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When | started building Elysian in Budapest, | had a clear ambition.

| wanted to create a bar where seasonality and local produce could genuinely shine. | wanted to

show the strength of the Hungarian harvest—fruit, vineyards, herbs, honey—not as garnish, but
as foundation. | wanted the bar to feel modern and conceptual while still working as a profitable
business.

That combination is demanding.

Seasonality is inspiring in theory. In practice, it introduces volatility. Ingredients disappear. Costs

shift. Labor spikes during harvest peaks. Menus become fragile. If handled too romantically,
local produce can destabilize service rather than elevate it.

Chasing this vision forced structural decisions.

We removed citrus entirely and rebuilt acidity around a verjus-based system. We preserved fruit
in honey. We fermented. We pickled. We acidified using the same calibrated solution that

stabilizes our drinks. Over time, preservation stopped being a side technique and became
infrastructure.

That journey led to a larger question:

Was this thinking unique to Budapest? Or were other serious bars, operating in radically different
environments, engineering their own structural responses to locality?



This document grew from conversations with operators | respect deeply: Hyacinthe Lescoét in
Paris, Angelos Bafas in London, Vijay Mudaliar in Singapore, and Thep & Leo in Ho Chi Minh City.

None of us define locality in the same way.
What connects us is structural thinking.
Sustainability becomes meaningful only when it removes fragility from a system.

This document represents a shared commitment between our bars to move sustainability from
narrative to structure.

CONTRIBUTING BARS & OPERATIONAL CONTEXT
A

pest

ELYSIAN BAR BUDAPEST ELYSIA

Budapest, Hungary
Initiated by Maté Szabé

Elysian operates in Budapest’s VII District within a continental climate defined by clear seasons

and a strong agricultural base. The bar runs a 42-seat hybrid reservation model with a small team
of 5—-8 staff. Hungary offers excellent access to fruit, vegetables, and wine production, but direct
farmer collaboration proved operationally inconsistent, leading to reliance on structured
intermediaries.

Elysian is known for eliminating citrus entirely and building a verjus-based acid system as core

infrastructure. Preservation, fermentation, and acid engineering form the backbone of its locality
model. Sustainability is implemented only where it improves operational stability.

LITTLE RED DOOR

Paris, France

Connected to Hyacinthe Lescoét

Located in Le Marais, Little Red Door operates a 50-seat hybrid service model with a dedicated

production and office team. Under its current direction, the bar developed a 100% French menu,
sourcing from eleven producers across France.

France’s agricultural diversity enables national sourcing, but small-scale producer collaboration
requires coordination, preservation, and advance planning. Annual menu cycles demand
structural stability beyond seasonal fluctuations. The approach prioritizes agricultural alignment
and long-term supplier relationships.



CATO [cato]

Covent Garden, London, United Kingdom
Created by Angelos Bafas

Cato operates in London’s West End within a dense international environment. The venue

maintains approximately 60 seats with a small, focused team. The UK offers strong farm access
but faces increasing climate volatility that affects crop cycles.

Cato openly acknowledges that absolute zero waste is unrealistic in high-volume hospitality.

Instead, freezing, dehydration, maceration, and hydroponic herb cultivation help stabilize
seasonal fluctuation. Local sourcing coexists with the practical reality of imports.

STIR

Ho Chi Minh City,Vietnam
Run by Thep and Leo

STIR operates within Vietnam’s fragmented and relationship-driven supply chains. Tropical
abundance exists alongside extreme variability in fruit quality, yield, and supplier reliability.

The team defines locality as a risk-management strategy rather than philosophy:
“Locality for us is not a value statement. It is a tool to manage uncertainty.”

Ingredients are categorized by volatility, and menus are built with substitution logic and multi-
state processing. Seasonality is shaped by rainy and dry cycles rather than temperate calendars.

NATIVE VAIVE

Singapore
Founded by Vijay Mudaliar

Native operates across two floors in a highly urbanized, import-dependent city-state. Singapore
produces very little domestic agriculture, making regional Southeast Asian sourcing the most
workable definition of locality.

Fermentation, distillation, drying, and pickling extend tropical ingredients and reduce

dependence on volatile import cycles. The team is small and cross-trained, requiring preservation
systems that are durable and repeatable under volume.

Native operates across two floors in a highly urbanized, import-dependent city-state. Singapore
produces very little domestic agriculture, making regional Southeast Asian sourcing the most
workable definition of locality.

Fermentation, distillation, drying, and pickling extend tropical ingredients and reduce

dependence on volatile import cycles. The team is small and cross-trained, requiring preservation
systems that are durable and repeatable under volume.



PART |
THE ILLUSION OF LOCAL

The word “local” has become one of the most overused terms in hospitality. It suggests proximity,
virtue, responsibility, even authenticity. But once examined within operational reality, the word
starts to fracture.

Local in Budapest does not mean what it means in Ho Chi Minh City.

Local in Singapore cannot mean what it means in France.
Local in London is negotiated daily between import infrastructure and domestic farms.

The illusion is that locality is universal.

The truth is that locality is environmental.

The most direct articulation of this comes from STIR in Ho Chi Minh City, led by Thep and Leo.
Their documentation removes romantic framing entirely:

"Le(qh‘l\, for u§ \§ not a value §tatement, IT i a tool to manage un(ertainty.”

Vietnam is agriculturally abundant. Fruit is everywhere. Herbs thrive. Yet the supply chain is

fragmented, highly relationship-based, and vulnerable to sudden shifts. A supplier may deliver
excellent fruit for weeks and then disappear because of labor issues or weather changes.
Microclimates create yield inconsistencies even within the same month.

In this context, buying local does not reduce complexity. It increases it.

STIR’s response is not to abandon locality, but to operationalize it. Ingredients are classified by
risk tier:
o Low-risk local ingredients become structural menu
elements.
e Medium-risk ingredients require backup plans.
o High-risk ingredients are used opportunistically.

This is not ideology. It is system architecture.

Contrast this with Singapore.

At Native, founded by Vijay Mudaliar, the challenge is the opposite. Singapore produces almost
no meaningful agriculture domestically. As their documentation states:

“LoCal agri(ultoural predu(tion i extremely limited.”

Local cannot mean domestic purity. It must mean regional.
Native defines locality across Southeast Asia, sourcing from Malaysia, Indonesia, Cambodia,
and Thailand. Fermentation, drying, and distillation absorb volatility. Preservation becomes a

method of internalizing dependency rather than eliminating it.

The illusion that local equals nearby collapses here.
Local becomes radius, not border.



Paris presents a different interpretation.

Little Red Door, connected to Hyacinthe Lescoét, operates within a country where national
agriculture is both diverse and structured. Their menu is intentionally 100% French, sourcing
from eleven producers across the country.

France offers infrastructure, distribution networks, and terroir identity. But even here, locality is

not frictionless. Small producers are rewarding, but demanding. Reliability requires planning.
Annual menu cycles require preservation.

Locality here is conceptual coherence — aligning drinks with agricultural narrative.

London, through Cato, sits in another tension point. The UK provides strong farming networks,
yet London remains a global import hub. Climate volatility affects crop cycles. Zero waste is
openly acknowledged as unrealistic in high-volume hospitality.

Cato’s solution is pragmatic. Freezing is not betrayal. Dehydration is not compromise.
Hydroponic herbs reduce packaging waste and increase control.

Locality becomes negotiation, not absolutism.
Finally, Budapest.

Hungary offers strong agricultural access, particularly in fruit and wine production. Elysian
initially attempted direct farmer relationships but found hospitality timelines incompatible with
agricultural rhythms. The solution was not to abandon locality, but to restructure sourcing
through reliable intermediaries.

Locality is never pure. It is mediated.

Across these five cities, the pattern becomes clear:

Locality is not a moral category.
It is a structural response to environmental reality.
In Vietnam, it i§ risk (ontrol,

In Singapore, it i§ regional expangion,
In Paris, it S agriultoral alignment,

In London, iy pfqﬁmq'fi( neso‘l’iq‘hon,
In Budapest, it i§ supely stabilization,

The illusion of local is believing that proximity alone produces sustainability.

It does not.

Without risk assessment, preservation systems, financial planning, and labor capacity, local
sourcing simply relocates volatility closer to the bar.
And volatility does not disappear because it is nearby.



5 What This Means For You
)

Before declaring your bar “local,” define:

What radius?

What risk level?

What baCkue looi(?

What prefervation infrastru(ture?
What finanCial buffer?

If you cannot answer those, locality is branding.

If you can, locality is structure.

PART Ii%

Preservation as Structural Power

Elysian Bar Budapest
At Elysian Bar Budapest, seasonality is not avoided. It is confronted directly.

The menu does not remain static. It rotates continuously. Ingredients enter and leave.
The agricultural landscape of Hungary is visible in the glass. But this rotation is not
chaotic.

It is structured around three major pillars:

Seasonal — ingredients used at peak condition
Preserved — ingredients captured and stabilized outside their season
Hyperlocal — ingredients sourced within immediate geographic proximity

These three pillars function simultaneously.

Seafonal ingredient§ provide immedia(y.
Preserved ingredients provide (ontinuity.
Hs,peflo(ql inoredients provide identity,

Preservation, therefore, is not an alternative to seasonality. It is what allows seasonality to stay
operational without destabilizing the menu.
Hungary offers strong fruit cycles—apricot, cherry, berries, herbs, vineyard by-products. But

peak abundance is short. Without preservation, constant rotation would create volatility in prep,
cost, and flavor balance.

Elysian’s system absorbs that volatility.



The acid backbone, built on rectified verjus, serves two purposes. It replaces citrus entirely and

acts as a calibrated preservation medium. The same acid solution used to stabilize cocktail
acidity is also used in pickling and acid preservation. This creates structural continuity: one
calibrated acid logic, multiple applications.

Honey preservation plays a critical role. Hungarian raw honey is used not only as sweetener but

as osmotic stabilizer. Fruits submerged in honey transform slowly, concentrating flavor while
extending usability for months. No freezing. No electricity. Minimal intervention. High
durability.

Fermentation introduces tertiary flavor states. Certain fruits and vegetables are intentionally

fermented to develop acidity and depth, extending their life beyond harvest windows while
creating new layers of complexity.

Pickling operates within the same acid framework, allowing vegetables and fruits to shift from fresh
state into stabilized components.

The result is multi-state ingredient architecture.
An apricot may appear:

— frefln, during peak

— L«one\,-—prqerved, montl~§ later

— fermented, in tertiary form

— a(id-adjusted, a§ Stru(tural base

Seasonality is therefore not binary—in season or out of season.
It is layered.

Continuous menu rotation is supported by preserved continuity.

The preserved category does not freeze time. It bends it.

Hyperlocal sourcing adds another dimension. Ingredients sourced within immediate proximity

reinforce identity and reduce transport dependency. Hyperlocal does not replace national
sourcing; it intensifies it.

This three-part system allows Elysian to rotate constantly without collapsing under harvest
pressure.
This differs structurally from the other cities, but the parallels are clear.



At STIR in Ho Chi Minh City, ingredients are categorized by volatility tier. In Singapore, Native
relies on fermentation to extend regional ingredients beyond fragile supply windows. In London,

Cato captures short harvest peaks through freezing and dehydration. In Paris, Little Red Door
preserves to maintain coherence within an annual 100% French framework.

The difference is rhythm.

Elysian rotates continuously.

Little Red Door stabilizes annually.
STIR adapts reactively.

Native stabilizes regionally.

Cato balances pragmatically.

But the structural principle remains identical:
Preservation abserbs volatility o (reativity (an remain dynami(.
Without preferved infraftru(ture, rotation be(omes exlau§tion,

Witk f, rotation be(omes dejign.

é What This Means For You
)

If you want to rotate frequently: Do not rely on freshness alone.

Build at least three ingredient states.
Use one preservation logic across multiple applications.
Design your acid system as infrastructure, not recipe.

Continuous change requires structural stability beneath it.



PART il

Volatility as Design
STIR, Ho Chi Minh City — Thep & Leo

If Elysian engineers seasonality across time, STIR engineers unpredictability through risk.

Ho Chi Minh City does not operate on temperate seasonality. It operates on instability. Fruit is

abundant, but consistency is fragile. Suppliers are relationship-based rather than contract-based.
Climate shifts are sudden. Infrastructure varies.

STIR’s documentation states it clearly:
“LoCality for uf i§ not a value statement. It i§ a tool to manage un(ertainty.”
This sentence reframes locality entirely.

In many European contexts, locality implies ethical positioning or terroir expression. In Vietnam,
it is a survival mechanism.

Thep and Leo categorize ingredients according to volatility rather than romance. Their internal
thinking revolves around risk tiers:

— Low-risk ingredients: stable, reliable, available year-round

— Medium-risk ingredients: usable but require backup logic
— High-risk ingredients: seasonal, unpredictable, opportunistic

This classification shapes menu construction.

Low-risk ingredients become structural anchors.

Medium-risk ingredients require substitution pathways.
High-risk ingredients are used when available, but never as sole structural pillars.

This risk-tiering mindset prevents collapse.
If a fruit disappears mid-week, the menu does not fracture. It shifts within defined boundaries.

This differs from Elysian’s model. Budapest multiplies ingredient states across time. STIR
multiplies contingency across probability.
The philosophical difference is subtle but significant:

Elysian designs for seasonal continuity.
STIR designs for volatility containment.

STIR also addresses another uncomfortable truth: freshness is culturally defined.



As their documentation notes, freshness is often sensory rather than technical. Guests associate

brightness with freshness, but brightness can be engineered through acid adjustment and
preservation. This allows STIR to stabilize fruit variability without compromising perception.

Instead of insisting on ideal produce, they build systems that adapt to fluctuating produce.

Where Elysian removed citrus entirely, STIR does not attempt elimination. Instead, they manage
supply variability through flexible acidification, cordials, vinegar conversions, and multi-state
processing.

This is not compromise.

It is structural humility.

The environment does not allow rigid purity. The system therefore has to remain elastic.

The risk-tier model also reduces financial shock. High-risk ingredients are not over-purchased.

Medium-risk ingredients are buffered. Low-risk ingredients stabilize margins.

Volatility is not eliminated. It is mapped.

S What This Means For You
)

If your supply chain is unstable: Do not build menus around ideal availability.

» Categorize ingredients by risk.
» Design substitution pathways in advance.
« Separate structural components from expressive ones.

Stability is not achieved by controlling suppliers alone.
It is achieved by designing around their unpredictability.
Now we have two strong structural poles:

E'u,j'\qn = Time engineering "l’\nrousl« prefervation
STIR - Pfobqbili‘fq engineering Througl risk tiering



PART IV

Redefining Local Under Import Dependency
Native, Singapore — Vijay Mudaliar

If Budapest benefits from national agriculture and Ho Chi Minh City operates within abundance
mixed with volatility, Singapore presents a different structural constraint entirely.

Singapore is a hyper-urban city-state. Land is scarce. Domestic agricultural production is
minimal. As Native’s documentation states directly:

"Lo(q‘ qar;(ul‘f’urql plodu(‘f’ion WS ex‘!’feme‘q lim'\‘l"ed."

Under these conditions, the traditional European definition of local—domestic, farm-to-bar
proximity—is structurally impossible.

Vijay Mudaliar did not reject locality. He redefined it.

At Native, locality expands to the regional scale. Ingredients are sourced across Southeast

Asia—Malaysia, Indonesia, Cambodia, Thailand. This redefinition is not philosophical; it is
infrastructural. In a city dependent on imports, local has to mean something else.

But regional sourcing introduces its own volatility: border logistics, weather patterns, shipping
delays, regulatory constraints.

The response, again, is preservation.

Fermentation is central to Native’s system. Tropical fruits, roots, and herbs are fermented to

extend shelf life and create new layers of flavor. Distillation captures aromatics before
deterioration. Pickling and drying stabilize fragile ingredients.

Where STIR categorizes risk by volatility and Elysian multiplies ingredient states across
seasonality, Native internalizes geography through transformation.

A fruit arriving from Indonesia is not simply used fresh and discarded. It is processed into

multiple expressions—fermented, distilled, dried—extending its structural presence beyond its
physical arrival window.

This creates temporal elasticity in a geographically constrained environment.

Import dependency does not disappear. But it becomes less fragile.

There is also a philosophical dimension. Native’s regional approach creates identity without
pretending domestic purity. It accepts infrastructural reality and designs within it.
This is crucial.

Sustainability rhetoric often assumes that bars can return to local agriculture. Singapore cannot.
Attempting to imitate rural European models would be artificial.

Instead, Native constructs locality as relational rather than territorial.



Local becomes network.

Regional producers are engaged directly. Agricultural narratives stretch across borders.
Fermentation acts as stabilizer and cultural bridge.

Operationally, this approach requires discipline. A small, cross-trained team must manage
preservation systems that are durable and repeatable under volume.

Fermentation without structure would collapse under service pressure. Therefore, processes are
standardized, documented, and integrated into menu design.

This differs sharply from STIR’s reactive elasticity and Elysian’s acid-engineered seasonality.
Native’s challenge is infrastructural scarcity.
The solution is geographic expansion combined with internal stabilization.

The lesson is uncomfortable for bars in large agricultural nations: locality is not a moral fixed
point. It is an infrastructural negotiation.

I your (ity produ(es nothing, you redefine radiug.

1 gour (ity imports everytining, you Stabilize internally.
I gour (ity i§ a Wb, you defign for trangit,

Locality is not about shrinking radius at all costs.

It is about designing resilience within your radius.

5 What This Means For You
)

If your environment is import-dependent:

» Do not force domestic purity where it is structurally impossible.
» Expand your definition of locality responsibly.

» Build preservation systems that reduce fragility.

« Design processes your team can repeat under volume.

» Geography is not optional. It is the starting condition.

Now we have three distinct structural models:

€l~13;qn i Sea\jonqli‘l’w quefed Througl prefervation
STIR = Volq‘i’ili'fu, mapped througl rifk tiers
Native > Geograply expanded and Stabilized througl. fermentation



PART V

Agriculture as Framework

Little Red Door, Paris — Hyacinthe Loscéet

If STIR engineers around volatility and Native negotiates geography, Little Red Door in Paris
builds locality as agricultural alignment.
Under the direction of Hyacinthe Loscéet and the current team, Little Red Door developed a

menu that is intentionally 100% French. Eleven producers across France contribute to a cocktail
list structured around farming techniques and agricultural narratives. The concept is not
symbolic. It is explicit.

The menu is not themed around flavors alone. It is themed around cultivation methods.

This creates a different structural pressure.

Unlike Elysian, which rotates continuously, Little Red Door operates with an annual menu

framework. Unlike STIR, which designs for volatility, LRD designs for coherence. Unlike
Native, which expands regionally, LRD narrows intentionally to national sourcing.

France provides agricultural diversity and infrastructure. Farms exist across terroirs. Markets

operate daily. Distribution networks are established. On paper, this is the ideal environment for
locality.

But friction remains.

Working directly with small producers is hard, but rewarding. Reliability varies. Volume

requirements challenge artisanal scale. Coordination across eleven suppliers requires planning
and internal structure.

An annual menu intensifies this complexity.

If a cocktail is tied to a specific agricultural method, that narrative must survive beyond harvest.

Preservation becomes essential—not because produce is unavailable, but because conceptual
integrity must remain intact year-round.

Here preservation does not fight seasonality the way it does in Budapest. It protects identity.

An annual structure demands predictability.

If a farmer’s yield changes mid-cycle, the bar cannot simply remove the drink. Preservation and
early planning become risk mitigation tools.



The LRD team also openly acknowledges that seasonality cannot fully dictate menu construction:

“We do annual menus so it is not possible to work with seasonality.” This statement is critical.

Even in France—a country often idealized for terroir—pure seasonal alignment is operationally

impractical at their scale. Therefore, preserved ingredients bridge the gaps. Fresh components are
used when available. Preserved ones maintain stability when they are not.

This reveals a key structural insight:
Locality aligned with agriculture still requires internal engineering. National sourcing does not
eliminate volatility. It redistributes it.

LRD’s strength lies in alignment. The drinks reflect French agriculture not as decoration, but as

system logic. Spirits are selected based on ethical values. Producers are chosen for the way they
represent cultivation techniques.

But this alighnment is only sustainable because it is supported by:

— plqnn'm3 montlhr§ al~ead

— in=lhoufe produ(tion (apa(ity
— supplier ve'f'l"mg

— dis(iplined preservation

Agriculture provides identity. Infrastructure makes it viable.

The romantic version of terroir suggests that proximity alone produces authenticity. LRD
demonstrates that proximity requires management.

Agricultural coherence is not passive. It is curated.
The deeper structural difference between LRD and Elysian is rhythm.

Elysian rotates constantly across seasonal peaks.
Little Red Door stabilizes identity across an annual arc.

Botl require prefervation,

Both require Supplier trust,
Both require finan(ial disCipline,

The difference is philosophical emphasis.

Elysian treats preservation as system engine.
LRD treats agriculture as narrative backbone.



Yet beneath both lies the same operational truth:
Without internal stabilization, locality collapses.

5 What This Means For You
)

If you want to align your bar with agricultural identity:

Define the scale of that identity (local, regional, national).
Plan beyond harvest windows.

Secure production infrastructure before storytelling.
Understand that purity without preservation will fracture.

Agriculture can shape identity.

But identity must survive service.

Now we have four distinct structural spotlights:

€|u13'\qn = Llayered jeqjond;‘l's, Througl prefervation

STIR = Volatility mapping
Native = Resh:mq' cefilien(e under import

dependen(%
Little Red Door > ~vational agri(ultoural alignment



PART VI

The Limits of Purity

Cato, London — Angelos Bafas

If Elysian engineers seasonality, STIR maps volatility, Native negotiates geography, and Little
Red Door aligns with agriculture, Cato in London addresses something equally important: the
limits of idealism.

Founded by Angelos Bafas in Covent Garden, Cato operates in one of the most international
hospitality environments in the world. London is a global import hub, deeply connected to

international supply chains, yet still supported by a strong domestic farming network.
Climate volatility is increasing.
Harvest windows are shortening.

Hospitality volume is high.

Within this context, Cato openly acknowledges a reality many bars avoid stating clearly:
True zero-waste is unrealistic in high-volume hospitality. This statement is not resignation. It is

structural honesty. Cato does not abandon sustainability. It reframes it. Rather than aiming for

purity, the bar implements pragmatic systems:

— freezing {ruit at peak ripeness to stabilize Short arvest windows

— delydration to intenfify aromati(s and redu(e Spoilage

— ma(eration to (onvert periflable produ(e into Stable Spirits and aperitifs
— hydroponi( herb (ultivation to redu(e pa(kaging wagte and in(rease (ontrol

Freezing, often criticized in sustainability discourse because of energy use, becomes a deliberate

stabilization tool. The calculation is practical: capturing peak produce may reduce spoilage,
waste, and transportation frequency enough to justify the energy input.

This is not romantic sustainability. It is negotiated sustainability.
Cato’s approach exposes a tension present in all five cities: ideology must survive volume.

In smaller experimental bars, zero-waste absolutism may be possible. In a central London venue
serving high traffic, speed and consistency matter. Systems must withstand pressure.

Cato’s “non-bin system” is not about eliminating waste entirely, but about minimizing
unnecessary waste within operational limits.

This introduces an essential dimension to the conversation:

Sustainability must be §(aled to (apality.
Without q(knowledg‘mg (apa(ity, 3uj'l’qinq6'\l'd’s1 be(omes quile,



Cato’s position also reveals a financial truth. Climate volatility in the UK affects crop cycles.

Certain herbs and produce fluctuate unpredictably. Freezing allows the bar to purchase at peak
price-quality ratio rather than buying suboptimal produce out of season.

This mirrors Elysian’s acid system logic: invest in stabilization to reduce long-term volatility.
The structural difference is toolset, not principle.

Elysian avoids freezing because of energy philosophy and relies on honey preservation and
acidification.

Cato accepts freezing as a pragmatic compromise.

Different environmental calculations. Same goal: reduce fragility.
The key contribution Cato makes to this document is permission to be honest.
Perfection is not required for structural improvement.

Zero waSte i§ ajpirational,
WaSte redu(tion i§ operational,

Purity without durability collapses under service.

5 What This Means For You
)

If your sustainability goals exceed your team’s capacity, they will fail.

Before pursuing absolute targets, define:

— Servi(e volume

— Staff skill level
— €quipment a((eSS
— €Enerqy (o5t

— Storaqe fpa(e

Then design within those limits.

Sustainability that survives pressure is better than purity that collapses.

Now the five structural models are complete:

€l~133qn > Prejervation & lqwefed jeqjenql’d’q
STIR = Volatility mapping

Native > Reojional refilien(e

Little Red Door = Agri(ultural alignment
Cato - Pfqgmq'ﬁ( limits & (apa(ity cealism



PART Vi

WHERE SUSTAINABILITY BREAKS

Across Budapest, Paris, London, Ho Chi Minh City, and Singapore, one pattern becomes
unavoidable: Sustainability fails when it ignores constraint.

Not be(aufe the intention i§ wrono,
But be(ause the System i§ miqu'\gned.

Each of the five bars in this document operates within environmental limits. Each has built a

locality model that survives service. Yet all of them also reveal the points where sustainability
becomes fragile.

1. It Breaks When It Exceeds Staff Capacity

At Elysian, preservation only works because it is systemized. Honey preservation, acid
rectification, pickling, fermentation — these processes are repeatable and structured. Without
internal discipline, they would multiply labor rather than reduce it.

At STIR, risk-tiering only works because Thep and Leo actively monitor volatility and design
substitution pathways in advance. Without that mapping, “local” would collapse mid-week.

At Native, fermentation stabilizes import dependency, but fermentation requires training,

documentation, and team alignment. Without internal knowledge transfer, preservation becomes
inconsistency.

At Little Red Door, national sourcing across eleven producers requires planning months in
advance. Without administrative infrastructure, agricultural alignment would become chaos.

At Cato, pragmatic zero-waste thinking is scaled to team capacity. Without acknowledging
volume realities, purity would collapse under pressure.

The structural limit is not ideology. It is human bandwidth.

When sustainability initiatives multiply faster than training capacity, they fail quietly—in prep
fatigue, inconsistent execution, and staff turnover.



2. It Breaks When It Ignores Financial Reality

Elysian reduced cost volatility by eliminating citrus. That decision was viable because the alternative
system reduced labor and waste simultaneously.

Little Red Door can sustain a 100% French concept because French agriculture supports scale. In
a different country, the same concept might be financially fragile.

STIR’s risk-tier model protects margins by preventing overreliance on high-volatility
ingredients.

Native’s fermentation reduces the need for constant restocking in an import-heavy city.
Cato freezes peak produce to capture value before climate fluctuation erodes quality.
In every case, sustainability decisions are financially rational.

Where sustainability becomes fragile is when cost analysis is secondary to narrative.

Ingredient purity without margin protection leads to menu instability.
Over-purchasing seasonal produce without preservation increases spoilage.
Small-scale sourcing without volume planning creates price spikes.

Financial discipline is not opposed to sustainability.

It is what allows it to continue.

3. It Breaks When It Confuses Freshness with Quality

STIR explicitly notes that freshness is sensory, not technical. A calibrated cordial can outperform
inconsistent fresh fruit.

Elysian’s acid system proves that engineered acidity can replace daily juicing without sacrificing
brightness.

Native’s fermentation creates flavor stability that fresh tropical fruit cannot guarantee.

Cato’s freezing captures optimal ripeness rather than relying on mediocre out-of-season imports.
The fragility appears when bars equate visible freshness with structural superiority.

Fresh-only systems concentrate volatility.

Preserved systems distribute it.



4. It Breaks When It Ignores Environment

Singapore cannot adopt a domestic farm-to-bar model.

Ho Chi Minh City cannot rely on predictable supplier consistency.
Budapest cannot eliminate preservation and still rotate constantly.
London cannot eliminate imports entirely.

Paris cannot rely exclusively on harvest windows for an annual menu.

Locality is environmental.
When sustainability models are copied without environmental adaptation, they fail.
The structural lesson across all five cities is consistent:

Lo(ality must be defigned around reality. ~ot agpiration,

What This Means For You

Before implementing any sustainability model, ask:

— What are my Staff limits?

— What are my finan(ial mqu%nj?

— What V°|q‘f‘i|§‘l’-1 do | fa(e?

— What prefervation infragtru(ture do | lave?
— What part of my fystem i§ 'qugile.?

Sustainability that ignores these questions does not fail loudly.

It fails operationally. And operational failure is where ideology quietly disappears.




PART Vil

Designing Locality Under Constraint
A Transferable Structural Model

Across Budapest, Paris, London, Ho Chi Minh City, and Singapore, locality does not appear as a
shared aesthetic. It appears as a response to friction.

Maté Szabo¢ at Elysian re-engineered acidity because citrus created volatility.

Thep and Leo at STIR mapped ingredient risk because unpredictability was constant.

Vijay Mudaliar at Native expanded locality regionally because domestic agriculture was limited.
Hyacinthe Loscet at Little Red Door aligned drinks with French agriculture while preserving for
annual coherence.

Angelos Bafas at Cato accepted the limits of purity under London volume.

Each operator began from instability. Not aspiration.

The environments differ radically. The structural logic does not.
Locality becomes sustainable when it removes fragility from the system.
The following model is not a formula. /It is a diagnostic process.

Step 1 — Map Your Environment ﬁ-

Before defining local, define your reality.

— What (limate do you operate n?

— How Stable i your jupplx, (%q'm_?

— Are Suppliers (ontra(t-based or relationsiip~based?
— What i§ your yl'orqge (qpq(&'f‘q?

— What if your Servi(e volume?

— What if your laber (eiling?

STIR’s risk-tier thinking began with mapping volatility.
Native’s regional sourcing began with acknowledging import dependency.
Elysian’s acid system began with citrus instability.

Locality must answer your highest constraint.



Step 2 — Identify Your Structural Weak Point

Every bar solved a different instability:

€lysian > A(id and prep volatility

STIR = Ingredient unpred'\('t'qbili'l’u,

Native = Geooraphi( dependen(y

Little Red Door - Asr;(ul‘turql (ol-eren(e a(rof§ annual
rythm Cato - Climate flu(tuation under volume Your
lo(qli‘h, model must beoin where your fystem \§ weakest,

Not where trends suggest you should begin.

Step 3 — Build One Stabilizing Infrastructure

Sustainability collapses when it multiplies complexity without removing friction.
Build one structural backbone that solves multiple problems.
Examples from this document:

» A calibrated acid system that replaces citrus and stabilizes preservation (Elysian)
® Risk-tier ingredient mapping with substitution logic (STIR)

e Fermentation as temporal buffer under import dependency (Native)

e Preservation planning for annual agricultural menus (Little Red Door)

¢ Freezing and dehydration to stabilize harvest compression (Cato)

One system. Multiple stabilizing effects.

Step 4 — Multiply Ingredient States @

Seasonality and volatility become manageable when ingredients exist in more than one state.

Freshn
A(id-adjusted
Fermented
Pickled

Honey-preserved
Fro‘len

Distilled

Elysian rotates continuously because preserved states support seasonal ones.
STIR buffers unpredictability through transformation.

Native extends regional ingredients through fermentation.

Little Red Door maintains identity across harvest cycles.

Cato captures peak produce before deterioration.

Volatility cannot be eliminated.
It can be distributed across time.



Step 5 — Align with Human CapacityN

This is where sustainability often breaks.

Can your team repeat the fystem under pressure?
1§ tle do(umentation (lear?

Doe§ prefervation redu(e prep §pikes?

Does it §tabilize (o5t?

Cato openly acknowledges the limits of zero-waste purity.

STIR designs substitution before crisis.
Native standardizes fermentation processes.

If your sustainability model exceeds your team’s capacity, it will fail operationally.

Durability matters more than purity.

Step 6 — Define Local Honestly @i

Local is not a moral fixed point.

In Budapest, it may mean hyperlocal fruit and vineyard by-products.

In Paris, national agricultural alignment.

In Ho Chi Minh City, volatility-managed supply networks.

In Singapore, regional sourcing across borders.

In London, pragmatic domestic alignment within global trade.

Locality is environmental.
When (opied without adaptation, it be(omes fragjile.

whihen dej;gned within (onftraint, it be(omes Stru(tural,



CLOSING POSITION

Sustainability is not additive. It does not mean doing more. It means removing fragility.
It means absorbing volatility internally rather than exporting it to daily service.

The bars represented in this document did not chase purity:
They engineered stability.

Locality is not proximity.
It is system design under environmental reality.
£ your model furvives Servi(e, it if SuStainable,

1§ it (ollapses under pressure, it was§ aestieti(.

CLOSING NOTE

This document was initiated by Elysian Bar Budapest and developed in close collaboration
with operators working in fundamentally different environments.

The ideas presented here are the result of shared analysis, operational transparency, and
honest discussion between:

MATE SZABO
Founder — Elysian Bar Budapest, Hungary

HYACINTHE LESCOET
Director - Little Red Door — Paris, France

ANGELOS BAFAS
Founder — Cato, London, United Kingdom

VIJAY MUDALIAR
Founder — Native, Singapore

THEP & LEO
Founders — STIR, Ho Chi Minh City, Vietham



Each bar operates within distinct climatic, economic, and infrastructural realities. The systems
described throughout this document were developed independently, shaped by constraint
rather than trend.

This publication reflects a shared commitment to moving sustainability in hospitality beyond
narrative and toward structural design.

No single model is presented as superior.
The intention is clarity, transferability, and operational durability.
Locality is not a universal recipe.

It is a design response to environment.

WITH LOVE,

Thre Team§ of:

MAIVE  [cato]

ELYSIAN
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	LOCALITY AS STRUCTURAL DESIGN Engineering Sustainability Under Constraint A collaborative document initiated by
	Elysian Bar Budapest
	In collaboration with:  Little Red Door (Hyacinthe Lescoët) Cato (Angelos Bafas)  Native (Vijay Mudaliar)  STIR (Thep & Leo)


	Foreword
	Máté Szabó–Founder, Elysian Bar Budapest

	Contributing Bars & Operational Context
	Elysian Bar Budapest
	Budapest, Hungary
	Máté Szabó

	Little Red Door
	Paris, France
	Hyacinthe Lescoët

	Cato
	Covent Garden, London, United Kingdom
	Angelos Bafas


	STIR
	Ho Chi Minh City,Vietnam
	Thep and Leo

	Part I The Illusion of Local
	Paris presents a different interpretation. Little Red Door, connected to Hyacinthe Lescoët, operates within a country where national  agriculture is both diverse and structured. Their menu is intentionally 100% French, sourcing  from eleven producers across the country. France offers infrastructure, distribution networks, and terroir identity. But even here, locality is  not frictionless. Small producers are rewarding, but demanding. Reliability requires planning.  Annual menu cycles require preservation. Locality here is conceptual coherence — aligning drinks with agricultural narrative. London, through Cato, sits in another tension point. The UK provides strong farming networks,  yet London remains a global import hub. Climate volatility affects crop cycles. Zero waste is  openly acknowledged as unrealistic in high-volume hospitality. Cato’s solution is pragmatic. Freezing is not betrayal. Dehydration is not compromise.  Hydroponic herbs reduce packaging waste and increase control. Locality becomes negotiation, not absolutism. Finally, Budapest.
	Hungary offers strong agricultural access, particularly in fruit and wine production. Elysian initially attempted direct farmer relationships but found hospitality timelines incompatible with agricultural rhythms. The solution was not to abandon locality, but to restructure sourcing through reliable intermediaries. Locality is never pure. It is mediated.
	Across these five cities, the pattern becomes clear: Locality is not a moral category. It is a structural response to environmental reality. In Vietnam, it is risk control. In Singapore, it is regional expansion. In Paris, it is agricultural alignment. In London, it is pragmatic negotiation. In Budapest, it is supply stabilization. The illusion of local is believing that proximity alone produces sustainability. It does not. Without risk assessment, preservation systems, financial planning, and labor capacity, local  sourcing simply relocates volatility closer to the bar. And volatility does not disappear because it is nearby.
	What This Means For You

	Part II
	The acid backbone, built on rectified verjus, serves two purposes. It replaces citrus entirely and  acts as a calibrated preservation medium. The same acid solution used to stabilize cocktail  acidity is also used in pickling and acid preservation. This creates structural continuity: one  calibrated acid logic, multiple applications.
	Honey preservation plays a critical role. Hungarian raw honey is used not only as sweetener but  as osmotic stabilizer. Fruits submerged in honey transform slowly, concentrating flavor while  extending usability for months. No freezing. No electricity. Minimal intervention. High  durability.
	Fermentation introduces tertiary flavor states. Certain fruits and vegetables are intentionally  fermented to develop acidity and depth, extending their life beyond harvest windows while  creating new layers of complexity.
	Pickling operates within the same acid framework, allowing vegetables and fruits to shift from fresh state into stabilized components. The result is multi-state ingredient architecture. An apricot may appear: – fresh, during peak – honey-preserved, months later – fermented, in tertiary form – acid-adjusted, as structural base
	Seasonality is therefore not binary—in season or out of season. It is layered. Continuous menu rotation is supported by preserved continuity. The preserved category does not freeze time. It bends it. Hyperlocal sourcing adds another dimension. Ingredients sourced within immediate proximity  reinforce identity and reduce transport dependency. Hyperlocal does not replace national  sourcing; it intensifies it. This three-part system allows Elysian to rotate constantly without collapsing under harvest  pressure. This differs structurally from the other cities, but the parallels are clear.
	What This Means For You
	Part III Volatility as Design STIR, Ho Chi Minh City – Thep & Leo
	If Elysian engineers seasonality across time, STIR engineers unpredictability through risk.  Ho Chi Minh City does not operate on temperate seasonality. It operates on instability. Fruit is  abundant, but consistency is fragile. Suppliers are relationship-based rather than contract-based.  Climate shifts are sudden. Infrastructure varies. STIR’s documentation states it clearly: “Locality for us is not a value statement. It is a tool to manage uncertainty.”  This sentence reframes locality entirely. In many European contexts, locality implies ethical positioning or terroir expression. In Vietnam,  it is a survival mechanism.
	Thep and Leo categorize ingredients according to volatility rather than romance. Their internal thinking revolves around risk tiers: – Low-risk ingredients: stable, reliable, available year-round – Medium-risk ingredients: usable but require backup logic – High-risk ingredients: seasonal, unpredictable, opportunistic  This classification shapes menu construction. Low-risk ingredients become structural anchors. Medium-risk ingredients require substitution pathways. High-risk ingredients are used when available, but never as sole structural pillars. This risk-tiering mindset prevents collapse. If a fruit disappears mid-week, the menu does not fracture. It shifts within defined boundaries. This differs from Elysian’s model. Budapest multiplies ingredient states across time. STIR  multiplies contingency across probability. The philosophical difference is subtle but significant: Elysian designs for seasonal continuity. STIR designs for volatility containment. STIR also addresses another uncomfortable truth: freshness is culturally defined.
	Volatility is not eliminated. It is mapped.

	What This Means For You
	Part IV Redefining Local Under Import Dependency Native, Singapore – Vijay Mudaliar
	What This Means For You
	Part V Agriculture as Framework Little Red Door, Paris – Hyacinthe Loscöet
	If STIR engineers around volatility and Native negotiates geography, Little Red Door in Paris builds locality as agricultural alignment. Under the direction of Hyacinthe Loscöet and the current team, Little Red Door developed a  menu that is intentionally 100% French. Eleven producers across France contribute to a cocktail  list structured around farming techniques and agricultural narratives. The concept is not  symbolic. It is explicit. The menu is not themed around flavors alone. It is themed around cultivation methods. This creates a different structural pressure.
	Unlike Elysian, which rotates continuously, Little Red Door operates with an annual menu  framework. Unlike STIR, which designs for volatility, LRD designs for coherence. Unlike  Native, which expands regionally, LRD narrows intentionally to national sourcing. France provides agricultural diversity and infrastructure. Farms exist across terroirs. Markets  operate daily. Distribution networks are established. On paper, this is the ideal environment for  locality. But friction remains. Working directly with small producers is hard, but rewarding. Reliability varies. Volume  requirements challenge artisanal scale. Coordination across eleven suppliers requires planning  and internal structure. An annual menu intensifies this complexity. If a cocktail is tied to a specific agricultural method, that narrative must survive beyond harvest.  Preservation becomes essential—not because produce is unavailable, but because conceptual  integrity must remain intact year-round. Here preservation does not fight seasonality the way it does in Budapest. It protects identity. An annual structure demands predictability. If a farmer’s yield changes mid-cycle, the bar cannot simply remove the drink. Preservation and  early planning become risk mitigation tools.
	The LRD team also openly acknowledges that seasonality cannot fully dictate menu construction: “We do annual menus so it is not possible to work with seasonality.” This statement is critical. Even in France—a country often idealized for terroir—pure seasonal alignment is operationally  impractical at their scale. Therefore, preserved ingredients bridge the gaps. Fresh components are  used when available. Preserved ones maintain stability when they are not. This reveals a key structural insight: Locality aligned with agriculture still requires internal engineering. National sourcing does not eliminate volatility. It redistributes it. LRD’s strength lies in alignment. The drinks reflect French agriculture not as decoration, but as  system logic. Spirits are selected based on ethical values. Producers are chosen for the way they  represent cultivation techniques. But this alignment is only sustainable because it is supported by: – planning months ahead – in-house production capacity – supplier vetting – disciplined preservation
	Agriculture provides identity. Infrastructure makes it viable. The romantic version of terroir suggests that proximity alone produces authenticity. LRD  demonstrates that proximity requires management. Agricultural coherence is not passive. It is curated. The deeper structural difference between LRD and Elysian is rhythm. Elysian rotates constantly across seasonal peaks. Little Red Door stabilizes identity across an annual arc.
	Both require preservation. Both require supplier trust. Both require financial discipline. The difference is philosophical emphasis. Elysian treats preservation as system engine. LRD treats agriculture as narrative backbone.
	What This Means For You
	Part VI The Limits of Purity Cato, London – Angelos Bafas
	If Elysian engineers seasonality, STIR maps volatility, Native negotiates geography, and Little Red Door aligns with agriculture, Cato in London addresses something equally important: the limits of idealism.
	Founded by Angelos Bafas in Covent Garden, Cato operates in one of the most international  hospitality environments in the world. London is a global import hub, deeply connected to  international supply chains, yet still supported by a strong domestic farming network.  Climate volatility is increasing.  Harvest windows are shortening.  Hospitality volume is high.
	Within this context, Cato openly acknowledges a reality many bars avoid stating clearly:  True zero-waste is unrealistic in high-volume hospitality. This statement is not resignation. It is structural honesty. Cato does not abandon sustainability. It reframes it. Rather than aiming for purity, the bar implements pragmatic systems:  – freezing fruit at peak ripeness to stabilize short harvest windows – dehydration to intensify aromatics and reduce spoilage – maceration to convert perishable produce into stable spirits and aperitifs – hydroponic herb cultivation to reduce packaging waste and increase control
	Freezing, often criticized in sustainability discourse because of energy use, becomes a deliberate  stabilization tool. The calculation is practical: capturing peak produce may reduce spoilage,  waste, and transportation frequency enough to justify the energy input. This is not romantic sustainability. It is negotiated sustainability. Cato’s approach exposes a tension present in all five cities: ideology must survive volume. In smaller experimental bars, zero-waste absolutism may be possible. In a central London venue  serving high traffic, speed and consistency matter. Systems must withstand pressure. Cato’s “non-bin system” is not about eliminating waste entirely, but about minimizing  unnecessary waste within operational limits.
	This introduces an essential dimension to the conversation: Sustainability must be scaled to capacity. Without acknowledging capacity, sustainability becomes fragile.
	Cato accepts freezing as a pragmatic compromise.

	What This Means For You
	Part VII
	Where Sustainability Breaks

	2. It Breaks When It Ignores Financial Reality
	3. It Breaks When It Confuses Freshness with Quality
	4. It Breaks When It Ignores Environment
	Part VIII Designing Locality Under Constraint A Transferable Structural Model
	Máté Szabó at Elysian re-engineered acidity because citrus created volatility. Thep and Leo at STIR mapped ingredient risk because unpredictability was constant. Vijay Mudaliar at Native expanded locality regionally because domestic agriculture was limited. Hyacinthe Loscet at Little Red Door aligned drinks with French agriculture while preserving for  annual coherence. Angelos Bafas at Cato accepted the limits of purity under London volume.
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	Closing Note
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	The ideas presented here are the result of shared analysis, operational transparency, and honest discussion between:
	With love,

	The Teams of:
	Sponsored by:

