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1. Missing the Quiet Days

2. Not Your Grandfathers Production

3. Sustainability is Dead

4. What Climate Change…Logistics and Geopolitics, meh.

5. Will AI Replace me?

6. Does Anyone Survive Industry Consolidation?

7. Play Smart, Get Paid

Today’s Agenda



Coffee Market Volatility



1994 - 2024



2024 - 2025





Is Coffee The New Cocoa???
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Coffee Is Cocoa (on 10 month delay) 

Cocoa Coffee



Takeaway #1

The market has already moved – 
the only question is whether your 
hedging strategy has too?



Shifts In Production



16%

28%

26%

30%

1994 / 1995

COLOMBIAN MILDS WASHED MILDS

NATURAL ARABICAS ROBUSTA

9%
16%

31%

44%

2024 / 2025

COLOMBIAN MILDS WASHED MILDS

NATURAL ARABICAS ROBUSTA



The question isn’t whether 
you’ll have a Robusta strategy…
it is whether you will design it – 
or inherit it.

Takeaway #2



 -

 10,000

 20,000

 30,000

 40,000

 50,000

 60,000

 70,000

 80,000

05/06 06/07 07/08 08/09 09/10 10/11 11/12 12/13 13/14 14/15 15/16 16/17 17/18 18/19 19/20 20/21 21/22 22/23 23/24 24/25 25/26 26/27

Brazil Production

Arabica Robusta

0

5,000

10,000

15,000

20,000

25,000

30,000

35,000

05/06 06/07 07/08 08/09 09/10 10/11 11/12 12/13 13/14 14/15 15/16 16/17 17/18 18/19 19/20 20/21 21/22 22/23 23/24 24/25 25/26

Vietnam Production

Arabica Robusta



0

1,000

2,000

3,000

4,000

5,000

6,000

7,000

8,000

9,000

10/11 11/12 12/13 13/14 14/15 15/16 16/17 17/18 18/19 19/20 20/21 21/22 22/23 23/24 24/25 25/26

Uganda Production

Arabica Robusta

0

1,000

2,000

3,000

4,000

5,000

6,000

7,000

8,000

9,000

10,000

08/09 09/10 10/11 11/12 12/13 13/14 14/15 15/16 16/17 17/18 18/19 19/20 20/21 21/22 22/23 23/24 24/25 25/26

Ethiopia Production



Volatility is geographic.

Optionality is strategic.

Don’t sleep on East Africa

Takeaway #3



Sustainability is Dead…
Long Live Sustainability



Coffee Sustainability Eras

Pre 1995 1995-2000 2000-2015 2015-2020 2020-2025

VOLUNTARY REGULATORY

Two 
telephones

Farmer 
inclusivity

Mainstreaming 
of certification

(Fair Trade, 
Rainforest, etc)

Climate adaptation
Gender mainstreaming
Access to finance

CSRD /CSDDD
EUDR
US Tariff Act (forced labor)
Regenerative agriculture
Living Income
Responsibly sourced
SBTi





Regulations will wobble.  Consumer expectations won’t.

Brand investment in sustainability extends its own lifespan.

Sustainability is entering its boring era – and that’s when it gets real.

Regulation is like a bear and we are in winter.

“Coalition of the Willing” -> “Coalition of the Silent”

Takeaway #4



Weather, Farmers, Logistics 
& Geopolital Risks



Weather, Farmers, Logistics 
& Geopolital Risks



The Planet Is Getting Hotter

https://www.climatecentral.org/climate-matters/more-coffee-harming-
heat-due-to-carbon-pollution-2026

https://www.upi.com/Top_News/World-News/2026/02/18/latam-coffee-growers-extreme-heat-
analysis/3251771441257/



US Tariff Policy



Red Sea / Panama Canal / Brazil Ports / Colombian Strikes 

Waiting for your coffee to be shipped…



Investment in coffee variety research is a NEED not a WANT.

Origin diversity is your hedge.

Takeaway #5 (a and b)





AI: Operational Efficiency



AI: Trading and Research



AI: Personal Growth and Training

https://www.makesong.com/music/3bd
67dce-dbdb-4af1-8e16-bdf84ce2af51
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Technology in Sustainability Data

Which do you trust most to be real?



AI is NOT coming for your job, but it is coming for your excuses.

Takeaway #6

The expected output/employee will continue to rise exponentially.

Those that embrace change will outperform peers by 2-5x.





Consolidation doesn’t mean the game stops.
It means fewer seats at the table.

Takeaway #7

Roasters are consolidating.
Supply chain participants are existing or being absorbed.

Scale is becoming a prerequisite, not an advantage.



The Winning Playbook



Strategy can’t be built for 5 to10 year visions anymore.

Winning Companies All Recognize

The key is recognizing transitory changes vs. regime change.

The need to maintain a certain urgency toward innovation.

Ethics and values matter for long term success.

People, not AI, remain a company’s most important asset!!!



Two-thirds of American

adults had a coffee
 
yesterday

Price 

Increases

…and I suspect that one-third lied!



www.sucafina.com

Thank You!
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