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TOBERMORY HARBOUR ASSOCIATION AND AUTHORITY

The Tobermory Harbour Association is a ‘not-for-profit’ company ‘limited by guarantee’. The THA was first formed as a
Committee in 1983 to manage the moorings and a harbour fairway for the benefit of all. Over 40 years the THA has expanded
by acquiring new assets, designing and building new infrastructure, and growing the Company to benefit the wider community.
The THA now manages Tobermory Bay and has Authority over the Bay.

https://tobermoryharbour.co.uk/history/

COMPANY OBJECTIVE
To promote, maintain, manage, improve and develop the Harbour and its environs for the benefit of, the company, all the
Harbour’s Stakeholders, the community of North Mull. Link to Articles

TOBERMORY HARBOUR ASSOCIATION (THA)
The THA is governed by its Articles of Association and is responsible to the local Membership. Link to Articles

TOBERMORY HARBOUR AUTHORITY (THA)
The THA is regulated by a Harbour Empowerment Order, an HEO. The HEO was granted to Tobermory Harbour Association
by Scottish Ministers in 2017. Link to HEO

10 YEAR BUSINESS DEVELOPMENT PLAN

The previous THA Business Plan ran from 2014 to 2019. The THA now requires a 10-year Business Plan to cover the years
2023 - 2033. Note - for the diary, April 2033 will be the 50th anniversary of the THA! 10 Year Plan sections-

OUR STRATEGIC POSITION
CORPORATE GOVERNANCE

OUR BUSINESS MODEL

STAFF

MARINE AND HARBOUR

FACILITIES ASHORE

THA AND THE LOCAL COMMUNITY
CLIMATE MITIGATION AND ECOLOGY
PARTNERSHIPS
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OUR STRATEGIC POSITION

For hundreds of years Tobermory was a port of refuge for west coast shipping.
Tobermory was a ferry port, a fishing port and in summer a destination port for
the marine leisure industry.

Over the past 40 years there has been change! The regular ferry links to Coll,
Tiree and the Outer Isles have been terminated. Conversely, the ferry route
to Kilchoan has expanded from passenger only, to a year round vehicle and
passenger ferry service. A new ferry is now on order to expand capacity and
improve climate resilience by reducing carbon dioxide emissions.

Over the past 10 years the local fishing fleet has declined and the aquaculture
industry has expanded. Sea angling has declined and trips and tours to see
marine wildlife have expanded.

The leisure industry has continued to expand in line with the facilities provided
by THA. The trend for large cruise liners with visitor saturation in the town has
been reversed by a local preference for smaller expedition ships.

Vehicle numbers around the harbour have increased and vehicle sizes have
now outgrown a town built for ships with transport ashore by horse and cart.

Climate change means that the weather and tidal conditions in the bay are also
changing, with more easterly winds and higher tide levels.

Since 1998 the THA have made decisions under a banner of providing ‘Facilities
for All’. These actions have added infrastructure, added facilities and assets,
added an HEO and added land, to benefit all users of Tobermory Bay and the
wider community. In parallel the Board has delivered a dynamic and growing
community company to manage the facilities in and around the Harbour.



From 2018 the THA made a strategic decision to create a Hub Port. A Port with facilities where boats wait for weather
windows to go to work or sail further. Facilities to deliver benefit and gain to the Mull community and to other island and
mainland destinations. This remains our strategic policy, now to be mitigated by climate change.

ACTIONS

Facilities to benefit local and adjacent communities

Facilities to benefit the local leisure sector and our local marine industry

Facilities to attract visitors afloat to enjoy the wider North Mull experience

Facilities to provide safe passenger management

Facilities to benefit inshore commercial ships and the local aquaculture and fishing fleet
Facilities to enhance our built environment and landscape, to deliver a better ‘place’
Facilities to educate the public about our marine life via Mull Aquarium

Facilities to promote the enjoyment and safe use of our Harbour

Facilities to allow visitors to wait for weather windows to sail further

Facilities to mitigate climate change and reduce the THA carbon footprint

Facilities and partnerships to protect the water quality in the Bay and to protect biodiversity
Facilities to manage the Bay safely under the Powers and Regulations of the Harbour
Facilities to generate income and profits to grow the company and benefit our community

CORPORATE GOVERNANCE
THE BOARD
Originally the company had a large, ‘hands on’ Board of volunteer stakeholder directors who met once a month, every
month. From 2006, the Company reduced Board numbers to 12. The Board now comprises nine Member Directors with
different skill sets, all elected at the AGM, plus an optional three Executive Directors.

Since 2018 the Directors have devolved the day to day management of the company to the Staff. The Directors now set
the policy, agree new projects and support the staff in the delivery of projects and in the management of the company.
Executive Directors, including the Chair, have occasionally been remunerated when they have devoted considerable time to
THA projects. Director attendance at regular Board meetings has declined, due in part to the delegation of decision-making
to the Executive Directors and Staff.



ACTIONS

Management of the Company should be as important as the delivery of new projects

The Company should have a designated Chief Executive Officer (CEO) or General Manager (GM)
The Board should meet bi-monthly instead of monthly

A calendar of specific Board Meeting dates to be published by the Secretary

Executive Directors to be designated by the Board

Executives should work regularly with the CEO or GM

[ THA BOARD ]

Chair Vice Chair Finance
director
v

[ THA EXECUTIVE ]

EXECUTIVE DIRECTOR EXECUTIVE DIRECTOR
Design: ated DLITS\DE EXECUTIVE DIRECTOR CHAIR PERSON FINANCE DIRECTOR
Person EXFERTISE General Manager

Harbour Manager: Finance Officer: Aquarium Manager:

N

Deputy Harbour N v
Manager: Facilities Officer: Aquarium Supervisor:

Project Officer

Bank staff:




THA BUSINESS MODEL
FACILITIES FOR ALL
The past business model delivered ‘Facilities for All’ with the emphasis on Projects and Project delivery.

PROFITS FOR PURPOSE
The present business model delivers ‘Profits for Purpose’. The THA Board uses capital, loans and grant funding, and donations
to deliver infrastructure, facilities and new business opportunities for the THA.

These business models have seen the THA’s turnover increase from zero in 1998 to over £740k in 2023. The company is
projected to approach £1million in 2024, and is on a firm financial footing having successfully weathered the challenging
years of the covid pandemic. The emphasis on attracting visitors to benefit the wider community has seen the ‘spend’ in the
wider community increase from £2.6m in 2016, confirmed by EKKOS, to a projection spend of over £3m in 2024.

ACTIONS

The THA should continue to measure actions and consequences in relation to the company and to the community
The THA should continue to operate profitably and reinvest for community gain

The THA should source complementary income streams to grow annual revenues

The THA should be multi-skilled to provide cover across departments and staff

The THA should ensure staff are to be highly trained and fully competent to carry out their duties

The THA must strengthen financial controls and departmental accountability

The THA will offer apprenticeship, training and work experience opportunities to young people

THA to develop links to the Tobermory High School, the University of the Highlands and SAMS

The THA should continue to attract visitors to benefit the wider community and monitor for Saturation Tourism
The THA should keep the community fully informed via all relevant social media platforms



STAFF
HISTORY

In 1998 the THA employed one part time person on commission to collect fees from visitors using the THA Moorings. In 2023
the company employed 10 full time members of staff and 2 seasonal members to manage - Marine and Harbour, Facilities
and Assets, the Aquarium, new Projects and Finance.

The THA believe our people are our most valuable asset. We have committed to a fair work agenda for our staff that offers
effective engagement, opportunity, security, fulfilment and respect for employees.

STAFF PROBLEMS
All the THA staff are located in a building originally designed for a team of 3. To accommodate the rise in staff numbers the
Board Room has been re-purposed to accommodate many of the staff.

THA staff have new and growing families. The THA have an excellent ‘Gender Balance’. To retain our staff we will require
access to childcare facilities.

Tobermory is a successful and desirable tourist destination, in part due to the success of the THA. The downside of this
success is limited local housing for sale or for rent, plus an inflated resale or rental value.

Argyll & Bute Council have ‘intimated’ the idea of charging fees for car parking in Ledaig. The majority of the THA’s staff need
to drive to work and consequently they park in Ledaig.

ACTION

The THA should review the pension policies and company benefits
The THA should create more office and staff-room space

The THA should work with others to deliver local childcare facilities
The THA should create staff parking spaces if the Council charges
The THA should build staff accommodation

The THA should work with others to build affordable housing

The THA should strengthen Human Resources (HR)

The THA Staff target is 15 Staff members by 2025 to 2026

The THA to assess effectiveness against the fair work agenda annually



HARBOUR

The Tobermory Harbour Authority extends from Ledaig all along the harbour sea wall and quays, around the CMAL Mishnish
property, out to Port na Coite before turning south-east across the entrance to the bay to Calve Island. From the west coast
of Calve the boundary crosses the Doirlinn and along the coast at Aros Waterfront and back to Ledaig. Tobermory is a busy
port with thousands of boat movements every year within Tobermory Bay.
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ACTIVITY ZONES WITHIN TOBERMORY BAY
New activities, including paddle boarding, wild swimming, have become established in the bay. There is risk when these
activities take place in and across the inner harbour moorings and fairways.

ACTION
e The Marine Team to designate safe areas, for wild swimming, paddle boarding and dinghy sailing
e The Marine team should implement live and table top Health and Safety (H&S) exercises

MOORINGS, FAIRWAYS AND ANCHORING AREAS
The layout of the Harbour was agreed with all Stakeholders in 1998. Over 25 years the number of moorings has expanded,
new fairways have been added and the Mooring Grid has lost shape.

ACTION
¢ The Marine team should correct and re-align the Mooring Grid
¢ The Fairways and marker buoys should be agreed with stakeholders, corrected and realigned

PONTOONS

The pontoon berths provide a large proportion of the THA’s revenue. The THA has recently installed large breakwater pontoons
to the north and east of the visitor pontoons to protect the pontoon harbour. Unfortunately there is still a large gap open
to disruptive waves. The breakwater pontoons also provide ‘safe’ overnight berthing for inshore commercial ships all year
round. The inner pontoons are now ageing.

ACTION

e Breakwater Pontoons sections should be added to provide all round protection to the inner pontoons
¢ Marine traffic should be monitored to establish future berthing requirements

e A program of winter maintenance and parts replacement should be actioned

MISHNISH PIER AND SLIPWAY

CMAL have announced that a new hybrid ferry is on order for the route between Tobermory and Kilchoan. This ferry will
require an improved berth plus new charging infrastructure. CMAL have indicated that improving the infrastructure at the
Mishnish Pier and Slipway is the preferred option. A long term option of relocating to Aros may be considered if traffic along



the Main Street becomes a major problem.
For further information see THA report - FERRY LOCATION OPTIONS TOBERMORY HARBOUR

The RNLI have also intimated that the lifeboat has problems at her berth in severe easterly gales.

ACTION

e The THA will work in partnership with CMAL and CALMAC to ensure that this project is delivered on time

e The THA will work with Forestry Land Scotland and Argyll and Bute (A & B) to scope out options for a deep water berth
¢ The Marine Team will work with RNLI on solutions to resolve berthing problems

AROS WATERFRONT

The THA have purchased land and ‘derelict’ property at Aros Waterfront from Forestry land Scotland (FLS). The THA have a
project to develop the old Boathouse. The THA also have a project to develop the Historic Pier, Quay and slipway There are
multiple opportunities to develop the old stone sawmill and to develop the land.

THE AROS PIER

Aros Pier, quay and slipway at Aros Waterfront were restored in 2023. To reduce vehicle traffic to and from Aros Park, the THA
proposes to establish a water taxi to and from Aros Waterfront.

ACTION

Deliver the project to install a Landing Stage plus rise and fall bridge at the Pier

Deliver the project to develop the Boathouse Project

THA to work with FLS and other partners to develop future projects

THA to work with FLS and with Community Land Scotland to purchase and develop the land at Clach Maraig

LEDAIG CAR PARK
Builtin 1995 to a design and layout promoted by the THA, this area accommodates over 100 vehicles and adjacent businesses.

The THA holds the title to the Ledaig Car Park solum. During storms and exceptional high tides, the car park floods and water
backs up through the drains.



ACTION
e The Company to work with A & B and adjacent property owners to solve the flood risks
e The company to work with A & B on the management and landscaping of the Car Park

LEDAIG BOAT PARK, THE LANDING

The THA holds the title to the solum and to the surface. A & B owns the rocks in-between! The north end of the Landing is
vulnerable to flooding. The area east of the Coastguard has fenced storage compounds which are unsightly and in need of
change. The Boat Park area is used infrequently.

ACTION

¢ The THA should resolve the ownership of the rocks in-between the Solum and the surface of the Boat Park
e The THA should work with A & B on a solution to the flood risk

e The THA should relocate the boats and re-purpose the Boat Park area for an Aquarium Extension

THE HARBOUR BUILDING

The Harbour Building, Taigh Solais, was built to house public toilets, a small laundry, a visitor centre, now an Aquarium, plus
accommodation for the Tobermory Coast Guard. The Aquarium is located in a space which was not designed to house a salt
water pipes and fish tanks. All facilities inside the building are subject to high footfall and use.

ACTION

The THA should create more office and staff-room space for THA staff

The Aquarium tanks should be relocated to a purpose built ‘wet’ building in the Boat Park

The Aquarium retail space should now expand to include, pay point, visitor information and bookings and marine retail
The THA should expand winter maintenance and asset replacement

The THA should explore ways of expanding and diversifying the facilities in and around the Harbour Building

SLIPWAYS.

CMAL maintains a very successful slipway for the ferry to Kilchoan. The THA have recently restored a small historic slipway at
Aros. The THA have a restricted slipway at Ledaig which is not straight and makes launching small boats difficult. A historic
beach access next to the Tobermory River requires improvement. There is a demand for a slipway and storage area for
storing and servicing local and visiting boats.



ACTION
e The THA should resolve the historic slipway, beach access and winter boat storage problems

BEACHES AND QUAYS

There are historic cast-iron steps from the north quay to the foreshore. These structures are now dangerous. The south beach
adjacent to the Tobermory River requires landscaping and old boats removed. There is a plan to install an otter sculpture
adjacent to the river.

ACTION

The THA should work with the historic owners to remove the steps

The THA should purchase the south beach access from FLS

The THA should work with others to facilitate the landscaping and otter sculpture on south beach
The THA should create an area for cleaning boats and winter storage

CLIMATE CHANGE MITIGATION AND ECOLOGY

HARBOUR

Tobermory Bay is home to a wide range of plants, fish, birds and mammals. The seabed ranges from shallow inshore sand
and gravel to deep water habitat for skates, rays and mid water for herring and mackerel. The piers and pontoons also provide
shelter for a wide range of species. The success of the local sewerage system, completed in 2007, has totally improved the
water quality in Tobermory Bay.

ACTION

The THA should monitor the effects that new harbour infrastructure has on the marine ecology of the Bay

The THA should monitor the Bay for non-native and invasive species

The THA should work with the owners of Calve Island to protect the ecology along the Calve Island coastal zone
The THA should work with others to limit discharges and spills into the bay

The THA should install a sewage ‘pump out’ station on the pontoons at Ledaig



SEA LEVEL RISES

The piers and quays at Tobermory were built from 1788 to 1864. The tidal range at that time was fixed at 14ft. The maximum
tide is now 5.2 meters or 17ft - an increase of a foot and a half at high tide. Tobermory is and was vulnerable to flooding when
storm surges combine with very high tides.

ACTION
e The THA should monitor the tides and work with SEPA and A & B on defences

AIR POLLUTION
Shipping emissions and air pollution from shipping have a large effect on climate change.

ACTION
e The THA should encourage changes to new power sources and be ready to supply new fuels and, or, power

LOCAL POWER GENERATION
The THA have already tried to establish local hydro power to supply the harbour infrastructure and adjacent businesses.

ACTION
e The THA should work with others to establish a local hydro station to supply the company
e The THA should work with others to establish Island wide renewable and / or tidal power

PARTNERSHIPS

The THA have worked with multiple project partners, from the Scottish Government to funders, stakeholders, emergency
services, local businesses and others, to deliver projects and facilities.

ACTION

The THA should continue to work in partnership with others to grow our community Hub Port

The THA should work in partnership with others to mitigate the negative effects of climate change

The THA should continue to deliver projects on time and on budget to reassure partners and funders

The THA should provide a bridge to both governments to ensure that the local community voices are heard



THA Board of Directors with input from Anne Fraser, John MacDonald and Brian Swinbanks
10 Novemeber 2023

Please Contact
Brian Swinbanks
Chair

Tobermory Harbour Association
kft@btconnect.com

Anne Fraser

General Manager

Tobermory Habour Association
anne.fraser@tobermoryharbour.co.uk

TOBERMORY
HARBOUR

A STATUTORY HARBOUR AUTHORITY




