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A STATUTORY HARBOUR AUTHORITY

Annual General Meeting

In-Person Meeting Thursday 7" November 2024 at 7.00pm Aros Hall

Minutes by Laura MacLean

The Chair
John H. MacDonald welcomed everyone to the 2024 AGM.

He extended thanks to Brian Swinbanks for all the years’ service he has put in for the THA and confirmed that Brian is still with us
as a Special Advisor for projects.

To keep pace with the growth and structure of the business, we have delegated so much more to Anne and her team. The Board
is still very active in guiding the THA and meeting the needs of the community and the reason we exist is to benefit the
community.

Rob has done a fantastic job as Harbour Manager (working towards being Harbour Master).

He mentioned the purchase of Seafare and the move of all the stock from it’s position on the Main Street to the harbour building,
Taigh Solais.

Aros Waterfront is coming along well — we’ve finished the work on the pier and pontoon and the boathouse is nearing
completion. We are progressing well with the Aquarium —thanks to Brian and Grace.

There have been ongoing challenges with flooding on the Main Street and we are working with Argyll & Bute Council to improve
procedures for installing flood barriers at times of spring tides combined with storm surges.

Financial position continues to improve post-pandemic and remains healthy.

We say goodbye to Allan MacLean and John A. MacDonald and thank them for their very long service to the board. Also Jonathon
Marks, Sam Lloyd and Margo Wilkie, who all stepped down earlier this year.

The Meeting

Present: Member Directors Board 2023/24 x 4, Full members x 11, Associate Members x 0, Non-Members x 2 and Staff x 5
15 members exceeds quorum which is 10.

Apologies
Member Directors: Edd Hewett, John A MacDonald

Members: Mary MacGregor, Barbara Weir, Neil MacGilp, Brian Swinbanks, Steve Davies, Helen MacDonald, Chris Cotton, Mike
Wagemakers, Sarah Padley

Minutes of the 2023 AGM
e Any matters arising are dealt with in the 2024 Annual Report
e  Minutes of the AGM 2023 adopted as true record
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e Proposed: Richard West Seconded: Allan MacLean
There being a quorum present, the minutes were approved.
John would like to ask the members to approve the statutory financial accounts to 31 March 2024 which are on the website and
per the email sent to members. Any questions on the accounts? (No) Any objections to adoption of the accounts? (No)

e  Proposed: Richard West Seconded: Jim Traynor

There being a quorum present, the accounts were adopted by the membership.

Allan MacLean and John A. MacDonald had served a 9 year term and so must step down for at least one year.
Edd Hewett and Lee Gallagher had served a 3 year term and stood for re-election.
Three member directors resigned during the term and so their positions needed to be filled.

Candidate Bios (which were sent out prior to the AGM) were handed to each person as they entered along with ballot papers
where each member present could choose who to vote for. The results were announced at the end of the meeting.
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Finance Report: Laura MacLean

For the full, detailed, Finance report, please see the 2024 Annual Report

Finance snapshot reviewed at meeting:

Finance Update - Laura MacLean

A STATUTORY HARBOUR AUTHORITY

* Financial Overview
> Detailed finance reports and year end accounts available at:
www.tobermoryharbour.co.uk/governance

* Finance Snapshot for Previous Years:

March 2024 March 2023 March 2022 March 2021
Trading Turnover £489,378 £398,029 £269,177 £122,938
(Before grant funding)
Total Assets £1,899,387 £1,535,683 £1,660,941 £1,752,373
(Less current liabilities)
Surplus/Deflicit £22,806 £3,013 £35,884 £21,749

* Approval of Statutory Accounts

5 7* November 2024 Tobermory Harbour - AGM

Laura wanted reported on our financial position at the end of September this year - compared to the same time last year. This
was detailed as:

e Pontoon, Marine and Harbour income up 14.42%
e Taigh Solais up 20%
e Fuel down 4%

We had a reduction in the number of motor cruiser visits this year, which attributed to the poor weather and increased cost of
fuel. This also affected our fuel turnover.

Overall, turnover is up 10% in the year to 31 March 2024 compared to the year ending 31 March 2023 which is very promising
and reflects our continued success in emerging from the Covid pandemic.

We made a small surplus in the year to 31 March 2024, which we will be putting back into projects, and we are hopeful that we
will see another surplus in the year to 31 March 2025. It is important to note that as a Community-owned company our objective
is not to maximise the surplus; indeed our objective is to re-invest as much as possible in order to improve and maintain Harbour
Facilities, and indeed minimise any Corporation Tax obligations.
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Harbour Report: Rob Macdonald

For the full, detailed, harbour report, please see the 2024 Annual Report

Harbour snapshot reviewed at meeting:

Harbour Report - Rob Macdonald
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2024 Boat Numbers and Cruise Ships

Cruise Ships 40
Commercial Vessels (Sept 2023 — 2024) 6430 (6256) Moorings and Pontoons

Pontoon (Jan — Oct 2024) 5280 (6958)
Moorings (Jan — Oct 2024) 2784 (2034)
A c1 5 14494 (15248)

*Currently have 38 cruise ships booked in for 2025.

2024 Safety Report

Dangerous Occurrences

Undesired Circumstance
Other Near Miss

Rob reported that visitor numbers are down, but this was in large part due to the price of fuel, which increased last year but has
now reduced and stabilised at a lower figure. Overall, the number of commercial vessels and mooring visitors increased, while
pontoon visitors decreased, so that overall, our visitor numbers decreased very slightly. However, our ability to increase prices in
line with inflation meant that we maintained income at a sustainable level. We did see fewer motor cruiser visitors but that is
almost certainly due to the price of fuel.

Rob does still believe that is has been a successful year.

Rob once again, thanked his staff for their effort this past year.

The Port Marine Safety Code (PMSC), is currently under review and everyone is going to have to comply. It’s going to be
interesting to see the Guide to Good Practice when it is released, and what we will take away from this. The requirements have
been postponed until March — every three years we must confirm our compliance which we aim to be able to do when the new

Code is published.

Tobermory Harbour confirms its compliance with the current code.
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If anyone is every aware of any accidents, incidents or the like, within the Harbour please ensure that we are aware — we will
then be able to do proper risk assessments relating to these.

We must publish a safety plan every three years and so we will be publishing our updated plan in January/February 2025.

Harbour Report

A STATUTORY HARBOUR AUTHORITY

Local Moorings

Our Reasons for suggesting change.

* Health and Safety

* Insurance

» Difficulty in sourcing divers

* Less Hassle for mooring holders

«  Vote

25 November 2022 Tobermory Harbour - AGM

Local moorings — we currently lease out mooring blocks to locals. It is their responsibility to look after the block to the surface
(they need to get it serviced and keep it maintained).

We are looking to take over the entire mooring. The main reason is health and safety — we as a harbour authority need to keep
an accurate record of the maintenance checks and dives that are done on the moorings. At present, we quite often don’t get
these back from the mooring holders.

It’s extremely difficult to get divers now — they have to go as a 5-man team. By taking on the moorings, there would be more
versatility on our part —i.e. we would be able to move people from one to another, knowing that they would be safe. Also note

that North West Marine are no longer servicing local moorings.

We are in talks with a new provider and if we can negotiate an agreement that covers every mooring, there would be less hassle
for the mooring holders and ultimately lower costs overall.

Paul McAdam asked if we would take back the moorings as they are. Rob has said that we will have inspections and ensure that
everything is kept fair and we are considerate with this.

Does anyone have any objections to this? (No) Motion passed



TOBERMORY
HARBOUR

A STATUTORY HARBOUR AUTHORITY

Seafare Report: Annette Stirling

For the full, detailed, Seafare & Facilities report, please see the 2024 Annual Report

SEAFARE TURNOVER BY REPORTING CATEGORY YTD S E AF A R E

Chandlery
23%

Clothing
47%

Aquarium Watersports

3% Sea Safety Books/Charts %
3% 6%

- Y
T i e e |

Clothing is making up a large percentage of our turnover. A lot of the items that we stock are from suppliers that dealt with
Seafare prior to the THA taking it over.

We are open to suggestions and if you are looking for something and don’t think we have it, please just ask because we will be
able to get most things.

Annette also pointed out to those present that we are having an end of season sale so come and grab your bargains!
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Mull Aquarium Report: Grace Lambert

Aquarium Update - Grace Lambert

MULL AQUARIUM

The new Mull Aquarium will:

e * Be an inclusive space, accessible for all.

« Continue to showcase the amazing sea life
found in the waters around Mull

* Highlight the diverse and special habitats in

and around Tobermory Bay

* Provide more interactive and educational
exhibits for all ages

Any Questions...

Vision for 2025

Grace started by extending a big thank you to Brian Swinbanks and Anne for all the work they have been doing to get this project
going.

We are very behind on our initial deadline however this is down to SEPA and objections which have all been lifted and now we
must wait for the planning decision.

Grace would like the new aquarium to be a journey around Tobermory Bay, keeping the focus on what we have here for catch
and release.

She is hoping to incorporate more interactive and accessible areas to the new space. She wants to create more places in the
aquarium that hold people there — with having young children she understands it’s difficult to keep a toddler’s attention and they

tend to zoom round spaces and you don’t feel like you get value for money — she wants people to have the opposite experience.

If you have any questions/ideas please let Grace know.



TOBERMORY
HARBOUR

A STATUTORY HARBOUR AUTHORITY

CEO Report: Anne Fraser

For the full, detailed, Projects & General Business report, please see the 2024 Annual Report

Financial position

It’s important to recognise the growth in recent years due to the projects and give you a chance to see projections after Aros and
the aquarium rebuild are completed.

In 2018, prior to the installation of the North Arm, turnover was around £335k; and we are now forecasting an estimated
turnover in excess of £1m to the year ending March 2027.

It’s important to note that since taking on Fuel and Seafare, we have moved from a mostly “service” business, to a “goods and
service” business.

So, in this 9-year period, our turnover is forecast to triple which looks very impressive. However, the actual gross surplus figures

here are more important (this is the money we make less, cost of goods). This figure tells us how much money we will have to
spend on operating costs. So, whilst not as impressive as triple, we are still forecast to double this number during the period.

Business & Project Update - Anne Fraser

Financial position and future growth potential

A STATUTORY HARBOUR AUTHORITY

financial positon

2 s —
2 | —

242 h

B | s

Projected

Actual figures

~£200,000 £ £200,000 £400,000 £600,000 £800,000 £1,000,000 £1,200,000
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Note the overall surplus before tax (which is profit to a commercial business) is very low as we aim to continually reinvest income
into growing and maintaining our assets.

Another indicator of success is how our staffing needs have changed and are likely to change in the coming years. You can see
from the slide that the numbers obviously dipped during covid and again this year as we didn’t have the aquarium in operation.
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However you can see the growth of permanent roles versus seasonal roles, which reflects our aim to create more permanent
positions.

Business & Project Update - Anne Fraser

A STATUTORY HARBOUR AUTHORITY Staffing and future growth potential

Staffing Numbers

18/19 19/20 20/21 21/22 22/23 23/24 *24/25 25/26 26/27

mm No. perm employees — mmmm No. seasonal/temp — ==@==FTE

Our FTE position has also changed, which is the number of full-time equivalent roles. This has grown too, for example, you can’t

compare 15 employees in 2019 to the estimated 16 in 2026 as there were more people working part time and on seasonal
contracts.

Please feel free to contact Anne if you have any questions.
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Aros Waterfront

Business & Project Update - Anne Fraser

»

A STATUTORY HARBOUR AUTHORITY

Aros Waterfront Development

New pontoon and bridge in
place

12 7 Novembers024

We have had many delays but are on the brink of completion.

As you can see from the slides, the new bridge and pontoon were installed earlier this year. Unfortunately, it isn’t in operation
yet, as the site remains closed whilst construction work takes place. We hope to open access once the scaffolding comes down.

The new pontoon will be available to use next season. We envision it as a landing platform, short stay only, with no overnight
berthing.

Charges will be agreed in the new year and available on our website along with other charges. We also hope to encourage a
water taxi once the shore side facilities are up and running. If anyone is interested in running a water taxi to the site, please get in
touch.
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The Boathouse Project

Business & Project Update - Anne Fraser Business & Project Update - Anne Fraser

S
Aros Waterfront Development

Boathouse close to
Boathouse close to~ 7 completion...
completion... e 7 A
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The boathouse should be completed by the end of December 2024.

Our biggest issue is with the work on the storage compounded area, which is on hold. The Council’s Health department are

dragging their heels on signing off on our contamination report, further sampling is required, but it takes weeks to get one
answer from them. This also affects the utility connections to the building.

We are working as hard as we can to push this, but the completion date very much depends on Environmental Health signing off
their report, after which we can get electricity and water connected to the site.

Here is a drawing of the internal layout, just as a reminder of what we are trying to achieve with this Outdoor activity hub.

Business & Project Update - Anne Fraser

Aros Waterfront Development

ey

On the right is an entrance to a “Wet Zone”. There are two enclosed shower and toilet units — one of which is suitable as an
accessible or a family changing room.
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There is an open changing area for quick changes (most swimmers etc come ready and just need somewhere to take off their
outwear). There will also be lockers in this area, so you can secure your valuables whilst you take a dip, head out on a kayak or go
for a run/cycle around the park.

The middle section is a training/meeting room, with exposed original stone. This space can be rented out for small events,
training sessions or on a regular basis (yoga perhaps). It can be closed off from the other spaces or opened completely up during
an event to create overspill for the café area.

The main door will be reached by raised walkway. This is the “dry zone”. As you enter there will be 2 public toilets (one of which
will be accessible/baby changing). Again, these are designed to be separate if required from the other spaces, so we can have
toilets opened to the public even if the rest of the building is not in operation.

The public toilets will probably operate the same as the ones in the Harbour Building, 7 days a week from 9am to 5pm, but we
will need to see how this goes — we can perhaps open later however we do not want to encourage overnight camping in the park,
so we may consider giving limited access only to groups regularly using the site. This has all still to be worked out.

There will be a noticeboard with information and adverts for those operating from the site.

The space on the left is a small café area. It is designed to be more of a takeaway spot. There is room for a few indoor seats and a
large covered deck with seating to take in the view of the pier and across the bay towards the harbour front.

We also plan to put benches along the back of the new walkway. We will be seeking sponsorship for these benches.
Once we can complete work on the storage compound, we will be fencing this off and adding CCTV cameras to protect the site.

We don’t have funding as yet to add storage containers or sheds, so this will depend on getting tenants in and finding out their
requirements etc. We do plan to add storage under the deck for kayaks/paddleboards.
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Business & Project Update - Anne Fraser

A STATUTORY HARBOUR AUTHORITY

Aros Waterfront Development - What’s next?

*  Finish the boathouse works

*  Finish the compound area and install utilities

* Request expressions of interest from potential tenants, operator’s & community
groups.

*  Working with FLS on improving the shore path

*  Working with council to upgrade the pathway to Aros from Struan Crescent,
potentially as an active travel route.

* Develop around the property to enhance the outdoor activity theme.

16 7' November 2024 Tobermory Harbour - AGM

It’s important to note that this project is not going to be fully completed for some time. It’s going to be continuously evolving and
growing. Grant funding is tight and it’s getting even harder to attract. So, the sooner we can get income streams coming in from
this development, the greater it will be in the long term.

Anne expressed thanks to our funders.
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Potential Future Developments for Discussion

We would really like input from the members on the topics detailed on the slides and whether or not to start feasibility work. We
will of course come back to you before we make any final decisions, but at the moment we need your approval to start working
on developing the ideas into more robust plans.

S,
. -ﬂs Future developments
B
S4R500%
A STATUTORY HARBOUR AUTHORITY

Potential future developments for discussion

*
0‘0

Purchase or lease of field at Aros
CMAL HRO Proposal

Purchase of small slipway and foreshore on Tobermory main street
Purchase of Ledaig car park

X3

%

X3

*

*
0‘0
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The purchase or the lease of the field at Aros

Clach Maraig, just behind Mill Cottage. It is currently owned by Forestry and Land Scotland (FLS) and we have approached them
to see if firstly it is available and secondly if they would be open to leasing or selling us the land. The answer was yes to both
these questions.

(]
=Y,

Future devel di

P

** Purchase or lease of field at Aros?

So why would we want it? Well, we are keen to make the Aros Waterfront outdoor activity hub a success. We are confident that
water-based activities will be very popular, but - to make this a real destination for both visitors and locals, we believe that we
should make the most of other land-based activities, that could take place in the park.

This field is in a prime location to offer additional activities without disturbing the quiet spots in the park - that most people
enjoy.

=1 Future devel t di

P

¢ Purchase or lease of field at Aros?

Activities to compliment New Aros outdoor activity Hub

* Mountain bike skills track

* Bushcraft/orienteering

* Low rope/zip slide/obstacle course

* Archery/axe throwing

* Camping for scouts/guides/school groups

These are just some ideas which may change depending on input from the members and the rest of the community, on what you
would like to see but also depending on whether we have people locally who have the expertise to deliver them.
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THA objectives are not really to operate things but to facilitate them, so the following points are up for discussion:

A‘;;-h.;é_ ‘ Future development discussion

A STATUTORY HARBOUR AUTHORITY

. . . +* Purchase or lease of field at Aros?
Discussion points: *

v Could this encourage more outdoor activities to help make the new development
successful/sustainable?

v Could this help create a more robust business plan for future development of the
sawmill building?

v' Could it give us leverage to create deep water berthing in the long-term future?

v s it a good fit for THA objectives?

v Should we move forward on feasibility work (inc. community consultation) to assess
the options for activities and lease/purchase

John Ellerton mentioned that he has had enquiries regarding camping alongside paddle sports and that this site would be ideal —
near the new pier/slip and if there are other outdoor activities there it would be a great site for the likes of Scout or community
groups, not to mention schools etc from away as an activity holiday.

Does anyone think we shouldn’t pursue this? (NO)
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CMAL Harbour Revision Order Proposal

Future development discussion

“* CMAL HRO Proposal %

Future development discussion

E——— +* CMAL HRO Proposal %

%+ CMAL in the process of consolidating legislation for all their harbours &
marine facilities.

¢ They would like to progress with a harbour revision order for Tobermory
+ They want to protect around their pier to make works/maintenance
easier to manage and to streamline resources/create consistency across

network.

++ Want to work with THA to ensure that THA are not disadvantaged.
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We were approached earlier in the year by CMAL who are in the process of applying for new powers to streamline their
legislation across all CMAL’s harbours and marine facilities.

However, there in Tobermory, our Harbour empowerment order area extends over the top of their pier and traffic management
area. This means if CMAL want to implement a “one stop shop” for legislation, they need to ask us to give up some powers to
allow this to happen — this means a Harbour Revision order for Tobermory.

Why? We still don’t know exactly how they want to implement this and how big of an area they want. They are open to either a
nested area or an area around the pier with a channel of approach. This could be quite complicated, and THA need to make sure
we are not disadvantaged when it comes to charging conservancy or if there was an incident, we end up arguing over whose
jurisdiction it is and therefore, whose liability. Duties and responsibilities, and how they are shared between THAS and CMAL,
need to be very clearly set out.

We also plan to develop an MOU (Memorandum of Understanding) between us and CMAL, who would then instruct CalMac
Harbours to work under the terms set out.

There are many pros and cons to this, that need to be discussed. For example, it could be an opportunity for CMAL and CalMac
Harbours to invest more in Tobermory, to improve their management of the pier, improve oil spill provision and share some of
the costs of maintaining and improving the harbour.

.
Aﬁi Future development discussion
A STATUTORY HARBOUR AUTHORITY .:. C MAL H RO PI’OpOSa| u

«* What are the benefits?
+* What are the concerns?

+* Should we move forward with discussions with a view to putting a vote to
members once a more detailed proposal is available?

What changes would a nested approach mean to them? (P McAdam — they don’t have authority to do anything).

CMAL were open to the idea of us buying the pier off them back when we were becoming a harbour authority — what has
changed (R West)?
Bigger electric ferry coming that needs charging which means a lot of infrastructure changes.



TOBERMORY
HARBOUR

A STATUTORY HARBOUR AUTHORITY

It’s worth noting that CMAL are very supportive of us and we work well together on an operational level. We've had advice from
our DP regarding this also.

Does anyone think we shouldn’t pursue further discussions with CMAL? (NO)

Purchase Small Slipway and foreshore on Tobermory Main Street

Future development discussion

A STATUTORY HARBOUR AUTHORITY

¢ Purchase of small slipway and foreshore on Tobermory main street?
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Why are we thinking of this? We were approached by Tobermory Otter Group about this. They want somewhere to put an Otter
statue and have been looking for a suitable location for some time.

They had approached Forestry and Land Scotland (FLS) who own the land, but they can only sell foreshore to an appropriate body
and suggested that they ask the THA to consider purchasing it on their behalf.

So they are proposing the following (please see slide):
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Future development discussion
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+*+ Purchase of small slipway and foreshore on Tobermory main street?

+¢ Tobermory Otter group would like to design and install an otter statue as both a
tribute to “Elvis the Otter” and a fundraising tool.

* |Initially a seating area and display information board.

* Future stage to include a full statue

Future develop t di

¢+ Purchase of small slipway and foreshore on Tobermory main street?

v" Maintaining the structure and the integrity of the stone ‘Bund’, as decreed by Thomas Telford to stop
silt accumulating and around the Fishing Pier, from the Tobermory River.

v' Improving the ramp / entrance from the road to improve the launching and recovery of small boats .

v' Improving an area for Boat Maintenance with a solid base and designed surface with built in gullies to
capture waste materials from Boat Maintenance.

v' Remove old boats with no owners and remove any junk to improve the area.

v’ Take the pressure off the beach/keep the sand clean

Why would we consider this?

This area is very unsightly, boats have been abandoned but we currently can’t do anything about it.

The beach committee are keen for boat owners not to use their beach for cleaning and maintenance as it ruins the sand; this may
be an ideal location for small boat owners to use instead.

Benches have been left there from the railings work and we notice that a lot of people sit and enjoy the area now so it could be
nice to clean it up and have a proper seating area.

We would also be responsible for making sure the bund is kept intact.
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Future development discussion

¢+ Purchase of small slipway and foreshore on Tobermory main street?
Discussion points:

1. Should THA purchase the land from Forestry and turn into a boat maintenance
area?

2. Should THA allow Tobermory Otter Group to erect an Otter Statue on the land
under a long-term lease agreement?

Jim Traynor agrees that the land should be tidied up. We could buy it and perhaps the Tobermory Otter Group could donate the
money back to the THA?

Is anyone against the idea in general? (NO)

Should we allow the otter statue to be erected on the land? (No objections so this will go for community consultation)

Tobermory Car Park: John H MacDonald

Argyll & Bute Council (ABC) is keen for us to take over the running of the car park at Ledaig. As part of any agreement, we would
want to see progress on the idea of a car park at the new cemetery at Beadoun to take the pressure off parking on the Main
Street. John said that ABC are open to the idea of them continuing to maintain the likes of street lights, signs, etc.

Prior to any agreement we would want ABC to sort out some issues — in particular the mom-return valves which contribute to
flooding.

Charging for parking would of course be the biggest downside, although the intention would be to provide local people with
parking permits for a reasonable/nominal fee. The THA would seek to generate revenue from the car park which would cover any
costs. Any surplus would be put back into the community. John was asked if there was any intention from ABC to put parking

meters on the Main Street. His understanding is that there are no plans for that currently.

A Duffin worked on this for a long time and the TRO was fought on this — she has advised us to be careful. She also noted that
there is a big issue with the number of busses coming into the car park.

A MacLean noted that this has the potential to generate a good income which will be staying in the town rather than going to
ABC.

This would only work if ABC fix the flooding and drains and if they have an overspill car park at the top of the town.

The question is — should we continue discussions with ABC? (YES)
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Board Election

Board Vote

A STATUTORY HARBOUR AUTHORITY

Resigned mid -year |

] :

Jonathon John H MacDonald Allan Maclean John MacDonald
Brian Swinbanks* Marks Sam Lloyd Edd Hewett Lee Gallagher Emma MacDonald Chair Vice Chair Vice Chair

*Brian left board position but was retained as Special Advisors for Projects

‘ 7 board positions + 8 candidates (6 new & 2 re-standing) = VOTE
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A STATUTORY HARBOUR AUTHORITY

Results

A STATUTORY HARBOUR AUTHORITY

Election Results

| remwsowo

Existing Board Members
Re-Elected and/or Newly Elected
Emma
MacDonald

JohnH
MacDonald
Chair

Congratulations and welcome to our returning and new Board Members.
There being no other business the meeting concluded at 21.15

*Copy of the AGM Presentation and the THA Annual Report with more details on the 2023/24 year can be found at
www.tobermoryharbour.co.uk/governance *
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