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I: Executive Summary 

An evaluation of the Council’s existing tractor and what the future needs are has been undertaken. 

From this a set of three machines have been identified, examined and tested. Following testing 

further ideas have come to light which have resulted in the Council being offered a choice of 

options: 

1. Like for like replacement, one machine for all tasks. 

2. Obtaining a slightly larger machine and accepting more hand mowing in the Cemetery. 

3. Obtaining a slightly larger tractor, and a separate ride on for the Cemetery. 

4. Obtaining a slightly larger tractor and contracting the Cemetery maintenance to a private 

company.  

Following costing of these options, the Council is recommended to proceed with option three, as it 

offers both capital savings and long term benefits due to staff time being saved that can be 

redeployed elsewhere, as well as being able to provide a higher quality finish.  

II: Introduction 

This report has been written to provide information to the Parish Council regarding replacement of 

its existing compact tractor. There several benefits of newer machinery, which will be discussed in 

more detail within the report. A variety of models from different manufacturers has been assessed 

for suitability for our purposes (particularly regarding the mowing of the Cemetery, which places 

restrictions on size of the machine and presents a challenge due to confined spaces, necessitating 

excellent control and manoeuvrability). Following assessment, a final menu of options and a final 

recommendation has been made for the Parish Council to consider. 

III: Existing Machine and Requirements for New Machine 

Our existing tractor is now eight years old and has covered around 1300 hours. In recent years there 

have been various breakdowns relating to electrical and fuel system issues, most recently a quote 

for over £3000 of repairs required has been obtained which adds urgency to the situation. 

Replacement would take advantage of improved reliability, better emissions and higher standards of 

operator comfort (vibration especially, we have a duty of care under the Control of Vibration 

Regulations 2005).  

The existing tractor is classed as a “sub-compact” which means it has the features of a compact 

tractor but has the footprint of a ride-on mower. This was chosen to fulfil a requirement in 2012 for 

replacement of unreliable domestic grade equipment with a single professional machine that could 

carry out all mowing tasks around the Village, the open areas at the Cemetery and the areas of the 

Rec inaccessible to the larger tractor. A separate ride on mower for the Cemetery was discussed and 

supported by some members of the Council. The areas the existing unit is used on mowing are as 

follows: 

 Winfold Road, Clare Close, and Old Pond site (adjacent takeaway). 

 Cemetery (Road, open plots and the large plot in the middle, new plot). 

 Village Green, Gault, and St. Andrews Hill. 

 All small areas on recreation ground inaccessible to large equipment (area around office, 

verges around the paths, hedge lines, and other inaccessible areas. 

 Loader work (compost heap, renovation materials, lifting large/heavy objects. 

 Trailer (Bins and general carriage of tools and materials). 
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In the time I have operated the machine I have noted the following shortcomings: 

 Lack of proper spool valves (hydraulic connection outlets), requiring use of the loader outlets 

to tip the trailer.  

 Loader and deck are not manufactured by the tractor manufacturer, as such there have 

been problems of integration.  

 Issues with time taken to get parts.  

 Various reliability issues with the electrical components (starter motor, switches and relays). 

 Bodywork is all plastic and is quite fragile, only needing a very light impact to break. 

 Seat is very uncomfortable during long jobs. 

I have incorporated consideration of these issues into the evaluation of any new models. 

After discussion between the Clerk and both Grounds staff, the following were identified as outline 

requirements: 

 Same size as existing unit or close as possible (for access in Cemetery). 

 Front loader and 48” rear discharge mower (preferably made by the tractor manufacturer 

rather than 3rd party, to avoid integration issues). 

 Spool valves fitted either as standard or as option (we would have to pay more for optional) 

 Operator comfort, quality of seat, access to platform, controls, noise and vibration. 

 Operating costs, fuel consumption (and emissions), servicing, parts availability. 

 Possibility to add a collector (grass, leaves). 

 Compatible with all existing attachments (trailer, etc). 

 Fit into existing storage. 

As a result of undertaking a physical demonstration of each model, new ideas have formed, and I 

present the Council with a choice of options later in the report.  
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IV: Evaluation of Available Sub-Compact Tractors 

Following a review of the available sub-compact tractors, I identified the following models: 

1. John Deere 1026R 

2. Kubota BX231 

3. Iseki TXG24s 

I have then either visited dealers or had machines on site to assess how well they met our requirements. In the table below I have identified the main 

points both good and bad of each model. It was identified that all models require a side discharge deck to use a collector and therefore a collector if fitted 

would have to be linkage mounted and third party, as the chute makes the width too wide for the Cemetery: 

Model Good Bad Other Comments Costs 

John Deere 1026R Redacted: Dealer details 
Tractor, 54” Mower and Loader 
 

 

Excellent seat, controls 
and overall operator 
environment. 
Strong but quiet and 
vibration free engine. 
Full lighting kit 
including directable 
spotlights. 
Fast in work (more 
efficient). 
John Deere-excellent 
service backup. 
Differential lock 
Integrated loader and 
mower. 

Slightly larger than 
existing unit, 
probably too big to 
be useful in some 
of the Cemetery  
Drawbar is low to 
the ground and 
could get caught 
on kerbs. 
No spool valves as 
standard (except 
loader outlets) 
Plastic bodywork 
Reverse safety on 
mower - must hold 
a button to reverse 
or the machine 
stops-annoying for 
operator. 

A lovely tractor to 
drive but big, 
although perhaps 
the Council might 
consider it if they 
were willing to buy 
a separate ride-on 
of small size for the 
Cemetery. This 
would also negate 
the need to have a 
collector on the 
tractor. 

Redacted – 
commercial 
grounds 
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Model Good Bad Other Comments Costs 

Kubota BX231 (Redacted – Dealer details) 
 
Tractor, 48” Mower and Loader 

 

Excellent seat, flat 
floor. 
Same size as existing 
machine. 
2 spool valves as 
standard. 
Quiet and refined 
engine. 
Kubota offer excellent 
after sales. 
Metal bodywork 
Differential lock 
Integrated loader and 
mower 
 

Drive pedal 
position not as 
easy to operate 
as others. Drive 
is “snatchy so 
there are 
concerns on its 
ergonomic 
suitability for the 
back and forth 
nature of 
cemetery cuts. 

Good machine, 
drive is a little jerky 
and pedals aren’t as 
straightforward as 
the others. 

redacted on 
commercial 
grounds 

Iseki TXG24s (Dealer details redacted) 
 
Tractor, 48” Mower and Loader 

 

Very well built. 
All bodywork is metal.  
Gas ram on roll bar, much 
safer for lowering (less 
chance of hitting your 
head). 
Powerful headlights 
Seat better than existing 
but not as good as others. 
Controls well laid out. 
Steering, pedals, drive 
etc. are good.  
Almost identical in size to 
the NH, although the 
platform is higher, so you 
feel taller than on the 
New Holland. 

Spool valves are 
optional. 
Loader is a 3rd 
party unit – can 
be an issue in 
obtaining parts. 
Mirrors and 
lights are in 
places where 
they will get 
caught on things. 

Good machine, 
probably the closest 
of the three to what 
we have now.  

redacted on 
commercial 
grounds  
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V: Choosing a New Machine-Our Options 

Full specifications for each machine are included in the report appendix. 

The factor that limits us is the Cemetery. All the models evaluated can operate in the Cemetery, 

however two of them have issues: 

 The Kubota drive is snatchy (it stops suddenly and is not comfortable when going forward-

back in a confined space repeatedly, as in the Cemetery). 

 The John Deere is about 30cm longer than the others, and slightly taller. This would limit it 

to the open parts of the Cemetery and mean more hand mowing. 

 Adding a collector to any model requires a side discharge deck, making the machine 

unacceptably wide in the cemetery. Adding a separate rear mount unit makes the machine 

too long. 

The choice the Council has, is between continuing as before (with a single machine that must do 

everything, resulting in compromises) or buying an additional smaller ride on mower for the 

Cemetery. This would be a neat solution with additional benefits as follows: 

 

 

 A small ride on would reduce hand mowing in 
the cemetery, saving about 120 hours per 
year. If the Council chose instead to use all 
hand mowing in the Cemetery (Hayter) you 
would be adding around 240 hours. The 
Hayter is not useful on large areas due to the 
restricted hours available. 

 The ride on mower would have a collector for 
autumn leaves, this negates the need to buy a 
collector for the tractor (it would be much 
cheaper). 

 We could specify a wider mower for the 
compact tractor (either 54” or 60” vs 48”). 
This would mean that the green, gault and 
other areas could be completed in a shorter 
time, saving about 30 hours per year. 

 Our machinery portfolio would be a better fit 
for the requirements we have. This would 
result in more efficient working and a higher 
quality result, within the same or less capital 
outlay as our initial thought of a tractor and 
collector.  

 

 

The photo above is of an Etesia Bahia 80 Pro. Note the small size allowing it to access confined 

spaces (30” cut). Another make that has been recommended is a Cub Compact. It is anticipated such 

a mower could cost around £6,000.   If Council agrees to earmark a sum for such an item we can 

investigate further and  make a recommendation next month.  
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A full analysis of these options including costs and hours are given below: 

 

Option Unit Prices Hours 
Saved/Added 
(Annually) 
 

Staff Costs Total (figures 
exclude VAT) 

1: Continue as at 
present (single 
machine for all 
tasks, and new 
collector). 

redacted – dealer 
details 

- - £20,994 

2: Continue as at 
present, larger 
machine (single 
machine for all 
tasks, and new 
collector). 

redacted on 
commercial 
grounds  

+4 hrs per 
cemetery cut  - 
increase of 120 
staff hrs 
(assuming 30 
cuts). 

£1920 (assuming 
£16 per hour cost 
of employment) 

£24,444 (capital) 
 
£1920 (ongoing) 

3: Buy a larger 
machine (no 
collector) and a 
separate ride on 
for Cemetery.  
 

redacted on 
commercial 
grounds  

-4  per cemetery 
cut;  
-1 per green and 
gault   
 
Saving of 150 
staff hrs 
(assuming 30 
cuts for each) 

Staff time of 150 
hours freed for 
other work such 
as increased 
maintenance to 
sports pitches, 
play area checks  
or any other 
work the Council 
would like to see 
done) 

£13,950 
+ 6,000 (est) 
£19,950 
 
150 hours of staff 
time gained.  

4: Contract 
Cemetery 
permanently and 
have larger unit 
for everything 
else. 
 

redacted on 
commercial 
grounds  

 30 cuts @£400 a 
cut. Total £9,000 

Capital: £13,950 
 
Ongoing: £9,000 
annual cost. 

 

 

As the table illustrates, the option with lowest capital cost combined with most benefit in terms of 

staff hours is to obtain a tractor for our more open areas, and a separate ride on mower with 

collector box. The Etesia 80 Pro (or similar)  is a commercial grade mower with a 30 inch cut width, 

designed to operate in confined areas like Cemeteries). More research is needed to provide a 

specific recommendation and cost. 
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There are benefits and disadvantages to leasing and outright ownership. These are covered in the 

table below: 

Leasing/Lease Purchase Outright purchase 

Advantage Disadvantage Advantage Disadvantage 

Fixed costs make 
budgeting easier 

Must find the money 
each month 

Instant ownership Large capital outlay 

Breakdowns and 
servicing can be 
included 

Costs more than 
outright purchase 

Can be deducted 
against tax liabilities 

Servicing and other 
costs not included in 
purchase cost 

 

VI: Recommendations 

After consideration of the options, I would recommend Option 3:  that the Council purchase the 

John Deere 1026R for use on the Green, Gault and other open spaces as required, in addition to 

purchase a ride-on mower use at the Cemetery, for the reasons discussed above. This could also be 

used to maintain the playpark. The Kubota BX231 could be used to deliver Option 3 (or 4)  but is not 

included in the table above as the recommendation is to go with John Deere.  

VII: Conclusion 

An analysis of the existing machine was undertaken, and a specification drawn up to meet our 

requirements. Three machines were identified and tested for suitability, each having strengths and 

weaknesses. Following testing I refined the choices available to the Council, either to have a single 

machine that does everything, to have two separate machines that are well matched to their roles 

or to contract the Cemetery maintenance and obtain a tractor for the other areas. The final analysis 

showed clear financial and organisational benefits of having two separate machines and this is 

therefore the recommendation to the Parish Council. 

VIII: Appendix: Specifications 

The brochure copies will be circulated separately for those discussed in this report, namely 

separately. 

Kubota BX231 

John Deere 1026R 

Iseki TXG24s 

 


