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Background 

The State Secretariat for Economic Affairs SECO has mandated Como Consult GmbH with a 

Mid-term Evaluation (MTE) of SECO’s support to the Swiss Platform for Sustainable Cocoa 

(SWISSCO). In parallel, SWISSCO has mandated the Centre for Development and 

Environment of the University of Bern (CDE) for an evaluation of the impact of the Platform. It 

was decided that these two parts of the evaluation should be conducted jointly by Como 

Consult and CDE under the lead of Como Consult.  

The purpose of the evaluation was (a) to examine the extent to which SECO's support has 

enabled SWISSCO to create added value for the various stakeholder groups in Switzerland, 

but above all but also for the actors in the producer countries, and (b) to generate evidence on 

the mechanisms of action of SWISSCO's multi-stakeholder approach and to identify good 

practices and potential for improvement in this regard.  

The assignment took place between November 2024 and June 2025. 

Appreciation of the Report: Structure, Methodology & Process 

The evaluation team included two people from Como (Thomas Finkel, Piera Waibel) and three 

people of the CDE (Christoph Oberlack, David Bugmann, Markus Giger), which complemented 

each other well in terms of topical and methodological expertise. The coordination of the 

assignment was straightforward, and the team showed a high degree of responsiveness. With 

the CDE, a SWISSCO member and board representative was part of the evaluation team, 

which undermines its independence. In retrospect, it might have been sensible to clarify the 

advantages and disadvantages of the CDE playing a critical role in the evaluation more 

explicitly before the evaluation and to address them openly with the team.  

The methodology, consisting of an extensive document review, stakeholder interviews (n=33), 

a field visit to Ghana, and an online member survey (N=51 completed responses), was 

adequate. Triangulation was used to corroborate findings from different data sources.  

The evaluation report is clear and well-written. Unusual is however the inclusion of a 

substantial number of recommendations under each chapter. SECO and SWISSCO therefore 

requested an Executive Summary, which presents the findings and key recommendations in a 

more condensed form. Although generally valid, the very high number of specific 

recommendations in the main text makes it difficult to distil the most meaningful ones. In our 

opinion, a substantial number of recommendations point to measures that were already being  
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implemented or planned1. In addition, some recommendations are repeated with somewhat 
different wording2. As repeatedly observed to the evaluators, we would have appreciated a 
clearer prioritisation and bundling of recommendations, which would also be in line with the 
recommendations received from the Parliamentary Control Committee in 20233. For the follow-
up to the recommendations, we therefore foresee to group measures and not report on them 
individually. Also, we have undertaken a certain prioritization of recommendations ourselves, 
where we have put those for which we do not foresee a specific follow-up in the annex. 

In hindsight, it might have been useful to foresee intermediate meetings between SECO, 
SWISSCO and the evaluation team to discuss preliminary findings, clarify important questions 
and align expectations. 

Key Findings and Lessons learnt

The evaluation finds that SWISSCO is regarded by its members as a positive and valuable 
platform for advancing sustainability in the cocoa sector. It has carved out a strong role, 
complementing existing initiatives, though limitations typical of multi-stakeholder platforms 
remain. The evaluation highlights both achievements and areas for improvement across six 
dimensions:

1. Accountability & Transparency

Over two thirds of stakeholders agree SWISSCO strengthens accountability through joint 
target-setting and transparency. It fosters peer support and shared commitments, yet concerns 
exist about “free riding”. Reporting requirements are considered too lenient.

2. Networking & Knowledge Exchange

SWISSCO effectively promotes collaboration and trust, with a majority of stakeholders noting 
increased partnerships. Events, especially in-person ones, are well-received. Members call for 
deeper case studies, stronger engagement with producing-country stakeholders, and greater 
harmonization of reporting standards with EU and the World Cocoa Foundation.

3. International Collaboration & Policy Dialogue

SWISSCO enhances Switzerland’s reputation, particularly in Ghana through partnerships key 
government partners. Policy dialogue is recognized as a powerful but underused tool, with 
members expecting stronger influence from Swiss embassies and coordination with actors like 
the World Bank and ISCOs. Current ISCO working groups are considered too fragmented and 
need streamlining.

4. Financing Windows 

SWISSCO’s co-funding mechanism is highly valued (90% approval). However, increased 
clarity on funding criteria is required, and additionality is sometime questioned. Landscape 
projects are considered a promising approach but suffer from limited member willingness to 
invest beyond supply chains. Innovation projects sometimes lean toward business 

1 e.g. recommendations 3, 4, 6, 14, 16, 17, 20, 23, 34, 37, 49
2 e.g. recommendations 18, 28, 39 and 45 on access to finance; or 22, 27 and 32 on promoting bottom-up 

approaches
3 The Federal Council is requested to ensure that the recommendations in external evaluation reports are always 

addressed to specific recipients, that external evaluators propose a prioritization of these recommendations, and 
that they always define a time frame for their implementation.
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development rather than true innovation. The peer-learning window is underutilized but offers 
strong potential, particularly for SMEs needing joint impact studies.

5. Intervention Mix & Sustainability Transformation

Most stakeholders find SWISSCO’s interventions coherent and impactful. Gaps remain in 
consumer-country activities, transition finance, and in scaling proven approaches. Effective 
transformation will require bridging project silos, context-specific tailoring, deeper local 
engagement, and expanded policy dialogue.

6. Institutional Governance

SWISSCO is seen as effective and responsive, though representation of producer-country 
voices is limited, and board members often reflect organizational rather than sector-wide 
interests. It relies on membership fees and SECO funding but could diversify financing via 
green/impact investment, especially for landscape projects. The evaluation finds that 
strengthening governance, expectations, and accountability would enhance SWISSCO’s 
credibility as a convener.



Recommendations





















To SECO: Acknowledge 
long-term nature of (high 
quality) landscape projects 
and avoid funding gaps to 
keep momentum and 
commitments.



To SECO: Review 25% co-
funding offer and increase 
percentage if partners 
actually contribute their 
funding to the “beyond 
supply chain” activities. 
Generally, review what type 
of co-funding is acceptable 
and what not (i.e. farmer 
premiums).

To SWISSCO: Require 
project developers/leads to 
work more according to 
bottom-up approaches 
together with local 
government entities and 
environmental organizations 
and request exit strategies 
for handing over full 



responsibility to local 
organizations.







To SWISSCO: Engage with 
Swiss Food Research’s 
Cocoa Innovation Group 
(funded by members and 
Innosuisse) to see if there 
are overlaps and 
opportunities to sharpen 
each organizations’ role and 
maybe even benefit from (co-
)funding.



To SECO and SWISSCO: 
Shift project funding even 
more towards creating 
systemic change and 
facilitating sustainability 
transformation in the cocoa 
sector.



To SECO and SWISSCO: 
Put more emphasis on the 
topic of transition by e.g. 
building a Transition Finance 
Taskforce within SWISSCO 
to design finance 
instruments and mobilization 
strategies to enable 
members to tap into impact 
investing and green finance 
funds.

To SWISSCO: Facilitate 
quantitative studies on the 
business case for 
sustainability approaches. 
This would help to gain the 
ear of sourcing people, not 
just sustainability people, by 
proving that these 
approaches make supply 
chains more resilient and 
less risky.



To SWISSCO: Add activities 
to make Switzerland a more 
sustainable consumer 
country of cocoa 
(procurement rules, 
consumer sensitization, 
margins).

To SWISSCO: Continue 
fostering the emerging 
closer dialogue between 
Chocosuisse and 
SWISSCO, try 
establishing a Reward & 
Recognition agreement or 
MoU between SWISSCO 
and Chocosuisse. Aim for 
Chocosuisse to, step by 
step, play a bigger role (or 
contribute to SWISSCO for 
playing their role).



To SWISSCO: Consider 
establishing a new member 
category “Service Providers 
& Consultants” (without 
board seat and possibly 
higher membership fees).

To SWISSCO: Foster 
membership (in the new 
category “Service Providers 
& Consultants”) / 
participation of organizations 
from the finance sector that 
would potentially be 
important partners for scaling 
sustainability initiatives and 
approaches.









To SWISSCO and SECO: 
Further foster 
studies/assessments 
initiated collectively by 
SWISSCO members. Ideally 
with local partners in the (co-
)lead and with SWISSCO 
member examples being 
assessed/included 
(increases relevance). 
Resources for rather costly 
baseline/impact 



assessments can be pooled 
through SWISSCO. SECO 
could co-fund, particularly for 
SME to be covered as well.

To SWISSCO and SECO: 
Expand policy dialogue to 
include broader rural 
development issues in 
cocoa-growing regions 
which would help secure 
long-term sourcing 
opportunities for members 
and improve livelihoods of 
farmers, their families and 
communities  

To SWISSCO and SECO: 
Think about similar 
position/role like that of 
Ghana Country Lead in other 
key origins, i.e. CIV and 
Ecuador. This would allow 
anchoring SWISSCO in key 
origin countries and build 
more collaborative links with 
multi-stakeholder groups in 
origin countries.
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