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Build a Comparable Supplier Shortlist Before
Comparing Mushroom Ingredient Prices

A procurement method for separating equivalent offers, visible alternatives and unresolved
gaps before price enters the mushroom ingredient decision.

Three suppliers can all quote “reishi extract” while offering three different purchasing objects: a
fruiting-body water extract, a formulated extract powder containing a carrier, and a milled
mycelial material. A spreadsheet can place their prices in one column, but the arithmetic does
not make the materials equivalent.

Supplier comparison should first create a comparable shortlist. Alternatives can remain in the
project, provided their differences are visible and assessed separately. This preserves
potentially useful options without allowing a lower price or higher percentage to erase a
material mismatch.

Set the project boundary before scoring suppliers

Divide the requirement into three groups:

o Entry requirements: a missing or failed item means the offer is outside the present
shortlist.

¢ Negotiable attributes: a range or technically justified alternative may be assessed.

¢ Open buyer decisions: the buying team has not yet defined the requirement and should
close it before final sample evaluation.

Entry requirements usually arise from material identity, labelling boundaries, destination-market
needs, critical application constraints and risk controls. They should remain few enough to
represent real decisions. A long inherited checklist can create activity without improving control.

If fruiting-body material is an entry requirement, an offer that does not state the fungal material
is incomplete. It should not receive a provisional high score because other fields look attractive.
If a supplier proposes a mycelial alternative, record it as an alternative and identify which
formulation, analytical, labelling and commercial assumptions must be reopened.

Translate every offer into the same product language

Keep the supplier's trade name for reference, then restate each proposal using controlled fields:

scientific name and fungal material;

powder, extract or declared blend;

starting material and substrate status;

extraction medium and extract-ratio basis, where applicable;
complete finished composition, including carrier or other additions;
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6. critical specification values with methods, units and reporting basis;

7. application attributes and test conditions;

8. traceability, documents and change-natification basis; and

9. packaging, delivery point, quantity basis and timing.
Write “not provided” when information is missing. Do not import an answer from a similar
product, marketing page or generic certificate. Visible gaps are useful: they show where the
comparison is not yet mature.

Method language also has to be normalised. Total polysaccharides and beta-glucans are not
the same analyte. Two beta-glucan results may still differ by method version, matrix,
preparation and reporting basis. Reishi “total triterpenoids” from a colorimetric response and a
chromatographic panel of named acids should remain in separate fields.

Use three review tracks instead of one total score

An early composite score can hide a disqualifying difference. Keep three tracks until the
shortlist is technically stable.

Product and production definition

Confirm that the material, process category, finished composition and critical methods
describe the intended purchasing object. Review how the supplier connects raw-material
identity to production and released batch records. This track establishes equivalence or
records a deliberate alternative.

Evidence and application

Review whether the specification, representative COA and method information answer the
project questions. Check a laboratory's relevant accreditation scope where that matters. Test
samples under the same formula, use level, equipment, process and observation schedule.
Document both passing results and deviations.

Commercial execution

Compare sample and commercial packaging, quantity basis, delivery location, trade terms,
document work, change notification and timeline. These fields affect practical procurement,
but they should not compensate for an unaccepted material identity or method mismatch.

The three tracks can be combined only after the team has decided which differences are
acceptable. Until then, preserve the reason behind every score.
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Make deviations the centre of the comparison

Send all suppliers the same requirement and ask them to mark each line as met, alternative,
not met or information unavailable. Add four buyer-side fields: impact, evidence required,
owner and decision.

Requirement
area

Material identity

Process and
composition

Critical
specification

Application
performance

Market
documents

Commercial
basis

Supplier response

Met / alternative /
missing

Met / alternative /
missing
Met / alternative /

missing

Met / test required

Available / pending

Available / pending

Buyer impact review

Does it change product identity
or labelling?

Does it change dose, analysis
or application?

Is the analyte, method and
basis equivalent?

Does it affect manufacturing or
sensory acceptance?

What assessment remains with
the buyer?

Does it change landed or
operational cost?

Evidence or action

Identity and traceability
documents

Process summary and complete
composition

Method, limit and representative
result

Controlled side-by-side sample
test

Scoped quality and regulatory
review

Defined quantity, packaging and
delivery basis

A clear alternative can be more valuable than an unexplained “complies”. The table should
reward visibility and evidence, not the appearance of agreement.

Compare cost only after defining what will be used

Once the technical shortlist is stable, compare price on a common commercial basis. Where
accepted alternatives remain different, record the factors that change real project input:

e quantity of delivered powder required at the intended formula use level;
e carrier or excipient basis;
¢ additional mixing, dispersion or processing work;

¢ verification and document review still needed;

e packaging, logistics and delivery assumptions; and
¢ likelihood of a new sample, reformulation or repeat testing if a condition fails.

Avoid inventing a false-precision “total cost” when inputs remain unknown. An explicit
unknown is better than an optimistic assumed value. Sensitivity ranges can be used when the
team has credible boundaries.
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Read documents as scoped evidence

Certificates, audit reports, specifications, COAs and declarations answer different questions.
Their value depends on the issuing entity, product or activity covered, method scope, validity
period and link to the relevant batch or shipment.

Counting documents is therefore a poor proxy for suitability. A large pack may not establish
the identity of the offered ingredient. A smaller pack may reveal a focused gap that can be
closed. Record the decision each document supports and the question it leaves open.

In the U.S. dietary supplement context, Food and Drug Administration guidance describes
specifications, supplier qualification and conditions for relying on supplier COAs. That
framework is market- and product-specific. It does not create a single global supplier
scorecard.

Review the supplier as a continuing production relationship

The selected offer has to survive more than the sample round. Confirm how the material
definition is carried into routine production, how batches are sampled and released, how
deviations are investigated, and which changes trigger review or notification.

Biosan's manufacturing-led approach places the current product definition, core in-house
processing, method context and relevant documents in the same discussion. Send a
standardised requirement and deviation table with the intended application, destination market
and commercial basis. Biosan can then identify where the current format aligns, where an
alternative needs evaluation and which information must be resolved before a meaningful
quotation or sample comparison proceeds.

Author---Yi Zhang
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