
Community Driven Business Model

Highest quality, 
sustainable 
processed 

cacao beans for
export

Experiential 
Tourism with 

purpose
The regenerative 
cacao learning + 
work experience

Founders and 
chocolatiers of

Local 
Businesses

Association(s) 
inventory 

coordinator

Traders who
sell to big 
chocolate 

businesses

Sustainable 
processed 

cacao beans

Foreign tourists 
willing to explore 

Colombia with 
immersive 

experiences at 
reasonable prices

By 2036, achieve national 
recognition as the most 

sustainable cacao production 
system in Colombia by ensuring

90% of participating farms 
implement regenerative 

agroforestry, reduce chemical 
inputs, and increase biodiversity

indicators

Non- deforestation 
crops

Sustainable and/or 
regenerated hectares 
per year and Hectares 

reforested per year 
(agroforestry systems)

Knowledge 
transfer

Number of 
people trained

per year

Carbon 
Capture

Net Carbon  
Sequestration 

(tCO₂e/ha/year)

Knowledge 
transfer

Number of 
tourists received 

per year

Regenerative and 
sustainable 
production 
expansion

Sustainable and/or 
regenerated 

hectares per year
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Labour 
formalization

Number of 
employees under 

indefinite- term 
contract with 

benefits

Equity in gender capacity
number of working 

women vs number of 
working men per 

year involved in cacao- 
related economic activities

Strategic use of the cacao 
community skills and 

capabilities including new 
generation

Satisfaction Index of 
Community Members

Based on surveys measuring how 
members perceive the value and 

recognition of their skills. 

Fair Trade - Paid at a 
higher percentage 

than big box 
chocolate companies

% of Farmers 
Receiving a Fair Price 
Above Market Rate

Variable price 
depending on 
Global Market 

demand
Earnings ($) Year 

over Year

Fair Trade - Paid at a 
higher percentage 

than big box 
chocolate companies

% of Farmers 
Receiving a Fair Price 
Above Market Rate

Sustainable 
processed 

cacao beans

Increase in the 
touristic labour 

force
Number of 

tourists received 
per year

By 2036, achieve 80% circular use of 
cacao waste by developing  high- value 

byproducts (e.g., cacao husk- based 
fertilizer, mucilage- based beverages, 
and cacao- shell biofuel), establishing 

local processing facilities, and securing 
market partnerships to generate at least

5% in annual revenue from waste- 
derived products.

Biodegradable
+ resistant 

(non- plastic) 
farm work 

tools

Turn organic 
waste into 

organic 
fertilizer

Fixed contribution
paid by the 

tourists for the 
community 

savings fund
Earnings ($) Year 

over Year

Profit of sub- 
products 

(souvenirs, 
moucilage, 
fertilizer...)

Earnings ($) Year 
over Year 

Fedecacao

Ministry of 
Commerce,
Industry & 
Tourism

Local and 
departamental 

Government

International 
embassies

Tour 
operators

Insurance
Providers

Ministry of 
agriculture

Ministry of 
Environment

Big chocolate 
businesses 
(Casa Luker 

and Nacional 
de Chocolates)

SENA
(National 
Learning 
Service)

INVIAS 
(National 

Roads 
Institute)

Financial 
institutions

Big chocolate 
businesses/Finagro/Mini

stry of Environment + 
Agriculture to SHCC: 

Being change agents of 
sustainable practices who 

incentivize cacao beans 
providers

SHCC to Local
Business: 
Demand- 

Order 
fufillment

SHCC to 
traders: 

Active cacao 
production 
flow to sell

SHCC to 
Association: 
Quality beans 

in volume

Colombia's brand 
agency, Ministry of 

Commerce and Tourism 
and the International 

Embassies to SHCC: 
Presence of the cacao 

community on events and 
social media 

Ministries of 
agriculture and 

tourism to 
SHCC: Presence 

in directories and
funding

Association
to SHCC:  

SHCC to Tourists:  
Sustainable and 

regenerative 
practices, ancestral 

and cultural 
knowledge 
exchange

Tourists to SHCC: 
Foreign knowledge 

and labour force 
exchange, Feedback

for continuous 
improvement 

SENA to SHCC: 
Capability building 

entity that will 
support the 

community with the
new required 
capabilities

INVIAS to SHCC: 
Complying with the 

delivery of the 
infrastructure 

needed to access 
cacao communities

Marca Pais 
Colombia - 

ProColombia 
(Colombia's 

Brand Agency)

Tour operators to 
SHCC: Co- design of 

the cacao 
experience  and 

bringing the tourists
to the cacao regions

Local 
Business: 

growth + Raw 
materials 

supply

Associations:
Sustainability

of the 
business

Traders: Business
growth + demand
fulfillment needs

Foreign tourists: 
Acquiring ancestral 
knowledge + Mental

and emotional 
wellness + Low 

Tourism Footprint

Big chocolate 
businesses: 

Business growth 
+ Raw materials 

supply

Local 
Government and 

population: 
Territory 

recognition + 
Economic Growth

Proprietary
pick- up 
service, 
Delivery

Proprietary delivery
(4X4 truck, 

motorcycles, mules,
Association pick- up 

service)

Proprietary 
delivery (4x4 

trucks, 
motorcycles, 

mules...)

Referrals

P2BP2B

Maria del 
Campo (Cacao

Federation 
Embassador)

Prints and 
publications

Choco
show

International 
embassies' 

online 
presence

International 
cacao and 
chocolate 

fairs

The World Cocoa 
and Derivates 

Tourism 
Destinations 

Network

The World Cocoa 
and Derivates 

Tourism 
Destinations 

Network to SHCC: 
Knowledge about 

cacao tourism

Cacao regions 
social media 

and 
promotion

Government 
Tourism and 
Agricultural 

products 
Directories

Referrals

Sponsorship: 
Local and 

departamental 
Government

International
Cooperation 
Agreement: 
International 

embassies

Alliance:
Tour 

operators

Sponsorship: 
Marca Pais 
Colombia - 

ProColombia 
(Colombia's 

Brand Agency)

Nutrients
cycling 

Pest 
mitigation 
(Biological 
Control )

Maintenance
of soil quality

Plant 
genetic 

provisioning

Seedlings
Plant 
grafs

Clean
water

Sunlight for 
harvests 
and solar 

energy

Fresh
Air

Plants

Natural 
fertilizers

Metals

Commercial
Network Land

Herbal 
pesticides

Cacao
seeds

Labourers

Storage
facilities

Cacao 
processing 
warehouse

Natural fertilizers 
produced within 
the agrofoestry 

system 

Water

Bio raw materials for bio 
building and tools:

- Totuma (Gourd)
- Plantain Leaves

- Bore plant and Leaves (Taro)    
- Palmicha

- Fique
- Guadua Bamboo

- Wooden cutlery and kitchen 
tools

Accommodation 
and food facilities

Transportation 
Logistics

FermentingHarvestingPlanting

Drying Certifications Commercialization

Capability 
building to 

produce fine- 
flavour cacao

Transportation

sub- products 
from cacao 
and cacao 

waste 
(mucilage)

Manage 
Bookings

Cooking 
and meal
planning

Visitors 
onboarding

Complementary
touristic 

actitivities 
depending on 

the region

Water 
contamination
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CO2 
emissions

Likelihood of 
increase in 
pricing of 

goods due to 
tourism

Dilution of strategic 
objectives because 

of individualistic 
and/or commercial 

goals

Risk of 
commodification
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By 2036, reduce the labor 
shortage in cacao farming 
by 40% through a cacao 

learning + work 
experience initiative 

that trains  at least 200 
foreign volunteers in 

exchange for work 

By 2036, increase the average 
household income in cacao- 

growing regions by 30% through
improved market access, 

premium pricing agreements 
for high- quality cacao, 

diversified income streams (e.g.,
tourism and value- added cacao 

products), and government- 
backed investment programs 

supporting smallholder farmers.

By 2036, reduce the labor 
shortage in cacao farming by 

40% through a youth 
employment initiative that 
trains and employs at least 

200 young workers, improves 
wages by 20%, and provides 
financial incentives for local 

workforce retention.

Admin cost
per bulk 

Expenses ($)
YoY

New 
seedlings

Expenses ($)
YoY

Payments 
labourers

Expenses ($)
YoY

Land taxes
Expenses ($)

YoY

Transportation 
Costs

Expenses ($)
YoY

Associated 
credit interests/

payments
Expenses ($)

YoY

Crop and 
inventory 

management
Expenses ($)

YoY

Sustainability
certifications
Expenses ($)

YoY

Tourist 
feeding costs
Expenses ($)

YoY

Marketing and 
communications

Expenses ($)
YoY

Utilities
Expenses 

($)
YoY

Operations

Agri- 
tourism

Cacao 
production
value chain

Marketing 
Coordinator

Finance, 
logistics 

and admin

Capacity 
building 

(hospitality, 
agri- tourism, 
production)

Accomodation
and food 

coordination

Farm(s) 
coordination

Coordination

Project Management 
Office

(Sustainability audit, 
A&F Manager, Ops 

Manager, Hospitality 
Manager, Farm 

Manager)

Planning
Business 

Development
(Tourism and
Production)

Identity

Cacao 
Association's 

Board

M
an

ag
em

en
t

HR 
coordination

Opt and 
audit

By 2036, generate at least 10% 
of the community’s total income

from carbon credit sales by 
registering all hectares of 

agroforestry cacao under a 
certified carbon offset program,

sequestering at least 5 
tCO₂e/ha annually, and 

securing long- term buyers for 
the credits.

Agro- 
forestry 
system 
design

Cooperative
capacity 
building

Wellness 
activities - 

Cacao 
ceremony

Grafting

Fermenting 
Community 

Centre(s)

Cacao 
experience 

facilities

Technical 
Cooperation: 
Association(s)

Cooperation 
agreement/ 

Sponsorship: 
Ministries

Sponsorship: 
Non- profit 

institutions and 
International 

aid

Contractual:
Financial 

institutions

Seeds Healthy 
soils

Micro- 
organisms 
(soil, fungi, 

insects, 
pollinisers  )

Gas 
(oil)

Firewood

Water 
cycling

Bio- 
building

Materials for 
bioconstruction

Growth and 
plant 

photosynthesis

Rare 
minerals 
for solar 
batteries

Solar 
radiation

Energy 
generation 
with solar 

panels

Enhancement of the 
ecosystem services through 

agroforestry systems
 Soil Health Improvement (% 

change in Soil Organic Carbon &
Nutrients)

Tracks the increase in organic 
matter and nutrient availability

Associations can deliver 
standardized sustainable 
and the highest quality  

cacao beans in volume to 
international buyers, 
highlighting the story 
behind the labour of 

smallholder cacao farmers

Local businesses can 
transform standardized 

quality sustainable cacao 
beans in volume while 
highlighting the story 

behind their chocolate 
bars

Traders can sell 
standardized 
quality cacao 

beans in volume 
to large chocolate

businesses

Foreign tourists can get to visit 
different regions in Colombia 

while experiencing the 
background story behind cacao,

the culture and regenerative 
agricultural practices through 

the exchange of work 
experience 

Every stakeholder can benefit 
from regenerative and 
sustainable production 

practices and  processes in 
cacao small holder farms will 
restore grass- lands to ensure 
the sustainable production of 

food preserving soil fertility for 
future generations.

Local Business to 
SHCC: 
Order 

requirements, 
Feedback for 
continuous 

improvement 

Association to 
SHCC: 

Technical assistance
and farming 

supplies, Feedback 
for continuous 
improvement

SHCC to 
Association: 

Carbon 
capture 
profits 

Traders to 
SHCC: 

Securing sales
of their 

production

Fedecacao to 
SHCC: Technical
assistance  for 

smallholder 
farmers

SHCC to 
Fedecacao: 
3% charge of 

the cacao 
production

Technical 
Cooperation: 

Fedecacao

Allian ce: World 
Cocoa and 
Derivates 
Tourism 

Destinations 
Network

SHCC to Tour 
Operators:  

Ancestral and 
cultural 

knowledge 
exchange

SHCC to 
Colombia's 

brand agency, 
Ministry of 

Commerce and 
Tourism:  

SHCC to 
International

Embassies: 
Cultural 

exchange

SHCC to Big chocolate 
businesses/Finagro/Mini

stry of Environment + 
Agriculture: Increase the 
sustainability of farming in

the country

SHCC to Ministries of 
agriculture and tourism: 

Increase of tourists 
through agri- tourism 

initiatives and increase the
sustainability of farming in

the country

3% charge of the 
cacao production for 

Fedecacao (Cacao 
Development Fund)

Expenses ($)
YoY

Cacao 
Association's 

Board 
meeting every

quarter

Accountability 
reports

Lobbying the 
government to prevent

the entry of 
institutions with values
that do not align with 
community objectives 

and values.
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Use of 
wood

Tons per 
year

CO2 Emissions
Fuel and Machinery 

Emissions 
(tCO₂e/year), Fertilizer and 
Agrochemical Emissions 
(tCO₂e/year), Electricity 

and Energy Use 
(tCO₂e/year)

Use of Gas 
(oil)

Gallons X 
average 

price/year

Investment of time 
within the community to
ensure buy- in of the new

business model
Time Spent in Training & 

Capacity Building 
(hours/year)

Intergenerational 
change of community 

capacity
Youth Engagement Rate in 

Capacity- Building 
Programs (%), Skill 

Retention Rate Over 
Generations (%) 

By 2036, reduce the labor 
shortage in cacao farming 

by 40% through a 
formalization of labour 
program that provides 

full- time employment with 
(health and retirement) 

employmentHospitality 
capacity 
building

Expenses ($)
YoY

Culture 
Ministry

Ministry of 
Information 

Technologies and
Communications 

(MinTic)

Local 
Chamber 

of 
Commerce

Academia

Non- profit 
institutions 

and 
International 

aidCacao beans 
transformation 

centre(s)

Transformation 
to chocolate

Production rejects 
not meeting quality 

standards are 
absorbed by big 

chocolate companies
Earnings ($) Year over 

Year

Waste 
management

REGIONAL 
AUTONOMOUS 
CORPORATIONS

(CORPORACIONES 
AUTÓNOMAS 
REGIONALES)

Bio 
digestor

Biogas

By 2036, the cacao 
community will reach 

100% economic, social and
environmental benefits by 

achieving 90% 
association capacity in 

the community

Profit of wellness 
and 

complimentary 
touristic activities

Earnings ($) Year 
over Year

Post- conflict smallholder cacao farmers in Colombia Laura Marin Hurtado and Maria Sanz de Santamaria June 2036 April 30, 2025

Not specific to user

Volunteer tourists

Cacao traders

Local Businesses

Cacao Association

https://www.fondazioneslowfood.com/en/ark-of-taste-slow-food/bore-2/

