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(UN)CONVENTIAL WISDOM 

”The accelerating fragmentation of the global geopolitical order is forcing a paradigm 

shift where businesses must transform compliance from a back-office function into a strategic 

product, actively engineering ’sovereignty’ and ’trust’ into their supply chains to survive a 

landscape defined by conflicting sanctions, institutional volatility, and the weaponization of 

trade.” 

 

 

 



 

 

Foreword 
 

Our primary objective is to deliver tangible benefit. Mission Grey Inc. is currently a global leader in 
AI-powered external intelligence for businesses. To complement our analytical capabilities and 
ensure that human judgment remains central to decision-making, we established the Guild. It 
convenes leading experts across regions and industries, available whenever their insight is required. 

As Guildmaster and Editor-in-Chief, I assume responsibility for the content of this publication. The 
themes, analyses, and viewpoints presented here, however, arise from the collective deliberations of 
our Guild members—both as individual contributors and as a professional community. 

Beyond offering considered perspectives, this newsletter illustrates how Mission Grey Inc.'s AI 
solutions and analytical tools can be applied in practice. By following the development of our 
analyses and conclusions, you gain insight into an effective model of collaboration between 
advanced computational systems and experienced human professionals. 

Artificial intelligence is not neutral; it is designed, trained, and directed by people. Its capacity to 
process and structure large volumes of information, however, exceeds that of any individual. When 
properly configured, it performs consistently, verifies sources, and tests assumptions. Although 
shaped by human inputs and language, AI can help identify latent biases, surface previously 
overlooked variables, and assess low-probability, high-impact scenarios that merit attention. 

Members of the Guild are recognized for their ability to approach complex questions from 
unconventional angles. We encourage you to adopt the same discipline of independent thinking. 
Should you wish to strengthen your AI-driven and index-based risk analysis, our experts stand 
ready to assist in formulating the right questions and translating insight into action. In practice, 
defining the right questions and operationalizing the answers often proves more demanding than 
addressing the issue itself. 

Pekka Virkki 
Editor-in-Chief 
Guildmaster 

 



 

 

Five Trends to Watch 
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Global Conjunctures 

 

 

 

The Great Unraveling in and around Iran 
 

By March 2026, the Islamic Republic faces a convergence of pressures more severe than at 
any point in decades. Internal unrest, economic collapse, and the erosion of regional 
influence had already weakened Tehran’s strategic position through 2025. The outbreak of 
direct military confrontation with Israel and the United States has now accelerated those 
trends, exposing structural vulnerabilities in Iran’s political system and its network of 
regional proxies. 



 

 

The system Tehran built over decades, anchored in ideological alignment, asymmetric capabilities, 
and a network of partner militias, exists. Yet its operating environment has changed sharply. 
Financial constraints, leadership losses among proxies, the collapse of the Syrian corridor, and 
tightening sanctions enforcement have combined to reduce Iran’s ability to translate coercive power 
into stable political outcomes. What remains is a state capable of disruption but increasingly 
constrained in its capacity to shape regional order. 

 

War With Israel and the United States 

The most immediate driver of Iran’s current predicament is the escalation into direct military 
confrontation with Israel and the United States in early 2026. Coordinated air and missile strikes 
targeted Iranian air-defense networks, missile infrastructure, and command facilities across multiple 
provinces. The strikes followed months of rising tensions and were designed to degrade Iran’s 
strategic capabilities while limiting its ability to retaliate effectively. 

Iran’s response has relied on missile and drone attacks against Israeli territory and U.S. facilities in 
the region. Several Gulf-based installations linked to U.S. forces, but also civilian infrastructure, 
have been targeted. The actions underscore Iran’s continued ability to impose costs through 
asymmetric retaliation. 

The war has produced substantial casualties and infrastructure damage inside Iran, while also 
increasing the risk of broader regional escalation. Yet many of Iran’s regional partners have so far 
avoided entering the conflict fully. That hesitation reflects both operational constraints and political 
calculation: expanding the war could expose already weakened networks to further military 
pressure. 

For Tehran, the confrontation has underscored a strategic dilemma. Military escalation offers a way 
to signal deterrence, but it also exposes the limits of Iran’s conventional capabilities and places 
additional strain on an already fragile domestic system. 

 

Domestic Legitimacy in Collapse 

The external conflict has unfolded against the backdrop of an acute internal crisis. Since late 2025, 
protests have spread across all of Iran’s provinces, driven by economic deterioration and deepening 
political frustration. Inflation, currency collapse, and persistent unemployment have eroded 
household purchasing power and undermined confidence in the government’s economic 
management. 

By early 2026, the protest movement had evolved from localized demonstrations into a nationwide 
challenge to the political system. Activist networks estimate that thousands have been killed and 
tens of thousands detained during the state’s crackdown. Communications blackouts, widespread 
arrests, and the deployment of security forces have become routine tools of control. 

The ongoing war further complicates this dynamic by forcing the government to divide attention 
and resources between external conflict and internal control. 



 

 

For international observers and investors, the domestic situation represents a fundamental structural 
risk. Even if the regime survives the current crisis, the erosion of political legitimacy and economic 
confidence will shape Iran’s strategic behavior for years to come. 

 

Syria Lost, Lebanon Reversing 

Iran’s regional posture has also deteriorated significantly. The overthrow of Bashar al-Assad’s 
government in December 2024 removed one of Tehran’s most important strategic assets: the land 
corridor connecting Iran through Iraq and Syria to Lebanon and the Mediterranean. 

For more than a decade, Syria served as the logistical backbone of Iran’s regional strategy. 
Weapons shipments, training operations, and coordination with allied militias relied heavily on 
access to Syrian territory. The collapse of that arrangement has forced Tehran to rely on far more 
fragile channels. 

The consequences are most visible in Lebanon. Hezbollah, historically Iran’s most capable proxy 
force, suffered extensive losses in the war with Israel during 2024–2025. Senior commanders were 
killed, infrastructure was damaged, and the organization’s political standing within Lebanon 
weakened. 

Lebanese political factions increasingly frame Hezbollah’s independent military power as 
incompatible with national sovereignty. International diplomatic coordination has reinforced this 
trend, emphasizing the principle that weapons should remain under state control. Although 
Hezbollah retains significant capabilities and influence, its room for maneuver has narrowed 
considerably. 

For Tehran, the weakening of Hezbollah represents more than a tactical setback. It undermines one 
of the central pillars of Iran’s deterrence strategy against Israel and reduces its ability to project 
influence along the eastern Mediterranean. 

 

Iraq: Deep Roots, Declining Control 

Iraq remains Iran’s most important regional foothold. Tehran’s influence is embedded in political 
networks, religious institutions, economic ties, and elements of the Popular Mobilization Forces 
(PMF). Cross-border trade and energy exchanges also reinforce the relationship. 

Yet the nature of that influence is changing. Iraqi Shia political factions have grown more 
fragmented, while public resentment toward militia dominance has intensified. Calls for stronger 
state authority over armed groups have become more prominent in Baghdad’s political discourse. 

External actors are also playing a more visible role. The United States has increased pressure on 
Iraqi political leaders to limit militia influence and strengthen state institutions. These efforts have 
complicated Tehran’s ability to shape government formation and policy outcomes in Baghdad. 

The result is a shift from stable leverage to contested influence. Iran still possesses deep 
connections in Iraq, but translating those connections into decisive political outcomes has become 
more difficult. 



 

 

For businesses operating in or near Iraq, the implication is a more volatile environment. Political 
fragmentation, militia activity, and external pressure intersect in ways that can produce sudden 
security or regulatory shifts. 

 

Yemen: Disruption With Limited Control 

Yemen represents a different type of relationship. Iran’s support for the Houthi movement has 
provided Tehran with an indirect channel to exert pressure on regional shipping lanes and 
adversaries. The Houthis retain the ability to threaten vessels in the Red Sea and to launch long-
range attacks against regional targets. 

At the same time, the Houthis have developed increasing operational autonomy. Their decisions 
often reflect local strategic priorities rather than direct Iranian direction. This autonomy reduces 
Tehran’s ability to control escalation dynamics. 

For Iran, Yemen functions primarily as a tool of disruption. The potential to affect global shipping 
routes provides leverage in periods of heightened tension. Yet the same actions can provoke 
countermeasures from regional coalitions and external powers, limiting their long-term strategic 
value. 

The Yemeni theater therefore illustrates a broader pattern in Iran’s regional strategy: the persistence 
of asymmetric capabilities alongside declining control over partner forces. 

 

Gulf Alignment and the Regional Wall 

Across the Gulf, Iran historically faced a gradually consolidating security framework among the 
major Arab monarchies. Cooperation among Saudi Arabia, the United Arab Emirates, and Qatar 
had already expanded before 2026. For much of the previous decade, this alignment—backed by the 
United States and increasingly coordinated with Israel—was widely seen as forming a defensive 
wall against Iranian regional influence. 

The outbreak of the U.S.–Israeli military campaign against Iran in February 2026, however, has 
complicated that dynamic. Tehran responded to the initial strikes with a large-scale wave of missile 
and drone attacks across the Gulf region, targeting American bases and infrastructure but inevitably 
affecting host countries. The attacks were framed by Tehran as retaliation against U.S. and Israeli 
military facilities operating from Gulf territory, but in practice they placed the monarchies 
themselves directly inside the conflict. 

This escalation has introduced a new layer of uncertainty into Gulf security planning. While Gulf 
governments publicly condemned the Iranian attacks, the war has also generated private concern 
that the initial U.S.–Israeli strikes exposed the region to retaliation without fully mitigating the 
risks. Analysts note that Iranian missile and drone operations have demonstrated both the 
vulnerability of regional infrastructure and the limits of existing defensive systems. 

The result has been a subtle but important shift in strategic thinking across Gulf capitals. The 
traditional assumption that American military presence automatically guarantees protection is now 
being reassessed, particularly as Iranian retaliation has targeted precisely those installations that 
host U.S. forces. Some regional officials and analysts have begun questioning whether the Gulf 



 

 

monarchies are being drawn into an escalation cycle driven primarily by U.S.–Israeli strategic 
priorities rather than their own security calculations. 

At the same time, the war has accelerated efforts to strengthen defensive capabilities. Gulf states 
have expanded coordination on missile interception, early-warning systems, and air-defense 
integration. A notable development has been increased cooperation with Ukraine, whose experience 
intercepting Iranian-designed drones during the war with Russia has produced valuable operational 
expertise. 

Ukrainian engineers and military advisors have developed tactics and technologies for countering 
low-cost loitering munitions similar to those used by Iran and its partners. Gulf states have shown 
growing interest in this expertise, particularly as drone swarms and cruise missile attacks have 
become central features of Iranian retaliation strategies. Cooperation with Kyiv offers a practical 
advantage: operational knowledge derived from years of real combat experience against Iranian-
origin systems. 

This emerging cooperation also carries geopolitical implications. Russia has traditionally sought 
influence in parts of the Gulf through energy coordination, arms sales, and diplomatic engagement. 
However, as Gulf governments increasingly look to Ukrainian and Western expertise to counter 
Iranian drone threats (systems closely associated with Russia’s own military campaigns), the 
technological and security relationship between Moscow and the Gulf monarchies may face new 
constraints. 

In effect, the Gulf alignment that once functioned primarily as a political coalition against Iranian 
influence is evolving into something more complex: a defensive network focused on missile 
defense, drone interception, and infrastructure protection. Yet it is doing so under the shadow of a 
broader regional war that has demonstrated how quickly the Gulf itself can become a frontline. 

For businesses and investors, the implication is clear. The Gulf remains politically stable compared 
with many parts of the Middle East, but the assumption that it is insulated from regional conflict is 
becoming increasingly difficult to sustain. The region’s security architecture is adapting rapidly, but 
it is adapting in response to a conflict that has already begun to reshape the strategic landscape of 
the Middle East. 

 

From Regional Power to Strategic Spoiler 

Taken together, these developments point to a structural transformation in Iran’s regional role. For 
decades, Tehran pursued a strategy of embedded influence: cultivating allied movements, 
integrating them into local political systems, and using them to shape regional dynamics. Through 
this model, Iran sought not merely to disrupt regional politics but to embed itself within them, 
building networks that could influence government formation, security policy, and strategic 
alignments across several Middle Eastern states. 

That model depended on several enabling conditions: reliable financial resources, secure logistical 
corridors, and political environments permissive enough to sustain proxy networks. Over the past 
two years, many of those conditions have deteriorated simultaneously. The collapse of the Syrian 
corridor removed the most efficient route connecting Iran to the eastern Mediterranean. Hezbollah’s 
position in Lebanon has weakened, and Iranian-aligned networks in Iraq are increasingly contested. 



 

 

At the same time, domestic economic crisis and intensified sanctions enforcement have constrained 
Tehran’s financial capacity. 

Iran still possesses substantial asymmetric capabilities. Its missile forces, drone technology, cyber 
tools, and networks of partner militias remain capable of imposing costs on adversaries. Yet the 
strategic purpose of these tools is changing. Increasingly, they are being used less to shape political 
outcomes and more to create disruption and raise the price of confrontation for external actors. 

The situation in the Strait of Hormuz illustrates this shift clearly. The escalation of the conflict with 
the United States and Israel has severely disrupted shipping through one of the world’s most critical 
energy corridors. Heightened security risks, missile threats, and the possibility of maritime attacks 
have driven commercial insurers to withdraw coverage for many voyages through the strait. For 
large segments of the tanker fleet, transit without war-risk insurance has become commercially 
unviable. 

As a result, a growing share of the remaining traffic is being carried by uninsured or lightly insured 
vessels associated with so-called “shadow fleet” networks. These ships, often older tankers 
operating through opaque ownership structures have long been used to transport sanctioned Iranian 
oil. In the current environment, they are among the few vessels willing to operate regularly in the 
strait despite the heightened security risk. 

This dynamic has important economic implications. While the strait remains open in a technical 
sense, the effective capacity of the global oil transport system passing through it has narrowed. 
Higher insurance premiums, reduced tanker availability, and increased operational risk have raised 
transportation costs and introduced volatility into global energy markets. The reliance on shadow 
fleet tankers also increases compliance and counterparty risks for traders, refiners, and shipping 
intermediaries. 

For Iran, this disruption offers a form of leverage. Even without physically closing the strait, the 
ability to generate uncertainty around maritime security can influence global oil prices and shipping 
behavior. Yet this form of influence differs fundamentally from the embedded political leverage 
Tehran once sought across the region. It is episodic, indirect, and economically costly even for Iran 
itself. 

In practical terms, Iran’s regional strategy is shifting from long-term political penetration toward 
episodic coercion and strategic disruption. The country retains the capacity to complicate regional 
security and global energy flows, but the ability to convert that disruption into durable political 
advantage is steadily diminishing. 

 

This article is based on Guildmaster’s ongoing 
monitoring through the Mission Grey Monitor, guided 

by the following prompt: 

 



 

 

 



 

 

Watch This Space 
 

Taiwanese Drone Industry and Compliance-as-a-Product 
 

Recently, we have watched the increasing technological cooperation between the Taiwanese, 
European, and American military and dual-use sectors. 

Against the backdrop of a deteriorating security landscape, Taiwanese defence companies are 
actively seeking international partners that are free from technological dependence on the People's 
Republic of China. Concurrently, deterrence on NATO's eastern flank is becoming increasingly 
dependent on unmanned systems. In a recent war game, Ukrainian forces outperformed NATO 
units largely due to their superior drone capabilities, underscoring the operational significance of 
this domain. 

Given that China is no longer viewed as a dependable strategic partner in Europe, the Taiwanese 
and Polish drone industries have converged in response to mounting geopolitical instability and 
shared security challenges. 

In the course of assessing investment opportunities within this specialised defence cluster, we 
identified a business concept of growing strategic relevance in an era defined by geopolitical 
fragmentation and the weaponisation of supply chains: 

 

Compliance-as-a-Product refers to investing in companies that turn 
compliance from a bespoke internal function into a repeatable, 
scalable product. 

 

In the European–American–Taiwanese defense and dual-use technology stack, "Compliance-as-a-
Product" is best understood as the productization of sovereignty constraints: rules on export 
controls, procurement eligibility, cyber assurance, ownership/FDI screening, and "high-risk 
supplier" exclusion are being converted into repeatable technical controls, certifications, and audit 
trails that can be embedded into products and supply chains. Instead of every prime contractor, 
drone OEM, or semiconductor supplier reinventing processes to avoid PRC-origin tech/components 
and PRC-linked entities, the market is increasingly valuing companies that sell a packaged, 
continuously verifiable compliance posture—and can prove it at speed to governments and primes. 

This is not theoretical. Recent policy and procurement moves across the triangle are explicitly 
pushing "trusted" supply chains and excluding high-risk suppliers—e.g., EU military-mobility 
policymakers openly citing the risk of embedded foreign chips as a "kill switch" concern, and 
arguing for "European preference" requirements in dual-use infrastructure procurement. On the 
Taiwan–US side, official dialogues are highlighting "trusted supply chains" in advanced tech and 
drones, explicitly framed as reducing reliance on China. 



 

 

When it comes to the Taiwanese–Polish drone convergence, it is likely (50–80%) to deepen because 
the drivers (Polish demand surge; EU/NATO security focus; Taiwan's scale-up; China-risk de-
coupling) are structural rather than cyclical, and a formal collaboration channel already exists. The 
most plausible next phase is component and subsystem co-development, local 
integration/sustainment in Poland, and "trusted drone" certification alignment to satisfy European 
procurement requirements as they harden. 

Would you observe novel investment opportunities from this perspective? In the Mission Grey 
Guild, we do. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Guilder’s Contribution 

Taiwanese-Polish drone industry cooperation is 
monitored by Dorota Maczuga, East Asia analyst and 
Mission Grey Guild Member. 
 
The next phase, she suggested, will move beyond simple 
procurement. 
 
”We should expect component and subsystem co-
development, local integration and sustainment in 
Poland, and alignment to meet the European 
standards,” Dorota explained. 
 
Taiwan’s domestic regulatory environment for 
unmanned aerial systems remains highly restrictive. 
 
”The regulations are very, very strict. Sometimes you 
wait months for flight permissions,” she noted. 
 
By contrast, Poland offers comparatively accessible 
testing conditions, while Ukraine—though a far more 
austere environment—provides real-world operational 
validation. 
 
”As blunt as it sounds, Taiwanese manufacturers want 
to test their drones. Ukraine is the place,” Dorota 
remarked, underscoring the role of battlefield feedback 
in accelerating iteration cycles. 
 
Poland, for its part, is increasingly aware of the need to 
cultivate a sovereign drone ecosystem. 
 
”Poland is waking up to the fact that it must grow its 
own drone capabilities,” she concluded. 
 
In this context, Taiwan is positioned not merely as a 
supplier but as a co-developer and systems partner—
offering scalable production, compliance credibility, and 
operational learning loops that align with Europe’s 
evolving defence-industrial priorities. 



 

 

Interns' Letter 
 

Sudan's Civil War… 

Stakes, Spillover, and Increasing Business Risks? 

 

Sudan's conflict is no longer a contained civil war. It is an increasingly regionalised struggle with 
global economic implications—where battlefield dynamics, sanctions policy, and commodity 
geopolitics intersect in ways that directly affect corporate risk calculus. 

Sudan has been engulfed in a full-scale civil war since April 2023, triggered by a power struggle 
over the transition to civilian rule and the integration of the paramilitary Rapid Support Forces 
(RSF) into the national military. The principal belligerents are the Sudanese Armed Forces (SAF), 
led by Abdel Fattah al-Burhan, and the RSF under Mohamed Hamdan Dagalo ("Hemedti"). 

The conflict has fractured the state, fuelled mass atrocities (particularly in Darfur) and generated 
what the United Nations repeatedly describes as one of the world's worst humanitarian crises. 
Millions are displaced, and severe food insecurity in multiple regions continues to deepen. 

Economically, the war functions as a struggle over revenue systems: gold production and exports, 
customs and port receipts, fuel and import taxation, and coercive local "fees." External actors are 
positioning themselves for post-war access to strategic assets, including Red Sea logistics corridors, 
reconstruction contracts, and long-term commodity offtake agreements. For businesses, this 
environment translates into persistent security volatility, rising sanctions and compliance exposure 
(especially in finance, logistics, and gold trading), and fragmented regulatory authority across rival-
controlled territories. 

 

Ethiopia: Training Allegations and Escalating Border Risk 

Reporting by Reuters has detailed evidence of a training camp in Ethiopia's Benishangul-Gumuz 
region (Menge district) linked to RSF fighters, with approximately 4,300 trainees as of early 
January and a reported capacity of up to 10,000. The same reporting described construction 
consistent with UAV/drone ground-control infrastructure at Asosa airport, suggesting the site may 
support cross-border RSF logistics into Blue Nile theatres. 

If sustained, this development materially increases spillover risk in western Ethiopia, particularly 
for airports, road networks, fuel supply chains, and contractors operating near the Sudanese frontier. 
The Ethiopia–Sudan boundary is becoming strategically consequential for both belligerents and 
their external backers. 

 

 



 

 

UAE: Humanitarian Patron and Sanctions-Risk Focal Point 

The United Arab Emirates remains central to the external-actor narrative. It has publicly pledged 
$500 million to a UN-linked Sudan humanitarian fund amid donor mobilization led by the United 
States, while supporting Washington's peace initiatives. At the same time, it strongly denies 
allegations of arming or facilitating RSF training and logistics networks. 

This dual-track posture—high-visibility humanitarian financing combined with persistent 
allegations of covert military or logistical support—places the UAE at the centre of reputational and 
sanctions-risk discussions. Corporates with exposure to GCC-linked logistics, aviation services, 
dual-use supply chains, or Sudan-adjacent trade finance routes face elevated scrutiny. 

 

Saudi Arabia and Egypt: Mediation, Gold, and Strategic Depth 

Saudi Arabia remains invested in a mediated settlement, building on the legacy of the Jeddah 
process and Quad coordination. Simultaneously, it is positioning itself as a potential long-term 
partner in Sudan's gold sector and post-war reconstruction, potentially requiring pragmatic 
engagement with de facto authorities controlling export pathways. 

Egypt continues to prioritise border security, Nile-related strategic depth, and the preservation of 
Sudanese state institutions. Cairo's February presidency of the AU Peace and Security Council 
enhances its agenda-setting influence in continental deliberations on Sudan. 

 

Expanding Western Sanctions Net 

The United Kingdom has recently broadened sanctions designations to target not only battlefield 
commanders but also financial facilitators and recruitment enablers, including bank-linked entities 
and individuals tied to foreign-fighter networks. The European Union and the United States are 
moving in a similar direction. 

This trend increases the likelihood of further measures against logistics intermediaries, commodity-
financing structures, and networks facilitating procurement and fighter movement. Even absent 
direct prohibitions, the result is heightened transaction friction and defensive de-risking by banks 
and insurers. 

 

"Pause Diplomacy" or Real Stability? 

A Ramadan-adjacent humanitarian pause remains plausible. However, the most business-relevant 
risk is a "false-start" truce: brief improvements in access followed by rapid deterioration and 
renewed targeting of key corridors. 

A higher-impact tail risk involves regional spillover centred on western Ethiopia and adjacent 
strategic infrastructure, including airfields and areas near the Grand Ethiopian Renaissance Dam 
(GERD). Escalation in this theatre could trigger abrupt border closures, aviation disruptions, or 
retaliatory operations, further internationalising supply-chain instability and expanding compliance 
exposure. 



 

 

Sudan's war is likely to remain protracted, punctuated by episodic "pause diplomacy." Continued 
external enablement through training corridors, logistical pipelines, and funding streams reduces the 
likelihood of a decisive military outcome while entrenching parallel governance and competing 
revenue systems. Organisations operating in or around Sudan should plan for sustained instability 
rather than a near-term resolution. 

 

Mission Grey Interns 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Our Interns 

Mission Grey interns are a valued part of 
the company operations and play an 
essential role in many Guild projects. 
Please meet them. 

Anna Kakhanovska 
Bachelor's degree in International Affairs 
from Georgetown University. 
Background in European public relations 
and external affairs. 
Specialized in Europe and East Asia. 

Logan Warlick 
BA in Political Science with a minor in 
Russian Studies from James Madison 
University. 
Experience in international development 
research and institutional support. 
Specialized in Russia, Eastern Europe, and 
Central Asia. 

Seán McLoughlin 
Master's degree student in International 
Politics at the University of Tampere. 
Experience in municipal and youth politics. 
Specialized in strategic and security studies. 



 

 

The Joker 
 

Hungarian Tail Risk 

What a Contested Election Would Mean for Global Business? 

 
As we approach Hungary's parliamentary election on April 12, 2026, the polls show a race that is 
too close to call. While the opposition Tisza party holds a lead among decided voters, the unique 
mathematics of Hungary's electoral system means the outcome is far from certain. 

Most business leaders are preparing for one of two main outcomes: a continuation of the Viktor 
Orbán era or a messy but peaceful transition to a Tisza-led coalition. But risk management requires 
looking at the edges of the probability curve. 

The scenario analysis by Mission Grey Pulse identifies a 5% tail risk that carries disproportionately 
high consequences: a Contested Outcome resulting in a prolonged political crisis. 

Here is what that worst-case scenario looks like, why it matters to the global boardroom, and how 
companies can prepare. 

 

The Spark: When Legitimacy Breaks Down 

In this scenario, the election result is razor-thin. Both the ruling Fidesz party and the opposition 
claim fraud, and legal challenges fail to resolve the dispute quickly. The result is a breakdown in 
governance legitimacy. 

This isn't just about political gridlock; it is about volatility. The intelligence suggests a trajectory of 
"coercive governance," where the state might respond to mass demonstrations with aggressive 
policing and selective prosecutions. For businesses, the operating environment would shift from 
"politically complex" to "administratively unpredictable." 

Suddenly, permitting delays, politicized tax inspections, and arbitrary enforcement become tools of 
the crisis. If your company is perceived as aligned with the "wrong" side—or simply caught in the 
crossfire—the operational risks skyrocket. 

 

The Economic Fallout, Compliance Trap, and External Actors 

The immediate economic impact would be a sharp repricing of Hungarian assets. The market would 
move from pricing in a "political risk premium" to a much more severe "institutional risk 
premium". 



 

 

Expect a rapid sell-off of the forint and a spike in local yields. Banks would likely "de-risk" 
aggressively, tightening credit conditions, calling in collateral, and reducing appetite for trade 
finance. 

Perhaps the most complex risk for global companies is the potential for Hungary to become a 
wedge issue between the United States and the European Union. 

With Donald Trump's endorsement of Orbán and visits from high-level allies like Marco Rubio, 
the U.S. administration has signaled a preference for "stability" and energy partnership. In a crisis, 
Washington might push for business-as-usual engagement to keep Hungary functioning as a NATO 
ally. 

Conversely, Brussels would likely prioritize institutional integrity, hardening its stance on sanctions 
and funding conditionality. 

This creates a "compliance trap" for multinationals. You may find yourself navigating conflicting 
pressures: the U.S. push, i.e. maintain energy cooperation and stability, and the EU push, i.e. strict 
adherence to new governance conditions and potential isolation measures. 

A paralyzed Hungary is a vulnerability for the Western alliance. Sources indicate that Russia would 
likely weaponize the crisis informationally, using it to highlight "Western dysfunction" and delay 
EU decisions on Ukraine support and sanctions. Meanwhile, China could utilize the distraction to 
expand its influence via "non-interference" narratives, offering selective capital to a cash-strapped 
Hungarian government while Western investors pause. 

 

Who Gets Hit Hardest? 

While the macro spillover to the global economy would be limited, specific sectors in Hungary 
would face high disruption: 

1. Financial Services – The most immediate impact. Banks face FX volatility, liquidity 
crunches, and the tail risk of capital control discussions. 

2. Tourism, Retail, & Logistics – These sectors face a "demand shock." Mass mobilization 
and instability dampen consumer sentiment and can physically disrupt supply chains. 

3. Manufacturing – While factories may not close, they face indirect risks through labor 
sentiment and logistics. Crucially, security risks for staff and facilities would rise, increasing 
duty-of-care costs. 

4. Defense & Energy – Highly exposed to government decision-making. 

 

 

 

 

 



 

 

 

 

The Playbook 

Hope is not a strategy. Businesses with exposure to Hungary should move beyond observation to 
active contingency planning. 

1. Establish a Monitoring Dashboard 

Don't just watch the news. Track specific triggers, e.g. polling gaps: a tightening race increases the 
risk of a contested result. Watch for statements from the European Court of Justice (ECJ) regarding 
funding conditionality. Monitor signals from Washington regarding Russian energy sanctions and 
Hungarian partnership. 

2. Create Specific Scenario Playbooks 

 Treasury: Define triggers for FX hedging and liquidity preservation before the Forint spikes. 
 Operations: Map supply-chain rerouting options. If Budapest is gridlocked by protests, how 

do you move goods? 
 Communications: Prepare strict guidelines for internal and external messaging. In a 

polarized environment, a well-prepared communication strategy is a survival skill. 

3. Map Your Exposure 

Build a matrix of your reliance on EU funds, public procurement, and state licenses. The more your 
business depends on the Hungarian state or EU co-financing, the higher your vulnerability in a 
worst-case scenario breakdown. 



 

 

This scenario is unlikely—rated at roughly 5% probability—but its impact on business continuity 
and compliance would be severe. In 2026, the prudent move is to prepare for the worst while 
planning for the likely. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

General Information 
 

 

 

The Mission Grey Guild is a carefully curated community with 
rigorous standards of expertise and engagement. 

For our customers, the Guild ensures that Mission Grey's 
intelligence is not only automated and data-driven, but also 

linked to real-world expertise, turning signals into insight that 
drives action. 

Guild members are experts at using the Mission Grey platform: they 
know how to extract the most value from its intelligence and help 
customers apply it in practice. They support clients not only in 

interpreting insights, but also in implementing strategies, 
managing risks, and capturing opportunities informed by external 

intelligence. 

 

 

 

 

https://www.missiongrey.com/-guild 
 

 

 

 

 

Contact the Editor-in-Chief & Guildmaster 

 

Pekka Virkki 

pekka@missiongrey.com 

 

 



 

 

Guild Members 

 

Amandine Schneickert 
International Strategic Policy Executive and Lobbyist 

Stephen J. Blank 
Senior Foreign Policy Expert and Senior Fellow at the Foreign Policy Research 
Institute 

Diana The Hui Ling 
Senior Legal, Insurance, and Risk Management Expert 

Alan Leung 
Enterprise Risk and Geopolitical Intelligence Advisor 

Richard Andrew 
Senior Asia-Pacific Public Affairs and Geopolitical Strategy Expert 

Looi Teck Kheong 
Global Political and Legal Trailblazer, ASEAN Expert 
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