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From changing consumer habits to 
strategic pivots by leading players, 
the fourth quarter of 2025 (Q4) has 
underscored the FMCG sector’s 
ability to thrive in a complex 
environment while setting the 
stage for even greater 
opportunities in 2026. 

This progress is supported by a 
growing and efficient regulatory 
environment, with key regulatory 
bodies such as the FCCPC, ARCON, 
SON, and Customs, fostering a 
transparent, high - standard 
marketplace. At the same time, 
landmark corporate transactions, 
strong equity market rallies, and 
strategic pivots toward local 
sourcing have underscored the 
adaptability of FMCG players in 
navigating challenging conditions.

Manufacturers are re - engineering 
supply chains through domestic 
sourcing for long - term 
sustainability, while listed 
consumer goods companies have 
rebounded sharply, delivering 
triple - digit gains and record 
profitability.

This Q4 update captures the 
regulatory interventions, market 
rebounds, corporate strategies, 
and events that are reshaping 
Nigeria’s FMCG landscape, 
highlighting opportunities, growth, 
and planning as the industry 
positions for 2026.

Nigeria’s Fast - Moving Consumer 
Goods (FMCG) industry continues 
to stand out as one of the most 
vibrant and rapidly evolving 
sectors on the African continent. 
The final quarter of 2025 has been 
anything but ordinary, marked by 
notable shifts across the FMCG 
landscape and broader regional 
markets.

Rather than being slowed by global 
shifts, Nigeria’s FMCG industry is 
currently experiencing a powerful 
era of transformation. The sector 
has shown remarkable resilience. 
Innovation, and adaptability; with 
renewed investor confidence as 
the driving force behind this 
performance. 

Introduction
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Highlights of the FMCG 
Sector from October to 
December 2025

Highlights of the FMCG Sector 
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Nigerian Manufacturers 
Unlock Growth Through 
Local Sourcing 
Innovation

Nigeria’s manufacturing sector faced 
major disruptions in 2024 due to the 
Naira devaluation, including supply 
chain breakdowns, rising input costs, 
and the closure of over 80 factories. In 
2025, Nigerian manufacturers pivoted 
towards domestic sourcing to reduce 
foreign exchange exposure. For 
example, Chemical and Allied Products 
Plc (CAP) now sources 90% of its 
calcium carbonate locally, saving 60% in 
FX costs, while Beta Glass collaborates 
with suppliers who invoice in Naira. 
Local sourcing across the sector 
reached 57.1%, signaling a strategic shift. 

The Nigerian FMCG sector is "de -
dollarizing" its operations by pivoting to 
domestic sourcing to insulate margins 
from currency volatility. By replacing 
expensive imports with local 
alternatives, manufacturers are 
drastically reducing FX costs and 
stabilising  production. This strategic 
shift not only protects the bottom line 
but also enables competitive pricing and 
supply chain resilience, marking a 
permanent transition toward industrial 
self - reliance.

80 90% 57%
Local sourcing of calcium 
carbonate by Chemical and Allied 
Products

Local sourcing across 
sector

Manufacturing sector 
factories closure in Q4 
of 2025
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Agricultural Lending 
Expansion By Cbn

The Central Bank of Nigeria (CBN), led by 
Governor Olayemi Cardoso, inaugurated 
a new board for the Agricultural Credit 
Guarantee Scheme Fund (ACGSF) to 
expand financing for smallholder 
farmers and agribusinesses. The ACGSF 
board oversees a ₦50 billion fund 
designed to de - risk agricultural 
investment by guaranteeing up to 75% of 
loan defaults for banks. For investors 
and agribusinesses, the scheme 
provides a critical competitive edge 
through the Interest Drawback Program,

75%
The ACGSF board oversees a 
fund to de - risk agricultural 
investment.

which offers a 40% interest rebate for 
timely repayment, effectively halving the 
cost of capital. By covering the entire 
value chain and allowing modern 
security like warehouse receipts, the 
scheme transforms agriculture into a 
more bankable and resilient sector for 
large - scale commercial participation. 
The initiative strengthens loan 
guarantees, boosts staple crop 
production, and reduces import 
dependency stabilising  raw material 
supply for FMCG manufacturers.

40%
Interest rebate for timely 
repayment

Page | 6



SON Unveils 
Certification Scheme to 
Boost Nigeria's Export.

While the Standards Organisation  of 
Nigeria (SON) has historically managed 
quality control under the SON Export 
Certification of Products (SONCAP) 
scheme, SON has unveiled a new 
scheme, Special Economic Zones 
Conformity Assessment Programme  
(SEZCAP), to resolve certification 
ambiguities for firms operating within 
the Free Trade Zones. SON specifically 
designed this scheme, alongside the 
modernised  Standards Organisation  of 
Nigeria Export Certification Programme  
(SONEXCAP), to curb the rejection of 
Nigerian goods in international markets 
by aligning local production with global 
standards and AfCFTA  requirements. 

SON has also introduced a new 
certification, the Product 
Authentication Mark (PAM), a digital 
verification tool that allows global 
buyers to confirm product quality via QR 
codes, thereby enhancing the credibility 
of Nigerian exports. In addition to 
improving the quality and credibility of 
Nigerian exports, these innovations 
facilitate export under the African 
Continental Free Trade Area ( AfCFTA ) 
framework and underscores Nigeria’s 
commitment to export diversification, 
industrial growth, and enhancing 
product credibility in the international 
marketplace.
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Nigerian Customs 
Enforcement on 
Smuggled Goods

The Nigeria Customs Service, Federal 
Operations Unit (FOU) Zone A, Ikeja, 
intensified its crackdown on smuggling 
in Q4 2025, seizing contraband valued at 
₦10.1 billion, including 23,000 bags of 
foreign parboiled rice (equivalent to 36 
trailers), expired and prohibited 
pharmaceuticals worth ₦7.5 billion, 
vehicles, narcotics, and arms.

The operation also resulted in thirty -
eight arrests and highlighted strong 
collaboration between Customs and 
NAFDAC in regulating unsafe imports. 
These seizures underscore heightened 
scrutiny of staple food and FMCG 
imports, reinforcing the need for strict 
compliance with customs 
documentation, duties, and NAFDAC 
approvals.

ARCON Sanctions a 
Leading Supermarket in 
Nigeria Over Offensive 
Advertisement

The Advertising Regulatory Council of 
Nigeria (ARCON) sanctioned a leading 
supermarket over an advertisement 
deemed offensive and ethnically 
divisive. The advert  featured a content 
creator making a remark that sparked 
public backlash for ethnic denigration. 
ARCON stated that the advert  violated 
the ARCON Act 2022 and the Code of 
Advertising Practice, as it was not 
submitted to ARCON’s Advertising 
Standards Panel (ASP) for vetting. 

Although the supermarket has since 
taken down the advert  and issued an 
apology, ARCON confirmed that 
investigations and sanctions will 
proceed. The incident underscores the 
importance of cultural sensitivity, 
glocalization and the need to comply 
with advertising regulations and 
guidelines in Nigeria’s FMCG advertising 
space.
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As the industry approaches 2026, 
FMCG companies, globally and in 
emerging markets such as Nigeria, 
operate in a far more complex 
environment shaped by inflation, 
supply - chain volatility, geopolitical 
factors, technological acceleration, 
regulatory pressure, climate 
considerations, and rapidly evolving 
consumer behaviour .

Success in FMCG is no longer defined 
by volume and margin alone, but by 
resilience, relevance, trust, 
localisation , and sustainable value 
creation. Companies that fail to adapt 
face market share erosion and 
regulatory exposure; those that do are 
positioned to capture long - term 
growth in one of the world’s most 
resilient sectors.

This outlook examines the FMCG 
sector toward 2026, integrating global 
trends with a focused strategic 
analysis of Nigeria, one of Africa’s 
most critical FMCG markets.

The Fast - Moving Consumer Goods 
(FMCG) sector was long driven by 
scale, speed, and predictability: 
population growth, rising incomes, 
mass distribution, and incremental 
brand differentiation. That model has 
now shifted.

Introduction: An Industry at an 
Inflection Point
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1. Growth amid Structural Uncertainty

Globally, the FMCG sector continues to 
grow, but not without friction. While 
total market value expands, the quality 
and drivers of that growth have 
changed. Unlike previous decades, 
growth is no longer fueled primarily by 
aggressive price increases or unfettered 
consumer spending. 1

Consumers across developed and 
emerging markets are more cautious, 
informed, and value driven. Inflation, 
though moderating in some regions, 
has permanently altered consumer 
psychology. Shoppers are now more 
deliberate, frequently switching 
brands, downsizing pack sizes, and 
prioritising  perceived value over 
loyalty.

By 2026, global FMCG growth will be 
characterised  by:

This environment rewards 
operational excellence and 
strategic clarity, not brute 
scale alone.

• Moderate volume growth rather than 
explosive expansion.

• Intense competition between private 
labels and established brands

The Global FMCG 
Landscape towards 
2026

• Margin pressure driven by input 
costs and regulatory compliance

• A sharp divide between value -
oriented and premium segments
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2. The New Consumer: Rational, 
Digital, and Value - Driven

The consumer of 2026 is not passive. 
They are digitally connected, socially 
aware, and increasingly sceptical  of 
marketing claims. These defining 
behavioural  shifts are shaping the FMCG 
future. 2

Consumers are willing to pay for 
products that offer tangible benefits, 
health, durability, safety, convenience, 
or ethical alignment. Products are 
evaluated and purchased across a 
hybrid ecosystem of physical retail, e -
commerce platforms, social media, and 
informal digital channels.

Brands are increasingly judged not only 
by product quality but by transparency 
in sourcing, manufacturing, pricing, 
and social impact.

By 2026, companies that fail to embed 
trust, data - driven personalisation , and 
digital engagement into their operating 
models will struggle to maintain 
relevance.

3. Premiumisation  and Polarisation

One of the most paradoxical trends in 
global FMCG is the simultaneous growth 
of premium products and low - cost 
private labels. Middle - of - the - road 
offerings face the greatest risk.

Premiumisation  is driven by:

• Health and wellness consciousness
• Demand for functional and fortified 

products
• Urbanisation  and lifestyle changes
• Aspiration among younger 

demographics

At the same time, economic 
uncertainty is driving growth in:

• Private label brands
• Smaller pack sizes
• Discount - led retail formats

By 2026, FMCG portfolios will need to 
be deliberately polarised , with clear 
value propositions at both ends of the 
pricing spectrum. 3
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1. Supply Chain Resilience over 
Efficiency Alone

The traditional obsession with lean 
supply chains has given way to a new 
priority: resilience. The events of 
recent years, from pandemics to 
geopolitical shocks, have 
demonstrated that hyper - optimised  
global supply chains are fragile. 4

By 2026, leading FMCG companies will: Supply chain resilience is 
no longer a back - office 
concern; it is a board -
level strategic issue.

Strategic Imperatives 
for FMCG Companies 
Heading into 2026

• Diversify sourcing and 
manufacturing locations

• Use advanced analytics for demand 
forecasting
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• Invest in local production where 
feasible

• Prioritise  flexibility over cost 
minimisation .



2. Sustainability as a Competitive 
Differentiator

Environmental, social, and governance 
(ESG) considerations are moving from the 
margins to the mainstream. Regulatory 
pressure, investor expectations, and 
consumer activism are converging to 
make sustainability non - negotiable. 5  

Key sustainability priorities shaping 
FMCG strategies include:

• Reduction of plastic and non -
recyclable packaging

• Local sourcing of raw materials
• Energy - efficient manufacturing
• Transparent reporting and 

compliance

By 2026, sustainability will 
not merely protect 
reputations; it will actively 
drive consumer 
preference and market 
access.

3. Technology, Data, and AI

Digital transformation is no longer 
experimental. Artificial intelligence, 
predictive analytics, and automation are 
becoming embedded across the FMCG 
value chain. 6

By 2026, technology will underpin:

• Hyper - localised  product 
development

• Personalised  marketing and 
promotions

• Dynamic pricing strategies
• Inventory optimisation
• Fraud detection and compliance

FMCG companies that 
treat technology as a 
strategic asset rather than 
a support function will be 
best positioned for long -
term growth.
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Nigeria’s FMCG 
Sector: Context and 
Importance

1. Nigeria as a Strategic FMCG 
Market

Nigeria occupies a unique position in 
the global FMCG ecosystem. With a 
population exceeding 220 million, 
rapid urbanisation , and one of the 
youngest demographics in the world, 
Nigeria represents both immense 
opportunity and structural 
complexity.

Despite economic volatility, currency 
pressures, and inflationary headwinds, 
Nigeria remains:

By 2026, Nigeria’s 
importance to global 
FMCG players will be 
even more pronounced.• One of Africa’s fastest - growing 

FMCG markets by value 7

• A testing ground for innovation in 
affordability and distribution

• A critical entry point for West African 
expansion
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2. The Nigerian Consumer: Resilient 
and Adaptive

Nigerian consumers are among the most 
resilient globally. Faced with rising living 
costs and income constraints, 
households have not withdrawn from 
consumption but have adapted 
creatively.

Consumption has not 
collapsed; it has been 
recalibrated. This 
recalibration will define 
FMCG strategies in 
Nigeria through 2026.

3. Sachetisation  and Affordable 
Innovation

One of the most distinctive features of 
Nigeria’s FMCG market is sachetisation , 
the sale of products in small, low - cost 
units. While sometimes criticised , 
sachetisation  has been instrumental in: 

Key characteristics of the Nigerian 
FMCG consumer include:

• Strong preference for essentials 
and staples

• High sensitivity to pack size and 
unit pricing

• Willingness to switch brands 
based on affordability

• Deep reliance on informal retail 
channels

Driving volume growth

• Expanding market penetration
• Supporting daily cash - flow - based 

purchasing

By 2026, FMCG innovation in Nigeria 
will continue to focus on:

• Smaller pack sizes
• Affordable reformulations
• Products designed for daily or 

weekly purchase cycles

Companies that ignore 
this reality risk 
irrelevance, regardless of 
global brand strength.
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Distribution, 
Informality, and Market 
Access in Nigeria

1. The Power of Informal Retail

Unlike developed markets dominated 
by supermarkets and organised  retail, 
Nigeria’s FMCG ecosystem is 
anchored in informal trade: kiosks, 
open markets, neighbourhood  stores, 
and mobile vendors.

These channels account for the 
majority of FMCG sales and offer:

By 2026, successful 
FMCG companies in 
Nigeria will not attempt 
to replace informal 
retail but will integrate, 
digitise , and optimise  it.

• Unmatched last - mile access

• Rapid product turnover

• Deep community trust
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2. Technology - Enabled Distribution

Digital tools are quietly transforming 
Nigeria’s FMCG distribution landscape. 
Mobile ordering platforms, digital 
payments, and distributor management 
systems are improving efficiency and 
transparency.

Key developments include:

• Distributor - led e - commerce 
platforms

• Mobile credit and inventory 
solutions

• Data - driven route - to - market 
strategies

By 2026, the convergence 
of informal retail and 
digital infrastructure will 
be a defining feature of 
Nigeria’s FMCG growth 
story.
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Increasing Regulatory Scrutiny

As FMCG consumption grows, 
regulatory oversight in Nigeria is 
intensifying. Product quality, 
consumer protection, environmental 
compliance, and advertising 
standards are receiving greater 
attention.

By 2026, FMCG companies must: Regulatory compliance 
will increasingly 
influence brand 
reputation and market 
sustainability.

Strengthen compliance frameworks

Invest in product traceability

Manage legal risk proactively

Engage constructively with regulators

Regulatory, 
Legal, and Policy 
Considerations
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2. Environmental Regulation Will 
Reshape Packaging Strategy

The ban on disposable cups, Styrofoam 
food packs, nylon bags, and plastic 
straws in Lagos marks a watershed 
moment for Nigeria’s FMCG and food -
adjacent industries. Lagos, as Nigeria’s 
commercial nerve centre , has 
historically functioned as a regulatory 
bellwether; policies introduced in Lagos 
often cascade, formally or informally, to 
other States. 8

For FMCG manufacturers, 
distributors, and QSR 
operators, this means that 
legacy reliance on cheap 
plastic and Styrofoam 
packaging will no longer 
be commercially viable.

By 2026, it is highly likely that:

• Environmental packaging 
regulations will expand beyond 
Lagos, either through State - level 
adoption or Federal harmonisation .

• FMCG companies will face stricter 
enforcement, not just policy 
announcements.

• Non - compliance will increasingly 
attract sanctions, reputational 
damage, and supply - chain 
disruption.

Implications for FMCG Companies by 
2026

• Packaging redesign becomes 
unavoidable, not optional.

• Costs may initially rise as companies 
transition to:

o Biodegradable alternatives

o Paper - based or reusable 
packaging

o Compostable polymers

• Companies that invest early in 
sustainable packaging will gain:

o Regulatory goodwill

o Brand trust

o First - mover advantage in 
compliant supply chains

By 2026, sustainability 
will cease to be a 
marketing narrative and 
become a legal and 
operational requirement, 
especially in urban FMCG 
consumption hubs.
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3. Tax Reforms and Fiscal Policy 
effects on FMCG Companies

2026 will see the full implementation of 
the 2 outstanding tax laws - the Nigeria 
Tax Administration Act, 2025 and the 
Nigeria Tax Act, 2025. The 
implementation of these laws and other 
accompanying fiscal reforms will impact 
companies in Nigeria, especially FMCG 
companies.

Although fears exist in 
most quarters, FMCG 
companies and investors 
must factor these reforms 
in restructuring their 
internal and external 
operations in order to  
keep profitable.

From the shift in corporate tax rates, 
fiscalisation  policy implementation 
and monitoring, stricter compliance 
and transparent reporting for 
taxation purposes, only proactive 
strategic FMCG companies will be 
well positioned to take advantage of 
these reforms.

4. Sachet Alcohol Regulation Signals a 
Broader Public Health Clampdown

The Senate’s directive to NAFDAC to 
end sachet alcohol production is equally 
significant. While enforcement timelines 
may fluctuate, the policy direction is 
unmistakable. 9

Sachet alcohol has long been 
criticised  for enabling underage and 
impulse consumption, undermining 
public health objectives, and 
exploiting affordability to bypass 
regulatory safeguards.

The Senate’s intervention 
signals that affordability 
will no longer be 
accepted as a defence  
where public health risks 
are clear.
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Why this 
Matters for 

2026

By 2026, FMCG companies, especially in 
beverages, should expect:

Importantly, this 
development also challenges 
a long - standing FMCG 
growth model in Nigeria: 
sachetisation  as the primary 
affordability strategy.

• Tighter controls on product format, 
not just product content

• Greater scrutiny of products 
targeted at:

o Low - income consumers

o Youth demographics

o Informal retail channels

• A shift from reactive enforcement 
to pre - emptive regulatory action
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Re - thinking 
Sachetisation  in a 

Regulated 2026 
Environment

By 2026, FMCG companies 
will need to separate 
affordability innovation from 
regulatory arbitrage. The 
former will remain 
acceptable; the latter will 
not.

o Format restrictions

o Minimum pricing rules

o Enhanced labelling and 
traceability requirements

The outlook suggests:

• Essential food and household products 
may continue in sachet or small formats, 
but under tighter material and safety 
standards.

• Socially sensitive” categories, alcohol, 
tobacco - adjacent products, stimulants, 
and possibly sugary beverages, will 
face:
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While sachetisation  has historically driven 
FMCG volume growth, 2026 will mark its 
regulatory recalibration, not its total 
disappearance.



5. Local Content and Industrial Policy

Nigeria’s industrial policy continues to 
encourage local manufacturing, 
backward integration, and import 
substitution. FMCG companies that 
align with these priorities will benefit 
from:

Conversely, over - reliance 
on imports will become 
progressively riskier by 
2026.

• Improved regulatory goodwill

• Cost efficiencies over time

• Supply chain stability
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Highlights of the FMCG 
Sector from October to 
December 2025

Outlook for 2026: Risks and 
Opportunities
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Inflation and Currency Volatility

Inflationary pressures and 
fluctuations in the Naira remain a 
critical concern. Rising costs of 
imported inputs and packaging may 
compress margins, requiring FMCG 
companies to adopt robust cost -
management strategies and 
optimise  local sourcing to maintain 
competitiveness.

Supply - Chain Disruptions

The fragility of global and domestic 
supply chains continues to pose 
operational challenges. Reliance on 
single - source suppliers or imported 
raw materials exposes businesses to 
production delays, stock - outs, and 
increased logistical costs, 
underscoring the need for 
diversified and resilient sourcing 
strategies.

Market Share Loss and Brand 
Erosion

Competitive pressures and evolving 
consumer expectations increase the 
risk of market share erosion. Brands 
that fail to adapt to changing 
consumer behaviour , regulatory 
requirements, or sustainability 
expectations may face diminished 
trust and reduced relevance in the 
marketplace.

Key Risks
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Continued Double - Digit Growth

Despite economic headwinds, resilient FMCG 
categories, particularly beverages and 
essential household products, are projected to 
sustain strong growth. Companies that 
strategically align offerings with consumer 
demand patterns can capture continued 
revenue expansion through 2026 and into 
2027

Health - Focused and Fortified Products

Growing consumer awareness around health 
and wellness presents opportunities for 
differentiation. Products that deliver 
functional benefits, safety, or nutritional value 
are well - positioned to build loyalty and 
enhance brand perception in a market 
increasingly driven by informed and value -
conscious consumers.

Digitally Enabled Distribution

The convergence of informal retail and digital 
platforms is reshaping market access. FMCG 
businesses leveraging e - commerce, mobile 
ordering, and data - driven distribution can 
achieve greater efficiency, transparency, and 
consumer reach, turning technology into a 
strategic enabler rather than a support 
function.

Key Opportunities

Regional Expansion from Nigeria into West 
Africa

Nigeria’s position as a gateway to West Africa 
presents compelling growth prospects. 
Companies that standardise  product quality, 
regulatory compliance, and operational 
processes can leverage the African Continental 
Free Trade Area ( AfCFTA ) framework to expand 
regionally, diversify revenue streams, and 
enhance long - term brand presence.

1 2

43
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Conclusion:
The FMCG 

Sector Beyond 
Survival

The future of the FMCG sector into 2026 is not about 
survival; it is about strategic evolution. Globally and in 
Nigeria, the sector remains fundamentally resilient, 
but the rules of engagement have changed.

For Nigeria in particular, FMCG growth will not be 
linear or effortless. It will demand:

Deep consumer 
insight

Localised  
innovation

Strategic foresight 
to law and policy 
changes

Strong legal 
and regulatory 
compliance

Investment in 
people, systems, 
and trust

Companies that understand Nigeria not 
merely as a market, but as a complex 
consumer ecosystem, will define the 
next chapter of FMCG success in Africa. 
By 2026, the winners in FMCG will be 
those who move beyond selling 
products and instead build enduring 
value propositions rooted in 
affordability, relevance, resilience, and 
responsibility.
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Stren & Blan Partners is an innovative and 
dynamic Law Firm with a compelling blend 
of experienced lawyers and energetic 
talents. We are focused on providing 
solutions to our client’s business problems 
and adding value to their businesses and 

commercial endeavours . This underpins 
our ethos as everything we do flows from 
these underlying principles. 

Stren & Blan Partners is a full - service 
commercial Law Firm that provides legal 
services to diverse local and multinational 

corporations. We have developed a clear 
vision for anticipating our client’s business 
needs and surpassing their expectations, 
and we do this with an uncompromising 
commitment to Client service and legal 
excellence.
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