
 

CBL International: Navigating Thin Margins, 

New Fuels, and Digital Change 

Author’s Note: 

This article replaces my prior analysis of CBL International published on August 27, 2025. In 

that piece, I misapplied book value roll-forward, blurred operating vs. free cash flow, and 

understated valuation multiples. Since then, I’ve rebuilt the model using audited 2022–2024 

results, corrected equity, and revised assumptions that reflect H1 2025 signals (softer revenue 

but improving margins). The result is materially different: where the old model implied limited 

upside, the updated analysis shows a wide valuation gap between peer multiples and CBL’s 

current trading price. Given the magnitude of the correction, I’m publishing this updated version 

now, rather than waiting for the September 15th webinar. A shorter follow-up note will cover 

management’s comments from that event. 

1. Introduction 

CBL International (NASDAQ:BANL) is a Cayman Islands–registered marine fuel supplier that 

went public in 2023. The CBL International (“CBL”) business model is asset-light, centered on 

the procurement, blending, and delivery logistics of marine fuels — very-low sulfur fuel oil 

(VLSFO), marine gas oil (MGO), and related products — as well as trading and agency services. 

 



Unlike players with large delivery fleets, CBL earns primarily from trading spreads and 

service fees, keeping its cost structure lean but highly sensitive to margin compression. 

CBL’s footprint spans key Asian bunkering corridors, with exposure to Singapore (the world’s 

largest bunker hub) via operations in Malaysian waters and select Chinese ports. Singapore has 

posted record bunker volumes in recent years, underscoring both the resilience of the hub and the 

importance of CBL’s positioning. 

In this article we provide a comprehensive review of CBL as an investment, including a “hybrid” 

analytical framework that leverages the actuals from 2022–2024 to support projections to 2025–

2035 using Base, Bull, and Bear case scenarios.  

 

 

2. What CBL does (and where it plays) 

CBL International sits at the heart of the marine fuel supply chain, focused on procurement, 

blending, and logistics of bunker fuels such as very-low sulfur fuel oil (VLSFO) and marine 

gas oil (MGO). Unlike players that operate large delivery fleets, CBL’s model leans on trading 

margins and service fees, making its earnings closely tied to spreads and operational efficiency 

rather than heavy asset ownership. 

 

Its footprint is strategically anchored in Asia’s bunkering corridors. CBL maintains exposure 

to Singapore’s ecosystem—the world’s largest bunker hub—through Malaysian waters and 

select Chinese ports. Singapore continues to post record fuel volumes, underscoring the region’s 

resilience as a global shipping pit-stop and reinforcing CBL’s positioning. 



 

The industry backdrop presents both structural tailwinds and cyclical headwinds. On the upside: 

fleet expansion, normalization of global shipping post-pandemic, Asia’s dominant share of 

global routes, and a rising premium for quality, traceable supply amid regulatory tightening. On 

the downside: thin per-ton spreads, working-capital intensity, oil-price volatility, and evolving 

global trade risks. Meanwhile, Europe’s phased introduction of the Emissions Trading System 

(ETS) between 2024 and 2026 is already reshaping voyage economics, with ripple effects likely 

to influence fueling patterns worldwide. 

CBL FY2024 Performance at a Glance 

• Revenue: $592.5m 

• COGS: $587.1m 

• Gross Profit: $5.37m (≈0.9% gross margin, typical for bunkering/trading) 

• Update on margins: H1 2025 gross margin improved to 1.02% (vs 0.98% in FY2024). 

• Operating Structure: Lean SG&A, limited fixed assets; earnings sensitivity remains 

primarily tied to gross spreads and credit losses. (See CBL’s 20-F disclosures for details.) 

Peer Positioning 

Compared with global and regional peers, CBL’s economics remain razor thin. Minerva 

Bunkering, with scale and vertically integrated fleets, typically generates gross margins in the 

1.2–1.5% range. Regional players such as Fratelli Cosulich and Singfar Group operate mixed 

models with both physical delivery assets and trading desks, producing steadier margins through 

scale and service diversification. At ~0.9% gross margin in FY2024 (improving to 1.02% in 

H1 2025) CBL operates below that peer band, reflecting its asset-light strategy and exposure to 

margin compression. The upside is agility: CBL can pivot quickly to compliance-linked fuels 

and digital solutions without the drag of heavy assets. 

Capital Actions in 2025 

CBL has introduced a degree of capital flexibility through two key levers: 

• ATM Facility: A sales agreement with A.G.P. for up to ~$2.6m in ordinary shares, 

providing liquidity for working capital or opportunistic growth. 

• Buyback Authorization: A $5m repurchase program, offering optionality to support the 

share price or offset dilution. 

Together, these tools provide management with financial agility in a volatile operating 

environment. 

 



 

3. Strategic Pivot: Alternative Fuels and Digital Efficiency 

Over the past 18 months, CBL International has begun signaling a deliberate pivot toward 

alternative fuels and digital modernization, aligning with two of the most powerful structural 

shifts in global shipping. 

On the fuel side, management has highlighted plans to support customers’ adoption of bio-

blends and methanol as demand gradually shifts from conventional marine gasoil and VLSFO. 

This is not merely a marketing line: major counterparties such as Fratelli Cosulich and other 

regional operators are already expanding methanol-enabled tonnage, while IMO and EU 

regulatory timetables are tightening. For CBL, early positioning in this transition represents both 

a margin expansion opportunity (low-carbon fuels typically carry higher spreads per ton) and a 

chance to differentiate from commodity traders who remain tied to high-sulfur fuel oil supply. 

In this sense, the pivot mirrors what more sophisticated suppliers in Singapore and Europe are 

attempting—an evolution from volume-based sales to value-added, compliance-driven supply 

services. 

On the technology side, CBL’s 2024 Annual Report disclosed targeted investments in back-end 

IT infrastructure, aimed at upgrading workflow efficiency, transaction traceability, and 

customer order processing. The goal is to reduce manual overhead and improve counterparty risk 

management—key priorities in a business where net margins often fall below 1%. Management 

has emphasized improved data capture and reporting as a means of reinforcing CBL’s credibility 



with larger shipping clients and regulators alike. When combined with the potential of alliances 

(e.g., leveraging digital technology from partners), these IT enhancements also set the stage for 

greater integration with customer systems, positioning CBL as more than just a fuel supplier. 

Taken together, these shifts underscore CBL’s recognition that its future competitiveness 

depends not just on throughput volumes, but on how intelligently it supplies, tracks, and 

certifies fuels in an increasingly carbon-conscious market. These pivots could allow CBL to 

lift margins above razor-thin levels and improve its competitiveness against peers. In parallel, 

they enhance the company’s strategic positioning should broader industry consolidation occur. 

Signal by Omission: Technology Vanishes from the 6-K 

CBL’s April 2024 Annual Report highlighted technology as a core strategic pillar: real-time 

order tracking, data analytics, workflow automation, and exploratory AI. Yet in the September 

2025 6-K, those themes are conspicuously absent. 

Why the silence? Two explanations make sense: 

1. NDA-bound discretion – If CBL’s technology narrative is now intertwined with iO3 

pilots, highlighting “digital transformation” in a standalone interim filing would raise 

questions they cannot answer without disclosing counterparties. Silence avoids 

prematurely confirming the link. 

2. IR choreography – With the Sept 24 Emerging Growth Conference approaching, 

management may be saving the “digital pivot” storyline for controlled release, framing it 

alongside broader strategic or M&A positioning. 

     Investor Takeaway  

The absence of technology language should not be read as a retreat. More plausibly, it reflects a 

shift from marketing to strategic sensitivity — with digital initiatives now tied to partnerships or 

pilots that cannot yet be disclosed. 

 

4. 10-Year Financial Projections and Valuation Analysis 

To evaluate CBL’s long-term positioning, we modeled three scenarios (Base, Bull, and Bear) 

covering 2025–2035. These projections incorporate audited results from 2022–2024 and extend 

forward based on updated revenue growth, margin, and efficiency assumptions benchmarked to 

maritime bunkering peers. Importantly, the revised model integrates H1 2025 signals — softer 

topline growth but modest margin expansion — and corrects book value and free cash flow 

treatment. 



 

Base Case 

In the Base scenario, revenue contracts slightly in 2025 (–3% vs 2024), before compounding at 

~9% CAGR through 2030 and ~7% thereafter. Gross margins improve gradually, reaching 

~1.8% by 2035. Net income is negative in the near term, but recovers post-2028 to ~$7.6M by 

2035. Free cash flow remains negative until 2029, when efficiency gains finally outpace 

working capital needs, climbing to ~$5.5M by 2035. 

On valuation, applying bunkering peer multiples (P/S 0.4–0.8×, P/B 0.6–1.0×, P/CF 6–7×), 

implied share prices cluster between $8–$18 in 2025, rising into the mid-teens to mid-30s by 

2035. This path reflects delayed but eventually steady compounding, with equity value 

expanding once cash generation turns sustainably positive. 

Bull Case 

The Bull scenario assumes successful execution on regional partnerships, decarbonization-linked 

fuel offerings, and operational leverage. Revenue grows +2% in 2025, then compounds at ~12% 

CAGR through 2030 and ~9% thereafter, surpassing $1.6B by 2035. Margins expand faster, 

lifting net income above $15M and free cash flow to ~$12M by 2035. 

Under this scenario, implied valuations stretch into the high single digits to mid-teens per 

share in the late 2020s, with a pathway toward the $20–$47 range by 2035. The Bull case 

illustrates how margin expansion, layered on already large revenues, can unlock meaningful 

upside. 



Bear Case 

The Bear case reflects sluggish ~5% CAGR growth and only limited margin progress. Revenues 

still reach ~$865M by 2035, but gross margins hover near 1.0–1.3%. Net income remains 

negative through much of the 2020s, only barely crossing into profitability after 2032. Free cash 

flow stays negative until the mid-2030s, reaching just ~$0.7M by 2035. 

Here, implied share prices remain suppressed in the $8–$12 range through the late 2020s, with 

only a slow climb toward low-to-mid teens by 2035. The Bear case underscores that without 

stronger margins, revenue growth alone does not create equity value. 

Valuation Context 

Our updated “Hybrid” model grounds CBL’s valuation strictly in bunkering comparable — 

thin-margin distributors that trade at 0.4–0.8× sales, 0.6–1.0× book, and 6–7× cash flow. This 

adjustment corrects the prior version, which understated book value and over-assumed positive 

cash conversion. 

At the current market price of $0.71, CBL trades at a P/S of ~0.03× — far below even distressed 

peers. While the company’s dependence on short-term financing, governance risks, and razor-

thin margins justify discounting, the scale of its revenue base creates a striking disconnect 

between trading levels and peer-implied valuations. 

 



     Investor Takeaway 

The updated projections recast CBL as a company with substantial undervaluation optionality — 

but only if margins continue to improve and free cash flow turns sustainably positive. The Base 

case highlights a long grind to profitability, while the Bull case shows meaningful upside if 

execution strengthens. The Bear case underscores how fragile thin margins can be. This article 

establishes a corrected financial baseline; in our subsequent pieces, we explore how these 

dynamics may intersect with broader strategic pathways in the sector. 

NOTE: We caution that the market is unlikely to award the peer multiples in the near term, given CBL’s 

reliance on bank financing, thin margins, and governance risks. However, the disconnect highlights just how 

deeply discounted the equity is at current trading levels. 

 

5. Expansion or Efficiency? Reconciling FY2024 and 1H2025 

Narratives 

CBL’s own press releases tell a curious story. The FY2024 release (April 2025) and the 1H2025 

release (September 2025) describe the same expansion program in strikingly different terms. 

• FY2024 (April 2025) 

o Revenue jumped 36% year-on-year, but margins collapsed: gross profit fell 25% 

while operating expenses rose nearly 57%. 

o Management attributed this deterioration directly to expansion — pricing 

pressure, ESG costs, biofuel rollouts, and rising interest expense. Expansion was 

framed as necessary but painful, a short-term sacrifice to secure market share. 

o Technology enhancements (real-time order tracking, workflow automation, credit 

risk analytics) were highlighted as the long-term fix to thin margins. 

• 1H2025 (September 2025) 

o Revenue dipped slightly due to lower fuel prices, but volumes grew 9.8% and 

margins improved to 1.02% (from 0.98%). Net loss narrowed 39%. 

o Here, expansion is recast as the very reason for improvement: new ports, new 

customers, and non-container liner diversification are credited with margin uplift. 

o Technology is conspicuously absent from the discussion. The narrative rests 

almost entirely on biofuels and “operating efficiency.” 

     Contradiction: In April, expansion was the culprit; by September, expansion was the cure. 

Something changed — but it is not explained. Whether by coincidence or design, CBL’s FY2024 

and 1H2025 narratives cannot both be true in isolation. Expansion cannot simultaneously depress 

and improve margins without an unspoken variable. While we do not speculate here on specific 

counterparties, the timing of margin recovery suggests that some form of operational or 

technological integration has already begun to shift the company’s economics.

 



6. Governance, Capital & Risk 

Corporate structure: 

CBL is incorporated in the Cayman Islands, a common offshore listing vehicle for Asian 

commodity trading firms. The company completed its U.S. IPO in March 2023 and trades on the 

Nasdaq. The float remains relatively tight, with significant ownership concentrated with insiders 

and strategic investors. 

 

 

Ownership profile: 

• CBL (Asia) Limited – the controlling shareholder (≈48% post recent transactions), 

directed by Chairman/CEO Mr. Teck Lim Chia and affiliates. 

• Straits Energy Resources Berhad – a Malaysia-listed bunkering and energy group 

holding ≈29%, providing regional operating alignment and fuel supply synergies. 

• Asian Strategy Ltd. (Qu Zhiqiang) – a Hong Kong vehicle holding ≈5.6%, an investor 

with potential cross-links to other regional maritime and energy ventures. 

• Public float – ≈18%, though reduced slightly by share repurchases and PIPE placements 

in 2024–25. 

• Recent changes include Straits trimming its stake (-430k shares in August 2025) and 

Asian Strategy reducing its holding (-965k shares), while institutional flows remain 

limited (HRT, Jane Street, UBS, etc.). 

 



Capital position: 

Working capital remains the largest swing factor for profitability. Bunkering is a high-volume, 

low-margin business where timing of inventory builds, receivable collections, and trade finance 

access can determine quarterly results. CBL has historically relied on trade credit and short-term 

facilities rather than long-term debt, keeping leverage low but exposure to liquidity cycles high. 

Key risk factors: 

• Working capital: Inventory and receivable cycles require careful financing. Poor 

execution here can lead to spread give-backs despite strong bunker demand. 

• Counterparty risk: Exposure to concentrated customers or distressed shipowners can 

impair both margins and cash recovery. 

• Commodity & basis risk: Volatility in oil prices and changes in LSFO/HSFO spreads 

affect gross profits per ton and can compress margins unexpectedly. 

• Regulatory: The phase-in of the EU Emissions Trading System (40% in 2024 → 70% in 

2025 → 100% in 2026) will change voyage economics. Suppliers like CBL must adapt 

by offering certified alternative fuels (bio-blends, methanol, ISCC-compliant products) to 

remain competitive and capture margin uplift. 

 

7. Catalysts & Conclusion 

Near-term catalysts for CBL include: 

• ETS cost pass-through and alternative fuel adoption in Europe and Asia. 

• Contract expansion with existing partners. 

• Execution of buyback program. 

• Potential consolidation moves in the regional bunkering space. 

• Partnership wins with blue-chip operators that validate green-fuel capability. 

Why Now for BANL stock? 

1. Volumes remain strong. Singapore and adjacent Malaysian waters continue to post 

record bunker demand, anchoring the company’s geographic advantage. 

2. ETS & decarbonization create catalysts. With ETS costs phasing in (40% in 2024 → 

70% in 2025 → 100% in 2026), efficiency and trust in supply chains carry a premium. 

Transitional fuels—bio-blends today, methanol and other alternatives tomorrow—offer 

margin-mix upside for nimble operators like CBL. 

3. Capital optionality. The combination of an ATM program and buyback authorization 

positions management to flex between funding working capital and supporting equity 

value, depending on market conditions. 

 

CBL’s push into digital efficiency and alternative fuels dovetails with a broader transformation 

of maritime services. Technology providers like IOThree Limited (IOTR) are building platforms 

for real-time telemetry, compliance reporting, and workflow automation. Should 

consolidation or partnerships emerge, CBL’s IT upgrades and green-fuel positioning would make 



it a natural candidate to integrate into such a digital-fuel ecosystem. This adds an additional layer 

of optionality to CBL’s equity story, beyond the fundamentals of bunkering margins. 

 

In sum, CBL International is a margin-thin but strategically positioned operator at the 

crossroads of global decarbonization and technology transformation. If crisp execution 

continues, CBL’s current valuation leaves plenty of room for upside — particularly in a scenario 

where technology partnerships or M&A reshape its profile. 



Appendix A: Technical Analysis Snapshot 

The charts below provide a high-level technical analysis of CBL International, highlighting key price levels, 

consolidation ranges, and trading volume spikes that align with major company events. 

 

 

Technical Picture (as of August 2025): 

• Support & Resistance: Support has formed around $0.40, with resistance previously capped near 

$0.70. With shares now trading slightly above that level (~$0.71 in early September 2025), a sustained 

breakout would be technically significant. 



• Volume Dynamics: Trading spikes in mid-August aligned with buyback headlines and investor 

speculation; these were followed by sharp retracements, suggesting active market-maker management 

of liquidity. 

• Trend Bias: Shares remain range-bound, consolidating after sustained post-IPO declines. A breakout 

above $0.70 would be technically significant, while a break below $0.40 would test investor confidence. 

• Indicators: Moving averages are flat; RSI signals neutral momentum. BANL is waiting for a catalyst — 

contract news, buyback execution, or regulatory developments could prompt the next directional 

move. 

NOTE: As of early September 2025, CBL trades near $0.71, implying a market capitalization of ~$19.5M. This 

compares with revenues of $592.5M in FY2024 and $265.2M in 1H 2025 — highlighting a P/S multiple near 

0.03×, far below peer norms. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



APPENDIX A – Detailed Analyses 
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