Social Impact Measurement




Executive Summary
The analysis in this report focuses on how Divine Chocolate, a social enterprise that is owned and operated, primarily with cocoa farmers in Ghana, impacts society. The framework used is based upon SAN: the Social Audit Network with a structure that is simplified based on the SAN framework. The analysis is informed by theories surrounding social enterprises, ethical business practices, sustainable development, stakeholder theory, theories of change and impact measurement.
The analysis indicates that Divine Chocolate has created a business model that integrates the commercial success of the organisation and the social justice element of the organisation in a mutually reinforcing manner. As a result, Divine Chocolate has become a leading example of a socially responsible organisation that has changed supply chains, improved the economic and social well-being of communities where cocoa is produced, and continues to create long-lasting socio-economic value through the ongoing support of cocoa producers.








Divine Chocolate's Mission and Purpose
Divine Chocolate was established to ensure that cocoa farmers receive an equitable share of the wealth generated by the chocolate industry. Producer cooperative Kuapa Kokoo owns the majority of Divine Chocolate's equity, providing producers a direct line of influence over the decision-making processes and strategic direction of Divine Chocolate, consistent with hybrid social enterprises combining commercial activity and the democratic governance structure and social equity of their producers (Defourny & Nyssens, 2021). The mission of Divine Chocolate was created to address the historical inequities that have existed in the global market for chocolate, in which producers are consistently receiving a small percentage of the final retail price.
Divine Chocolate employs a well-defined theory of change that links ethical sourcing, fair prices paid to producers, ownership by producers, and education of consumers to empower cocoa producers long-term. There is a body of literature on theory of change which places a strong emphasis on the need to link daily activities to structural transformation (Dart & Gates, 2024; Raimi et al., 2022). Divine’s dual focus on economic equity and voice for farmers is consistent with this line of reasoning.
Divine embeds ethical considerations into the very identity of the enterprise. Ethical complexity research has shown that social enterprises operating within multiple cultural and economic settings must create strategies to resolve competing expectations and maintain priorities of justice and dignity (Bhatt, 2022). Divine accomplishes this through building ethical commitment into its governance structures.

Business Model and Strategy
Divine Chocolate employs a hybrid business model which combines traditional commercial production of chocolate with farmer ownership and fair trade principles. Research on business models indicates that hybrid enterprises will develop business model structures that allow for commercial viability to be able to co-exist alongside their social purpose (Grassl, 2012). Divine Chocolate buys cocoa only from cooperatives that are owned by farmers, therefore, it has complete visibility through the cocoa supply chain and ensures that the money generated from cocoa sales is distributed equitably.
The organisational structure reflects the social enterprise business model canvas. The value proposition for Divine is the production of high-quality chocolate, while supporting the empowerment of farmers. The organisation works with cooperatives, certification and accreditation bodies, retailers, and NGOs as key stakeholders and has expenses related to sourcing, production, marketing, and investment in community development. This business model has adapted the business model canvas from social enterprises such that their social goal has been incorporated into the value-creation processes of the organisation (Qastharin, 2016).
Central to Divine Chocolate’s ethical decision-making processes is the composition of these decisions (Bull & Ridley-Duff, 2019). Research into social enterprise ethics shows that any operation driven by an ethical motive, especially principles of justice, must incorporate a process of moral reasoning into leadership, procurement, and marketing. Divine also incorporates its commitment to ethical values through its sourcing policies and marketing messages, and by including representatives of farmers at board level within the organisation.
Increasing Revenue, Expanding and Improving Reach
Increasing revenues, expanding audiences and improving impact through increased resource allocation are key to the success of social enterprises. Research on how to scale Social Enterprises shows that by expanding into additional products and markets, a social enterprise can reach a wider audience and improve its resilience (Jha et al., 2021). Divine has diversified its product offering to include dark chocolates and other types of baking products as well as seasonal items; thus, it can compete in the mainstream marketplace and allow for enhanced investments by the farmers from whom Divine sources its product.
Create a Joint Value Proposition for Their Combined Stakeholder Network 
Divine’s stakeholder network consists of farmers, cooperative leaders, suppliers, retailers, consumers, NGOs, certification bodies and employees. The Stakeholder Theory posits that businesses must create a joint value proposition between the interests of multiple stakeholders to create Shared Value (Awa et al., 2024). Divine incorporates farmers into all decision-making processes, thereby ensuring accountability and that strategic decisions made by Divine will be consistent with the needs of the producers.
Resource allocation is defined as being fair and equitable in paying farmers, sharing of profits, providing for the continued growth and development of cooperatives and encouraging gender equality. Studies on measuring the impact of resource allocation have established that the allocation of resources should be linked to the results achieved through a transparent and honest disclosure of impacts (Costa & Andreaus, 2021). Divine regularly discloses to its stakeholders how many premiums have been paid, what types of products, farmers received training, and what types of community development programmes Divine has engaged in.
The commitment of Divine to ethical governance is representative of the concept known as Social Contract Theory; this is wherein social enterprises are redefined based on their responsibility to society; specifically, social enterprises will take precedence over shareholder profitability (Byerly, 2014). Divine allocates a significant portion of its revenue back to the farmer communities through funding for education, health care, agricultural training and women's leadership programme.
Divine Chocolate’s Investment in Women’s Producer Groups
The reduction of power and income within the cocoa supply chain through the representation of all producers indicates how the creation of social value has benefited the farmer’s community. Producers own their farm through Divine Chocolate, allowing them to make decisions on product pricing, development, and marketing. This can be considered a structural adjustment in an industry which has limited influence of producers.
Building leader capability, improving cooperative governance, and providing opportunities for democratic participation through ownership of their producers has created greater financial security for farmers and increased long-term planning and investment for the farmer’s families through the predicted income created from the cooperative to farmer basis (research indicates cooperative business model reinforces both social and financial objectives (Grassl, 2012)).
As well as the above-mentioned wealth produced by the cooperative, the cooperative also supports community development through training programs for women, providing women with economic opportunities through training programs, and by establishing community-based projects to individuals indirectly with capacity-building programs (Mahfuz Ashraf et al., 2019).
Some consumer-value aspects of Divine Chocolate include the opportunities for consumers to make educated purchases regarding ethical trade. By means of their marketing campaigns and through their transparent operational policies, Divine Chocolate works to educate the public regarding fairness in global trade (research on hybrid enterprise models suggest that social enterprises are a major factor in changing societal cultural norms and standards (Tykkylainen & Ritala, 2021)).
Positive impacts on farmers have included improvements in the economic stability of farmers and the ability to develop a larger organisational capacity and leadership role within the global cocoa sector. Improvement in farmers’ income allows households to make investments in education, health care, and agricultural items thereby demonstrating how the research has demonstrated that with financial equity, a foundation for sustainable long-term development can be created (Kamaludin et al., 2024).
The role that farmer ownership creates towards developing stronger cooperatives is that farmer ownership builds the leadership capabilities of farmers, develops the governance systems of the cooperative, and provides an opportunity for farmer participation through a democratic process. Research on stakeholder theory suggests that where farmers or members are more fully involved in cooperative operations, there is a direct correlation with more resilient and influential cooperatives within the cooperative networks of farmers (Awa et al., 2024).
Further positive benefits of establishing gender equality because of women’s empowerment include the development of household well-being and overall community solidarity and cohesion. Research in ethical complexity indicates that empowerment-based models can reduce structural inequity and support sustainable social change (Bhatt, 2022).
The organisation will also help encourage systemic change by establishing fair trade practices within the chocolate industry. By being successful in mainstream markets, the organisation has proven that ethically sourced cocoa can be commercially viable and is one of the main efforts of hybrid social enterprises in seeking long-term systemic change (Tykkylainen & Ritala, 2021).
Conclusion 
Divine Chocolate has demonstrated the transformation of the global supply chain with the use of farmer-ownership, ethical sourcing, and hybrid business models. Through investments in community-based projects and the establishment of a fair-trade cocoa supply chain, Divine Chocolate provides significant social and economic benefits to cocoa farmers and influences broader industry standards of business practices and sustainable practices. Through their success, Divine Chocolate illustrates the role of business in creating a shared value proposition while challenging structural inequity in the global marketplace.
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