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Executive Summary

The International Cocoa Initiative   |   Strategy 2015 – 2020
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In spite of an increase of efforts and some real 
progress made in recent years, child labour1 is still 
a prevalent problem in the cocoa sector, and will 
remain a critical risk for the foreseeable future that 
needs to be responsibly managed.  

Consolidating its own lessons and experiences 
from the last 12 years, and recognizing that the 
needs of the cocoa sector are changing (demand-
ing an urgent acceleration and scale-up sustain-
ability efforts) ICI is launching a refreshed and 
revised Strategy for 2015-2020 to ensure its con-
tinuing relevance and effectiveness in tackling 
child labour.

There is both a value-case (to improve child wel-
fare) and a business-case (to ensure the viability of 
the cocoa economy) for keeping child rights, and 
the elimination of child labour, central to change 
processes in the cocoa sector. ICI, pursuing a 
refined, sector-specific mandate to address the 
needs of children in cocoa-growing communities2, 
has a central role to play in accelerating cocoa 
sustainability.    

With an emerging model of good practice for child-
centered community development and respon-
sible supply chain management, ICI’s work over 
the next 6 years must be predicated on leading a 
scale up of this model through its direct actions 
and through the influence it can bring to bear on 
the actions of others.

ICI will strive towards a vision of thriving cocoa-
growing communities where children’s rights are 
protected, respected and supported, and where 
child labour has been eliminated. ICI will work to 
improve the lives of children in cocoa-growing 
communities by supporting the acceleration and 
scale-up of child-centered community develop-
ment and responsible supply-chain management 
throughout the cocoa-sector. ICI will aim to safe-
guard child rights and contribute to the elimination 
of child labour through innovation, the develop-
ment, application and promotion of good prac-
tices, and the building of partnerships.

ICI’s Strategic Objectives will ensure that:

•	 Cocoa-growing communities are more protec-
tive of children and their rights;

•	 The cocoa supply-chain manages the risk of 
child labour responsibly;

•	 Key stakeholders have improved awareness, 
knowledge, willingness and capacity to take ap-
propriate and effective decisions that strength-
en child protection and mitigate child labour in 
cocoa-growing communities.

ICI’s direct action over the coming 6 years, sup-
ported by its core budget and by a realistically 
projected project budget, is expected to impact 
on 360 cocoa-growing communities. ICI will es-
tablish these as “reference” communities, where 
a three-year community development process will 

deliver at least one child-protecting infrastructural 
improvement (e.g. a school block) and one service 
(e.g. a women’s group income-generating activ-
ity), and will put in place a child labour monitoring 
and remediation system. Some of these commu-
nities will be established within member company 
sustainability programmes, with ICI working as 
a frontline mentor to achieve a demonstration / 
multiplier effect that will guide a scale-up of the 
model. 

National capacity-building will be a central tenet 
of ICI’s work, focusing on key strategic areas that 
drive shared responsibility, that enhance the ena-
bling environment, and that maximize sustainabil-
ity  (e.g. coordination, training, smart financing).

ICI will increase the emphasis and investment it 
places on influencing various stakeholders. The 
ambition of its impact through the influence it ex-
erts on the actions of others is 4 times that of its 
direct action, aiming to reach 1440 communities. 
Combined with its direct action in 360 communi-
ties, this will give a total coverage of 1800 com-

munities. This order of magnitude, if focused prin-
cipally on Cote d’Ivoire and Ghana3, would cover 
20% of cocoa-growing communities, with ap-
proximately 350,000 cocoa-farming households, 
and at least 2,100,000 people, of whom at least 
1,000,000 are children4. However, achieving these 
indirect impacts will be dependent on a massive 
mobilisation of multi-stakeholder effort, an unprec-
edented commitment of multi-donor resources, 
and a highly conducive operating environment5. 

Progress will be measured against the target of a 
quantifiably increased level of protectiveness, and 
a significant reduction in child labour incidence, in 
these at-risk communities.  

From its current annual budget of CHF 5.4M, ICI’s 
resources will need to grow by 130% over the next 
6 years, to CHF 12.4M, based on an ambitious but 
achievable fundraising plan linked to an increase 
in field projects and an expansion in ICI’s mem-
bership. There will be a satisfactory reduction over 
time in the proportion of the total budget com-
prised of support costs, from 31% to 23%. 

1	 Throughout this document, the concept of Child Labour is as defined by ILO, being “work that deprives children 
of their childhood, their potential and their dignity, and that is harmful to physical and mental development”. This 
includes children working below the minimum age (as defined by ILO Convention 138 and associated national 
laws) and those working in the Worst Forms of Child Labour (as defined by ILO Convention 182 and associated 
national laws, hazardous activities frameworks or decrees), including work which, by its nature or the circum-
stances in which it is carried out is likely to harm the health, safety or morals of children (hazardous work). Not 
all work undertaken by children is considered to be Child Labour. Children’s involvement in light tasks with adult 
supervision that do not affect their health and personal development, nor interfere with their schooling, are gen-
erally not prohibited.

2 	 ICI’s definition of a cocoa-growing community is a place where cocoa-growing is the predominant livelihood, but 
not the sole livelihood. It is made up of an administrative centre or village and the inhabitants therein, including 
cocoa farmers, farm workers and other livelihood groups. From an operational perspective, the extent to which 
surrounding hamlets or campements will be considered as part of a central community, or as a community in 
their own right, will depend on the extent to which their size, location, composition and administrative status 
allows them to be effectively assisted from that central community.

3	 Note that ICI’s 2015-2020 Strategy in fact foresees some geographical expansion, first to other West African 
countries, and potentially thereafter to Asia or Latin America, depending on the needs. However, the situation in 
these countries is unlikely to warrant a similarly intensive ICI engagement as in Cote d’Ivoire and Ghana.  

4 	 Assuming, for Ghana, 800,000 cocoa-farming households (Cocobod) with family-size 4 (ICI PCCF), giving a total 
cocoa-farming population of 3.2 million, spread across 5000 cocoa-growing communities (Tulane), and thus 
an average of 640 persons per community. Assuming, for Cote d’Ivoire, 800,000 cocoa-farming households 
(CCC) with family-size 7 (ICI PCCF), giving a total cocoa-farming population of 5.6 million, spread across 3750 
cocoa-growing communities (Tulane), and thus an average of 1,493 cocoa-growing persons per community. If 
1200 (2/3) of ICI’s 1800 target communities are in Cote d’Ivoire, and 600 (1/3) are in Ghana, at least 1.792 mil-
lion people in Cote d’Ivoire, and 384,000 in Ghana, will benefit, totaling at least 2.176 million people, 45-48% of 
whom are estimated to be children (ICI PCCF, MICS). See Insert Box on page 12.

5 	 Including adequate security, logistical access, political will and local cooperation.
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Established in 2002, the International Cocoa Ini-
tiative (ICI) emerged from the 2001 Harkin/Engel 
Protocol6 as a non-profit Foundation that would 
support the cocoa sector to address the problem 
of child and forced labour in the cocoa supply-
chain7. ICI was set up as a multi-stakeholder initia-
tive (MSI), harnessing the energies and expertise 
of the chocolate and cocoa industry, of civil soci-
ety, and of governments in cocoa-producing na-
tions, to bring about positive change in agricultural 
labour practices and in the elimination of child la-
bour. From 2007, ICI became operational in Ghana 
and Cote d’Ivoire, prioritized for their status as the 
producers of more than 60% of the world’s cocoa, 
and also being countries where rural poverty con-
tributed to elevated risks of child labour.

Over the last decade, ICI has played an important 
role in raising awareness and building understand-
ing about the complex problem of child labour in 
cocoa production. It has also built an increasingly 
constructive multi-stakeholder coalition of actors, 
breaking down barriers between commercial com-
petitors and distinct interest groups, facilitating 
dialogue, and channeling collective energies into 
the search for solutions. It has helped these ac-
tors agree on a number of tenets of good practice 
that are gradually being applied as a standard in 
the cocoa sector’s expanding sustainability work, 
most notably a model of holistic community de-
velopment as the key to tackling the root causes 
of child labour.

Building on these real achievements, a review and 
refresh of ICI’s Strategy was called for in 2013, 
prompted by the realization that: 

•	 ICI’s operational experiences have generated 
learnings that need to be fed into a revision of 
its approach;

•	 the needs of the sector, and the environments 
in which ICI is operating, have evolved, with a 
greater engagement of industry, producing gov-
ernments and developmental civil society or-
ganisations; 

•	 the foundation has real potential to help meet 
the needs of the cocoa sector at a large scale, 
but in order to do so, it needs to consolidate 
and update its approach, its resources and its 
expertise;

•	 whilst the multiple root causes of child labour 
demand a holistic approach, there is a need for 
ICI to prioritise and focus its individual efforts 
in areas that bring greatest impact and added-
value, whilst catalysing the collective effort that 
puts shared responsibility into practice.

Since 2011, ICI has been adapting and transition-
ing its orientation in order to enhance its relevance 
to the cocoa sector, and its effectiveness in tack-
ling child labour:

•	 ICI has reinforced its operational capacity, its 
presence and its support at the national level in 
Ghana and Cote d’Ivoire, asserting its credibil-
ity and utility as front-line actor familiar with the 
realities of cocoa farming in these countries. 

•	 It has sharpened its focus and its competencies 
around child protection, keeping children at the 
heart of its work, whilst simultaneously embrac-
ing a more holistic approach to addressing their 
specific vulnerabilities in cocoa-growing com-
munities. 

•	 The foundation has also opened up a new axis of 
intervention at the heart of the managed cocoa 
supply-chain, reinforcing its traditional commu-
nity focus with a drive to strengthen those com-
mercial management systems and capacities 
that have potential to deliver change at scale. 

•	 ICI has invested in its ability to track better the 

results it is achieving, so that it will, henceforth, 
have greater evidence on which to define and 
promote good practices, and communicate re-
sults. 

•	 The foundation has expanded and diversified 
its membership, its resourcing and its stake-
holder network, reinvigorating its convening 
function and its engagement with a broad range 
of relevant actors, and more actively shaping 
the debates around child labour in cocoa from 
its unique position of neutrality and independ-
ence. 

All of these changes are now captured in this new 
ICI Strategy, which positions the Foundation for 

optimal relevance, growth and impact over the 
next 6 years. Launched in April 2013, the devel-
opment process for this new Strategy has been 
driven by a balanced subgroup of ICI’s industry 
and civil society board members, has engaged the 
ICI secretariat and field-teams extensively, and 
has harnessed inputs from ICI’s various external 
stakeholders, including producing countries, de-
velopment actors, campaigners, academics and 
the media, through ICI’s recent Stakeholder Meet-
ings (one held in Geneva in May 2013, and one in 
Abidjan in November 2013). 

6	 The Harkin/Engel Protocol endures under its 2010 Framework of Action that aims for a 70% reduction in the 
Worst Forms of Child Labour, in Cote d’Ivoire and Ghana, by 2020.

7 	 The definition of the cocoa-supply chain, within this strategy, covers all stages of production, transformation, 
transportation and transaction between the farm and the port, in the country of origin. 



Strategic Landscape 2015-2020

05 06

There are 168 million child labourers in the world, 
and child labour is a particularly common prob-
lem in agriculture, where 60% of all cases exist. 
In spite of a global 20% reduction in child labour 
between 2008 and 2012, it is nevertheless clear 
that, on current trajectories, the 2016 elimination 
target agreed at the 2010 Hague Conference will 
not be met. The 2013 Brasilia Conference8 ac-
knowledged this, calling for all actors to step up 
efforts at the national and international levels, as a 
matter of urgency.

While not unique to the cocoa sector, cocoa pro-
duction carries specificities that render it particu-
larly prone to child labour. These include: 

•	 the labour intensiveness of cocoa farming, har-
vesting and processing methods; 

•	 the smallholder farming base, where children 
traditionally help on the family farm; 

•	 the fragmentation of the cocoa supply-chain, 
the lack of farmer organization and the informal-
ity of farm worker relations, particularly in Af-
rica, making control-for-compliance extremely 
difficult; 

•	 a history of labour migration into high produc-
tion areas contributing to a fluid and disorgan-
ized labour market, exacerbating pre-existing 
problems of identity and status for  vulnerable 
groups in rural areas; 

•	 farmer poverty linked to small land holdings, 
low productivity and a fragile, declining income-
earning potential from cocoa; and,

•	 and a lack of protective services and infrastruc-
tures for children in the remote, poor, rural loca-

tions that produce the majority of the world’s 
cocoa.

Data on specific numbers of child labourers in 
cocoa is elusive and inconsistent, owing to defi-
nitional and methodological differences. How-
ever, across an estimated 8750 cocoa-growing 
communities in Ivory Coast and Ghana, triangu-
lated data9 would suggest that there are between 
500,000 and 1,000,000 children who have en-
gaged in some form of child labour, corresponding 
to roughly 1-in-10 school-age children. The vast 
majority of this child labour is children helping on 
their family’s farm, sometimes entailing hazardous 
or age-inappropriate tasks, and sometimes at the 
expense of their schooling. What is clear is that 
the problem remains prevalent (and will continue 
to be so for the foreseeable future) and that every 
agrarian cocoa-growing community10 carries a 
significant risk of child labour that needs to be 
progressively reduced, and ad-interim, responsi-
bly managed.

The sector’s acknowledgement and understand-
ing of child labour has improved significantly over 
the last decade as part of a deeper examination 
of the cocoa sustainability challenge, and spe-
cific questions over how to ensure the long-term 
profitability, social viability and environmental in-
tegrity of the global trade in cocoa. Child labour 
is correctly seen as both a symptom and a self-
perpetuating cause of the poverty that is faced 
by many cocoa farmers. Simply put, poor farmers 
with fragile livelihoods often have few alternatives 
to using their children on their farm as opposed 

to sending them to school. It follows that children 
who do not attend school are unlikely to become 
the numerate and literate business-minded farm-
ers of the future who can turn cocoa farming into a 
prosperous livelihood. Indeed, today’s farmers are 
increasingly abandoning cocoa production in fa-
vour of preferred, alternative livelihood activities. 

The stakes are extremely high for the entire sector, 
with the global business community, the econo-
mies of producing nations, and the livelihoods of 
more than 2 million cocoa farmers under threat if a 
more sustainable cocoa economy cannot be built. 
As the victims of today’s unsustainable practices, 
and also as the future farmers on whom greater 
sustainability depends, children are at the heart 
of this challenge. There is both a value-case (to 
improve child welfare) and a business-case (to en-
sure the viability of the cocoa economy) for keeping 
child rights central to change in the cocoa sector. 
ICI, pursuing a refined, sector-specific mandate to 
address the needs of children in cocoa-growing 
communities, therefore has an incontestable role 
to play in accelerating cocoa sustainability.  

Whilst there is a clear urgency to this scenario, 
the sector’s heightened awareness of the prob-
lem, and its deep-rooted causes, cautions against 
seeking a quick-fix, or believing that a solution 
is in the hands of just one set of actors, at a low 
cost. Coordination and pre-competitive collabora-
tion between multiple actors, with varying roles, 
resources and expertise, will be crucial to advanc-
ing progress. This should be based on a principle 
of shared responsibility that dictates that anyone 
deriving profit, revenue or pleasure from chocolate 
should be contributing to a more sustainable sup-
ply of its raw material. ICI’s multi-stakeholder ori-
entation will be crucial to building and maintaining 
the strategic alignment and the operational part-
nerships that will need to be focused on the child 
labour problematic over the coming 6 years.  

Recent years have witnessed an increase in corpo-
rate, government and collective efforts to advance 
cocoa sustainability, and there has been an impor-
tant relocating of the agenda from CSR to the core 
business of the cocoa industry. Progress is being 
made, but the current scope and scale of these 
efforts are eclipsed by the scale and complexity of 
the challenge. Scenario planning is now underway 
in the sector, with the chocolate and cocoa indus-
try, producing governments and other experts ac-
tively defining priority interventions that need to be 
accelerated and escalated. This has presented ICI 
with a valuable opportunity, not only to participate 
in and influence that sector planning (ensuring that 
the social pillar is sufficiently prioritized and that 
child labour mitigation remains prominent within it) 
but also to create strategic synergies between that 
process and its own strategy development. 

Building on this experience, on the good practices 
defined over the last decade, and on the lessons 
garnered through its recent strategic transition, el-
ements are emerging that ICI believes can/should 
be applied at scale to better respond to the on-
going risk of child labour, and to more effectively 
prevent it in the future. This model (carried by ICI’s 
new Strategic Objectives detailed below) hinges 
on establishing a clear and common understand-
ing of child labour and child protection risks across 
the cocoa supply chain, from the farm to the na-
tional and the international levels, and translating 
that knowledge into capacities and systems that 
prevent, identify and respond to the problem. ICI’s 
work over the next 6 years must be predicated on 
leading a scale up of this model through its direct 
actions and through the influence it can bring to 
bear on the actions of others, thereby contributing 
to a significant improvement in child protection in 
cocoa-growing communities, and a significant re-
duction in child labour.          

8	 The Brasilia Declaration also validates ICI’s orientation in calling for “effective multi-stakeholder action to com-
bat child labour, including in supply chains, by addressing both the formal and informal economy” - (http://
childlabour2013.org/the-brasilia-declaration-on-child-labour/).

9 	 Considering the 2010 Tulane Report, National Child Labour Surveys from Ghana and Cote d’Ivoire, the UNICEF 
MICS, and data from ICI baseline surveys and child labour monitoring systems.  

10	 ICI’s definition of a cocoa-growing community is a place where cocoa-growing is the predominant livelihood, but 
not the sole livelihood. It is made up of an administrative centre or village and the inhabitants therein, including 
cocoa farmers, farm workers and other livelihood groups. From an operational perspective, the extent to which 
surrounding hamlets or campements will be considered as part of a central community, or as a community in 
their own right, will depend on the extent to which their size, location, composition and administrative status 
allows them to be effectively assisted from that central community. 
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ICI’s Vision

ICI’s Strategic Objectives 2015–2020

ICI’s Mission 2015–202011

ICI has a unique position in the cocoa sector to 
contribute to this necessary sector-wide change 
process. With more than seven years of opera-
tional experience driving community development 
processes in cocoa-growing communities, it has 
developed specialist knowledge and expertise in 
child labour in the specific context of cocoa pro-
duction, skills which are now evolving to include 
more holistic child protection competencies. It has 
recently expanded its operational capacity in Cote 
d’Ivoire and Ghana, improving its reach, visibility, 
credibility and relevance.  This has also strength-
ened its engagement and collaboration with the 
national governments in these countries, further 
enhancing the multi-stakeholder network at the 
heart of the ICI model, which seeks to harness 
the respective expertise and leverage of all actors 
engaged in this aspect of cocoa sustainability. Its 
neutral, independent multi-stakeholder orientation, 

integral to its management and governance, also 
brings essential corroboration and accountability 
to the sector, as well as providing the platform on 
which best practices can be agreed and promot-
ed, partnerships built, strategies harmonized, and 
efforts coordinated to maximize efficiencies and 
effectiveness. 

ICI’s combination of cocoa-specific strengths 
and characteristics is quite unique, enabling it to 
claim a niche role as an operationally grounded, 
solutions-focused catalyst for social change. Its 
potential to address some of the most pressing 
needs of the cocoa sector over the coming years 
is clear. However this will depend not only on the 
actions it directly implements on the ground, but 
also on its ability to guide and inspire change at a 
scale that goes beyond the limits of the resources 
it controls.   

ICI’s vision is of thriving cocoa-growing communities where children’s rights are pro-
tected, respected and supported, and where child labour has been eliminated. 

With the overarching goal of improving the lives of children and reducing child labour in 
cocoa-growing communities, ICI will pursue the following inter-related strategic objec-
tives over the coming 6 years:

ICI works to improve the lives of children in cocoa-growing communities, safeguarding 
their rights and contributing to the elimination of child labour by supporting the ac-
celeration and scale-up of child-centered community development and of responsible 
supply-chain management throughout the cocoa-sector. 

Strategic Objective 1
Cocoa-growing communities are more protective of children and their rights.

Sub-Objective 1.1
Knowledge, capacities, systems and services that protect children and mitigate child labour are strength-
ened at the local level through child-centered community development processes. 

Sub-Objective 1.2
Communities, and specifically women, children and youth, are empowered to take and enact decisions 
that better protect children and safeguard children’s rights. 

This will entail the following actions, amongst others, at the local level, engaging farmers, farming house-
holds, farming communities, and local authorities:

community risk-profiling•	
community awareness-raising of child labour and child protection issues•	
set-up, capacity building and mobilisation of community child protection committees•	
increased participation and decision-making of women, youth and children•	
articulation, resourcing  and implementation of community development plans that deliver tangible •	
improvements in gender empowerment and child protection
building of partnerships with local government, businesses and civil society organisations to generate •	
resources and meet needs in a coordinated, holistic manner
improved access to quality education and vocational training•	
reinforced and sustainable livelihoods•	

Strategic Objective 2
The cocoa supply-chain manages the risk of child labour responsibly.

Sub-Objective 2.1
Supply-chain actors’ knowledge and understanding about child labour and child rights is improved 
throughout the supply-chain. 

Sub-Objective 2.2
Capacities and systems to identify and address child labour and protect children are reinforced at key 
points in the supply-chain. 

This will require the following actions, amongst others, to be implemented at various tiers of the supply-
chain, with ICI aiming to inspire and assist the scale-up of consistently applied good-practices:

11	 To be applied within the geographical limits of ICI’s planned growth, focusing on cocoa-producing countries and 
communities most at risk of child labour.
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awareness-raising of farmers and farm workers•	
training of supply chain actors (coops, extension officers, suppliers, intermediaries, exporters etc)•	
enhancement of certification models to strengthen their child labour components, whilst also working •	
beyond certification to build child protection systems in the less organized supply-chain
regular and routine community-based monitoring to identify child labour risks and incidences•	
targeting of remediation assistance to at-risk individuals, households or communities•	
support to cocoa and chocolate companies in exercising due diligence for respect and support of •	
child rights 

Strategic Objective 3
Key stakeholders have improved awareness, knowledge, willingness and capacity to take appro-
priate and effective decisions that strengthen child protection and mitigate child labour in cocoa-
growing communities, and that fulfill their respective responsibilities12.

Knowledge and capacities will be enhanced at national and international levels so that decision-makers, 
policy-shapers and enablers will understand and contribute to improved prevention and response strate-
gies.  

Sub-Objective 3.1
Evidence-based advocacy leads to desired changes in behaviour, policy and practice in the cocoa sector 
which strengthen child protection and contribute to the elimination of child labour. 

ICI’s advocacy will be broad-spectrum and evidence-based, from the generation and dissemination of 
research and knowledge, to the promotion of good practices. It will be inextricably linked to sub-objective 
3.2, which will build the capacities to ensure that those practices can be applied.  ICI’s advocacy will be 
field-driven and rooted in the foundation’s operational experience in cocoa-producing communities and 
countries. It will leverage the evidence of proven results and documented failures, as well as the independ-
ence and influence of its multi-stakeholder constituency, to enhance its policy advice. Its philosophy will 
be one of constructive advocacy as opposed to campaigning, only flagging problems with a view to iden-
tifying, facilitating or promoting pragmatic solutions. ICI’s advocacy will be time-bound and issue-focused, 
with specific target audiences and well-defined outcomes.  It will also support ICI’s communications and 
fund-raising efforts, notably securing the CHF 7 M per annum of additional resources to meet its growth 
target, and ensuring the foundation is perceived as relevant and effective in contributing to sector-wide 
alignment, strategic coherence and the scale-up of good practices.  This will entail the following actions, 
amongst others, at national and international levels:

identification of issues that are critical to the elimination of child labour and where ICI has evidence, •	
expertise and authority
mapping of stakeholders that are influential on such issues, identifying their existing positioning and •	
the desired change sought
commissioning and dissemination of research•	
monitoring, evaluation and impact assessment of approaches and innovations (ICI’s and others’)•	
definition and promotion of good practices•	

Sub-Objective 3.2
Partnerships are built and capacities are reinforced across the cocoa sector, and in cocoa-producing 
countries.

As a catalyst for sector-wide change, ICI’s approach will also seek to assist and influence others so that 
their actions contribute to a scale up of good practice, effective prevention and impactful response. In 
order to tackle the root causes of child labour, holistic multi-sectoral efforts will need to be accelerated, 
demanding coordinated action and partnership across many actors.  This will entail the following actions, 
amongst others, principally at national level:

training and capacity building of national authorities and supply chain actors at origin•	
organization and capacity building of farmers and farm workers•	
support to national coordination capacities and efforts•	
support to national prevention and response efforts (through technical assistance and advice)•	
collaboration with in-country specialist development actors, and fostering of partnerships between •	
them and the cocoa sector
stakeholder engagement and convening•	

Sub-Objective 3.3
ICI is positioned, recognised and resourced as the leader in the field of child protection and child-centered 
community development in cocoa-growing communities. 

ICI’s Communications work will seek to enhance the positioning of ICI with its key stakeholders, so that 
the foundation is visible, respected, influential and able to harness financial and moral support for its ef-
forts.  It will promote ICI’s identity as an independent technical authority in the field of child protection and 
child-centered community development in cocoa-growing communities, uniquely equipped to promote 
and support collaborative sector-wide changes. It will seek to inform and influence the chocolate and co-
coa industry, policy-makers in cocoa-producing and cocoa-consuming countries, relevant decision mak-
ers in the public and civil society sectors, as well as opinion makers at local, regional and global levels, 
including the media.

12	 For instance, in relation to the UN Guiding Principles on Human Rights and Business and the “Protect, Respect 
and Remedy” Framework (http://www.business-humanrights.org/media/documents/ruggie/ruggie-guiding-prin-
ciples-21-mar-2011.pdf).
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ICI’s Strategic Operating Model

Responding to the challenge of how ICI can best 
contribute to sector-wide change from a realistic 
size and resource base, the strategic operating 
model for the next 6 years will ensure that:

a)	Priority interventions and activities that explic-
itly support the Strategic Objectives will be 
directly implemented by ICI in cocoa-growing 
communities and in the cocoa supply-chain;

b)	Innovative approaches and new tools will be 
tested that stand to increase the efficiency 
and/or effectiveness of child protection and 
child labour mitigation measures; 

c)	Based on results and evidence from these 
pilots, and from the constant evaluation and 
refinement of its direct implementation experi-
ences, lessons will be extracted and fed into 
a “live” and constantly evolving body of good 
practice;

d)	Under the Strategic Objective of Influencing / 
Advocacy, ICI will disseminate this good prac-
tice with a view to positively shaping the de-
cisions and actions of all stakeholders in the 

cocoa sector, in turn contributing to a desired 
scale-up of effective interventions;

e)	Under the same Strategic Objective, ICI will 
also play a more direct, field-based capacity-
building role, particularly for member compa-
nies and producing governments, ensuring 
that awareness and knowledge can also trans-
late into action. To this end, ICI will take on 
a direct, front-line training and mentoring role 
for member companies within their sustain-
ability programmes, establishing co-managed 
“reference” communities which will serve as 
a standardised demonstration model to be 
scaled up by each company; and,

f)	 Use of ICI’s unearmarked core resources will 
be prioritized in support of sector innovations, 
good practice, capacity building and influenc-
ing, with restricted project funds supporting 
company-specific innovations and donor-spe-
cific scale-up activities. Core resources should 
also serve to leverage project resources, thus 
stimulating ICI’s fundraising and growth.
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The Sector Scale-Up Model

The strategic operating model above should serve 
as the inspiration and critical origin-point for a 
sector-wide push and an escalation of actions, 
by various stakeholders (companies, government, 
development actors). This will collectively carry 
ICI’s overarching goal of improved child lives and 
reduced child labour in cocoa-growing communi-
ties, to a different scale of coverage and a greater 
magnitude of impact.

Whilst ICI’s direct action over the coming 6 years, 
supported by its core budget and by realistically 
forecast project funding, is expected to impact on 
360  cocoa-growing communities, the ambition of 
impact through its influence on the actions of oth-

ers is 4 times that, at 1440 communities, giving a 
total coverage of 1800 communities. This order of 
magnitude, if focused principally on Cote d’Ivoire 
and Ghana , would cover 20% of cocoa-growing 
communities, with approximately 352,000 cocoa-
farming households, and at least 2,100,000 peo-
ple, of whom approximately 1,000,000 are chil-
dren (see Explanatory Box on Impact overleaf). 
Note, however, that this will be dependent on a 
massive mobilisation of multi-stakeholder effort, 
an unprecedented commitment of multi-donor re-
sources, and a highly conducive operating envi-
ronment , much of which will be beyond the direct 
control of ICI. 

13	 Based on the estimated Programme Growth projection, 120 communities started in 2015 would increase to 160 
in 2017, with the original 120 graduating in 2018 to be replaced by another 120, and a further 80 brought on line 
in 2020. Total = 120 + 40 + 120 + 80 = 360.

14	 Note that ICI’s 2015-2020 Strategy in fact foresees some potential geographical expansion, first to other West 
African countries, and thereafter to Asia or Latin America, depending on the needs. However, the situation in 
these countries is unlikely to warrant a similarly intensive ICI engagement as in Cote d’Ivoire and Ghana.  

15	 Including adequate security, logistical access, political will and local cooperation.

13 14

International Cocoa Initiative
Sector Scale-Up Model (2015 – 2020) Direct Action and Influencing



Targets and Indicators

As ICI evolves to consolidate its credibility, cap-
ture good practice and strengthen its influence, 
it will need to track its results in fulfilling its own 
Strategic Objectives, as well as the cocoa sector’s 
collective progress towards a sector-wide im-
provement in child protection, and a consequent 
reduction in child labour.

Whilst there is no simple low-cost methodology 
for routinely measuring changes in the level of 
child labour across the sector, and whilst the con-
text renders any quantitative impact-monitoring 
extremely complex, ICI will combine a variety of 
metrics, from a range of tools and data-sources, 
to evaluate progress.

At the top level, key actors have already embraced 
a target of a 70% reduction in the worst forms of 
child labour, across Cote d’Ivoire and Ghana, by 
202016. ICI’s role between now and then will be 

geared to contributing to the achievement of that 
target. In addition, ICI will also be tracking re-
ductions in all forms of child labour in all cocoa-
producing areas defined as being at-risk, as well 
as changes in the root-cause environment (child 
protection), linked to a coverage target of 20% of 
cocoa-growing communities.

Within ICI-assisted communities, monitoring and 
results-tracking will focus on a variety of qualita-
tive assessment methods and quantitative inci-
dence or risk-proxy indicators. Where feasible and 
appropriate, these will be disaggregated by gender 
and relevant vulnerability categories (age, loca-
tion, worker status etc). ICI’s emerging risk-profil-
ing instrument, the Protective Cocoa Communities 
Framework (PCCF), will be one of the main tools 
in this endeavor, being a quantified and validated 
composite measure of combined risk proxies.          

16	 As articulated in the Framework of Action to Support Implementation of the Harkin-Engel Protocol (http://www.
dol.gov/ilab/projects/summaries/CocoaFrameworkAction.pdf) 

Top Level Sector Indicators
Number and % of communities •	
replicating the community 
development / responsible supply-
chain model.
Number and % of at-risk cocoa-•	
growing communities showing an 
increased level of protectiveness, 
and child population therein.
% increase in protectiveness•	

Source: National coordination data, 
company data, ICI PCCF score and/or 

specific proxy indicators.

Cocoa Sector Targets  and
Rallying Call

Child protection increased for at 
least up to 1,000,000 children by 
2020.  

Child labour reduced 
in 20% of at-risk cocoa growing 
communities 
by 2020.

Top Level Sector Indicators
Number and % of at-risk •	
cocoa-growing communities 
showing a significant reduction 
in CL incidence.
National CL incidence rates.•	
% reduction in CL.•	
Source: Incidence levels•	  
reported through CLMRS and 
National Surveys. 
% of total cocoa farmers aged •	
20- 30 years old. 

Source: Industry farmer mapping

ICI Strategic Objective 1
ICI-assisted cocoa-growing commu-
nities are more protective of children 

and their rights.

ICI Strategic Objective 2
The cocoa 

supply-chain in 
ICI intervention areas 

manages the risk of child labour 
responsibly.

ICI Strategic Objective 3
Key stakeholders have improved 

awareness, knowledge, willingness 
and capacity to take appropri-
ate and effective decisions that 
strengthen child protection and 
mitigate child labour in cocoa-

growing communities, and that ful-
fil their respective responsibilities.

ICI Indicator 1.1
Increased level of protectiveness in 

ICI-assisted cocoa-growing commu-
nities. 

Source: ICI PCCF score, CLMRS data

ICI Indicator 2.1
Incidence of CL, and number of 

identified cases remediated.

Source: CLMRS

ICI Indicator 3.1
% or volume of total  cocoa 

sustainability investments directed 
towards social pillar/CL.

Source: ICI, TAs, companies, WCF

ICI Indicator 1.2
Increased household income meas-
ured by improved dietary diversity in 

cocoa-growing households.

Source: ICI PCCF, GAIN/WFP tool

ICI Indicator 2.2
% of Cocoa Producers covered 
by effective supply-chain risk 

management systems, at local 
and national level.

Source: Suppliers, certifiers, govt

ICI Indicator 3.2
Appropriateness / effectiveness  

of national policies, systems, and 
capacities.

Source: Officials trained, checklist 
re uptake of best practices

ICI Indicator 1.3
% of CCPC members (or other com-

mittees) who are women.

Source: ICI PCCF

ICI Indicator 2.3
 Access to adult labour

 
Source: ICI Research Risk Indica-

tor

ICI Indicator 3.3
Number of relevant National Bod-

ies with ICI participation

Source: ICI

ICI Indicator 1.4
Enrolment + attendance of children 
in schools and vocational training in 

ICI-assisted communities.

Source: ICI + Govt + Partners

ICI Indicator 2.4
Changes in KAP (knowledge, 

attitudes and practice) in trained 
supply-chain actors.

Source: ICI Surveys + Others

ICI Indicator 3.4
Accuracy and relevance of media 
reports, campaigns, social media.

Source: web-tracking, media 
monitoring re issues, ICI, focus 

countries 

ICI Indicator 1.5
Number of CAP/CP actions sup-

ported by communities and by local 
government in ICI-assisted communi-

ties

Source: ICI monitoring data

ICI Indicator 3.5
Number of ICI member companies.

Commitment and best practice 
demonstrated in company codes, 

action plans etc.

Source: ICI, company staff trained, 
checklist re uptake of best prac-

tices

Targets and Indicators

As ICI evolves to consolidate its credibility, cap-
ture good practice and strengthen its influence, 
it will need to track its results in fulfilling its own 
Strategic Objectives, as well as the cocoa sector’s 
collective progress towards a sector-wide im-
provement in child protection, and a consequent 
reduction in child labour.

Whilst there is no simple low-cost methodology 
for routinely measuring changes in the level of 
child labour across the sector, and whilst the con-
text renders any quantitative impact-monitoring 
extremely complex, ICI will combine a variety of 
metrics, from a range of tools and data-sources, 
to evaluate progress.

At the top level, key actors have already embraced 
a target of a 70% reduction in the worst forms of 
child labour, across Cote d’Ivoire and Ghana, by 
202016. ICI’s role between now and then will be 

geared to contributing to the achievement of that 
target. In addition, ICI will also be tracking re-
ductions in all forms of child labour in all cocoa-
producing areas defined as being at-risk, as well 
as changes in the root-cause environment (child 
protection), linked to a coverage target of 20% of 
cocoa-growing communities.

Within ICI-assisted communities, monitoring and 
results-tracking will focus on a variety of qualita-
tive assessment methods and quantitative inci-
dence or risk-proxy indicators. Where feasible and 
appropriate, these will be disaggregated by gender 
and relevant vulnerability categories (age, loca-
tion, worker status etc). ICI’s emerging risk-profil-
ing instrument, the Protective Cocoa Communities 
Framework (PCCF), will be one of the main tools 
in this endeavor, being a quantified and validated 
composite measure of combined risk proxies.          
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Growth and Resourcing

ICI’s resource growth aspiration is projected in 
the graph below, which shows the scale-up of its 
budget for programme activities, and the neces-
sary expansion in operating costs to support this 
scale-up.

The budget has been estimated on the basis of 
a scale-up of ICI’s emerging package promoting 
child-centered community development and re-
sponsible supply-chain management (as detailed 
in section 6). Based on lessons learnt from ICI’s 
previous model, this new package will concen-
trate resources more intensively on fewer “refer-
ence” communities, to maximize impact, properly 
test variations, and extract good practices which 
rarely take hold in a resource-stretched model. 
The model entails a three year engagement per-
community, during which time the process must 
deliver at least one infrastructural change and one 
service that both improve child protection (e.g. 
classrooms, a women’s vocational training project 
etc), in addition to the softer awareness-raising 
and mobilisation outcomes, and the establish-
ment of child labour monitoring and remediation 
capacities. The model envisages that after three 
years, sufficient capacities will have been built and 
engaged at the community level, amongst supply-
chain actors, and in local authorities, that child 

protection will continue and improve without the 
direct intervention of ICI.

The projection anticipates the package being pro-
gressively scaled-up, through ICI’s direct action, to 
120 new communities by 2015/6, to 160 commu-
nities by 2017, and to 200 communities by 2020, 
giving a cumulative total of 360 communities over 
the 6 year period.

The growth aspiration also assumes that ICI could 
be operational in 2 new countries by 2017 (most 
likely Nigeria and Cameroon), and 2 additional by 
2020 (possibly Indonesia and one Latin American 
country). However, the plan anticipates that, de-
pending on the needs, those operations may look 
quite different to ICI’s current engagement in Ivory 
Coast and Ghana, for instance with more empha-
sis on Strategic Objective 3 (Influencing and Ca-
pacity Building) and less on the community-based 
interventions under Strategic Objectives 1 and 2.       

Globally, ICI’s budget will therefore need to grow 
an ambitious but attainable 130% over the next 
6 years to reach CHF 12.4 M ($14M) by 2020. 
Appropriately, programme activities will grow by 
160%, disproportional to operating and support 
costs which will grow by 65%, resulting in a sat-

isfactory reduction over time in the proportion of 
the total budget comprised of support costs, from 
31% in 2014 to 23% in 2020.

Beyond the achievable increases in funding that 
will be required to meet its desired growth targets, 
ICI can play an infinitely expanding or contract-
ing role in the broader, sector-wide scale up of 
change.  This could occur through a major boost 
in project funding, or through participation in a 
“smart financing” facility that could leverage and 
manage funds from multiple donors. 

ICI’s 130% growth aspiration from 2015 to 2020 is 
ambitious. But set against the 50% growth already 
seen over 3 years, between 2011 and 2014, and 
recognizing the post-transition readiness of the 
foundation to prove its worth, and fulfill its poten-
tial, it is entirely achievable.

With much of this growth predicated on an expan-
sion of projects, its sustainability will depend on 
securing a critical mass of grants, with overlap-
ping, multi-annual timeframes. This would then 
complement the durable ballast that ICI has in its 
membership support, which itself should expand 
with the addition of new contributing companies 
(mainly small and mid-size). 

In addition, the sustainability of the foundation’s 
growth will equally depend on the credibility, the 
reputation and the added-value it is able to project 
and uphold. For this, the continued moral and 
technical support of a growing number of civil so-
ciety members, and of its advising international 
organisations, will be essential.
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