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Executive Summary 
Using SAN-based analysis of the social repercussions of Divine Chocolate's business practices, we find that Divine's unique integration of farmer ownership into its management is one of the more valuable aspects of its overall impact. This case study will document how the mission, inputs, outputs, and impacts of Divine Chocolate promote meaningful social change in the areas of empowerment, equitable income distribution, and sustainable farming. The current thinking in ethics, stakeholder involvement, sustainable business practices, and hybrid entrepreneurs supports the findings in this report that Divine creates both social and economic value for farmers, and that Divine Chocolate is also contributing to a systemic change in the way the global cocoa market operates.
Divine Chocolate has been successful in its efforts to create a farmer-owned network in the chocolate industry, which is a revolutionary business model for many farmers in countries all around the world. This business model has been made possible because of Divine's development of a strong social enterprise model, which supports its ability to create significant social value and a solid reputation in the cocoa industry. The way Divine has created this new social enterprise business model will allow it to replicate this model globally, addressing the current social and economic barriers that face cocoa farmers and the cocoa supply chain.




Mission of Divine Chocolate 
The mission of Divine Chocolate is to help empower farmers by giving them control over their financial future and creating an equitable opportunity for all growers to benefit from a strong, high-quality cocoa production chain. Divine’s theory of change suggests that when farmers have ownership, priced fairly, are invested in their communities and are trained in good business practices, they will be empowered in the long term. In academia, discussions regarding the social contract support the notion that organisations create deeper value by creating an environment where producers and consumers share responsibilities. This is reflected in Divine's ownership model, whereby the farmer’s earnings are not only derived from cocoa sales but also from the success of the product after it has been developed.
The literature on sustainability suggests that integrating economic, social and environmental aspects of a mission will increase the likelihood of generating successful long-term development outcomes. Divine's model aligns with this philosophy, as it connects income to social inclusion and environmental sustainability. The emphasis placed on fair trade by Divine is indicative of an emerging trend using a stakeholder-driven perspective, where all groups contribute to, and benefit from, the model (Faucher, 2022). Through the promotion of gender equity and the inclusion of farmers in the decision-making process, Divine supports the development of additional methods of empowerment than just financial.
Divine Chocolate is supported by many different sources of input, such as revenue from product sales, cooperative contributions, supply chain industry partners, fair trade premiums, and ethical sourcing commitments from retail corporations. Human input is comprised of marketing professionals, cooperative leaders, sustainability experts, and community development workers. The organisation’s structure is classified as a hybrid structure due to the collaboration of commercial and social functions, resulting in an organisation that can balance both profit and social purpose (Lee, 2015).
Sustainability enterprises must be aware of the environmental and social risks their operations may create. Research indicates that companies that have an environmentally sustainable focus in their business model can provide greater value and credibility when compared with conventional models (Chuang and Huang, 2018). The environmental initiatives and sourcing standards used by Divine are based on the idea of sustainable farming, decreasing the use of hazardous chemicals and protecting biodiverse ecosystems. Theoretical results from research on the triple bottom line state that distributing revenue and resources to all in the supply chain supports sustainability in a community (Arowoshegbe et al., 2016). A profit-sharing model such as Divine's will allow for the fair distribution of revenue in the supply chain.
Measuring the impact of actions and inputs is the most direct method of linking everything back to mission goals, and interpretations of research show that in order to link sustainability indicators to an organisation's objectives and enhance accountability, organisations need to understand sustainability indicators; Divine has collected and analysed indicators that focus on revenue generated for farmers, community investment, participation in the governance process, and improvements in environmental conditions and is using that information to compare the performance of Divine to its purpose.

Inputs, Outputs and Activities
Divine is performing these activities in support of its mission: sourcing cocoa beans from Kuapa Kokoo, the farmer-operated cooperative, at fair trade prices; providing dividend payments to farmers; donating funds for community projects; offering leadership training and financial literacy training; and promoting gender equality through training and development. To raise awareness, Divine will also develop educational campaigns that promote ethical consumption, support the establishment of partnerships with NGOs, and promote discussion in the media regarding trade justice. The final outputs of these actions are measurements related to Cooperative membership by the number of Dividend recipients, amount purchased for due diligence purposes (i.e., Cocoa), number and types of training delivered, total and community-based investments made, as well as the effectiveness of ethical consumption campaigns. Throughout the studies, a common theme has emerged that a focus on sustainable production will result in organisations that can generate improved Triple Bottom Line (TBL) Outcomes. The delivery of Divine’s Output for Production and Marketing demonstrate its strong commitment to sustainability.
The alignment of Corporate Social Responsibility (CSR) strategies with Environmental and Social Performance supports the overall mission of the organisation. Evidence shows that organisations that address environmental and social concerns will realise better overall performance results than those that do not (Channa, Kwan & Buer, 2021). Divine has demonstrated this through both its reinvestment of profits and its commitment to support sustainable agricultural practices.
Organisational culture will create differing performance outcomes for organisations, but research has suggested that organisational values associated with social responsibility will promote employee commitment and alignment with the organisational mission (Espasandín- Bustelo, et al., 2021).
Divine produces meaningful economic outcomes by creating greater incomes for farmers and maintaining stable prices with Profits returned to the farmers through community development funding. Literature on Sustainable Development supports the notion that the value created throughout the supply chain is essential to the long-term economic viability of a community (Fauzi, et al., 2010). Divine’s approach to establishing economic independence allows its cooperatives to be less susceptible to market volatility.
Farmers who participate in the governance of their cooperatives experience social outcomes from elevated levels of empowerment through the acquisition of leadership skills and through active participation in the decision-making processes of their organisation.
Inclusive Governance
Studies examining social enterprises have shown that inclusive governance creates community cohesion and increases collective responsibility (Byerly, 2014). Divine’s governance structure has been established to achieve these objectives. Furthermore, gender equality initiatives within Kuapa Kokoo support increased female participation and leadership, thereby increasing social equity within farming communities.
Environmental results are realised through the application of sustainable farming practices, supported by Divine’s ethical standards. Research identified that companies that have a strong environmental responsibility achieve improved ecological and business productivity (Delmas et al., 2013). Training programs implemented by Divine enhance soil preservation, biodiversity preservation and the long-term viability of land.
Increased Impact and Systematic Change
Through examples of farmer-ownership success, Divine has changed the way that global trade businesses approach farmer ownership and created enhanced opportunities for marketing goods produced by farmer owners. Because stakeholder theory supports the idea that the more stakeholder groups that are involved in a business, the greater likelihood of legitimising the business and creating systemic change within an industry (Wang, 2024), Divine continues to partner with these groups to create new opportunities for farmer owners through their campaigns and partnerships.
In addition, Divine is an advocate for ethical consumption and has raised awareness about inequalities throughout the supply chain. This has resulted in changes in consumer expectations. Academic research has suggested that companies that are committed to sustainability from within their operational model can change the overall standard of their industry (Sala, 2020). By being transparent with their business practices and promoting the importance of, and need for, improvements in ethical trading standards, Divine encourages other companies to strive for a higher level of ethical trading practices.
According to the literature on sustainable operations, the design and implementation of a supply chain that is sustainable can have a significant effect on an industry’s environmental achievements (Shou et al., 2019). Divine supports sustainable agriculture and advocates for fairer trading practices in the chocolate industry by utilising a farmer-led supply chain model.
Understanding the Importance of Long-Term Systematic Change
The analysis of Divine Chocolate demonstrates that social enterprise can substantially change global industries through the implementation of ethical governance, sustainability, and shared ownership models. The SAN framework creates a clear link from input through activity to output and through outcome, which produces several meaningful economic, social, and environmental benefits for cocoa farmers. Academic theories on sustainability, stakeholder engagement, and hybrids reinforce the conclusion that Divine creates significant social value while serving as a model for the wider ethical trade movement. Finally, Divine has demonstrated that by empowering cocoa farmers and supporting their economic success, systematic change will occur.
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