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Scarborough .ƻǊƻǳƎƘ /ƻǳƴŎƛƭ ŎƻƳƳƛǎǎƛƻƴŜŘ !5!{ ǘƻ ŎŀǊǊȅ ƻǳǘ ŀ ǊŜǾƛŜǿ ƻŦ ǘƘŜ /ƻǳƴŎƛƭΩǎ IƻǊǘƛŎǳƭǘǳǊe 

nursery and operations service ǘƻ ǎǳǇǇƻǊǘ ǘƘŜ /ƻǳƴŎƛƭΩǎ ǘǊŀƴǎŦƻǊƳŀǘƛƻƴ ŀƎŜƴŘŀ ŀƴŘ /ƻǊǇƻǊŀǘŜ tƭŀƴ ŀƛƳǎΦ 

The review was carried out to determine the most cost effective way to deliver ǘƘŜ /ƻǳƴŎƛƭΩǎ Ǉƭŀƴǘ 

requirements, in sufficient quantity and within product specification.  This report reviewed the existing 

Council nursery function and has identified changes that will align practice with relevant current 

commercial businesses. Three options for the future of the nursery were identified and carefully evaluated 

to provide recommendations for cost effective and sustainable plant supply.  

A review of Scarborough .ƻǊƻǳƎƘ /ƻǳƴŎƛƭΩǎ IƻǊǘƛŎǳƭǘǳǊŀƭ ƴǳǊǎŜǊȅ ǇǊƻǾƛǎƛƻƴ has identified a number of 

areas that need to be addressed urgently to improve the efficiency of the nursery service.  The Findings 

section in this report compares the current practices at Manor Road Nursery to practices on a commercial 

nursery. 

The existing facilities are outdated and in an extremely poor state of repair; the Tedlar plastic roofΩǎ 

lifespan has long since expired and are visibly damaged.  Although some sections of the roof have been 

replaced (e.g. in the Propagation house), the majority of the roofs have holes in them, resulting in high 

fuel usage, exacerbating the inefficiency of the unit.  The layout of the glasshouses around a central 

pathway results in significant amounts of underutilised space which is inefficient. It is not viable to invest 

in facilities of this age and condition.  The skill set of existing staff is high, resulting in high quality 

production of an extensive range of plants given the constraints and limitations of the site and its facilities.  

Financial evaluations show that the cost of buying in Scarborough Borough CouncilΩs finished plant 

requirements (£65,000) would be significantly cheaper than the current cost of in house production 

(£182,173 budgeted cost in 2017/2018).  Due to a lack of mechanisation and out dated production 

practices in poorly maintained facilities, current production costs per unit area are significantly higher 

compared with similar plant types in a commercial production unit.  

An extensive range of varieties (e.g. 30 varieties of Geranium are used in summer bedding displays) are 

currently being produced by the nursery; this results in some relatively small batches of plants (e.g. 50) 

having to be raised and maintained.  This hinders efficiency as individual batches have different cultural 

and maintenance (e.g. watering) requirements.  A review of current product values has revealed that price 

point for some species needs to increase to reflect their high production costs.  There may be scope to 

rationalise the range grown to streamline efficiencies without impacting on the quality of displays. 

Scarborough Borough Council has raised the possibility of building a new plant production unit at the Dean 

Road Depot.  In our professional opinion the site is unsuitable for plant raising as it is 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 use of the site when considering its 

potential for use as a plant production facility.  The proposed location of a new Horticulture nursery on 

the Dean Road Depot coupled with other activities on the site and the potential for public access if the 

Prison was opened as a visitor attraction in the future, makes the site even less suitable for plant 

production.  Visitor flow to the site would have to be managed carefully to prevent them being drawn 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 Service.  The site meets the requirements of a holding area listed within 

paragraph 4.3.2 (good road access, suitable location, size, gradient, topography and utilities).  

Consolidating multiple Council operations on one site will help to reduce operating costs and drive 

efficiency from within.  Increased traffic associated with the use of the Dean Road Depot as a holding 

facility may have to be managed proactively to prevent more efficient use of the site (which currently has 

spare capacity)  contributing to congestion with associated impacts on air quality.  Increased traffic would 

largely be associated with the transport of plants from the holding facility to the planting location.  Based 

on the larger plant size required by Councils, 200,000 plants could be transported in two deliveries by 

articulated lorry.    

 

This report outlines the three main options that Scarborough Borough Council have regarding the future 

of the nursery service.  These options are:  

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:   

Option 2 ς to close the nursery and to outsource the service with a holding area at Peasholm Park (it 

should be noted that a specific site survey of Peasholm Park has not been conducted):   

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

1.3.1 Option 1 is 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 finished plant material would incur 

significantly lower costs than current in house production.  In our commercial experience, a 

modern, efficient, mechanised nursery would reduce current production costs, largely achieved 

through savings in heating and labour costs.  The scale of nursery production carried out by 

Scarborough Borough Council is not sufficiently large to benefit from economies 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 house.  It is acknowledged that 

outsourcing will reduce costs by approximately 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 articulated lorries.  Assuming that deliveries were scheduled to reflect planting schedules, 

this area would need to be 500 m² to allow sufficient space 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 costs and 

associated carbon emissions.  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 person (e.g. the current nursery manager) would be required to carry out quality 

control of incoming plant material and maintain plants prior to planting out. 
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1.3.3 If this option were taken forward it is likely that Scarborough Borough Council would have to 

consider the four permanent staff roles.  The Council has already stated that it wishes to retain 

existing permanent staff within its Parks and environmental services should the nursery structure 

/ staffing levels change in the future.  Redundancy costs may also have to be considered.  No 

seasonal staff are employed on the nursery.  

1.3.4 Surplus plants could be sold off in spring and autumn, if there is sufficient demand there may be 
potential to buy stock in specifically to sell on to make a profit.  Wastage would have to be 
accounted for and will need to be monitored closely.  Revenue 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 / Brownie groups.    

1.4.1 Many of the same comments apply as detailed under option 1 (Section 1.3).  Security is likely to 

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

for holding bought in stock, this option could work.  To prevent both public access and theft, the 

holding facility will need to be designed and constructed to minimise these risks.  The impact of 

the construction of such 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 minimise wastage and if there is 

the appetite to do so, sell stock that has been ordered specifically to sell on.   

Peasholm Park would lend itself to becoming a hub for community groups and educational visits.  

There is potential to convert an unused toilet block into a building for this purpose.  Sponsorship 

could be obtained from local garden centres (e.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 strategically important areas of the park could be used 

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

1.5.1 Having considered all of the evidence, it is not considered financially viable to invest in the existing 

nursery in its current location and condition; access is poor and would be unsuitable for deliveries 

of compost excetra by articulated lorries.   

1.5.2 Investments in mechanisation such as a transplanting machine is unlikely to provide a sufficient 

return on investment on the current site to warrant the purchase of such items.  The output of 

such machines would be restricted as bottlenecks would quickly occur due to the shortage of large 

growing areas. 

1.5.3 Significant infrastructure expenditure would replace the old existing glasshouses with modern 

Venlo glasshouse structures to help improve growing conditions.  If this option were chosen the 

stock could be grown on the floor to improve the utilisation of space.  A combination 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% utilisation of space.  
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1.5.4 Another change required with the third option is the change from raising plants from seed in-

house to buying in plug plants.  This option will save the Council money as it is cheaper to buy in 

plugs than to rear plants from seed because of time and energy cost savings.  The only potential 

problem with this option is sourcing the requirements of the Council in terms of the range of 

varieties and species. 

 

1.6.1 It is our recommendation to close the nursery, sell the existing nursery site and buy in all plant 

requirements as finished stock ready to plant out.  A central delivery point will be required to take 

receipt of the bought in plants prior to them being shipped to the point of use (the planting 

location).  A holding facility for plant deliveries should be built at a suitable location, such as Dean 

Road Depot. Existing skilled staff members will be able to manage the facility and maintain the 

quality of bought in plants to maintain the current high standards.     

1.6.2 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 

and responsibilities would change.  Many of the staff have worked at Manor Road Nurseries 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, friends and in bloom groups and the 

Council has an aspiration to support these groups into the future. 

 

 

2.0.1 Scarborough Borough Council has appointed ADAS to undertake a review of its Horticultural 

nursery provision.  ¢Ƙƛǎ ǇǊƻƧŜŎǘ ǎǳǇǇƻǊǘǎ ǘƘŜ /ƻǳƴŎƛƭΩǎ ǘǊŀƴǎŦƻǊƳŀǘƛƻƴ ŀƎŜƴŘŀ ŀƴŘ /ƻǊǇƻǊŀǘŜ tƭŀƴ 

aims. 

2.0.2 The review of the Horticultural nursery service seeks to ascertain the most cost effective way to 

provide the plants that the Council requires, whilst ensuring that quality is maintained, 

opportunities are explored and costs are controlled. 

2.0.3 Scarborough Borough CouncilΩǎ nursery, Manor Road Nursery, is located at the Manor Road Depot 

in Scarborough (North Yorkshire).  The nursery covers approximately 0.77 hectares of land in total 

and is maintained and operated by staff working for Scarborough Borough Council.  

2.0.4 The 0.77 hectares of land comprises of 2, 363 square meters of protected growing space, 

encompassing both glasshouses and polytunnels.  The glasshouses can be heated by the modern 

twin fired gas boiler heating system, which was installed two years ago.  The Lea valley polythene 

tunnels are not heated and are vented at each end, via the open doorway. 

2.0.5 Manor Road Nursery currently produces approximately 200,000 bedding plants per annum that 

are predominately for use in the parks and gardens that are owned by Scarborough Borough 

Council.   

2.0.6 The Horticulture nursery supports a wide range of community, Friends and In Bloom groups and 

the Council has an aspiration to continue to support these groups in the future.  There is a small 

shop facility on site which sells plants (many of which are surplus) as well as compost to the public.  
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2.0.7 Manor Road Nursery has been in operation for a number of years.  Existing glasshouses were 

constructed in 1988 and have remained largely unchanged since. 

2.0.8 Limited investment in the nursery has led to many of the facilities becoming outdated or not fit 

for purpose.  Whilst some important investments have been made in recent years, such as the 

installation of two modern boilers in an attempt to improve the units energy efficiency.  The 

investment is undermined by the age and condition of many of the production facilities (e.g. the 

current glasshouses that have many large holes in their roofs). 

2.0.9 If the nursery is retained, a long term plan needs to be developed to modernise both the facilities 

and production practices.  Investments in key infrastructure needs to be considered for the 

nurseryΩǎ future to drive efficiency and ensure practices are made more efficient and profitable.  

It will be very difficult to reduce costs of production to a comparable level with outsourcing.   

2.0.10 The focus of this nursery review is to ascertain the most cost effective way that Scarborough 

Borough Council can obtain the plants it requires.  The objectives of the report are listed below.  

This report highlights the findings of the nursery (including: facilities, current methods of 

production, plant range and logistics) and compares these findings to modern commercial 

production practices.  Options for the nursery are then explored and the advantages and 

disadvantages for each of the options are evaluated.  The report concludes with 

recommendations for Manor Road Nursery (despite this not being the recommended option) and 

how these could be implemented to achieve long term success by improving the efficiently 

production on the nursery.   

2.1.1 Determine the most cost effective way of providing Scarborough Borough CouncilΩs plant 

requirements. 

2.1.2 Explore options and implications associated with Scarborough Borough CouncilΩs strategic review 

which is looking at the  options to potentially consolidate the two existing depots (Manor Road 

and Dean Road) onto one site (Dean Road) in order to deliver revenue savings and operational 

efficiencies. 

2.1.3 Reduce operational costs for Manor Road Nursery by implementing efficiency savings if deemed 

appropriate. 
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3.0.1 This section describes the current methods of production on the nursery in relation to the existing 

facilities and also evaluates plant logistics on site.  

3.0.2 The findings of the nursery are compared to modern commercial practices to highlight where 

Manor Road Nursery is operating in line with modern nurseries and where the nursery practices 

are outdated compared to modern commercial nursery practices.   

3.0.3  With the nursery layout largely unchanged since the 1980s, there are several features that are 

outdated and require attention in order for the nursery to become more efficient and for the 

nursery to operate in line with commercial standards. 

3.1.1 The glasshouses at Manor Road Nursery are outdated Cambridge type glasshouses which are 

seldom encountered in commercial production where Dutch Venlo houses (see Glossary) are the 

standard. The glasshouses on the nursery have been in place since 1988 and as a result are not fit 

for purpose. Many of the compartments in the glasshouses have large holes in the roof due to the 

age of the plastic roofing material, which has degraded due to ultra violet light.  The remaining 

intact sheets will have very poor light transmission due to degradation, largely by ultra violet light.  

3.1.2 The glasshouses on the nursery are clad in polycarbonate with a double layer of Tedlar on the 

roof; which has degraded resulting in many large holes. It is worth highlighting the fact that Tedlar 

is never used in commercial plant production.  Polycarbonate sheeting has been used to reroof 

house number 8 in 2014 at a cost of circa £20,000.  The light transmission through polycarbonate 

sheeting deteriorates in the first two years and is impossible to clean effectively.    

3.2.1 Plants are currently produced both on benches and on the floor within the glasshouses, 

depending on the compartment of the glasshouse.  Packs and pots are 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 glasshouses; this results in poor utilisation 

of space, meaning that approximately 40 percent of space is wasted due to fixed growing areas 

and pathways (Figure 1).  Growing plants on the floor results in improved space utilisation as some 

short term crops can be grown pack or pot thick, with minimal space required for watering or 

spray application. In some of the glasshouse compartments plants are grown on roller benches, 

which further improves the utilisation of space as no permanent pathway has to be maintained.  
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  Figure 1.  Production on fixed benches resulting in inefficient use of space 

3.2.2 The majority of commercial nurseries grow on the floor (Figure 2) as this production system offers 

the most flexibility and does not require the same level of investment as a roller bench based 

system.  This would typically result in 75 to 80 percent of the total square meterage of protected 

space producing saleable crops.  The remaining 20 to 25 percent of potential growing areas would 

be accounted for by paths (for watering, spraying and accessing the crop with Danish trolleys to 

lift for dispatch) and crop wastage. 

3.2.3 Roller benches result in a much higher utilisation of space (up to 90 percent) as the benches can 

be moved to allow access between them, therefore minimal space is taken up by permanent 

paths.  Roller benches are typically used on large nurseries where container grown crops with a 

high energy requirement are grown.  

 

Figure 2.  Plug plant production on the floor on a commercial nursery in a twin bay Venlo 
glasshouse 
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3.3.1 In an average season a commercial nursery producing bedding plants would produce 2.0 to 2.5 

crops within each structure (i.e. glasshouse) in spring and 0.5 to 1.0 in autumn/winter.  Pots and 

trays of plants would also be grown with minimal space between them in order to utilise space in 

the most efficient way.  This would typically generate an annual turnover in the region of £900,000 

per hectare of glass ς the output would be higher than the current figure for Scarborough Borough 

Council (approximately 85 plants per square meter a year).  A commercial nursery would have a 

higher throughput with the bulk of production in six packs resulting in approximately 360 plants 

per square meter a year.  Growing early season crops is more energy intensive, however 

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 lower on a typical commercial 

bedding unit, despite more intensive cropping.  

3.3.2 Nurseries supplying garden centres generally experience higher wastage than those supplying 

local authorities as retailers rarely take all of their reserves if poor weather reduces demand and 

sales.   

3.3.3  Manor Road Nursery produce approximately 10 to 20 percent surplus, depending on the species 

of plant. However, surplus stock is not wasted as it is sold on site in a small shop facility.  Plants 

are currently sold without accurate knowledge of costings. 

3.4.1 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 trays.  The number of trays/pots that 

can be filled an hour depends on the machine, however all machines can fill many more trays and 

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

3.5.1 The nursery currently produces most planting stock in house from seed bought from Moles seeds. 

In 1999 the Council invested in a seed sowing machine for the nursery, prior to this all seed was 

sown by hand.  Whilst mechanising the process will have increased efficiency slightly, in house 

seedling production is still considered a highly inefficient practice.  Few nurseries sow their own 

seed these days as it is considered more efficient to buy in seed or cuttings raised plugs (see 

Glossary). The nursery currently buys in some plug plants e.g. Begonia Nonstop, Petunia, Pansy 

and Primula are also bought in as plug plants. 

3.5.2 Producing plugs from seed can take up to six weeks e.g. Begonia, with many species requiring a 

warm environment of 15°C.  No commercial growers would consider raising mainstream bedding 

lines from seed because of the labour, space and energy required.  Plug deliveries are scheduled 

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

(for example Pansy, Begonia and Lobelia) it is more cost effective to source young plant material 

as plugs rather than seed, where all costs associated with seed sowing are properly 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, 

removing the risk of poor seed viability impacting on plant numbers / production targets.  Table 

1 below compares the price of seed and seed raised plugs. 
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Table 1.  Comparison between bought in seed and plugs plants that are ready to transplant 

 *N.B. Figures based on an order from one plug supplier 

** In house production of plugs requires significant heat and labour inputs from early January, whereas 

nurseries that buy in plugs do not commence production until March.  These additional energy and labour 

costs associated with in house production of plugs would outweigh what appears to be a potential saving 

when just the seed cost is considered; resulting in a more expensive production system.  Bought in plugs 

result in more efficient 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 scheduling, it is clear that 

buying in plugs is the most efficient method of production. 

3.6.1 The nursery produces a combination of its own cuttings which are supplemented by some bought 

in bare root stock.  Manor Road Nurseries overwinters tender stock (for example, Pelargonium, 

Dahlia and Fuchsia) to take cuttings from in the spring.  This does not reflect current commercial 

practice as stock plants that require heat over winter (October to March) are costly to maintain. 

3.6.2 Commercial bedding producers buy in tender young plants early in the season, typically from 

week 10 onwards.  Commercial practice is to either buy in unrooted cuttings and root these under 

contact polythene or buy in rooted cuttings that are ready for potting on.  Typically specialist 

propagators mother plants (see glossary) are grown abroad where heating costs are negligible.  

3.7.1 All of the transplanting at Manor Road Nursery is currently done by hand.  On commercial 

nurseries it is common to have a transplanting machine that can do the work of six people.  For 

the output in packs at Manor Road Nurseries this would only equate to an estimated 40 to 50 

hours work per season.  With such a low output it is difficult to justify the investment, however 

without a transplanting machine it will never be possible to match the efficiency of a modern 

commercial nursery.  

Variety Target 
number 

Seed cost Estimated labour and 
heating cost for target 

number associated 
with in house 
production 

Plug cost for 
target number* 

(number of 
plugs per tray in 

brackets) 

Difference in 
cost** 

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) £174.00 

Pansy Inspire 
Matrix 

4,700 £76.65 £282.00 £164.50 (350) £194.15 

Pelargonium 
Horizon 

3,000 £81.25 £180.00 £157.50 (350) £103.75 

Total number / 
cost 

19,200 £263.90 £1,392.00 £1,039.50 (350) £616.15 
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3.7.2 Difficulties such as securing a suitable workforce and the rising cost of reliable labour mean that 

growers increasingly need to explore the use of mechanisation to do fundamental tasks on the 

nursery.  A transplanting machine and a team of three people are capable of filling approximately 

2,000 square meters in a day when transplanting 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 machine  

3.7.3 A transplanting machine (Figure 3) could also replace the tray filling machine in many instances, 

however the tray filler could be retained to speed up the potting process where appropriate.  A 

transplanting machine costs in the region of £25,000 and should pay for itself through savings in 

labour within 12 to 24 months, depending on throughput.  

3.8.1 Some tender/semi-tender plants are overwintered at Manor Road Nursery.  The majority of 

modern, profitable, commercial nurseries buy in all the young plant material that they require for 

each season from young plant producers. 

3.8.2 Tender stock is typically bought in from week 10 onwards.  Only specialist nurseries, producing 

tender stock which commands a premium price can justify 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.   

3.8.3 Heritage Dahlia and Pelargoniums (Geraniums) could be bought in from specialist suppliers or 

National collections (such as Greenyard Flowers UK Ltd for Dahlia, Fibrex nurseries for 

Pelargonium) where specific varieties are not available in the wider plant trade.  If the decision is 

taken to outsource plant production Contract growers should be able to source the required 

varieties.  Heritage and more unusual varieties may be more expensive than standard lines.   
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3.9.1 Calculations have been carried out on Manor Road NǳǊǎŜǊȅΩǎ Ǝŀǎ ǳǎŀƎŜ ǘƻ ŎƻƳǇŀǊŜ ǘƘŜ ƴǳǊǎŜǊȅΩǎ 

consumption to figures published by the Carbon Trust for benchmarking purposes (intensive and 

extensive producers of protected ornamentals).  At present we are basing our calculations on the 

ƴǳǊǎŜǊȅΩǎ ōǳŘƎŜǘŜŘ 2016/2017 gas usage (£24,172). However, an actual value of gas consumption 

will add robustness to these figures.  The values have been converted to Kilowatt hours and are 

shown in Table 2 below.   

Table 2. Manor Road Nursery gas consumption figures  

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

3.10.1. Currently an extensive range of varieties are produced at Manor Road Nursery.  For example, 

there are over 30 varieties of Geranium grown at Manor Road Nursery.  There is 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 in plant material.  To be comparable with a similar 

commercial nursery the number of varieties must be reduced.     

3.10.2 Numbers of each variety required in displays are driven by the design of planting schemes and 

during this review no evidence was found to suggest that consideration is given to the cost of 

plant production.  wŜŘǳŎƛƴƎ ƻǊ ǎƛƳǇƭƛŦȅƛƴƎ ǘƘŜ ǊŀƴƎŜ ǿƛƭƭ ƘŀǾŜ ŀ ƴŜƎƭƛƎƛōƭŜ ƛƳǇŀŎǘ ƻƴ ǘƘŜ ǇǳōƭƛŎΩǎ 

perception of displays. 

3.10.3 The current approach to production is not considered cost effective within the plant trade as small 

batches / multiple varieties are costly to produce, both in terms of plant material and the crop 

management associated with meeting the needs of individual species/cultivars.   

3.10.4 Minimum batch sizes should be linked to plug tray size.  Different 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 smaller seedlings with a lower cost per 

plant.   

3.11.1 Danish trolleys are the standard means of transporting plants within the trade (Figure 4).  The 

trolley contains adjustable shelves to provide the maximum carrying capacity for the distribution 

of plants.  These shelves allow the user to decide on the number of shelves required and to place 

the shelves at the spacing needed for the type of plants being transported.  The multiple shelves 

help growers to reduce transport costs which reduces costs on the nursery overall.   

 Intensive Extensive 

 kWh/m2 Cost/yr. kWh/m2 Cost/yr. 

Best 350 £6.45 155 £2.89 

Typical 450 £8.29 175 £3.23 

Manor Road Nurseries current usage 555 kWh/m² = £10.23/m² 

1 Therm = 29.3 kWh 

Average of 54p/therm of 1.843p/kWh Assumed 
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3.11.2 Production systems need to be based around Danish 

trolleys so that the trolleys can be wheeled into all 

structures (most nurseries use rubber trolley tracks 

as paths in the absence of concrete, these are 

manufactured from recycled car tyres) to allow stock 

to be stood down and lifted for dispatch in an 

efficient way.   

3.12.1 The nursery contains a small retail section on site 

where plants, compost, etc. are sold to the general 

public.  Initially this was to save wastage of surplus 

stock but now crops are being grown specifically to 

be sold through the retail unit.  A review of the prices 

of the plants sold highlighted that in some instances 

prices need to increase to reflect the true market 

value of the plants offered.  For example, 2 and 3 litre 

shrubs are currently priced between £2.50 and £3.50.  

A more commercial price would be £10 for a 2 litre 

and £12 for a 3 litre pot (depending on the species) to 

reflect the time and growing practices that go into 

producing this type of plant.  

3.12.2 If the nursery continues to sell plants to the public, it 

is important that accurate costings of both fixed and 

variable costs are applied so that the Council nursery 

is not subsidising sales.  Areas with public access are normally rateable and this needs to be 

considered as a cost to producing this service. 

3.12.3 The nurseryΩǎ ǊŜǘŀƛƭ ƻŦŦŜǊ is not very well advertised and it is likely that mŀƴȅ ƭƻŎŀƭ ǇŜƻǇƭŜ ǿƻǳƭŘƴΩt 

know Manor Road Nurseries offers this service.  The retail offer does not appear to be advertised 

on Scarborough Borough CouncilΩs website.   

3.12.4 The current nursery access is poor and the nursery is not particularly obvious to passing motorists; 

therefore opportunities for retail trade cannot be maximised on the current site.  Parking on site 

is limited, resulting in congestion when a small number of customers arrive on site at the same 

time.      

3.13.1 There are four members of permanent staff (including the Nursery/Operation manager).  More 

efficient facilities and working practices could help to reduce staff requirements, with associated 

cost savings, reducing the impact of rising labour costs as a result of the living wage.  

3.14.1 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 control.  This 

helps growers to benchmark against industry standards and others with similar facilities.  Manor 

Road Nursery currently relies on in-house staff for this advice. 

Figure 4.  An example of Danish trolleys 
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3.15.1 The Britain In Bloom impact report in 2011, concluded that Britain In Bloom has positive impacts 

on the physical and social landscape of the UK, enhancing communities in a number of ways, 

resulting in: stronger communities, reductions in crime and anti-social behaviour, improved 

health and well-being, development of skills and confidence, a stronger local economy, improved 

physical surroundings and enhanced natural environments.  This highlights the importance of 

continuing to support ΨIn Bloom groupsΩ given the contribution to society that they make.  

 

After reviewing the findings this review concludes that Scarborough Borough Council have three main 

options for Manor Road Nursery:  

1. To close the nursery and outsource the service with a holding area on a suitable Council owned site, 

e.g. Dean Road Depot. 

2. To close the nursery and outsource the service with a holding area on a suitable Council owned site, 

e.g. Peasholm Park. 

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

4.1.1 The costs provided by Scarborough Borough Council (£300,000 to £400,000) to decontaminate 

and level the site (contaminated by hydrocarbons from underground fuel tanks that have leaked) 

prior to construction of a holding facility at Dean 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 effects.  Ceasing in house 

production should not result in the loss of horticultural skills as it is the CouncilΩs desire to retain 

all permanent staff.  If the transition to outsourcing is properly managed, social effects should be 

negligible as it is the CouncilΩs aspiration to continue to utilise seasonal bedding plants in its parks 

and gardens.   

4.1.3 Buying in exactly the same range of finished plant material that is produced and used annually 

will not be possible as it not viable for commercial nurseries to offer a very extensive selection at 

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 (160,000 plants 

in four packs, 20,000 plants in six packs 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 

pack/pot size) would cost Scarborough Borough Council approximately £65,000 per annum (See 

section 4.1.4).   

4.1.4 Even though {ŎŀǊōƻǊƻǳƎƘ .ƻǊƻǳƎƘ /ƻǳƴŎƛƭΩǎ Ǉƭŀƴǘ ǊŜǉǳƛǊŜƳŜƴǘǎ ŎƻǳƭŘ ōŜ ǇǊƻŘǳŎŜŘ ŀƴŘ ŘŜƭƛǾŜǊŜŘ 

for less than it currently costs to produce them in house, the Council would still incur additional 

costs, for example: 

1. There would be a need 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 prevent 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 and a knowledge 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 through over 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 of different sized bedding plants grown in packs and pots are outlined in the table 

below.  It is estimated that in total it would cost Scarborough Borough Council approximately 

£65,000 per year to buy in the plants that would be required to meet current requirements.  This 

cost is a sum of the costs outlined in Table 3, plus a contingency of £3,832 for any additional 

requirements (e.g. 7L specimens) with additional costs for a skilled member of staff (circa 

£25,000) to inspect and maintain the delivered bedding prior to planting out.  A dedicated covered 

holding area for stock (to protect it from adverse weather conditions) would attract a further one-

off cost of £55,000 to £60,000 for a 500 square meters covered holding area (depending on 

specification).  

Table 3.  Costs of buying in different size finished plants  

Type Amount plants 
required 

Amount of packs 
/pots required 

Cost per unit 
(pack) 

Total cost 

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 stock 
above 

   £61,168 

4.2.1 The second option to be explored is to hold bought in stock in a purpose built 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 may detract from the Park.  Therefore the feasibility of this site 

must be questioned due to the potential impact on stakeholders.  Security is a potential issue on 

a site with Public access.   

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

if there is the appetite to do so, sell on stock that has been bought in specifically to sell on and 

make a profit.  A tempory shop at Peasholm Park could advertise locally through the Council and 

social media regarding when plant material would be available to buy.   
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Peasholm Park would best lend itself to becoming a hub for community groups and educational 

visits.  There is potential to convert an unused toilet block into a suitable building for this purpose.  

Sponsorship could be obtained from local garden centres (e.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 strategically important areas of 

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

4.3.1 In order to exit the current nursery site, a suitable location for a holding facility must be found.  

This section outlines the criteria for selecting a new site and the importance that should be placed 

on each of the criteria in the selection process.  In summary a new site should be located near to 

good transport links, have good road access, be suitably sized and have only a slight gradient.  

Ideally utilities would be in place, however these can be upgraded or installed if required.  The 

soil type should not be a major consideration as all stock will be container grown, however the 

site will need adequate drainage to allow excess irrigation to drain. Whilst the Council should 

strive for value if purchasing a site, it must be acknowledged that an ideal site may command a 

higher price than standard agricultural land.  Criteria relating to site selection is detailed in Table 

4. 

Table 4.  Criteria for the new holding facility and the importance of individual criteria to hold bedding   

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

high importance) 

Access Needs good road access for deliveries to the site (via 

articulated lorry). 

3 

Location Should ideally be centrally located within the Borough 

for efficient plant distribution. 

2 

Size  Expansion of the holding facility will not be necessary in 

the future so the site needs to be sufficiently large to 

accommodate a 500m² protected structure (high 

polythene tunnel known as a Keder house) a maximum 

of 0.4 hectare is likely to be required.  Bird deterrents 

such as wires or automated seagull scarers would need 

to be incorporated in the design to prevent damage. 

3 

Gradient and 

Topography  

The new site should ideally be level, or have a 2° slope, 

as this helps to improve the efficiency on a nursery, 

especially regarding the movement of plants, and the 2° 

slope improves drainage.  Excess roof water should be 

discharged to groundwater via a soakaway.  This will 

save incurring charges associated with the disposal of 

waste water. 

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

high importance) 

Utilities It would be an advantage, but not essential, that utilities 

are provided to the new site.  Utilities can be installed if 

necessary. 

2 

Cost Land should be in the region of £25,000 per hectare if a 

new site has to be purchased.  If the existing site is sold 

for development there may be a case to pay more than 

£25,000 per hectare for an ideal site.   

2 

Soil type Soil type is not of great importance as crops will not be 

grown in the soil. 

1 

 

4.4.1 Venlo glasshouses originated in the Venlo area of Holland and have become the standard 

glasshouse unit within the horticultural sector.  Venlo 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.  

4.4.2 The modern glasshouses are 4 m or more to the gutter meaning that there is more space for air 

circulation, resulting in improved ventilation and growing conditions for plants.  In comparison, 

air movement is much poorer within Cambridge glasshouses due to a relatively low roof and one 

central roof vent.  This increases the humidity in this type of glasshouse, resulting in favourable 

conditions for fungal pathogens.  

4.4.3 The light transmission within Venlo glasshouses is improved by 15 to 20 percent than in the 

existing Cambridge glasshouses because of the larger panes of glass.  Overlapping 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 plant growth.   

4.4.4 Glass replacement within Venlo structures is simple and glass cleaning is much easier than in the 

Cambridge glasshouses and can be mechanised.  As with many standards the Venlo glasshouses 

are easily extended and spare parts are readily available.  
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Figure 5. Exterior image of a Venlo glasshouse with a rainwater harvesting system 

 

4.4.5 Heating a single block of glasshouses is estimated to be 15 percent more efficient than heating 

multiple individual glasshouses as is the current practice at Manor Road Nursery.  Air leakage 

through the many holes in the roofing sheets of existing glasshouses is contributing to energy 

losses (Figure 6).  Figures from the Carbon Trust indicate that reducing air leakage can result in 10 

to 30 percent in fuel savings.  Heating the existing structures in their current state of repair does 

not make financial sense.   

 

 

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

large holes 

4.4.6 Recent advances in glasshouse design and construction have significantly improved energy 

performance.  Better construction methods and improvements in the quality of doors and 

ventilators have all improved the air tightness of structures.  New designs of glasshouses would 

therefore have a better energy performance than other styles. 
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4.4.7 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.  

4.4.8 A large modern glasshouse can be compartmentalised with screens to facilitate different 

temperature regimes for various crops; e.g. cool: 5 to 10°C (e.g. Alyssum, Antirrhinum, Dianthus, 

Mimulus), medium: 10 to 15°C (Dahlia, Fuchsia, Verbena) and warm: 15°C + (Begonia, Canna, 

Impatiens, Salvia). 

4.4.9 The information contained in section 4.4 is included to highlight just how far removed existing 

facilities are from commercial production facilities.  A 500m² Venlo glasshouse would be very 

expensive as no commercial grower would construct a glasshouse this small these days.  It would 

not be possible 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. 

4.5.1 Given that only periodic frost protection would be required an efficient gas or oil fired direct 

heating system would suffice.  This would be cheaper than moving existing boilers which would 

be over spec for a unit of this size.  A biomass heating system would not be appropriate given the 

erratic heating requirements and relatively low costs associated with periodic frost protection. 

4.5.2 Water use will be low in the holding facility so it will not be worth investing in rain water 
harvesting technology.  Also, any water collected has to be treated to kill plant pathogens prior 
to use, therefore a mains water supply is suggested. 

4.5.3 Borehole water can be lower quality than other water sources from an irrigation perspective as it 

can contain high levels of minerals, e.g. sulphates/iron, which can have a detrimental effect on 

plant growth.  Rainwater capture systems help to mitigate flood risk associated with new 

developments, supporting planning applications.  There may be opportunities to capture and 

recycle rainwater for use in other Council activities within the Dean Road Depot.  

4.6.1 Topography is an important factor for the holding facility.  The site needs to be level, or very close 

to being level, to allow for efficient and easy movement of plants.  However, a very gentle slope 

of 2° is preferable as this permits better surface drainage.  It is envisaged that groundworks could 

be carried out if the site was not already level, although it must be acknowledged that there are 

high costs associated with major earth movements.  

4.7.1 A holding facility would need a maximum of 0.4 hectares in size but could be smaller.  It would 

need to be sufficiently large to accommodate a 500 square meter Keder house, a water storage 

tank, offices and car parking.   
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4.8.1 Good access and a suitable location are important aspects for the holding facilities site.  Good 

road access (with minimal congestion) for deliveries of stock to the site and out to the planting 

teams will be an important factor contributing to the sites efficiency.  Good access to the nursery 

is required to allow the transport of plants to and from the site to help minimise transport costs.  

The site must also be accessible for people with disabilities if there is a retail component.  

4.9.1 A seasonal holding facility would only house significant quantities of stock for a few weeks per 

year.  Therefore water use would be negligible.  Given the need to manage the chemical and 

biological properties of cheaper and more sustainable sources of water (e.g. borehole / recycled 

water), mains water will be the best option for the irrigation water source.  

4.10.1 Dean Road Depot and Peasholm Park are owned by Scarborough Borough Council and have been 

identified as potential sites for the plant holding facility, however detailed site surveys would need 

to be carried out to determine their suitability for use as a holding site.  Further investigations 

would be required before any decisions could be made.  No detailed site inspections have been 

carried out as part of this project as the focus has been on the most cost effective way of providing 

the plants required by the Council.  

4.11.1 Revenue generated from the sale of the existing site could be used to offset the cost of the 

construction of the new plant holding facility.  It is estimated that it would cost approximately 

£55,000 to £60,000 for a 500 square meter Keder house.   It is estimated that it would cost an 

additional £26,000 to £36,000 to prepare a Greenfield site (for groundworks, water and heating 

etc.) meaning that in total it would cost between £81,000 and £96,000 to put up a 500 square 

meter Keder House on a green field site.  The Dean 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 should 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 or not so these costs would 

not be attributed to this project by Scarborough Borough Council.   

4.11.2 Investment in a new holding facility of this scale could be written off over a 10 year period, costing 

£5,500 to 6,000a year, or over a 20 year period, costing £2,750 to £3,000a year as tunnels of this 

type have an expected lifespan of 10 to 20 years.  The whole project is likely to cost between 

£81,000 and £96,000 and depending on the specification and size of other buildings and the 

amount and type of hard standing.   

4.12.1 Investments in new machinery are not needed to ensure efficient working practices on the new 

plant holding facility.  The new plant holding facility should be designed around the use of Danish 

trolleys.  
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4.13.1 A simple overhead irrigation system will suffice for the new plant holding facility.  The design 

should feature plenty of taps to control each bed independently in order to meet different species 

/ growth stages irrigation requirements, whilst minimising labour costs associated with hand 

watering.  Liquid feeds can be applied via dosatrons plumbed into the irrigation system; this will 

maintain quality of plants being retained to gap up displays throughout the season.   

4.14.1 Regardless of the location of the plant holding facility, a retail outlet could be located in Peasholm 

Park (as part of a community facility) to generate plant sales from surplus stock.  Any profits 

generated could be used to help fund the costs of operating the nursery or alternatively could be 

used to support community groups that are involved with the parks. 

4.15.1 Assuming that the recommended size of holding nursery is constructed by Scarborough Borough 

Council on the new site, the existing poly-tunnels that are not required could be sold / donated 

to local allotments to use as a community resource.  It is thought that most of the other suitable 

equipment that Manor Road Nursery owns, that needs to be retained, could easily be moved to 

the new location.   

4.16.1  The potential cost to re-develop the site would be high due to the, poor access and costs 

associated with demolition and removal of the existing facilities.  The output from the site cannot 

justify this level of investment so it not considered a viable option.         

4.16.2  It is not viable to invest in the existing facilities due their limitations.  For example even if the roof 

was replaced and benches were removed to facilitate growing on the floor, the layout of the unit 

will never be suitably efficient for modern bedding production. 

4.17.1 It could cost in excess of £500,000 to remove and dispose of the existing glasshouses and 

buildings.  It would be necessary to level the site prior to construction; the presence of rock can 

add to costs, there may also be a need to bring in hard-core to help build up land.  Costs associated 

with re-routing of utilities such as water, electric and communications (phone and internet lines) 

must also be allowed for.  It is difficult to obtain a cost for a suitably small unit (1000 square 

meters) as there is no commercial appetite to build such small houses.  For this reason, any 

investments in the current site should be short term investments to keep the facilities going whilst 

a suitable new site to hold bought in stock is being identified and built. 

4.17.2 It is acknowledged that production within the current facilities is not efficient and the provision 
of the nursery service currently costs Scarborough Borough Council in the region of £182,173 per 
annum.  Regardless of which option is adopted there are opportunities to implement changes 
that will result in immediate cost savings.  
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5.0.1 Buying in bedding plugs is more cost effective than raising the plants from seed in-house, largely 

through savings on labour and heated space, as in house plug production starts earlier than 

pot/pack production.  Buying in plugs would also help to improve the throughput because ceasing 

production from seed 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 the transplanting stage; most 

nurseries work on 10 percent surplus for most crops to ensure that production targets are met.     

5.2.1 If Scarborough Borough Council ceases overwintering tender plants this will save significant costs 

on heating and will free up space so that plants can be grown more efficiently on the nursery. 

5.3.1 Reducing the number of species and varieties grown on the nursery will help to save costs as 

different species have different cultural requirements, therefore the more species and varieties 

the higher the costs of production. 

5.4.1 In some instances prices need to increase for certain lines that are sold through the retail unit, to 

reflect the true market value and to help maintain and facilitate re-investment in the site and 

associated production facilities.  Existing low prices will undermine local growers, this is politically 

unsavoury as the low prices are effectively being subsidised by tax payers. Table 5 contains details 

of current prices charged in the retail unit along with suggested price increases. 

Table 5.  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. 
Polyanthus / Primula) 

10 cm pot £0.50 £1.00 

Bedding packs 4 / 6 pack £2.00 £2.00 

Shrubs (various) 1 L £1.00 £4.50 

Shrubs (various) 2 L £2.50 £10.00 

Shrubs (various) 3 L £2.50 £12.00 

Dahlia / Geranium  5 L £5.00 £15.00 

Dahlia / Geranium  15 L £10.00 £20.00 

 

5.5.1 Growing plants on the floor in new facilities will improve the utilisation of space and mean that 

the number of plants grown in a smaller production unit can increase; improving efficiency.  
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5.6.1 A transplanting machine cannot be used to its full potential in a nursery of this size, therefore it 

is difficult to justify investment in such mechanisation.  A transplantƛƴƎ ƳŀŎƘƛƴŜΩǎ ƻǳǘǇǳǘ ŎƻǳƭŘ 

easily fill 1000 square meters in half a day.  The existing tray filling machine that is currently owned 

by Scarborough Borough Council could be utilised as much as possible to fill pots and packs to 

help to minimise labour costs.  

5.7.1 The current nursery retail offer is relatively well used by those that know it exists, however there 

is no evidence of advertisement on ǘƘŜ /ƻǳƴŎƛƭΩǎ ǿŜōǎƛǘŜ ǘƻ ƳŀǊƪ ǘƘŜ ǎƘƻǇΩǎ ǇǊŜǎŜƴŎŜ ǘƻ ǘƘŜ 

general public.  With better advertisement the nursery could be visited by more people and sales 

would increase.   

5.8.1 Tenders could be put out for contract growing stock.  Other Councils with larger plant 

requirements are exploring the potential to contract grow for neighbouring Boroughs (to reduce 

the fixed costs associated with plant production), so this option could also be explored.  A 

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

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

budgeted costs to be accurately controlled to cover overheads.   

The main advantages and disadvantages for each option are summarised in Table 6.  

 

Table 6. Advantages and disadvantages associated with each of the options proposed for Manor Road 

Nursery 

Option Advantages Disadvantages 

1 & 2. Close the 
nursery, outsource 
the service and 
construct a holding 
area on a suitable 
Council owned site 
e.g. Dean Road depot 
/ Peasholm Park. 

Risks associated with in house 
production are passed to a contract 
grower.  An advantage if plants can 
be bought in at competitive costs. 

 

Although it is the Councils intention 
to retain all permanent staff, there is 
the risk of losing skilled 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 high losses can 
occur; normally as a result of over 
rather than under watering. 

The Manor Road Nursery site can be 
sold to dispose of the financial 
liabilities associated with the site, 
generating finance to facilitate 
investment in a new holding facility. 

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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Option Advantages Disadvantages 

Exiting the current site would save 
money being spent on aging facilities 
and an inefficient nursery layout. 

A new suitable site will have to be 
sought, construction of a holding 
facility in Peasholm Park may attract 
negative attention. 

Significant reductions in costs 
associated with plant provision for 
the Borough. 

Further work will need to be carried 
out regarding the planning and the 
design of the new holding facility. 

Exact plant requirement can be 
bought in each year to budget 

Buying in all plants could mean that 
Scarborough loses its uniqueness in 
terms of horticultural excellence. 

 Reduced expenditure and plant 
losses associated with pest and 
disease  

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

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

Risk of late frosts damaging summer 
bedding prior to bedding out, 
particularly if held outside.  The 
holding area would need to be 
secure to prevent plant thefts.  An 
outdoor bed also likely to be 
necessary to hold some stock longer 
term e.g. plants retained for gapping 
up. 

 Realign structures to current needs Not financially viable to invest 
heavily in the current facilities. 

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

Buying in plugs in the short term will 
make the space previously used for 
raising seedlings available for plant 
production. 

The aging nursery requires high 
levels of investment to maintain 
structures, therefore if production is 
to continue a total rebuild is 
required (which is not considered 
viable as the initial investment will 
be high).  The volumes of plants 
produced are not sufficiently high to 
justify investment in mechanisation 
to deliver economies of scale.  A unit 
of this size will never be suitably 
efficient (as efficient as a large 
commercial unit).  
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7.0.1 After reviewing the levels of investment required to modernise the current nursery to make it 

suitably efficient, combined with the lower costs of buying finished plants in and the fact that the 

site could be sold for housing, reinvesting in the current site (option 3) does not make sound 

financial sense and therefore is not considered a feasible option.  It could cost in excess of 

£500,000 to remove existing glasshouses and buildings, partially level the site and construct 

second hand Venlo glasshouses and new offices/staff rooms.  Option 1 and 2 ς to close the nursery 

and outsource the service would save costs associated with the construction of a new nursery.  If 

the current site was sold for building, the percentage of the sites sale value required to build a 

holding facility to receive plant deliveries would be negligible.  It is possible to buy plants of the 

same quality as are currently produced in house, providing that suitably robust specifications are 

produced (ideally with a photograph of the growth stage required).  A quality control procedure 

would need to be adopted to check that incoming plant material met the required specification.  

Selecting reliable suppliers with a proven track record of consistently supplying other Councils 

with quality plants should be a factor, rather than price alone.  Some Councils (with larger plant 

requirements than the Scarborough Borough Council) are exploring the possibility of contract 

growing stock for other Councils 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 savings. When all of the above 

facts are considered it is recommended that Scarborough Borough Council choose option 1 and 

cease production and buy in their existing plant requirements. 

7.0.2 ¢ƘŜ ƴǳǊǎŜǊȅ ŎǳǊǊŜƴǘƭȅ ǇǊƻŘǳŎŜǎ ŀ ǿƛŘŜ ǊŀƴƎŜ ƻŦ ǎǇŜŎƛŜǎ ŀƴŘ ǾŀǊƛŜǘƛŜǎ ŦƻǊ ǳǎŜ ƛƴ ǘƘŜ /ƻǳƴŎƛƭΩǎ 

displays in the parks and gardens and around the district of Scarborough.  Few commercial 

growers would produce the number of varieties or offer the current range that the nursery 

producesΦ  ¢ƘŜǊŜ ƛǎ ǎŎƻǇŜ ǘƻ ǊŀǘƛƻƴŀƭƛǎŜ ǘƘŜ ƴǳƳōŜǊ ƻŦ ǎǇŜŎƛŜǎ ŀƴŘ ǾŀǊƛŜǘƛŜǎ ǳǎŜŘ ƛƴ ǘƘŜ /ƻǳƴŎƛƭΩǎ 

displays, regardless of whether in house plant production continues or plants are bought in.  

Buying in some plants whilst maintaining some in house production (e.g. buying in high volume, 

low value plants) would increase the cost of in house production of speciality plants as all of the 

fixed costs associated with plant production would be attributed to a small number of plants, 

resulting in higher costs per unit produced.  It is recommended that a minimum batch size of 100 

is adopted for the majority of plants.  It is acknowledged that up to 10 species of high impact 

specimen plants may be needed in smaller numbers.    

7.0.3 Planting schemes are designed in-house, utilising in-house design skills, resulting in plantings with 

prominent visual impact.  Whilst it is important to maintain a variety of high quality displays, there 

needs to be a greater focus to utilise more efficiently produced plant material to help drive 

efficiency from within.  This may have to result in some rationalisation of higher value plant 

material in less strategically important planting 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 prior to their implementation.    
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7.0.4 Lǘ ǿƛƭƭ ōŜ ƴŜŎŜǎǎŀǊȅ ǘƻ ŜƴƎŀƎŜ ǿƛǘƘ ŀƴŘ ƛƴǾƻƭǾŜ ǎǘŀŦŦ ƛƴ ŎƘŀƴƎŜǎ ǊŜƭŀǘƛƴƎ ǘƻ ǘƘŜ ƴǳǊǎŜǊȅΩǎ ŦǳǘǳǊŜ 

rather than change happening in the background.  There is a risk of losing staff facing periods of 

prolonged uncertainty.  The wider community should also be engaged with the CƻǳƴŎƛƭΩǎ Ǉƭŀƴǎ 

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 continue to support a 

wide range of community, Friends and In Bloom groups into the future.  A new 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 Councils and 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.   

7.0.5 It will not be possible to move to a new site until at least 2018, if option 1 is approved.  Given the 

poor state of repair of existing facilities it would save significant amounts of gas (and associated 

CO² emissions) if finished plants were bought in from next spring, using the existing nursery as a 

tempory holding facility (regardless of which option is adopted in the long term). 

7.0.6 If plant production is to continue it would be sensible to: 

1. Re-locate 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 new purpose built Keder houses in line with current environmental standards. 

3. Explore options to make future on-site plant production more efficient through revenue 
generation e.g. to service other markets such as mail order, or any unused production space 
could be rented out to local growers. 

4. Consider an onsite plant centre to help engage with customers / rate payers.  Providing 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.  It is likely that 
opening hours may need to be limited to drive efficiency.  Awareness of more focused 
opening hours (e.g. Saturday mornings 10am to 1pm) additional seasonal opening times 
should be advertised through various local methods including social media to help to engage 
the wider community with the nursery would be essential.  

5. Increasing the ƴǳǊǎŜǊȅΩǎ customer base; could help enable the public to connect with the 
nursery and facilitate the sale of surplus stock (currently 10 percent of required numbers for 
the main varieties).  This would also facilitate additional direct sales to the public, through 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 ordered would ensure that the 
system worked.  

6. Streamline the nursery offer in terms of the minimum order number per species.  The range 
could also be rationalised.  It is likely to be impossible to buy in Scarborough .ƻǊƻǳƎƘ /ƻǳƴŎƛƭΩǎ 
current plant requirements as 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 targets could be set to rationalise the plant range.  For example the Council could aim 
to reduce the number of plant varieties used by 10 percent for the next three years.  

8. Base production around the minimum sized plug tray available so that plant material is not 
wasted, a premium is likely to be charged for individual trays.  Designs can be based upon the 
number of plants per plug tray to help to drive nursery efficiency.  In summary the fewer 
plants produced in each batch the more expensive they will be. 
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9. Plan future production effectively; even if the Council chooses not to follow the 
recommended options (options 1 and 2) and decides to invest in a new nursery, it will take 
time to implement changes.  In the meantime the current nursery needs to continue running 
and it must become more efficient.  To do this it is recommended 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 buy in Dahlia, Fuchsia 
and Pelargonium every year than overwinter ǘƘŜ ƴǳǊǎŜǊȅΩǎ ƻǿƴ ǎǘƻŎƪΦ  IƻǿŜǾŜǊΣ ǘƘŜǊŜ ƛǎ ŀ 
difference between producing seasonal pack and pot bedding and specialist lines such as 
Canna which must also be taken into account. 

10. Change production practices.  There is a case to continue to overwinter small amounts of 
tender dot plants that are difficult to obtain, e.g. Cannas, as nurseries buying in Cannas 
struggle to obtain virus free stock which affects plant quality.  Where collections are displayed 
e.g. Dahlias, sponsorship may be a way forward to maintain such displays in the future. 

11. Develop marketing themes to develop a brand to engage sales, whilst publicising the fact that 
any revenue generateŘ ǿƻǳƭŘ ƘŜƭǇ ǘƻ ΨΩYŜŜǇ {ŎŀǊōƻǊƻǳƎƘ .ƭƻƻƳƛƴƎΩΩ ǘƻ ŜƴƎŀƎŜ ōǳȅŜǊǎΦ   

12. Carry out market research to find out to how existing customers heard about Scarborough 
Borough Councils retail offer to see how the customer base can be increased.  

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

use of outside consultants in the same way the majority of the industry leaders should be 

considered, to keep the practices current.   

7.1.1 The constraints of the current site make it difficult to implement short term efficiencies that will 

quickly deliver a return on investment.  Buying in plugs that are ready for transplanting will offer 

savings in both labour and energy (heating costs).   

7.1.2 After reviewing the levels of investment required to modernise the nursery to improve its 

efficiency, combined with the fact that the site could be sold for housing, reinvesting in the 

current site does not make financial sense and therefore is not a feasible option.  It could cost in 

excess of £500,000 to remove existing glasshouses and buildings (assuming that they do not 

contain asbestos), level the site and construct second hand Venlo glasshouses and new offices / 

staff rooms.   
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Table 7.  Costs associated with various options: 

Option Estimated 

revenue costs 

£000s 

Notes Additional Comments 

Continue current 

practice at Manor 

Road nursery. 

177 

0 

-5,9 

171.1 

Total controllable 

Building management 

Income 

Net 

Aging site will require increasing 

investment in maintenance.  

Inefficient production systems would 

remain.  Not considered a viable 

option. 

Option 1 ς to 

close the nursery, 

outsource the 

service and 

construct a 

holding area on a 

suitable Council 

owned site (e.g. 

Dean Road 

Depot). 

65 

25 

0 

    0 

90 

Total controllable 

Remaining staff 

Building management 

Income 

Net 

Will require skilled staff to maintain 

and inspect deliveries. Buying in costs 

are currently low, so may expose 

Council to future cost increases.  A 

protected structure of 500m² required 

to hold plants. Outline cost £55-96k 

depending on specification. Aim to 

move to site after autumn bedding 

out before the spring season to 

minimise costs associated with moving 

growing plant material. 

Recommended option. 

Option 2 ς to 

close the nursery, 

outsource the 

service and 

construct a 

holding area on a 

suitable Council 

owned site (e.g. 

Peasholm Park). 

65 

25 

0 

    0 

90 

Buy in plants 

Remaining staff 

Building management 

Income 

Net 

Will require skilled staff to maintain 

and inspect deliveries. Buying in costs 

currently low, so may expose Council 

to future cost increases.  A protected 

structure of 500m² required to hold 

plants. Outline cost £55-96k 

depending on specification. Aim to 

move to site after autumn bedding 

out before the spring season to 

minimise costs associated with moving 

growing plant material.  

Option 3 ς Invest 

in current nursery 

to improve 

efficiency. 

182 

 

-5,9 

176.1        

Total controllable 

Building management 

Income 

Net 

Re-investment on current site in the 

region of £500,000. This is therefore 

not considered a viable option. 
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The main conclusions of this report are detailed within this section of the report: 

8.0.1 Although 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) is the preferred option there is unlikely to be 

significant annual cost differences between options 1 and 2 when the initial capital investment to 

build the new plant holding facility has been taken account of.  Option 1 will require investment, 

however the current facilities are not viable beyond the short term and the Council could offset 

some money from the sale of the existing nursery site against the cost of building the new holding 

facility.  Heat inputs into a holding facility will be lower than a production unit, however a modern 

purpose built holding facility will result in significant energy savings compared to the existing 

facilities.  Well-designed modern facilities with a logical flow of plant material present further 

opportunities for efficiencies.   

8.0.2 If option 3 is adopted the new nursery will need to significantly reduce labour costs in order to 

bear any resemblance to the commercial nursery sector.  This will be difficult to achieve on this 

scale of production even if more efficient methods of production are adopted, e.g. buying in plugs.  

The current nursery site when considered as a development site, is suitable for residential 

development, potentially commanding a high value.  This combined with the limitations of the 

site and associated costs of redeveloping it detailed within this report is why we have concluded 

that it not a viable long term solution to redevelop the existing nursery as a modern nursery that 

is fit for purpose.  The best option would be to sell this site, cease the production of plants in 

house and develop a site to act as a holding facility as outlined in option one.  In order to achieve 

this goal, there will be a need for capital expenditure, the amount of expenditure will depend 

upon which of the three options presented within this report is adopted.  Any profit generated 

from the sale of the nursey site could be offset against costs associated with the construction of 

the holding facility.  It may be possible to offset costs incurred by the wider Council against the 

value of the site so no profit is effectively made.   

8.0.3 The Carbon Trusts figures suggest that bedding growers should expect to use between 155 and 

175 kwh/m² of energy when heating crops and 8 to 12 kwh/m² of electricity when facilities are in 

use.  Scarborough Borough CƻǳƴŎƛƭΩǎ usage has been significantly higher than this due to all of the 

holes in the glasshouse roofs. 

8.0.4 Integrated pest management (IPM) should be considered in the future.  ADAS consultants have 

considerable experience in implementing and managing IPM systems on commercial nurseries.  

Such a system could be implemented in the eventual outcome but is not part of this study. 

8.0.5 If the transition to outsourcing plant material is properly managed it should 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 Nurseries.  There 

is no reason why the quality of displays (as shown in figure 7) throughout the Borough cannot be 

maintained to the current high standards. 

8.0.6 In order to be successful, the project will need to be managed by a multidisciplinary team and 

directed by a person with a realistic commercial outlook and the necessary skills set to manage 

such a project.  All options for plant procurement should be explored including both commercial 

growers and local Councils (operating on a larger scale than Scarborough Borough Council) that 

can justify maintaining in house plant production facilities.   
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Figure 7. Good quality display of Primula (Polyanthus) adjacent to Peasholm Park, March 2017. 






