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If you can't beat 'em, don't play 
by their rules: understanding the 
weaknesses of big grocery.





What we do and why it matters
What’s a grocery store?
Supply Chain and consolidation
How Rural Grocery Wins

Four Cs:
• Community
• Curation
• Culture
• Courage





Continuous Improvement of Retail Product 
Standards for Ingredients and Production Methods

Community 
Education

Science and 
Ethics

Standards 
Iteration

Supply Chain 
Demand

Crew 
Training

Our Five Founding 
Principles guide us to 
continually improve 
and strengthen our 

practices.

Our success depends on 
educating our suppliers, crew, 

and customers about the 
value of our principles.

The empowered shopper in turn demands higher standards.

Risk goes down. Quality goes up.
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The history of grocery in 4 slides: Who’s this?
•  Full selection of food and household items 
•  One hour delivery to home
•  Farm to store overnight transportation of goods
•  Refrigerated transportation and storage
•  Copious private label products at steep discounts
•  Larger sizes for economy buyers
•  Owned or controlled factories, fisheries, farms  across the globe
•  Aggregated buying from small producers to supply factories
•  Smaller footprint stores within urban neighborhoods
•  Highly efficient and centralized operation
•  System can supply far-flung network of neighborhood retail stores
•  Open stores in new and underserved areas before competition
•  Fresh food and ready to eat packaged food
•  Price competition requiring supply chain control



The history of grocery in 3 slides

The history of grocery

The Great Atlantic 
& Pacific:  

RIP 1859-2015

16,000+ Stores in US 
in 1930



The Great Atlantic & 
Pacific:  

RIP 1859-2015
16,000+ Stores in US in 

1962-present
11,600 Stores Globally

1976-present 650 Warehouses

The history of grocery in 3 slides

The history of grocery



DISTRIBMFG

Conventional Grocer

MFG

Warehouse / Super Center

The history of grocery in 4 slides

200 car trips per 1 incoming truckload



DISTRI-
BUTOR

MFG

Conventional Grocer

MFG

Amazon Fulfillment

The history of grocery in 3 slides

About 1000 deliveries of 30 lbs for each incoming truckload



2022

Total US- Food
709,982 total SKUs  
117,981 Natural-Positioned SKUs  

Natural Channel
453,338 total SKUs sold 
146,316 Natural-Positioned SKUs sold 

2012 

So many food products, yet nothing to eat:



18% of Grocery Sales are Private Label SKUs



purchasing and 
merchandising 

decisions

App 
data

targeted 
pricing and 
marketing

AI 

AI 

AI 

AI 





DISTRIBUTION 
+ 

LOGISTICS

EFFICIENCY
+

SCALE







Harry’s
Kineret

ParmCrisps 
Terra Chips
Yves Veggie 

FoodDive: 
“Hain Celestial 
CEO zeroing in 
on M&A, with  ‘a 
lot of firepower’ 
at his disposal’.”







• Store staff don’t know products, brands
• Staff not from community
• Severe staff shortages with low pay, no benefits
• Special orders really upset us
• No time allotted or allowed for customer service
• No training on service, only on customer compliance
• No awareness or training on nutrition and health
• Small margins but big volume – quality is not important
• Dependence on big brands and distributors for selection
• Always extracting more money from vendors
• Promotions are Hi/Lo illusions, not value driven
• Meat is case packed by big producers from feed lots
• Few local brands or culturally specific products
• Longer and longer drive times



Retail Consolidation

https://www.ers.usda.gov/topics/food-markets-prices/retailing-wholesaling/retail-trends/

The United States' 
115,526 food stores sold 
$717 billion of retail food 
and nonfood products in 
2019.

Four entities control 50% 
of sales:
  WalMart
  Target 
  Kroger 
  Safeway



Continuous Improvement of Standards that Support Communities

Community 
Education

Community 
Support Up

Values 
Iteration

Local Supply 
Chain Grows

Staff 
Training

Rural Vitality 
Principles guide us to 
continually improve 
and strengthen our 

practices.

Our success depends on 
educating our suppliers, staff, 

and customers about the 
value of our principles.

The empowered shopper in turn demands higher standards.



Misinformation                  Seek Trusted Science             

Mistrust Mainstream                  Personal Responsibility

   Medical Skepticism               Elevate Natural Prevention

                Poor Health                    Improve Nutrition
 
Environmental Threats              Lifestyle Changes

            Mental Health                    Community

Community values inform retailer practices



“Turn off the 
national news. 
Set out with your 
neighbors to fix 
your town.”



Curate and Differentiate 
Because the big boxes are focused on “rationalizing”  national brands and their private label products.

Bring in just items your customers want, especially local ones, 

 Build up cottage foods and locally processed products.
 Build in seasonal selections
 Build in one time and occasional offerings
 Always stock the basics and keep them fresh and reliable

Build your local/regional supply chain that the big boxes can't imagine having access to.
 Build in local processing, foraging, milling

Provide an easy conduit for special orders
 Specialty Items
 Bulk quantities
 Pick up from Big Boxes if you have to
 
Remove dated products through donation and discounting. 
 Don’t be a food museum. Don’t risk food poisoning. 



Create Culture
Reflect the best practices and aspirations of your customers and community

Make everyone welcome
 Make a safe place for the disabled, the lonely, the troubled, the angry, the bereaved, the poor, the haughty

Provide authoritative information
 Be clear about how food is made and where it comes from. 
 Without denigrating any products, elevate better food that meets community standards

Link good nutrition to better health and do your best to make good food affordable
 Everyone knows bad food leads to bad health. You don’t need to be the food police.
 Provide information or online links to those who ask

Build on the identity of place and community

Maintain privacy and confidentiality
 EBT / Credit / Free Food
 Domestic situation
 Economic circumstances
 Health status and Hunger



Create Community

Education on health and nutrition
Engage with schools and groups
Fundraising
Volunteering
Services for shut-ins
Donations
Distribution conduit
Sponsorships
Support local producers
Reinforce the circular economy
Promote mutual support
Community bulletin board
Community table for coffee / food
Host community meetings
Be the nexus and facilitator for community relationships

ASK YOUR COMMUNITY FOR HELP AND SUPPORT

Make a safe place for the disabled, the lonely, the troubled, the angry, the bereaved, the poor, the haughty



Courage 

Believe that what you do matters to your community and that a business 
can be  built on integrity, fairness, trust and cooperation.
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