
 

CHALLENGING PATHS TO SYSTEM CHANGE FOR PRICING 
SORGHUM IN NIGERIA 

Thriving Amid Insecurity 

Banditry has cast a shadow over the Northwest of 
Nigeria for the past decade. The repercussions 
touch every aspect of life, including food security. 
In the Yankara zone, Ahmed Abdullahi persists 
despite insecurity, demonstrating resilience as he 
supports local sorghum farmers in the face of 
adversity. His leadership in his sorghum 
cooperative not only attracts business and 
development partners but also ensures steady 
revenue streams for the member farmers. 

A Never-Ending Cycle of Negotiations 

Ahmed's primary satisfaction stems from farmers 
in his cooperative consistently producing high-
quality sorghum. However, he wants fairer 
compensation of their produce, one that reflects 
the superior quality of the sorghum. In 2023, 
during his quest for this, Ahmed faced his biggest 
challenge as a negotiator for his cooperative: he was forced to accept a lower sales price so he could sell 
all the cooperative’s produce, while producing the best-quality grains in the region. 

Every year, Ahmed sells the production to Kola 
Bright, the chief negotiator for the aggregator 
Adefunke-Desh. Kola also faces significant 
challenges because his clients like Nestlé, have 
rejected large volumes of sorghum because of low 
quality, including high levels of aflatoxins. Last year 
he incurred losses of up to 80% of the sorghum he 
sourced from his suppliers. The only short-term 
solution that Kola sees to solve this problem is 
lowering the purchase prices to cover his losses.  

Long-term solutions 

Kola also wants to find long-term solutions to solve the quality challenge.  He therefore proposed to 
2SCALE a challenging idea: the introduction of a quality-driven grain grading and pricing system backed 
and supported by all the key stakeholders in the sorghum sector. This would motivate farmers to invest 
in production and post-harvest handling to increase quality which will fetch a higher price.  

With the help of 2SCALE, Kola set up a System Change Trajectory to develop this grading system with a 
working group: a so-called Informal Change alliance (ICA). The ICA regrouped key partners in the sorghum 
value chain including the aggregators Adefunke-Desh, et Nalmaco, government agencies, farmers 

Adefunke-Desh is an aggregator specialized in 
the cultivation, production and trading of 
sorghum for local and international food and 
beverages companies. It is owned by a female 
entrepreneur. The company sources about 
30,000 Tons of white sorghum annually for 
clients such as Nestlé, Nigerian Breweries and 
Honey Well.  

 

The System Change idea here is to develop a 
cost structure analysis of sorghum production 
and marketing to get more insights in the price 
structure as well as the investments farmers and 
aggregators are making.  
 
This analysis will be the basis for a better 
understanding and to negotiate fair prices with 
off takers.  
 
Based on this analysis, develop a pricing 
mechanism based on different quality 
parameters that provide a price premium for 
quality sorghum, which will motivate farmers to 
produce the highest quality.  
 



 

organizations like Ahmed’s cooperative, and off-takers like Nestlé.  The ICA started to analyze the 
production costs of farmers and sorghum quality parameters to set up the grading system.  

Regrettably, during the execution of this process in 2023, the national government decided to eliminate 
fuel subsidies, leading to a surge in fuel prices. Additionally, the government adjusted the exchange rate 
resulting to the Nigerian Naira losing almost 70% of its value against the US dollar. This created chaos 
which compromised the development of the price-driven grading system. It also increased the production 
costs of sorghum by approximately 300% in 2023. 

Adaptation in the Face of Challenges 

During the implementation of this System Change Trajectory, it became evident that the financial basis 
for a price-driven grading system for sorghum was compromised by the unprecedented market dynamics 
caused by the ripple effect of government decisions. Consequently, the trajectory was put on hold 
awaiting the stabilization of the economic situation in Nigeria.  

The study that has been conducted by the ICA and the idea to create a mechanism of a price-driven grain 
grading system remain compelling concepts and will be put back on the table by Adefunke-Desh as soon 
as possible. The cause is not lost, and Ahmed and Kola will continue their collaborative efforts, fueled by 
a shared interest to find sustainable solutions to secure better prices for high-quality produce.  


