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Executive Summary

Nestlé, a global leader in food and beverages, seeks to expand its product line
and deepen market penetration in West and East Africa amid intensifying local
and international competition. In this research use case, we provide a
comprehensive analysis of Nestlé’'s current positioning, market realities,
opportunities, and hidden eventualities in these sub-regions.

Leveraging a robust framework (PESTEL, Porter's Five Forces, SWOT), we
integrate data from industry reports, Nestlé's publicly accessible releases, and
market trends observed from 2020 to 2025. Our findings emphasize the need
for tailored product innovation, digital transformation, sustainable practices,
and proactive risk management to help the company capitalize on Africa’s

dynamic consumer market, projected to reach $2.1 trillion in expenditure by
2025.



1. Nestlé in Africa and the West and East
African Sub-Regions

01 Nestle has operated in Africa for over a century, establishing a strong
foothold across 54 countries. In 2025, a combined Africa and the Middle
East markets will contribute approximately CHF 8 billion to Nestlé’s
global revenue, representing 9% of its emerging market sales. With 29

factories, over 15,000 direct employees, and 120,000 indirect jobs,

Nestlé’s operations span diverse product categories, including dairy

(Nido), culinary (Maggi), coffee (Nescafe, Nespresso), and infant nutrition

(Cerelac). The company's Creating Shared Value (CSV) model emphasizes

local sourcing, community engagement, and sustainability, aligning with

Africa’s developmental priorities across nations and even more

profoundly, her sub-regions.
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1.1 West Africa
(Central and West

Africa Region,
CWAR)

Market Presence

Nestlé operates in 22 countries, including Nigeria, Ghana,
Cote d'lvoire, Senegal, and Cameroon, serving a population
of 441 million. Nigeria is the largest market, with Nestlé
Nigeria PLC generating significant revenue through brands
like Maggi, Nescafé, and Milo. The company has invested
in local manufacturing, such as a new production unit in
Cameroon (2023), and employs 100,000 farmers for
sourcing cocoa, coffee, and grains.

Strategy Initiatives:

Nestlé focuses on affordable nutrition, targeting low- and
middle-income consumers with small-unit packaging (e.g.,
Maggi sachets at $0.10-%$0.20). The "My Own Business”
(MYOWBU) program, launched in Nigeria, employs 1,628
operators (mostly women) to distribute Nescafé in urban
centers, enhancing last-mile delivery. Partnerships with IDH's
Grown Sustainably in Africa program support sustainable
agriculture, reducing environmental impact and improving
farmer livelihoods.

Market Size

The CWAR packaged consumer goods market is valued at
approximately $15 billion in 2025, with Nigeria accounting
for 40% of regional sales.
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East Africa (Eastern and Southern

African Region, ESAR)

Market Presence

Covering 23 countries, including
Kenya, Uganda, Tanzania, South
Africa, and Ethiopia, ESAR serves
470 million consumers. South
Africa, with five factories and two
distribution centers, is the
regional hub, while Kenya and
Ethiopia are high-growth
markets. Premium brands like
Nespresso and Nescafé target
urban professionals, while Maggi
and Cerelac dominate mass-
market segments.

Strategy Initiative

Nestle is expanding
production capacity in Nairobi
and Harare to serve the East
African Community (EAC) and
the COMESA trade blocs.
Researrh & Development
investments focus on health-
conscious products, such as
fortified cereals and low-
sugar beverages, to capture
the growing middle class
(projected to reach 1 billion
by 2060).

Market Size

The ESAR packaging market
is valued at $3.4 billion in
2024, projected to reach
$3.9 billion by 2030 (CAGR of
2.4%), with flexible
packaging growing fastest
due to demand for
convenience.




Key Milestones
(2020-2025)

Investment

Nestlé invested USD 1.2 billion in Africa, enhancing
manufacturing (e.g., new lines for Maggi in Nigeria) and
distribution networks.

Sustainability
Committed to 100% recyclable packaging by 2030 and zero

net GHG emissions by 2050, with 74% of consumers
expressing interest in refillable products.

Community Impact

Strategic Initiatives: Nestlé is expanding production capacity in Nairobi
and Harare to serve the East African Community (EAC) and the
COMESA trade blocs. Researrh & Development investments focus on
health-conscious products, such as fortified cereals and low-sugar
beverages, to capture the growing middle class (projected to reach 1
billion by 2060).

Programs like MYOWBU and partnerships with 100,000 farmers have
created economic opportunities, particularly for women and youth.



Table 1: Nestlé’s Key Metrics in West and East Africa (2025)

Metric West Africa (CWAR) East Africa (ESAR)
Countries 22 (e.g., Nigeria, Ghana, Cote d'lvoire), 23 (e.g., Kenya, South Africa Ethiopia)
CoverEd 441 million 470 million

Population

Served

Revenue

CHF 3.7 billion (est.) CHF 2.5 billion (est.)

Contribution
Factories - 10
Key Brands Maggi, Nescafé, Milo, Nido Nespresso, Movenpick,

Cerelac, Maggi

Key Initiative MYOWBU (1,628 operators) EAC/COMESA distribution
expansion



Nestlé Revenue by Region
2025
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2. Market Realities Facing Nestlé
In West and East Africa

Africa’s packaged consumer products market,
valued at $45.15 billion in 2025, is growing at a
CAGR of 3.85%, driven by urbanization, a young
population (200 million aged 15-24), and rising
consumer expenditure ($2.1 trillion projected by
2025). However, Nestlé faces multifaceted
challenges in West and East Africa, analyzed through
a PESTEL framework and Porter's Five Forces.




PESTEL Analysis

Political

Stable trade blocs (EAC, ECOWAS) facilitate
regional expansion, but regulatory scrutiny over
packaging waste (e.g., Kenya's 2023 Design
Guidelines) and food safety « increases
compliance costs. Political instability in parts of
West Africa (e.g., Mali) disrupts supply chains.

Technological

E-commerce (CAGR of 17%) and mobile internet
(69% of web traffic) are transforming retail, with
digital wallets processing $500 billion in
transactions. Nestlé’s digital marketing lags
behind competitors like Unilever.

Accurate Budgeting

Inflation and currency devaluation (e.g.,
Nigeria's Naira lost 50% value since 2020)
erode purchasing power, with 57% of
consumers in South Africa and Nigeria opting
for private-label brands. Urban consumption
spending is 79% higher than rural averages.

Environmental

Consumer demand for eco-friendly packaging
(74% prefer refillable options) clashes with
cost barriers in price-sensitive markets.
Climate change threatens cocoa and coffee
yields in East Africa.

Social

A growing middle class and health-
conscious Millennials drive demand for
functional foods and supplements ($140
billion global market). Price sensitivity
remains high, with 43% of consumers
open to premium brands if quality
improves.

Legal
Stricter regulations on child labor and
ethical sourcing (e.g., EU’'s 2023 supply
chain due diligence laws) pressure
Nestlé to improve traceability (currently
49% for cocoa).




Porter’s Five Forces Analysis

Threat of New Entrants Bargaining Power of Buyers (High) Bargaining Power of Suppliers
(Moderate) (Low to Moderate)
High barriers (brand loyalty, economies of scale) Price-sensitive consumers in CWAR often Local sourcing from 100,000 farmers
favor Nestle, but local startups like Promasidor switch to cheaper alternatives, while ESAR’s reduces supplier power, but reliance on

and Dangote leverage affordability and cultural premium segments show stronger loyalty to cocoa and coffee exposes Nestlé to

resonance, especially in Nigeria. Nestlé’s brands. supply chain risks, including child labor
controversies.

Threat of Substitutes (High) Industry Rivalry (High)

* Traditional unpackaged products (e.g., fresh * Global competitors (Unilever, Danone) and
spices, local dairy) compete in rural areas, while local players (Dangote, Promasidor) intensify

competitors like Unilever offer similar FMCGs in competition through aggressive pricing, digital
urban centers. marketing, and localized products.
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Infrastructure Gaps Ethical and Reputational Risks Sustainability Costs

Eco-friendly packaging is in demand, but
higher costs deter adoption in low-

Past controversies (e.g., infant formula

poor logistics infrastructure increases
marketing, child labor in cocoa supply

last-mile delivery costs (50% of e-
commerce logistics), especially in rural
East Africa.

chains) continue to attract scrutiny, income markets.

amplified by social media in Africa’s
digital landscape.




Table 2: Competitive Landscape in West and East Africa (2025)

Competitor Region Key Products Strengths Weaknesses

Unilever CWAR/ESAR Lipton, Knorr Digital marketing, sustainability = Higher pricing

Danone ESAR Activia, NutriDay Health-focused portfolio Limited rural reach

Promasidor CWAR Cowbell, Miksi Weak premium segm

Affordable, localized products

Low-cost, strong local bran Limited innovation

Dangote CWAR Pasta, seasonings



Leveraging Market Realities for New
Opportunities

Nestlé can transform market challenges into opportunities by aligning with consumer
trends, leveraging digital platforms, and capitalizing on regional integration. The
following strategies target West and East Africa while addressing continental trends.



3.1 West Africa
(CWAR)
Opportunities

Affordable Nutrition

Develop nutrient-fortified products (e.g., iron-enriched
Maggi, vitamin-enhanced Milo) to address nutritional
deficiencies affecting 30% of CWAR's population.
Partnerships with health NGOs can distribute these in
rural areas, enhancing brand trust.

E-Commerce Leadership

Nigeria’s e-commerce market (CAGR of 11.82% through 2029)
offers significant potential. Nestlé should partner with Jumia
and Konga to distribute single-serve products, using mobile-first
campaigns to reach 69% of mobile internet users.

Youth Employment:

Scale the MYOWBU program to Burkina Faso and
Cameroon, targeting 5,000 new operators by 2030. This
aligns with Africa’s youthful demographic and enhances
Nescafé’s urban penetration.



3.2 East Africa
(ESAR)
Opportunities

Premium and Health-Focused Products:

Launch plant-based and low-sugar products (e.g., fortified
cereals, vegan Nescafé blends) for urban professionals in
Kenya and South Africa. Nespresso's success in
Johannesburg can be replicated in Nairobi and Addis
Ababa.

Regional Trade Blocs

Leverage EAC and COMESA to streamline distribution from
Nairobi and Harare factories, reducing costs by 15% and serving
markets like Uganda and Rwanda.

Sustainability Leadership

Introduce biodegradable packaging for Maggi and Cerelac,
aligning with Kenya’s 2023 recyclability guidelines and
appealing to eco-conscious consumers (74% prefer
sustainable options).



o Digital Innovation
3 o 3 Co ntl n e nta l. Invest in Al-driven consumer insights to personalize

on o marketing, building on Nestlé’s global digitalization
O p po rt u n Itles strategy. For example, predictive analytics can optimize
product launches in high-growth cities with a research
partner as one represented by our brand - Copy House
International.

Local Sourcing

Expand IDH partnerships to improve supply chain traceability to
100% by 2030, addressing ethical concerns and supporting
200,000 farmers by 2035.

Health and Wellness
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. » Launch affordable supplements (e.g., vitamin sachets) to
tap into the $140 billion global vitamins market, targeting
urban consumers with limited access to fresh produce.




Opportunity Matrix for
Nestle in Africa
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4. Hidden Eventualities Not Reflected in
Nestlé’s

Several latent risks and opportunities are not fully addressed in Nestlé’s current strategy,
potentially disrupting its market position or offering untapped potential. Some of these include;

Current Strategy

Rising Local Competition
Local brands like Dangote and Promasidor are

Climate Change Impacts Regulatory Shifts

Stricter regulations on packaging waste

gaining share through hyper-local products and Droughts and erratic rainfall in East Africa (e.g., , N >

aggressive pricing. In Nigeria, Dangote’s 20% yield reductions in Kenyan coffee, 2024) (e.g., Kenya's 2023 guidelines, Nigeria's

seasonings compete directly with Maggi, threaten cocoa and coffee supply chains. Eroposeo(l) EPR laV\f?) could mcregse costs

leveraging cultural resonance. Nestlé’s focus on Nestlé’s sustainability goals (zero net GHG y 10-15%. Nestlé's slow adoption of

clobal brands may overlook rural demand for emissions by 2050) lack specific strategies for SeEAlEmely [PEEERIN (S [EElHies o
consumer backlash.

localized flavors. climate-resilient sourcing.

Digital Disruption Reputational Risks:

Social media amplifies scrutiny of past
controversies (e.g., child labor in cocoa, traced
to only 49% of farms in 2019). With 500 million
online shoppers in 2025, negative sentiment
could erode trust among social media-loud
Gen Z.

Fintech-driven micro-retail (e.g., mobile money
kiosks) is transforming informal markets,
particularly in West Africa, where 60% of retail is
informal. Nestlé’s reliance on formal channels
limits its reach in these segments.




Hidden Risks Missing in Nestle's
Current Strategy
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5. Research-Based Conclusions

Nestlé’s strong brand equity, local manufacturing, and social impact initiatives provide a solid foundation
for expansion in West and East Africa. However, intensifying competition, economic volatility, and ethical
concerns necessitate a strategic pivot. The company's focus on affordable nutrition and urban markets
aligns with consumer trends, but its lag in sustainable packaging and digital distribution risks ceding
ground to agile competitors. Hidden eventualities, such as climate change and regulatory shifts, require
proactive measures to ensure resilience. By leveraging e-commerce, health-focused innovation, and

regional trade blocs, Nestlé can deepen penetration while addressing ethical and sustainability concerns to
maintain consumer trust.




Table 3: SWOT Analysis of Nestle in West and East Africa

Strengths Weaknesses Opportunities Threats
Strong brand portfolio Slow édoptlon of | E-commerce growth (17% CAGR) Local cqmpetltlon (Dangote,
sustainable packaging Promasidor)
Local mar?ufacturing Limited digital marketing Health-focused products ($140B Climate change supply chain
(29 factories) investment market) risks
CSV model (120,000 Reputational risks from Regional trade blocs (EAC, Regulatory shifts

indirect jobs) controversies ECOWAS) (packaging laws)



6. Recommendations for Nestlé
Opy ouse Internationa

To achieve sustainable growth and outpace competitors, Copy House International proposes
the following recommendations, tailored to West and East Africa and supported by data-
driven insights.

1. Expand Affordable, Fortified Product Lines:

. Central and West Africa Region (CWAR):

Develop nutrient-fortified products (e.g., iron-enriched Maggi cubes, vitamin-enhanced Milo sachets) to
address nutritional deficiencies affecting 30% of the population. Partner with health NGOs to distribute
in rural Nigeria and Ghana, targeting 10 million consumers by 2030.

. East and Southern Africa Region (ESAR)

Develop nutrient-fortified products (e.g., iron-enriched Maggi cubes, vitamin-enhanced Milo sachets) to address nutritional
deficiencies affecting 30% of the population. Partner with health NGOs to distribute in rural Nigeria and Ghana, targeting
10 million consumers by 2030.

. Cost: $50 million for R&D and marketing over three years.

. Impact: Increase market share by 5% in CWAR and 3% in
ESAR.



2. Accelerate E-Commerce and Digital
Marketing:

. Partner with Jumia and Konga in Nigeria and Kenya to distribute single-serve products, reducing last-
mile costs by 20% through automated lockers and drone delivery pilots.

. Invest $30 million in Al-driven consumer analytics to personalize mobile-first campaigns, targeting 69% of mobile internet
users.

. Impact: Boost e-commerce sales by 25% in CWAR and 15% in
ESAR by 2028.



3. Strengthen Local Sourcing and
Sustainability:

. Expand IDH partnerships to achieve 100% cocoa and coffee traceability by 2030, mitigating child labor
risks and supporting 200,000 farmers.

. Pilot biodegradable Maggi and Cerelac packaging in Kenya, aligning with 2023 recyclability guidelines and targeting 74%
eCo-Cconscious consumers.

. Cost: * $20 million for supply chain and packaging innovation.

. Impact:» Reduce reputational risks and increase consumer
trust by 10%.



4. Leverage Regional Integration:

Il Optimize Nairobi and Harare factories to serve EAC and COMESA markets, reducing distribution costs
by 15% and reaching 50 million new consumers in Uganda, Tanzania, and Rwanda.

In CWAR, use Nigeria’'s trade hubs to expand into Burkina Faso and Senegal, targeting 20 million consumers
Il by 2030.

B Impact: Increase regional sales by 10% by 2028.



5. Mitigate Hidden Eventualities

. Develop climate-resilient sourcing strategies, such as drought-resistant coffee varieties, to counter 20%
yield reductions in East Africa. Invest about $15 million in R&D with local universities.

Bl Engage regulators proactively to anticipate packaging and food safety laws, ensuring compliance and avoiding
million in potential penalties.

- Launch a transparent social media campaign to address past controversies,
targeting 500 million online shoppers to rebuild trust among Gen Z.



6. Scale Youth and Community Programs:

. Expand MYOWBU to Burkina Faso and Cameroon, creating 5,000 jobs by 2030, with a $10 million
investment.

B Partner with universities in ESAR to train 1,000 young professionals for R&D and manufacturing roles, foster
innovation and loyalty.

Bl Impact: Enhance brand goodwill and urban penetration by 8%.
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Conclusion

Nestlé’'s expansion in West and East Africa is poised for success, leveraging
its strong brand portfolio, local manufacturing, and CSV initiatives. However,
rising local competition, economic volatility, and hidden risks like climate
change and regulatory shifts demand a strategic overhaul. By prioritizing
affordable nutrition, e-commerce, sustainability, and regional integration,
Nestle can deepen penetration and maintain leadership in Africa’s $45.15
billion packaged consumer products market. Our recommendations
however hypothetically, provide a roadmap for sustainable growth, ensuring
Nestle captures emerging opportunities while mitigating risks in this
dynamic landscape.



Disclaimer

This Use Case was prepared by the Copy House International Market
Research Team as a Hypothetical case based on Nestlé's publicly accessible
data. It therefore does not reflect the actual position of the company, nor
does it provide any basis for investment decisions as regards Nestle.

For a tailored research analysis and solutions,

business@copyhouseinternational.com
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