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Abstract-Hand Tool Industry

I.Analysis of Industry Dynamics

In 2025 the global hand-tool industry entered a phase of supply-chain
restructuring and market realignment. Rising geopolitical risk, global supply-chain
restructuring, and slowing end-market demand shifted the basis of competition away
from cost alone toward supply-chain resilience, regional footprint, and compliance
management. Global hand-tool exports reached US$27.32 billion, up about 1.3% from
2024, with the three largest exporters — Mainland China, Germany, and Taiwan —
together accounting for 59.5%. Mainland China held its place as the top exporter
(US$11.22 billion), though down slightly by 2.3% from 2024. Vietnam, at US$630
million and a 106.3% year-on-year jump, emerged as the fastest-growing
manufacturing base in recent years — clear evidence that the shift of production into
Southeast Asia is now well underway. On imports, the United States remained the
world's largest hand-tool importer at US$4.21 billion, though its import value fell
2.3% from the prior year amid softer end-market demand.

In Taiwan, the hand-tool industry recorded an output value of NT$78.49 billion
in 2025, down about 5.5% from 2024, and export value of NT$67.60 billion, down
6.2%. Exports remained heavily concentrated in the U.S. market, which accounted
for 46.5% of the total; although this edged down 2.2% year on year, the scale and
resilience of U.S. end-market demand keep it Taiwan's most strategically significant
export market. Core European markets such as Germany and the Netherlands, by
contrast, contracted by 17.4% and 15.4% respectively, as the recovery remained weak.
Overall, with exports making up more than 80% of the industry, Taiwan's hand-tool
sector leans heavily on overseas demand and stays highly sensitive to swings in the
global economy. Short-term export momentum is under pressure, but its complete
supply chain and its strength in mid-to-high-end products support its strong long-term
competitive position.

I1.Key Issue Analysis

In 2025 the global hand-tool industry faced several structural shifts at once —
supply-chain realignment, the accelerating adoption of Al-driven smart manufacturing,
and the expansion of Europe's green regulations. The basis of competition has
shifted from cost and capacity toward multidimensional competition centered on
digital capability, supply-chain resilience, and sustainable design. As U.S.—China
trade friction drags on and uncertainty mounts, international hand-tool brands are
shifting toward multi-source strategies, spreading risk through regionalized
production and multi-site procurement; supply-chain governance has become a core
capability for corporate survival and resilience.
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For Taiwan's hand-tool makers, the pressure comes on two fronts. Externally,
with the United States taking nearly half of Taiwan's 2025 hand-tool exports, this
heavy dependence on a single market leaves the industry vulnerable to shifts in U.S.
tariff policy. Internally, it contends with a talent gap in core process technologies,
rising scheduling complexity as high-mix, low-volume work and rush orders become
routine, and a mismatch between international compliance demands and domestic
digital infrastructure. More than 90% of Taiwan's hand-tool firms are SMEs, with
low equipment-connectivity rates and production data still recorded by hand — all of
which constrains the pace of smart-manufacturing adoption.

In response, industry giant Stanley Black & Decker has pursued transformation
along a three-stage path — process standardization, digital integration, and intelligent
optimization. It built its SPX operational-excellence system on the Tulip platform,
partnered with Prescient Devices on an edge-computing architecture, and used Al
tools such as DeepHow and Mavenoid to turn experienced workers' tacit knowledge
into digital knowledge assets, while automating self-service support on the consumer
side — reducing new-hire onboarding costs by 54%. This incremental approach
offers a useful reference for Taiwan's resource-constrained hand-tool SMEs.

III.Conclusion

In 2025 the global hand-tool market saw demand slow even as supply-chain
realignment picked up pace. Global export and import totals still grew, but with only
a weak recovery in Taiwan's core U.S. and European markets, its export value fell
6.2% from 2024, putting exports under short-term pressure. Looking further out,
Taiwan's five-year (2021-2025) export CAGR came in at -5.5%, reflecting a
combination of shifting end-market demand, prolonged inventory destocking across
the U.S. and Europe, and the rise of Southeast Asian manufacturing bases—Vietnam in
particular, which has absorbed a growing share of capacity over the past two years.

Looking ahead, competitiveness in the global hand-tool industry no longer rests
on manufacturing cost and capacity scale alone, but on how effectively a company can
integrate process technology, data governance, and supply-chain coordination.
Taiwan's hand-tool makers should map out their Al-adoption path with a pragmatic
order of priorities — build the data foundation first, then expand Al applications —
integrating their existing manufacturing strengths with digital-governance capability.
They should also pursue a twin-track strategy of market diversification and higher
product value, gradually extending into high-value applications such as aerospace
MRO and rail transport, and building digital material-passport links between upstream
steel mills and downstream firms to cut trial-and-error costs. In sum, only by
accelerating smart-manufacturing adoption and deepening supply-chain resilience can
Taiwan's hand-tool industry secure its competitive position amid the upheaval of
global supply-chain realignment and move steadily toward higher value and a more
service-oriented model.
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