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Introduction 
 

It’s now approaching 10 years since I founded Locavore and we 

opened our first tiny shop in a side street in Shawlands with a  

£5k social enterprise grant. 

We set out to help build a more sustainable food system which is  

better for the environment, society and local economies; and now almost 

10 years later we’re still working away with the same mission.  

Our purpose has never changed but the scale of our business and  

our social impact has increased significantly. 

 
This year's turnover is around 150 times 
what it was in our first year. If I had grown  

at the same rate since then I would now be 
290m tall, a sure sign that growth for 
growth's sake isn’t desirable. In the case of 
Locavore, and our sector, growth is 
absolutely essential if we are going to be 

successful as a society in building a 
sustainable food future.  
 
We need to massively scale up in order to 

reach more people and give them the option 
to ditch unsustainable supermarkets and 
move their food spending to local, organic 
and sustainable options from a progressive 

food retailer like Locavore. The bigger we 
get, the more good we can do and the more 
we can challenge and build alternatives to 
the flawed profit-led food system we have in 

this country. 
 
The need to change such a massive system 
which is ruled by big corporate powers  

 

 
requires us to be ambitious if we are to 
remain hopeful. This ambition has led us to  

be incredibly successful at taking the right 
opportunities, diversifying, and generally 
making bold plans that we see through. 
 
For example, we successfully turned a windy, 

stony field into one of the best examples of 
sustainable market gardening in the country. 
We acquired a wholesale business that was 
bigger than ourselves allowing us to directly 

trade with international producers and build 
fairer, organic supply chains for ourselves 
and other progressive retailers around the 
UK. We launched our Big Plan in 2015 which 

set out a route to quadruple our turnover 
and led to the opening of  our Govanhill Shop 
in 2018. Most recently we opened our 
Partick shop at the end of 2020, in the middle 

of a pandemic with trade matching our 
expectations. 
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Our ambition, resolve and general 
dissatisfaction with the status quo has led us 

to grow fast and brought us to a place where 
during a typical month we serve 15,000 
customers in our shops and deliver 7000 veg 
boxes across central Scotland. With a 

turnover of around £4.3 million we now 
employ almost 90 people who earn above the 
Living Wage; and have the market to shape 
the food system and do things like help 

farmers convert to organic. 
 
Our economic impact already is 
disproportionately large. Our LM3 research 

found that when £1 is spent with Locavore it 
is worth £1.92 to Glasgow’s economy, £2.36 
overall to Scotland’s economy, or £2.87 to 
the Scottish and Progressive economy. For 

comparison when £1 is spent in a 
conventional supermarket it is estimated 
that it is worth £1.10 to the local economy. 
 

Now with the launch of this Bigger Plan we’re 
setting our course for the next two years 
which will see us continue to grow fast. We 
plan to build a network of 10 Locavore shops, 
increase our capacity to deliver 22,500 veg 

boxes per month; and build all the 
infrastructure required to make this work in 
an efficient and sustainable way.  
 

We’ll do all this while becoming a carbon 
negative business. 

 
Successfully delivering this Bigger Plan will 

take us to a place where we expect to have a 
team of 180 with a turnover in the region of 
£10m; which by my logic means I’ll be around 
633m tall and consume more than 7 tonnes 

of potatoes per year.  
 
From there we will again review our journey 
and plan our next steps to make Scotland’s 

food system sustainable. That means being 
more ambitious again on how we can get 
more agricultural land in organic production, 
and make shopping at places like Locavore  

possible for everyone.  
 
I really hope you enjoy reading through our 
Bigger Plan and will get as excited as we are 

about our potential to change the food 
system for the better. We’d love to have your 
support to make our vision a reality so if you 
think you can help us please get in touch. 

 
Thanks again for your support! 
 

Reuben Chesters 
MANAGING DIRECTOR 

reuben@locavore.scot 

 
 

 
 
 
 

Locavore’s Bigger Plan 

5 

https://glasgowlocavore.org/2020/06/16/loads-more-local-food/
https://glasgowlocavore.org/2020/06/16/loads-more-local-food/
https://glasgowlocavore.org/wp-content/uploads/2020/12/Locavore-and-the-Leaking-Bucket.pdf


 

 

Our Purpose 
 

Locavore exists to build more sustainable food networks which are better 

for the environment, society, local communities and their economies. In 

short we want a food system which feeds us all while also nourishing a 

healthy, fair and prosperous environment, society and economy. 

We’re working towards this by building an alternative to the conventional 

supermarket supply chains which we feel do not set out to do any of this. 

In delivering this alternative the following things are really important to 

us and define what and how we do things... 
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Localising food growing, processing & production 
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WHAT WE DO  WHY WE DO IT 

Grow our local food and flowers at  
three sites in and around Glasgow. 

Produce prepared food in our kitchen such 
as dips, cakes and ready to eat items.  

Encourage and enable our customers to 
buy local. Our core veg boxes are 100% 

UK sourced. 

Build relationships with other producers  
to build and improve the local food 
network. This includes local bakeries like 

Freedom, growers like Caldwells and small 
scale makers and producers like 
 Ed’s Bees Honey. 

Help new growers get started through 

 our Grow the Growers programme. 

Reducing food miles, refrigerated transit 
and CO2 emissions. 

Keeping more money in the local economy 
with smaller independent businesses and 
individuals. 

To make our food system more resilient to 

climate change and other shocks. 



 

Sustainable land use with organic and  
agroecological agriculture. 
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WHAT WE DO  WHY WE DO IT 

Ensure that the vast majority of the food 
we sell in every department is certified 
organic or grown following organic 
principles. 

Help convert others to organic and 

agroecological growing or sourcing,  
for example we assisted Caldwells 
Veg  to convert 25 acres of land to 
 organic in 2020. 

 

 

 

 

 

Organic and agroecological  
farming reduces CO2 emissions. 

To support a countryside which is  
better for wildlife and safer for workers. 

To make our food system more resilient, 

sustainable, and less reliant on fossil 
fuel inputs like artificial fertilisers  
and pesticides. 



 

Creating short supply chains 
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WHAT WE DO  WHY WE DO IT 

Buy as direct as possible across the 
business. This includes buying vegetables 

direct from growers rather than 
wholesalers, buying products for Locavore 
Trading direct from producers and 
processors in large volumes, and dealing 

directly with small local growers, 
producers and makers.  

Reducing food miles, refrigerated transit 
and co2 emissions. 

To get better prices which we can pass 
onto our customers to make good food 
more affordable while paying a fair price to 
the producer. 

To have great relationships and 
connectedness with our suppliers. 

So food arrives with us and our customers 
as fresh as possible. 



 

Reducing waste and maximising resource efficiency 
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WHAT WE DO  WHY WE DO IT 

Make as many of the foods and goods we sell 
available without packaging or with minimal 

packaging. For example through refills on milk, 
 oils and household cleaners and making loads  
of other stock available loose. 

Encouraging our customers to reduce waste 

packaging. We do this by giving them the 
opportunities to buy without packaging and 
 to only buy the quantity they need. We also 
promote waste/packaging reduction in our 

locations and through our website and  
social media. 

Create opportunities for packaging to be 
returned for re-use for items such as honey  

and cosmetics. 

Reduce and recycle our own waste streams. 
We’ve audited our waste and get monthly 
reports on content we recycle and landfill.  
We recycle cardboard, glass, cans, plastic bottles, 

vegware, and food waste goes to waste recovery.  

Push a waste reducing agenda through our 
supply chain. There’s loads more to do here but 
small wins so far include agreeing to return and 

refill with some smaller local suppliers. In 
Locavore Trading we prevented plastic seals 
being applied to our own brand coconut oil. 

Reduce food waste to a minimum by using up 

surplus in our kitchen and donating surplus 
food which would go to waste to local 
 initiatives and food banks. 

To reduce co2e which is embodied in 
packaging and food, or is released 

when food breaks down in landfill. 

To make ourselves more price 
competitive and efficient by taking 
out the cost of packaging, not paying 

for waste,and making what we have 
useful and valuable. 

To reduce plastic waste and use of 
fossil fuel resources. 



 

Creating a fairer and more redistributive economy  
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WHAT WE DO  WHY WE DO IT 

We pay all our team at least the 
Real Living Wage as set by the 

Living Wage Foundation. 

We’re set up as a social enterprise so all 
our profits go back into the business or 
projects which forward our aims. 

We prioritise purchasing from other 
businesses with redistributive models 
including social enterprises, workers 
cooperatives, community owned business, 

other living wage employers and 
independent businesses which are 
 rooted in their communities. 

We avoid buying from multinationals that 

 don’t share our values at all costs and 
de-list companies when we feel they lose 
their ethics. Examples include delisting 
Aspall when they were bought by Coors, 
Pukka tea when they were bought by 

Unilever and Oatly when they sold part 
of their business to Blackstone and 
China Resources. 

We use ethical lending options such  

as loan stock bonds and finance from 
social lenders. 

We have a tiny pay ratio between the 
lowest and highest members of the team 

at less than 2:1. This compares to 10:1 
at Glasgow City Council and 3422:1  
at Ocado. 

To keep more money in the local economy 
and in the hands of businesses and 

individuals who have values that align 
 with our own - and our 2020 LM3  
showed it’s working.  

To keep money out of the hands of 

multinationals who don’t share our  
values, avoid paying tax and exist to  
siphon money out of local economies for 
the benefit of wealthy shareholders 

without consideration for the  
environment or society. 

 

 

https://www.livingwage.org.uk/
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Tackling climate change 
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WHAT WE DO  WHY WE DO IT 

The reason we do much of the above is to build 
a low carbon food system so fighting climate 

change goes through everything we do. 

We’re about to start setting up indicators to 
help us quantify what we do to tackle climate 
change. This will include introducing better 

monitoring of our carbon footprint over the 
next year to give us a picture of how we're 
doing and inform our next steps. We want 
Locavore to be carbon neutral by the end of 

2021-22 and aim to be carbon negative by  
the end of the following financial year. 

We exist to give people and businesses the 
option to make better, climate friendly 

choices. 

Seek to make our energy use as efficient as 
possible, use renewable energy providers  
and look for opportunities to produce our  
own energy. 

Climate change is the biggest issue 
facing humanity and the planet. Unless 

we make drastic changes in the 
immediate future we are set on a path 
to several degrees of warming which 
would devastate existing ecosystems 

and make life on this planet a lot more 
challenging and unpleasant. The UN 
released the headline figure of 12 
years to limit climate change two years 

ago. You probably knew that already. 

We think building a zero carbon future 
is exciting and if done thoughtfully can 
do a lot of other good as well. We want 

to lead the way and encourage others 
to join in. 



 

Be ambitious and bold to create the future of food. 
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WHAT WE DO  WHY WE DO IT 

We put out bold plans to announce  
what we will do in the future such as our 

Big Plan and our forthcoming Bigger Plan. 

We plan to stay a high growth company 
with rapid growth year on year.  

We take opportunities to diversify and 

expand. We’ve diversified massively since 
we started as a tiny shop including 
becoming an organic grower, veg box 
scheme, wholesaler, cafe, a brand, caterer 

and flower grower. In 2018 we absorbed 
Healthy Oils, a company which was larger 
than ourselves. In 2020 we took over and 
protected jobs at The Project Cafe.. though 

it’s currently closed due to Covid! 

We use our platform to call bullshit 
 on corporations that undermine 
sustainability and use our voice to 
influence policy makers.  

So we can become more important with 
more power, voice and influence to change 

the food system and economy for the 
better. 

So we can bring the opportunity to choose 
more sustainable foods and goods to more 

people by increasing our reach; and so be 
more accessible and affordable to more 
people. 

So we can take market share away from 

conventional supermarkets and ultimately 
challenge and defeat them.. We are playing 
the long game. 

So we can raise awareness of issues that 

matter to us and change and influence 
citizen and policy maker behaviour. 

http://glasgowlocavore.org/locavorebigplan.pdf


 

The above represent the key things we aim to achieve in everything we do along with some 
examples of what we are doing already. Often things we do will contribute to many of these aims, 

others perhaps just a few and there will be times where we need to compromise, be pragmatic and 
take a long term strategic view. 

We aim to do more to achieve our purpose all the time and will continue to report on our impact 
following the publication of our first Social Impact Report and Local Economic Multiplier Report. 
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Our History 
 

2011 

The idea for Locavore grew out of Reuben’s experience of setting 
up a local environment charity (South Seeds) which had a focus 

on community garden projects and raising the awareness of the 
benefits of local food. At the time it seemed there were loads of 
similar groups promoting local food but there wasn’t really 
anywhere to buy it and many of these organisations were very 

reliant on government funding to do their work. From this the 
idea of Locavore was born as a social enterprise which would 
earn an income through a shop and reinvest profits back into 
projects which forward sustainable food. 

The first Locavore event was a ‘Locavore pop-up Cafe’ which was held in the Go Slow Cafe (now 
Milk) on Victoria Road on the Southside of Glasgow in October 2011. A few months later on the 7th 
of December 2011 Locavore was incorporated as a Community Interest Company on the floor of a 
living room in Govanhill by Reuben, Kirstie, John and Robin.  

 

2012 

With help from a £5k start-up grant Locavore opened its ‘Project 
Hub’ on the 12th of May 2012 at 42 Skirving Street in Shawlands. This 

was a tiny wee unit the size of a single garage that aimed to be a shop, 
community kitchen and local food project hub. 

From here we set up growing spaces in nearby gardens and train 
stations, taught cookery lessons and sold a limited selection of local 

veg, dried peas, chutney and the occasional slice of delicious turnip 
cake. Workshops included a month of oat themed cookery sessions, 
home brewing and making chutney from locally scrumped apples as 
part of an abundance project. 

The till didn’t ring often on the quiet side street leading us to set up a 
veg box delivery scheme to bring in extra income. Boxes were made 
up in our tiny damp basement and then delivered by bicycle to keen 
supporters in the local area.  
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2013 

After a year at Skirving Street sales at the shop weren’t 
quite where they needed to be despite the veg box 
scheme becoming a success and taking over most of the 
space in the tiny shop. We had to scale up or give up so 

we took on a larger property at 66 Nithsdale Road in 
Strathbungo which opened in May. 

The extra space of the shop allowed us to extend the 
range to include natural household goods and 

shampoos on top of the usual chutney and turnip 
offering. 

In this year we also dabbled in aquaponics with a project at the St Enoch Centre which was a bit of 
a disaster, enough said. 

 

2014 

Business was growing and we knew there was a 

shortage of local organic vegetables so decided we 
needed to start growing them ourselves. As it happened 
we got the opportunity to take on two separate sites at 
about the same time. 

The first of these is Left Field market garden, just 
outside Neilston where we managed to get a grant to 
put up a polytunnel and employ a grower for a year. 

The second was The Croft, a former tennis court site at 
the back of Queens Park Bowling Club. Over the year 

we brought half of the site into production with lots of 
help from local volunteers who helped get set up in 
exchange for a plot. 

Most notably from the outside perspective this was the 

year we raised pigs for pork at The Croft. This climaxed 
in a front page editorial on the Glasgow Herald, double 
page spread in the Daily Record and a light hearted 
feature on ITV’s Animal Rescue. It was nuts. 

In December we ran our Christmas Tree Rental Scheme for the first time.  
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2015 

At the start of the year a lot of energy went into 
improving the shop which had a bit of a rough time at 
the end of 2014. There was lots of sorting things out to 

do and working to make the shop busier and better if it 
was to survive. We extended our range of stock 
dramatically and in doing so moved away from being an 
exhibition of local food to an actual shop which sold 

more of the things people wanted to buy. This included 
bringing in things like organic pasta, tins of pulses, and 
even vegetables from outside the UK. It was all quite 
radical and  felt like selling out but it was the turning 

point we needed to make to become a success. 

This was the start of us pivoting towards being a sustainable supermarket which would appeal to 
more people and move beyond local food to consider other issues like reducing waste and organic 
agriculture. 

By now our initial funding for Left Field had about finished and things there were going pretty 
badly with harvests slim and the team struggling to produce what was needed to keep things 
afloat. In the middle of the year we made lots of changes, making the operation more efficient and 
focused. By September we were getting the best harvests to date and in a good position to start 

the 2016 season. 

By Autumn we were again looking at how we could scale up what we do. The result was publishing 
our Big Plan in November and launching a crowdfunder to get the things rolling. 

In 2015 we also set up the Good Food Fund to help those in need access healthy fresh food, 
partnering with a local charity. 

 

2016 

Work continued through 2016 to get the finance in place to take forward our Big Plan. We had our 

initial target in place by the middle of the year but it was not till autumn that we settled on a 
location which we decided to buy rather than rent. This meant we needed to raise further funds 
and find a mortgage which was all agreed on by the end of the year. 

Elsewhere our veg boxes were continuing to grow, doubling from the previous year to about 250 

by the middle of the year. In the summer, needing more space, we took on the Veg Shed, an 
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industrial unit on Calder Street,  and moved all our packing and offices out of the shop. This gave 
us space to grow the veg boxes and created a little extra floor space in the shop. 

With a continued shake up at Left Field and more improvements to our growing operations we had 
our first year of (nearly) breaking even with food growing. With that going well we took up an offer 
at the end of the summer to take on a glasshouse and polytunnel at Rouken Glen. 

 

2017 

Our plan to purchase a property for our Big Plan on High Street fell through, however at about the 

same time a large former pub near our Nithsdale Road shop became available on Victoria Road. 

After much delay we finally secured a lease and got the relevant permissions to take on the 
property and at the very end of December moved our office and veg box packing out of Calder 
Street and into the back of the premises while building works started on the shop. 

 

2018 

On the 1st of January we officially took over Healthy 
Oils, a supplier we had used for many years to source 
affordable organic groceries. The business was 
handed over to us from the previous owner who we 
had a good relationship with through links with the 

Good Food Fund. 

With this Healthy Oils became Locavore Trading and 
in doing so placed us as a wholesaler and distributor 
of organic groceries. Initially we were supplying the 

existing 80 customers around the UK with pastas,  
               tinned pulses, oils, nuts and figs. 

At Victoria Road the first three months of the year were all about building works to get the pub 
converted into a shop. Following lots of setbacks and additional costs we opened our new much 

bigger shop and cafe in April. 

The opening of our shop and realisation of our Big Plan attracted loads of attention and from the 
get go we were 2-3 times busier than we had expected to be. 
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2019 

In the financial year of 2018-19 our turnover tripled from £850k 
in the previous year to £2.6million. The hard work of the retail 
team was also recognised by the Soil Association who named our 
shop the Best of Organic Retail for 19/20 as part of their Boom 

Awards. 

This fast pace of growth in sales was mirrored in the size of the 
team and the success did come with a lot of growing pains. It 
became clear that we needed to add more structures and bring in 

new roles and processes to make us stronger and ready for more 
growth in the future. 

In the shop we moved away from what was more or less a flat 
structure to one where ‘coordinators’ started to improve 

standards in the retail team and provide more support to the 
team. 

In Autumn our veg box team moved out of the Govanhill shop 
into Bellahouston. This coincided with Sally, our first veg box 

Manager, taking up post alongside the new admin team.  

This year was also the first year we started growing organic 
flowers after Kim (who was in the retail team) pitched the idea 
and worked on a plan for local organic bouquets.This saw 

beautiful bunches of flowers come to the shop and veg box 
customers for the summer season with great popularity.  

 

2020 

At the start of 2020 we continued to add and change our structure. In January we expanded our 
support team with the first dedicated appointments of people to work on HR, accounts and 
monitoring our social impact. Later in the year we took forward changes in the retail and veg box 
team structures which included recruiting General Managers, Assistant Managers and Warehouse 

Supervisors.  

In March we took over the Project Cafe on Renfrew Street and ran it for 10 days before deciding 
to close due to the growing threat of Covid. Much of the rest of the year to date has been 
overshadowed by Covid but as a business we have remained strong and adapted well through the 

pandemic and are continuing with plans we had, cautiously. 
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We did our first staff report, Growing People, in the middle of the year which included lots of 
actions we are putting into place that will help us to continue to improve what we do and become 

an even better place to work. 

We opened our second ‘large’ shop in Partick on December 5th 2020 and by the end of the 
financial year will reopen Locavore Garnethill as our third shop. We should also agree a long term 
lease from Glasgow City Council for Bellahouston Nursery, a new growing site.  

 

Govanhill Garnethill 

Partick 
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Departments & Teams 
There are several departments at Locavore with many teams within them. As we have grown and 
diversified over time new departments have been added, some of which could effectively be 

seperate businesses,  but work very closely with other departments in Locavore. 

This model of diversity and different activities has served us well and allowed us to stay strong 
when some areas have been weaker. On a number of occasions different departments have 
subsidised others when they have faced challenges. Most recently our diversity provided us with 

the ability to shut down and scale up departments as required when Covid restrictions came into 
force and meant we were able to redeploy and secure all jobs. 

There’s a big flow of food and services between our departments which is sometimes challenging 
to get your head around. For example some basil might be grown by our growers and delivered by 

wholesale to our kitchen where it is mixed with olive oil from Trading to make a pesto which is 
then sold through our shops and veg box team, or used in a cafe.  

Our departments are as follows: 

Retail 

The Retail Department is currently the largest department in terms of its contribution to sales and 

the second biggest in number of staff.  

Each retail location (Govanhill & Partick) has a General Manager with an Assistant Manager, 
supervisors and retail team members. The front of house cafe team members are part of this 
department. 

Veg Box & Wholesale 

The Veg Box & Wholesale Department is our largest in terms of team members and the second 
biggest in terms of contribution to our sales - though it has outperformed Retail for a couple of 
months in 2020! A bit of friendly competition here is good. 

This department does all things veg box related, supplies wholesale veg to other shops and cafes, 

and sells our fresh produce though food hubs. 

The teams in this department include the office based admin team, packing team and delivery 
team. 
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Prepared Food 

This department works out of the kitchen in the Govanhill shop to produce prepared foods such as 

dips, cakes and ready meals for sale in our shops, cafes and to veg box customers.  

The department is made up of our Prepared Food Manager along with the kitchen team. The 
Prepared Food Manager sets and manages the cafe offer and trains the team but the cafe team 
themselves are within the Retail department. 

Growing 

This department grows food and flowers at our growing sites in and around Glasgow. 

Our main site is Left Field which is a 1 hectare (2.5acre) market garden on the outskirts of Neilson, 
about 10miles from the centre of Glasgow. This is the main site for our growing team. 

Our two much smaller sites are Rouken Glen and The Croft. Rouken Glen is an old council site in a 

park of the same name and The Croft is in an old tennis court in Queens Park recreation ground. At 
these sites we grow flowers which are arranged into bouquets and sold through our shops and veg 
box customers. Currently Kim does all the growing and arranging but the team is likely to expand 
from next year on to keep up with demand. 

From 2021 onwards we’ll start growing at Bellahouston, after finalising a long term lease. This will 
mean moving into hydroponic growing within the large glasshouse,  and making use of outdoor and 
polytunnel space for flowers and food. 

Trading 

The Trading Department is a wholesaler, distributor and brand which supplies our shops and other 

progressive retailers like us around the UK with organic groceries. Trading does things like buying 
and selling organic olive oil in bulk. The department is our third biggest in terms of turnover but 
until recently only had one team member as our storage, picking and delivery are outsourced to a 
company in third party. 

Support 

The Support Department helps everyone else by providing assistance where and when it is 
needed. This team includes people working on HR, accounts, graphic design and measuring our 
impact.  
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1. Expanding Retail 
 
As we expand into a business that operates 10 retail locations we’ll build upon what we have 
learned from opening and operating shops in various locations over the years. The template we 
will initially tweak and roll out will be largely based on everything we have put into practice, and 

learned, at our newest location in Partick which opened in December 2020. 
 
Please have a look at our case study on Locavore Partick which gives a good overall background 
of what this shop is like and our vision for future locations. 

 
 
Choosing Communities: 
 
We’ll seek to open some  of these additional locations within communities which are similar to 

those in which we are already successful. Our current locations (Partick & Govanhill) are all in 
dense and diverse urban neighbourhoods which are home to a mix of demographics.  
 
Key to expanding to 10 locations will be identifying the right properties in similar locations to 

Govanhill and Partick within cities and large towns in central Scotland. This is most likely to mean 
more locations in Glasgow as well as Edinburgh or Stirling. 
 
We know that in order to grow to 10 locations and beyond we will need to open in a diversity of 

locations beyond these dense urban neighbourhoods and so it’s our intention within this plan to 
open new shops in a number of different types of communities. This will include opening at least 
one shop within each of the following: 
 

● A medium sized town 
● A rural location, possibly a farm shop or mobile shop 
● A suburban neighborhood 
● A location in an ‘outlying area’ - far from any other Locavore location 

● A ‘dark store’ for an online shop supplying veg box customers and areas without a physical 
location. 

 
Each of the above types of locations will push us to learn further how to adapt our model and make 

it work in more geographic locations in the future. There are a limited number of dense urban 
neighborhoods in Scotland so if we want to be successful in changing the food system in Scotland 
we need to develop models for a range of locations as part of this plan. 
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To assist us with choosing locations we will use a number of tools: 
 

● Our veg box delivery map - Our database of veg box customers provides us with a heat 
map of where we already have delivery customers. This shows us where we know there are 
current Locavore customers and we think gives a good indication of areas that would work 
well for a shop. 

● Request a Locavore - We’ll be asking for suggestions of locations, mapping these requests, 
and asking people to send details of vacant units they would like to see a Locavore in.  

● Scottish Index of Multiple Deprivation - We’ll use the SIMD map for preliminary evaluation 
of potential sites by comparing them to locations already successful for us or other similar 

businesses.  
● Local Partnership - We’ll look for opportunities to build partnerships with local 

organisations such as development trusts, local farms or other community organisations 
with valuable insight and shared vision. 

● We will raise part of the funds for each location from the local community to provide us 
with a final temperature check on demand for us to open a shop in the community.   

● We will consider opportunities for any acquisitions which allow us to take on new locations 
or businesses with similar models. We’ve done this previously when we took over The 

Project Cafe, and the predecessor to Locavore Trading. 
 
 
Choosing Suitable Units: 

 
A physical shop unit is as important as the location it is in so we will take great care to weigh up 
important considerations in each potential unit. These considerations include: 
 

● Size - A minimum floorspace for a unit which offers a comprehensive retail range is around 

200sqm but we’ll consider units from around 150sqm upward. Smaller units would require 
scaling the range back a bit and larger units would allow the range to expand, create a 
more spacious feel and give opportunity to include elements such as a cafe or service 
counters.  

● Workability of unit - We learned from our Govanhill shop that having lots of different floor 
levels and millions of pillars makes creating a simple, efficient and customer friendly layout 
very difficult. In contrast the open plan nature of Partick was much, much easier to work 
with.  

● Loading Access - Ideal units have a separate goods entrance which opens into a store. 
● Work Required - The current condition of any unit has a massive impact on the cost of 

conversion into a Locavore shop. The ideal unit would require nothing more than a coat of 
yellow paint…. But we budget for a mix of units requiring different levels of work. 

● Conditions of Lease - Condition of lease include price, rent free period, duration and 
breaks. We generally look to secure longer term leases with options on our side to break at 
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a number of intervals. We will also take opportunities to purchase properties that meet 
our needs. 

 
We’ll consider the above and more when making a decision on any property but not be tied down 
by any of them. To date we’ve always found that every property has its own set of compromises 
which need weighed up and our dream shop property probably doesn’t exist. 

 
 

2. Building infrastructure 
 
We know that running a couple of shops is very different from running 10 and that we need to 
keep building all parts of Locavore, and our whole supply chain, while we go through a fast paced 
effort to open new branches. 

 
Fortunately we have all the foundations in place from which to build the infrastructure required to 
supply 10 Locavores and beyond in the future. We’ll do this by bringing a number of our 
departments closer together to create an efficient supply chain which works out of our first 

Regional Distribution Hub. 
 
 
Locavore Growing: 

 
Over the term of this plan we will work to increase the quantity of food and flowers grown by 
ourselves. We’ll do this primarily through taking on new sites and expanding the area of ground in 
production. 
 

In early 2021 we will formally take lease of Bellahouston Nursery, a formal Glasgow City Council 
site which has potential to significantly increase the quantity of food and flowers we are able to 
produce. The 2.2 ha includes a large glasshouse which is suitable for hydroponic production of 
large quantities of hot house crops such as tomatoes, chillies and peppers.  

 
The site also includes several large polytunnels which will make a significant contribution to 
extending our season and increasing total production of local organic vegetables such as salads, 
fresh greens and cucumbers.  

 
Bellahouston will give us the ability to keep flower growing apace with the demand of new 
locations but this won’t be the case for growing overall, which already accounts for only a small 
proportion of the fresh vegetables we sell. 
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To scale up organic food growing we will purchase a significant area of farmland suitable for field 
scale production of crops, as well as intensive covered cropping. Here we will focus on growing 

produce not currently available locally at any scale.  
 
Prepared Food: 
 

Our prepared food team will need to scale significantly over the term of this plan to meet the 
demand of more shops and provide them with a wider offer than we currently do. This team 
currently works out of the kitchen of our Govanhill shop to produce pestos, dips and cakes for sale 
in our shops and to veg box customers. 

 
Over the term of this plan these operations will need to relocate to a larger commercial kitchen 
where the need for bigger batches and additional equipment to make these can be provided. 
 

The growing market that additional locations will provide will create opportunities to diversify our 
in-house production offer to fill gaps in our offer and localise production of some products. This is 
likely to include things like jams, chutneys, oatcakes and pies which we currently buy in, often from 
distant producers using non-local ingredients. 

 
Beyond this there will be opportunities to set up larger scale food processing operations towards 
the end of the term of this plan. 
 

 
Build Capacity of our Supply Chains: 
 
Beyond our own growing and food processing it’s very important that we continue to develop, 
expand and improve our supply chain as we continue to grow. These activities will take place at 

different levels from very small local producers supplying one shop to large producers who 
manufacture our own label products for Locavore Trading.  
 
Our activities here within the term of the business plan will include: 

 
● Helping existing suppliers to scale up. We do this through having conversations with them 

around our plans for growth and providing estimations of how they may impact demand of 
their products. We may also consider lending to or investing in our smaller suppliers. 

● Working with new local suppliers. We’ll do this for three reasons.  
○ Firstly as we enter new communities we’ll want to ensure that as much of the offer 

as can be sourced very locally. This would mean working with new bakeries, honey 
producers and local growers where available; rather than shipping in our current 

Glasgow products.  
○ Secondly as our sales grow we may outstrip supply of current producers and find 

the need to secure supply through new producers. This will include creating 
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partnerships similar to that we formed with Caldwell Produce in 2020 which saw 
us assist a conventional farmer convert 25 acres of land to organic in order to join 

our supply chain. 
○ Thirdly as our market grows we’ll reach points where our increased scale gives us 

the opportunity to do things we couldn’t in the past. On the horizon within the end 
of this plan are projects such as contracting Scottish organic farmers to produce 

non-vegetable crops for us such as grains, pulses and seeds. 
 

● Shortening supply chains; In line with the third point above our increased scale will reach 
points where volume of sales will open new opportunities to buy more products more 

directly or develop our own label range further. This is likely to include things such as 
buying direct by the pallet from suppliers or producers lines that don’t currently warrant 
this, and developing our own label range further. This will shorten supply chains, reduce 
our costs and make our prices more competitive. 

 

Regional Distribution Hub 
 
Key to the above actions being most effective is creating our first regional distribution hub within 

the term of this plan. 
 
The regional distribution hub would be a warehouse location which brings together the bulk of our 
supply chain for efficient onward distribution. It will be a place from which fresh produce, ambient 

groceries and fresh and frozen foods can be stored and distributed directly to our shops and 
wholesale customers.  
 
This will be a dramatic improvement over our current setup which is clunky and inefficient; 
cobbling together a mix of outsourced warehouse and haulage for Trading, and separate in-house 

delivery routes for fresh produce, veg boxes and prepared food. 
 
Importantly the hub will also be the base for veg box packing and distribution and its creation is 
crucial to increasing our capacity to be able to deliver 5000 boxes per week and house a ‘dark 

store’ online shop.  
 
The ideal hub location would house a Prepared Food facility. 
 

   

Locavore’s Bigger Plan 

28 

https://glasgowlocavore.org/2020/06/16/loads-more-local-food/


 

Build our Teams 
 
As we go about implementing the plan above there will be the need to create new roles, teams and 
departments.  
 
Each new shop location will have a simple structure which will usually include a manager, assistant 

manager, supervisors and general team members. Smaller shops won't require all of these roles. 
We’ll aim to promote progression from within our team to maintain and build skills and our 
company culture. Where this isn’t possible we’ll recruit managers from outside who will go 
through a programme of learning about Locavore which will include being trained to work in an 

existing location, and shadowing an existing manager. 
 
The overall growth of Locavore, fueled by the opening of new locations, will mean a need for new 
posts and roles within our support team as well. These will vary from turning posts into teams as 

we need more people to undertake functions such as HR, Finance and Design. As such, HR may 
become a team within the support department rather than a person within the support 
department. 
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One of the things we will develop as we begin to open new locations is a Retail Support Team. This 

team will support the development of our retail offer, retail teams, retail systems and set up of 
new locations. We currently have a small project team who worked on these sorts of things for the 
opening of Locavore Partick and the refit at Locavore Govanhill. This team will grow as new shop 
openings become more frequent. 

 
Perhaps the biggest change we’ll experience in structure through this period will be the coming 
together of Locavore Trading and Wholesale Produce to form a single wholesale department. This 
will be facilitated by establishing the Regional Distribution Hub which will let the departments 

merge to work together on storage and distribution. Beyond this logistical partnership it will allow 
them to work more coherently together on promoting our wholesale offer to other progressive 
retailers and developing products and our supply chain generally.  

 
 

3. Become Carbon Negative  

Climate change is the biggest issue facing humanity and the planet. Unless society makes drastic 

changes in the immediate future we are set on a path to several degrees of warming which would 
devastate existing ecosystems and make life on this planet a lot more challenging and unpleasant. 
 
Climate change was a key driver for the founding of Locavore and the reasoning behind most of 

the things we do. We want to give as many people as possible the option to buy sustainable, 
climate friendly food which is also better for people and the wider environment. 
 
To do this we need to rapidly scale up our business, so we can provide alternatives to conventional 
supermarkets and get good food to more people. Our plan to scale up to 10 locations is the first 

part of this.  
 
We want to ensure that our own growth doesn’t mean a growth in emissions so we have made it 
our business objective to be carbon neutral within 2021-22 and carbon negative within 2022-23. 

 
We’ll do this by reducing our own direct emissions as much as possible by doing things like moving 
our fleet off fossil fuels and investigating actions such as producing our own energy or projects to 
sequester carbon. 

 
Our upcoming Carbon Negative Plan will outline our route map to achieve this objective.  

Regardless of the scale of action at a global level we are going to have to adapt to warming that is 
already occurring. This is likely to cause food shortages or price increases  as places we currently 

import food  from  become less productive and willing to export; another reason to build a 
sustainable and resilient local food system.  
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4. Getting Ready to Really Scale 
 
This ambitious plan will take us to a place where we become a leader on many new fronts and from 
where we can easily scale further and faster than we have ever done before. Within Scotland we’ll 
be one of the biggest retailers, wholesalers and veg box schemes of our kind with an important 

position to play in development of the organic market. We’ll also be a model for how to do 
business properly, a leading social enterprise and a more prominent and influential voice calling 
for a fairer and more sustainable society. 
 

As we progress through this plan we’ll begin looking towards the future and preparing for our next 
stage of growth. From our current horizon we see a much bigger target for new locations across 
Scotland by 2030.  
 
We want everyone in Scotland to have geographic access to a shop like Locavore and we will do 

much more to remove other barriers such as affordability; while helping farmers to supply us and 
building the other supply chains required to get more local, organic food to as many people as 
possible. 
 

Ultimately we want Locavore to become a significant force of the grocery market in Scotland. We 
will aim to challenge the dominance of supermarkets while they scramble to try and catch up with 
the times by becoming more like us - or at least looking  more like us. 
 

We want our success to influence policy and give politicians courage to dig deeper to build a fairer, 
more sustainable society. Scotland doesn’t need another extractive Amazon fulfillment centre or a 
new export distillery, it needs businesses like us who build community wealth and achieve 
objectives that benefit society and the environment.  

 
We will show that it’s possible for businesses like ours to scale and the Social Enterprise should 
become the dominant model for business. 
 

For now that remains our top secret plan hidden in the middle of this document and revealed just 
to give you an indication of our long term ambitions...  
 
First we need to make a success of this plan by opening our first 10 shops, building our 

infrastructure and becoming carbon negative. 
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Financial Performance & Projections 
 
Since Locavore was established we have seen strong and sustained year on year growth which has 

been accomplished through a mix of organic growth, diversification and activities to scale up such 
as moving to larger premises and most recently opening additional shops. We have been able to do 
this by putting our profits straight back into the business, reflected in low surplus, and by bringing 
in capital from outside sources such as social lending and grants. 
 

Headline Financials to Date:       

 

 
Looking ahead to the next two financial years focused on our Bigger Plan you can see that we aim 
to maintain a rapid growth rate, but one below our average. This will see our turnover more than 
double over the term of the plan. Clearly to maintain this growth rate in a larger business means 

much more activity is required than would be at an earlier stage in our development. The opening 
of 8 new locations in this time frame is the main driver of this growth. 
 

Headline Financial Projections:       
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Year  2011-13  2013-14  2014-15  2015-16  2016-17  2017-18  2018-19  2019-20  2020-21 
Projection 

Turnover  £26,738  £104,776  £147,382  £268,937  £460,549  £851,204  £2,623,058  £3,449,801  £4,365,000 

Growth %  n/a  291.86%  40.66%  82.48%  71.25%  84.82%  208.16%  31.52%  26.53% 

Surplus  £5,355  £395  £9,268  £1,365  £6,149  -£467  £11,731  £38,200  £243,150 

Team 

Count @YE 

2  6  8  14  17  20  45  62  88 

Year Ending  2020-21  2021-22  2022-23 

Turnover  £4,365,000  £6,526,948  £9,545,948 

Growth %  26.53%  49.5%  46.25% 

Surplus  £256,036  £371,963  £519,013 

# of Employees @ YE  88  130  180 

# of Locations @ YE  3  6  10 



 

Finance Requirements 
 
We estimate that we will need to raise in the region of £3m over the term of this business plan to 

implement everything we wish to achieve. We don’t need to raise this all in one go as there are a 
number of different projects which will be taken forward in a gradual and staged process. 
 
As a Community Interest Company with an asset lock we can not sell equity in the business, and 

this isn't something we would want to do. Our ethos is built upon not being for private profit which 
means all finance we seek is in the form of debt or grants. 
 
We will use a basket of different funding and finance options in order to raise the money required 

to implement our Bigger Plan. These options will include: 
 
 
Loan Stock Bonds 

Loan Stock bonds are loans made by individuals, trusts or businesses which are repayable in full at 
the end of their term with interest paid on an annual basis. As part of our Big Plan we raised £80k 
through mostly small Loan Stock bonds. 
 

We’re doing this again through our current loanstock offer which lets anyone register intent to 
invest anything from £250 upward in Locvore at the rate and term of their choice. 
 
You can find out more about this and register on our website. 
 

 
Private Investment 
Private investment will generally work much like loanstock bonds but tends to be for larger sums 
of money. We will set out to find private investment for our Bigger Plan and would like to hear 

from any parties interested in investing in us.  
 
 
Founding Memberships 

Each shop will have founding members from the local community. Founding members pay a 
minimum of £100 before the shop opens. They will receive a membership card which will give 
them this back in shop credit over a year. Founding members will have their name displayed on a 
wall of thanks within the shop. 
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Crowdfunding 
Crowdfunding is something we have used successfully on a number of occasions to finance new 

projects and we will use it to raise a small proportion of the capital required to open new shops.  
 
A valuable benefit to crowdfunding is the platform it provides to build awareness and excitement 
about the new shop before  it exists. We’d use creative rewards to help turn our crowdfunder 

supporters into regular customers through ‘sticky’ rewards such as a box of eggs to collect every 
week for three months. 
 
 

Conventional Borrowing 
We will seek loans for activities in this plan through various social lenders and banks. We’ve got 
experience of borrowing from social lenders such as Social Investment Scotland as well as high 
street banks. 

 
 
Grants 
We will look for opportunities to attract grant funding to deliver parts of our plan. In the past we 

have successfully secured grants for all elements of our business. We expect grants will be a small 
but very valuable part of our overall finance mix for the delivery of the plan. 
 
 

Business Finance 
We have used business finance companies for capital purchase on a number of occasions in the 
past and will consider it again where competitive rates can be offered. 
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Closing Remarks 
 
Thanks for taking the time to read our Bigger Plan. 

 
We hope it’s provided you with an insight into our vision and ambition to build a better food future 
and our plan for making this next stage of our journey a reality. 
 

We really hope to bring as many people as possible with us on this journey as we can’t do it alone. 
If you’re a food producer, potential investor, lender or just want to say hello then please get in 
touch with us: 
 

biggerplan@locavore.scot 
 

Thank you. 
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