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Building Canada—-UK
Supply Chain Partnerships

From market access to resilient commercial ecosystems in complex and
regulated markets

The commercial opportunity between Canada and the United Kingdom is widening. The harder
question is whether organisations can convert political alignment, trade architecture and sector
ambition into supply chains that are qualified, secure, financeable and executable.
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Sources: Government of Canada; UK Department for Business and Trade. See references.
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The next phase of Canada—-UK trade will be won in the
supply chain

Canada and the United Kingdom begin September 2026 with a stronger commercial platform than they had a week earlier. The
Comprehensive and Progressive Agreement for Trans-Pacific Partnership (CPTPP) entered into force between the two countries
on 1 September, alongside the existing Canada-UK Trade Continuity Agreement. The UK Government highlights enhanced
business mobility and greater access to public procurement; Canada has framed the agreement as an opportunity to deepen
integrated supply chains under a common set of high-standard rules.

Yet trade agreements do not create delivery capability. They reduce friction. The value is realised only when firms can translate
access into credible propositions, qualified partnerships, compliant bids, resilient operating models and investable capacity.

Market access is a necessary condition for cross-border
growth. It is not a delivery strategy.

This distinction matters most in complex and regulated markets: nuclear and clean energy, defence, critical minerals, advanced
manufacturing, health, infrastructure, digital technology and other sectors where national security, sovereign capability, safety,
intellectual property, local content and public procurement intersect.

In March 2026, the Canadian and UK trade ministers identified defence, energy, critical minerals, emerging technologies and
financial services as areas of commercial opportunity, while also discussing economic resilience and supply chains. In June,
Canada, the UK and Australia committed to work together on diverse, secure and sustainable clean-energy supply chains. These
signals point to a shift from conventional export promotion toward industrial collaboration. Yet bilateral engagement still
overwhelmingly takes the form of trade missions, memoranda, ministerial visits and supplier directories instruments that create
visibility but not delivery capability. The organisations that will capture the next phase of Canada-UK value are those that move
beyond the introduction and into the operating model.

Our central argumentis simple: organisations that treat Canada-UK opportunity as a sales
exercise will underperform those that build a regulated-market ecosystem around the
opportunity.

BIRRING & BAGRI » SEPTEMBER 2026 * 2



BIRRING & BAGRI | INSIGHTS 01

Five conclusions for executives

The policy window is open

CPTPP now operates between Canada and the UK, while bilateral trade and sector cooperation are already substantial. The
opportunity is immediate, not theoretical.

Industrial policy is back inside procurement

Open-market obligations increasingly coexist with domestic capability, resilience, strategic-sector and local-content
objectives. Commercial strategy must understand both.

Qualification precedes opportunity

In regulated sectors, the decisive barriers are often assurance, certification, cyber, security, quality, financial capacity and
track record—not tariff levels.

Partnership architecture matters

Local presence, joint ventures, consortium structures, licensing, technology partnerships and supplier development can be
more effective than arm’s-length exporting.

Resilience must be designed

Boards should treat supply-chain resilience, IP, data, critical inputs, concentration, exit and geopolitical exposure as
commercial design variables from the outset.

BIRRING & BAGRI » SEPTEMBER 2026 * 3



BIRRING & BAGRI | INSIGHTS 01

A stronger corridor but a more demanding operating

environment

The Canada-UK relationship combines deep institutional familiarity with a changing economic-security agenda. Canada reported
bilateral trade of C$56.6 billion in 2025 and described the UK as its largest European trading partner. The UK reported £19.2
billion of exports to Canada in the four quarters to the end of Q4 2025. Both countries are members of the G7, G20,

Commonwealth, Five Eyes and NATO.

CPTPP adds a second trade architecture alongside the Canada-UK Trade Continuity Agreement. For businesses, the practical
significance is broader than tariffs: the UK Government points to rules on digital trade, business mobility and government
procurement, while product regulation and conformity requirements remain jurisdiction-specific. Products sold in Canada, for

example, must still meet Canadian regulatory requirements.

This is the first strategic tension. Commercial access is widening at the same time as governments are placing greater weight on

resilience, domestic industrial capability and strategic autonomy.

The Canada-UK opportunity sits at the intersection of four forces

What is changing

Commercial implication

Trade integration CPTPP now applies between Canada and the UK
alongside the bilateral TCA.

Industrial policy Governments are using procurement and
investment to strengthen domestic capability.

Economic security Energy, defence, critical minerals and technology
are treated as strategic assets.

Regulatory intensity Safety, technical standards, cyber, licensing and
assurance remain market-specific.

More routes to market, but firms must choose and use the
relevant rules correctly.

Localvalue creation and industrial contribution increasingly
affect competitiveness.

Supplier provenance, security, concentration and sovereign
capability matter earlier.

Qualification and compliance become part of market-entry
strategy, not an afterthought.

Source: Birring & Bagri analysis of Government of Canada and UK Government policy and trade materials.
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Open markets and domestic capability are not
opposites, they are constraints to be navigated
together

The most sophisticated cross-border strategies will recognise a procurement paradox. International trade agreements establish
procedural and market-access disciplines, including open, transparent and competitive tendering and, for covered procurement,
non-discrimination and national treatment. At the same time, governments are deliberately using procurement to strengthen
domestic capacity where policy and legal frameworks permit.

Canada's Buy Canadian Procurement Policy Framework, effective from December 2025, explicitly seeks to strengthen economic
resilience and industrial capacity. Its policy for strategic federal procurements applies from C$5 million from 15 June 2026 and
prioritises Canadian suppliers and Canadian content within its scope. Canada also maintains international procurement
obligations; coverage depends on value, entity, requirement and exclusions or exceptions.

For 2026-27, Canada's published CPTPP federal thresholds are C$239,200 for goods and services and C$9.2 million for
construction, subject to the relevant coverage schedules and exceptions. The practical lesson is not that one regime overrides
the other. It is that suppliers must understand exactly which obligations, preferences, exceptions and evaluation mechanisms
apply to each procurement.

The winning question is no longer simply: ‘Can we bid?’ It
is: ‘How do we create compliant, locally credible value
within the applicable market-access rules?’

This has consequences for bid strategy. A UK supplier pursuing Canada—or a Canadian supplier pursuing the UK—should map
the procurement regime before it maps the opportunity pipeline. The legal right to compete is only one layer of competitiveness.
In practice, the most effective cross-border firms resolve this structurally: establishing Canadian or UK entities, partnering to
satisfy content requirements, designing bids around the applicable exceptions, or investing in local capacity before the
procurement event. This is where advisory, governance and commercial design add measurable value—and where firms that
treat procurement as a tendering exercise rather than a market-architecture challenge consistently lose ground.
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The Regulated Market Readiness Model

The most common failure in cross-border market entry is sequencing. Organisations pursue a tender, invest in a bid, and then
discover that their regulatory position is incomplete, their partner structure is immature, their security model has not been
tested, or their delivery capability cannot scale to the contract requirement. In complex and regulated sectors, that ordering is
expensive and often terminal. Cross-border readiness should instead be tested across six dimensions before material bid capital
is committed. Weakness in any one can invalidate an otherwise attractive commercial proposition.

Six dimensions of regulated-market readiness

Dimension Board-level question Evidence of readiness

1. Market Is the demand real, funded and addressable? Named buyers with funded requirements; qualified pipeline
above threshold; competitor positioning understood.

2. Regulation Can the offer lawfully and technically operate in-market? Allrequired licences, standards and conformity routes
identified; sector assurance requirements mapped with gap
analysis complete.

3. Procurement Can the organisation compete under the applicable Procurement route confirmed; applicable thresholds,
rules? exclusions, content rules and evaluation criteria documented;
bid-control process in place.

4. Security Can the supply chain satisfy cyber, data, national- Security model tested against buyer expectations; supplier
security and provenance expectations? provenance mapped across tiers; data-handling and cyber
controls evidenced.

5. Partnership Does the operating model create credible local capability ~ Partner due diligence complete; governance and decision rights
and access? agreed; IP and risk allocation documented; local delivery model
validated.
6. Delivery Can the proposition perform at scale over the contract Capacity and quality assured at contract scale; financial
lifecycle? resilience to fund ramp-up; continuity, exit and recovery plans
in place.

Birring & Bagri Regulated Market Readiness Model © 2026 Birring & Bagri Ltd.

The model deliberately places procurement in the middle rather than at the beginning. This is a design choice, not a presentation
preference. In our experience, the most costly market-entry failures occur when firms commit bid capital before confirming that
the surrounding dimensions regulation, security, partnership, delivery can support the proposition. The procurement event
should be the point at which a mature capability meets a qualified opportunity, not the point at which an organisation discovers
what it has not yet built.

A better sequence is to establish market and regulatory viability, define the procurement route, design the security and
partnership architecture, and only then commit bid capital at scale.
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Nuclear shows why supply-chain strategy must be
built before the procurement event

Nuclear is a particularly useful lens because it concentrates the challenges found across regulated markets: long asset lives,
safety-critical quality, sovereign capability, specialist skills, controlled technologies, high capital intensity, public procurement,
political scrutiny and the need for durable supplier ecosystems.

The bilateral foundations are not new. Canada and the UK have maintained a civil nuclear cooperation framework for more than a
decade, including an explicit objective to encourage commercial partnerships and provide information on laws, policies,
regulation, procurement, licensing and design certification. More recently, Canada and the UK have deepened cooperation on
nuclear energy and fusion, including supply-chain resilience and reduced dependence on unreliable fuel-chain partners.

The industrial opportunity is now becoming more concrete. Canada's 2026 Nuclear Energy Strategy includes a goal of maintaining
sovereign capabilities in reactor technologies and nuclear supply chains, being a global supplier and exporter of choice, and
supporting the Darlington New Nuclear Project—the first planned SMR deployment in the G7. The federal Major Projects Office
reports that more than 80% of Darlington project spending is dedicated to Canadian companies.

In the UK, Great British Energy—-Nuclear reported in June 2026 that more than 70% of nearly £900 million in contracts awarded
since 2023 had gone to UK-registered companies, with billions more expected to be procured for the Wylfa SMR programme.
UKAEA's 2026-30 strategy likewise emphasises supplier engagement, SMEs, IP licensing, strategic contracts, joint ventures and
growth in UK industrial capability.

This creates a structural paradox for cross-border suppliers. Both Canada and the UK are simultaneously pursuing supply-chain
collaboration and sovereign industrial capability and those objectives are in tension when the same supplier attempts to serve
both markets. A UK firm contributing to Darlington must create Canadian economic value; a Canadian firm contributing to Wylfa
must build UK industrial capability. Neither can simply export. The winning strategies will be those that design local value
creation into the operating model from the outset, rather than treating domestic-content requirements as a compliance burden
to be managed at bid stage.

What nuclear teaches suppliers entering regulated markets

Observed feature Strategic response

Domestic-content ambition Build local economic value into the operating model rather than adding it at bid stage.

Safety and assurance intensity Invest early in qualification, quality systems, evidence and sector-specific capability.

Long programme horizons Treat relationship capital, workforce and supplier development as long-duration assets.
Technology and IP value Define ownership, licensing, foreground/background IP and export/control implications early.
Security and sovereign capability Map critical dependencies and provenance across tiers, not only direct suppliers.
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Exporting is only one operating model

For many regulated opportunities, the critical strategic decision is not whether to enter a market, but how. The correct structure
depends on regulatory access, procurement requirements, local-content expectations, IP sensitivity, capital commitment and
the maturity of the opportunity.

Five partnership models and when they can work

Best suited to Primary risk to manage

Direct export Standardised, certifiable goods/services with limited Distance from buyer; serviceability; local credibility.
local delivery needs.

Local delivery partner Opportunities requiring installation, service, Partner dependency; quality; margin leakage;
relationships or local operating capacity. accountability.
Consortium/JV Large, integrated or qualification-heavy programmes Governance; liabilities; bid control; decision rights.

requiring complementary capability.

Licensing / technology IP-rich propositions where local manufacture or IP leakage; quality control; territorial rights; improvement
partnership deployment creates value. ownership.

Investment / local Long-horizon pipelines where sovereign capability and Capital exposure; demand certainty; workforce and
establishment localvalue are strategic. regulatory execution.

The mistake is to select the structure for speed rather than strategic fit. A distributor can create market access but destroy
visibility. A joint venture can create credibility but trap IP. A local entity can strengthen eligibility but add fixed cost before demand
is proven.

Partnership should be treated as commercial
architecture, not business development etiquette.
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Due diligence must extend beyond the first-tier
supplier

The old supplier-risk model financial health, insurance, references and contract terms is inadequate for strategic supply chains.
The nuclear case illustrates why. A Tier 1 contractor on a reactor programme may pass every conventional due-diligence test
while depending on a Tier 3 component supplier with concentrated geographic exposure, opaque ownership, or no credible
substitute. The risk sits in the chain, not in the contract. Boards increasingly need visibility into where critical inputs originate,
who controls the technology, where data travels, how substitution works and what happens when a geopolitical or operational
shock removes a node from the chain.

A practicalresilience due-diligence stack

Questions that should be answered before scale-up

Ownership & control Who ultimately owns or controls critical suppliers, technologies and assets?

Criticalinputs Which materials, components, software, data or specialist skills have no credible substitute?
Tier visibility Where are the hidden Tier 2/3 concentrations, single points of failure and geographic clusters?
Cyber & data What access does each supplier have; where is data processed; how are incidents contained?
IP & technology Who owns improvements, tooling, source code, know-how and derivative works?

Capacity & finance Can suppliers fund ramp-up, working capital, certification and long lead-time commitments?
Continuity & exit What are the substitution lead times, step-in rights, escrow arrangements and recovery options?

This is especially important where supply-chain policy is being linked to economic security. Canada’s Buy Canadian framework
explicitly cites geopolitical tension, infrastructure, defence, scientific research, IT and digital sovereignty. The Canada-UK policy
conversation similarly places resilience alongside defence, energy, critical minerals and emerging technologies.

Resilience therefore becomes a design requirement: not a score on a risk register after the contract is signed.
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A disciplined market-entry sequence reduces wasted
bid capital

The Birring & Bagri cross-border execution sequence

Core activity

Decision gate

1. Thesis

2. Rules

3. Capability

4. Ecosystem

5. Pipeline

6. Bid & contract

7.Scale

Define sectors, buyers, demand drivers and why the organisation has a
right to win.

Map trade, procurement, regulation, security, tax and market-access
constraints.

Assess qualification gaps, capacity, evidence, cyber, quality and
financialresilience.

Select partners, advisers, channels and local operating model; allocate
IP and risk.

Prioritise opportunities by strategic fit, probability, economics and
readiness.

Shape requirements where lawful, bid with evidence, negotiate risk and
performance architecture.

Industrialise delivery, supplier development, performance management
and continuous assurance.

Pass: named buyers, funded demand,
addressable volume. Fail: speculative or
unfunded pipeline.

Pass: all applicable rules mapped, no
disqualifying constraint. Fail: unresolved
regulatory or legal barrier.

Pass: gaps identified, build plan costed and
resourced. Fail: qualification gaps without
remediation path.

Pass: partner diligence complete, governance
agreed, IP allocated. Fail: structure chosen for
speed, not fit.

Pass: opportunities ranked by readiness,
economics and strategic fit. Fail: pursuing
volume without selectivity.

Pass: bid controls in place, risk architecture
negotiated. Fail: terms accepted under
opportunity pressure.

Pass: delivery industrialised, supplier
development underway. Fail: bespoke delivery
with no path to scale.

Birring & Bagri cross-border execution sequence © 2026 Birring & Bagri Ltd.

The sequence is intentionally front-loaded. The most expensive failures in cross-border expansion often occur because firms
spend heavily on late-stage bidding before they have resolved early-stage structural questions.
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Six actions for boards and commercial leaders

1. Build a bilateral opportunity thesis

Do not start with a list of tenders. Define the sectors, policy drivers, buyers, capability gaps and forms of value creation that make
Canada-UK collaboration strategically rational.

2. Separate legal access from commercial competitiveness

A trade agreement may permit access; it does not guarantee qualification, local credibility, security clearance, capacity or a
competitive evaluation position.

3. Map domestic-value expectations early

Identify where Canadian or UK industrial-content objectives, sovereign capability, SME participation or local economic value will
influence the opportunity—and design for them lawfully.

4. Treat partners as part of the control environment

Conduct financial, operational, ownership, cyber, sanctions, IP and reputational diligence. Define governance and decision rights
before opportunity pressure weakens negotiating leverage.

5. Protect optionality in IP and data

Cross-border growth should not inadvertently transfer strategic know-how, constrain future markets or create irreversible
platform dependency.

6. Create an executive readiness gate

Require a cross-functional decision—commercial, procurement, legal, technical, cyber, finance and operations—before material
bid spend or market-entry capital is committed.
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The corridor is becoming easier to enter and harder to
execute well

The Canada-UK relationship has a rare combination of institutional trust, trade architecture, aligned security interests and
complementary industrial ambitions. CPTPP's entry into force between the two countries on 1 September 2026 strengthens that
platform at a moment when governments are actively prioritising energy security, critical minerals, advanced technology,
defence capability and resilient supply chains.

But the next phase will not be defined by the number of memoranda, trade missions or supplier introductions. It will be defined by
whether organisations can convert alignment into delivery.

That requires a different model of cross-border growth. Market intelligence must connect to regulation. Procurement strategy
must connect to industrial policy. Partnership development must connect to governance and IP. Supplier selection must connect
to cyber, provenance and resilience. And bids must connect to a delivery model that can survive scrutiny long after award.

The organisations that will define the next phase of
Canada-UK commerce are not those with the best market
access. They are those with the strongest operating
models, supply chains that are trusted enough to enter
regulated markets, resilient enough to withstand
disruption and commercially strong enough to scale.

For boards and commercial leaders, the implication is immediate: build the ecosystem before
the opportunity forces you to.
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Rajbinder Kaur

Rajbinder Kaur is Founder of Birring & Bagri. She is a procurement and commercial strategy leader whose work spans strategic
sourcing, supplier-market development, governance, risk and the design of procurement and contracting frameworks for
complex requirements across public and private sectors. She has led procurement functions responsible for significant
institutional spend and has worked across education, professional services and regulated environments.

She holds an LL.B (Hons) from Nottingham Trent University and brings a legal and governance grounding to her procurement
practice. Her particular interest is in the intersection of procurement, industrial strategy, technology risk and cross-border market
development, the territory where commercial execution meets policy and regulatory complexity.

Strategic advisory for complex decisions

Birring & Bagri is an independent advisory firm supporting organisations across strategic procurement, commercial advisory,
governance and assurance, and international market development. The firm works at the intersection of strategy and execution,
helping clients structure complex decisions, navigate regulated environments, strengthen supplier and commercial ecosystems,
and develop cross-border opportunities.

UK | Canada | USA

To discuss how these frameworks apply to your organisation, contact rajbinder@birringandbagri.com

This publication provides general strategic commentary and does not constitute legal, regulatory, investment or procurement advice. Specific
requirements should be assessed against the applicable law, policy, procurement documentation and regulatory framework.

© 2026 Birring & Bagri Ltd. All rights reserved. Birring & Bagri Insights 01.
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