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ABSTRACT 
The Outer North Isles of the Orkney Archipelago (Eday, North Ronaldsay, Papa Westray, Sanday, 
Stronsay and Westray) are connected to the Orkney Mainland by a combination of Ro-Ro & Lo-Lo 
ferry services and scheduled air services.  The current air & ferry infrastructure (ferries, planes & 
landside) are coming to the end of their working life.  Recognising the need to modernise and develop 
the network, Orkney Islands Council and HITRANS commissioned a STAG appraisal of future options 
for the Outer North Isles. 
 
This paper will provide an overview of this multi-modal STAG Part 1 study, which balanced the 
transport connectivity and capacity needs of islanders with the cost to government of providing a 
sophisticated transport network for less than 2,000 people. 
 
Following a detailed baselining and consultation exercise, an in-depth STAG Pre-Appraisal Report 
was prepared, setting out the problems, issues, opportunities and constraints at the network and 
individual island level.  An important innovation on this study was the use of Transport Scotland’s 
Ferries Routes & Services Methodology (RSM) as the basis of the Transport Planning Objectives.  
The RSM provides a needs-based determination of the level of connectivity required by an island and 
thus acted as a robust basis for objective setting. 
 
Importantly, this study gave detailed consideration to the policy and legal issues underpinning the 
options developed, considering the European Maritime Cabotage Regulations, State Aid 
considerations and tendering requirements. 
 
A series of options were then developed and appraised against the objectives and criteria in the STAG 
Part 1 Report, with the most promising options recommended for progression to a more STAG Part 2 
study. 
 
NOTE OF TERMINOLOGY 
It is worth explaining one specific piece of recurring terminology used in this paper - we refer to two 
types of vessel: 
 

 Roll-On / Roll-Off (Ro-Ro) – ferries where vehicular traffic can drive onto and off of the vessel.  
Also referred to to as Ro-Pax vessels. 

 Lift-On / Lift-Off – ferries where goods have to be craned onto and off of the vessel. 
 
 
INTRODUCTION  
 
The Outer North Isles of the Orkney archipelago are the most distant islands from the capital Kirkwall.  
Meeting the essential transport needs of these diverse islands is a considerable challenge, both from 
an operational perspective and in terms of the cost of meeting the complex transport needs of less 
than 2,000 inhabitants. 
 
The islands classified as the ‘Outer North Isles’ are: 

 Eday 
 North Ronaldsay 
 Papa Westray 
 Sanday 
 Stronsay 
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 Westray 
 
The Outer North Isles are currently connected to Kirkwall by a combination of air and ferry services.  
Despite the distance of these islands from the Orkney mainland, they are highly dependent on the 
mainland for a range of services from shopping to health and education.  The transport connections 
are also important in meeting the inbound supply chain needs of the islands as well as providing 
access for visiting professionals (eg teachers, health workers etc). 
 
The ferries and aircraft serving the islands are coming to the end of their working life, whilst there is 
also a need to invest in the harbours and airfields.  The approaching life-expiry of the assets coupled 
with the economic challenges facing the Outer North Isles prompted Orkney Islands Council and 
HITRANS to commission a STAG appraisal of future transport provision for the Outer North Isles.  In 
the true spirit of STAG, the appraisal was objective-led and considered the full range of potential 
options for serving the islands, including air, ferry and fixed links.  By considering the full package of 
options holistically, it was anticipated that the study would provide a robust and structured case for 
investment in and the development of the Outer North Isles’ transport network. 
 
This paper reports on the STAG Pre-Appraisal and Stage 1 Appraisal and commentates on how the 
work will be taken forward through a proportionate but comprehensive STAG 2 appraisal.  
 
OUTER NORTH ISLES TRANSPORT NETWORK 
 
Ferry Services 
Orkney Ferries Limited (OFL) is the operating company for all internal ferry services in Orkney and is 
wholly owned by Orkney Islands Council.  OFL serves fifteen routes using nine vessels.  The Orkney 
Ferries network (and connections to the Scottish mainland) is shown in the map below. 
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Figure 2: Orkney Ferries Network 
 
The crossings to the Outer North Isles are relatively long and exposed to challenging wind and sea 
conditions.  This is particularly the case with North Ronaldsay, which is the most outlying of the 
islands. 
 
Vessels 
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The Outer North Isles are predominantly served by three vessels, the MV Earl Sigurd, MV Earl 
Thorfinn and the MV Varagen.   
 
The ‘Earls’ are sister ships which were specifically designed to serve the Outer North Isles roster.  
Their most distinguishing feature is the large lifting derrick affixed to the upper superstructure.  The 
derrick is required for the undertaking of Lo-Lo activities at North Ronaldsay and Papa Westray.  The 
Earls share the roster for these two islands and support the MV Varagen on other routes. 
 
The MV Varagen was initially built to serve the short sea crossing between Burwick and John 
O’Groats.  However, a variety of operational issues meant that she was reassigned to the Outer North 
Isles early in her career, becoming the largest and fastest vessel in the Orkney Ferries fleet.  
However, she does not have a lifting derrick and thus cannot be deployed to North Ronaldsay or Papa 
Westray. 

Ports & Harbours 

All of the harbours are owned and operated by Orkney Islands Council Marine Services.  Whilst 
Kirkwall, Eday, Sanday, Stronsay and Westray are full Ro-Ro, North Ronaldsay and Papa Westray are 
Lo-Lo only.  Each harbour has its own constraints in terms of service related berthing, overnight 
berthing, tidal and weather exposure.  A key enabler of any step-change in the ferry service (eg larger 
vessels, morning departures from the islands etc) would be improvements to the current port and 
harbour infrastructure. 
 
Air Services 
Loganair operates scheduled inter-island air services to all of the Outer North Isles on the basis of a 
Public Service Obligation with Orkney Islands Council.  The contract specifies the level of service for 
each island as well as the summer and winter timetable.  A map of the network is shown below. 
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Figure 3: Outer North Isles Airfields 

Aircraft 

The routes to the Outer North Isles are served by two Britten-Norman Islander aircraft.  The aircraft 
are operated by a single pilot and have a capacity of eight passengers.  The aircraft maintenance 
requirement means that the network is operated by two aircraft during the winter and one aircraft 
during the summer (when both aircraft are sequentially rotated out for deep maintenance as part of 
their 300 hour checks).  
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Airfields 

The airfields on the islands are owned and operated by Orkney Islands Council and offer a 
combination of grass and graded hardcore surfaces.  None of the islands have instrument based 
approach systems and only North Ronaldsay currently has runway lighting.  As with ferries, 
enhancements to airfield infrastructure would be required to accommodate larger aircraft and night & 
all weather flying. 
 
On the transport network as a whole, ferry passengers account for 83% of all passenger movements, 
with air services carrying 17%.  However, air accounts for around 95% of person movements to North 
Ronaldsay and Papa Westray. 
 
PROBLEMS, ISSUES, OPPORTUNITIES AND CONSTRAINTS 
The purpose of this stage of a STAG study is to identify the problems, issues, opportunities and 
constraints within the current transport system.  Addressing the identified problems and realising the 
opportunities (whilst acknowledging issues and constraints) is the ultimate aim of the STAG process, 
as reflected in the Transport Planning Objectives, STAG criteria and option scoring. 
 
Problems 
The principal ‘problems’ within the Outer North Isles transport network stem from a combination of 
challenging operational conditions; ageing assets; low service frequencies; capacity issues, and 
worsening demographics in a number of the island communities.  In summary: 
 

 From an economic perspective: 
o The populations of the majority of the islands are small and ageing, with increasing 

requirements for access to mainland health provision. 
o The ageing population is also presenting challenges in terms of finding able bodied 

individuals to work at the harbours and airfields. 
o Limited connectivity and the lack of secondary schools on the islands mean that 

children typically live off-island during the week and generally leave at the end of their 
schooling to seek employment elsewhere. 

 
 From a network connectivity perspective: 

o Connectivity to the mainland is a mix of direct and indirect services.  Journey times on 
indirect ferry services can be lengthy, whilst indirect air services are often capacity 
constrained. 

o Islands have variable connectivity, with Eday receiving only 16 services a week, but 
Westray 29. 

o It is possible to make a day return trip to Kirkwall from all islands (capacity allowing), 
but it is not generally possible to have a working day in Kirkwall, ruling out commuting. 

o The transport network is characterised by a combination of low resident travel 
frequency, seasonality and a marked trade imbalance – this makes value for money 
operational planning challenging. 

o Much of the capacity of the air network is used by children travelling to and from 
school and by itinerant teachers – this significantly reduces effective capacity and the 
ability to make ‘spur of the moment’ travel decisions. 

 
 From a ferries operational perspective: 

o The Outer North Isles ferries are coming to the end of their working life and are 
operating under a series of Maritime & Coastguard Agency (MCA) exemptions. 

 
 From an air operational perspective 

o The current Islanders will need replaced in 6-7 years’ time. 
o Capacity on the Islanders is limited to eight passengers, nine if weight restrictions 

allow. 
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Consultation with Orkney Ferries and Loganair coupled with a review of operations suggested that the 
current Outer North Isles transport network is operating at or near to maximum operating capacity.  As 
such, any adjustment of the service at the margin to benefit one island will disbenefit another island.   
 
Issues 
In STAG parlance, issues are uncertainties which the study may not be in a position to resolve but 
must work within the context of.  The issues identified are fundamental to the future direction of 
transport policy for the Outer North Isles – there are some significant questions to be answered, 
including how new tonnage will be procured and the potential role of tendering in supporting the ferries 
network. 
 
Future Funding for Ferries 
At present, Orkney Ferries is wholly owned by Orkney Islands Council.  Revenue funding is allocated 
by the Council, whilst capital funding has historically been funded directly by the Council, either 
through grants or loans.  Orkney Islands Council is currently working with Transport Scotland to 
consider the long-term capital and revenue funding position for fleet replacement and ongoing 
operation.   
 
Air Service Tender 
The tendering for the air service is much simpler given the lower costs of the assets and the wide 
availability of Islanders.  However, one point worth noting is that the current Islanders are owned 
outright by Loganair.  As with the ferries, when the time comes to replace these aircraft, consideration 
has to be given to who will fund and provide the replacement aircraft (although the Council has 
specifically ruled out funding new aircraft).  The inclusion of new aircraft within the tender could 
significantly increase the cost of the PSO. 
 
Opportunities 
During the course of the study, the Scottish Government issued its Empowering Scotland’s Island 
Communities Prospectus as part of the “Our Islands, Our Future” initiative.  The “Our Islands, Our 
Future” document references the disproportionate financial burden placed on island local authorities 
by the operation of ferry services.  It further explains that the Scottish Government recognises that the 
provision of transport services should not place a disproportionate financial burden on any Council, 
with particular reference to the revenue and ferry replacement costs of the internal Orkney Islands 
services.  The document commits to meaningful negotiation to conclude this issue.  From a funding 
perspective, this is a key opportunity going forward.   
 
Whilst there are clear problems with the transport links to the Outer North Isles, there are also a 
number of opportunities going forward.  This is particularly true on the air side, where the development 
of Global Navigation Satellite Systems (GNSS) presents a potential opportunity for instrument based 
flying, allowing for an extended operating day and improved reliability in poor weather. 
 
Constraints 
Constraints represent the bounds within which a STAG study is undertaken.  Constraints can take the 
form of institutional or legal restrictions or geographic and environmental constraints which can limit 
the scope for transport improvements.  The key constraints in the context of this study are:   
 

 Operational constraints – ferries 
o Challenging operational conditions require vessels which can work in categorised 

waters 
o North Ronaldsay and Papa Westray do not have linkspans and have to be served by 

Lo-Lo vessels.  This is inefficient from a vessel design point of view and consumes a 
considerable amount of operational time. 

o With their crew accommodation below the water line, the vessels are only permitted to 
berth overnight on the islands two nights per week, limiting the ability for an early 
morning departure to Kirkwall. 

o There is a potential need for longer vessels, but this is currently constrained by port 
infrastructure 

o Each vessel has a single crew operation, limiting the length the sailing hours per day. 
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o A number of island berths are challenging to operate to and from in certain weather 
and tidal conditions. 

 
 Operational constraints – air 

o The single pilot service operates on Visual Flying Rules and thus night flying is limited 
to North Ronaldsay (the only island with runway lighting) and even there it is heavily 
restricted by regulations 

o The service is operated by a single aircraft during the summer months, as both aircraft 
require six weeks of maintenance every 300 hours. 

o The runways on island airfields are typically grass or graded hardcore, whilst fire 
cover is also limited.  This prevents accommodation of larger aircraft. 

 
OBJECTIVE SETTING 
The setting of Transport Planning Objectives is a key step in the STAG process as they define what 
the policymaker should be seeking to achieve through the transport intervention.  The objectives 
developed for this appraisal were designed to reflect and address the problems, issues, opportunities 
and constraints outlined above, whilst also focusing of the delivery of the wider policy context and the 
Scottish Government’s Purpose 
 
A conventional STAG approach would set Transport Planning Objectives, based on a set of identified 
problems and issues from the Pre-Appraisal.  However, as part of the Scottish Ferries Plan 2013-
2022, Transport Scotland designed and implemented a ‘needs’ based ‘Routes and Services 
Methodology’ (RSM).  The purpose of the RSM is to specify a ‘model’ level of ferry service provision 
for each island (in terms of the length of the operating day and the service frequency), designed to 
meet the needs of the islands based on four ‘dependencies’ – Commuting & Business; Personal; 
Tourism; and Freight.  In preparation for this study, the RSM analysis of the Orkney archipelago was 
undertaken with a view to informing the RSM-specified level of service.  In terms of setting objectives, 
the view was taken that the RSM outcomes encapsulate, at a high level, the problems and issues 
often identified at the pre-appraisal stage. 
 
However, RSM only considers ferry service provision, whilst the Outer North Isles are served both by 
air & ferry services, with air being the prominent mode of travel from both North Ronaldsay and Papa 
Westray, albeit offering very limited capacity.  In light of the above, it was considered appropriate to 
redefine the RSM approach to consider the levels of connectivity based on the outcomes of the RSM 
by a combination of ferry and air services. 
 
It was also important to note that the RSM is primarily concerned with connectivity but a further key 
issue here was capacity.  In common with other ferry services, the Outer North Isles ferries rarely have 
any issues with passenger capacity, although many of the more popular sailings reportedly depart with 
their vehicle deck at capacity.  Passenger capacity on the air services is much more limited, with each 
aircraft having a capacity of eight compared to 142 or 190 per ferry. 
 
With the accepted approach, it was noted that a number of flights across the week are capacity 
constrained due to the regular carrying of school children, teachers, health workers, bank staff etc.  It 
was therefore worth defining ‘effective connectivity’ as being the number of connections which are not 
currently constrained in this way.  These ‘effective connections’ would become the benchmark for 
measuring connectivity, ie the capacity constrained flights would be excluded.  Any connectivity 
solution must therefore provide sufficient capacity for passengers, cars and goods.   
 
Any STAG Part 1 study is also concerned with the STAG criteria: 

 Environment 
 Economy 
 Accessibility and Social Inclusion 
 Safety 
 Integration 

 
in addition to: 

 Established Policy Directives; and 
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 Feasibility, Affordability; and Public Acceptability. 
 
Having defined the RSM based objectives, the next step was option development. 
 
OPTION DEVELOPMENT 
In line with the STAG philosophy, the initial options generated reflected the full range of possibilities 
available and were not unnecessarily constrained. 
 
In order to meet the connectivity objectives, there are a range of potential broad options which could 
be adopted. 
 
New Aircraft / Upgraded Airstrips 

 Replacement aircraft – like for like 
 Replacement aircraft – larger than current 
 Additional aircraft – as per current 
 Additional aircraft – larger than current 
 Airstrip infrastructure – navigational aids GNSS / ILS 
 Airstrip infrastructure – lighting 
 Airstrip infrastructure – asphalting of landing strips 

 
Issues associated 

 The current aircraft have a very low capacity, but the move to larger aircraft would require 
significant landside investment at the airstrips, including land purchase and asphalting of the 
runways. 

 Consultations to date have suggested that the Islander is the most appropriate aircraft to run 
these services. 

 Any additional aircraft flying its full hours requires 3.8 crew – there may be recruitment issues 
locally. 

 Of the islands, only North Ronaldsay has the capability for non-daylight flying at present. 
 Helicopters are not suitable aircraft for this service due to cost. 

 
New Vessels 

 Replacement of life expired ferries on a broadly like for like basis – vessels of a similar size 
 Replacement of life expired ferries on a broadly like-for-like basis – vessels of a similar 

capacity 
 Replacement of life expired ferries with larger vessels 
 Deployment of additional ferries on a broadly like-for-like basis 
 Deployment of additional larger ferries 
 Deployment of foot passenger only ferries 
 Deployment of freight only vessels  

 
Issues Associated 

 Current harbour infrastructure / berths are sufficient for the current size (length) of vessels, 
although only just so in some cases. 

 New regulations mean that longer vessels will be required to accommodate the same number 
of cars, there is a requirement to allow a gap of 1 metre around the perimeter of vehicles to 
allow access for people with disabilities. 

 A freight only vessel can take a number of forms, a true Lo-Lo vessel has no ramp and no 
drive through facility, these are much cheaper to acquire and operate and would have a very 
low passenger certification; but 

 If a Lo-Lo vessel was acquired for use in North Ronaldsay and Papa Westray, it is 
questionable whether there be any demand for its use elsewhere on the network. 

 
Harbour Infrastructure 

 Pier extensions to accommodate larger vessels 
 Installation of linkspans at North Ronaldsay and Papa Westray to accommodate Ro-Ro 

vessels 
 Harbour improvements / weatherproofing to allow overnight berthing at the islands 
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 Relocations of island harbours (Stronsay, Eday, Shapinsay) 
 New infrastructure to accommodate RoPax on Westray-Papa Westray 

 
Issues Arising 

 Any move to longer vessels will require pier extensions at a number of ports. 
 At present it is not possible for more than one vessel to berth at any of the Outer North Isles at 

the same time. 
 There are also tidal restrictions at North Ronaldsay. 

 
Fixed Links 
Fixed links have the potential to re-draw the map in terms of connectivity, and as such determine the 
specification of the resulting air and ferry services and the number of aircraft / vessels required.  Fixed 
links have in the past been proposed for the following: 
 

 Papa Westray-Westray 
 Westray-Eday 
 Kirkwall-Shapinsay (with a new ferry terminal at Shapinsay forming a hub for ferry services) 

 
Issues Arising 

 The extent to which the fixed link will reduce the number of ferries required across the 
network, or allow ferries and aircraft to be redeployed to improve connections elsewhere. 

 Construction cost. 
 Environmental issues. 
 Impact on existing sea lanes. 

 
New Ferry Connections 

 Ro-Pax operation between Papa Westray and Westray, allowing the potential discontinuation 
of the twice-weekly Papa Westray to Kirkwall service (with all traffic being routed through 
Westray). 

 
Issues Arising 

 Requirement for harbour works. 
 
Eday Hub 
An Eday hub has been suggested in the past as a means of providing all services to the Outer North 
Isles.  All services would be routed via Eday with a frequent Eday–Kirkwall connection.  
 
Issues Arising 

 Harbour at Eday would be relocated; 
 Large new harbour capable of accommodating multiple vessels at Eday would be required. 

and 
 All routes may require to change vessel at Eday. 

 
 
STAG Part 1 Appraisal  
Having developed a long-list of options, the next stage was to carry out the STAG Part 1 appraisal of 
those options.  
 
Do Nothing / Do Minimum Options 
The RSM as applied to the Orkney Outer North Isles identified insufficient provision in terms of 
number of sailings / connections and the length of the operating day.  Car deck capacity on the ferries 
and the availability of seating on aircraft was also highlighted as an issue. 
 
As such, the ‘Do Nothing’ option was therefore not acceptable as the current ferries will be life expired 
in the near future and will eventually become uneconomic to continue to run.   
 
A ‘Do Minimum’ option of replacing all of the aircraft and ferries on a like for like basis was also not 
acceptable as there will be only marginal impacts, if any, on connectivity / capacity / operating day. 
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Other Options 
Most of the option themes developed in the ‘long list’ in above are options in their own right, ie they 
contribute directly to meeting the objectives.  However, others are not an option in isolation but are 
required to enable one of the main options.  These are defined below as ‘key enablers’ and were 
therefore not considered specifically in the appraisal. 
 
Option Theme Key Enabler 
Larger Ferries Berth improvements / expansions at Eday, 

Stronsay and North Ronaldsay – the previous 
STAG work suggested that modifications would 
be required at all Outer Isles ferry terminals, but 
this would depend on vessel size  

Larger Aircraft Asphalting of runways 
Navigational aids 

Improved air service reliability (poor visibility) Navigational aids 
Extended air operating day Runway Lighting 

Navigational aids 
RoPax services to North Ronaldsay and Papa 
Westray to / from Kirkwall. 

New linkspans at Papa Westray and North 
Ronaldsay 

RoPax services from Papa Westray to Westray Hard ramps at both ports and procurement of 
suitable vessel 

Kirkwall-Shapinsay Fixed Link / Shapinsay land 
bridge 

New harbour in north of Shapinsay  

 
Each of the options were then tested in terms of: 

 Public Implications – what would this change mean for the travelling public? 
 Operational Implications – what would this mean for the operation of the services? 
 Infrastructure implications – what new or improved infrastructure would be required? 
 Costs and resources – main capital and operating cost implications? 
 Impact on RSM targets – to what extent would each option increase connectivity, capacity and 

the length of the operating day? 
 Performance against the STAG criteria – to what extent would each option contribute towards 

the criteria of Environment, Safety, Economy, Integration and Accessibility & Social Inclusion?  
 
In keeping with the principles of STAG, options were only ruled out when there was a clear and 
unambiguous rationale for doing so.  Having conducted the appraisal the following options were 
excluded from further consideration: 
 
Option Reason for Discounting 
Replace the aircraft on a like-for-like basis Does not increase connectivity and therefore 

does not contribute to the TPOs. 
3 * replacement ferries – broadly like-for-like size As above. 
3 * replacement ferries – larger vessels with like-
for-like capacity 

As above. 

Deployment of additional foot passenger ferries 
to supplement Ro-Ro fleet 

Only provides an increase to foot passenger 
connectivity and therefore does not contribute to 
the TPOs. 

Deployment of North Ronaldsay / Papa Westray 
freight only vessel – replacing one of the current 
RoPax vessels 

Does not increase connectivity and therefore 
does not contribute to the TPOs. 

Full RoPax for North Ronaldsay and Papa 
Westray.  Fleet would still consist of three RoPax 
vessels 

Whilst offering additional services and a 
connectivity benefit for North Ronaldsay & Papa 
Westray, the connectivity of other islands would 
be reduced. 

Eday Hub Option would only have merit if a Westray – Eday 
fixed link was to be constructed (it could be 
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brought back in at this stage if necessary). 
Shapinsay Fixed Link and Hub Harbour Poor value for money option and would also be 

publicly unacceptable on Shapinsay. 
 
In the interests of brevity, this paper does not discuss the detailed appraisal of each option but the 
table below provides a brief rationale as to the reason for taking the option forward and the potential 
issues which could arise.   
 
Option Reason for Taking Forward Potential Issues 

Air Service Options 
Replacement aircraft 
larger than current 

Would increase effective 
connectivity somewhat by removing 
capacity restrictions on some flights 
which are currently capacity 
constrained. 

Would require major investment at all 
airstrips.  Need for additional crew and 
higher capital cost. 

Additional aircraft – 
like-for-like 

Would increase effective capacity 
by adding many new flights and 
reducing capacity restrictions on 
some flights by spreading the load.  

Additional aircraft purchase and 
operating costs, particularly in terms of 
pilot costs. 

Additional Aircraft – 
larger than current 

Would increase effective capacity 
by adding many new flights and 
reducing capacity restrictions on 
some flights by spreading the load. 

Would require major investment at all 
Outer Isles airstrips.  Need for additional 
crew and higher capital cost. 

Night flying to extend 
the operating day 

A longer operating day would have 
a direct impact on connectivity, 
particularly if combined with an 
additional aircraft to double the 
connections possible. 

Infrastructure costs and potential cost of 
additional aircraft and crew. 
 

Ferry Service Options 
3 * Replacement 
ferries – larger than 
current ferries.  

Potential improvement if new 
vessels were faster, ie more 
connections may be possible in a 
given operating day.  There is also 
a potential increase in car deck 
capacity relative to today 
depending on vessel size. 

Higher capital cost of new larger ferries 
and required harbour improvement 
costs to accommodate larger vessels. 

Deployment of 
additional ferries – 
size broadly like for 
like (assuming 
current fleet is 
retained / replaced) 

Additional vessel(s) would improve 
connectivity by providing additional 
services and potentially facilitating 
a longer operating day. 

Capital and operational costs of an 
additional ferry. 

Deployment of 
additional ferries – 
larger than present 
(assuming current 
fleet is retained / 
replaced). 

Additional vessel(s) would improve 
connectivity by providing additional 
services and potentially facilitating 
a longer operating day.  There is 
also a potential increase in car deck 
capacity relative to today 
depending on vessel size. 

Purchase of multiple new vessels, 
additional crewing costs and required 
harbour improvement works to 
accommodate larger vessels. 

Deployment of North 
Ronaldsay & Papa 
Westray freight only 
vessel – 
supplementing  
3*RoPax vessels 

Freight only vessel could provide a 
more regular service for North 
Ronaldsay & Papa Westray and 
free up their lengthy slots in the 
current timetable. 
 

A freight only vessel is cheaper to 
acquire and operate than equivalent 
RoPax (although all three life-expired 
RoPax still need replacing, but smaller 
new RoPax vessels may be sufficient if 
some freight switches to freight vessel). 

Relocations of 
Harbours 

Option would facilitate shorter 
crossings so there would be a 

Significant capital cost associated with 
new harbour and road infrastructure. 
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Option Reason for Taking Forward Potential Issues 
(i) Stronsay (North-
West) 
(ii) Eday (West) 

modest potential impact in 
connectivity. 

Full RoPax service 
for North Ronaldsay 
and Papa Westray.  
Four vessels in fleet 
overall. 

Vastly improved connectivity for 
Papa Westray and North 
Ronaldsay and improved services 
elsewhere with additional vessel(s). 

New linkspans and associated harbour 
works would be required and previous 
work suggests costs would be very 
high.  Capital and operational costs of 
an additional ferry. 
 

Westray – Papa 
Westray RoPax ferry 
service 

Much improved connectivity for 
Papa Westray, albeit via a regular 
ferry link to Westray. 
 

Harbour works required on both islands 
as well as purchase of a Ro-Pax vessel 
and additional crewing costs 
 

Fixed Link Options 
Papa Westray to 
Westray Fixed Link 

Taking Papa Westray out of the 
timetable would allow additional air 
and ferry services elsewhere. 
 
Current costs of foot passenger 
vessel (also in need of 
replacement) eliminated. 

Fixed link likely to be very costly and 
potentially have environmental issues.  
Closure of Papa Westray airstrip.   
 

Westray to Eday 
Fixed Link 

Kirkwall-Westray operates at 
present on a near-shuttle basis (17 
ferries per week from Westray) - 
these sailing hours would be 
available for use elsewhere. 
 
Removal of Kirkwall-Westray ferry 
link would free up near full time 
vessel to improve services between 
Kirkwall – Eday – Sandy / Stronsay 
 

Fixed link likely to be very costly and 
potentially have environmental issues.  
 
Westray or Eday airstrip closed or 
downgraded. 
 
Unlikely that this measure would lead to 
the disposal of one of the three ferries, 
ie three Outer North Isles vessels would 
still be required to provide sufficient 
capacity and connectivity 

 
 
CONCLUSION AND NEXT STEPS 
The work to date broadly represents a STAG Pre-Appraisal and Part 1 Appraisal.  The end point of a 
Part 1 Appraisal is a set of options to take forward to more detailed analysis in a Part 2 Appraisal as 
shown in the tables above.  The logical step to progress the study would be to undertake a STAG Part 
2 Appraisal based on the options emerging above.  A Part 2 Appraisal comprises a much more 
detailed analysis of the options in terms of how they are packaged together and their benefits, costs 
and impacts, as encapsulated by the Transport Planning Objectives and the STAG criteria. 
 
The analysis so far has been largely qualitative, driven mostly by a lack of data.  The Part 2 Appraisal 
would be much more quantitative and as such would require a significant amount of data and analysis.  
Some of this additional data requirement is touched on below: 
 
Consultation 

 How do islanders currently use air and ferry services? 
 What do islanders want for the future of their services? 
 What are the key issues and constraints in terms of other stakeholders – businesses, tourism, 

local authority departments (eg education), supply chain etc? 
 

Capacity Data 
 Sailing-by-sailing data - if the case for additional capacity is to be made, it will be important to 

demonstrate that the current ferry capacity is not meeting the needs of the island and 
islanders; and 

 Further air service data. 
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Financial data 

 If an accurate assessment of the costs associated with the options is to be undertaken, a good 
understanding of the current finances of the air and ferry services would be required. 
 

Costs and Benefits of Options 
 Conventional TEE analysis is unlikely to be suitable for the Outer North Isles, as this is 

primarily based on travel time savings, revenue and vehicle operating costs, rather than the 
supply of lifeline connectivity. 

 Benefits may have to be expressed in terms of connectivity and in other ways, associated with 
sustaining and growing the islands in the longer term. 

 Other aspects of the valuation of connectivity improvements may have to be considered such 
as ‘option values’. 

 Costs and design of suitable new vessels and aircraft would need to be identified. 
 Engineering and costing of infrastructure options would be required to be estimated – airfield / 

harbours / fixed links. 
 

Environment 
 A number of the options involve physical infrastructure which could have very significant 

environmental impacts - these impacts would require detailed analysis. 
 Strategic Environmental Assessment (SEA) would be required. 

 

In this case, the key outcomes from a STAG Part 2 study would be: 
 

 An agreed medium term solution for meeting the connectivity needs of the Outer North Isles, 
in terms of the mix of ferry and air services, and fixed links, based on an objective led analysis 
and comprehensive consultation with the communities concerned; and 

 A timed Route Map to achieving this solution including key milestones in planning and 
procurement. 

 
 
 
 
 
 
 


