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Introduction

The impact of geopolitics on business is increasingly significant globally. Geopolitical events, whether in the

form of changing alliances, sanctions, conflicts or trade dynamics through international business, have turned
old business models upside down. At the same time, they have also provided a source of opportunities. In the
case of West African Agro-allied manufacturing and associated supply chain sector, these disruptions are

crucial to comprehend and navigate in order to not only survive but also prosper in a changing global economy.

This article examines the challenges and opportunities presented by the ever-changing geopolitical landscape,
offering insights for businesses on how to respond to these uncertain times. Examining how supply shocks,
stringent new global and regional regulations, and shifting trade alliances are disrupting operations across the
West African Agro-allied manufacturing value chain highlights the practical implications of these pressures on
manufacturers and suppliers, including higher production costs, compliance burdens and market access risks.
Attention will be given to the vulnerabilities of the small and medium-sized enterprises (SMEs) in this industry,

which often lack the resources to adapt quickly to these geopolitical changes.
Understanding the West African Agro-Allied Sector

West Africa, which is rich in agricultural assets and has a growing population in need of food, is expanding its

agricultural production. Countries such as Nigeria, Ghana, Céte d'lvoire and Senegal are endowed with good

climatic conditions and large areas of arable land. Agro-allied manufacturing, including food processing,

fertiliser production, animal feed and agricultural equipment companies, is essential to achieving food security

and inclusive economic growth in West Africa. However, as the industry is highly interconnected with global

supply chains, it is prone to suffering in times of geopolitical disruption.
Geopolitical Disruption and the Supply Chain

Aninterruption to global supply chains as a result of geopolitical disruption is among the biggest challenges for
West African Agro-allied manufacturers, as they rely on external imports of machines, accessories, fertilisers

and packaging material. The Russia-Ukraine war has seen the prices of essential imports such as fertiliser soar,
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devastating local farmers. For example, in Nigeria, the cost of fertiliser has increased 35%, leading to a
significant reduction in planting of major staple crops like maize and rice in favour of other crops such millet,
beans and soybeans or farmers abandoning farming altogether, raising concerns about food security. West
African Agro-allied manufacturers also face challenges and opportunities as aresult of geopolitical competition
between China and the West, which has led to supply chain ‘friendshoring’. This means suppliers are now chosen
based on political alignment rather than cost. However, while some global suppliers have withdrawn from West

Africa due to political risks, new alliances are being formed. For instance, the friendshoring alliance between

Ghana and Japan could open new markets and facilitate technology transfer, illustrating how non-traditional

partnerships could benefit West African economies.
Leadership and Strategic Decision-Making Amid Uncertainty

Such a volatile environment places leadership under serious pressure. Rapidly, the capacity to anticipate and
adapt to geopolitical changes has become a necessary competency of Agro-allied manufacturing executivesiin

West Africa. Leaders need to be strategic, forward-thinking and diplomatic. As such, many Nigerian Agro-allied

manufacturers, spearheaded by leaders who can read both political cues and market trends, have started using

suppliers in the region from other members of the Economic Community of West African States (ECOWAS)

instead of Western or Eastern suppliers. Moreover, to be effective, leaders are leaning into stakeholder
engagement, from local government groups to donors and regional bodies, echoing Nigeria's National

Agricultural Technology and Innovation Policy (NATIP) and reflected in the APPEALS and IFAD-VCDP

programmes, which build alliances among farmers, processors and off-takers. Furthermore, the development

of local capacity, through skills training and investing in infrastructure and research collaborations, is a

strategic bet against geopolitical instability.
Regulatory Shifts and Corporate Governance

Global tariffs, sanctions and trade agreements are moving swiftly, placing a burden on governance systems to
adapt, especially in West Africa, where Agro-allied manufacturers may find their national policy frameworks
misaligned with global trade and sustainability rules. Companies that integrate geopolitical and requlatory risk
into their corporate governance, by building scenario-planning and risk-management frameworks around
changing trade and environmental rules, are more likely to be better positioned to respond. For example, West
African Agro-allied manufacturers trading in palm oil or cocoa are being steadily drawn into international

sustainability governance. For example, in 2025, the European Union Deforestation Requlation (EUDR) will come

into force, requiring the collection of geolocation data for production plots, full chain-of-custody traceability

and submission of due diligence statements. This shift creates a governance risk for West African exporters,
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who must invest in transparency instruments, such as blockchain solutions and digital traceability platforms, if

they are to maintain access to the EU market and meet the new compliance burden.
Human Capital and Labour Mobility

Geopolitical forces also impact labour markets and human resource management. Migration trends, visa

policies and international labour laws have an influence on the movement of skilled labour. For example, the

emigration of citizens from West African countries to Europe exacerbates talent shortages, including in fields
such as engineering and logistics. In response, Agro-allied manufacturers in West Africa are investing in

onshore training and partnerships with local universities to build up local capacities. In addition, the regional

mobility arrangements of ECOWAS enable companies to acquire talent across borders, thereby offsetting some

of the impacts of the prohibitions on global labour. Firms that incorporate flexible HR practices, cultural

sensitivity and a multilingual orientation have the best chance of attracting and maintaining talent in the face

of these changes.
Marketing and Brand Strategy in a Polarised World

Geopolitics also shape consumer sentiment and brand positioning. This is because most consumers live in a
politicised world that is very aware of roots, morals and affiliations. West African Agro-allied manufacturers that
export their products to Western markets can no longer disregard the political consequences of their sourcing

and production strategies. For example, a product with origins based in a region that is either a conflict zone or

that offers unethical labour is a reputational risk. On the other hand, branding as ‘Made in Africa’ with its

reputation for quality (which can be verified) and ethical standards can be used as a potent marketing

advantage. For example, the Green Revolution in Africa (AGRA) Rice Consortium’s promotional strategy ‘Eat
Ghana Rice’, which encourages people to consume domestic goods, proves that the rational alignment of

geopolitics with national interests can shape the approach to brand strategy and consumer behaviour.
Finance and Investment Risk in a Geopolitical Context

Geopolitics also plays a role in investment going into West Africa. Conventional Western donors and investors
make their aid conditional, dependent on terms of governance and political inclination, whereas newer donors
andinvestors from China, India and Turkey make their investment aid for far less conditional, but more strategic

reasons. These two approaches provide West African Agro-allied manufacturers with flexibility and complexity

when looking for finance. In addition, fluctuations in currency, along with inflation and increased interest rates,

which are frequently caused by international political issues, have made local financing more costly and
unpredictable. Financial resilience has been achieved through the practices of hedging, sourcing local currency

debt and diversifying investment sources. Green finance is also becoming popular. Political commitments to
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international climate agreements are channelling funds to sustainably based Agro-allied projects. Companies
that meet environmental, social, and governance (ESG) requirements have a higher chance of tapping into these

new funds.
Entrepreneurship and Innovation Amid Instability

Geopolitical instability presents a challenge for doing business, but it also creates a source of innovation. West

African Agro-allied manufacturing start-ups and SMEs are using digital tools to circumvent geopolitical

limitations, making the sector more efficient, inclusive and resilient. For example, the Nigerian agrotech
company, Thrive Agric, is integrating technology with smallholder farmers to provide a connection to finance
and markets. The technology reduces dependence on older systems, which are vulnerable due to geopolitical

circumstances. The Agro-allied sector is also leveraging technology, such as mobile ordering platforms,

precision logistics and GPS tracking, as well as blockchain for transparent transactions to transform fertiliser

distribution networks. This helps reduce logistical bottlenecks and increase efficiency. Business owners are

also utilising diaspora networks as aresource to fund and provide skills that can form transnational ecosystems

that cannot be disrupted locally.
Opportunities Amid the Disruption

Geopolitical disruption is not all bad, despite its numerous challenges. To West African Agro-allied
manufacturers, it opens the gate to regional integration, localisation of inputs and policy reforms. The African

Continental Free Trade Area (AfCTFA) Agreement integrates the region, lowering barriers and offering a larger

market that helps avert dependence on foreign trade partners. Furthermore, the worldwide scarcities

encourage investments in localised manufacture of inputs such as fertilisers, packaging materials and
equipment. Regarding policy reforms, as West African countries become more competitive in the foreign
investment terrain, governments are increasingly enacting policies that are favourable to business, including

tax holidays and industrial estates-

Conclusion

In summary, the evolving geopolitical landscape presents both challenges and opportunities for West Africa’s
Agro-allied manufacturing and associated supply chain sector. The region faces real threats from disrupted
global supply chains, volatile input costs, regulatory pressures and talent migration. Yet these same forces are
catalysing strategic renewal. Leaders who embrace agility, regional collaboration and innovation, and remain

politically informed, are repositioning their firms to thrive amid uncertainty.
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Ultimately, geopolitical disruption is not merely a backdrop to strategy but a driver of transformation. The future
of West African Agro-allied manufacturers will depend on how effectively firms turn uncertainty into strategic
advantage, building integrated, transparent and technologically empowered value chains that sustain both

competitiveness and food security across the continent.
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