
Côte d’Ivoire is the world’s leading producer and 
processor of cocoa beans. Its processing capacity now 
surpasses that of the Kingdom of the Netherlands, 
which until recently had held the top position. The 
government is continuing to encourage investment in 
local cocoa bean processing, which could account for 
70 to 80 percent of national production by 2030. This 
study examines the prospects for investment in 
primary cocoa processing and the financing needs this 
objective entails.
	 To address these questions, we draw on 
information obtained through interviews conducted 
online and in person in Abidjan and San Pedro with 
around 30 institutions and stakeholders in processing, 
trading, collection, and financing, as well as with the 
regulator, the Coffee and Cocoa Council (Conseil Café-
Cacao, CCC), between December 2024 and May 2025. 
Access to plant data, anonymized for confidentiality 
reasons, enabled us to supplement the first-hand 
information essential for assessing capital expenditure 
(CAPEX) and operating expenses (OPEX), and to 
simulate the financing needs of the sector under 
different farm gate price scenarios.

The main finding of this study is that the strategic 
priorit y lays in f inancing the working c apital 
requirements (WCR) of the cocoa sector, especially in 
processing, rather than in making additional CAPEX 
investments. Financing WCR (the funds tied up by a 
company to sustain its operating cycle) is a structural 
factor for the viability of primary cocoa processing in 
Côte d’Ivoire. This applies in the short term, given the 
sharp rise in cocoa prices, and in the medium term, in 
view of the strong growth in processing capacity and 
the preference of financial institutions for financing 
cocoa bean exports. We therefore recommend the 
rapid establishment of dedicated “cocoa” credit lines 
by development finance institutions to meet WCR at 
the peak of demand, expected at the start of the 
2025/26 season and beyond.
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CÔTE D’IVOIRE, NEW STRONGHOLD IN 
COCOA PROCESSING
Côte d’Ivoire is the world’s leading exporter of cocoa 
beans and primary processed products, also known as 
semi-finished products, such as cocoa mass, also 
referred to as “liquor” or “paste”, butter, cake, and 
powder. This study does not cover secondary pro-
cessed products, such as couverture chocolate and 
confectionery chocolate.
	 Exports of cocoa beans and primary processed 
products fluctuate in value according to the bean 
prices set on the London and New York exchanges and 
the ratios that determine the prices of semi-finished 
products. To indicate scale, the total value of Ivorian 
exports of cocoa beans and semi-finished products 
amounted to EUR 4.6 billion in 2023, accounting for 
22 percent of the country’s total goods exports and 
6 percent of Ivorian gross domestic product (GDP). In 
value terms, in 2023 cocoa beans accounted for two-
thirds of Côte d’Ivoire’s total cocoa exports (cocoa 
beans and semi-finished products), followed by mass 
(17 percent) and butter (14 percent). Cocoa powder 
accounted for only 1.3 percent of the country’s cocoa 
exports. Côte d’Ivoire remains a leading player in the 
export of cocoa beans, accounting for about 40 percent 
of global exports, with its share in global exports of pro-
cessed cocoa products at around 12 percent. Europe is the 
leading destination market for Ivorian cocoa beans; one 
out of every two beans imported into Europe comes from 
the ports of Abidjan or San Pedro. They are primarily 
ground in the Kingdom of the Netherlands (20 percent of 
Ivorian beans exported worldwide) ,  Belgium 
(10 percent), Germany (approximately 7 percent), and 

Spain and Italy (4 percent each). Outside Europe, the main 
bean importers are Malaysia (11 percent), the United States 
o f  A m e r i c a   ( 1 0  p e r c e n t ) ,  C a n a d a  ( a b o u t 
6 percent), Türkiye (5 percent), and Indonesia (about 
3 percent). Ivorian cocoa butter is exported almost exclu-
sively to the Kingdom of the Netherlands and Germany, 
while 60 percent of Ivorian cocoa mass goes to Europe. 
Under the Interim Economic Partnership Agreement 
(iEPA) with the European Union, Côte d’Ivoire and Ghana 
benefit from duty- and quota-free access to the European 
market.
The quantity of cocoa beans processed in Côte d’Ivoire 
grew at an average annual rate of 5 percent between 
2013 and 2022 (Figure 1) due to the expansion of 
capacity by long-established international groups 
engaged in cocoa processing and trading in Côte 
d’Ivoire, such as Barry Callebaut, Cargill, and Olam 
Food Ingredients, as well as the creation of new plants. 
These included the Malaysian group Guan Chong 
Berhad Cocoa and Ivorian-owned plants such as Ivory 
Cocoa Products, Compagnie Cacaoyère du Bandama, 
and Ivory Cocoa Waste Products, among others. 
	 For the Ivorian government, the motivations 
behind the industrialization project through the pro-
cessing of agricultural export products are primarily 
economic, with the generation of foreign currency as 
well as the creation of added value and jobs. For indus-
trialists, the main motivation lies in access to the 
Ivorian cocoa bean, which is key to the financial viabil-
ity of processing (see the box on page 3).
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Figure 1 
Harvested cocoa, grinding capacity, and quantity of ground beans in Côte d’Ivoire (2013–2024)

SOURCES: Authors' own elaboration based on interviews and on data from the Government of Côte d’Ivoire, Abidjan. [Cited 
25 Feb 2025]. https://www.gouv.ci/accueil
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Investment in local processing, whether direct or 
through an off-take agreement with a processor estab-
lished in the country, strengthens access to Ivorian 
cocoa beans. Transporting semi-finished products is 
also more efficient, since raw cocoa beans are 
exported with their shell, which makes up about  
5 percent of the bean’s weight, with limited commercial 
prospects. Interviews also highlighted the benefit of 
stronger value chain traceability compared with plants 
sourcing from multiple origins, particularly from coun-
tries where national traceability systems are less 
developed. Additionally, at times, Ivorian authorities 
have introduced tax exemptions and incentive meas-
ures – notably in 2017 with the adoption of a 
differentiated single export duty (droit unique de sortie 
- DUS), favourable to semi-finished products. Reduced 
rates were set at 13.2 percent for cocoa mass exports, 
11 percent for butter, 9.6 percent for powder, and 
0 percent for chocolate, while cocoa bean exports 
were taxed at the base rate of 14.6 percent. This meas-
ure helped attract certain investors in local processing 
before being discontinued in 2023, when a uniform 
single export duty of 14.6 percent was applied to both 
cocoa beans and semi-finished products.

A processing plant's profitability varies with fluctua-
tions in both cocoa bean and semi-finished product 
prices, which are not perfectly correlated. In addition 
to the high volatility of butter/bean and powder/bean 
ratios, several success factors for a processing plant 
also emerged. These include: securing a stable supply 
of cocoa beans (directly tied to the company’s financ-
ing capacity); maintaining robust utilization rates of 
industrial facilities (as a plant must operate continu-
ously over the twelve-month year); managing market 
risk (particularly through the ability to hedge or to 
pass this risk on to buyers); achieving economies of 
scale (with the internal rate of return rising as plant 
size increases, provided bean supply keeps pace with 
this growth); and the ability to meet the specifications 
of chocolate manufacturers in terms of quality and 
food safety (powder and cocoa butter are ingredients 
and not commodities).

THE VIABILITY OF PROCESSING DEPENDS ON THE 
AVAILABILITY AND QUALITY OF THE BEANS

In addition to accounting for 40 to 45 percent of 
world cocoa production, depending on the year, 
Ivorian beans (along with Ghanaian beans) play a 
key role in the production of couverture chocolate 
by their balance and quality.
	 The Ivorian regulator now prioritizes cocoa 
processors established in Côte d’Ivoire when 
allocating cocoa beans from the mid-crop cycle 
(April to August), which accounts for between 20 
and 30 percent of annual production. In 2023/24, 
the mid-crop amounted to about 400  000 tonnes. This 
measure aims to ensure the continuity of processing 
activity beyond the main crop (between October and 
March), against a backdrop of declining national 
production.
	 In the future, cocoa bean exports should 
serve as an adjustment variable in an Ivorian 
context marked by a relative decline in cocoa 
production and an increase in processing capacity. 
Only cocoa beans not used by local processors may 
be exported.
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Figure 2 
Evolution of CIF*  Europe price of butter, cocoa powder, and cocoa beans 

*The CIF price (cost, insurance, and freight) includes the cost of insurance and freight to the destination port, in addition 
to the price of the product itself.

SOURCES: Authors' own elaboration based on: First Grade International Ltd.2025. Cocoa Market Report. Bromsgrove (United 
Kingdom). https://www.fg-int.co.uk/reports/cocoa-market-report-may-2025; Panamir. 2025. Cocoa Market Reports. Tallinn. 
https://panamir.com/cocoa-market-trends-may-2025; ICCO. 2025. Cocoa Market Reports. Abidjan. 
https://www.icco.org/icco-documentation/cocoa-market-review/

INSTALLED CAPACITY CLOSE TO 
1.4 MILLION TONNES BY 2027/28 
In 2024, Côte d’Ivoire had 15 active cocoa bean pro-
cessing companies, with a combined capacity of some 
990 000 tonnes of mass, butter, cake and/or powder, 
according to CCC data corroborated by interviews with 
in d u s tr y  o p e r a to r s ,  to  w h i c h  a re  a d d e d  th e 
50,000 tonnes from the Transcao plant inaugurated in 
June 2025 (expandable to 110 000 tonnes). Before this 
new plant, the utilized capacity could reach approxi-
mately 750 000 tonnes, or 75 percent of total capacity 
(the peak was reached in 2023). Looking ahead, the 
projects currently underway could add between 
180 000 and 344 000 tonnes of capacity by 2025, 
bringing the total  ins tal led ba se to bet ween 
1.1 and 1.3 million tonnes. Some of these projects are 
already well advanced, while others remain at the plan-
ning stage. Reflecting on these developments, in June 
2024 the Minister of Agriculture announced a forecast 
capacity of 1.176 million tonnes, based on plants 
already installed or under construction.
	 Assuming cocoa production remains steady at 
1.8 million tonnes (the level estimated for the 2023/24 
season), Côte d’Ivoire’s operational processing capacity 
could reach a historic 74 percent in 2025/26 if the upper 
end of current estimates is reached. Installed capacity 
could rise to as much as 1.4 million tonnes by 2027/28. 
Unless there is a significant and sustained increase in 
bean production in Côte d’Ivoire, however, the need for 
further CAPEX in new plants or plant extensions beyond 

those already planned appears very limited. Added to 
this is the requirement to build security stocks at the 
end of each harvest (both main and mid-crop) to ensure 
processing continuity.
	 In 2025, the average cocoa processing plant in Côte 
d’Ivoire had a capacity of just under 60 000 tonnes (simple 
average). Plant sizes range from 5 000 to 170 000 tonnes, 
with a median of 45 000 tonnes, and capacity expansions 
typically occur in increments of 15 000 or, more often, 
30 000 tonnes. Two out of three processors are majority-
owned by Ivorian shareholders, with the line between 
national and international actors remaining very 
porous in a globalized sec tor with numerous 
commercial, financial, and strategic partnerships. In 
2024/25, subsidiaries of international companies 
accounted for 74 percent of the country’s processing 
capacity (Barry Callebaut, Cargill, Cémoi, GCB Cocoa, 
Olam Food Ingredients, and Nederland). Notably, 
however, most new investment projects are being 
undertaken by Ivorian-owned companies.
	 The threat of new US customs tariffs, which would 
hit Côte d’Ivoire harder than some of the Latin American 
cocoa-producing countries, poses constraints. Yet 
processing opportunities in Latin America remain 
limited, as beans from other origins must be imported 
for blending purposes, whether for quality (Ecuador) or 
for quantity (Brazil). In Europe, processing capacity has 
remained unchanged over the past five years.
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THE BUSINESS CASE FOR COCOA PROCESSING 
IN CÔTE D’IVOIRE 
Without going as far back as Mesoamerica in the sec-
ond millennium BC, when cocoa was ground by hand 
and roasted over a flame, or even to the first hydraulic 
presses of late eighteenth-century Europe, thanks to 
which a chocolate bar, famously evoked by Victor 
Hugo in the novel 1793, found its way into the pocket of 
the Marquis de Lantenac, it is worth recalling the main 
steps leading up to grinding, as well as grinding per se, 
where most innovation has taken place.
	 Harvesting and fermentation: The first stage of 
cocoa bean processing is the harvesting of the cocoa fruit 
(the pod), which contains the beans. Once removed from 
the pod, the beans are fermented. 
	 Drying and sorting:  After fermentation, the beans 
are spread out on racks to dry in the sun or in mechanical 
drying facilities. The aim is to reduce their moisture con-
tent by 90 percent to ensure preservation. Once dried, the 
beans are prepared to export standards before being 
exported or processed into semi-finished products. The 
next step is roasting. 
	 Roasting: This crucial step develops the flavours 
and aromatic compounds of the beans while removing 
excess moisture. It is also the most important food safety 
step, as pathogens are destroyed by heat. Since no further 
destruction is possible in later stages, buyers pay a pre-
mium to the most professional plants.

	 Grinding: The beans are then passed between 
heated steel jaws and ground into a paste, known as 
cocoa mass or liquor, which contains both cocoa solids 
and cocoa butter. All processing plants carry out grind-
ing, though some stop at this stage. Others continue 
with subsequent processing steps. They are therefore 
not simply “grinders”, a generic term often misused to 
refer indiscriminately to producers of mass or liquor as 
well as to those producing butter and powder by 
pressing.
	 Pressing: Pressing the mass separates the sol-
ids (the cake, which, once sifted, yields the powder) 
from a liquid oil, which, once agglomerated, becomes 
cocoa butter.
	 The technologies used in primary processing 
( ro a s t i n g ,  g r i n d i n g ,  p re s s i n g )  a re  re l a t i ve l y 
homogeneous across plants, particularly those built 
more recently. The choice of machinery and industrial 
equipment is not as strategic as in other sectors; in 
cashew processing, for example, technology is evolving 
very rapidly. Cocoa processing plants are purchased on 
a turnkey basis. The main equipment suppliers are 
primarily European: Dutch (Royal Duyvis Wiener), Swiss 
(Bühler), German (Sollich), and Italian (Tropical Food 
Machinery, GSR Cocoa Machinery).
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INVESTMENT EXPENDITURE
EUR 

MILLION

Cocoa processing lines and 
miscellaneous equipment

24

Infrastructure 26

TOTAL CAPEX 50

Table 1 
CAPEX for a 30 000-tonne processing plant designed 
with the option of doubling its capacity. 

SOURCE: Authors, based on interviews.
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THE OPEX FOR ONE YEAR OF OPERATION IS TWICE THE CAPEX
We modelled the investment and operating costs of a 
processing unit with a capacity of 30 000 tonnes, a 
size considered minimal to generate an acceptable 
profitability for investors. We assumed that this model 
30 000-tonne plant was designed with the option of 
doubling its capacity, as is the case for most recent 
plants. Planning an extension at the construction stage 
allows for future economies of scale. This results in 
higher CAPEX for infrastructure (foundations and 
buildings) than for a plant designed without an exten-
sion. We also selected a plant that is representative of 
the most recently established plants, in terms of loca-
tion and the costs of connecting to networks (roads, 
electricity, water).
	 With these assumptions, we estimate the CAPEX 
of a 30 000-tonne plant today to amount to around EUR 
50 million (Table 1). Doubling capacity requires a smaller 
additional investment of EUR 12 million. The average 
cost of a 60 000-tonne plant is therefore approximately 
EUR 1 million per 1 000 tonnes of capacity. The process-
ing capacity already installed in the country thus 
represents more than EUR 1 billion in CAPEX under-
taken in Côte d’Ivoire. This reflects the success of the 
Ivorian authorities’ industrial policy in the sector.

Marginal CAPEX requirements decrease as plant size 
increases. The cost structure shows that doubling 
capacity from 30 000 to 60 000 tonnes, and again from 
60 000 to 120 000 tonnes, is less CAPEX-intensive than 
the initial investment. Processing lines (roasting, grind-
ing, pressing) account for the bulk of CAPEX during an 
expansion. For an increase from 30 000 to 60 000 
tonnes, they account for between 20 and 25 percent of 
the initial CAPEX.
	 Just over 85 percent of annual OPEX, estimated 
based on the prevailing bean price during the 2024/25 
season, is allocated to bean purchases, with the remain-
der covering salaries and energy, particularly electricity. 
It is not so much the level of electricity expenditure 
(about 5 percent of annual OPEX for a factory operating 
at full capacity) that determines plant viability, but rather 
the continuity of supply and the stability of voltage 
throughout the year.
	 The annual OPEX of a 30 000-tonne plant, based 
on farm gate price levels for the 2024/25 season, is 
estimated at about EUR 90 million. To give an order of 
magnitude, the OPEX for one year of operation of a new 
30 000-tonne plant is therefore roughly twice the 
amount of the initial CAPEX.
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A CLOSE TO EUR 4 BILLION WCR
The relative importance of OPEX compared with 
CAPEX, and the dominant share of cocoa bean pur-
chases within OPEX, make the financing of the bean 
supply a central element in both the economic model 
of a processing plant and the functioning of the sector.
	 A processor must satisfy almost 65 percent of its 
cocoa bean requirements over a four-month period, 
from October to January, corresponding to the produc-
tion peak of the main crop (Figure 3). The need for 
financing is therefore particularly acute at this time of 
year. Added to this is the length of the financing cycle 
itself, that is the gap between the cash outflow to 
finance bean purchases (cash-out) and payment by the 
buyer (cash-in). The financing cycle for cocoa bean 
processing lasts about three months, from pre-financ-
ing in production areas through milling, delivery to port, 
and customs clearance procedures. This cycle can be 
shortened, but only marginally. The financing cycle for 
cocoa bean exports is more flexible; it consists of half a 
month in production areas (pre-financing), half a month 
for fermentation, drying, and sorting, and between one 
and two months for administrative management and 
procedures (customs clearance, etc.), depending on 
the operator. It can therefore last up to three months 
but is generally shorter. For calculation purposes, we 
assume a three-month financing cycle for the cocoa 
WCR (bean exports and processing).
	 We base our analysis on a flow of monthly bean 
deliveries to ports and processing plants, similar to 
that observed during the 2023/24 season. Assuming a 
three-month financing cycle and applying monthly 
delivery data from 2023/24, we estimate the WCR of 
Ivorian processors and exporters under different farm 
gate price scenarios (Figure 4). A price of 1 000 XOF/kg 
(EUR 1 525/tonne) corresponds to the 2023/24 main 

crop; 1 500 XOF/kg (EUR 2 285/tonne) to the 2023/24 
mid-crop; and 1 800 XOF/kg (EUR 2 745/tonne) to the 
2024/25 main crop. Prices of 2 500, 3 000, 3 500 and 
4 000 XOF/kg are hypothetical. With the farm gate 
price set at 60 percent of the CIF (cost, insurance, and 
freight) value for northern Europe, they correspond to 
CIF sales prices of EUR 6 350/tonne (2 500 XOF/kg), 
EUR 7 620/tonne (3 000 XOF/kg), EUR 8 890/tonne  
(3 500 XOF/kg), and EUR 10 160/tonne (4 000 XOF/kg). 
All these price scenarios are plausible in light of current 
cocoa price volatility, although their likelihood dimin-
ishes as the price level used for illustration rises. For 
comparison, in April 2025, the CCC set the farm gate 
price for the mid-season campaign at 2 200 XOF/kg 
(3 350 EUR/tonne farm gate price). A few months later, 
in October 2025, the farm gate price for the main 
2025/26 campaign was set at 2 800 XOF/kg (4 270 EUR/
tonne farm gate price), a new record. According to our 
calculations, the sector’s peak WCR in December 2025 
and January 2026 could be close to EUR 4.3 billion, 
based on the new farm gate price of 2 800 XOF/kg. This 
would almost triple the EUR 1.5 billion peak recorded 
during the 2023/24 season and be over EUR 1.5 billion 
higher than our estimated peak for 2024/25.
	 To provide an order of magnitude, Côte d’Ivoire’s 
GDP in 2023 amounted to some EUR 73 billion. The 
peak WCR of cocoa processors and exporters, that is, 
the cash circulating mainly between production areas, 
plants, and ports at the end of the year, could therefore 
temporarily account for more than 5 percent of annual 
Ivorian GDP. At this price of 2 800 XOF/kg, the cargo of 
a single 35-tonne truck of bean sacks is now worth 
nearly 150 000 euros. The cost of the bean supply in 
the cocoa sector is placing unprecedented pressure 
on the funding of the Ivorian economy.
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Figure 3 
Monthly deliveries of cocoa beans in tonnes to ports and processing plants in Côte d’Ivoire, 2023/24

SOURCE: Authors’ own elaboration based on data collected from exporters.
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Figure 4 
Estimation of the working capital requirements of cocoa bean processors and exporters under different price 
scenarios, based on the seasonality of bean deliveries recorded in 2023-2024 for a crop of 1.8 million tonnes

NOTE: The WCR for a given month corresponds to the financing of deliveries over the previous three months. Thus, the WCR for 
October corresponds to the financing of port deliveries in August, September, and October, while the WCR for November 
corresponds to the financing of port deliveries in September, October, and November, and so forth. 
SOURCE: Authors’ own elaboration based on data collected from exporters. 

With processing capacity accounting for around 50 per-
cent of annual bean production, processing would 
represent half of the sector’s total WCR. According to our 

calculations, the peak WCR of Ivorian processors alone 
could be around EUR 2 billion in December 2025, based 
on the farm gate price of 2 800 XOF/kg.
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FINANCING WCR
How can WCR be financed? First, it should be noted 
that many banks are extremely active in financing 
cocoa. One bank we interviewed reported, for example, 
that the sector accounted for 8 percent of its loan port-
folio, with this allocation readjusted each season.
	 Banks use two types of financing lines to cover 
the cocoa sector’s WCR: spot credit lines and advances 
on pledged goods. Spot credit lines are used to pur-
chase cocoa in production areas before it is prepared 
for processing. The advances on pledged goods are 
designed to finance inventories. They are granted in 
exchange for the storage and pledging of goods, whose 
value must be verified on behalf of the bank. When 
cocoa is packaged for storage, it is pledged against a 
fixed value, the ex-warehouse price, which corresponds 
to cocoa cleaned to export standards and ready for 
export or processing. The beans are then dehulled 
before processing. Semi-finished products may be 
pledged a second time, but in most cases, these are 
purchased quickly by customers and do not require 
stock financing. Given the pressure on their WCR, pro-
cessors in Côte d’Ivoire have every interest in selling 
their semi-finished products as quickly as possible.
	 The cost of financing WCR varies according to 
the bank, the borrower, and policy rates, with a maxi-
mum of 8 percent (excluding tax) set by the CCC in its 
schedule. This corresponds to data collected from 
commercial banks in Côte d'Ivoire, which would apply 
interest rates ranging from 6 to 8 percent (excluding 
taxes) for WCR financing. The 80 percent increase in 

the farm gate price in October 2024 compared with the 
previous main crop season (from 1 000 XOF/kg to 
1 800 XOF/kg) had already led to an unprecedented 
rise in the WCR of operators in the sector, to which 
Ivorian banks were able to respond only marginally. 
One bank we met reported that it had increased its 
exposure to the sector by 12 percent. In addition, a 
2024/25 main crop that fell short of expectations led 
operators to concentrate their purchases, and there-
fore their financing needs, into an even shorter period 
than usual.
	 At least three factors account for the shortage of 
bank credit allocated to cocoa processing in the cur-
rent context of historically high prices.
	 The first factor is the banks’ own access to 
liquidity. Financial institutions can draw on several 
instruments to meet rising financing needs: mobilizing 
local savings, requesting a liquidity injection from the 
Central Bank of West African States (BCEAO), refinanc-
ing on the interbank market, or securing lines of credit 
from international financial institutions, primarily devel-
opment banks. In an emergency, a liquidity injection 
from the BCEAO is theoretically the quickest option. 
Yet in the last quarter of 2024, owing to the exceptional 
concentration of bean purchases described above, the 
sums requested by Ivorian banks were so large that the 
interbank market stopped functioning, and even the 
BCEAO struggled to meet demand.
	 The second factor is the banks’ prudential risk 
management. Like all financial institutions, Ivorian 
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banks must comply with certain ratios, either imposed 
by the BCEAO (maximum exposure per borrower, 
capital adequacy, liquidity, etc.) or defined within each 
bank’s own risk framework (such as maximum concen-
tration by sector). They still have in mind the 2017 
collapse of a local exporter that accounted for up to 
10 percent of the country’s cocoa bean shipments. 
That bankruptcy is estimated to have cost the coun-
try’s financial institutions more than EUR 220 million 
(Aboa, 2018). Even so, some Ivorian banks have since 
developed a greater appetite for cocoa and a deeper 
understanding of the sector than others and view its 
growth as a major financing opportunity.
	 The third factor concerns tax and regulatory 
provisions that shape demand for financing from 
national banks. The recent introduction by Ivorian 
authorities of a 1 percent levy on intragroup pre-financ-
ing for sourcing beans has mechanically shifted part of 
international groups’ financing needs onto the local 
banking sector. This has intensified competition for 
liquidity just as overall needs have risen in response to 
higher farm gate prices.
	 Our interviews show that banks regard financing 
cocoa bean export activities, which account for more 
than half of the value of cocoa product exports, as more 
attractive than financing processing. This greater 
appetite can be explained by several factors: limited 
knowledge of semi-finished product markets, the lower 
transparency of those markets, the difficulty of calcu-
lating a processor’s margins compared with those of a 
bean exporter, and the lower liquidity of semi-finished 
product stocks. In addition, the financing cycle for 
cocoa bean exports is shorter than that for semi-fin-
ished products, allowing banks to recycle credit lines 
for bean exports more frequently. In the competition for 

access to finance, the main rival of cocoa processing 
plants is cocoa itself. Not to mention the cotton and 
cashew seasons, which are likely to suffer from the 
increased financing needs of the cocoa sector.
	 Faced with the banking sector’s constraints on 
financing the working capital needs of the entire cocoa 
value chain, and processing in particular, processors 
have several options. They may obtain intra-group 
financing in the case of international companies, or rely 
on a principal buyer (an “off-taker”) who undertakes to 
purchase a certain volume of products and may finance 
part of a given supplier’s working capital (an off-take 
contract with a reputable counterparty generally facili-
tates access to loans from local banks), or seek 
financing from development finance institutions or 
international financial institutions (DFIs or IFIs). Another 
option is to defer payment to suppliers, although this 
jeopardizes access to beans and, therefore, the opera-
tion of processing facilities and company profitability. 
Limited access to WCR is, therefore, a factor that wid-
ens inequalities among processors.
	 We have not included the cost of hedging 
against market risk in estimating the financing needs of 
plants and of the sector as a whole. This cost is signifi-
cant for cocoa bean exports and also for semi-finished 
products, given the volatility of mass, butter, and pow-
der prices, and is usually borne by the processor or 
exporter’s parent company or its off-taker. No Ivorian 
financial institution currently offers such hedging ser-
vices. The cost of hedging is therefore incurred outside 
the country and can be substantial. For a processor or 
bean exporter, the amounts tied up by margin calls 
during periods of high volatility and sharp price 
increases, as has been the case since 2023, are com-
parable to its WCR.
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KNOWN UNKNOWNS
Opportunities to finance cocoa processing in Côte 
d’Ivoire focus mainly on WCR rather than CAPEX. The 
needs estimates and the financing recommendations 
we propose must be considered in the light of certain 
“known unknowns”. These could either heighten the 
scale and urgency of financing needs or, by spreading 
them over a longer period, somewhat reduce their 
importance. These “known unknowns” are as follows.
	 Trends in world's cocoa demand. Consumption 
of chocolate, the ultimate “comfort” product, has shown 
strong resilience even during economic crises 
(Cougard, 2025). A one-off quadrupling of cocoa 
prices, which topped EUR 10 000/tonne several times 
in the past two years, has only marginally affected 
short-term consumption. Grindings are expected to fall 
by 2 percent in Europe and the United States in the 
2024 calendar year compared with the previous year, 
with forecasts of a 4 percent decline for the 2024/25 
season compared with the previous season. This surge 
has not “destroyed” demand as much, or as quickly, as 
some operators had anticipated. Low short-term price 
elasticity, however, does not shed light on the long-
term growth prospects for global demand for cocoa 
beans and semi-finished products. The main outlets for 
semi-finished cocoa products remain Europe and the 
United States, long-established markets where per 
capita chocolate consumption is the highest in the 
world. The growth in consumption that Asia or Africa 
could represent is slow to take over. The few available 
estimates suggest that per capita chocolate consump-
tion is around 8 kg in Switzerland and Germany, 
compared with less than 300 g in China (Dunn, 2023).
	 Trends in cocoa bean production in Côte d’Ivo-
ire. Ivorian orchards are ageing. Episodes of swollen 
shoot – a disease that can only be treated by uprooting 
the trees – are reducing yields, while climate change is 
increasing exposure to disease and disrupting both the 
distribution and intensity of rainfall. A business-as-
usual scenario could lead to a structural flattening of 
production at around 1.8 million tonnes, which was the 
level recorded in the 2023/24 season. This would con-
strain the bean supply for processing plants, in a 
context of likely high prices, given Côte d’Ivoire’s domi-
nant share of world cocoa production. Conversely, 
active orchard management, combining higher yields, 
tree renewal, greater use of inputs, the deployment of 
hybrids, and farming practices such as agroforestry 
that enhance the resilience of cocoa trees, could ease 
this supply constraint by increasing the availability of 
beans throughout the year.

	 Trends in cocoa bean production in other 
geographies. The decline in cocoa production over the 
past three years in Côte d’Ivoire and Ghana, which 
together account for between 55 and 60 percent of 
world output, combined with the concomitant rise in 
prices, has spurred investment in cocoa plantations 
elsewhere. This is particularly true of Brazil and 
Ecuador, which are promoting a production model 
described as “high tech” (Teixeira, 2025), based mainly 
on large plantations of high-yield hybrids grown in full 
sun, mechanized, irrigated, and heavily input-depend-
ent. A cocoa tree generally takes three to five years to 
produce its first fruit. Over the coming years, it will 
become clear whether these ambitious plans translate 
into a significant and enduring increase in production in 
these countries. However, the history of cocoa shows 
that a major producing country can see its orchards 
decimated by an insect or fungus in just a few years, as 
with “witch’s broom”, which ravaged Brazil’s plantations 
last century. Exposure to climate change and the dis-
eases that accompany it affects the entire intertropical 
belt and all cocoa-producing countries without distinc-
tion. This could make the large-plantation model, with 
its cloned monotypes all reacting identically to an 
aggressor in the absence of genetic diversity, particu-
larly vulnerable (Teixeira, 2025).
	 Trends in regulatory and fiscal provisions in 
Côte d’Ivoire. Depending on the year and the level of 
cocoa bean production in Côte d’Ivoire, plants are per-
mitted to store only part of the main crop. In a scenario 
where production remains low and the risk of tempo-
rary surpluses in processing capacity becomes real, 
such storage constraints could affect plant utilization 
rates and, consequently, their economic viability. 
Another provision concerns the tax on intragroup 
pre-financing of purchases introduced during the 
2023/24 season. As a result of this tax, international 
companies established in Côte d’Ivoire have increas-
ingly turned to local banks, thereby intensifying 
pressure and competition for access to liquidity.
	 The BCEAO’s response capacity to the timely 
liquidity needs of Ivorian banks. Requests by Ivorian 
banks for liquidity injections to finance the peak WCR 
of the cocoa sector between October and January can 
reach very important levels. In the current context of 
high prices and concentrated seasonal purchases, it is 
important to alert the monetary authorities to the spe-
cific needs of Ivorian banks financing cocoa, so that the 
BCEAO is prepared to anticipate a possible increase in 
such liquidity injection requests during the last quarter 
of each season.
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A priority for development finance institutions (DFIs) and 
international financial institutions (IFIs) interested in the development 
of the Ivorian cocoa sector could be to inject more liquidity to 
improve the financing of WCR in the sector in general, and in 
processing in particular.

RECOMMENDATIONS
Côte d’Ivoire has successfully convinced national and 
international companies to invest hundreds of millions 
of euros in processing plants, making it the world’s 
leading processor in terms of capacities. The objective 
of the Ivorian authorities is to consolidate this position. 
Regular and predictable access to good-quality cocoa 
beans is one of the key success factors in processing. It 
determines the financial viability of processing plants 
and, therefore, the sustainability of their jobs. 
Improving this access requires, in particular, better 
financing of the sector's WCR.

It can be broken down as follows:

Creation of cocoa-specific credit lines by DFIs and IFIs, channelled through 
Ivorian banks and then allocated to processors, exporters, and their suppliers 
(including cooperatives). 

Direct financing of the WCR of cocoa bean processors and exporters by DFIs, 
IFIs, and investment funds. While DFIs and IFIs often prefer to finance CAPEX 
investments, they should systematically add a WCR credit line when financing 
processors’ CAPEX, so that such financing also reaches further upstream in 
the value chain.

Financing the international buyers of Ivorian beans and semi-finished 
products by DFIs and IFIs, to extend this financing upstream through the 
value chain.

Capital injection into investment funds equipped to finance the WCR 
of processors or exporters of cocoa beans, their suppliers (cooperatives), 
or their off-takers. The creation of an ad hoc investment fund dedicated to 
financing the Ivorian cocoa sector, and particularly its WCR, could also 
be considered.

Support for building expertise within the Ivorian banking sector in 
cocoa processing and its financing. Capital without human capital cannot 
meet its demand.

Provision of technical assistance to accelerate the digitalization of financial 
transactions in the Ivorian cocoa sector, in line with CCC initiatives such as the 
introduction of the producer’s card. Bean purchases in production areas are 
still carried out mainly in cash. Digitalizing these purchases could help reduce 
the risk of liquidity crises, build investor confidence, improve traceability in 
the sector (notably in the context of EU regulations on deforestation), and 
enhance the physical security of producers and bean transporters.
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BCEAO	 Central Bank of West African States
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CIF	 cost, insurance, and freight

DFI	 development finance institution
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iEPA	 Interim Economic Partnership Agreement

IFI	 international financial institution

OPEX	 operating expenses
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