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Backdrop
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• For 35+ years, globalisation shaped the world economy
• Efficient, just-in-time supply chains dominated
• Western economies outsourced manufacturing — and pollution
• Developing nations became industrial powerhouses
• Strategic interdependence grew not by design, but by default  

From Globalisation to Geopolitics
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The Supercycle or Economic Rationale Prevailing
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Brent – Source Finviz

No longer…



• Geopolitics now shapes the world economy.
• Priority shift: strategic autonomy replaces efficiency
• Supply chains are shortened, secured, and diversified
• Nations prioritise resilience over cost optimization
• Climate risk adds systemic uncertainty
• “just in case” replaces “just in time”

Energy, critical raw materials and food are now strategic assets

From “Just in Time” to “Just in Case”
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• Commodities especially Strategic Metals are now at the heart of geopolitical competition
• Supply risks concentrate in a handful of producer nations
• Export controls and sanctions reshape trade flows
• Dependence exposes vulnerabilities in defence, energy, and technology
• Governments secure supply through stockpiling, alliances, and reshoring

No longer a Market Issue — It Is a Matter of Power
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“The old world is dying, and the new world struggles to be born: now is the time of monsters”
(Antonio Gramsci)



Consequences
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• Sourcing is no longer driven by price, quality and quantity alone
• Climate, geopolitics, energy transition, and AI impose competing priorities
• Strategic commodities dominate hegemon’s agenda. They act accordingly
• Other consuming nations face growing vulnerabilities

All Traditional Supply Channels are Challenged

8

“If you are not at the table, you are on the menu” 
(Mark Carney in Davos this week)



• Structural forces now favour volatility over stability
• Access to supply matters more than price efficiency
• LTH are system-critical enablers across policy, production, and consumption

 
• Optionality replaces disintermediation as the real source of power
• Liquidity access is no longer a given — it is a competitive advantage
• Agility beats asset ownership.

A Structural Moment for Large Trading Houses

9



• Trade is weaponized — Finance is no longer neutral
üSanctions, controls, and policy are permanent market features
üFragmentation creates parallel markets for identical commodities
üAcceptability, not just price, determines value
üThe dollar is no longer the sole clearing currency
üAlternative rails emerge: stablecoins, digital settlement, non-Western systems

• The role of finance fundamentally changes
üFinance must engineer optionality — not merely fund it
üFinancing decisions are strategic decisions
üCapital allocation shapes flows, access, and outcomes
üFinance has become a de facto market actor

Global Disorder Is Rewriting the Rules of Commodity Finance
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• Market risk can be hedged, chaos risk cannot
• Supply can no longer be assumed
• A sense that this is a structural issue rather than a blip
• Behaviour shift across procurement, finance, insurance and logistics
• Reflex increasingly replaces deliberation
• Time horizons shorten

Uncertainty shortens horizon and amplifies behavioural risk

Heightened Risk Perception, More Complex Mitigation
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• Financing capacity can shift abruptly with risk perception
• Banks stay engaged where commodities are strategically critical
• State-linked banks and trading hubs remain structurally committed
• Other banks’ commitment is more fragile
• Governments increasingly provide liquidity or guarantees to secure supply

Financing Is Conditional – and Strategic
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• Flight to quality intensifies
• The Business vs risk appetite decision process in banks is complex:

üRelationship or product teams advocate business development (naturally)
üBut they are bound by a complex risk/return assessment process
üAnd the Commodity Finance business is in contention with other divisions ROCs

• The Three risk variable are reputational, credit and political risk
• In the current context political risk becomes more prevalent than 

historically

Why Banks React Differently to the Same Risks
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• The economic weight of the relationship matters
• Deep sector culture and specialised human capital are decisive
• Geography shapes strategic commitment

üSecurity-of-Supply nations  (Japan, China)
üTrading hubs (Switzerland, Singapore)

• Anchoring relationships with leading trading houses is critical 
• For less commodity-savvy banks, LTH are the gateway, but commitment is fragile

Why Some Banks Stay the Course in Commodity Finance
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• States increasingly provide liquidity or guarantees to secure critical supply
• This de-risks participation for less commodity-savvy banks
• Trading houses become transmission channels for security-of-supply policies

The Current Dynamics Push States Into a Financing Role…
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… with leading trading houses at the crux of this new paradigm



What This Environment Enables for Leading Trading Houses

• Scale and balance sheets convert volatility into optionality
• Asset-light models preserve flexibility under policy and supply shocks
• Embedded market intelligence offsets pure data-driven competition (for now)
• Proximity to states strengthens strategic relevance
• Execution not prediction, becomes the differentiator
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