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Building commercial resilience with

As we move towards 2030, and
cross-border boardrooms face
increasing turbulence, geopolitical
risk forecasting has become a key
capital allocation tool. Tariff volatility, sanctions layering, export control expansion,

ESG enforcement, and maritime instability are all reshaping commercial decision-making.
Firms that translate geopolitical signals into pricing, sourcing, contracting, and governance
choices build structural resilience — while those that treat geopolitics as background noise
risk absorbing avoidable shocks.

Among executive teams, there may be a temptation to treat geopolitical disruption as cyclical.

We see some executive teams interpret turbulence in the trading world as a troublesome, but temporary, condition.
A conflict flares, a tariff is introduced, a sanction list expands, markets react and stability, eventually, returns.

But the pattern of the past five years suggests that instability is not episodic, but enduring and cumulative. For instance:

- Trade policy is routinely deployed as a tool of - Industrial policy is being weaponised in pursuit of
leverage and statecraft. strategic autonomy.
- International regulatory systems are diverging, - Maritime and logistics routes are politically exposed.

not converging. - Compliance regimes are branching into ESG, forced

labour, and beneficial ownership transparency

Within this environment, geopolitical risk forecasting is much more nuanced than simply spotting news headlines early.
It is about identifying the potential for structural shifts early enough to adjust strategy proactively, and thereby protect
commercial positioning.
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Why this matters

Geopolitical turbulence shapes margin, liquidity,

market access, and investor confidence. Integrating
geopolitical risk forecasting into governance protects
capital and preserves optionality, while only responding
after disruption materialises opens the door to
compounding shocks that can erode competitiveness
and long-term resilience.

Real-world lessons

The rapid reconfiguration of U.S. tariff authority

The collapse of the IEEPA tariff regime and its
replacement with Section 122, and then 301, demonstrate
how quickly duty exposure can change. Pricing
assumptions that were valid in January were rendered
obsolete by March.

The lesson - legal foundations matter as much as
headline rates, and statutory fragility translates into
pricing fragility.

Maritime vulnerability in focus

Shipping diversions around the Cape of Good Hope,

combined with renewed tensions affecting the Strait
of Hormuz, have reintroduced physical geography into
corporate risk modelling.

Freight premiums rise before vessels are blocked, and
insurance markets can tighten before cargo is delayed.
Energy pricing volatility ripples through chemicals,
aviation, agriculture, and heavy industry.

The lesson - risk often manifests through secondary
effects (such as insurance, financing, or fuel) before it
appears in delivery schedules.

Export controls as industrial policy

Semiconductor, end-use, and dual-use controls are
instruments of competitive positioning. Derivative rules
increasingly pull third-country firms into regulatory
scope: a product assembled in one jurisdiction may
inherit restrictions from a component sourced elsewhere.

The lesson - jurisdictional exposure is now embedded
in bills of materials.

Cyber disruption

As we saw in the case of the Jaguar Land Rover
cyberattack, manufacturing can be halted and logistics
interrupted by threats rooted in the digital world. Cyber
incidents such as this show that, today, commercial
systems are deeply interdependent. A compromised
supplier, customs intermediary, or third party can disrupt
trade flows just as much as a port closure

The lesson - even for firms dealing in physical goods,
digital fragility is commercial fragility.

Ethics enforcement as border enforcement

Forced labour detentions and ESG-driven scrutiny reveal
that reputational and regulatory exposure increasingly
converge at the border. Governance lapses can freeze
inventory in transit.

The lesson - morals and values-based regulation has
operational consequences.
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The horizon as of March 2026: where stress may emerge next

Tariff layering and statutory creativity

With multiple trade statutes now in use (as in the
U.S.), the probability of overlapping or sector-specific
tariffs is high. Retaliatory measures by affected
partners remain plausible. Even modest rate changes
are likely to compress margins when stacked on
existing duties and customs compliance costs.

Sanction expansions in increments

Rather than sweeping embargoes, recent patterns
point towards gradual additions targeted at
individuals, sectors, financial restrictions, or
shipping designations. The commercial impact can
accumulate quietly, in narrowing payment channels,
shifts in insurance availability, or counterparties
becoming higher-risk.

Energy corridor risk

Escalation in the Gulf region continues to create
volatility risk for LNG, oil, and petrochemical

flows. For energy-intensive sectors, this becomes

a forward margin issue rather than a spot-price
issue, because markets price based on geopolitical
probability — even in cases where physical disruption
is absent.

Regulatory divergence in ESG and SPS

Environmental, social, and governance obligations
are expanding across jurisdictions. Equally, SPS
measures are divergent depending on region,
particularly in agri-food and biotech sectors. This
creates non-identical compliance architectures, and
the potential for cost asymmetry between markets.

Semiconductor concentration and
technology bifurcation

Tensions affecting semiconductor supply chains
are unlikely to resolve in the near future. Advanced
manufacturing and Al-related hardware are
particularly sensitive to export licensing regimes.
Fragmentation of technology ecosystems could
increase compliance complexity for firms operating
across multiple blocs.

From intelligence to decision architecture

Industrial overcapacity and protectionism

Allegations of excess manufacturing capacity in
steel, chemicals, renewables, and EV components
may translate into further investigations and trade
remedies. Protectionist responses tend to arrive
quickly, with limited time for firms to pivot strategy.

The difference between monitoring and forecasting lies in application. Where monitoring asks: what’s happening,
or already happened? Forecasting (or horizon scanning) asks: if this happens, what changes inside our business?

Therefore, the value in geopolitical forecasting is in the way it informs:

- Sourcing strategy: where are we overexposed to single
jurisdictions? How quickly can we reconfigure suppliers?

- Contract design: do pricing structures account for tariff
variability? Are force majeure clauses calibrated for
regulatory intervention?

- Capital allocation: does planned investment assume

regulatory convergence that may not materialise?

- Market prioritisation: are certain jurisdictions becoming

structurally less predictable?
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Where commercial exposure can
accumulate

For a firm to assume they are diversified simply because
they operate globally is laden with risk. In reality, risk
concentration can hide in plain sight. For instance:

- A critical subcomponent sourced from one politically
sensitive region.

- Dependence on a single export market vulnerable
to retaliatory tariffs.

- Licensing reliance on evolving export control
classifications.

- Contracts dependent on stable cross-border
payment channels.

It's worth underscoring again that — while these exposures
might not be critical in isolation — they compound
exponentially when layered. Modern trade disruption is
compound because tariffs can coincide with sanctions,
energy volatility can overlap with cyber incidents,

and regulatory divergence might intersect with ESG
enforcement.

Truly effective forecasting, therefore, must model
correlation as well as probability.

The strategic dividend of foresight

Building geopolitical forecasting into
governance

For cross-border boardrooms, forecasting should include
elements such as:

1 Structured exposure mapping: product-level
tariff sensitivity, sanctions touchpoints, licensing
dependencies, supplier geography.

2 Integrated external intelligence: policy tracking across

major jurisdictions, not just home markets.

3 Scenario stress-testing: modelling margin, liquidity, and
delivery performance under multi-variable shocks.

3 Clear oversight: defined risk appetite and escalation
thresholds. Forecasting must have decision authority,
not advisory ambiguity.

Volatility is inevitable, while fragility
is optional

No firm can realistically insulate itself from geopolitical
shocks completely. However, they can reduce the fragility
of their position by:

- Diversifying input exposure
- Embedding compliance upstream
- Designing flexible contracts

- Aligning procurement incentives with risk-adjusted
outcomes

- Integrating political risk into financial modelling

In a fragmenting global economy, predictability is valuable. Governments favour suppliers that deliver despite turbulence.

Investors favour firms with visible governance discipline. Customers favour counterparties who do not pass on sudden

shocks.

In short, effective risk forecasting is preparedness translated into commercial advantage. For boardrooms then, the

central question is: are geopolitical developments informing our strategy in real time, or being identified after already

exerting an influence on our balance sheet?

Ultimately, commercial resilience does not begin at the border, but is rooted in proactive horizon scanning.
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