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Policy Brief at a Glance

Strategic objective. Build an agro-industrial system that converts competitive primary production into
reliable, standards-compliant products for regional and global markets—while creating jobs, retaining more
value locally and reducing exposure to single-market shocks.

16% 61%

Intra-African trade remains about 16% of Africa’s total Processed and semi-processed goods account for about
trade, indicating substantial headroom for regional market 61% of Africa’s regional exports, showing that intra-African
integration. [1] trade is already more value-added than many extra-African
flows. [1]
% $100B
45%
The AU’s CAADP Strategy and Action Plan 2026-2035 The Kampala CAADP agenda aims to mobilise US$100
targets a 45% increase in agrifood output by 2035. [2] billion for agrifood systems transformation and to triple

intra-African trade in farm goods. [2]

CORE POLICY MESSAGE
Do not industrialise agriculture as a factory-building exercise. Industrialise the entire

commercial system: production, aggregation, processing, standards, logistics, finance, data
and buyer contracts. Value addition should be demand-led and commercially disciplined.

Priority actions

¢ Concentrate investment in a small number of priority value chains with proven demand, scalable supply and
realistic processing economics.

e Use the AfCFTA and regional economic communities as the first scale market, while designing products and
compliance systems for global standards from the start.

e Treat quality infrastructure—laboratories, certification, traceability, SPS compliance and product
specifications—as productive industrial infrastructure, not administrative overhead.

e Link processing investment to logistics, energy, water, storage and working capital; a plant without reliable
throughput and routes to market is stranded capacity.

o Mobilise blended finance, trade finance and buyer-backed working capital so producers and processors can
grow together.

o Institutionalise market intelligence: buyer specifications, tariff/rules-of-origin analysis, competitor benchmarks,
pricing, seasonality and regulatory changes.
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1. Strategic Context: Why Agro-Industrialisation Now

Agriculture becomes transformative when it is connected to industry and markets. The core opportunity is to
move from fragmented commaodity production to coordinated value chains in which farms, aggregators,
processors, logistics providers, laboratories, financiers and buyers operate against shared commercial
standards.

Africa’s market structure makes regional integration especially important. UNCTAD reports that intra-African
trade accounts for only about 16% of total African trade, yet 61% of regional exports are processed and semi-
processed goods. This suggests that regional trade can serve as a practical platform for industrial learning,
product diversification and the scale needed to compete globally. [1]

The policy environment is also shifting. The African Union’s Kampala CAADP Strategy and Action Plan
2026-2035 places sustainable food production, agro-industrialisation and trade at the centre of agrifood
transformation. The agenda targets a 45% increase in agrifood output, a tripling of intra-African trade in
agricultural goods, a halving of post-harvest losses, and the mobilisation of US$100 billion in investment. [2]

Globally, agrifood trade has expanded markedly: FAO reports that food and agricultural trade increased
roughly fivefold between 2000 and 2024. Greater integration creates opportunity, but also transmits shocks
more quickly through prices, logistics, finance and supply chains. Market diversification and resilience
therefore need to be designed together. [3]

Agro-industrialisation engine:

LAND

o from production to premium markets

The objective is not processing for its own sake, but a coordinated system that converts reliable production into market-ready value.
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Figure 1. The agro-industrialisation engine.

A critical discipline: value addition must be market-led

Policy should avoid assuming that every raw product must be processed domestically to maximise value.
Evidence reviewed by FAO/OECD shows that direct participation in agricultural trade and global value chains
can generate as much aggregate value as domestic downstream processing in some cases. The strategic
question is therefore: where does processing create a durable margin after accounting for scale, quality,
logistics, energy, finance and buyer requirements? [4]
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2. The Structural Bottlenecks to Competitive Agro-Industry

Agro-industrial competitiveness is usually constrained by a system of linked bottlenecks rather than a single
missing asset. Policy must therefore resolve the binding constraints in sequence.

Constraint

Commercial effect

Priority policy response

Production fragmentation

Inconsistent volumes, varieties and
quality increase procurement cost and
make processors underutilised.

Aggregation models, production
protocols, contract farming, digital
farmer registries.

Weak infrastructure

Power, roads, water, storage and cold
chain raise unit costs and losses.

Cluster shared infrastructure; prioritise
reliable utilities and corridor links.

Quality & standards gaps

Export markets require demonstrable
food safety, plant health, traceability
and specification compliance.

Accredited labs, certification support,
SOPs, residue controls, digital
traceability.

Finance mismatch

Agriculture requires seasonal working
capital while processing needs longer-
term equipment finance.

Blended finance, warehouse-receipt
finance, buyer-backed facilities,
guarantees.

Thin market intelligence

Firms invest before validating demand,
specifications, pricing and competitor
position.

Permanent market intelligence and
buyer-development function.

Trade friction

Customs, permits, border delays and
regulatory differences reduce the value
of tariff preferences.

Single-window processes, harmonised
standards, corridor management,
digital documentation.

Skills & technology gaps

Plants underperform when equipment,
quality systems and maintenance skills
are weak.

Technical academies, OEM
partnerships, apprenticeship and
applied R&D.

Why trade costs matter

Recent World Bank analysis argues that Africa’s integration challenge is increasingly about the systems that
make markets work together: customs, logistics, standards, payments, energy, finance, digital platforms and
data. It estimates that around 60% of trade costs arise behind countries’ own borders, which means a large
share of the integration agenda is within national and regional policy control. [5]

3. Seven Strategic Policy Pillars

1. Build market-led production and processing clusters

Select a limited set of value chains where demand, agro-ecology, scale, logistics and unit economics align.
Co-locate aggregation, primary processing, testing, storage and logistics where feasible. Cluster policy
should solve shared constraints rather than merely designate land.

2. Use regional markets as the scale platform

AfCFTA’s purpose includes boosting intra-African trade, particularly value-added production. Regional
markets can give firms the scale and learning cycles needed before competing in more demanding global
channels. [6]
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3. Make standards and traceability industrial infrastructure
Sanitary and phytosanitary (SPS) measures, food-safety systems, plant-health controls, residues, labelling
and traceability determine whether a product can enter and remain in target markets. WTO guidance notes

that exporters must meet food-safety, animal-health and plant-health requirements to access agri-food
markets. [7]

4. Finance the chain, not only the factory

Processing capacity is ineffective if suppliers lack seasonal finance, irrigation, inputs or transport. Finance
packages should combine long-term equipment capital with seasonal producer finance, inventory finance and
trade finance.

5. Treat logistics and energy as competitiveness policy

Cold chain, storage, road reliability, ports, border handling and energy uptime shape landed cost and quality.
Infrastructure selection should be based on priority value-chain corridors and throughput commitments.

6. Institutionalise market intelligence and buyer development

Government and industry bodies should maintain live intelligence on buyer specifications, pricing, competitor
origin, tariffs, rules of origin, shipping routes, seasonal windows and regulatory changes. FAO’s 2025 ACT
framework similarly emphasises using trade data and qualitative analysis to identify high-potential exports
and import-substitution opportunities. [8]

7. Embed climate resilience and resource efficiency

Irrigation efficiency, renewable energy, water stewardship, soil management, waste valorisation and resilient
logistics should reduce both production risk and operating cost. Sustainability is increasingly part of
commercial market access, not a separate corporate-social-responsibility agenda.

4. Global Market Integration: A Sequenced Market Strategy

Global integration should be pursued as a portfolio, not a single export destination. The aim is to build
multiple demand channels that differ in margin, volume, specification and risk.

Market integration architecture: regional scale as a bridge to global competitivetaness

Build capacity in connected regional markets, harmonise standards, logistics, finance and intelligence to access diversified global demand.
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Figure 2. Regional scale can strengthen firm capabilities for global competition.
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Market channel Typical buyers Strategic role
PP Schools, hospitals, public food Base—lgad d_gmapd; supports_

Domestic institutional demand industrial utilisation and quality

programmes, hotels, manufacturers .

consistency.

Distributors, food companies, Build scale, exploit proximity and
Regional African markets wholesalers, pharmacies, cosmetic AfCFTA/REC preferences, learn

manufacturers cross-border trade.

Ingredient buyers, importers, Requires consistent specifications,
Mainstream global B2B processors, private-label documentation, traceability and

manufacturers competitive landed cost.

Organic, natural ingredients, Higher potential margins but stricter
Specialty / premium markets functional foods, botanicals, ethical certification, storytelling, consistency

sourcing niches and customer service.

Market-entry rule: validate before investing

Before committing capital to a new processing line, require documented evidence of: (1) target buyer and
product specification, (2) realistic delivered price, (3) annual demand and seasonality, (4) compliance
requirements and certification cost, (5) logistics route and landed cost, (6) supply availability and quality, and
(7) financing requirements. This converts “market potential” into an investable commercial case.

5. Standards, SPS Compliance and Trade Facilitation

Tariff preferences alone do not guarantee access. For agrifood products, the practical border is often the
product specification, safety standard, plant-health requirement, testing protocol or traceability rule. The WTO
SPS framework gives countries rights and obligations around food safety and animal and plant health, while
the Standards and Trade Development Facility supports developing countries to strengthen SPS capacity
and facilitate safe trade. [7]

Capability What must be controlled

Moisture, grade, active compounds, colour, particle size,
contaminants, packaging

Product specification

HACCP /ISO 22000 or buyer equivalent; microbiological

Food safety controls; hygiene

Phytosanitary certification and pest-risk requirements

Plant health where applicable

Maximum residue limits, heavy metals, mycotoxins and

Chemical compliance prohibited substances

Farm/lot identification, chain-of-custody, recall capability,

Traceability digital records

Organic, GlobalG.A.P., fair/ethical, halal/kosher or other

Certification market-specific schemes where justified
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6. Financing Architecture for Agro-Industrial Scale

A competitive agro-industrial programme needs different capital instruments for different risks. Using one
loan product for the entire chain usually leaves critical gaps.

Suitable instruments Typical capital providers

.. Sgasgnal wo.rkmg capltal; . Producer groups, banks, MFls, off-
Farm productivity irrigation/equipment finance; input
. takers, guarantee funds
credit
Adareqation & storage Warehouse, cold room, grading Private operators, DFls, commercial
agreg 9 equipment, inventory finance banks, infrastructure funds
. Medium/long-term equipment Sponsors, banks, DFls, impact
Processing ) . . . .
finance; equity; mezzanine investors
Pre-gxport f|r.1ance, letters of cr.edlt, Trade banks, export credit agencies,
Trade receivables finance, currency risk . o
Afreximbank-type facilities
tools
Public goods Rqads, Iabs,_power, digital platforms, | Government, development partners,
skills, extension PPPs

The AfCFTA Adjustment Fund is designed to support countries and private entities as they adjust to the
integrated trading environment; the AfCFTA Secretariat describes a Base Fund, General Fund and Credit
Fund, with estimated resource requirements of about US$10 billion over 5-10 years. [9]

7. Implementation Roadmap

Implementation roadmap: sequence capability before scale

A staged approach reduces execution risk and ensures that production, processing and market commitments grow together.

( ( Phase 2 12-24 months 3 ) Phase 3 24-36 months 4 Phase 4 36-60 months

Diagnose & organise Build & certify Scale regionally Diversify globally
Build the foundation. Establish reliable systems. Grow supply and market access. Move into high-value global markets.
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000
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Figure 3. A staged delivery model aligns production, processing and market commitments.
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Delivery governance

Establish a small, empowered agro-industrial delivery unit with clear authority to coordinate agriculture, trade,
industry, standards, infrastructure, finance and investment promotion. Each priority value chain should have a
commercial lead, an implementation dashboard and a quarterly problem-solving forum that includes private-
sector operators and financial institutions.

8. Policy Scorecard and Key Performance Indicators

Performance area lllustrative KPIs

% contracted volume delivered to specification; yield/ha;

Production reliability irrigated share; rejection rate

Plant capacity utilisation; downtime; conversion yield;

Industrial utilisation )
energy cost/unit

Value added per tonne; share sold as processed/semi-

Value retention i i
processed product; local service content

Number of active buyers; number of countries served;

Market diversification share of sales to top buyer/market

Border clearance time; logistics cost per tonne; on-time

Trade efficiency delivery rate; claims/rejections

Lots traceable end-to-end; certification pass rate; non-

Quality & compliance conformities; laboratory turnaround time

Working-capital days; trade-finance utilisation; cost of

Finance capital; private capital mobilised
. Number of farmers integrated; women/youth
Inclusion S L
participation; average supplier income change
Resilience Water productivity; renewable-energy share; post-harvest

loss rate; climate-risk contingency coverage
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9. Principal Risks and Mitigation

Risk

Overbuilding processing capacity

Impact

Plants operate below break-even
utilisation.
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Mitigation

Require supply contracts, buyer
validation and phased capacity
expansion.

Single-buyer dependence

Loss of one buyer destabilises the
chain.

Set concentration limits and develop
multiple channels/markets.

Standards failure

Shipments rejected or market access
suspended.

Pre-export testing, accredited labs,
traceability, corrective-action
systems.

Working-capital squeeze

Farmers and processors cannot
finance the operating cycle.

Ring-fenced working-capital facilities
linked to contracts/inventory.

Infrastructure unreliability

Quality loss, downtime and late
delivery.

Backup energy/water, corridor
planning, preventive maintenance.

Price and FX volatility

Margins collapse despite strong
volumes.

Contract design, hedging where
feasible, diversified markets and
product mix.

Climate shocks

Supply and quality become unstable.

Irrigation, resilient production
systems, geographic diversification
and insurance.

Policy fragmentation

Multiple agencies create delays and
contradictory requirements.

Single delivery mechanism, shared
KPIs and executive-level issue
escalation.

10. Recommended Policy Decisions

Adopt a value-chain portfolio approach: Select 4—8 priority chains using demand, comparative advantage,
industrial feasibility and resilience criteria.

Create agro-industrial cluster plans: Map production zones, aggregation, utilities, processors, labs,
logistics and workforce needs as one system.

Launch a standards-to-market programme: Finance certification, laboratories, traceability and buyer audits
alongside physical processing assets.

Create a buyer-linked investment pipeline: Every major project should show named target buyers,
specifications, delivered-cost analysis and financing structure.

Use AfCFTA as a commercial scaling programme: Prioritise regional products and corridors with clear
rules-of-origin, tariff and logistics advantages.

Establish an agro-industrial finance platform: Blend guarantees, concessional finance, commercial debt,
trade finance and private equity by risk layer.

Build a digital market-intelligence and traceability backbone: Connect production data, quality records,
orders, logistics, payments and trade documentation.
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Measure competitiveness, not activity: Track landed cost, capacity utilisation, rejection rate, value added
per tonne, buyer concentration and export diversification.

CONCLUSION
The strongest agro-industrial strategy is a market system strategy. Production must be designed
around demand; processing around viable margins; standards around target-market rules; finance

around the operating cycle; and infrastructure around value-chain corridors. Regional integration
can provide the scale and learning platform, while diversified global markets provide growth and
resilience.

Evidence Base and Sources

[1] UN Trade and Development (UNCTAD), Economic Development in Africa Report 2024.
https://unctad.org/publication/economic-development-africa-report-2024

[2] African Union, CAADP Strategy and Action Plan 2026—2035 and Kampala CAADP Declaration; AU
launch communication, 2025. https://au.int/en/caadp

[3] FAO, The State of Agricultural Commodity Markets 2026: Trade, resilience and food security.
https://www.fao.org/publications/fao-flagship-publications/the-state-of-agricultural-commodity-markets

[4] FAO/OECD, Value Adding Pathways in Agriculture and Food Trade — The Role of GVCs and Services,
2019. https://www.fao.org/sustainable-food-value-chains/library/details/en/c/1207746/

[5] World Bank, Integrating Africa: From Threads to Hubs, 2026.
https://www.worldbank.org/en/brief/2026/08/25/integrating-africa-from-threads-to-hubs

[6] AfCFTA Secretariat, Trade in Goods and AfCFTA overview. https://www.africancfta.org/trade-
areas/goods/

[7] World Trade Organization, SPS Agreement resources and Standards and Trade Development Facility.
https://www.wto.org/english/tratop _e/sps_e/sps_e.htm

[8] FAO, Boosting agrifood trade competitiveness: Agrifood Competitiveness and Trade (ACT) analysis,
2025. https://www.fao.org/agrifood-economics/publications/detail/en/c/1755472/

[9] AfCFTA Secretariat, AfCFTA Adjustment Fund. https://www.africancfta.org/operational-instruments/the-
afcfta-adjustment-fund/

Note on use: This brief provides strategic policy guidance. Specific investment decisions should be
supported by value-chain feasibility studies, buyer validation, engineering design, environmental/social
assessment and country-specific legal and trade analysis.

Implementation Decision Screen

Before approval, each priority value-chain investment should pass eight evidence tests:

Demand: Named buyers and realistic prices? Supply: Volume, quality and seasonality proven?
Economics: Viable delivered cost and margin? Compliance: SPS, safety and traceability achievable?
Infrastructure: Water, energy, storage and logistics reliable? Finance: Capital fits the operating cash cycle?
Resilience: Climate, FX and concentration risks mitigated? Governance: Named lead, timetable and dashboard?
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creates durable commercial markets to build volume, logistics, finance, data and
margin. capability and resilience. buyer relationships.

Elfas Mcloud Zadzagomo Shangwa Hunter
Hunter's Global Network / Farmers Pride International

SUSTAINABLE
: VALUE CHAINS
FOR A BETTER

AGRICULTURE INDUSTRY RESILIENCE : TOMORROW

Policy Brief | 11



