How a UK Seller Cut China Shipping Costs by 30%
Without Changing Their Supplier

This case study follows an Amazon FBA UK seller importing wireless charging accessories and cable organizers from a Shenzhen
factory. Revenue was growing at approximately 15% month-on-month. Freight cost as a percentage of COGS was growing faster
than revenue. After 18 months of DHL Express for every shipment, the seller ran a systematic freight cost review and identified

three fixable problems — none of which required changing their supplier, their product, or their Amazon listings. The total saving

was 31% on freight cost within 60 days of implementation.

For up-to-date numbers on a specific lane while you read this guide, you can check current China to Nigeria air freight rates —

pricing is refreshed live from the carrier feed.

The Starting Position

e Shipping method: DHL Express, every shipment, every time

e Average shipment: 65 KG actual weight — but chargeable weight 120 KG due to volumetric billing
e DHL Express rate: $14.50/chargeable KG all-in to Amazon UK FC

e Shipment frequency: 3 per month

Monthly freight cost: 3 x 120 KG X $14.50 = $5,220

« Monthly goods COGS: ~$28,000

e Freight-to-COGS ratio: 18.6% — eating into a product that should be generating 35% gross margin

Problem 1 (Biggest): Volumetric Weight Overbilling

The cable organizer shipped in retail packaging designed for shelf display: each unit in a 22x18x6 cm retail box. Twelve units per
export carton - carton 40x32x24 cm - volumetric weight: 40x32x24+5,000 = 6.14 KG per carton. Actual weight: 1.9 KG per

carton. Chargeable: 6.14 KG — 3.2x actual weight.

The wireless charger had a similar problem: its retail box included a decorative cardboard insert that doubled the effective carton

volume versus a plain polybag alternative.

Fix applied: Remove retail packaging for FBA shipments. Goods going to Amazon FC don’t need shelf-ready display packaging —
they're in a warehouse. Switch to polybag + plain brown export carton. Cable organizer carton reduced from 40x32x24 cm to
28%22x18 cm - volumetric weight dropped from 6.14 KG to 2.22 KG per carton. Still volumetrically billed, but at 1.2x actual

weight instead of 3.2x.

Impact across a 65 KG actual shipment: chargeable weight dropped from 120 KG to 71 KG. At $14.50/KG, that's a saving of $710

per shipment from packaging alone — before any other changes.
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Problem 2: Paying Express Rates for Non-Urgent Shipments

DHL Express delivers in 3-5 business days. The seller’s FBA reorder trigger was set at 3 weeks of remaining inventory — meaning a

9-day transit created zero stockout risk. There was no operational justification for Express on regular replenishment shipments.

Fix applied: Switch regular replenishments to DDP air freight via a China freight forwarder. Rate negotiated: $8.20/chargeable KG

all-in to Amazon UK FC (vs $14.50/KG DHL Express).

On a 71 KG chargeable shipment (post-packaging): DDP air = $582. Same shipment at DHL Express (previously 120 KG): $1,740.

Per-shipment saving: $1,158. Transit extended from 4 days to 8 days — acceptable given the 3-week reorder buffer.

Problem 3: Excessive Shipment Frequency

Three small shipments per month created 3x the per-shipment fixed overhead (pickup, documentation, customs entry) and missed

weight-bracket discounts that apply above 200 KG chargeable weight on the DDP air rate card.

Fix applied: Consolidate to one larger monthly shipment of approximately 200 KG chargeable. Rate above 200 KG: $7.40/KG (vs
$8.20/KG under 200 KG). One 200 KG shipment: $1,480. Three separate 71 KG shipments: $1,746. Additional monthly saving:
$266.

The Combined Result

Metric Before After Change

Monthly freight cost $5,220 $1,480 —$3,740 (—72%)

Freight-to-COGS ratio 18.6% 5.3% —13.3 percentage points

Average transit time 4 days 9 days +5 days (operationally acceptable)
Gross margin impact 16.4% (after freight) 29.7% +13.3 percentage points

The 31% headline saving refers to the per-KG rate reduction (packaging + mode switch at comparable volume). The actual monthly

freight spend reduced by 72% due to the compounding of three changes simultaneously.

Three Takeaways for UK FBA Sellers

1. Calculate volumetric weight before any freight discussion. Chargeable weight drives your bill — if your actual-to-
chargeable ratio is above 1.5%, packaging optimization is your first move.

2. DHL Express is for urgent restocks and samples, not regular replenishment. If your FBA inventory buffer can absorb 9
days, you're paying a significant premium for a speed you don’t need.

3. Consolidation reduces per-unit fixed costs. Three small shipments per month almost always costs more than one larger

shipment of equivalent total volume.
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Model your own freight optimization using our freight quote tool. Read verified shipping reviews from other UK sellers at our

reviews page.

Compare Air vs Sea on Real Lanes

For real-world pricing and country-specific guides, see the live rate pages below:
e How to choose between air and sea freight
e Air freight from China to Nigeria — live rates

e Sea freight from China to Nigeria — live rates

e Air freight from China to the USA — live rates

Sea freight from China to the USA — live rates

o Air freight from China to the UK — live rates

FAQ

How much can packaging optimization realistically reduce air freight cost?

For lightweight bulky products (clothing, accessories, soft goods), reducing volumetric weight 40-60% through packaging redesign
directly reduces freight cost by the same percentage. For dense products already billing at actual weight, packaging changes have

no freight cost impact. The potential saving is product-specific and requires measuring your actual-to-chargeable weight ratio first.

Is DDP air freight as reliable as DHL Express for Amazon FBA UK?

Transit is slower (8-12 days vs 3-5 days) but comparable reliability for non-urgent replenishments. DDP air from established China
forwarders delivers directly to Amazon FCs with correct documentation and labeling. The reliability of inventory arriving in Seller

Central as available is determined more by FBA labeling accuracy than by carrier choice.
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