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1
Organisation Summary

1.1
Sleat Community Trust

Sleat Community Trust (SCT) was formed in March 2004 and was initially created as an organisational mechanism for receiving finance from a planned estate / local crofter managed wind-farm. Although the wind farm never progressed due to grid connection and environmental issues, the local community decided to utilise the newly established Community Trust to improve the economy and social amenities in the Sleat peninsula. This is being achieved through identifying the needs and aspirations of the residents of Sleat and to investigate and provide sustainable solutions to meet those needs and aspirations.  SCT produced its first community plan in June 2005.

SCT aims are to:

· Communicate clearly and regularly with our membership and the community.

· Identify the key developments which will make Sleat an even better place to live.

· Maximise the community benefit from the possible renewable energy projects in our area.

· Secure the maximum amount of external funding to achieve some or all of our Business Plan objectives avoiding any conflict with the traditional role of Highland & Community Councils.

· Make use of all public/private association resources and if necessary external professional advice to achieve our objectives.

SCT is a membership organisation with local residents over the age of 18 being eligible to become both members and directors. There are 447 individual or group members of the Trust (June 2010) with over 70% of the adult community being members.  Over 40 people are active in 9 groups; two limited companies have been formed and 5.5 jobs created.

SCT is a registered charity and is a company limited by guarantee with its office in Ardvasar Hall.  SCT is compliant with the regulations set out in the Land Reform Act as a “community body” and thus could apply to register a community interest in any land in Sleat. SCT also meets requirements set out in the National Forest Land Scheme for applicant organisations.

Board of Directors

The SCT Board of Directors currently comprises 12 full-time resident members of the community, who meet monthly and are serviced by a part-time Administration Secretary.  

Angus Venters (chair) - Local GP

Duncan MacInnes (vice-chair) - Local Arts Organiser  

Donald Angie MacLennan (treasurer) Faculty Member, Sabhal Mor Ostaig   

Chris Deplano, Media relations, University of the Highlands and Islands (UHI) 

Neil Stephen, Architect  

Annabel Pendlebury, Environmental Advocate  

Christine Jamieson, Development Officer, Clan Donald Lands Trust
Charles Culbertson, IT Manager, Sabhal Mor Ostaig
Ron Johnstone, local businessman/ Former FC Forest District Manager 

Roddy Murray, Chair Sleat Community Council, former member Crofters Commission

David Macfadyen (co-opted) former Executive Chair, Clan Donald Lands Trust  

Norman Gillies, (co-opted) ex-Principal SMO and Development Director, Clan Donald Lands Trust.
Supported by:   

Henry Mains (part- time SCT Secretary)

Annual report

The most recent AGM was held on 24th October 2009. An EGM was held on Thursday 10 December, 2009, at which a vision for developing Sleat over the next 10 years was discussed. Annual audited accounts for the year ending 2009 are held by the SCT Honorary Treasurer, Donald Angie MacLennan.

In addition to the main SCT board there are also two subsidiary limited companies - Sleat Renewables Ltd (SRL) and Sleat Community Trading Co Ltd - creating a total employment of 5.5 jobs. In addition 9 advisory and other groups have been formed to progress specific issues and projects involving over 40 people.

1.2 
Sleat Renewables Ltd 

Sleat Renewables Ltd (SRL) is a trading subsidiary of the Trust. The company is a ‘Company limited by shares’ wholly owned by the Trust and was incorporated in December 2007. SRL’s main focus of operations is community-owned renewable energy generation, biomass supply and carbon emissions reduction.  A Renewable Energy Study was carried out by Renewable Devices Energy Solutions for SRL in 2006. 

Current directors are:

Donald MacGregor (Chair) - former International Paper Company Executive
Mark Entwistle -  local businessman
Chris Marsh – Forestry Commission Scotland Conservation Forester
Henrik Micski – Renewables consultant
Alan Drever - Woodland Manager 
Chris Deplano – (SCT Director) Media relations, University if the Highlands and Islands (UHI) 

 
Angus Robertson is the SRL Development Officer.
Current SRL activities include:

Woodchip Project

SRL has established a biomass supply chain. This involves purchasing timber sawlogs from local forest owners and their processing by a mobile woodchip contractor. SRL is currently delivering 346 cubic metres of woodchip per annum to the Sabhal Mor Ostaig's heating plant, currently generating revenue of approximately £6,000 per annum. 

Clean Sleat Project

SRL was awarded £99,000 in November 2008 by the Climate Challenge Fund for a 2 year project to reduce the Carbon Footprint of the peninsula by around 30% by 2011. The Clean Sleat programme focuses on four key areas: waste, energy, transport and food. More details can be found on www.cleansleat.co.uk 

Students from Flensberg University in Germany visited Sleat for a 6 week period  in February 2007 to carry out an analysis of the Carbon Footprint for the Sleat peninsula. The data from this survey was used to help SRL plan a programme for reducing carbon emissions throughout the peninsula.  A follow up assessment is planned in early in 2011. 

Community Wind Turbine

SRL is investigating the potential for a community-owned wind turbine. The SRL Board has had meetings with representatives of various government and other public sector organisations to identify the problems and constraints needing addressed in order to progress this project and installed an anemometer mast at a preferred site in January 2010 to test site feasibility.
1.3
Sleat Community Trading Co Ltd.

Sleat Community Trading Co Ltd was established as a trading subsidiary of SCT in December 2007 to purchase the local garage, shop and house to secure local fuel and vehicle workshop services and provide accommodation for a local family.

Current directors and staff are:

Duncan MacInnes (chair) 
Donald Angie MacLennan (director)
Sam Graham (director)

Jane McDermott (director)
Archie MacCalman (manager) 
Jonathon Robertson (assistant)

Sleat Community Trading Co Ltd currently operates these active projects:

Skye Ferry Filling Station

Located at Armadale, the filling station and shop was purchased with assistance from the Big Lottery Fund by SCT in December 2007. The business is run directly by Sleat Community Trading Co Ltd and employs a manager and other staff.

Skye Filling Station Garage

The adjacent garage business (car servicing and repairs) has been leased to a private business - MacGillivray Motors. This has created an extra 2 full time jobs.

House

A dwelling house is located adjacent to the garage and was purchased as part of the filling station / garage acquisition. It is let to a local family on a Short Assured Tenancy. 

Ardvasar Post Office
Sleat Community Trading took over management of Ardvasar Post Office in November 2008, thus securing its future.
1.4
Forest Advisory Group 

In September 2005 the SCT Forestry Advisory Group (FAG) was established to consider the viability of bringing Tormore Forest into Community Ownership utilising the provisions of the National Forest Land Scheme (see Section 2.2).
The FAG includes:

David Macfadyen: SCT Director and acting chair). Retired Chair of the Executive Committee, Clan Donald Land Trust

Ron Johnstone: (SCT Director). Former local FCS District Manager.

Alan Drever: Founder, Scottish Native Woods

Chris Marsh: Local Forestry Commission Environment Forester

Chris Cartwright: Clan Donald Land Trust Estate Manager

Chris Deplano: (SCT Director) Media officer, UHI

Henry Mains, SCT Secretary

The FAG can also draw upon other personnel / resources from the SCT Board and members including:

Roger Cottis (wildlife consultant)

Andrew Prendergast (former HIE Skye & Wester Ross - Head of Communities and Infrastructure)

1.5
Other Advisory Groups

In order to investigate and progress areas of specific interest / issues, SCT has established a number of other advisory groups: 

Housing

This group aims to progress plans for affordable housing in Sleat by working in partnership and in conjunction with the Highlands Housing Alliance and Co-operative housing Association. 

Media Group

The Media group produce 5 fully bi-lingual newsletters per annum.

Tourism Forum

This forum promotes the branding of Sleat as the 'Garden of Skye', and aims to attract larger visitor numbers and improve ferry service for Sleat.

Ceann Loch Ltd

Ceann Loch is a community-based organisation formed in order to meet the need for improved sports and community facilities for South Skye with membership drawn from four partner organizations: 

· Sleat and Strath Amateur Football and Recreation Club

· Sleat Community Council

· Sleat Community Trust

· Sabhal Mòr Ostaig (Gaelic College) 

Environment Group

The main objectives of the Environment Group are to:

· Advise SCT on environmental issues.

· Gather proposals from the community for environmental projects.

· Investigate funding sources for these projects.

· Help achieve targets set out in the Clean Sleat Project.

· Engage in and contribute to the Local Plan consultation.

· Engage in and contribute to the new Scottish marine and coastal environment policy.

· Assist SRL with undertaking the environmental impact studies for the wind turbine site at A’Mhoile.
1.6 
 Operational Structure

The SCT Board of Directors is elected from the SCT membership and thus is democratically accountable to them. As Directors of a limited company, they are also required to carry out their activities and make decisions according to company law.

SCT Board meetings are held monthly at which reports are presented on the activities of the various Advisory Groups. Reports are also submitted by Sleat Renewables Ltd and Sleat Community Trading Co Ltd.  Subsidiary Company Directors are appointed by SCT, with budget and accounts approved by SCT Directors.

2.
Project Background

2.1
Community Profile

The Parish of Sleat is located at the south-eastern peninsula of the Isle of Skye and lies 4 miles across the Sound of Sleat from Knoydart on mainland Scotland. It stretches for approximately 14 miles in a north-east, south west direction and averages less than 5 miles wide. Sleat has an area of approximately 16,000 hectares. 

2.1.1 Demographics

The population of Sleat [c. 2001] is 780. Historically Skye’s population peaked in the early 1830’s at over 23,000 but has been in decline since then due to out-migration as a result of poverty or simply the desire of people to find a better life elsewhere. At the 2001 census, Sleat comprised 340 households numbering a total of 780 people (cf Skye approx 9,232). Sleat is one of the few Highland communities that is seeing a growth in its population, being 72% higher than the 1971 Census figure of 452. The 2001 census shows 15% of the population aged 0-15 and the highest percentage population of teenagers and young adults (14-24 years) within the island. 69% are aged 15-65 and 16% over 65. Increasing the total population across all age groups is a key objective of the Local Plan. Up to 2017, nationally based forecasts project 600 more people in net terms for Skye and Lochalsh.

The current primary school roll in Bun Sgoil Shleite is 54 and is projected to rise. Entry is through Sgoil Araich in which 22 children are currently enrolled, all but two in the Gaelic medium. 

Of the current population, 26.7% were “not born in Scotland” and yet over 44% are able to converse in Gaelic. This compares with the National average of only 1.4%. The principal reasons for this are the fact that Scotland’s National Gaelic College - Sabhal Mor Ostaig - is located in Sleat and that there is also a strong Gaelic medium stream in the local primary school.
2.1.2 Local Economy

Statistics show that from the 2001 population figures 68% are “economically active” (between the ages 16 and 64) compared with a national average of 65%. The main sources of employment in the peninsula are public services (38%), hotels/tourism (14%), retail (11%) and agriculture/fishing (7%, almost exclusively crofting-based). The engines of growth in the local economy have been the public investments in Sabhal Mor Ostaig and the capital injection in the two large estates, Fearann Eilean Iarmain and Clan Donald Lands Trust, which own the majority of land in the peninsula, including 14 crofting townships.

Sabhal Mor Ostaig, which offers courses in Gaelic language, music, media studies, business and culture studies to over 100 full-time students as well as short courses attended by over 1000 students, is the peninsula's largest employer. Employment in tourism is dominated by five Hotels:- Ardvasar; Duisdale; Toravaig; Eilean Iarmain; and Kinloch Lodge. 

Unemployment has fallen to low levels over the past two decades, but there is a high dependency on seasonal jobs. Income per head is below the national average. This lower than average income levels, combined with accelerating land & house prices, makes it harder for people to obtain their own property (35 of the 366 Sleat households are Council or Housing Association houses).  In 2005, the Community set out a vision of improving economic well-being and formulated a Community Plan. Amongst the priorities were safeguarding the environment, sports provision and leisure facilities, crofting regeneration, forest walks and improved outdoor areas. The action programme included a commitment to explore prospects for employment through community involvement in developing Tormore forest. 

Sleat Community Trust is not alone in seeking to sustain future employment and secure income through forestry. This is also the ambition of the estate immediately neighbouring Tormore Forest, the Clan Donald Lands Trust (Tormore was sold to FCS by the Macdonald Estate in the 1960s). Braighe an Uirde, a 1000 acre forest owned by Lord Sainsbury, is currently the source of the biomass used to heat Sabhal Mor Ostaig.  There are established and young forest plantations on Fearann Eilean Iarmain land. FCS owns the extensive Kinloch Forest.

2.1.3 Recreation and the Environment

Sleat's interior and southern landmass consists, mostly, of a mosaic of upland health, bare rocks and lochans with no formal pedestrian or vehicular access. Human settlement is generally restricted to the lower lying coastal fringe and based around a number of crofting townships.

This coastal zone offers a milder climate and more fertile soils for traditional and contemporary agriculture (arable and extensive grazing) as well as significant, but fragmented, native woodland remnants. The wet, mild and relatively undisturbed natural habitats are home to an especially rich variety of oceanic lower plant communities (mosses, lichens and liverworts). The remote upland areas support many raptor species (golden eagle, buzzard, hen harrier etc.) whilst the coastal zone contains a healthy otter population.
Save for informal access to a number of beaches from the public road, pedestrian recreational access is limited to three areas – FCS's Kinloch Woods (Leitir Fura trail), the privately-owned Braighe an Uirde Forest Track and the policy woodland trails around Armadale Castle (Clan Donald Lands Trust).
2.2
Tormore Forest 

Tormore Forest is situated at the southern tip of the Sleat peninsula between the crofting townships of Ardvasar and Aird, 29 km (18 miles) to the south west of Broadford. The cultivated forest is approximately 400ha (approximately 1,000 acres) in extent made up of a single block of predominantly commercially planted coniferous woodland.  The forest is currently owned by FCS and managed according to a Forest Design Plan last reviewed in 2005.  Crop details supplied by FCS indicate that approximately 340 hectares are planted with trees, the remaining internal 59 hectares being unplanted.

Tormore Forest is bounded on all sides by a deer fence. However this is in poor condition and presently does not prevent the movement of deer into the forest. Sporting rights are currently leased to a third party, are due to expire in 2014, and will revert back to the landlord at that time.
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2.2.1 Site characteristics

The site’s elevation ranges from approximately 40m to 210m above sea level. In commercial forestry terms, this can be considered relatively low. However, the site is exposed, and in some cases very exposed, to winds from all directions. This is particularly true on the southern and western edge of the wood where Larch trees have been exposed to the effects of both wind and salt, leading to stunted and deformed trees. Within the forest complex there are a number of areas that have suffered considerable storm damage and wind-throw. 

Low fertility blanket bog predominates on the north side of Tormore Forest. This has had a severely limiting effect on the Scots pine that has been planted there. On the steeper slopes towards the southern side of the woodland the soils are of reasonable quality, able to support a broader species range of species. In general, slopes range from moderate to steep, and although the majority of the site is capable of being worked by modern, wheeled forestry equipment, localised areas of very steep and / or rocky ground may require the use of winches for timber extraction.

2.2.2    Internal access

One track currently serves as internal access for Tormore Forest. This runs from the eastern corner of the wood to its northern edge (grid reference NG 606 036). A 2km internal management access road serves the eastern part of the forest through to the north, but is liable to surface water and is not classified as a Forestry Commission Category 1A road. Some upgrading work would be required to allow for heavy management and extraction usage.

In order to allow access for timber harvesting to the remainder of the woodland, it is estimated that a further 3km of roads would require to be constructed. This should be possible without any major engineering works, using road stone quarried from borrow pits from within the forest itself. A simple bridge over of the Allt a Bhuiribh burn (which bisects the forest towards its western end), could be relatively easily constructed if located higher up in the forest where the terrain on either side of the burn is less steep. 

2.2.3 External Access

Tormore Forest is currently served by a single access entry point at the eastern corner of the woodland above Seann Tigh-sgoile (Grid Reference NG 623 025). At this point the internal forest road meets the minor B road between Ardvasar and Aird. The entire southern boundary of Tormore Forest has direct frontage onto this minor road. However, for the majority of that frontage the ground on the woodland side of the road is very steep and not especially conducive to establishing further access points. The steepness of the ground on the woodland side of the minor road also generally increases to the western end of the forest.

2.2.4 Timber Extraction

There are two options to timber extraction from Tormore Forest – haulage by road using timber lorries; or extraction by barge from a nearby beach pontoon.

Extraction by road

A major constraint on future forest management is the fact that the public road, from north of Ardvasar, to its terminus at Aird is currently classed as an “Excluded Route” for timber haulage under the Agreed Routes Map produced by Highland Timber Transport Group (last updated in 2004). This is relatively unusual for significant forest areas, served by only one public road, with no viable alternative means of moving timber to be classed in this way. It is the Roads Authority’s view therefore that this road is unable to withstand sustained heavy traffic in its current condition.

FCS has recently been in negotiations with Highland Council, Clan Donald Land Trust and with local crofters to carry out improvements to the minor public road to allow for its re-classification to “consultation” status. Such an upgrade would permit the extraction of timber by road, either directly to sawmills either in Fort William or Inverness, or allow transportation to the nearest suitable pier for onward transport by sea. Some of the road improvement works, including construction of passing places and road widening, have already taken place. It is understood that agreement of remaining works by relevant parties is imminent. 

It is estimated that during the first 5 years of community ownership, an estimated 50,000 tonnes of timber will be harvested. If extracted from Tormore by road, this would equate to approximately 1,250 lorry loads.

The road improvement works and its timber haulage re-classification will have a significant effect upon the ability to harvest and extract timber from Tormore Forest. As a contribution towards the road improvement costs incurred by FCS, a verbal agreement has been reached between SCT and FCS that upon any future community purchase of the forest, SCT will a pay a sum of a further £15,000 to FCS over and above the land valuation. 

Extraction by sea

The potential for extraction of harvested timber by sea transport was until recently thought not practical or possible (according to FCS and the Bidwells Feasibility Study) due to:

a) a lack of suitable timber storage infrastructure at Armadale pier, coupled with the status of the public road as previously discussed, limits the potential of sea transport from that point; and

b) The rugged nature of the coastline directly to the south of Tormore Forest itself severely restricting any sea transport potential direct from the forest.

However, investigations by SCT and negotiations with a timber management company have identified a possible sea extraction route and site from a beach on the northern boundary of land owned by Tormore House. Early discussions indicate that the owner is open to the possibility of extraction by sea by this northern route. There may be an additional permission required to cross the foreshore, since it is not certain at this time in whose ownership this is held.

2.2.5  Timber Resource

The majority of the planting in the Tormore Forest took place in two phases. The first, phase was between 1969 and 1973, when approximately 260ha of Tormore Forest was planted predominantly with Sitka spruce and Lodgepole pine. A second phase took place between 1985 and 1988 with approximately 76ha of woodland planted predominantly with Scots Pine but also some Sitka spruce and Lodgepole pine. This second phase of planting led to the expansion of the forest in a north-westerly direction.

The lower slopes are the most productive, with the Sitka Spruce achieving an average General Yield Class (GYC) of 14 on these areas and only 6-10 on the upper slopes.  The Lodgepole Pine achieves a similar YC of 6-10 throughout the site.  Growth potential is considered to be reasonable for Spruce on the lower slopes only. The forest has not been thinned and this has contributed to the degree of windthrow that has taken place in the past. 

From information supplied by FCS the area breakdown of the woodland is set out below:

Source: FCS

Table 1: Schedule of Planting
* 1850 is assumed planting year of broadleaves

Aerial photographs suggest that Tormore Forest has been subject to considerable windthrow, but on further investigation Red Band Needle Blight (RBNB) has been identified as the cause of areas of dead stands of timber. If a harvesting programme is not initiated in the near future it is considered likely that windthrow and areas affected by RBNB will continue to increase, thus increasing any costs of eventual harvesting and reducing potential timber quality.

In December 2009 SCT carried out a more detailed “tariffing” operation to assess quantities and quality of timber in approximately 100ha of the more mature, southern half areas of the forest. The results of this exercise, setting out quantities of standing timber and their suitability for different uses are detailed in Appendix 6.

2.2.6 Tormore Forest Design Plan

The Fort Augustus Forest District last reviewed the Forest Design Plan (FDP) for Tormore in February 2005, setting out intended management of the woodland for a 5 year period and indicative proposals for the next two to three decades. The FDP was due for review in 2010, but this was delayed due to the amount of windthrow throughout Skye caused by the January 2005 storms, and also because of community interest in acquiring the forest. The FDP is therefore still the principal working document guiding FCS's management of the Forest. 

The Fort Augustus Forest District uses three different categories of woodland landscape to guide the FDP formation process, Tormore Forest falls within the “moderate, less visible slopes” classification. Some of the external edges of the forest are intrusive to the natural landscape and the Designed Landscape around the ruined Armadale Castle. They note that otters and raptor species may visit the site. In archaeological terms they note the ruined settlement of Capisdal in the south-western sector of the wood.

The FDP notes that commercial growth potential is reasonable only on the lower slopes and there has been no commercial thinning. Regarding internal roads they note that there are 2km of road within the forest, though not of FC Category 1A standard. The FDP acknowledges the community interest in purchasing the forest and makes reference throughout to SCT as being the vehicle to help bring this about.
Eight guiding management objectives were identified on a high, medium or low rating scale as follows:

	MANAGEMENT

OBJECTIVE
	MANAGEMENT OBJECTIVE RATING

Low

Medium

High



	Community
	
	
	· 

	Soil
	
	
	· 

	Biological Diversity
	
	
	· 

	Archaeology
	
	
	· 

	Landscape
	
	
	· 

	Recreation
	
	· 
	

	Water
	
	
	· 

	Timber Production
	
	· 
	


Source: FCS Forest Design Plan 

Table 2: Forest Design Plan Management Objective Rating

Management Proposals under the FDP

The FDP aims to reduce the “core woodland area” within Tormore Forest to 16% from 49% by 2025 to reflect the low growth potential of much of the land. It proposes that the remaining 84% of the land is to be converted to native regeneration schemes, agri-woodland schemes, bog woodland and open ground. The FDP identifies a proposed felling schedule and phasing as set out in the below table:


 
Source: Forestry Commission Scotland

Table 3: Phasing of felling under existing Forest Design Plan

It is the intention of SCT to utilise the existing FDP as a management tool in the first year of community ownership. Though it would require some amendments in order to re-prioritise and re-schedule some of the felling, this has particular advantages to SCT as it would allow an early commencement to harvesting and extraction – and thus facilitate cashflow and the ability to start repaying loan capital. SCT are currently in negotiation with FCS’s Highland Conservancy office regarding the possible amendment of the existing FDP.

It is the intention of SCT to also draw up a new Forest Management Plan in the first year of ownership. This would be a comprehensive document encompassing the new social and environmental projects envisaged alongside the sustainable management of the forest and would entail full consultation with the community as well as wider statutory stakeholders.

2.3
Project History
In 2006 SCT began to consider the potential of Tormore Forest for sustainable development for Community benefit and, in 2007, SCT’s Forest Advisory Group (FAG) was awarded £8,000 to carry out a Feasibility Study of the development potential of Tormore Forest, with a view to a community buyout. The Tormore Forest Acquisition Feasibility Study (Bidwells, June 2007) assessed the options for SCT on the potential for the forest to deliver social, economic and environmental benefits to the local and wider community and visitors to the area. It analysed the capacity of the community to manage and develop the project and the financial implications and associated benefits. The most popular land use identified was recreation. Other uses foreseen in the Report were culture & heritage, biomass fuel and forest crofts. The Report was shared with FCS. 

The overwhelming negative finding of the Bidwells Report was that Tormore Forest is land locked - the C77 road linking Tormore with the A851 being an excluded route for timber. It was therefore difficult to see what contractual options could be available to the Trust for extracting timber as envisaged in FCS's Forest Design Plan. In view of this difficulty, the FAG spent a great amount of time going into the pros and cons of alternatives to outright purchase, such as a partnership approach with FCS, or a lease. Sleat Community Trust Directors sought advice, including from the Community Woodlands Association (CWA). The outcome was that the Trust declared an interest in purchasing Tormore Forest, comprising 440 hectares for the Community. Steps were taken to find funds for getting a valuation of Tormore Forest and for following up the Feasibility Study with a Business Plan, so that the Trust could make decisions and consider options as to their involvement in the management of the woodland.
Since then, the diary of events has been:
· January 26, 2009. FAG members and SCT Directors met with Forest District Manager, Steve Smith and participated in a helicopter assessment of Tormore. Subsequent to this, a formal request was made for a valuation of Tormore Forest.

· March 27 2009. An advertisement was placed in the West Highland Free Press by FCS for the Sponsored Sale of Tormore Forest as Surplus Land, under the National Forest Land Scheme. This gave community organisations or NGOs 28 days to notify FCS of their interest. SCT Forest Advisory Group (FAG) met, immediately, to draft response. 

· April 24. Angus Venters, SCT Chair, wrote to FCS with a formal expression of interest.

· May 14. A Community Support Questionnaire was mailed to each household in Sleat, achieving over 90% support for purchase. 

· June 9. The District Valuer's (DV) report for Tormore was received and, on June 30, the SCT Chair submitted a formal Application to purchase Tormore Forest under NFLS.

· July 15. Representatives from FCS and the NFLS evaluation group (Priscilla Gordon-Duff & David Jardine) met with FAG and SCT Directors.

· July 17. FCS Conservator, Bob Dunsmore responded to SCT's Application stating 'There is the energy and personalities within the community to make their aspirations a reality'.

· July 27. An outline Business Plan for Tormore Forest was submitted to FCS with supporting 5-year financial projections and a supporting letter from chairman SCT.

· July 27. David Jardine (FCS) gave a written response to SCT Application stating. 'Overall this is an organised community body with good business skills which is well placed to manage this woodland'.

· July 31. SCT Secretary Henry Mains sent a description of the community ballot process to FCS.

· August 3. An amended Valuation report set the value of Tormore Forest at £330,000, comprising the market value of the bare land / solum at £220,000, and the timber crop at £110,000.

· 25 September. The FCS Director considered the Evaluation Panel’s recommendation and approved in principle the application to the NFLS from the SCT to purchase forest land at Tormore. Full approval to be conditional on completion of a Ballot and Business Plan by SCT.

· November 2009.  FCS indicated that they might apply to the DV to revalue the Forest, which precluded FAG pursuing a realistic Business Plan. This uncertainty was removed by a final decision by FCS that the Valuation would stay in place for 18 months after the in-principle approval of the FCS Director.

· November 2009. After inviting bids, consultants Munro Gauld and Doreen MacIntyre were engaged in to draft a Business Plan. The issue of access, about which the SCT Chair wrote, was a continuing stumbling block. FCS initiated work in 2010 to bring the C77 road to 'Consultation' status. The FAG wrote to FCS, offering £15,000 for the completion of this work to be paid from future timber sales, and currently awaits a reply.

· March 2010. A postal ballot of individuals on the Sleat electoral roll, conducted independently by The Highland Council, was carried out. Seventy percent of those eligible to vote did so, with 90 percent in favour. 

SCT have until March 25 2011 to raise the necessary funds to purchase Tormore Forest at the DV’s valuation. 

2.4
Community Consultation and Support
The views of the Sleat community have been identified by a series of community consultation activities from 2004 to date. 

2.4.1 CADISPA

In 2004, a Community Planning Appraisal was carried out by the University of Strathclyde through their CADISPA department with the aim of providing an agenda for sustainable community development for the area and its community. A questionnaire was sent to the community to gather basic demographic information and quantitative and qualitative data for use in the study. The data collected was then analysed to identify local concerns about the state of the area, and to explore potential solutions to problems. Interviews were also carried out with the village's young people: 5-11 years at Sleat Primary school, 12-18 years using an online survey.

Development issues that were identified from the findings of the survey include the:

· Need to provide more social and sports facilities locally, within the community, especially for those without access to private transport, to both improve quality of life for residents and provide alternative venues for visitor activities;

· Need to address the lack of activities for young people, especially those in the 12-18 age group. The establishment of a youth club or cafe has been suggested by the young people as suitable initiative, and CADISPA is aware of similar projects in other parts of rural Scotland. 

· Need to stimulate economic development, job and wealth creation and service provision through enterprise and training. 

· Need to diversify the economy away from traditional sources of employment, while ensuring that the existing agriculture and tourism sectors are helped and encouraged to develop new and better ways of working. 

· Need to improve the transport infrastructure through lobbying, campaigning and community initiatives.

· Importance of tackling the lack of affordable housing for young, local people and for families, perhaps through community purchase of land for development.

· Support a diverse range of cultural activities by continuing to support the ongoing promotion of Gaelic culture and heritage. Non-Gaelic speakers also make an important contribution to the wider culture of the area. 

· Working to ensure that economic developments enhance environmental or social development in Sleat. 

· Need for SCT to become a strong voice for the people of Sleat and to overcome any sense of disempowerment that may be felt by the community. 

2.4.2  Bidwells Feasibility Study

Community consultation was carried out as part of the Feasibility Study undertaken by Bidwells (June 2007). The principal outputs were:

· Community questionnaire was circulated to 350 individuals receiving 127 responses.

· “Scenario Planning” event was undertaken at Sabhal Mor Ostaig.

· Limited door to door survey was undertaken.
The principal findings were: 

· There was a high level of desire amongst the community to become more involved in the management of the woodlands and to have more control over its future.

· There was a diverse range of skills in the community that could contribute to the management of the woodland.

· The most popular proposed land use was recreation.

· The least popular proposed land use was housing.

2.4.3  National Forest Land Scheme Ballot

Under the provisions of the National Forest Land Scheme (NFLS - see Section 3) there is a requirement for applicant community groups to demonstrate strong community support for the purchase of forest land.

A ballot was held in May 2009 to determine local public support for the community acquisition of Tormore Forest.  Each household (350) in Sleat, from Kinloch farm in the north of Sleat to the Point of Sleat was balloted with results as follows: 

Number of ballots sent out     

350 

Number of ballots returned     

194 

Percentage of ballots returned 

 56% 

Number of ballots in favour     

187 

Number of ballots against       

  7 

Percentage of ballots in favour 

96.4% 

At the request of the NFLS Evaluation Panel, a second ballot was held on March 31, 2010. The process was carried out by SCT and was overseen by The Highland Council Returning Officer. Ballot papers were distributed to all individuals in the SCT area who are on the Electoral Register. The results were: 

Number of ballots sent out     

 712

Percentage of ballots returned    
  70%

Number of ballots in favour   

  448

Number of ballots against       

  50 

Percentage of ballots in favour  
  90% 

It is apparent from both these ballot returns that there is very strong local support for the community acquisition of Tormore. 

2.4.4  Community Visioning Exercise

SCT intend to carrying out a community visioning exercise in 2010 aimed at establishing overall principles for development of the physical landscape of the peninsula. This will build on the Community Plan of 2005-2010 and will help to improve communications and input from the different village communities to the next planning cycle of SCT as a whole.
2.4.5  Other consultation

Various other means of consulting and communicating with the local community and wider stakeholders have been undertaken:

· Since 2005 a quarterly bilingual newsletter has been produced - “An Slèiteach” - giving updates on the activities of SCT, local news etc. It is distributed free to every household in Sleat, is posted on the SCT website and is sold in retail outlets. It is also sent to all involved agencies (Highland Council, HIE etc).
· Regular articles about SCT and the potential acquisition of Tormore Forest have appeared in the local press.


Presentations to SCT members have been made at SCT’s AGMs / EGM.

· A number of public meetings have been held regarding acquisition of Tormore Forest.

The launch of a Public Appeal by SCT has been timetabled for August 2010.

2.5
Supporting Organisations

SCT maintains close links with external agencies and is a member of a number of organisations:

· SCT represents the Development Trust Association Scotland in the West Highlands and Islands.

· Hosted conferences at Sabhal Mor Ostaig (SMO) for both the Community Land Unit (CLU) and the Highlands and Islands Community Energy Company (HICEC) now known as Community Energy Scotland (CES).
· The Trust in conjunction with Highland Small Communities Housing Trust (HSCHT) and supported by Lochalsh & Skye Housing Association (L&SHA) carried out a housing needs survey. 

· Involved in discussions with the Highland Council Planning Department, HSCHT, the Clan Donald Lands Trust (CDLT), L&SHA, Sleat Community Council (SCC) and SMO management to look at future needs for expansion and development options around the college. 

· Supporting a local housing group to develop plans for affordable housing at Camuscross in Sleat. 

· Have a close working relationships with HIE, HC, CLU, CES, CADISPA, DTA Scotland.

· Undertaken wood drying trials for Northern Woodheat as part of an EU led Northern Periphery Programme.

· Working with CDLT, Fearann Eilean Iarmain (FEI), Scottish Woodlands and FCS to establish a biomass fuel supply chain in south Skye.

 SCT has received financial support for its activities from a range of organisations including:

· The Tudor Trust (£110,000) to cover SCT's core operating costs.

· A grant of £280,000 from the Big Lottery fund to purchase the local garage, filling station and house. 

· A grant of £40,000 from HIE to cover wages and running costs for 1 year.

SCT has the following local organisations as Group Members:
· Sleat Badminton Club

· S/S Marine Development Association
· SEALL

· Fas Mor

· Sabhal Mor Ostaig

· Comunn Eachdraidh Shlèite 
· Sleat & Strath AFC

· Praban Na Linne Ltd

· Ardvasar Hall Committee 

· Arc-Eolas Shlèite 
In terms of receiving support for this project (i.e. the acquisition of Tormore Forest from FCS) SCT has received letters of support from a number of elected representatives and organisations: 

· Dave Thomson MSP (12th March 2010)
· Forestry Commission Scotland: 

· Supporting correspondence from Bob Dunsmore, FCS Conservator (17th July 2009).

· Supporting letter from David Jardine FCS Forest District Manager (27th July 2009).

· Official approval of NFLS application by Bob MacIntosh, Director FCS (25th Sept 2009). 

· Sabhal Mor Ostaig. (24th June 2009)
· Clan Donald Lands Trust. (25th July 2009)
· SRL (24th June 2009)
· Sleat Community Council.
· Comunn Eachdraidh Shlèite (Sleat History Society)
2.6
Community Capacity
Within the local community there is a high degree of capacity in terms of local social capital. This can be demonstrated by extent and success of local voluntary organisations, their levels of membership activities and achievements. These include:
· SEALL events promotion
· Club Film
· Sleat Local History Society
· Arc-Eolas archaeology
· Church of Scotland Guild
· WRI
· Sleat Community Hall, Ardvasar
· Tarskavaig Communities Hall
· Sleat Community Trust
· Camuscross and Duisdale Initiative
· Duisdale Bowls
· Badminton Club adult
· Badminton Club junior
· Football Club
· SMO Walking Club
· Junior and Senior Karate Club
· Sleat Playgroup
· Whist group
· Lasair Ealain (school art club)
· Croileagan (Gaelic playgroup)
· Fàs Mòr
· Ladies' keep fit club 
· Community polytunnel group
The current SCT Board of Directors has a broad range of experience in administration, finance, forestry, education, the media, business and crofting (see Section 1.1). SCT has a track record in the community  ownership of property assets (the filling station, shop, house and post office) and has created 2 subsidiary companies, each with their own board of directors, to manage their trading activities. In addition, the Forestry Advisory Group (FAG) has significant expertise in forestry and land management (see Section 1.4) and has demonstrated considerable capacity in taking this project forward. 

SCT recognise that in addition to the strategic and managerial input by volunteers (by the boards of SCT, SRL and the FAG) a paid full-time community forester will be required as well as administration and IT support.  A Draft Job Description is set out in Appendix 7. 

There has been ongoing training provision for existing staff and directors of SCT in a variety of subjects relating to community land ownership as provided by the Development Trusts Association Scotland, the Community Woodlands Association, the Community Land Unit of HIE etc. It is anticipated that this will continue with volunteer directors and staff attending. In addition specific forest management and vocational skills training requirements for the community forester and other forest workers have been identified in the project development proposals (for details, see Appendix 5).Also whilst practical forest operations and management (thinning, fencing, planting etc) will be let to local contractors, there will be an emphasis on integrating training opportunities whenever possible.
A high level of social capital has been built up in Sleat and is allied to an existing strong sense of community. A clear vision for the future of the area has been developed by SCT and it has demonstrated that it is highly capable of taking action to help realise the community’s aspirations. As such it is clear that SCT has the necessary organisational infrastructure, personnel (both directors and paid staff) and commitment to be able to successfully take on the ownership and management of Tormore Forest.
3.
Strategic Context

In recent years there has been a growing political awareness of the types of issues affecting remote, rural communities.  There are several policy areas which specifically relate to SCT’s proposals for Tormore Forest, namely:

The National Strategy for the Scottish Rural Development Programme (SRDP) 

The National Strategy for SRDP aims to support environmentally sensitive, sustainable agriculture, forestry, food production and diversification of economic development, as catalyst for rural regeneration and securing the long-term viability of rural businesses.  The main outcome of the programme includes well-maintained landscapes and biodiversity, benefiting people and businesses and rural development benefiting local communities.  

Scottish Forest Strategy (2006)

The Scottish Forestry Strategy seeks to encourage the positive and creative use of Scotland’s forest resources, which is integrated with other land uses and businesses as a key element in securing long-term viability and sustainability of rural communities.

Scottish Sustainable Development Strategy

The Scottish Sustainable Development Strategy aims to encourage sustainable communities who embody the principles of sustainable development at a local level.  

National Forest Land Scheme

NFLS gives community organisations the opportunity to buy or lease National Forest Land where they can provide increased public benefits. It also allows communities the opportunity to buy forests which are surplus to requirements through the Sponsored Sale of Surplus Land (this being land that makes little net contribution to FCS’s public policy objectives).

The purchase of Tormore Forest by SCT closely fits a range of Government policies and as such has received the backing of a range of Government and agency bodies (see Section 2.5).

4.
Project Proposals

This project involves the purchase by SCT of Tormore Forest from FCS under the NFLS and for its subsequent sustainable management by the community.  The objectives of this project are to:

· Generate a sustainable source of revenue for the local community

· Provide employment and business opportunities for local residents

· Enhance the environmental and recreational resources of Sleat.

4.1
Tormore Forest Acquisition

It is proposed that SCT purchases Tormore Forest utilising the NFLS community acquisition process. The timescale currently being followed is for legal conveyancing of the land to take place in December 2010 / January 2011.

4.2
Tormore Forest Development

Once in community ownership, it is intended that SCT manage Tormore Forest to provide a broad range of public benefits to both the local community as well as to wider public (see Section 4.3) providing social, economic and environmental outputs.

4.2.1 Economic development

An important element of the project is to harness the potential of the forest to generate economic development opportunities within the local community. As a working commercial forest, SCT anticipates that community management will be able to help create new employment opportunities as well as to safeguard existing jobs. It is hoped that in the longer term, the forest will be able to support some of the other more marginal projects run by SCT which provide vital services to the local community (e.g. the shop, post office and filling station).

Standing Timber sales

As the forest is partially mature and ready for felling, it should be able to generate considerable income streams in the short to medium term. It is anticipated that this income will be sufficient to be able to cover both land acquisition loan costs and contribute towards project development costs. Timber would be sold to a timber management company (probably one of the larger established ones, such as Scottish Woodlands or Tilhill Forestry) who would carry out harvesting and extraction of the timber. Timber would then be sold on by them to sawmills / processors. Currently International demand and prices for all grades of timber is buoyant.   

Fuelwood

A growing element of the forestry sector is the demand for woodchip to supply mainly commercial premises for woodchip boilers. SRL has recently developed a woodchip business supplying Sabhal Mor Ostaig. Currently this involves timber purchase from other local landowners, its processing by hiring in a mobile chipper and its transport by hired tractor and trailer. The present situation is unsustainable, however, as SRL has no secure timber supply, or anywhere to properly dry timber and store processed woodchip. The community ownership of Tormore would therefore provide considerable benefits as SCT would be able to:

· Guarantee supply of suitable unprocessed timber.

· Create a stacking area for storage / outside drying.

· Construct a drying shed (necessary to be able to get the woodchips to a suitable moisture content). 

· Develop the local market by being able to offer a secure, reliable, quality woodchip supply. Pro-active woodchip marketing could thereafter begin to existing and approved oncoming woodchip heating schemes in south Skye & Lochalsh (there are at least 3 local businesses looking to install wood chip boilers) as well as being able to pursue other future proposed housing developments (by a neighbouring estate, at Kilbeg by CDLT).

There are currently no other local suppliers of woodchip in the immediate area. 

Firewood

There is at present a limited local market for firewood which is currently being supplied predominately by CDLT who locally deliver approximately 200 tonnes annually. In the last year CDLT have not been able to source unprocessed timber from its own woodlands and has purchased logs from SRL.

SRL propose to develop a firewood market based upon selling dried softwood logs This would involve the purchase of harvested roundwood 3m long logs from SCT (which would initially be retained from the harvesting operations) and their processing into logs suitable for wood burning stoves using a local contractor. SRL may also deliver bulk orders of uncut log lengths.

Firewood sales to the Sleat area would be in addition to (i.e. not displacing) current CDLT firewood sales. Indeed CDLT’s involvement in the SCT Forest Advisory Group has ensured their outline support to work collaboratively in the domestic woodfuel market. It is anticipated that increasing oil, gas and coal prices and also the Clean Sleat project being run by SRL promoting wood-based energy solutions will aid firewood market development over the next few years. 

4.2.2 Forest management

Through community ownership of Tormore, it is anticipated that SCT will be able to create a sustainable forest resource that will meet the needs of the local and wider community. In the short term, this will entail harvesting of mature timber, as well as the creation of required forest infrastructure (internal and external roads, stacking areas, purchase of machinery, construction of buildings etc.) The principle proposals for forest management are:

Silvicultural restructuring of forest
SCT are proposing to carry out a phased clearfell programme, focusing on largest, most mature timber stands behind forest entrance. This mirrors the existing felling proposals set out in the Forest Design Plan. In addition SCT are proposing to carry out non-commercial thinning of timber crop. Felled areas are to be restocked with a mixture of native broadleaves, largely grown from locally collected seed in the proposed tree nursery, and conifer species.

In order to protect the replanting, renovation of the 10,600m deer fence is proposed over a 5 year period, focusing initially on the priority areas where existing fencing is in poor condition, and around restocked areas.

Creation of forest management roads
In order to harvest and manage the forest, SCT will need to improve the existing forest road, as well as create approximately 3km of new forest roads. If timber is to be extracted by sea, a further 600m of external road over a neighbouring landowner’s field will also need to be constructed. In addition stacking areas and turning points will need to be created adjacent to new roading and at the forest margin.

Forestry Shed

SCT are proposing to construct a multi-purpose covered, roundwood timber-framed & semi-clad wood storage & processing area. This will be located in an old quarry cutting just off the existing forest road. It is anticipated that the actual construction could be utilised as a training opportunity using innovative, simple timber construction techniques. 

4.2.3 Recreation and conservation
A major element of the community purchase of Tormore Forest is maximising provision of public benefits not currently supplied by state-owned or private forests. In particular there is an opportunity to create recreational access into the forest for locals and tourists to the area through providing access for walkers, mountain bikers etc, interpretation, signage etc.
Restructuring the forest will greatly increase its bio-diversity and conservation value. This will be achieved through diversification of tree species and ages (by replanting substantial areas with native broadleaves after timber harvesting of the mature conifers) and by specific land management operations (such as management of the riparian zones along watercourses), providing bird and bat boxes etc.

Forest Lodge / Threshold

This is possibly the most symbolic aspect of the community woodland acquisition. This would involve the construction of a “threshold” public entrance to the forest with a reception building / structure along with sensitively landscaped parking, signage (to access routes, services, etc) interpretation, a picnic area, toilets, litter bins etc. These threshold facilities would be low key, and above all be innovative, utilising an 'off-grid' ethos (compost toilets, micro-hydro / solar heat & light), use of on-site sawlog or small roundwood construction techniques). There is also the potential to tie in the construction with training courses for locals in techniques that can then be perpetuated throughout the forest for recreation / forest management structures, that use own timber and provide simple-but-rugged buildings. 

Access and trail development

Access development within the forest will commence in Year 1 with mapping out and trail building on a voluntary basis (linking old tracks with forest roads and utilising retained plantation and native woodland). However a more formalised 8km trail network project will be worked up in Years 1 & 2 – potentially in collaboration with Skye & Lochalsh Association of Mountain Bikers (SLAMB). 

Renovate old tracks

This will be a 5 year programme of clearance and waymarking of old hill tracks / pathways, primarily as a volunteer project with contract labour support.
4.2.4 Other projects
Other elements of the project include: 
Grazing leases
Part of the forest is currently being used by local crofters to shelter and feed cattle during the winter months and is used as a management tool for maintaining the forest’s bio-diversity. SCT anticipates that this will continue and further grazing leases are forecast once fencing has been upgraded / installed.
Green burials

Development of a landscaped, broadleaved area of forest for burials and pet burials. Work to commence in Year 4 with burials taking place from Year 6 onwards.
Woodland Crofts

There has been considerable interest from within the community for the creation of forest crofts. This is a relatively new concept in forest management and is a longer term aspiration (proposed development in Year 6 onwards). Before progressing, SCT directors will seek advice from other communities and agencies.
Full details of project development activities along with projected costs and income streams are set out in Appendix 5.

4.3
Public and wider benefits

Community acquisition of Tormore Forest would allow local community development of a local resource to provide a range of both local and wider public benefits. These can be summarised as:

Economic

· Creation of local employment from forest management and timber processing. 

· Establishment of a strong, sustainable local fuelwood economy through woodchip and firewood sales and delivery.

· Development of “value-added” products from the forest – e.g. sawn timber supplies.

· Support development of local tourism industry through enhancing amenity of the area and provision of recreational activities for visitors.

· Diversification of income streams through green burials.

Social

· Development of new recreational facilities in the forest including picnic areas, viewpoints, mountain bike trails and an adventure playground.

· Cultural, historical and archaeological interpretation.

· Creation of improved access into the forest for walking, cycling and potentially pony trekking. 

· Access into and throughout the forest including waymarked footpaths and all abilities access paths.

· Potential in the future to create new woodland crofts.

· Work with Sleat residents and voluntary 'action' groups to scope and deliver conservation, heritage, education / lifelong learning and access / health projects and facilities within the forest.

· Promotion and creation of a more healthy, secure and diversified community.

· Facilitate provision of training and skills development opportunities for the local and wider community. 

· Creation of forest interpretation and use of the forest as an educational resource by Bun-sgoil Shleite and potentially Sabhal Mor Ostaig.
Environmental

· Greater environmental biodiversity of the forest benefiting both wildlife and people. 

· Sustainable development of the forest resource through restructuring the conifer crop towards greater diversity of tree species and ages.

· Through promotion and use of woodchip and fuelwood, the reduction of community’s carbon footprint.

5.
Project Delivery

5.1
Delivery mechanism

It is important for SCT to give careful consideration to the organisational delivery mechanisms needed for the ownership of the land and timber of Tormore Forest and its subsequent management. Before any decision is made, it is recommended that advice (from e.g. a specialist lawyer and the Development Trust Association Scotland) should be sought to address:

· Company law

· Tax 

· Charity law

· European State Aids regulations

· Best practice terms of running a community land initiative

Looking at other similar community forestry projects, it is apparent that one of the primary mechanisms used to satisfy charity law etc, is the use of a trading subsidiary to carry out trading activities. In the context of Tormore, this could have several advantages:-

· Allowing trading activities which fall outwith charities’ tax exemption to be carried on without prejudicing the charitable status of SCT.
· Providing a separate “compartment” concerning risk exposure – thus minimising any impact on SCT if the subsidiary activities encounter significant financial difficulties (e.g. if trading subsidiary became insolvent it would not endanger community ownership of the land asset held by SCT).
· Allowing a separate board to be built up, composed of people with the skills and experience which are appropriate to the activities in question.
· Forming a focus for funding in the case where a funder wishes to direct support towards a body which solely undertakes activities which it wishes to support.

· It can circumvent European State Aid legislation designed to limit the amount of public financial support that can be given to any industry (including the community ownership and management of forests).
It is proposed that the ownership of Tormore Forest be held by SCT and for all trading operations (e.g.  processing and onward sale of timber) to be carried out through SRL. This would allow SCT to retain its charitable status, to reduce its exposure to risk and to satisfy European State Aid regulations.  Timber would be “sold” at market value to SRL for processing and onward sale. All future capital investment in heritable land assets of the forest (e.g. roads, paths, buildings etc) would be done through SCT, with investment in diminishing assets (e.g. forest machinery) being through SRL. Buildings owned by SCT would need to be leased at market rental by SRL. Forest management grants (e.g. LEADER, SRDP) would largely be applied for by SRL, acting as SCT's agents. 

5.2
Delivery Timescale

The delivery timescale of the main aspects of the project are set out in the below table:

	Phase
	Description
	Funding & Operation

	Phase 1:  Acquisition

January 2011
	· Tormore Forest acquisition
	Public sector

HIE –CLU

SIF, etc. (grants/loans)
Private sector

	Phase 2:

Project Establishment 

Year 1
	· Project Start-up

· Employment of Community Forester

· Woodland survey & management plan

· Establish formal relationship between SCT and SRL
	SRDP

LEADER

SCT funding

LEADER

	Phase 3:

Initial Project Development

Year 1
	· Infrastructure works

· External and internal forest access

· Timber harvesting and extraction

· Woodland Management

· Deer fencing

· Archaeological site management

· Trading Activity

· Construct drying shed

· Procure capital equipment 

· Woodchip, firewood, processing & sale 
	SRDP

LEADER

Timber management company

	Phase 4:

Ongoing Project Development

Year 2 - 5
	· Timber harvesting and extraction

· Access and recreation development

· Forest lodge / threshold

· Footpaths

· Interpretation

· Conservation projects

· Nursery development
	SRDP

LEADER

SCT funding


Table 4: Project Delivery Schedule

6.
Project Resources

A range of resources will be required to be in place to realise the aims of the community project.  

6.1 Partner organisations

A range of partnership organisations are required to help the various elements of the project – from acquisition and project finance, to grant funding. The most significant of these are:

6.1.1  Highlands & Islands Enterprise

HIE, through its local area office and through its Community Land Unit (CLU) play a vital role in providing financial grants as well as advice and project support.  The project will be working closely with the HIE local area office to enable the sustainable development of the forest resource.  

6.1.2 Scottish Investment Fund
The Scottish Investment Fund is a £30 million fund provided by the Scottish Government (2008-2011). Its overall aim is to build capacity, capability and financial sustainability in the Third Sector to help it fulfil its potential and contribute to the overall national outcomes of the Scottish Government. The fund provides a mix of both strategic investment and loan funding to organisations. 

6.1.3 Scottish Rural Development Programme

SRDP funding includes non-competitive grants for the costs of creating the roads and access infrastructure for harvesting, creating and maintaining public access and small scale woodland planting.  Other grants in Rural Priorities, which involve competitive application, include afforestation, restructuring, creating forest plans, woodland improvement and biodiversity grants, capital grants for timber processing, and renewable energy initiatives in woodchip and woodfuel are also available.  Community Energy Scotland and SRDP are also keen to support community initiatives in woodfuel and potentially in combined, heat and power installations, which are 100% fully funded.  

6.1.4 The Highland Council

The Highland Council has already had an important involvement in the development of the project through their carrying out the independent ballot of the local community as per the requirements of the NFLS. However the Highland Council will also have a key role in the future community management of Tormore Forest, particularly in relation to their regulatory functions regarding planning and roads. The main aspects will be:

· Agreement with FCS and SCT of the upgrade of the public road from Ardvasar to Aird to “consultation status” to allow timber extraction from Tormore Forest.

· Planning permission for the internal forest roads and for any new access roads on third party land to allow extraction by sea. 
· Consent regarding built development within the forest (e.g. construction of forest shed, tree nursery etc) 
· Involvement as a statutory consultee leading to the approval of a new forest plan.
· Potential involvement of Highland Opportunity Limited - an enterprise trust owned by the Highland Council which provides a range of business support to social enterprises.
6.2 Human Resources

A full-time Community Forester position is proposed for the project.  Further IT / administration support is proposed at the rate of 1 day per week. Employees will report directly and be accountable to the SRL Board. SCT will work closely with funding bodies and other agencies to ensure clear and transparent communications and co-ordination of the project activities.  A Job Description for this Community Forester post is included in Appendix 7.

6.3 Community Contribution

The community contribution towards the project will entail:

· Development work carried out by the Forest Advisory Group. 

· Management input by SCT and SRL.
· Volunteer input into forest management activities by SCT members and wider local community.

· Community fundraising activities towards land acquisition and its subsequent development.

7.
Project Finance

7.1 Acquisition Costs

Under the terms of the NFLS, the District Valuer (DV) has set the value of Tormore Forest at £330,000 (3rd August 2009).  This is made up of two separately identified elements:

The solum

The bare land and all rights attaching to it (known as the solum) excludes the timber value and has been valued at £220,000.

Timber crop

The timber crop has been valued at £110,000. This is relatively low given the size of the forest and the quantity of timber currently growing. However in reaching the valuation figure the DV has identified several factors which have limited the forest’s potential value. These include:
· The area’s disadvantage in terms of remoteness and relatively poor access infrastructure leading to increased costs both of harvesting and haulage to established processing markets.  
· Restrictions on use of adjacent minor public road to extract timber harvested from the forest 
· Concern that areas of Tormore were affected by Red Band Needle Blight. 
· Presence of areas of windblow (caused by soil type, exposure and lack of thinning).

This DV’s valuation is valid for a period of 18 months from the date of NFLS application approval by the Director of FCS on the 25th September 2009 (i.e. expires 24th March 2011). The valuation is the amount of money that SCT require to purchase Tormore Forest and is not affected by any material change in circumstances during this 18 month period, including: any changes in land or timber values; upgrading of the public road between Tormore and Ardvasar currently being carried out, or any subsequent reclassification of public road to allow its use for timber haulage and extraction.

For the purposes of this Business Plan, legal fees have been estimated as being £6,000. 

7.2 Acquisition Funding

The principal sources of funding for the main acquisition of the forest, as used in similar circumstances by other community land initiatives is summarised in the below table:

	Funding Source
	% of Acquisition Costs
	Amount

	HIE Community Land Unit grant
	21
	£72,000

	Other public sector grant / loan capital
	73
	£244,000

	Community fundraising (private sector)
	6
	£20,000

	TOTAL
	100
	£336,000


Table 5: Acquisition Funding

Highlands & Islands Enterprise (HIE) Funding

HIE’s Community Land Unit can provide financial support for the acquisition element of community land projects and this can form a vital funding bridge for any community land purchase.  HIE has indicated that they would consider an application for a grant to a maximum of 20% of the land acquisition cost, plus a grant of 100% of the legal costs.

Scottish Investment Fund
Through its combination of loan and grant funding up to £1M (including up to 50% grant / loan combination) SIF support would be an important contribution towards meeting acquisition costs, and enabling the early development of important social aspects of the project.  

Community Contribution

A necessary element of land acquisition funding is the raising of a proportion of the price paid by the community itself and this is a requirement of the NFLS and the Community Land Unit of HIE. It is proposed that the community contribute approximately £20,000 of the acquisition cost from sources such as:

· Charitable Trusts. There are a number of grant giving charitable trusts that have supported community land initiatives in the past.
· Local fundraising. This can include fundraising events (sponsored activities such as walks, swims etc), ceilidhs, raffles, bring-and-buy etc.

· Private donors. Many of the large community land buyouts have been assisted by sizeable donations from private individuals who have had links with the area, or support the communities’ objectives.

Grant / Loan Finance

It is anticipated that the majority of the land acquisition costs will be met by grant / loan finance. This could be raised from a variety of sources including:

· High street banks e.g. Bank of Scotland etc.

· Social banks which specialise in loans to community and social enterprises – e.g. The Charity Bank, Co-operative Bank, Triodos.

· Agencies which provide grant and or loan finance to community and social enterprises, though specific funds: e.g. Scottish Investment Fund, Highland Opportunities, HIE.

It is anticipated that timber harvesting during the first few years of the project will generate sufficient excess funds to enable SCT to pay loan interest payments as well as to commence repayment loan capital. The projected cashflow forecasts shown in Appendices 2 and 4 shows full repayment of the loan capital by Year 5.

7.3
Project Development Expenditure
The projected development expenditure is outlined in the tables below (for scenarios for timber extraction by both sea and road) with full details set out in Appendix 5. Two potential future scenarios are put forward based upon these means of timber extraction. 

	Project Development Expenditure: Timber Extraction by Sea

	Description
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	Total

	Capital Investment
	 
	 
	 
	 
	 
	 

	New External roads
	30,000
	 
	 
	 
	 
	30,000

	New Internal roads
	40,000
	 
	50,000
	50,000
	 
	140,000

	Forestry/timber shed & hard standing
	30,000
	20,000
	 
	 
	 
	50,000

	Wood process/handling machinery & equipment
	30,000
	25,000
	10,000
	 
	 
	65,000

	Trading Operations Costs
	 
	 
	 
	 
	 
	 

	Firewood overheads
	2,000
	2,500
	3,000
	3,500
	4,000
	15,000

	Woodfuel (chip & deliver)
	2,500
	5,000
	5,000
	6,500
	6,500
	25,500

	Forest Management Costs
	 
	 
	 
	 
	 
	 

	Forest access improvement
	 
	5,020
	 
	5,020
	 
	10,040

	Pre-commercial thin contract
	 
	10,000
	10,200
	10,400
	10,600
	41,200

	Deer Fence renovation and maintenance
	6,000
	12,000
	12,250
	12,500
	12,750
	55,500

	Restocking (plants & planting)
	 
	20,500
	25,300
	21,000
	17,000
	83,800

	Tree nursery set up & overheads
	 
	24,500
	7,000
	7,200
	7,500
	46,200

	Recreation & Conservation Costs
	 
	 
	 
	 
	 
	 

	Forest Lodge/Threshold facilities
	 
	 
	40,000
	 
	40,000
	80,000

	Access / Trails development
	 
	 
	50,000
	38,000
	38,000
	126,000

	Renovate / waymark old tracks
	 
	3,000
	3,000
	3,000
	3,000
	12,000

	Chip / mulch recreation zones
	 
	5,000
	5,000
	5,000
	5,000
	20,000

	Management archaeological site
	2,150
	 
	3,000
	 
	3,000
	8,150

	Conservation Projects
	 
	1,500
	1,500
	 
	 
	3,000

	Other Projects Costs
	 
	 
	 
	 
	 
	 

	Green Burial setup & overheads
	 
	 
	 
	10,000
	1,000
	11,000

	Grazings lease overheads
	 
	4,000
	 
	15,000
	 
	19,000

	Staff and Operational Overheads
	 
	 
	 
	 
	 
	 

	Community Forester
	26,630
	27,960
	27,960
	27,960
	27,960
	138,470

	Administration
	3,000
	3,000
	3,000
	3,000
	3,000
	15,000

	IT
	1,000
	 
	 
	 
	 
	1,000

	Office costs
	1,200
	1,200
	1,200
	1,200
	1,200
	6,000

	Training (staff/volunteers/special projects)
	670
	 
	800
	 
	800
	2,270

	Insurance - Forest, Public Liability, Assets, etc.
	1,500
	1,500
	1,500
	1,500
	1,500
	7,500

	TOTALS
	176,650
	171,680
	259,710
	220,780
	182,810
	1,011,630


Table 6: Project Development Expenditure – Extraction by Sea
	Project Development Expenditure: Timber Extraction by Road

	Description
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	Total

	Capital Investment
	 
	 
	 
	 
	 
	 

	New Internal roads
	40,000
	 
	50,000
	50,000
	 
	140,000

	Forestry/timber shed & hard standing
	30,000
	20,000
	 
	 
	 
	50,000

	Wood process/handling machinery & equipment
	30,000
	25,000
	10,000
	 
	 
	65,000

	Trading Operations Costs
	 
	 
	 
	 
	 
	 

	Firewood overheads
	2,000
	2,500
	3,000
	3,500
	4,000
	15,000

	Woodfuel (chip & deliver)
	2,500
	5,000
	5,000
	6,500
	6,500
	25,500

	Forest Management Costs
	 
	 
	 
	 
	 
	 

	Forest access improvement
	 
	5,020
	 
	5,020
	 
	10,040

	Pre-commercial thin contract
	 
	10,000
	10,200
	10,400
	10,600
	41,200

	Deer fence renovation & maintenance
	6,000
	12,000
	12,250
	12,500
	12,750
	55,500

	Restocking (plants & planting)
	 
	20,500
	25,300
	21,000
	17,000
	83,800

	Tree nursery set up & overheads
	 
	24,500
	7,000
	7,200
	7,500
	46,200

	Recreation & Conservation Costs
	 
	 
	 
	 
	 
	 

	Forest Lodge/Threshold facilities
	 
	 
	40,000
	 
	40,000
	80,000

	Access/Trails development
	 
	 
	50,000
	38,000
	38,000
	126,000

	Renovate/waymark old tracks
	 
	3,000
	3,000
	3,000
	3,000
	12,000

	Chip/mulch Recreation zones
	 
	5,000
	5,000
	5,000
	5,000
	20,000

	Management archaeological site
	2,150
	 
	3,000
	 
	3,000
	8,150

	Conservation Projects
	 
	1,500
	1,500
	 
	 
	3,000

	Other Projects Costs
	 
	 
	 
	 
	 
	 

	Green Burial setup & overheads
	 
	 
	 
	10,000
	1,000
	11,000

	Grazings lease overheads
	 
	4,000
	 
	15,000
	 
	19,000

	Staff and Operational Overheads
	 
	 
	 
	 
	 
	 

	Community Forester
	26,630
	27,960
	27,960
	27,960
	27,960
	138,470

	Administration
	3,000
	3,000
	3,000
	3,000
	3,000
	15,000

	IT
	1,000
	 
	 
	 
	 
	1,000

	Office costs
	1,200
	1,200
	1,200
	1,200
	1,200
	6,000

	Training (staff/volunteers/special projects)
	670
	 
	800
	 
	800
	2,270

	Insurance - Forest, Public Liability, Assets, etc.
	1,500
	1,500
	1,500
	1,500
	1,500
	7,500

	TOTALS
	146,650
	171,680
	259,710
	220,780
	182,810
	981,630


Table 7: Project Development Expenditure – Extraction by Sea

The expenditure figures in the above tables are based upon the following general assumptions:

· Operations follow phasing outlined in Section 5.2 and the harvesting programme in the existing FCS Forest Design Plan, as proposed to be modified by SCT.

· It is intended that all harvesting and extraction to be carried out in Years 1 – 5 will be done through sale of standing timber to a woodland management company. Other woodland management work will be contracted out by SRL to local contractors.

· Timber to supply the woodfuel and woodchip business will be purchased from SCT by SRL with work contracted out to local businesses. Equipment will be leased from neighbouring landowner (CDLT) and / or services bought in. 

· Timber for processing into sawn timber products will be purchased from SCT by SRL. Initially sawmilling will be carried out by contracting in a local mobile sawmill, with timber being sold on once dried.

· Buildings associated with woodland management, access infrastructure and limited range of capital equipment are proposed. These will be funded through SCT and leased to SRL.

Full details of proposed project development, expenditure and anticipated incomes are set out in Appendix 5.

7.4
Project Development Income

It is expected that SCT will need to access funds from a range of public bodies and other organisations. Funding opportunities will depend upon activities being carried out, but it is expected that grant funding levels will reflect the range and extent of public benefits being created (i.e. the more public benefits that are proposed,  the greater the level of public funding) The broad-based objectives of SCT and its proposed integrated approach to future community ownership and management of the forest, ties in extremely well with the objectives of grant-giving bodies, particularly SRDP and LEADER, and it is likely that SCT will be able to attract grant funding at rates of up 75 - 90% of eligible costs for some operations.

In order to balance income and expenditure, SCT will need to contribute its own funds towards a proportion of project development costs and this will be secured through sale of standing timber and income from trading (firewood and woodchip sales).

Project development costs (improved access, recreation facilities, interpretation etc.) and ongoing forest management expenditure (replanting obligations, deer fencing, road construction etc) will need to be met through sourcing funds from:
· Development funding grants (from bodies such as LEADER, charitable trusts etc);

· Land management grants (through SRDP);

· Sale of standing timber; and

· Development of existing income generating activities of SRL (including local processing of timber and its onward sale for woodchip, firewood and sawn timber).

Full details of proposed project development, expenditure and anticipated incomes are set out in Appendix 5.
	Project Development Income: Timber Extraction by Sea

	Description
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	TOTAL

	Timber Business
	 
	 
	 
	 
	 
	 

	Export Profit
	137,720
	110,560
	86,351
	101,016
	125,799
	561,446

	Timber-related grant aid
	20,000
	 
	15,000
	15,000
	 
	50,000

	Domestic firewood Sales
	5,000
	6,120
	7,280
	8,480
	9,720
	36,600

	Woodfuel business (direct sales)
	13,500
	45,996
	45,996
	68,994
	68,994
	243,480

	Forestry shed (LEADER)
	20,000
	10,000
	 
	 
	 
	30,000

	Machinery / equipment grant aid (SRDP-RP)
	15,000
	12,000
	 
	 
	 
	27,000

	Forest Management
	 
	 
	 
	 
	 
	 

	Forest Plan preparation (SRDP)
	4,340
	 
	 
	 
	 
	4,340

	IT (RDC-LMOs)
	1,000
	 
	 
	 
	 
	1,000

	Training (RDC-LMOs)
	500
	 
	500
	 
	500
	1,500

	Forest access improvement (RDC-LMOs)
	 
	3,760
	 
	3,760
	 
	7,520

	Pre-commercial thin programme (SRDP)
	 
	2,100
	2,100
	2,100
	2,100
	8,400

	Deer fence renovation and maintenance (SRDP)
	 
	7,250
	7,250
	7,250
	7,250
	29,000

	Restock (SRDP)
	 
	7,340
	8,135
	6,210
	5,055
	26,740

	Tree nursery grant (LEADER) & income
	 
	7,000
	 
	1,800
	3,600
	12,400

	Recreation & Conservation Grants
	 
	 
	 
	 
	 
	 

	Forest Lodge/Threshold (LEADER)
	 
	 
	30,000
	 
	16,000
	46,000

	Access/Trails (LEADER/SLAMB)
	 
	 
	20,000
	15,000
	15,000
	50,000

	Renovate/waymark old tracks (SRDP-RP)
	 
	 
	1,000
	1,000
	1,000
	3,000

	Chip/Mulch tree debris (SRDP-RP)
	 
	1,750
	1,750
	1,750
	1,750
	7,000

	Management archaeological site (RDC-LMOs)
	2,150
	 
	3,000
	 
	3,000
	8,150

	Conservation Projects (bat/birds, riparian/wetland)
	 
	1,500
	1,500
	 
	 
	3,000

	Other Projects
	 
	 
	 
	 
	 
	 

	Green burials
	 
	 
	 
	 
	 
	0

	Grazings leases (including RDC-LMOs)
	230
	230
	495
	495
	495
	1,945

	Total 
	219,440
	215,606
	230,357
	232,855
	260,263
	1,158,521


Table 8: Project Development Income Projection - Timber Extraction by Sea 

	Project Development Income: Timber Extraction by Road

	Description
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	Totals

	Timber sales and Trading Operations
	 
	 
	 
	 
	 
	 

	Timber sales profit
	149,590
	120,712
	94,432
	110,359
	135,988
	611,081

	Domestic firewood sales
	5,000
	6,120
	7,280
	8,480
	9,720
	36,600

	Woodfuel Business (direct sales)
	13,500
	45,996
	45,996
	68,994
	68,994
	243,480

	Forest Management
	 
	 
	 
	 
	 
	 

	Forestry shed (LEADER)
	20,000
	10,000
	 
	 
	 
	30,000

	Machinery/equipment grant aid (SRDP-RP)
	15,000
	12,000
	 
	 
	 
	27,000

	Forest Plan preparation (SRDP)
	4,340
	 
	 
	 
	 
	4,340

	Timber Transport grant aid (STTF)
	20,000
	 
	15,000
	15,000
	 
	50,000

	Forest access improvement (RDC-LMOs)
	 
	3,760
	 
	3,760
	 
	7,520

	Pre-commercial  thinning programme (SRDP)
	 
	2,100
	2,100
	2,100
	2,100
	8,400

	Deer Fence renovation (SRDP)
	 
	7,250
	7,250
	7,250
	7,250
	29,000

	Restock (SRDP)
	 
	7,340
	8,135
	6,210
	5,055
	26,740

	Tree nursery grant (LEADER) & income
	 
	7,000
	 
	1,800
	3,600
	12,400

	Recreation & Conservation Grants
	 
	 
	 
	 
	 
	 

	Forest Lodge/Threshold (LEADER)
	 
	 
	30,000
	 
	16,000
	46,000

	Access/Trails (LEADER/SLAMB)
	 
	 
	20,000
	15,000
	15,000
	50,000

	Renovate/waymark old tracks (SRDP-RP)
	 
	 
	1,000
	1,000
	1,000
	3,000

	Chip/mulch tree Debris (SRDP-RP)
	 
	1,750
	1,750
	1,750
	1,750
	7,000

	Management archaeological site (RDC-LMOs)
	2,150
	 
	3,000
	 
	3,000
	8,150

	Conservation Projects (SRDP)
	 
	1,500
	1,500
	 
	 
	3,000

	Other Projects
	 
	 
	 
	 
	 
	 

	Grazings leases (including RDC-LMOs)
	230
	230
	495
	495
	495
	1,945

	Staff and Overheads
	 
	 
	 
	 
	 
	 

	Community Forester (LEADER)
	13,750
	 
	 
	 
	 
	 

	IT (RDC-LMOs)
	1,000
	 
	 
	 
	 
	1,000

	Training (RDC-LMOs)
	500
	 
	500
	 
	500
	1,500

	TOTAL 
	229,810
	225,758
	237,938
	242,198
	269,952
	1,205,656


Table 9:  Project Development Income Projection - Timber Extraction by Road
The following funding sources and assumptions were made in completing the projected Project Development Income table:  

7.4.1  Grant Funding
There are a range of grants available for land managers from national government and European funds. For the cashflow projections the following has been assumed: 

Scottish Rural Development Programme

SRDP funding will form a significant element of development cost funding and will include grants for woodland management and restructuring, environmental improvement, access and recreational provision. The grant rates for SRDP under Rural Priorities are up to a maximum of 90% of the costs. However, for the purposes of Business Plan, more conservative estimates have been made with the following grant intervention rates being assumed: 
· Forest plan preparation: Based upon a grant of £20 / ha for the first 200ha, and £3.50 / ha for the remaining 240ha.
· Machinery and equipment grant aid. Under Rural Priorities Axis 1 (Renewable Energy-Forestry & Primary Processing and Marketing options) up to 50% of costs of specialist equipment for handling, processing, quality assurance and supply chain equipment.
· Restocking grants based upon broadleaves at £385 per ha, and conifers at £313 per ha.
Rural Development Contracts (Land Managers Options) 
LMOs provide support for the provision of economic, social and environmental improvements and are based upon set allowances for identified operations. They are non-competitive.
· Restocking grants based upon broadleaves at £385 per ha, and conifers at £313 per ha.

· Information Technology (IT): 40% of costs up to a maximum of £1,000.
· Forest access improvements: For forest management and business development: 50% to 75% of costs.
· Management of archaeological site: 100% of costs.
· Grazing leases: £1.30 per ha per annum.
LEADER

LEADER is now part of the new SRDP and is aimed at promoting economic and community development within rural areas. It is a bottom-up method of delivering support for rural development aimed primarily at small and medium sized community driven projects that are pilot and innovative in nature. The main aims of the new fund are: 
· Revitalising Communities
· Progressive Rural Economies

LEADER Resources are targeted at those rural areas identified as most in need, based on basic qualifying criteria such as sparsity of population, but importantly addressing issues such as ageing population, rural depopulation and job losses.

For the project development expenditure, the following grant intervention rates are assumed:

· Forestry shed: 50 – 66% of costs

· Forest Lodge / Threshold: 75% of costs for initial construction in Year 3. 40% of costs for subsequent development in Year 5

· Access trails (bike compatible): 40% 

7.4.2
Sale of standing timber 

SCT will make a significant contribution towards project development costs, primarily through sale of standing timber via an appointed timber management company. It is expected that significant volumes of timber will be sold in the first 5 years of operation. The phased clearfell programme will initially focus on the largest, most mature timber stands behind forest threshold - mirroring the FCS proposals set out in their Forest Design Plan. 

Given that timber crop quantity and quality have been assessed in detail by SCT and that timber values have been supplied by an independent timber management company, it is presumed that projected income levels are reasonably accurate. Years 1-3 volumes are taken from the tariffing contract carried out in Winter 2009/2010, with Years 4 and 5 volumes extrapolated from FCS top height/yield class data survey information.


Table 10: Timber production and value forecast
Notes: 
1. The timber volumes detailed for each year are for sea extraction. Whilst the overall timber volumes for extraction by road are the same, specific amounts will vary from year to year.
2. Income from timber shown in the above table and in the cashflow forecasts in Tables 8 and 9 are net amounts after deduction by the timber management company of costs associated with harvesting the timber to be retained and processed by the community. 
7.4.3
 Woodfuel business

Sales projections for woodchip sale are based upon the following assumptions:

· Sales details have been supplied by SRL and are based on existing and projected increased sales of woodchip supplied to Sabhal Mor Ostaig.

· The supply of dried chip becomes possible from August 2011 onwards when windblown (air-dried) clearfelled timber becomes available followed shortly by chip quantities being stored and supplied from a purpose-built drying shed.

Ownership of Tormore will guarantee continuity of supply of dry chip meaning pro-active marketing of woodchip can begin. It is likely that demand for woodchip will increase – there are at least 3 approved, oncoming woodchip heating schemes in Skye & Lochalsh as well as the potential for other, current speculative developments. It is therefore assumed that quoted supply and sales figures are conservative for medium term outlook. 
7.4.4
Domestic firewood sales

Financial projections for firewood sales are based upon following assumptions:

· SRL will process, dry and deliver 100 tonnes of air-dried softwood in Year 1, based upon supply of an average of 2 tonnes per house to 50 houses @ £50/tonne excluding delivery. 

· Annual sales increase will be 20 tonnes, with annual price increase of 2%.

· Lease of firewood processor from local contractor (3 days @ 40T/day) & on-site labour for processing (6 man-days), miscellaneous handling & bagging (12 man-days). 

· Contract delivery in collaboration with CDLT is assumed to be 35 x 2 man-days based upon collecting / delivering 4 loads per day of 8 x 1 tonne bags, with average mileage of 100 miles/day. This equates to approx £25 per tonne delivery charge.

7.4.5
Other timber products

It is difficult to predict income streams and labour and other costs associated with local market development in timber products and timber-build products. (i.e. anticipated profit set against future employment / training costs). The 5-year felling programme anticipates retention of 1,500 tonnes of (mainly) larch to develop and supply this business. For the purposes of financial projections it is assumed that sales income will be matched by labour & leased machinery costs for first 5 years – there will therefore be no net cashflow impact.

7.4.6
Other income

Income from grazings leases

There is an existing grazing lease in the upper forest from which an annual rent of £100 is received. It is expected that this will continue in the short term. In addition, projections include an SRDP payment of £1.30 per ha per annum for 5-year grazings from Year 1. 

Green burials

Income of £5,000 per annum from green burials is projected but only from Year 6. 

7.4.7
Local fundraising (private sector)
Although not assumed and set out in the projected development income and the 5 Year cashflows, it is likely that SCT would be able to continue raising funds through its membership, supporters, donations, grants from charitable trusts etc. This type of funding is often “unrestricted” (i.e. not tied to any particular project) and would therefore be key to SCT meeting its ongoing core costs in owning and managing the forest (e.g. insurance payments, administration, etc).

7.5
Financial viability

The financial viability of the project is dependant upon both acquisition and project development costs being met through a mixture of grant funding and earned income. 

The key element to achieve this is the ability of SCT purchasing Tormore Forest at the DV’s valuation of £330,000 (with the timber element being valued at £110,000) and for SCT to be able to subsequently harvest the mature timber crop at its full commercial value (between £561,000 and £611,000). The income generated would allow SCT to repay bank loans required for the land acquisition, to service loan interest payments and to contribute towards project development costs. By commencing harvesting operations as soon as possible after taking ownership and harvesting approximately 10,000 tonnes per annum over a 5 year period, it is expected that full repayment of loan capital could be achieved by the end of Year 5. This assumes loan capital of a maximum of £244,000 would be required, the remainder of acquisition cost being met by grants and local fundraising.

In order for project development to be viable in the short to medium term, the expenditure proposed (improved access, recreation facilities, interpretation etc.) and ongoing forest management expenditure (replanting obligations, deer fencing, road construction etc.) will need to be met through funds from a range of sources including:

· development funding grants (from bodies such as LEADER, HIE, charitable trusts etc);

· land management grants (through SRDP);

· sale of standing timber; and

· development of existing income generating activities of SRL (including local processing of timber and its onward sale for woodchip, firewood and sawn timber)

The broad-based objectives of SCT and its proposed integrated approach to the future community ownership and management of the forest ties in extremely well with the objectives of grant-giving bodies, particularly SRDP and LEADER. Though it is likely that SCT will be able to attract grant funding at high rates of up 75 - 90% of eligible costs, the use of more conservative estimates in the cashflow projections (generally 40 -75%) is prudent.  

The projected income from trading activities are reasonable given SRL’s existing customer base for woodchip and the increase in demand being generated though the Clean Sleat carbon reduction initiative. Projected sales of firewood are modest and realistic given other firewood suppliers in the area and the delay in any increase in demand as households reassess their energy usage given likely ever-increasing costs of non-renewable fossil fuel.
Five-year cashflow forecasts for the project setting out the 2 scenarios of timber extraction by sea and extraction by road show that both options are financially viable. Timber extraction by road has lower costs and greater income and thus is more profitable than extraction by sea (the net cashflow difference between the extraction methods is approximately £30,000). Loan capital could be repaid within a 5 year period in both scenarios, though SCT might wish to spread loan repayments over a longer period. In both scenarios an additional bank loan of £25,000 as a contingency fund has been assumed.

The amount of grant aid that SCT is able to secure for land acquisition is vital towards the viability of the whole project. Even a modest increase in the level of acquisition funding grants over and above the £72,000 identified in the cashflow projections would have a significant beneficial effect upon the financial viability of the whole project. 
8.
Risk Analysis

Given the complexity of the proposed project and its various elements, there are a number of potential risks associated with this project. These are summarised in the below table:

	Risk Description
	Impact
	Probability
	Existing

controls
	Action

required
	Lead Responsibility

	Delay in acquisition till after March 2011.
	High

Under NFLS terms, forest would have to be revalued – likely to be at a much higher value.
	Low – Medium


	Already in NFLS process

Fundraising in place.


	Maintain timescale and schedule to hit target of acquisition by Dec 2010.
	SCT

	Acquisition funding not in place by March 2011.
	High

Would lead to the community not being able to purchase the forest and it being put up for sale on the open market.
	Medium

Loan finance may not be available. Local fundraising may not reach target

Timber management company may not wish to enter into binding agreement prior to purchase.
	Outline discussions with some funders.
SCT fundraising strategy in place.
	Ongoing community fundraising.

Formal approach to social lending banks as soon as possible

Use of Business Plan to facilitate fundraising.
	SCT

	Cashflow issues, particularly in the first year of project.
	High

Could lead to SCT or SRL going bankrupt.
	High

Large amounts of money involved in upfront infrastructure and employment costs but no early income stream.

SRDP grant paid in arrears

Income flow from sale of timber in arrears

Start date for harvesting timber may be delayed.
	Separation of operational risk from asset ownership though proposed use of SRL as the organisation to carry out trading and forest management.
	Establishment of contingency fund.

Raise loan finance to over and above acquisition loan to provide working capital.

Apply for grant funding to cover early employment costs.

Seek agreement with timber management company for them to absorb infrastructure costs and recoup their investment throughout timber harvesting period.


	SCT

	Unable to extract timber from forest by road due to haulage restrictions.
	Medium - High. 

SCT unable to manage forest or provide the range of public benefits.

Cashflow implications.
	Medium


	Discussions with Highland Council and FCS re road improvements.

Alternative sea extraction possible.
	Formal agreements with Highland Council. 
	SCT
Also FCS and the Highland Council.

	Unable to extract timber from forest by sea.
	Medium - High

Sale of standing timber is a vital element of income to repay the acquisition capital and for project development.
	High

Requires legal agreements with landowners, FCS and timber management company.
	Ongoing discussions with neighbouring landowners, Highland Council & timber management company.

Alternative road extraction route possible. 
	Formal written agreements in place with landowners 

Agreement in place with Council re haulage restrictions to allow extraction of timber along public road.
	

	Local opposition to road extraction.
	Medium

Detrimental impact to amenity – particularly in Ardvasar.

Loss of community support for project.
	Medium

Some opposition likely from those most affected.
	Ongoing discussions with Community Council.

Pursuing sea extraction option.


	Good communication and consultation with members, wider community and Community Council.
	SCT

	Delay to agreement of revised forest plan.
	Medium - High

Income from timber sales delayed for 6-9 months leading to cash-flow issues and increased bank finance charges. 
	Medium – High

Timescale is very tight.

FCS may see extent of harvesting along with change in ownership requiring statutory consultation. 
	Negotiations with FCS underway re amendment of existing Forest Design Plan.
	Agreement with FCS re Forest Plan amendment.

Information to Community Council and local community.


	SCT
Also FCS

	Reduced income received from predicted timber sales.
	Medium

A significant reduction in income from timber sales would adversely affect cashflow & ability to pay back borrowed capital.
	Low

Volume of timber resource is quantifiable. Values are relatively stable. Windblow risk can be assessed. 
	Tariffing operation completed giving accurate prediction of volume of timber in forest. Discussions with timber management companies underway re extraction methodology and timber values. 


	Finalise and agree contract with timber management company re extraction methodology, timber value etc.

Planned harvesting of areas of forest most at risk of windblow.
	SCT

	Development funding not in place.
	Medium 

May limit the range and extent of development activities undertaken.
	Medium
	SRDP funding projected at a maximum grant intervention of 75%.
	Early discussions held and SRDP Statement of Intent being drafted.
	SCT



	SRDP funding not awarded.
	High.

SRDP is one of the principal development funding mechanisms.
	Low

Whilst SRDP is competitive, the project satisfies almost all application requirements and is likely to receive support.
	 SCT ensuring project proposes to delivers a broad range of public benefits.
	Early discussions with Forestry Commission, etc. 
	

	Volunteer burnout.
	High

SCT and SRL unable to maintain operations as per programme, leading to loss of income from timber sales and grant.
	Medium

The project will require considerable volunteer input from the community, particularly in the first few years.
	Proposed employment of full-time member of staff, along with part-time IT / Admin support.
	Ensure the number of volunteers involved is sustained. 

Delegation of activities to a wider number of directors & members and their ongoing input actively encouraged. 
	SCT

Also SRL


9.
Conclusion

On examination of the various aspects of the community acquisition and management of Tormore Forest it is clear that SCT has constructed a coherent business case that the proposals are well thought through and financially viable.

SCT has a proven track record in asset ownership and management, as an employer and as a provider of essential local services. It has established an effective structure to implement a range of activities with 2 subsidiary companies allowing it to carry out its various trading activities. It has a highly capable board, which has successfully delegated the development of the purchase of Tormore to the Forestry Advisory Group which in itself has considerable expertise and experience in forestry and land management. The community would therefore appear to have the capacity and capability to develop and manage this project.

The key to the project’s success is the ability of the community to purchase the forest at the District Valuer’s valuation. When coupled with a resolution of the issues preventing the extraction of harvested timber, the community will be able to sell the mature timber to pay back the loan required to purchase the forest. However it is important to recognise that the greater the level of grant aid that SCT is able to raise for the acquisition, the more financially stable and secure the project will be and therefore the more SCT will be able to maximise the public benefits from its subsequent management of the forest.

Prior to the community taking ownership it is essential that legal agreements are put in place to ensure suitable access, an outline contract is agreed with a timber management company setting out terms and payment for harvesting, and the upgrade of the public road is completed. SCT has made considerable progress in resolving these outstanding issues.
Project development post-acquisition will focus initially on the harvesting of mature timber and the creation of the infrastructure required to manage the forest. However a range of local and wider public benefits are also proposed including the provision of footpaths and interpretation, creation of employment opportunities, environmental improvements such as the planting of significant areas of broadleaved trees, and contributing towards the reduction of the area’s carbon footprint through the Clean Sleat Programme. Taken together the proposals represent an integrated and holistic approach to forest management fulfilling local sustainability principles.
 The community ownership and management of Tormore Forest is an inherently profitable and sustainable project and would be able to provide a range of economic, social and environmental benefits to the local community and the wider public. Accordingly it is likely that SCT will be able to attract grant funding for both the acquisition and subsequent management of the forest. However, the project also has the potential to generate sufficient additional revenue to significantly contribute towards maintaining the range of other essential services provided by SCT (the shop, filling station, post office). As such the community purchase of Tormore Forest would play a crucial role in the sustainable development of Sleat.

 �
Species�
 �
�
Planting Year�
Hybrid Larch�
Japanese Larch�
Lodge-pole 


Pine�
Mixed broad-


leaves�
Noble Fir�
Scots Pine�
Sitka Spruce�
Unplanted�
Totals�
�
1850*�
�
�
�
1.11�
�
�
�
�
1.11�
�
1969�
2.13�
�
0.98�
�
0.17�
�
27.36�
�
30.63�
�
1970�
2.33�
0.83�
0.31�
�
�
�
34.29�
�
37.76�
�
1971�
�
3.03�
61.44�
�
�
�
44.58�
�
109.05�
�
1972�
�
4.39�
13.92�
�
�
�
13.69�
�
32.00�
�
1973�
�
1.64�
21.42�
�
�
�
26.44�
�
49.50�
�
1977�
�
�
3.31�
�
�
�
�
�
3.30�
�
1985�
�
�
�
�
�
�
11.84�
�
11.84�
�
1986�
�
�
�
�
�
�
5.94�
�
5.94�
�
1987�
�
�
2.14�
1.85�
�
4.06�
10.49�
�
18.53�
�
1988�
�
�
1.96�
�
�
26.02�
12.35�
�
40.33�
�
Unplanted�
�
�
�
�
�
�
�
59.40�
59.40�
�
Totals�
4.46�
9.90�
105.47�
2.96�
0.17�
30.07�
186.98�
59.40�
399.39�
�
 





Year�
% of Woodland Area to be Felled�
�
2006 – 2010�
13%�
�
2011 – 2015�
20%�
�
2015 – 2020�
21%�
�
2021 – 2025�
18%�
�
Post 2026�
28%�
�
 





Timber Production�
Logs


(tonnes)�
Pulp


(tonnes) �
Processing of community timber 


(tonnes)�
Income 


(extraction by sea)


£�
Income


(extraction by road)


£�
�
Year 1�
11,000�
1,000�
1,800�
137,720�
149,590�
�
Year 2�
9,000�
1,000�
2,000�
110,560�
120,712�
�
Year 3�
7,750�
520�
1,900�
86,351�
94,432�
�
Year 4�
8,800�
700�
1,550�
101,016�
110,359�
�
Year 5�
9,700�
700�
1,250�
125,799�
135,988�
�
TOTALS�
46,250�
3,920�
8,500�
£561,446�
£611,081�
�
 











