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The journey of finding the right 
contract manufacturing partner
More often than not, the path to find the right co-packer can be a labyrinth, even for 

the experienced executive.



It’s very rare to start a search and right off the bat, find the right co-packer and work 

through all the steps to commercialize a product. For a team beginning this process or 

returning to this process, they must realize that there will be long periods of waiting 

for steps to begin or be completed. There will be disappointment even when all of the 

indicators seem positive; and, if one isn’t thorough, you can end up starting all over 

again when you find out that the co-packer you chose cannot fill your orders on a 

consistent basis with a quality product. 

The key to finding the right co-packer is in the search

To use a relationship analogy, you want to date as many potential matches (and even 

some that you know won’t be the answer) as possible so when you do find the one to 

“marry” the experience of comparing them to all the others will give you confidence 

you’ve found the right one to work with. 



Falling in love too early works occasionally, but most of the time finding and 

comparing multiple options is the best course of action.

The more thorough the search, the more time, money 
and opportunity costs are spent.

It’s only looking back does one see the value in opting for the thorough search.  

Finding the right co-packer and subsequently not having to leave later is worth 

hundreds of thousands of dollars to a growing brand. To a brand that grows to annual 

revenues in the tens of millions or more for many years, the value of a successful 

search is easily worth a million dollars or more. A simple spreadsheet analysis will 

show this to be accurate or ask any experienced food and beverage executive.
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Timing is a major factor that is often misunderstood by many search parties.  Often 

you will find a co-packer who can do most or all of the things you need but they do not 

have the time or do not want to commit to providing the time the project and 

production will require. That’s when having a great guide can help you get to the root 

of the issue. A consultant can often find out details from a co-packer that the 

co-packer does not want to address with the client. It doesn’t mean that there will 

absolutely be a resolution, but there are many examples of an intermediate bringing 

two parties together when the outlook was not positive.



Hurry up and wait!  There is a great deal of waiting in these searches. No one is going 

to set aside all of their projects to focus on yours. Usually time is allocated based on 

availability of personnel, equipment and ingredients.  Internally many co-packers are 

staffed very lean and you have to understand that your project is usually one of many. 

There are many things to do in the meantime and a good consultant will help you use 

your time waiting productively. 



Perplexing responses: Sometimes you’ve checked all the boxes and there’s still no 

final commitment from the co-packers you are considering. Remember they only have 

so much line time, so if they think an existing customer is going to grow or add more 

items on the line you want to use, you may find the co-packer hesitating to commit to 

your brand. This is another example of when a consultant can help find out what is 

making the co-packer hesitant to commit.

The right co-packer with the right equipment and procedures, 
in the right location with the right efficiencies to create the 
margins required for the product line to compete will make or 
break a company.
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How much is a good co-packer worth?

Let’s imagine you create a product line that does 5 million a year to your wholesale 

suppliers. Now let’s imagine  you have a subpar co-packer and they are only able to 

ship 90% of your orders. That 10% would be $500,000! At a 40 margin, the brand 

would lose $200K of free cash flow and that’s only a single year. 



For a small company that doesn’t run often, a prolonged out of stock is even more 

devastating. If you run 5 times a year and you do 1M in wholesale sales, a hold up 

could cost you 20% of your orders or $200K in a year!



What if the co-packer cuts corners and there's a food safety recall? 



The co-packer might have the ability to repay you, but what about the damage done to 

the retailers and consumers. Good co-packers can make mistakes too, but 

unorganized co-packers seem to have an array of problems and excuses that prevent 

brands from really maximizing all the selling opportunities. A great co-packer can 

actually propel a brand forward and be the catalyst for them taking market share from 

competitors. 



It takes time and focus to find the right co-packer. There were items I never came out 

with because we couldn’t find the right co-packer at the right time. Sometimes we’d 

find them later, but the opportunity in that category had been filled by others.



Dedicated 
Co-packer Search
Investment: $2,500
4-6 Week Process (depending on product format)

What you’ll receive:

A dedicated search of our procurement team searching for vetted co-packers 

using my tested search methodology that I’ve refined over years of dedicated 

co-packer searches for small businesses and Fortune 500 corporations. 



A pool of viable co-packers with capabilities, location, certifications, and minimum 

order quantities established.



We will pitch your business opportunity to viable co-packers and provide warm 

introductions to co-packers who have expressed interest that they have the 

capability and interest to partner with your business.

I'm excited to execute this 

dedicated search for your 

CPG product.

Let’s Work!
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Thank You


