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Executive summary

Commodity trading has always been an information sport. The difference now is that
the “information advantage” is no longer a few extra broker calls or a better freight
contact list. It’s whether your organisation can turn fragmented, fast-moving, high-

volume data into decisions that are timely, explainable, and operationally executable.

Most firms are not short on data. They are short on decision-grade data products,
trustworthy signals, and an architecture that can move from insight to action without

breaking controls, auditability, or the front office’s patience.
This paper covers:

e Ashort history of how trading technology evolved into today’s data overload

e The modern pain points that even mature trading houses still wrestle with

e The principles of an Al-native architecture designed specifically for commodity
trading

e Why Commverse Global and Cogito Al are built to operationalize this

architecture

The goal in this white paper is to highlight how: architectures don’t create value,

implemented architectures do.

A short history: from “the book” to the data deluge

Commodity trading’s technology story is a series of sensible decisions that, over time,

created an unsensible whole.
Era 1: The book, the blotter, and the phone

The earliest “systems” were human: traders, schedulers, and risk managers running a
mental model of exposures supported by paper blotters and relationships. Data was
scarce, but context was rich. When something moved, you knew why—because you

heard it.
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Era 2: CTRM/ETRM as the system of record

As volumes grew and regulation tightened, CTRM/ETRM platforms became the
backbone for trade capture, lifecycle events, and risk. This was a major step forward:

standardisation, controls, and a shared record.

But the system of record was never designed to be the system of intelligence.
Era 3: Best-of-breed sprawl and spreadsheet sovereignty

Firms added point solutions for scheduling, freight, credit, market data, analytics, and
reporting. Meanwhile, the spreadsheet became the universal adapter. Itis still the
world’s most deployed integration platform—quietly running critical processes while

being impossible to govern.

The result: multiple versions of truth, duplicated logic, and a growing gap between

“what the system says” and “what the desk believes.”
Era 4: The modern paradox—more data, less clarity

Today, firms ingest tick and intraday market data, weather ensembles, vessel and rail
telemetry, counterparty signals, regulatory updates, and operational events from

terminals, pipelines, plants, and logistics partners.

The paradoxis that decision cycles often slow down. Not because people are less
capable, but because the architecture isn’t designed to convert data into decisions at

the pace the market demands.

The real pain points (the ones that don’t go away with another

dashboard)

Industry veterans don’t need to be told that markets are volatile or that “data is the new
oil.” They already know. The more interesting question is why well-capitalised firms

with strong teams still struggle to operationalise advanced analytics and Al.

www.commverseglobal.com



@ commverse

Pain 1: The “truth” problem: Exposures are correct... until they aren’t

In commodities, exposure is a moving target. It depends on trade terms and lifecycle
events, physical movements and nominations, quality and measurement, FX and

freight, optionality, and timing differences between commercial and operational reality.

When data models don’t reflect these realities, firms end up with a familiar routine:

reconcile, override, explain, repeat.
Pain 2: Latency isn’t just technical—it’s organizational

Many firms can calculate risk. Fewer can do it fast enough to matter, with enough trust

to actoniit.

Latency shows up as overnight batches that miss intraday shifts, manual approvals that
turn “real-time” into “tomorrow,” and models that require specialist interpretation

before anyone dares to trade on them.
Pain 3: The model-to-process gap

Even when analytics are strong, they often stop at insight: a forecast that doesn’t feed
scheduling, a risk signal that doesn’t trigger hedging workflows, an optimisation that

can’t be executed because constraints live in someone’s head.

In other words: the hardest part is not building a model. It’s embedding it into the

operating system of the business.
Pain 4: Governance and auditability collide with speed

Commodity trading is not a consumer app. You can’t “move fast and break things”
when the thing you break is a P&L explanation, a regulatory report, or a physical

delivery.

Firms need lineage (where did this number come from?), explainability (why did the

model recommend this?), and controls (who approved what, and when?).

Al that cannot be governed becomes shelfware. Al that can be governed becomes

competitive advantage.
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Pain 5: Talent is scarce, but attention is scarcer

Most desks don’t need more alerts. They need fewer, better ones.

If your best people spend their mornings chasing data issues, your architecture is

effectively shorting your own talent.

And yes: the most expensive machine learning model in the world is still cheaper than a

senior trader’s time spent reconciling CSVs.

The shift: from analytics-on-top to Al-native architecture

“Al-native” is often used loosely. Here, it means something specific:

e Alisnotanadd-ondashboard
e Alisdesignedinto the data, process, and control layers

e Al outputs are decision-grade: timely, explainable, and executable
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IMG 1: Al-native architecture
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Principle 1: Treat data as a product, not an exhaust pipe

Al-native architecture treats data as a product with defined consumers, quality SLAs

(freshness, completeness, accuracy), and clear ownership.
Principle 2: Build a governed, commodity-aware semantic layer

A semantic layer is not just a glossary. Itis the translation between raw events and

business meaning.

In commodities, it must understand physical vs financial netting, timing conventions,

unit conversions, quality adjustments, location differentials, and optionality.
Principle 3: Make lineage and controls first-class citizens

Lineage should not be a compliance afterthought. It should be an engineering feature.

A practical test: can you explain a risk number in minutes, not days? Can you trace a
recommendation back to inputs and transformations? Can you reproduce yesterday’s

decision state exactly?

IMG 2: Governance and lineage
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Principle 4: Close the loop—insight must trigger action

Al-native trading architecture is measured by closed-loop outcomes: signals that
create tasks, recommendations that enter workflows, optimisations that generate

executable plans, and exceptions that route to the right owner with context.
Principle 5: Design for decision velocity, not just compute

Decision velocity is the time from market change to controlled action. Speed without

trustis noise. Trust without speed is history.

What “decision-grade Al” looks like in practice

To be useful to experienced teams, Al must respect the realities of trading operations.
1) Context-aware recommendations

Decision-grade Al incorporates contract terms and optionality, logistics constraints,

credit limits, and risk appetite.
2) Probabilistic, not performative

Good Al communicates uncertainty explicitly: confidence ranges, scenario sensitivity,

and key drivers.
3) Explainable in business language

Explainability is not a chart pasted into a slide deck. It is a narrative that can survive a

risk committee.
4) Operationally embedded

If the output cannot be executed through the systems and processes the firm runs, it

will be ignored—politely, at first, and then permanently.

IMG 3: Decision insight
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A pragmatic reference blueprint (adaptable, not academic)

Layer 1: Source systems and external sighals

e CTRM/ETRM (trades, lifecycle, exposures)
e Scheduling/logistics (movements, nominations)
e Market data (prices, curves, vol surfaces)
e Reference/master data (counterparties, assets)

e External signals (weather, AlS, macro, news)

Layer 2: Ingestion and event processing

e Batch for low-frequency domains
e Streaming/event-driven for intraday risk and operational events

e Data quality checks atingestion, not at reporting

Layer 3: Governed data foundation
e Canonical models for trades, positions,
movements, and valuations

e Time-aware storage (so you can reproduce

“as-of” states)

e Metadata, lineage, and access controls

Layer 4: Commodity-aware semantic layer

e Standard definitions for exposures and P&L components
e Unit and quality normalisation

e Businessrules that are versioned and testable

Layer 5: AI/ML and optimisation

e Forecasting (demand, supply, price drivers)
e Anomaly detection (measurement, operational exceptions)
e Optimisation (scheduling, blending, hedging support)

e Naturallanguage interfaces for exploration and explanation
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Layer 6: Decision and workflow applications

e Risk alerts with context and recommended actions
e Hedging workflows with policy checks
e Scheduling recommendations integrated into operations

e Audit-ready decision logs

Layer 7: Monitoring and continuous improvement

e Model drift detection
e Data quality monitoring

e Qutcome tracking (did the recommendation help?)

Why this is hard: the “commodity tax” on generic Al

Many Al programs fail in commodities because they underestimate domain complexity.

Generic Al stacks struggle with non-stationary markets and regime shifts, sparse labels,
complex causality (weather, geopolitics, infrastructure), and operational constraints

that change the feasible set.

This is why domain expertise is not a nice-to-have. It is part of the architecture.

Why Commverse Global + Cogito Al are built for this problem

At this point, the conclusion is straightforward: firms need an Al-native architecture that

is commodity-aware, governed, and operationally embedded.

The remaining question is execution.
Commverse Global: commodities-first delivery

Commverse is built around practitioners who understand how trading desks operate

under pressure, how risk, operations, and finance interpret “the same” number
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differently, why CTRM/ETRM projects succeed or fail, and how to design controls

without slowing the business to a crawl.

Architecture decisions in commodities are rarely purely technical. They are commercial

decisions with technical consequences.

():"i() cogito ai

Cogito Al: a flagship platform designed for decision velocity
Cogito Al is designed to support the Al-native model described in this paper:

e Turning fragmented data into decision-grade signals
e Embedding Al into workflows rather than bolting it on

e Supporting explainability and auditability so insights can be acted on

The practical advantage is not “Al.” It is faster, more reliable decision cycles—without

sacrificing governance.
The combined outcome: from overload to controlled action

When domain expertise (Commverse) meets an Al-native platform (Cogito Al), the value

is measurable:

e Reduced time spent reconciling and reworking data

e Faster response to market and operational events

e More consistent decision-making across desks and regions
e Better use of scarce expert attention

e Stronger auditability and confidence in numbers

Or, more plainly: fewer surprises, better decisions, and a trading organization that can

move at the speed of the market—without turning compliance into a hobby.
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Closing thought

Commodity trading will never be simple. But your decision architecture can be.

The winners won’t be the firms with the most data. They’ll be the firms with the

shortest, most trustworthy path from data to decisions.

About Commverse Global

Commverse Global is a 100% commodities-focused technology consulting and
solutions firm. We help energy, agriculture, and metals trading organizations modernize
their trading and risk capabilities through end-to-end C/ETRM delivery, data and
analytics, managed services, and Al-powered solutions. Our teams combine deep
domain experience with pragmatic execution, because in commodity markets, the
difference between a good idea and a good outcome is usually implementation

discipline (and a healthy respect for month-end).
Reach out

If you’d like to discuss how an Al-native architecture can reduce decision latency,
improve confidence in exposures, and move insights into execution—reach out. We’re
happy to compare notes, pressure-test your current approach, or help map a practical

path from data overload to decision-grade operations.
Commverse Pvt. Ltd

WeWork Embassy TechVillage, Block L, Devarabisanahalli, Outer Ring Rd, Bellandur,
Bengaluru, Karnataka 560103

Phone: +91-9980531701
Email: contactus@commverseglobal.com

Website: www.commverseglobal.com
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