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As tariffs surge back into the spotlight 
as a go-to trade policy, business leaders
are left to grapple with the resulting
supply chain challenges in the middle of
an already complex global landscape. 

Business leaders that ignore policy shifts like tariffs can expect higher
operational costs, lost market share, and ultimately, diminished supply
chain efficiency—none of which an average U.S. organization can withstand
in today’s interconnected economy. 

If tariffs are being (re)introduced in your industry or a country of origin,
now’s the time to ensure your supply chain is agile and future-ready. 
A resilient supply chain is designed to protect profitability and help you
sustain a competitive advantage regardless of market conditions.

"Do nothing" isn’t a viable strategy

Whether you choose to absorb these costs or pass them along to your
customers (which may inadvertently lower demand), the stakes are high.
The imperative before you is this: Build an agile supply chain that is
designed for the demands of the modern, complex world—including tariffs
and other market volatility. 
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“A tariff is a tax paid by the U.S. importer,
not a foreign country or the exporter. 

This tax ultimately comes out of consumers’
pockets through higher prices.”

Jonathan Gold, Vice President of Supply Chain
and Customs Policy, NRF
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The impact of tariffs on supply chain
networks
Tariffs don’t just affect pricing—they ripple through every part of your
supply chain network. To navigate the challenges of tariffs effectively,
business leaders must understand the broad and often unforeseen
impacts that tariffs can lead to.  

Higher costs across the supply chain

The most obvious change when an import tax is added is higher costs,
from raw materials to finished products. But it doesn’t stop there. 

According to the Peterson Institute for International Economics, the
2009 U.S. tariff on Chinese tires led to a 26% increase in costs for
Chinese imports and a 3.2% increase for domestic tires. Ultimately, it
cost U.S. consumers $1.1 billion and lead to significant job losses.  1

In lieu of a strategic response, tariffs will ultimately drain resources
and limit consumer spending power.

Operational delays and bottlenecks
 

Tariffs require companies to recalibrate their operating model, revisit
logistics flows, and adapt sourcing strategies. Not just once, but again
and again.

For instance, the 2018 U.S.-China tariffs led to a 70% spike in ocean
freight rates as companies stockpiled inventory ahead of price hikes.  2
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On the one hand, this anticipatory response could be applauded. But at the
same time, companies not only paid higher prices to move the goods to the
U.S., but also dealt with major port congestion and costly delays which took
months to recover from. 

Supply chains leaders must move away from such short-sighted responses
and instead build a resilient, adaptive supply chain network that can anticipate,
absorb, and respond to disruptions before they impact operations. 

Loss of competitiveness and market share

Tariff-driven cost increases can also undermine competitiveness, affecting
the health of both domestic and international markets. 
  

Initial price hikes on imported goods may protect local industries in the
short to medium term. However, in the long run, tariffs dampen competition,
reduce efficiency, and increase inflationary pressures. 

The most effective supply chain networks avoid this outcome with an agile
supply chain design, leveraging competitive forces to maintain shareholder
value and withstand external market pressures.
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The impact of tariffs across industries
Different industries experience tariff pressures in unique ways, each one
requiring tailored supply chain strategies. Keep reading for insights into:
Retail & Distribution, Consumer Products, Technology & Electronics,
Automotive & Industrial Manufacturing, and Agriculture.W
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U.S. retailers and distributors that rely on imports to stock their physical
and digital shelves will experience higher costs and potential delays as
tariffs take effect. 

Larger, big box retailers may experience less of an impact if they infuse
financing into alternative manufacturing or sourcing strategies. But it will be
a different story for the specialty or mid-market retailers that have fewer
resources and supplier options.  

Retail & Distribution Some companies may attempt to stockpile inventory to offset immediate
tariff effects, but this is a temporary and costly solution, especially for
those that sell seasonal or perishable goods. Storing excess inventory also
ties up working capital and warehouse space, adding further financial
pressure.

The winning long-term strategy for retailers and distributors is to prioritize
supplier diversification as well as data and AI-driven demand forecasting
and inventory management.
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Higher import costs will force the hands of CPG leaders to either absorb
expenses or raise prices. But ultimately, it’s in the hands of U.S. consumers.
Many will delay purchases or switch to lower-cost alternatives. 

According to the National Retail Federation, annual consumer spending
could shrink by $46–$78 billion, particularly in price-sensitive categories
like apparel, toys, and furniture.3

These behavioral shifts make it harder to forecast demand and manage

inventory levels. It could lead to overstocking high-cost goods or running
short on essential items. 

Competitive pressures will also intensify. Larger brands with diversified
supplier networks may better absorb costs, while smaller businesses with
import-heavy models face profitability challenges. Retailers may also shift
toward private-label products or direct-to-consumer models to reduce
dependency on tariff-affected imports.

To stay competitive, CPG companies should embrace flexible pricing,
diverse sourcing strategies, and AI-driven demand forecasting tools. 
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For U.S. companies like Apple that rely heavily on global manufacturing,
tariffs present significant pressures to reduce costs by restructuring their
global footprint and distribution logistics network. This adjustment can help
keep prices competitive while sustaining profitability. 
 

Foreign-based technology companies like Panasonic, Samsung, LG, and
Sony also face distinctive challenges when it comes to tariffs. With limited
immediate onshoring options, these companies must navigate tariffs
without the same flexibility as U.S.-based firms.  

During the first Trump administration, companies like Panasonic were
significantly impacted by rising tariffs. Given the high infrastructure costs
and regulatory hurdles associated with establishing U.S. production,
onshoring or nearshoring is often not feasible. (See “Strategies for foreign-
based companies operating in the U.S.” on page 12 for further reading.)

Both domestic and international technology and electronics companies
must explore supply chain strategies like intelligent pricing, product
adjustments, and flexible distribution networks to protect their competitive
advantage.
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Some producers will benefit from the latest round of tariff protections. One
commonly cited example from history is “the 1964 ‘chicken tax’ which
insulated U.S. heavy truck manufacturers from significant foreign
competition for over 50 years [helping] the Ford F-150 truck to become the
best-selling automobile in the U.S.” 1

However, the reality of modern manufacturing means the impact of tariffs
extend beyond finished vehicles and machinery. Many U.S. manufacturers
rely on global supply chains for critical components, including steel, 

aluminum, semiconductors, and electrical parts. And tariffs on these
imported parts can drive up production costs, forcing manufacturers to
either absorb losses, pass costs to consumers, or seek alternative suppliers
—often at the expense of efficiency and scalability.

To stay competitive, automotive and industrial manufacturers must
embrace innovative supply chain strategies, such as regionalized sourcing,
nearshoring, and digital supply chain management. Leveraging automation,
AI-driven procurement, and predictive analytics can also help control costs,
manage risks, and maintain operational efficiency in a tariff-heavy
landscape.
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Tariffs on U.S. agricultural exports—particularly retaliatory tariffs from key
trade partners like China, Canada, and the EU—have placed significant
financial strain on American farmers. These counter-tariffs will lead to
declining export volumes, lower commodity prices, and lost market share,
reducing overall revenue.

This over-concentration with a few major trading partners leaves the
agriculture sector vulnerable to geopolitical tensions and volatility.

A more resilient U.S. agriculture industry involves enhancing domestic
infrastructure, improving storage and distribution capabilities, and
leveraging trade agreements to secure stable export channels. Investing in
value-added agricultural products and agri-tech innovations can also help
U.S. farmers remain competitive despite shifting trade dynamics.

To withstand the impact of tariffs, supply chain leaders must diversify their
customer base, build strategic commercial partnerships, and implement
long-range planning tools to ensure sustainable growth.

10

Agriculture



Five steps to improve supply chain resilience
To successfully navigate the current economic environment and improve supply chain resilience, supply chain leaders should collaboratively 
work through these five initiatives:

11
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Network design &
supplier diversification

Start with a diagnostic review
of your supply chain network
to identify where you are
vulnerable to tariffs and other
macroeconomic shifts. 

Then consider diversifying
your supplier base to buffer
your supply chain from
country-specific tariffs. In
some cases, you could re-
shore parts of your supply
chain to acheive cost savings,
especially where labor,
infrastructure, and regulatory
conditions support
production efficiencies. 

Scenario-based
roadmapping

Develop a robust roadmap
that incorporates varios tariff
scenarios to help prepare
your organization to adapt as
trade policies change. 

This forward-looking
approach ensures that you
understand your supply
chain’s strengths, risks, and
areas for improvement,
positioning the business for
swift recalibration in
response to shifts in global
trade policy.

Supplier & customer
collaboration

Build collaborative
relationships with your
suppliers and customers with
the goal of developing real-
time data sharing. This extra
visibility enables you to be
more flexibility when tariffs or
other costs spike. 

To the extent it makes sense
for you and your partners,
you can also structure
contracts between you to
proactively address tariff
fluctuations and cost
volatility to avoide breaking
supply chain continuity. 

AI-driven demand
forecasting & inventory
management

Leverage supply chain AI
capabilities to improve
demand sensing and
forecasting while intelligently
managing inventory levels. 

Real-time visibility into
inventory levels ensures a
tactical response to tariff
impacts, mitigating risks and
supporting cost-effective,
customer-centered solutions. 

01 02 03 04 05

Tech-enabled 
visibility

Digital-first solutions not only
enhance visibility across your
supply chain but also help
you ensure your supply chain
operations are aligned with
overall corporate objectives. 

Test, implement, and refine
the use of advanced
analytics, AI and machine
learning to unlock real-time
decision making power. 
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Strategies for foreign-based companies
operating in the U.S.
For many foreign companies, the traditional methods of mitigating tariff
impacts—like onshoring production—are not viable. These companies have
highly specialized production setups that make relocating or restructuring
prohibitively expensive. However, there are some strategies that can be
adopted to preserve competitiveness in the U.S. market: 

Targeted product adjustments

Design product or component variations that bypass protected tariff
classes to help manage costs without compromising your presence in the
U.S. market 

Intelligent pricing 

Implement flexible pricing strategies that absorb or redistribute tariff-
related expenses to help balance profitability with competitive pricing. 

Increased supply chain flexibility
 

Re-align logistics partners and inbound distribution networks to respond to
tariffs more fluidly. 

A more resilient, responsive network will help you not only withstand the
evolving pressures of tariffs but also leverage opportunities for long-term
growth. 
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The long-term impact of tariffs on supply
chains
To make the most of an agile supply chain, business leaders must consider
the long-term consequences of tariffs. In the long run, they affect supplier
relationships, production models, and firm value in the following ways:

Tariff revenue and economic dependence

Tariffs once made up over 41% of the U.S. government’s revenue but now
make up only around 2%.  In many developing nations, tariffs will continue
as a significant revenue stream, showing that global dependence on tariffs
varies by economic structure. 

4

Sourcing and production shifts 

Moving production is no small feat. And as entire regions like Southeast Asia
are targeted by U.S. policy shifts, intra-regional moves are no longer the
“easy” answer. When change is the only constant, a data-driven, scenario-
based supply chain design capability is essential to manage risk and
increase agility.

Market value and long-term competitiveness

Research on the 2018 tariffs by Sina Golara, Assistant Professor of Supply
Chain Management at Georgia State University, found that while tariffs offer
temporary protection, they negatively affect the value of firms within those
protected sectors and stifle long-term competitiveness.  1

13

Trade wars and retaliatory tariffs

Retaliatory tariffs, especially between the U.S. and China, hurt industries
that depend on international markets. For example, China’s retaliatory
tariffs on U.S. soybeans have highlighted the need for more diverse export
trading partners.  5

Ongoing supply chain uncertainty and disruptions

Tariffs introduce volatility and disruption, especially for businesses relying
on just-in-time models. The need to anticipate and prepare for such
disruptions has become a central pillar in modern supply chain design.
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Future-proof your supply chain
As tariff policies continue to change, your supply chain must keep up. For
supply chain leaders, this means creating flexible, data-driven supply chain
networks that can anticipate and respond to tariffs is not just
advantageous—it’s essential. 

Companies that fail to address the impacts of tariffs will face skyrocketing
costs, weakened market positions, and ultimately, reduced profitability.
From retail and CPG to agriculture, you can leverage agile supply chain
methods to maintain operational efficiency and financial health. 

By re-evaluating your supply chain in the context of today’s global trade
realities, you can position your business for sustainable growth and long-
term value creation.

14

Ready to strengthen your supply chain against tariffs? 

Tariffs are here to stay, but with the right strategy, your supply chain can
thrive in a changing trade environment. At Spinnaker SCA, our experts work
with you to build resilient, future-ready supply chains that enhance
flexibility, mitigate costs, and turn challenges into opportunities. Let’s
design a supply chain strategy that keeps you competitive, regardless of
market conditions. 

Spinnaker SCA, A company of Publicis Sapient, is a premier supply chain consulting firm. We design and build agile supply chains to meet the
demands of a complex, ever-changing world. Our goal is to drive real, measurable supply chain improvements that unlock your success and help
you achieve your business goals—today and in the future.
 

Using a holistic approach to supply chain digital transformation, we empower companies to design intelligently, implement seamlessly, and grow
exponentially. For more information, visit www.spinnakersca.com, reach out via email at info@spinnakersca.com, or call +1 (213) 443-8308. 

http://www.spinnakersca.com/
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