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Making the Numbers for Production

Kerrie Aokl
Euro American Propagators, P.O. Box 289, Bonsall, CA 92003-0289

The first step is to set the sales goal. After setting the sales goal for each variety, we
calculate: the total number of trays needed, the total number of pots to produce
cuttings for the trays, and the curve of production relative to minimum/maximum

ship weeks to meet availability for our sales goal.

ESTABLISHED PLANT
Our sales goal for each established plant is based on the previous year’s sales, plus

or minus, depending on the plant’s past sales performance. The following percent-
ages are applied to actual sales figures to determine our sales goal.

m Sales greatly exceed previous Sales Goal 50% +

B Sales exceed previous Sales Goal 50%

m Sales meet or minimally exceed previous Sales Goal 30 to 35%

®m Sales minimally meet previous Sales Goal 10 to 20 %

m Sales below previous Sales Goal 0-10%

B Sales repeatedly decrease Discontinue plant

Additional factors for consideration would be the overall increase in sales for your
organization. This accounts for our decision to increase production over last year’s
actual sales on a plant that had sales below our sales goal. The plant could actually
be increasing in total sales, but just not meeting our projection. Therefore, our sales
goal actually declines, but production increases against previous years’ sales.
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AVAILABILITY 7 560 + OVERAGE 10% 756
TOTAL AVAILABILITY 8,316
YIELD 60 PER PLANT
RETURN FOUR WEEKS

' AVAILABILITY / YEELD =POTS
8316 / 60 =138

|
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| 1138 x 60 =831 [{138 X 60 =8316 [{138 X 60 =8316 | [138 X 60 =831

Figure 1. Calculations for an 84-cell tray with one cutting per cell.

NEW INTRODUCTIONS

Where no sales data is available, we rely heavily on the order processing and
marketing teams, who consider the reactions to promotions, trade shows and pack
trials. We also review early sales and if time allows, increase our availability where
sales indicate a demand greater than our original sales goal.

Example (see Fig. 1). If our 1998-99 season availability for a given plant was 60
trays per weekand we sold 70 trays in the peak weeks of the season. We would
consider anincrease of 30% to our availability for the 1999-2000 season. The number
of trays available per week would increase to approximately 90 trays, plus 10%,
which covers any loss of cuttings (usually 3% to 5%). The final target availability for
cuttings would be 100 trays.

RESEARCH CRITERIA

When we know the total availability needed, we are ready to determine the number
of stock plants required to meet the demand. The two factors used are the “yield per
pot” and the “return time”. The yield per pot is the number of cuttings a plant can
produce in a given period of time (return time).

During theresearch phase, we monitor plant health and count the cuttings per pot,
harvesting at 2-, 4-, and 6-week intervals over several months to find the plant’s
return time and average yield per pot. Divide the total availability by yield per pot
and plant one group of pots for each week of return.

PLANT DATES/YIELD
To determine the optimum plant date, we review the data we recorded at the time
of each harvest during the research period. After a number of pinches, each plant’s
yield will reach a maximum yield and will produce this number of cuttings
consistently through the season. This reflects the plant’s “maturity.” By counting
the weeks from plant date, we see the weeks to maturity. Our greatest success 1s
when we have plants reach maturity during peak sales. To determine the optimum
date to plant potted stock, identify the week or weeks when sales are the greatest
and subtract the number of weeks to maturity.

A plant’s yield will generally decline after a period of time. This usually occurs
approximately 8 months from the plant date. Because peak sales are over an

extended time, we plant most varieties in three groups, first planting - 40%, second
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planting - 30%, and third planting - 30%. The three groups are staggered, but are
targeted for availability during peak sales weeks. The first group provides most of
the cuttings for early sales and through peak weeks and then is discarded when sales
begin to decline. The second group toreach maturity at the peak shipping weeks and
the third group maturing later and providing the cuttings for peak through final
weeks of the season. Peak weeks are determined by the variety and sales history.

DO RIGHT BY THE PLANTS

As with a many other things, timing is everything. Finding the return time that will
allow the plants to remain healthy is critical. Early return or heavy harvest puts extra
stress on the plants, weakens cuttings, and lowers strike rates. Healthy plants produce
healthy cuttings, reduce insect and disease problems, increase strike rates, and reduce
labor requirements. By accurately determining a plant’s ability to produce you can
maximize production per square foot and meet the demands of an increasing market.

Germination and Growth of Acer Species

Mark E. Krautmann
Heritage Seedlings, Inc., 4199 75th Ave., SE, Saiem, Oregon 97301-9242

BACKGROUND

Heritage Seedlings seed propagates more than 30 Acer species from Asia and North
America. We focus on the more unusual, difficult-to-germinate species, but we also
grow more easily germinated species, such as A. palmatum. This paper describes
some of our experiences with maple seed, especially the effect of drying seed after
collection. Selected maples are grouped by germination pre-treatments. Specific
techniques to enhance germination results with difficult species are described.

SEED COLLECTION

Importance of Collecting Sound, Fresh Seed. Successful seed propagation
depends first on acquiring fertile seed. Fertile maple seeds develop only after
successful flower pollination and our experience is that highest seed quality 1s
achieved when a genetically diverse, mixed population of stock plants is used in a
seed orchard. For example, solitary landscape or arboretum specimens of A. griseum
may produce a heavy crop of fruit, but it is normally of such low fertility (4% to 5%)
that it 1s costly to collect or impractical to use for propagation. In our seedling block
of 50, 15-year-old A. griseum trees, we harvest 95% fertile seeds annually.

Even when a relatively large population of stock plants is established, as in
nursery culture, if the block is of one genotype, such as A. palmatum ‘Bloodgood’,
regular fertile seed crops are unpredictable. On the other hand, it is possible to get
over 90% fertile seeds, and annual, abundant amounts of seed if you set out a well
cared for stock block of drip-irrigated, seedling-grown maple trees. If clonally
propagated maple trees are used 1n a seed orchard, we find that mixing superior
seedlings into the mother block (at least 20% of the total) can give dramatic
improvements in the yield of fertile seed.



