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Basic Information 

Last Closed Price CHF1,866 
12M Target Price CHF2,329.47 
+/- Potential +24.8% 
Bloomberg Ticker BARN 
GICS Sector Consumer Staples 
GICS Sub-Industry Food Products 
 

1Y Price vs Relative Index 
 

 
Company Description 

Barry Callebaut AG is the world’s leading 
manufacturer of high-quality chocolate and 
cocoa products. The company is based out of 
Switzerland and is almost fully-engaged in the 
entire cocoa value chain, starting from cocoa 
bean processing right after procurement, to the 
production of cocoa products and gourmet 
chocolate for chefs and artisans, as well as 
providing production outsourcing for the top 
chocolate manufacturers in the world. 
 

Key Financials 

Market Cap  CHF 10.71b 
Basic Shares O/S 5.48m 
Free Float 64.9% 
52-Wk High-Low CHF 1,763 – CHF 2,320 
Fiscal Year End 31-Aug-2022 

 

(S$ M) FY20A FY21A FY22E FY23E 
Revenue 7,207.6 8091.9 8604.9 9202.4 
Gr Rate (%) 15.9 15.0 15.0 15.0 
EBIT 566.7 624.7 578.7 616.1 
Margin (%) 7.9 7.7 6.7 6.7% 
ROE 14.3 14.8 12.6 12.4 
ROA 5.3 5.7 5.4 5.3 
  
  

 

 

We are initiating coverage of Barry Callebaut AG, (“BARN” or 

“Company”) with a BUY rating and a CHF 2,329.47 12M price target.   

FY2021/22 Earnings Highlights 

• Sales revenue increased by 14.6% to CHF8.1b 

• Sales volume grew by 5.3% to 2,306.7MT 

• Gross margins remained stable and above peers at 15.0% 

• Recurring net profit increased by 11.4% to CHF 428.5m 

Investment Thesis 

• Position as the market leader in terms of scale enables Barry 

Callebaut to maintain resilient gross margins despite industry 

headwinds – Barry Callebaut can take advantage of their scale to 

implement a cost-plus pricing model effectively and drive 

sustainable change at the top of the cocoa value chain. 

• Growth in their Gourmet & Specialties segment will allow 

Barry Callebaut to strengthen their top and bottom line – Barry 

Callebaut can leverage its unparalleled scale in the gourmet 

chocolate market to invest heavily in cost reduction technologies 

and continue to develop new innovations to capture market share. 

This will help grow their margin accretive Gourmet & Specialties 

product group. 

• Heavy emphasis on R&D and sustainability opens 

opportunities for to drive growth – Barry Callebaut’s heavy 

emphasis on R&D and sustainability allows them to benefit from 

the age of conscious consumerism. This will help to increase the 

number of outsourcing agreements and boost total sales volume. 

Catalysts 

• Reopening of Wieze Factory will allow Barry Callebaut to meet 

contractual agreements and further drive up their total sales 

volume for the next fiscal quarter 

• New partnerships with large food distributors will allow Barry 

Callebaut to re-establish themselves as a quality brand and the 

market leader of the cocoa and chocolate manufacturing company 

• Expansion of production footprint into Africa allows Barry 

Callebaut them to capture more market share within the growing 

Africa and Middle East market. 

Valuations 

Our 12M price target at the date of coverage is CHF 2329.47. The 

valuation was obtained through a discounted cash flow model using 

perpetual growth. 

Investment Risks  

• Inflation of Raw Materials: Due to inflation, cocoa products poses 

uncertainty to earnings performance 

• Dwindling Number of Cocoa Farmers: Reduction in number of 

cocoa farmers could lead to the extinction of chocolates. 

• Failure to renew or early termination of contracts: Loss of 

customers could backfire on Barry Callebaut’s scale of economy 
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Figure 1: Barry Callebaut’s Logo 

 

Source: Barry Callebaut 

 

Figure 2: Detailed Cocoa Value Chain  

 

Source: ResearchGate 

 

Figure 3: Barry Callebaut’s Global Footprint 

 

Source: Barry Callebaut 

 

Figure 4: Barry Callebaut’s Revenue Split by 

Business Segment 

 
Source: Barry Callebaut 

Company Overview 

With over 175 years of chocolate heritage, Barry Callebaut is the 

leading cocoa bean processing company in the world. They have strong 

control over every step of the value chain, with the exception of cocoa 

bean planting. While Barry Callebaut’s core business activities are 

processing cocoa beans into cocoa-derived food ingredients such as 

cocoa liquor, cocoa powder, and cocoa butter to be sold for commercial 

use, they are also heavily involved in the manufacturing of gourmet 

and specialties chocolates for use by professional chefs and artisans as 

well as consumer cocoa products. Their most notable brands include 

Van Houten and Caprimo. 

Business Segments 

Barry Callebaut segments its operations according to geographic 

region, which includes EMEA (Europe, Middle East, and Africa), 

Americas, and Asia Pacific. These three segments consist of their 

chocolate production and sales activities for consumer, professional, 

and industrial end-users in each region.  

Apart from the three segments by geographic region, Barry Callebaut 

also operates a Global Cocoa segment which operates independently 

from the regional segments and is responsible for the procurement of 

ingredients for chocolate production as well as the group’s cocoa-

processing activities. The Global Cocoa segment generates over 56% 

of revenue internally within the group by supplying ingredients for 

each geographic region’s respective chocolate production activities. 

Products Groups 

Each of Barry Callebaut’s three geographical segments is further 

segmented into the following product groups: 

Food Manufacturers 

The Food Manufacturers product group focuses on providing a wide 

range of ready-made inputs like chocolates, chocolate chips, cocoa 

powder, fillings, coatings, decorations, etc. to industrial customers for 

the production of their branded food products. The products under 

this group mainly cater to the production of foods involving cocoa or 

chocolates, ranging from pastries to ice creams and beverages. The 

sale of products under this group adopts a cost-plus pricing model to 

pass on the cost of raw materials to customers in order to achieve 

profit stability by mitigating the impact of price volatility on the main 

raw materials required for production. The customers for the Food 

Manufacturers group range from small to global food manufacturers 

and the products are used in the production of many well-known 

brands such as KitKat and Hershey’s Kisses. 

Gourmet & Specialties 

The Gourmet & Specialties product group’s main customers are from 

the hotel, restaurant, and catering industries, which include 

professional chocolate users like chocolatiers, pastry chefs, and 

bakers. Under the Gourmet & Specialties group, Barry Callebaut 

provides a plethora of exquisite ingredients ranging from premium 

line, luxury chocolates to patterned chocolate eggs and truffle shells 

used by chocolate artisans. Barry Callebaut employs a price list 

strategy for this product group and shows continuous signs of 

innovation and sustainability improvements in their products such as 

their “Second-Generation Chocolate” which reduces the ingredients of 
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Figure 4: Barry Callebaut’s Revenue Split by 

Product Group 

 
Source: Barry Callebaut 

 

 

Figure 5: Barry Callebaut Gross Margin Versus 

Competitors 

 
Source: Various Company Annual Reports 

 

 

Figure 6: Cocoa Grinding Market Share 

 
Source: GlobeNewswire 

 

 

 

making chocolate to only cocoa, milk, and sugar as well as their one-

of-a-kind 3D chocolate printing studio. 

Cocoa Products 

The Cocoa Products group mainly involves the sale of cocoa 

ingredients that have not been turned into food products, such as 

cocoa liquor, cocoa butter, and cocoa powder. They have recently 

ventured into providing cacaofruit products that have previously been 

neglected as part of their initiative to reduce cocoa waste. These 

ingredients are mainly sold to food manufacturers who choose to 

produce their own chocolate rather than outsource the production to 

Barry Callebaut. The pricing strategy for this product group consists of 

a mix of market price and cost-plus pricing. 

FY2021/22 Earnings Review 

● Sales volume grew by 5.3% while sales revenue grew by 14.6% 

to CHF 8.1 billion on the back of strong demand for solid 

chocolate. 

● Gross margins fell by -0.9% compared to the average of -2.7% by 

competitors. The smaller decrease compared to peers was a 

result of the benefit of their cost-plus pricing model. 

● Overall, recurring EBIT grew by 13.5%, mainly led by strong 

performance in the Americas (+14.8%) and EMEA (+10.5%) 

segments. 

● Free cash flow normalised to CHF 266.2 million compared to an 

exceptionally strong performance in the prior year (CHF 355.0 

million) 

● Net profit for the year fell by -6.1% due to a one-off -CHF 76.9 

million charge due to a salmonella incident at a factory in Wieze, 

Belgium. 

Industry Outlook 

The cocoa processing industry mainly transforms cocoa beans into the 

three main components used for chocolate production, which are 

cocoa liquor, cocoa butter, and cocoa powder. While Barry Callebaut 

mainly operates in the cocoa processing industry, they are also 

involved in chocolate production and retail. Apart from Barry 

Callebaut, other key players in this industry include Olam, Cargill, 

Nestle, FUJI OIL, and Mars.  

Given that each company in the cocoa and chocolate business 

command varying degrees of expertise and scales of operations along 

the cocoa value chain, it is impossible to perfectly compare their 

overall businesses and deduce a market share encompassing all of 

their activities. However, in terms of cocoa bean grinding, Barry 

Callebaut holds the largest market share globally, with a solid 20.7% 

market share, followed by Cargill and Olam, with the rest being made 

up of smaller cocoa grinding companies. Operations at the retail level 

of the value chain, however, are dominated by Nestle and Mars. 

Social and environmental awareness driving change for 

sustainability at the top of the cocoa supply chain 

Social and environmental innovation is at the heart of the cocoa 

industry and supply chain. Over 70% of the world’s cocoa supply 

originates from over 7 million family-owned farms in four West 

African countries, including Côte d'Ivoire, Ghana, Nigeria, and 

Cameroon. One of the top line items when discussing the ethical 

sourcing of cocoa beans is farmer income. For farmers in the top cocoa-
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Figure 7: Top Global Cocoa Bean Producting 

Countries’ Market Share 

 

Source: Statista 

 

Figure 8: Cargill’s Approach to Cocoa Supply 

Chain Problems 

 

Source: Cargill 

 

Figure 9: Products Developed From Cocoa 

Flesh and Husk  

 

Source: Barry Callebaut 

producing countries, cocoa accounts for about 60% of their income. 

However, problems like aging cocoa trees, soil degradation, and 

unpredictable weather patterns have led to these farm owners not 

being able to secure stable incomes, which inhibit their ability to 

access the infrastructure and financing they need to invest in their 

farms. Moreover, it limits their ability to hire professional labour, 

forcing children to work on farms under dangerous conditions and not 

being able to receive an education. However, the top cocoa processing 

companies with strong control over the value chain close to the supply 

like Barry Callebaut and Cargill have started to address these issues in 

recent years through various initiatives to raise capital and provide 

professional training for the farmers, as well as invest in research to 

develop better farming practices and ways to reverse soil degradation 

and deforestation. Initiatives like this have been instrumental in lifting 

many of the cocoa farmers they work with out of poverty. These 

companies have a strong interest in ensuring that the suppliers of 

cocoa beans are able to continue producing cocoa beans sustainably to 

prevent supply chain disruptions. 

On the environmental front, chocolate production is a significant 

driver of waste produced annually. Only 10% of the actual cocoa 

(cocoa beans) is used for production. The fruit flesh and husk, which 

make up the other 10% and 80% of the cocoa fruit have traditionally 

gone unused. In recent years, however, chocolate processing 

companies with strong capacities for R&D have developed creative 

ways to upcycle these byproducts that have been previously regarded 

as waste. Their use cases are now widespread and are used in recipes 

for many food products, including coffees, alcohols, sorbets, gelatos, 

etc., and continue to grow as more research is being done into them. 

According to calculations by the Upcycled Food Association, if cocoa 

processing companies are able to utilize all the cocoa that they harvest 

fully, the effect of reducing carbon dioxide emissions would be 

equivalent to planting 3.5 billion trees a year. 

Robust growth in demand for specialty chocolates driving 

innovation 

The chocolate and confectionery industry is seeing an increasing need 

to invest capital in R&D to meet the growing demand for more 

premium and specialty chocolates from customers in developed 

markets like the United States, France, Belgium, China, etc. The 

premium chocolate segment is projected to grow 8.96% CAGR from 

2022 to 2027 according to Mordor Intelligence compared to 4.02% 

CAGR for the overall chocolate market. One kind of specialty chocolate 

that is on the rise is dark, sugar-free chocolate which is produced 

without additives and chemicals as consumers ride on the trend of 

healthy eating to maintain overall health and wellness. In 2021, the 

number of brands selling “dark” chocolates increased by 28%, 

compared to “milk” chocolate at 24%. Another driver for specialty 

chocolates is the consumer preference for knowing the origin of all 

ingredients used in the chocolates. The reason for the rise in this trend 

is to cater to a wide range of dietary preferences such as allergies and 

vegan diets, as well as increased consumer awareness regarding 

labour welfare and whether the ingredients are ethically sourced. 

These kinds of trends have led to chocolate producers becoming highly 

invested in the development of new specialty chocolates to tap into 

demand from unique consumer preferences that the wider market has 

not capitalised on yet.  
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Figure 10: Customised Packaging by Toblerone  

 

Source: packlyblog 

 

Figure 11: Positive Effects of Personalisation  

 

Source: Invesp 

 

Figure 12: Porter’s Five Forces 

 

Source: NUS Investment Society Estimates 

 

Figure 13: Number of Cocoa Processing Plants 

Used by Each Company 

Barry 
Callebaut 

Cargill 
Guan 

Chong 
Berhad 

Olam JB Foods 

66 33 10 12 5 

Source: Various Company Websites 

Mass customisation of gourmet chocolates to suit both personal 

and business needs 

More and more chocolate producers are taking advantage of 

consumers’ love for customisation. In the past, mass personalisation 

was mainly limited to packaging by allowing buyers to customise their 

own boxes or jars. Companies that have ventured into this space had 

seen success with it as customers were willing to pay higher prices just 

to add a personal touch for essentially the same product. But with 

technological advancement, newer innovations are allowing mass-

personalisation of the chocolate itself.  The ability to customise the 

shape and ingredients to achieve unique appearances of chocolates 

and exclusive aromas as well as tastes that cannot be found elsewhere 

particularly stands out to professional chocolate artisans in the F&B 

industry where they use distinct, high-quality products to differentiate 

themselves from their competition and win brand loyalty. 

Porter’s Five Forces 

Competition within industry – Moderate 

While the cocoa processing industry is highly fragmented, there are 

very few companies that have scales of operations substantial enough 

to provide stable sources of cocoa products to meet the demand of the 

top global chocolate manufacturers. The reason that companies as 

large as Mondelez International turn to Barry Callebaut for their 

ingredients is that it has the largest production capacity for industrial 

chocolate among all of its competitors and can provide them with 

peace of mind, knowing that cocoa supply bottlenecks are highly 

unlikely. 

As for Barry Callebaut’s Gourmet and Specialties segment which caters 

to artisans and chefs, they face more competition from smaller 

producers due to the need for exceptional quality and customisability 

over scale. Despite the perceived fiercer competition, Barry Callebaut 

is still one of the leaders in this arena, owing to their active efforts to 

continue expanding reach and expertise through strategic 

acquisitions, as well as their ability and propensity to invest heavily in 

R&D which their smaller-scaled counterparts are unable to. 

Threat of new entrants - Low 

The high level of capital outlay needed to set up factories and plants to 

build the necessary production capacity will deter new competitors 

from entering the market and stealing market share. Cocoa processing 

companies that serve the commercial chocolate manufacturing market 

benefit from a large scale of operations. This is because in order to be 

able to cater to the substantial demand of the largest chocolate 

producers, these cocoa processing companies have to demonstrate a 

large production capacity for the production of cocoa-derived food 

ingredients such as cocoa liquor and cocoa butter. 

Threat of substitutes – Moderate 

The short-term threat of substitutes is not a major concern for Barry 

Callebaut. This is because most customers in their Food Manufacturers 

segment which makes up the bulk of their revenue typically sign long-

term outsourcing contracts with them. This prevents customers from 

switching suppliers easily without significant reason.  

However, there is the threat that customers may opt-out of extending 

their contracts when it expires and turn to Barry Callebaut’s 

competitors instead. But given that Barry Callebaut has just recently 

renewed its partnership contracts with Grupo Bimbo and The Hershey 
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Figure 14: Barry Callebaut’s Customer Base 

With Long Term Contracts 

 

Source: Barry Callebaut, Compiled by NUS 

Investment Society 

 

 

Figure 15: Each Stakeholder’s Share in The 

Cocoa Supply Chain 

 

Source: World Economic Forum 

 

 

Figure 16: Cocoa Value Chain 

 

Source: Barry Callebaut 

Company and signed new outsourcing deals in EEMEA, we believe this 

is proof that they remain the preferred cocoa product supplier of the 

largest names in the retail chocolate industry.  

Bargaining power of customers – Low 

Barry Callebaut’s cost-plus pricing model protects them from price 

bargains from their customers in their Food Manufacturers segment. 

By applying a fixed markup percentage over their production cost 

which is agreed upon when entering into long-term contracts, Barry 

Callebaut is able to strip away bargaining power from their customers. 

Similarly, customers in their Gourmet & Specialties segment also 

command low bargaining power because of their smaller sizes. 

However, in recent years, there has been mounting pressure by food 

manufacturers and consumers to drive sustainable and ethical change 

at the top of the cocoa value chain which all cocoa processing 

companies are facing. 

Bargaining power of suppliers - Low 

Barry Callebaut’s main suppliers of cocoa beans are family-owned 

farms situated in West Africa. Given that the cocoa farming industry is 

extremely fragmented, there is not a single farm that makes up a 

significant enough portion of Barry Callebaut’s total cocoa bean supply 

to have much bargaining power. Therefore, the cost of procuring cocoa 

beans is mainly dependent on its underlying market price, with 

farmers having little to no ability to command higher premiums. 

Investment Thesis  

1. Barry Callebaut’s position as the largest cocoa processing 

company allows it to implement a cost-plus pricing model which 

shields its gross margins from the effects of high commodity 

prices and will allow it to continue to develop a stable pipeline for 

future cocoa supply 

Barry Callebaut adopts a cost-plus pricing model in its Food 

Manufacturer’s segment which makes up over 69% of its total sales 

volume. This allows them to pass on a fixed portion of its production 

costs to its customers and maintain consistent gross margin levels 

even in the face of supply-chain disruptions which have devastated 

competitors. The effects of the global supply chain crunch since the 

start of the pandemic have been well reflected in its competitors’ gross 

margins with an average 5.4% drop to 10.0%, while Barry Callebaut 

was able to leverage on its unique pricing strategy to avoid similar 

issues and maintain a stable 15.0% gross margin level. The reason why 

Barry Callebaut is able to adopt a cost-plus pricing strategy effectively 

is because of its enormous scale of operations. Barry Callebaut has the 

largest cocoa grinding capacity in the world, which allows it to fulfill 

the outsourcing demand of the most notable brands in the chocolate 

manufacturing industry such as Hershey and Mondelez International 

which gives it significant pricing power that competitors cannot 

achieve. Barry Callebaut boasts an annual grinding capacity of 1.04 

million MT compared to its competitors like JB Foods with an annual 

capacity of 146,577 MT and Guan Chong’s 277,000 MT. The demand 

from Barry Callebaut’s Food Manufacturers segment, which serves 

“small, medium and global food manufacturers” alone contributes 

700,00 MT in sales volume, which shows how Barry Callebaut’s 

economies of scale differentiate it from its competitors. Since the 

supply chain crisis has shown no signs of easing up anytime soon as 

signaled by a multitude of factors like shutdowns of major global ports, 

labour shortage, and high freight costs, we believe that competitors 
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Figure 17: Scale Comparison Between Barry 
Callebaut and Competitors 

 

Source: Barry Callebaut 

 

 

 

Figure 18: Number of Cocoa Farms Under 

Company’s Supply Chain in West Africa

Source: Barry Callebaut, Cargill 

 

 

 

Figure 19: Barry Callebaut’s Pricing Strategies 

Across Other (Excl. Food Manufacturers) 

Product Segments 

 

Source: Barry Callebaut 

 

 

 

will continue to suffer from further gross margin contractions while 

Barry Callebaut is able to maintain its strong position as the industry 

leader. 

Barry Callebaut has also leveraged its scale to establish a strong 

presence in Côte d'Ivoire, Ghana, and Cameroon where it sources its 

cocoa beans, with connections to over 597,000 cocoa bean farms in 

West Africa. Cocoa farming in these countries is highly fragmented 

with small family farms of less than 2 hectares of land that typically do 

not employ hired labour or technology. The industry is plagued by a 

multitude of problems like soil degradation, extreme poverty among 

cocoa farm owners, child labour, etc., which lead to low crop yield and 

cocoa bean supply constraints. Barry Callebaut is actively addressing 

these issues through their Forever Chocolate initiative where they 

have released a new line of chocolate in which all profits are reinvested 

to overcome issues faced by the cocoa farms. By 2025, 500,000 cocoa 

farm owners that supply to Barry Callebaut will be lifted out of 

extreme poverty, which will allow them to make better investments in 

their farms. Barry Callebaut has also helped 92,000 of the farms that 

they source cocoa beans from to develop individualised Farm Business 

Plans which include increasing soil nutrition and formulating more 

effective harvesting labor strategies, which have shown results in the 

form of increased crop yield.  

 
As Barry Callebaut continues to scale up these efforts to reach a greater 

portion of the farms they source from, they will be able to develop a 

more stable cocoa supply originating from West Africa which can 

further reduce supply-side shocks that they will experience. This will 

enable their Cocoa Products as well as Gourmet & Specialties segments 

which do not apply a cost-plus pricing strategy to benefit from a more 

stable cocoa supply and thus more stable gross margin levels. We 

expect the improvements from their efforts to continuously 

materialise in the next 3 to 10 years as the timelines for the realization 

of benefits from the individualised Farm Business Plans gradually 

mature. 

 
We believe that the cost-plus pricing model and fortification of its 

cocoa bean supply mentioned above are unique to Barry Callebaut 

because of its dominant scale over its competitors. Hence, it is unlikely 

that competitors will be able to imitate these strategies without huge 

capital outlay or a strong customer network like Barry Callebaut’s to 

drive demand. The reason that the aforementioned changes by 

competitors will not be a significant threat to Barry Callebaut also lies 

in the fact that not all of its competitors have an extensive vertically-

integrated supply chain like Barry Callebaut, in particular those with 

smaller production capacities like Guan Chong Berhad. Among all the 

risks that Guan Chong Berhad’s management foresees, they rank cocoa 

bean supply risk as number one in terms of impact and number two in 

terms of likelihood (Figure 20), this reinforces our thesis that a large 

scale of operations and strong control over the value chain is vital to 

the differentiation of these chocolate processing companies. In the 

foreseeable future, we expect competitors to be more concerned with 

ways to procure sufficient short term cocoa bean supply amidst supply 

shortages and rising prices, rather than making investments into 

developing sustainability changes at the cocoa farms they source from 

to ensure long-term benefits. 

2. Growth in the gourmet chocolate segment is poised to boost 

both Barry Callebaut’s top and bottom line 
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Figure 20: Guan Chong Berhad’s Projected Risk 

Matrix 

 

 

Source: Guan Chong Berhad 

 

Figure 21: Barry Callebaut Revenue Growth by 

Segment 

 
Source: Barry Callebaut 

 

Figure 22: Barry Callebaut Gross Margin 

Comparison with Competitors 

 
Source: Various Company Filings 

 

Barry Callebaut is expected to benefit from the increasing demand for 

gourmet chocolate driven by increasing affluence in key markets such 

as China. Their gourmet chocolate segment which represents 17% of 

revenue is noticeably growing faster than other segments. 

Furthermore, the gourmet chocolate segment is margin accretive, 

reflected in Barry Callebaut’s margins which have held up better than 

competitors who do not have a large gourmet chocolate segment.  

Gourmet chocolate is one of the key growth drivers identified by the 

management with plans to further consolidate their market share and 

double the operating profit of the segment. The fast-growing gourmet 

chocolate segment is highly fragmented with many small local 

suppliers and few regional players. Barry Callebaut is the largest 

supplier of gourmet chocolate globally with a 24% market share. We 

believe that with Barry Callebaut’s strong supply chain network and 

value-added service, it is well positioned to further capture market 

share in the fragmented gourmet chocolate market and meet the 

management’s earnings target.   

Barry Callebaut’s customers in the Gourmet & Specialties segment 

include bakeries, confectioners, hotels, and restaurants.  Gourmet 

chocolate customers place a strong emphasis on the chocolate’s origin 

and customisability; both of which are well-addressed by Barry 

Callebaut. Their vertically-integrated supply chain from the sourcing 

of raw materials to the production of the chocolates gives them an 

advantage over competitors who do not have the same level of supply 

chain expertise. With the growing emphasis on sustainability 

especially in the premium chocolate space, Barry Callebaut’s gourmet 

chocolate brands took the lead by transitioning to 100% sustainably 

sourced ingredients. They have taken it a step further by publicly 

disclosing the geolocation of their direct suppliers in Côte d’Ivoire, 

Ghana, and Cameroon since 2019, being the only major industrial 

chocolate supplier to do so. Moreover, increasing consolidation among 

gourmet chocolate customers such as hotels and restaurants is driving 

them towards global players such as Barry Callebaut, which can 

provide a consistent supply of chocolate and exquisite quality globally 

compared to competitors who either only have a local presence or a 

small regional footprint. This serves as a pull factor towards Barry 

Callebaut and gives them an edge over competitors, especially in 

attracting high-value customers. 

Furthermore, Barry Callebaut’s factories allow mass customisation 

from the blend of chocolates to their design through the use of artificial 

intelligence and machinery. This compares with competitors which 

largely supply cocoa mass that requires further processing by their 

customers into chocolate products for consumption. Additionally, the 

opening of the world’s first chocolate 3D printing studio by Barry 

Callebaut allows mass production of complex designs with lower lead 

time and lower costs. Given that design is one of the most highly 

emphasised factors in attracting artisans and professional users of 

chocolates to use their gourmet chocolate products, Barry Callebaut’s 

advantage in customisation at low cost is highly appealing to 

customers. Additionally, considering that most of Barry Callebaut’s 

competitors in gourmet chocolate are small, localised suppliers, we 

believe that it would be highly unlikely for them to be able to match 

Barry Callebaut’s production technologies, making their share of the 

gourmet chocolate market impenetrable. 
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Figure 23: Map of Barry Callebaut’s Cocoa Bean 

Suppliers 

 

Source: Barry Callebaut 

 

Figure 24: Zooming in Discloses Exact Location 

of Supplier 

 

Source: Barry Callebaut 

 

Figure 25: Barry Callebaut Sustainable Cocoa 

Revenue Growth  

 

Source: NUS Investment Society Estimates, Barry 

Callebaut 

While the majority of Barry Callebaut’s business segment operates 

under a cost-plus model, their gourmet chocolate segment charges 

customers on a price list basis. We believe that the pricing model for 

their gourmet chocolate segment allows them to capture the benefits 

of lower price sensitivity of gourmet chocolate customers and their 

cost savings from investments in technology. Furthermore, customers 

in the gourmet chocolate segment have less bargaining power given 

their smaller size. This has allowed Barry Callebaut to earn higher 

margins from their Gourmet & Specialties segment despite lower 

revenue contribution. Moreover, Barry Callebaut’s investment in 

production technologies allows them to achieve much lower 

production costs compared to other gourmet chocolate suppliers 

which are smaller in size. This allows them to undercut their 

competition to recognise the benefits from their lower costs. As such, 

we believe that the gourmet chocolate segment is highly margin 

accretive and will contribute meaningfully to Barry Callebaut’s 

profitability going forward. 

All in all, we believe that management’s focus on growing their 

gourmet chocolate segment is a step in the right direction and the 

unique advantages that Barry Callebaut commands over its 

competitors are expected to allow further consolidation of market 

share. This will allow them to capitalise on the fast-growing premium 

chocolate segment, supporting our forecast of higher revenue and 

profitability. 

3. Barry Callebaut’s heavy emphasis on R&D and sustainability 

opens opportunities to drive top-line growth 

Barry Callebaut launched their sustainable chocolate strategy, the 

Forever Chocolate, where they aim to tackle issues related to cocoa 

farming to boost productivity as well as ensure a sustainable flow 

cocoa and chocolate products. In 2020, COVID-19 spiralled out of 

control, catalysing consumer trends such as healthy eating and ethical 

consuming to gain popularity and traction. Current consumption 

patterns are favouring Barry Callebaut’s heavy focus on sustainability 

which can potentially drive Barry Callebaut’s top-line growth and 

allow them to firmly establish themselves as the market leader for 

cocoa and chocolate production. Tailwind trends shifting in Barry 

Callebaut’s favour is further supported by McKinsey’s research, which 

shows that approximately 60% of Europe survey respondents across 

various demographics are willing to pay for sustainable alternatives. 

To capitalise on the shift in consumption behaviour, Barry Callebaut 

have been heavily focusing on developing environmentally friendly 

and sustainable alternatives. According to Barry Callebaut, 37% of 

consumers are more likely to purchase sustainable chocolate 

confectionary products, a key trend that is gaining traction globally. As 

a growing number of consumers prioritize sustainability and 

environmentally friendly products, food producers must ensure that 

their product offerings come from a sustainable source to remain 

relevant within the age of conscious consumerism. With heavy 

emphasis on sustainability and innovation, Barry Callebaut have 

developed a new brand, Cabosse Naturals, to offer food producers a 

sustainable and environmentally friendly alternative. 

Cabosse Naturals have been developed to refine the process of 

harvesting cacaofruits efficiently. Originally, cacaofruits were 

gathered mainly for its seeds while 70% of the fruit was thrown away. 

This causes massive food wastage, with as much as 10 million tons of 
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Figure 26: Barry Callebaut Normal 

Unsustainable Cocoa Revenue Growth 

 

Source: NUS Investment Society Estimates, Barry 

Callebaut 

Figure 27: Market Size of Globally Ethically 

Sourced Chocolate 

 

Source: NUS Investment Society Estimates 

Figure 28: YoY Volume Growth Across Markets

 
Source: Barry Callebaut Analyst Conference 

 
Source: Barry Callebaut Analyst Conference 

food wasted when 14 million tons of cacaofruits are harvested. 

Cabosse Natural has developed a low waste supply chain which 

enables 100% usage of the cacaofruit, effectively cutting down 

wastage. This resulted in Cabosse Naturals being Upcycle Certified, 

which is an indication of efficient usage of ingredient with minimal 

food wastage. 

Furthermore, Barry Callebaut’s WholeFruitChocolate is also the first-

ever chocolate to be Upcycled Certified. According to MATTSON, 60 

percent of consumers are likely to purchase upcycled food. Due to 

Barry Callebaut’s strong focus on sustainability, food producers are 

more likely to partner with Barry Callebaut. This is attributable to 

Barry Callebaut’s unique Upcycle Certified chocolate, which is highly 

valued amongst the consumers. As a result of their sustainability, they 

have been able to attract multiple partnership opportunities globally.   

In addition to Cabosse Naturals, Barry Callebaut have also founded 

Cocoa Horizons, a non-profit and third-party verified organization 

which focuses on driving cocoa farmer prosperity. Barry Callebaut 

sells Cocoa Horizons’ cocoa and chocolate products at a premium and 

the premium generated by products of Cocoa Horizons will be used to 

better the lives of farmers. In FY22, there is significant growth in Cocoa 

Horizons premiums, which is driven by consumers seeking sustainable 

alternatives to better the lives of cocoa farmers which can be observed 

as the premiums generated from purchase of Cocoa Horizons cocoa 

products generated over CHF37.4M in funds, a 30% increase as 

compared to FY21. This indicates that by being sustainable and 

environmentally friendly, consumers are more willing to pay a 

premium for the product. Furthermore, by producing cocoa and 

chocolate products with sustainable cocoa, the revenue growth rate 

for Barry Callebaut is significantly higher (Figure 25) as compared to 

utilising normal unsustainable cocoa (Figure 26), indicating that the 

shift to supplying sustainable products is an excellent move as it is 

increasing their top-line growth. 

Moreover, the market size of the global ethically sourced chocolate is 

forecasted to grow at a CAGR of 6.0% (Figure 27) which is greater than 

the growth rate of the global chocolate market which is estimated to 

grow at CAGR of 3.7%. With Barry Callebaut focus on transitioning to 

100% sustainable production of chocolate and cocoa products, Barry 

Callebaut will be able to continue outgrowing the global chocolate 

market. 

Barry Callebaut has been consistently outperforming the market in 

volume growth YoY (Figure 29). By being the first-mover in becoming 

a more sustainable supplier as compared to its peers (i.e Producing 

WholeFruitChocolate), they are well-positioned to capitalize on the 

shifting consumption patterns to increase the number of partnerships 

with chocolate producers as more producers are sourcing for 

sustainable alternatives to align with consumer’s consumption 

behaviour. Additionally, by providing sustainable cocoa and chocolate 

products, Barry Callebaut is also able to charge a higher premium. As 

a result, these 2 factors will contribute to their top-line growth as they 

provide raw, semi-processed and processed ingredients to a growing 

number of food manufacturers at a higher price. 
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Source: Barry Callebaut Analyst Conference 

Figure 29: QoQ Sales Volume for FY22 

 

Source: Barry Callebaut 

Figure 30: Loss in EBIT due to Wieze factory 

closure

 
Source: Barry Callebaut 

Figure 31: Attelli Production Plant

 

Source: Barry Callebaut 

 

 

 

 

 

Catalysts 

Reopening of Wieze Factory 

Barry Callebaut’s largest chocolate production factory, the Wieze 

factory, detected Salmonella within their chocolate production lot on 

June 27 this year. This led to a halt in chocolate production at the Wieze 

factory on June 29. This has led to loss in sales volume (Figure 29) as 

well as profits related to the Wieze factory (Figure 30) in Q4. 

Barry Callebaut’s timely response to the issue at hand de-escalated the 

situation and they were able to restart the first production lines in 

Wieze factory by early August. This will drive up the sales volume for 

Barry Callebaut in the next fiscal quarter 1Q24. With the reopening of 

the Wieze factory, Barry Callebaut will experience a boost in the top-

line growth. 

New Partnerships with large food distributors 

Barry Callebaut has been successful in its ventures globally as they 

garner more partnerships globally. One of their notable partnerships 

would be the extension of strategic outsourcing agreement with one of 

largest food producers in the world Grupo Bimbo in April 2022. This 

allows them to firmly re-establish themselves as a quality brand, which 

allows them to capture more partnerships as well as strengthen their 

existing supply agreements.  

Furthermore, as Barry Callebaut controls the entire chain of supply for 

cocoa and chocolate production, Barry Callebaut is less susceptible to 

supply shocks, putting them in a stronger position to capture more 

partnerships globally to boost their sales volume and maintain low 

costs, separating themselves from other competitors. 

Expansion of Production Footprints into Africa 

Barry Callebaut has taken its first step into chocolate production in 

Africa after establishing a long-term agreement with Attelli, a 

subsidiary of the COFRAPEX Group. This allows Barry Callebaut to gain 

further insights regarding the consumption behaviour of local 

customers to better cater their products to drive growth in different 

segments, from gourmet to food manufacturers. According to analysts, 

the Middle East & African chocolate market is forecasted to reach 

US$6.5B by 2025 at a CAGR of 6.72% from 2022 to 2027, higher than 

the global cocoa market, which is slated to grow at a CAGR of 2.6%, 

highlighting potential growth opportunities. Furthermore, by 

expanding their production into Africa, this cuts down transportation 

costs when supplying cocoa or chocolate domestically or nearby North 

Africa.  

By utilizing cost leadership, they are able to provide low and 

competitive prices to capture more partnerships to increases their 

sales volume. This subsequently allows Barry Callebaut to re-establish 

themselves as the market leader within the chocolate and cocoa 

production space. 

 

 

 

 

 

 

16.2%
12.1%

7.4%
8.7%

15.8%

4.9%
7.7%

-5.3%

7.1%
11.0%

-10.0%

-5.0%

0.0%

5.0%

10.0%

15.0%

20.0%

25.0%

17/18 18/19 19/20 20/21 21/22

APAC Market

8.9% 8.5% 6.5%

-2.4%

-30.0%

-25.0%

-20.0%

-15.0%

-10.0%

-5.0%

0.0%

5.0%

10.0%

 (100,000)

 100,000

 300,000

 500,000

 700,000

 900,000

 1,100,000

 1,300,000

 1,500,000

Q1 Q2 Q3 Q4

2021 2022 QoQ Growth



 

11 
 

Figure 32: Barry Callebaut revenue forecast 

 

Source: NUS Investment Society Estimates, Company 

fillings 

 

Figure 33: Gourmet & Specialties to occupy 

increasing share of revenue 

 

Source: NUS Investment Society Estimates 

Figure 34: Increasing Return on Assets due to 

efficiency gains 

 

Source: NUS Investment Society Estimates 

 

Financial Analysis 

 

Overview 

The chart above reveals Barry Callebaut’s financial condition 

prospects, highlighting our assumptions. Most indicators yield positive 

and favourable trends that are supportive of the overall BUY 

recommendation.  

Revenue Growth and Profitability 

Barry Callebaut’s revenue grew at a CAGR of 3.09% from FY2018 to 

FY2022. In line with our thesis of higher growth in the gourmet 

chocolate segment and sustainability-linked products, we are 

projecting a higher revenue growth of 4.85% CAGR from FY2023 to 

FY2027 (Figure 32). Furthermore, given that profitability in FY2022 

was affected by a one-off charge relating to the salmonella incident at 

the Wieze factory, we are projecting an increase in profit margin of 

4.6% in FY2023. In the longer term, profit margin will be relatively 

stable given that the majority of revenue is derived under a cost-plus 

model. However, gains in profitability are still expected and will be 

driven by Barry Callebaut’s revenue mix given that the gourmet and 

specialty segment is forecasted to increase from 17% of revenue in 

FY2022 to 21% in FY2027 (Figure 33). 

Efficiency gains to drive returns 

Given Barry Callebaut’s scale advantage as the largest cocoa 

processing company and their emphasis on improving their supply 

chain under their Forever Chocolate initiative, we believe that this 

would result in efficiently gains in their supply chain as impacts from 

supply chain shocks would be mitigated. Furthermore, investments 

into more efficient production technologies such as 3D printing to 

allow mass customisation is expected to drive efficiency gains in 

capital deployment as machines replaces artisans required in their 

production line. These are expected to translate to a higher return on 

assets as capital is deployed more efficiently (Figure 34).  

Strong cash flow to pay down debt  

Barry Callebaut has a relatively high debt to equity ratio of 0.72 

compared to the industry average of 0.19. Given Barry Callebaut’s 

strong cash flow, we anticipate a pay down in debt as their business 

matures and excess cash flow is available to lower debt. 

Valuation 

Valuation Price Target: CHF 2,329.47 was derived using a bottom-up 

discounted cash flow model.  
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Figure 35: Cocoa Products revenue projections 

 

Source: NUS Investment Society Estimates, Company 

fillings 

Figure 36: Food Manufacturers revenue 

projections 

 

Source: NUS Investment Society Estimates, Company 

fillings 

 

Figure 37: Gourmet & Specialties revenue 

projections 

 

Source: NUS Investment Society Estimates, Company 

fillings 

 

DCF Model 

We utilised a discounted cash flow model with a 5-year forecast period 

to derive our target price given the relative maturity of Barry 

Callebaut’s business.   

Revenue projections 

Our revenue build was broken down and forecasted based on Barry 

Callebaut’s 3 operating segments namely 1. Cocoa Products, 2. Food 

Manufacturers and 3. Gourmet & Specialties. While revenue growth is 

largely influenced by the broader chocolate market, changing 

consumer preferences drives higher growth for specific subsegments. 

Cocoa Products 

The main business in this segment is cocoa grinding. With a 51% 

market share globally, Barry Callebaut is the largest player in the cocoa 

grinding. While this demonstrates the strong position of Barry 

Callebaut, the growth rate of this segment would be a derived demand 

for chocolate end products. Furthermore, given the lack of product 

differentiation in this segment, further market share gains would 

prove difficult. As such, we projected its Cocoa Products segment to 

have the lowest growth among the other 2 segments and based our 

revenue growth on the growth rate of the chocolate segment as well as 

historical growth (Figure 35). 

Food Manufacturers 

In Barry Callebaut’s Food Manufacturers segment, industrial chocolate 

is supplied to some of the largest food and beverage companies in the 

world such as Hershey, Mondelez, Nestle and more. Revenue in this 

segment is largely stable given the long-term contracts entered with 

customers. Growth in this segment would largely depend on the 

growth in chocolate demand as well as Barry Callebaut’s ability to 

attract new customers. Revenue would be negatively impacted by any 

loss of customers given their large size. However, we view this as 

highly remote given that Barry Callebaut is a key supplier of industrial 

chocolate. Overall, we projected a stable growth in this segment based 

on the aforementioned reasons (Figure 36). 

Gourmet & Specialties 

The Gourmet & Specialties segment provides high quality chocolate 

and adjacent products such as decorations and compound coatings. 

With the raising affluence globally, the gourmet chocolate segment is 

projected to grow faster than the overall chocolate segment as 

mentioned previously. Furthermore, as we expect Barry Callebaut to 

consolidate market share in the fragmented gourmet chocolate 

segment, we are projecting a higher growth rate for this segment 

relative to the overall market (Figure 37). 

Margins  

We expect operating margins to improve over the long run given the 

margin accretion from the Gourmet & Specialties segment. However, 

as the other segments operates under a cost-plus model with stable 

margins, the overall margin expansion would be at a moderate pace. 

Thus, we forecasted a moderate expansion in Barry Callebaut’s 

operating margins.  

Weighted Average Cost of Capital (WACC) 

The Cost of Equity is derived using the Capital Asset Pricing Model 

(“CAPM”). As the valuation is done in CHF, we used the 10-year 

Switzerland government bond yield of 1.13% as the risk-free rate to 
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Figure 38: Weighted Average Cost of Capital 

Barry Callebaut   

WACC Build   

  

Cost of Equity   

10-Year CHF Government Bond Yield 1.13% 

Unlevered Beta 0.64 

Levered Beta 1.04 

Equity Risk Premium 5.48% 

Cost of Equity 6.84% 

  
Cost of Debt   

Credit Rating Baa3 

Default Spread 1.59% 

Cost of Debt 2.72% 

Marginal Tax Rate 14.93% 

After Tax Cost of Debt 2.31% 

  
Cost of Capital   

Debt        2,141,474  

Equity          2,904,346  

Total Capital        5,045,820  

% Debt 42% 

%Equity 58% 

Cost of Capital 4.92% 

 

Source: NUS Investment Society Estimates 

Figure 39: Sensitivity Analysis for Terminal 

Value 

 

Source: NUS Investment Society Estimates 

Figure 40: Football Field Analysis

 

 

 

be currency consistent. Further, given that Switzerland is rated triple 

A by the major credit rating agencies, we determined that adjustments 

to the yield to account for potential default risks is unnecessary. The 

levered beta of 1.04 is calculated based on Barry Callebaut’s leverage 

with the industry average unlevered beta from Professor Damodaran. 

The equity risk premium of 5.48% by Professor Damodaran is also 

used in the calculation. Thus, the cost of equity is calculated to be 

6.84%. Cost of debt is calculated by adding a default spread to the risk-

free rate. Given Barry Callebaut’s credit rating of Baa3, it corresponds 

to a default spread of 1.59% representing the typical default risk of 

companies with the same credit rating. As such, the cost of debt is 

calculated to be 2.72%. Weighting by the capital structure of Barry 

Callebaut, the WACC of 4.92% is used (Figure 38). 

Terminal growth 

The risk-free rate is used as the terminal growth rate given that it is a 

good proxy for long-term economic growth as long-term economic 

growth cannot be lower than the risk-free rate. The perpetual growth 

method is used to calculate the terminal value in our model. 

Relative valuation 

Relative valuation is used as a sanity check to our DCF valuation. As 

there are few comparables in the industrial chocolate segment, we also 

used consumer chocolate companies in our peer group. We used the 

median +1FY EV/EBITDA and +1 FY P/E ratio as our valuation 

multiple. We arrived at a target price of CHF 2,225.07 and CHF 

1,389.33. We believe the low target price based on the P/E ratio is 

unjustified given Barry Callebaut’s higher growth and profitability. As 

such, we believe that our target price of CHF 2,329.47 is still justified.  

Investment Risks 

Inflation of Raw Materials (M1) 

Due to COVID-19, inflation has been running rampant, with global 

inflation reaching a peak of 9.5%. This has eroded the purchasing 

power of many consumers, resulting in a decrease in overall chocolate 

sales by 2%-3% in the U.S, according to the Reuters. Furthermore, 

price of sugar has been inflating (Figure 42), increasing the cost of 

producing chocolate. These factors have contributed in chocolate 

producers decision pull-back in their volume production as of late. 

This will indirectly cause a fall in total sales volume for Barry 

Callebaut, impacting their top-line growth. 

However, Barry Callebaut employs a cost-plus pricing model which 

generates 68% of their sales. Through this, they are able raise the cost 

of the raw materials to pass the rising costs to their customers with the 

objective to mitigate the effects of the decrease in total sales volume as 

well as to limit the impact on their profitability margins. 

Dwindling Number of Cocoa Farmers (B2) 

As of 2020, the average income of a cocoa farmer earns is $0.85/day. 

In the current society where global inflation is rising steadily, there has 

been an increasing number of cocoa farmers pushed into the extreme 

poverty cycle. Barry Callebaut measures the number of cocoa farmers 

in their supply chain facing extreme poverty against the World Bank’s 

USD1.90/day threshold for extreme poverty. Due to low wage, this 

deters the younger generation from becoming a cocoa farmer as they 

take their innovation and talent into the cities to earn higher wages. As 

a result, the number of cocoa farmers are dwindling. This is evident as 

more than 90% of cocoa farmers are aged over 50, according to 
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Figure 41: Global Inflation

 

Source: Refinitiv 

Figure 42: Raw Material Price Inflating 

Source: Y Charts 

Figure 43: Barry Callebaut SMART Strategy

 
Source: Barry Callebaut 

Figure 44: Risk Matrix 

 

 

analysts. This indicates that the farming population is aging and that 

the younger generation are not replacing the older farmers. 

Consequently, cocoa yield will decrease in conjunction with the 

decreasing number of cocoa farmers. If the issue is left untouched, the 

chocolate industry could go extinct. 

The main driving factor for a lack of young farmers is poor income. 

However, Barry Callebaut has been implementing several strategies 

such as Forever Chocolate to mitigate this issue. Through their 

sustainability strategies, they have managed to lift 214,124 farmers 

out of poverty in 2022, a 50% increase since 2020, Furthermore, Barry 

Callebaut is also enhancing the productivity of cocoa farming with 

technology and innovation.  

With Barry Callebaut’s active involvement in bettering the lives of the 

cocoa farmers within their supply chain, we foresee that Barry 

Callebaut will be able to achieve its goal of lifting 500,000 cocoa 

farmers in their supply chain out of extreme poverty, making cocoa 

farming a viable job to pursue, hence, stabilizing their flow of cocoa 

products. 

Failure to renew or early termination of contracts (B3) 

Barry Callebaut’s SMART strategy focuses on expansion (Figure 43), 

hence, to remain profitable, they have to maintain their current 

outsourcing contracts as well as increase the number of partnerships.  

As Barry Callebaut is utilising their large scale operations to remain 

profitable, failure to renew as well as increasing the number of 

partnerships could backfire on Barry Callebaut and negatively impact 

their profitability margins as they are unable to fully leverage on the 

scales of economy. However, due to Barry Callebaut’s extensive and 

unique offerings, the likelihood of this materialising is low (Figure 44). 
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Disclaimer 

 
This research material has been prepared by NUS Invest. NUS Invest specifically prohibits the redistribution of this material in whole or in 

part without the written permission of NUS Invest. The research officer(s) primarily responsible for the content of this research material, in 

whole or in part, certifies that their views are accurately expressed and they will not receive direct or indirect compensation in exchange for 

expressing specific recommendations or views in this research material. Whilst we have taken all reasonable care to ensure that the 

information contained in this publication is not untrue or misleading at the time of publication, we cannot guarantee its accuracy or 

completeness, and you should not act on it without first independently verifying its contents. Any opinion or estimate contained in this report 

is subject to change without notice. We have not given any consideration to and we have not made any investigation of the investment 

objectives, financial situation or particular needs of the recipient or any class of persons, and accordingly, no warranty whatsoever is given 

and no liability whatsoever is accepted for any loss arising whether directly or indirectly as a result of the recipient or any class of persons 

acting on such information or opinion or estimate. You may wish to seek advice from a financial adviser regarding the suitability of the 

securities mentioned herein, taking into consideration your investment objectives, financial situation or particular needs, before making a 

commitment to invest in the securities. This report is published solely for information purposes, it does not constitute an advertisement and 

is not to be construed as a solicitation or an offer to buy or sell any securities or related financial instruments. No representation or warranty, 

either expressed or implied, is provided in relation to the accuracy, completeness or reliability of the information contained herein. The 

research material should not be regarded by recipients as a substitute for the exercise of their own judgement. Any opinions expressed in this 

research material are subject to change without notice. 
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