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Sam was born in Philadelphia, PA and came to China in 2008. He started
his manufacturing and importing career while he was still at University,
working for a product development company, focusing on manufacturing
and exporting promotional electronics. After his skills, contacts and
knowledge grew, he left his previous employer and set out to build his
own company.

He speaks Mandarin and well versed in Chinese business culture. He started Procuu
International to help entrepreneurs, retailers, and various corporations source and import from
China. A couple of years later, after getting many requests to provide a transparent,
non-commission based, all-in-one supply chain management solution, he did exactly that and
Guided Imports was born.
Today, Guided Imports is one of the fastest growing US-owned and operated supply chain
management companies in the industry. Staffed with 15 multi-lingual Chinese sourcing and
industry experts, the Guided Import’s Shenzhen office is also headquarters for two American
managers as well as Sam himself.
As of 2017, Sam has spoken at over a dozen industry events and is slated to speak at the 2017
Global Sources Summit as well as the Cross Borders Summit by Global from Asia. He has also
been featured on countless industry podcasts and will be profiled this Fall in a well-known
international business publication.
With recommendations from many of the industry’s most influential companies, such as Global
Sources, Global from Asia, Flexport, CPCStrategy, Freightos, Jordan Malik, Jim Cockrum, Scott
Voelker, and more, Guided Imports is one of the most sought after and recommended
sourcing/importing services in the USA & China.
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Foreword by Industry
Expert and Entrepreneur

Jordan Malik

Foreword
Jordan Malik, Founder of Honest Online Selling

Importing from China.
Say it out loud. Go ahead. What feelings come to mind?
When I first started importing, here’s what I felt:
Risk. Fraud. Fear. Counterfeit. Shady Alibaba middlemen.Scams. Fake
certifications. Air vs Sea. Lost shipments. Toxins in plastics. VAT. Wire
transfers to unknown banks.
I bet you’ve felt similarly.
If you’re busy (like me), and you’re new to importing (like I was before I met the folks at Guided
Imports), you’re probably freaking out at the idea of importing products in bulk to resell on
Amazon or eBay.
Here’s the problem: Most e-commerce gurus, experts, and books show us how to research a
product, but almost no one is showing us exactly all the details involved with: Factory selection,
price negotiation, quality control, shipments, and more importantly, what to do when something
goes wrong. Add to that the whole cultural differences between the U.S. and China, the time
zone differences, and all the risks I mentioned earlier.
Why aren’t we taught all the details? It’s no one’s fault, really. It’s just this: Each time anyone
deals with China, the scenario can be wildly different. It’s impossible to show a ‘one size fits all’
experience or process when each seller has different needs, deals with different factories, wants
a different product, wants a different design, and has a different budget - than the next seller.
That’s why Guided Imports had a remarkable (and extremely brave) business idea: streamline
everything for, and reduce the risk to the average online seller like you and me.
Guided Imports has been around for a couple years now. They’ve got great leadership with Sam
Boyd - you read about him at the beginning of this book. They’re staffed with English-speaking
(and multilingual) professionals and project managers, and they have real processes and systems
in place to make this whole importing from China thing a lot easier for the rest of us.
Guided Imports worked out all the kinks, took on a lot of beta (test) customers, took on even
more lumps, made some mistakes, and refined their processes, until they ended up with a pretty
darned good system. I’ve paid full price for their services myself.
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Foreword (cont.)
Jordan Malik, Founder of Honest Online Selling

Why should you care? Well, whether you follow Guided Imports’ template in this book,
or if you hire them to do virtually all the heavy lifting for you (their rates are
reasonable), you’d be hard-pressed to find a more bulletproof process in getting your
product reliably produced and shipped to you or your fulfillment warehouse.

Some (honest) words of caution though:
You still need a product to sell. Do your homework and use software like JungleScout to
research products on Amazon. Don’t just randomly say “I like Blue Widgets so I want to
sell them.” Many sellers make the mistake of choosing a product they think will sell,
without doing some simple research. Choose a niche product that’s a proven seller (and
make it better).
No system is ‘set it and forget it’. If you use this book or Guided Imports’ service, you
still have to do a little elbow grease, have reasonable expectations, and understand that
all steps in any importing process are never completely free of risk nor errors. Your
product is your ‘business’, and you’re ultimately responsible for its success or failure.
Unlike, say, retail or online arbitrage, sourcing products from China means you’ll still
need to communicate and deal with people very different than you. Study their culture a
bit (this guide will tell you what you need to know.) Be respectful. Be humble. But protect
yourself as well. Translation: do your homework, inspect everything and every step, and
never do anything on impulse.
We live in a time where services, technology, and systems have made it pretty darned
easy to put products on Amazon. Now, go get yours!
To Your Success,
Jordan B. Malik
Founder, HonestOnlineSelling.com
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Preface

Introduction
to the
Funnel Strategy

Source Like a Pro
The Funnel Sourcing Strategy

The Funnel Sourcing Strategy is easily the best and most productive way to identify
qualified suppliers by quickly eliminating the unqualified ones. This method is intended to
guide you to the most qualified collection of suppliers that will save you time, frustration
and a lot of money.
The overall strategy is simple: compile a large list of potential suppliers and narrow
them down according to various criteria you’ve identified during your vetting process.
It is not uncommon for the self-taught procurement specialist, aka You, to reach out to
only a handful of factories and expect to identify an ideal factory from only the few that
have been selected. This is a common reason why importers have frequent problems
with their supplier.
It makes sense too. In the eyes of the self-taught procurement specialist, a lot of time is
spent talking to various factories and ruling out the obvious sketchy or unqualified ones.
All that work can easily lull them into a false sense of security, since doing this for even a
few suppliers usually takes hours upon hours of valuable time. Thus, when they select a
supplier, they may actually feel as though they’ve found the ideal choice.
Identifying qualified suppliers is not something that should be rushed! If done right, the
sourcing and validation process will likely be the most time-consuming task for any
e-commerce seller.
The sourcing department at Guided Imports recognizes this, and it is also why hundreds
of e-commerce & International businesses trust us to manage their sourcing, importing,
and supply chain management. The method we use for this task is our Funnel Sourcing
Strategy.
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Easier said than done!
Even though the diagram looks simple, to the uninitiated it can be
overwhelming. Never fear! We’ll walk you through the following series
of steps to help you narrow down your suppliers using this Funnel
Sourcing Strategy.

Stage 1 of Funnel: Spreadsheet Time! - Add all 100 supplier’s
names and URL’s to Stage 1 column of the spreadsheet. Once all
names have been listed, you’ll be ready to move on to the following
stages.
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1
STEP ONE

Sources
for
Sourcing

Limiting your online search for suppliers to Alibaba is one of the biggest
mistakes we see when consulting with sellers.
It’s important to note, that many quality suppliers in China do not advertise
on any of these directories, as they prefer to gain business by either
attending some of the many industry fairs and conventions that are held
each year, or they sometimes list their services on Chinese supplier
directories like 1668.com.
Another reason that many factories are not listed on supplier directories is
obvious: they don’t speak English. There are dozens of high quality
suppliers that we work with at Guided Imports that are not listed on any
English supplier directories. That is an advantage to having our offices
located in China and staffed with both US managers and local sourcing
agents, all of whom are multilingual.
Here is a list of databases we use to help our clients source products from
suppliers who speak English.
●
●
●
●
●
●
●

Global Sources
Alibaba
HKTDC
Global Market
Made in China
DHGate
Aliexpress
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2
STEP TWO

Cast
a
W I D E Net

You read that correctly. If you truly want to find the best supplier you
can, you have to cast a wide net! Contact as many as you can
during this stage. We (Guided Imports) are able to do it because of
our vast network of suppliers, our staff, and our experience in the
industry. But we’ve also seen customers who source themselves with
spreadsheets of over 100 suppliers for each product they
manufacture, so while it seems like overkill, it’s not only possible, it’s
necessary if you want the competitive advantage. And it’s not as hard
as it seems (keep reading).
So, your goal here is simply to identify a list of at least 50 suppliers,
but as noted above, for the best results, aim for 100 suppliers.
Remember, there is no need to do any vetting at this stage. We’ll
show you how to eliminate suppliers in the ensuing steps using
specific traits that you can then rank.
To start, you should be able to find a large number of suppliers using
the two large databases: Global Sources and Alibaba. Take the
keywords from your product, enter them in the search bar. Notice all
the suppliers that show up? There should be pages upon pages.
See? Compiling a list of 100 suppliers should be a piece of cake!
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3
STEP THREE

Use a Spreadsheet
to Organize
Your Funnel

We are not vetting the suppliers just yet. What we’re doing here is
simply creating a lineup of suppliers that we can then investigate
further to start narrowing the list.
Building a funnel spreadsheet will allow you to rank your suppliers
and quickly identify the ones that fail to meet your expectations so
you can quickly rule them out.
In a spreadsheet, set up the columns like this:
Stage 1
Supplier
Name

URL

Stage 2
#1 Trait

#2 Trait

Stage 3
Meet all requirements?

Stage 4
#5 Trait

#6 Trait

(We have a link to a final spreadsheet template later on page 41 if you want to grab it. But
please, for this first spreadsheet, pick the traits that are most important to YOU).

Stage 2 of Funnel Spreadsheet - This stage shall also be
completed prior to communicating with the suppliers. The goal here is
to identify traits that you believe are important for your supplier to have,
which can be identified by studying their supplier profile.
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4
STEP FOUR

Identify the
Qualifying and
Disqualifying Traits

Below are some common qualifying and disqualifying traits that can be
used to quickly rule our suppliers.
In your spreadsheet, disqualifying traits should receive an ‘X’, therefore
removing your supplier from the list. Qualifying traits should receive a ‘ ’,
indicating they possess the trait you are searching for.
Stage 2 should contain at least two traits, and if you are very strict you’ll
often be able to eliminate the majority of unqualified suppliers in this stage.
Main Market - Make sure they have the USA or Europe listed as one of their
main export markets, as Western consumers have a much higher quality
standard than those from other countries. Suppliers that export most of their
goods to the USA will generally have better quality than those that do not

Production Time - On the supplier profile, what is their average
production time? You’re not necessarily looking for the fastest supplier, but
a factory that presents an image of a streamlined operation (short
production time) is oftentimes a good sign.

Quick Tip: It can be helpful to notate the supplier's average production time
listed on their site, this can then be cross referenced with the information they
provide you in later stages. If a supplier indicates on their profile that their
average production time is 14 days, but all quotations they provided you were
45 days, you may want to ask for an explanation as to why their productivity
has changed from the time they created their profile. It sometimes be a red
flag, but other times be a simple matter of increased demand.

Location - A supplier’s location should be listed in their profile. We’ve
created a helpful guide that explains why location is oftentimes important
when sourcing from China. Check it out on the Guided Imports blog,
Regional Overview of Chinese Manufacturing.
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Quick Tip: If you plan on bundling products and want to work with multiple
suppliers in the same region, this trait may be important. It might also be of
significance if you're dealing with a very technical product. An example of
this would be Children’s toys. The city in Guangdong Province, Shantou, is
famous for toy production to the United States. The more northern city Yiwu
also makes toys, but at a notorious lower quality and not common to the
United States.

Organization - By looking over their profile on the database they are listed
on, you should be able to identify whether or not they are focused on
displaying their products in an easy to view format. We’re not looking for
professional design or native English level descriptions, rather a userfriendly experience that shows they care about their customers and are
understanding of the importance of clear communication.
Production Focus - When it comes to manufacturing, we’re not looking for
a Jack of all trades. We want to find a master of one trade. This means, we
can quickly rule out any factory who sells everything from hospital beds to
wedding gowns. We want specialization. Suppliers who list a wide variety
of products on their site are usually trading companies, and not true
factories. And in the right situation, trading companies are even preferred.
But for our purposes, we’re looking for a specialized factory with one main
line of products that are similar.
Attending Trade Shows - This should not be priority, but it is always great
to see suppliers attending trade shows both domestically and
internationally. This shows a certain level of professionalism as well as a
demonstration that they reinvest their profits in company growth. They
should have this information listed on their website as well as the
upcoming shows at which they will be attending.
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In Stage 5, you’ll begin preparing to
speak with suppliers. Before we move
forward into this stage, we will go
over factors that should be
considered before, and during, the
process of contacting suppliers.
As a reminder, if you sell on Amazon, they are very strict when
it comes to quality products. This is why we take these
seemingly excessive steps to find the best suppliers.
Take a look at the graphic below for a reminder of Amazon’s
Seller Performance Metric requirements*.

➔ Order Defect Rate < 1%
➔ Pre-Fulfillment Cancel Rate <2.5%
➔ Late Shipment Rate <4%
*As of Q1 2017

17

Essential Factors to Consider
Before Contacting Suppliers

●

●

●

●

●

Suppliers get hundreds of requests for quotations (RFQ’s) everyday. While
you’ve been busy validating suppliers, they still need to validate you as a
buyer.
It is common for suppliers to ignore certain requests. If you send them a
barrage of questions in the beginning, they will often do their best to answer
the easy ones first. The ones they don’t answer may need further
clarification on your behalf (due to language barrier or missing information)
or are questions the sales agents needs to consult with their manufacturing
department prior to answering you.
Never accept a “yes” as a true yes. Proof is always required. Chinese
business culture almost dictates that they say yes to virtually any request.
You can, and should, read more about the nuances of Chinese business
culture.
Don’t be demanding, don’t be rude, don’t be a jerk. All cultures are different,
and what might be acceptable to some, is not to others. You’re entering
these supplier’s shops, so act on a professional level. Once relationships
are developed, then you can be more casual. In China, relationships are
extremely important and are expected to be cultivated before talking about
business (much more on this later).
You have built a long list of suppliers. This sizable list affords you the luxury
of being selective. Don’t be afraid to rule a supplier out based on gut
feelings or something you can’t explain. Now is the time to pare down this
unruly list to one that is more manageable and reflects a supplier’s ability to
produce your product.
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How to Prepare to Communicate
with Suppliers in Asia

Before you reach out to suppliers, get your ducks in order and
ensure you sound and project like a professional.
Quick Tip: Sounding professional is not the same as
sounding like a large company. Don’t present to the
factory an image that you are unable to backup. If a
buyer comes to supplier and indicates they are much
bigger than they really are and the supplier finds out,
you can bet you’ll be taken advantage of.
They may allow you to place a small order to start, but
the second they realize they’ve been played, they will
begin to look for a way to earn a better profit from your
misrepresented relationship. This means they may
compromise your product quality by using cheaper
materials to increase their margin before you decide to
look for a better deal, like many one man operations
often do.
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5
STEP FIVE

Prepare to
Communicate with
Suppliers

If you’re going to use a template email, please be aware that suppliers
see them every day! We understand they are useful when emailing 50+
suppliers, but to suppliers, they’re repetitive and monotonous, and that’s
why many of the emails they receive are ignored. Our suggestion: don’t
copy the template email we’ve provided. Create one for yourself with the
specific information you want to provide the supplier.
Be concise, tell them what you need in as few sentences as possible. If
your first email is more than 10 lines, you’re going to lose the interest of a
lot of suppliers. Make it easy for them, don’t give them too much in your
first breath. Spoon feed them.
Imagine walking into an architect's office and within the first 10 minutes of
your meeting be rambling off every little detail you want in your new house.
People can’t handle the information overload. Combine that with the
understanding that most sales agents are under 30 years old, only have
around 2 - 5 years of experience in the industry, and English is not their
native language and thus they will often ignore long emails or language
and wording that is not basic/clear.
We know as a beginner, everyone likes a template, so we have included
one below. But just remember, customize it as much as you can to stand
out from the crowd!
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Greetings:
I am a purchasing manager for an American company
and am interested in purchasing (insert product
name).
I would require specifications (list specifications).
I would be making an order size of (# to order).
If this suits you, please get back to me within three
business days to further discuss requirements..
Thank you.
Kind regards,
(Your Name)

Common Supplier Tactics: How You Should Respond
One tactic from suppliers you might encounter is when your supplier avoids directly answering an
otherwise straightforward question that has a clear purpose. You may want to know the number of days
required to complete a task or when something is supposed to arrive or be sent out. What you might
hear instead is something vague like “we’ll let you know the soonest” or “please don’t worry, we’ll
arrange this for you quickly.” By reading between the lines, we know the supplier has no idea when the
requested action will be completed or requested information provided.
The solution: Don’t accept ambiguity. Insist on clarity of procedures and deadlines to make sure you
and your supplier are on the same page.
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6
STEP SIX

Send out Emails
to You Short-Listed
Suppliers

It is recommended not to email every supplier on the first day. Limit
yourself in the beginning to communicating with 5 - 15 suppliers a day.
This way you can tweak things such as your introductory email or provided
specifications in the event it isn’t jiving with the agents, or everyone is
asking the same question. Remember to use BASIC English and bullet
points when possible. NO WALLS OF TEXT!
You may want to rule suppliers out if they don’t respond to you in three
days. Any supplier taking longer than two days should be noted and
positioned at the low end of your master list.
Stage 3 of Funnel Spreadsheet - As you begin receiving supplier emails
and engaging the early stages of a back and forth communication, you can
start eliminating suppliers that are unable to produce to required product
specifications, or are otherwise deemed unsatisfactory.
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7
STEP SEVEN

Identify Suppliers
That Meet All of Your
Requirements

The two traits for this stage can be summed up in a single question, “Can
this supplier meet all necessary product specification requirements?”
Production Capabilities - This is the obvious one, but can sometimes be
difficult to discover. You only want to engage with suppliers capable of
producing products to your exact requirements, so this prerequisite can, at
times, be a challenge. If a certain manufacturing technique needs to be
used, and the supplier is unable to accommodate, they should be
removed. If a certain material is required, and the supplier is unable to
work with said material or suggests a viable alternative, then you need to
eliminate them and move on.
Communication - For good measure, if communication is not flowing
smoothly, the language barrier is too great, or something just feels off,
eliminate, eliminate, eliminate. Your instincts play a critical role in this early
vetting phase.
The suppliers that are able to meet all requirements can receive the
those who don’t can be given the X.

and

Stage 4 of the Funnel Spreadsheet - Identify the suppliers that not only
claim they can produce your product, but demonstrate a clear ability to
qualify themselves as a viable supplier (familiarity with your specs, good
communication, proactive, knowledgeable about materials and process,
etc.).
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8
STEP EIGHT

Eliminate Suppliers
Based on Responses
& Qualifications

With your Funnel, you should be able to start confirming whether or not the
suppliers you hear back from and engage with, possess the necessary traits you
are looking for. This is essentially a quick supplier evaluation and selection
phase.
If the supplier is unsure of key product information.
This suggests they are an intermediary and not the actual manufacturer,
which you will usually want to avoid.
If the supplier takes more than 2 business days to respond to your
initial outreach or subsequent emails.
This suggests they’re either not that interested in your business,
overwhelmed with the current customer base, or just a bad potential
partner.
If the supplier avoids answering your questions or answers all of
them with a simple yes, without going into detail or explanations
where warranted.
This suggests the supplier is either lazy or just willing to say whatever they
need to say to win your business. Make sure they respond in detail where
appropriate.
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If the supplier provides informal quotes via email
or messenger.
Requests should be formal and professional.

Don’t be afraid to remove suppliers from your list, that’s why you sourced
50-100 to begin with. Anything that seems remotely off, use your best
judgement on this, should result in immediate removal from your list.
If you need to, re-source more factories, as it is a lot better than working
with a sketchy supplier!
Based on their responses or lack thereof, move on to Step 9.

Common Supplier Tactics: How You Should Respond #2
In a second example of shady supplier tactics, you might receive an email like the one below
after having confirmed a QC Inspection company before placing an order with the supplier:
For the product R&D, I think it is part of our company confidential information, so we do suggest
XXXXXX just do the final quality checking after we finish 100% of goods before shipping is
better. We will control each parts quality in good level. Do not worry.
Hope you could understand and support.
OK?
The supplier is telling you they will do QC. What could possibly go wrong? The email sounds
simple enough. But the reality is that by trusting an unproven supplier you’re putting your
company’s reputation at risk. A situation like this, where the factory casually suggests skipping
some critical steps before the final inspection should raise a red flag. Sadly, this is a fairly
common response from a supplier. Obviously, they are trying to control all QC internally, which
almost always means it would fail a 3rd party inspection. So, you can bet on final inspection that
you’re 3rd party QC company will find a lot of defects, quality issues, etc. Then it’s common
practice for the supplier to apologize and assure you the next order will be better.
The solution: Don’t back down on anything that was in your purchase agreement or contract.
And remember that QC Inspection is one of the most critical steps in the entire manufacturing
process. DO NOT SHIP ANYTHING WITHOUT HAVING IT INSPECTED! You can read 29
more about the different types of inspections a little later in this guide.

9
STEP NINE

Determining Qualified
vs. Unqualified
Suppliers

Essential Factors to Consider
Before Contacting Suppliers

As you comb through your list of suppliers, you should be getting quite efficient at
removing ones that are unqualified. While our six traits of a qualified supplier are a
good starting point, there is a lot more qualifying metrics that need to be
considered, regardless of whether or not you’ve included them in your list of
desired traits.
As your vetting progresses, you’re going to want to increase your supplier
selectivity. We are going to go through additional qualifiers that will help further
weed out inadequate candidates.
The additional qualifiers we are going to be going over are:
● Quality Management Systems
● Certifications
● Meeting Requirements
● Openness to Third Party Inspections
● Business Bank Accounts
Quality Management Systems, or QMS for short, is defined as how a factory
handles quality control processes. While it may seem like quality control is
conducted via inspecting the goods individually and looking for defects, the QMS
process of a legitimate factory should be held to a much higher and more
stringent standard. Unfortunately, not all suppliers understand this, which is why
we look for suppliers with an actual certification in a QMS.
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Proper QMS standards show documented guidelines for exactly how a
supplier should handle their internal quality control processes.
The most common form of QMS is a supplier being ISO 9001 Certified. In
short, if a supplier has their ISO 9001 certification, it demonstrates that
they take quality control procedures seriously and have invested both time
and money to attain their certification. While this does not necessarily
guarantee any level of quality on the products, it does show the supplier’s
efforts and also lists their procedures for internal processes of quality
control.
Anytime I see a supplier focusing on QMS, I quickly add them to my list of
pre-approved suppliers so that I can investigate them more closely, as this
is often a validating trait.
If I really want to see how educated they are in their QMS standards, I
simply ask them to explain it (I speak Mandarin, which is almost required
when asking detailed questions). Suppliers truly versed in QMS will have
no problem going into detail, and are often excited to do so since this
question is usually only asked by experienced and serious buyers.
Customer Service: If you’ve gotten this far with them, it most likely means
their customer service has been at least satisfactory. But remember, you
are looking for any and all reasons to rule them out. Therefore, if you’re
simply unhappy with the way they treat you, give them the boot!
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Certifications: Certifications are usually conducted while the goods are
still at the factory, but are 100% your responsibility as the importer.
Here is a list of red flags to watch out for, which should immediately rule a
supplier out of your list:
●
●
●

Fabricated certificates – certificates created by lab employees within
one of the major testing companies
Fake certificates
Unknown testing companies

Fabricated certificates are incredibly difficult to spot. A lab employee could
enter the certification into their company’s system, all checks would show it
to be a real certification, but the test was never done. When in doubt, use
multiple laboratories.
Fake certificates often come in the form of .jpeg, .png, .doc or scanned
documents. A real certificate will always be issued as a .PDF file. If you
are ever unsure of the legitimacy of a certificate, you can always contact
the testing company to verify. Some companies allow you to search
through their online database for verification. Below is a list of popular
company databases. Click to open the corresponding website:
Intertek
Rheinland
SGS
TUV:
VDE:
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If you’re ever unsure about a testing laboratory, you can always Google
their name and see if they are ISO 17025 certified. You can also take a
closer look and determine if their testing scope includes the product you
had tested.
The most important thing for all importers to understand is, YOU are
always responsible. A factory’s job is to produce the products, but anything
that happens after that is on you. Do your due diligence and take the time
to ensure all safety and compliance requirements are covered to help
minimize your risk of customs seizure, lawsuits, or other costly situations.
Essential Factors to Consider While Communicating with Suppliers
By now, you should be speaking with 15 - 20 potential suppliers. Having
already prepared your product specification sheet, you should have a good
idea of which suppliers are capable of meeting your specified
requirements, and which are not. Your product specification sheet was
created based on the exact requirements you intend on manufacturing.
Some suppliers may attempt to steer you towards their specifications; don’t
let them, as this usually means it will make them more money and cost you
quality. If you did your research correctly, you should already know exactly
what you want and the product specifications needed to a meet your
requirements.
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A supplier unable to meet your product specifications should be making
their way to the rejection list. The only time you’ll want to reconsider this,
is in the event all, or most, suppliers can’t meet your requirements. If
this is the case, then you may need to reevaluate your product specs.
If you communicate your needs effectively during this stage, any
uncertainty will likely be uncovered. Just remember, things do happen
that force us at pivot and adapt. But before resorting to this, make sure
supplier clearly understand exactly what you need. This is where having
a native Mandarin-speaker will be of great benefit to you.

Openness to Third Party Inspections: If you are following these
guidelines, then you will, without a doubt, be contracting a third party
quality control inspection company to inspect your production at some
point during the production process.
With this being said, any supplier who objects to a third-party inspector
visiting their factory at the time of the production, should immediately be
ruled out. If they are trying to hide something from you, you do not want to
work with them. (see tip section in previous chapter).
You can mention to the suppliers, “We plan on having a third-party
inspection company check the production once it is underway. Just making
sure you are okay with this and it can be added to our purchase agreement
when the order is placed.” Their response to this question should leave no
doubt that they are not only ok with this, but invite you to do it.
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Business Bank Accounts: You always want to work with a factory that
not only has a business bank account, but the account name should be the
same as the factory name. This could end up saving you thousands of
dollars in potentially lost funds. Many times, you’ll run across a bank
account that is registered to an individual. It’s up to you to do more
research or hire an outside service to validate it for you. This is something
we do with every supplier we work with to ensure our customer’s safety.
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As of late, there is a surprisingly common scam in China where internet
hackers obtain the passwords of factory’s email addresses. After getting
the passwords, they email the victims clients and demand funds be sent for
their orders immediately, or else the production will stop. They use fear
and intimidation to force payments from the buyers. What the hackers also
do behind the scenes is change the bank account numbers to their own,
thus turning the customers into the victim's as they unknowingly wire all of
their funds into the hacker's account. The hacker gets the money; the
factory has no knowledge of such breach and deny any accusations from
the customer. This results in disaster every time. So please be suspicious
if a factory demands early payment, or payment that doesn't match the
terms outlined in your purchase agreement.
The other reason obtaining bank account information early on is important
is to ensure the sellers are accurately representing themselves. If they say
their name is X but their bank account shows Y, you might want to have an
additional conversation with them as to why these two important details
differ.
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Bonus points for suppliers during selection: Research & Development
Team, Holding Certain Certifications, IP, Patents, Supplier to Fortune 500
companies, International Awards, Exceptional Factory Building and
Production Floor appearance, etc. - Any factory that is excited to share
these things should be noted as these are bonus points you will want to
factor into your decision since they usually represent additional effort,
pride, and desire on the part of the supplier to be a leader in their industry.
As you run through this checklist and continue to rule out the less qualified,
you should be satisfied that your remaining suppliers are “good enough” to
move forward with.
Now is when you can finally consider price point!
We know some of you have been going crazy, thinking we forgot all about
price, but it is intentionally left towards the end.
Think about it: if price was your most important criteria, it would be almost
pointless to factor in any other qualification. And using pricing alone as
your main qualification can be very dangerous! But now, you can start to
factor is price as a consideration for qualification. But bear in mind that in
China, more so than almost anywhere else, you get what you pay for.
While there is room for price negotiation, don’t get overly demanding or it
will cost you in the end (read the linked article above).
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STEP TEN

Organize Your
Product Quotations
and Suppliers

If you’ve been following along, you have effectively gone from a list of 100
suppliers, down to a very small list maybe 5 - 10 suppliers. Granted, to get
to this point usually takes weeks and is the source of more than a few
headaches and mild panic attacks. But you’ve finally narrowed the list to
something you can effectively work with.
Nice work! You’re not too far away from ordering samples!
Ideally, you’ll want to figure out how trim your list down to about 5
suppliers. Five suppliers are a lot easier to manage than 10, and while it
may still feel like information overload, I’ll try and provide you with some
tips to help keep you organized in your efforts.
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Spreadsheets are Your Friend

As you may have noticed by now after creating the Funnel, a lot of information
can be added to your spreadsheet. We’re going to attempt a little spring cleaning
to help you get yourself organized and ensure everything is properly
communicated to and from your selected suppliers.
If you haven’t already, take your five qualified suppliers and add them to a fresh
spreadsheet. The battleground from the 95 suppliers that lost their battle can be
left behind in your wake.
Organizing Your Spreadsheet
With five suppliers, you should be able to designate one column per supplier,
giving you a total of five wide columns to add information and provide yourself a
nice visual matrix of the comparisons between the group. Leave yourself an
additional row to make notes about each supplier.
We put together a template spreadsheet you can download below. Please note, it
is fairly basic, but effective. It should provide you with all the information you need
to make a decision and evaluate the suppliers. It also has a sample spec sheet.
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If you’re making your own spreadsheet. it should look something like
this. Feel free to download our template and make it your own by editing it
fit your needs.

We also have a section in our template for supplier rating. Basically, you
assign a score of 1-10 to ten of the most important factors when
evaluating suppliers. The spreadsheet then sums the column and
calculates a score for each supplier (out of 100).
This provides a quick way to rule out any suppliers that are clearly outside
of your acceptable range. Just be sure to note which metrics they excel
at, as some are more important than others. You could assign weighted
scores to the most important metrics, like sample quality, quality
management, or the critical rating of your “instincts” as they relate to the
general feeling you get about the supplier. While certainly not objective, it
is nevertheless important. After a few years, you’ll develop a 6th sense for
which suppliers are good and which are only pretending to be good.
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An Organized View

Have you ever shopped for a new laptop, TV, digital camera or any other complex
electronic device online? Almost all websites that compare multiple products
organize the specifications in a grid form. The reason for this is to clearly illustrate
the differences at a glance so you can more quickly make a decision. You don’t
have to look up each model and scroll through the descriptions and specs trying
to extrapolate the relevant data.
It’s the same concept here. More importantly, by organizing your information in
this form, you can continue to add specifications that you discover from one
supplier, and compare them with the other suppliers. Just add additional rows to
the spreadsheet, or go as in-depth as you want with pivot-tables, charts, and
graphs. Anything that helps you more thoroughly evaluate a supplier. After all,
your decision could make or break your business!
During the ordering stage, this sheet will prove to be even more useful when you
are organizing your production manual, product specification sheets, purchase
orders, and purchase agreements. The key is to make it comprehensive without
making it complex. There’s a big difference.
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Supplier Communication

From years of experience, I can tell you that most sales agents are not the most
organized people in the world. One would assume, when speaking to a sales
agent, that they are diligently taking down notes of all your requests,
specifications, and other relevant items. The reality is quite the opposite. So be
sure, on your end at least, to be meticulous in your documentation efforts. You’ll
be conducting a lot of communication via e-mail, and the e-mail chains will soar
into the hundreds.
Do yourself a favor and utilize whatever organizational tools you are comfortable
with and stick to it. The sheer amount of data can and will become overwhelming
very quickly. Also, you will absolutely want to create a new email account for
dealing with suppliers, as they will be relentless in their attempts to get you to buy
from them. Something like purchasing@youremail.com or other email that hints
that you have the power to make decisions.
The Cream of the Crop: The Suppliers that Made the Cut.
Was that a lot of work? Absolutely! But you can also be a lot more confident in the
supplier's you’ve found, because you’ve done your due diligence and properly
compiled and vetted your list! Usually, the next stage is to order samples from the
5, or so, remaining suppliers.
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Ordering Samples

Ordering samples is sometimes a strategy in and of itself. We could likely (and
probably will) create an entire guide on the best practices for ordering samples,
but, we’ll leave you with just the basic points here:
1.
2.

3.

4.
5.
6.
7.

Always order samples from every supplier you’re seriously considering.
Always order more than one sample per factory. This ensures they aren’t
“cherry picking” and sending you the best one of the bunch. You can tell
them you need a sample for each of your sales reps or offices.
Don’t shy away from suppliers charging high prices for samples - you’ve
already qualified them, and if they turn out to be the ideal supplier, they
should also refund the sample fee when you place an order. Bickering
about the sample fee is a dead giveaway that you’re not the type of
business the supplier hoped for. It only goes downhill from here.
It is better to spend some money on samples than it is to waste a lot of
money on unqualified suppliers.
Pay for samples the way the supplier requests - you’ve qualified them, so
there should be no fear of them running or disappearing with your payment.
If you’re hesitant about a factory, disqualify them, as you should have
“trusted your gut” long before they made this stage.
If you want to recoup some of the sample costs, feel free to sell them via
eBay, which is also a good way to validate the product even further.
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Putting it all Together

Now that we’ve covered the Funnel Sourcing technique, you should have a list of
qualified supplier from which to order samples and evaluate for quality. If you decide to
source yourself, and not hire a sourcing agency or SCM (supply chain management)
service, the best piece of advice you’ll ever get is this: come to China in person. As
they say, “A day on the ground here, is worth a month in the office.”
That saying is absolutely true. The best decision you can make for your business is to
book a trip here and experience the process for yourself. We suggest coming for the
Canton Fair or one of the Global Sources trade shows. While here, make sure to meet
with any prospective suppliers and tour at least a few factories so you can get a realistic
idea of some of the dramatic differences between them. Always check out the production
floor and the employee bathrooms! They provide a lot of insight as to supplier quality.
Also, be sure to read up on Chinese business culture, keying in on how it differs from
that of the Western world. The differences are astounding, and very important to your
success here. If you don’t have a Mandarin speaker on your team, you will want to book
a translator for your trip, as supplier’s English is very remedial, if they have any at all.
And when you do visit, remember this: in China, cash is King. Bring enough of it so you
don’t have to rely on credit cards.
The rest of this guide will be devoted to helpful resources as well as an in-depth section
on what is without a doubt the most important aspect of having a successful business
venture here: Chinese business culture as it relates to supplier relationships, in particular
the concept of Guānxi.
Enjoy the rest of this guide and please remember to register on our site for more useful
guides and tips!
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Helpful Resources

Here is a list of websites that offer helpful information on various
topics that you may find useful:
• Tips on planning a business trip to China
• Selling Private Label products on Amazon? Let Scott Voelker, The
Amazing Seller be your guide!
• Jordan Malik is a proven Amazon top seller that maintains a helpful
blog as well as other useful tips, software, and guides.
• Was your Amazon listing or account suspended? There’s only one
name to call to help you out of that mess--Cynthia Stine.
• Details and listing of all the trade shows in China
• Differences between Western and Chinese Business cultures.
• Be sure to figure out your duties and taxes with this useful site.
• Unsure of a supplier? Have them checked out & audited.
• Verify suppliers on your own with China AIC.
• Evaluate suppliers & spy on your competitors and their suppliers with
Import Genius. The tools the pro’s use.
• Ensure your products are QC inspected before leaving China!
• Check out the China Law Blog and learn more about how they can
help you draft binding agreements and contracts with your suppliers
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STEP ELEVEN

Added BONUS: How to
Capitalize on Supplier
Relationships

Data Analytics & Relationships

Big Data plays a critical role in every business across the globe. In fact, it is set to
be the biggest catalyst of change in our daily lives in the near future. Currently,
most businesses use about 1% of their total available data. And that is usually just
to spot anomalies and problems, not for optimization and prediction, which
provide the greatest value.
Big Data is poised to become one of the most significant technology trends with
the potential to disrupt the way organizations use consumer’s behavioral data to
analyze and transform it into valuable insights. The point of this is to help you
realize the power of big data so you can get in early and rocket past your
competitors.
There have been a few recent launches of companies that provide phenomenal
data analytics for ecommerce sellers. While companies like this have existed for
several years, they haven’t fully utilized, modeled, and presented data as
effectively as they could have. This has all changed in 2016. A company called
Skubana is fast on its way to world domination in the data dashboard and metrics
space of the ecommerce industry. If you sell in one channel or ten channels, you
owe it to yourself to at least check them out. Some of our customers swear by
them, and these are sellers who have tried every option available.
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87% of businesses believe Big Data analytics
will redefine the competitive landscape of their
industries within the next 3 years.
-Accenture & GE
Here at Guided Imports we hopped on the Big Data train early, as one
of our advisors has a master’s degree in business intelligence and data
analytics. He was on us since day 1 to start developing a process and
hiring for a position in data science. One of our biggest competitive
advantages is how we deal with, and what we do with, the multiple
streams of data we collect. On a customer level, it’s relegated to strictly
list segmentation, content delivery, and customer buying personas, as
we take our privacy policy very seriously. But supplier data analytics is
where we really step out from the crowd.

.

Our team of 15 sourcing agents and account
representatives in our Shenzhen office have
access to a custom database of all suppliers we
do business with that has every detail you can
imagine. Things like photos of the factory floor,
manufacturing equipment annual sales,

registered capital, every contact at the factory with email addresses,
phone numbers, skype Ids, WeChat and QQ accounts, birth dates for all
employees, details about each manager or owner’s family, hobbies, likes,
dislikes, favorite restaurant, wine, etc. These details not only allow us to
know precisely which products they make better than other factories, but
they help us in what is the most important factor in running a successful
business in China: Guanxi
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More than Just Supplier Relationship Management (SRM)
For us, relationship building with our suppliers goes far beyond the typical
SRM that most companies implement. Early on in Guided Import’s
development, and after having lived here in China for a couple of years
already, I knew that to be the industry leader in the sourcing and supply
chain management (SCM) space we would need to go above and beyond
the basics of SRM. Why? Because in China, relationships are key in
conducting business successfully
Relationships are the foundation of the Chinese cultural concept of guānxi,
which is the most essential element of both the social and the business
culture here. It is a term that has no literal translation in English, but it’s a
highly nuanced and very “deep” idea of relationships that has elements of
trust, respect, “face”, obligation, hierarchy, understanding, dependability,
accountability and a host of other, similar values all connected in this
esoteric notion that goes back thousands of years.
I can say with 100% confidence that if you don’t master guānxi, you will not
be successful doing business in China-or at least as successful as you
could be. And it’s not something foreigners can pick up easily or quickly.
I’m going on year 9 in China and typically interact multiple times a day with
Chinese colleagues and suppliers and I’m STILL learning the various
facets of guānxi.
50

The reason why so many Western businesses fail in China is because they
fail to adapt to the unique business culture of China. It is completely
different than doing business almost anywhere else in the world.
I see it all the time: a new Western business opens in China and they
quickly realize they can’t compete with the native Chinese businesses. And
it all goes back to guānxi. To even get close to understanding this
omnipresent concept, you have to realize that Chinese business is based
off trust and relationships, as I previously mentioned. But Chinese society,
and especially the business world here, has a very different view of trust
and relationships than do westerners. Rather than belabor this point, you
can read this concise article in Harvard Business Review if you’d like to
learn more.
The reason I devoted so much space to this topic should be obvious:
if you’re going to do business with suppliers over here, you need to have a
firm grasp on these cultural differences if you truly want to succeed and
rise above your competition. We do it very well here at Guided imports,
but I realize that not everyone is going to sign up to become a customer,
so It then becomes my responsibility to make sure you’re armed with the
best information so you can succeed on your own, if you so choose.
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How to Capitalize on Your Supplier Relationship
In China, your relationship with your supplier is absolutely paramount in
your quest to successfully source quality products at the best price. We
handle all supplier relationships for our clients, from cultivating them to
maintaining them and improving them. It’s accomplished by a series of
personal interactions and meetings in both a social and a business setting,
and is an ongoing process.
Once you reach a certain level of guānxi with your supplier, you will own
your niche. You will typically get the best pricing, better quality, and better
service from your supplier, all without asking. Relationships are that
important here.
If you choose to source on your own, it would be a wise decision to come
to China and meet with your supplier on a regular basis to start to build a
relationship. Many sellers come over to attend the Canton Fair and will
schedule time to meet with their suppliers. Since the fair is spread out over
the course of months, the very successful sellers will come over for a
couple of weeks and schedule multiple meetings with their factory
managers/owners. Many of these meetings are social events that start with
dinner, progress to a ubiquitous KTV bar. and then end with more food and
drinks at a late-night restaurant.
52

Once you start to form a meaningful relationship with your supplier, you will
notice an observable uptick in your overall success with them. Whether it’s
better payment terms or better quality raw materials, the benefits to
cultivating, maintaining, and improving relationships with your suppliers
have tangible effects. Without question, the most successful sellers have
great relationships with their factories--or pay someone to act on their
behalf in this capacity.
One interesting side note: almost all of our meetings or phone calls with
new suppliers start with conversation and don’t touch on specific business
topics until later in the relationship. Depending on the situation, it could be
minutes, hours, days, or even weeks later when we finally address the
details of the proposed business relationship. Whenever possible, we
usually prefer to meet with new suppliers face to face. Usually this involves
a quick factory tour and then moves to a social setting. This is how we
ensure that a long-lasting, mutually beneficial relationship will be the result,
if they initially pass the “eye test/gut test”. As I mentioned previously, your
instincts are important during your first contact with a potential supplier.
And after almost a decade of honing our instincts here in Mainland China,
ours are about as accurate as one could wish. Your instincts will sharpen
with experience as well. Too often new sellers rely on the luck of the draw,
and are disappointed when the supplier they chose turns out to be not as
great as they had hoped.
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STEP TWELVE

Doing Business in China:
You Have Choices

Problems Solutions

Are You up for the CHALLENGE?

★
★
★
★
★
★
★
★
★
★

★
★
★

Working with suppliers that either don’t speak your language, or don’t speak it very
well.
Communicating with these suppliers and hoping the important details don’t get lost in
translation.
Dealing with suppliers in a time zone that is 12 hours opposite of your own.
Trusting suppliers to make a quality product without being able to check on it in person
Hoping you choose a reputable supplier from a seemingly endless sea of options.
Making sure your completed product meets your expectations and quality standards
without seeing it.
Counting on your production to be the same quality as your approved sample.
Praying that any agreements or contracts you have with your supplier will be
enforceable if something goes wrong
Assuming your payment will be safe in the hands of a supplier you’ve never met, or
likely even spoken to.
Believing that your intellectual property, patents, and product will remain yours, even
though it’s now in the hands of the world’s largest manufacturing nation and one known
to produce counterfeit goods.
Having faith that your supplier doesn’t catch on to your supply chain and sales platform
and decide to sell your product against you for a fraction of the cost.
Hoping that the supplier’s certification documents are authentic so that your products
can make it through customs without being seized.
Knowing that you’re essentially doing business in a foreign country blindfolded and
feeling the need to develop a more effective strategy than the “hope & pray” model that
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so many other sellers are currently utilizing.

Mitigating Risk: Two Fundamental Choices
The list on the previous page isn’t meant to scare you. Rather, its purpose is
to show you just a few of the assumed risks involved in doing business in
China from your office in the USA or Europe.
All entrepreneurs and businesses that choose to do business in China are
aware of these risks. The successful ones accept it, and have a carefully
crafted strategy to help manage these risks and increase their odds of
victory. I say victory because there are definite winners and losers in this
“game”.
If you’re not fully prepared to take on these risks, it would be wise to take a
page from the playbook of similar businesses that have found success in
China and follow their lead. I’m talking about partnering with a proven
sourcing agent or agency in China to help mitigate your risk. Not only can an
experienced sourcing service reduce your risk, but some of the full-service
agencies can virtually remove China from your schedule altogether. This can
be accomplished by having them handle all of your business transactions
that involve China. From dealing with your supplier and freight forwarder to
carrying out quality inspections and product prep, a quality SCM company
can make your life much easier when it comes to China.
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Outsourcing China

Strategic Partnerships Allow You to SCALE
While this guide provides information and process descriptions, it still relies on you to
put in the work. And as noted previously, the time commitment is substantial. We all
know that time is money in any industry, and especially in ecommerce. Successful
sellers and businesses realize that their time is better spent working on their business
to help increase sales, grow market share, and scale their operations. The only way
to accomplish this is to have this critical sourcing & supply chain process handled by
either a full-time in-house purchasing manager, or outsource it to a capable third party
partner.
By outsourcing China, you’re removing one of the most time-intensive, risky, and
potentially disastrous components of your business and putting it in the hands of
professionals. This will not only free up a significant amount of time for you, but by
doing so, you’ve effectively streamlined and optimized your operation, allowing you to
scale your business by focusing on more productive and immediate tasks.
If you decide to hire a Supply Chain Management (SCM) service, it would make
sense to have them physically IN China. Many sourcing agents and SCM companies I
see today, have offices in the USA and end up outsourcing your project to their
“agents” in China. You know what means? They’ve just outsourced your outsourcing
efforts. This is usually not the ideal situation, as you’re paying for an expert partner to
represent you in China, not to hand you off to their outsourced service in China.
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Why Choose Guided Imports?
The Funnel Sourcing Strategy outlined in this guide is something we developed at
Guided Imports. When we couple this with our vast network of literally thousands of
qualified suppliers and apply our expertise and knowledge of doing business in
China, you can understand why we are the #1 most recommended sourcing
service in the industry.
Our clients are our #1 focus and we always act exclusively in our client’s best
interest and with total transparency – a rarity in China. That translates into lower
product costs, easier communication, fewer headaches, and an optimized and
streamlines sourcing process. We are also one of the very few sourcing/importing
companies that prohibits our employees from selling products online. You’d be
shocked at how many other companies allow this, which is essentially the same as
selling against you!
There Is No Middleman, No Agent and No Margin. Guided Imports Is Your
Branch Office in China. We do not mark up a supplier’s price or work on
margin or commision -- we charge a transparent fee-for-service.
Guided Imports is a full-service supply chain management company that focuses
on end-to-end sourcing and related services for companies that currently buy,
manufacture or are looking to source Chinese products. We are a global firm
serving clients in the Americas and Europe through our offices in China and the
USA
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There are a plethora of options when it comes to choosing a sourcing & supply chain
management company to help you with your production in China. In fact, we’re sure you’ve
been hit up by many of them via Facebook, email, or Twitter. So why choose Guided
Imports?
Here are the reasons our customers tell us they chose Guided Imports.

❖

One of the only US owned sourcing & supply chain management companies
with offices actually IN China, thus providing you with a US partner with boots on
the ground in Shenzhen.

❖

Our China office is staffed with a talented team of sourcing and manufacturing
experts as well as US managers. All of whom speak both Mandarin and English.

❖

We utilize a transparent, non-commission fee structure to ensure we’re operating
with our client’s best interest at heart, and not the suppliers.

❖

We provide a comprehensive and constantly updated report for our clients so
they are able to quickly see how far along their production is and the details
associated with their project.

❖

We understand Chinese business culture. It literally takes years to grasp and
become proficient in the nuanced Chinese concepts of guānxi, Lian, Mianzi, and
other native notions and how they play a HUGE role in business as well as
social interaction. This is often the disconnect among most sourcing companies.
Without expertise and experience in this area, achieving the ideal and most
productive relationship with a supplier is not possible.
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❖

We not only don’t allow our employees to sell on Amazon, they are forbidden
to sell online at all! We take client product security and confidentiality seriously.
You’d be surprised at how many sourcing agents actually sell products online,
which in our mind is a GIANT conflict of interest.

❖

Guided Imports prides itself on operating as an extension of your own
organization. Key to achieving this kind of integration is our Western
management team on the ground in China, directing and working alongside our
local sourcing agents and manufacturing experts. Being a US owned and
operated we are able to offer the dedication, work ethic, and quality standards of
the United States & Europe combined with the advantage of Chinese prices.

❖

While the list could go on for pages, the factor that may matter most to each of
you reading this is: Guided Imports is the only sourcing & supply chain
management service recommended by the industry’s top sellers and
experts.

Guided Imports understands that the key to any great partnership is communication
and trust. Find out today how we can help you streamline your sourcing, production,
and supply-chain in China by optimizing and managing it for you and allowing you to
focus on scaling your business and increasing sales.
We are excited for the opportunity to earn both your business and your trust. Get
in touch with the Guided Imports team today to jump start a new, more profitable
and growth oriented era for your ecommerce business!
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Ready to Take it to the

NEXT LEVEL?
Let Guided Imports show you why we are the #1
recommended Sourcing & Supply Chain
Management service for ecommerce businesses
who are looking to scale.

LEARN MORE

