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Methodology
This survey is part of an HTA annual study to assess professional use of peat. An online quantitative survey was 
hosted on Survey Monkey aiming to understand the peat usage, cost of growing media, and challenges in the removal 
of peat amongst UK ornamentals growers and plant producers. This year’s survey asked about the growing media and 
peat used in 2025. 

Email invitations were sent to the main contact on the HTA database, comprising 328 member and non-member 
grower businesses on April 16, with several reminder emails and communications with HTA’s grower committees to 
boost participation. Sample controls were in place to allow only one response per business. 

A total of 47 partial responses were received, with 39 businesses completing the core questions on growing media and 
peat usage, reflecting a completed response rate of c. 12%. The sample accounts for c. 12% of UK ornamentals 
production by turnover, as reported by Defra. More information on the representativeness of the sample is on page 6. 

The research was conducted in accordance with the Market Research Society’s codes of conduct, and individual 
responses remain confidential.

Validation checks, for example, comparing growing media usage per £1m of turnover across the sample, were 
conducted; and where outliers were found, businesses were recontacted to confirm their numbers. The dataset was 
cleansed as appropriate, and an audit trail of the cleansing process maintained, to ensure the quality of data as much 
as possible.
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Key Headlines
• There was a continued reduction in peat usage amongst growers and plant producers to 21.8% in 2025, marking a fall from 34.4% in 2024, 

and 39.5% in 2023. Our conclusion, is that this was most likely driven by trade customers, particularly larger retailers and local authorities, 
increasingly requiring their plant suppliers to be removing or reducing peat usage. 

• The downward trajectory from 2021 to 2025 has been substantial, however there is still a significant proportion of growers reporting 
uncertainty about timescales for when they expect to be peat-free, and timescales of 2030 and beyond. 

• Our survey indicates that around 33% of growers are already peat-free, yet significant challenges remain for many in transitioning away 
from peat. The main barriers are technical (for instance, in nutrient and water management for crops, or consistency in quality for 
particular crop types), and commercial (relating to increased material costs of peat-reduced and peat-free growing media, as well as 
‘indirect’ costs such as familiarization with new production techniques, crop losses from inconsistent results or trials, and greater use of 
inputs such as water or feed). 

• Average crop wastage by value across all production was found to be around 9%, though the sample contains a wide variety of growers 
(from young plant producers to tree growers). While no linear relationship was found between peat percentage and levels of crop 
wastage, further statistical tests found that as peat content reduces, the variability in crop wastage reported by growers increases, 
although the percentage peat does not explain all of this increased variability. The data, which reflects production during 2025, shows the 
industry is now in a challenging period with peat use nearing or already falling (on average) below 20% for the first time, coinciding with 
the ‘critical point’ where variability in crop wastage increases the most. Now and over the next few years, the sector will need manageable 
time frames to build knowledge and experience around new media components and consistency in quality to help it through this period. 

• Growing media costs alone are estimated to be equivalent to around 3.5% of total crop value for UK growers, with peat-free representing 
a significant overhead cost not including these additional costs associated with the movement to peat-free (trialling, stock loss, 
additional labour time/inputs). These findings suggest knowledge-sharing, collaboration between growers and manufacturers over 
consistency and R&D focused on challenging crop types are likely to be key to removing barriers in the transition to peat-free. 
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Sample profile – seniority of survey respondents​

The survey received 39 complete responses, 71% of 
which were from business owners/directors, whilst 
the remainder were managers/team leaders. This 
indicates the survey captured decision makers and 
senior staff within the businesses, who are likely to 
have an accurate view of their business situation and 
future prospects.

Base: 39 growers

32%

39%

29% You own or part own it

You're a director

You're a

manager/team leader
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Sample profile – representativeness by 
business size 

The chart and table to the left compare the distribution of 
business sizes and average turnover within HTA’s membership of 
growers (165 growers) and our survey sample (39 growers). 
However, it is worth noting that HTA’s membership turnover 
data represents the entire business turnover, while the survey 
values only reflect crop value and so exclude any additional 
turnover that these businesses may generate. 

The analysis shows that our survey sample is broadly 
representative of the growers in HTA membership, slightly over-
representing the smallest growers (with turnover below £1 
million) and under-representing the mid-sized growers (with 
turnover £1million - £5million). The median average turnover 
between HTA grower members and our survey sample are both 
around £2million, suggesting the average business size is very 
similar and true of the total population. 

Base: HTA membership 165 growers, survey sample 39 growers

35% 35%

13%

18%

44%

23%

15%
18%

Up to £1m £1m to £5m £5m to £10m £10m+

HTA grower membership Survey sample

HTA grower 
membership

Survey 
sample

Mean average 
turnover £5.2m £4.7m

Median average 
turnover £2m £2m
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Sample profile – proportion of market captured

Total crop value accounted 
for in survey sample

Total UK ornamental 
production value

Sample value as % of total 
UK production

£191m £1,616m 12%

Our survey captured businesses with a combined crop production value of £191million in 2025, 
representing approximately 12% of overall UK ornamental plant production by value according to Defra’s 
annual horticulture statistics. The sample value as a percentage of production has increased from the 
2025 survey (6%) due to an increase in larger growers participating (albeit proportionate to HTA’s overall 
grower membership as per slide 6).

Base: 39 growers
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Headline peat usage over the years

Taking an aggregated view across all businesses in our survey and accounting for the relative volume of growing media each 
business used, peat usage was at 21.8% in 2025, marking a c. 12% reduction from 34.4% in 2024 and a continued movement 
away from peat. In the absence of legislation, it is likely this is being driven by market forces in the form of trade customer 
demand, with major retailers (such as major garden centres and the likes of B&Q), and local authorities increasingly 
requiring their plant suppliers to reduce or remove peat. Around one third (31%) of growers using growing media (i.e. excl. 
field-based growers) indicated being peat-free in 2025, this rises to 38% amongst all growers (i.e. incl. field-based growers). 

Base: HTA grower peat use survey (39 (2026), 35 (2025), 37 (2024), 69 (2023), 42 (2022)); Growing Media Monitoring study (2023 & 2022)

https://www.diy.com/responsible-business/products/healthier-homes/greener-gardens/zero-peat
https://www.hortweek.com/bubble-burst-peat-free-local-authorities-exclusive-hortweek-report-reveals-uks-peat-free-status/ornamentals/article/1939305
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Expectations for timescales to be peat free

The proportion of businesses that reported being entirely peat-free in their production for all markets they supply was 
33%. However, a separate question asked growers about the date by which they expected to be ready to supply to 
specific markets on an entirely peat-free basis. Over one third of growers of finished plants for supply to retail and 
amenity expect to be already able to supply entirely peat-free. However, there are a significant number of businesses that 
need longer timescales and around one quarter of growers don’t know when they will be entirely peat-free. 

Base: 24 growers supplying to retail, 18 growers supplying to amenity (some crossover with growers supplying both markets)

Already 
peat 
free

By 
end 
2026

By 
end 
2027

By 
end 
2028

By 
end 
2029

By 
end 
2030

By 
end 
2031

By 
end 
2032

By 
end 
2033

By 
end 
2034

By 
end 
2035

2035 
and 
beyond

Don’t 
know

Supply to 
retail

38% 0% 8% 0% 0% 13% 0% 0% 0% 0% 4% 13% 25%

Supply to 
amenity

33% 0% 6% 0% 0% 17% 0% 0% 0% 0% 6% 17% 22%
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Cost of growing media

The figures above reveal that growing media is a significant overhead cost for professional ornamental growers, 
equivalent to around 4% of total crop value. Additionally, our survey revealed that growers anticipated these growing 
media costs if entirely peat free to increase from 3.5% to 3.8% of crop value on aggregate across the sample, 
equivalent to an increase of 10%. Based on the average cost differential across businesses in the sample, we can 
estimate peat-free media is costing growers between 5-15% more. This is without further costs presented by the 
movement to peat-free in addition to the growing media itself in terms of trials, crop wastage, additional labour time 
and inputs etc. 

Total GM cost as % of total 
crop value

Aggregate cost across the survey sample of growing media as a % of total 
crop value across the sample 3.5%

Aggregate cost across the survey sample of growing media as a % of total 
crop value if it was entirely peat free 3.8%

Aggregate cost differential across the survey sample between cost of 
growing media and cost of growing media if it was entirely peat free +10%

Average cost differential by growers in the sample +15%

Median average cost differential across growers in the sample +5%

Sample size: 19 growers
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Challenges in moving to peat free

The key areas ranked as most challenging by growers are nutrient/fertiliser management, costs/profitability, consistency of 
peat-free mixes and irrigation. Costs are related to the direct material costs of alternatives to peat (as per slide 9), as well as 
the ‘indirect’ costs associated with transitioning such as trialling, training, and upskilling knowledge across a business. 
Availability of research/trials information is also seen as a challenge and could help to offset some of the risk and cost for 
growers. Storage conditions, machinery and pest, disease and weed control emerged as the areas perceived least 
challenging. 

Base: 37 growers

30%

20%

24%

22%

22%

27%

41%

32%

49%

46%

61%

5%

17%

16%

19%

27%

24%

11%

22%

19%

24%

11%

62%

60%

57%

57%

46%

46%

41%

32%

30%

27%

22%

3%

3%

3%

3%

6%

3%

8%

14%

3%

3%

6%

Cost/profitability of moving towards peat-free

Nutrient/fertiliser management

Irrigation

Consistency of performance of peat-free…

Availability of research/trials information…

Monitoring and management of crops in…

Availability of enough product from suppliers

Overwintering

Provision of appropriate storage conditions…

Pest, disease & weed control

Machinery coping with peat-free mixes

Not challenging (1's & 2's) Challenging (3's & 4's) Very challenging (5 to 7) Don't know

To what extent are the 
following things a 
challenge for your 
business in moving to 
peat-free growing media? 
(Please rank from 1 - Not 
at all challenging to 7 -
Very challenging)

Note: overwintering does not apply to all crop types/growers, therefore the actual %s finding it a challenge are likely to be higher when growers of bedding plants etc are excluded 
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What do you feel are the biggest barriers to 
your business removing peat?

Barrier reported by growers Percentage 

mentioning

Challenges for crop type/scale (small seeds, mature container crops, ericaceous, lilies) 25%

Additional water/ water retention (and associated labour, costs, footprint) 22%

Suitable alternatives (performance, availability incl. Iran war, footprints associated) 19%

Performance/quality (vs. previous results in peat, variability) 19%

Cost of GM 17%

Additional/retention of nutrients/feed (and associated labour, leeching) 17%

Costs to pass on to customers (to retailers, and amenity market particularly cost-driven) 14%

Change in knowledge/care/management practices 14%

Consistency of mixes 14%

Crop losses & financial impact 11%

Competition/level playing field with the EU 11%

Water shortages (additional water required during times of frequent restrictions) 8%

Wastage of inputs (on failed crops) 6%

Availability/supply of peat-free young plants to grow on from suppliers 6%

Base: 36 growers who commented on the question
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Barriers to business removing peat
Finding a suitable 

alternative that has the 
same qualities. There 

currently isn't one.

Cost, we are competing 
with Europe, and the 

amenity market is very cost 
driven. 

The loss of revenue to the business of plants which 
either die off or fail to produce quality plants. The 

run off of fertilizers which are not held in peat 
based composts. The extra water required to grow 

plants in a peat free compost, especially with 
hotter dryer summers, and possible shortages of 
water. Consistent supplies of compost. We have 

done several peat free trials with different 
companies and had very mixed results

Lesser plant quality in some species 
Poorer germination of small seeds in 

peat free compost Considerably 
higher cost of production Customers 
having to accept much higher plant 

costs

Uncertainty around the 
deadline to be 100% peat 
free. We need to know if 

and when this will be 
legislated for. 

The second issue is two of our three 
retailer customers who were keen for 
us to move to peat free have taken a 

step back in 2026 looking at something 
more around a 50/50 mix. I believe this 
is largely because they have seen more 
waste at store in 2025 using peat free 

compost as it dries out quicker in store 
and drives waste.

Credible alternatives with better 
environmental credentials. Coir is 

often used, but as this requires 
significant water volumes to wash it 
at source and requires shipping long 

distances, we doubt that it is any 
better than peat 

Currently supply of product, cost, 
water, fertilizer. all these costs are 
higher as a cash and carry we have 

many batches of smaller numbers.  Its 
easier to go peat free on larger 

numbers for crops grown for the retail 
impulse market but much harder for 
our market. We have tried peat free 

with some benefits  on some items but 
big losses on other especially on 

summer watering and overwintering 
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Crop wastage & peat usage
Overall, the average crop wastage by value was 9%. There was a minimal linear relationship between crop 
wastage and the proportion of growing media volume made up of peat. The average crop wastage amongst 
growers who reported being peat-free (n = 11) was 8%, whilst amongst peat-using growers (n = 22) this 
average was 9%, both being small samples in isolation. However, this initial analysis suggested that there 
may be greater variability in crop wastage levels the less peat content that is used (see next slide). 

R² = 0.0123
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Base: 36 growers who answered the question

Q. In the last year, across all of your production (irrespective of peat 
usage) what was your crop wastage (%) by value? (by wastage we 
mean the percentage of crops by value that were unable to be sold 
to your customers for example due to poor quality or 
performance). If you don't know exactly, your best estimate is fine.

The dots on the chart (which 
represent each individual business’ 
response) are spread further away 
from the trend line the further left 

you go (i.e. the lower the peat 
usage %).
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Crop wastage & peat usage
To investigate this further with a larger sample of data, we analysed data from our 2025 and 2026 surveys together. Statistical tests found that the lower the 
peat content in growing media, the greater the variability between growers in crop wastage levels by value*. This is consistent with earlier findings from the 
survey around inconsistency in peat-free mixes being one of the biggest challenges identified by growers. However, peat content is only one driver of wastage 
levels and is unlikely to fully explain all the variability in crop wastage levels, meaning we cannot conclude that lower peat levels per se cause greater 
variability.  Other factors associated with reduced peat levels, such as knowledge and experience of working with reduced peat mixes, are likely to be significant 
drivers of variability in the data, along with other factors that cannot be controlled for in the data such as differences in crop types. However, with professional 
peat usage at 21.8% in 2025, these data do suggest the industry is reaching the ‘critical point’ of greater variability, which will carry significant cost impacts for 
the sector, and highlight the need for further R&D to improve consistency and knowledge-sharing.  

Peat usage Standard Deviation** 
in Crop Wastage %
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GM was peat-free 8.5%
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*satisfying a 90% confidence interval **Standard Deviation is a measure of how dispersed the data is in relation to the average
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Summary
• There was a continued reduction in peat usage amongst growers and plant producers to 21.8% in 2025, marking a fall from 34.4% in 2024, 

and 39.5% in 2023. Our conclusion, is that this was most likely driven by trade customers, particularly larger retailers and local authorities, 
increasingly requiring their plant suppliers to be removing or reducing peat usage. 

• The downward trajectory from 2021 to 2025 has been substantial, however there is still a significant proportion of growers reporting 
uncertainty about timescales for when they expect to be peat-free, and timescales of 2030 and beyond. 

• Our survey indicates that around 33% of growers are already peat-free, yet significant challenges remain for many in transitioning away 
from peat. The main barriers are technical (for instance, in nutrient and water management for crops, or consistency in quality for 
particular crop types), and commercial (relating to increased material costs of peat-reduced and peat-free growing media, as well as 
‘indirect’ costs such as familiarization with new production techniques, crop losses from inconsistent results or trials, and greater use of 
inputs such as water or feed). 

• Average crop wastage by value across all production was found to be around 9%, though the sample contains a wide variety of growers 
(from young plant producers to tree growers). While no linear relationship was found between peat percentage and levels of crop 
wastage, further statistical tests found that as peat content reduces, the variability in crop wastage reported by growers increases, 
although the percentage peat does not explain all of this increased variability. The data, which reflects production during 2025, shows the 
industry is now in a challenging period with peat use nearing or already falling (on average) below 20% for the first time, coinciding with 
the ‘critical point’ where variability in crop wastage increases the most. Now and over the next few years, the sector will need manageable 
time frames to build knowledge and experience around new media components and consistency in quality to help it through this period. 

• Growing media costs alone are estimated to be equivalent to around 3.5% of total crop value for UK growers, with peat-free representing 
a significant overhead cost not including these additional costs associated with the movement to peat-free (trialling, stock loss, 
additional labour time/inputs). These findings suggest knowledge-sharing, collaboration between growers and manufacturers over 
consistency and R&D focused on challenging crop types are likely to be key to removing barriers in the transition to peat-free. 
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Technical notes – data validation
• This report is based on the results of a single survey, and time series from previous years.  In order to validate the finding that peat levels 

fell in 2025, several additional validation checks have been performed.  Firstly, businesses which took part in both (2025 and 2026) surveys 
were analysed separately from the main survey data. This analysis showed a fall in peat levels, providing confidence that the fall in peat 
levels from 2024 to 2025 was not due to changes in the sample. Secondly, a desktop review was performed to test the hypothesis that 
market forces (e.g. retailer and amenity customer demand) was ‘pulling through’ peat reduction in UK growers.  This desktop review 
included publicly available peat (in plants) policies of major retailers, as well as buying standards shared on a confidential basis.  Data on 
Local Authority policy towards specifying peat-free or peat-reduced planting reported in Horticulture Week was also taken into account.  
Our assessment of this data is that it supported the hypothesis that trade customer demand for peat-reduced or peat free plants 
continues to exert a significant ‘market pull’ effect on peat reduction in the professional sector, even in the absence of certainty over any 
potential legislation relating to the sale of horticultural peat.
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