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Executive Summary

Tooling costs have risen steadily over the past decade, driven by raw material volatility,
energy inflation, labor shortages, and global trade disruptions. This brief analysis examines
the primary drivers of tooling inflation, regional cost differences, and practical strategies
manufacturers can use to reduce tool cost per part. Manufacturers that prioritize tool cost
per part, diversified sourcing, and operational efficiency will be best positioned to manage
tooling inflation through 2030.

Causes of Tooling Inflation

Raw Material Volatility: Tungsten and cobalt prices have fluctuated due to supply
concentration in China, creating periodic double-digit cost swings for carbide tooling.

Energy & Labor Costs: Sintering and grinding are energy-intensive processes; rising
electricity costs and skilled labor shortages have compounded base manufacturing costs.

Tariffs: U.S. Section 301 tariffs on Chinese tooling and carbide substrates have added 25-
34% to landed costs, independent of factory price changes.

Supply Chain Disruptions: Freight volatility and geopolitical instability have reduced pricing
predictability and extended lead times. Reference Fig 1. & 2. for tool cost PPI trends.
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Figure 1. St. Luis Federal Reserve PPI Carbide Inserts

Regional Cost Differences

North America: Northern EU:

- Moderate inflation - Higher energy costs
- No tariffs - High labor costs

- High labor costs - High structural cost

- Minimal tariffs



Eastern EU: Taiwan:

- Higher energy costs - Competitive pricing

- Lower labor costs - Minimal tariffs

- Lower structural cost - Strong standard tooling capabilities
- Minimal tariffs - Low-cost supply chain

China:

- Low factory cost
- High U.S. tariff exposure
- Increasing geopolitical risk

Forecast 2026-2030

Based on historical PPI trends, energy pricing, and regional labor dynamics, estimated
annual tooling inflation is expected to remain within the following ranges, but forecasted
from a higher baseline.

North America: 2-3% Taiwan: 2-4%
Northern EU: 3-4% China: 2-4%
Eastern EU: 2-4%
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Figure 2. St. Luis Federal Reserve PPI Cutting Tools and Accessory

Strategies to Combat Inflation

Commercial Strategies:

- Tie pricing to objective indexes such as the Producer Price Index (PPI)
- Separate tariffs from base pricing to understand true landed cost

Sourcing Strategies:

- Diversify sourcing across regions

- Use lower-cost, high-precision supplier alternatives when available
- Standardize tooling across the shop



Operational Strategies:

1. Utilize CAM programming with Al technology to optimize metal cutting parameters

2. Optimize raw material metallurgy and hardness for machinability and chip control

3. Train operators to fully utilize all carbide edges

4. Train operators in metal cutting theory/practice. Many carbide OEMs offers this for free
5. Improve tool change ergonomics, lighting, and handling to minimize tool mishandling

6. Implement preset, quick-change tools or automated loading to offset rising labor costs

Ultimately, the most resilient manufacturers manage tooling as a productivity lever,
not a consumable expense. Tool Cost per part - not purchase price per tool - determines
competitiveness.

Achieve Technologies’ Value Proposition

Achieve Technologies provides premium and standard cutting tools sourced primarily from
Eastern Europe and Taiwan, enabling manufacturers to achieve:

- Lower and more predictable tool cost per part

- Reduced tariff exposure

- Stable pricing through diversified sourcing from multiple tool manufacturers

- High-quality precision engineering and superb metallurgical properties

- Local, in-person, experienced sales and tool engineering support
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