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Executive Summary 

This article examines how the 2026 Gulf crisis has translated into concrete economic, 

fiscal and political pressures across some of Africa’s most consequential economies. 

Triggered by the closure of the Strait of Hormuz following the February 2026 escalati on 

between the US, Israel and Iran, the crisis rapidly disrupted global energy, fertiliser and 

shipping markets. Oil prices surged from around USD 70 per barrel to peaks above USD 

120, LNG and fertiliser exports from the Gulf were curtailed, and Red Sea –Su ez shipping 

routes were effectively closed, forcing cargoes onto longer and more expensive Cape 

routes. While a ceasefire was reached in April, damage to core Gulf energy infrastructure 

and persistently elevated war risk insurance premiums mean disruption is ongoing rather 

than transitory.  

Rather than focusing on legal doctrines or contractual allocation of risk (addressed in 

Article 1 of the series), this paper adopts a country - by- country lens to show how the 

shock is experienced “on the ground” in economies that were, until recently, regar ded as 

growth leaders. Kenya, Ethiopia, Nigeria, Tanzania and Zambia are not fragile or peripheral 

states; they are regional anchors. The article’s core argument is that if the Gulf shock 

strains these economies, those with weaker buffers will face even sh arper adjustment.  

Across all five cases, the crisis operates through a combination of direct import 

disruption and compounding domestic constraints. Kenya and Tanzania face immediate 

petroleum, fertiliser and shipping cost shocks as coastal import hubs serving large 

hinterlands, with price increases transmitting quickly into food inflation and political 

pressure. Ethiopia’s landlocked geography transforms the crisis from a price shock into a 

near existential supply risk, colliding with a fragile IMF - backed reform programme a nd 

critically low foreign exchange reserves. Zambia’s dependence on diesel - intensive 

copper mining and fertiliser - dependent agriculture means higher oil prices threaten both 

export earnings and food security, undermining the hard - won gains of debt 

restruct uring. Nigeria stands apart structurally as an oil producer, capturing fiscal 

windfalls from higher crude prices, yet remains exposed through inflation pass - through, 

shipping costs , and political sensitivity around fuel prices, dynamics now reframed by the 

strategic importance of the Dangote Refinery as a regional supply hedge.  

A central theme of the article is political economy. The transmission from disrupted 

supply chains to household hardship is fast: fuel prices rise within days, food prices within 

weeks, and currency pressure amplifies both. Urban households, already strain ed by 

unemployment and prior inflation, absorb the shock immediately, while rural households 

face fertiliser shortages that undermine future harvests. The paper situates current risks 

within a broader African pattern in which fuel and food price spikes rel iably catalyse 

protest, instability and programme slippage, as seen in Kenya’s 2024 protests and 

Nigeria’s post - subsidy unrest.  
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The article concludes that the crisis did not create Africa’s vulnerabilities; it exposed and 

accelerated them. Short - term priorities are pragmatic and legal, commercial in nature: 

understanding force majeure positions, diversifying suppliers where possible, and 

preparing logistics and trade finance for alternative routes. Beyond triage, the crisis 

makes certain structura l reforms unavoidable, such as strategic fuel reserves, regional 

fertiliser stockpiles, domestic refining capacity, and intra -African supp ly corridors. What 

has changed is not the menu of solutions, but the political urgency to implement them. 

Article 3  will build on this by focusing specifically on fertiliser and food security as the 

most acute medium - term risk . 

 

Setting the Scene 

The 2026 Gulf crisis began on 28 February, when joint US - Israeli airstrikes on Iran, code -

named Operation Epic Fury, killed Supreme Leader Ali Khamenei and triggered Iran's 

closure of the Strait of Hormuz, through which approximately one - fifth of the world 's 

daily oil supply moves. The disruption that followed was immediate and cascading: Brent 

crude surged from roughly USD 70 per barrel in January to a peak of USD 126 by late 

March; major container lines suspended Red Sea and Suez Canal transits; QatarEner gy 

declared force majeure on its LNG, urea and ammonia supply agreements; and global 

fertiliser prices increased  35% within days. A fragile two - week ceasefire was agreed in 

early April 2026 and has since been tenuously extended, but with damage to Qatar's  

South Pars gas field expected to take three to five years to repair and war - risk insurance 

premiums still elevated, the supply chain disruption is far from resolved.  

Article 1  of this series examined the structural conditions that made Africa so exposed, 

the USD 90 billion annual petroleum import bill, the 90% - plus dependence on imported 

fertiliser, the concentration of Gulf Cooperation Countries ( GCC ) supply in routes that 

have now been closed , and the legal architecture, from force majeure to war risk and 

pricing provisions, through which the costs of that exposure will be distributed. This 

article takes a different angle. Rather than examining the crisis through the lens of 

contracts and legal frameworks, it examines what it means on the ground, country by 

country, in places already carrying significant economic weight before the shock arrived.  

 

 

 

 

 

 

 

 

https://aln.africa/insight/africa-at-the-chokepoint-contracts-crises-chokepoints/
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In this article, five countries receive extended treatment: Kenya, Ethiopia, Nigeria, 

Tanzania and Zambia. Each was, before the crisis, a genuine growth story, not without 

complications, but on a trajectory that attracted investment and carried regional we ight. 

Kenya is East Africa's major commercial engine, posting GDP growth above 5% for most 

of the decade and serving as the logistics gateway for six countries. Ethiopia has 

averaged roughly 10% annual growth before the Tigray conflict interrupted its run and 

was mid- way through a credible IMF reform programme with GDP growth back at 8.1% in 

2024. Nigeria, Africa's largest economy at USD 360 billion, has embarked on the most 

significant package of fiscal and monetary reforms in a generation. Tanzania has he ld 

above 5% growth consistently, and Zambia has just completed a multi - year debt 

restructuring, with its Kwacha becoming Africa's best - performing currency in 2025, 

governance improving, and world copper prices boosting its economy, foreign reserves 

and currency.  
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The countries chosen in this analysis are not peripheral economies or fragile states. They 

are some of the continent's most consequential, and the fact that the Gulf crisis has 

exposed significant fault lines even in their cases makes the point sharper. A disruption 

that strains these leading economies will be considerably more severe for those with less 

runway. The five profiles span the full range of exposure types: the coastal import hub, 

the landlocked giant, the oil producer with a dual dynamic, the em erging gas economy, 

and the mining - dependent interior state. Where relevant, the analysis extends to the 

wider group of high - exposure economies, including landlocked frontier markets where 

the arithmetic of import cover and reserve depletion is most alarmi ng .  

A Brent crude price surge that generates windfall revenue for Nigeria's federal 

government simultaneously worsens the import bill of every other Sub-Saharan 

Africa (SSA) economy. A shipping surcharge that is a routine cost item for a Kenyan 

logistics firm becomes a potential sovereign liquidity event for a landlocked economy 

running on less than three months of import cover. 

 

Kenya 

KEN GDP: USD 107bn   |   Debt/GDP: 68.8%   |    

Forex reserves: USD 13.65bn (~5.6 months)1   |   Gulf fertiliser exposure: 26% 

of sea imports   |   2025 GDP growth: 4.9% 

 

Nairobi is where East Africa's money moves. The city accounts for more than 60% of 

Kenya's formal economic activity, and the country is the region's undisputed commercial 

and logistics nerve centre, home to the continent's busiest port in Mombasa, the 

Nort hern Corridor that supplies Uganda, Rwanda, Burundi, South Sudan and eastern 

DRC, and a services sector that has grown steadily as a platform for regional trade and 

finance. With a GDP of roughly USD 107 billion and an economy that has grown above 5% 

in mo st years since 2010, Kenya entered 2026 as one of Sub -Saharan Africa's stronger 

stories, albeit one carrying more debt and more political tension than the growth figures 

alone suggest    

 

 

 

 

 

 
1 Figures correct upto April 23 2026. For latest figures, refer to the Weekly Central Bank of Kenya Bulletin.  
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The Economy before the Shock  

Kenyan public debt climbed from 39% of GDP in 2010 to approximately 68% by mid - 2024, 

driven by the infrastructure financing ambitions of successive administrations and 

compounded by a shilling that lost 24% of its value against the dollar in 2023 alone bef ore 

recovering sharply in 2024. Kenya's June 2024 Eurobond repayment, worth USD 2 billion, 

required a USD 941 million IMF disbursement and a new USD 1.5 billion international bond 

issued at 10.4%, a rate that signalled the market's assessment of Kenya's cr edit risk at 

the time. The government's response, a Finance Bill that would have raised KES 346 

billion through VAT hikes, triggered the Gen Z protests of June 2024, in which dozens 

died, and the bill was ultimately withdrawn. Since then, the picture has s hifted materially. 

In October 2025, Kenya returned to international markets with a USD 1.5 billion dual -

tranche Eurobond at a blended yield of 8.7%, roughly 100 basis points below the 

secondary - market yield of the 2028 bond it was retiring, with order book s exceeding USD 

7.5 billion. In January 2026, Moody's upgraded Kenya's sovereign rating to B3 from Caa1, 

citing reduced near - term default risk, stronger foreign exchange reserves, and improved 

external liquidity. Kenya then followed with its largest extern al borrowing operation in 

years: a USD 2.25 billion dual - tranche issuance in February 2026, comprising a USD 900 

million note at 7.875% and a USD 1.35 billion bond at 8.7%, with proceeds directed at 

refinancing the 2028 and 2032 maturities and providing ge neral budgetary support. The 

trajectory is one of improving market access and falling borrowing costs, yet analysts 

caution that weak tax mobilisation and a heavy public debt burden continue to cloud the 

medium - term outlook, demonstrating the need for sust ained fiscal discipline . 

The economy entered 2026 with GDP growth projected at around 5.3%, but  with private 

sector credit still under strain, public debt at a level that consumes a disproportionate 

share of government revenue in debt servicing, and a population that has already been 

through a fuel subsidy removal and a failed tax hike in the space of th ree years. The 

political tolerance for another round of price shocks is low. The Kenyan Central Bank, 

sitting on historically high forex reserves, has been spending large amounts of  it to 

manage the Kenya Shilling - US Dollar exchange rate. It remains to be seen how 

sustainable this is in the medium term, considering  rising fuel costs and other input costs 

such as fertiliser and transport.  
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Indicator  Figure Context  

Petroleum import dependency  ~90% Gulf-sourced2 By sea; direct Hormuz exposure 

Forex reserves (Mid April 2026) USD 13/65 billion / 

~5.6 months 

Under pressure from oil price surge 

Public debt / GDP (April 2026) ~67.6% Up from 39% in 2010; if 

negotiations with IMF are 

successful there may be further 

constraints 

Diaspora remittances (2025) USD 5.08 billion 10% from Gulf corridor, now at risk 

Fertiliser from Persian Gulf ~26% of sea imports Disrupted during March planting 

season 

Shilling depreciation (2026) −0.30% vs USD Represents remarkable stability. 

As of April 2026, the shilling has 

remained flat, trading near  KES 

129 per USD 

 

The Direct Hit: Petroleum, Fertiliser and Shipping Costs 

Kenya sources the bulk of its refined petroleum through government - to- government 

supply agreements with Saudi Arabia and the UAE, with cargoes typically arriving via Red 

Sea routes into Mombasa. With both the strait and the Suez Canal effectively closed fr om 

late February 2026, those cargoes now travel the Cape route, adding up to 14 days of 

transit time and absorbing the surcharges that major carriers are imposing, Maersk alone 

raised charges by approximately KES 234,000 ( approx.  USD  1,813) for 20 - foot con tainers 

and KES 390,000 ( approx.  USD  3,023) for 40 - foot containers from early March, with CMA 

CGM and Hapag - Lloyd following with their own war risk levies.  

 

 

 

 

 

 

 
2 https://kenyanwallstreet.com/why - the - strait - of- hormuz - is- so - important - for- global - trade  
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Kenya's petroleum import bill, already among the most significant drags on its foreign 

exchange position, now faces a simultaneous price and availability shock. The volume 

concern is concrete  as approximately 26% of Kenya's sea - borne fertiliser originates in 

the Persian Gulf, and those flows have largely stopped. As Kenya's key March planting 

season began, farmers were already contending with supply disruption, a timing problem 

that cannot be undo ne by a ceasefire that arrives weeks later. In 2022, for exam ple, when 

Russia - Ukraine disruptions cut Kenya's fertiliser imports by nearly 30%, maize output in 

2022/23 fell 18% below the prior five - year average. A repeat of that pattern, against a 

backdrop of already elevated food prices, carries serious implication s for rural household 

income and urban food costs alike.  

The Port of Mombasa handled a record 45.45 million metric tons of cargo in 2025. As the 

gateway for the entire Northern Corridor hinterland, it amplifies rather than absorbs 

supply chain disruption: delays in Mombasa propagate upstream through  five countries, 

(Burundi, DRC, Rwanda , South Sudan  and Uganda ) and the rerouting of Asia -Africa 

services via the Cape adds weeks to the delivery of everything from machinery and 

electronics to grain and edible oils, each of which arrives in Kenya at a higher landed cost.  

The Compound Pressure: Why The Political Economy Matters 

Kenya's government faces a configuration of pressures that makes the standard toolkit 

less reliable than usual. Kenya is not currently under an IMF programme but has reached 

out to the IMF. This support carries conditionality around fiscal discipline, subs idy limits, 

and exchange rate management. A government that reaches for price controls or fuel 

subsidies in response to rising pump prices risks programme compliance issues and the 

loss of access to the concessional financing it cannot currently do without . A government 

that lets prices rise faces a population that came within weeks of toppling its finance bill 

less than two years ago and has demonstrated its capacity to organise rapidly around 

cost - of- living grievances.  

Diaspora remittances, which reached USD 5.08 billion in 2025, up 18% year - on- year and 

a major source of foreign exchange stability, carry their own Gulf - specific risk. A 

significant portion of Kenya's Gulf diaspora is based in Saudi Arabia, the UAE and Qat ar, 

three of the countries whose economic activity has been most severely disrupted. 

Reduced remittances from that corridor would arrive as a secondary shock on top of the 

primary petroleum and fertiliser impact . 
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A note on the risk assessments below:  Each country profile concludes with a five-

dimension exposure assessment rated across five levels, Limited, Moderate, Elevated, High, 

and Critical. Ratings reflect the intersection of three factors:  

¶ the severity of direct exposure (supply dependency, import concentration, routing 

vulnerability);  

¶ the degree of pre -existing fiscal and foreign exchange constraint limiting the 

government's room to respond; and  

¶ the speed at which disruption translates to household-level harm, political pressure, 

or programme compliance risk. 

The assessments are qualitative judgements based on the quantitative evidence in each 

profile, not the output of a scoring model. They are intended to support comparison across 

countries, not to substitute for the country-specific legal and commercial analysis that each 

situation requires. 

Kenya: Crisis Exposure Assessment 

Petroleum supply 
vulnerability  

      High 

Fertiliser & food security        High 

Fiscal & forex headroom       Elevated  

Political stability risk        Elevated  

Institutional response 
capacity  

      Elevated 
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Ethiopia 

ETH Population: ~138m   |   GDP growth (2025/26): ~9.2%   |   Forex reserves: ~USD 

3.4bn (<2 months)   |   Fuel subsidy overrun: ETB 262bn (+172%)   |   Petroleum 

halted (Mar 2026): ~180,000 MT 

 

Ethiopia is, by most metrics, one of the most consequential countries on the African 

continent. With a population of approximately 130 million, second only to Nigeria, it is a 

country whose economic trajectory matters not just for the entire Horn of Africa . Addis 

Ababa, its capital, is the seat of the African Union and a growing hub for continental 

diplomacy and air connectivity through Ethiopian Airlines, the continent's largest carrier. 

Over the decade before the COVID - 19 disruption, Ethiopia's economy gr ew at an 

average of roughly 10% per year, one of the fastest sustained growth rates anywhere in 

the world. Then came the Tigray war, the debt overhang, a Eurobond default, and a 

foreign exchange crisis that forced a structural reform programme of the kind that rarely 

leaves an economy unmarked.  

The Fragile Recovery t hat the Crisis Has Now Hit 

By mid - 2024, Ethiopia was three years into debt restructuring negotiations under the 

G20 Common Framework. In July 2024, the IMF approved a USD 3.4 billion Extended 

Credit Facility, and the government simultaneously liberalised its foreign exchange 

regime, which caused an immediate 30% depreciation of the birr but was necessary to 

eliminate the multiple exchange rate distortions that had suppresse d exports and 

restricted import access for years. An USD 8.4 billion restructuring package with official 

creditors was finalised in March 2025. The economy grew an estimated 9.2% in 2025, and 

the reform programme has delivered stronger - than- expected results on inflation, 

exports, and international reserves.  

This is the context into which the Gulf crisis arrived. Ethiopia had USD 2.4 billion in foreign 

reserves as of early 202 6, barely enough to cover two months of imports at pre - crisis 

rates. Its petroleum import bill, denominated in dollars, which the government has limited 

capacity to generate, was already straining under the birr depreciation. The country 

imports virtually all its petroleum, primarily from Kuwait under a special settlement 

arrangement, through Djibouti, which handles approximately 95% of Et hiopian imports 

and exports. Djibouti sits on the Gulf of Aden, directly in the disrupted corridor . 
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Indicator  Figure Context  

Petroleum halted (March 2026) ~180,000 MT Destined for Ethiopia; Kuwait route 

cut 

Foreign reserves (early 2026) ~USD 2.4 billion Around 2 months import cover 

Fuel subsidy overrun (FY2025/26) ~ETB 500–600+ billion 

(combined support 

envelope) 

172% above the IMF -capped 

budget 

Fertiliser imports (H2 2024 vs H2 

2023) 

−63% Pre-crisis; FX shortage already 

biting 

Djibouti share of imports/exports  ~95% The only viable petroleum entry 

point 

Agriculture share of GDP / 

employment  

35% / ~70% Fertiliser shock = economic shock 

 

The Chokepoint Problem: Geography Makes Every Option Harder 

Ethiopia's landlocked geography represents a structural constraint that transforms the 

Gulf crisis from a price shock into a potential supply emergency. There is no coastal 

alternative. When petroleum cannot reach Djibouti, it cannot reach Addis Ababa. Rep orts 

from early April 2026 confirm that approximately 180,000 metric tonnes of petroleum 

destined for Ethiopia were halted due to the Hormuz closure, and analysts warned that 

the government may be forced to turn to spot market purchases, at significantly h igher 

prices, requiring upfront foreign currency payments, in place of the Kuwait settlement 

arrangement that has been the backbone of Ethiopian petroleum supply.  

Ethiopia's government had already budgeted a fuel subsidy of 0.6% of GDP for the 

2025/26 fiscal year. By early April 2026, actual subsidy payments had reached ETB 272 

billion (approx. USD 1.73 billion) , 172% above the budget cap. Experts familiar with the 

programme noted that the combination of higher prices and a shift to spot purchasing 

could require the National Bank of Ethiopia to suspend its biweekly foreign exchange 

auctions, which are the mechani sm by which commercial banks access dollars and 

stabilise the market. That suspension would be a major disruption to a reform 

programme in which exchange rate stability is a central commitment to the IMF.  
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Separately, Ethiopia's fertiliser imports have generally risen between 2024 and 2026, 

though this growth was punctuated by severe accessibility and affordability challenges. 

While the volume procured through international markets remained high to meet 

agricultural demand, the actual delivery to farmers was frequently hindered by the 

compounding effects of a foreign exchange crisis and regional instability. For the 2025/26 

production season, the government significantly increased its procurement target to 2. 4 

million metric tons to bolster national food security, despite ongoing physical supply 

chain disruptions , most notably the Hormuz blockade in the Gulf.  Agriculture accounts 

for 35% of Ethiopia's GDP and approximately 70% of employment. A compounding 

fertiliser shock, arriving during a reform period when the social safety net has been 

stretched by subsidy cuts , carries implications that extend well beyond macroeconomic 

indicators. To mitigate this long - term dependency on volatile global markets, the 

Ethio pian government has also initiated major domestic production projects, such as the 

USD 2.5 billion Dangote fertiliser plant in Gode, aimed at achieving eventual self -

sufficiency.  

Ethiopia's partial hedge deserves acknowledgement. The EV import ban of January 2024 

has pushed battery - electric vehicles to approximately 6% of the total fleet, above the 

global average, and the Grand Ethiopian Renaissance Dam is generating electricity 

exports to Kenya, Sudan and Djibouti worth USD 300 million annually. These are 

structural responses to petroleum dependency. They are, however, long - term 

investments that provide no buffer against a petroleum supply interruption in April and 

May 2026 . 

 

Ethiopia: Crisis Exposure Assessment 

Petroleum supply 

vulnerability  

     Critical  

Fertiliser & food security       Critical  

Fiscal & forex headroom      Critical  

IMF programme stability       High 

Institutional response 

capacity  

     Elevated 
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Nigeria 

NGN GDP: ~USD 377bn   |   Crude output: ~1.46mb/d   |   Dangote capacity: 650,000 

bpd (full)   |   CBN reserves: USD 48bn   |   Inflation (2025 avg): 23.33% 

 

Nigeria is never a simple story. The continent's most populous country, 220 million 

people, and its largest economy, with a GDP of roughly USD 377 billion, Nigeria produces 

approximately 1.5 million barrels of crude oil per day, sits at the centre of West African 

trade, and has spent the past three years implementing one of the most ambitious and 

painful rounds of economic reform on the continent. It removed a fuel subsidy that had 

cost 3.3% of GDP in 2024 alone, unified its multiple exchange rates, and beg an the long 

process of correcting a decade of macro misalignment. The country entered 2026 in 

genuine transition, not yet stable, but genuinely reforming . 

The Dual Dynamic: Windfall and Vulnerability, Simultaneously  

When Brent crude surged from USD 70 in January 2026 to a peak of USD 126 in late 

March, Nigeria's federal fiscal position improved significantly. Nigeria's medium - term 

budget had been set on an assumption of USD 64 - 66 per barrel; at USD 98 - 126 per 

barrel, the oil revenue windfall is substantial. The current account surplus widened to 9% 

of GDP in 2024, and the CBN's gross international reserves reached USD 40 billion by the 

end of 2024, the strongest position in years.  

Yet the windfall coexists with a population that has absorbed extraordinary economic 

pain. Annual average inflation ran at 31% in 2024, the highest in a generation, driven by 

naira depreciation (the currency lost over 40% in 2024), food supply deficits, an d the 

subsidy removal that raised petrol prices by 167% between May and December 2023. By 

early 2025, inflation had begun to moderate, reaching approximately 24% year - on- year 

in Q1 2025. The Gulf crisis, arriving as that disinflation was taking hold, threa tens to 

reverse it. A Brent crude price above USD 100 per barrel, combined with the Cape 

rerouting surcharges now embedded in every imported cargo, puts fresh upward 

pressure on exactly the cost categories that Nigerian households had only just seen 

begin to ease.  

The World Bank has restated the resilience of the Nigerian economy, which should grow 

in the first half of the year, but worries that rising fuel prices (almost 49% since the Gulf 

crisis started) and inflation will further squeeze incomes and slow down pov erty 

reduction.  
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Indicator  Figure Context  

Crude oil export price (Jan –Mar 

2026) 

USD 70 Ÿ USD 

126/bbl  

Windfall vs USD 64-66 budget 

assumption 

Inflation (annual avg, 2025) 23.3% Easing to ~15% by Q1 2026 τ 

crisis could reverse 

Naira depreciation (Q1 2026) +5.9-7% vs USD Import cost amplifier; now 

partially recovered 

Dangote Refinery capacity (Feb 

2026) 

650,000 bpd Full capacity reached; 7th 

largest globally 

Fuel subsidy cost (2024) 3.3% of GDP Phase-out underway with 

policy being removed in early 

2026 

CBN gross reserves (Feb 2026) USD 50.45 billion Strongest position since 2019 

 

The Dangote Refinery : Africa's Most Consequential Industrial Asset, at a Critical 

Moment  

No account of Nigeria's position in this crisis is complete without examining the Dangote 

Petroleum Refinery in some depth, because it is now the most consequential piece of 

energy infrastructure on the continent, and the crisis has arrived at precisely th e 

moment when its significance is being tested.  

The refinery was conceived in the mid - 2000s as Aliko Dangote's answer to the paradox 

that had defined Nigeria's energy economy for decades: a country that produces Africa's 

largest volumes of crude oil but imports virtually all its refined fuel, at world m arket 

prices, through supply chains it does not control. Planning began formally around 2013. 

Ground was broken at Lekki, on the outskirts of Lagos, in 2016. Construction absorbed 

the COVID - 19 pandemic, two years of schedule slippage, extraordinary financi ng 

complexity, including an NGN 187 billion (approx. USD 136 .3 million) emergency loan in 

July 2022 at 13% interest, and the challenge of building the world's largest single - train 

refinery on a 6,180 - acre site, 70% of which was swampy and required 65 million cubic 

metres of sand to stabilise. At peak, 67,000 people were workin g on site simultaneously.  
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The refinery was officially commissioned in May 2023. Commercial diesel and aviation 

fuel production began in January 2024. Petrol production followed in September 2024. 

By August 2025, output had reached approximately 610,000 barrels per day. By February 

2026, days before the Gulf crisis began, the refinery had hit its full design capacity of 

650,000 barrels per day, making it the seventh - largest oil refinery in the world and the 

largest single - train facility globally, with a Nelson complexity index of 10. 5, higher than 

the US average of 9.5 and well above the European average of 6.5. Total investment 

exceeded USD 20 billion, making it one of the largest single industrial investments in 

African history.  

The refinery's significance for the Gulf crisis is direct. Its 650,000 - bpd capacity, against 

Nigeria's domestic consumption of approximately 1.67 billion litres per month, means it 

can cover domestic petrol demand at full output. It has already begun exporting: refined 

petroleum products have been shipped to Ghana, Cameroon, Tog o and Tanzania, and 

the refinery shipped jet fuel cargoes to Saudi Aramco, signalling integration into global 

trade flows, not merely regional ones. Nigeria's total functional refini ng capacity reached 

approximately 974,500 bpd in the first half of 2025 when Dangote's contribution is 

combined with smaller operational refineries, a transformation from the near - zero 

domestic capacity of 2022.  

Critically, the refinery sources a significant proportion of its crude from outside the 

Persian Gulf. In 2025, it spent approximately USD 3.74 billion on imported crude, 

sourcing from the United States, Brazil, Angola, Cameroon and other Atlantic Basin 

suppliers. The Hormuz closure does not directly impact its feedstock access, but 

shipping economics are impacted, complicating the cost struc ture in a sensitive market, 

making Nigeria’s recovery story a race between domestic refining self - sufficiency and 

the escalating cost of maritime logistics.  

Looking forward, the ambition goes considerably further. In October 2025, Dangote 

announced plans to expand capacity to 1.4 million barrels per day by 2028, adding a 

second 750,000 bpd processing train that would replicate the existing plant and make it 

the largest refinery in the world by any standard, surpassing India's Jamnagar complex. 

The petrochemical side of the operation, already producing polypropylene, sulphur and 

carbon black feedstock, is targeted to scale to 2.4 million tonnes per year of 

polyp ropylene alone by 2028. A planned IPO on the Nigerian Exchange in 2026 would 

offer a 10% stake with dollar - denominated dividends, a structure designed to give 

Nigerian investors a currency hedge and Dangote a capital base for the expansion.  
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The Gulf crisis reframes what the Dangote Refinery means for the region. West Africa's 

petroleum supply has historically been dominated by cargoes from Europe and the GCC. 

With GCC supply disrupted and European carriers adding war risk surcharges, the 

refinery's ability to supply neighbouring countries, at shorter shipping distances, without 

Hormuz exposure, from a facility now operating at full capacity, is precisely the regional 

hedge that has always been the strategic case for the investment. The opportu nity is 

genuine. The question is whether Nigeria's regulatory framework, pricing structure, and 

logistical infrastructure can be aligned quickly enough to make it operational at a regional 

scale, and whether Dangote's expansion timeline survives the shippi ng cost and crude 

supply complexity that the crisis introduces . 

Timing , Politics and t he Reform Test 

Nigeria's government faces a configuration of pressures that make the Dangote story 

simultaneously an opportunity and a complication. The subsidy removal in 2023 raised 

petrol prices by 167% and triggered sustained public anger over rising transport and 

food costs that have not fully dissipated. The federal government tried to mitigate the 

impacts with cash transfers to small businesses and minimum wage earners. With 

inflation still running in the low - to- mid- twenties  as the crisis arrived, any renewed 

upward pressure on fuel costs carries immediate political sensitivity. The windfall from 

higher crude prices accrues to the federal government; households absorb the higher 

pump prices . The government may have to allow more petrol imports and provide 

palliative support to low - income households to mitigate the pain of the distributional 

asymmetry, especially as Nigeria has national elections in early 2027.  

At the regional level, the refinery's emergence as a supplier to West Africa's neighbours 

depends on regulatory decisions, on crude access, on pricing relative to international 

benchmarks, and on vessel clearance timelines that have moved slowly even in ca lmer 

conditions. The Gulf crisis has shortened the window within which those decisions 

matter.  

All that said, it is worth posing the counter factual . What if the Dangote refinery had not 

been built?  The consequences in Africa’s most populous country would have been 

catastrophic. The lesson,  therefore, is about the transformational nature of core 

infrastructure and proof that even in a complex environment like Nigeria, the economic 

and social returns on infrastructure cannot be underestimated . 
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Nigeria: Crisis Exposure Assessment 

Petroleum revenue upside      High 

Domestic inflation 

resurgence 

     High 

Import cost pass- through       Elevated 

Regional supply opportunity       Elevated 

Political stability risk       Elevated 

 

 

Tanzania 

Tanzania GDP (2025/26): ~USD 94bn   |   GDP growth (2025/26): 5.9%   |   Hinterland 

nations served: 6-7 countries   |   Qatar LNG capacity lost: ~17% (Mar 2026)   

|   Petroleum origin: Predominantly GCC (~59%) 

 

Tanzania occupies a peculiar position in the region's political economy: it is one of the 

continent's most stable and consistently growing economies, a recent election rocked 

by violence notwithstanding, yet one that rarely commands the attention its scale  

warrants. With a GDP that reached approximately USD 94.89 billion in 2025/26 and 

growth of over 5.6%, Tanzania has maintained macroeconomic stability through periods 

that destabilised neighbours, running a manageable current account, a debt level that is 

elevated but not at the acute risk threshold, and a government that has avoided the 

worst of the subsidy politics that have complicated economic management in Kenya and 

Nigeria.  
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Dar es Salaam is a major petroleum import hub, sourcing predominantly from GCC 

refineries and serving a landlocked hinterland that includes Zambia, Malawi, and parts of 

eastern DRC via the TAZARA and central corridors. Tanzania's exposure to the Gulf 

crisi s, therefore, compounds: it faces both the direct cost impact of disrupted petroleum 

supply and elevated shipping rates, and the secondary impact of serving as a distribution 

hub for economies whose own import pressures will now intensify. However, Tanzani a’s 

role as a distribution corridor for Zambia, Malawi and eastern DRC is also a lever for 

regional coordination. Strengthening corridor logistics frameworks, including 

contractual structures for transit pricing and emergency supply prioritisation, is a 

practical near - term opportunity that can reduce the shock transmission to landlocked 

economies while improving Tanzania’s ability to manage its own supply continuity under 

rerouted shipping conditions . 

LNG Ambitions and the Cruel Irony of Interconnection  

Tanzania has spent more than a decade developing its offshore natural gas resources, 

with discoveries in the Rovuma Basin that position it among the world's significant gas 

holders. The government and international partners have worked toward LNG 

developme nt projects that would transform Tanzania's energy export profile and 

generate significant fiscal revenue. What the current crisis illustrates, with some irony, is 

the degree to which LNG markets are themselves deeply interconnected with the Gulf 

ecosystem  that has now been disrupted.  

When Iranian strikes damaged Qatar's Ras Laffan gas field in March 2026, reducing 

Qatar's LNG export capacity by an estimated 17%, global LNG prices surged alongside 

oil. Tanzania's domestic gas monetisation has proceeded slowly, and the country 

remains he avily dependent on imported petroleum for transport and power generation. 

The LNG future it has been building toward is real, but it has not arrived. The gap between 

Tanzania's gas potential and its current energy reality is precisely the space in which th e 

Gulf crisis now operates. The failure to execute at speed is a lesson to be learned here.  

Tanzania’s shilling has come under pressure alongside other East African currencies, 

with rising import and shipping costs feeding through into inflation in an economy where 

road transport dominates the distribution of food and basic goods. GDP growth of 5 .6% 

in 2024 had underpinned cautious optimism about the country’s macroeconomic 

trajectory; the Gulf crisis now introduces downside risk to that outlook. While Tanzania’s 

relatively diversified economy and more restrained subsidy posture provide greater 

resilience than in some neighbouring states, sustained cost pressures, amplified by its 

role as a regional import and distribution hub, are beginning to test that stability without 

yet pushing the economy into acute fiscal stress . 
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Indicator  Figure Context  

Petroleum import origin  59% GCC | 41% 
India 

Via Dar es Salaam; now rerouted via Cape 

Hinterland countries 
served 

6-7 nations Zambia, Malawi, eastern DRC; amplifies 
delays 

Qatar LNG capacity lost 
(March 2026) 

~17% (12.8 m 
tonnes) 

From Iranian strikes on Ras Laffan 

Shilling pressure vs USD ~2,680 – 2,750 
TZS/USD 

Capital flight to safe-haven currencies 

Tanzania GDP growth 
(2024) 

5.9% – 6.1% Consistent performer; now facing cost 
headwinds 

LNG monetisation status  Being accelerated 
for medium- long 
term  

Projects like the Lindi LNG plant (HGA 
finalised 2025) are being fast-tracked 
alongside the restart of 
the TotalEnergies and ExxonMobil projects 
in the shared Rovuma Basin, as Europe 
seeks alternatives to Gulf and Russian gas; 
however, while Mozambique eyes first gas 
ōȅ нлнуκнфΣ ¢ŀƴȊŀƴƛŀΩǎ Ŧǳƭƭ ŜȄǇƻǊǘ 
capability remains a post-2030 prospect 
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Tanzania: Crisis Exposure Assessment 

Petroleum supply vulnerability       Elevated 

Hinterland amplification effect       High 

Fiscal & forex headroom      Moderate 

LNG market interconnection       Elevated 

Institutional response capacity       Elevated 

 

Zambia and the Landlocked Economies 

Zambia GDP (2025/26): ~USD 31.5bn   |   Copper/exports: ~70%   |   Inflation (April 

2026): 7.5%   |   Fertiliser use: 103 kg/ha (vs 135 global avg)   |   IMF ECF 

programme: USD 1.7bn (on track) 

Zambia's story over the past five years is one of hard - fought stabilisation. The country 

defaulted on its external debt in 2020, the first African sovereign default of the COVID -

19 era, and spent the following four years negotiating a restructuring that in volved 32 

bilateral creditors, the IMF, private bondholders, and a domestic economy that 

contracted, saw its currency lose significant value, and watched inflation climb to 16.7% 

by December 2024. The resolution came in stages: a USD 1.3 billion IMF Extend ed Credit 

Facility in August 2022, a USD 6.3 billion bilateral restructuring agreement in 2023, and a 

USD 3 billion bondholder deal in March 2024. By late 2025, there were genuine signs of 

recovery; the Zambian kwacha became Africa's best - performing curren cy in 2025, 

appreciating 23% against the dollar by October on the back of copper prices above USD 

10,800 per tonne and renewed mining investment confidence.  

That recovery is now under threat from a direction the restructuring process was not 

designed to address: an exogenous commodity and supply chain shock that 

simultaneously raises the cost of every dollar - denominated import and tests the fiscal 

discipline t hat the IMF programme demands . 
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Indicator  Figure Context  

Copper as share of exports ~70% Diesel cost increase = mining cost 

increase 

Petroleum import bill (2026)  USD 1.5-1.8 billion Costs spiked in early 2026 as 

global oil hit  USD 114/bbl . The 

government zero-rated VAT on 

fuel in April 2026 to cushion the 

shock 

Fertiliser use vs global average 103 kg/ha vs 135 

kg/ha global average 

Supply chains via the TAZAMA 

pipeline remain vulnerable to 

regional disruptions. 

Inflation (April 2026)  7.5% A massive drop from the 31% peak 

in 2024. Inflation hit its lowest level 

since 2018 in February 2026. 

IMF programme status ECF: USD 1.7 billion On track; oil shock threatens 

compliance 

Population below USD 2.15/day  64.3% Minimal household buffer for price 

shocks 

 

The Wider Category: Landlocked Economies Under Acute Pressure 

Zambia's exposure is severe, but within a broader category of landlocked economies 

that face a particular concentration of risk. Analysis of import data and reserve positions 

across 29 Sub - Saharan African countries identifies Senegal, Benin, Eritrea, Burki na Faso 

and Zambia as those experiencing the greatest potential economic shocks as measured 

by import cover ratios, projected reserve drain, and the incremental oil cost as a share of 

GDP. Sudan and Uganda would see their import cover drop to under three m onths, the 

threshold at which import access risk becomes acute, under a sustained USD 100 per 

barrel scenario. Tanzania and Côte d'Ivoire sit close to that threshold.  
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The Central African Republic, Lesotho and Zimbabwe represent the end of this 

spectrum. Zimbabwe imports all its petroleum and was projected to see its annual 

import bill rise by an estimated USD 195 million, even at USD 85 per barrel, against 

international reserves that already equated to less than one month of total import costs. 

At USD 98 - 126 per barrel, that arithmetic is worse by a significant margin . 

 

Zambia: Crisis Exposure Assessment 

Petroleum import cost shock       High 

Mining sector cost pressure      High 

Fertiliser & food security       High 

IMF programme compliance      High 

Institutional response capacity       Elevated 

 

The Political Economy of Households Absorbing the Shock 

The economic data above describes the macro picture. The political picture is different, 

more immediate, more volatile, and harder to manage through the instruments available 

to most African governments. The transmission from supply chain disruption to 

household hardship is not gradual. Fuel price increases appear at the pump within days. 

Higher freight costs are embedded in food prices within weeks. Currency depreciation, 

triggered by capital flight to safe - haven assets, amplifies both. And across Sub - Saha ran 

Africa, a significant share of household income, in many countries, more than half, goes 

to food . 
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The Protest Template: Kenya, Nigeria and t he Pattern of Mobilisation  

Kenya's June 2024 protests were triggered by a Finance Bill but sustained by something 

older and deeper: accumulated grievance over fuel costs, food prices, and economic 

management that appeared to extract more from ordinary citizens than it delivered. 

Doz ens died. The bill was withdrawn. President Ruto's approval ratings fell sharply. What 

the episode demonstrated was that Kenya's urban, digitally connected, economically 

frustrated youth population can mobilise with extraordinary speed when a specific 

econ omic provocation meets a pre - existing reservoir of grievance. The Gulf crisis, 

arriving with petroleum prices significantly elevated and fertiliser costs threatening the 

next planting season, finds that reservoir not yet emptied.  

Nigeria's pattern is similar in structure, different in form. The removal of the fuel subsidy 

in May 2023, a fiscally necessary but politically brutal decision, drove petrol prices up 

167% within months and triggered sustained public anger that neither fed eral nor state 

governments have fully absorbed. Fuel costs feed into transport costs, which feed into 

food prices, which feed into a general inflationary pressure that the country's poorest 

households, spending most of their income on food, absorb directly  and immediately. 

With inflation still running above 20% as the crisis arrived, the political risk attached to a 

fresh fuel price surge is quite significant . 

Across the broader region, the political economy of fuel and food prices is one of the 

most reliably destabilising forces available. Ghana's 2022 fiscal crisis was directly 

connected to energy import costs. Sudan's repeated cycles of political upheaval hav e 

tracked bread and fuel prices closely. The Sahel's series of military coups in Mali, Burkina 

Faso, Niger and Guinea each reflect, in part, the accumulated failure to manage the basic 

cost of goods and services. All these incidents are a pattern, in which  the current crisis 

concentrates the conditions that generate it . 

The Urban-Rural Fault Line 

One dimension of this political economy that deserves specific attention is the urban -

rural divide. Rural households that grow their own food are insulated, in the short term, 

from food price inflation, though they are acutely exposed to fertiliser cost in creases and 

supply disruptions that affect their next harvest. Urban households that buy rather than 

grow their food face the full immediate impact of food price rises, with no cushion. In 

Nairobi, Lagos, Dar es Salaam, Kampala and Accra, these are populat ions that are already 

experiencing high unemployment, inadequate formal sector job creation, and a cost of 

living that has risen faster than wages over the past three years.  

Urban youth unemployment, structurally high across most of SSA, provides the social 

base for rapid political mobilisation around economic grievance. The Gulf crisis does not 

create that base. But it does provide the occasion for it to activate . 
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The Remittance Risk: The Gulf Diaspora Under Strain 

A factor that cuts across multiple country profiles is the remittance flows from SSA 

diaspora communities working in the GCC. Kenya, Ethiopia, Uganda, and several West 

African nations have significant diaspora populations in Saudi Arabia, the UAE, and Qata r. 

Remittances from those communities represent a meaningful share of household 

income and foreign exchange earnings; Kenya's Gulf - linked remittance corridor alone 

contributes hundreds of millions of dollars annually.  

The disruption of economic activity in the GCC, the dangerous security environment, 

and the potential for workforce displacement all create risk to those flows. For Kenya in 

particular, analysts warned shortly after the crisis began that reduced Gulf remit tances 

could represent a significant monthly foreign exchange loss on top of the direct 

petroleum and supply chain impacts. For Ethiopia, whose foreign exchange position is 

already under acute stress, any reduction in remittances from the Gulf diaspora car ries 

serious programme - level implications . 

 

What Governments and Commercial Actors Must Do Now 

The crisis that each of these countries now faces is not the result of poor decisions 

made in February 2026. It is the result of structural conditions that have been 

accumulating for years. The acute question, given that the crisis is here, is what can be 

done in the timeframe that matters.  

Triage: Immediate Legal and Commercial Priorities 

Across every country profile examined here, the priority is the same: know your 

contractual position. The force majeure notices from GCC petroleum and fertiliser 

suppliers are arriving or will arrive shortly. Every national oil company, state agricultural 

input agency, and major commodity importer in Sub - Saharan Africa should have 

reviewed its supply agreements, understood its legal position, and engaged proactively 

with counterparties before those conversations are forced by external events. The cost 

of th at review is low. The cost of responding to a force majeure notice without having 

done it is not.  

Supply diversification cannot be achieved overnight, but the process of identifying and 

qualifying alternative suppliers, Indian refiners, Mediterranean product suppliers, and 

Dangote for West African markets can begin immediately. The shipping infrastruct ure 

and trade finance facilities needed to operationalise those alternatives require 

preparation that takes weeks, not months. Every week of preparation now reduces the 

exposure window.  
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The Medium-Term Imperative: What The Crisis Makes Unavoidable 

Looking beyond the immediate crisis, the country  examined  in this article demonstrate 

that the  vulnerabilit ies  exposed by the  Gulf disruption  are a consequence of years of 

structural faultlines  that now require swift responses to mitigate graver effects of the 

shock . Kenya's petroleum import dependency, Ethiopia's landlocked supply fragility, 

Zambia's diesel - dependent mining economy, and Tanzania's unrealised gas potential 

were all present before 28 February 2026. The crisis has made the cost of those 

conditions visi ble in a way that peacetime conditions never do.  

The structural responses, strategic petroleum reserves, regional fertiliser stockpiles, 

accelerated domestic refining investment, and intra - African supply corridors are not 

new ideas. What the crisis provides is a forcing mechanism  that provides  the political and 

institutional momentum to move them from aspiration to implementation. Article 3 of 

this series examines the fertiliser and food security dimension in depth and  concludes 

with a framework for the structural reforms that governments and commercial actors 

must now pursue with the urgency this crisis demands.  
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