
                                                                                                      1 

Tony’s Chocolonely 
HOW A SOCIAL ENTERPRISE IS CHANGING THE 
CHOCOLATE INDUSTRY 

 

 

 

 

 

 

 

This case was prepared by Mrs Esther Blom, lecturer at the Technical University of Delft, Mr Elco van 
Burg, associate professor at Vrije Universiteit Amsterdam, Mrs Petra Verhagen, lecturer at HAN 
University of Applied Sciences, and Mr Mark Hillen, director at Social Enterprise NL.  

This case was developed to stimulate the field of social entrepreneurship. In that spirit it is freely 
available. This case is suitable solely as the basis for class discussion. 

Copyright © 2013 Stichting Social Enterprise NL. This is a beta version for trail and evaluation. 

This case is made available with the compliments of Tony’s Chocolonely, Anton Jurgens Fonds and 
Social Enterprise NL 



                                                                                                      2 

Tony’s Chocolonely 

HOW  A SOCIAL ENTERPRISE IS CHANGING THE CHOCOLATE 
SECTOR 

 “Thank you all for coming today. Before we start discussing our strategy for the 
business going forward I want to take a brief moment to remind ourselves why we’re 
doing what we’re doing. Keeping this at the forefront of our minds will help us make 
the right decisions.” 

Henk Jan starts playing a video and the tired face of a teenager from Ivory Coast 
appears. 

“I am Kam Sami Felix. I am 16 years old. I worked on a cocoa plantation from 
1999 until 2003. We were with 500 people on the plantation. I did not get paid 
and I was forced to work. I was not allowed to leave the plantation. We got food 
only once a day. The food was not good and we became very skinny. If you did 
not work, you were beaten. Once I had a stomach ache, but I still had to work. 
They hit me again. We were not allowed to contact each other. I also wasn’t 
allowed to talk to family.” [1] 

The image shifts to show the smiling face of an older man: 

My name is Kingsley. I am the chair of the cooperative ABOCFA, in a small 
village in Ghana called Aponoape. There are 350 cocoa farmers in this 
cooperative. Due to the demand of Abroni (white person), my farmers worked 
very hard for years to become the first organic and Fairtrade certified 
cooperative in Ghana. But once our beans were certified, Abroni did not want 
them anymore. My farmers were miserable, left with a lot of organic, Fairtrade 
cocoa beans that did not give them a higher price. This sad feeling affected 
everyone in Aponoape. I was very skeptical when Tony’s team offered us a 
long-term agreement in which they offered to buy our beans for a higher price. 
But Tony’s team kept their promise: we sold our first 30,000 kilo of cocoa beans 
to them! I look forward to Tony’s next visit in August, as they are going to help 
us grow and strengthen the cooperative and the village. My farmers are slowly 
regaining their motivation and trust. I know I am!  

As owner and Chief Chocolate Officer of Tony’s Chocolonely, Henk Jan Beltman has 
heard Felix’s story many times before. So have the other people in the room: founder 
Teun van de Keuken, sales manager Eva Gouwens, supply chain manager Johan 
Hazelberg, the new finance manager Freek Wessels and Chain director Arjen 
Boekhold. Yet it never fails to touch them. Felix’s story was one of the worst, but 
realizing there are 460,000 more people doing forced or unpaid labor on cocoa 
plantations strengthens their resolve to fulfill their vision: making chocolate 100% 
slave free. They know their vision is ambitious: it means changing the mindset and 
behavior of all actors in the chocolate sector, from farmers to local governments and 
from large chocolate companies to chocolate consumers. But Kingsley’s story 
reminds them that their vision is possible – they have proven this in the last few years 
by building a very successful and financially self-sufficient business in the 
Netherlands, using their own, truly responsible, value chain. Revenues had grown by 
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81% from 2011 to 2012, and now, in 2013, Tony’s is the number 3 chocolate bar 
brand in the country’s largest supermarket chain, Albert Heijn.  

HOW IT STARTED 

In 2003, Teun van de Keuken, a Dutch journalist, investigated the chocolate sector 
for the television program ‘Keuringsdienst van Waarde’ (Consumer Intelligence 
Agency) [2]. During a year-long probe into the chocolate sector, Teun made the 
discovery that around 20% of all cocoa farmers in the Ivory Coast engage in slave-
labor practices. These practices involve adults and children [see Exhibit A]. For 

example, children who are victims of 
human trafficking, children working on 
cocoa plantations instead of going to 
school, and children performing harmful 
jobs such as spraying toxic pesticides 
without appropriate protection. Amongst 
the adult slaves there are many ‘debt 
slaves’: people who are forced to work 
to pay off their enormously high debts 
[3]. Tony’s Chocolonely estimates, 
based on figures of Tulane University 
and other sources, that, in 2013, at least 
460,000 adults and children work as 
slaves on the cocoa plantations in 
Western Africa -- amongst them 15,000 
to 30,000 children who have been 
victims of human trafficking [4], [5], [6]. 

During his investigation, Teun came 
across the Harkin-Engel protocol [7], an international agreement that was signed in 
September 2001 by all large companies in the chocolate sector to eliminate the worst 
forms of child labor in the sector within 10 years. Teun found out that, since 2001, the 
large chocolate companies had hardly made any progress. 

As an avid chocolate eater, Teun felt guilty for inadvertently being complicit in 
chocolate slavery. He sent a letter to Oprah, phoned Nestlé for the launch of the 
movie Charlie and the Chocolate Factory (see text box above), and even interviewed 
the wife of Roald Dahl, but all he found were closed doors and denial. Ultimately, he 
labeled himself a ‘chocolate criminal’ and handed himself over to the Dutch police. 
He drew a parallel between buying a stolen bicycle on the streets of Amsterdam and 
buying chocolate in a grocery store: In both instances, the buyer knows that 
somewhere earlier in the supply chain a criminal act has taken place. Charges were 
successfully brought against Teun but, in October 2007, the Amsterdam court 
withdrew his case.  

During this brush with the law, Teun implored Dutch consumers not to buy chocolate 
tainted by slave labor and he pleaded with several major chocolate companies to 
produce slave free chocolate. His attempts resulted in the industry, politics, media 
and consumers becoming familiar with the word and concept ‘slave free’, but were 
not successful enough to make the large chocolate companies change their business 

For the launch of the movie Charlie 
and the Chocolate Factory, Nestlé, the 
official partner of the movie, planned to 
produce special chocolate bars. Teun 
phoned up their brand manager to 
propose his idea for these bars: 
“Wouldn’t it be great to celebrate the 
movie by bringing out special chocolate 
bars that are 100% guaranteed slave 
free?” The brand manager’s response 
spoke volumes: “Okay, how do you 
spell that word, ‘slave free’?”  [26] It 
was the first time she had heard of it. 
This opened Teun’s eyes: Nestlé was 
not even aware of the slavery 
practices!  
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practices. Politicians, activists, fair trade certification organizations – nobody seemed 
to be solving the problem.  

Teun and Maurice Dekkers, owner of the TV production company of the 
‘Keuringsdienst van Waarde’, decided to do it themselves. They launched a new 
chocolate brand that insisted on sourcing slave free cocoa, and called it Tony’s 
Chocolonely – ‘Tony’s’ being the English translation of Teun and ‘lonely’ referring to 
his lonesome battle to convince the whole world. 

The chocolate bar was front page news in the Netherlands and many retailers were 
interested in selling the bars. People were talking about Tony’s Chocolonely and 
detested the idea of chocolate slavery, which they had just learned about. The phone 
kept ringing at the production company and soon Maurice and Teun realized they 
either had to set up a separate business for Tony’s Chocolonely or let it go.   

But Maurice and Teun felt deeply convinced they had to try and solve this poignant 
problem, as nobody else seemed to be addressing it. So, without any knowledge of 
chocolate production, without any experience with running a food business, without 
even a clear commercial business opportunity, they decided to take the plunge 
together.  

They agreed that a foundation was not going to be credible enough to convince the 
larger chocolate companies, nor financially self-sufficient. A successful, fast-growing 
commercial company, on the other hand, would provide the perfect platform for 
raising awareness of slavery among masses of people, and in a short time.  

In 2006, Maurice invested €60,000 and borrowed another €100,000 from the bank, 
and with this (borrowed) seed capital, he established Tony’s Chocolonely – the first 
chocolate company that offered consumers a consciously slave free chocolate 
choice. 

BUILDING THE COMPANY 

Maurice approached Eveline Raymans, an editor who also worked in TV and used to 
own a cake shop, to manage the company on a daily basis. Maurice supported with 
strategy, PR and finance and stayed active as a TV entrepreneur. Teun, after helping 
to set up the company, stayed involved as critical, independent ambassador, but 
continued his work as a journalist.  

The first years were about creating awareness of slavery in the industry, and actively 
campaigning against slavery in the media and in political debates. The first chocolate 
bars rolled out of production in 2005. The company started earning some money, but 
was not profitable. Tony’s employed four more people for marketing, sales, office 
management and finance activities, and by 2009 it had stable revenues of around € 1 
million.  

In 2010, the bars were distributed at a number of grocery shops, who were eager to 
sell the popular chocolate bars everyone was talking about. That year, the company 
made a small profit. But it was hard work setting up a chocolate company while 
simultaneously changing a mature industry. 
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In December 2010, Maurice and Eveline realized that, if they really wanted Tony’s to 
succeed in changing the sector, it was time to ask a marketing professional to come 
on board; someone who could grow the brand and the company, whilst prioritizing 
Tony’s social objective.    

Henk Jan had a commercial background and eight years’ experience in the food 
industry, at innocent drinks and Heineken. Starting up new initiatives was what he got 
the most excited about. But he felt that his impact as an ‘intrapreneur’ within 
Heineken was still limited. As country manager for Benelux at innocent drinks, he 
loved belonging to a company that combined a clear vision of doing good with 
running a successful business: “You need a stronger motivation to start a business 
than just making money. When you look back on your life, in a rocking chair, you 
want to have made the right choices. If you already know what will make you proud 
then, you will make different decisions today. If you see a problem, it’s your 
responsibility to do something about it.”  

In September 2011, Henk Jan invested around €330,000 in Tony’s Chocolonely to 
become the main shareholder (51% of shares) and Chief Chocolate Officer. Maurice 
remained shareholder with 34% and Eveline also became a shareholder with 15%, 
but they both took a step back from the operations to give room for a fresh restart. 
The other four employees stayed on board.  

A roadmap for sector change 

Henk Jan embraced the vision of ‘100% slave free chocolate’ and further defined 
what that would look like: All actors in the chocolate sector take their responsibility to 
eliminate slavery practices and ensure a good livelihood for cocoa farmers. This 
means that: 

■ Farmers do not engage in slavery practices and have strong cooperatives and 
communities.    

■ Local governments enforce laws and regulations and help improve local 
infrastructure, healthcare and education. 

■ Chocolate companies source their beans via a responsible, traceable and 
transparent value chain.  

■ Consumers make a conscious choice and actively demand slave free chocolate.  

To achieve this vision, Henk Jan believed it was essential to build a successful 
company that would serve as a role model, rather than to criticize what others do 
wrong. He defined three principles that would guide the team to build a successful 
business that could serve as a role model [8]: 

■ Crazy about chocolate – Tony’s commits to making the most delicious chocolate 
without any bitter aftertaste. 

■ Serious about people – To Tony’s, what matters most is people: Tony’s team, 
farmers, consumers, customers and suppliers.  

■ Raise the bar – Tony’s commits to continuously improving its business to stay at 
the forefront of responsible chocolate making. 
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Next, the team developed a ‘roadmap’ 
for achieving the vision of changing the 
sector. The first step in the roadmap was 
to get large chocolate companies, 
consumers and governments to 
understand and agree that change was 
necessary. The second step was to 
prove to large chocolate companies that 
it was possible to build a truly 

responsible chocolate value chain (the so-called “Bean-to-Bar project”), and sell 
chocolate profitably at the same time. For companies, the main goal is often to create 
shareholders’ value. Therefore, to get the chocolate companies to even consider 
changing their value chain. Henk Jan had to prove that Tony’s way of doing business 
was also profitable. The third and final step was to ensure that large chocolate 
companies would follow Tony’s example. The biggest challenge, for Henk Jan, was 
to inspire them while pointing out their wrongdoings.  

An attractive brand  

For Henk Jan, a talented marketing professional, it was clear that “Tony’s 
Chocolonely” needed to be an attractive brand to be successful: “The power of 
Tony’s brand is that our chocolate has a purpose. Tony’s tells a meaningful story. We 
want consumers to feel part of this purpose and to enjoy chocolate without any bitter 
aftertaste”.  

Henk Jan made sure Tony’s chocolate products were more innovative and always a 
bit different, to make consumers think about how their chocolate is made. In 2012, for 
example, the bars were divided into 
unequal pieces that represented the 
map of western Africa and referred to 
the inequality of the value chain. [see 
Exhibit B]. This was a difficult 
decision, and Henk Jan worried about 
a number of negative consumers 
responses he had received, about the 
chocolate being more difficult to break 
now. The colorfully packaged bars 
were marketed to socially conscious 
chocolate consumers, for whom ‘slave 
free’ was an important message.  

Henk Jan used a limited set of media 
for promotion to be cost-effective: 
sampling, online media and 
grassroots events. All promotion 
materials told the story in a friendly 
and engaging way.  

Equally important was the fact that the chocolate was simply delicious. Consumers 
would be willing to pay a higher price only if they loved the taste of the product. 

Consumer responses from Facebook 
and Twitter 
 

Enjoying the Chocolonely milk drink while 
visiting Amsterdam – WOW! I’m somewhat 
of a chocomilk freak and this is by far the 
best ever. Mmmmm. 

 

Brilliantly designed chocolate bar by 
Tony’s Chocolonely shows inequality in 
trade. Tastes great too!  

 

Just coming back  from a party / 
presentation of Tony’s Chocolonely. Very 
inspiring, this company needs to grow to 
make a difference and influence other 
corporations 

“ 

” 

“ 

“ 

” 

” 
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Tony’s could then redistribute this money to the farmers and invest in improving their 
livelihoods.  

In 2011-12, Henk Jan increased the number of supermarkets and specialty food 
shops in the grocery channel by a factor five. He purposefully located the bars on the 
mainstream shelves instead of with the other responsibly fairly traded products, to 
make sure all chocolate consumers would notice Tony’s and have the choice to buy 
more responsibly. He also introduced the out-of-home channel (i.e. petrol stations 
and wholesale retailers) and the business-to-business channel (i.e. the chocolate bar 
being a prize on the national lottery). [Exhibit C] 

The Bean-to-Bar project 

Tony’s had been using Fairtrade / Max Havelaar cocoa in their chocolate bars but, 
unfortunately, it was not possible to claim that this cocoa was 100% slave free. This 
strongly conflicted with Tony’s vision and was a frustration for Henk Jan.  

To prove to the large players in the industry and the consumers that it was possible 
to have a truly responsible chocolate chain, Tony’s started the Bean-to-Bar project.  

In February 2012, Henk Jan found in Arjen Boekhold the perfect person to lead the 
project, since he had worked on sustainability for cocoa, coffee and tea at 
Solidaridad and the Green Development Foundation. Coming from the NGO sector, 
Arjen was excited to work in a more fast-moving and results-driven environment. He 
knew from his past experience how much impact businesses can have on the lives of 
farmers, and he was looking forward to making that happen for cocoa farmers. 

Arjen kicked off the Bean-to-Bar project by getting a better understanding of why 
cocoa farmers engage in slavery practices in the first place. He found out that:   

■ Low income increases the need for cheap labor. Farmers earn a daily 
income far below the poverty line of € 1 per day per family member [8]. Low 
income is a result of low prices and low productivity (yield) of the land – often 
only 30% [8]. Low productivity is caused by farmers lacking good farming 
knowledge and methods, and farmer cooperatives being poorly organized. 

■ It is difficult for farmers to break out 
of the low-income cycle. This is 
because poor local infrastructure, 
schools, healthcare facilities, training 
programs and limited financial 
possibilities for the farmer to invest long-
term prevent farmers from developing 
and strengthening their cooperatives 
and communities. 

■ Farmers perceive slavery practices 
as somehow allowed and accepted. 
This is because there is very little local 
attention and awareness about slavery, 
women and children’s rights, and 
inadequate enforcement of laws and 
regulations on forced labor.  

 About 60% of total world 
cocoa production, 4 million 
ton, comes from Ghana and 
Ivory Coast, 15% from other 
parts of West Africa, 10-15% 
from Latin America and 10-
15% from Asia [31] [10]. 

 The global retail chocolate 
market value was around 100-
110 USD bln in 2012. See 
Exhibit Q [24]. 

 The market knows large price 
volatilities and uncertainty 
about future supply.  
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Next, Arjen dived into understanding how the chocolate value chain exactly works 
[see Exhibits D,E and F].  

The chocolate value chain starts with 5.5 million individual farmers who grow cocoa 
beans on small plantations of less than 5 hectares [5]. Only 20% of the farmers are 
organized in cooperatives, in which they work together to strengthen their financial 
position, team up with respect to certification and sales to local buyers, and share 
farming methods and knowledge. Farmers harvest, ferment and dry the beans and 
sell them mostly to local traders, who bulk package the beans and transport these to 
processors. From this point onwards, it is often not traceable where beans come 
from, because cocoa works mostly as a commodity market: Companies further up 
the value chain have limited contact or agreements with farmers.   

Processors roast, grind and press the dried beans into cocoa butter and cocoa 
powder in large factories. Processors sell the semi-finished products on to 
manufacturers. 

Manufacturers combine the semi-finished products with other ingredients (such as 
sugar) and mold this into more finished chocolate products, such as chocolate bars 
and drinks, which they sell to consumer goods companies. 

Processing and manufacturing activities have integrated over the years, making it 
hard to clearly separate processors from manufacturers. Large players are Cargill, 
Barry Callebaut, ADM, Kellog and Olam. 

Consumer goods companies, such as Mars, Nestlé, Kraft and Ferrero, sometimes do 
final manufacturing activities themselves. They package and market the final goods 
for the end consumer and sell to retailers. Retailers then offer the products to the 
end-consumer.  

In addition, traders and brokers buy and re-sell dried beans and semi-finished 
products to make a financial profit. 

Arjen wondered why the chocolate companies hadn’t taken full responsibility to 
eliminate slavery practices, as promised in the Harkin-Engel protocol. Only 0.001% of 
their total profit over the past 12 years was invested in improving the livelihood of 
farmers [9]. Arjen reasoned: “The few players in the industry are large, and ongoing 
consolidation of processors, manufacturers and traders only increases their 
dominance. In West Africa, five companies purchase almost half of all cocoa [10]. So 
they actually have the potential to make a real difference for the farmers. If only they 
invested 0.7% of their profit, the problem would be solved according to Anti-Slavery 
International [11]. What is holding them back? What is the perspective from the side 
of the big players?”  

He found out, since 2009, that there had actually been some movement [see Exhibit 
G]. For example, Nestlé started ‘The Cocoa Plan’ [12], Mars introduced the 
“Sustainable Cocoa Initiative” [13] and Barry Callebaut the “Cocoa Horizons” initiative 
[14]. All these corporate social responsibility initiatives aimed at increasing yields by 
improving agricultural practices and improving the livelihood of farmers in some way.  

The primary motive behind these initiatives seemed to be securing future supply, 
while improving the livelihood of farmers seemed to be a consequence. Mars: “We 
believe that securing cocoa’s future against rising demand begins with enabling 
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farmers to increase their yields and, by extension, their incomes” [13]. Nestlé: “The 
overall wellbeing of the cocoa farmers who supply us, and the rural communities they 
live in, is intrinsic to our ability to continue to do business in the future, make better 
quality chocolate and satisfy consumer preference.” [12]  

Arjen was pleased to see that some action was being taken, albeit for rather 
commercial reasons. But he still wondered why these companies were not doing 
more and faster. It seemed the companies ran into some challenges:        

■ Commercial objective – Companies work to maximize shareholder value, by 
satisfying consumer demand as profitably as possible. However, there is not yet 
a strong consumer demand for responsibly sourced chocolate. Only 10% of all 
cocoa is fair trade certified [8]. And investing in local training, infrastructure and 
awareness, paying higher prices and building a traceable and transparent value 
chain, is more costly than the current way of doing business, which would 
decrease shareholder value.  

■ Complexity – Mars: “We share the widely held view that child labor is grounded 
in complex economic, political, and social issues and that our approach must be 
similarly comprehensive.” [13]  Cooperative efforts with governments, 
nongovernmental organizations and industry to solve a multifaceted problem 
are complex and may take a long time.    

■ Reliability – Nestlé: “Some cooperatives are not achieving the contracted 
volume of cocoa, some are poorly managed and some are not repaying loans 
as agreed.” [12] Buying cocoa off the commodity market is more secure and 
gives companies the flexibility to change supplier or region at any time. 

■ Capabilities – Companies do not have the organization model or the 
capabilities to handle training and rollout of local programs across many 
different geographies and cooperatives.  

■ Responsibility – Many people working in chocolate companies, who make the 
day-to-day decisions, are still not aware of the extent of the slavery problems, 
how their company contributes towards that and what they personally can do 
about such a complex problem. Some companies still point a finger at local 
governments as being responsible for solving the problem, or indicate that they 
are too small to have an impact. Unilever: “Sustainable sourcing remains an 
ambitious target, especially where our market influence is lower because of 
smaller volumes” [15]. Besides, taking on responsibility is scary: a transparent 
and traceable value chain exposes any missteps on a company’s plantation, 
which can have negative publicity consequences. Another problem with taking 
responsibility is that companies trust the certification system for fairly traded 
cocoa beans will solve the problem of inequality in the value chain. The Dutch 
company Verkade, for example, says: “Since 2008, all Verkade chocolate 
products are made with love from Fairtrade ingredients. This means we always 
pay a fair price for ingredients from developing countries, such as cocoa and 
sugar. This way, we improve the livelihood of 50,000 farmer families. Thanks to 
the fair price their children can go to school and we support healthy and 
environmentally friendly business practices.” [16] 

Tony’s viewed the certification system as a good first step in solving the problem, but 
wondered why it hadn’t contributed to eliminating or even reducing slavery practices 
over the past 25 years in the cocoa industry.  
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Various certification organizations, such as Fairtrade / Max Havelaar, UTZ Certified 
and Rainforest, aim to solve the inequality in the value chain by certifying farmers 
and consumer goods companies [see Exhibit H]. A certificate indicates that certain 
standards are met (such as prohibition of forced labor and responsible use of toxic 
pesticides). To get a certificate, both the (cooperatives of) farmers and the consumer 
goods companies pay an annual fee to the certification organization. In return, the 
farmer receives a price premium (e.g., ~€0.15 per kilo cocoa beans for Fairtrade, on 
top of a market price of ~€1.20 in 
Western Africa) and the brander can 
carry the certification logo on their 
packaging.   

Arjen and the team started a discussion 
with Fairtrade and joined the public 
debate, in which they criticized the 
system for the limited impact on the 
livelihood of farmers and for rarely 
reporting any slavery practices. A study 
conducted in 2012 by the Fairtrade 
organization itself [17] confirmed Arjen’s 
concern – the productivity of certified 
farmers was not higher than non-
certified farmers and many of the 
Fairtrade farmers didn’t even know that they were certified. On the other hand, the 
report showed that the Fairtrade system had proven to have significant impact on the 
livelihood of certified farmers in other sectors. Arjen and the team also discussed with 
Fairtrade the high internal cost structure of the organization and the various 
certification organizations acting as competitors rather than working together 
efficiently.  

Understanding the real problems in the sector and the limitations of certifications, 
Arjen and the team decided Tony’s new value chain in the Bean-to-Bar project 
needed to be  

■ Responsible – not only a good price, but also local investment and support  

■ Traceable and segregated – knowing exactly where the beans come from and 
no mixing of Tony’s beans with other beans anywhere in the value chain 

■ Transparent – all players in the value chain give insight into cash flows, 
missteps in the chain are made transparent, and personal relationships help 
increase trust and transparency. 

Tony’s team visited Ghana and Ivory Coast in 2012 and met with Fairtrade certified 
cooperatives Ecookim and ABOCFA, who represented 529 farmers altogether [see 
Exhibit I]. Tony’s signed five-year agreements with these two cooperatives, based on 
social drivers rather than quality of the beans. The team admired how Ecookim 
refused to cooperate in unfair, long-term contracts and they wanted to help 
ABOCFA’s demotivated farmers. They had worked for years to become organically 
and Fairtrade certified for Green & Black’s, only to find that Kraft, who had taken over 
the company by then, wasn’t interested in this.  

Arjen realized that gaining the trust of these farmers was a hard task. The team had 
taken Tony’s brightly colored chocolate bars along and for many farmers this was the 

 Often, the team could be found in the 
little office kitchen trying out new 
recipes and ideas. One of these ideas 
was a merengue-cherry chocolate bar, 
which seemed very promising, but the 
operations manager couldn’t 
immediately find a responsible version 
of all ingredients needed for the bar. 
The team decided to not take the bar 
into production yet and instead increase 
their search efforts. This caused a 5 
month delay, but the team was happy to 
have prioritized Tony’s’ social objective 
above its commercial objective   
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first time they actually tasted, felt and smelled the end product of the cocoa beans 
they were growing on a daily basis. In long conversations and with the help of 
translators, Arjen promised the managers of the cooperatives the following: 

■ A five-year agreement, which would give them longer-term income security and 
make investments and planning possible.  

■ A price of 25% (or ~€0.30) on top of the market price in Ghana. In Ivory Coast, 
Tony’s promised to work towards the same price. In 2012, farmers received a 
fixed market price of € 1.29 per kilo cocoa beans in Ghana and € 1.10 in Ivory 
Coast [8]. The ~€ 0.30 included the € 0.15 Fairtrade premium.  

Arjen also shared his doubts about the 25% being enough and told them that Tony’s 
would investigate what price is actually needed to ensure a good livelihood for the 
farmers. Arjen emphasized that Tony’s wanted to go further than the financial 
support: Tony’s wanted to help them build capabilities to increase production, 
strengthen their cooperatives, communities and infrastructure, and create awareness 
about child slavery and the position of women. The Chocolonely Foundation, which 
receives 10% of the annual net profit of Tony’s Chocolonely, would fund these 
initiatives [8].  

For the next step in the value chain, Tony’s made an agreement with local buyer 
Hubert Hoondert’s trading company Cocoasource, who became responsible for the 
purchase of the cocoa beans from ABOCFA and Ecookim and the transport and 
sales to processor Barry Callebaut. During a presentation to the management team, 
Arjen explains: “Hubert is the perfect person for our value chain. He is reliable, 
professional and, most importantly, passionate about ending slavery and making 
chocolate. Also, Hubert will check in on the cooperatives at least three times a year 
to inspect their labor practices and give us full transparency on the payments he 
makes to the cooperatives.”  

The most challenging part of the 
Bean-to-Bar project was 
traceability and segregation. In 
Ghana, all beans are bulk 
packaged at the harbor, but 
Arjen needed a separate 
container exclusively for 
ABOCFA’s beans. He found a 
loophole in the regulations to get 
the permit, but had to go down 
to the harbor personally to make 
sure the authorities allowed 
Tony’s separate container to 
leave, because the system was 
not set up for segregation.  

The next step was for Arjen to convince their processor Barry Callebaut to use a 
segregated approach. Processors use a mass-balance principle for most certified 
beans [see Exhibit J]. This means that certified and non-certified cocoa beans are 
bulked together before processing. If 10% of all beans going into the manufacturing 
process are certified, then 10% of all chocolate coming out may be certified, but the 
actual chocolate of the 10% also contains non-certified beans.  

Other responsible chocolate makers   

 Divine, UK: Farmers’ cooperatives are 
shareholders of this company [27] 

 Café direct,UK: Only work directly with 
proud and passionate expert smallholders 
to create the best products [28] 

 Equal Exchange, US: Also produces other 
fair traded foods, such as coffee, tea and 
bananas [29] 

 Other examples are TCHO, Green & 
Black, Grenada Chocolate Company, 
Taza Chocolate, Dagoba Chocolate, Theo 
Chocolate, Chocolatemakers  



                                                                                                      12 

Arjen talked to many people at Barry Callebaut, from the contact person of the 
factory in Belgium to the teams in West Africa. He convinced them that Tony’s was 
serious about this and managed to inspire them with Tony’s plans. For Barry 
Callebaut, segregation would be more expensive and require a different way of 
working. But the personal relationships and motivation of the people within Barry’s 
made the agreement happen. Barry would use a separate processing line for Tony’s 
beans, which would be cleaned before use to ensure no traces of other beans were 
mixed with Tony’s. They also agreed to Tony’s other terms of making a new and 
unique chocolate recipe and being fully transparent about payments made to Hubert. 

Arjen finalized the new value chain by agreeing on similar terms for segregation and 
transparency with Althaea, a small Belgian chocolate manufacturer who molded and 
packaged the finished products.  

 

Tony’s team was proud of having achieved this major step towards a 100% slave 
free chocolate chain. Still, they couldn’t claim to make 100% slave free chocolate, 
because other ingredients used in the bar, such as additional cocoa butter and cane 
sugar, still came from the mass-balance Fairtrade value chain. Also, Tony’s was still 
hesitant to guarantee no slavery practices took place at the 529 farmers from 
ABOCFA and Ecookim. The team realized that 100% slave free chocolate is an 
ongoing and challenging process, but they were determined to work together with the 
farmers in their new value chain to make sure that, in a couple of years, Tony’s would 
be able to guarantee 100% slave free chocolate.  

Building a strong team  

When Henk Jan took over Tony’s, he felt strongly about the importance of having a 
strong team with the best people. “Serious about people starts with our own team. 
Our vision of a 100% slave free chocolate sector can only be fulfilled if we have the 
best people who are 100% convinced that Tony’s can change this sector 
systematically and who are committed to making the best chocolate.”  

The organizational structure is simple and efficient, evolving around their three core 
activities: marketing, sales and operations [see Exhibit K]. Since the end of 2011, 
Tony’s team has extended to 18 people. Henk Jan carefully selected them for their 
strong intrinsic capabilities and entrepreneurial drive. Henk Jan says, “They are 
people who get things done, who find creative solutions, who are undaunted when 
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things are not easy or straight forward, and who constantly look for and pursue new 
opportunities to achieve Tony’s vision.” These characteristics are important because, 
at Tony’s, everyone has to be ready for immediate responsibility. The members in the 
management team have a lot of decision power – also for highly strategic decisions – 
and each person is responsible for giving input during Tony’s Monday morning 
meeting about the status of the organization and the strategic way forward.  

The most important quality for considering whether someone is a good fit for Tony’s 
team is their intrinsic social motivation. Henk Jan believes: ‘Experience in the 
chocolate sector is nice to have, but certainly not a necessity to work for Tony’s. 
These skills you can learn, but an intrinsic social motivation has to come from within.’  

Henk Jan makes sure to recruit only the best 
people. This makes the selection process 
tough. ‘I need people on my team who fit 
here perfectly. That is why I do not simply say 
“yes” to the many volunteers who offer their 
help, even if this is an attractive proposition.’ 
These high people standards go beyond the 
selection process: ‘If someone in the team is 
not performing, I let that person go.’  

Recently, Henk Jan hired a new CFO, Freek 
Wessels, who had worked at Heineken 
before. Freek was looking for a finance 
position with a lot of responsibility in a smaller 
organization and he was happy to swap 
some of the financial rewards for a more 
meaningful purpose. Freek likes the open 
and warm atmosphere and has gotten to 
know his colleagues during the regular Friday 
after-work drinks and fun office events. He is still positively surprised with Tony’s 
professional people approach: ‘There are all sorts of secondary employment benefits 
such as a baby bonus, the possibility to get a small loan for personal use and 
financial support for sports gear.’ Freek is also impressed with the emphasis on 
people development: everyone has a personal development plan, there are regular 
feedback sessions, they’ve had some great externally facilitated coaching sessions 
with the management team, and he thoroughly enjoyed his 2-day Chocacademy 
training for new employees, where he learned everything about chocolate making 
and the problems in the chocolate sector.  

PREPARING FOR THE FUTURE  

Measuring social impact 

Besides Tony’s conventional bottom-line, which measures their financial 
performance, Tony’s has a social impact on the farmers, consumers and the industry. 
Arjen wanted to measure the social impact of this so-called double bottom-line. Clear 
insights would help to continually strengthen Tony’s own business model, and help 
convince others in the chocolate sector to follow Tony’s business model.  

Tony’s team  
 

“It feels like I am working for a higher 
cause together with people who are 
as passionate as I am in reaching 
Tony’s vision!”  

 

 “I want to make a difference in the 
chocolate sector! Working for a small 
team like Tony’s and having a lot of 
responsibility, makes this possible for 
me. This really motivates me in 
looking for new and better ways to 
improve this sector” 

 

“I feel that we are a winning team with 
a clear vision. It’s work hard, play 
hard”  
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Arjen believed they needed figures on the impact on the livelihood of the farmers and 
the strength of the cooperatives, but he also thought: ‘If our vision is to change the 
sector, shouldn’t we somehow start measuring our impact on the entire sector?  Can 
we ever say something meaningful about our achievements on creating consumer 
awareness in the Netherlands or our contribution to improve the certification system, 
or is that wishful thinking?’ 

Arjen approached Avance, a consulting company experienced in social impact 
measurement, to help Tony’s with these difficult questions [18]. Arjen was familiar 
with Avance and knew they offered good value for money, and were both 
experienced in measurement for businesses and NGOs. After setting up the 
measurement system, named Tony’s code, Avance would become the independent 
party that would test, verify and help improve the system.  

Together, they formulated principles for building a social impact measurement 
system. One of the principles was that Tony’s wanted to share their learnings on 
impact measurement with the outside world; another one was that Tony’s wanted to 
improve and adjust business practices based on the outcomes of this measurement.  

Next, they identified which indicators they wanted to measure. One of the indicators 
was the number of slavery incidents in Tony’s value chain, which was 0 for 2012, 
according to the inspection organization FLO-CERT. Another one was the price 
premium Tony’s pays the farmer on top of the industry average, which was set at 
25% for 2013. Finally, they set up a plan for how to collect all of this data in a reliable 
way [see Exhibit L]. 

Ensuring other chocolate companies will follow suit 

Henk Jan switches off the video and looks around the room. He is happy to finally 
have the whole afternoon with Teun, Arjen and Freek to talk about the strategy of the 
business in the coming years.  

‘We are still a small social enterprise, 
with 3-4% market share in the 
Netherlands, but we are successful. 
We’re already bigger than Ritter and 
Verkade in value in Albert Heijn. We 
have a very ambitious vision to 
change an entire sector, and we all 
know we are making a difference. As 
Anita Roddick said, “If you think you 
are too small to have an impact, try 
going to bed with a mosquito in the 
room”. So, let’s think about the big 
question: What should we be doing 
next to make sure that other 
chocolate companies follow our 
example and change their value 
chain?’ 

Teun van de Keuken replies first: “I really don’t think we have truly convinced other 
chocolate companies to change. They still hide behind certification and make fake 

In 2012, Tony’s received a standard letter 
from Albert Heijn to its suppliers in which 
the retailer demanded a 2% discount on 
Tony’s chocolate bars. This made Tony 
think once again how unfair the industry is 
in which they operate. Tony’s sent a few 
unequally divided chocolate bars back to 
Albert Heijn with a hand-written note 
saying: ‘For you, this is a small amount 
(2% = €0.03); for our farmer in Ghana, 
this means a 25% income reduction. No 
matter the outcome of our conversation, 
we will not take anything from our farmer. 
Enjoy your bars, but … share equally!’ 
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promises about having all chocolate sustainably sourced in 2020. They simply don’t 
think it’s their responsibility. We need to work on conviction first.”  

Johan Hazelberg, the supply chain manager, adds: ‘And even if these companies are 
convinced they should change, I am not sure if our value chain is scalable and 
profitable enough to serve as a credible role model. Nestlé and Mars operate on such 
a large scale.’ 

Arjen: ‘I think we should get to speak to these people and show them how we do it. 
Some of them do not have the capabilities and exact know-how to set up a 
segregated and responsible chain like this, which is very different from the 
commodity market they are used to. We learned so much in the past year; let me 
explain to them exactly how it’s done.’   

Eva Gouwens summarizes: ‘Now, even if we would assume companies want to 
change and they know how to do it; are all the regulations and systems in place for 
them to make the change happen at the moment? The certification system is still 
dysfunctional, local infrastructure is poor, and segregation is difficult because of 
regulation. We really need to work together more actively with other activists, media, 
politics and NGOs to improve these things as well.’ 

‘Well,’ Arjen says, ‘whatever we do, I think our focus must be on growing our own 
business. More consumers means more awareness means more pressure on the big 
players. Only that will create the conviction Teun is talking about. Also, think about 
how many more farmers there are out there whom we could help if we grew the 
business.’  

‘This might be a bit of an outsider perspective,’ ventures Freek, ‘but have we ever 
considered strategic partnering with other commercial players? We could then 
quickly increase our market share and have a larger impact.’ 

Henk Jan couldn’t help but be pleased once again with having such quality people 
around him. This was going to be an interesting and insightful discussion. 
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APPENDIX 

Exhibit A – Definitions ‘worst forms of child labor’ and ‘forced labor’ [19] [20] 
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Exhibit B – Tony’s equally divided and unequally divided bar [21] 

 

 

 

Exhibit C – Overview retail partners [21] 
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Exhibit D – Value chain in terms of production process [22] 
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Exhibit E – Value chain in terms of cocoa players 

 

 

 
 
 
Exhibit F – Product categories of cocoa bean 
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Exhibit G – Sustainable cocoa commitments of different actors [23] 
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Exhibit H – Overview of certification companies [8] 
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Exhibit I – Description of cocoa farmers’ cooperatives ABOCFA and ECOOKIM [8] 
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Exhibit J – Difference mass balance versus segregated value chain [8] 
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Exhibit K - Tony’s Chocolonely’s organizational chart [21] 
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Exhibit L – Tony’s code and data collection process [8] [21] 
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Exhibit M – Balance sheets 31 December 2009-2012 [21] 

 

 

Exhibit N – Income statements 2009-2012 [21] 
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Exhibit O – Development of net revenue 2009-2012 [8] 

 

 

 

 

 

 

Exhibit P - Fairtrade price premiums and licence fee [8] 
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Exhibit Q – Global chocolate retail market value [24] 

 

 

Exhibit R - Comparison Tony’s with largest other consumer goods companies, 2012 
figures [25] 
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Exhibit S - Assortment of Tony’s chocolate products [8] 
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