £5m funding for Kinloch Castle (over 2.5% of the UK 
allocation) appears ambitious. However, having better worked up capital estimates would ensure that 
HLF would look at the case at round 1 level. 
 
In 2017/18, HLF made 15 main grant awards (£2m - £5m) across the UK, with a few larger grants for 
exceptional cases, and there were a further 10 Heritage Enterprise grants. The number of applications 
in the same period were 63 for main grant (£2m - £5m) and 35 for Heritage Enterprise. This level of 
competition for funds would be expected to continue for the foreseeable future. 
 
The stated success rate for HLF Main Grant and Heritage Enterprise has been around 35% although the 
basis of this calculation is not clear. Furthermore, HLF have recently issued an advisory letter to 
applicants indicating that the situation is tightening and that more failures are to be expected at second 
round. 
 
Where there have been large HLF awards in Scotland, it is probably fair to say that these awards are 
“rare birds” and have taken enormous effort on a national scale by all relevant partners and agencies 
to ensure success at the UK HLF panel. Examples include: Campbeltown Picture House, Rothesay 
Pavilion, Lewes Castle, Dunoon Burgh Hall, Peter Pan Moat Brae, Kilmartin Museum etc. 
 
 
Proposed Funding Application Plan  
(see appendix 18 for details of each funding option):  
 
Key steps: 

• Securing private investment 

• Where possible, securing some initial pump priming funds to pay for further developments 
including surveys, capital plans and costings, market plans and business plans. Possible sources 
include Architectural Heritage Fund (up to £50k, 50% match needed) that is specifically aimed 
at organisations wishing to move towards accessing capital grants from Historic Environment 
Scotland and other heritage funders. 

• Develop / submit formal enquiries to funders e.g. HLF, Big Lottery Scotland, larger Trusts and 
Foundations 

• If successful, develop round 1 applications (these may unlock further development funding) 

• If successful, develop round 2 applications over 12 - 18 months including RIBA 3 level physical 
plans.  
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20.  Scenarios 
 
The purpose of providing an outline of the various possible scenarios is to illustrate the broad range of 
potential outcomes that could arise because 1) not all the information is known at this time 2) the risks 
identified in appendix 17 could impact together.  
 

Scenario Detail Comments / mitigation 

This business plan (including 
securing private investment  

KCFA succeed with plans and 
applications for long term 
funding are successful. Timely 
Interventions to protect the 
castle and collection can be put 
in place. The accommodation at 
the castle proves popular and 
KCFA / residents / any investors 
work cooperatively together. 

[Need to strengthen base case 
in terms of paying for ongoing 
repairs and maintenance]. 
This scenario relies upon 
securing private investment 

The deterioration of the frame 
is shown to be more extensive 
than assumed and / or the rate 
of degradation is faster. 

This scenario might result in: 
- higher costs of rectification 
- shorter economic life of castle 
- more intrusive rectification 
programme that might disrupt 
activities at the castle. 
 
Could lead to abandonment of 
castle. 
 
 

Carry out intrusive survey 

Any initial public sector funding 
is limited to project 
development (e.g. surveys, 
plans, costings) and not actual 
physical works 

 Private investment needed in 
the short-term to make initial 
plans work 

Apart from any initial pot of 
funding, there is no more 
available from public sources, 
trusts and foundations etc 

For example, if HES, HLF, BL, 
RCGF and other major funders 
are not able to provide 
investment. 
 
In the event of no private 
investment, the long term 
operation of the castle will be in 
doubt. Operating the castle 
accommodation and visitor 
attraction would not be able to 
generate the many £m needed 
for capital repairs.   
 
Could lead to abandonment of 
castle by KCFA. 
 

Private sector investment 
needed. 
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Scenario Detail Comments / mitigation 

Abandonment If KCFA cannot access the 
funding and support needed in 
the medium / long term, or fails 
in some other way, then KCFA 
could abandon the castle. 
 
At that point, there would 
probably be no alternative 
other than the public sector to 
step back in on grounds of 
safety and carry out demolition 
/ roofless ruin. 
 

Issues re future of collection 

Any other options (not 
previously considered in any 
detail) 

One option might be: 
- reduce castle to single story 
footprint / open air event space 
- new build community and 
visitor centre (and possibly 
accomm). Would house some 
of the collection and showcase 
the stories through various 
means. 

No one proposing at this stage. 

SNH to sell castle on open 
market 

Collection would need separate 
consideration 

This scenario comes to the fore 
if other plans cannot be 
progressed. 

 
 

21. Conclusions 
This business plan is intended to support KCFA in applying for asset transfer by detailing various action 

plans and an organisational development plan which, if followed, will enable KCFA to meet conditions 

of transfer. 

This business plan is not intended to provide sufficient detail to unlock public sector funding. To do this, 

action plans indicate further information required, including the need for greater clarity on capital plans 

/ costs and more long term planning, including how to fund ongoing castle and collection maintenance. 

The current funding landscape for the project is one of continued austerity. A realistic option is 
therefore to seek significant private investment to add into the potential funding mix, for example an 
interested hotel operator or wealthy individuals with an interest in Rum, Kinloch Castle and the 
Highlands and Islands of Scotland.  
 
If secured, significant private investment, working in conjunction with KCFA, would provide the 
opportunity for Kinloch Castle to be redeveloped as proposed, with Phase 1 delivering hostel 
accommodation initially, and Phases 2 and 3 resulting in high quality Hotel rooms and external facilities. 
This would in turn provide a social and economic impact locally (Phase 1) and for the wider benefit of 
Lochaber and the West Coast (Phase 2). 
 
This is an exciting and challenging project which requires a wide range of skills and expertise to 
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implement it effectively, together with a complex funding package likely to include private sector funds. 
KCFA is a committed and competent group of individuals who have achieved a great deal towards the 
realisation of this project. Further development work is now required and KCFA is in a strong position 
to draw the necessary professionals together to deliver the required steps to bring this project to 
fruition. There is a clear Operational Development Plan to take them towards eligibility for an SNH asset 
transfer (see appendix 9b) and the potential to source private sector funding which, together with 
public sector and other funds could deliver the ambitions of KCFA, the public sector and the community. 
 

22. Appendices 
 
Appendix 1 - Statistical analysis 
Appendix 2 - Strategic Fit with local and National policies 
Appendix 3 - Community Engagement  
Appendix 4 - Community and KCFA Survey results 
Appendix 5 - Heritage Strategy 
Appendix 6 - Governance Options Appraisal  
Appendix 7 - Building and Collection Ownership SWOT 
Appendix 8 - Market Appraisal  
Appendix 9a - Operational Models SWOT 
Appendix 9b - Operational Development Plan  
Appendix 10 - Short Term Action Plan 
Appendix 11 - List of previous reports  
Appendix 12 - KCFA Board Member Skills Audit  
Appendix 13 - Brief Biographies of Board Members  
Appendix 14 - KCFA Members survey  
Appendix 15 - KCFA Members survey results  
Appendix 16 - Early stage Memorandum of Collaboration KCFA and Community  
Appendix 17 - Risks and Mitigation   
Appendix 18 - Funding Options and Funding Plan 
Appendix 19 - SNH Asset Transfer Process 
Appendix 20 - Asset transfer site map (SNH) 
Appendix 21 - KCFA Interim Business Plan 
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