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Fertilizer demand witnessed a significant slowdown in March 2025, with total offtake (in nutrient terms) declining by 49.5% 

y/y to 220kt, compared to 436kt in March 2024. On a sequential basis, offtake also slipped 4.6% m/m, reflecting continued 

weakness in farm-level demand as the Rabi season wound down. 

In product terms, urea offtake stood at 307kt, down by 54.3% y/y and 11.8% m/m, while DAP offtake clocked in at 49kt, 

representing a 54.5% y/y drop but a modest 22.6% m/m uptick. The steep annual decline can be linked to a high base in 

March 2024, when imported urea flooded the market alongside robust Rabi application. 

Domestic production during March 2025 remained strong, with urea output at 590kt and DAP production at 71kt. As a re-

sult of muted offtake, closing inventories swelled: urea closing stock rose to 820kt, while DAP inventory settled at 187kt, 

leaving the market well-stocked ahead of the Kharif season. 

On the pricing front, domestic fertilizer prices remained relatively stable. Urea and DAP prices rose slightly by 0.2% and 

0.7% m/m, averaging PKR 4,520 and PKR 12,134 per 50kg bag, respectively. To note, both remained lower y/y, reflecting 

softer market conditions. Internationally, urea prices trended downward in the Middle East, while DAP saw an uptick in 

Morocco. 
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Urea Industry Volumetric Position  

Urea Mar-25 Mar-24 Y/Y Feb-25 M/M 

Opening Inventory                 536                  270  99%                 441  22% 

Production                 590                  575  3%                 447  32% 

Imports                    -                       -    0%                    -    0% 

Off-take                 307                  671  -54%                 347  -12% 

Closing inventory                 820                  174  371%                 536  53% 

Source: NFDC & HMFS Research 
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What’s Behind the Slump in Offtakes? 

The steep decline in March offtakes primarily reflects three key factors: 

1. Reduced Wheat Acreage: The cultivated wheat area during Rabi 2024–25 shrank by an estimated 7% y/y, directly lowering fertilizer requirement, especially for urea. 

2. Farm-Level Stress: Financial constraints among small and medium farmers—exacerbated by below-cost wheat prices—dampened purchasing capacity, discouraging optimal 

nutrient application during the tail-end of the Rabi season. 

3. High Base & Early Import Channeling: Companies had already offloaded 220kt of imported urea in Feb–Mar 2024. This front-loading inflated the base for March 2024 and 

reduced March 2025’s demand by comparison. 

4. Seasonality Effects: Ramadan and Eid holidays during March 2025 naturally slowed on-ground agricultural activity and dealer-level engagement, further dampening sales vol-

umes. 

5. Water Availability Disruptions: Intermittent water supply issues in key agricultural zones disrupted irrigation cycles—reducing fertilizer application during critical periods of 

crop development. 
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  Mar-25 Mar-24 Y/Y Feb-25 M/M 

Off-take (kt)           

Urea 307 671 -54% 347 -12% 

DAP 49 107 -54% 40 21% 

Retail price (PKR/bag)           

Urea 4,520 4,875 -7% 4,515 0.1% 

DAP  12,134 12,347 -2% 12,046 1% 

Source: NFDC & HMFS Research 
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In the urea market, FFC regained dominance with a 61% share in March 2025 (vs. 35% in Mar’24), as EFERT’s share dropped to 19% from 22%, due to lower demand and logistical 

constraints in Sindh. FATIMA and AGL captured 12% and 8%, respectively, both gaining modest ground y/y. 

In the DAP market, FFC (including FFBL) continued to lead but saw its share shrink to 55% (from 73% in Mar’24), while EFERT held 17% (down from 20%). FATIMA's DAP share re-

mained marginal at 1.7%, indicating limited market presence in phosphatic fertilizers. The remaining ~26% market share was distributed among small private importers.  

Despite sufficient availability and robust production, off-takes faltered due to weak demand-side fundamentals. The market enters Kharif season with ample carryover stocks, but 

pricing strategy and timely imports—particularly for DAP—remain critical for inventory balance.  

 

Company-wise Dynamics: 

• Engro Fertilizers (EFERT) produced 201kt of urea in March and sold ~59kt, ending the month with a stockpile of 423kt. EFERT also sold ~8kt of imported DAP, retaining a 

closing DAP inventory of 48kt. 

• Fauji Fertilizer Company (FFC) led urea production with 252kt, out of which ~188kt were sold. FFC also sold ~26kt of DAP, primarily from local production, closing with 

~108kt in DAP inventory. 

• Fatima Fertilizer (FATIMA) produced 43kt of urea and sold about 21kt, while holding nearly 111kt in urea inventory. The group’s DAP sales were marginal at around 0.85kt, 

with an inventory of ~5.6kt at month-end.  
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  CY25 CY24 Y/Y 

Off take (kt)       

Urea 1,100 6,577 -83% 

DAP 89 1,627 -95% 

Retail price/bag    
Urea 4,521 4,763 -5% 

DAP  12,067 12,419 -3% 

Source: NFDC & HMFS Research 
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Preparing for Kharif — Stocks Abundant, Strategy Will Matter 

As the Kharif 2025 season kicks off, the fertilizer sector is well-stocked. Urea availability is projected at ~4mnt (vs. estimated demand of 3.26mnt), supported by 820kt of opening 

stock and healthy monthly production expectations of ~530–590kt. 

DAP availability, however, appears tighter. With expected supply at 688kt against a demand forecast of 788kt, timely imports and uninterrupted domestic production will be crucial.  

• On the positive side, the Punjab Chief Minister’s Kissan Package—which includes expansion of the Kissan Card scheme, subsidized tractor deliveries, solarization of tube 

wells, and machinery rental initiatives—is expected to uplift agri input demand, especially among small and mid-scale farmers (≤25 acres). With over 534,000 Kissan cards 

approved and PKR 54bn allocated, targeted liquidity support should revive fertilizer consumption during the sowing window. FFC, with its strong dealer presence and market 

share in Punjab (62% in March 2025), stands out as a key beneficiary of this policy stimulus. 

• In contrast, the abolishment of the wheat support price, reportedly under IMF conditions, introduces a critical overhang for the sector. Reportedly, the market price of wheat 

(~PKR 2,500/maund) is significantly below the cost of cultivation (~PKR 3,200/maund). Fertilizer demand, particularly during the upcoming season, could face structural pres-

sure if farmer sentiment and purchasing power weaken further.  

Company-wise Outlook: 

• FFC stands to benefit from its dominant urea share and robust inventory positioning, giving it pricing flexibility and volume leverage. 

• EFERT may face near-term volume pressure due to inventory overhang and slower Mar’25 sales, though its DAP presence and diversified product mix could offer partial sup-

port. 

• FATIMA continues to expand gradually, but any upside will hinge on retail network performance and pricing discipline during the early Kharif window. 

• AGL’s improving share suggests growing competitiveness, but scale remains a constraint. 

Overall, while the demand side may rebound with seasonal sowing and better water availability, execution at the scrip level—across inventory management, pricing, and logistics—

will shape relative outperformance in the coming quarter.  
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This research report is for information purposes only and does not constitute nor is it intended as an offer or solicitation for the purchase or sale of securities or other financial instruments. Neither the information contained 

in this research report, nor any future information made available with the subject matter contained herein will form the basis of any contract. Information and opinions contained herein have been compiled or arrived at by 

Habib Metropolitan Financial Services (HMFS) from publicly available information and sources that HMFS believed to be reliable. Whilst every care has been taken in preparing this research report, no research analyst, direc-

tor, officer, employee, agent or adviser of any member of HMFS gives or makes any representation, warranty or undertaking, whether express or implied, and accepts no responsibility or liability as to the reliability, accuracy 

or completeness of the information set out in this research report. Any responsibility or liability for any information contained herein is expressly disclaimed. All information contained herein is subject to change at any time 

without notice. No member of HMFS has an obligation to update, modify or amend this research report or to otherwise notify a reader thereof in the event that any matter stated herein, or any opinion, projection, forecast or 

estimate set forth herein, changes or subsequently becomes inaccurate, or if research on the subject company is withdrawn. Furthermore, past performance is not indicative of future results. 

The investments and strategies discussed herein may not be suitable for all investors or any particular class of investor. Investors should make their own investment decisions using their own independent advisors as they 

believe necessary and based upon their specific financial situations and investment objectives when investing. Investors should consult their independent advisors if they have any doubts as to the applicability to their busi-

ness or investment objectives of the information and the strategies discussed herein. This research report is being furnished to certain persons as permitted by applicable law, and accordingly may not be reproduced or cir-

culated to any other person without the prior written consent of a member of HMFS. This research report may not be relied upon by any retail customers or person to whom this research report may not be provided by law. 

Unauthorized use or disclosure of this research report is strictly prohibited. Members of HMFS and/or their respective principals, directors, officers, and employees and their families may own, have positions or affect trans-

actions in the securities or financial instruments referred herein or in the investments of any issuers discussed herein, may engage in securities transactions in a manner inconsistent with the research contained in this re-

search report and with respect to securities or financial instruments covered by this research report, may sell to or buy from customers on a principal basis and may serve or act as director, placement agent, advisor or lend-

er, or make a market in, or may have been a manager or a co-manager of the most recent public offering in respect of any investments or issuers of such securities or financial instruments referenced in this research report 

or may perform any other investment banking or other services for, or solicit investment banking or other business from any company mentioned in this research report. Investing in Pakistan involves a high degree of risk 

and many persons, physical and legal, may be restricted from dealing in the securities market of Pakistan. Investors should perform their own due diligence before investing. No part of the compensation of the authors of this 

research report was, is or will be directly or indirectly related to the specific recommendations or views contained in the research report. By accepting this research report, you agree to be bound by the foregoing limitations. 

HMFS and / or any of its affiliates, which operate outside Pakistan, do and seek to do business with the company(s) covered in this research document. Investors should consider this research report as only a single factor in 

making their investment decision. HMFS prohibits research personnel from disclosing a recommendation, investment rating, or investment thesis for review by an issuer/company prior to the publication of a research report 

containing such rating, recommendation or investment thesis. Furthermore, it is stated that the research analyst (s) or their close relatives have neither served as a director/officer in the past 3 years nor have received any 

compensation from the subject company in the past 12 months. Additionally, as per regulation 8(2)(i) of the Research Analyst Regulations, 2015, research analysts currently do not have a financial interest in the securities of 

the subject company aggregating more than 1% of the value of the company. The research analyst(s) also certifies that any spouse(s) or dependents (if relevant) do not hold a beneficial interest in the securities that are sub-

ject of this report. 

HMFS endeavors to make all reasonable efforts to disseminate its publication to all eligible clients in a timely manner through either physical or electronic distribution such as mail, fax and/or email. Nevertheless, not all cli-

ents may receive the material at the same time. 

HMFS Stock Ratings System 

Investors should carefully read the definitions of all rating used within every research reports. In addition, research reports carry an analyst’s independent view and investors should ensure careful reading of the entire re-

search reports and not infer its contents from the rating ascribed by the analyst. Ratings should not be used or relied upon as investment advice. An investor’s decision to buy, hold or sell a stock should depend on said indi-

vidual’s circumstances and other considerations. HMFS uses a three-tier rating system: i) Buy, ii) Hold and iii) Sell with our rating being based on total stock returns. A table presenting HMFS’ rating definitions is given below: 

Valuation Methodology 

To arrive at our fair value estimates, HMFS uses different valuation methodologies including but not limited to: 

•Discounted cash flow (DCF, DDM) 

•Relative Valuation (P/E, P/B, P/S etc.) 

•Equity & Asset return based methodologies (EVA, Residual Income etc. 

HMFS RATING GUIDE 
BUY More than 15% Upside 
HOLD Between 15% Upside & 15% Downside 
SELL More than 15% Downside 
Note: All fair value estimates are for a twelve-month time horizon unless specified otherwise in the report 
Upside/Downside represents the difference between the stated “Fair Value” & the prevailing “Market Price” 
Total Return is based on both the Capital Gains return & the Dividend Yield & is exclusive of all applicable taxes 


