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1.  Executive Summary

Scarborough 2 NP dzZ3K / 2dzy OAf O2YYAaaArAz2ySR !5/ { {(2e OF NNE
nurseryand operationsservicell 2 & dzLJLJI2 NIi G KS / 2dzy OAft Q& (NJ yatz2NXI
The review was carried out to determine the most cost effectivey wadeliveri KS / 2 dzy OA f Qa
requirements in sufficient quantity and within product specificatio his report reviewed the existing
Councilnursery function and has identified changes that will align practice witblevant current
commerciabusineses Three options for the futie of the nurseryvereidentified and carefullgvaluatel

to provide recommendations for cost effective and sustainable plant supply.

1.1 Findings

A review of Scarborough 2 N2 dzZ3 K / 2dzy OAf Q& | 2 Niashidentified aanintier of dzNA S
areas that need to be addressedgentlyto improve the efficiency of the nursery servicéhe Findings

section in this report compares thlrirrent practices at Manor Roadlirsery to practices on a commercial
nursery.

The exighg facilties are outdated and imn extremely poor state of repair; the Tedlar plastic réd&
lifespan has long since expiradd are visibly damagedAlthough some sections of the roadive been
replaced (e.g. in therBpagationhouse) the majority ofthe roofs have holes in themmesulting in high
fuel usageexacerbatingthe inefficiency of the unit. He layout of the glasshouses around a central
pathway results in significant amountswiderutilisedspacewhich is inefficient.tlis not viable tdnvest

in facilities of this ageand condition. Theskill setof existing staffis high resulting in high quality
production of an extensive range of plants given the constraintslimitationsof the site andts facilities.

Financial evaluations show that thtmost of buyingin Scarborough Borough Couifinished plant

requiremens (£65000) would be significantly cheaper thahe current cost of in house production
(E182,173 budgeted cosn 2017/2018) Due to a lack of ethanisation and out dated production
practicesin poorly maintained facilitiescurrent production costger unit areaare significantly higher
compared withsimilar plant types in aommercial production unit.

An extensve range of varieties (e.g. 30n&ties of Geranium aresed in summer bedding displdyse
currently being produced by the nurseryhis results in some relatively small batchefsplants(e.g. 50)
having to be raised and maintained@his hinders efficiency as individual batches hdifferent cultural
and maintenance (e.g. watering) requiremengsreview of currenproduct valuesas revealed that price
point for some species nes to increaseto reflect thear high productioncosts There may be scope to
rationalise the range grown to streamline efficiencies without impaatinthe quality of displays.

Scarborough Borough Councikinaised the possibility of building a nehant productionunit atthe Dean

Road Depot. In our pregsional opinion the site is unsuitalite plant raisingas itis too small to achieve

the necessary economies of scale and light levels are likely to be reduced to below optimum by
surrounding buildings Full consideration must be given to future usetloé site when considering its
potential for use as a plant production facilityThe proposed location i new Horticulturenursery on

the Dean Road Depabupledwith other activities on the site anthe potential for public access the
Prisonwas ope&ed as a visitor attractionin the future makes the site even less suitable folant
production Visitorflow to the site wouldhave to be managed carefully prevent thembeingdrawn to

the nursery potentially putting them in danger from moving vehicles e.g. the refuse fleet operating from
the same site.
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The Dean Road depot would make a suitable location for a holding facility (to hold bought in plant
material) for the Nursery ServiceThe site neets the requiements of a holding area listed within
paragraph 4.3.2 (good road access, suitable location, size, gradient, topography and utilities).
Consolidating multiple @uncil operationson one site will help to reduce operating costs and drive
efficiency from within. Increased traffic associatadith the use of the Dean Road Depad a holding
facility mayhaveto be managed proactively to prevent more efficient use of the site (which currently has
spare capacityrontributingto congestiorwith associated impacts on air qualitincreased traffic would
largelybe associated with the transpoof plants from the holding facility to the planting locatioBased

on the larger plant size required byoGncils, 200,000 plants could be transported wotdeliveries by
articulated lorry.

1.2 Options

This report outlines thehree main options that Scarboroudgdorough Council have regarding the future
of the nursery serviceThese options are:

Option 1 -to closethe nursery anautsource the service wita holding area on a suitable@cil owned
site, e.g. Dean Road Depot

Option 2 ¢ to close the nursery and to outsource the serweigh a holding area at Peasholm P4itk
should be noted that a specific site survey of Peasholm Park has not beerctendu

Option 3 ¢ to investin the current nursery to improvthe efficiencyof production

1.3 Option 1 - to close the nursery, outsource the service and construct a holding
area on a suitable Council owned site e.g. Dean Road Depot.

1.3.1 Option 1is for nursery production to cease, the Nursery at the Manor Road Depot to close and
for the service to be outsourced. Buying in the required finishieschtpmaterial would incur
significantly lower costs thaourrent in house production. In our commercialpexience, a
modern, efficient, mechanised nursery would reducerent production costslargely achieved
through savings ifeatingand labour costs. The scabé nursery production carried out by
Scarborough Borough Council is not sufficietahgeto benefit fromeconomies of scale in the
same way as commercial growers. Therefore outsourcing from a modern, efficient nursery will
be more cost effective than continuing plant production in houdé.is acknowledged that
outsourcing will reduce costs lapproximately 35% representing a significant saving.

1.3.2 If Option 1 were to be chosen, an area would be needed for use as a holding area so that plants
could be delivered to the site and held under protection, in frost free conditions until they were
required for planting.The sites access would need to be sufficient to be able to receive deliveries
from articulatedlorries. Assuming that deliveries were scheduled to reflect planting schedules
this area would need to be 50020 allow sufficient pace to account for planting delays caused
by adverse weather. The location of the holding area should ideally be central to the locations
where the plants will need to be delivered to, in order to minimise internal transport @vsls
associated carboamissions In order to maintain the current high standards, inspections of plant
material on contract growing nurseries would need to be made throughout the growing season.
A competent persorfe.g. the current nursery managesjpuld be required to carry ut quality
control of incoming plant material and maintain plants prior to planting out.

© RSKADAS 207 2 ADAS
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If this option were taken forward it is likely th&carborougtBorough Council would have to
consider thefour permanent staff oles. e @uncil has alreadytated that it wishes to retain
existing permanent staff within it@arks andenvironmentalserviceshould the nursery structure
| staffing levels change in the futureRedundancy costs malso have to be considered. No
seasonal stafeire employed on th nursery.

Surplus plants could be sold off in spring and autuiintinere issufficient demand there may be
potential to buy stock irspecifically to sell ono make a profit Wastage would have to be
accounted for and will need to be monitoretbsely. Bvenue from sales could either go towards
the parks upkeep or could be used to support community groups that were involved with this
initiative e.g. local Scouts /rBwnie groups.

Option 2 - to close the nursery and to outsource the service with a holding
area at Peasholm Park.

Many of thesame comments apply as detailed undmgtion 1 (Section 1.3) Security is likely to

be the biggest issue if a holding facility were built at$hedm Park Although not an ideal site

for holding bought in stockhis optioncould work To prevent both public access and thefigt
holding facility will need tde designed andonstructed to minimise these risk§he impact of

the construction ofuch a facility on stakeholders would have to be quantified before embarking
on such a project, particularly the impact of traffic associated with deliveries to and from the site.
There may be potential for sales of surplus stock to visitors to miniméstage and if there is

the appetite to do spsellstock that has been ordered specifically to sell on.

Peasholm Park would lend itselftbecoming a hub for community groups and educational visits.
There is potential to convert an unused toildbckinto a building for this purpose. Sponsorship
could be obtained from locagarden centrege.g. growing media, pots / trays and seeds). School
children could sow sunflower seeds in pots and take them home to grow on in their family, friends
or neighbourgyardens. Flowerbeds in less strategically important areas of the park coukikte

for educational purposes, e.g. to sow seeds of hardy annuals.

Option 3 - to invest in the current nursery to improve the efficiency of
production.

Having considered all of the evidend@gsnot considered financially viabte invest in the existing
nurseryin its current locatiorand condition access ipoor and would be unsuitable for deliveries
of compostexcetra by articulated lorries

Investmens in mechanisatiorsuch as a transplanting machiisaunlikely toprovide asufficient
return on investmenion the current siteo warrantthe purchaseof such items Theoutput of
such machinesould be restricted as bottlenecks would quic&tcur dwe to the shortag®f large
growing areas

Significant infrastructure expenditure would replattee old existingglasshousesvith modern
Venlo glasshousstructuresto help improve growing conditiondf this option were chosethe

stock could be grown on the floor to improve the utilisation of spatecombination of growing

on benches and the floor does not result in good space utilisation. Growing entirely on the floor
in a well run unit can result in up to 96% utilisat@ispace.

© RSKADAS 207 3 ADAS



154

1.6

16.1

1.6.2

201

2.02

2.03

2.04

2.05

2.0.6

Another change required with ththird option is the change from raising plants from seed in
house to buying in plug plants’his option will save the Council money as it is cheaper to buy in
plugs than to rear plants from seed because of tamel energy cossavings The onlypotential
problem with this option is sourcing the requirements of the Council in terms ofdahge d
varieties and species.

Recommendations

It is our recommendation telose the nursery, sell the existing nursery site and buwiliplant
requirementsas finished stock ready to plant ouA central delivery point will be required to take
receipt of tre bought in plants prior to them being shipped to the point of use (the planting
location). A holding facility for plant delives should be buikht a suitable locatiojsuch as Dean
Road DepatExisting skilled staff members will be able to managefaledity andmaintainthe
quality of bought in plantso maintainthe current high standards

Outsourcing will have the greatest impact on nursery staff. Scarborough Borough Council is
committed to finding nursery staff new roles within its Parks and Environmental Services
Department and does not intend to make any staff redundant. As a result nursery staff job roles
andresponsibilitiesvould change. Many of the staff have worked at Manor Rdarkeries for a
number of years so retraining will be required to ease the transition to new job roles. Manor
Road Nurseries also supports a wide range of community,dsi@md in bloom groups and the
Gouncil has an aspiration to support these groups itlhe future.

Introduction

ScarboroughBorough Council has appointed AD#®Sundertake a review of it¢dorticultural
nursery provision¢ KA a4 LINP 2SO0 &adzLJ2 NI a GKS / 2dzyOAf Qa
aims.

The review of the birticultural nurseryserviceseeks to ascertain the most cost effective way to
provide the plants that the Council requireghilst ensuring that quality is maintained,
opportunities are explorednd costs are controlled.

Scarborough Borough Couizidursery, Manor Road Nurselig,locatedat the Manor Road Depot
in ScarborougliNorth Yorkshire) The nursergovers approximately 0.77 hectares of land in total
andis maintained and operated by staff working #carborougtBorough Council

The 077 hectares of land comprises of 2, 38Quare metersof protected growing space
encompassing both glasshouses and polytunn&lse gladsousescanbe heatedby the modern
twin fired gas boiler heatingystem, whictwas installedwo years ago.The Leavalley polythene
tunnels are not heated and are vented at each gvidthe opendoorway.

Manor RoadNursery curently produces approximately0®,000 bedding plants per annutnat
are predominately for use in the parks and gardens that are owne&dgrborougtBorough
Council.

TheHorticulture nurserysupports a wide range of community, Friends and In Bloom groups and
the Council has an aspiration to canie to support these groups the future. There is a small
shop fadity on site whiclsellsplants(many of which are surpluak well as compost to the public.

© RSKADAS 207 4 ADAS
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Manor RoadNursery has beein operationfor a number ofyears Existing glasshouses were
constructed in 1988 and have remainedgelly unchanged since.

Limitedinvestment in the nursery has led many of the facilities becomingutdated or not fit
for purpose Whilst some important investments have been maaeecent yearssuch as the
installation oftwo modern boilersin an attempt to improvethe unis energy efficiency The
investmentis undermined by the agend conditionof many of the production facilitie®.g. the
current glasshousehat havemany large holes in thieroofs).

If the nursery is retainedalong term plan needs to be developgmimodernise both the facilities
and production practices. nvestments in key in&structure need to be consideredor the
nurseny fiture to drive efficiency and ensure practices are made nedfieient and profitable.
It will be very difficult to reduce costs of production to a comparable level with outsourcing.

The focus of thd nursery review is to ascertathe most cost effective way that Scarborough
BoroughGouncil can obtain the plants it require§.heobjectivesof the report arelisted below.
This report highlights the findings of the nurseryir{cluding: facilities current methods of
production, plant range and logistics) ancbmpares these findinggo modern commercial
production practices. Options for the nursery are then explored and the advantages and
disadvantages for each of the options are evaluatedThe report concludes with
recommendationgor Manor RoadNursery (despite this not being the recommended option) and
how these couldbe implemeted to achieve long term success by improving #féicienty
productionon the nursery.

Objectives

Determine the most cost effective way of providigcarboroughBorough Counc@ plant
requiremens.

Explore options ananplicationsassociated with Scarborough Borough Co@siitategic review
which & looking at the options to poentially consolidate théwo existing depot{Manor Road
and Dean Road)nto one site(Dean Roadin order to deliverevenue savings and operational
efficiencies.

Reduceoperational costs for Manor Roaddursery by implementing efficiency savings if deemed
appropriate

© RSKADAS 207 5 ADAS
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3.2

3.21

Findings

This gction describes theurrent methods of productioon the nursery in relation to the existing
facilitiesandalso evaluateglant logisticon site

The findingsof the nurseryare comparal to modern commercial practice® highlightwhere
Manor RoadNurseryis operatingin line with modern nurseries and whetiee nursery practices
are outdated compare to modern commercial nursery practise

With the nurserylayout largely unchangesince the 198s, there are several features that are
outdated and require attention in order for the nursery to become more efficemd for the
nursery to operatén line with commercial standards.

Current facilities

The glasshouseat Manor RoadNursery are outdated Cambridge typglasshousesvhich are
seldom encountereih commercial productiomhere Dutch Venlo housdsee Glossaryarethe
standard.Theglasshouses on the nursery have been in place since 1988 and as a result are not fit
for purpose. Many of the compartments in the glasshousagelargeholes in the roof du¢o the

age of the plastic roofing materjakhich hasdegradeddue to ultra violé light. The remaining

intact sheets wilhave very poor light transmission duedegradation largely by ultra violet light.

The glasshouses on thmirsery are clad in polycarbonate with a double layeirefllaron the
roof; which haslegradedresulting in many large holek.is worth highlighting the fact that Tedlar
is never used imommercialplant production Polycarbonate sheeting has been used to reroof
house number 8 in 2014 at a cost of circa £20,00@e light transmission througlofycarbonate
sheeting deteriorates in the first two years and is impossible to clean effectively.

Current methods of production

Plants are currently pauced both on benches and on the floor withithe glasshouses,
depending on the compartmendf the glasshouse Packs and patare currently reused; no
commercial growers would consider doing this given the risk of carrying over pests, diseases and
weeds. Growing on fixed benches within some of the glasshougigsresults in poor utilisation

of spacemeaning that approximately 40 percent of spacevassteddue tofixed growing areas

and pathwaygFigure 3. Growingplantson the floor results in improved space utilisation as some
short term crops can be grown pack or pot thiekth minimal spaceequiredfor watering or

spray applicationin some of the glasshouse compartments plants are grown on roller benches
whichfurther improvesthe utilisation of spaces no permanent pathway has to be maintained.

© RSKADAS 207 6 ADAS



Figure 1.Production orfixed benches resulting in inefficient use of space

3.2.2 The majority of ommercial nurseries grow on the flo@ffigure2) as this prodiction system offers
the most flexibilityand does not require the same level of investmeasta roller benchbased
system This would typically result ir6&o 80 percentof the total square meterage of protected
space producingaleable crops. The remainin@td 25 percentof potential growing areas would
be accounted for by paths (for wateringpraying and accessing the crop with Danish trolleys to
lift for dispatch) and crop wastage.

3.23 Roller benchs result in a much higher utiiion of space (up to 90 percerdasthe benchescan
be moved to allow access between thentherefore minimal space is taken up by permanent
paths. Roller benches are typically used large nurseriegvhere containergrown crops with a
high energy requirement are grown

Figure 2 Plug plant production on the floor on a commercial nursierya twin bay Venic
glasshouse

© RSKADAS 207 7 ADAS
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Number of crops per season

In an average seasoncammercial nursery producing beddiptantswould produce2.0 t02.5
cropswithin each structurdi.e. glasshouséi springand 0.5 to01.0 in autumn/vinter. Pots and
trays of plants would also be grown with minimal space between them in dodgiilise space in
the most efficient wayThis would typically genera@mannualturnover in the region of £900,000
per hectare of glassthe outputwould be higher than the current figure f&carborouglBorough
Council(approximately 8%plants per square meteat yea). Acommercial nursery would have a
higher throughputwith the bulk of production in sigacks resultingni approximately 360 plants
per square metera year Growing early season crops is more energy intenshowever
commercial growers have to maintain glasshouses to a high standard to remain viable; any broken
glass is replaced within a matter of days. Therefore costs would be towaetypical commercial
bedding unit despite more intensive cropping

Nurseries supplying garden centres generally experience higher wastage than those supplying
local authorities as retails rarely take all of their reserves if poor weatherueds demand and
sales.

Manor Road Nursery produce approximatélyto 20 percensurplus depending on the species
of plant. Howeversurplusstock is not wasted as it is sold on site in a small shop fadiignts
are currently soldvithout accurate knowledge of costings.

Tray filling

Modern technology is being utilised in some areas of the nursery. One example is the use of a
mechanised tray filler.Tray fillers are used for homogeneous filling of polystyrene and plastic
packs and trays, and for filling pots in various sized shuttle trafie. number of trays/pots that

can be filled an hour depends on the machine, however all machines can fill neseyrays and

pots than a human canTray fillers are common on most commercial nurseries.

Seed sowing

Thenursery currenthyproducesmost planting stock in hese from seed bought from Mddeseeds
In 1999 the Council invested in a seed sowiraghinefor the nursery, priotto this all seed was
sown by hand Whilst mechanising the process will have increased efficiency slighthouse
seedling productiornis still considered highly inefficient practice Few nurseries sow their own
seed these days as it is considered more efficient to buy in seed or cuttings raised(phggs
Glossary. The nursercurrently buys in some plug plants e BegoniaNonstop, Petunia,Pansy
andPrimulaare also bought in as plug plants.

Producing plugs from seed can take up to six weeksBegoniawith many speciesequiring a
warmenvironment of15°C. No commercial growers would consider raising mainstream bedding
lines from seed because of the labour, space and energy requitleg.deliveries are sctauled

by week number so that they are transplanted within days of recdtot. industry standard lines

(for examplePansy, Begonia and Lobglinismore cost effective to source young plant material

as plugs rather than seed, wheadl costs associated with seed sowing preperly accounted

for, in line with standard commercial practice. Plug suppliers remove any failed or small plug
plants and gap up trays prior to dispatch so that transplanting machines can utilise every seedling
removingthe risk of poor seed viability impacting @lant numbers production targets Table

1 below compares the price of seed and seed raised plugs

© RSKADAS 207 8 ADAS



Tablel. Comparison between bought in seed and plugs plants that are ready to transplant

Variety Target Seed cost | Estimated labour and] Plug cosfor Difference in
number heating cost for target] target number cost**
number associated (number of
with in house plugs per tray in
production brackets)
Begonia nonstop 3,000 £35.00 £420.00 £420.00 (142) £35.00
Bellis 3,500 £57.00 £210.00 £157.50 (350) £109.50
Lobelia 5,000 £14.00 £300.00 £140.00 (350) £17400
Pansy Inspire 4,700 £76.65 £28200 £164.50 (350) £194.15
Matrix
Pelargonium 3,000 £81.25 £18000 £157.50 (350) £103.5
Horizon
Total number / 19,200 £263.90 £139200 £1,039.50 (350) £616.15
cost

*N.B. Figures based on an orddrom one plug supplier

** |In house production of plugs requires significant heat and labour inputs from early Janleneas
nurseries that buy in plugs do not commence production until March. These additional energy and labour
costs associated with in house production of plugs wauitiveigh what appears to be@otential saving

when just the seed cost is consideredsulting in a moe expensive production systenBought in plugs

result in moreefficient use of space on the nursery, help to improve crop uniformity, reduce wastage,
allow businesses to react quickly to changes in the market and aid production scledubrcleathat

buying in plugs is the mostfficient method of production.

3.6 Cuttings

3.6.1 The nursery produca combination of itewn cuttings whictare supplemented by some bought
in bare root stock. Manor Road Nurseriesoverwinterstender stock for example Pelargonium
Dahlia and Fuchgjido take cuttings from in the spring. This does not reflect currentroercial
practice asstock plantghat require heat over winte(October to Marchjre costly to maintain

3.6.2 Commercial bedding producers buy in tendemung plants earlyni the season, typically from
week 10 onwardsCommercial practice is to either buy in unrooted cuttiagsl root these under
contact polythene otbuy in rooted cuttings that are ready for potg on. Typically pecialist
propagatorsmother plants(see glossangre grownabroad where heating costs are negligible.

3.7 Transplanting

3.7.1 Al of the transplantingat Manor RoadNurseryis currently done by hand. On commercial
nurseries it is@mmon to have a transplanting machitteat cando the work of sippeople For
the output in packs at ManoRoad Nurseries this wouldnly equate to an estimated 40 80
hours work per season. With suatiow output it is difficult to justify the investmenhowever
without a transplanting machine it will never be possible to match the efficiency of a modern
commercial nursery.

© RSKADAS 207 9 ADAS
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3.8.3

Difficulties such asecuring a suitable workforce and the rising cdstediable labour mearhat
growers increasingly need &xplore the use omechanisation to do fundamental taske the
nursery A transplanting machine and a team of three people are capable of filling approximately
2,000 square meters in a day when risplanting typical bedding species. An efficient flow of
plant material on the nursery is necessary not only to keep costs down but to prevent
transplanted stock backing up at the point of transplanting.

Figure 3.An example of a transplanting machin

A transplanting machinérgure 3 could also replace the tray fillinmachinein many instances,
however the tray filler could be retained to speed up the paitprocess where appropriated
transplanting machine costs in the region of £25,80d should pay for itself thragh savings in
labour within 12 to24 months, depending on throughput.

Overwintering plants

Some tendersemitender plants are overwintereét Manor RoadNursery The majority of
modern, profitable, commercialurseries buy in all the young plant material that they require for
each season from young plant producers.

Tender stock is typically bought in from week 10 onwar@sily specialist nurserieproducing

tender stock which commands a premium price @astify overwintering tender plants. Plugs to

grow on can be sourced from a number of specialist propagators such as Ball Colegrave, Stocks
Lane Nurseries and Volmary Limited.

HeritageDahliaand PelargoniumgGeraniums) could be bought in frogpecialist suppliers or
National collections sSuch asGreenyard Flowers UK Ltd f@ahlia, Fibrex nurseries for
Pelargoniumyhere specific varieties are not available in the wider plant trade. If the decision is
taken to outsource plant production Contiagrowers should be able to source the required
varieties. Heritageand more unusualarieties may be more expensive than standard lines.
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3.9 Gas usage

3.9.1 Cdculations havéveen carried out on Manor RoadikNBE SNE Qa I &4 dz(HzBB SHR Q8
consumpton to figures published by the Carborust for benchmarking purposes (intensive and
extensive producers of protected ornamental&}t present we are basing our calculations on the
Yy dzNB& S NE Q 2016820FR ghSusefd(£24,17Howeer, an actual value of gas consumption
will add robustness to these figures. The values have been convertétbwatt hoursand are
shown inTable 2 below.

Table 2.Manor Road Nrsery gas consumptidiigures

_ Intensive Extensive

kWh/m2 Costhr. kwh/m2 Costhr.
Best 350 £6.45 155 £2.89
Typical 450 £8.29 175 £3.23

Manor Road Nurseries currensage 555 kWh/m2 £10.23/m?
1 Therm = 29.3 kWh
Average of 54p/therm of 1.843p/kWh Assumed

N.B. htensive production of protected ornamentals relates to crops with a higher energy requirement
than bedding e.g. Poinsettia.

3.10 Plant logistics - Species list and plant numbers

3.10.1. Currenty an extensive range ofarietiesare produced atManor Road Nursey. For example,
there are over30 varietiesof Geraniumgrown at ManorRoad Nursery Thereis no evidence to
suggest that there is a minimum batch size per individual plant variety, a specified minimum order
number or a specified value for bought plant material. To be comparable with a similar
commercial nursery the number gérietiesmust be reduced.

3.102 Numbers of each variety required in displays are driven by the design of planting schemes and
during this review no evidence was falito suggest that consideration is given to the cost of
plant production.wSRdzOAYy 3 2NJ aAYLIX AFe@Ay3 (GKS NIy3IS gAf
perception of displays.

3.103 The currentpproachio productionis not considered cost effective withindlplant trade as small
batches /multiple varieties are costly to produce, both in terms of plant material and the crop
management associated with meetitige needs of individual speciasiltivars.

3.104 Minimum batch sizes should be linked to plug tray sif#ferent suppliers may offer different
sized plug trays, however typical size plug trays include the following number of seedlings: 84,
180, 336, 350 and 480. Larger plug trays generally contain sisedlélings with a lower cost per
plant.

3.11 Transporting plants

3.111 Danish trolleys ar¢he standard means of trapsrting plants within the tradeRigure 4. The
trolley contains adjustable shelves to provide the maximum carrying capacity forgtnédiion
of plants. These shelves allow the user to decide on the number of shelves required and to place
the shelves at the spacing needft the type of plants being transported. The multiple shelves
help growers to reduce transport costshich redwces costs on the nursery overall
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3.11.2 Production systems need to be based around Dan
trolleys so that the trolleyscan be wheeled into all
structures (most nurseries use rubber trolley trac
as paths in the absence of concretthese are
manufactured from recycled car tyres) to allow stof
to be stood down and lifted fodispatch in an
efficient way.

3.12 Retail sales on the nursery

3.12.1 The nursery contains a small retail section on g
where phnts, compostgtc. are sold to the genera
public. Initially this was to save wastage of surpl
stock but now crops are being grown specifically
be sold through the retail unit. A review of the pricq
of the plantssold highlighted that in eme instances
prices need to increase to reflect the true markd
value of the planteffered. For example2 and 3 litre
shrubsare currentlypriced between £2.50 and £3.50
A more commercial price would be £10 for diRe
and £12 for a 3 litre pot (geending on the species)
reflect the time andgrowing practices that go into
producingthis type of plant.

3.12.2 If the nursery continueto sell plants to the public, it
is important that accurate costings of both fixed af Figure 4.An example of Danish trolleys
variable costs are appliesb that theCouncil nusery
is not subsidising salesAreas with public access are normally rateable and this needs to be
consideredas a cost to producing this service.

3.12.3 ThenursenQ & NB (slndt very dvélll adSeitibed and it is likely thatmy @  f 2 OF € LIS 2 LI S
know ManorRoad Nurseriesoffersthis service.The retail offer does not appe#&r be advertised
on Scarborough Borough Cougilvebsite.

3.12.4 Thecurrent nursery access is poor athe nursery is noparticularlyobvious topassing motorists;
therefore opportunities for retail trade cannot be maximised on the current site. Padkirgite
is limited, resulting in congestion when a small number of customers arrive oatdite same
time.

3.13 Staff

3.13.1 There arefour members of permanent stafincluding the Nursery/@eration manager) More
efficientfacilities and working practicepuld help to reducstaff requirementswith associated
cost savingsreducing the impact of rising labour costs as a result ofitireg wage

3.14 External advisors

3.141 Most commercial nurseries use an external independent consultant to offer advice on crop
management and production practices and also for pest and disease prevention and cohtsol.
helps growers to benchmaigainst industry standards and others with similar facilitig&nor
RoadNursery currently reliesn in-house staff for this advice.
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3.15 Other stakeholders

3.151 The Britaint Bloom impact reporin 2011, concluded that Britainn Bloomhas positiveampacts
on the physical and social landscape of the UK, enhancing communities in a number of ways,
resulting in:stronger communities,reductions in crime and ansiocial behaviour, improved
health and weHlbeing, development of skills and confidence, rsger local economy, improved
physical surroundings and enhanced natural environmerithis highlights the impeance of
continuing to supportth Boom groupspiven the contribution to societyhat they make.

4. Options

After reviewing the findingshis review concludeghat ScarborougtBorough Council have thramain
optionsfor Manor Road Nursery:

1. To clos the nursery andutsource the service with a holding area on a suit&lancil owned site,
e.g. Dean Road Depot

2. To close the nursery armlitsourcethe service wih a holding area on a suitable@cil owned site,
e.g. Peasholm Park

3. Toinvestin the current nursery to improve the efficiency of production

4.1 Option 1 - to close the nursery and outsource the service with a holding area
on a suitable Council owned site, e.g. Dean Road Depot

4.1.1 The costs provided by Scarborough Borough Council (£30600800,000) to decontaminate
and level the site (contaminated by hydrocarbons from underground fuel tanks that have leaked)
prior to construction ofa holding facility at Den Road are costs that will be incurred regardless
of whether a holding facility for bedding plants was built at this site or not.

4.1.2 If in house production ceased there would be social as well as economic effeasing irhouse
production shoulchot result in the loss of heicultural skills as it is theddncil@ desire to retain
all permanent staff If the transition to outsourcing is properly managed, social effects should be
negligible as iis the @uncil® aspiratiorto continue to utilise seasonal bedding plants in its parks
and gardens

4.1.3 Buying inexactly the sameange of finished plant material that is produced and used annually
will not be possible as it not viable for commercial nurseries to @ffesry extensiveselectionat
standard costs. It may be possible to have a more extensive range contract grown, however most
bedding suppliers price on pack or pot size. Based on the current annual plant use (160,800 plan
in four packs, 20,000 plants in paxcks and 20,000 plants in 10 cm pots, with additional specimens
in 7 L pots); it is estimated that buying in approximately 200,000 bedding plants (in the specified
pad/pot size) would cost Scarboroug@orough Council approximatel$%,000 per annun{See
section 4.1.4.

414 Eventhougf OF ND 2 NP dzaK . 2NRdzZIK / 2dzy OAf Q& LI I yi NBI «
for less tha it currently costs to producthem in house, the Council would still incadditional
costs, for example:

1. There would be a red to visit contract grower(s) during the growing season to monitor the
quality of the stock.
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2. Each delivery would need to be checked by a competent person who had authority to sign
the delivery off.

3. Plants would need to be held in a secure compound to@né theft with suitable protected
structures to protect tender bedding plants from late frosts.

4. A skilled member of staff would be required to maintain and water plants prior to planting
out. Watering is one of the most skilled jobs on the nursery amgh@wledge of water
requirements of the different species is essential; the time of year and prevailing weather
must also be taken into account when making irrigation decisions. It is worth noting that
more plants are killed on the average nursery throoghkr watering and associated root rots
than drought. It may be possible to retain an existing member of staff on a seasonal basis for
this job role. This role could dovetail with other roles within the Environmental services
sector.

4.1.5 The costs oflifferent sized beddinglants grown in packs and pots ai@utlined in the table

below. It is estimated that in total it would cost Scarborougbr&igh Council approximately
£65,000 per year to buy in the plants that would be required to meet currentirequents. This
cost is a sum of the costs outlined Tiable 3 plus a contingency of £3,832 for any additional
requirements (e.g. 7L specimengyith additional cos$ for a skilled member of staffcirca
£25,000Y)0 inspect and maintain thdeliveredbedding prior to planting outA dedicateccovered
holding area for stock (to protect itdm adverseveather conditions) would attract a further one
off cost of $£5,000 to £60,000 for a 500 square metersovered holding areddepending on
specification.

Table 3 Costs of buying in different size finished plants

Type Amount plants | Amount of packs] Cost per unit Total cost
required /pots required (pack)

4 pack 160,000 40,000 £1.25 £50,000
6 pack 20,000 3334 £1.25 £4,168
10 cm 20,000 20,000 £0.35 £7,000
Total cost of buying in stoc £61,168
above

4.2 Option 2 - to close the nursery and outsource the service with a holding area

421

at Peasholm Park

The seconaption to be explored i¢o hold bought in stock in a purpodmiilt holding facility at
Peasholm Park The costs associated with buying in finished plant material are as for option 1.
Given that Peasholm Park is one of the Boroughs showcase parks a holding facility with associated
deliveries to and from the site ay detract from the ParkTherefore the feasibility of this site

must be questioned dueotthe potential impact on stakeholder$ecurity is a potential issue on

a site with Public access.

There may be potential for sales of surplus stock to visitethe park to minimise wastage and

if there is the appetite to do s&ell on stock that has been bought in specifically to sell on and
make a profit. A tempory shop at Peasholm Park cadieertise locally through theddncil and
social media regardinglven plant material would be available to buy.
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Peasholm Park wouldestlend itself to becoming a hub for community groups and educational
visits. There is potential to convert an unused tdiletckinto asuitablebuilding for this purpose.
Sponsorshi could be obtained from locgarden centrege.g. growing media, pots / trays and
seeds). School children could sow sunflower seeds in pots and take them home to grow on in
their family, friends or neighbours gardens. Flowerbeds in less strategioalytant areas of

the park could be used for educational purposes, e.g. to sow seeds of hardy annuals.

4.3 Generic concepts for both options 1 and 2; Requirements for a holding area to
receive delivery of bought in stock.

4.3.1 In orderto exit the current nursery sitea suitable location foa holding facility musbe found.
This section outlines the criteria for selecting a new aitd the importance that should be placed
on each of the criteria in the selection proce$s summarya new site should be located near to
good transport links, have good road accdsssuiably sized and havenly a slight gradient.
Ideally uilities would be in placehowever thesecan be upgraded or installed if required he
soil type should not be major consideration as all stock will be container grotwowever the
site will need adequate drainage to allow excess irrigation to dfalhilst the ©uncil should
strive for value if purchasing a site, it must be acknowledged that an ideal siteamagand a
higher price than standard agricultural lan@riteria relating to siteselection is detailed in Table
4.

Table4. Criteriafor the new holding facilitgnd theimportanceof individualcriteria to hold bedding

Criteria Reason Ranking ofimportance
(1-3, where 1 is of low

importance and 3 is of
high importance)
Access Needs good road access for deliveries to the éiia 3
articulated lorry)

Location Should ideallybe centrally located within the Borough 2
for efficient plantdistribution.

Size Expansion of thenolding facility will not be necessary 3
the future so thesite needs to be sufficiently large t
accommodate a 500 protected structure (high
polythene tunnelknown as a Kedehouse) a maximun
of 0.4 hectares lkely to be required Bird deterrents
such as wires or automated seagull scarers would r
to be incorporated in the design to prevent damage.

Gradient and The new site should ideally be level, or have® al@pe, 3
Topography as this helps to improve the efficiency on a nurse

especially regarding the movement of plants, and the

slope improves drainageExcess roof water should t

discharged to groundwater via a soakaway. This

save incurring charges assoeidtwith the disposal o

waste water.
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Criteria Ranking ofimportance
(1-3, where 1 is of low

Utilities It would be an advantage, babt essentiglthat utilities

importance and 3 is of
high importance)

are provided to the new site. Utilities can be installe

necessary.
Cost Land should be in the region of £25,000 per hectare 2
new site has to be purchased. If the existing site is
for development there may be a case to pay more t
£25,000 per hectare for an ideal site.
Soil type Soil type is not of great impahce as crops will not b 1
grown in the soil.
4.4 Nursery specification

4.4.1

4.4.2

443

444

Venlo glasshouses originated in the Venlo area of Holland and have become the standard
glasshouse unit within the horticultural sectoenlo glasshouses are built with a skeleton of
galvanised steel and aluminium and are based on a 3 m wide bay; often two bays are joined
together to give a clear work space as the roof element is only 3 m wide.

The modern glasshouses are 4 m or more to the gutter meahigigthere is more space for air
circulation, resulting in improved ventilation and growing conditions for plaiiscomparison,

air movement is much poorer within Cambridge glasshouses daegétatively low roof and one
central roof vent. This increases the humidity in this type of glasshouse, resulting in favourable
conditions for fungal pathogens.

The light transmission withivenlo glasshouses is improved by to 20 percenthan in the
existing Cambridge glasshouses because of the larger panes of @Qlastapping panes of glass

in Cambridge glasshouses tend to result in algae growing between the overlapped panes, reducing
the light transmission, which has a direct impact on pnowth.

Glass replacement within Venlo structures is simple and glass cleaning is much easier than in the
Cambridge glasshouses and can be mechanigesdwvith many standards the Venlo glasshouses
are easily extended and spare parts are readililable.
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Figure 5 Exterior image of a Venlo glasshouse with a rainwater harvesting system

4.45 Heating a single block of glasshousessismated to be 15 percennore efficient than heating
multiple individual glasshouses as is tharent practce at ManorRoad Nursery Air leakage
through the many holes in the roofing sheetsefisting glasshouses éentributing to energy
losseqFigure §. Figures from the Carbon Trust indicate that redgdir leakage can result in 10
to 30 percentin fuel savingsHeating the existing structures in their current tet&f repair does

not makefinancial sense.

Figure 6 Interior image of existing glasshouse roof with UV degradation of Tedlar covering resulting in

large holes

4.4.6 Recent advargs in glasshouse design and construction have significantly improved energy
performance. Better construction methods and improvements in the quality of doors and
ventilators haveall improved the air tightness of structuredlew designs of glasshouseswia
therefore have a better energy performance than other styles.
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4.47 Further efficiencies are often obtained on commercial nurseries by utilising direct
thermostatically controlled gas fired heating systems which react instantly to the prevailing
environmental conditions.The heating and vent set points can be computer controlled in modern
glasshouses to optimise growing conditions throughout the year.

448 A large modern glasshouse cd&e compartmentalised with screens to facilitate different
temperaure regimes for various crops; e.g. calto 10°C (e.gAlyssum, Antirrhinum, Dianthus,
Mimulug), medium 10 to 15C Dahlia, Fuchsia, Verbenahpd warm 15°C +(Begonia, Canna,
Impatiens, Salvia

4.49 The infomation contained in section 4. included to highlight just e far removed existing
facilities are from commercial production facilitie®s 500m2Venlo glasshouse would be very
expensive as no commercial grower would construct a glasshouse this small these days. It would
not be posible to justify investing in a glasshouse of this size as a holding facility which would be
used for just a few weeks per year. If properly managed it should only be necessary to hold
finished plants for a few days prior to planting out.

4.5 Environmental standards of facilities

451 Given that only periodic frost protection would be required efficientgas or oil fired direct
heating system would suffice. This would be cheaper than moving existing hdiietswould
be over spec for a uhof this size. A biomass heating system wadtibe appropriategiven the
erratic heating requiremergtand relatively low costs associated with periodic frost protection

4.52 Water use will be low in the holding facility so it will not be worth itives in rain water
harvesting technology Also, anyvater collected has to be treated to kill plant pathogens prior
to use thereforea mainswater supply is suggested.

4.5.3 Borehole water can be lower quality tharther water source$rom an irrigation perspective as it
can contain high kels of mineralse.g. sulphatefron, which can have a detrimental effect on
plant growth. Rainwatercapture systems help to mitigate flood risk associated with new
developments, supporting planrgnapplications. There may be opportunities to capture and
recycle rainwater for use in other Council activities within the Dean Road Depot.

4.6 Topography

4.6.1 Topography ianimportantfactor for the holding facility The site needs to be level, oewy close
to being level, ® allow for efficientand easy movems of plants. ldwever, a very gentle slope
of 2° is preferable as this permitsetter surface drainagelt is envisaged thagroundworks could
be carried out if the site was not already l&valthough it must be acknowledged that there are
highcosts associated witinajor earth movements.

4.7 Size

4.7.1 A holding facility would need a maximum @# hectaresin sizebut couldbe smaller. It would
need to be sufficietly large toaccommodate a 500 square metéeder housga water storage
tank, offices and car parking.
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4.8

481

4.9

491

4.10

4.10.1

4.1

411.1

411.2

4.12

4121

Access and location

Good accesand a suitable location arenportant aspectsfor the holding facilitiesite. Good
road accesgwith minimal congstion) for deliveries of stock to the site amdt to the planting
teams will beanimportant factor contributing to the sites efficiencycood access to the nursery
isrequired to allow the transport of plants to and from the sitehelp minimiseransportcosts
The site mustlso be accessile for people with disabilitied there is a retail component

Water and other utilities

A seasonal holding facilityould only house significant quantities of stock for a few weeks per
year. Therefag water use would be negligible. iv&n the need to manage the chemical and
biological properties of cheaper and maastainablesources of water (e.g. borehole / recycled
water), mainswater will be the best option fothe irrigation water source.

Potential sites

Dean Road Depot arReasholnParkare owned byScarborough Borough Couraild havebeen
identified aspotential sitegor the plantholdingfacility, howeverdetailed site surveys would need
to be carried out to determine their suitdlty for use as a holding siteFurther investigations
would be requiredbefore any decisionsould be made No detailed site inspections have been
carried outas part of this project as the focus has beerthe most cost effective way of providing
the plants required fpthe Guncil.

Investment required for the new holding site

Revenuegenerated from the sale of the existing site could be used to offset the cost of the
construction of the newplant holdingfacility. It is estimated that it would cost approximately
£55,000to £60,000for a 500 square meter Keder housdt is estimated tlat it would cost an
additional £26,000 t&36,000to preparea Greenfieldsite (for groundworks, water ankeating

etc.) meaning that in total it would costetween 81,000 and£96,000 to put up a 500 square
meter Keder Hous®n a green field site The Dan Road depot attracts significantly higher
redevelopment costs (which is common with brown field sites) with quotes to prepare the site for
tunnel construction in the region of £300,000 to £400,000 which is extremely high for the size of
this project. It shauld be noted that this level of investment will be required at the Dean Road
Depot regardless of whether a holding facility is constructed on site osmttiese costs would

not be attributed to this project by Scarborough Borough Council

Invesiment in a new holding facilityf this scale could be written off over a 10 ypariod, costing
£5,500t0 6,00 year,or over a20 year period, costingZ750to £3,000a yearastunnelsof this
type have an expded lifespan of 10 to 20 yearsThe wholeproject is likely to cost between
£81,000 and£96,000 anddepending on the specification and size of other buildings and the
amount and type of hard standing.

Machinery

Investmentsin new machinenare not neededto ensure efficient workingracticeson the new
plant holdingfacility. The newplant holding facilityshould be designed around the use of Danish
trolleys.
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4.13

413.1

4.14

4141

4.15

4.15.1

4.16

4.161

4.162

4.17

4171

4.17.2

Irrigation system

A simple overhead irrigation system will suffice for the rgant holding facility The dsign
should feature plenty of taps to control each bed independently in order to meet different species
/ growth stages irrigation requirementsvhilst minimisinglabour costs associated with hand
watering. Liquid feeds can be applied via dosatronsnpbed into the irrigation system; this will
maintain quality of plants being retained to gap up displays throughout the season

Additional facilities

Regardlessf the location of theplant holding facilitya retail outletcould be located in Resholm
Park(as part of a community facilitypp generate plant sales from surplus stockny profits
generated could be used to help fund the costs of operating the numeaiternatively could be
used to support community groups that are involved with the parks

Movement of current equipment

Assuming that th recommended size of holding nursésyconstructed byscarborougtBorough
Councilon the new site the existing polytunnelsthat are rot requiredcould be sold donated
to localallotmentsto useas a community resourcdt is thought that most of the othesuitade
equipment that Manor Bad Nursery ownsthat needs to be retaineccould easily be mowkto
the new location.

Option 3 - to invest in the current nursery to improve efficiency

The potentialcost to re-develop the site would be high due to thepoor accessand costs
associated witldemolition and removal of the existing facilities. The output from thecstenot
justify this level of investmerdo it notconsidered a viable option.

It is not viable to invest in the existing facilities due their limitations. Famgie even if the roof
was replace@nd benches were removed to facilitate growing on the fldbe layout of the unit
will never be suitably efficient for modern bedding production.

Glasshouses

It could cost in excess of £500,00® remove and dispose ofthe existing glasshouses and
buildings. It would be necessartp level the siteprior to construction; the presence of rock can
add to costs, there may also be a needting inhard-coreto help build udand. Costs associated
with re-routing of utilities such as water, electric and communications (phone and internet lines)
must also be allowed forlt is difficult toobtain a costdr a suitably small unit (1000 square
meters) as there is n@ommercialappetite to build such small housesFor this reasonany
investmentsm the current siteshould be short term investmente keep the facilities goingrhilst

a suitable new sit¢éo hold bought in stocks being identifiecand built

It is acknowledged that production within theurrent facilities is not efficient and the provision

of the nursery srvice currently costs ScarborouBbrough Council in the region ofl82,173per
annum. Regardless of which option is adopted there are opportunities to implement changes
that will resut in immediate cost savings.
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5.0

5.01

5.2

521

5.3

5.31

54

5.4.1

Plug plants

Buying in bedding plugs is more cost effective than raising the plants from skedse, largely
through savings on labour and heated space, as in house plugtion starts earlier than
pot/ pack poduction. Buying in plugs would al$elp to improve tke throughputbecause ceasing
production fromseed would free up additional space on the nursery for growing more stock.
There will be a need to factor in contingency to allow for losses at thepfansng $age; most
nurseries work on 10 percesurplus for most crops to ensure that production targets are met.

Cease overwintering tender stock

If ScarborougiBorough Council ceaseserwintering tender plants this will save significant costs
on heating and will free up space that plants can be growmore efficientlyon the nursery.

Rationalise plant numbers

Reducing the number of species and varieties grown on the nurs#él help to save costs as
different species have different cultural requirementsereforethe more species and varieties
the higher the costs of production

Prices

In some instances prices need to increase for certain lines that are solagtithe retail unit, to
reflect the true market value and toeffp maintain and facilitate renvestment in the site and
associated production facilitie€xisting low prices will undermine local growers, this is politically
unsavoury as the low priceseneffectively beingubsidisedy tax payersTable5 contains details

of current prices charged in the retail umitbng with suggested price increases

Table5. Current prices charged in the retail unit where prices should be increased

Plant variety Pot / Container size Current price charged Suggested price

Pot plants (e.g 10cm pot £0.50 £1.00
Polyanthus / Primula)

Bedding packs 4/ 6 pack £2.00 £2.00
Shrubs (various) 1L £1.00 £4.50
Shrubs (various) 2L £2.50 £10.00
Shrubs (various) 3L £2.50 £12.00
Dahlia / Geranium 5L £5.00 £15.00
Dahlia / Geranium 15L £10.00 £20.00

5.5 Growing on the floor

551

Growing plants on the floan new facilitieswill improve the utilisation of space and medmt
the number of plants growmia smaller production unitan increasgimproving efficiency
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5.6 Machines

5.6.1

help to minimise labour costs

5.7 Advertise shop

5.7.1

is no evidence ofidvertisement onii K S

would increase.

5.8 Contract grown stock

5.8.1

Atransplanting machineannot be used to its full potential gnnursery of this size¢herefore it

is difficult to justifyinvestmentin such mechanisation. Atransplany 3 Y I OKAy SQa
easily fill 1000 square meters in half a day. The existydilling machine thais currently owned

by ScarborougiBorough Councitould be utilised as much as possible to fill pots and packs to

The currenturseryretail offerisrelativelywell used by those that know exists, however there
| 2dzy Ok R Q&I BP0 AKES aK2LIQa L
general publicWith betteradvertisement the nursergould be visited by more people and sales

Tenders could be put out foroatract growing stock Other Guncils with larger plant
requirementsare exploring the potetial to contractgrow for neighlouring Boroughs(to reduce
the fixed costs associated with plant productios} this option could also be explored. A

2 dz

commercial contract in place is likely to be an easier business transaction compared with forming

growing partnerships ith other organisations. This formalises the working relationship, enabling

budgeted costs to be accurately controlled to cover overheads

6. Advantages and Disadvantages for each option

The main advantages and disadvantages for each option are surechariBable 6

Table 6 Advantages and disadvantages associated with each obpkiens proposed for Manor Road

Nursery

Advantages Disadvantages

1 & 2.Close the
nursery, outsource
the service and
construct a holding
area on a suitalel
Gouncil owned site
e.g.Dean Rad depot
/ Peasholm Park
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Risks associated with in house
production are passed tacontract
grower. An advantage if plants car
be bought in at competitive costs

TheManor Rbad Nursery site can be
sold to dispose of the financial
liabilities associated with the site,
generating finance to fadiite
investment in a new holding facility

22

Although it is the Councils intentior
to retain all permaent staff, thereis
the risk of losingkilled staff with
horticultural skills that will be
difficult to obtain even if just to
maintain bought in plants prior to
bedding out. Watering is a highly
skilled job that staff need to be
trained in otherwise highosses can
occur;normally as a result of over
rather than under watering

The sale of the current nursery site
may not be popular with the public
particularly if none of the proceeds
of the sale are invested in a new
nursery facilities
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Advantages Disadvantages

3. Toinvest in the
current nursery to
improve the efficiency
of production.
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Exiting the current site would save
money being spent on aging faciliti¢
and aninefficient nursery layout

Significant reductions in costs
associate with plant provision for
the Borough

Exact plant requirement can be
bought in each year to budget

Reduced expenditure and plant
losses associated with pest and
disease

Holding facility low cost over its
lifespan compared to annual plant
costs

Realigrstructures to current needs

Buying in plugs the short termwill
make the space previously used fol
raising seedlings available for plant
production

23

A new suitable site will have to be
sought construction ofa holding
facility in Peasholmd®k may attract
negative attention.

Further work willneed to be carried
out regarding the planing and the
design of the new holding facility.

Buying in alplants could mean that
Scarboroughoses its uniqueness in
terms of horticultural excellence

Less control over incoming plant
material and any pest or disease
burden that could be controlled on
the nursery prior to fanting out

Risk of late frosts damaging summ
bedding prior to bedding out
particularly if held outside. The
holding area would need to be
secure to prevent plant theftsAn
outdoor bed also likely to be
necessary to hold some stock long
term e.g. plants retained for gappin

up.

Not financially viable to invest
heavily in the curret facilities.

The aging nursery requires high
levels of investment to matain
structures, therefore if prodction is
to continue a total rebuild is
required (which is not considered
viable as thenitial investment will
be high). The volumes of plants
produced are not sufficiently high t
justify investment in mechanisation
to deliver economies of scale. Aul
of this size will never be suitably
efficient (as efficient as a large
commercial unit).
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7. Recommendations

7.01 After reviewing the levels of investment required to modernise the current nursery to make it
suitablyefficient, combined with théower costs of buying finished plants in and thet that the
site could be sold for housing, reinvesting in the current site (op8pmloes not make aund
financid senseand therefore is nb considereda feasible option It could cost in excess of
£500,000 to remove existing glasshouses dmildings, partially level the site and construct
second hand Venlo glasshouses and new offices/staff ro@pton1 and2 ¢ to close thenursery
and outsource the serviogould save costs associated withe corstruction of a new nursery. If
the current site was sold for buildinthe percentage of the sitesalevalue required to build a
holding facility to receive plant deliverigguld be negligible It is possible to buy plants of the
same quality as are aently produced in houseproviding that suitably ralist specifications are
produced (ideally with a photograph of the growth stage requireijjuality control procedure
would need to be adopted to check that incoming plant material met the required specification.
Selecting reliable suppliers with a proven track recofdansistently supplying othero@ncils
with quality plants should be a famt, rather than price alone. Somenhcils (with larger plant
requirements than the Scarboroughoiugh Council are exploring the possibility of contract
growing stock for other Quncils to help to support / justify their own in house production.
Working with other Councils that are taking this approach may enable Scarborough Borough
Council to retain some of the benefits of control whilst making cost savitiigen all of the above
facts are considered it ikcommended thatScarborouglBorough Councithoose option 1 and
cease production and buy in their existing plant requirensent

702 ¢KS ydzZNESNE Odz2NNByidfte LINRPRdzOSa | ¢ARS NI y3aS
displays in the parks and gardens aamdund the district of ScarboroughFew commercial
growers would produce the number of varieties or offer the catreange that the nursery
producesp CKSNBE A& a02LI)S G2 NIXaGAz2yFfAasS GKS ydzya
displays regardless of whether in house plant praztion continues or plants are bought in.
Buying insome plants whilst maintaining some in house produc{@sy. buying irhigh volume,
low value plantswould increase the cost of in house production of speciality plants as all of the
fixed costs assoafed with plant production would be attributed to a small number cdrpb,
resulting inhighercostsper unit produced.lt is recommended that a minimum batch size of 100
is adopted for the majority of plants. It is acknowledged that up to 10 specibgjlofimpact
specimen plants may be needed in smaller numbers.

7.0.3 Planting schemes are designeehiouse, utilising ifhouse design skillsesulting in plantings with
prominent visual impact. Whilst it is important to maintain a varietiiighquality displaysthere
needs to be a greater focus to utilise more efficiently produced tpiaaterial to help drive
efficiency from within. This may have to result in some rationalisation of higher value plant
material in less strategically importantgoiting locations; focusing on the most prominent areas.
Sustainable planting can be considered where this does not impact on the quality of displays,
maintenance costs associated with the anticipated lifespan of such plantings should be
considered priora their implementation.
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705

7.0.6

LG oAttt 0S ySOSaalNe (2 Sy3ar3asS gAGK FyR Ay@d?
rather than change happening in the background. There is a risk of losing staff facing periods of
prolonged uncertainty. The wider community shouldlso be engaged with the2Cdzy OA Q&  LJt
once a decision has been made to ensure their views and ideas can be accommodated as far as
possible. This is of particular relevance as the Council has an aspiration to cootiuporta

wide range of community, Friends and In Bloom groups into the futéeew holding facility

provides a big opportunity to get the public and the wider community involved, through training

and apprentice schemes (linked with other local Borough Cauranild plant suppliers),
community workshops and open days which could be held in Peasholm Park. This could help to
tap into volunteers to assist with planting / weeding, reducing labour costs.

It will not be possible to move to a new site untilleast 2018, if optiord is approved Given the

poor state of repair of existing facilities it would save significant amounts of gas (and associated
CQG emission} if finished plants were bought in from next springingthe existing nursergs a
temporyholding facility(regardless of which option is adopted in the long term)

If plant production is to continue it would be sensible to

1. Relocate to another site; either an existing nursery with suitable facilities or a new purpose
built site. Implications for existing staff and public access must also be considered that relate
to potential locations.

2. Design Bw purpose builKeder houses line with current environmental standards

3. Explore ptions to make future ossite plant production more féicient through revenue
generation e.gto service other mikets such asail order,or any unused production space
could be rented out to local growers.

4. Consider a onsiteplant centreto help engage with customefsate payers Roviding that
knowledgeable, helpful staff are employed the plant centre could become the first port of call
for members of the public seeking to buy quality, locally produced plants likely that
opening hours may need to be limited to drive efficiencjwareness of ma focused
opening hours (e.g. Saturday mornings 10am to lpwehjitional seasonal opening times
should beadvertised through various local methods including social media to help to engage
the wider community with the nursery would be essential.

5. Increasingthe y dzN& Sultdn@mbasecould helpenable the public to connect with the
nursery and facilitate the sal&f surplus stock (currently 10 perceoit required numbers for
the main varieties). This would also facilitate additional direct sales to thicpthrough an
ordering system where plants could be ordered for certain week numbers. This would need
to be managed so that existing batch numbers could be increased in number to improve
efficiency and prevent wastage. Payment when the plants are edould ensure that the
system worked.

6. Sreamlinethe nurseryoffer in terms of the minimum order number per speciéhe range
could also beationalised. tlis likely to 2 impossible to buy in Scarboroug2 NB dz3 K / 2 dzy C
current plant requirementsas plugs even if a range of suppliers are used. Using as fewer
suppliers as possible will enable the nursery to negotiate the most competitive prices.

7. Internal targetscould be set to rationalise the plant rangeor examplethe Council could aim
to reduce the numbe of plant varieties used by 10 perceot the nextthree years.

8. Baseproduction around the minimum sized plug tray available so that plant material is not
wasted a premiumis likely to becharged for individual traysDesigns can be based upon the
number of plants per plug tray to help to drive nursery efficienay.summary the fewer
plants producedn each batchihe more expensive they will be.
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7.1

7.1.1

7.1.2

10.

11.

12.

13.

Plan future production effectively; ven if the Council aoses not to follow the
recommended options (options 1 ar®) and decides toinvest in a new nisery, it will take

time to implement changes.nlthe meantime the current nursery eds to continue runmg

and it must become more efficient.To do this it is recommeted that the nursery should

cease overwintering as much tender stock as it currently does as this is expensive and bears
no resemblance to current commercial practice. It will be cheaper to bDaiia, Fuchsia

and Pelargoniumevery year than overwinteil KS y dzZNASNE Q& 24y aia201 ¢
difference between producing seasonal pack and pot bedding and specialist lines such as
Cannawhichmust also be taken into account

Change productiompractices There is a case to continue to overwinter sinamnounts of
tender dot plants that are difficult to obtajre.g. Canngsas nurseries buying in Cannas
struggle to obtain virus free stock which affects plant quality. Where collections are displayed
e.g. ahlias sponsorship may be a way forward to ntain such displays in the future.

Develop narketing themes talevelop a brand to engage saleghilst publicising the fact that
anyrevenue generalR g2 dzZf R KSt LI (2. f(YDXBSYAE QDI (ND 2 e 33K
Carry out market research to find out t@Ww existingcustomers heard about Scarborough
Borough Councils retail offer to see how the customer base can be increased.

Embrace changd; is no longer a viable proposition to carry on without making changes. The

use of outside consultants in the sam@&y the majority of the industry leaders should be
considered, to keep the practices current.

Short term efficiencies

The constraints of the current site make it difficult to implement short term efficiencies that will
quickly deliver a returimn investment Buying in plugs that are ready for transplantingd wifer
savings in both labour and energy (heating costs).

After reviewing the levels of investment required to modernise thesety to improve its
efficiency combined with thefad that the site could be sold for housing, reinvesting in the
current site does not makinancial sense and therefore is not a feasible optidincould cost in
excess of £500,00 remove existing glasshouses abdildings(assuming thatthey do not
contain asbestos)evel the site and construct second hand Venlo glasshouses and new offices /
staff rooms.
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Table7. Costs associated with various options

Estimated
revenue costs

Additional Comments

Continuecurrent
practice at Manor
Roadnursery.

Option1 ¢ to
close the nursery
outsource the
service and
construd a
holding area on a
suitable @uncil
owned site (e.g.
Dean Road
Depo?.

Option 2 ¢ to
close the nursery.
outsourcethe
service and
construct a
holding area on a
suitable @unci
owned site (e.g.
Peasholm Park)

Option 3 ¢ Invest
in current nursery
to improve
efficiency
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65
2

ol

|OO

9

o

-5,9
176.1

Total controllable

Building management

Income
Net

Total controllable

Remaining staff

Building management

Income
Net

Buy in plants

Remaining staff

Buildingmanagement

Income
Net

Total controllable

Building management

Income
Net

27

Aging site will require increasing
investment in maintenance
Inefficient production systemwould
remain Not considered a viable
option.

Will require skilled staff to maintain
andinspectdeliveries. Buying in costs
are currently low, so magxpose
Council to future cost increases
protected structure of BOm? required
to hold plans. Outline cost £5586k
depending on specification.irA to
move to siteafter autumn bedding
out before the spring season to
minimise costs associated with movil
growing plant material.
Recommended option

Will require skilled staff to maintain
andinspectdeliveries. Buyingn costs
currently low, so magxpose Council
to future cost increasesA protected
structure of O required to hold
plants. Outline cost £586k
depending on specification. Aim to
move to siteafter autumn bedding
out before the spring season to
minimise costs associated with movil
growing plant material.

Reinvestment oncurrentsite in the
region of £500,000This is therefore
not considered a viable option
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8.

Conclusions

Themain conclusions of this report are detailed within this section of the report:

8.0.1

8.0.2

8.0.3

8.04

8.05

8.0.6

Although option 1(to close the nurseryputsouce the service and construct a holding area on a
suitableCouncil owned site (e.g. Dean Road Dgpethepreferred optim there is unlikely to be
significantannualcost differences betwen options 1 an@ when the initial capital investment to
build thenew plant holding facilithas been taken account.o©Opion 1will requireinvestment,
however thecurrent facilities a not viable beyond the short term and tl@uncil could offset
some money from the sale of the existing nursery site against theotstilding the new holding
facility. Heat inputs into a holding facility will be lower than a production unit, howev@odern
purpose built holding facility will result in significagmergy savings compared to the existing
facilities. Welldesignedmodern facilites with a logical flow of plant materigresent further
opportunities for efficiencies.

If option 3 is adoptedhe new nurserywill need to significantly reduckabour costs in order to
bear anyresemblanceo the commercial nursery sector. This will be difficult to achieve on this
scale of production even if more efficient methods of protlue are adopted, e.g. buying in plugs
The curent nursery site when considered as a developmsitg, is suitable for residential
development, potentially commanding a high valughis combined wih the limitations ofthe

site and associated costdf redeveloping idetailed within this report is why we have concluded
that it not a viable long term solutioto redevelop the existing nurseag a modern nursery that

is fit for purpose. The best option would be to ghIk site cease the production glants in
houseand develom site to act as a holding facilig outlined in option oneln order to achieve
this goal, there will be a need for capital expenditure, the amount of expenditure will depend
upon which of thethree options presentedavithin this reportis adopted. Any profit generated
from the sale of the nursey site could be offset against costs associated with the coiastroict
the holding facility It may be possible to ofé$ costs incurred by the widero@incil against the
value of the site so no profit is effectively made.

The Carbon Trusts figures suggest that bedding growers should expect to use betwesrd155
175 kwh/n? of energy when heating crops aBdo 12 kwh/ne of electricity when facilities are in
use. Scartrough Brough@® dzy Qdafie®as been significantly higher than this due to all of the
holes in the glasshouse roofs.

Integrated pest mnagement (IPM) should be considered in the future. AEpkSultants have
considerable experience in implementing and managing IPM systems on commercial nurseries.
Such a system coulzk implemented in the eventual outcome but is not part of this study.

If the transition to outsourcing plant material is properly managgeshould have a negligible
effect on community, Friends and In Bloom groups. Plant quality should be the same as or better
(because of production in high tech facilities) than that produced at Manor Road NursEn&®

is no reason why the quality dfsplaygas shown in figure throughout the Borougltannotbe
maintained to the current high standards.

In order to be successful, the project will need to be manageé multidisciplinary teamand
directed by a person with a realistic commer@atlook and the necessary skills set to manage
such a project.All options for plant procurement should be explored including both mencial
growers and local @lincils (operating on a larger scale than Scarborough Borough Council) that
can justify mairdining in house plant production facilities.
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Figure 7 Good quality display #rimula(Polyanthu$adjacent to Peasholm Park, March 2017.
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