
 

 

   
 

 

 

 

The State of the Diamond Market: Navigating 
Uncertainty, Reclaiming Value 

 
The global diamond market is undergoing one of the most complex and consequential 
periods in its history. Long regarded as a stable, heritage-driven industry, the industry 
now finds itself navigating a convergence of pressures that extend far beyond traditional 
market cycles. Geopolitical instability, changing consumer behaviour and the rapid rise 
of lab-grown diamonds have combined to create a climate of uncertainty that is 
reshaping the industry’s foundations. 
 
Today’s diamond market operates within a narrow and volatile space. Price discovery 
has become increasingly challenging; demand is uneven across categories and 
confidence across the value chain remains fragile. While diamonds have always 
symbolised permanence, the market surrounding them is being forced to adapt to a 
world defined by rapid change and heightened economic sensitivity. 
 
A Structural Shift, not a Passing Cycle 
Unlike previous downturns, the current challenges confronting the diamond industry are 
not simply cyclical. They are structural. Global geopolitical tensions to broader shifts 
towards economic nationalism and self-preservation have disrupted trade flows and 
introduced long-term uncertainty into global markets. 
 
These external forces are compounded by internal industry dynamics. Lab-grown 
diamonds have moved from the periphery to the mainstream, eroding an estimated 20% 
of the natural diamond market. At the same time, rising gold prices have pushed up the 
cost of jewellery, placing further pressure on discretionary spending. In key consumer 
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markets such as the United States, cost-of-living concerns now weigh heavily on 
purchasing decisions. 
 
The result is a market characterised by hesitation. Consumers remain cautious, retailers 
face rising inventory levels and producers struggle with price resistance. What is 
unfolding is not a temporary correction, but a deeper reconfiguration of how value is 
perceived, created and defended within the diamond industry. 
 
Africa’s Reality: Fragmentation in a Concentrated World 
For African diamond-producing countries, the impact of current market conditions is 
immediate and tangible. Stockpiles have grown, sales cycles have slowed and in some 
producing regions, mining operations have been scaled back to maintenance levels. 
While demand for large and exceptional stones remains resilient, the broader market, 
particularly for smaller diamonds is under severe strain. 
 
Yet Africa’s greatest challenge may not be market pressure alone, but fragmentation. 
Despite being the world’s leading producer of natural diamonds, African countries 
continue to operate largely in isolation, each pursuing individual strategies within an 
increasingly concentrated global marketplace. 
 
The contrast with other resource industries is instructive. Oil-producing nations, through 
coordinated structures such as OPEC, have demonstrated the power of collective action 
in influencing pricing, output and long-term market stability. For Africa’s diamond 
producers, a similar approach could strengthen bargaining power and reduce 
vulnerability to external shocks. 
 
Without collaboration, producing countries risk remaining price takers in a market that 
increasingly rewards scale, coordination and strategic alignment. 
 
Namibia’s Strategic Advantage: Rarity and Differentiation 
Within this broader African context, Namibia occupies a unique position. Approximately 
95% of Namibia’s diamond production is gem quality, which is a rarity in an industry 
where volume often dominates narrative. This presents a powerful strategic opportunity, 
but only if it is deliberately leveraged. 
 
Historically, Namibian diamonds have been marketed through corporate identities rather 
than as a national product. Unlike other producing countries that have successfully 
cultivated strong origin-based branding, Namibia has yet to fully articulate a unified 
national diamond narrative. This absence is not a weakness of product, but of 
positioning. 
 



 

 

In an increasingly crowded market, differentiation is no longer optional. Provenance, 
quality and scarcity are among the few attributes that cannot be replicated. A clear, 
consistent Namibian diamond identity rooted in origin, ethics, exceptional quality and 
tangible socio-economic benefits for Namibians could serve as a powerful anchor for 
long-term value creation. 
 
However, differentiation requires unity. Without alignment across industry stakeholders 
at a national level, Namibia risks remaining exposed to external forces and excluded from 
emerging collective producer initiatives. The Namibian diamond story, which is rooted in 
ethical recovery, responsible governance, value addition and national development 
cannot be told effectively at an entity level. It must be articulated collectively. From 
producers and traders to government, regulators, manufacturers and downstream 
partners, a unified national narrative is essential to reinforce origin, strengthen 
bargaining power and protect long-term value. Only through strategic collaboration can 
Namibia position its diamond not merely as commodity, but as symbol of integrity, 
resilience and shared prosperity. 
 
 
Beneficiation: Ambition Meets Reality 
Beneficiation remains one of the most debated concepts in diamond-producing countries. 
In principle, local value addition promises job creation, skills development and greater 
economic returns. In practice, however, beneficiation in the diamond industry has often 
been undermined by structural and regulatory constraints. 
 
High labour costs relative to established manufacturing centres, restrictive labour 
frameworks, the removal of investor incentives and additional tax burdens have 
collectively reduced competitiveness. Rather than enabling broad-based participation, 
these barriers have frequently limited entry into the industry for citizens and small 
entrepreneurs. 
 
As a result, beneficiation has too often remained a policy aspiration rather than a practical 
driver of growth. Without regulatory reform that aligns ambition with market realities, 
beneficiation risks becoming a constraint rather than a catalyst. 
 
The path forward may lie less in replicating full downstream manufacturing models and 
more in strategic collaboration that partners intelligently across the value chain to 
capture value, skills and market access without imposing unsustainable structural 
burdens. 
 
 
 



 

 

Supply, Demand and the Weight of Inventory 
At a global level, the diamond market is currently defined by imbalance. Excess inventory 
in smaller size categories, particularly stones below 2 carat has weighed heavily on 
profitability. While demand for larger, high-quality stones remains relatively stable, it is 
narrow and insufficient to offset the drag created by oversupply in lower categories. 
 
Pricing decisions over recent years have compounded this challenge. Elevated rough 
prices filtered through the value chain, resulting in retail prices that many consumers can 
no longer justify. Faced with affordability constraints, consumers have increasingly 
turned to alternatives, further increasing retail inventory and ultimately reinforcing 
stockpiles at the producer level. 
 
In such an environment, price stability remains elusive. While a correction is inevitable, 
its timing is uncertain. Much will depend on how quickly production contracts, inventory 
is absorbed and confidence is restored through coordinated industry action. 
 
Reclaiming the Emotional Core of Diamonds 
Consumer perceptions of diamonds have shifted significantly. For many, diamonds are 
no longer viewed as a store-of-value, but as discretionary luxury purchases. Only the 
rarest stones retain investment appeal, while assets such as gold have reasserted 
themselves as preferred value hedges. 
 
Yet one truth remains unchanged: diamonds are emotional purchases. Their meaning is 
rooted in symbolism of love, commitment, achievement and legacy. This emotional 
dimension has always been the foundation of natural diamond demand. 
 
In recent years, this narrative space has been allowed to erode. As lab-grown diamonds 
advanced on price and accessibility, the natural diamond story softened. Reclaiming that 
space is not a matter of marketing preference; it is a strategic imperative. 
 
Emotional storytelling, provenance and authenticity are not embellishments. They are 
central to restoring relevance, confidence and long-term value in the natural diamond 
market. 
 
Policy, Collaboration and the Path Forward 
Governments have a critical role to play, but restraint is as important as intervention. 
Overregulation risks suffocating an industry already under pressure. The focus should 
instead be on enabling policies that stimulate demand, enhance competitiveness and 
encourage responsible investment. 
 



 

 

Equally vital is collaboration. The diamond industry has demonstrated the power of 
collective action before, most notably through the Kimberley Process. However, today’s 
challenges require broader cooperation that extends beyond compliance to encompass 
market strategy, communication and value preservation. 
 
Fragmentation weakens resilience. Alignment strengthens it. 
 
A Necessary Reset 
Looking ahead, the diamond market is likely to undergo a slow and painful adjustment. 
Production will contract, weaker players will exit and the industry will shrink in scale. Yet 
within this contraction lies the potential for renewal. 
 
Scarcity has always underpinned value. As excess supply is absorbed and production 
tightens, stability can return. For producing countries such as Namibia, the imperative is 
clear: collaborate, differentiate and align policy with reality. 
 
The state of the diamond market today is uncertain. But its future will be shaped by the 
choices made now and by how decisively the industry confronts disruption, and by 
whether producer nations reclaim their voice in defining value. 
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