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Critical Minerals Belong on CEOs’ Agendas

Shortages of critical minerals are already disrupting some supply
chains, and a broader gap is coming. A BCG proprietary model
projects demand for key inputs, including rare earths, copper, and
lithium, at roughly 120% to 250% of forecast supply through 2040,
driven by electrification, the Al build-out, and defense spending.

The potential for shortages isn’t news, and many companies have a
plan in place to manage the risks. But most are still underestimating
how exposed their companies are—and missing out on a chance to
turn risk into advantage.

CEOs tend to leave critical minerals to procurement, which judges
the risk of shortages by how much the company pays for each
material, what its direct suppliers report, and where the minerals
are mined.

A new report from my BCG colleagues identifies three blind spots
that come from relying on those metrics:

« Overemphasizing Dollars Spent. Ranking materials by cost
leads to a focus on minerals such as copper and lithium—
and a tendency to overlook what may matter more.
“Mosquito minerals” are too small by traded value to reach a
risk register, but they can stop a production line when supply
runs short. For example, arsenic’s upstream market is only
about $50 million a year in size, and one Japanese producer
supplies roughly 60% of the ultra-high-purity grade that
defense electronics require.


https://www.bcg.com/publications/2026/critical-minerals-risk-blind-spots
https://e.bcg.com/Nzk5LUlPQi04ODMAAAGlIAOwmfxZirIPNWTplnQ6ExVMLtYrxmPbxfTCGgZO4UdtuQi8QFKshttC_hNKtq40zChjZZA=

« Stopping at Tier One. By looking only at the components
that direct suppliers sell them, companies lose sight of the
minerals embedded within those components—for example,
inside motors, magnets, lasers, and sensors. They may also
overlook the minerals within the tools and processes needed
to create those components.

e Focusing Solely on Production. Companies link their
exposure to where minerals are mined, but for many
minerals the bottleneck is processing, not production. For
example, China processes roughly 90% of rare earths, which
should be factored into companies’ risk calculus. Ownership
also matters: a mine or refinery in one country may be
owned by companies based in another, so switching to a
supplier elsewhere might not solve the problem.

The Strategic Miss

These blind spots lead to miscalculations of risk, but they also
deprive companies of opportunities to tap into public capital. Public
finance commitments to critical minerals in advanced economies
reached around $65 billion in 2025, according to the International
Energy Agency. The money carries conditions and covers about
one-tenth of the capital needed through 2040. As of September,
flagship funding vehicles in the US, Canada, Italy, and Australia had
disclosed limited transactions.

These vehicles seek private partners, and offtake agreements—
long-term commitments to buy a project’s output—are usually the
main eligibility condition. A company that does not know its
exposure cannot commit credibly.

Some companies are moving already. Siemens Gamesa, a wind-
turbine manufacturer, signed a five-year contract to buy
neodymium and praseodymium from Arafura Rare Earths. The
contract met Germany’s condition for considering an export-credit
guarantee of up to $600 million for Arafura’s mine. Mitsui, a trading
and investment conglomerate, secured rights to 40% of the copper
concentrate from Argentina’s Josemaria deposit through a Japanese
government tender.



In both cases, the CEO and executive team led the work and treated
critical minerals as a source of competitive advantage.
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The lesson for CEOs is to bring critical minerals onto the executive
agenda. A full view of exposure, all the way to the mine, shows
where diversifying suppliers is enough and where a company needs
to redesign products or secure supply directly.

Every industrial company is exposed to the coming shortage. Those
that measure and manage their exposure well can shape the market
in a way that creates strategic advantage for them and requires
their competitors to adapt.

Until next time,
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Christoph Schweizer
Chief Executive Officer

Further Insights

Why Critical Mineral Shortages Are
a CEO Issue

Most industrial companies think they
understand their exposure to supply
chain disruptions. But they may need
to take a closer look at their true
vulnerability.
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Ecosystems Are the Missing Link in
Critical Minerals Supply Chains

Global demand for critical minerals is
surging. Buyers and sellers need a
coordinated approach to creating
supply chain resilience.

Metals and Mining Industry

The metals and mining industry faces
unprecedented volatility. BCG's
consulting experts help their clients
excel amid a fast-changing landscape.

Boston Consulting Group
200 Pier Four Boulevard

Boston, Massachusetts 02210, USA

Manage Communications

Privacy Policy
Unsubscribe

X fin(©


https://www.bcg.com/publications/2026/why-ecosystems-matter-in-critical-mineral-supply-chains
https://www.bcg.com/publications/2026/why-ecosystems-matter-in-critical-mineral-supply-chains
https://www.bcg.com/publications/2026/why-ecosystems-matter-in-critical-mineral-supply-chains
https://www.bcg.com/industries/industrial-goods/metals-mining
https://www.bcg.com/industries/industrial-goods/metals-mining
https://www.bcg.com/subscription
https://www.bcg.com/about/privacy-policy
https://www.bcg.com/subscription?mkt_unsubscribe=1&mkt_tok=Nzk5LUlPQi04ODMAAAGlIAOwmSzeLG6UZnBmjvj1Oyxy1VS-xFzFiWFAAGhXXMb7XSn3UX_IL8sCsSy9VyCkFNb5LNtUuqrjrcgKg32ZJKQ0wLlQZMyza2qFDwDcV-2yg4ea-g&usertoken=CRM_17fae5e13aaae667e2667887376d98ad464af742&mktleadid=47986107&emailtype=BCG_Weekly_Brief&utm_medium=email&utm_source=esp&utm_campaign=none&utm_description=weekly&utm_topic=none&utm_content=20261027&utm_usertoken=CRM_17fae5e13aaae667e2667887376d98ad464af742&utm_dmid=09293B7F-5EF3-EF11-83C9-126ABB57D457
https://e.bcg.com/dc/Nzk5LUlPQi04ODMAAAGlIAOwxo_a0zU_M9vOB8Qgd6HchAaVhMnT_ABHR1oy3s9zBt2Ay9DOKNZiNjU7oq51JiW7CvXDey4UPP_-q_ZgeYsrqGDFOGckms5IGiPERcXNaEIXTrye_I33ISTNdRCje_l0yEnWzm6sr5UmhKU0sQqwddXrjaWDDTyyane-5I0NTrFjITqsTbSqqALnoAP3Le4vCMR0WbmVRi4wPp9_bVvZONVnisJJxmEGLh-BFwmJbLeH7UzOmVHwHI3i-FdozPw6RiG-GtKp75_DuD9zAMNesmsXV0Lsx_izMmwOQg_27Y_exIQwhKV9JPLgop9I77-D0HaM0AElY7bxgm2Je9IPUn5PqImfDsTydh2CVr3_iBOCC7FUyD1S6nLRewLBw7wIb59-F2d84wwB6I1vGn1MydIU6wt3Rztt8ROnQMkNahNrs-VWMm0NZ-GF57JarxY7CshPqnc0gUH-v5vtg9t8NYuifbs9n3BfBLhwRlgdzPSer4HGxpSZdslShLhzWl0Q0rS6lP8P-ZHgzvLelhoPAuevdr4bhvOCCmcgvMifeYeEk9Y7bYLsSrKBvMTS/Nzk5LUlPQi04ODMAAAGlIAOwmXOt1StZzuzf_Ob7PvjE7NrCzb1Rs53JPZhUuKcyPr0WWc8v32Wh0UUL_TjwqDfoYcU=
https://e.bcg.com/dc/Nzk5LUlPQi04ODMAAAGlIAOwxnQUHj5Bu5yGJVxP9u82c8FqCsWQE2p0tLDNiHrd7OatZ1cIzOIY8taJ7P0Rjop7GvIm70hnHiy0FU7WASy9KYesoTEvdeKwOeuBfOtu82kLVcqmH0XVYvYhaKZOs6K3LycASsz0Tvd6nuqZ5wy5WW0uCAt2gOUjl41ybHWy3nLaDVvWq7mkYYgQrjp9roI8TtBIkpeAL2l7--j062jsSrH6e83t8KieA7st4hZy_ekypLH33fhcKrtKONW0yvv4P1Lmfrz6WE1-kEEl6oGIWWD05AdnCWu285Oy30xo5nLDbfXdBnyZnUJiPvJnndWQOmnC9s8uovDSVZ3xjEK8TkTDh1JcZ0wEP5W5qDVMspzrYlBDpmddnqETEG_PFbPoou1o0l_qtrPyJX22i7ZMtkLZFdRuPwTbS-dzHFQQ39kDTKYE_UrYTdxcS9ymKZUfQQpUn-RN21YtcFZ55p3cf8U92UUF6Hgu28Gx8-struFT1lUoT9x6XyikLH6Bwudpvt-9kRvZWR4R_SJuSA==/Nzk5LUlPQi04ODMAAAGlIAOwmXOt1StZzuzf_Ob7PvjE7NrCzb1Rs53JPZhUuKcyPr0WWc8v32Wh0UUL_TjwqDfoYcU=
https://e.bcg.com/Nzk5LUlPQi04ODMAAAGlIAOwmfxZirIPNWTplnQ6ExVMLtYrxmPbxfTCGgZO4UdtuQi8QFKshttC_hNKtq40zChjZZA=
https://x.com/BCG
https://www.facebook.com/BostonConsultingGroup/
https://www.linkedin.com/company/boston-consulting-group
https://www.instagram.com/bcg/?hl=en

