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Preface

The commodity trading industry has always been subject to significant
market movements. With a series of supply chain disruptions, geopolitical
developments, climate and weather events, and now trade wars, the events
of recent years have merely underscored this. Commodities are integral

to global economies, playing a critical role in energy and food security.
Companies need to adapt continuously to serve these needs.

At PwC we acknowledge this critical impact and the various challenges
faced by the commodity trading sector. We value the work we do with our
clients, helping them navigate turbulent times, adapt their finance and
risk operating models as requirements evolve, identify and implement

the necessary supporting technology, and build trust between trading
companies and their stakeholders.

We hope that PwC’s Global Commodity Trading Survey will yield some
insights into the strategic priorities that define the trading industry today,
for both commodity trading houses and commodity-intensive corporates.
We also hope that it sheds some light on the way finance and risk functions
are managing these priorities.

We would like to extend our gratitude to all survey participants for their
invaluable contributions. Your participation has been instrumental in
creating a robust and insightful overview that we hope will serve as a
guiding resource for practitioners.

For any questions or further discussion, feel free to reach out to us. We are

committed to maintaining a dialogue and to addressing challenges and
opportunities within the commodity trading industry.

Most,—

Michiel Mannaerts

Partner, Advisory
Commodity Trading and Treasury Leader
PwC Switzerland

michiel.mannaerts@pwc.ch
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Introduction

Commodities are more important than ever. They’re
bound up in everything from energy security in Europe
and the metals and minerals required for the energy
transition to the impact of climate change on agricultural
commodities. In recent years, this growing importance
has led to increased levels of market turbulence, exacer-
bated by tighter stakeholder reporting and transparency
requirements — placing heavy demands on the finance,
risk and ESG teams of companies operating in the com-
modities business.

All this has left trading organisations and commodity-
intensive corporates wondering how to address these
market circumstances and regulatory requirements
They’re also having to think hard about how to harness
the rapid technological developments needed to do so.

PwC’s Global Commodity Trading Survey aims
to provide insights into these questions, with a specific
focus on:

e Strategic environment: The survey sheds light on the
external and internal priorities that will shape the trad-
ing industry in the next five years.

e Operating model of the risk and finance functions: The
survey captures the latest trends in these functions’
structure and role within the organisation. Risk and
finance are now evolving as true strategic business
partner. But what does that really mean?

e Technology and systems integration: With data pro-
cessing and management on everyone’s lips, the
survey looks into the key challenges and opportunities
that are emerging when it comes to enhancing the
technology landscape.

e ESG and sustainability considerations: ESG-related
topics are now reshaping all industries as much as data
processing and automation. The survey examines the
impact of new regulation on the commodities trading
business and how this regulation has to be considered
in every strategic decision, from reporting and disclo-
sure in financial services to the choice of systems to
capture the massive amount of data required.

6 | Global Commodity Trading Survey 2025
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Figure 1: Split of respondents by commaodity classes

Metals and

minerals
53%
Energy
resources
29%
Agricultural
products

The surveyed companies are traders across all classes
of commodities — energy (gas, oil and power), metals and
minerals (refined and concentrates), and soft commodi-
ties (agricultural products) — as well as commodity-inten-
sive corporates with significant exposure to commodity
markets in the course of producing their final product.

The survey polled chief financial officers (CFOs), finan-
cial controllers and risk, commercial and IT managers at
more than 70 companies across the globe.

In this report, we build on the survey findings to outline
and explain developments in the industry and suggest
things to consider if you’re looking for ways of evolving in
response to the ongoing challenges and opportunities in
commodities.
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Figure 2: Geographical coverage of the respondents
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Figure 3: HQ location of the respondents

Switzerland 23% Canada 3% Netherlands 3%
France 18% China 3% USA 3%
Australia 12% United Kingdom 3% Malaysia 1%
Italy 10% Greece 3% New Zealand 1%
Germany 5% India 3% Poland 1%
Brazil 4% Luxembourg 3% Portugal 1%

Uzbekistan 1%
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Strategic

External priorities

environment

Let’s start with the main external challenges faced by the industry.

Survey respondents cited three groups of factors:

Energy transition and climate change emerged as the
most strategically important external factor. Commodity
traders have traditionally tended to focus on cost, supply
reliability and traditional energy sources such as oil, coal
and natural gas. However, growing pressure from major

8 | Global Commodity Trading Survey 2025
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corporates setting net-zero targets has shifted market
dynamics. In response to local demand, there is a move
towards renewable energy, a lucrative opportunity for
traders. As leading companies push for cleaner energy
sources to meet sustainability commitments, commodity
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traders are adapting to capitalise on the increasing
need for low-carbon solutions. This shift is reshaping
supply and demand, requiring companies to innovate,
manage new risks and position themselves strategically
in an evolving regulatory and financial landscape. This,
however, is all taking place against the backdrop of the
new US administration, which is altering some of these
dynamics.

Increased market price volatility was the second most
critical issue named by survey respondents. Market vol-
atility has always been a concern, but the drivers have
changed. Historically, the primary triggers have been
factors such as oil embargoes, natural disasters and
economic recessions. Now we’re seeing the current vola-
tility intensified by geopolitical tensions, financial market
dynamics and unexpected global events (for example
the COVID-19 pandemic, the Russia-Ukraine conflict,
tensions in the Middle East, climate change, and looming
trade wars). This has resulted in a string of “black swan”
events such as spikes in the prices of nickel (to over USD
100,000 per tonne) and gas (with TTF prices in excess of
EUR 300/MWh), both linked to the Russia-Ukraine
conflict, and, more recently, cocoa, coffee and other
agricultural product prices, all of which have hit record
highs owing to adverse weather conditions.

The survey suggests that many trading companies have
benefited from this increased market volatility, generat-
ing value by using their logistical and financial capabili-
ties to resolve market disruptions. Commodity-intensive
corporates, however, have frequently seen price swings
impact their profitability and cash flow, forcing them to
refine their risk management strategies and hedging. The
unpredictability of market movements underscores the
need for agile financial planning and robust forecasting
tools to navigate these turbulent conditions. Managing
price volatility is as important as ever but is now influ-
enced more by complex, interconnected global systems.

Geopolitical risk has been an increased driver of this
volatility and has also emerged as one of the main con-
cerns cited in the survey. The global commodity market
is highly sensitive to geopolitical events, including trade
disputes and threats of trade wars, sanctions, regional
conflicts and shifts in government policies. In the wake
of a resurgence in protectionism, tariffs and the imple-
mentation of quotas and pricing regulation, these factors
have become more common, disrupting supply chains,
creating regulatory hurdles and affecting commod-

ity flows across borders. Navigating geopolitical risks
requires a deep understanding of global affairs and flex-
ible operational strategies to mitigate issues and capital-
ise on emerging opportunities.

Figure 4: Most strategic external topics, all industries (next 5 years)

Energy transition and/or climate change
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Internal priorities

The external issues outlined above have prompted traders and commodity-
intensive corporates to focus on a number of internal priorities.

Enhancing operational efficiency is the main priority
for the surveyed companies. It’s mainly about reducing
costs, improving logistical processes and optimising
revenues. Over the last decade, operational efficiency
has evolved into a technology-driven transformation that
is crucial to remaining competitive. This development is
driven by major changes in system landscapes (process
automation, Al and data management) and regulatory
constraints. Enhancing operational efficiency also greatly
facilitates risk monitoring and liquidity management, ena-
bling companies to better navigate market volatility and
maximise their profits.

Liquidity management is among the top priorities for the
surveyed firms. Securing access to liquidity has always
been important, but until recently was more of a back-
ground concern. In the last few years there has been a
growing awareness of its importance, mostly thanks to
major swings in commodity prices in the different markets,
which has necessitated higher capital buffers for margin
calls and hedging. The rising cost of borrowing has also
made liquidity more expensive and harder to access.

10 | Global Commodity Trading Survey 2025

Global Commodity Trading Survey_EN-1.indd 10

The rising cost of borrowing has
also made liquidity more expen-
sive and harder to access.

Risk management reporting has been another area

of internal focus. Timely and accurate reporting on risk
management matters is essential to navigate the vol-
atility of the commodity market. Risk management
functions have also developed in line with increasing
demands for transparency from regulators and lending
institutions, and risk management reporting needs have
evolved in the wake of big improvements in companies’
data management and system landscapes. The string of
fraud cases uncovered during the COVID period has also
increased the demands that financing stakeholders place
on their customers. The importance of the risk function
has forced organisations to undertake major transforma-
tion and strengthen their risk teams with better tools and
processes.
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Figure 5: Most strategic internal topics, all industries (next 5 years)
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Reflecting the complex nature of the trading environment,
these top three priorities for commodity traders are deeply
interconnected. Effective liquidity management enables
companies to respond to market volatility, but this is only
possible with accurate risk management reporting that
identifies potential threats, ideally before they occur, and
helps mitigate financial exposures. For its part, opera-
tional efficiency plays into both these areas, as an efficient
organisation is able to free up capital and improve liquidity,
while efficient processes and reliable data enhance risk
management for quicker decisions.

Besides these top three requirements, companies have also
been focusing on a number of additional internal issues in
response to the external priorities identified above.

For example, ESG is now among the top five priorities.

We see major commodity trading houses investing more
and more in low-carbon energy sources such as biofuel
and hydrogen to align with global decarbonisation targets.
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This new data-driven and ESG-focused environment
calls for specialist risk management, digital transfor-
mation and sustainability capabilities. Adapting to it
therefore requires a workforce skilled in data science,
regulatory compliance and emerging market trends.
To attract and retain the requisite talent and remain
competitive in a rapidly changing industry, companies
are investing in upskilling initiatives and partnerships
with universities.

It’s noteworthy that for all commodity classes, the risk
of fraud comes bottom of the list of internal priorities.
Despite the low occurrence of fraud, it usually creates
a substantial stir in the media and can potentially have
a serious impact on traders and corporates, signifi-
cantly affecting their reputation and credibility. So even
though fraud has lower priority than other internal chal-
lenges, it’s essential to put robust measures in place to
prevent and address it.

Global Commodity Trading Survey 2025 | 1
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Expansion into new locations and products

While almost half the industry representatives polled value geographical expansion, there is a greater
emphasis on expanding product ranges. Trading companies in the energy sector are setting up new
departments for metals and minerals to meet the rising demand for renewable resources. Given that the
location of these new businesses varies depending on the commodity’s origination, this expansion into new
products inevitably leads to geographic expansion as well.

Companies are now setting up offices in both the production and consumption hubs — not just to take
advantage of local knowledge, but also to align with specific regulatory constraints. Markets are currently
experiencing a return to regional focus (deglobalisation), with a resurgence of protectionism resulting in
tariffs and quotas. ESG initiatives such as CBAM for Europe are a further driver of this development.

Figure 6: Plans to expand into new geographies and products, all industries
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»

»

|

‘ [l Planned expansion
. .

P . No expansion planned

. No response
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Risk management
operating model
and reporting

Our survey reveals several key trends that are shaping risk manage-
ment functions across the commodities industry. Alongside the exter-
nal and internal priorities identified earlier in this report, these trends
reflect the evolving priorities of risk teams, technology adoption pat-
terns and the ongoing challenges companies face when it comes to
balancing efficiency with robust risk oversight.

14 | Global Commodity Trading Survey 2025
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Chief Risk Officer (CRO), Group Risk Officer

and local risk team

In mid- to large-size companies, the Chief Risk Officer
(CRO) function is typically established to define the
organisation’s strategic risk management efforts. The
CRO is responsible for setting appropriate corporate risk
limits and metrics across market, credit, and often cash
liquidity risks, given the strong interlinkages among these
areas. Therefore, the CRO ensures alignment between

the company's business targets and stakeholder’s or
investor’s expectations with the risk framework. The CRO
often leads risk teams at both group and local levels
which implement the risk framework and support tactical
trade decisions.

The evolving role of risk functions

Risk teams are increasingly seeking to move beyond
traditional roles focused on data management and
reporting. Rather than spending significant time on raw
data processing and generating standard reports, they
aspire to becoming strategic business partners. The aim
of this shift is to embed risk management more deeply
in decision-making processes, allowing risk teams to
provide proactive insights rather than mere advisory
support. A key contributing factor may be that, when

it comes to risk reporting, risk teams are able to use
increasingly reliable and effective business intelligence
(BI) solutions (although 34% of respondents still rely on
Excel) that allow deeper analysis and the identification of
trading patterns, from which they can derive simulations
and what-if scenarios that trading teams can act upon.

Figure 7: Desired time allocation adjustment per role/activity in the risk function

Business partner

Analysis of raw information
Reporting production

Data collection/cleansing

Advising/advocate

109

50 100

Desired adjustment (%)

Figure 8: Tools used to generate risk management reporting package
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Resource allocation and
centralisation of risk functions

Larger commodity trading companies allocate more
resources to risk management, reinforcing the notion
that scale enables greater investment in sophisticated
risk oversight. The majority of respondents reported
having centralised risk functions, even within companies
with larger teams (up to 20 people). Centralisation
remains the dominant model even for companies
operating in regional markets, suggesting a preference
for unified risk governance frameworks across diverse
trading geographies.

N

Figure 9: Number of resources within the risk organisation

80% Revenue group
[l $10bn+
[0)
60% [ $1bn-$10bn
0% B <$1on
0
20%
100+ 11-24 1-5 25-99 6-10
Team size

Figure 10: Type of decentralisation of the risk function

B No [ Yes, both Yes, commodity [l Yes, geography

Global Commodity Trading Survey_EN-l.indd 16 06.06.2025 11:57:43



Use of derivatives in
market risk management

The vast majority of commodity trading companies use
derivatives to mitigate market risk, employing a mix of
symmetric (futures and swaps) and asymmetric (options)
instruments. From a price risk management standpoint,
futures and swaps are primarily utilised to manage price
volatility arising from time lags between purchase and
sale prices — a common challenge for traders, distribu-
tors and transformers. Options, on the other hand, are
commonly used by commodity-intensive corporates
with mature market risk management strategies, par-
ticularly producers and consumers. These corporates
rely on options to set prices for their commodities while
maintaining flexibility. Options not only offer protection
against adverse price movements but also allow partic-
ipation in favourable market developments. Additionally,
when purchased, options help solve margining chal-
lenges, making them a valuable risk management tool.

The hedging of price risk incurs other risks, such as
liquidity risk when using exchange-traded derivatives

or counterparty risk when using over-the-counter (OTC)
derivative products. As a rule of thumb, the cost of hedg-
ing at that point in time is considered arbitrage-free. This
is due to the cost incurred for holding liquidity for the
derivatives or the expected credit loss due to a (usually
very small) chance of default for OTCs. As the physical
commodity markets become more transparent, the trad-
ing houses are becoming more sophisticated, making
state-of-the-art risk-to-reward calculations to estimate
the statistical benefits of price hedges.

Global Commodity Trading Survey_EN-1.indd 17
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IT landscape, systems,
tools and data

The IT landscape within commodity trading companies
is, in most cases, highly fragmented. This results from
the complexity of their operations, as each system cov-
ers a dedicated aspect of the business. The backbone of
the IT landscape for commodity traders is their com-
modity trade risk management (CTRM) and enterprise
resource planning (ERP) software. Both systems capture
different aspects of a company’s activity. All trading and
operations data are recorded in the CTRM, while the ERP
captures all accounting entries related to trading activity.
Later in the survey, we will see that defining the boundary
between these systems is key to streamlining data flow
and increasing efficiency.

The IT landscape within com-
modity trading companies is, in
most cases, highly fragmented.
This results from the complexity
of their operations, as each sys-
tem covers a dedicated aspect
of the business.

Global Commodity Trading Survey 2025 | 17
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The survey revealed that larger organisations have made
the original backbone—CTRM and ERP—more complex
by adding new software and microservices. They have
incorporated risk management, logistics, and compli-
ance tools to meet their needs.

As the IT landscape becomes more complex, one key
challenge arises: integrating a fragmented IT environ-
ment. For larger corporations, the difficulty lies in ensur-
ing seamless data flow, connecting all systems in real
time while maintaining data accuracy and consistency.
However, a trend is emerging towards data aggregation
from various sources in both structured and unstructured
formats. This is driven by the general consensus that

a unified data model enhances decision-making capa-
bilities and operational efficiency. To reach this level of
integration, major corporations are building central data
infrastructures connecting their ERP, CTRM and other
tools. By linking all software to a single data repository,
they improve data consistency and enable real-time data
transfer. This evolution in IT strategy highlights the indus-
try’s move towards a more cohesive and data-driven
approach, reinforcing the need for continuous innovation
in system integration and data management.

Figure 11: Breakdown of the IT landscape
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Figure 12: Level of integration of the different system
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Figure 13: New data model management
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Technology trends: in-house versus
commercial solutions

In the context of the observed desire to increase operational efficiency, the survey also
looked at the use of CTRM technology. A noteworthy finding is that risk management
systems built in house exhibit higher user satisfaction than commercially available
solutions. In addition, many companies express firm intentions of replacing Excel-
based processes with more sophisticated tools. Interestingly, the level of integration

of Excel within existing risk management systems is comparable to that of commer-
cial software, underscoring the challenge of transitioning away from legacy spread-
sheet-based workflows.

Figure 14: CTRM used, replacement plans and satisfaction levels

CTRM used Average Average no. of
satisfaction level years in use
Best of breed

In-house build

Other
Excel
Replacement plans Satisfaction level
1 =worst 5 =best
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Conclusion

The risk department is the cornerstone of any trading company, often led by the

CRO and supported by more tactical group or local risk officers, as it is ideally
equipped to support business decisions at an early stage of the transaction. The
survey results highlight the ongoing transformation within commodity trading risk
functions. There is a clear drive to enhance strategic engagement, improve market
risk capabilities and transition towards more advanced technological solutions as the
risks involved in a transaction extend beyond market risk to include credit, liquidity,
operational and other factors. While it is often easy to capture gross profit, capturing
all direct and indirect earnings might be more challenging. This means that in addition
to reliable models, the risk management function now also needs the ability to oversee
the E2E transaction flow, which is often cross-departmental. After all, risk manage-
ment follows the risk, not the organisation.

While centralised models and in-house systems continue to dominate at major trading
houses, the increasing reliance on derivatives—futures, swaps and options—highlights
the industry’s focus on mitigating risk effectively no matter the size of the company.
The push to replace Excel with more robust Bl and risk management tools signals an
industry-wide focus on efficiency and long-term resilience. A straightforward way to
assess the need for such investment is to analyse the foreseen risk-to-reward ratio.

As risk teams evolve, their role in shaping business decisions will become increasingly
critical to ensuring both operational stability and competitive advantage. This will be
achievable only if the risk team is supported by the appropriate system and the right
people, as mentioned above.
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Traditionally, the finance function has been primarily associated with financial
and external reporting, management reporting and compliance. However, as
the commodity industry evolves in the wake of digital transformation, Finance
is shifting its focus. Thanks to its strategic position within the organisation and
unique access to data, the function is now able to offer comprehensive stra-
tegic insights and add value to the business. It is moving towards becoming a
true partner able to provide advice that supports business growth in line with
the same trend we observed for the risk function. Figure 15 shows the evolu-
tion of the finance function to this new operational state.

This section of the survey was supplemented by a series of interviews with
experienced finance professionals at leading trading houses.

22 | Global Commodity Trading Survey 2025
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a business partner
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Figure 15: The future of finance
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A common thread in the interviews was a desire to move to a
more strategic and value-driven finance function, encompass-
ing improvements in the organisational model, processes and

automation, technology, tools and data management, the service
delivery model and reporting. By restructuring these components,

Finance can enhance its capabilities, streamline operations and
leverage data-driven insights to drive informed decision-making
and value creation.
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Organisational model

Surprisingly, we observed from our survey and inter-
views that the organisation of the finance function differs
significantly from one commodity company to another.
The main organisational design questions we discussed
revolved around:

The proximity and distribution of tasks between the finance and middle office,

1 including how the process between daily PnL preparation and monthly financial
reporting is linked to achieve faster, insightful and clearly explained, daily and

monthly management reporting and PnL. A best practice that we observed is a

set-up where trading controllers based in Finance remained very close to the daily

PnL process, ensuring issues were tackled well ahead of monthly closing.

The distribution of responsibilities between financial controlling, business con-

2 trolling and FP&A. We observed cases with business controlling taking a stronger
role in both daily PnL preparation and trading-related financial reporting, consist-

ent with point 1 above. We also discussed examples where business controlling is

tasked with being an advisor to the front office teams or heads of business units

and supporting with strategic projects.

The use and organisation of an SSC, including the activities that are supported,

3 notably considering transactional, analytical and strategic tasks. We noted a divide
between traders in terms of how the SSC is organised: by product versus by

process (O2C, P2P). A particular concern was raised about the ability of a pro-

cess-based set-up to adequately cover product-specific characteristics.

The organisation around finance IT and its reporting lines within the company.
4 We observed that some organisations separated finance IT from the rest of the
IT organisation and had it reporting directly to the CFO. In this set-up, finance IT
managed all finance applications and took responsibility for technical and busi-
ness analyst support.

Trade support or operations sitting within the finance organisation. We discussed
5 trade support owning payable and receivable invoicing and settlement flows,
bringing heightened control to these processes.
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Process and automation

Of the companies surveyed, 77% identified manual pro-
cesses and the time spent on month-/year-end report-
ing as the two primary obstacles preventing the finance
function from evolving into a more effective business
partner. The IT landscape came a close third.

Figure 16: Finance’s biggest obstacles to operational efficiency

47%

30%
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Key game-changers include
technologies such as Al, cloud
computing, visualisations and
robotic process automation
(RPA), as well as the streamlining
of end-to-end processes and
ERP transformation.

Fragmented IT
landscape

The survey revealed a number of key “game-changers”
that have emerged over the past 24 months in response
to these obstacles. They include the adoption of tech-
nologies such as Al, cloud computing, visualisations and
robotic process automation (RPA), as well as the stream-
lining of end-to-end processes and ERP transformation.
These initiatives have helped improve process efficiency,
enable straight-through processing and tighten control
over finance operations. Significant advances in these
areas are anticipated in 2025 as the finance function con-
tinues to strive towards achieving its vision.

Figure 17: Finance game changers in the past two years

16%

18%

21%

Implementation
of technologies
(e.g. Al, cloud
computing,
visualisations, RPA)

Streamlining of
the end-to-end
process

Upskilling of the
finance team
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Technology, tools and data management

Integration of the ERP and connected systems plays

a major role in facilitating financial and management
reporting, as well as strengthening business control. It’s
important to determine which data will flow across the
frontier between the CTRM and ERP, the level of data
aggregation and the necessary information that will flow
back into the CTRM.

Leading organisations are prioritising the establishment
of a unified data model and centralisation of master data,
particularly in light of new reporting, statutory and legal
requirements such as ESG, CSRD and BEPS, but also to
capture the complex landscape of systems built over the
years to handle dedicated tools such as logistics and risk
management software.

The survey yielded some important findings in this
connection:

e The most widely used ERP vendors are SAP,
Microsoft and Oracle.

e Users of leading ERP systems reported higher
satisfaction than those using smaller or contender
systems.

* The average lifespan of an ERP system among
respondents is just under 10 years.
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As companies seek to adapt to evolving market dynam-
ics and regulatory demands, ERP transformation
emerges as a key initiative (45% of survey respondents
are already running or are planning an ERP replacement
project), driven by the imperative to modernise legacy sys-
tems. The anticipated uplift in technology-driven finance
transformations in 2025 is expected to further underscore
the pivotal role of ERP systems in supporting strategic
decision-making and operational excellence within the
finance function at commodity trading companies.

Larger organisations are starting to use data lakes to
streamline system integration and achieve deeper report-
ing capabilities and insights (as explained in the section
on risk management technology trends). There is a stra-
tegic focus on optimising technology tools and platforms
to support the finance function’s vision.
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Figure 18: ERP used, replacement plans and satisfaction levels

Replacement plans

2%

B Yes - ongoing global roll-out

1 Yes — moving selected countries/desks onto the main CTRM /ETRM 3%

Yes - (global) transformation planned
B No

Service delivery model

In alignment with finance’s goal of becoming a strategic
business partner, a key indicator of the function’s matu-
rity is its use of shared service centres (SSCs). SSCs play
a pivotal role in reducing the time allocated to routine
reporting tasks, allowing finance teams to focus on val-
ue-added activities that drive business growth. Notably,
over half of the survey respondents operating SSCs have
established multiple locations globally, underscoring the
scalability and reach of this operational model as well as
the regional benefits achieved.

16%

Average
satisfaction level

Average no. of
years in use

Satisfaction level
1 =worst 5 =Dbest

1%
2%
S T NN e
3 5

SSCs function as centres of excellence, emphasising

the centralisation and standardisation of financial pro-
cesses. The survey showed that their responsibilities
primarily revolve around transactional tasks, particularly
in accounting, trade finance/treasury and operations,
where the bulk of operational activities are carried out.
While SSC responsibilities are typically activity-driven,
leading traders have adopted a department-driven SSC
approach, aligning operational functions with specific
business units for enhanced efficiency and effectiveness.

Figure 19: Different uses of shared service centres (in number of responses)
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Treasury / Trade Finance
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Settlements

Front office
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Transactional tasks
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Reporting

While financial reporting is crucial for stakeholders such

as shareholders, financing banks and counterparties, its

delayed availability often limits its utility for internal deci-

sion-making within the company itself. To help facilitate

management decisions, management reporting needs to .
happen within shorter time frames — post month-end and

even intra-month.

Key findings from the survey include the following:

e |t is common practice for traders to complete the
internal monthly close process within 10 working days,
a target achieved by 65% of respondents.

e The annual reporting process presents challenges,
with 12% of respondents completing it within one
month, 48% taking between one and two months
and the remaining 40% taking three months or more.
There is clear room for improvement. Banks in particu-
lar want a transparent view of the company financials.

e |everaging leading ERP systems and automating
manual processes are identified as key strategies for
achieving a more efficient and expedited close process.

In addition to routine financial reporting, finance depart-
ments face a growing number of third-party audits,
including special audits focusing on governance and risk
management. Of those polled, 71% have participated

in such audits alongside financial audits. The survey
also revealed that 70% of traders manage non-financial
reporting, including sustainability and ESG reporting,
under the leadership of group finance. Finance is having
to deal with evolving reporting needs and balance the
imperative of meeting reporting requirements with the
desire to identify opportunities in their value chains.

Figure 20: Duration of the monthly financial close (in days) Figure 21: Time to complete annual audited group financials
(in months)

H1ito3 11 to0 20 810 10 H4to7 W4 =3 2 L
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The evolving landscape of the finance
function at commodity trading companies and
commodity intensive corporates reflects a
strategic shift towards enhancing operational
efficiency, leveraging data-driven insights and
driving informed decision-making.

Conclusion

The evolving landscape of the finance function at commodity trading
companies and commaodity intensive corporates reflects a strategic shift
towards enhancing operational efficiency, leveraging data-driven insights
and driving informed decision-making. From redefining the finance
vision to optimising the target operating model, embracing technology
and automation, and adapting service delivery models, finance is keen
to play a more strategic role in value creation and business partnership.
As trading companies and commodity-intensive corporates navigate the
evolving strategic environment, the focus on timely reporting, manage-
ment insights and continuous improvement remains key to achieving the
vision of a more efficient and effective finance function.
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The evolution of
technology used
across functions

GenAl adoption, data compliance
and strategic insights

As highlighted in the first section of this report, the commodities
industry increasingly faces scrutiny regarding transparency and the
need for robust operational effectiveness. Companies are transition-
ing from on-premises applications to cloud-based solutions. Addition-
ally, the growing adoption of Al tools and process automation set-ups
will help companies obtain faster and more reliable data, enabling
more efficient reporting and more rapid decision-making.
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Cloud adoption strategy

Commodity traders and commodity-intensive corpo-
rates are focusing on adopting industry cloud solutions
because these providers offer enhanced data security.
Early adopters include companies involved in energy and
agricultural products; those in metals and minerals, by
contrast, tend to concentrate on their existing systems,
usually on-premises.

Companies are seeking to improve their processes to
enable more efficient decision-making and strengthen
their data sets. Technology is evolving and guaranteeing
better data security and more agile processes.

Figure 22: Cloud technology adoption strategy, per segment

Energy

27%

Metal

19%

B Do not have a strategy
M Focus on adopting industry cloud solution
B Focus on cloud-native
Lift and shift from on-premises to cloud (platform)
[ Maintain current focus

Agriculture

33%

19% 12% 15%

Only a few companies have implemented

GenAlI use cases so far

The survey points to significant interest in GenAl tools,
which have demonstrated clear use cases when it comes
to optimising workflows and even performing tasks on
behalf of humans. While traders and corporates see
these use cases primarily in operations and back-office
activities, they also recognise potential applications in
the front office. When it comes to Al, it’s important to
consider the difference between physical and derivatives
trading. Thanks to its inherent level of standardisation,
derivatives trading is more likely to lend itself to Al. The
situation on the physical trading markets varies: while

Global Commodity Trading Survey_EN-1.indd 31

some, such as gas and electricity, are fairly streamlined
and could have Al use cases, others, such as metals and
agricultural trading, are more subjective, involving many
moving parts and human intervention, and are thus likely
to remain difficult to crack for Al applications.

Early adopters of GenAl tools have successfully imple-
mented them in both the front and middle offices. These
tools will revolutionise work and collaboration, improv-
ing compliance by automatically checking data sets and
alerting users when decisions have to be made.
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Our survey has identified concrete examples where Al
has been incorporated into the day-to-day activity of
companies.

e Market intelligence and price forecasting: Al-driven
models can support traders and corporates with price
forecasts by analysing market trends, supply disrup-
tions and macroeconomic factors.

e Algorithmic and automated trading: Al-powered trad-
ing strategies could enhance efficiency by executing
trades automatically based on market conditions and
risk exposure, for instance by adjusting energy hedges
in response to intraday price volatility or capturing
arbitrage opportunities across futures exchanges.
This is, of course, dependent on market liquidity and
maturity.

e Al for credit and counterparty risk assessment:
Al-driven risk models are used to assess financial
stability, payment behaviour and transaction history to
mitigate default risk, for example by evaluating coffee
exporters’ financial health before issuing contracts.

Most companies are already
deploying tools to enhance their
processes, aiming to reduce

the burden of data management
and foster increased business
partnering across all functions -
including risk and finance.

On the way to a high level of maturity in process
automation and data analytics

The trend towards adopting GenAl tools is mirrored
across various sectors, but the pace of deployment
varies. The survey yields some important insights:

e Energy traders (gas and oil) seem to be more willing
than those in other sectors (the agricultural, metal and
minerals businesses) to integrate Gen Al in their front
office functions. But this push needs to be backed
up by greater maturity in terms of process automa-
tion and data analytics. Energy traders are on top
of the adoption wave thanks to a very liquid market,
with a lot of data available to all the players and more
standardised contracts and pricing mechanisms. The
increasing use of unified data models and Al tools is
therefore key in this commodity class.

e Metals and agricultural traders are lagging behind
owing to more fragmented, less liquid and more
negotiation-heavy markets.

Nevertheless, as the benefits of GenAl and robotic pro-
cess automation (RPA) become more evident across the
entire industry, the soft and metals sectors will gradually
catch up, leveraging these tools to enhance efficiency,
decision-making and overall operational agility.
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Depending on the risk and finance vision as described

in the previous section, the maturity of data analytics

follows the same trajectory as process automation. Most

companies are already deploying tools to enhance their
processes, aiming to reduce the burden of data manage-
ment and foster increased business partnering across all
functions — including risk and finance. These advance-
ments not only streamline workflows but also improve
the strategic capabilities of these functions. The integra-
tion of advanced data analytics tools facilitates real-time
insights and data-driven decisions, enabling companies
to navigate complexities with greater agility and preci-
sion. For instance, as mentioned in the previous section
on finance, this development is helping the finance func-

tion accelerate its monthly closing times.
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Evolution of

sustainable
business and ESG

For most companies, the evolution towards more sustainable business
is a journey that creates challenges but also significant opportunities.
The respondents to the survey indicate a similar two-sided mindset.
The findings also show the leadership that this industry provides with
its pivotal role between upstream and downstream supply chains.
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Sustainable business strategy and governance

One-third of all respondents say that they have defined
an ESG strategy for their company. This shows the
degree to which awareness of sustainability is develop-
ing. The survey findings also suggest that companies
expect to see further developments: all respondents
ranked sustainability and ESG among their top priorities,
and energy and climate change is named as the most
important external influencing factor. This has prompted
some to prepare non-financial disclosures, while others
see it as an opportunity to establish business influence.
While in general there is broad support for tackling the
ESG challenges and the value and necessity of doing so
is understood, there is a degree of frustration with the

effort involved in reporting requirements that are seen
as not adding value and standing in the way of improve-
ments and the creation of business value. The Omnibus
proposal with the EU Parliament is an opportunity to
make non-financial reporting simpler and use the pause
in application to continue preparing for non-financial
reporting. Most importantly, companies are consider-
ing how to operationalise sustainability and move from
strategy to action. This trend is also underscored by a
level of uncertainty currently prevailing in the sustaina-
bility reporting field as the consolidation of regulations is
considered.

Figure 23: Status of respondents’ ESG operating model

The company has a defined environmental, social,
and corporate governance (ESG) strategy

The company is actively and materially investing in ESG-
related opportunities (such as building a new carbon trading
desk and implementing sustainability in its supply chain)

The company is in an exploratory phase of assessing

investments in ESG-related opportunities (such as 15%
renewable energy and regenerative agriculture)

The company has a chief sustainability officer (CSO) 14%
The company is driving better visibility of 13%

counterparty performance in ESG

Companies with a strategy already in place say they are
now concentrating on the opportunities arising. Over
one in five respondents reports that their company is
actively pursuing investments such as carbon desks,
and 15% are prospecting new opportunities. Consid-
ering that 46% of respondents say their company is
pursuing an expansion strategy, further developments
can be expected when it comes to sustainable business
practices. Sustainability is an evolving opportunity, and
trading companies and commodity-intensive corporates
are getting ready for it.

%
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The Omnibus proposal with the
EU Parliament is an opportunity
to make non-financial reporting
simpler and use the pause in
application to continue preparing
for non-financial reporting.
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Non-financial reporting and disclosures

Non-financial reporting concerns all businesses, includ- Figure 24: Most concerning ESG regulations for respondents
ing trading companies and commodity-intensive corpo-

rates. Half of respondents indicate that their concerns
are related to preparations for the EU Corporate Sus-
tainability Reporting Directive (CSRD). Companies are
required to disclose non-financial information on aspects
of their environmental, social and governance (ESG) per-
formance that are deemed important from the perspec-
tive of the impacts and risks for their financial perfor-
mance. Disclosing performance in relation to material
sustainability topics is a requirement that will remain.
The scope of the regulation will continue to apply to
many EU-listed companies as of financial year 2025 and

for non-EU-based companies (and therefore Swiss- 49%
based ones) as of Financial Year 2027 or 2028. Given
that the scope of the regulation is expected to expand to
M EUDR = RBI or CSDD CSRD B CBAM

small(er) and mid-size enterprises, companies with less
than USD 1 billion in revenues are giving the matter the
same attention.

Z

Over one in five respondents
reports that their company is
actively pursuing investments
such as carbon desks, and
15% are prospecting new
opportunities.

7
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Figure 25: The complex ESG regulatory landscape
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Most of the companies surveyed are now taking action

to prepare for non-financial reporting in accordance with
the regulation. The starting point is executing a double
materiality assessment, a process designed to identify

the sustainability topics that are relevant for the compa-
ny’s stakeholders. It involves identifying and assessing the
most significant impacts, risks and opportunities. Those
selected constitute the scope of the company’s non-fi-
nancial disclosures. For most companies it takes several
months to complete the readiness process from doing
double materiality with appropriate stakeholder engage-
ment to setting up internal controls and governance and
preparing for limited assurance. The great majority (70%)
of survey respondents are managing the process under
the leadership of group finance, while only a few (8%) draw
on the support of service centres. In the near future, ser-
vice centres will play a more significant role in some of the
more transactional parts of non-financial data processing.

Supply chain due diligence
and collaboration

Operators in the trading industry are taking steps to
understand and act on supply chains to eliminate nega-
tive ESG impacts. Agribusiness traders are focused on
readiness for the EU Deforestation Regulation (EUDR),
which will require due diligence from the plantation to the
EU border. Processes and systems are being created or
adapted to obtain the necessary due diligence state-
ments to avoid business disruptions and penalties after
31 December 2025. Minerals and metal traders are more
concerned with the Carbon Border Adjustment Mecha-
nism (CBAM) and how to address the emissions tracking
requirements. Together with the Corporate Sustainabil-
ity Due Diligence Directive (CSDDD), these regulations
require companies to complete a form of due diligence
on upstream (and downstream) value chains.

Companies see an increasing need to adapt or comple-
ment the existing process when it comes to complet-
ing and documenting the due diligence requirements.

In many situations, this means choosing suitable data
solutions that address the traceability of the product and
bring a more coordinated approach to the relationship
with suppliers (and customers). The interdependence
between reporting requirements and supply chain due
diligence also creates the opportunity to adopt an effec-
tive systemic approach, which can simplify and stream-
line these processes end to end.
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Data, information and
systems solutions

The best way to evolve towards sustainable business

is to adopt data, information and systems solutions.
Respondents provide a vast list of solutions adopted,
from emerging vendors to custom-made. Excel remains
the most widely used solution, as companies continue
to prepare, pilot and test options before choosing more
tailored tools. The extent to which respondents have
implemented digital solutions for financial reporting
(21% say that the implementation technologies are a
game changer for them) means there is an opportunity to
integrate financial and non-financial reporting. This will
go some way to addressing the concerns of the 66% of
respondents who say that their ERP systems are “not at
all” or only “slightly” effective when it comes to handling
non-financial information.
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Conclusion

The commodity trading industry is undergoing significant transformation driven by x
external challenges such as energy transition and climate change, market price vol-
atility and geopolitical uncertainty. This is forcing a strategic shift in the way compa-
nies operate and manage risks. The most important internal measures to navigate
this complex landscape are enhancing operational efficiency, liquidity management
and risk management reporting. Companies should be prioritising the adoption of
centralised operating models, advanced technologies, systems integration and uni-
fied data models, particularly in commodity trading and risk management (CTRM),
to enhance their operational efficiency, gain real-time data insights and make better
decisions. They should also be building ESG into their business strategy as well as
preparing for non-financial reporting in accordance with upcoming regulations such
as the EU Corporate Sustainability Reporting Directive (CSRD).

Looking forward, the industry will continue to evolve. To stay competitive and resil-
ient in the face of ongoing challenges, companies will have to proactively adapt

to these trends and implement agile operating models and robust data models in
response. Strategic geographic expansion and product diversification will remain

a focus, particularly in the energy sector, as companies strive to cater to growing
demand for renewable resources. This evolution will be reflected in central func-
tions such as risk and finance as they adopt new operating models and robust data
management and move into more of a business partnering role. GenAl and automa-
tion tools, which have already demonstrated their value in optimising workflows and
enhancing decision-making, especially in commodities, will play a key role in making
this vision a reality.
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Notes

Graphs displaying rankings of multiple items are based on exponential scoring and
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