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LS NOI BDAU

ay khong phai la mdt trong s6 nhiing cudn
Dséch ca tung vé€ Uniglo dang tran ngap trén thi
trudng, ciing khong phai cudn chi dan vé phuong
thiic hoat ddng ctia Uniqlo hay phan tich v€ sy phat
trién cua Fast Retailing'. N6 cling khong nghién ctiu
vé su nghiép ctia ngai Yanai Tadashi®. Néu mudn tim
hiéu vé€ nhiing diéu d6, cac ban hoan toan c6 thé tim
doc nhiing cu6n sach do chinh ngai Yanai viét 1a Mot
l6i, chin 16 hay C6 thé ddnh mdt thanh cong chi sau
mot ngay.

Cuén sach nay sé chi ra su that rang boi canh cho
su thanh cong béat ngd ctia Uniglo chinh la mot nén
van hoa tiéu ding dang suy thodi do sy sut gidm ctia
kinh t€ va kim ham cdm tinh cia gidi tré, dong thoi
lam r6 hién tugng sut gidm tiéu dung trong xa hoi

1Tap doan ban 1é I6n ctia Nhat, cong ty me cla Uniglo.
2 Ngudi sdng lap va Cha tich clia Fast Retailing, chii nhan thuang hiéu
Uniglo.
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dugc goi tén la “hdi chiing Uniqlo”, m& rong chu dé
nghién ctiu tif phong cach tiéu dung toan cdu héa dén
cdu truc nén kinh té.

Trong béi canh lan séng todn cdu héa véi s6 lugng
nguoi tré ngay cang sut giam, Nhit Ban din méit di
stic canh tranh v trd nén tut hiu so v6i mét chau A
dang trén da phat trién. Ching ta cin xem xét tii ca
hai phia, nu6c Nhat va chiu A, dé tim ra d6i séch phi
hgp nham thoét khoi tinh canh hién tai. Thém vao
do, tdi muon dua ra nhiing nhén dinh, du doan xem
liéu Uniqlo - thuong hiéu chit lugng cao dang doc
chiém thi truong Nhat Ban, dugc thiét ké danh riéng
cho thi trudng trong nudc nay da git hai dugc thanh
cong & mot sd qudc gia di va dang phat trién - liéu
¢6 dat dugc muc tiéu dai han 1a dén nam 2020 vugt
mdc doanh thu 5.000 ti yén va lgi nhuén 1.000 ti yén
hay khong.

Lap trudng ctia cudn sach nay khong phai 13 khing
dinh va nghién ctiu nhiing thanh cong cta Uniglo
ma ]a phén tich truc dién tinh hinh thi trudéng va mé
hinh doanh nghiép & Nhét Ban, so sanh véi cdc mo
hinh doanh nghiép khong chi & Au Mj ma con & ca
chau A bing céi nhin tinh tdo d€ tim ra diém manh
ciing nhu diém yéu, d6ng thai xac dinh nhiing co héi
va thach thiic ctia Uniqlo néi riéng va Fast Retailing
ndi chung trong tuong lai. V6i nhiing nghién ctiu vé
Uniglo tii trudc dén giod, cudn sach nay sé mang lai
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nhiing danh gid vé Uniqglo trén géc d6 toan ciu, tu
d6 dua ra nhiing canh béo cling nhu trién vong trong
tuong lai cia gii kinh doanh.

Théang 7 nam 2010,
Kojima Kensuke
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Chuong 1

Su phat trién cia Uniglo
s& khién dat nudc suy thoai?

Su phat trién ciia Uniglo s& khién dat nudc suy thoai?
Bai viét “Su phat trién ctia Uniglo sé khién dit nudc
suy thodi” cua gidng vién khoa Kinh t€ Truong Dai
hoc Doshisha Hama Noriko dang trén tap chi Vin
nghé xudn thu s6 thang 10 nam 2009 da lam déy 1én
mot lan s6ng du luén xa hoi.

A, CC

Luén diém c6 Hama dua ra la: “Nhiing san phdm
gid ré sé thic 4y vong xody gidm phat, khién hanh vi
tiéu dung cang gidm sut hon, dan dén doanh thu va
lgi nhuén ctia cac doanh nghiép ciing giam theo, 1am
cho nén kinh t€ ngay moét di xuéng” Thé nhung, ban
chét thyc su cia vin dé€ khong phai la viéc nhiing san
phédm gia ré xuat hién khién tiéu dung giam sut, ma la
“thu nhap giam sut do suy thoai kinh t€ va thi trudng
lao dong thiéu 6n dinh da ddn dén nhu cdu vé nhiing

mat hang gia ré va cac mat hang nay tlit nhiing nudc
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méi phat trién c6 chi phi san xuét thip dang tran lan
trén thi trudng” Ciing giong nhu méi quan hé nhan
qud gitia con ga va qua tring, tiéu dung sut gidm do
suy thodi kinh t€ da pha hong thi trudng nhiing san
ph&m cao cép ctia Nhit, nhudng chd cho san phim
gia ré ti nhiing nudc mdi phat trién.

Chi s6 chi tiéu trong gia dinh vao nam 2007, khi
kinh té bat ddu suy thodi, ting nhe so v4i nam trudce
do, tii 88,0 1én 88,8; dén nim 2008 chi s§ nay giam
xubng con 88,6 va dén nam 2009 chi con 87,1 - bang
98,3% so v6i ndm trudc d6 va giam 12,9% so v6i ndm
cao nhit 1a ndm 1993. Giam manh nhét 1a chi tiéu
danh cho céc san phdm nhu trang phuc, gidy dép; cu
thé 13 chi s6 nay ndm 2009 chi dat 95,9% so v6i nim
trudc va 53,8% so v6i ndm 1993 (Bang 1-1).

Chi s6 tiéu ding ctia nam 2009 chi bang 98,3% so
v6i ndm 2008 va nhu ciu tiéu dung ciing giam st,
khoan chi vao cic mit hang may mdc trong tiing gia
dinh ciing gidm 7,9%. Gia c6 phiéu ctia 15 cdng ty
may mdc niém yét trén thi trudng ching khoan ciing
giam 5,7% vao nam 2009 va s6 lugng ctia hang da
giam 9,3% (Bang 1-2). R0 rang la trong linh vuc may
mdc, gidm gia thanh da khién tiéu dung syt giam.

Du viéc xem Uniqlo 13 nguyén nhin din dén
khiing hoang kinh t€ 1a mét suy luén vdi vang nhung
khong thé phl nhin ring day chinh la thuong
hiéu mé duong cho lan séng hang may mdc gid ré.
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Trong x4 hoi tran ngép “fast fashion'” nhu hién nay,
Uniglo khong chi nén tap trung vao phan khic san
phdm gia ré da tin cong ma sau bon ndm phat trién
v6i “tuyén ngon gia ré’, gio 1a lic hang phai ning cao
gia tri san phdm & khia canh chit lugng, tao ra mot
thuong hiéu dya trén co s& “miic gia tuong duong véi
chét lugng san phdm”. Thé nhung, trong linh vyc d6
jeans, Uniqlo (con dugc goi 1a GU? cp thdp) van sé
luon bj chi trich la ké cham ngoi cho cudc chién gitia
cdc thuong hiéu gid ré da 1am hoén loan thi truong.

! Fast fashion: Dugc st dung giéng nhu tir“fast food”, (Tac gia - TG; Tur
day vé sau nhiing chd thich nao khong ghi ro la cha Bién tap vién —
BTV, Dich gia — DG thi déu la cua tac gia).

2Thuang hiéu thai trang néi tiéng chuyén thiét ké, san xuat va ban lé
& Nhat. GU ciing la cong ty con cla Fast Retailing.
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GELLIR Bang chi tiéu trong tiing hd gia dinh/Chi tiéu vao cac
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Nguén:“Béo cao chi tidu theo tiing hé gia dinh” ctia B6 Téng vu.
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CERI'IN Ti 18 ton tai clia cac cifa hang chuyén d6 may mac trén thi
trudng/ Sé tién binh quan thu dugc tir mét khach hang
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Chu thich: Day la mic gia binh quan cla Bluegrass, Palemo, Honeys, United Arrows, Cox,
Jeans Mate, Point, Mark House, Right-on, Uniglo, Aoyama Trading, Aoki Holdings, CSMen,
Sanei International.

Nguén: Théng ké tir bao cao héng thang cla tiing cong ty.
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Uniqlo 1am chao déo thi trudng dd jeans ciia cac
thuong hiéu qudc gia'

Sau khi hang GU thu¢c Tap doan Fast Retailing cho
ra mit mau quén jeans c6 gia chi 990 yén® vao ngay 10
thang 3 nam 2009, mdt cudc canh tranh vé gia da né
ra. Aeon va Daijei dap tra véi muc gia 880 yén, Seiyu
dua ra miic 850, dinh diém la Don Quijote tung ra
muc gia 660 yén. Tiép sau la GAP ting mién phi 500
cdp quan ki niém dugc thiét ké riéng cho dip nay,
Jeans Mate cling nhan dip khai truong ctia hang &
Shinsaibashi da ting san phdm cho 100 vi khach ddu
tién trong bon ngay lién tiép. Cudc chién vé gia trén
thi trudng do jeans dudng nhu khong c6 di€ém diing.
N6 kéo dai va dén tr& thanh mét cudc pha gia san
pham jeans, khién nhiéu ngusi khong con biét dau 1a
gia tri thuc ciia mdt hang nay.

Nguyén nhan dan dén tinh trang nay 1a do Gidm
déc Diéu hanh Fast Retailing, ngai Yanai Tadashi da
quyét dinh ti€n hanh chién lugc vé gid khi bat dau
phat trién san phdm jeans 990 yén ctia GU.

Tu khi mé clia hang d4u tién vao thang 10 nam
2006 va lién tuc md& rong mang ludi phan phéi dén nay,

1 Cac thuang hiéu 6n, néi ti€ng trén pham vi toan quéc dugc goi la cac
thuong hiéu quéc gia - National Brand (N.B).
2Khoang hon 200.000 VND.
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viéc kinh doanh khong thuan 1gi da khién nhiing ctia
hang gia ré ctia GU budc phai dit cugc va giam gia
dén mot nta, chi bang 2/3 mic gia ctia Uniqlo hién
tai, d€ huéng dén muc tiéu ting trudng nhanh. Chinh
vl vdy, san phdm 990 yén dugc tung ra thi trudng nhu
mot mén hang chip nhén 16 d€ thu hut khach hang.

Nh¢ chién Iugc 4y ma doanh s6 ban hang ctia GU
tang lén nhanh chéng, tinh dén thdng 8 ndm 2013 da
dat muc chi tiéu 50 ti yén. Nhung mdt trdi 1a hing
khong chi pha gia thi trudng d6 jeans ma con khién
ca thi trudng tiéu dung hon loan.

Khi con s6t d6 jeans kéo dai qua di, ti giai doan
mua xuan ndm 2006, cudc chién phd gida da khién
doanh thu ctia nhiing gian hang con ton tai gidam dén
hai con s8, gay nén tinh trang tham hut trdm trong.
Ngudi chiu anh hudng nghiém trong nhit trudc tinh
trang nay chinh la cdc nha san xuft d6 jeans, nhiing
thuong hiéu di truéc do 4p luc doanh thu gidm va
hang ton kho nhiéu. Doanh thu ctia mét tén tudi l6n
trén thi trudng do6 jeans - nhu Levis Strauss Japan,
dai dién ctia Levis toan cau & Nhét da giam 27,9% va
dén ky quyét toan thang 11 nam 2009, doanh thu ctia
thuong hiéu nay roi vao tinh trang thdm hut sau nhat
trong vong 10 ndm tr& lai day (Bang 1-3). Cong ty
Bobson ciing da phéi chuyén giao thuong hiéu chu
chét “Bobson” ctia minh cho cic nha dau tu khac
trugce vién canh dm dam.
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Théng ké tinh hinh kinh doanh ciia Levis Strauss Japan
1-3

Don vi: triéu yén
Thei diém 1172005 | 11/2006 | 11/2007 | 11/2008 | 11/2009
Doanh thu 29.803 27.031 25.142 23758 17.134
Tang trudng doanh thu 104,5% 90,7% 93,0% 94,5% 72,1%
Ti sudt Igi nhugn 38,0% 36,8% 35,5% 38,0% 38,2%
Ti sudt chi phi kinh doanh 24,9% 27,5% 31,5% 33,1% 43,1%
Ti sudt lgi nhudn doanh nghiép 12,6% 8,3% 4,8% 54% 4,0%

Nguén: Theo sé liéu quyét toan cla Levis Strauss Japan.

Trong nganh san xuét d6 jeans, noi san xuit vai
denim, dong thoi la viing duy nhét trén ca nudc cung
cdp nguon sgi va duy tri dugc viéc lam an phon thinh
1a Okayama va Sanbi & Hiroshima. Trong con béo pha
gid, ho cting phai chuyén dich sang nhiing nu6c c6 chi
phi sdn xudt thdp hon nhu Trung Qudc dé tranh nguy
co syp do toan bd thi trudng.

Nguyén nhan truc tiép din dén sy hdn loan cta
nganh c6ng nghiép do jeans tai Nhat 1a chién lugc pha
gid cia GU, thé nhung nguén géc siu xa clia sy suy
thodi nay dd manh nha tif cudi nhiing nam 1980. P6
1a khi san phdm jeans d4u tién ctia mot clia hang thoi
trang chinh thic ra doi.

Bét d4u la GAP - thuong hiéu phit trién tii nhiing
ctia hang d6 jeans ctia Levis. Nam 1987, GAP dua ra
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“thong cdo SPA'” va chinh thiic chuyén minh thanh
shop chuyén ban d6 ctia mét thuong hiéu. Vao lac
do, Jeans van dang chiém linh 14% danh muc san
phdm ctia Levis nhung con s6 nay din chuyén sang
thuong hiéu mdi va con s6 d6 gio 1a khong. Tai Nhat
hién nay, duy chi tinh dong san phdm 3.990 yén ctia
Uniglo ciing d4 c6 hon 10 triéu san ph4m, chiém dén
hon 10% thi truong (dudc cho la cung cip khoang 80
dén 90 triéu san phim). Dén muia xuan nam 2010, sau
khi tung ra thuong hiéu do6 jeans méi U] v6i hai muic
gia thap hon la 2.990 yén va 1.990 yén, thi phdn ctia
Uniglo cang 16n hon.

Hién tai, ngoai GAP, Uniqglo va GU, hay thuong hi¢u
109 v6i nhiing dong san phdm binh dan nhu Moussy
t6i nhiing san phdm ddc quyén® dugc bay ban & Aeon,
Daiei va Donki ciing dang chiém thi phan 16n trong
thi trudng d6 jeans. Ching ta c6 thé dé dang nhan
thdy rang gia ca da 1am mét vai tro chti ch6t quyét dinh

' Théng cdo SPA: Trong ban quyét toan ky thang 1 nam 1987, Gidm
d6c ctia GAP, 6ng Donald Fisher da cong bé hinh thtic kinh doanh
mGi clia cong ty c6 tén la “Specialty store retailer of Private label
Apparel”- clta hang bén 1& dac quyén clia thuang hiéu may méc quéc
gia. Sau dé, hinh thiic nay dugc mé réng ra véi nhiing céng ty via
san xuat vita ma clfa hang ban I cac san phdm may méc va dugc goi
tat 1a SPA.

2 pB (Private Brand): nhiing mat hang ddc déo dugc ban & cac clia
hang ban I&. Thuong hiéu PB va NB néu md réng phat trién ra qudc té
thi déu dugc goi la thuang hiéu toan cau (Global Brand - GB).
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thanh cong cua thiét ké va chét lugng san phdm trong
nganh hang nay.

Trong khoang thoi gian nay, cac chubi clia hang d6
jeans von da kho bt phd khoi vong suy thodi néu tiép
tuc chay dua theo chién lugc gia ré ctia cic SPA thi
khong thé tranh khoi viéc doanh thu gidm sut.

T viéc Jeans Mate thua 16 trong thdi gian dai va
tinh hinh buén ban ctia Right-on khong 6n dinh,
nhiéu ngudi cho ring banh xe ctia thoi dai da di dén
mép vuc sau va khong thé quay dau. Su suy thodi ctia
cdc thuong hiéu qudc gia va viéc cac ctia hang thong
thudng bi mat vi thé vao tay cac SPA la khong thé
tranh khoi va chi con s6 it nhiing clia hang thoi trang
16n hay nhiing thuong hiéu denim d¢c dao 1a c6 thé
ti€p tuc ton tai. Thé nhung, trén thé gidi van c6 nhiing

1»

truong hop hiém nhu “Evisu®

Thi trudng hang may mac khong ngimg thu nho

Mic du khong phti nhan nguyén nhan cta viéc gid cac
mat hang jeans gidm sut va thj trudng ctia cac thuong
hiéu quéc gia suy thoai la do Uniglo nhung van rét
nhiéu ngudi cho ring du khong cé nhiing thuong
hiéu nhu Uniglo, GU, H&M hay Forever 21 thi gia ca

' Evisu: Thuong hiéu d6 jeans nho ra doi th ndm 1991 tai Osaka va
dugc rét nhiéu ngudi nuéc ngoai yéu thich. Tuy nhién, céc sén pham
dugc béan ra § Han Qudc bi phan anh 1a c6 chat lugng khong tét.
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cac mit hang thoi trang cling sé sut gidm nhu thé. Ly
do dugc dua ra 13 boi ngudi tiéu dung dang phai cit
gidm cdc khodn chi tiéu danh cho mua sdm.

Theo két qua thong keé chi tiéu clia cac ho gia dinh,
muc chi tiéu cho cdc mdt hang thoi trang trong ndm
2009 da giam 8% so v6i ndm trudc do, trong do, gia
ctia 96,3% cac mdt hang nhap khédu (90% s6 do c6
xudt xd ti Trung Qudc) giam 12,3% so véi cung ky
nam 2008 va con c6 xu hudng giam thém. Néu nhin
xa hon, sau 12 ndm ké ti ndm 1997, gid cdc mat hang
thoi trang nhép khéu da giam 56%, chi tiéu cho thoi
trang ctia cac ho gia dinh ciing gidm 67%, quy md thi
truong thoi trang giam 68%. Néi cach khac, cung véi
viéc gidm gid, thi trudng cting thu hep theo (Bang 1-4).

Dbiéu dang chu y & day 1a c6 su chénh 1éch gitia muic
sut gidm gid ca cac mit hang nhap khéu va miic gidm
trong chi tiéu cho mdt hang may mdc ctia ho gia dinh
theo bdo cdo diéu tra. Trong vong 12 nidm, khoang
cach do6 da ting 1én 11 diém. Trong khi do, tong lgi
nhuén ctia cic cong ty may méic c6 cb phiéu niém yét
trén tri trudng ching khoan (cac cong ty san xuit va
chubi ctia hang) lai ludén ting, ti ndm 2003 dén 2009
ting 3,0 diém. Tt d6 c6 thé thdy ring du chi tiéu cho
mua sim cla nguoi tiéu diing va gia ca c6 giam thi
trong diéu kién thi truong thu hep, nhiing khodn lgi
nhuin ndy van c6 thé bu dip cho cic doanh nghiép
nganh may mdc. Thé nén nhiing doanh nghiép trong
nganh nay rit chidm cai t§ va tdi co cdu d€ d6i pho
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vGOi nguy co giam phat, suy thodi thi trudng va dang
dan bi ddy vao tinh thé& khé khin hon khi ngudi tiéu
diing thd o vé6i viéc mua sam tii sau cu s6c sup do clia
Lehman Brothers' va gidm phat ti€p tuc leo thang.

Céc clfa hang bach hda bi giam doanh thu ciing
& trong tinh trang tuong tu. Sau nam 1994, khi lgi
nhuan ding d bu dip cho phin doanh thu syt gidm
bat ddu can kiét, nhiing ctia hang ndy méi tién hanh
cai cach nhung da qua mudn. Ho lam vao tinh canh
khong con 16i thoét. Theo thdng tin tii nhiing doanh
nghiép nay, trong vong bay nim, tif nim 1994 dén
ndm 2000, ti 1¢ lgi tiic ma cac clia hang tap héa phai
chiu dé ting dén 8 diém. Tl nam 2001, cic doanh
nghiép bét ddu 1én tiéng vé€ vin d€ doanh thu gidm
va ti 1¢ lgi tlic ting va dan rat khoi cac ctia hang tap
héa, khoan lgi tiic phai trda méi gidm xudng. Tl nim
2009 khi cic doanh nghiép ddy manh viéc rdi khoi
céc toa nha & sin ga hay toa nha thdi trang, tinh hinh
kinh doanh ctia nhiing thuong hiéu chti dao méi dan
trd lai con s6 gan v6i nam 1994. Sau khi cac ctia hang

! Tap doan chiing khoan va ngan hang dau tu I6n thit tu ctia Hoa Ky,
dugc ba anh em Henry, Emanuel va Mayer Lehman g6c Do Thai tuDtc
di cu thanh lap ndm 1850. Linh vuc chinh cla tdp doan Ia ngan hang
dau tu, budn ban cé phiéu - trai phiéu, nghién ctu thi trudng, quéan ly
dau tu, va ngan hang tu nhan. Ngay 15 thang 9 nam 2008, tap doan
tuyén b8 pha san véi khoan ng 613 ty d6 la sau khi khong cé cong ty
nao chdp nhan mua lai. Day [a vu pha sdn ngan hang [8n nhat trong
lich s Hoa Ky. (BTV)
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bach hoa lién tuc nd lyc tri hodn khiing hoang dai han
do bong béng kinh t&€ v& bang viéc mé rong bién lgi
nhuén, ct s6¢c Lehman nhu m¢t don troi giang khién
toan b6 nén kinh té€ dot ta.

Quy mé thi trudng hang may mic giai doan 1997-2009
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Chu thich: 1. Nam 1997 dugc tinh la 100.

2. Chi s8 gia mua dugc tinh binh quan tir 16 mét hang thdi trang.
Ngudn: Théng ké kinh doanh va thuong nghiép clia Hiép hoi Bach héa Nhat Ban, tap hop
tUr Hiép hoi cac chubi cia hang Nhat Ban.
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So sanh s8 lugng va gia ca nhap khau tir nudc khac
1-5
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So sanh s6 lugng nhap khdu so véi ndm truéc

Nguén: Bao céo ngoai thuong clia B4 Tai chinh Nhat Ban.

Tt sau nam 1990 khi viéc san xudt d6 may mic
dan chuyén dich sang cic nén kinh t€ méi néi 6 chau
A (cht yéu 1a Trung Quéc), gid ca clia mit hang nay
lién tyc gidm, ciing véi d6 la thi truong ngay cang thu
hep. Néu tinh hinh nay kéo dai sé gay ra nhiéu lo ngai.
Nhin vao khoang cach giita mtic giam gid cdc mat
hang nh4p khiu va miic gidm gid cia cdc mit hang
thoi trang, ching ta c6 thé dé dang nhén thiy t6c d6
giam phat dang ngay mot tang.

Thém vao d6, chit lugng san phdm trudc sy d6 bo
ctia “fast fashion” bi syt gidm (nhiing ngudi tré ngay
cang it chd trong dén chét Iugng hang héa ma chi
chu y t6i ki€u déng), viéc san xudt ciing nhanh chong
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dugc chuyén dich tit Trung Qudc sang nhiing nudc c6
chi phi san xuét ré hon nita nhu Viét Nam, An Do hay
Bangladesh, khién gia quan 4o tiép tuc giam (Bang
1-5). Cling v6i do, thi trudng lai cang bi thu hep.

Quan 4o von la mét hang c6 thé dugc thué san
xudt ti nudc ngoai mot cach dé dang. Thé nén, viéc
chuyén dich noi cung cdp nguyén liéu va san xuit
sang nhiing nudc dang phat trién c6 muic chi phi thdp
la diéu dé hiéu.

Chat ligng ctia cac thuong hiéu 16n phat trién doc
14p tai Nhat sup d6 do théi quen tiéu dung nhanh va
tiét kiém ctia nguoi dan. Viéc chuyén dich san xudt
sang nhiing viing c6 chi phi thip dién ra ngay mot
nhanh kéo theo da gia ting clia gidm phat.

Viéc Internet ngay cang tré nén phd bién ciing nhu
viéc hinh thanh chuin muc toan ciu, cdm nhin cta
ngudi tiéu dung, chat lugng va gia ca ciing dan di theo
chiéu hudng toan cau, cdng vdi su suy thoai ngay mot
nhanh cta thi truong Nhat Ban khién gidm phat ngay
cang khoé diing lai (trong tuong lai xa, viéc dong yén
gidm gid do thi trudng tai chinh qudc gia sup d6 c6
thé€ khién tinh hinh chuyén dich sang lam phat), thi
trudng hang may mac ciing kho tranh khéi bi suy yéu.

Hé thong ciia hang bach hoa suy thoai
Chung ta dé dang nhén thdy vin hoa tiéu dung dang

ngay cang di xu6ng khi nhin vao sy suy gidm cta
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cic ctia hang bach héa. Sau khi doanh thu dat dinh
trong thai ky bong béng nam 1991 & miic 9.710 ti do
s0 clia hang ngay cang tdng thi trii hai nam kinh té
khoi phuc 1a 1997 va 1998, doanh thu cac nam khac
lién tuc giam. C6 nhiing ctia hang sau ci s6¢c Lehman
giam doanh thu dén hai con s8, dén ndm 2009 doanh
thu t6ng cong clia nhiing ctia hang nay chi con 6.580
ti (Bang 1-6). Sau 18 nam ké tu khi dat dinh vao nim
1991, hién doanh thu chi con bang 2/3, nhung thuc
té€ ti1¢ gidm theo tiing ndm chi 14 2,1%. Chinh nhiing
suy thodi theo hdi chiing éch ludc' nhu vay da khién
nhiing ctia hang bach héa khong kip tién hanh cai t§
va lam vao tinh canh khoéng c6 16i thoat nhu hién nay.

Cac clia hang bach hdéa niam nao cling so sanh két
qud kinh doanh véi ndm trudc, nhung nhiéu ctia hang
khong dua ra dugc nhiing d6i sach cu thé trudce sy thay
d6i ctia moi trudng kinh té. Vao thoi diém nén kinh t&
tam phuc hoéi trong hai ndm 1998-1999, cdc ctia hang
mo6i thay nhau moc 1én nhung vao ndm 2000, tiéu
dung gidm stt, nén kinh t€ lai 1dm vao khiing hoang
vi thifa cdc ctia hang. Nam 1999, s6 lugng ctia hang

" Hay hoi chiing ludc éch (boiling frog) la cum tit chi viéc mét con éch
sé tirtir chét khi bi ludc trong noéi khi ta tdng nhiét d6 tir tir chid khong
dot ngdt, dé né khéng nhay ra khéi néi nudc s6i mac du khéng ¢
nép day hay tré ngai. Cau chuyén nay néi dén su cham tré, ngai déi
mdi, so thay dGi va dét pha clia con ngusi cudi cling sé hai minh ma
khéng hay biét. (DG).
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tang 1én dén 311 chudi nhung tif sau ndm 2000 bat
déu gidm va dén nam 2009 chi con 271 chuéi ciia
hang. Tuy nhién, trong tinh hinh thi tridng suy giam,
con s6 nay van la nhiéu. Chinh vi thé, doanh thu vin
ti€p tuc gidm va thém nhiéu ctia hang phai dong ctia.

Theo s6 liéu thong ké ctia Teikoku Databank, trong
nam 2008 trén toan quéc c6 dén 40% cac clia hang roi
vao tinh canh thua 16, dn nam 2009, doanh thu giam
manh, hon mét nifa cia hang 1am vao canh tham hut.

Nhiing ctia hang thua 16 trong thoi gian dai khong
c6 kha nang duy tri hoat dong kinh doanh va budc
phai déng ctia, trong vai ndm t6i c6 1€ sé 1én dén con
s6 200. Ong Okuda, Giam déc kiém CEO clia Cong
ty J. Front Retailing da nhan xét rang: “S6 chudi ctia
hang bach héa trén t6ng s6 dan phi hgp la cd mot
triéu ngudi thi c6 mot chudi clia hang” Thé nén giam
dén 120 cita hang 1a mét con s§ d4ng budn’,

“Trong khiing hoang tai chinh nim 1997, Han Quéc
(déan s6 la 48.150.000 ngudi) trong ba ndm da giam
tt 124 xudng con 87 ctia hang bach hoéa. Nhung sau
ct s6¢ Lehman, ho da phuc hoi rat nhanh. Pén nam
2009, doanh thu ctia toan bd cic clia hang 6 quoc gia
nay da tdng 8,7% tli muc 21.200 ti won (tuong duong
khoéng 1.200 ti yén), s6 clia hang trén thi trudng cling
c6 ddu hiéu kha quan khi ting 7,6%. Néu so sinh ti 1¢

! Dan s6 Nhat Ban nam 2009 la 127,6 triéu ngudi. (BTV)
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Ch thich: 1. Gié tri trong ngoac ldy nam 1991 la 100.

2. S8 lugng céc clfa hang trong nam 1997 tang bao gém ca su gia nhap cta
céc clfa hang dia phuong.

Nguén: Théng ké ctia Hiép hoi Bach héa Nhat Ban.
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LU Sy thay d6i trong s6 lugng va doanh thu cac cita hang
LRVl bach héa tai Han Quéc giai doan 1996-2009
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Nguén: Nién gidm Phan b8 Cong nghiép va s6 liéu diéu tra ctia Goldman Sachs.
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CELT'IN Sy thay d6i doanh sé ban hang ciia JR Isetan & Kyoto va
JR Takashiyama & Nagoya giai doan 1999-2009

10021 gouq
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Chd thich:

1. Nam hoat d6ng dau tién dugc tinh 1a 100.

2. JR Kyoto Isetan khai truong thang 9 nam 1997, JR Nagoya Takashimaya khai truong
théng 3 ndm 2000.

3. S liéu ndm 2009 clia JR Kyoto Isetan tinh dén thang 3, JR Nagoya Takashimaya tinh
dén thang 2.

Nguén: Bao cdo doanh thu clia cac cong ty.
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ctia hang v6i dan s6, chung ta ciing c6 thé ky vong rdng
& Nhit Ban, s6 lugng cic ctia hang giam xudng con
250 thi doanh thu sé tang trd lai (Bang 1-7). Quy mo
chudi ctia hang, tdim c& ctia thuong hiéu va phuong
phép quan ly clia cdc ctia hang bach héa Han Quéc
khong méy khac biét so v4i Nhit, chinh vi thé chiing
ta hoan toan c6 ly khi ky vong diéu d6. Thé nhung, &
Han Qudc, nhiing ctia hang gin nha ga hay tai trung
tam thdi trang khong phét trién, sy canh tranh cha
yéu dién ra giiia cic clia hang bach héa vé6i nhau. G
cac toa nha 16n ké trén, gia thué dia diém cao khién
gi4 ban san phim ting chinh 1a ly do khién ho mat di
nhiing khach hang tré tudi. Ky vong s6 ctia hang giam
diing 6 muic 250 ctia hang c6 vé kho thanh hién thuc.

Ciing khong qué khi cho ring viéc ddy cdc cliahang
bach héa & Nhét dén chan tuong la khi JR Group’
tan dung thoi co chin mudi dé tu nhan hoéa va phat
trién nganh bén 1é. Trén thyc t&, t6ng doanh sd ban
hang ctia bén cong ty JR 1a 1.484,4 ti yén (mét phin
clia ndm 2008 va cad nam 2009), bo xa doanh thu ctia
tap doan bach héa ding thi hai la Isetan Mitsukoshi
(1.291,6 ti yén vao nam 2009).

T6c d6 giam céac chudi clia hang c6 thé dugc ddy
nhanh nh¢ sy phét trién clia cdc trung tdm thuong
mai 16n. Cho t6i nay, ching ta c6 thé€ nhéin thdy cac

'Tap doan Budng sat Nhat Ban. (BTV)
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trung tdm thuong mai hiu nhu déu tap trung phat
trién vao nhiing ctia hang 16n nhit. Thé nhung, trong
khi thi trudng clia cdc clia hang bach héa dang giam
nhanh chéng, cing véi viéc cac viing ddy nhanh tip
trung héa khién nhiing ctta hang nho hon tiép tuc di
xudng, du nhiing ctia hang cao cép hon c6 phat trién
nhanh thi nhin tdng thé toan khu trung tam thuong
mai ciing van roi vao khiing hoang.

Tinh hinh tuong ty xdy ra khi sy tdp trung dén
cyc doan vao JR Isetan & Kyoto va JR Takashimaya &
Nagoya (Bang 1-8) d4 dan dén sy tut d6c nhanh chéng
ctia cac ctia hang bach héa xung quanh. Tai trung tam
thuong mai Osaka, khi ngudi ta tap trung nhiéu vao
Umeda va Nanba, Shinbaishi sé tut d6c, & trung tdm
thuong mai Nagoya, tip trung vao ga Nagoya khién
Sakae kinh doanh kh¢ khan, tai Sapporo, tip trung
vao ga Sapporo sé khién ctia hang & khu bon lam vao
khiing hoang, cling nhu & Fukuoka, khi tip trung vao
ga Hagata thi Tenjin khong thé phat trién... Néu nhan
thdy di€u nay, c6 thé cic dia phuong da khong ddy
nhanh tép trung héa nhu thé.

Khi nén kinh té suy thodi va vin hda tiéu diung
giam stt, néu nghi dén viéc chi tap trung vao nhiing
trung tdm thuong mai va cac ctia hang cao cip, ching
ta sé khong thé tranh khoi viéc d€ mit dén gin 200
ctia hang.

Su phdt trién cta Uniglo sé khién ddt nuéc suy thodi? || 37



Phu chuong - Doanh thu ciia tda thuong mai
ga Shinhakata dat 84 ti yén

Muia xuén nam 2011, tuyén Shinkansen Kyushu mé&
rong hanh trinh dén ga Hakata. Nho vay, khoang thoi
gian 1 gic 20 phut d€ di tit ga Kumamoto dén ga Hakata
da dugc rat ngidn xudng con 35 phit. Thoi gian di ti
ga Kagoshima Chuo trung tim dén ga Hakata ciing
giam gan mat nta, ti 2 gi¢ 30 phut xudng con 1 gio
20 phut. Cung vé6i su mé rong cta tuyén Shinkansen
Kyushu, trung tam thuong mai & ga Hakata cing moc
1én. G nha ga Shin Hakata, tli tdng him 1 dén ting
10 Ia trung tam thuong mai Amu Plaza Hakata véi
nhiing ctia hang chuyén biét, tii ting hdm 1 dén ting
8 cfing c6 nhiing ctia hang ctia bach héa Hankyu.

Tong dién tich cac clia hang & Amu Plaza 1a 60.000 m?,
& Hankyu Ia 40.000 m?, t8ng dién tich 1a 100.000 m?, tr&
thanh trung tam thuong mai I6n nhat khu vyc Kyushu.

Trung tdm kinh doanh buén ban & Hakata c6 thé
dugc chia thanh ba khu viyc la quin Tenjin, quin
Kawabata va khu trudc ga. Tuy nhién, hién tai, hoat
dong buodn bdn lai tap trung sang khu Tenjin cich
ga Hakata hai cay s6 vé phia Tay. Tai day, ngoai ba
ctia hang bach hoéa 16n 1a Iwataya, Hakata Daimaru
va Mitsukoshi, chiing ta con cé Tenjin Vivre, IMS,
Solaria, Solaria Stage, Tenjin Core, Vioro, va trung tam
thoi trang Fukuoka Parco md ctia vao thdng 3 nim
2010 hay khu phS ngim Tenjin. G quin Kawabata
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cich khoang mot cdy s6 vé phia Téy, c6 Canal City
Hakata hay Hakata Riverain, nhung nhin chung, cac
khu thuong mai van c6 xu hudng sut gidm. Toa nha
gan ga c6 Ming - chuyén cac mén qua ldu niém,
Deitos - tap trung vao d&m thyc. Du chi la mét khu
thuong mai nho véi nhiing ctia hang quy mo6 trung
binh nhung néu toéa nha ga Hakata méi di vao hoat
dong, nhiéu ngudi van tin rang lugng khach sé thay
d6i dang ké.

Chung ta c6 thé dy doan dugc doanh thu ctia
Hakata Hankyu thong qua nhiing ctta hang tap héa &
céc toa nha gin ga, chdng han nhu JR Kyoto Isetan va
JR Nagoya Takashimaya. JR Kyoto Isetan trong nam
dau tién ma ctia da thu vé 44 ti 780 triéu yén, chiém
8,85% t6ng doanh thu tif cac ctia hang tap hoéa & khu
viic Kyoto bao gom ca Tay Bic Osaka, Nara va Shiga
(dién tich ctta hang chiém 8,71%). Tuong tu nhu véy,
JR Nagoya Takashimaya trong nim hoat dong dau
tién cing da thu vé 60 ti 820 triéu yén, chiém 10,18%
doanh thu ctia 17 ctia hang & Chukyo, bao goém ca
Gifu va Mie (v6i dién tich ctia hang chiém khoéng
10,8%). Xét dén tuong quan ti 1¢ dién tich va doanh
thu, trong nam déu tién JR Kyoto Isetan thu vé dén
41 i 300 triéu yén, tuong tu néu xét doanh thu thuc té
ctia JR Nagoya Takashimaya thi doanh thu ciing da 1a
38 ti 100 triéu yén, trung binh ciia c hai dia di€ém 1a
39 ti 700 triéu yén. Vi Hakata Hankyu chiém dén
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10,78% tong dién tich cic ctia hang bach héa 16n
cua vung Hakata bao gom cdc thanh phé Kokura,
Shimonoseki, Kurume va Saga nén néu mé rong cic
khu thuong mai doc quyén, ching ta hoan toan c6 thé
vugt dugc muc tiéu 40 ti yén.

Trong nhiéu truong hgp, khi trung tim thuong
mai 14y ctia hang bach héa lam trong tdm phat trién,
hiéu qua kinh doanh trén dién tich mat san cta khu
budn ban chuyén biét bén ngoai ctia hang béch héa sé
dat khoang 60 dén 70% con s6 clia ctia hang bach hoa
do. Vi vay, néu xem doanh thu ctia Hakata Hankyu 1a
41 ti yén, doanh thu ctia phan con lai cia Amu Plaza
sé roi vao khoang 40 ti yén, tuong duong v6i 60% dén
43,1 ti yén tuong duong véi 70% tong doanh thu ctia
toa nha thuong mai & ga Shin Hakata, bao goém ca
Hankyu sé roi vao khoang tii 81 dén 84 ti yén. Doanh
thu ctia JR Kyoto Isetan sau tdm nidm di vao hoat dong
ting 54,9%, JR Nagoya Takashimaya ciing dd ting
63,5%. C6 thé€ thdy tiém ndng phat trién clia cic tda
nha & gén nha ga tau dién ngam la rdt16n, ngay ca ndm
khtng hoang t6i té nhat d6i véi cic clia hang 13 ndim
2009, doanh thu ctia hai toa nha tai cdc ga nay ciing
chi sut giam 1%. Toa nha méi xay dung & ga Hakata
chéc chén sé thu hut dugc nguodn 1gi tit cic viing xung
quanh, chéng han nhu & quian Kawabata va Tenjin, va
nhanh chéng cham méc 100 ti yén doanh thu, dong
thoi vé lai ban d6 thuong mai viing Bic Kyushu.
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Chién luoc dé tdn tai ciia cac ciia hang bach hoa

Nguyén nhan 16n nhét dan dén thi truong cta cac clia
hang bach hoéa bi thu hep chinh la sy sut gidm cta giai
cdp trung Iuu va thu nhap di xuéng do anh hudng
ctia suy thodi kinh té, d6ng thoi la sy gidm stt cha thi
truong cac mét hang c6 gia cao va trung binh do giam
phat. Trén thuc té, sau khi ting dén dinh vao nim
1997, dén ndm 2009 thu nhép binh quan ctia ngusi
dan Nhat da giam dén hon 15%. Theo diéu tra mtc
sOng ngudi dan ctia B6 Lao dong An sinh X4 hoi, vao
ndm 2008, thu nhap binh quin ctia méi h¢ gia dinh
giam dén 17,6% so v6i muc cao nhét vao nim 1994
(Bang 1-9).

Theo tinh toan ctia Phong Nghién ctiu Kinh t€ dua
theo bdo cdo hang nim vé cac ho gia dinh ctia B6 Noi
vy, s6 ho gia dinh ¢6 thu nhép hang ndm khoang tit 8
dén 10 triéu yén giam xudng dudi 90%, tit 10 dén 15
triéu yén giam xudng con 80% va tii 15 triéu yén trg
1én gidm xudng chi con 70%.
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CELT'I Bién dong vé nghé nghiép va thu nhap

LE° AN giai doan 1997-2009
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Ngu6n:Ti lé that nghiép dugc téng hop tit “Diéu tra vé lao dong” clia Bo Néi vy, ti 1é cdng
viéc can tuyén dung dugc tdng hgp tir “Bao céo tinh trang nghé nghiép” ctia Bd Lao dong
va An sinh X3 hoi. Thu nhap binh quan hing théang dugc téng hgp tir dif liéu “Théng ké
lao dong héng thang” ctia B6 Lao dong va An sinh Xa hoi.
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Theo bao cdo diéu tra clia BO Ndi vy, s0 tién mbi
h¢ gia dinh bo ra d€ mua d6 may méc chiém cha yéu
trong doanh thu ctia cac ctia hang bach hoéa ciing da
giam, chi con 2/3 ti nam 1997 dén nam 2009.

Tuy nhién, thay vi gidi quyét tan goc van dé chi phi
cao, cdc ctia hang bach hda lai chon cach ti€p tuc duy
tri lgi nhuan bang viéc ting gid t6i muc vugt ra khoi
kha néng chi tra ctia ngudi tiéu dung. Miic gia qua cao
khién ngudi tiéu dung cé xu huéng tim dén nhiing
ngudn cung cidp san phidm gid ca phai ching hon.
Diéu nay cung véi nhiing hé qua ctia cti s6c Lehman
da khién tinh hinh kinh doanh ctia cac ctia hang bach
hda ngay cang giam sut.

Nhiing ctia hang bach héa tng ho va duy tri mtc
gid cao dén mc vo ly bi Iép v€ bai chit lugng san
phdm va muic gid chung ctia thi trudng dan dén mét
khéch da tré thanh mét diéu quen thudc 6 Nhat. Ciing
c6 thé néi sy thit bai ctia nhiing ctia hang bich héa
chinh la minh chiing cho nén kinh té dang roi vao suy
thodi va van hoa tiéu duing gidm sut ciia Nhat.

Cé ba phuong phap dé€ nhiing ctia hang nhu thé c6
thé tiép tuc ton tai.

Cach dau tién la ho nén ti€n vao nhiing toa nha &
nha ga hay nhiing trung tim thoi trang c6 tién thué
mét bing thép d€ thu hit khach hang tré tudi, Ia chon
ton tai nhu mot clia hang bach héa theo hinh thiic
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lai v6i viéc cho nhidn hang khac thué dia diém. Tuy
két hop véi san phdm khac nhung néu hé théng thanh
toan khong dong bo thi c6 thé khién cong viéc clia
nhan vién trong ctia hang bi chong chéo va viéc giam
chi phi tré nén v6 cting khé khan.

Céch thi hai la st dyung nhiing bién phap giit chan
khéch hang, ching han nhu ting thé gidm gid 20% cho
nhiing mit hang cao cip, nhiing thuong hiéu néi bat.
Trén thuc té, viéc trién khai gidm gia va tré thanh ctia
hang gia ré 1a mot chién lugc mao hiém, nhung trudc
tién c6 1€ nén bat d4u ti nhiing thé gidm gid 10% roi
dan tién vao thi trudng ctia nhiing SPA c6 mtic gia ré.
D6 c6 vé 1a mot su lva chon hgp 1y hon. Tuy nhién,
du chon phuong phap nao, ching ta cling khong thé
tranh khdi viéc 1¢i nhuén bién bi gidm, chinh vi viy
mot cudc cai cach trén quy mo 16n 1a diéu hét stic cAn
thiét.

Trén thuc té, tii sau cu s6c Lehman, nhiéu cai cich
da dugc tién hanh dya trén tinh trang nhiéu ctia hang
bach hda thodi trao. Pham vi ctia cic cudc cdi t6 do
khéng mang tinh phén chia chién lugc 14u dai ma chi
nhdm cét gidm nhan lyc va loai bd nhiing tr& ngai
truGc mat. Hai diém c6t 16i khién khodn chi ctia cac
ctia hang bach héa bi d6i lén cao 13 phuong phap quan
ly thu chi lac hau do cong viéc bi chong chéo va déi
ngi nhan vién, quan ly déng dic, xa réi moi tru(‘mg
kinh doanh thuc té Viéc tdp trung tai co cdu & hai
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diém nay rit quan trong, nhung trén thuc té, ching ta
can phai xem xét toan dién, khong thé ndi rang khong
con bién phap nao khac.

Trong hai diém ké trén, du tdi co ciu va loai bo
dugc nguyén nhén thd hai nhung néu khong giai
quyét triét d€ hé thong thanh todn ctia cic toa nha
khu vuc trudc ga hay trung tdm thdoi trang, chi phi ctia
céc ctia hang van khong thé giam dugc nhiéu. Diéu
ching ta can lam la d4u tu vao nhiing trang thiét bi
c6 thé gitp viéc quan ly dung din va chinh xac chd
khong chi don thudn gidm nhén lyc.

Phuong an thi ba 1a ché dgi dong thai ti mot bén
khéc d€ tim ki€ém lgi nhu4n. Néu nhin tii viéc doanh
thu ctia ctia hang Seibu & thanh pho Asahikawa tang
vot sau khi Marui Imai déng ctia hay doanh thu ctia
Daimaru & Sapporo ciing tang sau khi Seibu déng
clia, phuong 4n nay hoan toan c6 kha ning xay ra.
Trong b6i canh céc clia hang khic dong ctlia do viéc
kinh doanh bit 6n, nhiing clia hang con diing viing sé
thu dugc 1gi ich khong nho.

Liéu cd su lua chon thii tu khong?

V6i nganh kinh doanh ctia hang bach héa, ngoai ba
phuong phap k& trén ngudi ta con ky vong vao mot
phuong phap thi tu. Phuong phap nay da duogc khéi
xuéng va thi nghiém nhiéu lan, huéng tdi viéc cac
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ctia hang tu chti trong mat hang' kinh doanh va phat
trién nhu mot thuong hiéu riéng. Céc ctia hang bach
hoéa phédn 16n la nhiing dia diém di thué véi nhiing uu
dai dac biét, nhung nhiing ctia hang nay lai c6 nguy co
hang ton kho nhiéu nén dién tich thudng bi giéi han.

Néu vugt qua dugc rao can do, chiing ta - cac PB
- sé phat trién manh mé theo hinh thdc SPA. Tuy
nhién, két qua kinh doanh ctia cac ctia hang bach héa
cling phu thudc nhiéu vao stic tiéu thu ctia thi trudng,
dong thoi hé thong logistics? ciing khong 6n dinh dan
dén viéc nganh phu thu¢c nhiéu vao nganh may mic.

Trén thyc t€, hau hét cac thuong hiéu riéng ctia cac
ctia hang bach héa déu phu thudc vao su phat trién
ctia hang san xudt va h¢ thong logistics. Du la thuong
hiéu riéng nhung cdc ctia hang nay khong thé tranh
khéi viéc phu thudc hay chia sé mét ntia trach nhiém
v6i don vi san xuat.

Tuy nhién van c6 nhiing trudng hop ngoai 1¢,
chéng han nhu Sogo-Seibu dua ra phuong phép gidi
han s6 lugng ddt mua “Limited Edition” Nhung vé

' Loai hang h6a ma clia hang lén k€ hoach tir buéc phat trién dén
phan phdi san pham. '

2.3 mét phan trong dich vu hau can, chubi cung ting bao gém viéc
hoach dinh, thuc hién, kiém soét viéc van chuyén va duy trit hiéu qua
hang héa, dich vu cling nhu nhiing théng tin lién quan ti noi san
xudt dén noi tiéu thy dé dap (ng yéu cau cla khach hang. (BTV)
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cd ban, néu khong biét vin hanh hé thong logistics, ti
sudt Igi nhuén c6 nguy co gidm va viéc c6 thé ting dén
muc nao van con la mot ddu hoi.

Cac chubi ctia hang bach héa & Nhat du hoat dong
v6i quy mo 16n nhung lai khong c6 hé thong logistics
tot d€ xti Iy hoat dong mua bén, luu chuyén hang héa
gitta cac diém ban 1¢ va xoay vong san phdm dan dén
viéc phai phy thudc nhiéu vao viéc ban don 1é cia méi
ctia hang. Do d6, tinh trang ton kho clia mdi ctia hang
sé khéac nhau va viéc tiéu thu san phdm khong thé tién
hanh tron tru dugc. Néu cic ctia hang bach héa hoat
dong theo hinh thtic chudi ctia hang khong x4y dung
dugc mot hé thong logistics hiéu qua, ngay ma cac
thuong hiéu riéng diing 1én va ndm giit vai trd quan
trong trén thi trudng sé chdng bao gi¢ dén.

Nhiing thuong hiéu thoi trang 16n dan roi khéi
cac ciia hang bach hoa

Cung véi sy suy thodi khong c6 diém duing cta cic
ctia hang bach héa, nhiing thuong hiéu thai trang c6
don vi phan phdi chinh la cic ctia hang nay ciing 1am
vao khung hoang kéo dai. Nam 1991, sau khi 16 vén,
Renown phai ban di bat dong san va tiép dén la cac
cong ty con ciia minh nhu Aquascutum va Leilian cho
cic doanh nghiép Trung Quéc. Va du van luén nb lyc
d€ hoi sinh nhung dén nam 2005 - khi tinh trang ng
nan trd nén to6i té hon - tdp doan Kosugi phai nhén sy
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trg gitp ti cic nha dau tu. Pén thang 2 nam 2009, ho
chinh thiic tuyén b6 pha san. Hang san xuit 40 phong
16n, c6 hé thong clia hang bach héa 1a kénh phan phéi
chtl yéu Tomiya dén nim 2009 di ding ky Luét tai
t6 chiic doanh nghiép'. Nam 2008, mét thuong hiéu
manh trong cac ctia hang bach héa ciing da rut lui dé
tap trung vao cac mat hang tat chén.

Cung v6i doanh thu di xudng ctia cac ctia hang bach
héa, 1gi nhudn ctia 10 hang may méic 16n c6 doanh thu
hon 45 ti yén vao ndm 2000 cling giam, dén giai doan
tit thdng 6 dén thang 9 ndm 2009, 6 cong ty da lam vao
khiing hoang va 16 dén 100 triéu yén.

Két qua hoat dong kinh doanh ctia cac nhan hang
thoi trang 16n ti 1é thudn véi doanh s6 cta cic ctia
hang bach hoéa va ngay mét xau di. Pén ky quyét toan
thing 12 nim 2009, moét cong ty c6 tj 1é doanh thu
chiém dén 90% doanh s6 ctia hang bach héa noi dit
tru s& la Sanyo Shokai? da tut ddc tif miic thang du 4,7
ti yén xuéng tham hut 5,2 ti yén. Lgi nhuan Onward
Kashiyama, von chi€ém linh 75% doanh s6 clia céc ctia
hang bach hoa, ciing da giam dén 95,6%, loi nhuan ctia
World ciing da giam dén 56,1% nhung néu so sanh

' Mét trong nhitng diéu trong Luat Pha san cta Nhat Ban, thiét lap
cac thi tuc tai td chiic c6 thé thuc hién dé khéi phuc hoat dong kinh
doanh ctia mét cong ty tuyén bé pha san. (DG)

2 Mét cong ty san xudt hang may mac cé tru s& chinh & Shinjuku,
Tokyo. (DG)
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v6i Onward Kashiyama thi d6 van chi [a mét sy sut
gidm nhe (ca hai da lién két v6i nhau). Trong tinh
canh suy thodi khong diém ding va két qua kinh
doanh ngay moét xdu di, cac cong ty din roi khai cac
trung tdm mua siam, tda nha trudc ga va trung tim
thoi trang d€ tim 16i thoét & thi trudng nudc ngoai.

Tl ndm 1999 dén nam 2008, rat nhiéu cong ty 16n
tim dén nhiing trung tim mua sim & viing ngoai 6 cic
thanh pho. Cudi nam 2009, cic cong ty hoan thanh
x4y dyng hé th6ng ctia hang, ching han nhu World
c6 1.127 ctia hang & ngoai 6, Onward Kashiyama c6
581 ctia hang, Itkin c6 562 ctia hang, FIVEFOXes c6
334 ctia hang... Mc gid ban thip hon khé nhiéu so
vOi cdc ctia hang bach héa khién lgi nhuén ctia nhiing
doanh nghiép nay ciing thdp theo va khong thé bu
dap nhiing tic dong ma suy thodi mang lai.

Sau ndm 2007, khi xu huéng mua ban chuyén tu
cac ctia hang bach héa sang nhiing tda nha gin ga hay
trung tam thoi trang thé hién r6 rét nhét, cac cong ty
cting nhanh chéng tip trung phat trién nhiing thuong
hiéu danh riéng cho nha ga va trung tdm thoi trang,
dong thoi thu mua nhiing céng ty c6 quy mo trung
binh trong cung linh vyc nay d€ mé rong doanh thu.

TokyoStyle ludn di trudc d6n ddu so véi cac doi thi.
Nam 2003, cong ty thiu téom Rivurabo ctia hdng Nano
Universe, nim 2004 la Jack ctia Stussy va nam 2008
la Spic International ctia Tornado Mart. Nam 2005,
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Onward Kashiyama ciing dé thuong lugng v6i Mother
International d€ thanh l3p Candela International va
bat dau trién khai “Croon A Song” Dén nim 2008,
Onward Kashiyama thu mua Cong ty Creative Yoko
(sé hitu hai thuong hiéu 1a Mother Garden va Pet
Paradise), dén ndm 2009 thu mua thanh coéng Island
(s6 hitu thuong hiéu Grace Continental). Thang 2 ndm
2010, Sanyo nhén dugc quyén sé hitu va kinh doanh
tit Cong ty Kai Lani va bat d4u thanh l4p céng ty méi.
Nam 2008, Luck mua lai LINK IT ALL ti Naigai va
dén thang 4 ndm 2010 da ding ky tu cach phép nhan
tai Nhét cho thuong hiéu ph6 thong APC nay.

Céc cong ty déu gip rut gia ting doanh thu bang
chién lugc thu mua. Tuy nhién, khong nhiing khéng
thé bat kip t6c do thay d6i nhanh chong ctia cac clia
hang & ga va trung tdm thdi trang, thi trudng ctia cac
ctia hang bach héa con ngay mdt thu hep.

Nhiing su kién dang cha y trong hoan canh 46 la
mua thu nam 2009, Free’s International (cong ty con
cta Sanei International) cho ra mit Free’s Mart, cudi
ndm d6 Flandre ciing ra mét ctia hang SPA chuyén
d6 cong s6 va trang phyc sang trong cho nii gidi
BrilliantStage. Pén thang 2 nam 2010, Flandre tiép
tuc cho ra mét ctia hang SPA chuyén cac san phdm co
ban chit lugng cao I.T’s International. Cong ty ciing
c6 ké hoach trién khai céc clia hang khong Iya chon

c4c nha ga hay trung tim thdi trang lam noi phén phéi
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chii yéu. Free’s Mart trong nam nidm da thu dugc 15 ti
yén, L.T’s Internation cfing thu vé 20 ti yén.

Khi budc ra thi trudng qudc t€, Onward Kashiyama
da tién hanh thu mua Cong ty Zibo Coe clia Y nim
1990, Joseph ctia Anh vao nam 2005 va Jil Sander ctia
Dtic vao nam 2008 d& m& rong thi trudng va dua cac
thiong hiéu cao cdp vao chau Au. Ngugc lai, World
14y trung tAm 13 77 clia hang & Trung Qudc va bit du
mé rong ra Pai Loan, Han Qudc va Hong Kong véi
hon 200 ctia hang. Tokyo Style ciing c6 62 ctia hang
¢ Trung Quoc, Hong Kong va Dai Loan. Ban than
Onward Kashiyama ciing c¢6 161 ctia hang & Trung
Qudc (tinh dén cubi nam 2009), lam tién dé d€ xdm
nhép thi trudng chiu A méi néi.

Ngay ci & nhiing thi trudng Au My véi nhiing
thuong hiéu nhu Macy’s (dén thidng 1 ndm 2010 c6
850 ctia hang), ].C Penney, theo bdo céo thi truong, ti
nam 2000 dén nam 2009, trong khi thi truong ban 1&
tang trudng 38% thi thi trudng ctia cdc ctia hang bach
héa ciing gidm dén 20%. ‘

Cong ty thoat khéi thi trudng cac ctia hang bach
héa mudn nhit 13 Liz Claiborne. Tit sau thang 12 ndm
2007, cong ty nay da lam vio tinh trang tham hut kéo
dai, va sau khi thu hep tit 31 xudng con 12 thuong
hiéu da tip trung tién hanh cai t6, nhung dén thing
12 ndm 2009 van gidam gin 25% doanh thu va tham
hut 330 triéu yén. Nguoc lai, sau khi thu mua hang
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loat cac thuong hiéu vao ndm 2000 nhu The North
Face, Vans, Napapijri, Seven of All Mankind, va thoét
ly khéi cac ctia hang bach hoéa, t6i ky quyét todn thang
12 nam 2009, VF Corporation da di tit mtc sut giam
5,5% thanh tdng trudng 10%. Cong ty con ctia Calvin
Klein la PVH tép trung vao cic hoat ddng ban 1é
cting bt phd ti mic sut gidm 3,7% doanh thu 1én
muc tang trudng 40,4% vao ky quyét toan thang 1
ndm 2010, chi suét lgi nhuédn ciing tang 10,2% va c6
thém hai cong ty niia (ntia dau ndm 2010 mua thém
ca Tommy Hilfiger). DPay chinh la nhéing minh chiing
cho su thanh cong ma cic cong ty dat dugc tli chién
lugc r6i bo cac ctia hang bach hoéa. Du la thi trudng
Nhat Ban hay thi trudng Au M, ching ta déu c6 thé
nhan thay ring viéc cac doanh nghiép may mdc 16n
nhanh chéng thoat ly khoi cac ctia hang bach hoa 1a
diéu dung din.

Thi trudng ciia cac ciia hang tiéu thu hang ton kho
ngay cang md rong

Ngugc lai vé6i su suy thodi clia cac clia hang bach héa,
cic outlet' ban hang t6n kho dang ngay cang phat
trién. Chudi ctia hang 16n nhét ca nudc Outlet Mall
Rism (Fujimino, Saitama) bat ddu di vao hoat dong
tii thang 11 ndm 1993 va dén thang 3 ndm 1995 da

' Nhing ctra hang chuyén tiéu thu hang tén kho, hang giam gia.
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thué thém dia diém tli cong ty moi gisi bat dong san
Mitsuru dé mé mot ctia hang 6 viing Osaka Tsurumi.
Ciing trong thang 7 ndm d6, Karuizawa Prince Plaze
Shopping chinh thlic m& ctia, 1a ctia hang dau tién
hoat dong gan gidng voi mot khu nghi dudng. Thang
7 nam 2000, cong ty phat trién hé thong cac clia hang
outlet 16n nhit thé giéi Chelsea Property Group cua
My va cong ty Mitsubishi da lién két v6i nhau thanh
14p Chelsea Japan (Premium Outlet). Tl do, cac ctia
hang outlet bat ddu phat trién nhanh chéng. Pén ndm
2009, sau 16 nam ké tii khi ctia hang d4u tién mé ctia,
trén ca nudc dd c6 hon 34 chubi clia hang.

Thi trudng cc ctia hang outlet & Nhat phat trién
mot cach tron tru la nhd sy ndng n6 ctia Chelsea Japan
va Mitsubishi. Cifa hang Ami Premium Outlet khai
triong thang 7 nam 2009 da nang s6 chudi Premium
Outlet ctia Chelsea Japan 1én tdm co s6. Dén thiang
3 ndm 2010, doanh thu ctia hing da ting 18% so véi
nam tai chinh trudc, dat muic 2.047 ti yén. Hé théng
Outlet Park ctia Mitsubishi dén thang 3 nam 2010 dat
doanh thu 1.644 ti yén v6i tam co s6, dén thang 4 ndm
2010 c6 thém Mitsui Outlet Park Shigaryu & Sapporo
Kitahiroshima. Doanh thu ctia 21 ctia hang, gom 16
ctia hang 16n ctia hai cong ty trén va ndm ctia hang
khéc, da dat hon 4.694 ti yén. Do vay, doanh thu ctia
hé théng cac chudi outlet c6 thé dat dén 5.500 ti yén.
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Nhin chung, d€ tranh canh tranh tryc tiép véi cac
ctia hang ban 1€ 1au doi, hé thong outlet thudng dugc
dat tai viing ngoai 6 hay cac khu nghi dudng, cich xa
cac khu thuong mai. Tuy nhién, cdc ctia hang gia ting

~ma céc vi tri dac dia chi c6 han, c6 1€ sdp dén lic ho
phai tim dén nhiing dia diém trong céc d6 thi 16n.

Khu Mitsui Outlet Park Makuhari dugc thanh lap
héi thang 10 ndm 2000 nam gin nhiing khu thuong
mai l6n & Funahashi hay Chiba, nhung khi khu Venus
Outlet khai truong & tidng 3 toa nha Odaiba Venus
Fort chi cach Ginza va Shibuya trén duéi 30 phut, day
bat ddu trd thanh mot chti d€ néng. Nhiing ctia hang
ctia United Arrows hay Journal Standard bat dau khai
truong & nhiing vi tri dic dia nhu Harajuku, Shibuya
hay Shinsaibashi, khéng con thu minh vao nhiing vi
tri quen thudc ctia cac outlet nita.

Pén muaxuin ndm 2012, Céng ty Mitsui cling trién
khai mdt ctia hang véi dién tich ti 30 dén 40 ngan m?
cung véi khoang 200 dén 250 ctia hang khac & ngay
16i ra cia Tokyo Bay Aqua-line. Mila xuan nim 2011,
Aeon ciing tham gia vao thi truong cac clia hang theo
hinh thiic outlet bang viéc trién khai 570 ctia hang
tai trung tAm thuong mai 16n nhit Nhat Ban Aeon
Lake Town. Mua xudn nam 2013, Chelsea Japan mé&
thém chin ctia hang Premium Outlet nam gin dudng
cao toc Higashi-Kanto & Chiba va gin giao 16 Shisui.
Su ning nd clia Chelsea Japan va Cong ty Mitsui,
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cong vdi sy tham gia cia Aeon Group da khién cac
khu ctia hang outlet phat trién nhanh chéng.

Nhiing khu Outlet Mall 16n viia dugc thanh lap
phai chiu nhiéu stic ép, cung véi sy dio thai ty nhién
dang dién ra ngay mét nhanh cta thi trudng bén 18.
Do tinh hinh bu6n ban b4t 6n nén rit nhiéu thuong
hiéu mudn ting s6 lugng ctia hang outlet , dién tich
danh cho cic ctia hang nay cling sé ngay mot ting.
Nhiéu ngudi tin chdc rang sau nim ndm nda, thj
trudng nay sé dat dén quy mo 8.000 ti yén.

Hinh thic outlet khong chi dién ra & cac ctia hang
thyc ma con xudt hién ca trén mang. Thang 3 nam
2009, Gilt Group ctia My, cong ty da trién khai rét
nhiéu website ban hang cho cac thuong hiéu thoi
trang cao cip chinh thic phat trién & Nhat, thu hat su
cht ¥ ctia rit nhiéu phuong tién thong tin dai ching.
Sau 4 thang trién khai, dy 4n thu hat dugc 200 ngan
nguoi (dén thdng 6 nam 2010 sé vugt mic 400 ngan
ngudi). Dy chinh 13 co hoilén d€ hang loat chubi ctia
hang thanh 14p trang web thuong mai dién td. Bat dau
14 Glamour Sales vao thang 8 nam 2009, thang 1 nam
2010 la Brandissimo va mét loat cac ctia hang thanh
vién ctia Gilt, cic ctia hang von chuyén ban hang qua
mang ciing c6 Outlet Peak cia MAGASEEK, Outlet
Chu:se ctia Stylife, vé phia cac chudi ban 1¢ 16n ciing
c6 Brandeli cia Nissen.
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Mic du sy m& rong phat trién cua hé thong cac
chudi ctia hang outlet 1a nhdm théa man yéu ciu cta
ca nhiing ngudi tiéu dung mudén mua hang véi mic
gia ré¢ hon va nhiing thuong hiéu cdn giai quyét hang
ton kho nhung chiing ta vin khong thé phti nhén ring
sy gia tdng ctia nhiing ctia hang outlet ciing tao ap
luc cho nhiing ctia hang ban 1é thong thudng va tao
thanh mét vong ludn quén. Cau hoi dugc dit ra & day
la: Chung ta nén pha gia dén mtc nao?
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Ghuong 2

Hai chirng Uniglo
khong cé diém dirng

- g q

Trudc sy phat trién than ky ctia Uniqlo, viéc nhiing
ctia hang ban 1¢ va ban bu6én mudn tim hiéu phuong
phép phat trién san phfm va cong nghé ki thuat ctia
hang la Ié duong nhién. Clung véi d6, cdc trung tm
mua sam va ctia hang bach hda ciing nhip cic san
pham ctia Uniglo vao kinh doanh.

Tuy nhién, phong trao nay dién ra 6 at mang dén
hiéu qud ngugc do nhiing cong ty di trudc da thau
tom thi trudng khéng phit hgp v6i minh va cudc canh
tranh v€ gid dan khién doanh thu va lgi nhuén giam
sut; nhiing thuong hiéu ra doi sau phai canh tranh
trong mot mdi trudng day bién dong, khong c6 hiéu
qua va 4n chia rit nhiéu rii ro. Trong hoan canh nhu
vdy, cdc doanh nghiép khdng tranh khéi bi dnh hudng
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bdi lan séng Uniglo. Hién tugng nay dugc goi chinh
xac nhét la “Hoi chiing Uniglo”

A3

Su thanh cong ctia Uniqlo sau “20 ndm danh d6i
1a mét bai hoc d6i v6i bat cti doanh nghiép nao. Thanh
cong d6 c6 thé bat ngudn tu nhiing nguyén nhan sau:

1. M3 rong kinh doanh va tang doanh thu ti viéc
phén tich ky luéng nhu ciu cta thi truong, dua ra
nhiing san phim c6 hiéu qua cao, chit lugng cao véi
chi phi thap va khong gidi han doi tugng khach hang.

2. Pua ra nhiing chién lugc cu thé nham thuc ddy
ban hang va chién dich kinh doanh cho tling loai
san phim.

Chién lugc dinh dang thuong hiéu quy mé 16n
v6i nhiéu y tudng sang tao, két ndi, nhiing san phdm
doc ddo kem theo mang luéi quang b4, truyén théng
rong rai.

Cong ty md rong doi tugng khach hang véi nhiéu
nhom san phdm phong phu nhu 4o khodc, tit chén,
khin quang va gin déy con tién t6i ca 4o, quin bo
v6i rat nhiéu chiing loai. Chién lugc ban hang d3 dua
doanh thu dat dinh. Viéc két hgp phat to roi va chinh
sach gidm gia (gi6i han s6 lugng) da thyc su thac day
tiéu thu san phim.

Tuy nhién, khi nhdn xét vé ban chit cta viéc
mé rong pham vi khiach hang bing phuong phép
phat trién tiing ching loai san phdm ctia Uniglo,
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ngai Yanai Tadashi cho rang: “Trong nganh may mic,
4u phuc déng nghia véi thai trang, va rdt nhiéu khach
hang théng thudng phtt hgp va c6 dt kha niang chi tra
cho mit hang nay. Néu cung cdp mat hang chat lugng
v6i miic gid hgp ly dé tr& thanh mét phan trong cuéc
séng cta khach hang, thi truong ctia c6ng ty c6 thé
m6 rong khong giéi han”

Nhiing chubi ctia hang va cdc nha ban 1é khong
hiéu dugc ban chit nay ma chi chdm chdm hoc theo
Uniqlo thi sé rdt kh6 ndm bat dugc tdm ly khach hang.
Cé rit nhiéu y kién vé thé giéi thoi trang va nganh
ban 1é ma Uniglo dang tham gia nhung khong ai ¢
thé phtt nhan ridng véi cham ngdn “thay d6i trang
phuc, thay d6i nhén thiic, thay d6i thé gi6i”, Uniglo
da mang dén sy d¢c d4o va mé rong ddi tugng khach
hang ctia minh.

Vé géc d6 ca nhén, tuy t6i c6 thé hiéu dugc vi sao
moi ngudi lai mudn bat chudc Uniqlo nhung néu
khong thuc hién hai diém trén theo phong cich cta
riéng minh ma chi don thudn lam theo chién lugc
phat tri€n san phdm gid ré, chit lugng t6t thi san
phidm chung ta tao ra sé trg thanh nhiing mit hang
dap khuén, dugc san xuit hang loat, khong cé tinh
doc dédo dac trung (trong khi day chinh 1a diéu ma
Uniqlo cam két v6i khach hang). Trong qua trinh cat
gidm nguyén liéu va thiét ké d€ gidm gia thanh sin
phdm, khach hang ctia chling ta ciing sé gidm theo.
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Mot cong ty SPA chu trong dén R&D' va logistics
nhu Uniqlo c6 ban chit hoan toan khic véi kiéu chién
thuét bién ngudi?, phu thudc qué nhiéu vao tiém lyc,
clia mét s6 don vi ban 1€ con ton tai dén hién nay. Néu
chi hoc doi bit chudc theo phuong phap d6 thi kho c6
thé gat hai dugc thanh cong.

Chung ta khong thé phtt nhin ring sy khing
hoéng ctia cac ctia hang ma coéng ty da mua lai hay
nhiing “ctia hang phong cich Aeon” chiu d4nh hudng
ctia Uniqlo chinh 1a hdu qué cta viéc bit chuée. Du
trong linh vuic ban 1€ hay linh vic thoi trang, néu mot
thuong hiéu khong thé xay dung dugc nhém khach
hang cho riéng minh ti nhiing san phdm doc ddo thi
sé khong thé thanh cong ma chi la mot san phdm an
theo ré tién ctia Uniglo.

Loi canh tinh ciia Aeons va su hdi han ciia Ito Yosado*

Mot minh chiing dién hinh cho héi chiing Uniqlo chinh
1a b6 phan ban 1¢ hang may mdc clia Aeon. Sau khi

' R&D: phong nghién ctiu thi trudng va phat trién san pham.

2 Mét chién thuat dugc duing nhiéu trong quan su, khi mét bén ding
s6 lugng ap dao dé tan cdng 3o at, chdp nhan thucng vong.

3 M6t trong nhiing tap doan thuong mai ban I I6n nhat trén thé gisi
V@i 179 lién doanh trong va ngoai nudc Nhat Ban. Bugc thanh lap tu
nam 1758, véi lich st trai dai trén 250 nam, Tap doan AEON la mét
trong nhiing nha ban 1& 1au ddi nhat tai Nhat Ban. (BTV)

4Cong ty thudc tap doan phan phdi va ban 18 I6n clia Nhat Ban Seven
& | Holdings Co. (BTV)
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bung né lan song san phidm 16ng ctiu, Aeon da ti€p
nd6i nhiing san phdm dic thu ctia Uniqlo nhu quin bo
va 40 len cashmere. Ho dép tra Heat Tech bing Heat
Fact, san phdm d6 jeans 990 yén ctia GU bang thuong
hiéu 880 yén.

Két qua 13, dau nhi€u ngusi ldm tudng ring bo
phén ban 1é hang may méic ctia Aeon da phat trién gin
tuong xting véi Uniqglo nhung thuc té thi hoan toan
nguoc lai. Thuc t€ khong giong nhu nhiing gi chung
ta thdy. Thi ph4n ctia san phdm 880 yén bi thi phin
clia cdc san pham 1.990 va 2.990 yén nudt gon, cin
bang gitia cic nhém san phdm dén bi phé v&.

Chua diing lai & d6, Aeon tiép tuc mudn bién
nhiing hang ban 1¢ hang may méc 16n tré thanh cac
SPA. D€ d6i phé véi tinh trang gidm phat kéo dai,
cong ty bat ddu kéu goi cic ctia hang trong trung tim
mua sam & Akita Gojome khai truong thang 6 naim
2001 thuc hién chién dich Everyday Low Price. Thé
nhung dén thang 3 ndm 2006, khi tinh hinh khd 1én,
céc ctia hang trong trung tim mua sdm bt d4u thay
d6i 180 do thanh nhiing clia hang “mang phong cach
Aeon”. Ho chuyén minh tif hinh thiic SPA chu trong
dich vu khach hang nhung lai thiéu danh muc hang
hoéa va sy hép dan vé gid ca dan dén tinh hinh kinh
doanh bét bét, khong dap ting dugc chi phi van hanh
thanh nhiing trung tdm mua sam két hgp ctia nhiing

thuong hiéu riéng trong ném tiép theo.
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Nhiing ctia hang SPA coi trong dich vu khach
hang déu hudéng dén muyc tiéu thuc ddy kinh doanh
nhiing thuong hiéu riéng nhung lai thiéu danh muc
cdc mit hang ciing nhu tinh canh tranh vé gid ca dan
dén viéc két qua kinh doanh gidm sut va khong thé bu
dap dugc chi phi vin chuyén. Trong nhiing ndm tiép
theo, cac ctia hang bat du sap nhép v6i nhau va tim
phuong phap t6i uu héa khoan chi phi nay.

Chung ta khong thé phti nhan viéc danh muc céc
mit hang bi thu hep dang k& duéi tac dong ctia nhiing
ctia hang thuong hiéu riéng dn nén lam ra da khién
lua chon ctia ngudi tiéu dung giam di trong thdy. Kha
nhiéu ngudi chi trich s6 lugng mét hang han ché & cac
ctia hang thuong hiéu riéng. Tt d6, ching ta c6 thé
nhén ra rang nhiing ctta hang quy mé6 “mang phong
cach Aeon” sé mat di lugng khach hang dang ké.

Tuy nhién, nhiing quiy hang may mdc trong céc
ctia hang 16n & khu thuong mai du tép trung rit nhiéu
mat hang dap ing dugc nhu ciu ctia nhi€u doi tugng
khach hang (gia, tré, 16n, bé), c6 nhiéu loai san phidm
khéc han v6i nhitng ctia hang tap trung chi v6i mot
doi tugng khach hang va téc do tiéu thy nhanh cling
sé ¢6 luc phai d6i mit v6i nguy co mit can bang gitia
cdc mdt hang va danh mat khach hang.

Diéu t6i té nhit chinh 1a trong khi mai theo dudi
va tim kiém nhiing dong san phdm bén chay, bd phan
hang may mdc ctia Ito Yosado da chim siu vao vong
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xody khiing hoang, khién cdn cin thuong mai mét
can béing.

Bo phan hang may mdc cta Ito Yokado von dang
hoat dong c6 hiéu qua va thu dugc lgi nhuén tuong
dai tot, tuy nhién, sau khi ong Toshifumi Suzuki 1én
lam gidm d6c, cong ty da tién hanh “cai cach”. Lic nay,
doanh nghiép chi tép trung vao nhiing mit hang ban
chay dan dén danh muc hang héa giam dang ké, giy
ra ap luc vé€ hang ton kho, doanh s6 chim vao vong
xody sut gidm, 1¢i nhuén ciing vi th€ ma roi xuéng hé
sau khong day (Bang 2-1).

Cung v6i do, nhiing clia hang thuong hiéu quéc
gia ngay mot mé& rong chiém linh thj trudng, nhiing
ctia hang nho ngay cang mét din lgi thé va suy yéu.

Viéc thu hep danh muc hang héa do qua tin tudng
nhiing dii liéu tong hgp két qua kinh doanh tii nhiing
diém ban hang sé khién tinh da dang v6n dugc dung
lam loi thé d€ thu hut khach hang din mét di, lugng
khach sé gidm nhanh chéng. Nhiing gian hang quan
4o chia Ito Yosado von tdp nép khach hang la cac ba
ndi trg véi nhu cdu trang phuc phé thong sau khi thu
hep danh muc san phdm ciing mat dang ké lugng
khéch va dén tré nén ving vé, tuong ty nhiing clia
hang thong thudng chi cham chim vao nhiing dong
san phdm ban chay khac.
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CEL'B Doanh thu bé phan hang may méc cia Ito Yosado

Tram triéu
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Chd thich:

1) S& trong ngodc: Ldy diém cao nhat ctia ky thang 2 nam 1996 |3 100.

2) Ti sudt doanh thu hang may mic la ti suét trén doanh s& ban hang truc tiép, khéng
tinh doanh thu ban buén.

Nguén: S6 lieu quyét toan ctia Cong ty Seven and | Holdings.
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Thém vao d6, tii miia xuén ndm 2006 khi nén kinh
t€ c6 ddu hiéu di 1én, quan ly kiém tridng bo phan
hang may mdc xudt than ti Isetan, Yukio Fujimaki
lai dua ra phuong huéng hoat dong giéng nhiing clta
hang bach hda, ling phi thoi gian va tai nguyén vao
nhiing mét hang xa réi nhu cdu cia ngudi tiéu dung.
Do vy, du tinh hinh kinh t€ c6 khéi sic, doanh thu
ctia cdng ty van giam. Dén cudi thing 8 ndm 2007,
ong Fujimaki nhédn trach nhiém cho két qué kinh
doanh di xuéng va roi chic vu truéng bo phén hang
may mac. Thé nhung nhiing d4u 4n ma phong cach
giéng mot ctia hang bach hoéa dé€ lai 1a qué 16n, khong
dé mét sém mot chiéu c6 thé thay d6i. Chinh vi thé,
nhiing khach hang da bo di van chua quay lai. Day 1a
héu qua rit kho stta chita ma bo ph4n hang may mic
ctia Ito Yosado da phai ganh chiu do ddi ngii quan ly
khong hiéu duge tam Iy khach hang.

Dt la Aeon hay Ito Yosado, néu cac doanh nghiép
khong tép trung vao khach hang ctia minh ma chi
chim chdm hoc hoi chién hi(jc‘kinh doanh ctia cic
don vi khac thi kho6 cé thé thanh cong. Du 13 héi
chiing Uniglo hay “cai cach” hay di theo duong16i ctia
céc ctia hang bach hda, cc cong ty cling khong duge
phép xa r&i nhu cdu thuyc t€ ctia khach hang.
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Bi kich cia Jeans Mate va Right-on

C6 thé xem Jeans Mate, thuong hiéu ddanh méit vi thé
trong cudc chién gidm gia v6i GU dan dén két qua
kinh doanh di xuéng va Right-on, déi tugng chiu tac
dong truc ti€p cha sy suy thoai cac thuong hiéu qudc
gia la hai nan nhan ctia héi chiing Uniglo.

Jeans Mate d6i phé véi chién luge giam gia bing
san phdm ddc biét 1.990 yén ciing nhu ting mién phi
san phdm vao nhiing ngay ky niém khai truong ctia
hang. Tuy nhién, lugng khach hang ting lén khong
da bu dap cho viéc giam gid khién doanh thu ctia
cac ctia hang lién tuc di xu6ng. Dén thang 8 ndm
2009, doanh nghiép roi vao tinh trang thua 16. Dén
ky quyét toan thang 2 ndm 2010, doanh thu ctia cong
ty gidm gan 10% va roi vao tinh trang thdm hut 1,3 ti
yén (Bang 2-2).

Dui ¢6 kha nang phat trién san phdm va canh tranh
gia ca nhung vi khong c6 chién lugc cu thé, Jeans Mate
rdi vao bay canh tranh gid thanh véi nhiing thuong
hiéu 16n. Sau ky thang 2 ndm 2010, dén ky thing 2
nam 2011, cong ty van & trong tinh trang tham hut,
viéc kinh doanh gidm sut trong hai nam lién tiép.
Théng 2 nam 2010, 6ng Shoji Nishiwaki, con trai ctia
chti tich Kenji Nishiwaki 1én ké nhiém va dua ra ké
hoach cai thién két qua hoat dong kinh doanh. Nhung
vé co ban, nhiing phuong phap d6 méi chi nham muc
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CELT I K&t qua hoat dong kinh doanh ctia Jeans Mate va
b2y B Right-on

Jeans Mate BDon vi: Trigu yén
Nam 2/2006 | 2/2007 | 2/2008 | 2/2009 2/2010
Doanh thu 23.856 23.089 21.634 18.589 16.801
Tiléting trudng doanh thu | 100,2% | 96,8% | 93,7% | 859% 90,4%
Ti sudt lgi nhudn gop 45,2% 45,2% 45,0% 44,9% 43,9%
Ti sudt chi phi 37,4% 38,9% 41,2% 44,7% 51,0%
Ti suét lgi nhudn 7,8% 6,3% 3,8% 0,2% -71%
Right-on Dan vi: Triéu yén
Nam 8/2006 | 82007 | 8/2008 | 8/2009 | 9/2009-2/2010
Doanh thu 95.312 106.676 104.235 100.606 41.613
Tilétang trubng doanhthu | 113,7% | 111,9% 97,7% 96,5% 87,4%
Ti sudt Igi nhudn gop 47,6% 451% 47,0% 46,4% 47,9%
Ti sudt chi phi 37,4% 39,6% 4,7% 43,6% 39%
Ti sudt lgi nhudn 10,2% 5,5% 5,3% 2,8% 4,0%

Nguén: Bang quyét toan cda hai cong ty.

tidu thu hut nhiing ba néi trg, con véi tu cach 1a mot
ctia hang ban d6 jeans, cong ty da tham ldng rut lui
khoi cudc chién. Dén thang 6 ndm 2010, tinh hinh
kinh doanh d3 gidm xudng mtc khong thé khong ché
dugc nita, 30% nhén vién da bi budc phai vé huu non.
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Mic du Right-on da kim ham sy xam l4n cta cac
thuong hiéu qudc gia va kéu goi nhiing thuong hiéu
nhé duy tri muc gid va ngting cudc chién gia thanh lai
nhung viéc gidm gia va lugng khach hang giam sat da

- d€lai nhiing thiét hai qua I6n. Tai ky quyét toan thing
8 ndm 2009, lgi nhuén ctia cong ty gidm dén mét niia.
Vao ky quyét toan thang 8 ndm 2010, doanh thu ctia
cobng ty dugc bdo cdo la gidm 14%, cong ty roi vao
tinh trang khting hoang t6i té nhét ké tii khi thanh l4p.

Su suy thodi ctia cac thuong hiéu qudc gia khong
diing lai, nhung cac thuong hiéu riéng ciing khong
thé phét trién véi miic gid cao, lugng khach hang
giam cting khong ngting lai vi thé viéc kinh doanh
clia cac cong ty cling ngay mot x4u di.

Thang 3 nam 2010, Right-on da chuyén bo phin
phat trién san phdm tu thanh phd Tsukuba dén
Shingumae tai Tokyo, bat d4u 1én ké hoach phat trién
nhiing ctia hang SPA tap trung vao nhiing thuong
hiéu riéng. Tuy nhién, liéu cdc ctia hang do6 c6 gill
dugc nhiing khach hang vén chi quen véi thuong
hiéu quéc gia hay nhiing thuong hiéu riéng d6 cé6
thu hut dugc nhiing khach hang méi hay khéng van
con 1a nhiing ciu héi 16n. Ti ¢ cac thuong hiéu nho
trong cong ty hién da 1én dén 50%, tuy nhién trong sé
d6, hon mot ntia 1a cdng ty thiét ké theo don dit hang
dugc mua lai, nhiing mat hang ty nghién ctu va phat
trién clia cong ty chi chiém mét phan nho. SS lugng
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nhéin vién phat trién san phdm & co s¢ Shingumae
ciing réat it, chua thé dem lai thanh quéa dang ké. Téap
doan GAP ctia My c6 thé phat trién nhiing thuong
hiéu riéng tii truc chinh la Levis ciing phai mit dén
18 ndm d€ nhiing thuong hiéu d6 dat dugc thanh tyuy,
hoat dong kinh doanh dugc cho rang con mét nhiéu
thoi gian phuc hoi hon.

Hoat dong kinh doanh ctia Jeans Mate va Right-on
khong phai ty dung sut gidm vi cudc chién do jeans
gid ré. Sau mua xuin ndm 2006, khi sy bung ng caa
thi truong do jeans da lang xudng, nhiing ddu hiéu
suti gam bit ddu manh nha. Sau mua xuan ndm 2009,
khi cugc chién bat ddu nd ra, t6c do gidm st tré nén
nhanh hon. Sy dich chuyén tii cic thuong hiéu 16n
pht séng toan qudc sang cac thuong hiéu nhoé cta
tiing don vi SPA di dién ra 4m i tlii cudi thap nién
1980, nhung phai dén khi budc sang thé ky mdi, khi
lan s6ng SPA phét tri€n manh trén toan cdu, xu huéng
nay méi tré nén rod rét va chua thiy diém ding. Cudc
chién vé€ gid do GU khéi xudng da don cac thuong
~ hiéu quéc gia dén chan tuong va dit 1én vai céc ctia
hang binh dan mét stic ép khong nho.

Tinh cédnh khé khan cia Muji

Muji 13 mét thuong hiéu qudc gia néi tiéng toan thé
gidi, di ddu trong nhiing sin phim thu¢c volume
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zone' than thién véi mai trudng véi nhiing tinh nang
t6i thi€u va nhiing gid tri gia ting dugc t8i thiéu héa.
Hién tai, nhi€u ngudi cho ring déy sé 1a thuong hiéu
canh tranh vi tri ba cha v6i Uniglo.

Tuy nhién, tré tréu thay, khi xiy dung thuong
hiéu, ddi ngt thiét ké va phat trién san phim cta
Muji (thuong hiéu khong tén) lai lac 16i khi dua ra
nhiing san phdm thiéu tinh t€ va chién lugc gia ntia
voi. Chinh diéu d6 da anh hudng xdu dén nhiing clia
hang ban si, khién cong ty mit di co hoi chuyén minh
dé phat trién. Khi ding trudc nhiing co hdi hiém hoi
dé phat trién trong giai doan kho khin va suy thoai
tiéu dung chua tiing c6, cong ty van khong ndm bt
dugc va danh chim sau vao khing hoang, tut lai phia
sau Uniqlo.

Du Uniqlo chiém uu thé trén moi d6i tugng khach
hang trong nhiing cudc diéu tra nguoi tiéu dung ctia
cac ngin hang dit liéu, Muji van c6 thé tao ra nhiing
khac biét 16n. O d6i tugng nit gidi tit 30 dén 44 tudi,

'Volume zone nghia la thi trudng dai chling, phat trién béi su gia téng
nhanh chéng nhédm nguoi c6 thu nhdp trung binh & nhiing nuéc
dang phat trién theo thng ké ctia B Kinh té. Thi trudng nay khéng
doi hoéi nhiing sdn pham c6 nhiéu tinh nang du thia, gia trj gia téng
qua da nhu nhig nudc tién tién ma chi la nhiing san phdm gia ré don
gian, da loai bod bét nhitng yéu t6 kia. Dong xe Nano véi muc gia siéu
ré 110.000 rupi (tuong duong 220.000 yén) clia hang Tata Motors, An
D0 chinh la mét vi du dién hinh cho nhiing san phdm thudc dang nay.
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muc d6 phé bién cta Muji chiém vi tri thd 5 - 7, ti
50 dén 54 tudi chiém vi tri thi 9 con nhém do tudi 20
chiém vi tri 11 - 12. D6i véi d6i tugng nam gisi, miic
do phé bién & do tudi tii 25 dén 39 chiém vi tri 13 -
14, con do tudi tli 20 dén 24 & vi tri 20. Diéu nay rét
khoé néi véi cac thuong hiéu qudc gia. Tai sao lai c6 su
khac biét 16n nhu vay?

Vao ndm 1980, Muji ra mat v6i danh nghia mot
thuong hiéu ctia Seiyu, tdp trung vao cac mit hang
thuc phdm véi ciu slogan ctia nhiing ngudi sang lap
“Hang tot gia ré” va thu hut dugc sy cha y chua tling c6
danh cho nhiing thuong hiéu xuat than ti cac chudi
ban 1é. Stic anh hudng ctia thuong hiéu nay ngay mot
mdé rong va dén nam 1983 cong ty dd khai truong
ctia hang dau tién & Aoyama. Pén thang 6 nam 1989,
cong ty tach khai Seiyu d€ hoat dong ddc lap va dén
thang 3 nam 1990 ti€p do, cong ty da ké thita quyén
kinh doanh tif Seiyu va ty minh trién khai nhiing dy
an mdi. Cong ty ciing nhanh chéng khai truong ctia
hang du tién & nudc ngoai tai London vao thing 7
nam 1991. Pén thang 8 ndm 1995, c8 phiéu clia cong
ty bat dau dugc ban trén san JASNAQ va dén thang 8
nam 2000, cdng ty tré thanh mdt phan cta thi trudng
chiing khoan Tokyo.

Vao thoi ky khiing hoang sau khi bong béng kinh
t&€ da v3, nhiing san phdm don gian nhung thiét yéu
dén trd nén ndi tiéng, huyén thoai vé cic thuong hiéu
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bt dau dugc thiét lap. Tuy nhién, vao dau nhiing
nam 2000, sy m& rong nhanh chéng ctia cac chudi
ctia hang va cac danh muc hang héa khién cho hinh
anh thuong hiéu mat dan sy thu hut, ti thang 2 ndm
2008, doanh thu ctia hang bit dau tut d6c (Bang 2-3).

Truéc day, cau chuyén huyén thoai véi thuong
hiéu “Hang t&t gid r&” da thu huat sy chu y ti tré con
dén nguoi 16n tudi. Thé nhung, tai sao hién tai diéu
nay khong tao ra dugc hiéu ting nhu thé nita? Du viéc
dam chim trong huyén thoai vé thuong hiéu Muji qua
lau ma khong thé phat trién mot san phdm thuc sy
méi mé dugc cho 1a nguyén nhan 16n nhit dan dén
nhiing khiing hoang hién nay, ching ta cling khong
thé khong nhiac dén nguyén nhan la sy canh tranh
ngay mot khdéc liét trong linh vuc hang may méc va
nhiing thiét ké st dung vat liéu téng hop va chay theo
xu huéng dang ngay mot di xa hinh anh thuong hiéu
“don thudn” ban d4u. Ngay ca dén hién tai, nhiing diéu
nay van con, va nhiing ctia hang huéng dén hinh énh
ty nhién don thuin vin c6 lan nhiing vét liéu tong
hgp hay nhiing thiét ké xa xi thi that khé d€ khach
hang khong cdm thdy kho chiu.

biéu can thiét nhat véi Muji Iic nay liéu c6 phai
13 “diing khi” wiit boé nhiing mat hang khong cn thiét
hay khong? Co6 thé néi, viéc loai bé nhiing dong san
phdm khong can thiét trén tiéu chi t6i gian héa doi
v6i Muji qua thyc 1a mét diéu tré tréu déng tiéc.
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GELIN K&t qua kinh doanh ctia Muji (dua trén co s&théng nhat)
2-3
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Cha y: Lgi nhuan kinh doanh khong bao gém doanh thu ban hang ma la doanh thu tir
cac hoat dong khac.
Nguén: Béo céo quyét toan cia Muji.
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Trong khi Uniglo va Nitori tiép tuc cling ¢& vi tri
thuong hiéu qudc gia bang tu tudng viing chic va
chién lugc gia ca hop ly, Muji lai bi cuén theo dong
chay va nhiing thiét ké cua thoi dai. Dong thoi viéc
thué gia cong bén ngoai khién cong ty khong thé phat
trién dugc hé thdng ban 1é d6c dédo. BO phan nghién
ctiu va phat trién san phd&m khong hoat dong hiéu qua
nhu Uniglo, dan dén viéc hinh anh thuong hiéu nhat
dan trong tam tri ngudi tiéu dung va ngay cang trd
nén xa cach véi nhu cdu tiéu dung qudc gia. Chinh
vi nhiing nguyén nhan do6, ho danh phai hudng thi
trudng tli tap trung vao hang may mdc sang ca cac san
phdm dung cuy gia dinh, d6 dung lam bép, d6 dién gia
dung va thuc phim.

Viéc phat trién va san xuit dong thoi nhiéu loai
san phidm, nhiéu danh muc khic nhau 12 moét diéu
cyc ky quan trong d6i v6i bd phan nghién ctu va
phat trién san phidm cta nhiing cdng ty thién vé san
xudt. Chinh béi vdy, doanh nghiép khé tranh dugc
viéc phai thué gia cong san xudt & cac cong ty hodc
nha mdy san xuét phu kién khac. Viéc nay déi khi co
thé gay anh hudng dén gia tri ctia sdn phdm va hinh.
anh ctia thuong hiéu, dong thdi tao ra khoang cach
kha 16n gitia ho v6i nhiing cong ty c6 thé chuyén biét
hda va phat trién san phdm véi mo hinh san xudt nhu
Uniqlo hay Nitori.

Theo mot bai bao gin déay, Muji dang c6 ké hoach
xay dung lai hinh anh thuong hiéu da mét ctia minh.
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Cong ty cat giam nhiing san phim trang phuc chiu
anh huéng nhiéu ctia xu hudng va san phdm d6 dién
phai d6i mat tryc tiép véi cudc chién canh tranh
giad ca, dong thoi ddy manh phat trién vat liéu va
tinh ning san phdm. Tuy danh muc sdn phidm & cac
ctia hang hién tai da gidm tu 8.000 xudng con 5.000
nhung gi¢ day ctia hang da c6 thé quang ba san phdm,
tap trung vao chit lugng va mdc gia canh tranh. Du
mudn nhung it nhit ctia hang ciing da dan thu hep
danh muc céc san phdm dugc mé rong qua mic ma
don toan lyc vao nhiing mat hang tiém néing c6 kha
nédng canh tranh dugc v6i Uniglo va Nitori.

Cheap & Chic da di trudc thoi dai khi cho ra mit
dong san phdm danh cho gidi trung luu!, gidm bét
nhiing tinh ndng khong cin thiét va khoi xudng trao
luu “hang tot gid ré”, sau d6 ndi 1én la Muji. Vao thoi
budi viéc thiét ké va thué nhan cong ngoai khién chit
lugng va cdc tinh nang gia tang ctia sdn phdm bj lo 13,
diém mdu cho6t nhit bi lang quén va stc ép canh tranh

' Nhom thu nhép trung binh dang tang nhanh vé sé lugng & nhimng
nudc dang phat trién. Theo “Sach trang vé kinh t& qudc t€ va thuong
mai” ndm 2009, nhém thu nhadp trung binh la cac ho gia dinh c6 thu
nhap binh quan tir 3.000 dén 35.000 d6 la tai cac nudc chau A nhu
Trung Quéc hay An D6 (ngoai trir Nhat Ban) da vugt muc 800 triéu
ngudi. Thi trudng trung luu dang c6 nhu cau I6n vé nhiing san pham
khdng doi héi ky thuat, chat lugng va gia tri cao nhu hang héa tai
Nhat ma la nhiing san pham vdi chét lugng va muc gia phai chang.
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vé gia dé ndng, cic doanh nghiép con tru viing dugc
ciing dang lam vao tinh canh dang lo ngai. Trong tinh
trang suy thoai nghiém trong sau c s6c Lehman, néu
c6 thuong hiéu thyc sy sanh ngang dugc v6i Uniglo
va trd nén phd bién véi ngudi tiéu ding thi qua thuc
la moét diéu rét tuyét voi. Tuy nhién, trén thuc t€, moi
chuyén lai dién ra theo chiéu huéng ngugc lai khi cic
doanh nghiép khong thé hién dugc gi nhiéu.

Ngudn géc ctia “hang tot gid r&” chinh la giam
thiéu nhiing thiét k& va tinh ning khong cin thiét,
phét trién nhiing san phidm cé tinh ning dugc t6i
gian héa. Thé nhung, trong qua trinh phét trién tdm
anh hudng ctia san phim, vo tinh ching ta ciing d€ bi
cuon theo nhiing thiét ké méi hay thém thit nhiing
tinh nidng rudm ra, khién thuong hiéu dan di chéch
huéng véi ky vong ctia ngudi dan Nhat - mot dat
nudc phat trién dang budc vao giai doan suy thodi.

Du Muji tién hanh céi t6 toan dién mudén mang
nhung viéc cdc copywriter tap trung khai thac “khu
nghién ctiu san phdm” va cai cach danh myc hang héa
cang ddy lén cau héi vé nhiing chién lugc clia cong ty
trong qud khd. T viéc dé bi cudn theo xu hudng cta
thoi dai trude diy, moi ngudi c6 thé cho rdng cong
ty khong c6 nhiing nhén vién thyc su sang tao. Ho
cdn phdi tranh dugc vét xe d6 bi cudn theo nhiing
tu tudng thiét ké tin thoi va khong thé mé rong
viéc kinh doanh ctia The Conran Shop. Thay vao d¢,
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nhiéu chuyén gia cho rang cac ctia hang nén hudng
truc vé mang ludi clia hang rong 16n va thu hat khach
hang trén quy mo rong, gidm thiéu nhiing gia trj thiia
thai, nang cao chat lugng san phidm va xay dung lai
mdt vi tri viing chai trén thi trudng nhiing san phdm
toan déan véi gia ca hgp ly.

Trong giai doan thé gi6i phing nhu hién nay, néu
huéng dén nhiing 1gi thé chi phi, cic doanh nghiép sé
mong mudn chuyén hudng san xuit sang nhiing nudc
méi phat trién. Tuy nhién, néu mudn git hinh anh
thuong hiéu cia Muji va phuong cham “hang t6t gia
ré&” dong thoi ning cao gid tri cta thuong hiéu thi can
tap trung vao phuong thic san xuit theo chiéu doc,
trién khai ngay ti nguyén liéu ddu vao. Tinh canh tién
thodi ludng nan gitia viéc lya chon di theo trao luu
giam gid hay dinh hinh thuong hiéu ctia Muji c6 1€ sé
con kéo dai.

Cac cong ty con bi mua lai dan suy thoai

Thing 2 nim 2004, Fast Retailing di mua lai hing
thoi trang nii National Standard va phét trién thanh
coéng ty con clia minh. Thé nhung, thi trudng ngach
ma thuong hiéu nay huéng dén lai khong phu hop
v6i chién lugc marketing va dinh vi thuong hi¢u quy
mo 16n ctia Uniglo. Tinh trang khong thé phat trién
kéo dai dén thang 3 ndm 2006, va dén thing 8 cong ty
chinh thtic pha san. Ngoai ra con phai ké dén viéc mua
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lai chudi ban 1é gidy OneZone vao thang 3 ndm 2005
va chubi ctia hang chuyén giay nit View Company vao
thdng 10 nam 2006 va thanh l4p cdc cong ty con. Tuy
nhién, két qua kinh doanh khéng nhiing khong ting
ma dén thdng 9 nam 2008, hai cong ty nay phai sap
nhép v6i GU dé thanh l14p GOV Retailing (dén thang 4
ndm 2010, hoat dong kinh doanh giay da dugc chuyén
giao cho Uniqlo) v6i muc dich nhanh chéng khéi phuc
mach hoat dong dang tut xuéng day ctia Uniglo.

Vi du tiéu bi€u nhét cho sy that bai ctia cac cong
ty con phai ké dén Cabin. Cong ty nay dugc vung tién
dau tu vao thang 4 ndm 2006, dén thing 8 chinh thiic
trd thanh cong ty con ctia Fast Retailing.

D06i v6i Fast Retailing, viéc mua dugc Cabin la mot
di€u bat ngd nhd mau thudn trong ni bd gia dinh
s& hitu cong ty nay. Déi v6i nhiing thanh vién trong
cong ty Cabin, day ciing la mot dién bién khong ai
ngd t6i. Nhung du thé nao thi sau khi cudc mua ban
dién ra, ngai Yanai da truc tiép danh gia nhiing nhan
vién clia cong ty cii, kéo ho vao dong chay cai cach cua
Uniglo dan dén két qua 1a nhiing nhén vién c6t can
lan lugt nghi viéc.

Déi v6i nhiing nhén vién da trai qua thang ngay
ém 4 duéi thdi ngudi chu ci, vong xody cai té toan
dién clia ngai Yanai qua thyc qud khic nghiét. Hon
niia, trong vong xody nay, ap luc cin phai ty thay d6i
cling dé nang lén m6i ngudi. Chinh vi thé, khong chi
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nhan vién ctia cac cong ty bi thu mua ma ci nhiing
ngudi tii cong ty khac chuyén dén lam viéc tai Uniglo
ciing nhanh chéng tim kiém cong viéc méi. Trong
cudn sach Thanh cong cé thé bién mdt chi sau mot
ngay (NXB Shinchosha), chinh Ngai Yanai cling da
viét: “Trong vong ba ndm rudi ké tit khi Fast Retailing
va Uniqlo tach ra hoat dong doc 1ap vao thang 11 ndm
2005, cong ty da tuyén khong dudi 10 ngudi vao lam
viéc tai cac vi tri diéu hanh cdp cao. Tuy nhién dén
thai diém hién tai, qua ntia trong s6 d6 da nghi viéc”
Ngay ca ngudi da phat trién thuong hiéu Bratop, dugc
Nikkei Woman lya chon la “Ngudi phu nii ciia nam”
nam 2009 ciing da thoi viéc vao thang 10 nam 2009.
Rét nhiéu gidm doc di€u hanh tiing dugc biét dén bai
su no luc trong cong viéc clia nhiing hing thoi trang
16n d3 khong chiu ndi dp luc va xin nghi viéc. Ho déu
cho rang cong viéc qua vt va va nhiing ap luc tii yéu
cdu ctia cdp trén 1a cuc ky 16n.

Théng 11 nam 2007, 6ng Tetsuro Nakajima, gidm
do6c diéu hanh phu trach cdc chién lugc san phdm ctia
Uniglo dugc bd nhiém vao vi tri gidm d6c cta Cabin
nham thuc déy dong chdy hoat dong ctia Uniglo. V6i
nhiing bién phdp nhu phé bién hda cic dong san
phim, tap trung vao nguyén liéu sin xuit va gidm
gid thanh, 6ng da thanh cong trong viéc md rong tam
anh hudng ctia Uniqlo. Tuy nhién, dong san phdm
chi chét Enracine lai dan trd nén binh thudng héa,

khong c6 diém nhdn giéng Uniglo, ddnh mét di stic
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hép dan tu nhién khién lugng khach hang din sut
giam, doanh s6 cling vi thé ma di xuéng.

Chudi ctia hang giay OneZone tré thanh mot cong
ty con ctia Fast Retailing tit thang 3 ndm 2005, chudi
kinh doanh giay nii View Company dugc dau tu ti
thang 3 ndm 2006, dén thang 3 ndm 2008 chinh thic
tré thanh moét chi nhanh nho, hodc ngay ca GOV
Retailing dugc thanh 14p vao thang 3 nim 2006 dén
thang 9 ndm 2008 chinh thtic tré thanh thuong hiéu
quén 4o gia ré GU cling déu nhanh chéng chuyén d6i
thanh chubi ctia hang huéng dén muc tiéu gidm gid
thanh khi ban ra thij truéng san phdm d6 jeans 990
yén vao thang 3 nam 2009. Ngoai trit GU c6 thanh
tich kinh doanh tuong d6i t6t, hdu hét cic thuong
hiéu con lai khong tranh khoi tinh trang khing
hodng. Vao thang 8 ndm 2010, doanh s ban hang
trong thi truong noi dia, bao gém ca Cabin, dugc dy
béo 1a khodng 47 ti yén (cuing ky ndm ngodi 1a 51,5 ti
yén), hoat ddng kinh doanh da bj thit thoét 700 triéu
‘yén (ky trudc 1a 500 triéu) (xem Bang 2-4).
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GCELLIN Tinh hinh hoat dong clia cic mang Fast Retailing
pE NN d3a mua lai

8/2010 (du béo)
Nam 8/2008 8/2009 Duhéo Dubido
dauky | diéu chinh
Hoat dong Doanh thu 49,5tiyén | 515tiyén | S0tiyén | 47tiyén
kinh doanh
tongthi | ing trgng doanh thuso | 107,6% | 1041% | 97,1% 913%
trudng quoc | véi ky trudc
noi
Lgi nhuan kinh doanh A28t 500 300 triéu 700
yén triéu yén yén trigu yén
Tisudt lgi nhudn kinh doanh | & 5,79% ~1,0% 0,6% ~1,5%
S8 Cabin 190 clia 205 clfa 214 clia 197 cia
lugng hang hang hang hang
ala QU 58cilahang | 72cllahang | 119cta | 115cia
hang hang hang
cudi ky
Giay 399 clfa 279 clia |93 cliahang | 90 clia hang
hang hang
Cacthuong Doanh thu 38tiyén | 55,6tiyén | 85tiyén | 84tiyén
higu toan | tning doanhthuso | 119,3% | 127,0% | 1529% | 1511%
Gau Vi ky trudc
Lgi nhudn kinh doanh 77tiyén | 36tiyén | 45tiyén | 65tiyén
Ti sudt loi nhudn kinh doanh | 17,6% 6,5% 53% 1,7%
6 Comptoir Des 348 clia 368 clia 394 clia 381clia
Iugng Cotonniers hang hang hang hang
ala Princesse 150cia | 166cta | 160cia | 155cia
hﬁ“g tam.tam hang hang hang hang
cudi
Y Theory - 306 clia 320 cia 322clla
hang hang hang
Luuy:
1. Vao thdi diém thang 8 ndm 2009, hoat déng kinh doanh trong nudéc bao gém ca
Cabin, GU va clia hang gidy.

2. Vao thoi diém thang 8 nam 2009, hoat déng kinh doanh ctia cac thuong hiéu toan cau
bao gém Comptoir Des Cotonniers, Princesse tam.tam va Theory.

3. Du béo stra d6i thang 8 ndm 2010 dugc céng bd cling véi bao cdo quyét toan quy 3
vao théng 5 ndm 2010.

Nguén: Dit fiéu quyét toan ciia Fast Retailing.
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Uniglo dang ldp lai qué trinh but phd manh mé
va tré thanh mot SPA c6 siic anh hudng trén toan
cdu. Thé nhung nhitng thuong hiéu dang c6 ging bat
chuéc phuong phdp nay lai gip thét bai, ngay ban
than nhiing cong ty con dugc Fast Retailing mua lai
cting khong trénh khéi that bai khi c6 budc vao vong
xody giong Uniglo. Va tré tréu thay, chi nhiing cong ty
nudc ngoai khong bi cudn theo dong chay cta Uniglo
la c6 thé dat dugc két qua thuén lgi.

Tuy két qua c6 thé noéi lén rang Uniqlo da git hai
dugc thanh cong 16n, nhung viéc nguyén liéu, thiét ké
va noi sdn xudt thu hep, cling véi viéc ban s6 lugng
16n danh muc mét hang it 6i nhu mot chién lugc san
phém ctia cdng ty thuc sy khong dap ting dugc nhitng
ky vong ctia ngudi tiéu dung.

Trong moét linh vyc nhiéu thi trudng ngach nhu
thai trang thi khong thé pha nhan huéng tiép cin cha
Uniglo thyc sy 13 mét cudéc cich mang. Tuy nhién,
chinh ban than Fast Retailing sau thét bai ctia nhiing
cong ty bi thu mua ciing da hiéu ring day khong phéi
1a kim chi nam mang lai thanh cong cho tit ca cac
cong ty thai trang khac.

Uniglo, ciing nhu tit ca cac thuong hiéu 16n khac
nhu H&M, ZARA va Forever 21 déu dang thanh cong
theo nhiing cach tiép can khac nhau. Viéc hoc héi cic

cong ty khéc Ia mét diéu rét quan trong, nhung trén
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hét cac doanh nghiép khong dugc d€ mét ban sic va
d6i tugng khach hang riéng ma minh dang nham dén.
Viéc danh mét d6i tugng khach hang t6i vu sé mang
lai nhiing that bai khong thé tranh khoi.
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Chuong >

Quy dao ting trudng cia Uniglo

Giai doan tang truéng cia Uniglo va qua trinh
[11 - ” 2.9
20 nam danh doi

Theo thong tin t6ng hgp tu Thoi bdo Kinh t€ Nhdt
Bdn cu6i nim 2009, Uniqglo diing dau tat ca cac hang
muc san phdm trong suét 10 nam dau cua thé ki 21.
Fast Retailing ciing 1a mét trong nhiing doanh nghiép
co stic tang trudng nhanh nhét trong thap nién dau
thé ky 21. Sau “20 ndm dénh d6i”, doanh thu da ting
115 lan (chi tinh thj truong qudc ndi) dong thoi tin
dung t6t tinh trang gidm phat d€ tré thanh doanh
nghiép tugng trung cho 16i s6ng ngay cang gian di ctia
nudc Nhit.

Ti s6 chiing khodn Nikkei da gidm gan 1/4, tli mtic
cao nhat dat dugc vao ndm 1989 1a 38.915 yén xudng
chi con khoéng 10.000 yén vao nam 2009. Ti ¢ GDP
ctia Nhit trong GDP toan cdu ciing gidm ti mdc
17,9% vao nam 1994 xudng con 8,1% vao niam 2008.
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Chi s6 GDP binh quén trén d4u ngudi ciing giam tu
vi tri thd hai trong danh sach 30 cudng cudc caa T6
chiic Hop tac va Phat trién Kinh té (OECD) vao nam
1993 xudng vi tri thi 19. Cé thé néi day la 20 nam
tdm t8i ciia nén kinh t€ Nhét Ban. Sau “20 nam khiing
hoang” va c6 nhiing dénh d8i 16n, khong thé pha
nhén Uniqlo da phuc hdi than ky.

Thyc sy thi sau “20 nam khung hodng” dé6, nén
kinh t€ va x4 hoi Nhat da chuyén bién nhu thé nao?
L6i song va phong cach tiéu diing ctia moi ngudi thay
d6i ra sao? Thuong hiéu thoi trang phd théng Uniglo
da lam thay d6i stic tiéu thu trong thi trudng quin
4o va y thiic cia ngudi tiéu dung nhu thé nao? Hién
tai, Uniqlo dang chiém thé thugng phong trong thi
truong ndi dia, dong thoi vuon dén ra thi trudng thé
giéi va dén nam 2020 c6 thé dua Fast Retailing trg
thanh mét doanh nghiép toan cau. Ching ta hay cing
nhin lai qué trinh Uniglo trd thanh thuong hiéu thoi
trang thong dung cho ca nam va ni, tl gia dén tré.

- - "

Cai tén Uniqlo bit ngudn tii trao luu thoi trang unisex
dugc khaéi xudng tai mot ciia hang cé tén la Unique
Clothing Warehouse 6 thi trdn Fukuro, tinh Hiroshima.
Ctta hang do6 thudc Tap doan Ogori Shoji, luc dy dang
c6 moét clia hang thoi trang nam & thanh phd Ube,

86 || Héi chdng Uniglo



tinh  Yamaguchi.
Cung thoi diém
Unique  Clothing
Warehouse  dugc
thanh lap, thang 9
nam d6, nha sang
lap Yanai Hitoshi da
rut khoi cong ty va
Yanai Tadashi dugc
b8 nhiém vao vi tri
giam déc.

Vao thang 6 nam ) ,h
1985, trong lan séng Ciia hang Uniglo & zba
phuc hoi kinh t& (hinh dnh chup ti thdng 4 ndm 1994).
Uniqglo dugc mé ra
v6i hinh thic ban d4u 13 mot clia hang dia phLidng

& thanh phd Shimonoseki, tinh Yamaguchi. Tai thoi
diém do, day chi1a chudi ctia hang chuyén ban nhiing
mit hang thoi trang gia ré dugc mét nha san xuét quy

mo 16n mua lai. Pén nam 1986, nhan chuyén thim
Gidam d6c Jimmy Lau cta thuong hiéu Giordano &
Hong Kong, Ngai Yanai Tadashi da bat d4u trién khai
viéc hinh thanh SPA, nhung ciing phai dén tdn nim
1987 mdi chinh thic ra méat thuong hiéu déc quyén
d4u tién. Vao nim 1988, cong ty ciing da thanh l4p
Uniglo Trading nham gidm st viéc san xudt ti Trung
Qudc. Tuy nhién, do viéc phét trién sin phim yéu kém,
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cong ty luon giap khé khidn trong viéc xt ly hang tdn
kho. Giai doan tii thang 8 ndm 1988 dén thang 8 nam
1990, lgi nhudn cla cong ty tang trudng cham chap,
c6 khi chi 1 dén 2%.

Tl ndm 1990, thay vi tiép tuc tu nghién ctu va
phét trién sén phim, cong ty chuyén sang ty thac cho
nhiing xi nghiép san xudt s6 lugng I6n hay cdc cong
ty nhan thué ngoai nhu Mizujin, Minoya, Gazelle hay
Tomiya. Két qua ctia viéc lua chon phuong phap phu
hop hon véi kha ning clia minh 12 ti sudt tiéu dung
trong ky tii thang 8 nam 1990 dén thang 8 nim 1994
da ting dén 7,9 diém, lgi nhuén ciing dugc cai thién
9,8% va ti€p tuc tang lén. Cong ty cling thiét lap dugc
vi thé ctia minh véi tu cach la chubi ctia hang cht chét
ctia dia phuong.

Thang 9 nam 1991, Ogori Shoji da d6i tén thanh
Fast Retailing (v6i y nghia la “chudi ban 1é nhanh’, t6c¢
do xoay vong hang héa ciing tang gép 10 lan so véi
truéc day). bén thang 7 nam 1994, cong ty chinh thic
1én san chiing khoan 6 Hiroshima. Doanh s6 ky thing
8 ndm 1994 dat khoang 333,4 ti yén, s6 clia hang tinh
cd bay ctia hang ban diu la 118, ting trudng hang
tram lan.

Tai thoi diém d6, 6 nhiing viing lan can va trong
khu dan cu, céng ty da hinh thanh hé thong khoang
120 ctia hang, ddn thau tém toan bo nhu cdu clia céc
vung xung quanh. Trung binh mdt ctta hang trong
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chudi d6 c6 lgi nhuén 1én dén 300 triéu yén. Ciia
hang khi d6 thuong rit don gidn, giong nhiing nha
kho vé6i trdn 16t van, cé nhiing chong 4o phong va 4o
polo chét cao dén tan tran nha nhu nhiing clia hang
giat 1a. Cac biic tuong dudc trang tri baing nhiing tdm
poster phim dién dnh My tii nhiing thap nién 1950
da 6 mau. Nhiing mat hang 1.900 yén, 1.990 yén hay
2.900 yén, 2.990 yén van la cac dong chu luc. Ngoai
ra, nhiéu san phim riéng ctia hang v6i miic gia 1.990
yén, 2.900 yén, 3.900 yén van gitt dugc vi thé va duy
tri dén tdn ngay hom nay. Tuy nhién, nhiing déi tha
canh tranh nhu Shimamura hay nhiing ctta hang d6
jeans thong dung cling rét c6 tiém luc. Déy chinh 1a
giai doan danh d4u sy dinh vi ctia Uniglo véi tu cach
moét nhan hang dia phuong.

Bt dau ti Chiba vao thang 4 ndm 1994 va Hachioji
va Kanto vao thing 5, cong ty tiing budc dit nén
mong dé trg thanh moét thuong hiéu toan quéc. Thang
12 ndm 1994, cong ty thanh lap chi nhanh chuyén
vé mang ké hoach
6 New York (dén pre
nim 1998 thi déng EREHEeH Sl .§ \Fol
clia) nhung khong  FEENEEEE L
dua ra dugc nhiing
y tudng gitp hoan
thién nhiing thuong -
hiéu riéng ma lai aé Cita h,n‘a(;rdtvzﬁo 8 Héng Kong

(Anh thdng 3 ndm 2010).
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nhiing san phdm gia ca canh tranh nhu Polo, Lacoste
hay nhiing thuong hiéu qudéc gia nhu Levi’s, Hanes
hay Fruit of the Loom chiém dén 30% san phdm trong
ctia hang.

Thang 11 ndm 1996, d€ tang cuong kha ning quan
tri ké hoach, cong ty dd m& mét vin phong & Tokyo.
Cung thoi di€ém d6, xu hudng thai trang thé thao va
trang phuc don gian kiéu My c6 dién 1én ngoi khién
viéc xdy dung ké hoach tré nén hén loan, cac ctia hang
cOn ton tai cling phai xem xét nhiing cach thic phu
hop véi nhu cdu cha thi trudng. Clng véi viéc thi
nghiém that bai Spoqlo va Famiglo?, 1¢i nhuén trong
ky ti thang 8 nam 1996 dén thing 8 nam 1998 chi
tang trudng 7%, tré thanh tré ngai rat 16n cho viéc
bt pha.

Mic du dén thing 8 nam 1998, cong ty da dat
doanh s& 83,12 ti so v6i muc tiéu khé khan 100 ti va
s6 lugng ctia hang ciing vugt muic 314 nhung Uniqlo
van chi la mot thuong hiéu hang binh dan dia phuong
gdp thoi, van con qua sém dé€ coi day 1a chuin muc
ctia mot SPA vao thoi diém by gis.

' Spoglo: Chit ghép cdia Sport va Uniglo.
Famiglo: Chit ghép ctia Family va Uniglo.
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Lot xac trd thanh thuong hiéu SPA
theo md hinh ciia GAP

Trong tinh hinh do6, d€ c6 thé€ 16t xac toan dién thanh
mot SPA, vao mua xuin ndm 1998, cdng ty tién hanh
quad trinh cai t6 hai truc v6i viéc xay dyng lai quy trinh
lam viéc ctia cac clia hang va 1én k&€ hoach hgp tac
phat trién sdn phim chién lugc v6i nhiing cong ty
kinh doanh. Céng ty ciing giao cho cic xi nghiép thué
ngoai & Trung Qudc san xuit 1/3 san lugng va tién
hanh quan ly chit lugng toan dién. D€ ning cao kha
nang kiém sodt hoat ddng san xudt, cong ty da mé cac
vin phong & nudc ngoai. Dan dan, cong ty bit diu
xay dung do6i ngii gobm cac chuyén gia tich liy kinh
nghiém & nhiing nha xudng trong nudc va dén cac
nha mdy Gy quyén san xudt dé cai thién chit lugng
san phdm.

Trong giai doan 1999-2000, két qua cta viéc cha
trong hon dén céi thién chat lugng chd khong phai
gidm gid hang loat vi chi phi san xudt gidm manh do
anh hudng ctia d6ng yén cao va chi phi sdn xuit trong
nudc ting (gid cic mat hang nhép khiu nam 2000 giam
dén 65% so v6i ndm 1997) la cong ty da chiém dugc
uu thé trudc nhiing san phdm phd thong tli nhiing
ctia hang bach héa, tré thanh mét thuong hiéu chat
lugng cao va dung 1én huyén thoai Uniqlo “gia ré, chat
lugng cao” dén tin ngay hom nay. Dén thang 8 ndm
1999, s6 lugng cac mit hang cta nhﬁng thuong hiéu
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khac trong kho ctia cong ty chi con 9,2% va dén thang
8 ndm 2000 thi khdng con san phim nao. Uniglo da
chinh thiic 16t xdc thanh mét SPA thanh cong. Thei
diém Uniglo dugc dinh hinh thanh hién trang gidng
nhu hién nay 14 ndm 2000, mudn hon du kién.

Do dugc cho 1a mot nuGe ¢ chién luge, khon
ngoan. Thém vao d4, néu so sanh thi cong ty GAP
dén tit My kém hon han trong viéc quan ly chit lugng
san pham, con ddi ngi chuyén gia tit Uniqlo lai dén
tan hién truong san xudt, kiém soat chit ché moi
cong doan tlii phuong phép dén quy trinh quén ly va
cd yéu cau chat lugng. Chi xét riéng nhiing chi tiéu
chat lugng, ching ta ciing c¢6 thé néi ring Uniglo da
vigt qua GAP. Hién tai, c6 khoang 30 chuyén gia va
170 nhén vién quan ly chit lugng dang lam cong viéc
giam sat tai cac nha mdy san xudt ay thic & cdc nudc.

Song song véi viéc thiét lap huyén thoai vé chit
lugng, Uniglo con 16t xac trd thanh mdt cong ty SPA
toan cdu va trai qua cudc thay d6i cach mang vé co
cdu nhan sy trong giai doan tif thdng 8 nam 1998 dén
thang 8 nam 2000. Thang 11 ndm 1997, dng Sawada
Takashi, tiing 1am viéc & Cong ty Itochu (vao Uniglo
tu thang 5 ndm 1997), thang 11 ndm 1998 6ng Domae
Nobuo tii Cong ty McKinsey (gia nhap cong ty tu
thdng 9 ndm 1998) va 6ng Morita Masatoshi ti Itochu
(chuyén vao cong ty tii thang 10 nam 1998), thang 11
ndam 1999 ong Nakajima Shuichi tt Daiei (vao céng ty

92 || Héi chiing Uniglo



til thang 3 ndm 1994) va MBA Tamatsuka Genichi tu
Cong ty IBM Nhét Ban (vao cdng ty tii thang 12 ndm
1998) da 14an lugt dugc b nhiém vao vi tri giam d6c
diéu hanh, ciing v6i bon giam d6c gin bo ti khi méi
bat dau phat trién theo dinh huéng mot chudi cta
hang thoi trang ph6 thong. Chinh d6i ngii diéu hanh
uu td dugc b6 sung trong giai doan nay da chong
d& cho thoi dai ctia Gidm déc Tamatsuka bt dau ti
thang 11 ndm 2002 (thang 5 ndm 2002, dng Sawada
da tu chiic @€t chdi vi tri giam ddc).

Ngay cd mit dinh vi thuong hiéu, trong giai doan
nay Uniqlo ciing da c6 mot budc tién 16n. Thang 7
nam 1999, cong ty da ky hgp dong v6i Wieden &
Kennedy, hing quang cdo tii My diing ddng sau céc
chién lugc thuong hiéu ctia Nike hay Coca-Cola,
bt ddu qud trinh chuin bi cho viéc dot phé thanh
thuong hiéu toan ciu. Vi nhiing phan héi tich cuc
sau quang cdo san phdm 4o khodac thé thao mang hoi
huéng giong nhu Nike véi sy tham gia ctia ca si, nhac
si Yamazaki Masayoshi, Uniqlo d4 mét buéc tii chubi
ctia hang trang phuc phé théng via hé thanh thuong
hiéu thoi trang phé thong quéc gia. Sau do, cong ty
cting lan lugt hop tac véi nhiing ca si nhu Matsutoya
Yumi, Yoshida Takuro hay ngudi phat minh ra dén
LED Nakamura Shuji va nha vét ly vii tru Hawking
trong nhiing quang céo ctia minh d€ nh4n manh déu
4n vé€ mot thuong hiéu hudng dén nhiéu doi tugng
khéc nhau.
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Tai thoi diém d6 (thdng 8 ndm 2000), khoan tién
phai chi cho cic quang céo 1a 10 ti yén dugc cho la
rat 16n. Tuy nhién chi phi d6 néu so véi doanh thu
mdi chi chiém 4,38%, vAn mang lai hiéu qua mot cdch
rd rét néu so véi 7,17% chi phi danh cho t¢ roi va
cac chuong trinh quang cdo trén dai dia phuong vao
thang 8 naim 1998. Phuong phap dinh vi thuong hiéu
toan cdu da lam thay d6i nhanh chdéng viéc cho ra doi
cac thong diép quang cdo. Bang cich nay, dén thing
8 ndm 2009, chi phi danh cho quang céo va truyén
thong ctia Uniglo 14 30,7 ti yén, so véi con s6 7,3 clia
Sanyo Shokai hay 6,2 cia Onward Kashiyama thi c6
vé rat 16n nhung thuc chat chi chiém 4,5% doanh thu.

Vao thang 11 nam 1998, vé6i viéc khai truong ctia
hang & Harajuku va chuong trinh dinh vi thuong
hiéu ctia Wieden & Kennedy, thuong hiéu Uniqlo da
dugc ma réng ra pham vi toan qudc. Trong ndm 2000,
dong 40 khodc thé thao tao ra ct hich 16n. Doanh thu
trong giai doan tif thang 8 nam 1998 dén thiang 8 nim
2001 ting gdp ndm lan, lgi nhu4n kinh doanh ting
17,7 lan. Trong khoang thoi gian d6, vao thing 2 nam
1999, cong ty dugc liét ké vao top dau ctia thi trudng
chiing khoan Tokyo. Muia xuédn nam 2000, khi trao
luu Unisex 1én ngoi, cong ty da chia riéng thanh hai
méng thdi trang nam va nii d€ tién hanh lap ké hoach
phtt hgp hon. Thang 4 nam dd, cong ty mé mat tru
s¢ tai Tokyo d€ ddy manh vi¢c phat trién chién higc
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Marketing. Thang 9 ndm 2001, cong ty mé& chi nhanh
& London, dit nén méng déu tién cho viéc tién ra thi
trudng nudc ngoai.

T viéc md clia hang & Harajuku vao thang 11 nam
1998 dén sy bung né clia 4o khoac thé thao vao nim
2000 da khién hai ndm d6 trg thanh giai doan 16t xac
ctia Uniglo d€ trg thanh m¢t thuong hiéu quéc gia,
xay dung vi thé thuong hiéu SPA khong phan biét d6i
tugng khach hang trén toan quéc. Diéu nay tudng
chiing nhu phép mau xay ra trong tich tic. Nhung
trén thyc t€, sy phat trién than ky do 1a két qua caa
hé théng nha mady Gy thac san xudt dugc giy dung
tll mia xudn nam 1998 va cudc tai co cdu hé théng
SPA véi sy ho trg 16n tii nhiing cong ty thuong mai.
Ngoai ra con c6 cau chuyén huyén thoai vé chit lugng
nhd chién lugc cli nhiing doan chuyén gia dén cic
nha méy va d4y manh ting cudng chit lugng thay vi
gidam chi phi d€ ha gid thanh va chién lugc thuong
hiéu thanh cong véi su ho trg ctia Wieden & Kennedy.

Giai doan tii nam 1998 dén ndm 2000 ciing la
thoi di€ém khing hoang tai chinh va gidm phat do
nén kinh t€ bong béng bi v&, cac cong ty tai chinh,
ctia hang bach héa suy thodi ciing nhu chi tiéu ctia
tiing gia dinh suy gidm, cac t3 chiic tin dung va cac
codng ty 16n lan lugt diing bén bd vic pha san. Stc
anh hudng ctia cudc khting hoang nay ciing gan giong
v6i giai doan kho khén 2008-2009 do cti sé¢c Lehman.
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Trong tinh canh kinh t€ suy thodi trdm trong véi lan
séng pha san, thit nghiép va giam phat, Uniqlo véi
phuong cham “gia ré chit lugng t6t” da tré thanh con
cung cta thoi dai.

Vuot qua GAP

Sau khi xu huéng 4o khoac thé thao qua di, tu thing 8
nam 2002 dén thang 8 nam 2003, cong ty phai trai qua
mot cudc dao dong bat ngd khi doanh thu gidm manbh, ti
sudt lgi nhudn kinh doanh giam 15%. Vao thang 8 nim
2011, doanh thu ctia cdng ty dat 418,5 ti yén, nhung chi
sau hai ky da gidm xuéng con 301,7 ti yén. Céc chi phi
diéu chinh hoat dong san xuit va quan ly hang ton kho
cting nhu logistics tang cao. Trong bdi canh d6, doanh
nghiép My GAP da cling c6 vi tri SPA hang diu ctia
minh. Trudc tinh hinh nay, cyu Gidm ddc Issey Miyake
thanh lap phong nghién ctiu thiét ké ctia Uniglo (hién tai
13 Trung tim R&D Tokyo) va moi 6ng Tada Hiroshi vao
vi tri trudng phong, ddt nén moéng cho viéc tim kiém va
phat trién san phdm ngay nay.

Lan theo qua trinh thanh cong ctia Uniglo tii trudc
dén nay, chiing ta c6 thé nhdn thdy cong ty viia tién
hanh déng thoi viéc thii nghiém va nhén ra sai lam
cta minh viia ddnh gia nhiing dong thai cia GAP.
Khi xem xét dong thai véi sy phat trién cia GAP,
ta c6 thé thiy rang viéc phat trién thin ky va thu
hep khoang cach la hoan toan cé thé. Trong khodng
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thoi gian 10 dén 18 ndm ké tit khi Uniglo khai truong
ctia hang dau tién dén khi dy an Famiglo va Spoqlo
phé san vao ndm 1998, hai cong ty déu budc vao giai
doan tai co clu triét d€ vao ndm 1998. Sy phat trién
dugc rat ngan nhanh chéng, khi Uniglo tré thanh
mot thuong hiéu riéng 100% vao ndm 2000, khoang
cach ctia cong ty véi GAP (da dinh hinh thuong hiéu
riéng 100% tlii ndm 1992) dugc rat ngdn xudng con 8
nam. Cung ndm d6, khi bat dau trién khai mang ban
1é dién tli, cdng ty cling da rat ngdn khoéng cich véi
GAP (trién khai béan 1¢ dién t nim 1998). Dén nim
2002, khi cong ty tién hanh hoat dong dinh vi thuong
hiéu va 16t xac tré thanh mdt SPA, moi khoang
cach da bi x6a bé. Riéng vé€ mdt quan ly chat lugng,
chiing ta c6 thé thdy Uniglo da vugt qua GAP tit lau.
(Bang 3-1, 3-2)

Linh vic duy nhit ma Uniqlo van chua dudi kip
GAP la hé thdng logistics, ching han nhu viéc luan
chuyén hang hoa gitia cac ctia hang, va viéc quan ly
hang ton kho hay visual merchandising' trong viéc
bai tri va sdp xép cac ctia hang. Tuy nhién, Uniglo da
déy manh tin cdng vao cac t& roi quang cdo, kick-
off va gidm gia chd khoéng tién vao nhiing linh vuc
von khong phai la diém manh ctia minh. Bai tri cac

" Bai trf hang hoa tai céc cifa hang va nghé thudt trung bay trong dinh
vi thuong hiéu. N6 c6 méi lién két khong thé tach rdi véi logistics.
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ctia hang 1a phuong dién duy nhét con c6 khoang
cach gitia hai cong ty, c6 thé ké dén & day la viéc bay
ban hang héa theo phong cach trung bay san phim
giong nhiing kho chida hang kiéu cii, sy hai hoa mau
sac khong dugc chu trong hay t6ng thé thiéu gin két
ctia Uniqlo qua thuc so v6i sy tinh té ctia cc ctia hang
GAP van con chénh 1éch khd 16n.

Chién lugc thuc ddy t6c do phat trién ctia GAP véi
thuong hiéu cao cdp BANANA REPUBLIC (tli sau
nam 1986) va thuong hiéu binh d4n OLD NAVY (tu
sau ndm 1993) da di trudc don d4u thuong hiéu GU
ra mat thidng 10 ndm 2006 ma Uniglo dugc dinh hinh
lai muia xuén nam 2009. Tuy nhién, trén thyc t€ thi
tit ndm 2002, vé co ban Uniglo d4 gin bat kip GAP.
Chang han, khi budc vao thi trudng Trung Quéc,
Uniqlo da m& ctia hang dau tién & Thugng Hai vao
nam 2002, truéc GAP (tién vao thi trudng nay nim
2010) dén tdm ndm (Tham khao Bang 3-3).

GAP bit ddu trién khai ctia hang dau tién 6 Anh
vao ndm 1987, & Phéap vao nam 1993 va & Diic 13 ndim
1996 (dé€n nam 2004 rut lui khoi thi trudng nay). T6c
do6 phat trién nhu thé dugc cho la nhanh, nhung dén
thang 1 ndm 2010, doanh thu & thi truéng nudc ngoai
mdi chi dat 1.728 triéu do (ngoai trit Canada chi€ém
12,2% doanh thu toan cong ty). Doanh thu & Nhit
ciing chiém dén 880 triéu d6. Su phéat trién thé nay
khé c6 thé coi la thudn lgi. Dén thdng 8 ndm 2009,
Uniglo da c6 16 clia hang & ba nuéc 16n phuong Tay
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va 76 clia hang & bén nidc 16n chau A, doanh thu dat
37,7 triéu yén. Dy kién dén thang 8 ndm 2010, doanh
thu & nudc ngoai ctia Uniqlo sé dat 73 ti yén, va d6
chi con 14 vén dé thoi gian. C6 vé nhu khi tdn cong
thi truong quoc t€, GAP ciing khong vugt trdi so véi
Uniglo la méy.
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CEL'I So sanh thoi diém thay d6i ctia GAP va Uniglo
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Do6i mét v6i nguy co doanh thu syt gidm sau con
séng ddo chiéu ti cudc bung nd 4o khodc thé thao
va thiét lap vi thé ctia m¢t SPA gidng nhu GAP, ngai
Yanai, ngudi dua Uniglo thanh thuong hiéu théi trang
phé thong quéc gia da nhugng lai vi tri cho vi gidm
do6c c6 bang MBA tré tudi Tamatsuka Genichi (khi d6
mGi 40 tudi) va tii bo ca vi tri Chu tich 14n CEO.

Giam doc trd lai va thuong hiéu SPA toan cau

DPugc giao vi tri gidm ddc, Tamatsuka da rat kho
khén dé khoi phuc két qua kinh doanh va dat doanh
thu 365,3 ti yén. Tuy nhién, mtic ting trudng loi
nhuén van rit cham chap, doanh thu dén ky thing
8 ndm 2005 ting 8,8% nhung lgi nhuin kinh doanh
lai giam 12,1%. Nhén ra ring 6ng Tamatsuka, trong
giai doan 6n dinh d4 méc cin bénh cta nhiing doanh
nghiép 16n va lam mét di nhiing mdi lién hé gan két
gitia cic b phén trong t6 chiic, dong thoi lam gidm
hiéu suat vin hanh ctia doanh nghiép, ngai Yanai da
b6 nhiém 6ng Tamatsuka sang bo phan khéc va trd lai
vi tri gidm d6c véi quyét tim tai khai nghiép. Vi gidm
d6c mdi trd lai Yanai ciing véi ba lanh dao cao cdp vao
cong ty trong giai doan tii 1994 dén 2004 da dat dau
chdm hét cho giai doan Uniglo 14y GAP lam muc tiéu

phat trién.
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T khi trd lai vi tri gidm d6c, ngai Yanai d4 nhin vao
sy phét trién ctia hai cong ty & thi trudng Au My 1a H&M
va Inditex (thuong hiéu cht luc la ZARA) va dét muc
tiéu “SPA thé hé ba” dugc tin dung rdng rai trén toan
cau, dua ra tuyén ngdn “tdi mao hiém, toan ciu hoéa, hé
thong héa” va ky vong dén ndm 2010 sé dat doanh thu
1.000 ti yén va lgi nhuén kinh doanh 150 ti yén.

“SPA thé hé thi ba” clia ngai Yanai la “SPA cua
tuong lai, mdt hinh mau cong ty vigt qua khéi niém
thoi trang thong thuong, dem dén cho khach hang
mot hé thong hoan chinh ca trang phuc, thong tin
va hinh anh” Ong dinh nghia SPA thé hé thii nhit 1a
nhiing tap doan san xuit hang may mdc thong thudng
nhu GAP hay LIMITED, thé hé thit hai la nhiing tap
doan thém tinh thdi trang vao san phdm nhu ZARA
hay H&M. Tuy nhién, nhiing dinh nghia d6 vén thién
vé mit cam tinh, khong thé 14y lam dinh nghia cho
cac mo hinh kinh doanh.

Néu nhin vao hinh mau kinh doanh ctia cic SPA,
chiing ta c6 thé thiy Uniglo cling tiing c6 nhiing
nhugc diém ctia mot cong ty c6 dién thudc thé hé thi
nhit vé& t6c d6 va sy d6i mdi. Xét theo hai khia canh
d6, ZARA thudc thé hé thd hai, va nhiing “fast SPA”
nhu H&M hay Forever 21 c6 thé da thudc thé hé tha
ba. Toi sé giai thich kj hon vé€ vin d€ nay & phén sau.

Sau khi ngai Yanai tré lai vi tri gidm déc, thang 9
ndm 2005, cong ty l4n lugt tdn cong Seoul, Hong Kong
va New York (rat lui vao thang 4 ndm 2007). Thang 11
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nam 2006, cong ty mé clia hang chién Iugc & khu SoHo
tai New York, tiép dén la tai Oxford Street, London,
thang 12 cing ndm d6 1a ctia hang d4u tién & Phap tai
La Défense ngoai 6 Paris, thang 4 ndm 2009 la ctia hang
& Singapore, va dén thang 10 ciing ndm la mot ctia hang
gan nha hat Opéra Garnier nhim tiép tuc cong cudc tin
c6ng nhu vii bdo ra thi trudng nudc ngoai.

Trong giai doan nay, tai thi trudng trong nudc, vao
thdng 10 ndm 2005, cong ty m& thém ctia hang chién
lugc tai Ginza, dén thang 11 chuyén sang hinh thiic
cong ty holding’, thang 3 nam 2006 thanh 13p Coéng
ty GU va dén thiang 10 mé ctia hang dau tién cta
GU. Sau nam 2007 14n lugt cac ctia-hang quy mé hon
1.000 m*> & Kobe Harborland, Setagaya Chitosedai,
Shinjuku Nishiguchi ciing ra doi. Dén thing 9 nim
2008, ba cong ty GU, OneZone va View Company
chinh thiic sap nhdp va thanh lidp GOV Retailing,
budc vao giai doan ddy manh cac dong sén phdm méi
vao thi trudng. Dén ngay 2 thing 9 nam 2009, cong
ty chinh thic khéi dong mét ké hoach dai han huéng
dén muc tiéu dat doanh thu thuin 5.000 ti yén va lgi
nhuén kinh doanh 1.000 ti yén vao nim 2020.

' La mot cong ty lam chd nhing céng ty khac. Bén than cong ty dé
khéng diing ra san xudt hang hda hay cung cép cac dich vu. Muc
dich ctia n6 a git 8 phan nhiéu céng ty dé thanh Iap mot tap doan,
kiém soat nhiéu cong ty khac nhau, nham lam gidm rdi ro cho nhitng
ngudi gilt ¢ phan.
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Nha lanh dao thanh cong dugc thira nhan
trén toan thé gidi

Cung v6i viéc Uniqlo khing dinh dugc vi thé trén thi
trudng thé gidi, danh tiéng ctia ngudi diéu hanh Fast
Retailing, ngai Yanai Tadashi cling ting 1én nhanh
chéng. Vi cht tich kiém gidam d6c diéu hanh cta Fast
Retailing dugc trao giai thudng quéc té€ ctia Hiép hoi
Ban 1¢ Hoa Ky vao ndm 2010. Ong 14 ngudi Nhat Ban
thd tu dugc vinh hanh nhén giai thudng nay, ngudi
gan nhdt trudc do ciing da cach 12 nam, 1a ngai Ito
Masatoshi caa Cong ty Ito-yokado vao nidm 1998.
Trong nudc, hai ndm lién ti€p dugc dng gidm doc ctia
cac cong ty khac binh chon cho danh hiéu “Nguoi
lanh dao ctia ndm” dugc t6 chic thudng nién tai Pai
hoc Sanno. Ong thuc sy d3 trd thanh mot nha linh
dao dugc cong nhan trén toan thé gidi.

Cung véi thanh céng ctia Uniglo, cac triét Iy kinh
doanh ctia ngai Yanai ciing dugc dén nhin rong rai.
Ong bat ddu viét sach, c6 thé ké dén mot s§ cudn nhu:
Mot thanh cong ti chin lan that bai (thang 11 ndm
2003), Thanh cong c6 thé tiéu tan trong mot ngay, Tu
duy Uniglo (thang 10 ndm 2009). K€ tii nam 2000, da
c6 khoang 23 cudn sach ctia 6ng dugc xuit ban. Ngoai
ra, 6ng con thuong xuyén xudt hién trén bdo chi va
céc chuong trinh vé tai chinh kinh doanh trén ti vi.

Giai doan ndy, ngay cang cé nhi€u cong ty ¢ nhu
cdu tuyén quan ly ti bén ngoai. Tt thang 6 ndm 2001,
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ong dam nhiém vi tri gidm d6c khong diéu hanh cta
Cong ty Softbank, va tif sau thang 6 niam 2009 6ng
con kiém nhiém thém vi tri gidm doc khong diéu
hanh ctia Coéng ty Nippon Venture Capital. C6 thé
ndi, ngai Yanai Tadashi, cling v6i ngai Masayoshi Son!
12 hai doanh nhéin thanh c6ng nhit ké ti thoi Heisei
(bat dau tit nam 1989) dén gidv, c6 thé sinh ngang véi
cac doanh nhan 16i lac ti thoi Showa (ti ndm 1926
dén ndm 1989) nhu Matsushita Konosuke?, Honda
Soichiro® va Morita Akio*. Muc tiéu ti€p theo clia ngai
Yanai c6 thé 1a tr& thanh lanh dao ctia mot tip doan
toan cdu nhu Steve Jobs ctia Apple hay Choi Gee-sung
ctia hing dién ti Samsung.

Danh tiéng va tién tai luon di kém véi nhau. Tit
ndm 2009 dén ndm 2010, 6ng lién tiép dliing didu danh
sach “40 nguoi giau nhit Nhat Ban” do tap chi Forbes
xudt ban tai Chau A. Ngoai khdi tai sén kéch su ting
dén nam lan khoang 9,2 ti USD (khoang 840 ti yén),
ong con s¢ hitu mét dinh thy rong dén 2.600 m? gom
san golf & Oyama, quan Shibuya.

Cong ty cling tich cuc trong cac hoat dong xa hdi,
v6i phuong chdm “Thay d6i thé gigi theo chiéu hudng
tot dep hon”, tii nhiing hanh ddng thiét thuclién quan

' Gidm ddc diéu hanh Softbank.

2 Nguigi séng lap ra tap doan Matsushita.
3 Ngudi sang lap hing xe hoi Honda.
“Pong sang lap tap doan Sony.
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tric ti€p dén hoat dong kinh doanh nhu “phat trién
san phdm an toan, chit lugng cao khién ngudi tiéu
dung yén tam” hay “stt dung cac vét liéu c6 thé tai
ch€’... Ngoai ra, cong ty con t6 chiic cac hoat dong
khéc nhu hé tr¢g nan nhan thién tai, tham gia cong
tac tinh nguyén, thanh l4p “Uniglo Soccer Kids”, déng
g6p cho quy Olive Foundation va tao cong an viéc lam
cho nguoi khuyét tat.

Déc biét, linh viic tao céng an viéc 1am cho nguoi
khuyét tat danh ddu sy tham gia tich cyc ctia Uniglo.
Ti 1¢ lao dong khuyét tit clia cong ty vao nim 2006 1a
7,42%, dén nam 2008 con s6 nay da tang 1én 8,06%,
lién tyc diing dau trong danh sach cac cong ty tu nhan
¢6 quy mo tti 5.000 nhéan vién trd 1én c6 st dung lao
dong khuyét tat. Thém vao d6, cong ty con dugc ghi
nhan khi tham gia ho trg Olympic va nhan dugc huan
chuong tit chinh phti. Ngoai ra, dén thang 8 nam 2009,
Uniglo da ky hgp dong chinh thic tai trg cho nhiing

van ddng vién tennis ngdi xe lan.

Trudc tinh trang nganh ban 1é ngay mét lin séu
vao khting hoang, cac cong ty dua ra chuong trinh
gidm gia cdc mdt hang cd thi Uniqlo lai quyét dinh
thu mua nhiing san phdm ma ngudi tiéu dung khong
dung dén. Bat ddu tii ndm 2006 dén ndm 2009, cong
ty mua lai san phdm ctia minh theo dgt vao cac thang
3, 6, 9 vOi tOng s6 lugng 1én dén 2,6 triéu san phdm
va phén 16n nhiing san phdm thu mua nay dugc gti
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dén céc trai ti nan ¢ Tanzania hay Uganda. Nhiing san
phdm khong thé dung dé€ ting sé dugc tai ché, gop
phan bdo vé mdi trudng. Ngoai ra, tii thang 3 nim
2010, cong ty con m§ rong chién dich ra qudc té va
thu mua san phdm ctia ca nhiing thuong hiéu khac.
bay la dong thai khang dinh quyét tam gia ting s
lugng san phdm mua lai va hé trg hon 30 triéu ngusi
ti nan trén toan thé giéi. C6 nhiéu 16i chi trich cho
rang hoat dong tang quin 4o khién nhu cdu hang may
miéc clia cac nudc dang phat trién gidm xubng, nhung
da s6 moi ngudi van danh gia cao nhiing hoat déng vi
cong dong c6 y nghia clia cong ty.

Chung ta c6 thé thdy Fast Retailing va ngai Yanai
dang n6 luc déng gép cho cdng dong, tuong xding vdi
nhiing thanh céng trong kinh doanh ma ho dat dugc.
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Chuong 4

Tir thuong hiéu quéc gia
thanh thuong hiéu quéc té

u

Duy tri hinh dnh san phdam cho moi lia tudi,
moi gidi tinh

Bat d4u tif mot ctia hang thudng phuc bén dudng,
Uniglo dan phat trién thanh chuéi ctia hang danh cho
ngudi dan dia phuong, sau nay con phét trién thém
nhiing sdn phdm thé thao va nhiing sin phdm mang
phong cach My dua theo cam hiing ti hiang thudng
phuc Abercrombie & Fitch. Cong ty lu6n c6 ging dé
can bang gitia viéc theo dudi xu hudng va viéc san
xudt nhiing mit hang thong dung dé duy tri doanh
thu. Sau lan séng 4o khoac th€ thao, tinh dai ching
clia cong ty ciing d4n tidng lén, cdc san phdm vé sau
nhu nhiing mau thudng phuc cao cip hay do giii nhiét
ciing d4n dugc khach hang doén nhan khién cong ty
khing dinh dugc vi thé 1a mét thuong hiéu thudng
phuc ndi tiéng toan qudc. Trong giai doan nudc My
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budc vao khing hoang, cht nghia gia dinh 1én ngdi
vao nhiing nam ti 1989 dén 1991 tai Nhit, hiang
“thudng phuc quéc dan” da dan vugt 1én trén GAP.

Xuat hién trén trang bia ctia tap chi Business Week,
c6 thé noi cong ty GAP v6i CEO la 6ng Millard
Drexler (hién tai la CEO ctia ].Crew) dang dan dau
trong nganh cong nghiép may mac nay. Sau “20 nim
khuing hoang”, nudc Nhét ciing bat dau roi vao tinh
trang bét 6n, nhu cdu v€ cic mit hang nhu yéu phdm
dan giam xudng, Uniglo v6i nhiing dong san phdm
pht hgp v6i moi gidi tinh, moi lda tudi, gid thip va
chét lugng cao da trg nén phd bién. Trong thoi diém
khé khén nhu thé, c6 mét nghich ly 1a khting hoang
cang sau thi doanh s6 ctia Uniglo cang ting. Viéc cong
ty vigt qua GAP trong giai doan 1989-1991 ciing c6
thé coi la mot diéu hién nhién.

Mot cudc khao sat da dugc thuc hién d€ diéu tra
xem liéu Uniglo c6 thé ddp tng dugc nhiéu ting
16p khach hang khac nhau khong. Theo khéo sit xu
huéng ngudi tiéu dung dugc Brand Data Bank thyc
hién trong giai doan tii thdng 12 nam 2008 dén thang
1 nam 2009, véi hon 30.000 ngudi trén toan qudc,
Uniglo chiém uu thé tuyét d6i véi nit gidi trit nhiing
ngudi trong 46 tudi tii 60 dén 64 va nam gidi trong do
tudi 20 dén 54 (Bang 4-1).

biéu nay chiing minh rdng cong ty da thanh cong
trong viéc kinh doanh mat hang thudng phuc va
nhiing san phdm co ban d6ng thoi dugc cong nhén 1a
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mot thuong hiéu quéc gia. Thé nhung, véi tu cach 1a
moét nhan hang thaoi trang, thé giéi danh gia thé nao
vé Uniglo?

Trong bai khao sat s thich cta cic sinh vién
chuyén nganh thoi trang dugc t6 chiic thuong nién,
Uniqlo dao ddng & hai vi tri s6 3 va s6 4 vao nam 2005,
dén nam 2008 vuon 1én vi tri ddu tién ¢ muc “thuong
hiéu dugc mua nhiéu nhit’, dén ndm 2009 céng ty
lot vao “top ndm thuong hiéu dugc yéu thich nhit”
Nhiing thuong hiéu diing & trén Uniqlo 13 Vivienne
Westwood, Comme des Garcons, ZARA va Tsumori
Chisato. Diéu nay ciing cho thdy Uniglo da dugc xép
ngang hang véi nhiing thuong hiéu thdi trang doc
dao toan cau. C6 1€ viéc cong ty ky hop dong tu vin
thiét k& v6i nha thiét ké ndi tiéng Jil Sander vao thang
5 nam 2009 da gy an tugng tt véi cac sinh vién.

Tuy d4 tr& thanh mét thuong hiéu quéc gia nhung
s6 lugng nhiing ngudi ghét Uniglo ciing khéng phai
1a it. Trudc “+J7, c6 khong it ngudi trong nhém “cam
thdy x4u hd khi mdac d6 Uniqlo”. Theo nhiéu ngudi,
nguyén nhén chinh la do day la mét thuong hiéu gia
ré va dugc st dung tran lan bdi s6 dong. Tuy nhién,
v6i toi, I do don gian la béi Uniqlo mang dén cam
gidac vé mot thuong hiéu dugc san xuit dai tra theo
quy mo cong nghiép va thiéu ban sac riéng, tao ra mot
khoang cach khong nho gitta ho véi nhitng nguoi yéu
thich su doc ddo ctia cac thuong hiéu nhu Giordano
hay Benneton.
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GCELL I Thuong hiéu phé bién theo tiing d6 tudi

Nit gidi
20~24 tudi 25~29 tudi 30~34 tudi 35~39tudi | 40~44tudi
1. Uniglo Uniglo Uniglo Uniglo Uniglo
2. | LOWRYSFARM Kumikyoku Kumikyoku GAP Bku
3. Kumikyoku INDIVI GAP Bku GAP
4. | OLIVEdesOLIVE NATU%‘)\LS?(EAUTY INDIVI Ralph Lauren Burberry
5. INGNI LOWRYS FARM Muji Untitled Kumikyoku
6. CECIL McBEE Michel Klein Burberry Kumikyoku Ralph Lauren
earth . . " "
1. musickecology Untitled Untitled Muji Muji
8. Jeansasis GAP 2 ku Burberry Untitled
9 | Honeys INGNI INED wow | CommeGlu
Mode
10. | Pageboy Rope "ATU'&LS:*(EAUW Michel Kiein | Michel Kiein
" Comme Ca Du
1. Muji INED Rope Mode AVV.
2| Lzt Muji Comme G@Du | pyy INDIVI
Mode
13. GAP United Arrows | MK Michel Klein | Comme Calsm Max Mara
14. | United Arrows BEAMS NATURAL BEAUTY RAZA Jiyuuku
15. Michel Klein CECIL McBEE Michel Klein NATUEEAALS:iEAUTY Banana Republic
16. BEAMS 020C RAZA NATURALBEAUTY |  Eddie Bauer
17. Ciaopanic Le Souk 0z0C Max Mara Agnes B.
18. Index ef-de avy, | Aberombie& | gy
Fitch
19. Burberry Jill Stuart TomorrowLand Rope Comme Calsm
20. L'est Rose .earth United Arrows Theory Rope
music&ecology
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45~49 tudi 50~54 tudi 55~59 tudi 60~64 tudi 65~69 tudi
Uniglo Uniglo Uniglo Burberry Uniglo
23 ku Burberry Burberry Uniglo Burberry
Burberry 23 ku 2B ku Christian Dior Leilian
Ralph Lauren Ralph Lauren Ralph Lauren 23 ku Yves Saint Laurent
Comme CaDuMode|  Max Mara Max Mara Kumikyoku GAP
Kumikyoku Chanel Leilian Chanel Chanel
GAP Kumikyoku Chanel Yves Saint Laurent |  Yoshie Inaba
Max Mara Courréges Aquascutum Leilian Hiroko Koshino
Untitled Muji Calvin Klein Hiroko Koshino Pierre Cardin
Michel Klein Jiyuu ku Hanae Mori Max Mara Fendi
R Comme Ca " i
Courréges Du Mode Muji Céline NewYorker
Jiyuu ku GAP Kumikyoku Aquascutum Cedile
GAP Untitled Christian Dior Calvin Klein Maggy
Adidas CalvinKlein  |Comme Ca Du Mode GAP Max Mara
Yves Saint Comme Ca P
NewYorker Comme calsm Laurent Du Mode Marie Claire
Laura Ashley Eddie Bauer GAP GIVENCHY Muji
Chanel Aquascutum Jiyuu ku Issey Mikage Lapine
Muji Michel Klein Untitled Sonia Rykiel Ralph Lauren
Theory NewYorker Michel Klein Hiroko Bis Lancel
Calvin Klein AgnesB. Laura Ashley Rope Ferragamo
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4-1

CELC I Thuong hiéu phé bién theo titng d6 tudi

Nam gidi
20~24 tudi 25~29 tudi 30~34 tudi 35~39 tudi 40~44 tudi
1. Uniglo Uniglo Uniglo Uniglo Uniglo
2. United Arrows Paul Smith Paul Smith Ralph Lauren | Ralph Lauren
3. Paul Smith Takeo Kikuchi | Takeo Kikuchi GAP Burberry
4, Takeo Kikuchi | United Arrows | Ralph Lauren Levi’s GAP
5. Beams Burberry GAP Paul Smith Levi's
6. Levi's Levi’s Burberry Burberry Paul Smith
7. Adidas Beams Adidas Takeo Kikuchi Brooks
Brothers
8. GAP GAP United Arrows NIKE Eddie Bauer
9. NIKE SHIPS Beams Eddie Bauer NIKE
Burberry o . "
10. Burberry Black Label Levi's Adidas Adidas
(omme ca Burberry . I
1. lsm NIKE Black Label United Arrows | Takeo Kikuchi
12. SHIPS Adidas SHIPS Calvin Klein Calvin Klein
13. Edwin Muji NIKE Muji NewYorker
. Abercrombie
14. Ralph Lauren Abahouse Muji & Fitch J. Press
1K Takeo Commecadu | Commecadu Burberry s
B Kikuchi Mode Mode Black Label Gotairiku
Comme cadu ; ] The North
16. Mode Ralph Lauren Diesel Edwin Face
7 Dolce & Bovaott Comme ca Commecadu | Commecadu
’ Gabbana y Ism Mode Mode
! A . The North Abercrombie
18. Diesel Calvin Klein Calvin Klein Face &Fitch
19. Puma Diesel Edwin Beams AVIREX
" A Tommy
20. Muiji JUNRed Men's Bigi Hilfger L.L.Bean

Téng hop dua trén béo céo khao sat thi hiéu ngudi tiéu dung.
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45~49 tudi 50~54 tudi 55~59 tudi 60~64 tudi 65~69 tudi

Uniglo Uniglo Burberry Burberry Burberry
Burberry Burberry Uniglo D’'URBAN D'URBAN
Ralph Lauren Ralph Lauren D'URBAN Uniglo Uniglo
Brooks Brothers D'URBAN Ralph Lauren DAKS Aquascutum
GAP J. PRESS Aquascutum Ralph Lauren DAKS
Eddie Bauer Brooks Brothers  Brooks Brothers Pierre Cardin Yoes Saint
Laurent
NIKE NIKE Dunhill Aquascutum Lanvin
J. PRESS NewYorker Gotairiku Gotairiku Dunhill
D'URBAN Levi's J. PRESS Brooks Brothers TROJAN
Adidas Dunhill Calvin Klein Dunhill Miyuki
Paul Smith GAP Pierre Cardin Lanvin Gotairiku
Levi's Adidas NewYorker Lacoste CHRISTIAN DIOR
NewYorker Eddie Bauer GAP Yoes Saint Papas
Laurent
LL.BEAN Gotairiku Eddie Bauer CHRISTIANDIOR ~ Scotch House
The North Face Lacoste LLBEAN Aoki Lacoste
Lacoste Paul Smith NIKE J. PRESS Ralph Lauren
Gotairiku McGregor Paul Smith NIKE GAP
Aquascutum Calvin Klein DAKS Paul Smith Munsingwear
Takeo Kikuchi Aquascutum Lacoste Adidas Lancel
Comme Ca Du The North Face Ermenegildo Calvin Klein Lonner
Mode Zegna
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Chit lugng thuc t€ 1a mét yéu t6 dugc rit nhiéu
nguoi quan tdm. Trong boi canh d6, mot thuong hiéu
di ngugc lai xu huéng cta thi trudng Nhét Ban nhu
Uniglo cling giong nhu mdt sic mau léch lac trong
chu ky ctia mét vong bién mau'. Cé thé coi day la
su nhay bén ctia céng ty (dong san phdm thdi trang
mdc 6 nha mo nhat, khong ndi bat dang kéo tut tinh
hinh kinh doanh dugc duy tri trong théi gian dai cha
cong ty) vdi thi trudng qudc t€ khi nhén thic dugc xu
huéng chung ctia chau A. Thi hiéu nay khéc khé xa so
v6i thi trudng phuong Tay. Tl viéc cac ctia hang chién
lugc 6 Soho va Thugng Hai kéu goi c6 thém “huong
vi” Tokyo, c6 thé thiy rang chut diém nhén cta Tokyo
da bat dau xuit hién.

Nhiing ngudi khong thé chip nhan dugc nhiing
san phdm thudc thdi dai s6 héa hay mang sic thai
cong nghiép thi sau nay ciing khong thé tré thanh
khach hang ctia Uniglo. Sy gidm sat va tu védn ctia Jil
Sander c6 thé ting thém sy sang trong mang phong
cach phuong T4y dén tling san phdm va diéu chinh lai
yéu t6 cong nghiép cling nhu phong cach dia phuong.
Dau vay, s6 lugng khach hang cu tuyét Uniqlo van ton
tai khong it.

1 Dai mau séc dudc sap x&p theo budc séng quang phé, véi mau vang
1a dinh va mau tim 13 day, 1an lugt theo thi tu d6 tia — d6 - cam - vang
- luc-lam - cham - tim.
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Cap sd cong - cap so nhan tao su

tang truéng manh mé

Uniglo c6 thé hiéu dugc thi hiéu cta gidi tré dén miic
d6 chinh la nho thuc hién thanh cong chién lugc kinh
doanh thuong hiéu. D6 chinh 1a thanh qué ctia chién
lugc “marketing golden arrow” (miii tén vang) va

AP

chién lugc “marketing cdp s6 cong — cdp s6 nhan”.

Trong nhiing phuong phadp kinh doanh theo
thuong hiéu truéc day, chi yéu ngudi ta Iya chon tap
trung vao nhiing nhom khach hang dugc chia theo
d0 tudi hay thi hiéu. Thé nhung, khi nhiing lva chon
tré nén da dang, cic nhém khach hang ngay cang
phén héa nhiéu hon khién doanh nghiép khong thé
ndm bat dugc nhiéu khich hang. Trong hoan canh
dé, phuong phap “marketing golden arrow” véi muc
tiéu tdn cong cing mot lic nhi€éu nhém khach hang
va tao ra mét danh muc san phdm véi stic cong pha
16n. Phuong phap nay cé thé xéa bo rao can gitia cac
nhom khach hang, tao ra mdt thj trudng khong gisi
han d6i tugng tiéu dung, phtt hgp véi moi tdng 16p.

Phuong phap “marketing golden arrow” déng vai
trd quan trong trong qué trinh phat trién ctia nhiing
thuong hiéu 16n, tti Nike dén Louis Vuitton. Va hién
tai, Uniqlo dang hoc tdp tu tudng nay, ngoai tru
nhiing thuong hiéu nhu Spoglo hay Famiqlo dang lac
hudng trong qué trinh phat trién ti nhiing clia hang
ven duodng.
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Khi méi truong kinh doanh bi gi6i han trong
nhiing ctia hang nhé ven duodng, viéc triét tiéu nhém
khach hang cii va tim huéng di pht hgp véi moi d6i
tugng khach hang I3 vo ciing cin thiét. Tai thoi diém
do, Uniglo da dua ra d6i sich “cung cép nhiing san
phidm thudng phuc gid ré danh cho bét cu ai, c6 thé
mic dugc & bat ci dau va bat ci khi nao” khién bat ¢
nhém khéch hang nao ciing cam théy hai long. Giai
doan do, nhac dén Uniqlo Clothing Warehouse (ctia
hang dau tién dugc mé tii thang 11 ndm 1998, nay ddi
tén thanh Uniqlo), 4n tugng du tién ctia khach hang
la “thuong hiéu thudng phuc khong c6 diém nhén’,
khong c6 sy tinh t& nhung lai c6 sy nhéit quan la
“linh hoat khong bi b6 buc béi thi hiéu khach hang”
Chinh vi thé, mot thuong hiéu quén 4o c6 thé dugc ca
nhiing ngudi tré chuén bi tham gia ky thi quan trong
dén nhiing ngudi 16n tudi mac moét cach dé dang.
Nguyén nhén ctia nhiing thanh cong 16n gitip xua di
“lép suong mu am dam” hién tai chic chin da hinh
thanh tif lac nay.

Trong nhiing nam gin day, phén 16n nhiing thuong
hiéu gdp khé khén trong viéc tiéu thu hang hoa déu
dang 4p dung phuong phap phén khuc thj truong ci.
biéu nay khién s6 lugng khach hang bi gi6i han. Ha
gid thanh ciing tryc tiép khién doanh thu gidm sut.
Ngay nay, ngoai quin 4o, phuong phap phan khiic
khién thi truong bi gidi han con dugc thdy & rit nhiéu
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mét hang, ching han nhu d6 dién gia dung hay 6 to.
Tuy nhién, trong thoi diém giam phét su, d€ thu hat
dong dao khach hang va ting doanh thu, nhiém vy
buic thiét cia cac cong ty 1a nhanh chéng chuyén déi
sang phuong phdp “mii tén vang”

Mot chia khéa thanh cong khdc ctia Uniqlo chinh
la phuong phdp merchandising - ting trudng thanh
tich kinh doanh thuc su theo cip s6 cong va cép s6
nhén. C6 nhiéu ngudi nghi ring viéc két qua hoat
dong kinh doanh tang trudng la 1é di nhién. Tuy
nhién, trong nganh thoi trang, viéc phat trién ding
theo con dudng clia ndm trudc d6 dugc coi 1a mot
trong nhiing diéu cAm ky va bi coi thuong. Trai ngugc
v6i mot vai thuong hiéu thoi trang mudn ti bo thanh
qua ctia nam trudc, Uniglo chon céch tich lity ting
trudng tling mat hang déu dan hang nam. Viéc ting
lugng tiéu thy tiing loai san ph&m nhu 4o thun ni hay
4o gitl nhiét déu ddn hing ndm chinh 14 ting trudng
cap s6 cong, tang s6 clia hang chinh la tang theo cép
s6 nhin. Chinh chién lugc d6 da tao ra doanh thu
26.000 yén v6i 4o thun ni (nam 2000) va 47.000 yén
v6i 4o gitt nhiét (nam 2009).

D6 la mot phuong phép tu nhién, thé€ nhung suy
nghi chung ctia nhiing ngudi lam trong nganh thoi
trang lai khong phai nhu thé. Vi nganh nay, gid tri cta
nhiing mit hang ban trong nam trudc sé giam, dan
dén sy syt gidm trong doanh thu ctia nim tiép theo.
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Chinh vi thé, m6i ndm ho déu phai dau tu mao hiém
dé dua ra nhiing san phdm méi, chay theo nhiing trao
luu méi. Tuy nhién, Uniqlo véi cic dong sin phdm
“vugt qua dinh kién binh thudng vé viéc chay theo
nhiing xu huéng ma khach hang khong lya chon”
ciing da chinh thiic vigt qua nhiing dinh kién ctia
nganh. Chinh vi thé, cdng ty da 4p dung phuong phép
cap s0 cdng, cdp s6 nhan thanh cong va khién doanh
thu taing manh.

San pham chat lugng theo danh gia ciia khach hang

Ly do Uniglo nhén dugc sy ting ho nhiét tinh ti moi
tang 16p, moi la tudi 1a viéc khién khéi niém “chit
lugng cao” trd thanh mot khai niém dé hiéu. D6
khong phai 1a nhiing khéi niém cao xa chi c¢6 ngudi
trong nganh méi hi€u, ma la nhiing tiéu chuén, nhiing
“chudn muc co ban cta nganh thdi trang” khién céc
d6i tugng dai chung ciing c6 thé dé dang danh gia.

Cu th€ 1a nhiing tiéu chuin nhu nguyén liéu hay
d6 bén ctia mai khau, du st dung hay gidt gid cling
khong dé bi stit chi hay hong héc, khong quan trong
14 nguyén liéu do6 c6 cao cdp hay khong. Chiéc do dét
kim biing tay cao cp tai Y hay bo vest may hoan toan
bang tay thudng cé do bén lai khong cao. Véi phuong
chdm “quéd nhiéu ciing dong nghia véi thiia thai,
khong cin thiét”, Uniqlo da xay dung moét tiéu chuén
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cdn ban, dé hiéu cho nganh thai trang, khong thiéu
ciing khong thiia.

Ky thuat ctia “nhém chuyén gia” khong phai la
nhiing diéu sing tao ma chi I3 nhing tiéu chudn co
ban ctia nganh may mdc dugc thiét 1ap tii thap nién
1980, gom ky thuét dét kim. Tuy nhién, trong d6 ciing
c6 khong it nhiing ky thuét da 16i thoi so véi sy phat
trién clia hién tai. Ngoai ra, kj thuat sdn xuit cta
“nh6ém chuyén gia” dugc hinh thanh tit mét phan san
xudt trong nudc chi la mét manh ghép rét nho so véi
quy mo san xuit 16n cua Trung Quéc, chinh vi thé
ngudi ta van chua thdy sy ting trudng vugt trdi nao
vé két qua kinh doanh.

Du sao thi viéc m& rong phuong thiic dé hiéu
“cung cép nhiing san phdm co ban dép ting dugc tiéu
chudn vé miu maé va chit lugng” da giy 4n tugng 16n
v6i khach hang. Du c6 tién budc sang thi trudng My,
chau Au, Trung Qudc hay Han Quéc thi quy chuin
“hang chét lugng cao, gida mém” nay vin dugc ddnh
gia cao.

Viéc tudn thu qua chat ché tiéu chudn tii cic chuyén
gia nguoc lai khién thuong hiéu khong thé duy tri
dugc su ting hd ciing nhu tiéu t6n nhiéu kinh phi.
Chinh nhé viéc ap dung phuong phép loai bo nhiing
gia tri khong cin thiét d€ tap trung tao nén mot “san
phdm vifa di nhiing yéu t6 quan trong’, chién lugc
marketing don gian ctia thuong hiéu Muji da thu hut
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dugc su ung hd ctia dong ddo moi tang 16p. Pay chinh
1a con dudng dé Uniglo tré thanh thuong hiéu dugc
do6n nhén & ca nhiing nudc phat trién va nhiing nudc
dang phat trién, &4t nén moéng cho sy mé rong phat
trién trén pham vi toan ciu.

Trd thanh thuong hiéu toan cau

Khi d3 nhan dugc su tng hé dong dao tii ngudi tiéu
dung trong nudc va tré thanh mot thuong hiéu qudc
gia, viéc chuyén minh thanh mét thuong hiéu toan
cdu khong hé khé. GAP bit ddu ti€én vao thi trudng
Anh, Canada viao nam 1987, Phap vao ndm 1993,
Nhit vao ndm 1995. Bén thang 1 ndm 2010, ngoai
trii Canada, cong ty da cé dén 298 ctlia hang tai nudc
ngoai, chiém dén 10,3% doanh s6 kinh doanh. (Néu
tinh cd BANANA REPUBLIC thi con s6 d6 1a 298
ctia hang, chiém 11,2%.) Cu thé€ hon, tai thi truong
Nhit, GAP & GapKids c6 120 ctia hang, BANANA
REPUBLIC c¢6 27 ctia hang, dat doanh thu 880
triéu do.

Uniglo ciing bat dau dit budc chan déau tién vao
thi trudng quoc té€ véi viéc md clia hang ¢ London
vao thang 9 nam 2001. Dén thang 9 ndm 2002, cong
ty bt ddu tdn cong thi truong Trung Qudc bang cach
md clia hang tai Thugng Hai. Sau khi ngai Yanai trg
lai vi tri gidm d6c, viéc xtic tién phat trién thj tridng
nuGc ngoai dién ra nhanh chéng. Cong ty lan lugt mé
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ctia hang & Seoul (Han Qudc) va New Jersey (My) vao
thang 9 ndm 2005, dén thang 11 nam 2006, cong ty mé
mot ctia hang chién lugc toan ciu tai toa nha SOHO,
New York. Pén thang 11 ndm 2007, c6ng ty m& tiép
mot ctia hang chién lugc tai ph6é Oxford, London.
Thang 11 nadm d6, cong ty cling khai truong ctia hang
dau tién tai Phép, & ving ngoai 6 La Défense, Paris.
Dong thoi, cong ty ciing trién khai ctia hang dau tién
tai Han Quéc ¢ khu Myeongdong. Théang 4 nam 2009,
cong ty bat ddu tién chéan vao thi trudng Singapore,
dén thang 10 cung ndm da khai truong ctia hang
chién lugc 16n & Opéra Garnier, Paris. Tién d¢ trién
khai mang luéi ctia hang trong giai doan nay nhanh
dén chéng mat.

Két qua la, dén cudi thang 2 nam 2010, thi trudng
Au My da c6 17 clia hang, Trung Qudc, Dai Loan c6
59 ctia hang, Han Qudc c6 46 clia hang, Singapore ¢
ba ctia hang, tong cong la 125 ctia hang. Thang 4 ndm
2010, cong ty bat dau ddt chan vao thi trudng Moscow,
dén thang 5 khai truong mét ctia hang chién lugc ba
tang véi dién tich 3.600 m* ¢ Thugng Hai. Mua thu
ndm 2010, cong ty budc chan vao Pai Bic (Dai Loan),
ndm 2011, cong ty thué mot manh dat rong 8.300 m?
dé xay dung mdt ctia hang cao cp. (Bang 4-2).

S0 ctia hang ctia Uniglo & nudc ngoai dang ting
v6i t6c d6 chéng mat, thé nhung diéu do khong cé
nghia la cong ty hoan toan bé qua yéu t6 lgi nhuin
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ma mang hét doanh thu ctia Uniqlo & thi trudng quéc
ndi di ddu tu. D€ ddm bao mdi clia hang déu tao ra
lgi nhuén, cong ty da cin nhdc, tinh todn rat ky, cit
canh tli tli v6i tiing clia hang moét. Tuy chua dat dugc
doanh s6 cao nhu céc ctia hang Uniglo trong nuéc
nhung vao ky thang 8 nim 2009, cic ctia hang & nudc
ngoai da chiém dén 1.600 triéu yén' (khoang 4,2%)
trong tong doanh thu 37.800 triéu ctia cong ty. Két
thic thang 10 ndm 2009, sau hiéu ting két hop véi -
Jil Sander, doanh thu & cic cfia hang phuong Tay
tang ti 30 dén 50% va viéc kinh doanh da bat dau c6
14i. Doanh s8 ctia nhiing ctia hang chau A trong nta
dau ndm 2010 ciing tang hai con s0, 1¢i nhuan ciing
tang gdp ba lan. Ky thang 8 ndm 2010 cic ctia hang
nudc ngoai dugc dy bao 1a sé tiép tuc da tang trudng,
chiém 6.500 triéu yén trong tong s6 doanh thu 73 ti
(chiém 8,9% t6ng doanh thu) va dugc ky vong la sé
xoay chuyén tinh thé véi thi trudng trong nudc trong
ndm ndm téi.
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CEL'I S6 lugng cifa hang nudc ngoai ciia Uniglo
4-2

Nim S cifa hang cudi ky
budc
chin | 8/2002 | 82003 | 8/2004 | 872005 | 8/2006 | 8/2007 | 872008 | 8/2009 | 872010
vao thi
trudng
Anh [ 92001 | 15 | 21 3 6 8 | | B u | u
My o5 | — | — | — | = | 4 1 1 1 1
Phap |1272007| — | — | = | = | = | - 1 1 2
u o0 | — | — | = | = - | - 1
My Nga
Téng B 3 6 | 12 ) 121 15| 16| 18
khu
vuc
AuMy
Trung | 9/2002 | — 5 6 8 7 9 13 3 55
Quéc
Han | 92005 | — | — | — | — | 10 | 14 | 18] 30 | 5
Quéc
Pai fo0s| — | — | — | = | 1 4 8 | 1| m
Loan
CT”sm-mooe———————zs
ga-
pore
Tong -1 5 6 8 | B | 7| 39|76 |2
khu
viic
chéu
A
Tong cong 15 | 2 9 14 | 30 [ 39 | 54 | 92 | 140

Cha y: Con s6 ctia ky thang 8/2010 chi Ia duy kién dua trén bao céo quyét toan quy lll dugc
c6ng bd vao thang 5/2010.
Ngudn: S8 liéu dugc thdng ké tir sé liéu quyét toan clia Fast Retailing.
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Vé6i ky vong sé kiém dugc 3.500 ti yén tai thi trudng
nudéc ngoai, bao gom ca cac thuong vu mua ban va
sap nhép trong s6 tong doanh thu 5.000 ti yén, t6c d6
phat trién tai thi trudng nudc ngoai ctia Uniqlo sé con
tang truéng hon niia. Cau chuyén vé€ sy chuyén minh
ti thuong hiéu quoc gia thanh thuong hiéu toan cau
dang dién ra mot cach soi ndi. Qua trinh chuyén déi
nay khong chi dién ra & GAP va Uniqlo. Thuong hi¢u
bat ngudn ti viing Galicia Tay Bac Tay Ban Nha Zara,
thuong hiéu khdi dau tii Treviso phia Péng Bic nudc
Y Benetton... déu 12 nhiing cdi tén khéi d4u 12 nhiing
thuong hiéu dia phuong, van dung nhiing phuong
phép kinh doanh linh hoat dé tré thanh thuong hiéu
qudc gia. Véi bude da do, viéc tién ra nudc ngoai trd
thanh mét thuong hiéu toan cau chi con la van dé thoi
gian. Ciing vi vay, viéc thuong hiéu c6 nguén goc tu
Nhat Ban trg thanh mot thuong hiéu toan ciu ciing
khong phai la diéu qua la ling.

Quéng cao trén mang tai thi truong nudc ngoai

Thang 6 ndm 2008, chién dich quang cdo trén trang
web ctia Uniqlo doat giai thuéng quang cao 16n thi
ba trén thé giéi. Uniglock ciing gianh giai & hai hang
muc tai Lién hoan Quang cdo Qudc t€ Cannes. Ngoai
ra, quang cao nay con dugc danh gid cao trén toan
thé gi6i, véi viéc gianh gidi § hang muc tuong téc cla
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The One Show, doat giai & hang muc hybrid cia NY
ADC! va giai cao & TIAA%

Tu thang 6 nam 2007, Uniglock xuét hién trén
trang cht Uniqlo véi chtic ning la mdt cong cu dong
h6 trén blog véi giao dién la nhiing co gai méac d6 ctia
Uniglo dang nhdy muia va hinh anh thay ddi theo thoi
gian. Uniqlo da phat tin hiéu toan c4u héa ddu tién ra
thé gi6i bang nhiing phuong tién giao tiép pha bo di
rao can ngdn ngii thong thuong la 4m nhac, vi diéu
va dong ho. S6 liéu tuy da ci nhung theo thong céo
bao chi, vao giai doan cuéi thang 6 nam 2008, céng
cu do da dat mic 40.000 thiét bi dugc cai dit trén 212
nudc, thiét 1ap ky luc 120 triéu lugt truy cép trén 212
nudc.

Tu thdng 8 ndm 2006, dé€ chufn bi cho viéc khai
triong ctia hang chién lugc & Soho, New York vao
thang 11, cong ty da trién khai chuong trinh quang
cdo trén mang phéi hgp quy moé 16n UNIQLO MIX.
Thang 12 ndm 2006, doan MIXPLAY quay canh cac
vil cong médc d6 ctia Uniglo nhdy mua dugc ding 1én
trang UNIQLO MIX va Youtube, thu hut dugc rét
nhiéu sy chu y.

1Viét t&t cta The Art Directors Club of New York, 1a t6 chuc cla cac
giam déc nghé thuat tai New York.

2Viiét tit cda Tokyo Interactive Ad Awards, [a gidi thudng quang céo
tuong tac Tokyo.
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Céc quang cdo cta Uniqlo déu rét tdp trung vao
cac CGM (Consumer-generated Media — phuong tién
huy dong thong tin tit khach hang) nhu quang cdo
trén cdc trang web hay blog, nén so véi cac chién lugc
quang céo khac hay ddng banner thi ton it chi phi hon,
lai c6 thé thu hit dugc nhiing khach hang ni tré tudi
va ngudi tiéu diing nudc ngoai. Két qua la quang cdo
nay da dat giai ba tai cudc thi quang cdo nam 2008, va
dung nhu ky vong, hinh anh vé€ nhiing budc tién ra
nudéc ngoai cta Uniglo da dugc quang ba rong khip
trudce ca khi cong ty dit chan dén dé.

Chi phi quang cdo clia Fast Retailing vao ky thang
8 ndm 2009 la khoang 30.700 triéu yén, chi chiém
khoang 4,5% téng doanh thu. Viéc trién khai chién
lugc quang cdo bt thudng va lam cho hinh anh
thuong hiéu tré nén phé bién toan ciu nay dugc danh
gid cao vi phuong phédp ap dung tinh té va tinh hiéu
qua cao.

Thuong hiéu ndm trong d€ qudc xa xi phdm nhu
LVMH (Moet Hennessy Louis Vuitton) da chi khoang
2.030 triéu Euro (tuong duong véi khoang 272 ti yén
tinh theo ti gid nam 2010) cho cac chién dich quang
cdo. Chinh vi thé, chién lugc quang cdo dua Uniglo
1én thanh thuong hiéu toan ciu dat gii tai cudc thi
quang cdo thé giéi 13 nho tinh hiéu qua, tic dong
manh dén nhiéu ngudi.
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Khi néi dén Uniglo, ngudi ta c¢6 xu hudng cha y
nhiéu dén kha néng lanh dao clia ngai Yanai Tadashi.
Thé nhung, theo nhiing ngusi thudc thé hé sau nhu
nhiing ngudi c6 bing MBA, chuyén gia kinh t& & 40 tu6i
40 va nhiing chuyén gia l4p trinh web & do tudi 30...
thi day con 1a mét t6 chiic dugc xiy dung chit ché, chi
khong chi c¢6 kha ning lanh dao tai tinh clia ngai Yanai.

Chuyén minh thanh mét thuong hiéu théi trang
sau su ket hop véi Jil Sander

Ngoai nhiing san phdm thudng phuc tinh xao va cao
c4p, Uniglo con phit trién nhiing san phim doc quyén
gid ré d€ mo rong d6i tugng khach hang. Thé nhung
trong nganh thoi trang van cé xu hudéng xem Fast
Retailing 13 mét ké ngoai dao. Nhin vao sy phat trién
nhanh chéng ctia cong ty sau con s6t vai ni, c6 thé néi
nhiing “thuong hiéu quén 4o gid ré” va “thuong hiéu
khong thanh khong sic” da dong hang v6i nhiing san
phdm cao cép.

Trong chép mat, cic cong ty thoi trang khong thé
khong thiia nhén doi tht ctia ho da xAm nhép vao
lanh thé ctia minh. Viéc ky két hgp dong tu vén thiét
ké v6i nha thiét ké Itng danh Jil Sander vao ngay 17
thang 3 nam 2009 chinh la m¢t budc ngodt 16n.

Sau khi Fast Retailing quyét dinh dé cong ty tu vin
véi dai dién 14 nha thiét két Jil Sander tré thanh don vi
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ki€m soat thiét ké ctia Uniglo, hai cong ty da ky ngay
hgp dong tu vin véi ké hoach cht chét 1a tung ra bo
suu tap ddc biét v6i cha dé “+J”. Vao thang 10 nam
2009, cong ty cong bo sé ra mat mot bd suu tép danh
cho cd nam va nii. Thong tin nay ngay lap tdc gy x6n
xao lang thdi trang. Diéu bat ngd nhat chinh 1a vao
thang 9 ndm 2008, One World Holdings d4 chi 26.400
triéu va mua lai cong ty ctia Jil Sander. Vi Uniglo luén
duy tri dugc 4n tugng la thuong hiéu gid ré phat trién
manh ngay tli ban dau, mii tén thu hdi von chuyén
thanh mau xanh' 1a 1¢ hién nhién.

Jil Sander 1a mdt nha thiét ké ngusi Dric rit dugc
cht y trong nhiing ndm ddu ctia thip nién 1990 vi
nhiing thiét ké tinh gon, san phdm chit lugng cao,
loai bé nhiing yéu t6 khong cén thiét. Tuy nhién, sau
khi chuyén giao cong ty cho Prada Group, trai qua
nhiéu thing trdm, dén thang 11 ndm 2004, mot vai
nha thiét ké cing cong ty d4 nghi viéc, ba van gii thai
do cach biét. Vi ba la mét ngdi sao 16n ctia nganh thoi
trang thé gi6i va dugc thi trudng Nhét Ban ton trong
nén hinh anh ctia Uniglo tit d6 c6 nhiing thay d3i l6n.
V6i thi trudng Au My, Uniglo khong con 14 “thuong
hiéu thoi trang gia ré bat nguén tii Nhit Ban” nia
ma da dugc cong nhan va danh gia 1a mot “thuong
hiéu tinh gidn (don gidn ngay tl tu tudng thiét ké)”

' Dong nghia véi viéc tang. (DG)
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Véi dong thai nay, Uniqlo da vugt qua khung nguyén
tac ctia nganh thoi trang va c6 chd ding viing chic
trong long ngudi tiéu diing moi tang 16p. Vao ngay
1 thing 10 ndm 2009 bo suu tdp +J di ra mit cong
ching va rat dugc chao don, tai ctia hang chién lugc
& Paris, da c6 mot hang dai ngudi diing xép hang
trudc cta hang. Nhiing ngay sau d6 tinh trang nay
van con tiép dién. R6 rang 13, hgp dong véi nha thiét
kéJil Sander da thay d6i hinh anh ctia Uniqlo trén thi
truong thé gisi.

Thé nhung, c6 thé néi rang bd suu tip +J nay chua
thé hién chinh x4c va ddy du nhat kha nang sang tao
cta Jil Sander. Nhiing mat hang gid ré nay cach kha
xa so v6i tiéu chuén nguyén liéu cao cua Jil Sander,
viéc dung nhiing biic tugng ban than va mic 4o dé€
trung bay san phdm & ctia hang cling thiéu sy tinh t¢,
chua thé hién dugc phong cach t6i gidn ctia Jil Sander.
Néu Fast Retailing con nghiém ttc né lyc thic ddy va
hién thyc héa nhiing sdng tao ctia Jil Sander, biét dau
ching méy chdc khac biét vé phong cach gitta hai bén
sé dugc thu hep dén.
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Chumg &

Uniglo 13 mét hinh m3u
doanh nghiép cé dién

Pha hé cac SPA

Cé thé ndi ngay tii ddu Uniqlo da lya chon phit trién
mot cach ddy sang tao theo hinh mau doanh nghiép
ki€éu SPA. Ngai Yanai Tadashi da goi clia hang ctia
minh 14 mét hinh mau kinh doanh tién tién nhit, 1a
“SPA thé hé thi ba” Tuy nhién, néu nhin vao lich st
phat trién ctia hinh thic SPA thi c¢6 ngudi cho ring
cong ty thudc vé thé hé c6 dién dau tién.

Hinh thtic SPA ludn t6n tai méi quan hé mét thiét
gitia nha san xuit va nha ban 1é. Nha san xuit sé thuc
hién toan bd quy trinh ti 1én ké hoach, phat trién
va quan ly qua trinh san xuit. Tuy nhién, trong giai
doan qua d6 chuyén d4i sang hinh thiic SPA, dé vugt
qua nhiing tré ngai vé ngudn lao dong va ddy nhanh
toc do phat trién, cac cong ty nay da phai bit tay vdi
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nhiing cong ty thuong mai hay nhiing cong ty trong
nganh cong nghiép phu trg.

Ban dau, viéc hgp téc von la 1én ké hoach, phat
trién & cong ty chinh va nhd cong ty cdng ty san xuét
theo don dit hang tim kiém ngu6n nguyén liéu, noi
san xudt va tham gia qua trinh quan ly san xuit. Tuy
nhién, sau nay, vi cin ddy nhanh t6c d6 dé€ dua sin
phdm ra thi trudng, cic cong ty ciing bat dau hoc tip
céc cong ty cung cdp san phdm dién gia dung trong
viéc st dung cac cong ty thiét ké theo don dit hang
trong viéc hoach dinh ké hoach va phat trién. Trong
nganh thai trang, hinh thdc nay tling bi giéu cgt la
“SPA theo ki€u Nhat”. Trén thuc t&, c6 rit nhiéu cong
ty 4p dung hinh thdc nay va ddn mat di ning luc
ty phét trién va that bai trong cudc canh tranh chat
lugng va gia thanh khién viéc kinh doanh di xuéng
tram trong.

Tuy vay, nhiing cita hang va thuong hiéu thiét k&
xem trong kha nang phat trién dat dén dinh cao vao
nhiing ndm 1980, sang nhiing ndm 1990 thi hinh thtic
két hgp v6i nhiing cong ty cong ty san xuét theo don
dat hang da phat tri€én nhanh chéng, nhiing coéng ty
kiéu cti phai chiju stic ép rat 16n bgi nhiing SPA c6 kha
ning cung cdp san ph&m véi gid ca hop ly. Budc vao thé
ky méi, trudc sy phat trién chi dao ctia nhiing SPA,
cac cong ty ki€u cii dan bi thay thé va bién mat. Sau vy
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pha san ctia Christian Lacroix hay thanh ly Veronique
Branquinho, su sup d6 ctia Yohji Yamamoto ciing da
chinh thic khép lai thoi dai nay.

Phuong thtic ly tuéng nhat chinh la “theo dudi
nhiing gid tri nguyén ban khi cong ty tu thuc hién tit
ca cac cong doan tii 1én ké hoach, phat trién dén quan
ly san xuat”. Thé nhung hon mét ntia cac nha mdy sén
xudt lai dat & xa thi trudng trong nudc (dén ndm 2009,
khoang 96,3% san phdm may mdc dugc gia cong &
nudc ngoai), nguodn lao dong trong nudc co gidi han
nén viéc thyc hién ly tudng nay tai Nhat gap rit nhiéu
kho khan.

Viéc phat trién hinh thic kinh doanh SPA tai cac
nha mdy va gi6i han nhiing dong san phdm dic biét
hay phuong thiic san xuit mdi tai cic nha mdy trong
nudéc hay nhiing nha may nudc ngoai c6 vén diu tu
ctia cong ty trong nudc c6 thé xem la mot gidi phép.
Tuy quy m6 doanh nghiép van bi gii han nhung cé
mot vai SPA chuyén vé quan b6 hay tit da dat dugc
thanh c6ng nhét dinh nén déy c6 thé€ dugc xem la mot
cau tra 1oi.

Cing c6 nhiing nha ban 1é phat trién theo chiéu
huéng SPA c6 khéi ddu la mot don vi san xudt, tro
thanh mot “SPA chuyén thu mua” theo hinh thai cong
ty thiét ké theo don dit hang véi viéc mua lai ké hoach
san xudt, da roi vao tinh trang tién thodi lu(")‘ng nan
khi hang t6n kho do hinh thdi tu hoach dinh ké hoach
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cong ty san xudt theo don dat hang chét cao nhu ndi.
Thé nhung ciing c6 rt nhiéu doanh nghiép da phét
trién theo dinh huéng theo dudi ning luc canh tranh
va ty hoach dinh - phat trién. Nhiing doanh nghiép
thanh cong nhat di theo con dudng nay la thuong
hiéu GAP va Abercrombie&Fitch ctia Hoa Ky va Fast
Retailing ctia Nhat. Tat ca cac doanh nghiép ké trén
déu 1a kiéu mau SPA c¢§ dién thé hé dau tién.

Hinh thai kinh doanh nay dugc xem 1a ¢8 dién béi
thai gian cho qua trinh 1én ké hoach - phit trién - san
xudt réat dai, trién vong chdt lugng san phim dau ra
cao nhung t6¢ do tién vao thj trudng lai cham. Nhu
mot 1€ ty nhién, san phdm c6 gia tri cang cao thi rai
ro cang nhiéu, va rit khé d€ khong uu tién nhiing
san phdm co ban. Ca Uniqlo va GAP déu khoéng nim
ngoai pham vi d6. Chiing nao con chua tao ra dugc
mot san phdm ndi bat thuc sy, ca hai vin con bi 4m
anh b&i moét ddu gidm gid (markdown) khéng 16 ctia
viéc phai sdn xudt va tiéu thy mét lugng sdn phdm 16n.
Céc ctia hang ctia Uniqlo, tit ddu dén cudi cling lap di
13p lai nhiing cau chuyén nhu kickoff, markdown.

ZARA - SPA thé hé thi hai

Cong ty Inditex ban ddu 13 mét nha may chuyén san
xudt 40 choang tim & Galicia phia Tay Bac Tay Ban
Nha, dén ndm 1975 bat diu din than vao linh vyc
kinh doanh SPA véi thuong hiéu ZARA. Nam 1980,
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cong ty m§ nha mdy § trung tdm sdn xudt vai dét
La Coruna; dén nam 1990, v6i sy ho trg cta tap doan
6 t6 Toyota, cong ty da co c4u lai hé thong phéan phdi
va hinh thiic sian xudt milk run' ngugc dya theo
phuong cham JIT (Just In Time), hoan thién hé théng
tit gia cdng nguyén vt liéu, sdn xuét, hoan thanh san
phdm dén van chuyén, cung tng ra thi truong. Sau
mot thoi gian, cong ty d4 md clia hang trén toan thé
gioi, thiét lap mot khung dinh dang méi cho loai hinh
kinh doanh SPA.

Sau khi thiét 1ap hé théng san xudt - cung Ung,
cong ty da tién budc vao nhiing thi trudng nhu Bo6
bao Nha, Phap, My. Tli nam 1992, cong ty ddy manh
viéc phat trién & thi trudng nudc ngoai, dén nim 1998
bat ddu dat chan vao thi truong Nhit Ban. bén ky
thdng 1 ndm 2010, cong ty da c6 4.607 ctia hang tai 74
nudc trén toan thé gisi (riéng ZARA c6 dén 1.395 clia
hang). Doanh thu clia nhiing clia hang nay mang lai
khoéang 84 triéu Euro (khoang 1,41 ti yén theo ti gid
lac bay gid), tré thanh mot thuong hiéu SPA 16n toan
cau (Bang 5-1).

1 San xuat JIT va milk run: Trong quy trinh cung ting nhitng bé phéan
can thiét, khong thia thai cho viéc ciu thanh san pham, viéc van
chuyén nhiing by phan dé theo vong tron ding theo thai gian quy
dinh chinh 1a milk run.
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Qua trinh phat trién clia Inditex giai doan 2000-2010
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Tai Nhat Ban, vao nam 1998, véi su hgp tac ctia tip
doan Bigi, Cong ty ZARA Nhit Ban da dugc thanh
lap (Bigi gop 51%, Inditex gép 49% vén). Dén thing
8 nam 1998, cong ty khai truong ctia hang dau tién
¢ Shibuya. Ndm 2005, Inditex rét vén 100% dé€ ddy
nhanh qua trinh phat trién hé théng ctia hang. Dén
cudi thang 2 nam 2010, trén ca nuGe da c6 khoang 50
ctia hang cia ZARA, thu vé€ khoang 25 ti yén.

Cong ty tip trung vao 22 nha mdy gia céng, bd
sung nguyén liéu theo phuong thic vin chuyén milk
run ngugc, chd trong vao qud trinh nhudm vai dya
theo hé thong thong tin ctia POS va cdc xu huéng méi
nhdt vé sgi va cong cu dét cia nhiing thuong hiéu
Au My phat trién va ra mit ctng thdi. Cdc san phdm
hoan thién lai dugc thu mua theo quy trinh milk run
dé€ dua vao dong véan chuyén, moi cong doan tit khau
1én ké& hoach dén khi dua san phdm ra ctta hang chi
dién ra trong vong hai tudn, dung theo lich trinh cta
phuong thiic san xudt JIT. Hau hét nhiing cong ty san
xudt 4o khoac ngoai déu van hanh theo hé théng nay.
V6i nhiing san phdm bj gi6i han vé kha néng san xuit
va chi phi khi tu sdn xudt tai cong ty, ho déu chon
huéng thué ngoai tai cdc nudc cé chi phi ré hon.

Quy trinh JIT, hay con goi la “Fashion on Demand”
nay tich trit mot lugng 16n s¢i nguyén liéu va dung cu
dugc phét trién va diéu chinh theo nhiing théng tin

Uniglo la mét hinh mdu doanh nghiép cé dién || 147



vé xu huéng méi nhit véi trong tim 1a dudng hudng
phat trién cta nhiing cong ty Au My. Sau khi quen
dan véi nhiing xu hudng thdi dai va hoat dong ban
hang, cong ty c6 thé phat trién viéc thiét ké va phuong
phap san xuat, dua nguyén vit liéu tich trii ban dau
vao san xudt va cho ra dong san phdm. D€ c6 thé dat
dugc tdc do cao nhu thé, cong ty cn c6 mot doi ngd
thiét ké khoang hon 300 ngudi, bao gém rét nhiéu thg
lam mau, mo6i nam phai cho ra dugc 12.000 thiét ké.

Két cdu va vé ngoai clia nguyén liéu sé thay déi
tlry thudc vao qud trinh gia cong, bao gém cdng doan
brushing (chdi), gia cong bang nhiét (lam bdng),
chudi va hé vai. Nhiing thay d6i c6 thé rit nhd, dén
muc nhiing ngudi khong chuyén khéng tai ndo nhén
ra dugc. Thé nén viéc tich trit nhiéu loai nguyén vat
liéu 1a rat can thiét d€ thuong hiéu khong bi chim lai
so Vi su thay d6i ctia xu hudng.

V6i su cin bang hoan hio gitia sy hoan thién va
gia ca cna cac mit hang 4o khodac ngoai, dic biét 1a
nhiing san phdm theo b{ (set), jacket hay 4o khodc da,
thuong hiéu nay da vach ra mot ranh gigi gitta minh
va nhiing cong ty “fast SPA” chu trong dén thiét ké va
thd o véi chat lugng va tinh hoan thién ctia san phdm
nhu H&M.

Du t6c d6 phat trién san phidm rit nhanh nhung

nhiing mdt hang cia ZARA ludn c6 d6 hoan thién cao
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khién hang tuy 13 thuong hiéu don gidn nhung vin
thé hién dugc ding cép, khong gidng nhom hang tiéu
duing stt dung mét 1an. Tuy ludn dugc danh gia la mot
SPA mang tinh cong nghiép, khac véi cac “fast SPA”
nhung tii sau vu phd san ctia Lehman, cong ty nay
cting khong thoat dugc tinh hudng ctia nhiing hinh
mau kinh t€ phat trién theo chiéu doc. That déng tiéc
khi téc d¢ gia ting cta nhiing cong ty nay da chiing
lai, do muic gia ho dua ra cao hon mtic gié cia nhiing
“fast SPA” - chu trong dén gid thanh san xuat hon chét
lugng san pham.

Ngay nay, tuy Tay Ban Nha la m¢t trong nhiing
nudéc c6 thoi gian lao dong cao nhét khu vuc EU,
nhung véi viéc 1a quodc gia c6 GDP diing thi chin
trén toan thé gidi, GDP binh quan dau ngudi dat muc
34.971 USD, xép thii 20 trong T6 chiic hgp tac va Phat
trién Kinh t€ ngay sau Nhat Ban (c6 GDP binh quan
dau ngudi 1a 38.371 USD), viéc Inditex ddt nha may
san xudt § La Coruna véi phuong cham san xudt JIT
thi muc gid bi doi 1én khd nhiéu so véi t6¢c do phat
trién nhanh chéng ctia giai doan nhiing ndm 1990.
Du ciing bat dau trién khai iy thac san xuét & nhiing
viing nhu Péng Au, Trung Quéc hay Dong Nam A
nhung diém manh nhét cta Inditex chinh 14 su phéi
hgp ctia Toyota ciing phuong thiic JIT tao nén sy cdn
béng gitia chét lugng va téc do. Chinh vi thé, d€ chién
thang dugc nhiing “fast SPA” va vugt qua rdo can
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chi phi, cach duy nhét chinh la gia ting chit ligng san
phdm & Trung Qudc sao cho dat dén mic d6 nhu &
La Coruna.

M6 hinh kinh doanh t6ng hgp theo chiéu doc duge
su ho trg chia Toyota cta Inditex ciing dang va phai
btic tudng giong nhu Toyota. Trong tuong lai khong
xa, ca Inditex lan Toyota déu phai c§ gdng mang hé
thong san xuét JIT cung nhiing quy chuin chit lugng
giong nhu & qué huong clia minh dén Trung Quéc.

Hinh thidc kinh doanh tdng hgp theo chiéu doc
ctia Inditex véi viée tu phét trién va san xuit da can
bang dugc ca hai yéu t6 1 chit lugng va téc 6 dua
san phdm ra thj trudng, da khing dinh dugc vi thé
ctta minh véi tu cach SPA thé hé thi hai. Trong khi
do, SPA thé hé thi ba chinh 1a nhiing “fast SPA” viia
phai dap ting dugc yéu ciu cung cidp hang héa cho thi
truong dudi stic ép chi phi, vita phai chay theo nhiing
xu huéng méi ctia ngudi tiéu dung. Trong hang ngi
cac “fast SPA” hién tai chi c6 H&M ddc dién véi su
bam dudi cua thuong hiéu Forever 21 caa My. Tuy
nhién, hinh thiic kinh doanh ctia hai thuong hiéu nay
c6 nhiéu diém khac nhau.

H&M - SPA thé hé thii ba

Dén thang 11 nim 2009, cong ty H&M (Hennes &
Mauritz) da c6 1.965 ctlia hang tai 27 quéc gia trén
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thé gidi (bao gém 36 ctia hang nhugng quyén). Cong
ty bat nguén tit Thuy Dién nay con trién khai 23 clia
hang ban 1€ va thu vé hon 101.390 triéu krona! (tuong
duong véi khoang 1.276,4 ti yén), tré thanh mét SPA
c6 quy mo toan cau (Bang 5-2).

Céc cong ty nhu Inditex ctia Tay Ban Nha hay GAP
ctia My dang chién d4du v6i nhau dé tranh gianh vi tri
cao nhdt trén toan thé gidi, thé€ nhung H&M da dat
dugc vi tri SPA 16n nhdt toan ciu vé s ctia hang va
doanh thu véi tu cach la mét céng ty don 1¢é. Cong ty
da dit chan vao thi trudng chau A, khéi ddu 1a & Nhat,
dén mua xudn nam 2007 bét d4u tién vao thi trudng
bai Loan va Trung Qudc. Bén mua xuin nam 2009,
cong ty m§ ctia hang & Béac Kinh va Moscow, mua
xuan nim 2010 bat ddu m& clia hang ¢ Han Qudc.

Tai Nhit, cong ty dd 14n lugt md& cic clia hang &
Ginza vao thang 9 ndm 2008, & Harajuku vao thing
11 cing nam. Cong ty tiép tuc md cdc clia hang &
LaLaport SHIN MISATO, Yokohama Landmark
Plaza, Shibuya vao thang 9 ndm 2009, dén thang 11
cung ndm ti€p tuc md clia hang & Shinjuku. Dén ky
thang 11 ndm 2009, doanh thu ctia cong ty tai Nhit
dat dugc 14,4 ti yén. Mua xuan nam 2010, cong ty
tiép tuc mg thém clia hang & Osaka Ebisu, LaLaPort
Yokohama, Aeon Mall Musashi Murayama, dén mua

' Pon vi tién té chia Thuy Dién.
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thu lai tiép tuc trién khai § LaLaPort Funabashi, ning
con s0 cac ctia hang ctia cong ty 1én 10, doanh thu dy
kién dén ky thang 11 nam 2010 sé vugt mtic 30 ti yén.

Thoi diém d6, c6 rit nhiéu chi d€ dugc ban tdn rong
rai xung quanh H&M, chang han nhu “sy két hgp véi
nhiing cong ty va nha thiét ké nhu Karl Langerfeld,
Stella McCartney, Comme des Garcons va Sonia
Rykiel...” hay “san phdm ctia H&M dugc Madonna
mdc trong tour dién vong quanh thé giéi’, cong ty
da thuc sy tao dugc hinh dnh mét “SPA nhanh”, phé
thong, gia ré va theo ding xu thé. Tuy nhién, ngudsi
ta vAn nhén ra rang ban chét thét sy cta thuong hiéu
nay chinh 14 “chudi ctia hang quén 4o theo hinh thiic
SPA v6i nhiing sian phdm dugc san xudt dai tra mot
cach khéo léo va cung cép ra thi trudng véi téc 4o
nhanh chéng”

Co rat nhiéu san phdm két hgp cic xu hudng va
nhiing thiét k& bit mit, ndi bat danh cho ni gidi.
Ngugc lai, v6i phdi manh, cic san phdm may madc
thuong don gian hon, dem lai 4n tugng gidn di so véi
phéi nit. & nhiing ctia hang 16n, trang phuc tré con,
my phdm hay d6 ngt thuong cé gid ca phai ching.

Vé gid ca, tuy theo tling loai san phdm ma cé
nhiing mat hang ré dén muc dang ngac nhién, cling
¢6 nhiing mat hang tuong doi dat tién nhung trén
thuc t€ vin dugc danh gia 1a hop ly. Chinh vi thé, cim
gidc “mua dugc nhiing sin pham bat kip xu hudng
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mdi nhdt theo muic gid cia Uniglo” ¢6 stic hdp dan
khé cudng. Cong ty da chdp nhan ddnh d6i' va lya
chon hinh thiic Gy nhiém sidn xuit d€ tao ra nhiing
san phdm don gidn, binh d4n nén vin chua thé tim
dugc sy hoan thién trong san phdm gidng nhu ZARA.

Doi ngi thiét ké & tru s chinh tai Thuy Dién da
thuc hién tét ca cic cong doan ti lap ké hoach dén
phat trién ky thuét san xudt, cong doan san xuit dugc
thyc hién ¢ khoang 800 nha mdy & cic nudc chau Au
va chau A. Tuy nhién, do H&M chua thé déng b va
hé thong héa tiéu chudn san xuit tai cic nha may &
nudc ngoai nén chua thé ky vong vao viéc quan ly
chit lugng san phdm nghiém ngit dugc nhu Uniglo,
trén cac moi dét may van c6 diém thé rap. Néu chi
nhin vao thanh phém, cic san phdm ctia H&M khong
dugc danh gia la c6 chat liéu t6t nhu cta Uniqlo hay
ZARA. Tuy khong thé ky vong vao tinh hoan thién
nhu nhiing dong trang phuc ctia ZARA hay nhiing
mon d6 co ban ctia Uniqlo nhung néu chi quan tim
dén xu hudng va chi st dung trong mét mua thi cic
san phidm cta H&M 1a du.

Pa s6 cac chuyén gia trong nganh déu cho ring
nhiing san phdm ctia H&M sé khong dugc thi trudng

' Danh ddi trong may mac la phuang phap phat trién lua chon chd
trong vé bé ngoai clia thiét k& hy sinh cht uong va két cdu sin
pham dé cit giam chi phi va thai gian san xuét.

154 || Héi ching Uniglo



Nhat Ban von chu trong dén chit lugng don nhan,
du gid c6 ré dén dau. Tuy nhién, thé hé tré chiu nhiéu
anh hudng cta thoi dai s6 van nhiét tinh dén nhan
thuong hiéu nay va ciu chuyén huyén thoai vé sy kho
tinh ctia thi truong Nhat Ban ciing bi g& bo nhu mot
1é ty nhién. Nhin vao hang dai ngudi xép hang trudce
ctia hang hay t6c d6 phat trién nhanh chong sau khi
thdm nhép thij trudng ctia thuong hiéu nay, ching ta
c6 thé nhén théy tuong lai tuoi sing & phia trudc.

Khoang thai gian ba tudn ti khi d€ ra ké hoach
dén khi ra mit san phdm tai ctia hang d6i v6i mot
SPA quy md 16n dugc xem la nhanh nhung van chua
thé so dugc v6i quy trinh thyc hién tit ca cac khau, ti
~ diéu chinh nhudm vai, may dén hoan thién san phdm
cia ZARA. Chinh vi thé, cong ty vin chua thé m&
réng lanh thé va st dung nhiing loai nguyén liéu dang
thinh hanh. Du dugc xem 14 nhanh nhung t6c d¢
xoay vong san phdm ctia hiang chi dat 4,2 1an, tuong
d6i chim; thé nén du dong ddu tu dugc rét vao rit
nhanh nhung ligng hang t6n kho ciing tuong d6i 16n.

Nhin vao su thay ddi & cac ctia hang, ching ta sé c6
4n tugng rang chi khoang ba phén s6 san phim trong
d6 la c6 thé ban hét ngay, gia ntia phin con lai sé phai
gidm gid mot nifa va ba phdn sé thanh hang t6n du c6
gidm gié kich san. Diu véy, ngudi ta cho rang cong
ty van c6 lai 12 nho ba phén san phdm nay da dugc
thay d6i nguyén liéu, thay déi céc chi tiét d€ trong
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vong ba dén bdn tudn c6 thé tai ddu tu tao doanh thu
cong thém viéc Gy nhiém san xudt gép phén cat giam
chi phi.

Dui téc d6 tai dau tu nhanh nhung loai hinh doanh
nghiép nay van con cdch khd xa sy tioi méi clia cdc
“fast SPA” theo kiéu Nhat khi mdi tudn ho déu cho ra
mot ké hoach méi, mot 1an d4u tu cho san phdm méi,
hang nam cé dén méy chuc lan xoay vong, ma chi don
thudn d€ xdc lap vi tri “chubi sdn phdm dugc sén xudt
v6i s0 lugng 16n, phat trién véi téc do nhanh chong va

A )

dugc dua lén nhiing chuong trinh quang ba rdm rg’

SPA hai cuc

Khi coi t6c d6 dua sin phidm vao thi truong la gid
tri cOt 16i cia mot SPA theo md hinh ban 1&, “SPA
thu mua” 1a hinh thtic phtt hgp nhit, ciing gan giong
nhu “fast SPA” trong thoi dai hién nay. Du la “fast
SPA” nhung H&M van la m¢t SPA theo hinh thiic ty
nhiém san xuét va s& hitu nhiéu nhén vién ké hoach
dé ty minh lén ké hoach san xuit. Tuy véy, cong ty
van khong c6 sy can thiép ctia nhiing nha thiét ké hay
nhiing ngudi lam miu ma di mua phan 6n thiét ké va
bén lai tai ctta hang nhu thuong hiéu ctia chinh minh.
Forever 21 ciing dugc xem 1a mét “SPA thu mua” véi
hinh thiic cong ty thi€t ké theo don ddt hang.

Forever 21 1a m¢t thuong hiéu bat nguén tli mot
ctia hang nho dugc vg chong 6ng Chang ngusi My
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gbc Han khai truong & Los Angeles vao nim 1984,
dén nay da c6 480 ctlia hang tai 15 qudc gia trén thé
gi6i (bao gém ca nhiing clia hang nhugng quyén),
doanh thu dat 2,4 t USD (tinh dén ky thdng 1 ndm
2010) va la thuong hiéu “thgi trang nhanh” 16n nhét
tai My.

Lua chon ké hoach ti cdc nha thiét ké ctia hon
2.000 cong ty quanh khu viic Los Angeles, cong ty phat
trién mot thuong hiéu thai trang téc d6 cao, tu khi dit
hang dén khi san phdm vé dén ctia hang chi ti mot
dén sdu tudn. Day 1a moét thuong hiéu mang ding ban
sdc Made in USA dugc san xudt tai nha mdy tai bang
California (phdn 16n cdc san phdm & My déu dugc san
xudt tai Trung Qudc). Phuong thiic san xudt thu nap
6 thé khién hoa vén, hinh thtc san phdm khéc nhau,
chat lugng va kich thuéc ciing khong dong nhit, thé
nhung d6 ciing 1a yéu t6 khién cudc san tim kho bau
trd nén hap dan. Tuy cong ty c6 phét trién hinh thic
cbng ty san xudt theo don dit hang va c6 st dung dén
cac nhan vién thiét k& nhung cic san phim mua lai
nay van c6 d6 pho bién cao nhit.

C6 thé do phan 16n doi ngti nhén vién la ngudi Han
Quoéc nén nhiing thiét ké ctia hing mang cam giac
“dang yéu” ma ngudi phuong Pong rat va chudng, vi
thé, thuong hiéu nay dugc cac c6 gai Nhat thich hon
hin so v6i nhiing thiét k& don gidn, khong diém nhén
ctia H&M. Ngoai ra, v6i muc gid ré, thuong hiéu cling
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nhanh chéng tré nén phé bién, ca ti sut ban hang
sau khi buéc chan vao thij truong Nhat cling vigt xa
H&M. Thé nhung, 6 thi trudng Trung Quéc va Han
Qudc, thuong hié¢u lai khong dugc danh gia cao vi
chét lugng gan nhu hang chg va tut hau kha xa so véi
H&M (dit chan vao thi trudng Trung Qudc ti nim
2008 nhung dén thing 6 nim 2010 vAn chi c6 mot
ctia hang).

Nhiing cong ty “SPA thu mua” khong c6 doi ngi
thiét ké riéng, chi di mua lai nhiing thiét ké & noi
khéc thudng c6 chi phi van hanh thép, tinh co dong
trén thi trudng cao. Tai Nhat ciing ¢ rit nhiéu vi du
thanh céng chia nhiing loai hinh cong ty ndy, ching
han nhu Japan Imagination (v6i thuong hiéu Cecil
McBee), Point (v6i cac thuong hiéu nhu Lowrys Farm
hay Global Work)... Néu nhin vao ban quyét todn ctia
Point, c6 thé thdy tuy hiéu qua kinh doanh thdi gian
gdn day gidm nhung vao thoi diém dinh cao la thang
2 nam 2007 véi khodng 13,2 1an xoay vong san phdm,
bién lgi nhuan dat 19,9%, thi day dugc danh gia la
mot su dot pha, va 1a muc tiéu ctia nhiing SPA theo
hinh thiic ban 1é (Bang 5-3).

Sau thanh cong dot pha ctia Fast Retailing, nguoi
ta thuong c6 xu huéng danh gid “SPA 1a hinh mau
cong ty phat trién theo chiéu doc, ty chit dong tit budc
1én ké hoach cho dén phat trién”. Tuy nhién, phuong
phdp d6 khong duy tri dugc téc do dua san phim
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ra thi trudng nén chi chiém mot phén rit nho & thi
trudng dia phuong. Hién tai, sy phan chia thi trudng
chti yéu la gitia mot Uniqlo ludn chu trong dén nhiing
ké hoach va thiét k& cing nhiing SPA chu trong dén
nhiing van dong cua thi trudng la hién trang thuc té,
tuy nhién nhiing cong ty nay ciing can nhén thiic mot
diéu rang minh c6 thé€ bj nhiing thuong hiéu cong ty
san xudt theo don ddt hang va nhiing nha bdn 1¢ khac
dudi kip bt ct Iic nao (Bang 5-4).

Néu nhin vao pha hé ctia cic SPA, ching ta c6 thé
thdy Uniqlo thudc vé€ hinh mau ¢§ dién cta thé hé dau
tién. Tuy nhién, céng ty vin dugc trang bi mot doi
ngi nghién ctu va phat trién san phdm két hop véi
chién lugc marketing méi mé, tap trung vao nhiing
tiéu chudn déng nhit ctia thé gidi, hé thong van hanh
san xuét linh hoat ti khau lda chon nguyén vt liéu
dén quan ly day chuyén may, quan ly chit lugng san
phém, quan ly tiéu thu san phdm theo phuong phép
tinh gia phu hop, chién lugc dinh dang thuong hiéu
tuyét voi thay d6i ca nhiing dinh kién thong thuong,
va trén tit ca la cong nghé hang dau.
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Nguén: Béo cdo quyét toan ctia Point.
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LU So sanh loai hinh kinh doanh ctia cac SPA toan cau
.5-4

Uniglo GAP ZARA H&M | Forever Tham khao
(Cong | (Congty | (Congty | (Congty 21
tyFast | Gap) | Inditex) | Hennes& | (Congty | Lowlys | Louis
Retailing) Mauritz) | Forever | Farm | Vuitton
21) | (Congty | (Congty
Point) | LVMH)

K&hoach | O O O @) X X O
sanphdm | Tythwe | Tythwc | Tythye | Tuthuc | Chidinh | Chidinh | Tuthuc
hignva | hiénva hién hiénva huéng hudng hiénva

hoptdc | hoptic hgp tac hgp tac
Phittrién | O @) @) O X X O
phuong
thitc sén
xudt

Nguén O O O O X X O
cung Uing

(nha may,
nguén
nguyén
liéu)
Quanly O A O X X x O
san xudt St dung St dung cd
@PLC PLC
San xudt X X A X X X O
Thué Thué Nhén Thué Thué Thué Tu'san
ngoai ngoai hiéu cao ngoai ngoai . | ngoai | xudthoan
cdp thisy toan
sén xuat,
binh dén
thi thué
ngoai
Phittrién | A X A X X X O
nguyén | Hop téc Hop téc Chi nhig
litu | phattrién phét trién vitligu
nhiing nhiing chinh
nguyén nguyén hang
ligu cht liéu chil
yéu yéu
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Loaihinh | SPAphat | SPAthong | SPAphdt | SPAthdng | “SPAthu | “SPAthu | SPAtoan
kinh | triéntheo | thung | triéntheo | thubng | mua” mua” | dién theo
doanh | chiéu doc chiéu doc chiéu doc
véisithd
trg clia
Toyota

* Programable Logic Controller: Thiét bj diéu khién Iap trinh.

Phép mau cong nghé da bién nhiing nhugc diém
cia mo6 hinh kinh doanh c6 dién thanh stic manh lam
1én thanh c6ng ctia Uniglo cho dén hom nay. S& di toi
duing tli “cho dén hom nay” 1a bai khong biét tii gic vé
sau phép mau nay c6 con dugc thuc hién khong.

Nhiing rii ro ciia Uniglo khi phat trién theo xu hudng
ctia Toyota

Ngay tii dau, trong nganh san xudt cac san phdm may
mdc, SPA dugc coi la dinh huéng phit trién theo chiéu
doc, tuy nhién, c6 rat nhiéu cong ty chi tp trung phat
trién gia tri gia tdng ctia riéng minh bang cich tin
dung béi canh san xuit va ty 1én ké hoach, dinh dang
thuong hiéu riéng. Trai v6i xu huéng d6, Uniqlo cha
trong dén viéc phat trién nguyén vat liéu va quan ly
san xudt. Theo chién lugc diéu chinh dua trén nhiing
tiéu chudn dong déu, lgi nhudn cla cong ty sé dugc
thé hién bing mot dudng cong nu cudi’, khong thé

1 Pudng cong nu cudi: La d6 thi ma Cha tich tién nhiém Stan Shih ctia
thuong hiéu mdy tinh ndi ti€ng Dai Loan Acer dung dé mé ta su bién
dong gia tri gia tang trong qua trinh 1én ké hoach, san xuét va kinh
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ditng ngoai sy sut giam chung ctia chufn muc thé gisi
(Bang 5-5).

Qua trinh héi nhap ngay cang phat trién ngusi
ta cang nghi ngd liéu rang Uniqlo véi chién lugc hoi
nhap theo chiéu doc c6 thé duy tri dugc nhiing lgi thé
vé€ chi phi san xuit hay khong. Ly do 13 b&i qua trinh
san xudt ctia Uniglo 6 Trung Qudc két hgp véi cong
ty Toray va Kaihara dé khai thac san phdm, ngoai ra
con c6 “d6i ngi chuyén gia” da tich liy kinh nghiém
& cac nha may tai Nhat quan ly chat lugng, cung cdp
nhiing thong tin co ban v€ nguyén tac san xuit trong
thi truong quéc noi. Hinh thtic san xuét nay giéng
hét nhiing nha san xudt d6 dién gia dung hop tac véi
EMS (AMS)' va thué nha mdy san xudt tiing phu tung.
Hinh thic nay khong cé bat ctt vu diém nao vé chi phi
cing nhu t6c do.

doanh mat hang may tinh véi hinh dnh giéng nhu nu cudi. Ngay nay,
d6 thi ndy dugc mé rong ra st dung trong viéc thé hién su thay déi
ca gid tri gia tng trong sudt qua trinh t& khi bat dau 1én ké hoach,
phat trién ké hoach cho dén I3p rap, san xudt va dua vao cung ling
trén thi truong.

T AMS: viét tit cha Apparel Manufacturing Service - Dich vu s&n xuat
may mac. Cum ti nay dugc hinh thanh béng cach thay chif Apparel
vao khai niém EMS (Electronics Manufacturing Service - Dich vu san
xudt dién td) gip trong nganh san xudt dé dién. Thoi gian gan day
cum ttr nay hay dugc st dung trong nganh thdi trang.
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CELEN So sanh dudng cong nu cudi
5-5

Nganh dién gia dung

¢ Duiing dd thi cla giai
doan nhiing ném 2000

s e—— Dubng d6 thi cia giai

doan nhilng nam 1990

_©¢—— Butng dd thi cla giai
doan nhitng ndm 2010

Smmmpmme e Duylng 6 thi cla giai
doan nhiing ndm 2000

Nganh may mac

Duting d6 thi dén giai
R IR doan ndm 1970
// «—— Nhitng thay di du kién
o dén ndm 2010
Buding dé thj trong giai
doan nhitng ndm 2000
*Tuong ty vdi cac SPA
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Vén da phat trién theo hé thong va xay dung dugc
chudi san xudt theo chiéu doc, 1é ra Toyota phai chiém
uu thé tuyét d6i. Thé nhung, cong ty da chdm chan
trong cudc canh tranh gid ca v6i cac nha san xuét
Trung Quéc va Han Quoéc khi nganh nay dén tién dén
quy chuén gid tri chung. Céng ty cdn nhanh chéng
diing vao thé€ phong tht trén cac thi trudng méi néi
dang ngay mot m& rong, boi 1€ ching ta khong thé
phtt nhan kha nang Uniqlo sé bi nhiing “fast SPA”
vugt mit khi nhiing cong ty nay c6 thé cit giam chi
phi va chét lugng bing viéc phéan chia lyc lugng lao
dong theo chiéu ngang.

Trong nganh d6 dién gia dung, s6 héa ddn tré thanh
mot co hoi 16n, cdng cudc mo-dun hoéa va xay dung
quy chuin chung da dugc thic ddy nhanh chéng,
tiém can dan dén sy can béng vé tinh nang, chit lugng
va gia thanh ctia san ph4m trén toan ciu. Trong hoan
canh d6, vi khong thé tranh khoi vién canh s6 héa va
dién hoéa sé chiém vi tri quan trong trong hoat dong
san xudt va kinh doanh giéng nhiing cong ty san xuit
0 t0, néu nhiing cong ty may mdc ciing phat trién theo
chiéu hudéng “thoi trang nhanh”, x6a bd cau chuyén vé
cht lugng san phdm ctia Nhét von luon di ngugce lai
v6i thi hiéu ctia thé giGi va thiac ddy su phat trién ctia
nhiing quy chuén thé gi6i thi nén san xuét theo chiéu
doc chu trong rit nhi€éu dén chét lugng nhu Uniglo sé
bi t6n that 16n trong qud trinh cét gidm chi phi va tang
toc d(f)y san xudt.
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Uniglo chi ty thac san xuit tai khoang 70 nha may;,
tap trung hon rat nhiéu so véi s6 lugng 800 cong ty
ctia H&M. Ngoai nhiing vdn d¢ lién quan dén ngudn
vOn, ¢ thé ndi cac cong ty déu dugc sip xEp theo miic
d6 ddm bdo vé khung giao dich cling véi viéc dau tu
may moc. Khi chi phi nhén cong va ti gid d6ng nhén
dan té tdng manh, Uniglo d4 nhé4n thiy nhiing ri ro
khi Gy thdc sdn xudt tai nhiing nha méy & Trung Quéc
dang mét dén lgi thé vé chi phi va chuyén din sang
cac nudc co6 chi phi san xuit ré hon nhiéu nhu Viét
Nam hay Bangladesh. Tuy nhién, d€ chit ché trong
cong cudc quan ly chat lugng, qué trinh nay chi cé
thé thuc hién that chim réi. Trén thyc té, nhiing sén
phdm dugc san xudt & Viét Nam hay Bangladesh so
v6i nhiing san phdm cta Uniqglo trude day thifu sy 6n
dinh v€ chit lugng. C6 vé nhu Uniqglo vin dang phéi
vat16n trong méu thuln gitia ndng cao tdc do san xuit
va duy tri chit lugng.

C6 thé Uniglo sé trd thanh mot khéi héa thach bi
kim kep trong ciu chuyén vé chét lugng san phim
di ngugc v6i chuidn muc thé giGi ma muc chi phi lai
trén trdi, budc theo vét xe d6 ctia Toyota. Ciing c6 thé
cong ty sé du tién gidm chi phi va pha bo cau chuyén
thén thoai vé chit lugng da t6n tai tit 1au. Ciing gidng
nhu Toyota, Uniglo khong thé tranh khoi nhiing khé
khan do viéc tu méu thudn. Trong bdi canh nhu vy,
c6 1é ching ta nén thifa nhin thuong hiéu GU di
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chdp nhén hy sinh chit lugng d€ hinh thanh dinh
dang “thuong hiéu gid r&” méi dung la duong hudng
phat trién ctia thi trudng toan cu, bao gdm ca nhiing
thi trudng mdi néi.
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Chuong &

Liéu Fast Retailing co dat duoc
muc tiéu 5.000 ti yén?

Muc tiéu 5.000 ti yén vao nam 2020

Vao ngay 2 thang 9 nam 2009, Cht tich kiém gidm d&c
cong ty Yanai Tadashi da phat biéu tai hoi thdo gi6i
thiéu hoat dong clia cdng ty dugc 8 chic tai Tokyo vé
muc tiéu doanh thu dat 5.000 ti yén va lgi nhuén kinh
doanh dat 1.000 ti yén. Piéu d6 c6 nghia la cong ty sé
6 gang duy tri t6c d¢ ting trudng 20% nhu hién tai
va trd thanh SPA c6 quy mo6 16n nhat thé giGi. Trong
5.000 ti doanh thu d6, 1.000 ti dugc ky vong dén tu
Uniqlo trong nudc, 3.000 ti dén ti thi truong nudc
ngoai va 1.000 ti dén tit nhiing hoat dong cé lién quan
trong nudGc va viéc kinh doanh thuong hiéu trén toan
cdu. Trong muc tiéu 3.000 ti & thj trudng nudc ngoai,
1.000 ti dugc du bdo 1a sé dén tli Trung Quoc, 1.000
ti dén tif nhiing nuéc chau A con lai va 1.000 ti dén
tli thi trudng Au My (Bang 6-1). Téng doanh thu dat
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dugc theo quyét toan ky thing 8 nam 2009 la 685 ti
yén, 1¢i nhuan kinh doanh la 101,3 ti. Tt d6, ching
ta c6 thé nhin ra myc tiéu nay chinh 1a ting 7,3 l4n
doanh thu va 9,9 14n lgi nhuén trong vong 11 nidm.

Doanh thu ctia Uniglo & trong nudc vao ky thang 8
nam 2009 dat 582,2 ti yén, ttic la trong 11 ndm chi cin
phai ting 1,86 14n, mét con s6 khong qud khé khin
néu so véi muic tdng trudng 16,4% hién tai (khong tinh
dén sy bao hoa ctia thi truong). Tuy nhién, doanh thu
chi dat 37,8 ti yén tai thi trudng nudc ngoai cin phai
tang gén 80 l4n md&i c6 thé dat con s6 3.000 ti yén, tiic
la can phai dat muc tang trudng 48,9%. Néu ct tiép
tuc duy tri miic d¢ ting trudng 28,8% nhu hién tai,
dén nam 2020 doanh thu ctia Uniqlo & nudc ngoai sé
chi dat 610 ti yén. Chinh vi thé, viéc thiac ddy téc do
m& rong thi truong ra bén ngoai la v6 ciing cén thiét.
Trén thuc t€, ngudi ta dy bao doanh s6 tai thi trudng
nudc ngoai ctia Uniqlo dén ky thang 8 ndm 2010 sé
tang gip do6i, dat mic 73 ti yén.

Toi thuc sy mudn kiém ching tiém ning ting
trudng ctia Uniqlo cé & thi trudng qudc ndi ciing nhu
thi truong quoc té d€ xac nhan xem muc tiéu dat mic
doanh thu 5.000 ti yén, lgi nhuén 1.000 ti yén vao nim
2020 ctia cong ty 1a diéu hoang tudng hay moét thach
thic ndm trong tdm véi?
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CELT'IN Co cdu doanh thu du kién cia Fast Retailing

vao nam 2020
Théng 8 ndm 2009
Kinh doanh thuong
hiéu toan cdu

55,6 tiyén (8,1%)

Nhiing hoat déng kinh
doanh trong nudc Doanh thu clia
51,5tiyén (7,5%) Uniglo tai thi
truding nudc ngoai i
37,8tiyén (5,5%) ngnudc. /

),

786

Théng 8 ndm 2020 (muc tiéu)

Doanh thu cda Uniglo tai
QR thi truding trong nudc
1.000tfyén (20,0%)

jtngnudcngosl
sotlyen(e00%

Cha thich:

1. Céc hoat dong kinh doanh trong nudc khac vao thang 8 nam 2009 bao gém hoat
ddng ctia Cabin, GU va kinh doanh giay dép.

2. Cac hoat dong kinh doanh thuong hiéu toan cdu vao thang 8 nam 2009 la thuong
hiéu Comptoir Des Cotonniers va Princesse Tamtam.

Nguén: Bao cao quyét toan va thong céo bao chi clia Fast Retailing.
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Uniglo dang d rat gan muc tiéu dat doanh thu
1.000 ti yén tai thi trudng trong nudc

Muc tiéu doanh thu nam 2020 1a 1.000 ti yén, chi gép
1,84 l4n con s6 538,2 ti yén vao ky thang 8 ndm 2009.
Day la khoang cach khong qué xa va néu duy tri dugc
muic ting truéng hiang nam trén 5,8% thi hoan toan
co6 thé dat dugc. Nhiéu ngudi e ngai vin dé 16n nhit
& déy 1a khi da chiém 4,5% thi truong hang may mac
va 6,5% chubi ctia hang quan 4o, Uniqlo d4 & vi tri s6
mot va dat dén do bao hoa (Bang 6-2).

Thoi diém dat dén dinh cao vao thang 1 ndm 2001,
GAP chi chiém 4,66% t0ng s6 clia hang chuyén vé thoi
trang trén toan nuéc My. Dén thiang 1 nam 2009, con
s6 nay giam xudng chi con 2,42%. Ngay ca thuong
hiéu thoi trang binh dan 16n OLD NAVY thdi diém
dat dén dinh cao s6 ctlia hang ctia ho ciing chi chiém
khoang 4,88 dén 5% s6 clia hang trén toan nudc My.
Chinh vi vay, con s6 6,5% thi phin c6 thé 13 miic cao
ky luc tif truéc dén nay.

Nguoi ta du bdo ring dén thing 8 nim 2010,
Uniglo sé c6 808 ctia hang trong nudc, doanh thu dat
608 ti yén va tiéu thu khoang trén 10.000 chiéc quin
jeans. Nhiing con s6 nay cho thdy Uniqlo da chiém
10% thi phin hang may mic binh dan. B6i vy ma
ti 1& ngudi mic d6 gidng hét nhau trén dudng ngay
mét ting, cung v6i d6 ndi s¢ hdi ciing bdt ddu xudt
hién. Dt nhic dén gi6i han bao hoa nhung thi phan
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san phdm quén 4o mic & nha va d6 16t ctia Uniglo
dang chiém uu thé ép ddo nén diy sé khong phai
la van dé qua 16n. Tuy nhién, d6i véi cac san phim
a0 khoac mac bén ngoai, khong thé pht nhédn ring
Uniglo da dat dén gidi han.

Do d6, néu néi rang sy ting trudng ctia Uniglo sé
dung lai ngay sau khi dat dugc muc tiéu 1.000 ti yén
nhung thyc t€ hoan toan khong phai nhu véy. Ly do
la boi ngoai san phdm quin 4o mac & nha va do 16t,
Uniqlo dang c6 ging tién vao thi trudng nhiing san
phdm phé thong hon. Va véi mat hang nay, du cong
ty da né luc tao dung su da dang va phong pha trong
mau sic va kich thudc nhung s6 sdn phim cong ty
tung ra thi truong méi diing lai & con s6 500. Néu tiép
tuc dau tu vao tinh thoi trang cho nhiing san phim 4o
mdc ngoai va mé& rong thi trudng véi nhiing san phim
phu kién thoi trang nhu giay hay tdi xach, doanh thu
clia cong ty sé con ti€p tuc ting.

Cong ty viia bat ddu khai thac mang giay dép binh
dan, dén thang 4 ndm 2010 méang giay dép ctia cong
ty GOV Retailing méi dugc chuyén nhugng sang cho
Uniglo va sé budc ddu phat trién thuong hi¢u Uniqglo
Shoes, con tii xach thi hién tai vin chua c6 nhiéu san
phdm. Cong ty mdéi bat ddu cong cudc cai thién tinh
nédng va chit lugng san phdm nén van chua thé tao lap
dugc “huyén thoai chét lugng” trong nganh may mac
binh dén.
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GELE BN Quy mo thi trudng hang may mic va téc dé ting trudng
ca Uniqlo tai thi truong quéc ndi
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Chi thich: Do c6 sy trung [dp nén c6 khad nang quy md cua thj trudng thuc t€ sé nhé hon
con s8 nay.

Nguén: Dua trén théng ké tinh hinh kinh doanh ctia cac Hiép hdi cac clra hang bach héa
Nhat Ban va Hiép hoi cac chudi cira hang Nhat Ban.
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Qua thyc, nhiing san phdm gia dinh bang vai
linen, khén trai ban hay san ph&m ndi thit ctia Muji
hay ZARA HOME ctia Inditex cho dén xe dap von la
hii vang ctia Muji cing khong anh hudng qua nhiéu
dén Uniglo. Néu b6 sung nhiing danh muc sdn phdm
moi thi doanh thu clia cong ty con c6 thé ting hon
niia, 81 hé¢ thong ctia hang tinh dén cudi thang 2 nam
2010 ciing c6 thé tang 1én con s6 200. Chinh vi viy
that kho d€ nghi dén viéc cong ty khong dat duge muc
tiéu 1.000 ti yén vao ndm 2020.

Quan niém s6 lugng ctia hang di dat dén gidi han
ciing 1a mgt danh gia rat phién dién. Trong giai doan
gdp kho khdn v€ doanh thu, cang c6 nhiéu ctia hang
bach héa va diém ban 1é dua san phdm cta Uniglo
vao danh muc hang héa ctia minh, cling c6 nhiéu
truong hop dugc trung tam thuong mai Mina tiép
nhén sau khi cdc ctia hang bach héa va diém ban 1é
dong ctia. Hién tai, hé thong nhiing toa nha thoi trang
Mina véi Uniqlo la diém nhén thu hat khich hang
mdi chi cé bon chi nhanh & Tenjin (khai truong vao
thang 10 ndm 2005), Tsudanuma (khai truong vao
thang 11 nam 2007), Kyoto (khai truong vao thang 4
ndam 2008) va Machida (khai truong vao thang 5 nam
2008). Tuy nhién, v6i toc do dong ctia nhanh chéng
clia nhiing ctia hang bach hoéa va di€ém bén 1é nhu
hién nay, ngudi ta ky vong Mina sé mé& thém nhiéu
clia hang hon niia. Tat nhién, nhiing trung tim nay
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chéac chan sé kinh doanh ca san phdm ctia H&M va
Forever 21 cong thém cac thuong hiéu dinh ddm nhu
GAP va Muji nén ching ta hoan toan c6 thé tin tudng
vao néang lyc thu hat khach hang ctia nhiing dia diém
mua sam nay.

Dbén cubi nam 2009, trong khi tng s6 cic trung
tam mua sam da dat dén 3.037 (bao gom ca nhiing toa
nha 6 ga) thi Uniqlo méi chi diing lai & con s6 373 ctia
hang (tinh dén thoi diém ngay 2 thang 2 nim 2010,
bao gom ca nhiing ctia hang nhugng quyén), tic la
van con c6 khong gian d€ mé rong. Nhiing ctia hang
trong trung tim mua sim khong nhit thiét 13 nhiing
ctia hang quy mo 16n, chinh vi thé, pham vi d€ cong ty
mo rong lai cang l16n. Véi tinh trang gidm phat dang
leo thang, hau hét nhiing nha cung cap déu cam thiy
lac quan véi stic hdp dan ctia Uniglo, do d6, s6 cia
hang dugc du dodn sé con tang 1én.

Bén canh nhiing ctia hang quy mo6 16n, cic cta
hang tién lgi cling sé tié€p tuc tang trudng vé so lugng.
Nhiing ctia hang bach hoéa vin con khé ning phat
trién s6 lugng nhiing ctia hang theo loai hinh ctia
hang tién loi, tdp trung vao nhiing mat hang khéng bi
anh hudng bdi gisi han bao hoa 1a 6 médc & nha va
d6 16t, tdn cong manh vao nhiing dia diém nhu ki-6t
& ga tau ctia Tap doan Pudng sat Nhat Ban, Metro hay
duong sit tu nhan. |
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Liéu su suy thoai vao nhiing nam 2002-2003
¢o quay lai?

Muc tiéu doanh thu trong thi trudng qudc ndi dat 1.000
ti yén clia Uniqlo c6 1é sé khong thay d6i, tuy nhién,
mdi quan tim duy nhdt van Ia tinh hinh kinh doanh syt
giam do anh hudng ctia toc 46 phuc hoi kinh té.

Sau khiing hodng véi ti 1¢ gidm phat lién tuc leo
thang trong giai doan tli thdng 8 nam 1999 dén thang
8 ndm 2001 do anh hudng tiéu cyc ctia nhiing bat 6n
tai chinh va lan séng pha san. Thoi diém phuc haéi
kinh t&€ 2002 - 2003, s6 lugng ctia hang ctia Uniglo
giam manh, chi con 70% dén 80% so véi lic trudce, va
phai mat dén sau nim cong ty méi c thé khoi phuc
muc doanh thu dat dinh vao thang 8 ndm 2001. Thé
nhung, 1an ndy ching ta dd dugc chiing kién 4ot pha
clia mdt cong ty sau mot loat suy thodt gy ra bgi
ci s6c Lehman. Khi cudc suy thodi gin lui xa, gid
c6 phi€u tam thoi héi phuc, vao thdng 3 nim 2010,
s6 lugng ctia hang da gidm 16,4% so véi lac trudc,
nhung con s6 nay dugc dy doan sé gidm xudng con
12,4% vao thang 4 va 5,8% vao thing 6.

Néu xem xét chién lugc marketing sai [dm cla
UJ khi ting cudng phat trién san ph&m do jeans - di
ngudc lai véi sy pho bién ctia quén chinos! véi diéu
kién khi hau khong thuin ciing nhu ti suit ting trudng
clia ndm trudce - ¢6 thé thdy day chua hin 1a ddu hiéu

' Chinos la loai quan may bang vai cotton, dét chéo.
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sut gidm muic d¢ phd bién ctia thuong hiéu. Tuy nhién,
trong tuong lai, néu ct tiép tuc theo dudi nhiing thiét
ké va san phdm xa rdi v6i phong cach da xay dung ctia
minh, nhiéu kha ning cong ty sé danh mét nhiing thi
trudng co ban.

Hon thé€ nifa, bang mat thudng ciing c6 thé nhin
ra rang nhiing san phdm va thiét ké theo muia c6 thoi
gian 1én k€ hoach va phat trién ngan thiéu sy ti mi,
khong thé hién dugc hinh anh mot Uniglo luén cha
trong dén chat ugng. Vi thé, long tin vao chét lugng
san phdm, vén 1a nguén géc cho sy phét trién clia
Uniqlo, cling mét dan. Néu tiép tuc kinh doanh trong
tinh trang bo may xay dung, phét trién va quéan ly chat
lugng san phdm khong dép tng dugc mong doi, rét
c6 thé vién canh Uniqlo bi ngudi tiéu dung quay lung
sé trd thanh sy that. Du khong sut gidm do phuc hoi
kinh t€ nhung rit cé thé sy quan tdm cta ngudi tiéu
dung sé dan mit di néu cau chuyén huyén thoai vé
chét lugng ctia thuong hiéu sup dé.

Néu chuyén do6 xay ra, doanh s6 ctia nhiing san
phdm c6 thiét ké va ki€u dang xa voi véi tuyén ngdn
ctia Uniqglo sé gidm manh, thj trudng clia nhiing san
phdm co ban va san phdm chiic ning trong tuong lai
sé bi thu hep. Miic tdng trudng ctia cong ty sé syt giam
nhanh chdng, va muc tiéu 1.000 ti yén vao ndm 2020
c6 thé khong dat dugc. Tuy nhién, c6 1€ viéc quay trd
lai 12 mot Uniglo nhu ban du sé c6 lgi hon cho sy
phat trién vé lau vé dai ctia cong ty. Cai t6 hé thdng
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ciing sé mang lai 1gi thé trong cong cudc dinh dang
thuong hiéu cta chién lugc toan ciu.

Tuy véy, néu so sanh véi giai doan nam 2002 khi
doanh nghiép con phy thudc nhi€u vao dong san
phim 4o khodc vai ni 16ng cliu, 4o giti nhiét va bra-top
thi & giai doan nay, nhiing san ph4m nhu jeans ctia UJ
hay quén 4u gitip mé rong dang ké cac dong san phim,
thuong hiéu “+J*” cling mang lai hiéu qua kinh doanh,
lugng khach hang cling ting Ién. Tl nhiing li do d4, it
ngudi nghi dén truong hop Uniqlo sé 1am vao khiing
hoang va sut gidm doanh s6 nhu l4n trudc. Du ¢6 lip
di 1dp lai nhiing sai 1dm trong hoat dong marketing,
chit lugng cta nhiing san phdm theo mua va sdn
phédm thiét ké di xudng, nhiing san ph&m xa réi phong
cach da dugc tao dung xuit hién nhiéu hon va niém
tin ciing sy yéu thich clia ngudi tiéu dung dan mat di,
chéc chin Uniglo sé khong roi vao khiing hoédng nhu
lan trude. Du khong thé tranh nhiing khé khan truée
mat nhung chic chin cong ty sé cd bién phdp diéu
chinh € dat dugc muc tiéu 1.000 ti yén da dé ra.

Mot minh thuong hiéu GU c6 thé dat mic doanh thu
1.000 ti yén khong?

O thi trudng trong nuéc, di khong thé xem thudng
nhung c6 nhiéu ngudi van dit ddu hoi vé tiém ning

' Nhiing san pham cla su két hop véi Jil Sander.
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phat trién linh vyc gidy dép ma cong ty da tiép quan
tit Cabin va GOV Retailing. Nhung ciing c6 kha nang
GU sé dat dugc nhiing ting trudng bat ngd. Thuong
hiéu binh d4n quy mé 16n OLD NAVY ctia cong ty
GAP dén tit My tiing lam dugc diéu do.

Sau khi thtt nghiém hinh thic clia hang outlet
mang tén GAP Warehouse vao nam 1993, dugc dinh
dang lai theo hinh mau cia mét SPA binh dan danh
cho gia dinh vao nam 1994, thuong hiéu OLD NAVY
da c6 bude dot pha Ion ti ndm 1995 vé s6 lugng céc
ctia hang. Dén thang 1 ndm 2003, thuong hiéu nay da
phat trién dugc 842 ctia hang, thu vé khoang 5,8 ti va
trd thanh thuong hiéu kinh doanh t6t nhit cia GAP.

Khi méi xudt hién vao thang 10 nam 2006, GU
khong thé vugt qua biic tudng thanh 1a nhiing thuong
hiéu hang binh dan gid ré. Chit lugng san phim bi
phu thudc vao cac cong ty thiét ké theo don dit hang
va du nd luc md& nhiéu ctia haing nhung ndm diu tién,
cong ty chi dat doanh thu bdn ti yén so v6i 10 ti nhu ké
hoach. Di€u nay qua gidng nhu mot ct sdc v6i cong ty
va tinh hinh nhiing ndm sau d6 tién trién van rat chim
chap. Nhiing n6 luc ctia GU dugc danh gid la nita voi
khi chét lugng san phdm con bi hoai nghi nhung mic
gia khong qua chénh 1éch so véi miic gid ctia Uniglo
sau khi xa hang. Chinh vi thé, thuong hiéu nay khong
nhan dugc su dén nhén cta thi trudng. Nhan ra thuc
trang kho khin nay, mia xuin nam 2009, Cha tich
Yanai da dua ra quyét dinh chuyén huéng thuong hiéu
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thanh mot SPA chét lugng trung binh, gid ré 4p dung
moé hinh quén ly san xuét clia Uniglo d€ ddm bao
chét lugng, chidp nhan 16 d€ tung ra dong san phim

“jeans 990 yén’, tao
gwi bé phéng cho thuong
hiéu phat trién.

Sau khi trién
khai chién lugc kinh
doanh vé6i muc gid
chi bing modt nta
dong thoi ap dung
nhiing quy chuin
quan ly chit lugng
cta Uniqlo, nhém
san phdm “jeans 990
yén” da bit ngd thu
hat duge sy chd y
cia thi truong khién
thanh tich kinh
doanh ctia GU t6t
lén trong thay. Tu
mua thu ndm 2009, thuong hiéu nay bit ddu mé rong
chudi ctia hang. GOV Retailing 1én ké hoach ting s6
ctia hang cta GU ti 72 ctia hang vao thang 8 nam
2009 1én mtic 200 ctia hang vao thang 8 nam 2013 va
dat mdc doanh thu 50 ti yén. Con s6 d6 c6 nghia la
mot ctia hang ctia GU sé thu v€ binh quén 250 triéu
yén, hon 1/3 con s6 686,89 tri¢u yén clia Uniglo (vao
ky thang 8 ndm 2009) (Bang 6-4).

g Garden State & New York
(@nh dugc chup vao thing 5 nam 2000).
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Cha thich:

1. Dién tich mot clfa hang 1a két qua tinh ngugc lai tir doanh thu mét cia hang va hiéu
qua trén dién tich kinh doanh.

2. Hiéu qué trén dién tich kinh doanh ctia ky thang 8 nam 2010 dugc udc tinh dua trén
trién vong clia cac clfa hang theo béo cao quyét toan nifa quy 3 cong bd vao théng 5
ndm 2010.

Nguén: Dt liéu quyét toan cua Fast Retailing.
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Thuong hiéu OLD NAVY ctia cong ty GAP, trong
quy moé dia diém bén hang gip 3,5 14n thuong hiéu
GAP lai chi thu dugc 7,07 triéu USD, chi bing 3,2 14n
so v6i thuong hiéu GAP (s6 liéu cta ky thang 1 nam
2003). Néu xét trén khia canh phat trién thi rd rang
day 13 mét diém bt lgi. Néu nhdm dén viéc béan sén
phdm bang ntia gid cia Uniqlo, GAP phai tip trung
xay dung mot danh muc hang hoéa va quy moé cta
hang 16n hon méi c6 thé thanh cong.

Néu GU c6 thé phat trién ctia hang chuyén trang
phuc binh dén véi dién tich hon 1.600m? va trd thanh
mot cong cu phat tri€n bung né nhu OLD NAVY ctia
GAP thi dén thang 8 ndm 2013, thuong hiéu nay sé
dat mtic 300 ti yén, va chua biét chiing dén nam 2020,
chi mét minh GU ciing c6 thé dat miic 1.000 ti yén.
Tinh hinh suy thodi ctia nén kinh té€ va miic d6 nghéo
déi chia ngudi dan 6 Nhat lic nay nghiém trong dén
mtic khong thé so sanh dugc véi tinh hinh nuéc My
vao nhiing ndm 1990, chinh vi vdy thuong hiéu GU
danh cho nhiing h¢ gia dinh thu nhap thip danh
dugc sy ing hd 16n clia ngudi tiéu ding, va kha nang
thuong hiéu nay dat dugc mic d¢ ting trudng nhu vii
béo giong nhu OLD NAVY la v6 cling 16n.

Néu trudng hop d6 xdy ra, thuong hiéu Uniqglo
hién tai rdt c6 thé sé bi nu6t chiing. Thé nhung van dé
d6 sé khong qua 16n nhu trudng hop cta hai thuong
hiéu tir My 1a GAP va OLD NAVY. Hién tai Uniqglo d
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x4y dung dugc vi tri kha viing chic 1a “thuong hiéu
SPA toan céu chit lugng cao, tinh nidng phong phu va
muc gid viia phai’, chinh vi thé Uniqlo hoan toan c6
thé canh tranh v6i GU trong nhém sén phdm danh
cho khach hang ¢ thu nhéap thép.

Dé thyc hién dugc diéu nay, cong ty can phai tich
GU ra khdi GOV Retailing von dang phu trach rét
nhi€u mang kinh doanh & thi trudng trong nuéc, va
tién dén sap nhdp véi Uniglo cang nhanh cang t6t dé
c6 thé thong nhat tlii budc phat trién va diéu chinh
san phdm dén van hanh va phat trién chudi ctia hang
v6i Uniglo va bat diu vuon canh phat trién. Chu tich
Yanai luén rdt sing sudt, chic hdn ngai sé sém dua ra
quyét dinh trong thoi gian sap toi.

Viéc Uniglo dat duoc doanh thu 1.000 ti yén & Au My
ciing giong nhu phép mau

Viy liéu Uniqlo c6 thé dat dugc muc tiéu c6 dugc
3.000 ti yén & thi trudng nudc ngoai, trong dé c6 1.000
ti & thi trudng Au My, 1.000 ti  Trung Qudc va 1.000
ti & cac thi trudng chau A khac hay khéng? Ching ta
sé cung phan tich 6 cac thi truong do.

Nhiéu ngudi cho rang, tit khi cong ty mé ctia hang
& London vao thiang 9 ndm 2001 dén khi mé ctia hang
& New Jersey, My vao thang 9 nam 2005, sau bao kho
khin d€ tién vao thi trudng Au My, doanh thu vin
chua bu dap dugc véi khoan chi phi ma cong ty bo ra.
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Co hoi dé vugt qua trd ngai dén vao thang 11 ndm
2006 khi cong ty mé mot ctia hang chién lugc & SoHo,
New York va tuyén dung nhiéu chuyén gia sing tao
hang dau New York va thanh cong trong nhiing chién
lugc khuyén mai dugc tinh todn cin thin. Sau khi
khai truong ctia hang, nhé4n thiic cia ngudi tiéu dung
vé thuong hiéu din dugc md rong, dén nim 2008
cong ty budc dau c6 1gi nhuan.

Ngay cd ¢ London vén tling c6 mot clia hang bi
dong ctia do nhiing diéu chinh mang lugi dén thang
11 ndm 2007 cling da phuc héi thanh cong sau nhiing
thanh qua ctia ctia hang chién lugc & SoHo, New York.
Ctia hang chién lugc khai truong vao thing 10 nim
2009 & Opéra Garnier, Paris dat thanh cong khi thu
hiat dugc rat dong gidi tré & Paris dén xép hang vao su
kién mé ban bo suu tap +J.

Dbén thang 8 nim 2009, s6 clia hang ctia Uniqlo
§ thi truong Au My 1a 16, trong d6 c6 14 ctlia hang &
Anh, My va Phap mbi nudc c6 mot ctia hang, Néu tinh
ca k&€ hoach dit chan vao thj trudng Nga thi dén thang
8 ndm 2010, s6 ctia hang van chi diing lai & con s6 18.
Vi tinh hinh hién tai, d€ dat dugc muc tiéu 1.000 ti
yén vao nim 2020, Uniglo phai xay dung chién lugc
m& rong clia hang nhu thé nao?

DE€ khong ldp lai sai 1dm clia nhiing ctia hang &
London vao nim 2001 va New Jersey vao nam 2005,
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cong ty khong trién khai x4y dung ctia hang tiéu chuin
& do thi hay ngoai thanh ngay tit ddu ma tién hanh
quang ba va d4u tu trén quy mo 16n dé khai truong
nhiing ctia hang chién lugc & vi tri trung tdm thanh
phé va ddn méd rgng mang ludi ra cd nudc dé gay ding
danh tiéng. Cac ctia hang ndy sé tré thanh dau tau dé
cong ty tling buéc mé rong hé thong ciia hang, khai
truong nhiing ctia hang & mit dudng nhiing viing xa
trung tam thanh phé hon. D6 chinh 1a budc thi hai.
Giai doan nay can thu hut khach hang va thu dugc
lgi nhudn ding nhu ké hoach va bit dau tién hanh
mé cac ctia hang quy mo 16n & mat dudng tai cic
thanh phdé va viing ngoai 6 khac. D6 chinh 1a buébc
thit ba. Cubi cung, cong ty sé tdn cong nhiing trung
tam thuong mai & cac khu vuc ngoai 6. P6 chinh la
budc thi tu.

Néu di theo dung tién trinh nay thi viéc mé mot
clia hang quy m6 & mit duong sé ton dén bén nam.
Dt ¢6 gang d4y nhanh tién d6 dén muic t6i da thi e
rang dén giai doan thdng 8 nam 2014, tai Anh, Phép,
My, va dui ¢6 tinh thém nhiing ké hoach sédp trién khai
& Nga va Australia thi cling chi c¢é 30 ctia hang va
doanh thu tong cdng dat 140 ti yén. Va du ti€p tuc mé
rong v6i td¢c o nhanh hon, doanh thu clia nhiing clia
hang dting tiéu chudn & ngoai 6 ciing chi bang 1/5 cac
clia hang quy md 16n ¢ trung tdm thanh phé. Chinh

vi thé, trong vong sdu nam céng ty c6 mé dugc 600
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ctia hang thi ciing chi thu vé 480 ti yén. Dén thiang
8 nam 2020, danh gia khach quan nhit thi doanh
s6 ctia Uniglo cling chi ¢ thé dat mic t6i da 13 620
ti yén.

Dbé vugt qua cac kho khan va dat doanh thu 1.000
ti yén, cong ty cin thuc hién chién lugc 14n duong
(m6 rong danh muc san phdm) trén quy mo 16n gidng
nhu Uniglo & thi trudng trong nudc va ddu tu mot ctia
hang 16n ctia GU - dang dugc ky vong rit nhiéu trong
viéc dat dugc doanh thu 1.000 ti yén tai thi trudng
trong nudc. Trong xa hoi phan chia giai cip nhu cac
nudc thudc chau Au va My, ngusi nghéo vin chiém
da s6 nén c6 thé thuong hiéu nay sé phd bién hon ca
Uniglo. Néu lam dugc diéu nay, muc tiéu 1.000 ti yén
trong tuong lai ctia cong ty sé dé dat dugc hon.

Ngay ca mot SPA toan ciu hoat dong rét tich cuc
& thi trudng nudc ngoai véi doanh thu dong gép 1a
93,3% nhu H&M ciing phai mat 10 ndm dé€ dat dugc
doanh thu 100 ti yén tai My, mit dén 11 ndm, tii ndm
1998, @€ dat dugc doanh thu 100 ti yén tai Phép, mit
33 nam tai thi trudng Anh sau khi dau tu vao day tu
nam 1976, va ca thj trudng mang lai doanh thu l6n
nhét 1a Pic thi cing mit t6i 19 nim dé dat dugc
muc doanh thu muyc tiéu d6 (Bang 6-4). C6 thé thdy,
thuong hiéu toan cdu dugc danh gia la c6 buéc phat
trién nhu mot phép mau la H&M ciing phai mat hon
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10 nam dé€ c6 thé dat miic doanh thu 100 ti yén & tiing
nudc (cd & thi truong Nhat cing phai mat dén 10
nam). Tu nhiing phan tich d6, nhiéu ngusi cho ring
viéc Uniqlo thu dugc 1.000 ti yén tai thi tridng Au
My vao ndm 2020 gin nhu 13 mét diéu khong thé.
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Ti & doanh thu tai thi trudng nuéc ngoai cGia cac SPA

Cong ty GAP
Don vi tinh: trigu USD
TiIé doanh thu Doanh thu hing ndm
Thi trudng trong nudc (M§) 80,6% 10.491
(anada 6,6% 860
Chau Au 51% 43
Chau A 7,1% 928

Chi thich: S6 ligu tinh dén thang 1 ndm 2010, 43 trlr di doanh thu khong phai tif cifa hang.

Cong ty Inditex
Don vi tinh: triéu Euro
Tilé doanh thu Doanh thu hing ném
Thi truting trong nudc (Tay Ban Nha) 31,8% 3.525
Céc nudc chau Au khdc 45,7% 5.065
My 10,2% 1131
Chau A 12,2% 1352

Chd thich: S6 ligu tinh dén thang 1 ndm 2010.

Cong ty H&M
Bon vi tinh: trigu SEK
Ti[é doanh thu Doanh thu hing ndm
Thi truding trong nudc (Thuy Bién) 6,7% 7.881
Céc nudc chau Au khéc 82,8% 97.821
Mg/ Canada 8,2% 9.677
Chau A 2,3% 2725

Chd thich: S6 liéu tinh dén thang 1 nam 2010, da bao gém gia tri gia tang va trit di doanh
thu ti nhitng clra hang nhugng quyén.
Nguén: Béo cao quyét toan.
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Dé dat dugc doanh thu 1.000 ti yén &

thi truong Trung Qudc thi khang thé thidu GU

Trai v6i myc tiéu tuong doi khé khin & thi trudng
Au My, myc tiéu 2.000 ti yén & Trung Quéc/chau A
dugc danh gid 1a kha thap. Cong ty tién vao thi trudng
Thuong Hai vao thang 9 nam 2002, Hong Kong va
Seoul vao thang 9 nam 2005 va Singapore vao thing
4 nam 2009. Tinh dén théi diém thing 8 ndm 2009,
cobng ty da c6 33 clia hang & Trung Qudc, 11 ctia hang
& Hong Kong, két hop véi Lotte mé 30 ctia hang &
Han Qudc, hai ctia hang & Singapore, tong cong &
chéu A da c6 76 clia hang. Dy kién dén thang 8 nim
2019, cong ty s&€ m& dugc 55 clia hang & Trung Qudc,
13 ctia hang 6 Hong Kong, 51 ctia hang & Han Qudéc,
ba clia hang & Singapore, nang téng s6 clia hang lén
122 tai chau A.

Sau khi thoat khoi nhiing anh hudng tit vu suy
thodi Lehman, t6c d6 phat trién kinh t€ vd mé& rong
thi trudng tiéu dung dai chiing ctia Trung Qudc ciing
tang nhanh chong mét. Dan s6 ting nhanh khién t6c
d6 mé rong mang ludi ctia hang dugc ddy manh tu
nhiing d6 thi 16n ven bién dén cac thanh phé trung
binh trong néi dia. Trong hoan cinh dé, rdt nhiéu
ngudi ddnh gid rdng tai thoi di€ém nim 2020, muc
titu m& 100 clia hang & nhiing mit dudng pho 16n
va 1.000 ctia hang tiéu chuén & trong cac trung tam
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thuong mai cta Fast Retailing 13 hoan toan c6 thé
thuc hién dugc.

Cong ty Meters/bonwe, von dugc xem la Uniqlo
phién ban Trung Qudc, tlii sau nam 2004 cling da
chuyén ti hé thong ctia hang nhugng quyén sang ty
quan ly va xay dyng dugc mét hé thong gan 1.000 ctia
hang trén toan qudc. Cong ty Giordano International
cling da c6 1.017 clia hang & Trung Qudc (tinh dén
cudi ndm 2009). Do viy, muc tiéu d6 khong phai bit
kha thi.

Trén thuc té, dén thoi di€ém ndm 2008, s6 do thi
c6 dan s6 mot triéu ngudi & Trung Quéc da dat dén
con s6 118. Cong ty McKinsey du doan dén nim
2020, con s6 nay sé tang 1én 220. K& hoach clia Fast
Retailing 1a tdn dung co héi m& ctia hang chién lugc &
Thugng Hai vao thing 5 nim 2010 dé dfy nhanh téc
do maé rong ctia hang 1én con s6 100, va sau d6 12 mbi
nam 100 ctia hang. Vi vy, néu moi chuyén tién trién
theo dung ké hoach thi dén thang 8 nam 2020, cong
ty s&€ m& dugc 1.000 ctia hang, trong d6 100 ctia hang
quy mo 16n. Nhung miic doanh thu 1.000 ti yén van
con la dau hoi.

Du tang trudng kha nhanh nhung mtc thu nhép
ctia ngudi dan ¢ Trung Qudc van chénh léch kha 16n
so v6i Nhat va cdc nidc Au My. GDP binh quén déu
ngudi ctia Trung Qudc vao nam 2009 la 3.630 USD,
chi bing 9,4% so v6i Nhit Ban nim 2008. Dan s6
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Trung Qudc da dat mic 1 ty 345,8 triéu ngudi va da
chi 19.000 ti yén cho thi truéng quan ao, giay dép (dy
doan cho nam tai chinh 2009), gdp 1,9 ldn Nhit Ban.
Tuy nhién, mtc thu nhép cé thé chi cho tiéu dung
211.465 yén néu ti€p tuc ting trudng theo muic binh
quén cia ndm nam gan nhat la 13,28% thi dén nim
2020 ciing mdi chi dat 940.000 yén. Néu Trung Quéc
dat miic tang trudng (14,9%) theo nhu ké hoach nim
ndm ma chinh phu d€ ra vao ndm 2011 thi dén ndm
2020 s tién co thé chi cho tiéu dung trén ddu ngudi
ctia Trung Qudc cling chi méi dat 1,12 triéu yén (tai
Nhat, con s6 nay da dat 1,54 triéu vao nam 2008).

Tinh dén thoi di€ém hién tai, hiéu qua ban hang tai
cac ctia hang bach héa & Trung Qudc mdi chi bang
1/5 & Nhat. Chinh vi vay, ddnh gid lac quan nhét thi
dén ndm 2020, doanh thu dat dugc trén mot ctia hang
cing chi c¢6 thé dat mic 70% muc tiéu chudn cua
nhiing ctia hang & Nhit vao thoi diém hién tai. Pén
ky thang 8 nim 2010, doanh thu caa Uniglo trong
nudc (gébm 808 clia hang, trong dé c6 102 ctia hang
quy mo 16n) la 608 ti yén (trung binh mot ctia hang
771 triéu yén). Chinh vi thé, du mé 1.000 ctia hang
thi cong ty ciing chi c6 thé thu dugc 530 ti yén tai thi
trudng Trung Qudc. Cong ty Giordano International
da ¢6 1.017 ctia hang do cong ty truc tiép diéu hanh
trén toan lanh thS Trung Qudc, thé nhung doanh thu
6 thi trudng ndy méi dat 19,2 ti yén, trung binh mot
ctia hang chi diing & mtic 18,88 triéu yén.
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Tai cac khu d6 thij I6n ctia Trung Qudc, trong béi
cdnh ting 16p giau c6 va trung luu ngay cang ting
nhanh, cic thuong hiéu dugc cdp phép x4m nhép
thi tridng tli phuong tay, chii yéu 1a nhing thuong
hiéu d4t do tit chau Au, va ca nhiing thuong hiéu SPA
trén trung binh dén tit Han Qudc dang tran lan trén
thi truong véi nhiing mic gid khong phut hop véi thi
trudng thi Uniglo dugc xép nam & top trén, cling véi
H&M va thuong hiéu SPA ctia cong ty Best Seller dén
ti Pan Mach va thuong hiéu SPA Giordano dén tu
Hong Kong, xép trén thuong hiéu SPA dia phuong
Meters/bonwe. Tuy nhién, Trung Qudc tinh ca thué
gia tri gia ting nén gia san phdm sé cao hon & Nhit
20%. Chinh vi thé, néu so sanh & nhiing d6 thi c6 mtc
thu nhap chi bang 1/5 clia Nhat thi mtc gid nay vin
chua dugc xem la thap. Cong ty c6 thé xoay x6 d€ xam
nhép vao thi trudng nhiing d6 thi 16n ven bién. Thé
nhung moi nguoi dang dit cau hoi la liéu ho sé lam
thé& nao d€ tién sau hon vao thi trudng dai ching & cac
dia phuong.

Néu nhin nhén theo cich dé, ngudi ta sé dat diu
hoi 1én con s6 1.000 clia hang x4y dung & Trung Quéc.
GAP dia dit chin vao thi trudng Nhét Ban nam 1995,
14 ndm trdi qua (tinh dén thang 1 nam 2010), da co6
120 ctia hang va dat 774 triéu yén doanh thu. Qua
nhién, dé€ t4n cong manh vao thi trudng dai ching cta
Trung Qudc, cong ty chi con cach ddu tu d€ mé mot

clia hang quy mo 16n ctia GU, thuong hiéu v6i mic gia
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chi bang mét nita Uniglo. Nhan dinh cho ring cong ty
c6 thé tién gin dén muc tiéu 1.000 ti yén néu dau tu
thém ca vao GU la mét nhén dinh rét hop ly.

Uniglo chéau A van 6 kha xa muc tiéu 1.000 ti yén

Tai cic nudc chau A khic khong tinh Trung Qudc, thi
trudng trién vong nhét dugc cho 1a Han Qudc véi chit
luong va sy két hgp gitta Uniqlo va Lotte Shopping
dé ra mit vo s6 ctia hang. Tai mot thi trudng c6 thu
nhap binh quén dau ngudi la 1,825 triéu yén (s6 liéu
vao ndm 2008), thi trudng thadi trang dang dugc ddy
manh phat trién, téng mtc chi cho cdc mét hang quin
do, gidy dép tai thi trudng nay dat 2.200 ti yén (Bang
6-5). Cac thuong hiéu SPA toan ciu ldn lugt d3 bo
vao thi truong nay, nhu GAP vao nam 2006 (khi bt
d4u trién khai cia hang nhugng quyén & nhiing nuéc
dang phét trién), ZARA va Forever 21 vao nam 2008,
H&M vao thdng 2 ndm 2010. Uniqlo ciing xdm nhép
thi trudng nay vao ndm 2005 va dén thang 8 ndm 2009
da c6 30 ctia hang. Theo du bao, dén ndm 2012, cdng
ty sé m& dugc 108 ctia hang, dat dugc muic doanh
thu x4p xi 420 ti won (khodng 33,6 ti yén). Nhung thi
trudng trang phuc & Han Qudc nho hon 22% so véi
& Nhit, doanh thu binh quan cia méi ctia hang ciing
chi dat mot niia so v6i nhiing ctia hang & Nhat. Dén
nim 2020, doanh thu & thj trudng nay chi co6 thé dat
t6i da khodng 100 ti yén.
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CENI'IN Co' cdu thi trudng cac nudc chau A

6-5
Chi tiéu cho quan do,
. giay dép
Dén so GDPbinh | Chitiéu cho (Udc tinh)
quanddu | tiéudung
nguai

Binh quan
dau nguoi
2008 | 1.328.020.000 | 303.000yén | 145.245tiyén | 16.504tiyén | 12.428 yén
Trung Quic 009 | 1345.600.000 | 334.000yén | 167.519tiyén | 1935 tiyén | 14144yén

Héng Kong 7.020.000 | 2.840.000yén | 11.254tiyén | 1.224tiyén | 174359

yén

Pai Loan 23.060.000 | 1.542.000yén | 20.453tiyén | 820tiyén | 35.568yén
Han Qudc 48.150.000 | 1.825.000yén | 41.345tiyén | 2.199tiyén | 45.680yén
Singapore 4620.000 | 3.627.000yén | 5.985tiyén | 219tiyén | 47.402yén
Malaysia 27.010.000 | 754.000yén | 7.524tiyén | 484tiyén | 17.979yén
Thdi Lan 67.370.000 | 385.000yén | 12.798tiyén | 1.018tiyén | 15.111yén

Anbo 1.181.410.000 | 97.000yén | 51.072tiyén | 2.505tiyén | 2.120yén

Indonesia 227.350.000 | 207.000yén | 11.912tiyén | 1.035tiyén | 4.552yén
Nhat Ban 127.690.000 | 3.549.000 yén | 293.425tiyén | 10.425tiyén | 78.530yén

Cht thich:

1.8 liéu ndm 2008 (c6 mdt phén & ndm 2007).

2. Mt chi tiéu cho quén ao, giay dép la s liéu udc tinh.

3.1d6=92yén, 1 nhan dan té = 13,4 yén, 1 do laHong Kong = 11,8 yén, 1 do la Dai Loan
=2,87 yén, 1 won =0,08 yén, 1 do la Singapore = 65,4 yén, 1 ringgit (Malaysia) = 27,2 yén,
1 baht (Théi Lan) = 2,87 yén, 1 rupi (An DY) = 1,99 yén, 1 rupiah (Indonesia) = 0,01 yén.
Ngudn: Théng ké clia Hiép hoi Ngan hang Phat trién chau A, “Théng ké thé gi6i” clia Bo
Noi vy, “Théng ké Kinh té quéc dan” clia Van phong ndi cac, “So sanh tinh hinh lao dong
thé gidi” cda Trung tdm nghién cdu chinh sich phat trién va t8 chic lao déng.
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Nguoi ta nhan dinh thi trudng Singapore véi GDP
dau ngudi 3,627 triéu yén (cao hon Nhit), va Hong
Kéng v6i mic GDP dau nguosi 1a 2,840 triéu yén
(tuong duong véi Nhat) 13 hai thi truong cé trién vong
nhét. Do dén s6 ctia Singapore tuong d6i it nén muc
chi tiéu danh cho cac san phdm quan 4o, giay dép méi
chi diing lai & mtic 219 ti yén, nhung stic anh hudng
ctia nhiing ctia hang trung bay san phim véi cong
dong ngudi Hoa ndi tiéng Anh la rt 16n. Tai Hong
Koéng, tuy dan s6 con han ché nhung nho c6 lugng
khach du lich dong dédo hing ndm nén s6 tién chi cho
thi truong quén 4o, giay dép da dat 1.224 ti yén, dugc
ky vong la s¢ mang dén dinh dang thuong hiéu méi
mé cho Trung Qudc dai luc. Ndm 2005, Uniglo bét
dau dit chan vao thi trudng Héng Koéng, dén thing
8 nam 2009 da m& dugc 11 clia hang. Véi thi trudng
Singapore, vi vita bat dau khai thac vao ndm 2009 nén
hién tai méi c6 hai ctia hang trén ca nudc. Quy mod
hai thi truong nay cong lai ciing chi dat gin 70% thi
truong Han Qudc, chinh vi vy nhiéu ngudi cho ring
dén nam 2020, ca hai thi trudng chi cé thé mang vé
t6i da la 50 ti yén.

Thi trudng cé tinh tuong dong nhét véi thi trudng
Nhat Ban c6 1€ 1a thj truong Pai Loan véi mic thu
nhip binh quin dau ngudi dat 1,542 triéu yén va
thi trudng thoi trang da dat dén do chin nhat dinh.
Do nhiing gidi han vé dan s6, chi tiéu cho quan 4o,
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gidy dép tai day méi chi dat 820 ti yén. Tuy vay, tai day,
cac thuong hiéu ctia Nhat rit pho bién nén sau khi
Uniglo dat chin vao thi trudng nay véi ctia hang dau
tién vao mua thu nam 2010 thi s6 ctia hang chic chin
sé ting 1én nhanh chéng. Néu thém thuong hi¢u Nhat
Ban gia nhap vao quy mo thi trudng nay thi dy bdo
dén 2020, doanh s6 sé dat muic trén 40 ti yén.
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GELT' I Ting truéng dan sé tai cac nudc chau A

6-6
Cicnuckhde -
B - 43658
Chucnghin | Nam199%0 Nam 2008 e
ngudi Philippines ey ; e - {Trung Qudc| :
40000 ippines | 788(12,6%) | 3792 (42,0%)
- Malaysia 883 (48,8%) | 199 (73,7%)
Viét Nam 26(0,4%) | 1213 (13,9%)
Bai Loan 1,645 (80,6%) | 1.210 (52,5%)
30000 Tdng9nudc ._13.584' (5:5%). {88014 (28,5%)
o e ™ -
Q
=
£
21062
20,000 Lo
10.000
6% 3687 (85,8%)
2266(2,6%) T T
1.803(1,6%) =% P F : S ‘\ (633924"2)
1.498(%,4%)’4 0 E 1 e 1 . s 1 Il 1 i
%87G6%)”" 90 00 01 02 03 04 05 06 o7|\0g MNm
Han Qudc
Cha thich:

1. Ti 1& nhiing hd gia dinh cé thu nhap danh cho chi tiéu khoang 5.001 ~ 35.000 d6
1 ndm x dan s6.

2.Trong ngodc don Ia phan trdm so véi tdng dan sé.

Ngudn: “Sach tréng vé thuong mai quéc té 2009” ctia BO Kinh t& Thuong mai, Cong nghiép.
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Nhiing nudc ¢6 GDP binh quén dau nguosi dat
muc trung binh nhu Malaysia (754.000 yén), Thai
Lan (385.000 yén) va Indonesia (207.000 yén) c6 tdng
muc chi tiéu danh cho thi trudng quan 4o, giay dép la
2.537 ti yén, tuy nhién, thi truoéng danh cho nhiing
thuong hiéu théi trang chi gi6i han & nhiing khu d6
thi 16n. Chinh vi thé, dén nam 2020, quy m6 doanh
thu ctia Uniqlo cao nhét ciing chi c6 thé dat 80 ti yén.
Chi tiéu cho quin 4o, gidy dép & An D¢ ciing dat
2.505 ti yén, tuy nhién, mtic GDP binh quan chi dat
97.000 yén/ngudi cling khién nhiing thuong hiéu thoi
trang chi c6 thé phat trién & nhiing thanh phd 16n.
Viéc phat trién clia hang ctia Uniqlo c6 vé 12 hoi s6m,
nhiéu ngudi van cho ring cong ty nén md clia hang
ctia GU truéc (Bang 6-6).

Ngoai tru An D9, doanh thu cla Uniglo & thi
truong cac nudc Pong A udc tinh chi dat 270 ti yén,
néu nhin vao thuc té thi ca thi trudng Trung Qudc va
c4c nude chau A khic ciing chi dat dugc t6i da 13 800
ti yén.

Muc tiéu ciia nhiing thuong vu M&A'

Muc tiéu ctia Uniglo & thi trudng trong nudc 1a 1.000
ti yén, néu tinh ca nhiing hinh thic kinh doanh trong

1Viét tit ctia cum tlrti€ng Anh “mergers and acquisitions”, c6 nghia I
“mua ban va sép nhap".

200 || Héi chiing Uniglo



nuéc nhu GU, cung v6i mua ban va sap nhap thi c6
thé tiém cén véi con s6 2.000 ti yén. Tuy nhién, tai
thi trudng nudc ngodi, cd Au My hay Trung Qudc/
chau A déu con cach kha xa muc tiéu, t6ng tit c c6
1& cting chi dat 1.400 ti yén. Téng doanh thu cua ca
thi truong trong va ngoai nudc chi cé thé dat dugc tdi
da 12 3.500 ti yén. D€ dat dugc muc tiéu 5.000 ti yén,
cong ty khong con cach nao khac ngoai tap trung vao
viéc kinh doanh thuong hiéu trén toan cdu va nhiing
thuong vu mua ban va sap nhap.

Mang kinh doanh cac thuong hiéu toan ciu dugc
tao thanh tii cac thuong hiéu nhu Theory, Comptoir
Des Cotonniers hay Princesse tam.tam dén ky thang
8 ndm 2009 da mang vé 55,5 ti yén, dén thang 8 ndm
2010 dy bdo dat 84 ti yén. Néu doanh thu hing nim
tang trudéng déu ddn & mic 30 ti yén thi cling chi dat
384 ti yén (t6ng cdng dén ndm 2020 sé dat 500 ti yén),
phan con lai ngudi ta ky vong vao nhiing thuong vu
M&A. Cht tich Yanai ciing khang dinh ring minh da
chudn bi ngén sach 1.000 ti yén cho céc hoat dong
M&A.

Trong trudng hgp d6, muc tiéu phu hgp nhét c6
1& 1a cong ty dén tit My, Gap. Trong bon ky gén nhit,
doanh thu ctia cong ty gidm manh. Vao ky thang 1
nidm 2009, céng ty dat doanh thu 14.526 triéu USD
(tuong duong voi khoang 1.307,3 ti yén theo ti gid ltic
bdy gi). Dong thoi, cong ty da danh mét vi tri SPA
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s6 mot trén thé gidi vao tay cong ty Inditex vao thiang
3 ndm 2009 khi cong ty nay dat doanh thu 10,47 ti
Euro (tuong duong 1.361,1 ti yén theo ti gid luc bdy
gi®). Pén ky thang 1 nam 2010, doanh thu ctia Gap
dat 14.197 triéu USD (tuong duong khoang 1.277,7 ti
yén), dén thang 11 ndm 2011, du kién Gap sé bi H&M
bat kip (v6i miic doanh thu 101.390 triéu krona/
tuong duong khoang 1.267,4 ti yén). Khoang thoi
gian thang 5, thang 6 ndm 2010, khi dong Euro sut
giam gia tri trong con khiing hoang, GAP da trd lai vi
tri diing dau mot cach than ky nho chuyén déi ti gia.
Tuy nhién, trong ky t6i, Gap sé tut trd lai vi tri thi ba.

Trong thoi gian dai, phuong thiic quan tri va hinh
thic vdn hanh ctia GAP gén gidng véi Fast Retailing,
va trong khi Fast Retailing con dang gip kha nhiéu
kho khin trong viéc phat trién tai thi trudng My thi
GAP, v6i 2.767 clia hang & ca My va Canada (cung
v6i 328 ctia hang 6 nhiing nudc khac) chinh 13 muyc
tiéu ma Fast Retailing nham dén. Thém vao do6, dong
san phdm gid ré huéng dén nhiing gia dinh thu nhép
trung binh cia OLD NAVY ciing la ngoi né kich
thich sy chuyén minh ctia GU. Ngoai ra, Uniglo hoan
toan c6 thé can nhic d€ OLD NAVY la mon vii khi
hat nhén chién lugc cong pha thi trudng Nhit, Trung
Qudc va chau A.

Tuy nhién, ngay ca v6i mét cong ty c6 tién mdt
ton quy vao thoi diém cuéi théng 2 ndm 2010 1én dén
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277 ti yén nhu Fast Retailing thi mét cong ty nhu
GAP (khong ké dén thoi diém gid rét cham san vao
thang 3 ndm 2009, cu thé 13 ngay 6 thang 3 chi con 60
triéu USD) vé6i tong gia tri khi hoat dong kinh doanh
da hoi phuc dat dén 13,3 ti USD (giiia thang 6 nim
2010) ciing nhu mdt “dda hoa trén canh cao’, c6 thé
mua dugc hay khong van con 1a mét van dé. Néu c6
thé thi chdc chén ciing sé tdn nhiéu thoi gian.

V6i cong ty Abercrombie & Fitch tién vao thi
truong Nhat tli thang 12 ndm 2009, do doanh s6 ban
hang syt gidam dan dén von hoéa thi trudng tut ddc,
chi con xép xi 2,7 ti USD (tai thoi di€m cudi thang 1
nam 2010, dén cuodi thang 6 phuc héi lai mic 2,9 ti
USD), Fast Retailing hoan toan c6 kha ning mua lai
v6i tién von hién c6 trong quy ctia minh. Tuy nhién,
day 1a mot thuong hiéu c6 chi phi va muc gia cao,
doi tugng khach hang chti yéu chi tép trung vao giéi
tré, v6i nhiing mat hang do6 thung von da qua thai ky
bung nd va nhiing san ph&m mang hoi hudng xua ca,
khong mang lai hiéu qua 16n v6i Uniglo. Chinh vi thé,
cong ty nay cling khéng phai la d6i tugng d€ mua ban
va sap nhép.

Mot doi tugng khac ctia hoat dong mua ban va sép
nhép la nhiing céng ty may mic, nhiing chudi SPA
16n va vita trong nuéc. Thé nhung, tuy miic von héa
thi trudng thdp nhung nhiing cong ty nay lai khong
mang lai nhiéu lgi ich cho Fast Retailing. Viéc mua
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lai nhitng thuong hiéu dang déng bing va tdi co ciu
ciing v6 cing khé khan, vi gan nhu khong cé kha
ndng cdi thién nhiing mang d6 thanh nhiing phuong
thiic kinh doanh c¢6 thé sinh 16i. Liéu chi tich Yanai
c6 budc vao vét xe d6 clia OneZone hay Cabin khong?

Dé6i tugng phtt hgp nhdt ma nhiéu ngusi nghi
dén la Ryohin Keikaku, cong ty dang vin hanh rét t6t
thuong hiéu Muji, bai 1€ néu thuong hiéu nay két hgp
v6i mo hinh kinh doanh theo chiéu doc va phuong
phap dinh vi thuong hiéu ctia Uniqglo chic chan sé
dem lai két qua t6t. Ngoai ra, Muji con c6 60 ctia hang
tai 10 nu6c Au My, 62 clia hang tai bay nudc chau A.
Néu c6 thé tin dung dugc mang ludi nay, Uniglo c6
thé phét trién thém & thi trudng nudc ngoai (Bang
6-7). Ngoai ra, Uniglo ciing c6 thé mé rong danh muc
cac mit hang néu tan dung dugc hé théng san phdm
til hang gia dung dén d6 dién dan dung ctia Muji.

Mtc v6n héa thi trudng ctia Ryohin Keikaku
dang & muc thip, chi 100 ti yén (vao cudi thang 6
nam 2010), Fast Retailing hoan toan c6 thé mua véi
khoan tién mit c6 san trong quy. Du doanh thu tri
tré nhung dén thang 2 nam 2010, Ryohin Keikaku c6
quy mo 163,7 ti yén (ting 0,6% so véi ky trudc), lgi
nhuén kinh doanh ciing dat 8,6% (tdng 10,6% so véi
ky trudc). Chinh vi véy, néu sap nhap cong ty vao tap
doan va dua nd vao truc ting trudng thi hoan toan
c6 thé dat dugc doanh thu 500 ti yén. Con s6 nay sé
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dong gop rét 16n cho viéc dat dugc muc tiéu vé doanh
thu vao nam 2020.

Néu chi nghi dén viéc dat dugc muc tiéu vé doanh
thu thi ta sé chon hinh thiic M&A tiéu chuin. Tuy
nhién, néu nghi dén ning luc phat trién san phim va
kha ning canh tranh v€ chi phi thi nén cin nhic dén
hinh thiic M&A theo chiéu doc. Néu xét theo khia
canh nay, cong ty san xudt phu tung nhu Li Fung véi
hé thong ché bién nguyén vat liéu va nha xudng quy
mo 16n ciing 1a moét déi tugng phu hgp. Tuy nhién,
trong linh viic may méc khong cé nhiing céng ty san
xuat phu tung chinh nhu Intel trong linh vic may
tinh hay Shimano trong nganh 6 t6, cing khong c6
nhiing cong ty dot pha trong cdng nghé san xuit nhu
Solectron, Acer hay TSMC trong nganh dién ti. Bdi
véy, nhiéu nguai cho ring viéc mua ban nay sé khong
dem lai nhiéu lgi ich. Diéu d6 c6 nghia la d6i tugng
cho céc thuong vu M&A bi thu hep chi con nhiing
SPA nuéc ngoai? Néu xét dén nén tang san xuit dugc
dam bdo trén toan cdu, c6 thé cic cong ty cb co s& san
xudt ¢ Dong Au, Thé Nhi Ky hay Trung va Nam My
c6 thélot vao tdm ngam.
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CELT I Ha thong cifa hang trén toan cau cia Muji

6-7
S6 cira hang
Nhat 351
Dai Loan 18
Trung Qudc 14
Héng Kong 9
Chau A Han Quéc 9
Théi Lan 7
Singapore 4
Indonesia 1
Tong khu vc chau A 413
Anh 14
Phép 9
Thuy Dién 7
Na Uy 6
ltalia 5
Chau Au Dic 5
Tay Ban Nha 4
Thé NhiKy 2
Ireland 1
Balan 1
Tong khu vuc chau Au 54
Bac My ) 6
Tong khu vyc Bac My 6
Tong 473

Chu thich: S6 liéu tinh dén ngay 28 thang 4 ndm 2010, da bao gém ca nhiing clia hang
nhugng quyén.
Nguén: Pugc tdng hgp tir théng tin trén trang chi ctia Ryohin Keikaku.
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- ~2 ~ -
Hoat déng theo tiéu chuan ciia hang dién ti Samsung

Dé€ hoan thanh dugc muc tiéu 5.000 ti yén vao nim
2020, Fast Retailing cin thuc su 16t xac thanh mot
cbng ty toan cau. D€ lam dugc diéu d6, cong ty cin
phai hoc hoéi tli mét hinh mau khac, khong phai 1a
H&M ciing khong phai la Inditex. T6i cho ring, cong -
ty ma Fast Retailing can phai 14y hinh mau hoc hoi
chinh 14 hiang dién tt dén ti Han Qudéc Samsung -
ciing méi cong bé muc tiéu dén nam 2020 dat doanh
thu 400 ti USD (tuong duong véi 36 nghin ti yén).

Samsung la tap doan dién ti hang d4u, bo xa cac
d6i thii canh tranh nhu Sony hay Panasonic & hiu hét
céc thi trudng nhu My, chau Au va ca chau A (Bing
6-8). Theo bdo cdo quyét toan ctia ky thang 12 nim
2009, cong ty da dat doanh thu 139 nghin ti won
(tuong duong khoang 11.120 ti yén), lgi nhuén kinh
doanh dat 11.580 ti yén (khodng 926 ti yén).

Tai Thé van hoi mua doéng dugc t§ chiic tai
Vancouver, van dong vién Kim Yona ctia Han Quéc
va van dong vién Asada Asao ctia Nhit dugc so sanh
v6i nhau. Nhung v6i nhiing ngusi lam viéc trong
nganh d6 dién dan dung, ho nhin thdy hinh béng ctia
Samsung thong qua viéc Kim Yona gianh dugc huy
chuong vang v6i ky thuét trinh dién hoan hao vo tién
khoang hau.
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CELI Tang trudng doanh thu clia Samsung va Sony (co sé&

6-8

Nghin ti yén

1

Doanh thu
clia Sony

p SN
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© © o
1 1 1

g\.
o
1

Ti sudt tang trudng lgi
nhudn kinh doanh

100 1

lién két)

Doanh thu clia Sony

gl
P 3 -....."

143 80630
B :

kinh doanh cila Sony

i
L8542

Ti sudt tang trudng loi nhudn

Doanh thu cia Samsung | ¢

4

: o
e

121294 ¢

”

721
o :

Tisudt ting tm&ﬁg lgi nhudn
kinh doanh cia Samsung

Nghin ti
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130 o

3

L Doanhthucia$

40
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00 :
A20 - \/
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Chu thich:

1. 56 ligu ndm 2009 clia Samsung dugc tinh vao ky thang 12 ndm 2009, con clia Sony

duoc tinh vao ky thang 3 nam 2010.
2.Ti gia dugc can d6ila 1 yén=12,5 won.
Ngudn: Béo céo quyét toan clia hai cdng ty.
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Diéu Fast Retailing cdn hoc hoi & Samsung la cong
doan toan ciu hda thuc sy. Doanh thu cia Samsung
¢ thi truong nudc ngoai chiém dén 87% tdng doanh
thu, cong ty ciing x4y dung mot hé théng quan ly san
xudt dam bao chét lugng, cung mot thiét k€ cé thé
thay d6i cac b phan dé dép ting dugc nhu ciu vé chi
phi cia tling nudc khac nhau. Hing 6 t6 ndi tiéng
Toyota cling méi bat dau gia nhép va gip khé nhiéu
kho khén khi canh tranh trong linh viic quan ly chat
lugng san phdm. Tuy nhién, ciing gidng nhu van dong
vién Kim Yona, Samsung da c6 mét man trinh dién
xudt sic. Van d€ ctia Uniqlo khi trién khai trén toan
thé gi6i, ddc biét 1a & nhiing nudc phét trién chinh
13 liéu c6 thé xay dung dugc hé thong sin xuit linh
hoat nhu Samsung, c6 thé thay d6i mét vai bo phan
trong cing mét san phdm d€ dép ting dugc yéu ciu
cta nhiing thi trudng khac nhau hay khong.

Trong bai viét “Sony, Panasonic vs Samsung” trén
s6 dac biét xuit ban vao ngay 27 thang 2 ndm 2010
ctia tudn san Weekly Diamond, tac gia da viét vé yéu
cdu tuyén dung toan cdu hda ctia Samsung, hoan
toan khong hé c6 y so sanh vé4i Fast Retailing. Theo
d6, néu ting vién khong c6 diém TOEIC! trén 900 sé

VTOEIC: Viét tat cta Test of English for International Communication.
Bai kiém tra tiéng Anh qudc t€ cho ddi tugng khéng st dung tiéng
Anh [a tiéng me dé. C6 hai dang bai 13 bai thi kiém tra hai ki ndng
Nghe va Doc, va bai thi ki€m tra bon ki ndng Nghe - N6i - Poc - Viét.
Diém t6i da 1a 990 diém.
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khong thé dugc tuyén vao cong ty, nhiing nhan vién
dang lam viéc ciing phai dat diém s6 trén 800 va néu
khong dat dugc diém s6 cao hon 920 thi sé khong
dugc thang cép 1én miic truéng phong. Canh tranh
trong ndi bo cong ty cling rit gay git khién nhiéu
ngudi bod viéc, thdm chi nhiing ngusi bang tudi c6
muc luong chénh lénh nhau dén ba ldn 14 khdng
hiém. So véi yéu ciu tuyén dung la phai biét trén hai
thi ti€éng clia Samsung, quyét tm toan cdu hoa cta
Fast Retailing van con qua nhe nhang. Tuy dai dién
ctia Fast Retailing phat biéu ring tiéng Anh sé tré
thanh ngoén ngii chinh thic bit budc dugc st dung
trong cong ty giong nhu Samsung nhung van khong
thé phti nhén 13 cong ty da di chdm mot bude va giai
quyét triét d€ sé tén rit nhiéu thoi gian.

Chinh tii nhiing diéu nhu thé, ngudi ta cang
thdy r6 diéu Fast Retailing cin phai hoc hoi nhit tu
Samsung chinh 1a chién lugc thiét ké tinh t€ hudng
dén thi trudng toan cau. Thiét ké quan trong dén muic
doi ngii lanh dao ctia cong ty Samsung d3 phat biéu
rang: “Thiét ké 1a dau ndo cta hoat dong kinh doanh,
con marketing chinh la mach mau” Mét vi du dién
hinh chinh la san phdm TV LED cuc ky tinh xao dugc
phat trién thong nhat tit budc xay dung ké hoach san
phdm dén hoan thién nhiing tinh ndng va thiét ké.
Néu so sanh v6i nhiing san phdm ctia Samsung, cac
san phim ctia Sony va Panasonic déu thiéu di sy tinh
té, chi gidng nhu nhiing sin ph&m dia phuong.
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Céc thiét ké ctia Samsung da c6 thé canh tranh véi
cac san phim ctia Apple trén toan cdu. Néu so sanh,
ching ta khong thé khong ndi ring ca thiét ké cia
hang 14n san phdm ctia Uniqlo vAn mang d4m hoi thé
dia phuong & Tokyo, thiéu di sy tinh xd0. Dic biét 13,
mot loat cac clia hang x4y dung theo dac trung Tokyo
theo dé nghi ctia 6ng Sato Kashiwa va 6ng Katayama
Masamichi ngay cang xa rdi v6i nhiing quy chuin
toan cau. Toi cho ring, viéc mang vian héa dudng phd
Tokyo di ban & nhiing nudc khac chua phai la mot
cong ty toan cau thuc suy.

May madn thay, chii nghia t6i gién tinh t€ cta Jil
Sander da dan vugt qua gi6i han ctia bd suu tép +] va
tién sau vao van héa doanh nghiép ctia Fast Retailing,
khién cong ty dan tit bé huong vi Tokyo khong chi &
nhiing thiét ké san phdm ma con & ctia hang va td roi
quang cao, dan tiép can v4i chuidn muc toan ciu. Néu
ti€p tuc lam dugc diéu do, cong ty sé sém trd thanh
mt cong ty toan cdu thuc sy, giéng nhu Samsung.

Dol ngil quan Iy ké can ciia Yanai Tadashi

Sau khi phét biéu vé muc tiéu dat doanh thu 5.000
ti yén vao nam 2020, Chu tich kiém Gidm do6c diéu
hanh ctia Fast Retailing da dao tao mét by khung
quan ly gbm 100 ngudi trong céng ty va 100 ngudi
bén ngoai cong ty, va tuyén bd sé rut khoi doi ngi
lanh dao cip cao khi 65 tudi. Tuy nhién, trén thyc té,
diéu d6 c6 kha thi khong?
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Chia khoa d€ dao tao dugc mét doi ngdi quén ly
s6 lugng 16n trong thoi gian ngén chinh 13 dy 4n
FRMIC (Fast Retailing Management & Innovation
Center) phoi hgp v6i khoa sau dai hoc cta Dai
hoc Hitotsubashi va khoa Kinh doanh ctia Pai hoc
Harvard, My. Cht tich Yanai Tadashi ddm nhiém vj tri
hiéu trudng, két hop véi Gido su Takeuchi Hirotaka
ndi tiéng cta Pai hoc Hitotsubashi d€ dao tao 200
nha lanh dao tré trong mdi truong thuc té€ sudt ndm
nam. D€ tranh nhiing ngudi da c6 kinh nghiém trude
do, ong chon ra trong cong ty 100 ngudi duéi 35 tudi.
Ong ciing chon 100 ngudi bén ngoai cong ty, tao ra
su canh tranh rat 16n ca trong va ngoai nudc, thu hut
dugc rat nhiéu nhan tai. Sau qua trinh dao tao van
con dén hon mot ntia & lai, d6 14 mot ddu hiéu rat t6t
cho th4y nhiéu ngudi trong s6 ho c6 y dinh gin bé lau
dai v6i Fast Retailing.

Hién tai, bd khung diéu hanh ctia Uniqlo c6 56
ngudi (23 can bd diéu hanh va 33 trudng bd phan).
Quy mé muyc tiéu 5.000 ti yén tiic la gdp bay 1an tdng
doanh thu 685 ti yén tinh dén ky thang 8 nam 2009.
Vi thé, néu xem xét ti 1¢ thi doi ngli quan ly can phai
tang lén miic 400 ngudi chi khong chila 100 hay 200.
Dé diéu hanh cdc cong ty con & nudc ngoai cling cin
nhiing ngudi quan ly truc tiép tai dia phuong va co
cdu quan ly chung trén toan cau. Bén ngoai cong ty,
dic biét 1a & nudc ngodi, néu khong dio tao dugec mot
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doi ngii quan ly trén 200 ngudi thi muc tiéu 5.000 ti
yén vao ndm 2020 sé mai mai chi ndm trén gidy. Trong
cudn sach Co thé ddnh mdt thanh cong chi sau mot
ngay, chinh Cha tich Yanai da viét ring: “Céc nhan
vién nudc ngoai can phai chiém dén 80% t6ng nhin
vién ctia céng ty”. O nhiing thi trudng ting trudng
nhanh chéng nhu My hay Trung Qudc, cong ty kho
c6 thé khong cin nhic dén viec M&A véi muc tiéu
chinh la tim ki€ém ngu6n nhan lyc.

Cha tich Yanai la CEO ctia Tap doan Fast Retailing
chiu trach nhiém linh dao va dua ra cidc chién lugc
kinh doanh. Tuy nhién, hién tai 6ng ciing kiém nhiém
thém vi tri diing ddu bo phén quan Iy sdn phim cta
cong ty con Uniglo, dua ra cdc quyét dinh tii phét
trién san phdm dén thiét ké t& roi hay thoi diém gidm
gid. O cong ty con Uniqlo, ngoai Chi tich kiém Gidm
doc Diéu hanh Yanai chi c6 hai giam déc la Otoma
Naoki va Domae Nobuo (va 23 cdn b0 diéu hanh).
Ngoai Cht tich Yanai ra, toan bd nhiing ngudi con
lai déu 1a Gy vién quan tri khong diéu hanh. Thé nén
ciing c6 mot s6 ngudi goi d6 1a “D€ qudc kinh doanh
mot ngudi Yanai” Trong di€u kién nhu véy, that khé
dé cong ty c6 thé thay ddi thanh mot 6 chiic toan cau
chi trong ndm nam.

Muc tiéu xa v&i 5.000 ti yén vao nim 2020 vin con
¢4 tinh kha thi. Tuy nhién, cong ty sé khong thé bét
kip véi sy phét trién t8 chitc. Cht tich Yanai cé thé
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chua nghi huu & d6 tudi 65 ma van sé dua ra nhiing
chi dao véi vai tro la mdt ngudi sang 1ap, nhung roi sé
c6 moét ngay ong cin ty thac lai vi tri lanh dao t6i cao
cho mét chuyén gia khac.

Néu khong moi duge nhiing chuyén gia linh dao
mang ca tinh sang tao 16n va tu duy thuc t€ (c6 1€ sé
khong phai la nguoi Nhat) giong nhu Millard Drexler,
ngudi da tao dung 1én GAP clia ngay hom nay hay
Michael Jeffries, ngusi da bién Abercrombie & Fitch
thanh mdt tdp doan 16n, viéc chuyén giao sé gip rét
nhiéu khé khian. Cé thé Chu tich Yanai sé lya chon
mot ngudi nudc ngoai dé€ hoan thanh dudng chay
ti€p stic cho minh, giéng nhu Sony da lya chon CEO
ngudi Anh Howard Stringer sau bao nhiéu thang
trdm. Cing c6 thé Chu tich Yanai sé lya chon mot
ngudi Han Quéc hodc Trung Qudc c6 tdm nhin toan
cdu nham gitip minh thuc hién nhiing chién lugc cta
Fast Retailing.
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Chuong 7

Van haa tiéu dung dang suy thoai

“Thai trang nhanh” 12 gi?

Ban déu, “thdi trang nhanh” dugc dung d€ chi “nhiing
mat hang thoi trang don gian, dugc cung ing nhanh
chéng v6i mic gia ré’, bat ngudn ti cum tit “d6 an
nhanh” Dén dén, cdc cong ty cung cdp nhiing thuong
hiéu “thdi trang nhanh” ciing dugc goi 1a “nha san
xudt “thoi trang nhanh™. Cym tif “nha san xuét thoi
trang nhanh” ban dau dugc st dung véi y nghia la
nhiing ctia hang may mdc nhd, hodc nhiing thg may
tay nghé cao (vi du nhu nhiing ngudi cé thé€ may san
phém trong hai ngady mét dém vé6i nguyén vat liéu
mua tli chg Dongdaemon, Seoul). Tuy nhién, khong
biét tu bao gio, tii ndy dugc mé rong va sti dung véi
nhiing SPA toan cidu nhu H&M hay ZARA, va ngay
nay dugc dung dé€ chi nhiing SPA toan c4u mang tinh
dai ching, theo xu huéng “nhanh, ré, hgp thoi”.

Tuy nhién, khong phdi tit cd nhiing SPA toan
cdu déu san xuét san phdm theo xu huéng “nhanh’
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Néu quan sat phong cach dé xuét k& hoach va thai
gian khai thac sdn phdm cta Uniglo hay GAP, ching
ta khong thé néi raing ho “san xudt don gian, nhanh
gon” dugc. Ngay ca cong ty c6 thoi gian phat trién
san phdm ngdn nhu ZARA ciling phai trdi qua khé
nhiéu cong doan, tii thiét ké dén san xudt, Iya chon

- va diéu chinh nguyén vt liéu hét stic gt gao, hoan
toan khong “don gian” chut nao. Néu xét theo tiéu chi
dé, c6 1€ chi c6 hai thuong hi¢u la Lowrys Farm va
Global Work (ca hai déu la ctia cong ty Point) la dap
ing dugc tiéu chi “don gian”.

Theo tiéu chi danh gia vé t6c d¢ phat trién san
phdm, quéng thdi gian chi ba tudn tit khi quyét dinh
ké hoach dén khi ra mit san phdm tai clia hang chic
chin sé dugc danh gia la nhanh, thé nhung ZARA
v6i phuong thic san xuit Just In Time va cong nghé
logistics toan cau, dan dén thoi gian phét trién san
phdm trén toan thé gi6i chi kéo dai mot tudn, tham
chi con nhanh hon. Theo tiéu chi dinh gid d6, viéc
Lowrys Farm va Global Work phai mit dén tam tuin
khong dugc coi 1a nhanh, va viéc phai mét hon ntia
nam nhu Uniglo hay GAP dugc xem 1a qua cham.

Vé phuong dién nhanh chéong bét kip xu hudng,
dong thoi phat trién thuong hiéu cac bo suu tap,
ZARA rét chu trong dén chit lugng; con véi H&M,
ho chu tAm st dung nhiing nguén nguyén liéu dugc
diéu phdi pht hgp dé ddy nhanh tdc do. Néu dénh gia
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st m6i mé clia cac thuong hiéu trén thi truong bang
vong quay san phdm thi ZARA (4,8 ldn) hay H&M
(4,2 14n) déu that bai, con Uniglo (6,4 l4n) lai nhanh
dén dang ngac nhién. Vi tdc d xoay vong san phim
nhanh nén Cong ty Point & thoi diém phat trién manh
nhit (13,2 vong vao ky thang 2 nam 2007) hay CECIL
MCcBEE (15 vong, cong ty Japan Imagination) c6 budc
dot pha 16n, thuong hiéu Shibuyal09 véi toc do 24
vong dugc danh gia 1a nhanh nhit.

Nganh “théi trang nhanh” biing né

Su xudt hién ctia ctia hang H&M déu tién vao ngay
13 thang 9 ndm 2008 tai khu Ginza da chdm ngoi nd
cho mot lan séng, ké ti€p d6 la clia hang H&M va
Forever 21 & Harajuku da tao ra mgt con s6t mang tén
“thoi trang nhanh”. Ngay sau khi m& ctia, cic dgt san
phdm méi ndi ti€p nhau va thong tin ngap tran trén
cac bao va tap chi. '

Tt thong tin quyét todn vao thang 11 ndm 2009, c6
thé nh4n thidy H&M d3 dat dugc miic doanh thu 14,4 ti
yén & ndm ctia hang, bao gdm ctia hang ¢ Ginza (rdng
1.000 m?), ctia hang & Harajuku (rdng 1.500 m?), ctia
hang Lalaport Shinmisato méi khai triong thang 9
ndm 2009 (1.900 m?), ctia hang Yokohama Landmark
Plaza (2.200 m?) va ctia hang & Shibuya (2.800 m?).
Néu tinh t6ng s6 ngay kinh doanh clia tit cd cic
ctia hang, ching ta c6 thé thdy hiéu sudt trung binh
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hang thang ctia H&M la gin moét triéu yén. Sau khi
khai truong nhiing chubi ctia hang ctia Forever 21, thi
phén ctia cong ty bi nhiing san phdm binh dén gia ré
ctia Forever 21 gianh mét dan dén tang trudng kinh
doanh gidm xudng chi con 70%, tuy nhién, doanh s6
ban hang vin dugc du bao sé dat nam ti yén.

Mic du chi la mét nhan hang tu nhan chua dugc
niém yét nhung theo thdng tin ctia m¢t s6 bén c6 lién
quan va con s ciing c6 it nhiéu phong dai, Forever 21
da dat dugc miic doanh thu gan 9 ti yén tai clia hang
& Harajuku (1.750 m?), trung binh moét thdng kiém
dugc hon 1,4 triéu yén. Du 14 clia hang quy mé 16n
v6i dién tich 1a 1.750 m? nhung viéc mdt nam thu vé
gan 9 ti yén ciling 1a thanh tich dang né.

Ca hai thuong hiéu H&M va Forever 21 déu khong
chi ré ma con rit nhanh nhay trong viéc theo du6i xu
hudéng ctia thi trudng. V6i mot thuong hiéu thoi trang
trong nudc, viéc ddu tu d€ ra mét san phdm méi hang
thang dudgc coi 1a mét thanh tich ding né, nhung
dan dén, ngay cang xuét hién nhiing thuong hiéu tao
dugc vi thé, d4u tu ra mét san phdm va chay theo xu
huéng theo tiing tudn, ching han thuong hiéu thoi
trang cho nhén vién cong sé Shibuya 109, hay nhiing
thuong hi¢u dugc bay ban nhi€u & ga tau dién. Trén
thuc té, sau khi H&M va Forever 21 ¢4 ctia hang &
Harajuku thi doanh s6 ctia Shibuya 109 gidm nhanh
chéng (Bang 7-1). D van chua dat d&n quy mé nhu
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Shibuya 109 nhung chic chan cac trung tm thuong
mai § nhiing ga 16n nhu Harajuku hay Shibuya ciing
nhu nhiing tda nha thdi trang déu it nhiéu chiém mit
doanh thu ctia hai thuong hiéu nay.

GENC I Bién dong doanh thu clia Shibuya 109 qua cac ném

7-1
HeM khaitriong clahang - -
JGinza :
o o
_1047 %1049 i o
105~ 1942 H&M Khai truong cia hang
‘ dHarajuky’
100- ‘ 1000- i .
i Forever 21 khai trvang clia hang
{ Harajuku : .
@
= 95-
%0~
85~

ey [ V]
hang 6 Shibuya H&M khai truong clia
: : \Lhang & Shinjuku

T T T T T T T T T T T T T
9/0810 11 121/092 3 4 5 6 7 8 9 10 11 1217102 3 Thdi
. gian

Nguén: S6 liéu cdng khai ctia Shibuya 109.
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Néu so sanh v6i hai thuong hiéu “thoi trang nhanh”
dugc ddu tu bai ban, viia c6 gid ca ré hon lai viia sang
tao hon nay, nhiing san phdm ctia cac thuong hiéu
trong nudc dugc bay ban & nhiing khu bach héa hay
toa nha thdi trang cé mic gia cao hon ma chat lugng
lai khéng tuong xtng khién sy cam quan vé gid ca va
chit lugng clia ngusi tiéu ding bi phé v&. Ching han,
déi vé6i san phdm 4o khoéc gia 16ng phd bién vao mita
dong nam 2009, trong khi Forever 21 ban véi miic
gia 3.780 yén thi nhiing mdt hang dugc bay ban & ga
lai c6 gid dén hon 9.800. Tuong tu, v6i nhiing chiéc
vay du tiéc khoang 2.000, 3.000 yén ctia Forever 21
thi cac thuong hiéu trong nuéc lai ban gid cao hon
rat nhiéu. Muia hé nam 2010, khi Forever 21 budc vao
cudc chién ban 4o tdm véi san phdm chi khoang 2.000
yén, cac thuong hiéu trong nuéc véi mic gia phé bién
trén 9.800 yén da giap kho khian rit 16n. Ping trude
xu huéng “thoi trang nhanh” bat kip xu huéng t6c do
cao, gia ré, nganh cong nghiép thoi trang trong nudc
dang dan sup d6 hoan toan.

Ca hai thuong hi¢u nay déu nhén dugc su tng ho
ap dao cua tang 16p khach hang tré tudi khi st dung
nhiing nguyén vt liéu véi gia ré va giam bét d6 phiic
tap ctia nhitng dudng may, phat huy toan b stic manh
cta mot thuong hiéu “nhanh, ré va hgp thoi” Nhiing
thuong hiéu “thoi trang nhanh” nhanh chéng pha bo
tuong d6i dé dang ciu chuyén huyén thoai vé chit
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lugng san phdm, hudéng nhiing doanh nghiép trong
nuéc dén mot mit bang chét lugng va gid ca toan ciu.

Su sut giam trong volume zone ngudi tiéu ding

Tt viéc st dung nhiing nguyén liéu gia ré dén phuong
phédp gia cong may mdc khoé khén, ching ta c6 thé
thdy nhiing budc phat trién dot bién cta “thoi trang
nhanh” Khong chi nhiing thuong hiéu “thsi trang
nhanh” ma thoi gian gin day, nhiing mét hang gid ré
nhu Uniglo, Shimamura, Nitori ciing dang thu hut
su chu y cia nhiéu ngudi. Trong boi canh do, nhiéu
ngudi cho ring volume zone clia ngudi tiéu dung
dang c6 su sut giam dang ké.

San phdm ctia Uniglo hay Nitori, ngoai viéc tip
trung vao thiét ké theo ding xu hudng, gidm chét
lugng va thoi gian phat trién d€ mang dén nhiing
san phdm gia ré va mGi mé nhit, loai bo bét cac yéu
t0 du thita ciing dugc coi 12 hinh mau dién hinh ctia
nhiing san phdm danh cho volume zone. Viéc nhiing
san phdm nhu vy mé& rdéng thi phdn va phat trién
nhanh chéng tai thi trudng Nhit Ban la do suy thodi
kinh té, thu nhép gidm sat cung véi sy phat trién qué
nhanh cta thoi dai cong nghé s6 dan dén sy diing
dung trong vin héa tiéu dung (khi nhiing san phdm
chi c6 thé phét huy nhiing tinh néng it i) budc cac
doanh nghiép phéi gidm bét chi phi bing cach cit
gidm gia tri gia ting dé phi hgp hon véi nhiing thi
truong dang phat trién nay.
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Nhin lai nuéc Nhit vao nhiing ndm 30 cta thoi
Showa!, Subaru 360 va Midget ciing la nhiing thuong
hiéu don gidn giong nhu Nano tii kiéu dang dén gia
ca (Subaru 360 thoi di€ém dé chi c6 gia 365.000 yén),
nhiing san phidm dién td nhu mdy gidt hay ta lanh
thoi ky d6 cling chi c6 nhiing tinh ning rit han ché.
Nhiing yéu t6 d6 da bit ngs thay d6i, cac san phim
dan tré nén phic tap va gid ca ciing dit d4n. biéu
d6 hin 13 do nhiing thay d6i cia moét thi trudng
doéng ctia.

Xu huéng va chudng nhiing sén phdm don gian
v6i tinh nang han ché phd bién trong thi trudng noi
dia Nhat Ban bat d4u tit nhiing ndm 1990 cta thé ky
trudc, khi Muji bat kip véi thé gidi va nhiing ctia hang
100 yén dan tré nén phd bién. Tl d6, nhiing nha san
xudt 6 t6 hay do dién gia dinh nhanh chéng néi gét
nganh thoi trang d€ tién vao thi trudng nhiing san
phdm danh cho volume zone, chit lugng sén phim
cing dan tré nén giodng thi trudng & cac nudc dang
phat trién. Trong hoan canh thi trudng toan ciu héa,
khoang cach vé cam quan va thong tin gitia nhiing
nudc tién tién va nhiing nudc dang phat trién ciing
nhu tiéu chudn vé mic séng dan thu hep, viéc cha
trong vao nhiing san phdm c6 tinh nang cao cling
vGi mot muc gid dat do chi danh riéng cho thi trudng

' Khoadng nam 1955 dén 1965 theo duong lich.
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Nhat Ban gan nhu la khong thé. D6 1a vi nuéc Nhat
hién tai, v6i tinh trang thiéu tré em va gia h6a dan s6
leo thang, sé khong thé tranh khoi suy thoai kinh té
trong tuong lai. Nhiing d4u hiéu d6 phin nao da thé
hién sy gia tang ctia nhom thu nhap thip va xu hudng
tiéu dung ctia gidi tré.

Nhiing sin phdm véi tinh ning cin thiét, chat
lugng dam bao va miic gid phai ching thudc nhém
volume zone cling gi6éng nhu Uniqlo, dugc dén nhin
& ca thi trudng trong nudc cling nhu cac nudc dang
phat trién va cd nhiing nudc tién tién, tao tién dé cho
chién lugc mé rong thi trudng ra nudc ngoai. Vai viéc
thi trudng trong nudc dang bi thu hep va suy giam
nghiém trong, nhiém vu tip trung vao nhiing sin
phdm danh cho volume zone va d4y manh tiéu thu &
nhiing thi trudng méi ndi 1a khdng tranh khoi.
Yéut6 ‘nén” ciia thi dai ky thudt s co thé khign
thi trudng thu hep
Thoi dai ki thuat s6 1a thoi dai danh cho nhiing ngudi
tré dudi 37 tudi gidi tri bang nhiing doan nhac, nhiing
bd phim dugc nén va luu trii bing cong nghé s6,
dugc nudi 16n bing d6 dn nhanh. Ho st dung iPod
hay Walkman d€ nghe nhac, xem nhiing b phim,
tdm anh dugc chup tif mdy anh ky thuat so. Nhiing
con ngudi cta thoi dai nay 13 nhiing con ngudi

Vidn héa tiéu ding dang suy thodi || 223



chua tiing c6 nhiing trai nghiém ctia vin minh analog'
ma chi biét dén sy tién loi clia cong nghé s6. Khi bi
goi l1a “thé hé cia nén van minh nén ctia cong nghé
6", hén sé ¢ khong it ngusi cdm théy khoé chiu, thé
nhung céng nghé s6 c6 nhiing loi thé khong thé pha
nhén khi da tao diéu kién dé don gian hda viéc truyén
va nhan théng tin. Vi vay, tli nay hoan toan khong c6 y
nghia coi thudng hay phti nhan. Trén thuc t€, nguoi ta
da chiing minh dugc ring véi cong nghé s6, thong tin
ban d4u sé dugc nén lai (chinh xéc hon la dugc rut gon
cht khéng don thudn 1a nén), chénh léch véi phuong
phap thong thudng dén ba con s6. Diéu thyc sy thu
hat gidi tré 1a véi khoi lugng thong tin dugc nén dén
muic cuc dai, ho c6 thé mua sdm nhiing mat hang thoi
trang ngay trudc man hinh dién thoai di dong.

Nhiing ngudi sinh ra va 16n 1én trong thoi dai ky
thuét s6 thudng khong hiéu vé chét lugng san phdm
uu viét va nhiing két cdu tinh t€ chi c6 & thoi ky
analog, va ho ciing cam thdy diéu d6 khong cén thiét.
Du c6 chu trong dén chat lugng hay két cdu cta san
phdm dén dau thi phong cach “thoi trang nhanh” véi

' Analog: Ia tin hiéu lién tuc, d6 thi bi€u dién tin hiéu analog la mot
dudng lién tuc (vi du sin, cos, hodc dudng cong 1én xudng bt ky).
Analog c6 nghia la tuong tuy, nghia la tin hiéu ltc sau cling c6 dang
tuong tu nhu lic trudc d6, khong cé nghia la y chang ma la tuong tu
vé ban chét tin hiéu nhung sé khac vé cudng d6 tin hiéu. C6 thé néi
cong nghé analog la nén tang cdia cdng nghé ky thuat sé.
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1,42

phuong cham “nhanh, ré, hgp thoi” sé van duge don
nhan nong nhiét va ngudi tiéu dung van sé tiép tuc
mua qua man hinh dién thoai mac di khéng thé nhin
thdy dugc chat lugng hay ki€u dang. Su khong cin
thiét vé chét lugng va ki€u cach di dugc bu dép bang
s méi mé cta nhiing thi€t ké hop thoi va muc gia
thdp hon. Su suy thodi ctia thi trudng tré nay da khién
mit bang gi cd chung gidm xuéng va thi trudng thoi
trang thu hep lai.

Xu huéng “yéu chudng nhiing san phim dén ti
viéc nén thong tin nh cong nghé s6” dugc thé hién ro
nhit trong linh vyc 4m nhac. Sau thoi dai ctia nhiing
chiéc dia analog LP 1a dén thoi dai ctia nhiing chiéc
dia CD theo co6ng nghé s6 hay & thoi diém hién tai
13 Ttunes Store, viéc tai nhac tli trén mang da dén tré
thanh mdt 1é duong nhién. Chinh béi 1€ d6, doanh s6
ban hang ctia dia CD trén toan thé gidi da sut giam
nghiém trong va nhiing ctia hang chuyén ban dia CD
cling 1am vao canh khoé khan va din di dén pha san.

Vao giai doan ndm 2008, tai nuéc My, viéc mua
nhiing san ph4m 4m nhac bing dinh dang ki thuét s8
da chiém dén 39%, khién doanh s6 cia CD da giam
so véi thoi ky dinh cao dén 55%. Trong hoan canh
d6, Apple da chuyén sang kinh doanh béang iTunes
Store va tré thanh nha ban 1é 4m nhac 16n nhit nuéc
My. Tai Nhit Ban, do su ting trudng nhanh chéng
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ctia viéc trao d6i cic tép tin va cung cdp nhiing file
ky thudt s6, doanh s6 ban dia CD vao nam 2008 da
giam dén moét ntia so véi thoi ky dinh cao vao nam
1998, dén nam 2009 lai tiép tuc giam thém 27% so
v6i nam 2008. Cong ty HMV da rat khéi thi trudng
My vao ndm 2004, dén nam 2006 Tower Record ciing
pha san va dén nam 2009 thi Virgin Mega Stores cling
chinh thdc rat khéi thi truong My. Tai Nhat, thdng
8 nam 2007, HMV chinh thtc béan lai cho FUND va
dén budc chén ra khdi thi truong, thanh lap Cong ty
HMYV Japan truc thuéc FUND, hoat ddng chu yéu
dya trén nén tang ky thuit s6 va kinh doanh qua
Internet. Tuy nhién, doanh s6 ban hang van rit thap.
Dbén thang 8 nam 2010, cong ty phai nhanh chéng thu
hoi nhiing ctia hang lam an khong hiéu qua, trong do6
c6 clia hang chién lugc tai Shibuya. Sau khi Virgin
Mega Stores Japan trd thanh mét phin ctia CCC, dén
thang 1 ndm 2009 ciing da chinh thiic dugc TSUTAYA
mua lai.

Nhiing ni dung cé thé tai dugc trén mang cé dung
lugng thong tin dugc nén lai 16n hon rit nhiéu so véi
CD (khoang tii 1/3 dén 1/12 tuy tiing ndi dung), tuy
nhién, chi khi stt dung nhiing thiét bi nghe nhin dat
tién va dan loa 16n méi c6 thé nhin ra dugc sy khic
biét, con néu chi nghe béng headphone, ching han
nhu st dung iPod thi khong thé nao nhan ra dugc.
Nhiing ndm 1950 dén 1970, thoi dai ctia nhiing chiéc
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dia EP/LP, khi ma nhiing ngudi tré tudi thudng mua
dia va thudng thiic 4m nhac v6i nhiing ngudi ban, da
qua di. Ngay nay, 16p tré c6 thoi quen sti dung tai nghe
bang cac ting dung trén dién thoai di dong.

Nhitng ndm 1980 ctia nén van hoa disco ciing da
troi qua, nhitng ciu lac bd c6 y dinh tiép ndi va truyén
ba phong cich nay ciing din ha nhiét, viéc giGi tré
thich thudng thiic am nhac véi am lugng 16n ciing da
trd thanh qua khi. C6 nhiéu ngudi cho rang, chinh
cong nghé s6 va kha nang nén thong tin la nén tang
cho su thay d6i phong cach thudng thiic 4m nhac nay.
Su sut gidm ctia doanh s8 ban CD ciing c6 thé coi 1a vi
du dién hinh cho viéc thi trudng bi thu hep do sy phat
trién ctia cong nghé so.

Cé rat nhiéu cuén sach di dugc xudt ban dé ngin
ngtia xu huéng tiéu diing dang ngay mét am dam cta
gidi tré, ching han nhu cu6n Xa héi suy thodi (NXB
Kobunsha) hay Chéng lai xu hudng gidn don (Best
Sellers) ctia tac gia Atsushi Miura, Nhiing ngudi tré
khong c6 nhu cdu mua sam (NXB Nikkei Publishing)
cua tac gia Yamaoka Taku, hay Nghién ciiu vé mot xa
hoi khong thich mua sam cha Matsuda Hisakazu...
Trong nhiing cuén sach nay, cé rit nhiéu quan diém
khéc nhau da dugc chi ra, tuy nhién déu nham dén
mot muyc tiéu chung la canh bdo thé hé tré dong
thoi thuc ddy tiéu dung & tdng 16p khach hang trén
20 tudi. Nhiing cudn sich nay dua ra kha nhiéu
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ludn diém khéc nhau vé tinh trang thd ¢ mua sim
hién nay, nhung hiu hét déu cho rang tinh trang nay
la do nén kinh t€14m vao khiing hoang do bong bong
da v&, su lan truyén rdéng rai ctia nhiéu hinh thic
tuyén dung nhén vién khéng chinh théng, nhiing bat
an vé tuong lai (vin dé tiét kiém, tich ly) hay sy sup
d6 ctia cau chuyén truyén thuyét vé thuong hiéu chi
khong ¢ cép nhiéu dén anh hudng ctia cong nghé s6
trong viéc trao d6i am nhac va hinh anh.

Hinh thitc ban hang qua dién thoai di dong
ting trudng nhé tac dong ciia cong nghé “nén”

Theo “Ban diéu tra thj truong thuong mai dién t”
cta B¢ Kinh té, quy mo thij truong B2C! da dat 6.890
ti yén, tang 76,1% trong vong ba nam, thj trudng hang
hoa ciing dat 2.933 ti yén, tang 71,5%.

Trang web ban hang tryc tuyén Rakuten dugc
thanh lap vao thang 5 ndm 1997 di phat trién mot cach
nhanh chéng, dén thang 12 nam 2009 mé& dugc 31.000
ctia hang, doanh s6 ban 1€ ting 20,6% so v6i ndm trudc
va dat muc 800 ti yén. Céng ty Amazon Japan bit dau
kinh doanh tai Nhat tii thdng 11 ndm 2000 ciing dan
phat trién danh muc mat hang ti sach va nhiing san
phdm nghe nhin dén d6 dién gia dung, quén 4o, hang
may mdc. Theo bdo cdo quyét todn ctia cOng ty me

! Business to Consumers : Tir doanh nghiép dén khach hang.
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tai My, dén thang 12 nam 2009, cong ty da dat muc
doanh thu x4p xi 300 ti yén. TU tinh hinh kinh doanh
ctia 30 cong ty c6 trang web kinh doanh nhiing mit
hang thdi trang, chiing ta dé dang nhan thdy dén ndm
2009, doanh s6 ban hang cia nhiing san phdm thudc
nhém hang may mac ciing da dat 300 ti yén.

Cung véi sy phat trién nhanh chdéng cta loai hinh
kinh doanh truc tuyén doanh thu ctia trang web kinh
doanh quén 4o tryc tuyén Zozo Town cua Cong ty
Start Today vao ky thang 3 ndm 2010 da ting dén 69%,
g4p gin tam l4n trong vong bén nam, dat miic 37,05 ti
yén, dy kién dén thang 3 ndm 2011 sé tang tiép khoang
50% dé€ dat muic 55,5 ti yén. Tuy khong c6 ky vong ting
trudng 4n tugng nhu Start Today nhung Stay Life ciing
da tang 9,4% va dat doanh thu 7,7 ti yén.

Thi truong kinh doanh qua thiét bi di dong cling
phét trién nhanh chdng, theo két qua “Piéu tra vé co
cdu thi truong ban hang qua dién thoai di dong” ctia
B Noi vy, quy m6 thi tridng dién thoai di ddng vao
nam 2008 da dat 868,9 ti yén, tang dén 5,1 14n trong
vong ndm nam. Néu chi giéi han trong hoat dong
budn ban hang héa thi cling dat miic 377 ti yén, tang
bay lan (Bang 7-2). Cong ty Branding da phat trién
thanh cong cic ting dung ban hang trén dién thoai
nhu Girls Walker hay Fashion Walker (co c4u lai tii
Tokyo Girls Collection) ciing dat mtic 10 ti yén tinh

dén ky thang 3 nam 2009. Mot SPA dya chu yéu vao
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hoat dong kinh doanh qua dién thoai di dong nhu
Cong ty DreamV ciing dat miic doanh s6 4,55 ti yén,
tang 56% vao thdng 9 nam 2009.

Nhiing trang web trén may tinh con dé hiéu,
nhung tif xua dén nay chua c6 ai tudng tugng dugc
rang cac san phim lai c6 thé dugc mua bén qua man
hinh dién thoai di dong bé xiu, khong thé nhin r6 va
ndm bt dugc nguyén liéu. Khi tdc d6 truyén di liéu
va cudc Internet dugc tinh theo goi cudc, véi nhiing
coupon mua héing ngay cang dugc st dung nhiéu dé
thu huat thi thj trudng kinh doanh qua céc thiét bi di
dong sé con ti€p tuc mdé rong nhanh chéng, ngudi
ta ngay cang nhin thdy su xuét hién cia mot thé hé
ky thudt s6 khong mdy quan tim dén chat lugng va
kiéu déng.
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Ca cdu thi trudng kinh doanh qua nén tang di dong

Tram triéu

yen |

9.000

Giao dich :I

Doanh thu

2003 2004 2005 2006 2007 2008 Nam

Cha thich:

1. Dich vu chinh 13 phiéu stt dung cac hoat déng, nhiing tour du lich, vé méy bay.

2. Giao dich dugc hiéu la chi phi ctia cac hoat ddng giao dich ching khoan, dau gia...
Ngudn: Téng hgp tir “Két qua diéu tra cg cdu thj trudng kinh doanh qua dién thoai di
dong” ctia B4 NGi vu.

Vidn héa tiéu ding dang suy thodi || 231



Khi gidi tré khong con hao hing véi xe hoi

Nédm 1990, s6 lugng 6 t6 mdi dugc ban ra tai Nhat
13 777.700 chiéc, sau d6, do anh hudng ctia suy thoai
kinh t€ va ct s6c Lehman, con s nay giam déu din va
dén ndm 2009 chi con 460.900 chiéc, con 60% so vGi
thaoi ky dinh cao.

Suy thodi kinh té€ gép mét phan khéng nhé nhung
viéc gidi tré khong con mdy mdn ma véi xe hoi méi
la nguyén nhén 16n nhét khién ti 1¢ sé hiiu xe 6 ngusi
tré (do tudi ti 18 dén 29) so véi téng s6 ngudi s& hitu
da giam tli 20% vao ndm 1993 xudng con 7%, chi con
1/3 theo bang diéu tra thi trudng xe hoi § Nhit, ti 1é
s& hitu xe hoi trong gidi tré cling giam tit 64,4% nam
1993 xudng con 54,1% vao nam 2005. Ngoai ra, ti 1&
s6 hitu xe hoi ctia d6 tudi tit 25 dén 29 ciing gidm 14,9
diém xudng con 49,2%. Theo bao cdo “Khéo sat qudc
gia vé tiéu dung’, chi tiéu ctia nam gidi d6 tudi tit 20
dén 30 danh cho viéc mua xe hoi ciing gidm manh tit
3,6% vao nam 1984 xudng con 0,5% vao nam 2004.

Khong chi tilé s& hitu xe hoi trong gii tré gidm ma
phén 16n moi ngudi déu chuyén sang nhiing chiéc xe
c6 tinh kinh t& nho gon hon, ching han nhu minivan.
Ngoai ra, nhiing ngudi tré tudi hién tai cha trong dén
nhiing nhu yéu phdm nhiéu hon chi khéng méy ban
tim dén nhiing dong xe thé thao hay ki€u cach, khién
thi trudng ngay mot thu hep. Theo diéu tra thi trudng
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ctia Honda, thi truong xe thé thao ban dugc khoang
400.000 chiéc vao nam 1995 dén ndm 2009 chi con
ban dugc 60.000 chiéc.

Trong béi canh do, thu nhap clia nhiing nguoi tré
ngay cang giam do nhiing loai hinh tuyén dung khong
chinh thic ngay mét mé& rong. Su phan héa mébi luc
mot ré va phi bao hiém 6 t6 ngay cang cao ciing khién
mot phan khong nho thanh nién Nhét chuyén hudng
chi tiéu sang nhiing thiét bi dién ti nhu méy tinh hay
dién thoai. Tuy nhién, nguyén nhéin chinh dan dén
tinh trang nay 13 do nhiing ngudi tré khong con cam
gidc hao hing véi viéc 1di xe nifa.

Dén tidn nhiing ndm 1980, gidi tré van con rét
thich thd va hao hiing v6i nhiing hoat dong thé thao
ngoai tri va 1ai xe cing beé ban, tdn hudng tudi tré véi
nhiing van dong co thé. Nhiing ngudi thich 6 t6 cam
thdy phén khich v6i 4m thanh dy hao hing va tiéng
dong co tdo bao clia nhiing chiéc Weber hay Solex,
thich sy run rdy cta thin nhom va nhiing cu trugt
kich thich ca nam gidc quan. Nhiing cudc dua khong
chuyén & dia phuong chinh la noi dé nhiing nguoi
tré ddy dam mé ra mat véi muc tiéu tré thanh nhiing
tay dua chuyén nghiép. Budng 14i ctia chiéc xe hoi la
khong gian khong thé thiéu ctia nhiing budi hen ho,
va nhiing chiéc xe cling la mot thit khong thé thiéu dé
ghi diém v6i cdc c6 gdi. Nén vin hoa tré d6 khong biét
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da mét di ti bao gig, vi nhiing tdc dong ciia mét nén
coéng nghé s, gidi tré ngay nay dan xa rd&i véi nhiing
hoat dong ngoai tréi ma tim vé khong gian doc 1ap ca
nhén ciing v6i nhiing chiéc tai nghe.
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Chuong 2

Nudc Nhat suy thoai

~ 2 3 2, . ~ pY S

Nhat Ban dang dan trg thanh mét truong mam non
r o

khong o

Suy thodi ngay nay khong con 1a cdm gidc nita. Thanh
nién Nhat Ban hién tai dang bi thut Itii nghiém trong
ca vé tri tué va su cau tién, din tach roi khoi mot chau
A v6i nhiéu nuéc dang phét trién va danh nhiéu sy
quan tim cho gido duc va sy cdu thi.

Ti 1é hoc 1én dai hoc tai Nhéat chi dat 53%, bi Han
Quodc (ti 1¢ nay dat 84%) bo rat xa. Rit nhiéu nha
nghién ctiu cling di chi ra ring trinh 4 cta sinh vién
dai hoc Nhit ciing thdp hon Han Quéc. Ngay ca &
nhiing trudng dai hoc cong lap, s6 lugng sinh vién
khong thé viét bao cdo ciing taing dén chong mdt. Tu
d6 c6 thé nhin ra mét bang chung cta nén gido duc
dai hoc lac nay.

Nhin vao s6 lugng du hoc sinh sang My hoc, d¢n
nam 1997 Nhit Ban vin din ddu khu vuc chiu A,
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nhung dén nim 1998 Trung Qudc d4 vuon 1én, dén
nim 2000 13 An D va nam 2001 1a Han Quéc va by
gi6 Dai Loan c6 1€ cling sdp vugt qua Nhit Ban. Xét
vé trinh d6 hoc vin ctia cic du hoc sinh, ti1é sinh vién
sang My hoc 1én cao hoc ctia An D va Trung Quéc
chiém 70%, Dai Loan la khoang 60%, Han Quéc 1a
gan 40%, trong khi Nhét Ban dung lai § 20% (Bang
8-1). C6 th€ ndi, nén gido duc Nhat Ban dang bi tut lai
$0 v6i cac qudc gia chau A khic ca vé lugng va chit.

Cling v6i su suy gidm nghiém trong clia nén gido
duc dai hoc, mét bang kién thic, von tit ving cta hoc
sinh va nhéin vién cong s& ciing dang gidm nhanh
chong. Ngudi tré ngay nay phu thudc qua nhiéu vao
cac thiét bi dién ti nhu may tinh hay dién thoai dé
doc hay viét van, nhiing cudc néi chuyén hay email
ctia ho gi¢ cling roi vao tinh trang han hep von tu
va lam dung céc biéu tugng cam xuc khién kién thiic
ciing nhu von tli viing giam tram trong.

Du nhiéu thanh vién trong Hiép hoi Gido vién
Nhat Béan cho rang nguyén nhan khién kién thtc va
vOn ti clia giGi tré suy gidm nghiém trong ndm & nén
gido duc, nhung cé khong it ngusi cho ring ly do
chinh ndm & viéc sau giai doan bung né dan s6, tdc
do gia ting dan s6 gidm manh khién sy canh tranh
khong con gay gét, viéc hoc tap bi lang quén, cha me
va thdy c6 cling danh qud nhiéu sy kién nhin cho
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hoc sinh con cic doanh nghiép thi dudng nhu qua dé
dai v6i thé hé treé.

Van dé 1a & chd, chinh vi nhiing nguoi tré tudi
tridng thanh ti nén gido duc nhu vay khi budc ra
x4 hoi va tham gia vao hoat dong tiéu dung da khién
xa hoi cling nhu vdn héa tiéu dung bi tri tré. Néu
16p thanh nién ngay nay budc vao xa hoi, vao doanh
nghiép trong tinh trang khong c6 ddy du kién thiic
can thiét trong cong viéc, khong thé lam dugc viéc
nhung lai tiép tuc dugc cic cong ty khoan dung sé
khién chat lugng va t6c d cong viéc bi anh hudng
lam cho hiéu qua kinh doanh ctia cong ty giam stt.
biéu d6 ciing bdi ngay nay, rit nhiéu ngudgi cho ring,
viéc tuyén dung nhiing nhan vién khong dt ning lyc
va thiéu sy nhiét tinh 14 trdch nhiém ctia cép trén. Vi
véy, nhiing ngudi tré tudi yéu dudi khong c6 niém tin
vao kién thtc, ky nang va kha nang d6i nhin xi thé
ctia minh dé gip kho khin va khong thé cdng hién
dugc nhiéu cho cong viéc khién cip trén phai chi bao
tiing chit mét nhu trong trudng mau gido. Do do,
cac doanh nghiép Nhat kho c6 thé canh tranh véi cac
cong ty ctia chau Au, My va tham chi 13 ca chau A, noi
san sang loai bé mot nhén vién tré thiéu ning lyc lam
anh hudng dén hoat dong cta t6 chic.
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Nguén: Tt s6 liéu trong cudn Open Doors 2009 cia Hiép héi Gido duc Qudc té.
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Rat nhiéu nguoi chi ra rdng, vi nhiing ngudi tré
- tudi khong thdy dugc trién vong tuoi sang vé xa hoi
ciing nhu tuong lai cia ban than nén ho khéng mudn
tiéu dung. Theo “Nghién ctiu vé nhiing Iya chon trong
doi song” ctia Noi cac vao nam 1996 véi nhiing ngudi
thudc nhém tudi tit 20 dén 30, ti 1¢ nhiing ngudi tré
“c6 niém tin vao tuong lai tuoi sang sau khi vé gia”
& nam gidi 13 16,7%, dén ndm 2008 giam xudng con
11,9%. Con s6 nay & nii gi6i cling gidm tif 22,2% nam
1996 xuéng con 10,9% nam 2008. S6 liéu ti “Bang
diéu tra v€ tiéu dung toan qudc” ctia Cuc Thong ké
thudc Bo Noi vu cling chi ra ring tii nim 1984 dén
ndm 2004, xu huéng tiéu dung ctia nam gidi da giam
9,3 diém, nii gidi cling giam 8,2 diém.

Trong tic phim “Bifa tiéc am dam” cua tic gid
Hayashi Mariko (Cong ty béo chi Mainichi) cho thdy
hién trang nhiéu ngudi tré hién nay khong con y chi
vion lén dé c6 mot cudc sdng t6t hon. Thu nhap gidm
trg thanh mot 18 ty nhién va thay vi c6 ging phin ddu
thi ho lai hoc cach tan hudng va chdp nhén cudc séng
viia phai d6. Mot cudc khao sat ctia Vién Nghién ctiu
Thanh Thiéu nién Nhat Ban ciing chi ra rang nhiing
hoc sinh cdp ba & Nhét thiéu tinh than ciu tién hon
hén hoc sinh & Trung Qudc, Han Quéc hay My. Béo
céo cling cho thdy ti 1¢ nhiing ngudi cé suy nghi: “Toi
khong mudén 1am nhiing viéc 16n lao” hay “T6i khong
muén c6 ging qui ma chi muén chim rai tan hudng

cudc song thé nay thoi” ngay mot tang.
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Trong khi thé hé trén 40, ddc biét 1a nhiing ngudi
do tudi 40 dén trén 50 da trai qua thdi ky bong bong
van con nhén thic rét ro vé€ nhiing san phdm cé tinh
ndng va chat lugng cao, nhiing ngudi tré thuéc nhém
tudi trén 20 sinh sau thoi ky bung né dan s6 lai khong
mdy dé tam dén chit lugng va do hoan thién ctia san
phdm ma chi quan tdm dén gid ré va nhiing lya chon
kinh t& nhat. Su suy thodi ctia nhiing hoat dong tiéu
dung chic chin ciing sé ddy nhanh t6c d gidm phat
va thu hep thi truong.

Khi thi trudng chiu tdc dong 16n béi xu hudng quay
lung lai v6i sy tang trudng va dit tiéu chi gia ré 1én
trén chit lugng va tinh hoan thién cta san phim thi
canh tranh sé ddn mét di, x4 hoi sé bi nhiing nguai tré
chi thich chay trén hién thuc kéo chan din dén viéc
ca nhiing doanh nghiép va nén kinh té€ déu danh mat
tinh linh hoat. Cung véi sy suy thodi trong bo phén
thé hé tré, xa hoi ctia ngudi 16n ciing dang vidng vao
vong xody tri tré bgi sy nhin nai qua mdc.

Ngay ¢ nhiing nudéc c6 tiéu chudn gido duc khat
khe nhu Han Qudc va Trung Qudc thi ti 1é that
nghiép cao & d6 tudi thanh nién ciing la mét van dé
x4 hoi nhiic nhéi. Ly do la bai ca doanh nghiép va
toan xa hoi déu phai phat trién dé d6i dién véi canh
tranh toan ciu nén khong thé d€ nhiing ngudi con
thiéu kinh nghiém, khong dt kha ning lam viéc
anh hudng dén xa hoi. Trong khi d6, tai Nhat Ban,
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cac doanh nghiép va ca xa hoi dang tré thanh nhiing
trudng mdm non chiéu chudng thé hé tré khién ning
lyc canh tranh qudc t€ sut gidm nghiém trong. Néu
quay lung lai véi sy canh tranh, ching ta sé dan ddnh
mat tham vong. Néu 16p thanh nién ngay nay cd mai
khong chju truéng thanh va ngéy tho r6i mong mudn
ca cong ty va xa hoi i ach theo tdc d6 clia minh thi két
qua sé la dat nudc ching ta tri tré, tut hau lai so véi
nhiing nudc khéc & khu vic chau A.

Su suy thoai trong bd phén gidi tré sé khién cic
doanh nghiép suy yéu, tiéu dung sut giam, xa hoi tré
thanh mét trudng mam non va dan hity hoai dit nude.
D€ ngin chin vién canh mot xa hoi Nhat Ban nhu
thé, chiing ta khong con cach nao khic ngoai viéc day
thanh nién Nhét vao cudc canh tranh v6i nhiing thanh
nién chéu A dang bit kip véi t6c do phét trién cda
thoi dai.

Trong thoi budi toan cidu héa nhanh chéng nhu
hién nay, nguoi lao dong budc phai canh tranh trén
thi trudng quoc t€ thong qua canh tranh gitia san
phim va doanh nghiép. Do d6, du mudn hay khong
thi 16p thanh nién dang suy thodi ctia Nhit ciing sé
phai d6i dau tryc dién véi nhiing thanh nién & cac
quéc gia khac. Toi thdm chi con khong du can dam
dé kham pha cau tra 16i xem liéu rang diéu dé sé ddy
nhiing ngudi tré ctia ching ta vao vién canh tiéu cuc
ctia sy nghéo khé va kinh t€ suy gidm, khién d4t nuéc
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lam vao vong xody khiing hoang ca vé kinh t& va xa
hoi hay sé danh thtc 16p tré khoi nhiing 16i mon hién
tai, € ho c6 thé d6i mit v6i nhiing canh tranh va hoi
sinh nén kinh t€ va xa hoi Nhat Ban.

Céac nudc chau A dang dan dudi kip Nhat Ban

Sau “20 ndm khing hoang”, nuéc Nhat vén chiu énh
hudng nghiém trong ctia ci s6c Lehman da dan bi
nhiing nudc dang phat trién & chau A bit kip. Khong,
n6i chinh xdc thi ching ta da bi vugt qua. Cé vé nhu
Nhat Ban vin dang 12 niéc diing dau chau A vé GDP
binh quén va ti gid hoéi dodi (xét theo nhiing tiéu chi
do thi Singapore ciing dang d4n vugt qua), trong khi
dé Han Quoéc va Trung Quoc da vugt qua Nhat vé
tiém lyc kinh t€ va miic s6ng & nhiing khu d6 thi.

V6i t6c do tang trudng kinh t€ 11,9% vao nam
2009, dén nim 2010, GDP ctia Trung Qudc da vugt
qua Nhét va tré thanh nudc c6 nén kinh té€ xép thd
hai thé gidi, ngay sau My. Lugng xe hoi méi ban ra &
nudéc nay vao nam 2009 ciing tang 45%, dat 13 triéu
640 nghin chiéc, vugt My tré thanh thi trudng 6 t6
16n nhit thé gidi (Bang 8-2).

V6i tu cach 1a cong trudng ctia thé gidi, Trung Quoc
van tiép tuc thu vé rit nhiéu ngoai té&. Nam 2009, theo
bang xép hang doanh s§ ban hang ctia tap chi Fortune,

Trung Quéc c6 dén 37 cong ty, ti€p theo 1a My, Nhit,
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Phap, Dic... Cac cong ty Trung Qudc ciing dang c6
xu hudng mua lai cic cong ty ctia Nhit Ban d€ thau
tom ki thuat va thi trudng, chang han nhu thuong vu
Cong ty Thiét bi dién T6 Ninh d4u tu vao Laox, BYD
Auto mua lai Ogihara hay Céng ty Son Péng Nhu Y
mua lai Renown.

Tai cac Vﬁng d6 thi ven bién ¢ Trung Qudc, s6
lugng ngudi thudc ting 16p giau c6 dang ting lén
nhanh chéng. S6 nguoi c6 thu nhap mét ndm trén
250 nghin té (khoang 3,35 triéu yén) trd 1én vao nim
2009 da dat hon 8,7 triéu ngudi (tuy méi chi chiém
0,7% dan s6), s6 ngudi ¢ thu nhip trén 10 triéu té
(khoang 130 triéu yén) ciing d4 ting 6,1% so v6i nam
trudc, dat 875 nghin ngusi. Trong boi canh cé sy
chénh léch vé kinh t€ gitia khu vuyc thanh thi va néng
thon cling nhu khoang cach gitta ngudi giau va ngudi
nghéo ngay cang m& rong thi nén kinh t€ ciing c6
nhiing budc nhay vot. Vao nam 2008, nhiing gia dinh
c6 thu nhap trén 10 nghin USD méi chi diing & con s6
12,7%, tuy nhién, rt nhiéu ngusi dy dodn rang dén
ndm 2020, con s nay sé chiém da so6.
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CELL I T6c d6 phat trién chéng mét cia thi trudng Trung Quéc
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Nguén: “Nién gidm thong ké Trung Quéc’, “Tom tat dit fiéu théng ké Trung Quéc” va dir

lidu khdo sat clia Hiép hoi cac nha san xuét 6 t6 Nhat Ban.
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Nhiing du khach Trung Quéc mudén sang Nhat du
lich sé phai chi trung binh khoang 20.000 t¢, ttc la
khoang 260.000 yén (chinh pha Nhit tling giéi han
chi cép visa du lich cho nhiing c4 nhén cé thu nhp
moét ndm tli 250.000 té trd 1én, tuy nhién dén thang
7 nam 2010 d4 md rong ra cho ca nhiing doi tugng
trung luu). Pudng phd cé rit nhiéu nhiing chiéc
xe cao cip (mic du muc thué va chi phi gidy phép
cho ciing mdt chiéc xe tai Trung Qudc lai gdp ba lan
Nhat), nhiing clia hang bach héa va trung tam thuong
mai tran ngdp cac thuong hiéu toan ciu (mac du mic
thué cho cling mét san phdm cao hon khoang trén
20% tai Nhat). Tt tdt ca nhiing yéu t6 do, c6 vé nhu
ti “m6i n6i” khong con phti hgp véi nhiing khu dé thi
ven bién nay nita, ma phai goi 1a “phat trién”. Nhiing
noi dang phat trién manh mé véi nhiing hoi chg thé
gi6i nhu Thugng Hai dang am thdm vigt qua mot
Tokyo vé6i nén kinh té bong bong.

Vao ndm 1997, khi toan chau A d&i mit véi khiing
hoang tién té, nhiing céng ty Han Qudc di nhanh
chéng loai bé nhiing ngusi yéu, tap trung dau tu cho
nhiing c4 nhan c6 tiém nang nén da nhanh chéng bit
kip véi toc do toan cdu hoa. O linh vuc dién tt, Han
Quéc c6 cong ty Samsung va LG Electronics, 6 linh
vuc xe hdi ciing ¢6 cong ty Huyndai dang gét hai dugc
nhiéu thanh cong ci & nhiing thi trudng chau A va Au
My, ddy cac doanh nghi¢p ctia Nhat vao thé phong thi.
Diéu da ti€p thém stc manh cho cac doanh nghiép
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Han Qudc chinh 1a sy mdt gid cha dong won ciing
nhu nhiing chinh sach hé trg ctia chinh pht, ngoai ra
con c6 mot thé hé thanh nién ddy tham vong dé ton
tai trong moi trudng canh tranh gay gt v6i méi quan
hé cing thing véi Bic Triéu Tién cung véi mét tiéu
chuén gido duc xuét sic (chi tiéu trung binh ctia cac
gia dinh Han Qudc danh cho gido duc gdp dén 3,4 1an
Nhit Ban).

Nhat da bi dudi kip ¢4 trong linh vuc
ctia hang hach hoa va kinh doanh thdi trang

Tai Nhét, cac clia hang bach héa dang roi vao khiing
hoang ciing tap trung chuyén huéng sang ba doanh
nghiép hang d4u ctia Han Quéc (Lotte, Huyndai va
Shisegae) va dat dugc hiéu qua budc dau. Nhiing cong
ty nay phuy thudc vao cing mét hinh thtic nhu nhiing
ctia hang bach hoéa cta Nhit (thué dia diém kinh
doanh) nhung kiém dugc lgi nhudn bang khoang
10% doanh thu. Khi bat ddu c6 dugc 1gi nhuin, cic
chudi ctia hang tap héa 16n bat d4u tién vao thi trudng
Trung Qudc, dién hinh la Lotte sau khi da c6 clia hang
& Moscow vao nam 2007 d4 md ctia hang thi hai &
nudc ngoai vao thang 7 ndm 2008, két hgp véi cong
ty Wangfujing tai Bic Kinh. Dén nim 2011, cong
ty dy dinh s&é mot minh bd von d€ mé clia hang &
Thién Tan, dy kién trong vong ndm ndm sé mg dugc
10 ctia hang.
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Tai thi trudng Trung Qudc, cic clia hang bach
héa c6 von kinh doanh ctia Nhat v6i nhiing thuong
hiéu dén ti Nhit Ban ludn rit phd bién, tuy nhién tai
Hong Kong va Malaysia, cong ty da gép phai rat nhiéu
su canh tranh ti nhiing doanh nghiép dia phuong va
tdt nhién 13 phai git thé phong ngu. So sdnh nhiing
ctia hang tap hda clia cic nudc khéc trong khu vuc
chau A véi nhiing thuong hiéu toan ciu dén tit My,
Hong Kong, Han Quéc, Nhét Ban va ca nudc sé tai,
ddc biét la nhiing mat hang my phdm thi nhiing ctia
hang bach héa c6 vén dau tu ctia Nhat dang khong
da tiém luc d€ chuyén sang kinh doanh chi nhiing
thuong hiéu ctia Nhat. Mot ctia hang Isetan 6 Thugng
Hai vilia tdi co cdu so v6i Parkson clia Malaysia thi
khong khac gi mét toa nha b hoang.

Khoang 4.000 dén 5.000 ctia hang tap hoéa ctia
Trung Quéc dugc danh gia la cé miic tang trudng
déu ddn gan 20% mot ndm tuy nhién néu xét vé quy
mo doanh thu va dién tich bdn hang thi Nhét lai dang
chiém uu thé véi 14 trén tong s6 28 cong ty da c6
trén 421 clia hang, trung binh médi ctia hang mang lai
doanh thu khodng 6,1 ti yén (Bang 8-3). Doanh thu
binh quén ctia 12 cong ty niém yét trén thi trudng
chiing khodn ciing chi dat 550 nghin yén, chi bang
1/6 cta Nhét (ndm 2009 cac cong ty Nhat dat binh
quén 3,28 triéu yén). Ba ctia hang ctia Isetan dit tai
Trung Qudc ciing c6 hiéu suit kinh doanh thdp hon
mat bdng chung, chi dat 726 nghin yén.
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Mic du hiéu quad kinh doanh thip va bién lgi
nhuén ciing chi dat 20%, thip hon Nhit Ban nhung
cac chudi bach héa I6n ctia Han Qudc dat 1gi nhudn
hoat dong khoang 10%. Diéu quan trong nhét véi ho
ldc nay 13 mé6 rong pham vi kinh doanh dong thoi tim
cdch gidm chi phi van hanh. Nhiing ctia hang bach
héa Nhat van con gin b6 v6i nhiing loai hinh ctia
hang chi biét h6 khau hiéu va tri hoén viéc tdi co cdu
c6 muc chi phi hoat dong cao nén hoc hoi thém tu
chudi ctia hang bach héa Han Quéc.

Ngay ca trong linh vuc thdi trang, cac cong ty Han
Qudc ciing dang ting t6c d€ bat kip véi téc do phat
trién ctia khu vyc chau A, véi nhiing thuong hiéu
c6 thiét ké bat mat va chién lugc mé ctia hang tryc
tiép, ching han nhu nhiing né lyc ting trudng cta
cong ty E-Land. Ngay ca trong chién lugc xay dung
thuong hiéu va ban hang thi cac thuong hiéu tri tré
ctia Nhit cling dang mit din ning lyc canh tranh.
Trong khi nhiing viing d6 thi ven bién dang phat trién
ctia Trung Qudc va cd Han Qudc déu tip trung vao
phong cach thdi trang mang hoi huéng phuong Tay
thi phong cach “dé thuong” ctia cic thuong hiéu Nhat
chi phtt hgp v6i mét bo phin gidi tré & Nhit. Phong
cach tu nhién phd bién & Nhat cling bi cho la qua
“tam thuong”.

Khi sy khac biét ngay mot 16n thi tai thi trudng
dang phat trién nhu Trung Qudc, phong cich thoi
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trang ngay mot trd nén chiing chac hon, con nhiing
thuong hiéu ti Nhat mang ddm diu 4n dia phuong
hay vé “dé thuong” khong con dugc ua chudng niia.
Nhiing thuong hi¢u hién nhan dugc su tng hd chi
con mot phan ctia nhém san phdm danh cho gioi tré
cta thuong hiéu Shibuyal09, thuong hiéu di lam
mua lam gié ti nhiing ndm 1980 ctia thé ky trudc, la
c6 dugc sy phat trién tuong tu v6i nhiing thuong hiéu
Trung Quoc.
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S:CLC I Doanh thu clia mét s6 chudi cifta hang tap héa I6n tai
2B Trung Quéc (ndm 2009)

Tén cong ty thlzlo(at:igu T::g;::::':lg S8 citahang q:;: :ll"e:lh:l:::L
NDT) hang (triéu yén)
Dashang Group 70.536 112,8% 160 ctia hang 6.172
New World Dept Store China 15.000 101,4% 34 clfa hang 6.176
Changchun Ouya Group 13471 111,0% 30 clia hang 6.286
Beijing Wangfujing 13.270 110,6% 19 clta hang 9.778
Parkson 12370 115,7% 44 clia hang 3.936
Shenzhen Rainbow Mall 11.620 122,7% 37 cllahang 4397
Golden Eagle 9.360 133,9% 17 cliahang 7.708
Intimex 7.587 134,9% 22 clfa hang 4.829
Beijing New Yansha Mall 6.910 112,4% 10 clfa hang 9.674
Guangzhou Grandbuy 6.437 109,7% 19 cifa hang 47483
Xinglong Store 6.392 116,6% 15 cliahang 5.966
Nanjing Central Mall 4.500 118,4% 7 clfa hang 9.000
Guangzhou Friendship 3.200 106,7% 4 lia hang 11.200
Beijing Cuiwei Group 3.112 1M11,7% 3 clfa hang 14.523
Téng cng 183.765 113,9% | 421 ciia hang 6.111

Chd thich: Doanh thu binh quan trén mot clfa hang tinh theo ti gid 1 té = 14 yén.
Nguén: Dit liéu khdo sat ca Hiép hoi Thuong mai va Xuc tién thuong mai Trung Quéc.
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Mot Nhat Ban phét trién tri tré dang din bi céc
nuéc khac trong khu vuc chau A bét kip, vugt qua
va bo lai phia sau trong cac linh vuc nhu phat trién
kinh t€, chién Iugc ctia cac cong ty, stic sdng ctia xa
hoi, kién thiic va khat vong cta nhiing ngudi tré, stic
sdng ctia nganh ban 1 va sy phat trién ctia nganh thoi
trang... Liéu t0i c6 phai 1a ngudi duy nhét cho rang
tinh trang hién nay 13 do xa hdi d4 qué khoan dung va
nhén nai v6i mét bo phan gidi tré dang dan suy thoai
hay khong?

2 r3 ¢ 4
Cac thuong hiéu Nhat Ban dang dan mat cho dimg

Céc thuong hiéu thoi trang & Au My, Hong Kong,
Thugng Hai va Seoul ¢6 bén diém khic nhau co ban
v6i nhiing thuong hiéu Nhit Ban. Mét 1a viéc phan
phéi cac san phdm dén tay ngudi tiéu dung, thi hai
la viéc st dung nhiing cong ty san xudt phu tung, ba
la xdy dyng ctia hang d€ thu hut khach hang va cudi
cung la viéc d6ng nhit danh muc nhé ma QR

O My va chau Au ciing nhu chau A, thuong hiéu
luén “ty san xudt theo diing khai niém ma cong ty da

' QR code (M3 QR - ma phan héi nhanh): viét tdt cia t& Quick
Response. Ld mét phuong phép dung dé gii thiéu nhanh nhiing
mit hang ban chay hodc danh muc nhiing sdn phdm. Ma nay dugc
coi la ma vach thé hé mdi, dugc doc bang mot may doc mé hodc trén
dién thoai thong minh cé chiic néng chup anh véi ting dung chuyén
dé quét nira.
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dé ra, phat trién mot cach hé thdng, cé nhan hiéu ro
rang va bang phuong phap doc quyén thuong hiéu
(cong ty)”. Tuy nhién, cac thuong hiéu cia Nhat thi
hoan toan khong chu y dén viéc ty san xudt va phat
trién theo ding khai niém, khong c6 sy dic trung va
lam dung céac cong ty san xuit phu trg (day c6 dugc
xem 13 linh hoat?), vé kién tric cc clia hang cling
khong c6 diém nhédn (phu thudc khd nhiéu vao sy
sang sudt ctia doi ngii lanh dao), nhin chung la hoan
toan khong thdy nhiing nét riéng ctia thuong hiéu.
Viéc st dung ma QR cho nhiing dong san phdm bén
chay khong chi d€ tranh viéc nhiing thuong hiéu dang
dan mat ch6 diing khdng bién mit hoan toan ma con
gop phén tranh cho thuong hiéu thay déi hoan toan
so v6i hinh dnh da dugc xdy dyng ban dau.

D6i véi nhiing thuong hiéu thé hién rd nét dic
tring ctia Au My hay chau A, viéc st dung nhiing
cong ty san xudt phu trg bén ngoai hay ma QR ngoai
yéu t6 gitp ddy nhanh t6c d¢ thi khong con y nghia
gi khac. Rét nhiéu ngudi cho ring ngan can viéc trién
khai phan phéi hang héa theo dung ké hoach cta
cong ty la mot di€u cdm ky nhung d6i khi khong thé
khoéng lam. Ciing c6 nhiéu y kién dé xuat: “Thay vi st
dung nhiing tiéu xao dé kiém lgi nhudn thi chung ta
nén theo dudi ké hoach dinh dang thuong hiéu triét
dé hon”. Déy ciing 13 quy tac chung trong viéc dinh
dang thuong hiéu & ca phuang Tay ciing nhu chau A.
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Hién nay, nhiéu ngudi nghi ngd rang nganh cong
nghiép may miéc vi chay theo nhiing diéu nho nhit
ma danh maét ban chat cta thuong hiéu nén dang ket
trong mét chiéc chai khong c6 dau ra. Nhit la sau
khi viéc ban hang bi anh hudng béi cu séc Lehman
thi nguoi ta cang thém nghi ngd rang cic cong ty da
d€16 ra khiém khuyét ctia minh. Khi nha xudéng cta
céc cong ty dan dugc chuyén sang chéau A, viéc lap
ké hoach va phat trién tré nén xa cach hon véi tinh
hinh san xuit, viéc phuc vy khach hang tai ctia hang
cting nho giot chi khéng thé theo hé théng dugc. Do
do, cac thuong hiéu ddn mét tinh canh tranh trén thi
trudong qudc té.

Trao luu tit bd thi truong ndi dia dang roi vao
suy thodi nghiém trong d€ md réng ra céc thi trudng
chiu A dang rit néng. Tuy viy, nhiing thuiong hiéu
Nhit Ban hién rat khoé canh tranh vé6i nhiing SPA
mang phong cach Han Quéc, ma thdm chi ca nhiing
nha may trudc day tiing san xudt cho cic thuong hiéu
phuong tay, biét 16 vé quy trinh san xuét cta ho. It
ngudi cho rang Nhat Ban cé kha nang chién thing &
thi trudng chau A.

Ching ta chi c6 thé bat kip véi t6c do phat trién
clia thi trudng chau A dong thoi ngéan can sy suy thodi
ctia thi trudng Nhit biang viéc bo qua nhiing chién
lugc nho nhit nhu QR hay ay thac san xudt cho cac
cong ty phu trg ma danh toan bd tai lvc d€ dau tu cho
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cong nghé san xuat va phat trién san phdm, quay vé
dang hudng cta viéc dinh dang thuong hiéu.

Bién phap hai chiéu dé san bang
nhiing khéc biét trén toan cau

Nhiéu ngudi cho rang chiing ta khong thé ngin chin
dugc sy suy thodi ctia thi trudng trong nudc khi ma
chit lugng va gid ca dugc tiéu chuidn hda theo dung
tiéu chudn qudc t€. Diéu ching ta cin 1am lic nay la
phai nhin théng vao thuc t€ va cé nhiing d6i sach phu
hop dé€ giai quyét van dé ti ca hai cyc. Mot mit, ching
ta nén xdy dyng chién lugc gia ré d€ thu hut lai thi
trudng chi chét von dang bi suy thodi trong thoi dai
cong nghé s6 (chu yéu la nhiing ngudi thuéc nhoém
tudi tit 30 dén 40). Mit khéc, cac cong ty ciing nén
nghi dén viéc xay dung nhiing san phdm b6 sung gia
tri gia ting d€ gianh lai thi truong ngach gém nhiing
ngusi thudc thé hé analog ton ths yéu t§ chit lugng
(chti yéu la nhiing ngudi trén 40).

Néu nhim dén muc tiéu 13 nhém khich hang
dau tién, ching ta cin phai bd qua phuong phap
marketing theo nhém (y tudng vé viéc ban cai gi,
cho ai) va chuyén sang phuong phip mii tén vang
(tap trung vao mot d6i tugng chinh va phiét trién san
phdm c6 thé manh nhit), mé rong d6i tugng khach
hang v6i mic gid phai chang va chét lugng theo tiéu
chuin toan cdu. Nhan thdy ring “Thé hé ky thuat s6
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ngay nay da khong con min ma véi viéc tiéu ding
nhu xua’, cdc cong ty d4n tli bo nhiing san phidm chit
lugng cao, nhiéu tinh ning d€ chuyén sang nhiing san
phim gia ré, c6 t6c d6 tiéu thy nhanh, va thuc hién
mot cudc cach mang v€ gid va lugng hang tiéu thu
trén thi trudng.

Néu nhidm dén d6i tugng khéach hang thd hai, cac
cong ty khong thé khong dung gia tri gia ting d€ thu
hut thé hé analog v6n bi dm anh bdi ciu chuyén chit
lugng. Tuy nhién, nhém d6i tugng nay khdéng con
nhiéu, s thich va phong cach séng lai rit khac déi
tugng tré von dang chiém da s6 nén chung ta cin
nhén thic rd rang rang déy chi la thi trudng ngach.
Chung ta can bam sat gid tri quan, phong cich séng
ctia khach hang va tim hiéu triét d€ nhu cdu vé chit
lugng, tinh nang va ki€éu ddng ma khach hang mong
muodn, dong thoi theo sit ca qué trinh san xuit véi
mo hinh theo chiéu ngang d€ dé dang quan ly nhiing
gid tri gia ting dugc thém vao san phdm. Pay chinh
1a chién lugc @€ ching ta thu dugc 1gi nhuén cao véi
muc gid va gid tri gia tang dau cho thi trudng c6 nho.

Du ¢6 lya chon d6i séch nao di ching niia thi dé
sinh ton, cic cdng ty ciing khong thé 1o 1a viéc nghién
clu va phat trién san phdm, quan ly chit lugng va
thudng xuyén theo sit bd phin san xudt. Du viéc
san xuit c6 dugc chuyén vé nhiing nudc dang phat
trién va chi phi dugc kiém soét theo mit béng chung,
cac cong ty van nén dam béo chit lugng va gié tri
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thuong hiéu bang viéc cit nhiing nhém chuyén gia
dén hién truong san xudt giéng nhu Uniglo dang
lam. Cong ty git hai dugc nhiéu thanh cong tai Trung
Quéc E-Land va cong ty may mac ddu tién md rong
thi truong ra nuéc ngoai (thudc tip doan Samsung)
déu c6 nhén vién bd phin quan ly sin xuit d€ mang
lai san phdm c6 gid tri t6i vu nhAt.

Hién tai, Toyota cling dang vét 1on véi quy trinh
quén ly san phdm sau khi vita phén chia thi trudng
va cung ting san phdm phi hgp ciing nhu d6i phé véi
chi phi phat sinh trong qud trinh san xuit. Trong khi
dé, hang dién t& Samsung c6 doanh thu tai thi trudng
nude ngoai chiém dén 87% t6ng doanh thu da thiét
lap san mot hé thong quan ly chét lugng phit hop véi
yéu cdu cta thi trudng va chi phi. D€ tré thanh mot
thuong hiéu toan ciu, viéc c6 mot co ché dam béo
chét lugng san phdm ngay ca khi cat gidm chi phi la
mot diéu v6 cung quan trong.

M0 hinh kinh doanh thay d6i nguyén liéu gitia thi
truong cac nudc tién ti€én va thi truong cac nuéc méi
phat trién v6i cing mot thiét ké d€ cat gidm chi phi
nhu Samsung c6 1€ ciing sé thanh cong d6i véi nganh
may mdc. Du vin con nhiéu ngudi nghi ngd vé tinh
hiéu qua ctia bién phéap nay véi nhiing viing dugc cho
14 phat trién véi téc d6 chong mit nhu cac do thi ven
bién & Trung Qudc nhung dy vin dugc xem la cich
lam thiét thyc nhit d6i véi nhiing nudc thudc viing
Nam A nhu An Dé.
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T4t nhién, d6i v6i nhiing nha ban 1é thi ho hoan
toan cé thé chon phuong én ngugc lai. Lua chon do6
chinh 13 tap trung vao nhiing gia tri t6i cin thiét trong
thoi dai s6 héa, phan chia lao dong theo chiéu ngang
dé€ cat giam chi phi va tan dung triét dé tiém Iyc khai
thac ké hoach ctia cac cong ty thiét ké theo don dit
hang dé giam gid va ting t6c d) xoay vong san phim.
Du mtic gia va ti sudt lgi nhuan sé gidam nhung chung
ta c6 thé ky vong vao s6 lugng hang ban ra. Déi véi
nhiing nha ban 1é c6 co s§ san xudt & xa ctia hang,
néu lya chon phat trién theo hudng cong ty sin xuét
theo don ddt hang sé danh mét t6c d¢ luu chuyén sdn
phdm din dén viéc hang ton kho nhiéu. Sy thanh
cong cta Uniqlo ciing giéng nhu mot con dudng dé
nhiing nha san xudt thuong hiéu hoc hoéi, tuy nhién,
doi v6i nhiing nha bén 18, d6 c6 thé dugc coi 1a mot

A«

trudng hop hi€m hoi trong ti 1é “mdt 16i chin 16

Phy chugng: “BEAN POLE” - cdng ty 44 hoc héi con
duang vuong dao trong linh vuc dinh dang thueng hiéu

Mot trong nhiing cong ty c6t 16i ctia tip doan
Samsung, xuong s6ng ctia mang thoi trang chinh la
BEAN POLE.

Tap doan thanh lap ti ndm 1953, hoat dong trong
linh vuc véi dét, dén nhiing nam 1980 ctia thé ky truéc
chinh thiic bat dau t4n cong linh viic hang may mac. Bén
nhiing ndm 1990, tap doan ti€p tuc ma rong kinh doanh
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nhiing san phim
héa hoc, dén nam
2000 bat dau san
xudt vat liéu dién
tti. Doanh thu clia
ky thang 12 nim
i ingBean o Hyeong dog,Sel 2009 tang 14,3%

(nh chyp vao thang 6 ndm 2010). so voii ky trudc,

dat 4.261,1 ti won

(tuong duong khoang 341 ti yén), trong dé cic san

phdm héa hoc chiém 42,9%, nguyén liéu dién tl chiém
28,4% va nganh thoi trang chiém 26,8%. S& hitu 36
thuong hiéu thoi trang da dugc cép gidy phép, trong
d6 c6 MANGO, Theory, Pleats Please Issey Miyake. ..,
doanh thu ctia BEAN POLE chiém dén 42% linh vuc
thoi frang, dat doanh thu khoang 476 ti won (tuong
duong khoang 38 ti yén). ‘

O nhiing khu bach héa ctia Han Quéc, nhiing ciia
hang clia cong ty thudng nim bén canh clia hang
clia Ralph Lauren, méi nhin thodng qua thi hai bén
c6 vé giong nhau nhung hang hoéa va ca ctia hang
ctia BEAN POLE khong mang phong cach dong qué
phéng khodng nhu Ralph ma dugc sap xép hét stic
gon gang. Pén 99% ngusi dan & Han Qudc biét dén
thuong hiéu nay va danh gia kha cao vé chit lugng.
Ho cam thdy day 13 mét thuong hiéu c6 chét lugng tot
va quan trong nhat 13 dé hiéu hon Ralph.
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BEAN POLE chinh thiic di vao hoat dong & Han
Qudc vao ndm 1989, dan mé rong cac dong san phdm
danh cho nam, n, tré em, d6 jeans, d6 choi golf, phu
kién thoi trang, doanh thu ctia céng ty da ting siu
14n trong vong 10 ndm. Tai Han Qudc, cong ty da c6
291 ctia hang trong cac khu bach héa, 36 clia hang
bén duodng va ba ctia hang 6 Myeong dong. Céc clia
" hang ciing tting c¢6 chién dich quang bd véi sy tham
gia ctia cac ngoi sa0 phuong tay, theo dudi hinh anh
than thién, hi€u khach. Cong ty bat du tién vao thi
truong Trung Qudc tii ndm 2005, dén cudi nam 2009
dd m& dugc 54 ctia hang va dy kién trong nam 2010
sé c6 tong cong 100 ctia hang.

BEAN POLE c6 khoang 80 nha thiét ké, tao mau,
31 ngudi nghién ctu, phat trién cling 30 nhén vién
quan ly san xuét. Cong ty truc tiép tham gia vao qua
trinh quan Iy va kiém dinh chét lugng chii khéng
thong qua doi tac hay cong ty san xuat phu trg. Trong
téng s6 cdc mdt hang tung ra thi trudng thi 70% san
xudt tai Han Qudc, 30% san xudt tai Trung Qudc. Theo
ké hoach, cong ty du dinh sé san xuit mot bd suu tép
trong vong hai tudn, tinh ca thoi gian van chuyén va
dap ting dugc trén 80% yéu cdu cta thi trudng, dong
thoi stt dung QR dé€ giti gin hinh dnh mét thuong
hiéu dong nhét vé nguyén liéu va nhiing san phdm di
kem. Nho ké hoach sén xudt va cac yéu t6 dau vao ma
ki€u dang va mau sic rdt sic nét dung nhu ké hoach,
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hon hén nhiing thuong hiéu Nhat Ban dang bén chay
c6 stt dung QR. Nhiéu ngudi cho ring, cic cong ty
thoi trang Nhat Ban nén nghiém tic hoc hoi BEAN
POLE vé phuong dién tiing bu6c ddy manh xay dung
thuong hi¢u ma khong bi 4nh hudng béi céc cong ty
san xudt theo don dat hang va QR.

Nhanh chéng tdn cdng céc thi truong nudc ngoai

Chién lugc phan chia theo chiéu ngang dé phti hgp véi
thé hé ky thuat s6 v6i mic gia ré dang 1a cht dao hay
chién lugc phan chia theo chiéu doc d€ tin cong vao
thi trudng ngach véi nhiing gid tri gia tang vé lau vé
dai déu mang lai nhiing ngd viic. Thu nhép ctia nhiing
ngudi tré § Nhat Ban van dang gidm, din s6 ciing gidm
cung v6i d6 la nhiing ngudi cta thoi dai analog cling
da gia va khong con tham gia qua nhiéu vao hoat dong
tiéu dung. Hién trang thi€u tré em va gia héa déan s6
cuing v6i mot nén kinh t€ suy thoai da khién tinh hinh
trd nén cing thing. Dy bdo 1 sy canh tranh ca céc
doanh nghiép toan ciu dén tit phuong tay hay nhiing
cong ty v6i san phdm c6 gia ca phai chang dén tii cac
nén kinh t€ méi ndi sé rat khdc liét. Khi chiéc banh
ngay mot co lai thi 4p luc cling nhu canh tranh tai thi
trudng trong nudc sé ngdy mot ting, khong cé nhiéu
hy vong cho su phat trién. Tt sau ct s6c Lehman, viéc
phuc héi doanh thu ctia cic cong ty ciing c6 lién két
chit ché véi ti sudt Igi nhudn & nudc ngoai, dic biét
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13 & nhiing thi trudng mdi ndi tai khu vic chau A.
RO rang la chiing ta chi con mot cach duy nhét 1a tép
trung vao nhiing thi trudng méi ndi nay.

Mo hinh kinh doanh nham thu hut thé hé tré véi
san phidm c6 mtc gia thdp dang thich ing din véi
nhiing quy chuén toan ciu, chinh vi thé, ngoai viéc
tap trung vao volume zone § nhiing thj truéng méi
n6i dang phat trién rit nhanh, chung ta ciing c6 thé
phét trién ¢ nhiing nudc tién tién, noi khodng cach
giau nghéo dang kha 16n. Hon thé niia, ngoai viéc
phai d6i phoé vé mat ky thuét nén dugc thuc hién & dia
phuong (trong linh viic may mdc thi c6 viéc phét trién
san phdm theo mua va nghién ctiu kich thudc) thi mé
rong thi trudng véi nhiing san phdm déng nhit mang
lai nhiing lgi ich khong nhé.
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CELI'IN SG lugng cifa hang clia cac SPA toan ciu tai khu vuc

22 3 chau A
ZARA H&M Forever 21
Nhat Ban 50 ctra hang (50 clfa hang) 6 cliahang 4 cifa hang
Trung Quéc 44 cliahang (68 clahang) 27 ciia hang 1 clfahang
Han Qudc 17 clfa hang (17 clia hang) 1 cliahang 1 clia hang
Indonesia 8 cfa hang (13 clfa hang) 1clfahang

Singapore 7 clia hang (15 cffa hang) 3 clia hang

Philippines 6 clia hang (8 ctfa hang)

Théi Lan 5 clfa hang (7 cfa hang) 1 clfahang

Malaysia 5 cia hang (11 ctia hang) ) 4 clia hang

Téng cong 142 clfa hang (189 cifa hang) 34 clfahang 15 cifia hang
Chd thich:

1. S6 liéu ctia ZARA la vao cudi thang 1 ndm 2010, H&M la vao cudi thang 2 nam 2010
(theo gidy td quyét toan).

2. S@liéu cta Forever 21 1a dya trén trang web clia cong ty vao ngay 6 thang 5 nam 2010.

3. S8 liéu trong ngodc clia ZARA la tinh téng tat ca céc loai hinh kinh doanh khéc clia Tap
doan Inditex.

Ngudn: Béo cdo tai chinh cta hai cong ty.
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Trong mot linh vic mang ddu 4n dia phuong 16n
nhu thi truéng may mdc, H&M va ZARA gan nhu
khong cé nhiing d6i ting cho pht hgp véi dia phuong
ma tip trung vao yéu to toan cau. Nhiing thuong
hiéu dén tii cic dit nudc Latin nhu ZARA néu van
gitt nguyén cac kich thuéc thi vong hong va do dai
tay 4o c6 su chénh léch v6i ngudi da vang. Tuy nhién
khong thé néi rang diéu nay gay can tré viéc ti€n vao
thi triudng chau A clia nhiing thuong hiéu nay. Trén
thuc t€, dén cudi thang 1 ndm 2010, thuong hiéu nay
da c6 50 ctia hang tai Nhat, 44 ctia hang tai Trung
Qudc, 17 ctlia hang tai Han Quoéc... Tong s clia hang
& khu vuc chau A da dat 142 ctta hang (néu bao gom
ca nhiing linh vuc khac cta Inditex thi c6 dén 189 ctia
hang). H&M ciing giti nguyén kiéu dang dua theo co
thé ctia ngudi Anglo-Saxon, nhung ngoai Nhit ra thi
cong ty ciing da cé dugc doanh thu ting trudéng déu
dan tai thi trudng Trung Quoéc du méi gia nhap thi
tridng vao ndm 2007 (Bang 8-4).

Nhiéu nguoi thuong cho riang mé hinh kinh
doanh tap trung vao thi trudng ngach, b3 sung nhiing
gia tri gia ting nhdm thu hit thé hé analog phai dic
biét tap trung vao nhiing thi trudng trong nudc. Tuy
nhién, sau khi da dinh dang thuong hiéu thanh cong
thi ngoai viéc chiém dugc thi phan & nhiing nudc tién
tién, cdc cong ty hoan toan c6 thé tin cong tang 16p
giau c6 & nhiing nudc dang phat trién. Néu nhin thy
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canh tugng khach du lich Trung Quéc n6 niic mua
céc san phdm ctia Burberry hay Comme des Garcons,
cac ban sé truc ti€p cam nhén dugc kha ning nay.
Thuc té€ 1, nhiing thuong hiéu cao cdp trén thi trudng
Nhét va My, ngay ca doanh thu & nhiing nuéc dang
phat trién ciing ngay cang ting, déu la nhiing thuong
hiéu v6i muc tiéu tdn cong cac thi trudng ngach & cac
nudc phuong Tay.

Hai loai hinh kinh doanh nay déu c6 co hoi thanh
cong & nudc ngoai nhu nhau. Piéu ching ta cén 1a
mot chién lugce dinh dang thuong hiéu, ban hang va y
chi manh mé muén xdm nhép vao thi trudng d6 dong
thdi 1a nhiing d6i tic c6 hiéu biét vé thi trudng dé giai
quyét nhiing vin dé vé ky thuat. Trong bdi canh cac
d6i thu ti nhiing nudc tién tién ciing nhu nhiing nudc
dang phat trién cling c6 y dinh tdn cong vao thj trudng
Nhat Ban, viéc nhiing cdng ty clia ching ta tién ra thi
trudng nudc ngoai la mot diéu khong tranh khoi.

Nén viin minh dang chuyén dich d4n dén nhiing khu
san xuat

Ca nén van hda tiéu duing cfing nhu nganh thai trang
dang phat trién trong nén vin héa d6 déu khoé cé thé
khong thuén theo sy phan hda cia nganh cong nghiép
va céc ting 16p x3 hoi. D6 da 1a mot diéu khong thé
tranh khoi trong lich st ké tli cugc cach mang cong
nghiép lan thi nhat.
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Nén kinh t&€ Nhat Ban phat trién dat dén dinh cao
vao ndm 1980, tui sau ndm 1990, v4i sy phat trién cua
nganh san xudt va su phu thudc vao dong vén, khoang
cach giau ngheo bit ddu gia ting, nhom trung luu
giam va nhém thu nhép thdp ting. Trong qué trinh
suy thodi, miic s6ng gidm va nén van minh tiéu diing
ciing gidm, nhiing ngudi tré tudi c6 thu nhap thip ho
hiing vé6i viéc tiéu dung, nhiing san phdm gia ré tran
ngap, nganh thai trang cling d4n xa roi sy tinh té€ ban
dau. Cho dit nén kinh t€ c6 phuc hoi thi dong chay
nay ciing kho c6 thé xoay chuyén lai dugc. Ly do 1a bi
khi viéc san xudt dugc chuyén ra nudc ngoai thi ning
luc phét trién ciing suy gidm. Ti 1¢ sinh thdp va t6c
do gia hoa dan s6 nhanh, nhiing nguoi tré tudi ciing
thodi hda va ca dét nudc dang tré thanh mét vuon tré
thi ching ta khé cé thé ngin dugc su suy thodi cta
nén van minh do.

Mit khédc, moét nudc dang phét trién, tré thanh
cobng trudng cha thé gidi va dugc chuyén giao cong
nghé ciing nhu nang luc phat trién nhu Trung Qudéc
thi mtc s6ng cling dang dén ting 1én, nén vin minh
tiéu dung dang rét khdi sic, giong nhu Nhat Ban vao
giai doan nhiing nam 1970 dén 1980. Sau Trung Qudc,
giai doan cyc thinh ctia nén van minh tiéu dung cting
dan chuyén sang nhiing nuéc Nam A, ching han nhu
An Do, va tit ca cac nudic sé déu trii qua thoi ky khai
sdc nhu Nhat Ban. Du da dat dén dinh cao nhung
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nhiing nudc chau Au va chiu My vén tiép tuc két hgp
v6i nhiing nuéc dang phat trién theo chiéu ngang,
hodc tranh tht kiém 1¢i nhuén bang viéc rét von dau
tu hay tung san phdm vao cac thi truéng méi nay.
Chinh vi thé, da c6 rat nhiéu y kién cho rdng nudc
Nhat khong nén do du nita ma cdn nhanh chéng tién
vao nhiing thi trudng méi ndi.

T6c d6 phat trién ctia cac qudc gia nay dang nhanh
hon va thdm chi 6 mdt s6 khu vuc 33 dan tiép can va
vigt qua Nhat Ban. Va chic chén nhiing nudc nay sé
con tdng truéng nhanh hon nuéc Nhat khi xua. Tang
16p trung luu & d6 sé nhanh chéng tré thanh nhiing
ngudi giau cd, va viéc ho tiép nhdn nén van minh tiéu
dung tinh t€ ma Nhat va cdc ni6c Au My da trai qua
chi con 1a vin dé thoi gian. G cac nuéc dang phat
trién, khi kinh t€ phat trién song hanh véi sy phin
chia giai cdp thi chiing ta hoan toan cé thé€ tdn cong
dong thoi nhiéu cdp d6 caa thi truong. Nhiing cong
ty c6 san ph&m véi gié tr gia ting danh cho tang 16p
giau c6 hay nhiing cong ty c6 nhiing san phdm gia ré
huéng dén dai ching déu c6 co hdi nhu nhau.

Duila cong ty nao thi viéc xa rdi noi san xuét ciing sé
khong tranh khoi kha nang phat trién sin phdm giam
stt. Vi viéc ty thac cho doéi tac hay nhiing cong ty san
xudt phy tung cé giéi han nén viéc 1én ké hoach, phat
trién cdc thuong hiéu s6m hay mudn ciing sé dugc
chuyén dén nhiing nu6c dang phét trién. O nhiing
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khu do6 thi 16n cta nhiing nudc nay, nén vin minh
tiéu dung dang phat trién hét stc ruc r&. C6 thé ndi,
nhiing khu d6 thi 16n d6 sé sém n6i 1én va thay thé
Tokyo tré thanh kinh d6 thoi trang mdi cua thé giéi.
Trén thuc té, nhiing hoi chg thuong mai nhu trién
lam xe hoi, vai dét hay hang may madc hién nay déu
- chuyén sang cac d6 thi 16n & Trung Qudc, con Nhit
Ban thi ddn mat di vi thé ctia minh. Cac b suu tap tai
chau A ciing dugc trinh dién & Bic Kinh hay Thugng
Hai, nhiing nha thiét ké hang dau trén toan thé gisi
cting hoi tu vé day, trai ngugc hin véi Tokyo, thanh
pho c6 1€ sé bi lang quén dang din bién mat khoi
trang dau cua lich st. D6 ¢ 1€ ciing 1a diéu can thiét
cho qua trinh phit trién cic nén van minh nhan loai.
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KET LUAN

L&i du béo vé “Giam phat toan qudc va dai suy
thodi kinh t&€ do thoi bdo Toyo Keizai 4n hanh vao
thang 3 ndm 1994 sau hon mudi nam da trd thanh sy
thuc. Trong béi canh nén kinh t€ ciing nhu tiéu dung
déu suy thodi, ngay ca nén vin minh cling dang tri tré,
Uniglo d4 lam thé nao dé dat dugc thanh cong nhu
thé? Cudn sach nay da tip trung gidi thich mot cach
ngéan gon bang nhiéu quan diém khic nhau.

Trong 10 nam d4u, Uniqglo chi la mét thuong hiéu
quin do thudng ngay cla dia phuong din thu hat
dugc sy chu y va c6 két qua kinh doanh 6n dinh. Thé
nhung, ciing khong it 14n cong ty da di ngugc lai ky
vong tdn cong thi trudng thoi trang té nhat dang bi
céc cong ty 16n chiém giti. Dén nay, thuong hiéu nay
da tré thanh m¢t SPA quy mo 16n trén toan thé gidi,
ndi danh trong nganh thai trang.

Uniglo d4 nhiéu lan bj d6n dén chén tudng, nhung
ctt mdi 14n nhu thé ho lai 16t xdc d€ phét trién xa hon.
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Thanh cong hiém hoi theo kiu “mot 16i chin 16” thé
nay thuc sy chi ¢6 gi4 tri trong nhiing trudng hop
nghién ctiu cy thé ctia cic khoa kinh t€ trén toan
thé gidi.

Sau khi xac minh dugc rang sy suy thodi ctia nén
kinh t€ Nhat Ban di mang dén thanh cong chua
tling c6 tién 1¢ ctia Uniqlo, Nhét Ban cang dé hinh
dung dugc tinh trang dé bi t6n thuong ctia nganh
cong nghiép hang may méc va nhiing ctia hang bach
héa dang bi Uniqlo chi phéi. Ngoai ra, cling c6 thé
dé dang nhén thdy vién canh dm dam cta nganh do6
dién gia dung hay xe hoi dang bi cuén vao vong xody
cta nhiing tiéu chuin toan ciu gidng nhu nganh
may mac. '

Nén kinh té Nhat Ban sau “20 ndm khiing hodng”
van tiép tuc tri tré, chung ta khong thé phtl nhan su
that tuyét vong 13 nén van minh ctia ching ta da suy
thodi thdm chi con trudc ca vién canh cén bang toan
cau. Can phai néi rang khi nh@ing nganh san xuét cha
chét nhu xe hoi hay d6 dién tt mat dan nang luc canh
tranh do kinh té€ phat trién chiing lai thi Uniqlo giéng
nhu mét diém sang khi cé budc phét trién nhay vot va
vuon 1én toan cau. |

Tuy viéc Uniqglo gianh dugc thanh cong don doc
trong bdi canh nganh thoi trang dang tri tré khong
phaila mot diéu dang vui miing véi nhiing ngudi trong
nganh, nhung t6i cling mu6n tht phén tich qué trinh
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thanh cong ciing nhu nhiing thay d6i ma thi trudng
da gép phén tao nén thanh cong d6 dong thoi tham
khao thém ca tinh hinh nganh d6 dién va xe hoi dé c6
bién phép duong ddu véi nhiing kho khan trudc mait.
Toi cing mudn tim hiéu xem tham vong dat dugc
doanh thu 5.000 ti yén cia Ngai Yanai cé kha thi hay
khong theo diing nhu du bao phét trién thi trudng va
quy dao cia mgt SPA toan ciu.

Viéc dong nhét tiéu chudn toan cau da khién nudc
Nhat dan mat di vi thé, dong thai khién cho nén vin
minh trd nén suy thodai dén miic kho c6 thé chip
nhén. Tuy nhién, ching ta vin cin thdng thin nhin
nhén sy that d€ cac doanh nghiép ciing nhu c4 nhan
c6 thé tiép tuc ton tai. Toi sé rdt vui néu cuén sich
minh viét ra c6 gia tri tham khéo cho céc ban.
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