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1.0 INTRODUCTION 
 

Cocoa production is a highly commoditized industry, as the supply chain is controlled by a small 
number of grinding companies and cocoa product manufacturers. 
  
This paper explores the general organization of the cocoa industry, the key players controlling the 
process, and the different components of the supply chain. The analysis examines the successful 
practices in the production of certified cocoa, and concludes with a summary of the successful 
companies and ventures in the field. 
 
1.1 COCOA: A HIGHLY COMMODITIZED SUPPLY CHAIN 
 
Since the 17th century cocoa products have been progressively consumed all over the world in diverse 
forms from drinks, baked goods, snacks and beauty products. Cocoa was first introduced to the 
Western world in 1529 by Cortes and since that time it has entranced consumers' taste buds. Although 
approximately one billion people across the world consume chocolate everyday the cocoa plant only 
grows in a narrow area, 10 degrees North and South of the Equator, with a humid tropical climate1. 
73% of the world’s cocoa beans are produced in Africa, 13% in the Americas and the remaining 14% in 
Asia and Oceania.  
The cocoa supply chain in divided in four main parts, each with a different role, first farmers, 
cooperatives and small holders grow, harvest, dry and ferment the beans; second intermediaries, often 
small and local, buy the dried beans and brings it to an exporting company in charge of marketing the 
beans to processors across the world; third processors acquire the beans and are in charge of roasting, 
grinding or pressing the beans, once the beans have been processed they are sold to manufacturers; 
fourth chocolate manufacturers across the world prepare the processed products for consumption and 
market them to consumers and retailers.  
 

 
 
Farmers: in charge of planting, harvesting and drying beans 

• 5 to 6 million cocoa farmers worldwide produce each year about three million tons of cocoa 
beans. 90%2 of the production comes from small independent farms that lack organization and 
are strongly affected by fluctuating cocoa prices. 

• Data from 2008 estimated that on average cocoa producing households in Ghana earn a total 
daily income of USD $0.63 and a mean capita daily income of USD $0.42.3 

• Five countries produce 80% of global cocoa: Ivory Coast 36%, Ghana 22%, Indonesia 11%, 
Nigeria 6%, and Brazil 5%.  

 
Traders: in charge of buying, transporting and marketing beans to international processors 
• 76% of global cocoa production is exported, the top five importers are Netherlands (21%), USA 

(14%), Malaysia (11%), Germany (11%) and Belgium (7%), together they import 63% of the global 
production, see Appendix 1 for a complete breakdown. 

• In some countries prices at which intermediaries can purchase beans is fixed by an overseeing 
government body in order to protect farmers from prices volatility. In Ghana, the Ghana Cocoa 

                                                        
1 http://www.worldagroforestry.org/treesandmarkets/inaforesta/documents/cocoa%20and%20chocolate/cocoa%20and%20chocolate.pdf  
2 http://worldcocoafoundation.org/wp-content/uploads/Cocoa-Market-Update-as-of-3.20.2012.pdf  
3 Sustainable food lab case study (2011), reaching high value markets: fine flavor cocoa in Ghana 

Farmers Purchasers Processors Manufacturer Consumers
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EIGHT CORPORATIONS 

CONTROL THE TOP OF THE 
COCOA AND CHOCOLATE 

SUPPLY CHAIN 
 

Board (Cocobod4) oversees the country’s cocoa production, one of its subsidiary, the Cocoa 
Marketing Company (CMC) is the world’s largest seller and exporter of cocoa beans5 

• The largest world trading companies are Olam (8% of West African cocoa purchases in 2011/12), 
Ecom (10% since it acquired Armajaro), and the processors Cargill/ADM (25%) and Barry 
Callebaut (7%).6 

 
Processors: in charge of importing, grinding, grilling and pressing beans 
• The amount of cocoa beans imported for grinding is one of 

the main metrics analyzed to anticipate market demand. 
• Cocoa grinders Barry Callebaut7 and Cargill/ADM8 process 

40% of the world's production of cocoa. 
 
Manufacturers: 
• Six manufacturers produce 57.4% of the world’s chocolate 

(Mars 15%, Nestlé 13%, Hershey 8%, Kraft/Mondélez 8%, Cadbury/Mondélez 7% and Ferrero 
7%)9. 

 
Consumers: 
• Chocolate consumers are mainly located in North America (24%) and Europe (37%); Asia only 

represents 15% of the world’s consumers, although this amount is projected to increase as living 
incomes increase. Mondelez Inc, the owner of several big chocolate brand including Cadbury, 
observed that the eight markers driving 70% of the world’s confectionery growth are outside of the 
Western World: Brazil, China, Colombia, India, Russia, South Africa, Turkey and Vietnam10. 

 
External players influencing the supply chain: 
 
• International Cocoa Organization (ICCO): An inter-governmental organization made up of 47 

member countries (18 exporting and 29 importing plus the European Union), which account for 
73% of world imports and 95% of world exports.11 ICCO contributes to market transparency and is 
the main forum for addressing policies and strategy issues related to the global cocoa trade. 
 

• Governments: Government regulations, exports levies, taxes, and so on have a significant 
influence on cocoa production. Before investing in a country, especially in Africa, it is import to look 
into government involvement and specific cocoa sector regulations. 

  

                                                        
4 https://cocobod.gh/oursubsidiaries.php  
5 http://www.cocoamarketing.com/company.php  
6 http://www.globalgrainevents.com/pdfs/Geneva%202013/EdwardGeorgeEcobankOverview.pdf  
7 https://www.barry-callebaut.com/  
8 http://www.cargill.com/worldwide/index.jsp  
9 http://www.unctad.info/en/Infocomm/Beverages/Cocoa2/Companies/  
10 https://www.kpmg.com/Global/en/IssuesAndInsights/ArticlesPublications/Documents/taste-of-the-future.pdf  
11 http://www.fao.org/fileadmin/user_upload/bodies/CCP_69/CCP_69_MeetingPresentations/3a_ICCO_Presentation.pdf  
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1.2 Value Distribution in the Supply Chain 
 

The chocolate industry’s annual turnover is around €100 billion, profits are unequally divided along the 
supply chain. The Free on Board price (FOB) corresponds to the price of a tonne of cocoa aboard a 
ship in the producing nation’s port; it is used to determine how much farmers should be paid for their 
beans. Ivory Coast and Ghana have set a minimum percentage of the FOB to be paid to farmers, 
respectively 65% and 72%, additional data can be observed on Figure 1 (Nigeria’s high FOB 
percentage granted to farmers can be explained by the lack of taxes in the country). The part of FOB 
price not perceived by farmers goes to national marketing boards, taxes, terminal handling costs and 
both inland and international transport. 
 

   
Figure 1: Farmer revenue & share of FOB per tonne12   

            

 
Figure 2: Trading companies profits & margins13 

Trading companies also make profits from the trade, which add to the cocoa value chain as shown on 
Figure 2 above. Most trading companies conduct the majority of their business on the commodity 
exchange markets, and take advantage of fluctuations in prices.  
Processors make most of their profits by buying mass quantity of cocoa, process, mix and refine it 
before selling it as premium quality product. Figure 3 shows the net profit realised by major processors. 
 
 

                                                        
12 http://www.cocoabarometer.org/Download_files/Value%20Distribution%20Consultation%20Paper%202014.pdf  
13 ibid 
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Figure 3: Volume, margin & profit of major processors14 

 
At the manufacturers level there is an increasing market concentration, which results to important 
profits for companies with major share in the industry, smaller actors face difficulties acquiring market 
shares and attempt to stand out on factors such as sustainability, quality, branding or attempt to identify 
a niche market. Figure 4 details the profits realised by the world’s main manufacturers. 

 
Figure 4: Volume, sales & profit of major manufacturers 

 
The whole supply chain’s margin and profits are subject to considerable pressure; contributing factors 
are among others, the economic crisis, price wars and an increase in concentration. Figure 5 offers a 
summary of the value chain distribution between the different industry’s actors. 

 
Figure 5: Cocoa value chain distribution15 

                                                        
14 hp://www.cocoabarometer.org/Download_files/Value%20Distribution%20Consultation%20Paper%202014.pdf  
15 https://www.evb.ch/fileadmin/files/documents/Schokolade/Cocoa-barometer_2015.pdf  
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1.3 ISSUES FOR SMALLHOLDERS 
 

1.3.1 Economic issues 
 
Small cocoa farmers usually earn low incomes, a situation partly attributable to inefficient farming 
practices. For example in Ivory Coast and Ghana the average volume of coca beans harvested each 
year is between 300 and 400kg per hectare, which is estimated to be approximately 40% lower than the 
field’s potential productivity.16 In comparison, many plantations in Indonesia and South America yield 
1500kg per hectare.17 IBM conducted a study, on the behalf of the United States Department of 
Agriculture and Mars inc; they found approximately one-third (or approximately USD $750 million) of 
the cocoa produced in West Africa is lost to pests, fungus, drought and several other environmental 
factors.18 Better management, improved technology, stricter pest control, and smarter use of fertilizer 
could significantly increase farm yields. To be successful, farmers also require local cooperation and 
access to financing, both of which can be complicated to attain. Incomes are also affected by 
government levies and taxes on exports, price volatility, and speculation. Cocoa pricing is particularly 
volatile partly due to changes in global food prices, estimates of future demand, variations in 
consolidation or fragmentation of the industry, as well as changes in stock and grinding ratios. 19 (See 
Appendix 2 for a graph showing coca price volatility between October 2014 and March 2015). The 
Fairtrade foundation reported in 2011 that cocoa farmers only earn approximately 6% of the price paid 
by consumers for chocolate, down from 16% in the 1980s.20 The value chain does not work in favour of 
farmers due to smallholders’ lack of organization, limited bargaining power, little access to market 
information, as well as high transport costs and the high margins taken by major corporations.  
 
1.3.2 Social issues 
 
The cocoa industry has been plagued by human rights violations, especially child labour and trafficking. 
Working conditions in some areas have involved use of polluted water, the fostering of abuse, and 
gender inequality. Smallholders are often unable to form groups to defend their interests and benefit 
from collective bargaining because of a lack of communication between farmers and knowledge of a 
different system. Corruption, political instability, and low incomes also prevent the development of 
cooperatives or association. Another concern is ageing farming communities. In West Africa, for 
instance the average age of a farmer is around 51 years old.21 Because it is labour intensive and draws 
a low income, cocoa farming is also losing its appeal to the next generation who are choosing to movie 
to the city or working in more profitable sectors such as rubber production. These social issues lead to 
industry concerns on the long-term sustainability of the cocoa supply chain.22  
 
1.3.3 Environmental issues 
 
Large-scale cocoa production has led to some negative impacts such as monoculture, decreasing 
biodiversity and soil degradation. The rainforest has also been reduced through deforestation to make 
space for cocoa farming. Farmers are often misinformed about the use and impact of pesticides and 
fertilizers. A final issue is the increasing proportion of ageing cocoa trees that are not being replaced. 
Cocoa trees take on average three to five years to produce beans, cocoa trees usually have high life 
                                                        
16 http://seasofchange.net/file/downloads/2012/04/05.04-SoC-cocoa-fact-sheet-final_cover1.pdf  
17 http://www.adm.com/en-US/products/Cocoa/cocoa_advantage_university/Pages/cocoa_today.aspx  
18 http://www-03.ibm.com/ibm/history/ibm100/us/en/icons/cocoagene/  
19 ibid  
20 http://www.fairtrade.net/cocoa.html  
21 http://www.theguardian.com/sustainable-business/fairtrade-partner-zone/chocolate-cocoa-production-risk   
22 ibid 
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expectancy, some trees are over 200 years old, and the plant usually starts to produce a limited volume 
of beans around 25 years old. Due to the past decade of conflict and civil war in the Ivory Coast, 
dubbed “lost decade” by locals, the planting of new trees was neglected. Consequently the average 
age of Ivory cocoa trees is 25 years old23. To a lesser extent Ghana and other western African 
countries also have ageing cocoa trees. Many trees in those countries produce small volumes of 
beans, lowering the yield per hectare, planting new trees should be a priority in many old plantations. 
 
 
1.4 COCOA SUPPLY & DEMAND 

 
ICCO forecasts for Cocoa Supply and Demand 

 
 
Cocoa’s supply and demand is established using net production as the supply variable and amount 
grinded by grinders/processors as the demand variable. The balance varies from year to year: 2009/10 
saw a deficit of 300 thousand tons, while 2010/2011 had a surplus of over 300 thousand tons 
(Appendix 3 details the surplus/deficit balance). Despite the yearly fluctuations, market trends published 
by ICCO in March 2015 suggest that in the next 10 years both supply and demand will steadily increase 
to reach on average 4.7m tons in 2019/2020 as shown on the above graph. Experts predict the that 
economic recovery of the western world, and rising incomes in emerging markets especially China, will 
result to approximately a rise of 30% in demand by 2020. 
 
One contentious issue between market observers is whether a deficit or surplus in cocoa beans can be 
expected in the long term. At this stage there are too many unknown variables in the next fifteen years 
to put forward a definite answer. A cocoa deficit in 2020 is foreseeable if action is not taken to start 
improving farm productivity, replant trees, and improve farmers’ livelihood to make farming cocoa an 
attractive industry. 
 
  

                                                        
23 http://www.adm.com/en-US/products/Cocoa/cocoa_advantage_university/Pages/cocoa_today.aspx  
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2.0 SUSTAINABLE COCOA 

2.1 SUSTAINABLE COCOA INDUSTRY FACTS 
 
Sustainable agriculture is defined as a system producing safe, high quality products24 while preserving 
environmental resources, improving farmers’ social and economic conditions, and safeguarding farmed 
species. Applied to cocoa, farming practices are considered sustainable when farmers:  

1. Earn an equitable income 
2. Follow responsible labor practices 
3. Protect the environment 

Sustainable agriculture and trade can take multiple forms; fair trade and organic trade are specific 
models of sustainable trades. Various organizations, national and international bodies deliver 
sustainable certifications, they follow different overlapping criteria and standards. To be considered 
sustainable, cocoa production has to be certified and meet a varied set of standards; Organic, 
Fairtrade, UTZ Certified and Rainforest Alliance are the major voluntary sustainability standards.  
 
Sustainable Agriculture Network (SAN)25: “non-profit conservation organizations in America, Africa, 
Europe and Asia promoting the environmental and social sustainability of agricultural activities through 
the development of standards for best practices, certification and training for rural farmers around the 
world”. Programs that comply with the SAN standard use the Rainforest Alliance CertifiedTM seal. 
 
Fairtrade is often identified as the certification bringing the most benefits to farmers. However there are 
differences between Fairtrade International (FLO) and Fairtrade USA. Fairtrade USA, for example has 
less strict standards. 
 
Fairtrade International (FLO): 

• Fairtrade cocoa recognized by FLO can be found in following countries: Belize, Bolivia, 
Cameroon, Costa Rica, Colombia, Cote d’Ivoire, Dominican Republic, Ecuador, Ghana, Haiti, 
Honduras, India, Nicaragua, Panama, Papua New Guinea, Peru, Sao Tome e Principe, Sierra 
Leone, Sri Lanka26 

• How Fairtrade works: a minimum price is set, and a Fairtrade Premium is added. Thanks to the 
premium income cooperatives or companies fund social and economic investments, in areas 
such as education, health services, processing equipment and loans 

 
In consumers mind fairtrade is associated with higher cost, and that might be a deterrent for some. 
While sustainable fairtrade chocolate’s price is higher than regular chocolate’s price, Appendix 4 shows 
that fairtrade prices follow the exact same variation as regular cocoa with solely a $200 increase per 
tonne which corresponds to the farmer’s premium, as such the difference in price is not massive. 
 
 
 
 
 
 
 
 
                                                        
24 http://www.saiplatform.org/sustainable-agriculture/definition  
25 http://san.ag/web/  
26 http://www.fairtrade.net/cocoa.html  
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Major certification scheme explained27: 

 
Note: The USDA delivers organic certification in the United States and North America 

 
Main certification bodies: 
Intermediaries usually grant certifications labels. The international community recognizes certification 
conducted by the following bodies as trustworthy. 

• AfriCert:28 delivers Rainforest alliance (SAN) and UTZ certification for cocoa, work mainly in 
east Africa 

• Ceres29: German body delivering UTZ, Organic, Rainforest and GLOBALG.A.P certification 
• CYD30: oversees equator and Chilean markets, deliver rainforest certification 

                                                        
27 http://www.ethicalconsumer.org/ethicalreports/tea-industry-report/teacertifications.aspx  
28 http://africertlimited.co.ke/Certification%20Standards.php  
29 http://www.ceres-cert.com/portal/index.php?id=2&L=1  
30 http://cydcertified.com/  
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• IBD Certificacoes31: largest certifier in Latin America and organic product certifier in Brazil. IBD 
delivers a wide range of certifications, organic certifications (USDA, JAS, Canada, Bio Suisse, 
Kvrav, Korea), socioenvironmental certifications (RSPO, EcoSocial All Fair, UEBT, Integra 
Social and Environmental Fair Trade Programs), and Rainforest Alliance Certified (RAS). IBD 
delivers a large array of certifications, guaranteeing products it certified can be sold on almost 
any international market  

• Imaflora32: civil non-profit association form Sao Paulo, mainly delivers RAS certification in Brazil 
• Control IMO33: operates in 90 countries, delivers over 70 organic and ecological standards, 

certified UTZ, Rainforest alliance, list of certifications here34 
• Indocert35: certification body established in India, approved by the USDA, delivers several 

organic certification, as well as UTZ and Rain Forest certifications 
• NaturaCert36: Colombian based certification body, mainly provide Rainforest certification, and 

Ethical BioTrade Standard 
• Productos y processos sustentables37: Mexican based certification body, mainly delivers 

Rainforest certification 
 
2.2 ISSUES FACING THE SUSTAINABLE COCOA INDUSTRY 
 

2.2.1 Confusion over certification: 
 
It is important to point out that over 400 ecolabels and certification (Bogdan 2010) exist worldwide. The 
large number of existing certifications and the rapid growth of new certified products is creating doubts 
about the quality of ecolabels and their impact on sustainability. In 2010, the Duke Center for 
Sustainability launched a study and survey of the existing ecolabels, their findings describe the messy 
state of the certification industry: 

• “25% of labelers were aware of studies that assessed the market share of products carrying 
their label; 

• Only 44% of single-standard labels have conducted an impact study to assess the effect of their 
certification efforts on the environment; 

• 1/3 of labelers had made no attempt to monitor or evaluate the environmental and social 
benefits of their ecolabels and had no intention of doing so; 

• Important redundancy between labels, with 43% of ecolabels recognizing other labels as being 
similar”38 

Consequently when looking at cocoa processors, farmers or manufacturers, it is important to establish 
the reputation of the sustainability standard used. The two most widely used label are USDA Organic 
with 35,000 certified products39 and Rainforest Alliance with 23,92940 certified products. It is worth 
noting that Rainforest Alliance came under fire recently for a fast-paced expansion that could have 
compromised some of the label reliability, but rainforest addressed those issues. Appendix 5 details 
both USDA and Rainforest specificities.  

                                                        
31 http://ibd.com.br/en/Default.aspx  
32 http://www.imaflora.org/certificacao-socioambiental_agricola.php  
33 http://www.imo.ch/logicio/pmws/indexDOM.php?client_id=imo&page_id=sectors  
34 http://www.imo.ch/logicio/pmws/indexDOM.php?client_id=imo&page_id=accreditations&lang_iso639=en  
35 http://www.indocert.org/index.php/en/  
36 http://naturacert.org/  
37 http://sustentables.org/index.html  
38 https://center.sustainability.duke.edu/sites/default/files/documents/ecolabelsreport.pdf  
39 https://center.sustainability.duke.edu/sites/default/files/documents/ecolabelsreport.pdf  
40 ibid 
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2.2.2 Paradox in sustainable cocoa supply and demand issue:  
 
From 2008 to 2012, the standard-compliant or sustainable, cocoa production increased 69% per 
annum41, a significant growth of almost 700% over five years. Between 2008 and 2012 certified cocoa 
market share rose from 2% to 16%, in 2014 it accounted for 22% of the world’s cocoa production42. 
Despite the growing market share of certified cocoa, companies say supply far outweighs demand. In 
2012 only 22% of UTZ certified, 51% of Rainforest alliance and 39% of Fairtrade international were sold 
as “certified”, meaning purchasers paid premium for less than half of the certified beans produced (refer 
to Appendix 6).  
Demand for sustainable beans has been slowly rising, but in 2012 only an average of 35% of cocoa 
certified by the big 3 (Fairtrade, Rainforest, UTZ) was sold as certified, the rest was sold as 
“conventional” without paid premiums. Several factors explain this trend. First farmers might already 
have long-standing deal to sell some of their product as “conventional cocoa” and do not want to risk 
those relationships by selling as certified cocoa for a higher price. Second, despite certification, some 
beans might have quality defects and would not warranty premiums. Third as already discussed, cocoa 
has a high price variability and so if prices suddenly rise farmers might choose to sell fast as 
“conventional”, instead of waiting for sustainable buyers willing to pay premiums. Another reason may 
be the multiple certifications where beans might be sold as “rainforest certified” while they also hold 
“UTZ certification”, and they are not credited as being sold “UTZ certified”. Finally companies in the 
supply chain argue that market demand did not grow as fast as the supply, which explains why their 
companies are not buying more of the available certified cocoa production. Juergen Steinemann, the 
CEO of the world’s leading processor, Barry Callebaut said sustainable cocoa made up 12% of their 
cocoa volume in 2012, which was he believed already above market demand43. Thus he argues the 
problem is not companies unwilling to pay premiums but rather a lack of great interest in the market, as 
a limited number of consumers are ready to pay the price difference between conventional and certified 
chocolate.  
There has been an upward trend in the recent years big players in the market such as Mars or 
Cadbury’s making commitments towards a more sustainable cocoa production. Most of the main 
manufacturers have committed to solely buy 100% sustainable certified cocoa by 2020. In 2013, 30% 
of chocolate produced by Mars was certified, 28% for Herseys and 33% for Ferrero44. Industries trends 
do not suggest that the 100% goal will be met by 2020, but it is a step in the right direction.  
 

                                                        
41 https://www.iisd.org/pdf/2014/ssi_2014_chapter_7.pdf  
42 http://peoplefoodandnature.org/blog/why-commitments-are-not-enough-the-case-of-sustainable-cocoa/  
43 http://www.confectionerynews.com/Commodities/Certified-cocoa-not-always-sold-as-certified  
44 http://www.oxfamnovib.nl/Redactie/Downloads/Rapporten/Cocoa_Barometer_2015.pdf  
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45 
 
Most of the major companies have internal sustainable initiatives. The main ones are listed below. 
 
Barry Callebaut: Created the Biolands Group46, which is a direct sourcing enterprise for sustainable 
cocoa47. All their products are certified organic and Fair for Life by IMO. Biolands work with over 63,000 
farmers and provides support in the production of certified beans. They also sold over a million seedling 
of cocoa trees to farmers in Africa. They purchase products UTZ certified and Rainforest certified, and 
also from their “Quality Partner program” that supports local cooperatives48, standards not as high as 
others. In 2012 they also launched a $43 million initiative, called Cocoa Cadbury Initiative49. 
 
Mars: developed a “Sustainable Cocoa Initiative”50 that helps promote technology integration in 
farming, certification, with the goal of making the cocoa crop less vulnerable to the elements. 
 
 

                                                        
45 http://www.idhsustainabletrade.com/impact-on-cocoa 
46 http://www.biolands.com/About_Biolands_landingpage.html  
47 https://www.barry-callebaut.com/sustainability/cocoa-sustainability  
48 http://www.qualitypartnerprogram.com/en/  
49 http://www.seed.manchester.ac.uk/research/impact/cadbury-invests-45-million-in-sourcing-fair-trade-cocoa/  
50 http://www.mars.com/global/brands/cocoa-sustainability-home.aspx  
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Other initiatives involving major players:  
 
CocoaAction: is a program focused on Ghana and Ivory Coast developed by the 12 biggest 
companies involved in cocoa and chocolate trade. Its mission is ambitious: ‘by 2020, CocoaAction 
intends to train and deliver improved planting material and fertilizer to 300,000 cocoa farmers and 
empower communities through education, child labor monitoring and women's empowerment.”51 The 
World Cocoa Foundation acts as the convener, and the companies involved are: ADM, Barry Callebaut, 
Blommer, Cargill, ECOM Agrotrade Limited, Ferrero, Hershey, Mars, Mondelez, Nestlé and Olam. Due 
to the scale of the project, the initiative is able to directly negotiate with governments. (Appendix 7 
describes the benchmark for the intiative) 
 
International Cocoa Initiative (ICI): operates in Ivory Coast and Ghana, its mission is also broad: “ICI 
works with the cocoa industry, civil society and national governments in cocoa-producing countries to 
ensure a better future for children and contribute to the elimination of child labour.”52 All the main 
processors and manufacturers are members of the initiative. 
 

  

                                                        
51 http://worldcocoafoundation.org/about-wcf/cocoaaction/  
52 http://www.cocoainitiative.org/en/about-us/about-us  
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2.3 SUCCESSFUL MODELS OF SUSTAINABLE COMPANIES:  
 

2.3.1 Cooperatives of farmers  
 

A number of private companies and cooperatives have been established to challenge the dominance of 
the main players in the cocoa market. They are described briefly below: 
 

  

NORANDINO Ltd 
Chulucanas, Piura, Peru 

53 

Entity: cooperative of 500 farmers founded in 1995, average farm size 1 or 
2 hectares.They provide technical support, processing, logistics and export 
assistance, help with financing (non-profit savings and credit 
program initially financed by a loan from the Fairtrade access fund54) 
Products: the main product is cocoa, but they also produce coffee and 
sugarcane  
(Cocoa Norandino has won the National Quality Contests 2011 and 2013) 
Impact: fund enables producers to gain access to organic fertilizers 
programs, bring together local farmers and increase their bargaining power 
and logistics 
Certifications: Organic (NOP and EU), FLO becoming Fair Trade Certified 
in 199655 
 

ORO VERDE    co-op56 
Peru, Lamas 

 

Entity: farmers co-op founded in 1999, now composed of 1,200 members. 
Also founded Oro Verde Sac Industrial company that manufactures cocoa 
into finished goods. The co-op provide training, certification, merchandising 
services. 
Products: coffee and organic cocoa57  
Impact: Oro Verde pursues several projects in their community: 
reforestation, agroforestry, education, development of local cooperation 
Certifications: certified organic (Bio Latina), Fair Trade (FLOCERT) 
cocoa58, UTZ and rainforest certified sustainable cocoa 
Alternate name: GREEN GOLD Agrarian Coffee Cooperative Ltd 

 

FORTALEZA DEL VALLE59 
Ecuador 

 

Entity: co-op of 630 small-scale cacao farmers the co-op works on 
improving livelihood by improving cocoa production quality and yield,  
Products: cocoa 
Impact: enables farmers to receive fair-trade premiums, promote savings 
and credit for its members, search buyer markets for best opportunities 
Certifications: organic certification NOP and EU, FLO Fair Trade issued in 
2005 by FLO-Cert 
 

                                                        
53 http://www.coopnorandino.com.pe/spanish/ 
54 http://www.fairtrade.net/single-view+M5e8aa117092.html?&L=2 
55 http://fairtradeusa.org/producer-profiles/cooperativa-norandino-formerly-cepicafe  
56 http://www.oroverde.com.pe/  
57 http://www.oroverde.com.pe/nuestro-cacao/  
58 http://www.justuscoffee.com/node/347  
59 http://fortalezadelvalle.org/ 
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ECOOKIM 60 
Ivory Coast 

 

 

Entity: Farmers’ co-op representing 12,000 small-scale farmers established 
in 2004. It built warehouses to store cocoa, established training schemes for 
farming techniques and improved fermentation practices. The co-op also 
invests in fertilizers, new plants and plant nurseries. As a result of 
improvements ECOOKIM saw its cocoa production increased from 250kg 
per hectare to up to 650kg61 per hectare 
Products: cocoa and coffee, produced regular, UTZ and Fair trade cocoa 
Impact: construction of a school, assist members with healthcare and 
funeral costs, built a school at Didobly. And also provide loans to its 
members. 
Certifications: certified FLO FAIRTRADE in 2010, UTZ certified in 2012 
and RainForest certified since 2014  
 

CONACADO 
Dominican Republic62 

 

What: tenth largest cocoa exporter in the world. 10,000 farmers that sell 
Fairtrade and organic cocoa. CONACADO cocoa now makes up 25 percent 
of national production and sells between 6,500 and 13,300 metric tonnes of 
cocoa annually63 
Products: cocoa 
Impact: taught farmers groups how to improve the quality of their 
plantations and their harvests and in doing so, how to increase their 
earnings to improve living condition and better their housing. 
Certifications: FLO Fairtrade certified since 1995, USDA and Europe 
organic certification64 
 

 
A good source to identify successful small growing enterprises is the Dutch based Progreso65, an 
international program founded in 2001 that works directly with companies across the world. Most of the 
participants are cooperatives, Progreso helps them to gain access to financing and improve the quality 
of their crops by providing technical assistance. Many of Progreso’s participants are growing medium to 
small cooperatives making a difference in their community.  
 
Ecookim 
This successful co-op unifies 8 cooperatives in the South of Ivory Coast and it oversees over 8,000 
tonnes of cocoa production. By representing approximately 3,000 farmers, Ecookim can provide 
leverage in terms of pricing. According to its CEO the co-op largest issue is financing: "Access to 
financing is one of the principal challenges faced by cocoa cooperatives in Ivory Coast; on the rare 
occasions it can be obtained from local banks, it is often extremely expensive."66 A key partner that 
helps to finance Ecookim is the responsAbility Fair Trade Fund67, which works with over 80 companies 
and finances them with $65.6 million of capital. 
 

                                                        
60 http://www.ecookim.com/ 
61 http://www.fairtrade.net/meet-the-producers-details+M5671d52908e.html  
62 http://conacado.com.do/site/index.php?lang=en  
63 http://conacado.com.do/ 
64http://conacado.com.do/site/index.php?option=com_content&view=article&id=15%3Asellos-de-
calidad&catid=3%3Acomercio&Itemid=4&lang=en  
65 http://www.progreso.nl/en/participants/africa).  
66 http://www.theguardian.com/sustainable-business/fairtrade-partner-zone/cotedvoire-chocolate-difficult-road-sustainable-cocoa  
67 http://www.responsability.com/investing/de/678/Homepage-Investing.htm 
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Highlight: Kuapa Kokoo co-op, Ghana68 
Kuapa Kokoo, the only fair trade cacao cooperative in Ghana, was created after the government 
allowed the decentralisation of cocoa marketing in 1992. The cooperative brings together over 85,000 
smallholders and currently supplies cocoa to Cadbury, one of the world’s leading manufacturer of 
chocolate. Kuapa Kokoo’s production is non-organic, since organic farming is deemed dangerous by 
the Ghanaian Chocolate board by fear that a reduced use of pesticide would hurt already fragile trees. 
However the cooperative has been certified fair trade since 2002. It manages a range of different 
programs, including a program to train women farmers.69 With the help of the cosmetics company, 
Body Shop, Kuapa Kokoo was able to establish its own manufacturing company “the Divine Chocolate 
Company” in order to boost profit from their cacao beans.70 Kuapa Kokoo is particularly relevant as one 
of the oldest and most successful cocoa cooperative in Africa.  
 
Finance: Oikocredit (a French based credit development co-op) invested in both Kuapa Kokoo and 
Divine amongst others71, and 12% of their total investments are made in the agricultural business. 
Oikocredit and has lent over €806 millions to over 789 partners, with an average loan of €1.2 million. 

                        

2.3.2 Companies enabling sustainable cocoa production 
 
UNCOMMON COCOA GROUP: 
The group is composed of two successful companies in the organic sustainable business: Maya 
Mountain Cacao Ltd (Belize) and Cacao Verapaz72 (Guatemala). The Founder Emily Stone has been 
recognized for her work’s impact by Ashoka, Agora Partnerships, the McNulty Foundation, the World 
Wildlife Fund, the William James Foundation.73 
 
MAYA MOUNTAIN CACAO LTD (MMC), Southern part of Belize 

• Mission: social (improve farming communities by providing access to market), environmental 
(promote reforestation and advocate for organic agriculture), and produce profitable high quality 
organic cocoa beans74 

• What: they deliver certification training to farmers, purchase and process their beans, and sell 
the processed beans to grinders or manufactures.  
Different types of services provided: ensure farms meet organic requirements, provide 
technical help, pick-up beans and distribute farmers’ compensation, monitor fermentation, 
drying and packaging of beans, and last manage business development 

• Impact: produce annual impact report, follow Key Performance Indicators (Appendix 8), 2013 
Angora Partnerships Impact Investing 

• Certification: MMC provides the “NOP USDA” organic certification to a network of 200 organic 
farmers; the National Organic Program label from the US Department of Agriculture indicates 
that production preserved  biodiversity75.  MMC obtains its certification label through IMOswiss 
AG76 a recognized third party accredited by the USDA77.  

                                                        
68 http://www.kuapakokoo.com/about/ghana-and-cocoa  
69 http://www.divinechocolate.com/us/about-us/TrainingWomen 
70 http://www.divinechocolate.com/us/  
71 https://www.oikocredit.fr/nos-partenaires/kuapa-kokoo-et-divine-chocolate  
72 http://www.cacaoverapaz.com/  
73 http://www.letstalkcoffee.org/ltc-global/lets-talk-cocoa/  
74 http://mayamountaincacao.com/index.php?page=mission  
75 http://www.ams.usda.gov/AMSv1.0/nop  
76 http://www.imo.ch/logicio/pmws/indexDOM.php?client_id=imo&page_id=home&lang_iso639=en  
77 http://apps.ams.usda.gov/nop/  
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• Partners involved:78 
The Eleos Foundation 
Argidius Foundation 
Agora Partnerships 
Santa Clara University Impact Capital Program 
Global Impact Investing Rating System (GIIRS) 
William James Foundation 
Ecom Trading/Atlantic Cocoa 
(more details on their previous investors: http://www.entrepreneur.com/article/240624) 

 
Analysis: Maya Mountain Cacao has been recognized for its effectiveness many times since it was 
founded in 2010.  In the pricing model the farmers receive directly a stable price of more than 100 
percent of the world market on the same day they harvest. Farmers’ incomes have increased by 20% 
since 2012, and school attendance increased by 85%. Farmers are also playing a key part in 
reforesting the region, and they are planting over 80,000 more cocoa trees to help meet future demand. 

 
2.3.3 Fair trade or sustainable chocolate manufacturers and retailers  
 

EQUAL EXCHANGE COOP79, Massachusetts based for profit fair trade cooperative 
Entity: they purchase sustainable fair trade and in 90% of cases, organic products from small 
farmers partners across the world 
Products: coffee, tea, cocoa, bananas and fair food products are sold online, in select stores 
and in their café 
Certification: organic certified by Oregon Tilth, Fair Trade certified by IMO and FLO 
Finances: financial statements and annual reports are made public80, in 2014 Equal Exchange 

sold $12.1 million of chocolate and cocoa 
 
Other interesting companies: 

• TCHO: new American chocolate company, producing fair trade and organic products81.  
• Cotton tree chocolate82: manufacture chocolate bars and offer four flavors.  
• Moho Chocolate83: sell chocolate bars etc made from organic mayan beans in Belize, sold in 

two stores in Belize  
 
Products certified for rainforest protection:  
Use the “shop the frog” online tool: http://www.rainforest-alliance.org/shopthefrog  
Enable customers to find brands certified, or online shops and retail locations 
selling certified products.  
 
                                                        
78 http://mayamountaincacao.com/index.php?page=partners  
79 http://equalexchange.coop/faq/equal-exchange  
80 http://equalexchange.coop/about/annual-reports 
81 http://www.tcho.com/faq/  
82 http://www.cottontreechocolate.com/  
83 http://www.mohochocolate.com/  
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Financing Sustainable Cocoa:  
 
CacaoInvest84: “investment in an agro-forest-system consisting of a cacao plantation and a sustainably 
managed mixed forest”. Investing in cacaoinvest represents a lease in a field in Panama (other 
countries available too) of minimum 1,000 m² for a price of 3,250 euros. Half of the area is planted with 
timber for the production of exotic wood. The second half of the field is planted with cacao trees. Annual 
payouts from the cacao harvests start on average over 5 years after the investment (to allow time for 
the trees to grow). Forecast return is of approximately 7,5 % (normal investment development based on 
IRR). 
 

3.0 CONCLUSION 
Cocoa is a commoditized industry, highly concentrated, and in many ways fairly similar to coffee two 
decades ago. With international players, NGO, governments, major companies and individual realizing 
the difficulties currently present in the cocoa supply chain, we are likely to either see a change in 
production or be faced with shortages in a decade.  
 
Sustainable and certified production of cocoa beans and chocolate, could address the economic, social 
and environmental issues associated with the industry, as well as to fears regarding the industry’s 
future. While 70% of the world’s production is located in Ghana and Ivory Coast, we observed that most 
social enterprises, farmers co-op and initiatives are taking place in South America, an area 
representing less than 5% of the cocoa beans produced annually. The main reasons behind the trend 
are: low yield per hectare and decreasing productivity in Africa, complicated government structures and 
intermediaries in Ghana and Ivory Coast and the fact that investors have higher trust in Latin American 
commodity investment after the development of the coffee industry in that region. Latin America does 
possess some strong models including co-op with Norandino and the social enterprise Maya Mountain. 
Both are strong examples of replicable sustainable models, producing high quality equitable and often 
organic cocoa. 
 
Despite the higher risks involved in investing in Africa, fragile and old trees, lower reliability, 
government intervention and the strong hold of big companies in the region, it is important to keep in 
mind that in the long term Ivory Coast and Ghana possess the largest potential for investment. All in all 
“saving” the cocoa industry from disappointing million of consumers in 2020 and making cocoa 
production an attractive trade for new generations will require less government intervention in Africa 
(Ghana currently barely agrees to organic production, a segment that attracts many Western consumer 
and will be more and more important with the rise of concerns regarding the impact of chemicals on 
health); the commitments of major corporations to their 2020 objectives, and private investment in small 
companies successful in increasing communities’ livelihood and producing high quality sustainable 
chocolate. 
 
 
 

 
  
                                                        
84 http://www.forestfinance.de/en/products/cacaoinvest/  
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4.0 APPENDICES 
 
4.1 APPENDIX 1: 2009 COCOA IMPORTS 
 

85 
  

                                                        
85 http://worldcocoafoundation.org/wp-content/uploads/Cocoa-Market-Update-as-of-3.20.2012.pdf  
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4.2 APPENDIX 2: PRICE VOLATILITY ON NY AND LONDON 
COMMODITY EXCHANGE BETWEEN OCT 2014 TO MAR 2015 
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86 file:///Users/estelleternamian/Downloads/EC_Item%2003_World%20Cocoa%20Economy.pdf  
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4.3 APPENDIX 3: COCOA SURPLUS & DEFICIT 
 

87 

  

                                                        
87 file:///Users/estelleternamian/Downloads/EC_Item%2003_World%20Cocoa%20Economy.pdf  
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4.4 APPENDIX 4: COMPARAISON OF COCOA MARKET PRICES  
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4.5 APPENDIX 5: RAINFOREST & USDA SPECIFICITIES 
 

88 

                                                        
88 http://sustainability.tufts.edu/decoding-food-labels/ 
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89 
 
 
 
 

 
 

 

 

 

 

 

 

                                                        
89 http://sustainability.tufts.edu/decoding-food-labels/  
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4.6 APPENDIX 6: CERTIFIED COCOA PRODUCED VERSUS VOLUME 
SOLD 
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4.7 APPENDIX 7: COCOAACTION VISION 
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90 http://worldcocoafoundation.org/wp-content/uploads/CocoaAction-Progress-Report-March-2015-English.pdf  
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4.8 APPENDIX 8: KEY PERFORMANCE INDICATORS 
 

Key 2014 Performance Indicators for the Uncommon Cocoa Group91 

 
 

 

 

 

                                                        
91 http://mayamountaincacao.com/files/UncommonCocoaGroupAnnualImpactReport2014.pdf  


