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Executive Summary 

As Europe accelerates its transition to cleaner energy, reindustrialization, and greater 

strategic autonomy, demand for critical raw materials such as niobium, tantalum, 

neodymium, dysprosium, and bismuth is surging. Yet, traditional sourcing models—

anchored in bulk orders, months-long procurement cycles, and uncertain compliance—are 

misaligned with the needs of today’s buyers. This white paper explores the growing 

relevance of Just-in-Time (JIT) supply chains in the critical minerals space and introduces 

the approach EuStrategix Critical Metals is building to meet this need. Although EuStrategix 

is a new entrant, its model is designed to provide traceable, REACH-compliant, small-batch 

delivery of high-purity materials from day one. 

1. The Challenge: A Supply Chain Unfit for Urgency 

1.1 Concentrated Global Supply 

Over 80% of high-purity rare earth oxides and specialty metals are produced in China, 

Brazil, and a handful of African countries. This geographic concentration leaves European 

industrial and defense buyers vulnerable to: 

- Export controls and embargoes 

- Logistics shocks (e.g., port congestion, customs) 

- Quality inconsistencies or mislabeling 

1.2 Compliance Bottlenecks 

Most suppliers outside the EU are unfamiliar with REACH and related regulations. Without 

REACH-compliant documentation (SDS, Certificates of Analysis, OR representation), delays 

are common. This is particularly risky for: 

- Defense and aerospace programs with fixed deadlines 

- Electronics and battery producers with fast iteration cycles 

- Medical or automotive supply chains with zero-defect tolerances 



1.3 The Ill Fit of Bulk Logistics 

Traditional bulk shipments require high minimum order quantities (MOQs), advance 

payment, and long lead times. This leads to: 

- Overstocking and locked-up working capital 

- Production delays when suppliers miss timelines 

- Inability to respond to small, urgent needs (1–200 kg) 

2. The Case for Just-in-Time (JIT) Supply in Critical Minerals 

JIT is well established in automotive and aerospace parts delivery. Applying the same logic 

to critical minerals means: 

- Ordering only what is needed, when it is needed 

- Eliminating large, speculative purchases 

- Accelerating procurement of certified inputs within days 

This model is especially beneficial for European SMEs and Tier 2/Tier 3 contractors that 

must respond to urgent contracts or recover from supplier failures. 

Benefits of JIT in Critical Mineral Sourcing: 

Benefit Operational Impact 

Speed Days, not months, from order to delivery 

Flexibility Order volumes matched to batch-level or 

R&D needs 

Compliance REACH, SDS, CoA, and traceability 

documents pre-cleared 

Cost Efficiency Less capital tied up in inventory and 

warehousing 

Strategic Value Enables responsiveness in strategic or 

high-margin segments 

3. Market Context: Strategic Autonomy & EU Regulation 
The EU’s Critical Raw Materials Act (CRMA) underscores the urgency: 

- Europe must diversify imports of critical materials. 

- By 2030, 15% of annual consumption should come from recycling. 

- REACH compliance is a non-negotiable barrier to entry into European industry. 

4. The EuStrategix Approach 
EuStrategix Critical Metals was founded to address this structural gap. While we are a pre-

operational startup, our value proposition is structured from the ground up to serve clients 

who demand: 

- Small-volume fulfillment (starting from 5 kg, with maximum flexibility) 



- REACH-verified sourcing through exclusive partnerships 

- Urgent delivery capability from bonded Spanish and EU logistics hubs 

- JIT-compatible invoicing and batch traceability 

5. Use Cases for JIT Buyers 
1. A Defense Electronics OEM in Italy needs 18 kg of Dy₂O₃ on 10 days' notice to avoid a 

contract penalty. 

2. A French battery R&D team seeks 8 kg of high-purity Nb₂O₅ to begin prototype testing. 

3. A Spanish precision machining firm runs out of REACH-certified Ta₂O₅ and needs 15 kg 

for a NATO supplier order. 

6. What’s Needed for JIT to Work 
JIT supply in critical minerals is not simply about having stock — it requires a full 

ecosystem: 

- Pre-negotiated supplier terms for small batches 

- Import licenses and OR arrangements 

- Digital CRM and compliance document automation 

- Bonded warehouse capacity in the EU 

- Client onboarding systems with fast KYC + quote flow 

EuStrategix has engineered its operations around these capabilities, with soft-launch 

shipments planned to begin by Q4 2025. 

7. Conclusion: From Urgency to Opportunity 
Volatility is the new norm in the global minerals trade. JIT is not a workaround — it is an 

opportunity to rebuild mineral supply on modern, transparent, and responsive foundations. 

 

EuStrategix aims to become the first mover in this niche: a REACH-compliant, European-

based JIT importer of high-purity critical materials. We invite manufacturers, defense 

contractors, and research labs to co-create this model with us. 

Contact: 

EuStrategix Critical Metals 

Madrid, Spain 

      info@eustrategix.com 

    www.eustrategix.com 

8. Pricing Transparency and Human-Centered Service 
In the traditional commodity trading world, pricing is often opaque, delayed, and bundled 

with hidden fees. This creates uncertainty for buyers, particularly those managing time-

sensitive production schedules or public-sector contracts. EuStrategix is built to provide 

transparent, fixed pricing at the time of quotation. Our pricing model includes: 

- All logistics costs to the buyer’s facility (CIP or DAP terms) 

- Compliance documentation (REACH, SDS, CoA) included at no extra cost 

- Optional hedging on medium-term contracts to stabilize cost exposure 



 

We believe pricing clarity is a cornerstone of the JIT model. Buyers can’t wait 48 hours for 

pricing approval — they need fast, firm quotes within a business day. 

 

More Than a Platform: Real People, Not Bots 

Unlike bulk traders or commodity platforms that treat clients as anonymous order 

numbers, EuStrategix provides a dedicated relationship team for each client. This team 

manages quotes, shipment coordination, REACH documentation, and after-sales support. 

When you call or write, you speak with someone who knows your business and 

understands your deadlines. 

 

For our clients — often operating under stress, risk, and tight margins — the assurance of 

responsive, human service is not a luxury. It's a necessity. 

In traditional critical minerals procurement, buyers often face a murky pricing structure. 

Bulk suppliers typically quote prices that exclude key costs such as compliance 

documentation, inland transport, or customs clearance. These hidden or variable costs can 

inflate the final invoice by 10–20%, particularly for smaller buyers who lack negotiation 

power. 

 

By contrast, EuStrategix uses an all-inclusive pricing model tailored to small and mid-sized 

European buyers. Our approach includes: 

- Fixed per-kilogram pricing disclosed upfront 

- Delivery under CIP or DAP terms, including transport to the buyer’s facility 

- No additional charges for SDS, REACH certificates, or Certificates of Analysis (CoA) 

- Optional pricing lock-ins for clients with recurring orders or predictable schedules 

 

Whereas a bulk supplier may quote €75/kg for high-purity Nb₂O₅ and later add €12–

€18/kg in freight, clearance, and documentation, EuStrategix might offer a transparent 

€82/kg delivered and documented — with no surprises. Our clients can plan accurately, 

protect margins, and trust that the quoted price is the true landed cost. 

 

A Human Team That Works With You — Not Around You 

Large trading houses and centralized platforms often manage client communications 

through ticketing systems or impersonal dashboards. This may suffice for bulk buyers 

placing monthly 20-ton orders, but it fails for a defense contractor in Spain who needs 15 kg 

of Ta₂O₅ urgently and must confirm REACH status by tomorrow morning. 

 

EuStrategix assigns a dedicated representative to each client — someone trained in 

procurement workflows, regulatory documentation, and real-world delivery challenges. Our 

team is available by phone, WhatsApp, or email, and will often anticipate shipment or 

documentation needs before the client requests them. We understand that you are not just 



ordering a metal — you're solving a production bottleneck, fulfilling a NATO contract, or 

protecting a cleanroom timeline. Our responsiveness, flexibility, and client familiarity allow 

us to operate more like a strategic partner than a transaction-based vendor. 

 

Contact: 

 

EuStrategix Critical Metals 

Madrid, Spain 

      info@eustrategixcriticalmetals.com  

    www.eustrategixcriticalmetals.com 
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