ROYAL BOTANIC GARDEN EDINBURGH BOARD OF TRUSTEES

Minutes of the Meeting of the Board of Trustees

held in the David Douglas Room, John Hope Gateway 

at the Royal Botanic Garden Edinburgh (RBGE)

on Wednesday 4 March 2015 at 1400
Present: 
Sir Muir Russell
Chairman of Trustees


Prof Beverley Glover
Trustee (Items 1-10 only)

Prof Iain Gordon
Trustee 


Mrs Patricia Henton
Trustee


Mrs Angela McNaught
Trustee 


Prof Thomas Meagher
Trustee 


Ms Diana Murray
Trustee (Items 5-10 only)

Mr Tim Rollinson
Trustee 


Prof Ian Wall
Trustee


In Attendance:
Mr Simon Milne
Regius Keeper



Mrs Rachel Andrew
Finance Manager



Dr Chris Ellis
Head of Cryptogams



Mr Gerry Gallagher
Project Manager (Items 7-10 only)


Ms Sara Griffiths
Head of Estates (Items 7-10 only)


Mrs Heather Jackson
Director of Enterprise


Dr Alasdair Macnab
Director of Corporate Services  
Secretary


Ms Ann Robertson
Head of Finance

Apologies:
Prof Pete Hollingsworth
Director of Science 

	Item
	Narrative & Decisions
	Action



	
	Private Meeting

The Chairman and the Board of Trustees held a Private Meeting prior to the Main Board meeting.  

	

	
	Botanic Cottage
Trustees visited the Botanic Cottage site prior to the meeting and received a presentation on the project from Mr Gerry Gallagher (Project Manager) and Mr Sutherland Forsyth (Community Engagement Coordinator).  Trustees suggested that although there was a strong historical element to the Botanic Cottage the current importance of the study of plants and in particular of the scientific work of the RBGE should also be emphasised in connection with the promotion of the project.  Trustees asked if the activities that would be held in the Botanic Cottage could be income generating.  It was noted that due to VAT rules no charge could be made for the specific use of the Cottage, unless £160k VAT was paid.  However normal charges for certain visiting groups using the range of Garden facilities could still be made.   

	

	
	Introductions
The Chairman welcomed Prof Beverley Glover and Prof Ian Wall (new Trustees), Ms Ann Robertson (new Head of Finance), Mrs Rachel Andrew (Finance Manager) and Dr Chris Ellis (attending on behalf of Prof Hollingsworth) to the meeting.


	

	
	OPENING ITEMS:


	

	1.0

1.1

1.2

	Minutes of the Previous Meeting held Wednesday 3 December 2014
The Minutes of the Meeting held on Wednesday 3 December 2014 were accepted as a true record of the meeting.
Decision.  It was agreed that:

The Secretary would place a copy of the approved Minutes in the Library, on the Intranet and circulate by e-mail to the Board of Trustees.

	Secretary

	2.0

2.1
2.2
2.3

	Matters Arising

Visiting Group Update
The Regius Keeper reported that the Visiting Group would now take place from Monday 31 August 2015 to Thursday 3 September 2015 (it was originally planned for May 2015).  This would mean that a new Director of Horticulture and Learning would be in position and the Group would be able to review the implementation of the new Corporate Plan.  It was noted that the Visiting Group’s focus would be strategic rather than operational.  Prof Beverley Glover would act as the Trustees’ observer on the Visiting Group.
Recruitment - Director of Horticulture and Education 
The Regius Keeper reported that the closing date for applications for the Director of Horticulture and Learning position was Friday 6 March 2015 and interviews would take place on Tuesday 31 March 2015.  The Interview Panel would be the Regius Keeper, the Head of HR, Mrs Patricia Henton and Mr Richard Barley (Director of Horticulture at the Royal Botanic Gardens, Kew). 
Botanic Lights Evaluation
The Director of Enterprise reported that this new event for the Edinburgh winter calendar had been supported by Homecoming Scotland 2014, Sodexo Prestige and the People’s Postcode Lottery and the aim had been to raise awareness, visitor numbers and income for the RBGE.  There had been extensive press, TV and social media coverage and the event had attracted 23,000 visitors and made a £58k profit.  One thousand Customer Surveys had been completed and this information would be used to build on the event for 2015.  Visitor numbers for November had been the busiest since records began.  An ‘Economic Impact Report’ had been undertaken.  The aim for the 2015 event was to attract 30,000 visitors and make a similar level of profit.  Trustees asked if the costs would be reduced this year, but in fact they would most probably increase as it was planned to make the event bigger and better, and the equipment was hired.  If the event ran for fifteen nights or less VAT might not need to be paid and this was being investigated.  Trustees asked if such an event could be undertaken elsewhere at other Regional Gardens: it was noted that a two night event had been held at Benmore Botanic Garden in 2012 and the idea of a series of short event in each of the Regional Gardens would be kept in mind. Trustees asked if Membership had been included in the entry fee. It was noted that this would have made the ticket price too expensive but some new Members had signed up after the event.  At the 2015 event Membership Recruiters would be in attendance.

	

	3.0

3.1

3.2

3.3


	Regius Keeper’s Report 

The Regius Keeper presented his quarterly report which included an extract from the RBGE’s Performance Report Quarter 3.  The Report highlighted a number of areas to be addressed by Senior Management Team including:

· The publications schedule for the next financial year.
· Increasing the uptake on the MSc course for 2015/16.
· VisitScotland’s 5* re-evaluation of Edinburgh. 
· Implementation of the Nagoya Protocol.
· Funding for the repair of ponds at Logan and Edinburgh.
· Implementing the recommendations of two Internal Audits (Education and Health and Safety).
· Completing the Business Plan for 2015/16.
It was noted that:

· The RBGE’s annual grant from the People’s Postcode Lottery (PPL) had been increased to £200k. 
·  An independent Memorial Trust for Ivor Guild was being set up by Shepherd and Wedderburn with the expectation that RBGE would be a principal beneficiary.
· RBGE was working hard to embrace the Scottish Government’s initiatives relating to the development of international profile, innovation, gender balance and the training of young people.

· The Scottish Government required apprentices to be paid the living wage. As a result, it was likely that the RBGE could not take on any new apprentices unless additional funding was forthcoming. 

· Ms Maggie Kilian would start as the new Head of Education on 9 March 2015. 
·  HRH The Duke of Rothesay had provided the foreword to the book ‘Plants from the Woods and Forests of Chile’ which would be published by the RBGE later this year. 
Trustees asked for further details on uptake on the MSc course and were informed that numbers had dropped in the current year (2014/15), but there was considerable interest in the next course (2015/16) and RBGE were on track to fill the majority of places. It was suggested that a BSc/MSc integrated course could be considered in the future.  

	

	4.0

4.1

	Board of Trustees’ Appointments

The Chairman reported on the following changes to the Committees:
· Member of the Audit Committee - Prof Ian Wall

· Chair of the Investment Committee - Prof Ian Wall

· Remuneration Committee Member - Mr Tim Rollinson

· Whistleblowing Trustee - Ms Diana Murray

· Trustees’ Representative on the Visiting Group - Prof Beverley Glover

· Science Advisory Committee Member - Prof Beverley Glover

He thanked Trustees for taking on these responsibilities.

	

	
	DECISION ITEMS:


	

	5.0
5.1

5.2

5.3

5.4

5.5
	RBGE Budget FY 15/16
The Regius Keeper introduced the paper.  The Secretary then reported that increased costs, inability to implement a significant cost saving restructuring and a low and reducing non-salary resource provide quite a challenge for FY 15/16.  The Directors’ recommendations focussed on:

· Packages of short and longer term cost savings.

· Further increases in income generation.

· Release of financial reserves for a potential Voluntary Exit Scheme.

· Use of financial reserves to support some specific science programmes.

 It was noted that:

· This Budget was not sustainable in the medium to longer term, but did provide time to grow income.

· The majority of the funds went on salary costs reducing the potential to make meaningful savings.

·  The RBGE could stop doing particular activities but the Staff costs would still need to be met unless redundancies could be made

·  Savings had been made in year through gapping posts but this was non-strategic. 
·  An increase in employers’ pension contributions would be required next year and an increase in ERNIC contributions in the following year. 
·  The Reserves had been increased over the years for use as a contingency and it was proposed that this was the time for some  funds from them to be should be used. 
·  A write-down of publications stock was required (as previously agreed with Trustees) and some £43k would be needed to cover electricity bills that had not been submitted for some prior periods, due to supplier error. 
· A small surplus in FY 2014-15 was still expected.  
· Short term cost savings included: the non-replacement of vacated posts, a potential restructure of pay, a potential elimination of progression payments and adjusting some working practices. 
·  A Voluntary Exit Scheme would show a return in approximately a year and a half. 
Trustees were naturally cautious about using funds that could only be spent once.  They highlighted the advantages doing so in ways that were an investment in programmes that would help to generate income, including elements of the Science programme as detailed in the paper.  Trustees asked what the future strategy would be to replenish funds taken from the Reserves and noted the income generation targets within the 5 Year Corporate Plan.  It was also noted that RBGE would be in a better position at the end of FY2015/16 to provide figures on increasing income generation when the implementation of various new approaches was underway.  Trustees asked what the target level was for the Reserves – and noted that the Board had previously agreed £500k.  There were no legally binding restrictions on the Ferguson Bequest but the donor’s wishes were for the funds to be spent on plant related subjects.  It was important that VES should give payback over a reasonably short period – the terms under consideration would on average achieve this in 15 – 18 months.  Within  that constraint, Trustees suggested that if more than £200k would be required to provide a more flexible reorganisation VES programme it would be appropriate to request further funds.  

Trustees were asked to:

· Approve the transfer of £250k for the Ferguson Bequest to support Science Division work.

· Approve the transfer of £86k to support general operating budgets from the Board Reserve.

· Approve the transfer £200k to support a VES from the Board Reserve.

· Approve the Budget for FY15/16 as presented. 

· Note the income generating and cost saving measures proposed for FY15/16 (short term).

· Note the cost saving measures proposed for the longer term.
Trustees approved the recommendations.  
Decisions.  It was agreed that:

The Secretary would implement the Budget and arrange for the transfer of funds from the Ferguson Bequest and the Board Reserve.

	Secretary

	
	DISCUSSION ITEMS:


	

	6.0

6.1

6.2

6.3

6.4

6.4.1

6.4.2
6.4.3
	Fundraising Development
Following discussions held at the last Board of Trustees’ meeting the Regius Keeper presented his paper which set out the context for fundraising over the next few years and put Natural Capital in the context of overall fundraising at the RBGE.  
It was noted that:
· The RBGE did not have the capacity for fundraising for large scale capital projects and any such fundraising would need to be embedded  in any future projects (such as the North east Corner).  
· Corporate fundraising and the generation of funds for Natural Capital provided significant opportunities as these areas were currently “untapped”. 

· Current fundraising effort was focussed on through-life giving, appeals, grant funding for small to medium projects, developing membership,  and  lotteries 

· The main proposal was to create a fundraising role for the Botanics Foundation, which would employ a member of Staff funded by the Foundation, to undertake corporate fundraising.

· There was a need to enhance the profile of RBGE’s international work, particularly in connection with Natural Capital 

Trustees supported the move to build up revenue funding through the initiatives detailed in the Corporate Plan and to develop corporate/Natural Capital. The proposal that the Botanics Foundation become re-structured to assume a fundraising role was welcomed.   
Decision.  It was agreed that:
The Chairman of the RBGE Board, the Regius Keeper and Chairman of the Botanics Foundation meet to discuss and progress the proposal for the Foundation to develop a major fundraising role. 
The Regius Keeper would lead the development of an RBGE Natural Capital network, and identify potential Trustees for the Foundation.

The Director of Science would develop a portfolio of current and planned research projects that could be strategically aligned with a Natural Capital programme.

	Chairman/

Regius Keeper

Regius Keeper

Director of Science 

	7.0

7.1
7.2

7.3

7.4

7.5

7.6


	Masterplan Review - Update
The Regius Keeper reported that the Masterplan to redevelop the North East Corner had progressed to Stage C and been presented to the Board of Trustees previously.  Following Trustees’ concerns with aspects of the project (as detailed in the paper) the project was suspended and the Regius Keeper had been asked to conduct a Review of the Plan.  The requirements had been re-assessed with the recommendation that:

· The requirement for purpose-built public walkways and new public glasshouses and access features be removed.  

· The height and footprint of the new build could be reduced through removing non-critical support facilities, making more efficient use of the Balfour building and better use of the natural elevation of the site.
· The aspiration for a Scottish School of Botany and Horticulture should be removed. Education facilities appropriate for the education programme currently envisaged should be built. Education spaces should provide flexible accommodation that could be used outwith school days/terms.

· The plan should be split into two discrete projects:
· New build of research glass, education accommodation and support accommodation 

· Restoration of Heritage Glasshouses and remodelling of indoor living collection and visitor flow within the glasshouses.

· The plan should include the rationalisation of accommodation and facilities in the Balfour Building in order to reduce the requirement for office space in the new build, increase the efficiency of the science programmes and to provide additional space for the Herbarium.
· The revised proposals were based on an estimate of operational requirements for the next 25 years
Trustees noted that adopting these recommendations would reduce the built area by approximately 40% and initial estimates indicated that savings of £10M could be possible.   It would cost approximately £110k to get to the revised Stage C Report, which included a Scottish Government Gateway Review.  It was the intention for RBGE to initially approach RESAS for funding.

The Regius Keeper briefed that the next steps were:

· To seek the Board of Trustees’ endorsement of the revised proposals

· To identify funding for the development of a revised Stage C Report (£110K)

· For the Board of Trustees to review the revised Stage C Report.
The Project Manager gave a presentation on the revised plans. Points raised and discussed included:

· There were two distinct elements of the project: Heritage Glasshouse restoration, and the new build of the Research Glass, education facilities and horticultural support.  There was a complex association between all the elements of the new build which may preclude further division of this part of the project.   

· The Heritage Glasshouse renovation could be fundraised for separate to the main project.
· The current Design Team had not impressed at the earlier stages. – should they be used for the next phase of work? It was noted that should the Design Team change at this stage the RBGE would need to go back to Stage One of the Project and there would be significant additional costs associated with this.  Trustees would be looking at the Stage C proposals for evidence that due account had been taken of the need for a modular, flexible approach, with attention being paid to the concerns earlier expressed about the scale of the design and the impact on neighbouring proprietors and to the need for economy.  These would be key factors in a decision whether to stick with the current Design Team.
· The Scottish Government’s Gateway process, which could now be activated.  

Trustees commented that previously there had been insufficient specification and challenge to the plans.  They were pleased that there was now a Project Manager to oversee the capital projects at the RBGE and that the operational requirements of the project had been subjected to a critical review by management.  Trustees agreed that the RBGE could move forwards with this project.

Decision.  It was agreed that:

The Regius Keeper would take the project forward.

	Regius Keeper

	
	INFORMATION ITEMS:


	

	8.0

8.1
	Corporate Plan
The Regius Keeper reported that the Corporate Plan was now with the Minister for sign-off and thanked the Trustees for their input.  Three minor amendments had been made following input from Rural and Environment Science and Analytical Services Division (RESAS).
 
	

	9.0

9.1
9.2


	Capital Projects Update
Botanic Cottage

The Secretary reported that the Botanic Cottage was on budget.  Her Majesty’s Revenue and Customs (HMRC) had given the building VAT exemption.  The downside was that this meant that there could be no charges for its use over the next ten years.  The construction schedule was due to be completed in September 2015.
Nursery Works

The Secretary reported that all the available capital had been spent for this financial year on drainage and enabling works. The new Glasshouses and Polytunnels would be completed over the next two financial years.  


	

	10.0

10.1

	Property Maintenance Update Report
The Head of Estates reported that there had been low glass losses from the Glasshouses over the winter so far, due to the replacement work carried out in the summer.  Safety access systems were being installed in the Glasshouses. The maintenance liability for the roads and water supply at Benmore Botanic Garden were being investigated.  Leakage in the ponds in the Biodiversity Garden and at Logan Botanic Garden was being investigated.  A Forward Maintenance Plan/Condition Survey was being completed but a backlog of £10M of works over the next ten years had been identified.

	

	11.0
11.1
	Science Advisory Committee

Prof Tom Meagher reported that he had Chaired two meetings.  The first was held in December 2014 and provided the Committee with an introduction and induction and they had received a complete overview of the RBGE’s research programmes.  The second meeting took place in February 2015 where they received presentations from two research programmes: the International Conifer Conservation Programme (ICCP) which the Committee considered could be thought of as a national arboretum, and could be branded as such; and the Scottish Biodiversity Programme.  There had also been discussions about the Visiting Group. 

	

	12.0
12.1
	Finance Report
The Finance Manager reported that a surplus of £37k was now forecast for FY 2014/15.  The RBGE was moving to a Government contract for electricity and smart meters would be installed to provide accurate billing in the future.  The write down of the publications stock had been agreed by Rural and Environment Science and Analytical Services Division (RESAS) and this had been included in the forecast figures.  BTC were £12k ahead of their forecast budget - catering was doing well but in retail Event Network would be paying the RBGE the guaranteed minimum amount written into the contract this year.  There were no significant outstanding debts.  

	

	13.0

13.1
	Audit Committee Report 

The Chairman of the Audit Committee reported that an Internal Audit Report had been received on Pensions Administration, this was required to be reviewed every five years There was a recommendation relating to the inability to reconcile payroll records with pension records, which would be reviewed by RBGE in the next financial year.  The 2015/16 Audit would include a review of project management and a review of the core financial systems. It was agreed that a review of the implantation of the RBGE personnel appraisal processes should be undertaken by the Regius Keeper. 
  
	

	14.0

14.1
	Investment Committee Report

Prof Ian Wall had chaired his first meeting and provided an update.  The income target for the Fergusson Bequest had been lower than it might have been and a target of 4% return on capital (rather than 2% used at present) was required without increasing investment risk.  There were to be minimal cash holdings except when stock was being sold.  The RBGE would want to spend capital later in the year (as part of the 2015/16 budget) and the Investment Managers had suggested releasing the funds now but it had been agreed that this would only happen when the funds were required.

	

	15.0

15.1


15.2

	Board of Trustees’ Meeting Dates 2016

The following dates were presented for consideration.
Wednesday 2 March 2016
Venue:  David Douglas Room, John Hope Gateway, Royal Botanic Garden Edinburgh

1200 – 1300
Lunch

1300 – 1400
Tour/Presentation

1400 – 1630
Main Board Meeting 

Wednesday 29 June 2016
Venue:  Benmore Botanic Garden 

am

Travel to Benmore Botanic Garden 

1200 – 1300 
Lunch 

1300 – 1630
Garden Visit 

1930 – 2200
Trustees’ Dinner 

pm

Overnight Stay 

Thursday 30 June 2016

Venue:  Benmore Botanic Garden 

0900 – 1200
Main Board Meeting 

1200 – 1300
Lunch

1300

Depart


Wednesday 5 October 2016

Venue:  David Douglas Room, John Hope Gateway, Royal Botanic Garden Edinburgh

1030 – 1700
Strategy Review 




1830 – 2200
Trustees’ Dinner (Venue tbc Edinburgh)

Thursday 6 October 2016
Venue:  David Douglas Room, John Hope Gateway, Royal Botanic Garden Edinburgh

1030 – 1200
Risk Review 

1200 – 1300
Lunch

1300 – 1400
Tour/Presentation

1400 – 1630
Main Board Meeting 

Wednesday 7 December 2016

Venue:  David Douglas Room, John Hope Gateway, Royal Botanic Garden Edinburgh
1200 – 1300
Lunch

1300 – 1400
Tour/Presentation

1400 – 1630
Main Board Meeting
Decision.  It was agreed that:

Attendees would note the dates of the 2016 Board Meetings and if there were any problems inform the Secretary.

	All

	16.0

16.1

	Honorary Fellows, Honorary Associates, Research Associates
This information was provided to inform the Board of Trustees of current RBGE honorary appointments.

	

	
	CLOSING ITEMS:


	

	17.0

7.1

	Any Other Business

There were no items raised. 
	

	18.0
18.1

	Arrangements for the Next Meeting

The next meeting would be held on Thursday 2 July 2015 at the Fernhill Hotel, Portpatrick.
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Jennifer Martin 

PA to the Regius Keeper 

13 March 2015
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