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Introduction
Divine Chocolate is a mission-led business in the global chocolate market, an industry often seen as having poor labour standards and practices and the unequal distribution of value between farmers and buyers and causing negative impacts on the environment. Unlike traditional chocolate companies that focus on profit, Divine Chocolate has a governance model that enables farmers to have a meaningful stake in the decisions of the company and its distribution of profits. This model of ownership, control, and economic fairness is fundamentally different from existing value chains.
The social enterprise that Divine Chocolate is, fits into a growing number of hybrid social enterprises that blend traditional business practices and profit-making activities with a corresponding social purpose. Several studies (e.g. Jha et al., 2021) have shown that hybrid business models will allow social enterprises to create sustainably viable businesses while delivering large-scale social change. The collaborative relationship between Kuapa Kokoo and Divine Chocolate has enabled Divine Chocolate to become a significant actor in redefining the norms of global supply chains, through SAN-inspired analysis of the organisation's resources, activities, and alliances.
Mission, Strategy, and Current Model
Divine Chocolate's mission is to improve the livelihoods of cocoa producers; empower women; provide fair trade products; and contribute to sustainable production. Divine Chocolate's strategy is to produce and market chocolate of the highest quality and to provide a transparent supply chain so that the cocoa producers receive a larger share of the final value of the product. This mission and strategy driven business model addresses some of the most serious challenges facing cocoa farmers today, such as extremely low prices for their cocoa, and lack of representation in the decision-making process that determines what price they are paid. Divine Chocolate's business model adopts a socially based business model canvas that combines value generation through empowerment of the community, management of the supply chain ethically, and sustainable businesses (Qastharin 2016). As Divine Chocolate is co-owned by the cocoa farmers who belong to the Kuapa Kokoo cooperative, cocoa farmers are entitled to receive dividends from their investment and are given opportunities to have a say in the governance of Divine Chocolate. This ownership model not only emphasises the ethical aspect of the business model but also illustrates how social enterprises are able to redistribute power throughout the supply chain to some extent.
Stakeholder Participation & Use of Resources
Divine Chocolate's stakeholder network includes all cocoa farmer cooperative members, cooperative leaders, employees, retail partners, end consumers, development organisations, and various government bodies regulating their industry. Stakeholder theory helps frame the necessity for businesses to balance the interests of all stakeholders through generating shared value and maintaining business legitimacy (Mu et al., 2024). Divine Chocolate engages all stakeholders effectively by putting an emphasis on transparency, accountability and giving the community a voice in decision-making.
As part of the commitment to conducting business in an ethical manner, Divine Chocolate allocates resources according to their intended use: the financial resources that support Divine Chocolate come from the sale of chocolate (including profits earned from partnerships), while the profits of the enterprise are distributed in a manner that supports the continued success and growth of both their business and the financial well-being of the cocoa farmers. As such, the human resource base of Divine Chocolate comprises various agricultural trainers, cooperative leader, marketing and operational teams located in both the UK and Ghana. By partnering with fair trade agencies, non-governmental organisations (NGOs) and policy advocates, Divine Chocolate builds social capital.
Knowledge resources such as training programs and workshops for co-operatives build the capacity of farmers. Resources that lead to improved agriculturally based production techniques, financial literacy, and leadership are tools that support the resiliency and empowerment of the cocoa-producing community. This approach aligns with research that indicates that when socially based enterprises empower their stakeholders, they have greater potential for long-term sustainability and improved performance (Kamaludin et al., 2024).
Value Delivery Through Social Value Creation
Divine Chocolate creates social value through the creation and implementation of ethically based production methods; through creating farmer or producer empowerment; through creating investment in the community; and through creating environmentally responsible practices. The use of a co-operative based system for producing cocoa promotes the formalisation of farmer autonomy/voice in the decision-making process related to the direction of the business. This empowerment enables farmers to become directly involved in guiding the work of the business, resulting in more efficient governance of cocoa producing communities and ultimately enhancing democratic participation.
Income generated through the sales of chocolate products allows farmers to receive financial compensation through fair trade premiums and dividends that can be reinvested into their community through development projects. Community projects include educational institutions; healthcare facilities; clean potable water; and women's organisations. These projects illustrate the power of social enterprises in addressing structural inequality through the allocation of resources to where they are most needed (Bhatt,2022).
Divine Chocolate also creates value by increasing consumer awareness about the significance of ethical consumption. Through product branding, storytelling, and marketing campaigns, Divine Chocolate provides customers with a deeper understanding of the reality of the cocoa industry and the significance of asking for farmer empowerment. The level of awareness of consumers plays an important role in creating social value, as consumer behaviour influences the market demand for ethically produced goods and encourages businesses within the cocoa industry to adopt more responsible, equitable production practices.
Kuapa Kokoo has enhanced gender empowerment through its support of women led programmes. Such efforts, through both training and leadership, provide women with the necessary resources to develop skills, gain confidence and actively engage in cooperative governance. The evidence supports that programmes that focus on improving the lives of women have a significantly positive impact on rural families and an increased level of participation in the economy (Byerly, 2014).



Changes Experienced by Beneficiaries of Divine Chocolate and Kuapa Kokoo
There are many positive impacts that cocoa farmers experience because of being involved with Divine Chocolate and Kuapa Kokoo. Farmers now have access to a more consistent and stable source of income, enabling them to afford better housing, education, healthcare and diets. Farmers also have greater latitude to negotiate on the prices and marketing of their cocoa and therefore have greater power in the industry when negotiating.
For many farmers, the training they receive in sustainable farming, quality control and financial management has helped them improve their professional skill set. Ultimately, this helps to increase their productivity and strengthen their capacity to withstand adversity, which in turn builds the foundation for the long-term economic stability of cocoa farmers. Cooperative involvement has given cocoa farmers greater personal confidence and leadership ability, allowing them to obtain a greater voice in making community decisions.
The initiatives that empower women provide an opportunity for women to challenge the existing gender norms and advance their entrepreneurial efforts. The results of these programmes are consistent with the findings of larger research studies that demonstrate a strong correlation between socially inclusive enterprise practices (e.g., women's empowerment) and the improvement of quality of life for both individual families and for communities as a whole (Bhatt, 2022).The investment in social infrastructure improves a community's quality of life and provides opportunity for generational change with increased access to clean water, improved education, and community development. This aligns with the sustainability research that identifies the link between the social and economic improvements achieved through rural development (Sala, 2020).
Environmentally, Divine Chocolate can improve upon and prove the value of a farmer's sustainable farming practices and help make them more resilient to environmental change. By implementing sustainable cocoa farming techniques, Divine Chocolates can increase biodiversity; decrease the amount of rainforest that needs to be harvested; and provide improved soil health. Research in environmental sustainability supports the argument that these sustainable practices provide long-term benefits to both ecosystems and the agricultural community (Gimenez et al. 2012).
By empowering farmers through cooperative ownership and governance, Divine Chocolate creates value beyond the financial impact on individual farmers and extends this value into larger community scales. The cooperative model creates the opportunity for producers to own part of a company and influence the company's operations and directions. This governance structure supports and amplifies advocacy around issues relating to improving labour rights and reducing exploitation. The company's governance structure also provides opportunities for the company's influence to reach into policy discussions, industry guidelines, and to lead the way in providing chain transparency.
Conclusion 
The analyses presented here suggest that Divine Chocolate represents a complex and impactful hybrid model of social enterprise. The cooperative model provides producers with a voice in governance and demonstrates that producers can receive equitable financial compensation for their products in a commercial environment that promotes ethical practices. There are three key implications for the practice of social enterprise: first, ownership or governance models can have an impact on the equitable distribution of value within supply chains; second, sustainable practices promote both brand legitimacy and long-term sustainable business practices; and third, strategies that promote consumer engagement in scaling social impact can shift the market behaviour of consumers to choose ethically produced products over time. Divine Chocolate's model illustrates that the right combination of purpose and quality can lead to a success in the traditional mass market.
Through the development of their hybrid cooperative model, Divine Chocolate has created significant, meaningful social, economic, and environmental value by giving cocoa farmers ownership of and profit from their production. The SAN-based analysis of Divine Chocolate demonstrates a high level of alignment between their social mission; financial and human resources; operations; and long-term impact. Divine Chocolate represents an influential force within the movement to improve the global chocolate industry and provide ethical production to the consumers of chocolate. The organisation illustrates the power of social enterprise to reshape global value chains positively.
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