
Hiring, training, and managing 
internal inspectors in China



1. Hiring

Different profiles on the job market

• The employee with experience in a trading company (merchandiser, 

purchaser…)

• The inspector with in-factory experience

• The inspector with experience in a trading company

• The professional third-party inspector

• The fresh graduate

From college? From high school?
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1. Hiring
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2. Training

You need to get this right from the start

• Bad habits die hard

• The mountains are high and the emperor is far away

Effectiveness first, efficiency second

• Certain things cannot be skipped

• Some others can be skipped if insufficient time

Documents should guide the inspector

• Sections should follow a certain sequence

• Critical checkpoints need at least a “✔”
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3. Managing

Classroom training is useless - coach in the field!

You will see many problems:

• Insufficient quantity presented

• Poor sampling of cartons

• Poor sampling of products

• Exclusive focus on certain checkpoints

• Loss of context

• No careful inspection of 1 production sample (vs. ref. sample)

• Inconsistent measurement or testing methods

• Inconsistent classification of defects

• Poor presentation of problems to factory

• Bad cameras, poor photo taking skills

• Etc.
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4. The company structure

Traditional organization
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4. The company structure

A more open structure

• Team of 1-3 merchandisers

• A few inspectors dedicated to that team

• Merchandisers spend 1-2 days a week in factories
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