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In 2026, circularity has shed its reputation as a "green" initiative and emerged as a powerful weapon of geoeconomic 
strategy. For Fortis & Peak, this shift represents a fundamental realignment of how nations and corporations protect 
their sovereignty. As global trade fragments into regional blocs, circularity has become the primary mechanism for 
achieving Strategic Autonomy.



The Three Geoeconomic Pillars of Circularity

The transformation of circularity from an environmental concept into a geoeconomic instrument rests on three 
interconnected pillars. Together, they redefine how nations and corporations approach resource security, supply chain 
resilience, and industrial competitiveness in an era of fragmented global trade.
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Circularity as a Geopolitical 
Shield

Urban Mining replaces 
dependence on foreign raw 
material suppliers, building an 
internal "synthetic" resource base 
immune to external embargoes.
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From "Just-in-Time" to "Just-
in-Loop"

Resource Retention frameworks 
keep high-value waste and scrap 
within regional ecosystems, 
treating materials as strategic 
assets rather than disposable 
inputs.

3

The Secondary Market as a 
Competitiveness Tool

High-quality recyclates are now 
price-competitive with virgin 
materials, enabling Commodity-
Free Growth and insulating firms 
from primary commodity price 
shocks.



Pillar 1: Circularity as a Geopolitical Shield

RESOURCE NATIONALISM

In a 2026 world defined by "Resource Nationalism," access to primary raw materials is increasingly weaponized. Dominant 
suppliers—particularly in the rare-earth and critical mineral sector—now use export controls as a direct tool of foreign policy. In 
response, circularity acts as a defensive shield, fundamentally altering the calculus of national resource security.

The transformation is profound: nations are no longer merely "recycling"—they are engaged in Urban Mining. By reclaiming 
lithium, cobalt, and permanent magnets from existing e-waste and end-of-life EVs, regions like the EU and North America are 
building an internal "synthetic" resource base that is immune to external embargoes. This is not incremental sustainability; it is 
strategic self-sufficiency.

The Threat

Export controls on critical minerals used as foreign policy 
leverage, creating production stoppages and supply chain 
vulnerabilities for import-dependent manufacturers.

Fortis & Peak Insight

For investment clients, this signals a massive capital shift 
toward midstream processing and recovery infrastructure 
located within "friendly" trade blocs — a strategy known as 
friend-shoring.



Pillar 2: From "Just-in-Time" to "Just-in-Loop"
SUPPLY CHAIN SOVEREIGNTY

The global "Just-in-Time" supply chain model of the 2010s was built on the assumption of endless, cheap primary materials. 2026 
has proven that assumption catastrophically false. The new goal is Resource Retention—keeping materials circulating within 
regional ecosystems rather than exporting them as waste.

The EU Circular Economy Act (2026) and parallel frameworks in the US (under 2026 updates to the Inflation Reduction Act) now 
formally restrict the export of high-value waste and scrap. "Waste" is legally and strategically reclassified as a Strategic Asset that 
must be retained onshore to fuel local manufacturing transformation.

Just-in-Time
Cheap global inputs; long-

haul logistics Regulatory Shift
EU Circular Economy Act 
and IRA restrict exports

Just-in-Loop
Regional material 

retention; waste as asset

The result is a measurable reduction in a nation's "Material Footprint," lowering its trade deficit and decreasing dependence on high-
risk, long-haul logistics routes — a compounding strategic advantage that grows with each cycle of retained material.



Pillar 3: The Secondary Market as a Competitiveness Tool

COMMODITY-FREE GROWTH

In 2026, the cost of "virgin" materials has skyrocketed due to carbon taxes—most notably the CBAM (Carbon Border Adjustment 
Mechanism)—and increasing extraction complexity. For the first time, a decisive Price Gap Flip has occurred: high-quality 
recyclates (recycled plastics, steel, and aluminum) are becoming more price-competitive than their virgin counterparts when 
accounting for "True Cost," which includes carbon, water, and geopolitical risk.

Firms that have mastered circularity now operate with lower marginal costs and higher margins. They are structurally insulated 
from the "Price Shocks" that cripple competitors still reliant on the primary commodities market. This is not a marginal 
advantage—it is a fundamental restructuring of industrial competitiveness.

The Price Gap Flip

Recyclates now beat virgin materials 
on "True Cost" accounting for 
carbon, water, and supply risk — a 
historic first.

Margin Advantage

Circular firms carry lower marginal 
costs and are shielded from primary 
commodity price volatility that 
squeezes linear competitors.

The "Peak" Strategy

Commodity-Free Growth: increasing 
revenue and output without 
increasing total material intake by 
cycling existing assets more 
efficiently.



Geoeconomic Risk vs. Circular Reward (2026)

The following matrix maps the four primary geoeconomic risk factors of 2026 against their linear-economy impacts and the 
corresponding circular-economy strategic responses. For Fortis & Peak clients, this framework identifies where circular investment 
generates the highest risk-adjusted returns.

Risk Factor Linear Impact (High Risk) Circular Response (The Peak Move)

Resource Nationalism Production stoppages due to export bans. Internal Recovery: 30%+ of supply from Urban 
Mining.

Carbon Protectionism High "Carbon Border" taxes on imports via 
CBAM.

Zero-Carbon Feedstock: Recycled materials 
bypass most taxes.

Price Volatility Unpredictable OpEx and margin squeeze. Asset Ownership: Retaining materials through 
"Leasing" models.

Regulatory Fines Non-compliance with "Digital Passport" laws. Data Mastery: Total traceability via Digital 
Product Passports.

The circular response in each category is not merely a mitigation tactic — it is a source of durable competitive advantage 
that compounds over time as regulatory pressure on linear models intensifies.



The Strategic Imperative for Investors

The convergence of resource nationalism, carbon protectionism, price volatility, and digital regulation creates a uniquely high-
stakes environment for capital allocation in 2026. The firms and nations that have embedded circularity into their core operating 
model are not simply "more sustainable" — they are structurally more competitive, more resilient, and better positioned to capture 
value as linear-economy players face compounding headwinds.

For Fortis & Peak investment clients, the actionable signal is clear: capital should flow toward midstream recovery infrastructure 
within friendly trade blocs, firms with demonstrated recyclate mastery and Digital Product Passport compliance, and business 
models built on asset retention and leasing rather than throughput. These are not ESG tilts — they are geoeconomic bets on the 
architecture of the next industrial era.

Midstream Recovery 
Infrastructure

Processing and recovery assets 
located within friend-shored trade 
blocs represent the highest-
conviction capital deployment 
opportunity.

Recyclate-Mastery Firms

Companies with proven 
secondary material capabilities 
and Digital Product Passport 
compliance are structurally 
insulated from the four primary 
risk factors.

Asset Retention Business 
Models

Leasing and circular-ownership 
models that keep materials 
onshore and in-loop represent the 
frontier of Commodity-Free 
Growth.



About Fortis & Peak Perspectives

APPLIED FORESIGHT

Fortis & Peak Perspectives represent our forward-looking point of view on the forces shaping industries, business 
models, and competitive advantage. Drawing on deep strategic insight and cross-sector experience, these perspectives 
go beyond observation to frame what matters most — and what comes next.

They are designed to help executives interpret disruption, anticipate shifts, and make informed decisions with clarity and 
confidence in an increasingly complex business environment.

Get in Touch

Web: www.fortisandpeak.com

Email: info@fortisandpeak.com

Our Commitment

We deliver strategic foresight that moves beyond 
observation — helping leaders act with confidence at the 
frontier of global disruption.
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