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1.0 Introduction

1

‘Whatever is in any way beautiful has its source of beauty in 
itself, and is complete in itself; praise forms no part of it’

Marcus Aurelius

In this management report the Japanese Gateway garden at 
Kew will be examined in detail. The site is located to the south 
of	Kew	and	is	flanked	by	mature	trees	and	the	Pergoda	which	
stands adjacent. 

In order to discuss a Japanese garden it is also important to 
consider what is a Japanese garden. This is not only a 
factual question but a philosophical one also. In order to gain 
a full understanding of the maintenance involved it is 
essential to build up a knowledge of the thinking behind a 
Japanese styled garden.

This report will begin with a historical time like showing Japan’s 
history from a gardening context. The timeline will have 
periods of importance and in particular the idea of what is a 
Zen garden. This will be explored in greater detail in the 
appendix 1.1 which will give the reader additional 
information.

The report will then examine aspects of the garden at Kew 
and study its current approach to management and then the  
report will endeavour to suggest a new or improved 
approach.

Figure 2 Golden Pavilion
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1.1 Historical Timeline  

Figure 3 Historical Timeline

645 Emperor Kotoku decides to adopt Buddhism and base his new capital (Naniwa, now Osaka) on Chang’an. and using Fung Shui principles. 

612 Ono-no-Imoko visited China as an emissary from Japan (see chronology of Chinese gardens). This was the starting point for the development of a 
Buddhist approach to gardens in Japan. 

710 Nara became the Japanese capital, with its design was based on Chang’an. The capital moved 30 miles to Kyoto in 794, with the design again based on 
Chang’an, where it remained until Tokyo became the capital in 1868. 

753 the Chinese Buddhist teacher Jianzhen (Ganjin) arrived in Japan with a team of craftsmen and gardeners. They built the Toshodai-ji Temple. 

1000 The Tale of Genji gives a detailed picture of life in the aristocratic garden courts of Kyoto (see website devoted to Tale of Genji). 

c1100 Sakutei-ki (notes on the making of gardens) published with detailed, if enigmatic, advice on how to make a distinctively Japanese Buddhist garden. The 
author was a gentleman, a scholar and a dignitary in the Kyoto court. (see translation by Jiro Takei & Marc Peter Keane) 

1191 A monk, Eisai, brought Chan teaching (Zen in Japanese) and the tea ceremony from China to Japan. 

1342 Foundation of the Tenryu-Ji (Temple of the Celestial Dragon) in Kyoto as a base for the Rinzai Zen Buddhist monastry, which made stone compositions. 

1339 Design of the Saiho-ji Temple (also known as the Kokedera or Moss Temple) which has the oldest surviving stone composition. Like Tenryu-ji, where 
the stones are more ‘raised’, it was made after renewed contact with China. 

1333-1573 Muromachi Period - a high point in the influence of Zen Buddhism and the making of Ryoan-ji, the Gold Pavilion and the Silver Pavilion. The tea 
ceremony developed by Zen monks and led to the making of a tea garden as a path, often with stepping stones and stone lanterns, to a tea ceremony room 
which could be used after dark. They were a peaceful contrast with the strife of sixteenth century Japan. 
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1.2 Background to The Gateway

The Japanese Gateway at Kew was originally created for the 
Japan-British Exhibition of 1910, which was held at White City. 
The gateway is a replica of the Nishi Hongan-Ji  Karamon at 
Kyoto	(figure	4).	The	Kew	replica	is	four	fifth’s	the	size	of	the	
original and contains a lot of the detailed panelling of the 
original which is an example of traditional Japanese building 
and	incorporates	the	style	of	Momoyama	(Japanese	Rococo)	
depicting	flowers	and	animals.	Central	to	this	are	the	panels	
showing intricate detail of the ancient Chinese legend of pupil 
and master.

After the exhibition the Gateway was moved to Kew and 
located at its current location. The mound on which it stands 
was at one point a Mosque designed by Sir William Chambers. 
It is known as Mossy Hill.

The Gateway eventually ran into disrepair. Some repair work 
was carried out by wood carver Kumajiro Torii, between 1935 
and 1957.

It was later when Kew contacted Japan’s World Exposition 
Commemorative	Funds	to	aide	in	financing	a	full	restoration.	
A Japanese Landscape Designer as well as trained craftsmen 
embarked on the Gateways revival. A notable difference is 
the change in the roof. The original lead-covered cedar bank 
roof shingles were replaced with copper tiling. 

The surrounding gardens have been correctly landscaped 
since 1996. The Gateway became a more sympathetic 
Japanese garden sharing a Zen language. It is known as a 
stroll	garden	(appendix	1.5)	and	is	broken	up	into	the	
following areas; Garden of Peace, Garden of Harmony &
Garden of Activity.

Figure 4 Nishi Hongon-JI
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2.0 Existing Site

The site is small and sits south of Kew Gardens. The main 
aspect is South West facing and the Gateway garden is 
referred to as a Stroll Garden. The idea is a visitor moved from 
one area of a particular mood and theme to another. 

As you begin this symbolic journey you enter from the West 
side through the Garden of Peace. A traditional bamboo 
water fountains adds calm to this area. 

You next move into the Garden of Harmony. The idea is this 
garden helps prepare the visitor in their passage from one 
garden to the next. 

The	final	section	is	the	Garden	of	Activity	on	the	South	with	its	
dramatic rocky settings.  As you take in the vista you see the 
steep gorge on the left which is representative of the male. 
The graded gentle section to the right with dry waterfall, 
represents the female. The idea is that these two features 
symbolise the harmonious co-existance of male and female.

The Niwa is intersected with a turtle island and crane island. 
The turtle island is connected to the land by a small arched 
bridge which represents the spirit of collaboration between 
the British and Japanese in the renovation of this garden.

Figure 5 Japanese Gateway Kew, Google Earth
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2.1 Site Analysis Diagrams

Figure 6 Japanese Gateway, analysis diagram

Garden of Peace

Garden of Harmony

Garden of Activity
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3.0 Site Management

Figure 7 Japanese Gateway, analysis diagram

Mountain

The Gateway

Niwa



7

3.0 What is a Management Plan

A Management plan is an objective study of a site and its 
conditions and also an analytical document. At its core the 
plan helps to take into account existing habits, plantings and 
features of a particular site and address the important issues. 

A successful plan exists in three important stages 
(Emery,	1986):

1.1 Detailed description of the site and history.
1.2 Evaluation and objectives or management and the 
reasoning behind them.
1.3 Work programmes- ways of achieving the objectives, 
known as the ‘Prescription’.

In order to both report and suggest improvement, a 
Management Planner examines what exists in terms of a 
management policy and in turn in a critical way will propose 
a plan which will improve qualities of the site. 

In the case of the Gateway at Kew the current system in 
place is already appropriate but what key points can be
identified	and	targeted	to	achieve	both	short	term	and	long	
term goals. By examining the most important aspects the 
planner will set down some guides which will assist Kew in 
maximising their site and improve on it.

Figure 8 Management Plan Diagram

Mountain

The Gateway
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3.1 Cloud Pruning
A Japanese garden require high maintenance and this is 
achieved through dedicated pruning of both trees and 
herbaceous planting. 

The art of Cloud Pruning is applied to the garden at Kew. 
Cloud pruning is a form of Topiary. The word derives from the 
meaning of garden creator of places and topia. Topiary is 
broken up into two categories, Bonsai and Nawaki. Bonsai are 
plants grown in containers while Nawaki grown directly in the 
ground.

Niwaki is carried out at Kew. The trees/ woody shrubs are 
shaped into cloud like shapes. It is ideal to cut branches when 
a plant is young as the cuts will disappear and a clean bark 
will remain. If you require a specimen to grow taller and wide 
is it advised not to prune the tips.  Once a desired shape is 
achieved it is then you will clip the tips and the cloud shapes 
will	fill	out.

Planting at the Gateway include;

Box	(Buxus	sempervirens)
Yew	(Taxus	baccata)
Pine	(Pinus)
Japanese	Privet	(Ligustrum	Japonicum)

At Kew the team endeavour to trim the larger 
specimens annually. This usually happens early or late summer. 
Flowering	shrubs	are	pruned	after	flowering. Figure 9 Pruning Diagram
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3.2 Lawned Areas

The grass/lawn area at Kew is small and is curved and slopes 
at different points. While the huge expanse of lawn at Kew is 
maintained using sit in machine mowers it is more of a 
challenge at the Gateway to maintain its grass. This is 
achieved using hand mowers and careful navigation of the 
rock and planting features. 

Once the lawn is neatly cut it is then essential to clip the 
edges	with	sharp	efficient	tools.	The	azalea	beds	come	close	
to the edge so it is important to take care with this process. All 
cut grass is collected. 

The garden is maintained to a high quality and every 
endeavour is made to keep grass areas neat and tidy. The 
lawn is cut at late as possible in the Autumn to keep it tidy for 
the winter. In the Summer the aim is to cut it once a week but 
this is often not possible.

Figure 10 Japanese Gateway, Lawned area
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3.3 Hard Landscaping
   
3.3.1  The Gateway & Fencing

The Gateway is made of Hinoki wood, the original roof a 
cedar bark. Wood is subject to weathering.  Moisture is one of 
the worst enemies. It can cause shrinking, swelling, decay and 
rot. Fiber saturation occurs at 30% moisture for most 
species. Ultra violet radiation in sunlight, water abrasion by 
wind blown sand or other particles take their toll on the 
Gateway and fencing. Effects on the wood include, 
peeling and it can become discoloured often turning a silver 
grey colour.

Any iron work or copper in the case of the Gateway can have 
an effect. Tannins in the wood chemically react with the iron 
and this can form a blue black stain on the wood. 

Decay can occur through a fungi which is able to break 
down the structural composition of wood for food. The fungi 
tunnels throughout the full volume of the wood, degrading the 
polymer that forms the wood cells.

Mildew is a stain fungi which lives on the surface and does not 
break	down	the	composition	of	the	wood.	It	florishes	when	
excessive water present  and can change the wood to a 
grew colour.

The team attempt to control this by the use of WRT/ WRP.

Water Repellent Preservatives WRP are used at Kew to treat 
the wood. The preservatives slow down the uptake of water 
and help to keep the wood dry.  10-20% such as a varnish resin 
helps to repel water acting like a wax coating.

Figure 11 The Gateway, detail
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3.3 Hard Landscaping
   
3.3.2 Granite Slabs 
The Granite slabs laid out in the Garden of Harmony have 
minimal maintenance. During the peak summer season 
clearing of weeds which grow between the slabs and some 
weed killer is employed. Brushing and basic care is taken in 
this area. The path sits at a gently slope which allows for 
natural drainage.

3.3.3
The Niwa in the Garden of Activity, is high maintenance. There 
is a clear sign asking visitors to not stand on the gravel but foot 
prints are in evidence. The gravel is not cleaned or 
maintenance	in	any	specific	way.	It	is	formed	of	small	granite	
stones. 

The pattern in the Niwa takes over two hours to rake. This is 
achieved usually by one person using a rake. A regular 
garden rake is not suitable so Kew have created their own 
version of a Japanese rake which has got deep strong prongs 
which penetrate the gravel. A weight is placed on the rake 
which means as the gravel is been raked it allows for even 
patterns and does not pull the gravel into mounds.

3.3.4

The Niwa Basin is the  foundation for the Niwa. It 
measure approx. 19x10m’s. This is the site’s engineering detail 
in terms of solving the issue of drainage and aesthetic quality. 
The gravel sits on a bed of concrete approx. 150mm in depth. 
The concrete has to be strong enough to hold the rocks of 
the islands which are placed on top. The concrete also has 
numerous soak aways which allows for a well drained gravel 
garden	(Figure	12).

Figure 12 Japanese Gateway, 
Construction detail of Niwa

Gravel

Concrete

Islands

Drainage points
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3.4 Human Element

3.4.1	Staffing:	The	Japan	Gateway	is	managed	by	the	team	
that also manage the lawned areas at Kew and the Ar-
boretum. The team comprises of 20 staff and is led by Ray 
Townsend	(appendix	2.3).

The Gateway itself is staffed by a full time person from April 
to October. The role involves full maintenance on the garden 
during this period and previous objectives mentioned in this 
report are tackled to maintain a high standard. This member 
of staff is carefully selected for their skills in precision, detail and 
genuine care for a Japanese garden.  During this period work 
experience staff assist whether that be for a week or longer. 
They are usually students of horticulture with a particular 
interest in this garden.

The remainder of the year the garden is staffed periodically. 
This entails the whole team doing an overall spring clean. 
These spring cleans occur four times of a month, slightly less in 
the winter months.

3.4.2 Kew Gardens itself attracts up to 2 million visitors a year 
with an income of 56 million a year. The visitors can experience 
every aspect of horticulture but the Japanese Garden always 
holds a special fascination with people. Visitors are guided 
through the garden via paths and led through the experience. 
The visitors are managed in an organised way which allows  
enjoyment for all. Paths are wide enough to accommodate 
the visitors and the viewing area in the Garden of Activity 
allows for contemplation as well as the all important photo 
opportunity.

Figure 13 Visitors at Kew
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4.0 Gantt Chart outline current Management

Figure 14 Gantt Chart showing the Japanese 
Garden’s current Management Policy

Full time employee on site

Team occassional clean 
garden maintainance

Grass cutting

Gateway/Fence wood 
repair

Cloud Pruning

J F M A M J J A S O N D
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4.1 Gantt chart Proposed Management Strategy

Figure 15 Gantt Chart showing a projected 
Management Plan

Full time employee on site

Team occassional clean 
garden maintainance

Grass cutting

Gateway/Fence wood 
repair

Cloud Pruning

J F M A M J J A S O N D
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5.0 Proposed Management

5.0.1	The	Gateway	Structure:	Considering	it	can	be	high	
maintenance from a wood preservation point of view, it might 
be important to consider new industrial innovations which 
could be employed at Kew. As a Japanese Garden and 
architecture is associated with an aesthetic perfection it is 
important to maintain this to a high standard. Wood peeling 
and damage looks distracting and a more intense 
maintenance	programme	would	benefit.

The structure itself is surrounded by  a wooden fence which 
allows visitors to view it from a distance. It is in functionality a 
gate which means it is a structure people pass through. 
Referring back to Japanese traditions it would heighten the 
visitor experience if they could pass through it. This report 
would suggest the fence be removed and visitors can 
experience the Gateway in full. This would also connect the 
Garden of Harmony to the Garden of Activity. In this sense the 
Garden would become more interactive.

5.0.2	Staffing:	The	current	level	of	maintenance	is	good	and	
thorough, however this report suggests that the Gateway is 
given a higher yearly budget to allow for a full time member 
of staff all year around. This would ensure 100% quality and 
add to the overall visitor experience. The current full time 
member of staff between April and Oct costs approx. 8960 
sterling per annum. By employing a staff member 12 months 
the cost would be 16640. This additional cost could be 
counter balanced by taking away the need for group team 
‘spring cleans’ allowing the rest of the team to concentrate 
on quality elsewhere. Also from a management point of view, 
if the selected staff member has a genuine care for the 
garden they will become expert, interacting with visitors and 
also putting in their personal touch. 

Figure 16 Japanese Gateway
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5.0.3	Planting:	The	selection	of	plants	are	vast	and	
authentic to a Japanese garden. There are some Hydrangea 
in the Garden of Peace which despite been an ornamental 
plant	are	large	and	unkempt.	The	garden	would	benefit	from	
a new approach and improved planting. This report would 
suggest the employment of a Japanese horticulturist to run an 
evaluation of the current planting, detail where the 
garden could be improved. The garden is changed and
improvements have been made however it is useful 
review the planting annually. Plants can always be relocated 
and new homes found. As Kew is a world leader in planting 
types,this report would propose a closer relationship with 
exotic planting, research and use the Japanese Garden as a 
show	case	in	planting	types.	This	would	benefit	as	Kew’s	
visitors are often savvy when it comes to planting. And a 
garden which changes would invite people back to see these 
changes. The garden is not ideal for moss growing, which is an 
important part of the Japanese styled garden, as it receives 
a large amount of direct sun. However the Garden of Peace 
is shaded by surrounding trees and the mountain formation. 
There is opportunity for some moss planting. With a thorough 
irrigation the garden could be enhanced.

5.0.4	Water	Features:	The	only	existing	water	feature	is	the	
Bamboo fountain in the Garden of Peace. This often breaks 
down and looks uninspiring. Water is a popular with visitors 
and a new improved feature could be added. The Garden of 
Activity has the traditional dry waterfall which is impressive but 
perhaps extending the pathway of the Garden of Harmony 
northwards and adding a water feature would enrich the idea 
of harmony and also punctuate the garden with something 
new. This again relates to this increase repeat visitor 
percentage which ultimately brings new revenue to Kew.

5.0 Proposed Management

Figure 17 Zen Garden
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6.0 Conclusion

This report has outlined the the key issues associated with 
the Management of The Gateway at Kew. The report aimed 
to address these issues while attempting to suggest a new 
improved management strategy. This management plan is 
based on a ten year projection where each issue once 
cosultation occurs with the relevant specialists can help to 
improve the Japanese garden. 

Kew Gardens is very much a place of change which keeps 
the visitors interested. Additions such as the treewalk and new 
bridge over the lake help put Kew on the map as not just a 
garden with interesting plants but a place which embraces 
innovations in architecture. 

Figure 18 Japanese Gateway
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Chozubachi		 A	basin	for	washing	the	hands,	a	purification	basin	in	natural	stone
Fusui   The poetic impression, or spirit,  indicating the dynamic of the movement and the energy 
   released from it
Heian   The name given to the period in Japan’s history between 794, when the imperial capital was established at  
	 	 	 Heian	(now	Kyoto)	and	1185
Horoi   The Japanese name for the Island or Mountain of the Blessed in Buddhist mythology, which is represented  
   in many gardens by a stone or clump of plants
Karesansui  Kare is dry and san sui is water. A dry garden where water is represented by either moss or gravel
Nantei	 	 Nan	is	south	and	tei	is	garden.	The	part	of	the	garden	running	from	the	shinden	(pavillion)	to	the	edge	of			
   the water
Niwa   The name given to the gravel surface surrounding a Shinto shrine
Nosuji		 	 Literally	nerve	or	tendon.	The	flow	according	to	the	rules	of	cosmology,	the	line	of	force	in	the	garden		
             which underlies the structure
Okarikomi  A large clipped bush
Oku   A background, an intimate interior
Sanzonseki	 	 The	stones	of	the	three	saints.	Three	vertically	placed	stones	placed	to	ward	away	evil	spirits
Shakkei  Borrowed landscape. Using the natural landscape as an ornamental backdrop in the composition of the   
   garden
Shinden  Place of sleep. The name of the central pavillion, open to the south, found in the Heian period
Shoin	 	 	 A	study	or	desk,	but	also	the	room	in	a	house	that	has	the	finest	view	of	the	garden.	The	shoin	style	refers	to		
   the typically Japanese style of architecture of the 12th-14th Century that followed the Shinden style
Soriba-shi  An arched bridge connecting the garden to the main island. The bridge’s shape, which suggests the   
	 	 	 moon’s	disc	and	its	reflection	in	the	water,	makes	it	unsuitable	for	walking	over.	It	is	reserved	for	the	Kami			
	 	 	 (spirits)
Tayori   The metaphysical, rather than visual, structure of a landscape
Torri	 	 	 A	wooden,	stone	or	occasionally	bronze	gateway,	marking	the	entrance	to	the	purified	lands	surrounding		
   a Shinto shrine

7.0 Japanese Glossary
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8.0 Appendix

1.1	The	Zen	garden	is	influenced	by	Buddhist	beliefs.	
Buddhism followed on in Japan from Shintoism which 
celebrated a divided nature. Where the  natural 
Geography of Japan was considered volatile, earth quakes 
and typhoons versus the favourable weather conditions and 
exotic	flowers.	It	is	in	this	sense	nature	is	both	feared	and	
revered. While The Japanese Gateway is not  a Zen garden 
in the traditional sense ie. rock and gravel landscape. It does 
process	influences	of	Zen.	The	idea	of	Zen	is	not	something	
which can be summed up as an entity or thing, it is a 
Philosophy and approach. The Gateway, a stroll garden uses 
a language of Zen but is contextual. The obvious 
symbolic use of Zen is the Niwa in the Garden of Activity. The 
patterned gravel represents the seas while the islands
represent ancient Chinese mythology, turtle and crane 
islands. In Zen immortal spirits are respected and are seen to 
inhabit	islands	which	float	on	the	shells	of	giant	turtles.	The	
turtle is a revered creature which represents stability and a 
long life. A Japanese garden is a landscape in miniature. 
Rocks are composed to create mountains, mosses and sand 
to represent rolling hills and terrain and trees used to frame this 
landscape. Stones are a very important part of the 
Japanese garden and are not chosen at random but with 
great care. They are not perfect but are chosen to symbolise 
the imperfection in nature. In the strictest sense, a rock should 
be placed in the garden according to how it has been found 
in its original location. This spiritual respect of nature harks 
back to the relationship between man and nature. Japan as 
a series of islands is very much at the mercy the surrounding 
oceans.	If	you	consider	the	bigger	picture	and	zoom	out,	
Japan becomes this miniature set of islands in a world garden. 
This sensibility becomes the symbol of the constant 
Japanese gardener. 
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1.2 On the 25th of March the reporter of this Management 
Plan had the opportunity to interview Ray Townsend the 
Maintenance Manger of The Arboretum, Lawns and 
Japanese Gateway at Kew. Ray has worked at Kew for over 
25 years and is au fait with the history and day to day running 
of the grounds. His perspective is both professional and 
personal in his obvious  care he takes to maintaining Kew’s 
high standards. When discussing the Gateway he mention 
how he has adopted a new attention to detail in the last 
seven years with regards to the pruning techniques 
undertaken on the garden. He has a good knowledge of the 
Japanese garden and has visited many famous sites in Kyoto. 
When discussing the way the Japanese approach life and 
their gardens he made the interesting point of the paradox 
that exists in Japan. On one hand they are keen to maintain 
strict rules within their culture with a near obsession with t
radition yet in the countryside factories and buildings are 
erected with little or no attention to the landscape, 
sustainability or aesthetic sensibility. When talking about Kew’s 
good relationships with Japan, Ray recalled a story of when 
he lead an expedition in the mountains in Japan 
researching rare and exotic plants. On arrival at the local 
town, news spread of Kew’s presence. Before they knew it the 
town had numerous news reporters and support from the lo-
cal people. They were warned that some of the route up the 
mountains was treacherous and as the Kew team progressed 
in their journey a helicopter followed above. They had not 
asked for this assistance to this day have no idea who offered 
this guardian but it struck Ray how kind and caring the 
Japanese are and also how respected Kew is to the 
Japanese people.

8.0 Appendix

‘Harmony which underlies the Universe, the world and man. 
The Harmony of force and matter and spirit. The harmony 
that to the Oriental religionist, makes the morning starts to 
sing together, the heart of nature to beat in rhythm and man 

to know himself, a brother of the rocks and wind and sun’
(Kuck, 1968: 167)
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