Playbook: Navigating Tariff Impacts on
Logistics

Introduction

As global trade tensions escalate, logistics professionals must proactively mitigate the
impact of tariffs on their supply chains. Many companies are publicly adopting a "wait-
and-see" stance but are actively diversifying supply chains, reshaping operations, and
reassessing cost structures behind the scenes. This playbook provides key strategies to
manage the uncertainty and financial impact of tariffs while maintaining supply chain
efficiency.

1. Increase Supply Chain Flexibility with Diversification

China-Plus-One & Regional Expansion

« Diversify Sourcing: Expand global procurement beyond China to Vietnam, India,
South Korea, and other low-risk hubs.

» Reshore Manufacturing: Consider nearshoring options, particularly for assembly
and distribution, to protect against trade disruptions.

e Reduce Single-Country Dependency: Identify critical single-country
dependencies and develop contingency plans to mitigate risk.

2. Optimize Supply Chain Financing and Operations

Outsourcing to Reduce Risk

« Third-Party Logistics (3PL) & Inventory Holding: Work with 3PL providers to
manage inventory and distribution, shifting financial and operational risk.

« Supply Chain Financing: Secure financial support mechanisms to improve cash
reserves and protect working capital.

« Dynamic Rebalancing: Adapt supply chain flows quickly in response to changing
tariffs, such as leveraging U.S.-Mexico trade corridors.

3. Strengthen Supplier Contracts and Cost Models

Risk Allocation in Agreements
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» Renegotiate Supplier Terms: Include contingency clauses in contracts to
address potential tariff hikes.

o Total Cost of Ownership Models: Incorporate tariff risk into financial planning
for key product lines.

o Leverage Preferential Trade Agreements: Explore trade agreements and tariff

exemptions that may reduce cost exposure.

4. Enhance Scenario Planning & Visibility

Proactive Risk Management

e Increase Transparency: Map out supplier networks and track raw material
origins to anticipate tariff vulnerabilities.

e Model Financial Impact: Develop best-, mid-, and worst-case tariff scenarios
and compare cost implications.

o Cost Benefit Analysis

« Competitive Analysis: Assess competitor responses to identify potential
opportunities and risks.

o Cost Benefit Analysis

e Cross-Functional Alignment: Ensure procurement, finance, and operations
teams collaborate on unified response strategies.

o 3PL Strategy Guide

5. Leverage Regulatory Loopholes & Exemptions

Tactical Approaches to Minimize Cost Impact

« In-Transit Exemptions: Take advantage of tariff exemptions for goods already in
transit before enforcement dates.

o Documentation & Compliance: Maintain thorough tracking records to qualify
for applicable tariff exemptions.

o Tariff Exemptions Spreadsheet Template
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» Reevaluate Shipping Schedules: Adjust shipping timelines to align with
regulatory changes and tariff delays.

6. Monitor Global Trade & Political Developments

Agile Response to Policy Shifts

e Regular Policy Updates: Stay informed on government trade actions, tariff
announcements, and countermeasures.

o Fact Sheet

« Engage in Advocacy: Participate in industry coalitions and trade associations to
influence policy discussions.

e Leverage Trade Consultants: Work with trade compliance experts to navigate
regulatory uncertainties and optimize duty structures.

Conclusion

As tariffs continue to evolve, logistics professionals must adopt a proactive and
adaptable approach. By diversifying supply chains, leveraging financial solutions,
strengthening contracts, enhancing scenario planning, and staying informed, businesses
can effectively navigate the complexities of global trade and minimize disruptions to
their operations.
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