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LOI TUA

THOI DAI MGI, GOC NHIN MOl

1. Hai thai dai ciia mot chién hidc gia
Nhu cau cta thi trudng tao nén mot chién lugc gia. Rat
lau truéc day, 4n tugng cta ngudi khac vé t6i van 1a mot

“chién lugc gia”. Song, d6 ciing chi i qua khi.

Nay ban dén chién lugc kinh doanh, t6i phai thita nhin
Diép Quéc Phi 12 cao thi trong cao thii. Dya vdo tAm nhin
nhay bén ma ding lic, anh 4y d3 phat hién ra co hdi kinh
doanh, vun vén tai luc, thong qua nhiing thiét k& ti mi
cing 181 suy nghi thiét thuc bién uéc mo thanh sy thir va
git hii két qua bdi thu.

Toi quan tim dén MINISO tit nim 2013, nhung di cha
¥ d&n Diép Qudc Pha ti nim 2010, khi chudi ctia hang

tién lgi Aiyaya House ra doi.
Khoang thoi gian tit nim 2010 dén ndm 2016, t6i mudn
goi nd 12 “Hai thoi dai ctia chién luge gia Diép Quéc Pha”.
Thoi dai diu tién mang tén: Thoi dai “Aiyaya” cta Digp
Quéc Pha.




Vio thoi dai d6, Diép Qudc Phii hét 1an nay dén l1an khic
tao ra nhiing vi du vé cling dién hinh cho hai mon hoc “dy
doan” va “dinh vi” trong linh vuc chién lugc kinh doanh.
Diép Qudc Phii nim chuin xac 16 héng cua thi trudng va
ban hing theo nhu cAu dtng thdi diém, trién khai phuc
vy dong bd nhanh chéng kip thoi (Nhu cdu chuyén “day
ngudi bt ci” trong sich néi d€n). Do d6, Diép Qudc Phi

hién nhién thu vé thanh cong.

Trong giai doan d6, Diép Qudc Phi thé khién tii ning
kinh doanh cua ban than, dua k& hoach ra thuc t€, d€ mot
ctia hang ban 1 c6 thé phét huy dén trinh d6 cao nhat.

Thoi dai th hai, chting ta goi n6 la: Thoi dai “MINISO”
ctia Diép Quéc Phi.

Vio thoi dai d6, Diép Qudc Phti ndm bit chinh xac ning
luc c6t 181 ctia ban than va doanh nghiép ctia minh, r6i dua
ning lyc c6t 161 ndy vao quy trinh van hanh doanh nghiép,
chit khéng don thuin chi trong mang san xudt sin phim.

Vé diém nay, nguoi phu trach chién lugc ctia hing déng
hé CITIZEN tiing ndi rit nhiéu: “T6i sin xuit dong hd,

nhung su nghiép ctia tdi 12 ch€ tao may moc tinh vi.”

Dit quy trinh lam trung tam cta doanh nghiép chinh




12 mau chét gitp Diép Qudc Pha “ldy mdt dich trim”, 12
hau thuin viing chic gitp Diép Qudc Phi thyc hién chién
luc gié thap, 1a sy cich mang 16n trong tu duy, cling 12 giai
thich cho triét 1§ kinh doanh ctia Diép Qudc Phti nhin ti

gbc d6 kinh t& hoc hay tit mot géc nhin khic.

C6 thé néi, trong thoi dai MINISO, Diép Quéc Phi d
tao ra cAu chuyén kinh doanh kinh dién. Moi c& ging Diép
Qudc Phii bé ra chinh 1a hinh miu d€ nganh ban lé pha
v& 16p bing. Ddng thoi, thanh cong ctia anh ciing 13 mét

minh chiing vi mé vé thoi dai sinh tl ctia nganh bén lé.

Tit ca chiing ta déu biét, hién nay ndi kho thi€u hut
kinh t& khéng con tdn tai nifa, sain phdm ton tai nho lgi
ich nho, nhd thuong hiéu, qudc t& héa thi trudng, tri thiic

thay thé von.

Nhu vay, chuyén d6i mé hinh tré thinh moe van dé
khé ctia nganh bin [é trong thoi dai ndy. Nhung chuyén
d6i md hinh khéng chi 1a thay 16p vo ngoai, cling khong
ddng nghia véi viéc sao chép rip khudn. Cic doanh nghiép
déu lo ling minh s& ngi xubng trudc ctia 4i kho khin nay,
va viéc ngd xubng dé hau hét déu do cdt nham mach mau,
dung nhim phuong phép. X4 hoi kinh doanh khong can

chiing ta nhao nin moi thi t dau, tht can dugc nhao nin




chinh 14 vai trd ctia chiing ta khi mao hiém nhiing van dé

nhu kinh nghiém, khoa hoc kj thuit va quan ly.

Trong cudc chién nay, doanh nghiép can dau tranh véi
chinh ban thin minh, dung cdi méi thay cdi cii. Pay chinh

1a diéu Diép Quéc Phii vin dang lam.

2. Xuyén qua lang kinh “Internet” nhin vao nganh ban lé

Khi biét c6 ngudi mudn viét cudn sich nhu viy, ké vé
triét 1§ kinh doanh ctia Diép Quéc Phi va MINISO, tdi
cadm thdy v6 ctiing hiing thi nhung ching hé bt ngs. Béi
nhu t6i n6i & phin trén, Diép Qudc Pht di tré thanh mot
tdim guong dién hinh trong nganh ban 1¢, phan tich thanh
cdng cta anh Ay da d€ giai thich cho mot thoi dai hay dua
ra goi ¥ cho nhiing doanh nghiép khic déu cé § nghia rat

quan trong.

Nhung c6 § nghia nhit, cling 13 diéu t6i bit ngod nhit,
chinh 12 tic gid clia cudn sich 12 mot ngudi vo cling tré
tudi song trong thoi dai Internet. C8 4y viét vé con ngudi,
xa hoi, vé khoa hoc ki thudt, vé mang Internet, vé huéng
dan khéi nghiép; c6 4y ciing kinh doanh online, tham gia
qua trinh nghién ctu va vin hanh sin phim trén mang,

cling chiing kién sy trdi ddy ctia Internet Marketing.




Qua goc nhin cha cd géi nay, tdi da phat hién ra mot
MINISO “vugt miic binh thudng” va khéng giéng véi
nhiing tic gia viét sich tai chinh kinh t& khic.

Nhin nhan v4dn dé ti géc d6 moéi ciing 13 mdt moén hoc
khong thé thiéu trong chién lugc hoc. Téi chgt nhé dén
tuyén ngdn ctia nha chién lugc hoc ndi tiéng Stephen R.
Covey: “T6i cAn mao hiém mdt cich c6 nghia, toi can uéc
mo, toi can sing tao, téi can that bai, tdi cling can thanh
cong. T6i khong mudn bit chuéc d6i tha, t6i mudn thay
d6i toan bd quy tic trd choi.” T6i mudn gui nhiing 16i ndy
danh ting Diép Qudc Phi va nhiing ban mudn tré thanh

nha chién lugc tai ba.

Su va cham vé tu duy trong thoi dai ai ai cling muén
ti€ng ndi, gay git khong kém gi viéc thao luin vé dé tai
“thuong mai dién t chi€ém vi trf ctia ban 1é truyén théng”
trong nhiing nim gan diy. Song, diy c6 1€ cling 12 mén qua

thoi dai Internet trao ting cho ching ta.

-Tu Nguyén-
Hpi phé Hitp hpi Phat trién Thi thuong Trung Quioc




Khoé dit bat nhat chinh 13 16i néi dau. Béi véi mot tac
phim khong phai sing tic vin hoc, co hoi d€ thé hién tinh
cam cht quan cua ban than v6 cung quy gié...

C6 nguoi ndi, nguoi khai nghiép cb hai bao vat quy bau:
Thi nhit 12 thdi gian, thi hai 13 kién tri.

Con véi viéc viét lach, vira khéo ciing ¢6 hai thi quy gid
12 thdng thin va chan thuc. N6 quy gia hon rat nhiéu so v6i

nhiing phép tu tit hoa 1& va k§ thuit viét da dang.

Tuin theo nguyén tic ndy, ngodi viéc ké chuyén khich
quan trong toan bd ndi dung cubn sich, tbéi con mudn ké
lai mét lan nita hanh trinh “s6ng sét ngugc chiéu gi6” cia

MINISO bing quan diém va tinh cam ctia ban than minh.

2. VE MINISO

MINISO g mjt “ngon lia”.

Day 12 nguyén nhan t6i viét vé no.

Nhién thtic ndy xudt phat ti sy chdp nhat ctia tbi trong
viéc viét lach va hoi hoa. D6i véi tdi, viet va vé déu gidng

nhau, so v6i céi goi la “thién pha néi chuyén” va “phuong




phép luin”, ban chat cua viét va vé déu 13 mot loai “ban
ning”, chi can dugc chdm ngon lta linh cam trong linh
hon, né s& biing chay. Vay ndi dung chinh ctia viéc sing tac
c6 thé dugc don gian hoéa bing hai ti sau: Dién dat.

Tai sao n61i MINISO la “ngon ltra” cta t6i?

Diu tién, n6 xuat phat ti mot lan “tinh co gip go” diy
duyén phan cuaa t6i.

Vio mdt ngdy no, trong lic di ngang qua mot trung
tam thuong mai sang trong, anh ban t6i d6t nhién hoi mot

cau hoi “qui dang” nhu nay: Cé thé cing anh di dao ctia
hiang d6 khong?

Nhin theo ngén tay anh 4y chi sang, ddu ngén tay ding
6 mot bién hitu mau do6 chit tring, bén trén 13 ba chit
MINISO séng 1ap lanh. Vi 1§ do ctia “16i mdi” ndy ciing
v0 cling don gian, nhu ngudi ban cta tdi n6éi: “Em xem di,
trong cua hang toan la con gai, anh la dan 6ng di vao mot

minh rit ngai.” ‘

Thuc t€&, s6 di MINISO c6 stic hit véi anh ban t6i hoan
todn 1a vi 4n tugng ddu tién ma cich trung bay trong cta
hing mang lai. Du 13 cic loai d6 trang di€m bay la liét trén

nhiing ké, trén bac hay 1a v6 s6 mén d6 véi gia 10 t&, it



ca déu khién nguoi ta lién tudng dén nhiing “trang stc 2
t&”, “d6 choi 10 t&” bay ban la liét khip cic phd to ngd nhé
nim nao. Va & nhiing noi d6, con gai ludn la khach hang

chu yéu.

Viéc anh ban tbi coi trong MINISO cang khién t6i nay
sinh hiing tht v6i thuong hiéu nay, khién nhiing ngiy
thang vé sau, khi nhiéu lan dting chung v6i nhiing c®,
nhiing di ngodi 50 tudi trong ctia hang, khi cang nhiéu
ngudi dé€n MINISO mua d6 12 nam lot vio tAm mit toi,
trong long t6i chot nay sinh “ngon lta” linh cam: “Cua

hing nay nhu thé& ndo ma gia tré géi trai déu thu hat thé?”

Ky thuc nhu t6i thudng néi, san phdm thiét k& xuit sic
rit nhiéu, s6 thich ctia mdi nguoi gia tré gai trai khéng
gidng, song miu thiét k& sin phim xuit sic chi c6 mot:

thit chit tiéu phi, ting chit lugng miu thiét k€.

NEéu so sinh cic mau thiét k& ndy v6i ban thin cac san
phim ctia MINISO, c6 thé néi ding bon tit “hang dep gia
ré” dé hinh dung.

Nhiing mau thi€t k& sain phdm niy gan nhu cham miic
1y tudng ctia ngudi tiéu dung, né khong kén chon khach
hang, khong sg khic biét vé gu thim m§. Béi c6 mét dicu

vinh vién khéng bao gid thay déi, d6 1a: Ching c6 ai khong




thich “hang t8t” gia ré.

Do d6, lua chon cong thic ndy dé 4p dung v6i MINISO
hoan toin thanh céng. N6 khong chi lim diy lén long
nhiét thanh trong long t6i d€ nghién ctiu vé doanh nghiép
ndy, ddng thdoi cling lim day 1én “ngon ltia” khé dém trong
long nguoi tiéu dung.

Mot d6m ltia nhoé c6 thé lan ra thiéu chéy ca canh dong.

Dé ding nhin thdy, “ngon ltia” niy lan ra 1a diéu
tit yéu.

Ddng thoi, thoi co lan tda cling rit ding lic.

Mot mé hinh kinh doanh liéu c6 tiém luc hay khong,
truéc hét phai xem nd c6 bd sung dugc nhiing dieu md
hinh kinh doanh s&n c6 dang thi€u sét hay khong.

Su ra doi ctia MINISO rat ¢6 mau sic kich héa, nhd vao
loi th€ thoi dai, nhd vio trin cudng phong ctia hai ngon
nai l6n:

Mot ngdn nti mang tén thuong mai dién ti, mot ngon
nGi mang tén ban lé truyén thdng.

Gibng nhu nén tang thuong mai dién ti Taobao di

chiing kién cho sy phét trién va 16n manh ctia thuong mai




dién tt, dem dén nguy co phai déng ctra hing loat cta thi
trudng offline, khién nganh ban 1é truyén thdng khong thé

khong thay d6i.

Cling véi sy canh tranh ngdy mét gay git cia hai dong
kinh doanh, vét nit gifia hai ngon nii ciing siu thém,
hinh thanh vét 16m kho c6 thé tu stia. N6 xudt phét tu
viéc gi4 ca ting cao va mat kiém soat ctia thuong mai dién
t, ciing dén ti viéc khé khin trong thay d6i tu duy kinh

doanh vi khé don giin héa hé thong cung tng.

Su xuit hién ctia MINISO vita vin bd sung vao chd

trong do.

MINISO 13 “ngon lta” sing ruc r& bén trong vét nit
sdu, 16p ngodi cting cia ngon lra thé hién phuong huéng
cai cach ctia nganh béan 1é, bén trong ngon lta 4n chita tinh
thy va bi mit cta tu duy Internet ciing nganh thuong mai
dién tu.

Khi tdi cing hiéu vé MINISO, t6i cing cam nhin dugc
doanh nghiép nay khic véi nhiing doanh nghiép bin 1é
truyén théng nhu thé nao, du phai d6i dién véi v6 s6 doanh
nghiép lam thuong mai dién ti van ding muyc ty tin nhu
thé ndo, cling v6i dau an doc ddo, trao luu méi, t6c d6, dam

nghi dam lam va thoi trang ma thoi dai ndy ban tidng.




Tung chiéu tiing chiéu ciia MINISO déu v6 cling ruc

rd sang choi.

3. VE “INTERNET +" VA “INTERNET + +"

Gin day, thudng c6 ngudi hoi ti: C6 phai ban viét cudn
sach nay danh cho nhiing nha kinh doanh ban 1é truyén

thong?
bang, nhung cing khong ding.

Nhiing ai trong nganh ban 1é truyén théng doc cudn
sich ndy, hién nhién khéng van dé. Song t6i thdy, chi can
13 nguodi c6 hiing th va mudn nghién ctu sau ti “Internet
+” déu c6 thé tim dugc y tudng din dit cho ban thin ti
“md hinh MINISO”.

Hai nim gan day “Internet +” rit thinh hanh, dudng
nhu d4 trd thainh mot loai “hién tugng quéc din”, hon nita
con rit nhanh d3 thay thé€ vi trf ctia mét cum tit dang thinh

hanh khac 13 “tu duy Internet”.

Dudng nhu “d4u cdng” nho nho dé chiia dung stic manh
vb cting 16n, c6 thé bao trim bat ky linh vuc ndo ching
ta nghi dén, nhu: ndng nghiép, tii chinh, bit dong san, y

hoc, giao thong...
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N6 chita dung mdi mit trong nhu cau co ban vé doi
sdng cua con ngudi. Ndm 2011, trio luu dich chuyén héa
Internet lan ra khip dat nuéc Trung Qudc, xu thé niy

ngang cang phat trién.

Toi thuong néi, mdi loai md hinh kinh doanh hoic su
ra doi cia mdi giai doan kinh doanh déu cin c¢6 “co hdi”.
Truée khi “Internet +” va “tu duy Internet” dugc nhic dén,
co hdi nay chinh 1a bsi canh cho hiang nghin hing van
doanh nghiép can ning cip va chuyén ddi, con su bung nd
ctia m6 hinh “Internet +” sau nay chinh la co hi méi dé

cac doanh nghiép truyén théng pha kén va diing lén.

Thuc t€ theo t6i thiy, “ph4 kén” & day con khé hon so
v6i viéc “ding 1én”. Boi mot doanh nghiép truyén théng
mubn phi kén va thay d6i cling cin c6 mbdi trudng thich
hop cing tu duy di truéc thoi dai; can c6 quyét tim “tu
chit d6i tay” va diing khi “chdp nhan nguy hiém”. Day
qua that 13 thu thach 16n d61 véi dai da s8 doanh nghiép
“truyen thdng” von dd qué quen va hai 1ong véi thyc tai.

Do d6, v6i doanh nghiép nhu vay, “Internet +” chinh la
mdt trd ltia bip. Khéng it trong s6 ho hién nhién di roi vao
320 mong, dudng nhu chi cAn xiy dung thém mot nén ting

Internet co ban ddp 1én mo hinh kinh doanh cii 1a ¢6 thé




vuon cao doi cinh thoi dai thong tin, 1a ¢6 thé thoat khoi
viing bun d€ tim dudng s6ng méi, vita c6 thé thu hiat cic
nha d4u tu bac ty, viia c¢6 thé thu hit ngudi tiéu ding phai

dua nhau chay theo.

Nhu viy, “Internet +” 13 vii khi sic bén thtc ddy chuyén
d6i va ning cip mod hinh kinh doanh, tré thanh chiéc 4o
khoéc bén ngoai hao nhoidng nhung khong chin thuc. Do
dé, sau khi “Internet +” xuét hién, phong trao “Internet —*
ciing ra ddi. Phong trio ndy ¥ néi hdy céi di vé bé ngoai
gia tao ctia “Internet” va d€ né tré vé dling ban chit vén cé.

Doanh nghiép kinh doanh truyén théng MINISO ra doi
trong co hoi nhu vdy. Nhung nong c6t cia MINISO khong
don thuan chi 12 “Internet +”, cling khong don gian 1a

“Internet —”. Theo t6i thdy, né gidng nhu “Internet + +”.

Day 1a mot dinh nghia khong dugc chuin xic [im cua
to1, 1Ay cam hiing ti ngdn ngit 1ap trinh “C++”.

“++” nghia 12 thém mot ddu cong nita. Trong ngdn ngi
“C++", n6 mang ¥ nghia v6 ciing t3t dep, 12 mot ngdn ngii rit
1y tudng hoéa “vira c6 tinh kiém nhén, via ¢6 tinh mé rong”.

Chtng ta dit hai ddu cong ding sau “Internet”, tiic

13 chi ra tinh triét d€ ctia tu duy Internet va st day du




ctia “md hinh MINISO”, c6 § nghia tham khio véi nhiéu

doanh nghiép cling v6i su phd cip ctia néb.

Noi cach khac, MINISO la mot doanh nghiép ban 1é
“khong theo thuong mai dién ti”, triét 1 kinh doanh dugc
dua ra sé cing gin v6i ban chit clia Internet hon.

B4t ké 1a sy “gian”(don gian) ctia chudi cung ting, “doan”
(ngdn) ctia cac kénh hay 12 “binh” (cong bing, ngang bing)
ctia quan 1y, “nhanh” (nhanh chéng, t6c d6) ctia sy thay déi
san phim, mbi mot chiéu thiic MINISO tung ra déu danh
trang chd hiém, ph4 bo quy tic ngidm trong linh vyc kinh
doanh truyén théng, cin quét toan dién vé tu duy Internet
trong mot mdi truong tudng nhu khong lién quan gi dén

“online”.

N6 12 mot “trong tai”, kéo mit doi 14p “online” va
“offline” day, tuyén bé véi v6i ca thé gidi ring, nong cdt
kinh doanh ctia ¢ hai déu cting mét géc va khong thé tich

N

ro1.

N6 12 mot mit guong, khién ca kinh doanh truyén
théng cling thuong mai dién tir déu roi xuéng va soi xét
lai, khién nhiing t& nan clia ci thi truong “online” lan
“offline” d€u phai ty hd then, khién chting ta phai nhin

nhidn lai ban than va nhin thic lai thoi dai nay.




Toi tin ring, n6 14 sy khéi dau ctia mot thoi dai méi, su
khéi dau nay sé thai nghén ra kha ndng vo han trong linh

vuc kinh doanh truyén théng ciia Trung Qudc.

-Pudng Nhét Thin-




CUQC CACH MANG
BAN LE TOAN CAU









Co ngudi noéi ring thuong mai dién ti bop chét s8 phin

cta nhiing ctia hang trong thuc t&, c6 nguoi néi ring kinh

doanh truyén thdng sip tré thanh gié thdi may bay.

Co ngudi ndi ring sy trdi day ctia thuong mai dién tu
ching qua chi 1a mé diu khéng c6 két thic, c6 ngudi néi
ring viéc thay déi cia mdi mo6 hinh kinh doanh déu 1a su

ki€m tim thoing chdc vut qua cta thoi dai.

Chiing ta, nhiing ngudi ling nghe thoi dai, ling nghe
su “lén mang” trin ddy nhiing bong béng nd tung, bt 14y
nhiing tiéng vang vong thé dai ti nhiing ctia hang phai
doéng cta.

May min 13, khong it ctia hang ban 1& chiu day kich
thich va chian dong giéng nhu tho ctia Bic Do “tit ca hy
vong di d6i cung giai thich”.

Day ciing 13 1y do t6i ngdi ddy va ké vé cdu chuyén

truyen ky cua thoi dai nay.




MINISO — Cudc cach mang ban 1& toan cau

1. HAI CANH BAC

Néu muén t6i néi 15i tong két giéng nhu phat biéu cam
tudng cho tit ci nhiing gi da dat dugc ngdy hom nay, vy
thi nhin dugc 16i cam on cta t6i dau tién chic chin la
Internet.

Cam on né di kéo tdi ra khoi diy giéng, dé toi biét
khéng chi ¢6 Ma Van va Luu Cuong Déng trén thuong
truong, giong nhu chén giang hd khong chi c6 minh Tay
Mén Xuy Tuyét va Diép C6 Thanh.

Cam on n6 da dap tan suy nghi sai lam “thuong trudng
rit xa voi v6i chiing ta” do 10i truyén “thuong trudng nhu
chi€n truong”, kéo tdi ra khoi nhiing cudc chién tan khoc
chén thuong trudng ti nhiing thuéc phim cfi, d€ téi that
sy dugc tro chuyén cung nhin vit chinh trong nhiing ciu

chuyén vé thuong truong théng qua mang Internet.

Cam on n6 d4 mang dén ddi quin mang tén thuong mai
dién t1, 1a chdt xdc tac lam bung nd cudc chién gifia luc
lugng méi véi nganh ban 1é truyén théng di kéo dai sudt
20 nim. Tu d6, khi€n ca xi hoi nghién ciu va chay theo

m6 hinh thuong mai thanh cong nay.

Tuy nhién, can cdm on nhat, chinh 1a n6 d3 gitp t61 —




anh triyén thdng gap thudng mai dién it
S B e ¢ ®
mdt ngudi k& chuyén cia thoi dai ndy c6 161 dé néi, cb sich
dé ké vé nhan vit di Iam mua lam gi6 trén thuong trudng

trong lac nay.

Nl ~ R A ? A ~ ’
Néu mudn ké chuyén ti mi chi trong mot cubn sich,
chic chic phai 8 dong stc tich, ndi dung dé hiéu, tranh

nhiing qua cao siéu.

Do vay, cudn sich ndy tuy chi lién quan dén mot cudc
thay d6i, mot kifu mau, mot ngudi tién phong, nhung tdi
van tinh nguyén dugc bit ddu cau chuyén bing hai nhin
vat tha vi ma ngudi ngudi déu biét.

Mai hai nhéan vit dién hinh khién ngudi nguoi phai nhic
dén trong ciu chuyén nay khong ai khac chinh 12 CEO Lbi
Quin — ngudi sing lap cong ty XiaoMi va Déng Minh
Chéu — Chi tich Gree Group véi vin d& v& md hinh kinh

doanh, dan dén “vu c4 cugc” tri gid 1 ty nhan dén té.

Trén thuc t€, ‘;canh bac” mé man v6i lyc lugng hung hau
va két thtc duge dan x€p 6n thoa cang gibng nhu “chién
tranh v hoa binh” véi két thac 1a “vé kich cua thoi dai”
kéo dii sudt 3 nim. Do d6, chting ta hodn todn c6 thé cit
né thanh nhiéu thuéc phim nhé, dé ding phan tich ngon
nganh nhd nhiing bai béo dai ca nghin chi tu cac phuong

tién truyén thong.




Phin 1 — Ndm 2013: Oan gia ngd hep, khiéu khich

tai 1€ trao giai “Nhan tai kinh t&€ Trung Qudc”

XiaoMi: “XiaoM7’ i the lam dai dién cho nganh Internet”.
Gree: “Xin 16i, anh chi la mpt nguvi lam vé di dong.”
Phan 2 — Nim 2014: D6i dau truc tiép

XiaoMi: “Trong 5 nim, tong doanh thu cia t6i chic chin

vitgt qua Gree.”

Gree: “Néu thua XiaoMi, t6i 5 bicn anb ta 1 19 nhan dan 18.”

Phin 3 — Nidm 2015: Lién minh anh hung, su phat

trién va mé rong ctia cudc chién

Wanda: “T6i mubn lién minh véi Gree.”

Yahoo 360: “I6i mubn bit tay véi Gree.”

Midea: “XiaoMi la dsi tic 16t nhit cia t6i.”

XiaoMi: “Cé Midea, chién thing Gree la diéu khéi phii ban.”
Gree: “Chiic hai cong ty lia dao hop téc thanh cong.”
Phin 4 — K&t thac: Hoa binh dén that bt ngo

XiaoMi: “Chién luge cia XiaoMi khong phai doi dau ma la

bop tac.”

Gree: “Vy ci cuge ban dan khong tinh, chi la néi mom thii.




XiaoMi: “TGt ca chién luge cia ching t6i den vi toan the.”

Gree: “Néu vén 1 ban, vay thi, iy lam lai i dan.”
(Hét phim)

Néu truéc gio ban van khéng hiing thi cach thtc “PK”
va “d4u v6 mdém” ctia 2 dng 16n ¢d bac nay, vdy thi vé kich
dén day 1a két thtc. Con doc gia ndo am hi€u tudng tin
ve “cudc chién” gifia thuong mai dién tir va thuong mai
truyén thdng, chic hin ciing nhin ra dugc manh méi gi dé.
Bo6i cudc chién nay dién ra trén Internet, nén ti ngoai nhin
vao c6 phin hai huéc, nhung ding sau ciu chuyén két thic

binh yén, chic hin 4n chita mot bi mat.

T gbc do béi canh, co cdu von c6 dong cta Gree 13
dién hinh ctia doanh nghiép nha nuéc, hinh thic dau tu
cling rat truyén théng, hodn todn khong lién quan gi dén
Internet; trong khi d6 b6i canh vin héa ctia XiaoMi ludn
di theo con dudng Internet lai c6 mét bé d6 ban 1é todn cau

mang tén Alibaba ding sau.

Tu gbc do lap truong, mot XiaoMi ludn coi trong “su
phat trién online”, dugc goi 1a doanh nghiép thuong mai
dién ti dtng tht ba Trung Qudc tuyét ddi khong phai

hu danh. Trong khi d6, Gree ludn tap trungr vao viéc phat




trién nhiing ctia hang chuyén ban d6 dién gia dung, “kinh

doanh truyén thdng” va “ctia hang ban 1¢” chinh la thuong

hiéu cuaa ho.

Tu gbéc d6 dia vi, theo Bao cédo Tai chinh quy 1 nim
2016, doanh thu cia Gree ting 0,56% so véi cung ky ndm
truéc. Néu tinh tdng thu nhap nim 2015, né sut giam so
v6i ndm trudc d6 40 ty nhian dan té. Day 12 con s6 khong
hé kha qua. Trong khi d6 XiaoMi dugc dinh gia 40 ty USD
trong 4 nim, téc d6 phat trién kinh ngusi ciing khong thé
che gidu dugc sy that mat mat ring, s& luong tiéu thu cta
dién thoai XiaoMi trong nam 2015 khong dat muyc tiéu,

chi ting von ven 5% so v6i nim 2014.

Tt goc d6 dong co, su gidng co gitta thuong mai dién tir
va kinh doanh truyén théng & Trung Quéc la nguyén nhin
din t6i vu c4 cuge ndy c6 thé chi 13 mot viéc tinh cd trong
cudc chién gilta 4o (online) va thit (offline). Con dong co
két thiic vu c4 cugc, chiing ta khéng thé nghi ngd c6 lién
quan dén sy tut doc vé doanh thu nim 2015 cta ci Gree
va XiaoMi.

Nhin ¢t goc d6 d6i nhém, tdp doan Wanda caa ty pha
Vuong Kién Lim v6n 12 doanh nghiép di dau trong linh

vuc thuong mai truyén théng nén tng hd Gree hoin toin




Khikinh doanh truyen théng gap thuong mai dién ti

12 diéu khong cian ban cii. Trong khi d6, Chu tich Qihoo
360 — 6ng Chu Héng Y, ngudi vin ludn cho ring doanh
nghiép ctia minh khong c6 gene thuong mai dién td, ludbn
kién tri v6i phuong thic “thu phi sau” d€ ki€m 16i lya
chon dtng cing trin tuyén véi Gree ciing ching c6 gi
dang ngac nhién. Con tdp doan Midea sau khi trai qua giai
doan chuyén d8i ti thuong mai truyén théng sang thuong
mai dién ti v6i tdc d6 nhanh chéng lua chon bit tay véi
XiaoMi tuyét ddi cd thé goi 13 “thuin nuéc ddy thuyén”.
Dén day, chiing ta hoan toin c6 thé phin biét rd ring su

hinh thanh lién minh hai phe “online” va “offline”.

Tuu chung, trin chién dim mAiu ti mot ciu ci cugc
ctia XiaoMi va Gree don gidn ma néi ching qua chi la
cudc chién gitta 40 (online) va that (offline), cudc chién
ctia “thuong mai dién tir” va “thuong mai truyén théng”.
Nguyén nhin siu xa trong d6, khong thé vai ba ciu ndi hét
dugc, chiing ta s& d€ ban sau.

D6i v6i mot nguodi sang 14p, viéc ho thich Gng véi trao
luu cta thoi dai, tudn tha nguyén tic “dep khong bing
di” dé két be két phai khong phai chuyén hi€ém gip. Do
d6, néu ct ban di ban lai, s& khé tranh khéi cAm giic ci

rich. Pic biét 1a cudc chién cta thuong mai dién tl véi




thuong mai truyén théng khong thé chi mot cau phin o

thing bai.

Dl vy, van ludn c6 nhiing “ngudi lainh dao” mudn budc
qua viing nudc duc nay.

Néu nbi véan cuge gitia XiaoMi va Gree “dién hinh” va
“cu thé”, vay thi mdt van cugc khéc trong chiéu bac thuong
mai dién tl lai “quy md” va “triiu tugng” hon nhiéu. Khac
v6i ngudi truéc don ddu mot minh, ngudi sau lai v cing
khi th€, bién cudc chién 1-1 thanh cudc chién giita nhiéu
bén. Cai ho cugc v6i nhau khong phai la tdp doan nao voi
tap doan ndo, doanh thu thing nio ndm ndo, ma la tuong
lai cta toan bd linh vyc thuong mai dién ta v6i ban 1é

truyén thong.

Tha vi hon, nhian vit chinh cia cudc chién nay chi
s¢ chuyén khong thé 16n thém, ludn chim ngoi théi gio,
khién su viéc ngay mot dic sic.

Ngudi chiing ta néi dén, chinh 1a cht tich Wanda —
Vuong Kién Lidm cung v6i chi tich Alibaba — M3 Van.

Man 1 — Nim 2012: Bt d4du séng gib tai 1€ trao giai
“Nhan tai kinh t€ Trung Qudc ctia nim”

Ma Vin néi: “Thuong mai dién ti 5¢ thay thé dia vi cia cic




~ Khikinh doanh truyén thong gap thudng mai dién t

cila hang kink doanb truyén thing.”

Viuong Kign Lam néi: “T6i khong cho rang thuong mai dién

1 ¢6 the thing trong cupc chitn nay.”
Mé Vian néi: “10 nim sau thuong mai dién ti 5& chiém hon
1/2 thi truong ban lé cia Trung Quat.”

Viuong Kién Lam néi: “Cé qui nia duge hai khong con can

thii gian khao nghiém.”
Ma Vian noi: “Van nay toi cuge 100 trigu NDT.”
Viutong Kign Lam néi: “Toi 5€ theo dén cing, quyét khong lni.”

Main 2 — Nim 2013: Chét yéu, mdt trin cudi, mot
gidc mong

Viuong Kién Lam néi: “Vu c4 cutoe chi la dia vui, khong tinh.”

Mz Vin néi: “T6i gift im ling, khong néi gi hét.”

Main 3 — Nim 2014: Cudc chién ngim, su dung hoa
gitia thi trudng online — offline

MG Vin néi: “Ong khing bidk, 10i vén nhu hd vink mdi véi thi
truong ban 1é truyén thong.”

Viuong Kién Lam néi: “Ong khong hiéu, thuc ra t0i vin trong

doi mon méi thi truong thuong mai dién ti.”




Mé Vian néi: “Toi mudn gop c6 phan hop tic lam in trén thi

truong offline vdi tép doan YinTai.”

Viuong Kign Lam néi: “T6i mutn 6i kéo Tencent, Baidu cing
md ring thi truong online.”

Mé Vian néi: “Vige t6i mudn lam la cing dau tu thanh 1Gp

cOng ty thuong mai dign ti mdi.”
Viuong Kign Lam: “T0i ciing vdy.”
Man 3 — 2015: Anh ta la ai?

Diép Quic Phi: “Néu kinh doanh truyén thong thit bai, thi

5€ chi tien thay Vuong Kign Lam.”
(con tiép)
S6 di néi van con tiép 1 vi cudc chién vén di chuyén ti
ngodi sing vio trong t81 béi mot cau hiia hen trudc truyén
thong, truéc cong chiing ctia Diép Quéc Phii ma mét 1an
nifa lai dugc 1én sin dién. Mot nguodi trong cudc nhu Ma
Van ciing chua tiing dua ra cau tra 16i chic chin vé két qua
ctia vy ca cugc, vdy ma mot ngudi dén sau nhu Diép Quéc
Pha lai tinh nguyén thay Vuong Kién Lidm dd n6i “khong
choi nita” dua ra con s8 trim triéu tién cugc d€ ha man.
Viy nén, tinh d€n nim 2022, cudc do stic gifta thuong mai

dién tu va thuong mai truyén thong mot lan nita bit dau.




Vé phian két qua ra sao, chiing ta chi c6 thé moéi mit

mong cho.

C6 ngudi néi, cich 1am ctia Diép Qudc Pht khong sing
sudt chiit ndo. Béi nhu phan truéc d néi, sy “bodi udc” ctia
Vuong Kién Lim ciing nhu sy “ngam ddng §” ciia M4 Van
cho thdy di tAm cta hai éng 16n véi ca kinh doanh online
12n offline. Ngudi truéc mudn budc chin vao linh vuc cia
nguoi sau, ngudi sau mudn lin sin sang nghiép vu cia
ngudi truéc. Nhin tit mot goc d6 ndo d6, diéu nay cho thay
xu th€ “két hop gifia online va offline” trong tuong lai,
cling chiing thuc mét cau ndi xua: “Khong c6 ké thu vinh

vién, chi c6 loi ich vinh vién.”

Do dé, dit ai muén chin ngang vu ca cugc gin nhu sip
lui vao di ving, khong can nghi ngo gi niia déu 1a mot
hianh dong t6n cong ton siic, khong thong minh chit nio.
Con hanh dong ctia Diép Qudc Phi, khong khac gi vung

<A 2 e
tién qua ctia sd.

Ciing c6 ngudi néi, Diép Qudc Phii dang tu makerting
cho chinh ban thin d€ tao su ndi ti€éng. Du sao, so véi
“song hting nganh thuong manh truyén théng” hay “tam
b4 trén Internet” sém da ndi ti€ng nho ci cugc, Digp Qudc

Phii chi c6 thé xem 13 nhan ti méi ndi truéc mit cong




chiing. Ngoai ra, anh 4y cling khong c6 dugc vé “dep trai”
nhu ddng sang 1ap MINISO — Trdn Au, ciing khong ¢6
cai “la” caa chu tich Alibaba. Khong thich ca cugc, cling
ching phit ngdn giy s6c, ching trich khong it cu din
mang sau khi nhin ba chit “Diép Quéc Phi” trong céc tiéu
dé cac bai bdo déu phai thét 1én: “Anh ta 13 ai?”

Néu nbi 2 canh bac phin truéc dugc ké mot cich qui
khoa truong, qué 4o va khong thuc t€, vy ti€p theo sau
day, t6i sé thay d6i ngoi but, chuyén sang viét vé Diép
Quéc Pha. Béi ciu chuyén ctia anh 4y 6 lién quan truc
ti€p dén “cudc chién gitta online va offline”, tham chi con
hip din hon cdu chuyén ci cugc ctia hon 10 doanh nghiép

16n truéc dé.

2. DIEP QUOC PHU

Ngay 10 thing 6 nim 1998, anh 4y lén chuyén xe xudi vé

phia nam trong budi chiéu ta ddu hai.

Liic ds, M Vian dang hoc tai Hoc vign Cong nghiép Dign ti
Hang Chiu.

Liic 43, Loi Quén di trd thanh Tong gidm doc cong ty Kingsoft.

Liic ds, su nghiép ciia Dong Minh Chau tai cong ty ditn may




Gree Chau Hai ngay mit phat trién.

Liic ds, tap doan Wanda cia Vuong Kién Lam chi la mit cong

1y nhé vé nha dat ¢ quan Tay Cuong, thanh pho Dai Lién.

Liic dé, Digp Quic Phii mdi 10+ nghiép truong Pai hoc Truyén
thong Trung Quic van chi la mpt chang trai trong 56 bao ngudi

den phuong Nam lam vit.

Anh 4y cling gi6ng ching ta, xut thin binh thudng,

nhung khong cam chiu sdng tam thudng.

Anh 4y gidng bat cti nguoi tré nao vira roi ghé dai hoc,

c6 don va mo mang.

Anh 4y giéng dai da s6 nhiing nguoi khéi nghiép, lya
chon ddn thin vao cdng thuong nghiép va mé cia hang

budn ban thit d€ budc vao thuong trudng.

Anh 4y gidng bit cli ngudi ndo mé ctia hing ban lé,
long ddy nghi ngd, bat an khi con séng thuong mai dién

tt cudn cudn kéo dén.

Nhung anh khong giéng bat ctt ngudi nio trong s& ho,
gilta lac thuong mai dién ti dang cao trao con ban 1é thoai
trao, Diép Qudc Phti gidng nhu mdt luc lugng trung kién,
12 doanh nghiép ban 1& con sdng sét gilia con bao, tham chi
ngdy mot viing chic, ching thé lung lay.
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C6 ngudi néi, “ngudi thanh céng déu 1a ngudi hoang

tuong”, cau no6i hoan toan dang véi Diép Qudc Phi.

Khic v6i Midea ra stic 161 kéo d€ “lén mang” hay Wanda
ra stic xdm chiém thi trudng online, Diép Quéc Phi vin
kién tri d€ thuong hiéu ban Ié hing tiéu ding ting dung
phong cich thoi trang MINISO gift viing trin tuyén
offline, khong hé théa hiép. Thim chi, anh con budng 16i
ngao man: “Ching tdi khéng lam thuong mai dién !
Ching t6i cing khong s¢ thuong mai dién ta!”

Con 1y do vi sao Diép Quéc Phti d& cam dam “déi
nghich” trong lac Alibaba dang lam mua lam gi6, ching
ta s& dua vao cic con s6 d€ phan tich k§j tiing chiit mét.

(1) MINISO thanb lgp nam 2013 nhung da mé tdi 1.600
chubi ciia hang trén toan cau trong chua diy 3 nam. MINISO
phii kin hon 200 qubc gia va kbu vic 12 Dubai (A Rap) cho tdi
Los Angeles (M§), Firenze (Y), Tay Ban Nha, Hong Kong, Béc
Kinh, Thugng Hai. ..

(2) Doanb thu dot phi 5 tj NDT trong chua day 2 néim.
Doanh thu du kitn nam 2016 la 10 ty NDT.

(3) Nim 2016, tai kboin chinh thic cia MINISO trén
Wechat xép 64 trong bang xéh hang 500 tai khoin Wechat



“manh” nhat Trung Quic, vii 56 ngudi theo doi lén tdi tvim tritu,

56" lugng ngaudi ham mg hon 12 triéu nguii, trd thanh mjt trong

nbiing tai khoan cé sic anb huing nhat trén Wechat.

Khong thoa hig¢p hay nhan nhugng, khong c6 gia tudéng
hay nguy co tring tring. Khi cudc chién online — offline
gidng nhu viing nuéc xody khong ngiing nudt lan nhau,
khi thuong mai dién tu t6 ra cang danh cang hing so v6i
thuong mai truyén théng, MINISO ctia Diép Quéc vin
12 th€ luc khong d8i thu trong nganh thuong mai truyén
théng, c6 thé néi 12 v6 cling dep de.

Do d6, chiing ta s& khong khé hi€u truéc phat ngdn va
lap trudng ctia Diép Quéc Pha, cang khong c6 1y do dé
nghi ngd vi sao ngudi nay lai “tiéu tién nhu ric”, dam thay
Vuong Kién Lam tra tién cugc, du cho d6 that sy i vi tu

tin hay chi d€ tao sy chd ¥.
Ai nbi ring, ban 1é truyén thong sé chét?
Diép Qudc Phii dung chinh hanh dong thuc & dé dap

tra lai lan séng thuong mai dién ti: “Toi, cdn ban khong

tin diéu nay!”




MINISO Cuoc cach mang ban le toan cau —

3. ONLINE VA OFFLINE

Chung ta khong sung bai nhiing thi khé-nan-m§ hoc lién
quan dén khéi nghiép, ciing khong tao ra nhiing thi hat
gidng cho tam hdn lién quan dén thanh céng. Bi mat chién
thing ctia Diép Qudc Phi, néi ra hoin toin khéng phai
thi gi siéu hinh, d6 chi 1 thanh tAm thanh § bién nhiing
kinh nghiém, k§ ning ctia minh thanh mot thi “quyén luc

cting” gitp MINISO bdng chdc ndi tiéng.

Tht “quyén luc cing” nay khéng phai khéng thé bit
chuéc, cing tuyét d6i khong thich hop sao chép y nguyén.
Do d6, mudn hiéu 5 vé Diép Qudc Ph, chiing ta cin nhic
lai nhiing gi d4 n6i qua truéc dé6 mét lan niia. RSt cudc, ai
s& 12 nguoi thing cudc trong cudc chién online vi offline,
tit d6 danh gia thoi dai ndy mdt cach khach quan nhat, mot
lan niia nhin lai vé m&i quan hé gifia hai thi truong online

— offline mot cach khich quan nhat.

Thuyc t€, cdu chuyén xung quanh van dé online va offline
khoéng phai méi bit dau n6 ra ndm 2015. Nigudi ta da ban
tan vé néi tit nim 1997, khi thuong mai dién ti bit dau
manh nha tién buéc vao thi trusng. Nhung vin dé lién
quan dén viéc d6i choi gay git gifia thi trudng online va

offline nghe qué nhiéu, s& khién nguoi ta nghi dén khai




Khi kinh doanh trayén thdng gap thucng mai dién ti
< e o e

niém “nam nit khac biét” thudng nhic dén trong xa hoi
phong kién cii.

Dai v6i khai niém “nam nit khac biét”, su u mé vé khai
niém than thé khéc biét d4 1am xao nhing muc dich muén
tim kiém sy “tuong déng” trong qué trinh nam nit chung
séng cling nhau, thong qua viéc nhAim manh sy “khac biét”,
“riéng biét” ma tranh dugc xung dot vé gidi tinh. Dong
thoi, cling dua vio mot loai phuong thiic rdt ty nhién ma

ddy “nam” v “nii” sang hai phia d61 14p.

Vé moi quan hé giiia hai thi truong “online” va “offline”,
chtng ta thudng din lam md di viéc ki€ém tim diém chung
hay “cong sinh”, théi phong sy khic biét dan d€n séng
con. Chiing ta mudén dao ra sy lién hé giia viéc thuong mai
dién tt ngay di lén, con thuong mai truyén thdng dan am
dam, mot 1an nita dya vao vai 16i “khac biét” hoic “d6i lap”
dé giai thich gon gang moi nguyén nhan. Puong nhién, so
v6i “mau thuin giéi tinh”, sy xung dot caa hai thi trudng

online — offline ndy “4c liét” hon nhiéu.
Vay 16t cudc nb 4c liét dé€n nhuong nao?

Chiing ta c6 thé thi phin tich mot diém d€ danh gid

toan by, tlt modt ciu chuyén nho sau diy.



Dén nay t6i vin nhé 18 mot bai viet trén Wechat cia
ban bé:

“Con chua 14i xe xuéng ham d4 nhin thdy mot tim bidu
ngi quang cdo hoat dong tri 4n ta 3.3 ~ 31.3 trudc khi
ctia hang d6ng ctia ma long vita kinh ngac vita mudn phan

x0t xa!”

Toa d6 huéng vé trung tim thuong mai Hoa Pudng (Ito
Yodako) 6 Ta An Mon.

Liac d6 dang 13 thang 3 diu xuin, mdy con s ndy viia
vin thich hop véi ti€t trdi mua phin 14m tham u budn.

Toi khéng phai 12 ngudi Bic Kinh, nén vio lac d6, cin
ban chua ting nghe néi vé trung tim thuong mai Hoa
Duong, cing khéng biét Ta An Mbn ngudi ban d6 nhic
dén nim 6 dau.

Cho d&n khi mét ngudi ban hoc g6c Bic Kinh ké cho tdi
nghe cau chuyén vé chiéc bt chi kim dugc thiét k€ tinh
x40 va thyuc phim chin thom ngon néi ti€ng, t6i méi cam
nhin dugc mét thi tinh cam dic biét vé chudi ban 1é bach

hoa gia dung nay.

Thé nén vai thang sau, khi trung tdm thuong mai Hoa

Dudng & khu Ta An Mén “chinh thiic déng ctra”, t6i van
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vi nd ma cam thiy tiéc nudi.

Tuy nhién, d6i v6i mot trung tAm thuong mai phai déng
ctia lién ti€p 4 ctia hing trong vong mdt nim, d6 khong
don thuén chi 12 sy ti€c nudi. Su dau khé trong quyét dinh

dé, tuyét do1 khong thua kém gi viéc “cao xuong tri bénh”.

Thuc t&, so v6i viéc cai cich thay d8i bén trong Hoa
Duong, viéc mot ctia hing ban 1& ban dd cuc 1én trong
nuéc ciing dot ngdt “déng cira” nhu trdo luu cang khién
ngudi ta cht ¥ hon. Do d6, chiing ta caing khong thé don
gian giai thich viéc that bai ciia Hoa Pudng 1 do “sai 1am
trong chién lugc” dugc.

Lién ti€p nhu vy, vo s8 nhiing ctta hang bin 1é néi tiéng
ai ai cling bi€t déu vi nhiing nguyén nhan nio d6, hoic “di
truéc” Hoa Pudng mét budc thay ddi, hodc ndi gét dong

cda theo sau.

Thanh phd Bic Kinh c¢6 Ito Yokado va Parkson; thinh
ph8 Thuong Hai c6 Maison Mode vi OPA; thinh phd
Quang Chau c6 Trust-Mart vA New CO-OP; thanh phd
Trudng Sa (tinh H6 Nam) c6 Th€ Ky Hoa Lién Bach Lé
Tinh va Walmart; Thanh D6 c6 RenRenle va NOVO;

Th4m Duong c6 Isetan va Central. ..




MINISO - Cubc cach mang ban

Theo théng ké, chi trong ntta nim dau 2015, tdng tdng
nhiing doanh nghiép ké trén da déng ctia 121 cia hang
ban lé.

Toi khong thé khong thira nhin, nginh ban lé tit sau
nim 2011 nhu bi mot loai “virus” vd hinh ndo d6 xdm
nhip va lay lan, d€n mic khong c6 co hoi séng. Shopping
Mall (trung tim thuong mai) ving nhu chua ba danh, cta
hang ven dudng khéng ai nhom ngd, mot loat “cia tiém
ban 1&” tré thanh “nha xic” lanh léo khéng nguoi. Tinh
canh nady gidng hét v6i game mobile ndi tiéng todn thé

gi6i nim 2014-2015: Plague Inc. (Gieo ric dich bénh).

Su sup d6 ctia “6ng trum” trung tim thuong mai khién
nganh bén ¢ nhu mia he bién thanh mia déng, dong thdi
lam nhf{ing chuyén gia va hoc gia nghién cttu vé nganh ban

lé day song.

Chiing ta rit kho thoét ra khéi man suong mu 1di ren d6.
Pho tdng thu ky hiép hoi Thuong mai hing héa Trung Quéc
Pham Diém Nhu trai lai, trinh bay tuong déi siu sic: “Trung
tAm thuong mai déng ctia do tinh thé€ 16n thay déi.”

Mot cau nbi don gian khai quat, nhung lai khong o
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ring vé dinh nghia ctia “tinh thé”.
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ng gdp thuong mai dién tr

Cé ngudi két hop sy thay déi clia cai goi 1a “tinh thé
16n” vé6i khac biét vé khu vuc, cho ring su that bai cua
chubi trung tdim thuong mai Hoa Dudng ching qua ciing
chi nhu mot loai qua, hai tén goi néu & hai mién nam bic
khong giong nhau. Gid st1, nfu Hoa Puong khac xuit hién
& mot viing phia Nam nhu Thanh D8, chic chin tinh hinh

s& lac quan hon nhiéu.

Con phia bio gi6i truyén thong lai giai thich theo mét
cach khac: “Nguyén nhéan tinh th& thay d6i 12 do sy xdm
nhip cta thuong mai dién ti1, cac cira hang online s& chiém
linh va thay thé& thi trudng offline, khién kinh doanh truyén
thong thodi trio. Dt & dat Nam hay d4t Bic, tinh hinh déu

khong thé lac quan.

R4t nhanh, nhiing con s& lién quan dugc tung ra, bat ct
bai bio ndo ciing tré thinh bing ching chiing minh diéu
& trén, tuyén b sy phat trién manh mé ctia nganh bén lé
trén Internet. TU thang 1 dén thang 9/2015, tong kim
ngach nganh bén lé trén toan Trung Qudc roi vao 19,3
nghin ty NDT, trong d6 doanh thu ban 1é trén mang 13 2,6
nghin ty, ting 36,3% so v6i cung ky nam trudc. Vao dip
“I& doc than” 11.11, Tmall thu duge 91,2 ty NDT. Tinh
hét nim 2015, doanh thu bin 1é online trén toan Trung

Qudc dat hon 4 nghin ty NDT. )
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Ai ai cling biét, uu thé “tuyét déi” ctia ban hang online

nim & gid ré va sy nhanh chéng tién lgi. Trong thoi dai
thich “nhe”, “nhd” va “t6i gian” ndy, kinh doanh offline

qué thyc 12 “san phdm von 16n”.

Déi véi khach hang, mang di déng phd cép gitp cho
ngudi ta khong can budc chin ra khoi nha vin ki€ém dugc
hang “ngon b6 ré”. Mot loat cic thiét bi di dong nhu Apple,
Google, Samsung, XiaoMi... gidng nhu “mé dudng” cho
TMall va JD, gitp “mua sim online” tré thanh sy lya chon

hiang diu lim via long khach hang.

D&1 v6i doanh nghiép, khong cAn chon mit bing thué
nha, khong cin lo khiing hoang bong béng bat dong san,
tham chi con dugc hudng thu nhiing dai ngd nhu “thué it”
néu mo ctia hang trén Alibaba. Thuong mai dién ti véi dic
tinh “yéu cau thip” va “tu chu cao” khién khong it nguoi
c6 tdm 1y “thti mot chit di sao ciing ching t6n may dong”

un un kéo 1én mang.

Nhu vdy, giai thich ti phia bio giéi truyén thong vo

cling thuyét phuc.

Th€ 13, sau khi cic ctia hing truyén théng déng cua
hing loat, ngudi ta bit ddu coi thuong mai dién ti 13 “du
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s6” hién nhién din dén diéu nay. Néu phai di sdu vio tim




hiéu danh tinh ké ddu s6, nguoi “chtt muu” dau tién khong

phai ai khéc chinh 12 Ma Van luén miéng tuyén b& phai
“dénh sdp toan bd” cic ctia hang kinh doanh truyén thong.

Th€ 13, thoi dai trai qua cai cich ndy dugc truyén thong
va cu ddn mang goi la “thoi dai thuong mai dién ti”, bao
g6m ca Google. “Kinh doanh online” dudng nhu tr6 thinh

ngudi thing cudc 6 thoi dai nay.

Th€ 13, trong vong 10 nim, nhiing ngudi khéi nghiép,
nhiing doanh nghiép thay d6i mé hinh kinh doanh trong
nguy khén tin tin chen chan budc vao “thinh phd” mang

tén thuong mai dién ta.

Thé 13, bén tai chiing ta bit dau tran ngip nhiing cau
chuyén xuong méiu vé su thit bai ciia mot lién minh kinh
doanh truyén théng nio d6, cling v6i nhiing ciu chuyén
huyén thoai vé nhiing ngudi tré tudi tit 9x dén 2000 cb
doanh thu thidng vugt qua ca thu nhdp cta Pham Bing
Bing nho kinh doanh tén Taobao. Nhu vdy xem ra, kinh
doanh truyén théng chi ¢ thé ngdi chd chét. L6i thoat
duy nhit ctia ho 12 thay d6i tu duy va xay dung lai trén nén

tang khién ho phét khiép: Internet.

Su ndi ddy cua thuong mai dién ti thuc sy sé khién thi

trudng truyén thdng diét vong nhu 16i d6n sao?




MINISO Cuoc cach mang ban le toan cau -
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Cau tuyén bd hiing hén ctia Digp Quéc Pht truée d6 da

s6m cho chiing ta mdt dép 4n thuyét phuc.

So sanh v6i nhiing cong ty mot nim lién ti€p déng ctia
4 cira hang, nhiing con s8 thuc t&€ cia MINISO qua thit
khi€n nguoi ta kinh hii, cho thy su ra d&i ctia mét “truyén

ky” trong linh vuc ban lé truyén théng.

Hon niia, su so sdnh gifta viéc mét trung tdm thuong
mai lau doi nhu Hoa Pudng phai déng ctia, v6i mot thuong
hiéu “nho nho” nhung lién tuc khai truong nhu MINISO
cang khién thanh céng ctia MINISO tré nén ndi bit.

Trén thuyc t€, néu dit m6i quan hé gitia “online” va
“offline” trong ngay nay, dai da s6 moi ngudi sé suy nghi
khong cong bing vé né. Tuy chting ta khong thé xem nhe
viéc tinh d&€n dau nim 2016, s6 mit hing ban trén Taobao
1én dén hon 1 ty, s6 nguoi ban hang cling vugt qua 10 triéu
nguoi; Ching ta ciing khong thé khong cht § dén mot s6
nén ting thuong mai dién ti khic nhu jd.com, yhd.com,
Suning.com, vip.com... déu phat trién v6i t6c do dang
kinh ngac. Nhung cang khién chiing ta phai cht ¥ hon
13, thuong mai dién ti ngdy nay khong con 1a than thoai
nhu 10 nim truéc, dén dau cling quy gié. Su pho bi€n cua

mang Internet va tu duy mua sim ctia con ngudi thay déi




khién linh vuc thuong mai dién t gid diy tré nén gidng
“kinh doanh truyén théng”. “Truyén thong” ¢ ddy nghia
12 khai niém va phuong thtc kinh doanh ctia n6 din hoan
thién, ngdy mot viing chic; “Truyén théng” & day ciing c6
nghia la n6 ciing phai vugt qua khéng it hoai nghi, thu
thach va thay déi, dong thoi chudn bi t6t nhit c6 thé giang
mot ¢t hich thit manh lén thi truong nhu kinh doanh

truyén théng nim xua.

Trén thuc t€, trong qué trinh dai thay d6i tit “nganh
méi” thinh “nganh ci”, diém bat cip ctia thuong mai dién

ttt cling dan xudt hién.

Dai v6i khach hang ngdy nay, ki€m tim va lya chon mot
san phim hai long trén mot nén tang thuong mai dién ti
qué nhiéu thong tin, con s8 la diéu v6 cling “t6n cong tdn
stic”, khoéng khéc viéc ching ta phai chay di chay lai chon
dd trong cic cta hiang trén cic con phd bu6n bin ngiy
trudc; viéc rén luyén ban linh phin dodn va lya chon giia
mdt thi trudng thuong mai dién tit khéng it quy tic ngdm
dé “lén top”, “ting lugng ban” khong khic viéc ngay trude
chiing ta phai hao tim t&n tri d€ phan biét hang thit hang

gia trong trung tAm thuong mai va cic ctia hing ban lé.

D4i v6i doanh nghiép ngdy nay, ban chdt cua su canh



tranh trén thi trudng thuong mai di€én ta dd tr6 thanh

cudc dua vé s6 lugng, vi né ma lo ling khéng ngudi,
ching khac gi viéc mat in mat ng d€ thué nha va chon
dia chi mo clia hang ngay trudc 13 bao. “S6 lugng” khién
cho cac cha ctia hang tré thinh né 1é chia Internet; su
biing nd ctia thuong mai dién tit khién cho gia thué mit
bing “40” trén mang cling ngdy mot ting cao nhu gia
thué ctia hang “that”; canh tranh khéc liét khi€n ngay
cang nhiéu chu hing thuong mai dién t phai bui ngui
thita nhin giéng cic chu ctia hang ban 1& ngiy truéc:

“lam #n khong dé niia rdi”.

Do db, viec mét muc theo dudi “trio luu thuong mai
dién ti1” da khong con di dé miéu ta tinh hinh truéc mit;
“quan hé d6i dich” don thuin ciing khong du dé khic hoa
tritu tugng vé vi tri ctia thi trudng online va offline. Tu
mdt gbc d6 ndo d6, ngudi trudc (thuong mai truyén théng)
chﬁng qua la “ki€p tru6c” ctia ngudi sau (thugng mai dién
t11), con ngudi sau 1a “ki€p nay” ctia ngudi trudc.

Z,

Do d6, khi chtng ta bay t6 sy hAim md khong ngdt véi
viec MINISO chi diing vén ven 3 nim ngin ngti md clia
“1.600 ctta hang” va “vu vé 5 ty NDT”; khi bio gi6i lién

tuc diing tiéu dé “MINISO 14y miéng pho maét ctia ai?” dé
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mo ra d€ tai vé “cudc chién online — offline”; khi mé hinh
ctia MINISO nhu “d6i nghich” gifia thoi dai thuong mai
dién ti dang xung vuong xung d€, thi ddi v6i nguoi sing
lap ra MINISO Diép Quéc Phi, dé ching qua 1a “hanh

~ ~

d6ng theo tinh theé” ma thoi.

“Vi sao anh khong lam thuong mai dién ta?”

“Vi sao anh khong s¢ thuong mai dién tu?”

Déi dién véi chat van nhu vay, Diép Quéc Pha tra 16i
rit don gian: “O nuéc ngoai, thuong mai dién ti chi 12 mot
kénh tiéu thy ma thdi.”

C6 1& trong mit Diép Qudc Phd, hai thi trudng online —
offline nhu hinh véi béng, tii truéc dén nay khong hé ding
& hai phia d6i 14p, tht thi trudng ndy ton sting 13 tu duy
Internet, néu Internet xa roi tu duy, chi dugc goi 1a “kénh”
ban hang binh thuong:

Nhu viy, cach Vuong Kién Lim va M3 Vin lam phai
nhda vu ci cugc, ngam tién vio linh vyc ctia nhau tuy
khéng thing thin ém dém nhu Diép Qudc Phd, nhung
ciing 14 hanh dong tuin theo xu thé.

Va  kién dugc nhiing nguoi duong thoi x€p vao “thiéu
s0” lai v0 tinh triing hgp véi chuyén gia du doan xu huéng

oo




quéc t€ day tham nién, 6ng chu tap chi thoi trang danh
ti€ng “VIEW” David Shah: “Thuong mai dién tit va
thuong mai truyén thong” chua chic s& bai trit nhau trong
tuong lai, ngugc lai ¢6 thé thu hit 13n nhau. Tuong lai,

nhat dinh 12 mo6t qua trinh ti t dung hop.”

Mb hinh kinh doanh khong thé tich rdi co cdu xa hoi.
Gifta ltc Internet phét trién tran lan, gi4 tri hang héa ting
cao mdt cach hu 4o, Diép Qudc Phii van c6 suy nghi, kién

tri va lya chon cua riéng minh.

4. DOI MAT VOI INTERNET, “TOI” NAY SINH DO DU

C6 ngudi ndi, gid viing su nghiép con khoé hon giy dung
su nghiép. Vay thi, gitta kién tri va lua chon, diéu gi
khé hon?

Trong mdi trudng gido duc ludn coi trong “kién tri” va
“c6 chap”, stic manh ctia viéc “lua chon” dudng nhu khong

lién quan dén “song chét” nita.

Tuy nhién, d6i v6i mdt MINISO ra doi chua day 3 ndm,
chua kip nhic dén “kién tri” d4 ndi tiéng khip troi nam
dat béc, viéc lua chon chién luge ding dan gitp thuong
hiéu nay nhu lya chon dugc mdt con dudng nhanh nhit,

muon lyc dé rdi lui mét budce tién hai buéc, chiém 1ay co
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Khi kinh doanh truyén théng gap thudng mai dién tif

hdi. Do d6, chting ta c6 thé néi, “lua chon” 12 ban dap quan

trong nhét v6i su thanh cong ciia MINISO.

No6i dén day ciAn lam sing td, chiing t6i lubn mudn
pha v& thit lién quan dén “thuong mai dién ti sé thay thé
thuong mai truyén théng” tuyét khdng c6 nghia muén

moi ngudi déu tham gia ban hang truyén théng.

C6 thé chuin bi mét vai géc nhin diing din vé quan hé
gitia thi trudng online — offline trong tuong lai vo clng
quan trong, nhung mé hinh kinh doanh xuit sic chic
chin khong phan biét thi trudng online hay offline. Nhu
vy, viéc dang lua chon khéng ngting dung hoa online va

offline trai lai tré nén cang khé khin hon.

Diing truéc van dé khé khin ndy, Diép Quéc Pha da
dua ra dép 4n t6t bang cich tao ra MINISO ma khong hé
do du chan chu. Do d6, trudc khi gidi bai todn hoc bia
ndy, mot ngudi c6 kinh nghiém kinh doanh mot chubi ctia
hing ban 1¢ nhu Diép Quéc Phti d4 chuin bi mét ban ciu
héi rat dai va phc tap lién quan d€n md hinh chubdi clia
hang cho chinh minh. Ban ciu hoi nay c6 tac dung v6 cing
quan trong téi viéc quyét dinh vi tri va 13p trudng cua mot
nhin hiéu. Cting d6, n6 giéng nhu mach tu duy tudng tin,

din dit Diép Quéc Phi ra khoi ma trin ctia su do du.
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Tuy Diép Qudc Phii van chua dua ra mot d4p 4n rd rang
va chudn xéc cho van dé ndy bing vin ban, nhung né khong
hé 1am tr6 ngai dén viéc chiing ta dya vio con dudng anh 4y
da di dé 1am 16 van dé. B cau héi than ky thich hop véi moi
nganh nghé, c6 thé gitp cho bat cti ai dang do du gifta ranh
gi6i cta online hay offline dua ra lya chon cia ho, nghién

ctiu di theo m6 hinh ctia Digp Quéc Phi.

1. Tai sao hang loai nhan hiéu truyén thong lai thay déi mo
hinh kinh doanh sang thuong mai dién t(?

Trén th€ gi6i ndy khong c6 modt dap 4n nao vé cin ci,
ciing ching c6 lya chon nao khéng 1§ do. Néu néi 100
doanh nghiép chuyén déi md hinh kinh doanh d&u c6 100
1§ do, vay thi ding sau 100 1§ do dé c6 thé 4n chita mot vai

diém mau thuin chinh budc ho phai lya chon.

o) phan truéc, chiing ta di c6 mot nghién ctu rong vé
uu th€ cta thuong mai dién ti, néu tdng két lai l1an nita,
né khéng nim ngodi nguyén nhin dién ti thay thé vat
chit gitp chi phi gidm bét; cong nghé thong tin phong
phii, cong khai gitp giao dich minh bach; hay ban chat ctia
Internet gitip moi tht déu mé clia va mang tinh toan ciu. ..

Don gian ma nbi, chinh 13 hai diém sau: Chi phi giam,

khéch hang ting.




%p thudng mai dién 1t

Tuy nhién, néu chi dya vio hai diéu ndy ma hy sinh mao
hiém d€ chuyén d6i m6 hinh cting khong khoi qud qua loa
tdi. Chiing ta can bi€t, mot doanh nghiép ban 1 truyén
théng khong phai ngdy mot ngay hai lién c6 thé dit chin
vao thuong truong va budn ban phat dat. Khong ¢6 1y do
gi d€ nguoi ta vi lgi ich truéc mit ma dé ding mao hiém
“bo ntia giang son” dé khi€n mit hd dang tinh ling bdng
ndi séng. Néu 100 doanh nghiép déu bing long ganh chiu
loai nguy hiém nay, vy 1§ do duy nhat chi c6 thé 1a: “Mot
nta giang son” cua ho dang dang trudc tinh trang nguy

nan cho du c6 thay déi hay khong.

Ching ta d3 nhic dén xung dot gifia hai thi trudng
online va offline & phan truéc, vdy van dé ma doanh nghiép

ban lé dang gip phai hién nay rét cudc nhu thé€ nao?

Vao lic mang Internet chua phét trién, vao lic mua
g A A ~ A 2 2, . 2,

sam trén mang chua 4p dén nhu mdt con song 160, tin tic
khong chuin xic, thoi gian khic biét khi€n mot s§ sin
phdm truyén théng déu c6 dinh mot gid von ban dau. Tuy
nhién, t6c d6 phét trién manh mé cua thuong mai dién tu
cling v6i viéc mua sim trén mang tré nén phd bién rong
khip khién cudc chién gi ca gifta cic doanh nghiép khong

chi Ia chinh sich xidc ti€n (Promotion), ma dong thoi con




MINISO — Cudc cach mang ban 1é toan cau

tic dong dén nhiing sin phim cung loai “v6 t6i” thim
chi 13 doanh nghiép cing loai, khién ho bi “ép budc” phai
tham gia chién dich ndy, hay con goi 13 stt dung mot phan

nhung tic dong dén toan bo.

Cing d6, Internet 1am mo sy khac biét vé thoi gian ma
cac kénh truyén théng dem d€n, sau khi mgt doanh nghiép
cho ra san phim méi, hang loat san phdm nhéi ciing xuit
hién khién nguoi ta khong kip tré tay. Tinh trang nay
khién cac 6ng 16n nhu Apple ciing khéng thé tranh khéi.
Chi vai gio sau khi Apple Watch 1én k&, mot ctia hang 6
thanh ph& Thim Quyén ngay lap tiic bay ban san phdm gia

ré v6i mau ma tuong tu trén Internet.

Tit ca déu khién lgi nhuin kinh doanh bén lé truyén
thong khong ngling giam sit, khich hang bo di din. Néu
nhin nhin don gian, phuong an xt 1y dit khoit gon gang
nhit, chinh 1a “hoc cai hay ctia d6i thu d€ chién dau véi d6i
tht”, dua vao uu thé cta Internet dé€ tién vao thi trudng
online, quyét dau véi dai quan thuong mai dién tu tiing
ki€n doanh trai cta ban thin tan tac, bdo thu ria hin,
khuéch truong thanh th€, 1y lai lgi nhuin va khich hang

d4 mat, tham chi con kéo theo thi truong offline phat trién.
Nhung, lam nhu vy c6 thit sy dugc khéng?
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2. Thay ddi md hinh kinh doanh sang thudng mai dién tii sé
phéi doi mat vdi nhiing van dé nao?

Cé ngudi ndi, d6i véi mot vai doanh nghiép truyén théng
chiu t8n thit ning né tit Internet, khéng lam thuong mai
dién v rdt c6 kha ning 13 “cho chét”, 1am thuong mai dién
tt lai c6 kha ning 12 “tim chét”. Hy vong pha kén sdng lai
12 t6t, nhung nhiing ngudi thay d6i mé hinh kinh doanh
dé khéng chiu tdn that do thuong mai dién tit mang dén
s& gip phai rat nhiéu vin dé mau thuin tl viéc “mua nio
thiic ndy”.

Bat ké 1a kinh doanh online hay offline, d6i v6i mot ctia
hing ma néi, nhiing vin dé ton dong nhin ti géc do khich
quan déu khéng nim ngoii mét s& phuong dién nhu “tu

duy”, “chudi cung ting” hay “chién lugc”...

Nhin tit géc dé tu duy, khéng it diém bén vi ctia hang
ban 1& muén khai thic linh vuc thuong mai dién ti mau
md, hoic 12 “tu cho minh hon ngudi” nén “khong thém
quan tim” d&n thuong mai dién td, hoic 1a “tu xem nhe
ban thin” nén “suy nghi qua mic” vé thuong mai dién td.
Thd vi hon, hai thai d6 hoin toan khic nhau lai din dén
mot két qua gidng nhau: phuong thic kinh doanh ho mé
ra chi don thuin 13 dem nhiing san phim ban ngoai ctia

hiang diy lén mang tiéu thu. oy



Nhu vdy, thuong mai digén ti tré thinh mot kénh méi

dé ban lé, khdng c6 chiit méi mé ndo. Céng thiic van hanh
“binh cft rugu méi” rit khé dé quan tim dén sy phat trién
va uu thé ctia thuong mai dién tr, ddng thdi ciing khong
c6 lgi cho viéc gia ting tAm quan trong cia b mén thuong
mai dién ti. Th€ 13, v6 s& vin dé lién quan dén bao bi san
phim va quan 1§ nhin sy phét sinh theo. Diéu niy rat
gibng v6i mdt ciu chiing ta ting nhic dén & phin truéc:
“Néu Internet diit bd tu duy, né chi con 1a mot kénh ban

hang binh thuong.”

Tt van dé chudi cung Ging, thuong mai dién tit va phong
cach “chu nghia t8i gidn” ctia n6 hoan toan chién thing cac
doanh nghiép truyén thong. Vé diém nay, t6i c6 mdt vi du
rat t8t d€ ké cho cac ban.

Em ho & qué cua t6i 12 nhan vién cia mot nhan hiéu d6
dn vit l6n trén Tmall. Cong ty ki€m dugc rat nhiéu tién
nhd vao mén mit hoa qua gia ré, bao bi thiét k& dep va
sang tao. Cong ty tu nhan thiu vuon trii cdy, tu thué nhan
cong lam ndng, tu xdy dung xudng, tu ban lé trén mang,
tryc ti€p ti€p cin v6i khich hang, c¢6 thé néi la mot tay

lam hét.

Con mdt nguodi ban khic 1am trong cong ty kinh doanh




thyc phim truyén théng ciing ké cho t6i nghe vé quy trinh

van hanh sin phdm mit hoa qua ctia cong ty cd 4y, tli cung
ing dén tiéu thy bao gdm: nha vudn — thu mua tréi ciy —

gia cong mit — ban budn — ban 1é - nguoi tiéu dung.

DE ring nhén ra, quy trinh phiic tap din dén ginh ning
vé gia ca. So v6i thuong mai dién ti, stic canh tranh ctia
truyen thong khong can ban dén. Do d6, viéc chuyén d6i
md hinh kinh doanh, 1am sao d€ 61 uu héa chudi cung ting
va ting stc canh tranh v6i thuong mai dién ti tré nén vo

cung quan trong.

Tt vin dé chién lugc, doanh nghiép kinh doanh truyén
thong “tinh théng” chién lugc 14u dai hon so v6i thuong
mai dién ti rat nhiéu, hoin todn chi€m uu th€ é thi trudng
“offline”. Nhung mot khi dua 1én thi trudng “online”, e

ring d6 lai 12 mot cuc dién khéc.

Mot anh ban thu nhip 5 van té/thang, mé cia hang trén
Taobao budn ban rat tdt, néi véi toi: “Anh dang trai qua
ngay thiang 4n biia hém lo biia mai”.

Cau néi ddy buc tiic nay rit hop 7 véi diéu Tran Nién
— Nhi sing lap chudi san phdm VANCL ting lén tiéng:
“T6i mii mii khong biét dugc ngdy mai Internet sé xay ra

chuyén gi.”
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Qua that, chién lugc kéo dai 3 ~ 5 nim ctia mot doanh
nghiép Internet trong thoi dai Internet khong hé c6 ¥ nghia
thuc t€. Bat ké 12 Alibaba hay Tencent déu phai chiu 4p luc
ting phut ting gidy trong thoi dai Internet thay déi ting
ngdy nhu th€ ndy. Do d6, v6i thuong mai dién tu, chién
lugc chién thujt chi dugc tinh bing don vi thing, don
vi tudn moéi c6 thé duy tri sy bit kip thoi dai ctia doanh
nghiép. Diing trudc cinh ctia chuyén d6i mé hinh, nhiing
ngdy thiang nhin nhi yén 6n cta ban 1é truyén théng di

mot di khong tro lai.

Tuu chung, nhiing ti€t 16 vé “mudn mau chuyén d6i co
cdu” chi 12 mét phan ctia tang bing. Nghién cttu ctia chiing
ta van con thd so va vi md, néu tiép tuc dao sdu hon, nghién
ctiu thém vé “cudc chién gi4 ci ctia nén ting thuong mai
dién ti” va “chuyén an bén trong viéc marketing thuong
mai dién t” e ring vai van chit khéng dua néi hét. Puong
nhién, nhiing vin dé chi tiét niy khéng nim trong pham
vi ban dén cta cudn sach. Bat ké nhu thé nio, nfu mot
doanh nghiép kinh doanh truyén théng mudn chuyén déi
md hinh va phét trién thi truong “online” mot cich nhanh
chéng déu khé tranh khoi difém mau thuin ta via ban &
trén. Thy tién budc chdn vao thi trudng thuong mai dién

tt ching khéac nido tu xdy md chdn chinh minh.
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Chiing ta phai nhé ring, “tién phong” (di trudc) va “tién

liet” (chét trudce) chi khac nhau mot chi.

3. Cac doanh nghiép thudng mai dién tli “biic td kinh doanh
truyen thong” trong miéng cong chiing nhin nhan ra sao ve
cac doanh nghiép kinh doanh truyén thong?

Tuy rit hi€m thiy mot doanh nghiép thuong mai dién
tit 16n dua ra 16i binh luan khich quan vé kinh doanh
truyén thong trén mang, nhung théng qua nhiing trudng
hop phét sinh trong thuc t€, chtng ta rit dé ki€m tim dap
an tu marc trai.

DE c6 cau chuyén ké dué6i day, toi phai cam on nguoi
ban “van ning” cta minh.

PAiu nim 2016, mdt ban hoc nii rit ¢6 khi chat vin nghé
s ctia t8i mic mot chiéc vay lam ti vai bong mang mau
sic c8 xuong buéc vao mot trung tim mua sim University
Village nim & phia bic trung tdm thanh phd Seattle, My.
O d6 ¢6 nha sach Amazon.

Nho cb 4y, tdi duge “tan mit” ching kién kénh ban lé
16n nhat thé gi6i Amazon di ti€n thém mot budc sau khi

“btic ti” cac ctia hang sich gidy.

R4t nhanh, trang thuong mai dién ti chuyén vé sich



DangDang & Trung Quéc ciing tuyén bs s&¢ mé 1.000 ctia

hang offline trong vong 3 ndm, gi4 bdn nhu gié online.

Co6 thé chang ta ching thé hiéu vi sao nhiing 6ng 16n
khéi nghiép tit ban 1é sich trén mang mét mit bép chét
sinh mang cua nhiing ctra hiang sich offline, mdt mit lai
xiy dung nhiing ctia hang sich offline khic thudc vé minh.
Tuy nhién, néu ching ta nhin xa hon, chiing ta c6 thé thay

hién tudng nay khong chi xudt hién trong nganh sch.

Mot vi du rdt dién hinh khéc 12 nhin hiéu thoi trang
INMAN thudc tdp doan HUIMEI Quang Chiu. Nhin
hiéu ndy ra doi tit Internet, ndi ti€ng nhd chuong trinh
“Quin 40 moi cua nil than” va dua vao phong cich thiét k&
don gian thanh lich nén rit dugc ngudi tiéu ding nit yéu
thich. Thang 7/2015, INMAN bit dau chién dich 020
tén goi 1a “INMAN + nghin thanh phé van ciia hiang”, x4y
dung s6 lugng 16n ctia hang offline trén toan quéc. Sau khi
chién dich mé dau thuin lgi, cudi ndm 2015 ho tiép tuc
ky két thanh cong v6i hon 200 clia hang offline khac va du
dinh xay dung khoang 10.000 ctta hing trén toan dit nuéc

Trung Qudc trong thdi gian tit 2016 — 2020.

Cling véi xu hudng thuong mai dién ti hai nim gin

day, ngiy cang nhiéu nhan hiéu phét trién nhd thuong mai




dién tit da tim ki€m mot cdi di vé moéi trén thi trudng
offline. Do d6, nhiing 6ng 16n trong nganh nhu Ma Vin
mdt mit vin ty tin tuyén td su 16n manh, trio luu trong
tuong lai, thi trudng trong tuong lai ctia thuong mai dién
tt1, mdt mit khac lai “4m thadm” [am cac hoat dong ngam

khac lién quan dén thi trudng offline.

Viay, thuong mai dién ti nhin nhan th€ nio vé kinh

doanh truyén théng?

Trong ltc tranh gianh s6ng chét, bat ct ai cling khong
thé phu nhan, thi trudng offline 13 mot chiéc banh ngon v

cuing hap din nguoi khic.

4. Tai sao ho lai md clia hang offline?
“Nhin nhin th€ nio” va “tai sao lam” 14 hai van dé.

Vi nhu t6i ting luu luyén chg ban si quan 4o trén dudng
Thét Phé & Thugng Hai, chiing kién mét thanh phd ving
béng ngudi chen chic qua lai vao budi sing sém, ciing
ting nghe ban bé ndéi ¢6 nguodi thin lam cha ctia hang
quan 4o ki€m dugc bon tién nho lugng khach t4p ndp.

Lai nhu t6i ting lac vdo th€ giéi mudn mau cta
MINISO, vui quén 16i vé gitia nhiing mén dd nho nho

mang phong cich Nhit Bén, cing nghe nhiéu hon nhiing
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loi khen ngoi danh cho “md hinh MINISO” va “than
thoai” Diép Quéc Phu.

Do d6, d6i véi toi, ban quin 4o c6 thé ki€m tién, gia
nhip lién minh MINISO ciing c6 thé ki€m tién, nhung
trubc mit, t6i s& khong di ban quin 4o, ciing khéng gia
nhap MINISO. Béi vi con duong “ki€m tién” mudn mau
mubn ve, dau diu cling cd, bat ké 12 ban quan 4o hay gia
nhap lién minh. Ngoai viéc “ki€m tién”, nhung khong thé
thuc hién nhiing diéu con lai khién tdi ching cach nio thoa
min nhu cau bing cic con dudng khac.

Néu néi nhu vdy, nguyén nhin di quin thuong mai
dién ti dong dao khong hen ma gip cing nhau “danh 1én”
thi trudng offline dudng nhu khéng don gian chi 12 “con

rin tham lam” #n “qua triing ga” nita.

No6i cach khac, chiing ta c6 thé diing cdm du doan, do
thi trudng “online” vén khéng c6 uu thé troi cho, cAc thinh
vién trong bd lac thuong mai dién ti 1dn luge gip phai
nhiing van dé cAp bach cé thé giai quyét bing “offline”.

Tai diy, tdi sé ti€p tuc 1ldy Amazon lam vi dy, va nbi
khong chiing “van d&” bi mit kia lai dugc 4n chda trong

hai biic anh lién quan dén Amazon.




dp thuong mai dientu’

Cria hang sich Amazon Books dau tién trén the gidi § Steattle, My

Nhin vao btc anh, chiing ta khé c6 thé phat hién clia
hang sich bay ban la liét du loai sich kia c6 diém gi khac
biét v6i nhiing ctia hing sich truyén théng khic chiing ta
di biét. Co Ié diém thu hit ching ta nhat trong tdim dnh
ching qua chi 13 cch trang hoang vo ciing don gian hojc 12
anh chang Au M§ dep trai dang cAm sach trén ké lén doc.

Nhung néu ban 1a khiach hing quen thudc cta cac cia
hing sich, lai c6 thé doc hiéu tiéng Anh, ddng thoi cha y

thém mot chit, ban s& nhan ra van d¢ tdn tai trong d6.

Thti nhit, méi cudn sich déu dugc biy sao dé khach
hing nhin thiy bia va bi hip din béi né chii khong phai
gay sach;

Thi hai, tai cic khu vuc sich duge bay la liét, cic loai
sach s& dugc chia ra theo dau muc nhu “sach day ndu in
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dugc yéu thich nhit”, “sich dugc danh gi trén 4,5 diém”. ..




thay vi chia theo thé loai sich truyén thng nhu: “sich

kinh t&”, “sach chinh tri”, “sach vdn hoc”...

Mot khi tiép tuc khai thic, chiing ta s& d¢ dang nhan
ra mbi mdt chi ti€t thi€t k& bén trong Amazon Books déu
chd trong vao hai chit “trai nghiém” cia nguoi tiéu dung.
Néu chiing ta phat huy thién phti nhu “Thim ti ling
danh Conan”, chic chin chiing ta s& chi § dén nhiing tim
bang thong tin mau den dudi mdi cudn sich & day to gap
d6i nhiing tAm bang binh thudng chi ghi tén va gi4 sich &
noi khéc. That vdy, Amazon Books v cing “quan tim chu
d4o0” lya chon phéan hoi ctia doc gia va dua théng tin d6 1én
‘bang cing voi tén va gid sach.

Triét 1y ot 161 ctia ctra hang sich ndy 13 14y nguoi tiéu
dung lam géc. Phé téng gidm d6c Amazon Books — Jennifer
Cast khi ti€p nhin phéng vin ctia phéng vién Thoi bio
Seattle dd n6i mot cau khi€n ngudi tiéu diing cdm thay vo
cling 4m 4p: “Néu chi bay gdy sich ra bén ngoai, ching toi
s& cam thay rat c6 16i v6i khach hang.”

Piéu gi di thic ddy Amazon theo dudi va ning tim

“trai nghiém khich hing” d€n mtc d6 cao nhu véy?

Khéng cin nghi ngd, d6 chinh 12 thi€u sét von c6 cia thi

trudng “online” — sy thi€u hut vé trdi nghiém khich hang.
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Xét tu goc do chung loai san pham, 6ng 16n ctia nganh
thuong mai dién ti - Amazon ngoai ban sich bio va d6
ding hing ngay, con sin xuit va ban nhiéu san phdm dién
tu khic nhu Kindle, Fire TV, Echo, Fire Tablet... Dua vio
kinh nghiém s6ng cua t6i, khi khach hing mua san phdm
dién ti ma ban thin ho khong hiéu r3, ho s& ky vong vao
viéc dugc dung thu va trai nghiém thit. Viéc “nhin hinh
mua hang” trén mang giéng nhu bai tip “miéu ta tranh”
tré con hay phai lam. Chi dya vao vai bic tranh dé phin
dodn s& khién nguoi ta khé xic dinh va lua chon. Vi viy,
viéc dua trai nghiém thyc t€ vao cic ctia hiang “offline”
chinh 12 cich gidi quyét van dé t8t nhat.

Xét tu goc do hanh vi tiéu dung, cic cia hang sich
ngoai doi thuc, thim chi 13 cd nganh bén 1& truyén théng
tuyét doi khong chi déng vai “nha cung cip san phim”
nhu thi trudng “online”. Va nhiing khich hang ding chan
tai cac ctia hang d6 khong chi lam cdng viéc “van chuyén
hing héa”. Liy ctia hing sich lam vi du. bat ké 13 loai
mang mau ddm mau sic nghé thuit Dai Loan nhu “Eslite
Bookstore”hay thé hién cudc sdng t6t dep nhu “Fang
suo commune”... thi thanh cong ctia ho déu bit ngudn

tt nhiing ddu 4n mau sic vin héa rieng. Con ngudi ta s&




dugc thi cam giic rong choi quén 181 vé gifia bién sach, tu

d6 khong con ¥ nghia “t6c chién téc thing” nhu khi mua

hang trén mang.

V6i nhiing trai nghiém vidn héa da dang, hanh vi mua
sim tuy ldc tiy hting 6 thi trudng “offline” nhiéu hon so
vé6i thi truong “online”, gitip doanh nghiép va ngudi tiéu
diing c6 mot kénh ti€p cin truc tiép va hitu hiéu hon. Loai
ti€p cin ndy sé kéo dii va phat trién dén mic thi trudng
“online” khong bao gid c6 thé bd khuyét.

Xét tit gbc d6 luu lugng khach hang, thi truong thuong
mai dién ti voi t8c d6 cong khai va luu truyén thong tin
nhanh chéng di kéo theo sy xuit hién cta rit nhiéu mit
hiang gidng nhau vé ca chit lugng, viéc canh tranh ngiy
cing ting lén, din dén hiu qua 13 s6 khich hang “online”
c6 hién tugng “thit nirt cd chai” vé gia ting s6 lugng.

Lic ndy, viec mo ctia hang “offline” d€ ting thém trai
nghiém khach hing tré thanh diéu k€& c6 thé gitp xoay
chuyén tinh thé.

Vi vdy, “thuong mai dién ti” khong con d6i ddu truc
ti€p v6i “kinh doanh truyén théng nita”, ciing khong “giy
6ng dip lung ong”, “tu gay kho dé cho ban than” ma

chuyén sang ti€p nhan sy thiéu sot ctia thi truong “offline”,
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hi Kinh doanh fru ing g3p thuong mai dién t

thita nhin uu thé cta thi truong “offline”, c6 thé nbéi vo

cling sing sudt.

9. “Toi” la ai?

Trudc gio tdi van phan cdm véi viéc mo hinh hoéa, thuyét
g1ao hoa.

Tuy nhién, d€ c6 thé trinh bay van dé “online — offline”
mot cich rd rang, toi khong thé khong kim nén sy “phan

cam” d6 lai d€ ti€p tuc ké trang giang dai hai nhu phan truéc.
DE tranh cho nhiéu ban d6c gid phan cam gidng b1, toi
s& liét ké ra day vai két luin ddong thdi 12 d4p 4n d& hiéu
cho bén ciu hoi da nhic dén & trén.
Két luin s6 1, “thuong mai dién ti” c6 4n chiia nguy

hiém, chuyén déi m6 hinh kinh doanh can than trong;

K&t luin s6 2, khong phai it ca cac loai sita bo déu goi
12 “Milk Deluxe”, khong phai tit ca sin phim chuyén sang

kinh doanh “online” déu thanh céng;

Két luan s6 3, van dé thi€u hut vé trii nghiém cta
thuong mai dién ttt khéng thé nao b6 sung, md hinh kinh
doanh offline ddy tinh trai nghiém khién thi trudng online

phai chay theo dai.
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K&t luin s 4, mang Internet 1a mgt kénh ban hang cii,

nhung tu duy Internet 14 mét mé hinh kinh doanh méi.

Viéc lya chon diu 12 d4p 4n trong s8 bon két ludn d6, e
ring mdi ngudi mdi khic. Nhung nhan biét nén ting ctia
ban than, hiéu sin phdAm clia ban than, thuin thé ma lam

méi c6 thé thanh cong.

5. SU NOI DAY CUA MOT CUA HANG KINH DOANH
TRUYEN THONG - SU RA BGI CUA MINISO

O phan ndy, tdi thdy khong gi mé ddu hop hon bon tu
“ti€p ndi phin trudc”.

O phan truéc, thi€u mét cau két ludn “mudn bigt moi
chuyén ra sao, hdy doi ha hdi phin giai” nhu trong tifu
thuyét ki€m hiép.

Boi mot cau “mdi ngudi mdi khic” nghe hoi qua loa,
nén nhifu ngudi hin s& mong dgi mudn biét qué trinh tu
duy va thyc hién diéu d6 cta Diép Qudc Pha.

Ky thuc, vé sy ra doi MINISO, vé viéc lya chon di theo
thi trudng online hay offline, Diép Qudc Pha chi néi von

~ A N
ven bon ciu nay.
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Céu dau titn: “T6i da kinh doanh bian lé truyén thing hon
10 néim roi.”

Céu thil hai: “T6i dua khong kbi trai nghiém ring khip cic
cila hang ban 16.”

Céu thil ba: “T6i quyét dinh lua chon thi truong “offline” ti
md hinh kinb doanh mdi cia thi truing “online”.”

Céu thii tu: “T6i duong nhién gidl viing Igp truong, cai cich

nganh ban Ié truyén thong tdi cuc han.”

Mudn phac hoa viéc khéi ngudn ctia MINISO duya vao
bdn cau ndy e hoi sém. Duong nhién chiing ta c6 thé bo

qua ciu thi tu va chi nghién ctiu vé 3 ciu con lai.

1. “Toi da kinh doanh ban 18 truyen thong han 10 nam roi”

Chting ta déu biét, Diép Quéc Pht khéng phai ngudi
méi trong linh vuc ban 1é. Trong nginh, rit nhiéu doanh
nghiép va nha binh luin déu thich goi sy ra ddi cta
MINISO la “khéi nghiép 1an hai”.

Tru6c gio “khoi nghiép lan hai”, nhin hiéu “Aiyaya”
Diép Quéc Phii van hanh hon 10 nim vin dang phét trién
rat tot. Tong thé, sy cong kich cta thi trudng thuong mai
dién tit khign “Aiyaya” gip phai van & thit ndt 8 chai,
nhung vin chua d4nh huéng dén géc ré. Do d6, chiing ta
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khong thé phu nhin v6i thinh céng ctia “Aiyaya”, Diép
Quéc Pha da dit nhiing vién gach 16n 1dm nén méng x4y
dung “giang son” cta minh trong linh vuc bén lé, dong

thoi d6 ciing 13 uu thé va tich liiy cia anh.

Nhu vy, khic véi tinh trang “khong thay d8i sé chét”
ctia nhiéu doanh nghiép khic, néu Diép Qudc Phi thit su
lya chon theo thuong mai dién ti, anh s& khong thé khong
chit dt “ddi vai khdng 16” do ban than tao dung nén.

Nhu ban than Diép Quéc Phi tiing néi: “Boi tdi xuit
than ti viéc kinh doanh truyén théng, kinh doanh truyén
thong 13 thé manh ctia tbi, nén tdi rat c6 long tin véi thi

truong nay.”

Mot lua chon t6t khong chi dya vio thdi thé ma con

phai xem nén tang clia ban than ra sao.

2. “Toi dua khong khi trai nghiém rong khap cac clia hang
ban 18"

Chiing ta vin luén thao luin vdn dé vé “trai nghiém”,
trong khi Diép Quéc Phi lai quan tim dén diéu nho hon:
Dic tinh san phdm cta t6i lidu c6 khién n6 cang dé bi tdn

cong boi su khi€ém khuyét vé trai nghiém cua thi truong




Khi kinh doanh tru

“online”? Pdng thoi, litu nd c6 tré thianh uu thé trai

nghiém ctia thi truong “offline”?

Lic nay chiing ta khong thé tiy tién dua ra két luan
trude khi sing lap MINISO, Diép Quéc Phi ¢6 §¥ mudn
san xuit vat dung thuong ngdy tGng dung thoi trang.
Nhung tu ban than “Aiyaya”, ta c¢6 thé thiy nhu ciu vé
trai nghiém vo cing 16n cua loai sin phim nay, cling v6i nd

luc ctia Diép Quéc Phi trong viéc thuc hién nd.

Tu ndm 2002, khi “Aiyaya” ra d6i, Diép Quéc Pha da
dit tdn chi kinh doanh 13 “mang dén niém vui mua sim
cho khich hang” v “nidng cao chat lugng cudc sdng clia
khich hang”. Vi diéu ndy, Diép Quéc Pht di mé rong
chung loai hang héa tit “dd trang stc” nhu khuyén tai,
day chuyén, lic tay, nhin... sang db trang diém, db choi,
vin phong phim... Ngoai ra, Diép Qudc Pht ciing bo
rat nhiéu cong stic cho viéc trang tri ctia hang va dao tao
nhin vién. Ctia hang “chat lugng cao” cling nhan vién c6
“t8 chdt cao” khién mdi c¢6 gai buéc chin vio “Aiyaya”
déu bi thu hart béi bau khéng khi diy tinh thoi trang cia
n6é. Nhung, diéu quan trong nhat vin 1a Diép Quéc Pha
thay ddi phuong thiic quan 1y theo kiéu “chéng trom” &

ctia hing trang stc truyén séng sang bay hét ra dé khach
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hang ding thu tiy thich. Nhu viy, niém vui khi mua sim
s& dugc thé hién rd nét hon. VA diy ciing chinh 13 diéu

thuong mai dién ti khong lam dugc.

Thuyc t€, sau khi “m6 hinh MINISO” cta Diép Quéc
Phi git hii thanh c6ng todn dién, c¢6 ngudi d3 hoi anh ay:
“Anh giy dung MINISO d€ mong mudn diéu gi?”

Sau vii gidy suy nghi, Diép Quéc Pht néi mdt cdu nhu
sau: “Giai phéng mot thé hé tré.”

Coi trong “cdm nhin” vi nhin manh “trdi nghiém”
12 uéc nguyén ban diu ctia Diép Qudc Pha khi ddn than
vdo ban 1é. Vi nhiing san phdm hing tiéu dung ting dung
phong cich thoi trang v6n di mang dén “cam nhin” va
“trai nghiém” khac v6i nhiing mit hang khic. Diéu nay
gilp tao ra uu th€ 16n khi Diép Quéc Pha xiy dung ctia

hing offline.
3. “T6i quyet dinh hia chon thi trudng “offline” tii md hinh
kinh doanh mdi ctia thi trugng “online™”

Trong mot lan phong vin, phéng vién d3 héi nhu sau:
“C6 rat nhiéu nguoi khéng hiéu nguyén do MINISO cé

stic htt nhu vay. Vi sao lai th&?”

Diép Qudc Ph tra 16i: “Béi vi ho di triing doc cua cac
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doanh nghiép truyén théng qui ning nén vin ding tu duy

kiéu cti d€ suy nghi van dé nay.”

“Tu duy kiéu cii”, diing d€ chi “tu duy bén lé truyén

thong”.

Trong phan truéc, ching ta da ban luin kha siu vé uu
va nhugc difém ctia hai thi trudng online — offline. Song,
bat ké tit md hinh tu duy, mé hinh quéan 1§ hay tu chudi
day chuyén, tit ca déu 1a “hién tugng phd bién” ma khéng
phai “hién tugng tat nhién” & thi trudng online va offline.

Diéu nay giéng v6i hanh vi tinh cich ctia mot da tre,
rit ca déu do ban tinh troi sinh va mé trudng 16n [én quyét

dinh, chtt khéng phai day d6 ma nén.

“Hoc tu duy” va “tham khao md hinh” déu 13 két qua
ctia viéc tranh luin gifia hai vAn dé online — offline, khong
hoan toan la “ai dang ai sai”.

Do d6, san sinh ra tu duy chit lugng, tdi luyén va tiéu
hoéa tu duy d6 ti hai moi trudng online — offline méi la
diéu cot 161 dé chién thing.

That ra, ban than Diép Quéc Phi khdng hé néi bdn cau
6 trén. Hai ciu dau chi 12 t6i gia dinh theo sy thit khach

quan, con hai ciu sau 1 triét 1y kinh doanh cia MINISO,
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ciing v6i “su nghiép vi dai” Diép Quéc Phii dang giy dung
ting gio tung phat.

Tong két lai, cling chinh 14 tiéu dé cta phin nay: Su néi
ddy ctia mot ctia hing kinh doanh truyén théng.

Hai td “néi day” chiing ta nhic dén ngiy hom nay, phia
truéc nd chic chin 1a “suy tan”.

Gio day khong con ai hodi nghi vé vién canh cta thuong
mai dién td, gidng nhu 20 nim truéc khong ai hoai nghi
vé tuong lai ctia nganh bén 1.

Chung ta, nhiing ngusi thudng dgi khi su viéc da xay ra
r6i méi du dodn, ching thé nao biét truéc duge su ndi day
hogc suy tin, ma chi pht hop dé nghién cttu mot hién tugng
thanh céng ndo d6. Vi vy, dang trén lap truong cua nhing
nguoi “khéng tryc ti€p 1am nhung hay néi Iy thuyét”, ching
ta thudng “néi nhiing diéu vi mé dao to ba 16n”.

Néu bo di nhiing thd “vi md”, “dao to bt 16n” kia,
chiing ta ching qua ciing chi 12 mét thé& hé bi 4nh huéng
bsi mé hinh MINISO ctia Diép Quéc Pht; ching qua
cling chi 1a nhiing nguoi tiéu dung sin pham tng dung
thoi trang nhanh do Digp Quéc Pha tao ra. Ca mdt thoi
cdp hai cta t6i déu dung d€ ching ki€n Diép Qudc Pha
tao ra nhan hiéu d6 trang stic “Aiyaya” (d6ng thdi tbi ciing

=



Khi kinh doanh truyén thong gap thuong mai dién t

la mot fan cling cia nhdn hiéu d6); Con trong thoi dai
thuong mai dién ti dan phd cip nhu viy gio, tdi cling rat
“vinh hanh” tré thinh mot trong s& 12 triéu ngudi hadm

mo cua MINISO.

Co I chiing ta dung nhiéu thoi gian dén dau ciing
ching thé néi 16 litu MINISO c6 dem lai cho hon 12 triéu
ngudi hAim md trong d6 cb ban, c6 tdi mdt cudc séng tot

dep va giai phéng mot thé hé hay khong.

D vy, trong cudc cich mang manh mé vé md hinh kinh

doanh nay, tit ci dudng nhu déu khéng qui quan trong.

BAit ké thé ndio, MINISO cling ra doi rol.

SuU ra dgi cta MINISO, mong dén cho ngonh
ban & ’rruyen Thong nhiéu frién vong .

: ‘M!NtSO 1o két quc: cla mot cuoc ddo lon tu duy.
d g Thds lcx md dou cuc: moT ’rhds don .
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Pay la cdy dai thu di sdng sot gifia con bio thuong mai
dién ti, ddy 13 hat gidng sinh ra 6 Nhit Ban nhung nay
mam trén dat Trung Qudc.

iy 12 mot ciu chuyén vé su khéi ngudn ctia MINISO,
n6 thai nghén tuong lai ctia v6 s6 doanh nghiép kinh doanh
truyén théng budc phai thay d6i, nhung di 16n Ién trong

ngay hém qua ctia ban than.

1. “SANG TAO” TU “BUON BAN” VA “KHONG NGUNG”

Titu dé nhé doc 1én gidng bai vé ndy bit ngudn tit 13n giai
thich hai chit “budn ban” cia Diép Qudc Phd trong mdt
budi dién thuyét. Anh &y néi: “Budn béan, chinh 12 sang tao
khong nging.”

Toi rét so cing ngudi khaic nghién ctiu vn d€ lién quan
dén “sing tao”, boi ban chit sang tao sinh ra tu sy hu ciu,

[
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“bit ngudn tlt cudc séng nhung cao hon cudc séng”, dé
ching qua chi la mot tinh tt nghe ém tai nhung khong
thuc t€. Vi thé, dén tin hdm nay, tdi cling khong thé chi
dya vao mot cau ndi nay ctia Diép Qudc Pht ma 1y giai suy
nghi ctia anh 4y v6i hai ti “sing tao”.

Tuy nhién, tdi vin ridt déng § v6i cich dinh nghia lai
hai td “bubn ban” ctia Diép Qudc Phi tién sinh. Boi rat
nhiéu vi du thuc t&€ x4y ra xung quanh chtng ta di néi cho
toi rang:

Phai dem “bubn ban” tr6 thanh “sdng tao khong nging”
moi c6 thé thit su dua “budn bin” trd nén “phat trién
khong ngung”.

Bing chiing chiing minh diéu nay trén thuong trudng
nhiéu khéng ké xiét.

Ban hin ciing ting nghe qua mét thuong hiéu kha tha
vi mang tén “Ba Con Séc (Three Squirrels)” r6i chi?

Néu ban chii ¥ dén Logo ctia Ba Con Séc, vay chic chin
ban d4 bi hinh dnh ba ch séc déng yéu v6i bé ngoai khong
gi6éng nhau nhung ciing rit gi6ng nhau thu hit.

C6 1& ban s& khong ngd ring, doanh nghiép véi ba con

vat 1ong xt khién nguoi ta viia nhin dd yéu nay t khi ra




doi ndm 2012 dén nay di dan tré thanh nhin hiéu thuyc
phim kinh doanh thuong mai dién tit c6 lugng tiéu thu

16n nhat Trung Quéc.

Cung v6i viéc gianh dugc tinh cdm cta khich hang,
Ba Con Séc ciing lot vio mit xanh ctia v6 s6 quy dau tu
mao hiém. Lan lugt, thuong hiéu ndy dugc IDG dau tu
1,5 triéu USD vio vong series A va Capital Today dau tu
6 triéu USD viao vong series B. Nam 2015, Ba Con Séc
dugec FREES FUND dau tu 300 triéu NDT. Dén nay, Ba
Con S6c dugce dinh gia khoang 4 ty NDT, tré thanh nhin
hiéu thuong mai dién ti dugc dinh gia cao nhat trén mang
Internet. Trong budi bdo c4o tii chinh, nguodi sing 14p Ba
Con Séc — CEO Truong Liéu Nguyén tung ndi dua: “That
ra t6i von khong can s6 tién dau tu ndy, nhung t6i mudn
ung ho Ly Phong (nguoi sing ldp FREES FUND) khoi
nghiép. Ban diu i chi mudn 100 triéu, nhung cudi cing

lai dugc 300 triéu.”
Vay, 16t cudc Ba Con Soc d3 lam gi?

Nhu d3 néi 6 trén, ddy 12 mot doanh nghiép thuc phim
kinh doanh thuong mai dién tii. Néu néi don gian cu thé

hon thi, chting ta c6 thé miéu ta nhu sau: Ban qua ciing.

Né&u quay ngugc thdi gian v& 15 nim trudc, lac d6 thi




a»rogﬁ@ég gilfa dong cai tring

trudng ban qua cing theo cAn con phit trién manh mé,
nhiing gian hang trong cic ctra hang bin 1é ¢6 gi4 ca binh
dan, mua ban dé dang, con c6 thé tu do n€m thtt chon lua,
ngoai dip 1€ tét, n6 cling c6 thé khoi goi nhu ciu mua sim
ngiu nhién ctia khich hing. Puong nhién, n6 ciing khong

hé c6 thuong hiéu gi ca.

Sau nim 2001, thi trudng qua cting déng tdi bdng
ndi 1én nho “hat dua QiaQia”, théa min nhip s6ng nhanh
cung nhu ciu thoi thugng cta thanh nién cing nhu dan
vin phong. Ho quan tim dén dic difém va chat lugng san
phim chit khong chon hang theo gi4 ca. Nhiéu khi, ho
mua hing khong phai d€ ti€p khich hay théa min ham
mudn in udng, ma theo dudi chit lugng cudc séng ciing
trai nghiém vui vé.

Nhu vdy, thi truong bian qué cling theo cin truyén
thong cing thi trudng ban qua cling déng gbi thoi thugng
théa min nhu ciu va théi quen tiéu diing ctia nhiing nhém
ngudi khic nhau. Su phat trién cta Internet ciing din thic
ddy cac nhan hiéu bin quéa cing “dua nhau 1én mang”.
Do d6, bt luin 1a x4y ctia hang offline hay mé ctia hiang
online, mudn tim mot con dudng bing phing dé thanh

cong trong thi trudng qua cing nay di khé cang khé hon.
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Nhung Ba Con Séc ludn ludn tim thiy su dot pha, d6
chinh 13 hat hé dao.

Khi Ba Con Séc con chua néi tiéng, nhiing loai nhu ddu
phong, hat dua, 6¢c cho va hat dé cudi gan nhu chi€ém tron

thi trudng qua ciing Trung Quéc.

Huong vi ctia hat hd ddo gan ging v6i qua éc chd va hat
dé cuoi, lai thom hon d4u phong va hat dua, quan trong
hon ¢4, loai qui cling dugc ménh danh 12 “Hb dao My~
ndy c6 v6 mong va gion, c6 thé dé dang dung tay khong

dé tach.

Ba Con Séc “méi mé khac biét” lua chon hat ho dao 1am
san phim cht dao, c6 thé nbi 12 da tim ra chim xanh gitia
mdt bién qui cling mau do.

Moi nguoi déu biét, mot trong nhiing khi€ém khuyét
truéc hét ctia nén tang thuong mai dién tu chinh la thidu
su trai nghiém thuc t&, mot ctia hang tryc tuyén vira khong
thé dua vio trang hoing hay khéng khi dé gianh chién
thing, viia rit kh6 dua vio nhin vién bin hang hay dich
vu d€ tao su dot pha. Tham chi, c6 ngudi con néi nhu sau:
“Taobao 13 viing bun chét cta san phim”.
Song, Ba Con Séc vén quen véi su doc ddo dd tim ra

“diém méi mé” e “khong khi” va “sy phuc vu”.



al

g

4 ‘f‘cﬁt moc gitfa dong cai trang

==

D61 v6i mang Internet ma ndi, khic hang cé thé 1 gia
tuong, thé gi6i c6 thé 1a gia tudng, vay thi su trai nghiém
cling c6 thé 13 gia tuéng. Khong gian “hai chiu” vi ngdn
ngil cosplay (goi tit 12 ngdn ngtt C) bung nd trong thé hé
sau 2000 di cho thdy diéu ndy. Trong nhiing nhém chat
QQ ctia hoc sinh trung hoc, chti dé néi chuyén phi€m ctia
ho ¢6 thé xoay quanh ca mot vii tru nho, cho thiy mdt géc
khic ctia cudc séng. Chuong Ligu Nguyén dya vao diéu

ndy, dit ra 2 nguyén tic cho noi by doanh nghiép nhu sau:

(1) TAt ca ddi ngii chdm séc khach hang ctia Ba Con Séc
déu phai coi minh 13 nhiing chi séc nhod, goi khach hang la
chu nhén, phuc vu cho chu nhin mot cich dang yéu nhat

c6 thé.

(2) T4t ca nhin vién ctia Ba Con Séc déu phai mé dau
bing ti “Séc”, sau d6 din din bdi dudng thanh vin héa dic

trung cta doanh nghiép.

Th€ 13, ban c6 thé trong thdy mot canh tugng thi vi
nhu th€ niy trong d6i nhém Ba Con Séc: Chuong Litu
Nguyén nghiém tic nhin minh 1a “Séc b&”, cdn mét nhan
vién chdm séc khach hiang 37 tudi ngdi truéc man hinh
mdy tinh g6 phim tro chuyén v6i khach hang “Chao chu

nhan, em 14 s6c nho”.

5
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Thé 13, nhitng khich hang luén dugc ngudi ban goi
than mat 13 “tinh yéu, honey” nhu chiing ta sé& khéng thé
nao nhé dugc cia hang nao véi cia hing nao, nhung lai
khong thé quén Ba Con Séc ludn tu goi ho 12 “Séc” va goi

ta la “Cha nhan”.
Sang tao la gi?

Véi Ba Con Séc, sing tao chinh 1a chon moét 161 di

khéc hoan toan véi dam dong.

Chting ta c6 thé thiy “sing tao” “khéng ngling” chinh

1a &€ cac doanh nghiép “budn bian” “khdng ngling”.

Nhung doc dén day, chic hin s& c6 ddc gia khoé tinh véi
nhiing con chit thic mic: N6i dai nbi dai nhung todn néi
vé chuyén hai cong ty thuong mai dién ti ding sang tao
trong san phim va sing tao vé vin hoéa d€ phit trién quy
md cta ho, diéu nay lién quan gi d€n mot doanh nghiép
kinh doanh truyén thdng nhu MINISO? Piy ching phai

dang khen ngoi thuong mai dién tt hay sao?

“Online” 13 mdt tit thoi thugng va mang ti€t tAu nhanh,
13 mdt “vuong qudc sing tao” dich thuc, khdng kho d€ liée
ké ra nhiing vi du 4p dung séng tao dé thanh cong. Con d6i

v6i doanh nghiép “Offline” truyén thong, dim manh dan



Khdi ngudn: CU ca ot moc gilta dng cdi tréng

13t d6 cai cii d€ sing tao cai m6i van rat hi€m thay.

Thu suy nghi mot chit, néu hai vi du trén xay ra véi
nhiing doanh nghiép ban 1& truyén théng, vi MINISO
cting di theo buéc chan cua ho, hoc theo nhiing diém “sing
tao” dé thu hiat su cht ¥ cia nguodi khac, vy thi ta s&
khong can phai thao luin xem MINISO liéu c6 dat dugc
thanh tyu nhu ngay hém nay, ma chi cin n6i xem MINISO
di sang tao d6i méi nhu thé nao thi viéc sdng tao ra sao s&

khong con 1a &€ tai tham khao c6 § nghia véi chiing ta niia.

Khi “vin héa sing tao” trén Internet bit dau bio hoa,
trao luu “theo dudi cdi méi” ciing dan di xudng, “sing tao”
chting ta hay nhic dén trong qué kht khéng con 1a “sang

tao” nia.

Gidng nhu Chuong Liéu Nguyén di néi: “Thanh cong
ctia Ba Con Séc nim 6 chd, mbi budc di cia chiing t6i déu
theo nhip diéu phat trién cta Internet. Gio c6 cho chting
t61 100 triéu NDT, chiing t6i cling khong thé tao ra Ba

Con Soéc thi hai dugc.”

Nhung ciing diing quén, MINISO 14 s&8 mot vé ban lé

truyén thdng.

Chuyén ho theo dubi viéc “sing tao khéng ngiing”
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phitc tap va kéo dai hon rit nhiéu so v6i ciu chuyén ké
trén. Hay cho t6i mot chir thoi gian, t6i s& ké cho cic

ban nghe luon day.

2. DEN NHAT BAN XEM THU

Hii: Viée dau tion Digp Qub Phit lam trudc khi MINISO ra
i I gi?

Diap: Dén Nhat Ban.
Hoéi: Ngoai manga va gai dep, Nhgr Ban con gi dé xem chit?

bip: Xem hang héa, xem hiang héa Nhic Bin; xem

ngudi, xem ngudi Trung Qudc.

C6 thé nhidu nguoi s& cam thay doan d6i thoai trén that
dai dong va ching lién quan, nhung nhiing ngudi thuc
su tiing dén Nhat va trdi nghiém cam gidc mua sim dién
cudng sé vo cung thau hiéu.

Trén thuc t€, ngudi Trung Qudc bit dau cha § dén hang

hoa ban 1é ctia Nhat ti sau ndm 2013.

Nganh thuong mai dién tl ctia Trung Qudc lac bdy gio
dang trong giai doan quan trong dé thay d6i. Su ndi day
ctia Wechat va XiaoMi khién 6ng 16n Alibaba phai rung
chuyén. Hinh thic thanh toin qua di dong bit dau phd
88
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cap ciing cho thay tiém lyc phét trién manh mé cia mang
di dong. JUMEI, JD va Alibaba 14n lugt ra doi cho thdy
sy bat diu ctia mot thoi dai méi... Thuong mai dién tl
6 Trung Quéc da dat dén dinh cao. Song, khién nguoi ta
khong thé hiu ndi 13, nganh thuong mai dién ti ¢ Nhat
Ban c6 lich st phét trién manh mé hon Trung Qudc rit
nhiéu, gitia thoi dai Internet phét trién bling nd vin khong
thé ndo so sanh v6i ban 1é truyén thong, thim chi con tinh
nguyén lam mot chiéc 14 xanh, 12 mdt “dich vu kém theo”

cho cac cia hang ban lé.

Thuong mai dién tt 6 Nhit Ban, ban ddu dugc goi 1a
md hinh “kinh doanh thong tin”. “Thong tin” & dy chi tin
tiic dugc trao déi va truyen dat thong qua tivi, phét thanh,
tap chi. Trong thoi dai chua c6 thiét bi dién tu c6 thé gitp
ngudi mua va ngudi ban l4p tic trao ddi budn ban, hinh
thiic théng qua gidy td d€ giéi thiéu va ti€p nhin don hang
ndy gibng v6i marketing cach khong. Va hinh thic buén
ban nay da bat dau phat trién 6 Nhat Ban vao nim 1876, sau

khi ch& d6 buu chinh c4n dai ctia nuéc nay dugce hinh thanh.

Nim 1970, Nhit Ban bit dau luu hanh viéc mua sim
qua dai phat thanh va mua sim qua tivi va phat trién manh

mé trudc ca khi mang Internet dugc phé cap.
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Nidm 1998 khi cong ty Alibaba chinh thiic thanh lap,
tong ngudn thu tlt giao dich thuong mai dién ti cia Nhat
Ban da vuot qua 87.000 triéu Yén Nhit.

Nhung diéu khéng ai ngd téi 13, khi Nhit Ban chinh
thic budc vao thoi dai Interner, thuong mai dién tii 6 nuéc
nay lai phét trién v6 cling chim chap, khong nhiing ¢i 1é
thim nhip thdp ma quy mé va stic phat trién con kém hon
rit nhiéu so v6i Trung Quéc. Thim chi, chat lugng ctia cac
nhém nguoi tiéu diing con khong thé so sanh bing Trung
Qudc. Mot béo cio cho thiy, 8 Nhat Ban, luc lugng chu
dao tham gia nén ting thuong mai dién ti khong phai
nhiing ngudi tré yéu thich thoi trang va dam mé cai dep,
ma 13 nhiing ngudi gid di lai kh6 khin va khong muén
budc chn ra khoi cua.

Théng qua phén tich sy phat trién cta thuong mai dién
ttt & Nhit Ban, chiing ta c6 thé thiy, Nhat Ban “lac hiu”
hon Trung Quéc rat nhiéu trong viéc phat trién “nén tang
online”, nhung khong c6 nghia la Nhitc Ban “lac hdu” hon
trong viéc phat trién thuong mai dién tu.

K&t hop ca nganh cdng nghiép bén 1é vii chuc nim van
“kién c6 khong thé ph4 v&” cua Nhit Ban v6i nganh bin

lé “khéng ngudi chéng lung” & Trung Qudc, Mi Van chi
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diing mét ciu noéi dd chi ra dugc mau chdt trong d6:

“Kinh doanh online” cia Trung Quéc “hién dai” hon
so v6i Nhat Ban, vita vin con do kinh doanh bén 1 truyén

théng cia Trung Qudc “lac hdu” hon so v6i Nhat Bén.

Viy, so v6i nganh kinh doanh ban 1é “lac hdu” cua Trung

Qudc, Nhit Ban 16t cudc “hién dai” hon é diém nao?

1. Cung iing

Tai Trung Qudc, md hinh “mua sim nhe nhang” “giao
hing tin nha” cta nhiéu doanh nghiép 16n nhé hau hét
d&u thudc doc quyén ctia thuong mai dién ti. Néu ban
chung tinh véi viéc ra ngoai ctia hang va thich dao phd di
bd, viy thi ban sé khong thé trinh khoéi viéc ra ra vio vao
cac clia hang, cic trung tim thuong mai va xach theo tai
16n tti bé, di mua dugc dd vé& nha ciing cim thiy toan
thain moi mét.

Con 6 Nhat Ban, “phuc vu nhanh” 12 tiéu chuin thap
nhit ctia nganh ban 1¢, moi ctia hang bach héa déu ap dung
dich vu giao hang va phat trién cac kénh ban hang online.
Néu ban “tu minh” xich theo muoi miy tham chi 12 miy
chuc chiéc tti dung d6 vé nha, vay ban c6 thé nhd ctia hang

déng gbéi van chuyén tin noi. Dich vu ndy khong gi6i han
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voi cdc mon do gia dung cong kénh, ma quan 4o, gidy dép,
tdi xach hay cac vat dung hang ngay ciing c6 thé truc tiép

dugc van chuyén dén nha khach hang hodc cac khach san.

Ngoai ra, hé thdng thuong mai dién tit kém giao hang
ctia Nhit Ban dugc thanh 14p duya trén nén tang cta cac
cua hang tién ich.Tai Nhat, dich vu déng géi 6 ctia hang
tién 1oi c6 thé bao gdm ca gui d6 qua buu dién, con cac
ctia hang ban 1é c6 thé 4p dung hinh thic van chuyén gin
clia cac ctia hang tién loi. Tiéu ndy c6 nghia 13, hé thong
thuong mai dién ti va thuong mai truyén théng & Nhat c6
mdi quan hé cong sinh ma khong phai 13 canh tranh dén

miic “ngudi song ké chét”.

2. Phan phoi

Doc hét phan trén, chic hin vin s& c6 doc gia té ra nghi
ngd vé mdi quan hé gifia hé théng thuong mai dién tit kém
giao hang va cic ctia hang tién lgi. Béi néu Nhit Ban 4p
dung phuong thiic giao hang gan cta cic ctia hing tién lgi,
né ciing ddng nghia véi viéc miic 46 phan b6 cta nhiing
ctia hiang nay con nhiéu hon so véi cic diém dit chuyén

phat nhanh 6 Trung Qudc.

Su thit la viy.
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Mic 36 phan bs cta cic ctia hing nho 1é bén Nhat Ban

qua that khién nguoi ta phai kinh ngac.

L4y vi du 6 thanh phd Osaka, md hinh kinh doanh bao
gdm cic khu phé thuong nghiép, hé thong bén xe va sy
phan bd cac clia hing tién lgi. Thong thudng cic con phd
thuong nghiép déu tip trung 6 nhiing dia diém sim uit
nim gitia trung tdm thanh phd, dugc két ndi véi nhau
bing hé théng tiau xe, & mdi bén déu c6 cic clia hing tién
loi, Shopping Mall hay siéu thi. Tt d6 hinh thanh mang
luéi cac hé sinh thai thuong nghiép trén mit dat va dudi

long dat.

Chi néi riéng vé cic ctia hang tién lgi, Nhit Ban c6 hon
52.000 ctia hing tinh d&n thing 3 nim 2015. Trong do,
s0 luong ctia hang & Tokyo chi€m nhiéu nhat, ba thuong
hiéu quy mo nhit 1a Seven Eleven, Lawson, Family Mart
c6 t6i hon 5.700 ctia hang & Tokyo. Trong cudc chién gifia
chc cta hiang tién loi, c6 thé néi 1a “di vai budc lién thiy
mot cta hang”.

S6ng trong modi trudng chi can buéc chan xudng nha
d3 c6 thé mua sim tién loi, viéc lya chon mua sim online
do “ludi” hogc “chi thich ¢ trong nha” rdt kho tr¢ thanh

hién thuec.
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3. Trai nghiém
Nhic d&n “mua hang offline”, chic chin khéng thé bo

qua viéc “trai nghiém” chiing ta d3 néi qua rit nhiéu lan.

Diém dot pha va quan trong gitp thi trudng “offline”
& Nhat chién thing thi trudng “online” 13, nganh ban 1& &

nuéc ndy di phat trién dén trinh d6 cao nhat.

Td gbéc do dong bd trong phuc vu nhu, mién phi 46
xe cho khach, 18y xe cho khach, xach hanh 1y, diy xe tré
ndi tré em, ding thang mdy chuyén dung cho khéich ngdi
xe lin... day déu 1a nhiing diéu khéng thé thiu & cac
cta hang bach héa tai Nhiat. Khong it ctia hang cho phép
khach dit theo ché, d€ gitp khach hing c6 thé trai nghiém
chat lugng t6t nhat ma vin dam bao sach s&, nhiing ctia
hang nay di cung cip bdn rua chan chuyén dung cho tha
cung ctia khach. Gan day, khi s6 lugng khich du lich ngusi
Trung Qudc dé€n Nhat ngdy cing nhiéu, hau hét cic cta
hiang & Tokyo di trang bi tdng dai phuc vu bing tiéng

Trung Qudc, chuyén dung dé trg gitp khich nuéc nay.

Tl géc d6 san pham, sy da dang hang héa cta cic clia
hing & Nhit tuyét d6i khong kém nén ting thuong mai
dién t&. Tai nuéc ndy, ching ta thudng xuyén bit gip
nhiing ctia hang vin phong pham, ctia hang dd choi, thim
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chi 14 ctra hang ban 6 nén cao 3-4 tang. Va bén trong clia
hiang, sin phim dugc cip nhit va thay d6i lién tuc theo xu
huéng. Liy vi du vé su canh tranh kich liét gifia cac ctia
hing tién loi trong linh vuc thyuc phim, nhin hiéu cia
hang tién loi ndi tiéng 6 Nhit 1a Circle K Sunkus mdi tudn
déu cho ra mit 5-8 san pham dd ngot dén véi khich hang.
Con Family Mart mdi tuin déu c6 budi gip mit va thio

luan phét trién gifia cAc d61 tic san xudt d6 ngot.

Tit géc d6 chat lugng, chat lugng san phim cia nhiing
ctia hing ban 1¢ & Nhit Ban ludn khién khich hing cim
thiy yén tdm hai long. Cic nha mdy ludn suy nghi tinh
toin d€ cho ra nhiing san phim chit lugng t6t, cic nha
kinh doanh ludén khéng ché chat lugng san phim, tuyét
d6i khong lam viéc qua loa dai khéi. Néu chting ta mua
phai san phim 16i trong cua hiang, khong nhiing dugc
bdi thudng ma con nhin dugc mét 14 thu xin 161 dén tu
giam d6c cing mot moén qua tuyét dep. Song, su theo dudi
chit lugng san phim ctia cic clta hang bén Nhit khong
chi diing lai & tiéu chuin “khéng thi€u can, hut ky” hay
“khéng c6 san phim khi€m khuyét”. Theo dudi nhiing san
phim vé6i thiét k&€ dep nhdt vé mit thim my cling 1a mot

trong nhiing nguyén nhin céc ctra hang ban 1& 6 Nhit c6
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thé séng sbt va tiép tuc 16n manh. Ldy Otokomae Tofu -
mot trong nhiing bai hoc vé thuong hiéu san phdm ludn
dugc ké trén gidng duong lam vi du, cta hang diu phu
thu cong dugc k€ thita va phat trién may chuc nim nay di
sang tao ra mot he théng thi gidc déc ddo, ra mit nhiing
san phim chét lugng cao nhu “dau non 13c”, “d4u chién cit
miéng day”..., tao nén “d€ quéc ddu phu thu cong Nhat

Ban” viia ngon miéng via hip dan.

T goéc d6 khdng khi mua sim, Nhat Ban coi trong vi
tri cia nganh hang hon ban thin nganh hiang d6. Vi vay,
thi€t k& bai tri cing khong khi mua sim dugce coi 13 “quan
trong ctia quan trong”. Liy trung tAm thuong mai Matsuya
dugc coi 1 thuong hiéu din dit x4 hoi tiéu diing Nhat Ban
lam vi duy, vé6i sy thiét k€ cia nha thi€t k& Kenya Hara,
mau tring chu dao két hop véi thuy tinh 1dm ci trung
tdm thuong mai nhu sang bung 1én, hoan todn phu hgp
v6i nguyén 1y sing tao “thoi trang Gng dung”. Hay mot
ctia hing khic 6 ngoai & Tokyo st dung hoa lam dé tai, dit
mdt ctra hang ban [é 16 thién ngay trong quang truong tén
goi Garden Walk, ti via hé dén néc nha déu dugc trang tri
toan hoa co tuyét dep. O Nhit Ban, cac trung tdm thuong

mai két hop cling cic nhin hiang d€ truyén hoi thé vé mot
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cudc sdng chit lugng cao cho khach hang, ting thém lac
thtt mua sim cho khach hang, khi€n hanh vi mua sim vén
c6 cta khich hang tré thinh mot hoat dong giai tri 16n

dang dé mong doi.

Tt nhu ciu vé tinh cam, ngudi Nhit Ban véi tinh than
ludn mudn moi thi di t6t cang t6t hon c6 thé khién mot
ctia hiang kinh doanh kéo dai c4 trim nim. Trong mit ho,
kinh doanh khéng phan biét “lén” hay “nh6”, ma “kéo dai
khong ngting” méi 1a diéu khién ho cdm thiy théa man.
Suy nghi “da t6t cang t6t hon” 13 1§ do d€ cac ctia hang 6
Nhit Ban duy tri thinh vugng va kéo dai su séng. Mot s&
thuong hiéu truyén théng cta dit nuéc ndy ciing nho d6
ma dugc k€ thita va phat trién. Ban thin nhiing thuong
hiéu d6 cfing tu nhién tré thanh chd dya tinh cam cho
khach hang.

4. Gia ca

Moi nguoi déu biét, nganh ban lé & Nhit Ban phai canh
tranh v0 cing manh mé. Diéu ndy cling dugc thé hién qua
mot s6 vi du dd néu 6 trén. Canh tranh ac liét da khién cac
ctia hang 6 Nhit tré thanh “san nghiép lgi nhuan thap”.
Trong hoan canh nhu vy, chi c¢6 nhiing ctia hang “dai ha

gia” méi c6 co hdi canh tranh va sinh ton.




Mot vi du vo ciing thuyc t&€ chinh 1i chudi ctra hang
MINISO véi gia chi 10 t&, c6 ciing huyét théng véi mot
nhan hiéu bén lé khic 6 Nhat c6 gid san phdm dudi 200
Yeén (khoang 10 t€), chiing ta khong thé phu nhén, gi4 ctia

n6 that sy rat thap.

Trai v6i canh phat trién hung thinh trong nuéc, MINISO
& Nhat Ban lai v cung binh thudng, khong giy dugc bat
ctt sy cht § ndo. Nén biét, nhiing ctta hang ban 1é c6 gia
100 yén da tham nhip vao khip cic phd to ngd nho 6 Nhat
Ban ti 13u, dé c6 thé s6ng sét gitta thdi dai “loi ich nho”

ndy, cic ctia hang ban 1& d3 bay ra v6 s6 thu doan.

Trong d6, chién lugc thuong gip nhat 1a danh vio “s&
lugng”. D6 c6 thé 13 tim ki€m mot s6 nha san xuat ndi
tiéng trong nuéc d€ nhdp hiang “s6 lugng 16n”, mét 1in
mua dit “s6 lugng 16n” cac san pham ctia mot s6 nha san
xudt viia va nho, hoic ti€n hanh sin xuit “s8 lugng 16n”
thong qua ngudn nhin cong gia ré tai cic xudng dit trong
v ngodi nuéc, sau d6 tin dung moi phuong phap cé thé dé
tiéu thy hang héa véi “s6 lugng 16n”.

Ngoai ra, dé ti€t kiém v6n va nhin lyc, cic ctia hing
100 yén & Nhiat ciing dong thoi dua ra v s chiéu bai,
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chiéu nio cting hiém héc. Ve vin dé ndy, chlng ta s& dé cap




6 phan sau, phin néi vé qua trinh xiy dung thuong hi¢u

MINISO va chudi cung Gng.

Noéi tém lai, viéc cic clia hing ban 1é 6 Nhat Ban theo
dudi gi4 thanh thap khong lam gié ca san pham & hai thi
trudng online va offline bién dong nhiu.

C6 thé sanh ngang chit lugng sin phim trén mang,
cling c6 dugc su phan bd diy dic nhu cic sin phim trén
mang, dong thdi cling vugt qua trai nghiém tuyét voi clia
céc san phim trén mang va cin bing gi4 v6i cAc san phim

gia ré trén mang.

B6n diém nay hd trg 14n nhau, khong thé thiéu diém
ndo, tré thanh mau chét chién thing cia nganh ban 1é 6
Nhit Ban.

Song, mdt muyc tin duong va sing béi dic difm cla
nganh bin ¢ Nhit Ban la hanh dong mao hiém va vo trach
nhiém, béi bit cti tAm guong nio dugc dua ra lim miu
nhung khong gin lién véi x4 hdi va dic diém quéc gia,
truc tiép dugc dua vao hoc tip, vay mugn déu khong phai
“chién thing 16n”, ma d6 chi 1a minh chiing cho viéc “mdi
noi mbi khic”.

DEé tranh roi vao viing bun 16n trén, chiing ta khong
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thé khong lam mét phép trit khach quan cho nhiing thinh
tuu cta nganh ban 1é Nhit Ban, chi ¢6 tru di nhiing uu
thé vuot troi do tinh chat va ch& d6 dic biét ciia Nhat Ban
mang lai méi c6 thé dua ra két luin nong c6t vé sy thay déi
va sao chép, c6 thé yén tdm “nhap khap” nhiing “bi kip ban

hang” cua dit nuéc nay.
1. Thu thué thuong mai dién ti

Tai Trung Qudc, néu ban 12 moét chu cia hiang trén
Taobao, tdi rit mudn hoi ban mot cau: “Ban da ting ndp

thu€ chua?”

Mot ngudi ban ctia t6i mé ctia hang trén Taobao, xuat
phét diém tit hiing tht v6i nghé thuat. Toi tiing mugn ctia
hing ctia ¢6 4y dé ban mét s6 d6 ding vin phong va dd
tht cong m§ nghé. Tuy khéng bi ndi v6i nhiing tiém dit
khach ngdy thu vé 50.000 té&/tdng giao dich, nhung nhiing
hém khim kha, tdi cling ki€m dugc 1.000 ~ 2.000 té. Va
trong thoi gian 6 ban tdi vin con kinh doanh ctia hang,
hai tit “thu thué” chua bao gid xuit hién trong dau cb 4y.

Thuc t&, khong phai chi minh ban 6i nhu vay. O Trung
Qudc, suy nghi “mé ctia hang online khéng cin déng thué”
d4 tr6 thanh mot diu “hién nhién” trong cong dong nguodi
bin hang trén Taobao.
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Nim 2013, thdi gian dién ra Dai hoi Dai biéu Nhan
dan toan qudc va Hoi nghi Chinh hiép toan quéc, khi tra
151 phéng van ctia bio gi6i 6 Pai hoi Dai biéu Nhan Dan,
ong Vuong Dién — cha tich hoi dong quén tri tip doan
B6 Bo Cao (Better Life Group) da cho biét, mua sim trén
mang “khong can héa don, khéng mat thué” da tré thinh

mdt quy tic ngim.

C6 “chuyén gia” tiing rit nghiém tic néi ring: “Trung
Qudc c6 danh thu€ cac doanh nghiép thuong mai dién ti
hay khong hién van con la vAn dé dang trong qui trinh

thao luin.”

Theo Iy thuyét, viéc thu thué ndy vén khong can bat cit
cudc thio luan nao. Boi bat cit doanh nghiép va c4 nhan nao
kinh doanh cfing cAn ndp thu€ theo quy dinh phap lujt, va
luit thu€ hién hanh dt dé d6i phé vé6i nhiing hianh vi trén
thu€. Nhiing ngudi luén miéng néi lam thuong mai dién
tu khdng ndp thué, chung quy déu 1a nhiing ngudi “sang
sudt gia hd d6” ma thoi.

Dua vio tinh hinh trong nuéc Trung Qudc, diém kho
trong viéc thu thué€ thuong mai dién ti ndm & chd “khé
giam sat”.

Chinh béi giao dich qua mang khong c6 gidy td ching
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minh, c6 thé che ddu va mang tinh xuyén qudc gia nén co
quan thu€ rit khé ndm bit qué trinh giao dich trén nén
tang thuong mai dién ti; dong thoi doanh thu ban hang
thuong mai dién tu rit dé gidu va lim gia, tham chi véi
mdt s6 ctia hing thudng xuyén chuyén nhuong, xac dinh
ai 12 cht thé phai ndp thué v6 cung khé khin. Con kinh
doanh ¢4 nhin nhu ngudi ban cta tdi, dudng nhu da nim

ngoai quy dinh quan Ij ndp thué.

Do d6, nganh thuong mai dién ti ¢ Trung Qudc trude

mit vin nhu cii lién quan dén hanh vi trén thu€, lau thué.

Do d6, dya viao chinh sich 4n ¢8 tiic cia nha nuéc trd

nén 16n manh nhu Alibaba qua 1a diéu may min.

Con cdng viéc gidm st va quan ly thu thué thuong mai

dién t1, vin dang trong qua trinh tim ki€m va phét trién.

Hién tugng ndy ddy manh mé cua hing trén mang &
Trung Qudc, cling khién nganh thuong mai dién ti “thoat”
khoéi nhém “ndp thué” ctia thuong mai truyén théng, 1a
mot trong nhiing nguyén nhin quan trong tao thanh khéc

biét 16n vé gi4 gitia kinh doanh online va offline.

Tai dat nuéc Nhat Ban da phat trién thuong mai dién
tu tl s6m, sau khi cong b8 phuong chdm chi dao lién quan

dén hoat dong thuong mai dién tit nim 1998, chinh phi




nuéc ndy di ti€n hanh thu thué d6i véi cic doanh nghiép
thuong mai dién ti1 va ngdy mot 6n dinh theo tiing nim.
C6 thé néi, so v6i Trung Qudc, viéc quan 1y thué thuong
mai dién tit 6 Nhat Ban v6 ciing hoin thién, do d6 uu thé
gia cua cua cac doanh nghiép thuong mai dién tit  Nhat
khéng hé 16 rét. Chi cin mdt diém nay ciing du d€ nganh
ban 1é truyén thdng c6 khong gian phat trién.

Chting ta khong thé khong thiia nhan, chinh sich thu
thu€ thuong mai dién tu rd rang, phd bién 6 Nhit ciing la
mot diéu kién gitp nganh ban ¢ nuéc nay din dau.

Chting ta cing can biét, so v6i Nhat Ban, cic doanh
nghiép ban lé con phai di modt con dudng v6 cling gian
nan néu mudn gié thi trudng offline ngang véi thi trudng

online.
2. Dién tich dit nudc

Mang lu6i mua sim phua day cic dia phuong & Nhat
ludn dugc ban tin khong ngét. Du sao viéc “di mua sim
khéng can mang tti”, “ra dudng lién c6 hang” d6i véi bat
ky ai cling 13 mot diéu v6 ciing huéng thu.

Tham chi, rit nhiu ngudi tling ca than trén mang ring:

“Tai sao Trung Quéc khong hoc tip diéu nay?”
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DPuong nhién chiing ta phai nhin thing vio vAn dé: Viéc
phan b8 cic ctia hing béan 1& phua khip dat nuéc hay mang
lu6i vin chuyén hiang héa than ki kia, déu c6 lién quan dén

uu thé dién tich nhoé ¢ Nhat.

Codn Trung Qudc véi dién tich 16n, cac thanh phd cach xa
nhau, khong day dic, d€ xay dung “mang luéi van chuyén”
phat trién nhu Nhat Ban con kho hon so v6i viéc xdy Van
Ly Truong Thanh.

V6i mot ctia hang ban 1¢, mdéng mo c6 thé mot stic mot
minh thay d6i thi trudng trong nuéc ching khac ndo Ngu
Cong ddi niii, hon niia cling ching dugc ddng tinh.

3. Phong tuc tap quan

Tu géc d6 phan cong lao dong trong gia dinh, cac gia
dinh 6 Nhit Ban van theo 1861 mot ngudi di lam. Con phu
nit 14y viéc mua sim trong cic ctia hang, trung tim thuong
mai d€ giét thoi gian va giai tri.

Tu gbéc dd tinh cach, ngudi Nhit tuong d6i bao thuy,
coi trong riéng tu ca nhan, rit ky ti€t 1o thong tin c4 nhin
nhu tén tudi, dia chi... Do d6, khong it khich hang nguoi
Nhat vin giti thai do nghi ngo v6i viéc mua ban trén mang.

Tt gbc d6 hé théng thanh toin, hé théng thanh todn &
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a rét moc gitta dong cai trang

Nhit khong phat trién, da phan cic giao dich trén mang
d&u dugc thanh todn theo mét phuong thiic chuyén khoan

&~

cuc “ci”.

Ba nguyén nhin trén déu pht hop véi dic diém nuébe
Nhit, gitp cac giao dich mua ban offline luén vugt xa

online.

Con cac doanh nghiép ban 1¢ & Trung Quéc khéng c6
uu th& nhu vdy, mudn doat lai manh d4t td trong tay thi

trudng online s& phai bo ra gap nhiéu lan sic luc.

Ciac ctra hang ban 1¢ 6 Nhit phat trién manh mé nho
vao uu th€ trdi cho va sy phian b8 vé sau, néu thit su

N9

phai lam mot phép tru, bo di viéc “giao hang tin nha
va “phan bd ctia hang day dic”, r6i trid thém uu th€ gia
thanh do vin héa Nhit Ban mang lai, ti€p theo diy luc
lugng mua sim cht dao trong cic clia hang 13 phu ni ra
khoi vong xody nay, két qua dat dugc chic chin sé khién

ngudi ta phai tuyét vong!

“Tien loi” va “gid thdp” dudng nhu d4 tré thanh hai
diéu khéng cin ban cii.

May min, thit con lai chinh 12 “hy vong” du6i ddy hop

pandora — sy trai nghiém.
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Cu thé hon, d6 chinh 1a: C6 ging v& mit thiét k& bao
bi sin phim va tao ra khong khi mua sim. Cho du két
luén cham d&n nong c6t ctia “ban hang offline”, nhung véi
nhling ngudi nhom ngd bi quyét cia nganh ban 1¢ Nhat
Ban va lai khong thé khong bo qua “mét nia giang son”
nhu chiing ta ma néi, khong thé nio khéng thit vong.
N6 giéng v6i cudn bi kip v6 cong tuyét thé “Quy hoa bao
dién”, c6 thé hoc nhung cach hoc duy nhit lai khién ngudi

ta phai tién thodi ludng nan: din dao tu cung.

D61 mit véi cuc dién nhu viy, nhung Diép Quéc Pha
da tim dugc cach thic thinh cong v6 cung ky diéu sau
khi di 1dy chan kinh t Nhit Ban vé. Anh 4y néi: “T6i can
trai nghiém, cling can gi4 thanh thap. Sinh ra khong bing

ngudi, dinh dua vao bu dip sau ndy théi!”
Nhung thé gian liéu c¢6 cho ta toan ven d6i dudng?
Tinh hinh méi nuéc khic nhau, bu dip vé sau ligu c6 dé?

Trén thuc &, Diép Quéc Phi di thoat khoéi suy nghi b€
tic tit 1au. Anh tit bd lya chon con dudng vay mugn rong
rii, 4p dung chién thuit “quanh co”, lya chon tham khéo
“diém nho” ti “toan dién”, pham c6 thé hoc déu khong
chéi ti. Ddng thoi, nho ch& d6 san xuit, cong xudng déu

dé dang, m6 thiic vay mugn tit Nhat Ban 4p dung trén dit




: dong cai trang
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nu6c Trung Quédc phét trién v6 cing manh mé.

Chiing ta tam thoi khong nhic dén phan ndi dung mang
mau sic truyén ky ndo. Bsi nghién ctiu vé nganh bén lé
Nhat Ban ciing chi giéhg nhu phin 16i din vi mé bai ctia
mdt bo st thi khong 16, mdt nét chdm pha cho toin bg, ¥
niém né truyén dat ra ngoai chinh 1a ngudn déng luc cho
“md hinh Diép Qudc Phii” chay dua. Sau khi thdm nhip
sdu hon vao qua trinh marketing, nguyén 1y thuong hiéu
cung chudi cung ting ctia MINISO, chiing ta sé& thiy viéc
thay d6i mé hinh kinh doanh ctia Diép Quéc Pht c6 béng

dang ctia cac chién lugc dén tit Nhit Ban.

3. “TOI” VA MIYAKE JUNYA

Tinh Gaoo K|m f Sba ‘ruyeT ky donh buo

Bo dau 6c rang, moc 6tai.

Diép Quéc Pha hiéu rdt 18, ban than khong dinh mo
mdt con phd di b ma 1 mot trung tAm mua sim, hoc
theo cac trung tim thuong mai 6 Nhit Ban thiét k&€ nhiing
hoat dong quy md 16n, d€ phu 1én nhiing trai nghiém mua

sim nham chén, 16i thoi. Tuy trong nhiing ndm thing lau
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dai vé sau, anh 4y d4 tao ra khong it dé tai trang hoang dic
sic, nhin lai nhiing ctra hang dep dé tinh x40, noi nio ciing
dat thanh tich phi pham, nhung trong thdi khic mau chdt
MINISO chuin bi pha kén ra d6i, Diép Qudc Pha hiéu 16,
diéu quan trong nhat lic nay, chinh 1a phai van héi thiét

k€ ctia chinh mbi sin phim.

C6 liic, mét san pham dugc ché tac hoan mi, lam ra vi
chinh ngudi ding, mang dén cho khach hing nhiing trai

nghiém t6t dep, con ghi diém hon ci “trang tri bén ngoai”.

Vay thi, hiy dé cho mét ngudi khéng phai nha thiét
k€& nhung lai lam trong nganh trang stic vt dung thuong

ngdy nhu Diép Qudc Pha djt ra thii thich méi.

Hin sé& c6 ngudi cam thay, day cin ban khong thé goi la
thut thach, nhiing san phim xuét sic 6 Trung Qudc nhiéu
nhu may, d6i ngii phu trich mua sim thdi trang chuyén
nghiép ctia Diép Quéc Phi dang van hang “Aiyaya” trong
sudt 10 nim ciing ngdy cing thuin thuc va 16n manh, ho
theo sat tling budc chan ctia thoi dai, dua vao chién lugc
“thoi trang 4n lién (fast fashion)” va thAim my dic biét dé
thu vé thanh cong lién tuc. Do d6, v6i mot ngudi di c6 nén
tang cin ban nhu Diép Quéc Phi, dén mot xudng sin xuat

san pham 16n nhé bat ky mang dai mét tht vé cling c6 thé
hdm 16n nho bt ky mang d t thit vé cling c6 thé



thing lgi vé vang, hoin toan khong phai viéc gi to tét.

Nhung Diép Qudc khong thé 1am nhu viy.

Anh 4y mudn tao ra san phdm mang diu 4n ci nhan,
tiing moén ting moén déu phai doc ddo méi la, tinh xdo
dep d&, khong thé tim thdy hay mua dugc trén cic nén
tang thuong mai dién ti. Diép Qudc Phtt mudn tao ra mot
thuong hiéu giéng ctia hing ddng gi 100 yén 6 Nhit, md
phong su an toin va khdng ché toan bd tit thi€t k& d€n quy
trinh kinh doanh nhu nganh bén 1¢ 4 Nhit, nim trong tay
hoan todn ngudn luc thiét k& va quyén dinh giad. Nhu viy
méi c6 thé vira tao nén tinh ddc ddo cho san phim, dong
thoi giam gi4 sin xuit d&n mic thap nhat, ddo bao uu thé
vE gi4 ca.

Diép Quéc Phti can mot nha thiét k& xudt sic phu trich
thuong hiéu. Nha thiét k& nay phai c6 tu duy thoi trang
khac ngudi, c6 phong cich thiét k€ méi mé tu do, c6 khiéu
thdm m§ va 4anh mit ddc ddo, hon nita c6 thé phu trich
dam bao chat lugng va doc ddo trong ting chi ti€t san
pham khi ma Diép Quéc Phii khdng ché toan bd cuc dién

trong tay.
Do d6, Diép Quéc Phi két ban véi Miyake Jyunya.

Miyake Jyunya 12 than thanh phuong nao viy?
e
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Trang web chinh thic caia MINISO giéi thiéu nhu sau:

Miyake Jyunya, t6t nghiép tt cii ndi dao tao nha thiét k&
16n nhat Nhat Ban “Hoc vién thoi trang Bunka” (BUNKA
FASHION COLLEGE). Gioéng nhu Kenzo Takada
(Nguoi sang lap thuong hiéu Kenzo), Issey Miyake, Yohji
Yamamoto, Junko Koshino, sau khi roi giang dudng dai
hoc, anh nhanh chéng boc 16 tai ning cta ban thin trong
linh luc thiét k& Miyake Jyunya 1a ngudi khoi xuéng trio
luu tiéu ding hang loai uu vio cudc séng trén todn ciu;
12 nguoi diing ddu moi va 12 nha thiét k& ctia trudng phai
“cudc séng ty nhién” & Nhat; 1d nha thiét k€& ctia nhiéu
thuong hiéu thdi trang ndi tiéng trén th€ gidi; 13 ngudi
sing lap thuong hieu MINISO néi tiéng thé gi6i. Anh néi
tiéng v6i phong cach thiét k& don gian, tu nhién va chat
lugng, ddng thoi dugc vinh danh “st gia cta sy tu nhién”

trong linh vuc ban lé sin pham gia dinh, thu giin.

Tt doan gi6i thiéu trén, c6 thé thiy Miyake Jyunya viia
12 ngudi c6 tén tudi va ciing rit thi doan. Néu nghién citu
sdu, chic chin moi ngudi van s& c6 cam gi4c hiéu bi€t ntia
voi vé ba tit “don gian, tu nhién, chit lugng”.

Tai Nhat, nhiing dé tii mang tinh thién nhu “ty nhién”

va “cudc séng” rat thinh hanh. Va truéc MINISO da c6 mot
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thuong hiéu néi tiéng todn cau khic 4p dung tinh “thién

vao trong thiét k&€ san phim, d6 chinh 14 thuong hiéu MU]JI.

Néu nghién ctiu vé sy ra doi ctia thuong hiéu ndy, ching
ta s& phat hiéu, tuy bdi canh ra doi cia MU]JI hoin toan
khic v6i MINISO, nhung hianh doéng cua hai bén déu
khong hen ma nén. Ddng thoi, ca hai chubi cltia hang niy
déu dugc danh gia 12 “di nguogc chiéu gid” trong viéc sing

tao san phim chat lugng mang tim quéc t€.

Giong v6i MINISO, nim MU]JI “ph4 triing ra d6i” cling
phai trdi qua thoi ky kinh doanh offline triing xubng, chi
khic mot diéu 12 tit Iic thai nghén MINISO d3 x4c dinh sé
phai chiu sy tin cong ctia mang Internet, con MU]JI phai
d6i dién truc tiép voi khung hoang kinh & todn cAu va
khiang hoiang ndng lugng nghiém trong 6 Nhat nim 1980.

Duéi tinh th€ nhu vy, nhu ciu cta con nguoi véi loai
hiang héa “dep ma gia mém” ting 1én gip boi. Ma MU]JI
khi 4y gi6ng hét MINISO bay gid, déu tao ra mot cG “pha

vong vy~ trong nghich canh v6 cing ngoan muc.

Dé dap ting nhu ciu ctia khich hang khi d6, mot
thuong hiéu luén coi trong tinh dng dung nhu MUJI 44
don gian héa bao bi san phdm, dong thoi cit bo ludn viéc

mé rong san pham, sau d6 gidm gi4 thinh san xuft, toan
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bd chi phi sin xuit déu st dung cho sin phim. Diéu ndy
di gitp san phdm tré nén “cé gi4 tri”. Hanh dong thuc
su cdu thi cing tu duy dung ding tac dung d6 c6 thé néi
hoan toan gidng v6i “chu nghia t81 gian” chiing ta dang

tuyén duong hién nay.

Véi sy din dit ctia phuong thtic tu duy nay, MU]JI tu
mdt ngdi sao trong linh vuc bach héa gia dung da dan 16t

xac trd thinh mot thuong higu din dit trao luu.

N6 tbn sting thuong hiéu, biéu tugng cting su don gian
héa ctia bao bi, tip trung nhdn manh vé thi€t k€ mang tinh
doi thuong, cudc song hoda; bo phiic tap 14y don gian, tro
vé v6i hinh dang ban so, ton trong linh hdn cua van vit.
Tinh than thiét k&€ d6, tuy khic ma gidng véi tinh than “vd
thanh thing hfiu thanh” ctia Bach Cuu Di; ddng thdi nb
ciing gin giéng v6i quan diém vé& My hoc ctia Lo Ti: Am
thanh t6t nhat 12 khong c6 Am thanh, hinh 4nh t6t nhit 12

vo hinh.

N6 dua quan hé vi diéu cua thit ching ta goi la “tu
nhién” va “cudc sdng” thing hoa thanh mot vin loai vin
hoéa cao hon gifia cam tinh va li tinh, goi 12 “tréng rong”
(Emptiness).

Béi vi “trong rong” nén nb khong can giai thich nhiéu,

cing khong chiu sy kim hdm cta vdn hoa khu vuc, ma
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ca rot mog gitfa dong ¢ai tréng

Knhdi ngudn: CO
cang budc cang xa, cang budc cang rdng trén con dudng tu
duy tién phong.

Diéu nay gidng v6i quan niém thiét k& ctia Diép Quéc
Ph{, dong thoi bd trg thém “quan niém gia thip” ctia anh,
khién chiing ta khong thé khong lai mot 14n nita xem xét

vé cudc “hdi ngd” gitta Diép Quéc Phi va Miyake Jyunya.

Chting ta c6 thé néi, chinh quan niém thi€t k& cta
Miyake Jyunya d4 thu hit Diép Qudc Phi. Nhung téi tin
ring, so v6i viéc “gi6 chiu ndo xoay chiéu dy”, Diép Qudc
Pht d4 suy nghi ki ludng ciing nhu ¢ cii nhin day du vé
thi truong. Néu khéng phai Miyake Jyunya lot vao tim
mit ctia anh 4y ma 1 mdt ngudi khic, vy d6 chic chin
clng phai 1a mot nha thiét k& khéc di theo chti nghia “ty
nhién” va “cudc séng”.

D6 12 ngiu nhién, cling 12 tat nhién.

Néu néi viéc sao chép mdé hinh thuong mai khién
MINISO cua Diép Qudc Pht c6 cling quan hé huyét théng
v6i nganh béan 1é truyén théng & Nhat, vy thi nguyén tic
thiét k&€ “trong rdng” cling “chan that” khién MINISO cb

linh hon ctia nganh bén 1é truyén thdng Nhat Ban.

Véi tinh hudng théng thudng, ding doan vin trén dé
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st dung lam két ludn ctia mét bai vin hoan toan thich
hgp. Nhung n6 lai khong thich hop véi tinh thin giai tri
trong thoi dai giai tri. Két luin kiéu tat cd déu vui nhu vay
khong xting v6i tiéu dé “Téi va Miyake Jyunya” mang dim

tinh hong chuyén.

Nhiing nghi ngd vé Miyake Jyunnya nhiéu v6 s6, thong
tin vé anh 4y trén mang x4 hoi it 61 vo6 cling. Mic du ti
nim 2016 thdng tin vé anh d3 dugc b6 sung trén mang
Internet, nhung nhiing bii bio lién quan ciing chi diém
qua vai diéu. Gan nhu cic thoéng tin déu 4m chi, ngudi
nim quyén va lya chon dinh vi thiét k& cho MINISO la
Diép Quéc Phi.

Véi dé tai “hiém gip” nhu th& ndy ciing v6i phép 4n du

sau nd, chiing ta vin nén d€ lai 6 chuong 8 thi t5t hon.

4. Al NOI cO CAI BAT BUOC PHAI MOC TRONG
VUON CAI?

Néu ban ¢6 hai manh dit phi nhiéu, mdt manh dit tén
“vuon ct cai”, mdt manh kia dit tén “vudn cai thao”.
Mot budi sém binh thuong khong c6 gi ddc biét, ban

dot nhién nay sinh § tudng ky la, du dinh trong mot it ca




moc gitta g§ng caitrang .

cai cho kip vu thu hoach mang ra chg ban I4y tién.

Ban cin thin lya chon tiing hat gidng, mang dén vuon
cl cai, lac chudn bi gieo hat ban chgt liéc nhin sang vuon
cai thio bén canh rdi siing s3, chin chi, xodn xu§jt. Boi
ban phat hién, vudn cai thao bén canh tuy c6 ciing chat dat
khac nhau, nhung gia trong trot lai thap hon, dién tich to

hon, stic ngudi nhiéu hon, chat lugng thu hoach t&t hon. ..

Ban bit ddu nghi ngd va tu hoi: T6i nén trdng cu
cai trong vudn cai thio, hay trong ct cai trong vudn
cu cai day?

Toi nghi, da s6 ngudi thong minh déu chon v& trudc.
Nhung néu trong ca cai trong vudn cai thio, viy c6 thé
du doan tuong lai, loai thuc vat “toan than d6 tuoi, 14 non
mém xanh muét” moc ra tlit vudn cai thao nén goi la ct cai
hay cai thao day?

NEéu héi ciu ndy 6 viing Tay Bic qué t8i, chic chin t6i
s& bi c4c trudng béi véi ban tay thd rip xu xi vb vdo sau
gay va ming: “Con bé ngdc, cti cai v6i cai thio con khong
phan biét dugc sao!?”

Ching ta khong ngdc, duong nhién déu biét loai thuc

vat “toan thin d6 tuoi, 14 non mém xanh muét”, sinh
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trudng ti hat cai goi 12 ct cai. Nhung ky la 13, néu ddt ciu
hoi nay trén nguoi MINISO, ching ta sé trd thanh nhiing
“cd bé ng6c” khong phan biét ndi “cti cai” v6i “cai thao”.
Dau nim 2016, khi tdi ding bai hoi hon 2.000 ngudi
ban trong danh sich ban bé trén Wechat vé sin phim ctia
MINISO, c6 hon 10 ngusi tra 16i v cting dat khodt va.
gidng nhau: “Thuong hiéu nhai sin xuat trong nuéc/Nghe

n6i la hang ndi dia/Hang ndi dia khoic 40 hang Nhit...”

Mat 8x, 9x tiéu biéu dugc ménh danh thanh nién nghé
si, quen dung nhiing “ti ngit béong bdy” + “tiéng Anh” +
“ngdn nglt mang” dd phat biu cam tuéng nhu sau: “Doi
chd mét lan gi6 Déng Doanh®, miu ma Phu Tang(® va c6
huong vi hoa anh dio ling man, ai ngd ltc cim trén tay

2«

méi biét 12 hang “nhai” “made in China”. Chéan!”

Con c¢6 mot ngudi ban thian thi€t khac truc ti€p goi
dién thoai cho t6i chia sé: “Biét khong? MINISO ding ky
thuong hiéu 6 Quang Pong d6! La mot thuong hiéu Trung

Quéc dtng nghia!”

Thuc t€, nhiing diéu ban bé t6i chia sé vé tht ho biét,
hoan toan gidng v6i nhiing hodi nghi ctia dong dong mang
v6i MINISO khi d6. Nhiing hoai nghi ndy déu tip trung

M(2): Y noéi dén Nhat Ban




Knhdi ngudn: CU ¢4 rét moc git”fé dong caitrang

vao hai diém: “dinh vi thuong hiéu” va “hang Trung Quéc”.
Viy, thuong hiéu la gi?

Trong bai giding mdén Marketing, chiing ta c6 thé
thdy hai ti “thuong hiéu” dugc giai thich va dinh nghia

nhu sau:

Dinh nghia rdng thi, “thuong hiéu” la mot tai san vo
hinh c6 gia tri kinh t&, st dung khai niém triu tugng
héa, doc ddo va c6 thé phan biét d€ biéu thi su khéic biét,
ti d6 anh hudng va chi€m mot vi tri nhat dinh trong tim
tri mdi nguoi.

Con theo dinh nghia hep, “thuong hiéu” la tén goi
chung ctia mdt loai “tiéu chuin” hogc “quy tic” mang tinh
hai mjt trong va ngoai, théng qua b6n phuong dién suy
nghi, hanh vi, thi giic, thinh giac ti€n hanh tiéu chuin
héa, quy tic héa dé tré nén ddc ddo duy nhat, c6 gia tri,
mang tinh dai han va 13 mot hé théng c6 thé nhan biet (Hé
th6ng ndy con dugc goi 1a hé théng nhin dién thuong higu

CIS — Corporate Identity System).

Nhiing 1§ thuyét giai thich phia trén qui phiic tap va
ric 161, nhung néu chtng ta chit loc din din, mot & ti
khéa quan trong sé hién ra gom: dic biét, quy tic, lau dai

va vo hinh.
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Noéi don gian, “thuong hiéu” 13 mtc d6 nhan biét cua
nguoi tiéu dung voi ban thdn mét san phim. Puong
nhién, difu ndy ciing 1é thudc mic do nhdo nin thuong
hiéu cung su hoan thién khong nging ctia ngudi sing lap

thuong hiéu d6.

D61 v6i MINISO, c6 1€ chiing ta sé dung rit nhiéu bai
viét d€ nghién ctu vé sy vay muon md hinh kinh doanh ¢
Nhat Ban cua thuong hiéu nay va khong thé bé qua dinh

vi clia cic tang vin hoa.

Neéu chting ta lai mot lan niia diing chan trong ctia hing
ctia MINISO, lua chon quén di su thit sin phim “made in
China”, d€ ki€m tim nhiing “ddc d4o”, “quy tic” trong d6,
mang dén cho chiing ta 4n tugng “liu dai” cling khi chit

“v6 hinh”, chling ta s& phét hién ra diéu gi?

Chi cin duya vio diéu ndy, mot hién tugng chiing ta
khong thé khong thiia nhin dugc miéu ta sinh dong nhu
sau: “Ning luc san xuit ctia Trung Qudc rit manh, nhung
ning luc thi trudng va ning luc thuong hiéu lai rit kém.”

Diéu dang tiéc 1a: “Ning luc san xuit c6 thé ting 1én dé
dang, nhung ning luc thuong hiéu lai rit kho ting 1én.”
D6i dién véi “cuc xuong” khé nhén nay, chi c6 thé ¢6 “cin
dén mon ring va chidy mau”.



\gUdn: Cli 64 rét moc gitia déng cai tréng

Cach nhin ctia Diép Quéc Pha cang bi quan hon: “It
thi 30 nim, nhiéu thi 50 nim, thim chi ngoai nhiing sin
phim dai dién cho Trung Quéc nhu 14 tri, gdm s, nhiing
thuong hiéu Trung Quéc khic rit khé ra ngodi Trung

Quadc, tién vio thi trudng quéc t&”.
Day, chinh 12 hinh théi x4 hoi t6i lun nhin manh.

Day, ciing chinh 13 hién thuc tan khé&c duya trén hinh

thai x4 hoi Trung Qudc.

Tuy nhién hanh dong sing tao cia Diép Quéc Pha di
trd thanh 4nh sang niém tin cho hién trang “den t6i” nay.
Do db, chting ta can phai cam on “phéat ngdn kinh nguoi”
sau day ctia Diép Qudc Pht: “Doanb nghith Trung Quoc
khing the thoat khii ao lang trong thii gian ngin, nhung nhiing
nba doanh nghitp Trung Quoc hoan toan c6 the.”

Pay la mot cach giai thich don gian va hoan toin méi
cho chién thuit “mugn thuyén ra khoi”.

Y nghia truyén théng ctia “Muon thuyén ra khoi” ching
ta hay hiéu giéng vé6i chinh sich “thuyén mua gi4 trén
trdi” caa Chua tich Tdp doan Geely Ly Thu Phtc: chinh

sach thu mua.

Con chién lugc “mugn thuyén ra khoi” ngay nay cta
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Diép Qudc Phd, lai thé hién mét tinh than khai thac
cdi méi — “tinh than sing tao”, két hop v6i ngudi nudc
ngoai xdy dung nén mot chiéc “thuyén 16n”, dap tan 15i
nguyén thuong hiéu Trung Qudc, sau d6 dong budm di
khip ché gidi.

Lién quan dén khu6n miu ndy, trén mang c6 mdt vi du
rat tht vi: Nguoi Trung Quéc ngdi “thuyén” roi khoi dat
nudc, cung v6i mot nguoi nudc ngoai xinh dep sinh ra mot
dtia “con lai” xinh dep vd ngin, dt dé van nguoi mé. Co
nang khong chi c6 ngoai hinh dep, ma con phi hgp véi
tiéu chuin thim m¥ ctia ngusi Trung Qudc, hon nita nhat

ctt nhat dong déu dé 16 phong théi di quéc.

Thé 13, th€ gi6i nay c6 thém mét “con lai” quoc t& héa

nhung do Trung Qudc sin xuit — MINISO;

Thé 13, khi chiing ta con u mé ngd vuc vé “hat cti cai”
Diép Quéc Phi ric trong “vudn cai thio” rét cudc 1a “cu
cai” hay “cai thao”, khi tit ca chiing ta déu vti dau chim
chi tréng “ct cai” trong “vuon cai”, thi Diép Qudc Pha di
di tién phong, pha v& tu duy truyén théng, tim ra mot con

duong méi réng 16n khang trang.

Anh 4y d4 trong thanh céng ct cai “lai” trong “vudn

cai thao”.




Khdi ngudn: Gt ca r6t moc gitfa dong cai trang

5. THU BAN RA LA MOT PHUGNG THUC SONG CHAT LUGNG

Diép Quéc Phii c¢6 thé tréng cu cai, chiing ta ciing

trong dugc.

Cho nén, chiing ta han hoan xach nhiing sot ca cai chay

bing bing trén dudng dé kip ra chg ban 14y tién.

Nhung ldc ndy chiing ta lai phat hién, Diép Quéc Phi
— nguoi chiém tién co trong ra loai cu cii “gia thip chat
lugng cao” dang diing tu thai “bat bién ting van bi€n” va
khong voi ra tay.

Ching ta n6i: “Mai di ban cu cai théi! Ca to! Tuoi méi!
Gion tan! Cyc ngot!”

Diép Quéc Phi vita nghién ctiu chiéc méy ép hoa qua
méi mua via chim ridi néi: “T6i dinh ban cu cai soi, ca
cai ép, vién vitamin cu cai. Toém lai, t61 khéng ban cu cai
ma ban gia tri dinh dudng ciung cich nhin dudng sinh tu
ca cail!”

Duong nhién, Diép Qudc Phii khong trong ct cai, viéc
lam #n cta anh 4y khéng lién quan chit nao dén “ct cai”.
Nhung dé1 v6i Diép Quéc Pha, cich lam dua “budn ban

hing héa” ning cap lén thanh “budn bin tinh than”, phd
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b6 gi6i han gitia hing héa va hang héa, nganh nghé véi
nganh nghé, c6 thé néi 1a thich hgp véi bat ¢t linh vuc
ndo. Do d6, Diép Qudc Phii ban dugc rat nhiéu bit chi,
ban dugc rat nhiéu vé, ban dugc rit nhifu son méi, bin
duoc rat nhieu san pham s& héa. Néu mudn, anh 4y ciing

c6 thé ban dugc rat nhiu ct cai;

Vay nén, Diép Qudc Phi lam du lich, ciing dim dén
than vao tién t¢;

Viy nén, Diép Quéc Phi c¢6 “Aiyaya” trong qué khd, c6
“MINISO” by gio.

Tuy nhién, t6i khéng mudn ndi siu cich lam cé lgi cho
viéc tao ra sin phim, c6 lgi cho viéc tao anh huéng rong,
¢6 loi cho viéc hinh thanh chubi san nghiép, c6 lgi cho viéc
ting trdi nghiém mua sim, c6 19i cho viéc xdy dung cong
ddéng ngudi him md va khach hiang trung thanh naiy.

Boi v6i Diép Qudc Phi, du chiéc sting cua tu duy da
vuon ra thit xa, did chua ting phu long bén chii “kinh
doanh dao diic”, nhung trong qué trinh d4n thin vao “tinh
thin budn ban”, diéu dédng d€ tin duong va phd bién nhit,

chinh 13 d6ng co va tdim long ban diu cta anh by.

XuAt than ti ngudi lam cdng dn luong, nén Diép Qudc




Khdi ngudn: Gt ¢a rét moc gitfa dong cai tring
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Pht hiéu o “roi qué huong d€n Quang Chau lap nghiép”
khong hé dé dang. D6i dién v6i mot thanh phd khong
danh cho minh, hodi niém qué huong ching thé tré vé,
ca qua trinh phiéu bat ¢ don, tich mich, gian nan. Diép
Quéc Phii da ném trai cam gidc d6, nén sau khi anh 4y bit
d4u gay dung chudi ctia hang “Aiyaya” tl viéc bit gip mot
nhém thanh nién tré biy sap hing ban d6 trang sic, anh 4y
khong con dinh vi cho “Aiyaya” va ban thin mét cach don
gian chi “chién dau d€ song s6t”, ma bién thinh “mang

dén niém vui cho cic thanh nién di lam thué”.

Suy nghi 4y ¢6 hiéu qué nhu cich anh dinh vi MINISO
hién tai. Diép Qudc Phi da chia sé nhu sau khi néi vé hy
vong v6i MINISO: “Cac ban tré hién nay sdng cudc song
v6 cling 4p luc, chiing t6i hy vong théng qua viéc c8 ging
giam gia hiang héa, giéng nhu viéc 10 déng ngay trudc cb
thé mua dugc 1 hdp com nhung hién tai c6 thé mua hai
hdp com kém mot qua triing ga, chi s& hanh phiic cta cac

ban tré ching phai s& ting lén sao?”

Hay trong mot 1in dién thuyét khic, Diép Qudc Pha

d4 no6i the niy: “Tai sao moi ngudi déu mubn trs thanh ké
P <A 13 P 2 *A ’ N ~ N ~

c6 tién, cam gi4c c6 tién chinh la muén mua gi thi mua,

mua sao cling dugc. O MINISO, ban c6 thé thuc hién giac
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mo nay.”

“Cam giac hanh phtc” va “Cam gi4c thoa man” rat kho
dé dién ta thanh 10i d6, ky thuc chinh 1a bi mat ding sau

su thanh cong cta MINISO.

Chung ta thuong noéi, trén thuong truong, két qua ning

hon d6ng co;

Chitng ta thudng ndéi, “ldong t6t” nio d6, ching qua

cling 1a vi loi ich ca nhan.
Nhiéu ngudi néi, ngudi nghe déu tin 1a thit.

Thé& nén, mdt trii tim chin thainh mdc mac luén nghi
dén ngudi khic tré thanh bau vat quy gi4 nhat thoi dai nay,
tt ban hang online d€n ban hang offline lai 12 mdt mén dd

khiém khuyét nhat.

Thé nén, viéc stt dung 1y thuyét vé dong co, nhan qua,
dc hanh trén dong ké dao dtic dé dinh gid mot doanh
nghiép hodc mdt sy viéc trong x4 hdi ndy trd nén ngay

cang kho khan.
Con Diép Qudc Phii dam ban ra phuong thiic s6ng chat
lugng, gidi phéng mot thé hé ngudi tré, di tréd thainh mot

vi du t8t dep veé viéc “gieo nhin t6t gip qua lanh”.




Khai nguon: CU ca rét moc gitta dong cai trang

Loai “nhén t6t” ndy, cling tré thanh ngudn goc cho viéc

MINISO phit trién khéng ngling.
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Khting hoang tai chinh di qua di, nhung sao nganh bén 1é

van chéc?

“Thoi dai von thap” ctia thuong mai dién t& dén rdi, tai
sao gid hang héa vin khong giam?
Ching 1 “hang t8t gia mém” trong truyén thuyét chi 1a

mdt gidc mong hio huyén?

Diép Qudc Phi néi: “Ban than hang héa von rat re,

ching qua chiing dugc ban dit thoi!”

1. SU “RUNG BONG” TU MOT CAY CHUGT M

Trong dién thoai ctia Diép Qudc Pht cé6 mdt biic dnh
khong nd x6a. Mdi lan d6i mit v6i phoéng vién truyén
thong, anh gin nhu déu st dung tuyét chiéu séng sét nay.
Khi phai mé anh ra cho nguoi khiac xem, chua doi ngudi
ta 1én ti€ng, Diép Qudc Phti di gianh quyén néi trudc, két

hop cling bi€u cim kinh ngac thét 1én: “Ré qua!”
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Do t6i chua c6 duyén dugc nhin thiy biic anh “quy gid”
4y, nén chi c6 thé nhd mot ngudi ban 6 nuéc ngoai, “nguy
tao” mot biic 4nh tuong tyu dya trén miéu ta ctia Diép Quéc

Phti d€ moi ngudi cling xem.

Day 14 hinh 4nh mét siéu thi 6 My, gian m§ phim bay

dbd la liét nhung cling rit gon hang. Trén ké hang, mot cdy
chudt mi hiéu L'oreal dugc dan gid 7,79 USD, d6i sang
Nhan dan té khong qua 66 té.

Con gian hing chinh thiic cta Loreal trén Tmall v6i s§
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lugng chu6t mi ludn ban dugc hon 3.000 cdy mdi thang,

mdt cay tuong d6i ré cling phai roi vao 150 NDT. Uéc tinh
cao gip dbi gid 6 My. Mot 151 dén trén mang lién quan d€n
“Bang x€p hang 10 loai hing héa ban 13i nhat” nim 2010
dudng nhu ciing chiing thyc diéu ndy. Ptng diu trén bang
x€p hang d6, chinh 13 tiéu diém chiing ta dang ban ltc nay:

M§ phim.

Duya theo ban bio cio ndy, pham i loai m§j phim “dit
tién” chiing ta hay nhic dén, gi4 gia cong cing thip dén
kinh ngudi. Nhu phdn mit Shiseido loai 650 NDT/50g
gia san xuit chua dén 10 NDT, SK-II dugc ménh danh
“nudc thin tién” nhiéu nguoi yéu thich dugc ban véi gid
560 NDT 6 Trung Quéc (nim 2016 di ting lén 690 NDT)
c6 gi san xuit 12 6,5 NDT...

Bai vi€t v6i ngdn ngit xic thuc, nghiém tic, tuy 12
chuyén ctia 6 nim truéc nhung dén nay van khién nguoi
nghe phai giit minh. Nhung khién nguoi ta cim thiy ngac
nhién hon 13, bai vi€t tuy khong thé kiém chiing nhung
tudng ching s& gy ra mot tran séng to gié 16n lai khong
d4y ndi mot gon séng vao thi trudng my phim binh ling.
Bai viét dd dan din bién mit trong ldc nguodi ta chia sé

va truyen thong va dai da s6 ngudi tiéu ding sau khi doc




§§ éhﬁﬁn
xong cfing chi nita tin ntia ngd cudi mot cai rdi thdi.

T cau chuyén ndy c6 thé thdy, thii d6 cia nguodi tiéu
ding khong khic danh gid ctia Diép Quéc Pht 13 bao:
“Nguoi tieu ding Trung Quic that bat thuong, quan niém tién
ding ciing bt thudng khing kém. O chéu Au, chi cdn 2-3 enro
ngudi ta dd mua dugc mit mon my pham. Con ¢ Trung Qué,
chiing 16 ban vii gié 10 NDT thi khich hang lai khong mubn

mua, khong bé tin tuing!”

Vi vay ¢ dat Trung Qudc, ban ding vi trong dugc “ca
cai” tit vudn “cai thao” ma duong duong ty dic, ciing
diing cho ring ngudi ngudi nha nha déu thich “hang tét
gid mém”.

Ngugc véi dieu d6, quan niém “tién ndo ctia ndy”, “vat
ndo cling ¢6 gia tri clia n6” di 4dn siu bén ré vio tu duy
ctia ngudi Trung Qudc. Do d6, ngodi phai déi mit véi ciu
héi khoé “ct cai” liéu ¢6 phai la “ca cai”, ching ta con phai
kiém chiing 1 do khich hang s&n sing chdp nhin gi4 thap,
dé “ctin” 14y long tin ctia khach hang.

Lac d6, Diép Qudc Phtt mudn dem su “rung dong”
ma chiéc chubt mi Loreal mang lai dung nhép vao trong
san phim d€ chia sé v6i nguoi din trong nudc, anh ciing

da phat hién ra chuéng ngai 16n nhdt, ngoan ¢ nhét, dé




chinh la ban than nguoi tiéu dung.

Cai goi 1a “nudc chay 34 mon” khong phai mot s6m
mot chiéu [a xong. D€ mot s6 lugng 16n khach hang thay
déi tu duy von c6 cia ho ngay lap tic 1a diéu khéng thé.
Néu mubdn bit ddu vao lim tlit ban thin sin phim va
thuong hiéu, can phai hiéu 3 ring: Sin phim trén thi
truong hién nay dit ¢ diém nao? Tai sao khach hang lai

cam thiy né tot?

2. “TIEN NAO CUA NAY” CHi LA SU LUA DOI

“Nguoi khéng biét hing nhung tién biét”, ddy la ciu mot
vi truéng bdi cao tudi 6 qué ndi véi tdi; dong thoi, ba con
bdo t6i thém mot ciu nhu thé nay: “Khong nghe 16i nguoi
gid, thiét thoi ngay truéc mit”.

Nhiing ciu ndy néi rit ding, du sao cling dtc két o
kinh nghiém séng mAy chuc nim, ngudi néi “céd long
truyén day”, con ngudi nghe cling khé tranh khoi “tin
l1a that”.

Do d6, lién quan dén van dé “ddt” va “t6t”, tdi tinh
nguyén néi vé v€ sau truéc. Cing chinh béi tu duy nay

chi phéi, nén dii canh tranh nhu thé ndo, gii ca sin pham




On rat re, chang gua ching dudc ban dat thoil
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trong nudc tii offline dén online ciing vin rit cao ma khong

hé giam xudng.

Thé nao 1a “t6t”?

“Thuyét vin gidi ty” viét: “Tot, ciing 1a dep.”

Chit “T6t” (1) dugc ghép tit b “nit” (Z2) va bo “tit”(F),
von dung dé€ chi vé ngoai dep ctia ¢ géi.

NEéu néi “vé ngoai dep” 12 t6t, vay chiing ta ciing khong
khé dé giai thich cho viéc “tréng mgt bat hinh dong” diy
cadm tinh hay trong nhin thiic ctia nhiéu ngusi san phim
cang “dit” cing “tot”.

Boi vi “dit”, von 12 mot trong nhiing tht doan déng goi

“bén ngoai” san pham.

Nhung “dit” trong tin ngudng cta nhifu ngudi hién
n6i, duong nhu di 12 mdt suy nghi khing dinh: “Dit béi
vi t6t”.

Tu duy dé gin gidng v6i nhan dinh “bi cudng hiép vi
mdc it” hay “bi ngudi khéc la vi ngu”.

Néu phan tich vé ngudn gbc cta clia cich suy nghi,
quan diém nay, khong thé khong nhic dén mot nha tAm
1§ hoc xuit sic ngudi My - Melvin Lerner. Ong va déng

nghiép ctia minh di nghién ctiu kj ludng vé hién tugng xa




hoi My thap nién 50-60 ctia thé ky 20, déng thoi da chidt
k& ra thi nghiém dau tién trén thé giéi lién quan dén “the
gi6i cong bing” vao cudi nhiing nim 70, va dua ra mot
hoc thuyét “tiéng xau ddn xa” trong gi6i x4 hodi hoc va tim
1y hoc: Thuyét th€ giéi cong bing. (Just-world Theory/
Hypothesis)

Hoc thuyét dua ra mot khai niém nhu sau: “C4 nhén c6
mot loai nhu ciu nhu vdy, tin tuéng ring ho séng trong
mot th€ gi6i cong bing. Trong thé giéi cong bing nay,

ngudi ta mudn gi dugc niy.”

No6i mot cach don gian hon, chinh 1a cach ching ta dugc
gido duc tt bé: “Thién ¢6 thién béo, 4c ¢6 4c bdo”, “tay lam
him nhai”, “c6 cong mai sit c6 ngdy nén kim”, “phai cho
di mé6i duge nhin lai”. ..

Chinh béi cach tu duy d6 cing v6i nhu cau c4 nhin cho
phép, chiing ta méi dong ¥ tin tusng: Mudn c6 dugc “san
pham t6t”, chiing ta can “tra gid dit tuong duong”.

Viy nén, quan diém “tién nido cua ndy” di tré thanh
tang d4 ngin can mbi khi chiing ta mua sim.

g »

Vay nén, “dat” tré thanh cich ching ta phin dodn va

lya chon san phim mét cach “truc quan” nhit, “hiu hiéu”




nhit va “nhanh gon” nhat. Chiing ta don thuan danh gii

chit lugng qua gia ca, nhung khong hé suy nghi diéu d6

1ot cudce 12 sy that khach quan hay két luan cha quan.

Vay nén, “dit” ciing trdé thainh mot trong nhiing “tha

doan” thuong nhin thu vé lgi nhuin.

To6n Tién Hong — mot trong nhiing ngudi sang lap tip
doan Mengniu Dairy ting néi nhu sau: “Th€ ndo 12 san
phim cao cdp? Lam sao dé trd thanh san phim cao cap?
Quan trong nhat chinh 1 gi4 ca. Néu gia cta ban cao, ban
chinh 12 sin phim cao cap. S di dong sita Milk Deluxe ctia
Mengniu thinh céng, nguyén nhan quan trong nhit 1 nho
chinh sich vé gid sin phim: N6 rit dit, cling 13 loai stia
bo dit nhat Trung Qudc. Nguoi tiéu ding déu cho ring
stia ¢4t nhat chic chin 14 sita chit lugng t6t nhit, ma sita
cb chit lugng t8t nhit méi c6 dinh dudng t6t nhit, ting
nguoi khic méi mac mac.”

Viy nén, ding “dit” lam mét loai hinh thic déng goi,
v0 cung cao minh.

Duong nhién, “dit” ngoai viéc 12 mén “dd choi” dé cac
doanh nghiép tity ¥ thao tting, con c6 khong it ndi dau

khong thé néi tuong tu 6 Trung Quéc.




Diéu nay ciing ty nhién din d€n mot s6 nguyén nhan
cht y€u khién gi4 ca hang héa dit do:
1. Gia tri thudng hiéu (Brand Premium)

Gi4 tri thuong hiéu, tuyét d6i 12 mot trong nhiing
nguyén nhin quan trong nhat.

Chiing ta déu di biét th€ nao 1a thuong hiéu.

Viy, gia tri la gi?

Bit diu nim thit nhat dai hoc, d€¢ gom gép tién mua

méy tinh x4ch tay ban cling phong toi bit dau bay ban
USB & cng trudng dai hoc.

Ban ciing phong budn ban rit t&t, chiéu ndo sau khi tan
hoc quay hang nhoé cling budn ban dit nhu t6m tuoi.

Trong d6, mdt chiéc USB hinh thé d3t trong hép nhya cb
dung lugng 32GB dugc ban véi gid 60 NDT. Con mdt chiéc
khéc lam tu thép khong ri nhan hiéu Kingston ciing 32GB
nhung khéng c6 vé bao gia chi 32 NDT. Tuy USB hinh tho
ludn dugc tranh nhau mua hét, nhung thuc t€, ca hai loai

USB nay déu c6 gia nhap nhu nhau — 25 NDT.
D6 chinh 1a gia tri.
Ciing chinh 13 diéu khién giid mot s8 sin phdm cao hon
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so v8i gia binh quan cta nhiing san phim cting loai khac

trén thi trudng.
Vay, gia tri thuong hiéu la gi?

Thuc t€, ngoai ban hai loai USB khong tén tudi ¢ trén,
ngudi ban cing phong cha tdi con bin mot loai USB
Kingston khéic cling nhidp gid 25 NDT véi gid 59 NDT.
So bé ngoai v6i mot loai USB v6 danh ban 32 NDT, chiing
ta khong khé 1y giai vé “gia tri thuong higu”.

Gia tri thuong hiéu chinh la gia tri gia ting cua san
phim. Mot san phim ctia thuong hiéu ndy cé thé ban véi
gia cao hon so v6i san phdm cling loai cta thuong hiéu

khic cling nho “gia tri” caa thuong higu d6.

Va “gi4 tri” ndy, co ban khong hé lién quan dén gid

thanh sin xuét san pham.

D61 v6i mot doanh nghiép, gid tri ctia thuong hiéu
chinh 12 m{c d§ quan trong nhit kiém tra doanh thu cta
thuong hiéu d6. Boi vy gia tri thuong hiéu 13 “quy tic
ngim” ma nhiing ngudi lam trong nganh du 13 online hay

offline ciing khé c6 thé nbi rd.

Vay, ngudi ta s& dua vao nhiing phuong dién nao dé tinh

gi4 tri sin phdm?




Phan ndi dung nay sé dé cdp dén phuong dién marketing

san phim. D& khéng kéo dan lan man ma vin gitp ban
hiéu dugc van dé, chiing tdi sé chuyén né thianh 3 cau hoi

nhé gin giii v6i cudc séng dé ban tu suy nghi.

Tht nhét: Gia iPhone thudng cao hon iPad, c6 phai do

tinh ning t6t hon khong?

Thit hai: Tai sao gia vang ciy ndng ngang nhau & cac
hing d4 quy khic nhau lai giéng nhau, trong khi gia cac
moén db trang stc ning nhu nhau lai khic nhau nhu viy?

Tht ba: Nip xe hoi nha ban ldm ti chat ligu gi?

DPiap 4n cta ciu héi thi nhat: Gia ca ndm & “nhu cau”
chtt khong phai tinh ning. N6i cich khéc, dién thoai dugc
stt dung nhiéu hon iPad.

Diép 4n clia cdu hoi thi hai: Pham 13 sin phim c6 thé
ding s8 liéu khich quan do d€m déu rit khé dua ra gid
tri, nhung dinh gi4 vé san phdm d6 dé bi cic nhan t5 chu
quan anh huéng thi gi4 ca cta n6 s& khac biét rat 16n. O
phuong dién vang bac trang stc, su danh giad cta khich
hiang vé thi€t k€ va gia cong da phin déu bi han ché& béi s6
thich ca nhan. Do d6, ngoai gia ving, nhiing loai khic sé&

c6 khac biét vé gia, tham chi “gia gia cong thiét k& con cao
v 2
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hon gia vang”.

Dap an cua cau hoi thi ba: Suy nghi ctia nguoi tiéu
dung rdt don gidn va truc tiép, ho quan tim dén chét
luong san phim, con khii niém vé “sin phim” chi ding lai
4 16p “thanh phdm”. Vi du nhu nguoi ta ludn coi thudng
b6 phin tao thinh may phit dong co 6 6 o, diy ciing 1a

nguyén nhin hinh thanh gia tri sain phdm.

Viay thuong hiéu va doanh nghiép nim ngoai “quy tic

ngam” déu 12 doanh nghiép khéng c6 loi nhuin?

Duong nhién 1a khong, “quy tic ngdm” chi 1a hién
tuong phd bién, khéng phai két qua tit nhién. Mot vi du
tot nhat, chinh 14 di theo con dudng “no brand goods” (san
pham khong thuong hiéu) nhu MUJI. D€ tim ki€m mot vi
du nhu vy 6 Trung Quéc, ngoai MINISO cua Diép Quéc
Pht chiing ta nhic dén hém nay, con c6 XiaoMi ctia Loi
Quan. Trén thyc t&, ho déu rit thanh cong. Puong nhién,

chuyén nay d€ sau néi.
2. Thu phi dich vu tra sau qua mic

“Thu phi dich vu tra sau” dung d€ chi hanh dong thu
phi ctia cic doanh nghiép ban 1é v6i cic nha cung cdp. Déi

v6i nhiéu doanh nghiép ban 1¢, thu phi dich vu tra sau da




tré thainh mdt trong nhiing ngudn thu kinh t& chu yéu.
Chiing ta vin iy “trong ct cai” 1am vi du.

Doanh nghiép ban ¢ mé “gian hang ban ca cai” quy
md 16n, hing ngay nguoi dén ngudi di v cing nhon nhip.
Nha cung c4p hay chinh 12 “con budn ct cdi” muén “dua
bong ciy 16n” nén dé nghi cho ho ban “ct cai” trong “gian

hang ct cai” cua doanh nghiép ban lé.

Doanh nghiép béan 1é rit hio phéng: “Anh ¢t ban di, chi
can tra tdi phi sin bai va phi quan 1y 1a dugc.”

Day cling chinh la “phi vao ctra” va “phi ky gui” gia cao
trong truyén thuyét.

Thuc t&, nhiing doanh nghiép ban 1é¢ hay “chu gian
hang cu cai” khéng quan tdm dén viéc cic nhad cung cip
“con budn cl ci” cung cdp cho ho ct cdi t6t hay cu cai
héng, ct cai tim hay ct ca rét.

Ai d&n mua cti cai hay gi4 ct cai cao thap ra sao ho déu
khong quan tdm, du sao “ngudi mua cu cai” cing chi l1a
khéch ving lai thi thodng méi dén, con “ngudi ban cti cai”
moi 12 ngudi mang tién dén cho ho.

Do d6, trong mit nhiing “chu gian hang ct cai” chi c6
mot dieu duy nhit, d6 1a: Ndm nay t6i c6 thé thu dugc bao
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nhiéu tién “phi sin bai” va “phi quan ly”.

Hanh vi mdt muyc chay theo “phi vio clia” ndy da bién
“chtl gian hang cu cai” thanh “dia cht xa hoi cii”, con “con
budn cti cd” bi 4p tc khign ho khéng thé khong ting gia
hang hoéa dé chéng d6 nguy co ndy. Véi nhiing “chu gian
hing ct cai” khéng hé quan tAm dén gi4 tri ca nhiing ciy
cl cai, chic chin ludn lo 1a viéc quan 1§ giam sit d6i véi
chat lugng va gia “ca cai”, din d&n viéc canh tranh “phi

vao ctia” va “gia cu cai” ngdy cang ting cao.

3. Chudi cung ting 1au ddi kho co thé don gian hoa
Khi nghién ctiu vé su khic biét gifia bdn hang “online”
va “offline”, chting t61 dd dé cip dén vin dé vé chudi cung

ting, dong thdi cling 13y vi du vé mot san phim hoa qua say.

L& ndo chudi cung ting ban l¢é lai phtic tap than bi khong
ai biét sao? Néu khong phai, vy tai sao nganh ban 1 truyén
théng lai chua cin nhic dén viéc cai tién van dé nay?

Moi ngudi déu biét, nhiing “cht gian hang cu cai” da
hd khau hiéu “loai bé trung gian” va “mua hang truyc ti€p”
tit rit nhiéu nim trudc, nhung do nganh nghé va tu duy
nganh nghé 13i thoi, nén nhiing “khiu hiéu” d6 chi con la
hinh thitc. Du sao lgi nhuén tit viéc thu phi dich vy tra sau

khong hé it, néu thu nhip trudc ban khong thé ting thém




mdt bic, nhitng “chu gian hang ct cai” kinh doanh truyén

thdng rit khé nguyén ¥ “diing cAm” vugt kho diing ra gidi
quyét van dé nay.

Tuy thi thodng s& c6 co hoi k§ hgp dong truc ti€p véi
“ndng dan trong cai”, nhung xudt phat tu viéc theo dudi
lgi nhuén, né tranh nguy hiém ciing tu duy suy nghi kiéu
cli, nhiing “néng din trong cdi” — nha san xuit di “tu giac”
chuyén d6i than phin ctia minh thanh “con buén ct cai”,
tit d6 tinh ca phan lgi ich v6n thudc vé “con budn cu cai”
bén trong d6. Vi th&, anh huéng ctia gid ci van rit nho.
Chiing ta s& khong nhic dén, trong s6 “trung gian” con cb
ca dai 1y cip 2, dai ly cap 3, dai 1y cip 4...

Khéng c6 “ngudn dit” dinh dudng, pha cii cii xay cai

méi v6 cling gian kho.

4. Tin tiic khong chinh xac

C6 mot cau néi duge luu truyén rong rai nhu sau: “Ke
biét ki€m tién ctia ké khong biét, ké biét truéc ki€m tién
cua ké biét sau.”

Cau ndi nay diing dé chi viéc “tin tiic khdng chinh xac”.

Tin ttc khéng chinh x4c c6 thé dua t6i loi nhuin kéch

xi1, difu ndy chic hin chiing ta déu khing dinh. Ban diu




L Banthan hang datthoil
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khi thuong mai dién tt phit trién manh mé, ti mot ¥
nghia ndo do6, viéc dya vao Internet d€ hudng lgi ciing céng

khai r6 rang nhu ban hang “offline”.

Nhung chiing ta khong thé khong thia nhin, di 1a
“online” hay “offline”, mua gia thip bin gi4 cao khong
phéi diéu hi€m la. Tham chi, trong hoin canh tin tiic trén
mang da phéat trién nhu hién nay, nhiing ngudi mua ré
ban dit trén mang con ki€m dugc nhiéu tién hon so véi
thi trudng truyén théng. Thim chi khéng chi thuc su ban
nhiéu lii nhiéu, ma nguy co hang gia hang nhéi cing gia
thanh sin xuit con thip hon nhiéu so véi thi trudng offline
truyén thong.

Mot vi du don gian va cyc doan nhit chinh 13 trudng
hop “tifng xdu ddn xa” ctia “Weimob”: Mit na nhdp vio
v6i gia 5 NDT nhung qua dt loai bao bi, dt ki€u chinh stia
anh, cu6i cling né dugc ban ra véi gid 300 NDT.

Hay nhu hai nén ting thuong mai dién ti khac 13 Tmall

va JD, tinh hinh ciing khéng dugc lac quan 13m.
Ciing c6 trach Diép Quéc Phii dim dua ra chit van véi
Ma Van va Luu Cuong PBong: “Co phai thuong mai dién tu

hién nay déu dya vao hang gia d€ ton tai?!”




5. Thué va phan phoi

Thué 1a mdt loai sy that khach quan chiing ta khéng thé

thay doi, cling khong phéi van dé chinh chiing ta cin ban ludn.

Va hé théng phan phdi 6 Trung Quéc, thudng bi nhiéu

ngudi chi trich.

Mot vi du dién hinh nhit khién ngudi khic phai dé
khoc dé cuoi d6 1a: Toi tiing didt mua trén mang mot thi do
diing cho thi cung tai mot ctia hang 6 Bic Kinh. Sau khi
hang chuyén di, nhd vio tin téc vin chuyén trén mang, t6i
di tdn mit chiing kién qua trinh géi hang di tit Bic Kinh
xubng Giang T0, roi lai tit Con Son chuyén 1én Thién Tén,
cudi ciing dén tay toi.

Thuc t€, chuyén hé théng phan phd thudng xuyén “chu
du ntia vong Trung Quéc” vb cling phd bién. Tuy ngudi
tiéu ding cam thdy viéc nay vd cting khé hiéu va khong
vui, nhung cic cong ty ciing c6 nhiing ndi khé khong thé

th6t ra thanh 161 trong viéc xdy dung hé théng phan phdi.

Viéc van chuyén theo dudng vong “bod gin 14y xa” nay
thudng lién quan dén viéc sip x€p hoan thién hé théong
phan phéi, néu sip xép thich hop, doanh nghiép truéc hét
phai tinh d€n gi4 vin hianh hé théng phan phéi. Vi vy, tuy

khoéng c6 loi cho viéc xay dung trai nghiém t6t dén khach
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hang, nhung c6 ltc ciing khéng phai cti “dudng gan 1a tiét

kiém” nhu trong suy nghi caa khach.

Thuc €, hé thdng van chuyén ric r6i dit trong bsi canh
Trung Qudc “ring vang bién bac”, ngodi viéc s& tao ra
nghi ngd v6i khach hang, con dem d€n khong it phién
phtic cho cic doanh nghiép bén ¢ truyén théng.

Cin biét, tdng 1é phi qudc 16 trén toan th€ gidi chi cb
hon 140.000 nghin mét, va hon 100.000 nghin mét trong

d6 & Trung Qudc, chifm 70% trén toan thé gibi.

Bo Giao thong Trung Qudc quy dinh, ct 40.000 mét
s& ddt mdt tram thu phi. Con chinh quyén tai mot s6 dia
phuong lai quy dinh, ¢ 20.000 mét dudng cao t6c thim
chi ngdn hon s& dugc ddt mot tram thu phi.

Ciac tram thu phi phat trién diy dic chi€m hét khong
gian cia nhiing con dudng mién phi, lam ting gia vin

chuyén hang héa.
6. Phan biét doi xii theo gia

Trén weibo tiing xuit hién mot théng tin v6 cling “hot”
nhu sau: “ Gid ci phé Starbucks é Trung Quéc dit gip
75% & My.”

Ciing tit d6, ngay cang nhiéu ngudi bit dau § thic dén
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dén vin dé nghiém tic sau: “Phan biét d6i xut theo gia”.

Thuyc t€, nhiing chuyén nhu “tiéu chuin kép”, “gia kép”
trong va ngodi nudc nhu viy, bén canh hai vi du vé “chuét
mi L'oreal” va “ca phé Starbucks” con v6 s6 vi du khéc niia.

Mbt vi du ndi tifng nhat chic 13 viéc Hang gidy Nike
bi phat 4,87 trieu NDT do van dé tiéu chuin kép trong
va ngoai nuéc. Lic d6, hing gidy dinh ddm td My bén
mdt miu gidy béng r6 “cao cap” tri gid 1.299 NDT 6 thi
truong Trung Qudc va ban rit dit hing. Tuy nhién, diém
gia tri nhit ctia miu gidy ndy la “6m chan, 18 thoing khi

kép” dén Trung Qudc da bi “4n bét” thanh “16 khi don”.

Hay nhu MU]JI n6i ti€ng v6i gia ré khi dugc ban &
Trung Quéc cling cb gia cao gdp ddi 6 Nhit Ban.

Chutng ta khong thé khéng thita nhan diéu ndy c6 mot
phin lién quan dén thu€ va vin chuyén &6 Trung Quéc,
nhung vin dé ton tai khich quan nhu “phéan biét d6i xu
theo giad” cling phan nao khién nhiing nguoi xinh db ngoai
gi4 cao bi gin cai mac “ké ngdc 1im tién”.

Trong linh vuc kinh t&€ hoc c6 mot ciu nhu thé nay: Gii
von 12 gia von, gid ban 1 gid ban, hai chuyén nay khong

lién quan d€n nhau chit nao.




TR

NEéu ciu néi dit trong bdi canh thi trudng ban 1é Trung
Qudc ngay nay, chic chin s& c6 chiit chAm biém. Béi trén
manh dit ndy, gi4 ban di tré thinh mdt mon “khoa hoc

huyén bi”.

S6ng trong quy tic ngdm lién quan dén “gid cao”,
chiing ta con c6 thé tin ring, nhiing mén dd quy gid in

mic thudng ngay thit sy 2 “dang dong tién bt gao” sao?

Diép Qudc Phi néi: “Véi Trung Qudc ngdy nay, tién
ndo ctia ndy la diéu rat vo 1y. Vit gid 6 Trung Qudc bay gid
hoan toan thoat ly khéi thu nhdp cta ching ta.

Vay, nhu th& nio méi thuc sy 12 “tién nio cia ndy”?

Diép Quéc Pha tra 15i rat don gian: “UNIQLO chinh

12 hinh mau.”

3. Vi SAO GOI UNIQLO LA HiNH MAU: SU RA BGI COA
KHAI NIEM “CO BAN”

Nhin hiéu UNIQLO duéi truéng Cong ty TNHH Fast

Retailing 6 Nhat Ban c¢6 mot céi tén, khi ndi ra ngudi ta

s& cam thdy hoi mau meé khoa truong: “Quin 4o khong
A A »

can tien”.

Neéu néi mot san pham khéng cin tién, chic hin ai cling




Iy gidi chiing ta n6i dén mot san phdm cuc reé.

Vay, UNIQLO c6 thuc su xtng véi tén goi d6 hay
khong?

Mot chiéc 4o long vii ctia hing du dé chiing minh diéu dé.

M3t chiéc 4o 16ng vii kiéu dang basic dugc ban 6 Trung
Quéc voi gia 399 NDT, con gia 6 Nhat Ban d6i sang tién
Trung Qudc roi vao khoang 350 NDT.

Nghe véy chic cing ching ré 1dm?

Nhung ban diing quén, thu nhip binh quan diu ngudi
& Nhat cao gap 5 14n & Trung Qudc. Néu trit di bdi s& ndy
trén gia 40 16ng vii thi v6i ngusi Nhat, gia mot chiéc 4o
16ng vii chi con khoang 70 NDT. 70 NDT c6 thé mua 4o

long va?
Tai Trung Qudc, d6 12 diéu khong thé.

Diép Qudc Phi néi: “Quin 4o ctia UNIQLO trong mit
ngudi Nhat mudn mua thi mua, muén viit thi vit, khéng
hé cam thdy 4p luc, d6 chinh 14 tri€t Iy kinh doanh cta
UNQLO. Nhiéu ngudi cb tién, bao gdbm nhiing ngudi c6
thu nh4p cao déu mic quin 40 UNIQLO, tu d6 16t, quan ni

cho dén 4o long vii. D4y méi thyc sy 12 tién ndo ctia ndy.”
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hoa

Thuc t€, cdu chuyén ciia UNIQLO gin giong véi MU]JI
hoéi méi thanh 1ap. UNIQLO ra doi cudi nhiing nim 80,
dau nim 90 cua th& ky 20, thoi ky nén kinh t&€ Nhit Ban
tut ddc. Nhung ngoii ra, chiing ta ciing cin chd § d&€n tAm
nhin chién lugc ciing dau 6c kinh doanh cua UNIQLO
thoi gian dau ra doi. Va cdng lao ndy phan 16n thudc vé
chu tich kiém CEO Fast Retailing, ngudi nhiéu lan dtng
d4u danh sach gidu nhat Nhat Ban — Ong Tadashi Yanai.

Nim 1998, trong mit nhiéu doanh nghiép déu chita
mdt quy tic bat thanh vin ma t6i cho ring 1a “dinh lujt
cuc doan” nhu sau: Hogc [am “cao cAp” 6 miic cao nhat,
hodc lam “dai chting” mot cach dai chiing nhat.

PORIENT]

Trong dinh ludt nay, dudng nhu “bén diéu khac” “cao
khong dugc, thip ching xong” hoan toin ching cé co hoi

s6ng sot.

Thi trudng quan 4o thoi d6 cling khong ngoai lé,
nghiém khic tuin theo “quy tic trd choi” ky la nay, thé la
quan 4o trang sic trén thi trudng tu nhién phan thanh hai

loai khic nhau.
Loai tht nhat 1a “hang hiéu xa xi”, dit tién, ndi tiéng,

g1a cao;

FmEmes
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Loai thi hai 12 “tap phdm”, thuong hiéu nhé, chat lugng
thip, gia thip;

Trudc tinh hinh d6, Tadashi Yanai tuyén b& nghiém
tic: “Toi khong san xuat hang xa xi, ciing khéng san xuit
hang thit phdm. T6i mudn sin xuit loai hang & gifia, gid

tuong déi ré, chat lugng tuong d6i tot.”

Nhung cii goi 12 “tuong d6i” nay rit kh6 dinh nghia
16 rang: “tuong ddi” ré 6t cudc 1a ré nhu th& nao? “tuong

d6i” ot 13 0t nhu thé nio?

Chinh vi nguyén nhin niy, rit nhiéu d6i thu canh tranh
tiing dm mong giéng Tadashi Yanai déu thit bai, va thit
su lam dugc diéu d6, ciing chi ¢c6 UNIQLO, duy nhat
UNIQLO.

Cé 1& ching ta c6 thé thi phin tich mot chat vé
UNIQLO, tit d6 ki€m tim bi mat thanh céng ctia thuong
hiéu nay. Rét cudc tai sao UNIQLO c6 thé san xuat hang
tot gid re?

Theo t6i, bi mat chi y&u ctia UNIQLO nidm 6 hai cit
“nén tang”.

Tru6c khi thao luan th€ ndo 12 “nén ting”, ching ta

phai giai thich mot ti ngit khac truéc: “troi trang #n lien”.




1C cban dat thoi!

“Thoi trang 4n lién” hay “Fast fashion” bdt ngudn tu
th€ ky 20 & chau Au. Dinh nghia hep trong nganh thoi
trang, vo cing dé hiéu, n6 dung d€ chi t8c do bit chudc
san xudt cling vong doi ngin ngui ctia mot trang phuc trén
thi trudng, gia ré hon so v6i nhiing bo dd dit tién trén sin

dién, dung s6 lugng d€ gianh chién thing.

Dé6i véi thi trudng thoi trang ngly nay, “thoi trang dn
lién” khong con xa la nlta, ma mot thuong hiéu thoi trang
in lién ciing tré nén viing chic trong nganh thdi trang,
nhu chudi Zara ctia tip doan Inditex Tay Ban Nha, H&M
cta Thyy Dién va GAP ctia My.

Thuyc t&, c6 khong it ngudi liet UNIQLO vao danh
sich “thoi trang in lién”. Nhin ti géc d6 “sd lugng ban”
~

dén “gia thap”, UNIQLO qua thuc rit gidng v6i mot s6

thuong hiéu “thoi trang #n lién”.

Nhung sau khi n6 thing thé nhiéu hon so v6i cic hiéu
“thoi trang in lién” khéc, chting ta lai phat hién, UNIQLO
“di” hon so v6i Zara, H&M va GAP rat nhiéu.

Boi né khéng don thuan gidng nhu nhiing nhin hiéu
“thoi trang 4n lién” ndi ti€ng khac lién tuc bi€u dién trén
san catwalk dé gi6i thiéu, cling khéng chiu 4nh huéng cia

muia vu dé phai “thay d6i cap nhat”.




MINJEO—Cuoc ééch’ﬁda’ng/ ban lé toan ca

Néu cic nhan hiéu “thoi trang #n lién” déu chia trong
trdo luu méi va “thay d6i thoi trang”, thi muc tiéu caa
UNIQLO lai d4t 6 chd nhan manh “tit ci moi ngudi déu

can”, trung thanh vé6i “phong cich don gian - basic”.
Vay, t6t cudc UNIQLO “don gian” dén miic d6 nio r6i?

Mua xuin nim 2016, mdt ngudi ban gti cho tdi bic
anh chyp tu suéng ctia c6 4y: mic 4o so mi dang dai mau
xanh da trdi nhat xinh x3n 6m déng va khoac chiéc 4o len

dét kim mém mai bén ngoai.

To6i khong kim dugc nén héi: “Quan 4o duge ddy, mua
6 dau vay?”

Cb ban t6i tra 16i khién nguoi ta cam thdy vb cling
than bi: “Ao khoic ngoai mua 6 khu thdi trang nii trong
UNIQLO, 40 so mi didng dai mua & khu db thiéu nhi trong

UNIQLO, ¢5 to nhat, thit sy rat viia vin.”

Qua ciu chuyén “ngudi thit viéc that” cua ¢b ban, lac
d6 tdi vo cling bat ngd va khim phuc: Mic d6 “don gidn”
trong viéc thiét k&€ cdc miu trang phuc 6 UNIQLO di vuot
qua ranh gi6i gifia ngudi 16n va tré em; “thdng dung” dén
mtic pham 1 quan 4o thi chi ¢6 khéc biét vé kich thuéc. Co

thé néi, v ciing pht hop v6i khai niém “nguoi ngudi déu
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c6 thé mic”, “ngudi ngudi déu can”.

Khi d6i mit v6i giéi truyén thong qudc t&, Tadashi
Yanai tung n6i nhu sau: “So v6i viéc tryc ti€p cung cip san
phim thoi trang cho ngudi tiéu ding, viéc cung cip cic
miu quan 4o don gian dé st dung trong cudc séng cing
can kién thiic chuyén nghiép, kinh nghiém cung linh cam
d6c d4o ctia nha thiét k& 6 mic d6 cao hon. Chuyén khong

don gian nay la chuyén ching t6i dang lam.”

Chinh suy nghi nay d3 lam cho UNIQLO khéng ngung
ting thém diu tu vao mang chit liéu sin phim, va khong
ngiing giam bét chu ky d6i méi ctia cic miu quan 4o;

Chinh suy nghi nay d3 giap UNIQLO tam biét cudc
chién t8c d6 dao thai san phim, va ding ngudn luc tiét
kiém dugc vio viéc nghién ctiu phat trién chat liéu may

mic, nang cao chat lugng san phim;

Chinh suy nghi nay di gitp cic sin phim ctia UNIQLO
“thong dong gitia d6i”, khong chiu anh huéng va lam n6 1é
cta trao luu, trinh dugc nguy co “16i thoi”, gitp san phim
c6 vong dsi dai hon va lgi nhugn 1au hon. Diéu nay di héa
giai vin dé tdn dong ma cic nhin hiéu “thoi trang in lién”

hay gip, tit d6 gian ti€p giam gia thinh san xuit.
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MlNlSO—— Cuoc cach mang ban E&ﬁan cau
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Thé nao la don gign?

Don gian, chinh la “da phong ciach” va “dai ching”,
thich hgp v6i tit ca moi ngudi, can thiét véi tit cA moi

ngudi, quay vong lién tuc, lii it nhung ban dugc nhiéu.

Thé nao la don gian?

Don gian, chinh 13 tré vé v6i chit lugng sin phim,
gidng nhu MUJI bé di vo ngoai dit tién gia tao.

Thé nao la don gian?

Don gian, chinh 13 két qua ctia chon lya.

B6i mét san phim dugc dinh vi “gid ré” vinh vién
khong thé thiét 14p mot ranh gibi cudi ciing rd ring, mot
sin phim dugc dinh vi “chit lugng t6t” cling khong thé
nao thiét 14p dugc mot dudng ké rd ring.

Do d6, gi4 “co ban” cia UNIQLO khién dai da s6 ngudi
tiéu diung khong hé do dy rat vi, ma chét lugng san phim
ctia ho lai gitip khach hiang “c6 thé mic thudng xuyén
trong it nhit mdt mua”.

Day 12 mot su suy tinh vi diéu va la mot tro choi “bap

bénh” lién quan dén tuong lai cia c& mdot thuong hiéu.




UoC ban dat thol

UNIQLO ctia Tadashi Yanai da chién thing trong trod
choi nay, nhung v6i mot ngudi luén coi UNIQLO la muc
tiéu nhu Diép Quéc Phi ma néi, MINISO chi méi bit dau
cudc chién.

May min 13, trén con dudng dugc ngudi ta di truée do,

c6 mdt vi du xuat sic nhu UNIQLO.

4.’Vi SAO GOI UNIQLO !.I\ HINH MAU: TRO CHOI BINH
DANG “BA CAO BA THAP”

Nhic dén “cao” va “thdp”, ngudi ta khé trinh khéi nghi
dén vai cau néi dudng nhu khéng lién quan:

CAu thit nhat: Ngudi thuong di chd cao, nuéc thuong
chay chd triing.

Cau thd hai: Mu6n nhin xa nghin ddm, buéc thém mot
tang lau.

Nhu v4y xem ra, “cao” 14 tét.

Nhung “cao” ciing rit nguy hiém, b&i con mét cau nbi
khéc th& ndy: Trén cao khé tranh khoi rét lanh.

Nhung “thap” cling chua hin an toan, béi cling c6 mot
cau ndi nhu sau: Rong gip nudc ndéng tom bdn cot, hd

xudng ddng bing bi ché khinh.




MINISO — Cudc cach mang ban 1é toan

“Cao” va “thip” hai mit d6i 14p ndy tu xua van
ludn 13 vin dé khé giai thich. Nhung dit trén thuong
trudng, nédugc Diép Qudc Pha goi 1a “ba cao”, “ba
thap”. Giai thich dé hiéu cé nghia 1: cong nghé cao,
hiéu suit cao, chit lugng cao, chi phi thap, lgi nhuin

thap va gi4 thanh thip.

Viéc nghién ctiu va ning cap lién quan dén van dé “chat
lugng 6t gia mém” khé khin hon nhiéu so séi dinh nghia
“chat lugng tot gia mém” chiing ta thudng nhic t6i. Béi
ngodi hai nghich 1§ chat lugng cao va gia thip, “chi phi
thip” mua “cong nghé cao” von 12 diéu khéng tusng, dong
thoi “lgi nhuin thip” va “hiéu suat cao” dé khién ngudi ta
lién tudng t6i viéc lam khéng coéng.

Nhu vdy, dé lam dugc “ba cao ba thdp” dudng nhu la
diéu khong tudng.

Nhung UNIQLO lai hoan toan x6a bo nhiing tu tudng
truyén théng, di ngugc tu duy dé dua ra nhiing 1y giai

N,

hoin todn méi cho vin dé “ba cao ba thip”:
“Cong nght cao” la ditu mau chst mang dén “chi phi thap”;
“Hiéu suit cao” la sic manh gidip dam thi “lgi nhudn thap”.

Vi 15i giai thich d6 mang dén két qua “chat lugng cao”

. »

va “gid thanh thap”.




gc ban it thoil s

Thé 13, UNIQLO st dung “cong nghé cao” vi “hiéu

sudt cao” lam chia kh6a m¢é cua thanh céng;

Thé 12 ¢6 dugc chiéc chia khéa nay rdi, “cao” va “thap”
khéng con 12 hai mit d6i 14p nfia, chi can “cao” ding lic,
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“thip” dang chd, “nghich 1y” lién tr6 thanh “c6 1y”.

Vay, thé ndo 1a cong nghé cao? Thé nio 1 hiéu suit cao?

Cong nghe cao

Nhdm Chinh Phi — nguoi sang lap tdp doan Huawei dd
n6i nhu sau: “Khdng thé xem nhe ngudi tiéu dung Trung
Quéc duge nita. Nhiing diéu nhu hang t6t gia hoi, gitp
ngudi tiéu ding mua v6i gia thip, tit cd déu khong thé
tin tudng dugc! Tang chat lugng san phim, can quyét tim,
ngudn dau tu khéng 16 va chuin bi ki ludng trong thoi
gian dii. Ban mot muc cho ring, gi4 thap s& khéng c6 san
pham t8t, nhung cii ngudi tiéu ding can 1a san phdm tot,
san phim t6t chat lugng cao!”

Loi ndy gan nhu néi 1én nbi long clia tit cd ngudi tiéu
diing vé vin dé “gia thap”.

That vdy, mudn lim ra sin phim t6t chat lugng cao, can
d4u tu rt nhiéu nhiing nguyén vat liéu san xudt hiiu hinh

~ A 2 ~ A N ~ pa ~ ~ N
va nguon lyc san xuft v hinh. Du chiang ta lam thé nao




dé giam gi4 thanh sin xuit, cling khéng thé nio giam bét

dugc ngudn chi.

Nhung suy nghi cia Nhim Chinh Phi khong phai 1a
tuyét d61, vi du truc quan nhit chinh 12 sin phim iPhoneSE
— chiéc iPhone gi4 thdp nhit trong lich sit Apple, hoin
toan phu hgp véi ciu chuyén “hing t6t gid thap” ra mit

vao thiang 3 nim 2016.

Viy, bi mit 4n gidu déng sau chiéc iPhoneSE “tinh ning
vugt tro1 so vii gia ca” nay la gi?

Mot nguosi ban “ifan” cua tdi, ngudi con dugc ménh
danh 12 “cudng r& d6” tiing “md xé” chiéc iPhoneSE rit
k¥ ludng va nhanh chéng dua ra két luan nhu sau: “Chip
cua iPhone 6, bd vi xti 1§ cta iPhone 6s cling v6i man hinh

yal

hién thi caa d6i truée d6.
Coéng nghé doc quyén va lugng san phim phong phi da
dang hién nay di giai quyét vdn dé mau thuin gitia “hang
tot” va “gia thap”.
Diéu ndy viia vin khép v6i nhan dinh Ping Tiéu Binh
da dua ra trong Nhing nguyén 1y co ban cia chi nghia Mac —

Lenin: “Khoa hoc kj thuét 1a ngudn lyc sin xuit dau tién.”

Néu dit trong nganh thoi trang, diéu ndy déng nghia
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v6i viéc: Chit liéu san phdm c6 mang tinh cich mang hay
khong, ding sau viéc nghién cu sin phim c6 ban tay cia

cong nghé cao hay khong.
Thuc t€, cich lam nay ciing tuong tu v6i UNIQLO.

Chiing ta da nhic d€n & phan trudc: Su phét trién khong
ngling cia UNIQLO nim ¢ viéc dau tu vao nguyén ligu
san xuit.

Diéu chiing ta chua nhic dén li: UNIQLO khéng
ngung sing tao va dat dugc ky tich trong viéc nghién cttu
chét litu quan 40, ho di ché tao ra nhiéu loai cong nghé véi
mic tiéu thy 16n nhu “vai ni hat polar fleece”, “HeatTech”,
“léng vii siéu nhe”, “AIRism”...

Nhiing miu trang phuc 4p dung céng nghé trén di
gitp UNIQLO tré thanh tugng dai vé cong nghé trong
linh vyc thdi trang. Cong nghé ciing gitp UNIQLO thu
vé loi nhuan va ngudn khéach hang ngodi siic tuéng tuong.

Dang nhic dén nhit trong ciu chuyén than ky niy,
chinh 1a viéc UNIQLO tinh c6 phéat hién ra “vai ni hat
polar fleece”.

“Vai ni hat”, nghe di thdy 4m 4p va dé thuong.

Nhung gitip tén goi loai chat liéu niy chinh thtc hip
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din cong chiing, khéng hoan toin nhd UNIQLO.

No6i chinh x4ch, chit liéu ndy ra d6i ndm 1981, sing tao
ra n6 la mot cong ty dét may c6 ti€ng 6 M§ thanh 14p nim
1906 mang tén Malden Mills. Tu lac d6, vai ni da di c6
mot cai tén My vo cung thoi trang: Polartec.

Su xuAt hién ctia né, thay d6i cai lanh gia ciia mia dong
trén todn thé giéi, dong thoi tré thanh chat liéu sin phdm
dugc yéu thich nhat trén thi trudng cho dén tin ngay nay.

Vay, n6 16t cudc tot 6 diém nao?

Don gidn ma néi c6 4 diém sau:

Th nhit, nhe ma khéng s¢ 4m;

Th hai, giit 4m t6t;

Thit ba, mdt phian dugc tii ch€ tit chai chua, ndng d6
thai cacbon thap, ti€t kiém, bdo v& méi trudng.

Thi tu, chi phi sin xuit thap.

Xem ra, day 13 loai nguyén liéu “tot clia tot”, vita 4m
4p via re tién, 1a k€t hop hodn hio cho nhu cdu “hang &t
gia mém” ctia ngudi tiéu ding. Néu tit ci cic nhdn hiéu
thoi trang trén thé giéi déu tranh gidnh miéng banh “vai

ni hat” ndy, thi tai sao UNIQLO lai c6 thé dya vao nguyén



lieu d6 d€ gianh “thing loi bat ngd”?

Day chinh 1a diéu “nhung” ma t6i muén néi thém vio
bén canh nhiing uu diém cta vai ni hat.

Nhung!

Chat liéu ni hat khi d6 bi nuéc My liing doan, gi4 nhip
khau rit cao. Vi th€, loai sin phim gi4 san xuit thip d6 sau
ndy chi xuat hién trong cic gian hang thdi trang cao cip va
khong c6 co hoi dén véi s6 dong.

Truéc tinh hinh d6, von nhin triing manh d4t thich hgp
dé trong loai “hang t6t gia re”, UNIQLO khéng ngan ngai

tuyén bs: “Khodng chia banh cho t6i, tdi ty nuéng!”

Thé 13, UNIQLO bit ddu qué trinh nghién ctu gian
nan, k& qui: UNIQLO khéng chi ché tao vai ni hat thanh
cdng, ma con phi v& sy doc quyén cia My, lam gidm gia
san xuat von ciing khoéng cao nho cong nghé, cho ra doi
mdt hang c6 gia 2.900 Yeén 6 thi truong Nhét Ban (khoang
187 NDT).

Thé 13, vao nim 1998, loai quin 40 lam ti chat lidu
ni hat du dinh ban 6 triéu chiéc da dot pha ban dugc 8,5

triéu chiéc.

ThE 13, vao ndm 1999, tit miu dau tién sin c6, UNIQLO




ra mit thém 15 loai mau sic khac, ddng thoi giam gii con
1.900 Yén (khoang 123 NDT. Cung nim, thu nhip mdi

thing cua ba t6i 6 truong 13 800 NDT). Ciing vao nim do,

san phim lam ti vai ni hat ban dugc 26 triéu chiéc mot

cach than ky so v6i du tinh ban dau 13 12 triéu.
Ban cho ring ciu chuyén dén day la két thac?
Khong heé.

Sau nim 1999, bén canh thinh cong khdng 15, vai ni
hat cling mang dén cho UNIQLO nguy co l6n, nhiing san
phim cung kiéu ding, chdt liéu xuit hién ciing nhu sy
sting bai qui mtc ctia ngudi tiéu dung d6i v6i vai ni hat
khién sin phim lam td chat liéu ndy tré nén “16i thoi”,
“tam thudng”. Khi ching ta vui vé hin hoan, nghénh
ngang buéc ra dudng 16n, dinh ngim nhin chiéc 40 khoac
vai ni hat “xinh x4n” trén nguoi ti 6 ctra kinh chiéc xe
diu ven dudng, ta chot phat hién ngudi ngdi trong xe
mic y hét ta, khi nhin sang phia bén kia dudng, ta lai bit

gip chiéc 40 d6...
That khong may, vai ni hat dé thuong da 161 thoi rdi.
Nhung!

UNIQLO dung chinh minh lam thi nghiém, ching
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minh “chin Iy” “dan k§ thuit théng tri th€ gidi”.

Thé 13, nim 2005, Tadashi Yanai chinh thic tr6 lai, mot
nhin vt ndi tiéng trong giéi thi€t k& - quang cio 6 Nhit
Ban 1a Kashiwa Sato 1am Gidm d6c nghé thujt, thiét k&
lai logo va mit tién clia hang clia cong ty. Qua mot loat
quang cao, UNIQLO din dan tré héa hinh anh trong mit
nguoi tré.

DPdng thoi, UNIQLO ciing tiing budc tién hianh thay
d6i va cach tin loai vai ni hat giy bio mot thoi. Trong qua
trinh nghién ctu, UNIQLO d3 thu nhiéu kiéu dét trén vai
ni hat, tit d6 tao ra cing nhiéu lya chon vé xtic cdm va chit
lugng. Vi du:

Vai ni hat thay méi hoan toan c6 thé gia vai 16ng ciiu

nguyén chit.

Ciing c6 thé gia 16ng thi.

Ciing c6 thé gia long deé.




ban bao nhiéu tién?

Truéc mat, mét chiéc 4o thun dai tay théu hoa lam tu
vai ni hat ca nit duge ban véi gid 59 NDT trén trang web
chinh thitc caa UNIQLO.

Chiat lugng sin phdm tét, chi phi sin xuit thap. Tu
UNIQLO, ta c6 thé thdy mét vi du xuat sic vé thanh tyu

ctia cong nghé cao.
Nhung!
Vin dé lién quan dén cong nghé cao, chua ding lai & day.

Néu chi nhin vio qui trinh nghién ctiu sin xuit san
pham, nhu vy ching ta d3 qué xem thudng stic manh ctia
“dan k§ thuat” r6i.

Boi dé quay vong san phdm hiéu xuit cao, chi cé stic
manh khéng c6 cdng nghé thi khéng thé lam dugc. Va
“cong nghé” & day khong gi6i han & hé thong phdm mém
hay nén tang Internet ma con bao gdm ca cong nghé lién
quan dén van hanh chubi cung tng.

Trong d6, dang nhic dén nhit chinh 13 xiy dung “cong
nghé gidam sat dit liéu 16n (big data)” phuc vu nhu cau
truyén — nhin tin tiic cho chudi cung tng.

Mbt vi du v6 cling don gian: Chiéc 4o thun dai tay chat

ni hat ban gid 59 NDT vio mua hé c6 thé dugc ban véi
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gia 69 NDT vao mia thu, cling c6 thé dugc ban véi gid 49
NDT vao mua dong...

Nhin c6 vé phi logic, nhung cling khong phai 13 quy tic
nhat thoi dit ra.

Thuc t€, trong kho dii liéu khéng 16 cia UNIQLO c6
mdt “c8 vAn ban hing” gia tudng, ddm nhiém gidm st va
phan tich s6 liéu ban hing, déng thoi gitp ngudi quan 1y
khong ngiling diéu chinh s6 lugng san xuit va phuong an
marketing.

Hién UNIQLO di m6 cac cira hang 6 hon 16 quéc gia va
khu vuc trén the gi6i. Tuy xu hudng va gi ci 6 mdi quic gia
khac nhau, nhung ding sau tit ca déu dua vio “cong nghé
cao” cia UNIQLO dé phin tich s6 liéu va phat trién.

Tt géc d6 ndy cb thé thiy, “cdng nghé cao” di hién thyc
héa “hiéu suét cao”;

T goc db ndy c6 thé thay, UNIQLO la mot “cbng ty
cong nghé” xtng danh ky thyc.

Hiéu suat cao
C6 ngudi n6i: UNIQLO 13 dai danh tit ctia “hiéu sudt cao”.
#Dai danh ti: Nhiing ti ding d€ thay th€ cho danh ¢l

Viy, UNIQLO cb hiéu suit cao nhu th& nao?




M&at ban bao cdo s6 liéu cho thiy: Tt viéc nghién ctu va

cung ting nguyén liéu, thiét k& va sin xuit san phdm, quan
1§ tiéu thu va thuc tién, UNIQLO chi can dung 18 tuin
12 hoan thanh mot chu ky sin xuit san pham. Day 13 hiéu
sudt vd cling cao ma nhiing doanh nghiép thdi trang nhanh

ndi dia Trung Quéc khé long theo kip.

Con loai “hiéu suat cao” nay, ti thi€t k&€ sin pham, sin
xut dén tiéu thu déu dya vio hé théng cung tng do chinh

UNIQLO nim gifi.

Nhu vay, UNIQLO di tranh khoéi “vin ménh bi tham”
“tuong i tuong sat” gifia “chu sap ca r6t” v6i “ngudi ndng
dan tréng ca rot”, “con budn ca rét” nhu cic doanh nghiép

truyén théng trong nudc.

Nhu vy, quyén lgi “t8i cao” cling quy tic trd choi vugt
khoi tim kiém soat s& lam cac doanh nghiép dit ra yéu cau
cang cao hon trén phuong dién quan ly chubi cung tng.

Cu thé, hiéu suft cao cia UNIQLO chu yéu thé hién
trén ba phuong dién sau: cdng xudng san xudt voi hiéu suft
cao, kiém soat kho hang vé6i hiéu suit cao va quan 1y nhén

su hiéu suit cao.




1. Cong xudng san xuat vdi higu suat cao

Chting ta déu biét c6 mot loai ctia hang tién lgi goi l1a
Ctia hang tién loi 24 gid, vi du nhu chubi Seven Eleven;
Chiing ta déu biét c6 mot loai ctia hang 4n nhanh goi la
Cla hang 4n nhanh 24 gig, vi du nhu MCDonald’s; Chiing
ta c6 thé bi€t hojc khéng biét c6 mot loai cong xudng goi

12 cdng xudng 24 gig, la cdng xudng hop tic véi UNIQLO.

3 gio sang ving ling khong mot bong ngudi, thoi tiét
dém dau hé lanh lanh va budn ngu, nhung trong cong
xuéng chinh chuyén san xuit d6 16t hop tic véi UNIQLO
dit tai thanh phd Ninh Ba, tinh Chiét Giang lai 13 mot
canh tugng vd cing “nio nhiét”: Nhiing chiéc miy dét
dang ban ron xe chi ludn kim qua nhiing sgi béng, vai véc

nhin nhui phing li nhu 4nh tring trit xudng. ..

Trong cdng xudng dudng nhu khong thiy béng ngudi
ndy dit hon 100 chiéc may dét, vin hanh khéng ngling
sudt 24 gio.

Con v6i khau cin dung sic nguoi, dé gidm ti 1¢ sin
phim thu cong khéng dat tiéu chudn, tranh cho viéc lam
sai phai lam lai nhiéu 1in ho3c nghiép vu khdng t6t dan dén
tré han, ling phi tai nguyén khéng can thiét, UNIQLO da
ding moi cach d€ mai dén vo6 s6 nhiing cdng nhin k§ thuit
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tay nghé cao, kinh nghiém phong phd, ting lim viéc tai
cac doanh nghiép 16n 6 Nhat Ban va cu di cic xudng san

xudt trén khdp th€ gi6i ctia ho.

Nhiing “bac thdy linh nghé” d6 c6 cong rit 16n trong
viéc gia ting hiéu suit cia UNIQLO. Khong chi ddm bao
viéc san xuit dién ra lién tuc, dong thoi ho cling dua ra
nhiing phan hoi gitp gia ting hiéu qua. Con UNIQLO
nhd ho nim dugc tinh trang ctia cic xudng va nhan cic y
tuong cai thién mdi mé.

“UNIQLO” da thanh céng trong viéc xdy dung mo
hinh “Cong xudng hgp tic” va “cong nhan ky thult tdt”
lim tién phong, hon niia con khéng ngiing c6 gdng mé

rong cong nghé ty dong hoa.

2. Kiém soat kho hang vdi higu suat cao
V6i nganh may mic, viéc san pham chiy hing din dén
kho khéng du s8 lugng cung c4p va € hang din dén t6n kho
qua 16n 1a van dé thudng gdp nhung rat khé giai quyét.
Nhung bing viéc 4p dung md hinh SPA (Specialty store
retailer of Private label Apparel), UNIQLO di “t8i uu”
trong viéc giai khdng ché va giai quyét van dé kho ton.

M4 hinh SPA, hay con goi la m6 kinh doanh béan 1é dic
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bigt chuyén nghiép cho cic nhin hiéu thoi trang, 13 mo
hinh quén Iy t4p hop ddy du toan b tit cung cip nguyén

liéu dén khau cung (ing tiéu thu cho khéach hang.

Nong c6t cia md hinh ndy nim & chd: Nghién ctu phat

trién san phim dua trén phan héi ctia khach hing

Vé6i UNIQLO, c6 thé kip thdi nhin duge phan hdi ctia
khach hang chinh 13 diéu [Am nén “cong nghé gidm st di
liéu 16n (big data)” va “cong nghé cao” chting ta nhic dén

& phan truéc.

Dua vio s6 liéu trong tay, UNIQLO nim dugc chinh
x4c tinh hinh tiéu thu tai cic cia hiang, déng thdi du
do4n dugc nhu cau ctia nguoi tiéu ding, sau d6 lai dya
vao nhiing s6 liéu xac thuc dé d€ giai quyét viéc bé sung
s6 lugng cic mit hing thoi trang khéc loai va cing loai

nhung khic mau.

Ct nhu vy, UNIQLO hoan toan lam gidm nguy co von
c6. Dt vdy, ho van khong thé tranh khoéi nhiing sy viéc rui
ro chic chin s& xay ra.

~ R

Khi d6, nhiing san phim & 4m trong thdi gian dai,
khong dugc khach hiang chi 7 sé dugc “hé théng gidm

sat dit liéu 16n” “tim thdy” mot cach chuin xéc, ti d6 tién
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hanh chién dich “gidm gid” d€ c6 thé kip thoi thanh ly

hang ton, lam giam 4p luc kho hang.

Vay, nhiing “binh ludn” va “diéu chinh” d6 dya vio don

vi “quy” hay “nim” lam chu ky trién khai day?
Dip 4n 1a: Tinh bing don vi tuin.

Danh gi4, quyét dinh ting thém hay gidm b6t mot mau
san phim dua vio vong tuan hoan theo tuin ciia sin phim
d6. Diéu nay dam béo san phim bén chay dugc bé sung kip
thoi, cling nhu giam bét d6 rii ro ton kho ctia nhiing san

phim ban kém.

3. Quan ly nhan su hiéu suat cao

Toi tung lam quen v6i mdt nhdn vién lam viéc tai
UNIQLO Thién Tan ntta nam c6 1é thong qua mot nguoi
ban lam tiéu thu trong nganh thoi trang. C6 4y rat thin
thién chia sé v6i t6i kinh nghiém lam viéc cho UNIQLO.
Dé ké lai ciu chuyén dai d6 khong phai diéu dé dang,
nhung ciu két ludn cia cd 4y khién t6i nhé mii ching
quén: “UNIQLO, chinh 12 mét nha mAy ché€ tao ra nhan tai

ban hang trong nganh thai trang nhanh.”
Nguyén nhan ndi nhu vy, 1 vi hai diéu duéi day.

Thi nhit: Phan cong cong viéc 1d ring, ai lam viéc gi
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lac ndo & dau déu c6 bang biéu ghi lai, laim xong ky tén
xac nhin;

Thit hai: Ap luc cao, hiéu suat cao, tit ca moi viéc déu
c6 yéu cau ky han, dao tao cho ngudi ta théi quen dé€ lam
viéc v6i hiu suit cao.

Ngoai viéc thuc hién chinh sach “4p luc cao” v61 nhin
vién trong ctia hang, UNIQLO ciing 4p dung quy tic “hiéu

suat cao” v6i cac trudng ctia hang.

Do d6, cac chinh sach dugc diéu chinh mét cich nhanh
chéng & cac ctia hang ciia UNIQLO 1 diéu hi€m c6 trén
thé gi6i nay. |

Ngoai viéc c6 cong nghé phin tich s§ liéu 16n manh
lam “thin céng” hd trg, ctia hang trudng cic ctia hing cia
UNIQLO ciing c6 quyén luc tuong dbi 16n, ho c6 thé dua
vao vi trf khac nhau ctia tat ca cac ctra hang, tu diéu chinh
s6 lugng hiang cin dit, hang trung bay cling nhu phuong

thiic van chuyén phi hgp véi viing mién.

L4y vé du vé kiém so4t kho hang tuong tu, néu mot
ctia hang nao dé phat hién ra mot sin phim nao khé bén,
thi trudng ctia hing c6 thé yéu ciu tng bod thay déi gid

ca. Véi tinh hudng théng thuong, tong b sé dua ra phan




héi trong vong 12 ti€ng va ngdy hém sau ctia hang dé cb
thé ban v6i gid mé6i. Diéu nay gidi quyét duge van dé cling
nhic trong viéc quan 1y tht cdng, thi€u linh dong va quyét
sach tri tré, cling la nguyén nhan nguoi tiéu dung thudng
xuyén dén UNIQLO déu cam thay khong thé nim 13 thoi

gian dién ra cac hoat dong giam gia.

Tai UNIQLO, trudng clta hing ph6i hop v6i nhan vién

hinh thanh hé théng “quyét sach” va “phan hdi” hiéu suit cao.

Ba khiu “hiéu suit cao” gdm: céng xudng san xuit véi
hiéu suit cao, kiém soat kho hang vé6i hiéu sudt cao va quan
1§ nhan sy hiéu suat cao 1a nit mé cho mot thuong hiéu
nghién ctiu sin phdm, déng thoi 13 nit thit quan trong
cho viéc hinh thanh chudi cung ting hoan chinh danh cho
khach hang, tit d6 gidm b6t rai ro trong kinh doanh va
khéng ché gia thanh nghién ctu phét trién san phim.

Tu géc dd ndy ma ndi, thong qua 3 khau san xuit “hiéu
suit cao” ciia UNIQLO, chiing ta ciing phan nio c6 cii nhin
so b vé viéc 4p dung “hiéu sut cao” véi phuong dién quan
1§ chudi cung ting trong md hinh quan 1y kinh doanh.

Toi khong mudn ciu chuyén ctia UNIQLO dugc nhin
nhin qué don gian, nhung ciing khéng mudn dién dat n6

moét cach qué phiic tap.




ban d&t théil

Dua viao nguyén tic “viéc ndo ra viéc d6”, chiing ta s&
cham dit viéc ban ludn vé md hinh gii ca cia UNIQLO
tai ddy, nhung chiing ta s& khong ngling nghién ciu vé né.
Bo6i mot nhidn hiéu ndi tiéng ludn duge Diép Qudc Pha
nhic di nhic lai nhiéu lan va 1a dai dién cho nganh bén lé
Nhit Ban nhu UNIQLO vin con rat nhiéu diém dang gia

dé chting ta hoc tap va bt chuéc.

5. “TOI” A VAY MUQN Y TUGNG NHU VAY

Khii niém vé “ba cao” va “ba thip” khong phai Tadashi
Yanai — nha sing 1ap UNIQLO dua ra. Ngugc lai, “ngudi
d4u tién” nhic dén né chinh 1a ngudi vin ludn sting béi va
nghién ctiu d€ hoc theo UNIQLO — Diép Qudc Pha.

Trong khi ngudi “nuéc ngodi” gidi vé chia sé kinh
nghiém va giao luu tinh cdm, ngudi Trung Quéc thién vé
tong két. Su tong két ctia ho cang “triiu tugng”, cAng mang
tinh 1y ludn nhiéu hon. Nhung c6 lac nhin vao dudng nhu
n6 cling khong phai qua hoi hot.

Tong két nhiing gi ngudi truéc di dat dugc, nhung
thiéu trai nghiém thyc tién ctia ban thin ching khéc nao ly
luan sudng. Trong lan dau tién nhic dén khéi niém “ba cao
ba thap”, Diép Quéc Phii di nbi, két luan ctia anh 4y tuyét
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d6i khéng chi gi6i han & viéc tran thudt, khai quat héa ly
luin, ma 1 nhiing thanh qué d3 dugc rén gitia ti thuc tién.
Diép Quéc Phii ban dau chi 12 “ké mugn § tudng”, gid
day da trd thanh “ngudi c6 kinh nghiém”.
V6i hai vin dé c6t 161 trong “ba cao ba thip” 1a “hiéu
suit cao” va “cong nghé cao”, Diép Qudc Phu giai thich

nhu sau:

Cong nghe cao
ChEc hén ban sé thic mic: “Mbt nhin hiéu ban dd bach héa

gia dung nhu MINISO thi lién quan gi dén cong nghé cao?”

Qua that, tinh chit san phim d6 gia dung “tap nham”
khi€n MINISO khéng qué thich hgp cho viéc theo dudi
mdt sy nghién ciiu dic tha vé chat liéu, do dé ho ciing
khong thinh 14p mot t6 “phat trién san phdm” chuyén
nghién cltu nguyén vat liéu. Nhung du viy, Diép Qudc
Pht van khong ngting theo dudi sy “cao”, “tinh”, “chuyén”
ddi voi san phdm ctia minh.

Chién lugc ctia MINISO la: Ndm trong tay thiét k& sin
phdm, sau d6 giao nhiing viéc chuyén mén cho d9i nhom

chuyén nghiép lam.

Mot vi du ndi bat nhit chinh 13 san phdm nuéc hoa do




MINISO san xuat. Sau khi lam 8t k& hoach va dinh vi
buéc diu, MINISO khong voi va lua chon hgp tac v6i nha

may chuyén sin xuit nudc hoa hay ctia hang ban si nuéc
hoa ndo d6. Ho tim dén cong ty ch€ tao tinh diu huong
litu hing d4u thé giéi 1a Givaudan Thuy Si dé 1am dai tac
chién lugc. “Ong 16n” nay truée gid vin ludn gitt quan hé
hop tic than thi€t v6i cic thuong hiéu nuéc hoa s6 mot
nhu Dior, Chanel...

Diép Qudc Phi biét, tinh dau chinh 13 c8t 161 ctia mot

lo nuéc hoa.

Va mot tip doan da quic gia danh ti€ng nhu Givaudan
ciing khéng d&¢ MINISO phai thit vong. V6i su nd luc
cia nha diéu ch€ nuéc hoa cao cip Carine Boin gifia hang
trim loai huong hoa, cudi ciing dong nuéc hoa mang tén
“Blooming bouquet” di ra doi va dugc d6n nhén rong réi
trén toan th& giéi, thim chi con xuit hién tinh trang cung

khong du cdu 6 nhiéu trung tim thuong mai 16n.

Puong nhién, sy theo dudi “k§ thuat c6t 16i” ctia Diép
Qudc Phi khong chi gi6i han & viéc “tinh ch&” nuéc hoa.
No6i chinh xac hon, Diép Quéc Phti lya chon nha cung cép
v6 cung nghiém khic, bén canh viéc phai 1a d6i tdc hang

dau thé gi6i, anh 4y con c6 mot yéu cau nhu sau: “Hop tac
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v6i chiing t6i nhit dinh phai kinh trong ching t6i. Tuy
loi nhudn thip nhung tuyét d6i khong dugc 1én cit xén

nguyén liéu.”

Diéu nay rat gibng v6i nguyén tic ctia nha thudc Ddng
Nhan Puong néi tiéng tli thoi vua Khang Hy triéu Thanh:
“Du céng doan biao ch& phiic tap bao nhiéu vin quyét
khong boé qua bat cti mét khau nio ci; di nguyén liéu
thudc dit d6 thé ndo cling quyét khdng cit bét bat ctt mot
thanh phin nio hét.”

T co sé d6, Diép Québc Phi di bé sung thém mét cau:
“Du lam viéc khong ai gidm sit, cling khéng dugc phép
trai v6i luong tdm, thay lgi quén nghia; béi tat ci moi viéc

ban lam troi cao déu biét.”

“Su doc d4o” cung “chdt lugng t6t” cia sin phim la
diéu néi lén stic manh k§ thuit va tinh cdm nhin vin cta
MINISO. Tuy nhién, so v6i sy “ti mi” va “chic chin” trong
viéc nghién ctiu phat trién nguyén vit liéu ma UNIQLO
dd lam suSt mudi may nim van khoéng hé thay d6i, mot
“nhin hiéu mé6i” nhu MINISO van con phai di mot doan

dudng rat dai.

Nhung, khi MINISO 4p dung mot khiu “cong nghé

cao” vio md hinh ctia minh, hién nhién ho da thing mot




budc trén con dudng nghién ctiu phat trién khoa hoc cdng
nghé cua chinh ban than ho.
D6 chinh 1a... st dung hé thong dit liéu 16n (big-data).
Toi tiung danh rit nhiéu thoi gian ghé thim cia hang
MINISO ¢ Thién Tan v6i mong mudn lam mot cudc “d6i
thoai tit tAm hdn” that siu sic lién quan d&n “mo hinh cta
MINISO” théng qua khach hing, nhin vién va truéng cua

hing cta ho.

Khi 4y, c6 mdt ngudi ban v6 cling thin thiét cho ring
cong viéc tdi dang 1am qua cuc nhoc nén da “hién k&” nhu
sau: “Néu ciu da tdn nhiéu cong stic nhu vay, chi bing ciu
hdy khao sit thit tudng tin, pham vi thit rOng vao. Sau
d6, hdy dem ban ban phan tich cho céng ty nghién ctu thi
trudng, va MINISO sé b tién ra mua s& liéu d6. Nhu viy,
ciu sé khong phai t6n cong v6 ich.”

Nghe xong ¥ kién d6, t6i chi cudi rdi théi.

Ly tuéng tuy dep dé, nhung kiéu diéu tra thi trudng
nhu vy cic cong ty nghién ctu thi truong di dung & thoi
dai céng nghiép 2.0 va cdng nghiép 3.0 rdi. Con cach lam

ctia MINISO hién nay, vb cling tién tién.
Chinh xac ma néi, MINISO 4p dung céng nghé



‘MINISO - Cubc cach mang ban létoancdu

E L

Internet, tu x4y dung cho minh mot thoi dai “di liéu
16n” hoan toan méi.
Trén thuc t&€, nhem nhém cho thoi dai “di liéu 16n” d3

xuat hién tit cach ddy hon 10 nim truéc (2006).

Lic ndy, du 4n “Aiyaya” dang dugc trién khai ron ring,
va tu lic ctria hang chua dugc mé rong rii trén thi truong
qudc t€, Diép Qudc Phi di bic dau xdy dung hé théng IT

chuyén dung cho thuong hiéu nay rbi.

Ngay tit thoi “Aiyaya”, MINISO di dugc chuin bj sin
diy du moi diéu kién dé chi€ém “tién co”. Thé 13, via ra
doi MINISO d3 c6 mot nén tang dit liéu s8 chic chin. N6
c6 thé kiém soat chit ché cic khau trong chudi cung ting,
nhu: san phdm chét don khi ndo, hoin don khi nio, s&
lugng chét don bao nhiéu, phin phéi ra sao hay mot s6 don
dic biét 12 hang € hay hang ban chay.

Néu ban da doc k§ phan ndi dung vé cich xdy dung
“cong nghé cao” cia UNIQLO, ban s& thdy MINISO va
UNIQLO xiy dung nén tang s6 héa giéng y hét nhau.

Tuy kém hon UNIQLO vé mang kj thuldt cong nghé,
nhung MINISO vin cé nhiing cich lam riéng doc ddo

cua minh.




chung dudc ban dat thoil

Khi nhin dugc s8 liéu khach hang, s6 liéu tiéu thy, s6
liéu chudi cung ting, s6 liéu vin chuyén va s8 litu truyén
thong x4 hdi... trong bién s8 liu, MINISO sé& hop tac vé6i
cac doi nhém khai thac xt1 1j s6 liéu néi tifng qudc t&, két
hop v6i d6i ngii khai thac dit liéu cia chinh ho d€ tao ra
thanh tyu diing d€ t61 uu héa cic khau nghiép vu nhu: xu ly
don hang, thiét k& va ché tao san phdm, x11 1 nguyén liéu va
ban 1... C6 thé néi, nhd vao “cdng nghé cao” d€ thuc hién
“t61 uu héa khiu san xuit”, gilp viéc quay vong sin phim
dat “hiéu suat cao”, tit d6 khdng ngiing thich thic gi6i han

vE gia ca san phdm va chi phi nghién ctiu sin xut.

Hiéu suat cao

C6 nguoi tiing ndi: “Mudn biét nganh ban 1& ¢6 thanh
cong hay khong, phai xem mot trong nhiing nhan t& vo
cling quan trong trong d6 12 hiéu suit va trinh d6 van hanh
chudi cung ting c6 dat tiéu chuin hay khong, c6 kiém soat
chi phi san xuit hiéu qua hay khong va c6 gitp cho toin
bd qua trinh van hanh dat t8i uu hay khong.

Vay, MINISO di gidi quyét van dé “tdi uu” d6 nhu

thé nio?

, A 2 \ ~ 2 R 2 7 A
Bi mit trong d6 hoan toan cb thé goi gon trong sau cau
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“Chén Kinh” sau: “Ra tay nghiém tiic, mé rong mua sim,
kho haing ménh mong, van chuyén 16n manh, 13y mét dich

nhiéu, 14y nhiéu dich mot.”

1. Ra tay nghiem tic
Ciing gidng nhu khai niém “co ban” cia UNIQLO,
MINISO lya chon “viia dt nhu cau” lam bén chit vang d6i
v6i san phim.
MINISO néi: Khong phai hang tiéu dung nhanh, ban
can thén!
MINISO néi: Khong phai thiét yéu pham, ban can than!

MINISO néi: Khong phai hing chit lugng t&t, ban

can than!

Diép Qudc Phi néi: Dang vdy, ching t6i mudn lam
gibng md hinh “it nhung chdt” giéng XiaoMi.

Dua trén tiéu chuidn nghiém ngit va ¥ mudn nén ting
héa nhu vay, sin phim MINISO lam ra khong nhiéu nhu
chiing ta vin nghi, mdi nim chi khoang 2000-3000 mit
hang dugc dua ra thi trudng. Trong d6, chu6t mi khong
qué 3 miu, nudc hoa khong qui 7 mAu, mdi tuan cip nhit
sin phim méi mot 1an. Sy thay d6i lién tyc cing véi dic
tinh “hang tiéu ding nhanh” va “thiét y€u” ctia sin phim
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Ban than hang ho von rat re, chang qu}ggghungjﬁch bandat thoil -

cung cdp nén tang tdt gitp van dé luu thong hang hoéa

dugc nhanh chéng cling nhu giai quyét van dé kho ton.

2. Phat trién mua sim

A

“Phat trién mua sim” & diy chinh 1a chién lugc “s6
lugng 16n” tiing dugc dé cip trong phian vé nganh cong

nghiép ban 1é 6 Nhit Ban truée d6.

Ngoai dya vao chién lugc “s6 lugng 16n” lam co s,

MINISO con 4p dung quy dinh “ban dit” ma cic doanh
A P 2 A1z Re A ~ A A N .z

nghiép bin 1é quy mé 16n nodi tiéng qudc t€ tdn sting, gitp
nha cung cip gidi quyét ndi lo tiéu thu sin phdm, don gian
héa viéc quan 1y kinh doanh cta doanh nghiép, giam bdét
nhiéu khau trung gian khoéng cin thiét, giam gia thianh
luu théng trén dién réng, hién thyc hoéa viéc duy tri ting

trudng tong s6 lugng sin phim.

Quy dinh “ban dat” c6 tic dung vd cling quan trong
d6i voi viéc ki€m soat gi4 von, ting gid tri thuong hiéu
nén dugc ap dung rong rii trong linh vyc thoi trang
nhanh. Ciing v6i d6, MINISO con duya trén nén tang d6
din dau viéc rit ngan tinh toan thdi gian céng ng xudng

con 1 thang.
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3. Kho hang ménh méng
Viéc MINISO x4y “7 kho hiang 16n” trén khip dat nuéc
Trung Quéc thuong tré thanh chuyén phi€m duge ngudi

ta ban tan.

7 kho hang “cuc 16n” ddt & cac ving Hoa Nam, Hoa
Dong, Hoa Trung, Hoa Bic, Tdy Bic, Tay Nam va Dong
Bic Trung Qudc da tiéu t6n hon 1 ty nhan dan té tién

dau tu.

Cic kho hang xuyén sudt gitp MINISO khéng cin phai
mugn tay ngudi khic trong qua trinh “san xudt” vi “vin
chuyén” san phdm, ti d6 cling tam biét dugc tinh trang
ban 1& truyén thong bi kiém soit béi van dé luu kho va
van chuyén, 1am diing v6i cAu ndi ty cung tu cap va tu luc

canh sinh.

Ciing nhd vy, mdi mdt san phim ctia MINISO déu
khong phai trai qua viéc chia nhé 1é cic kénh tiéu thy.
Diéu d6 khong chi gitp kiém soat vin dé gid ci ma con bét
ling phi thoi gian van chuyén.

4. Van chuyén I6n manh

Khéc v6i dai da s6 cic cua hing kinh doanh truyén

théng, ctia hang ctia MINISO khong x4y kho, toan bd sin
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hiing dugc bén dét thoit

phim déu dugc bay Ién k¢, viec b8 sung hing héa mbi

ngdy déu do 7 kho hang trén khip dat nuéc thyc hién.

Co su giap stc tit 7 kho hang 16n ciing véi mang ludi
vin chuyén 16n manh, thoi gian luu thong hing héa &
MINISO [udn nhanh hon hin so v6i cic ctia hing ban 1é
khac. Néu nhiing noi khac cAn d€n 3 ~ 4 thang, MINISO
chi can 21 ngay dt dé€ chuyén hang dén toan bo ctra hing

trong hé thong.

Lam nhu vdy, mdt mit c6 thé gitip MINISO bit kip xu
huéng, khong bi lac hau, giap khach hang ¢6 cam gidc méi
mé khi d6i dién v6i san phim méi; mt mit khic ciing
gitp nha cung cip nhin thing vao phan hdi ctia thi trudng.

He thdng van chuyén hoan thién ngoii lam giam gi4 von

san phim, con gitip MINISO thyc hién “hiéu suat cao”.

5. Lay mét dich nhieu

Nho hé théng IT hoan thién vi 16n manh ctia MINISO,
mdt nhan vién phu trich s8 liéu s& c6 thé dé dang déng
thoi quan sit ddnh gia sy thay déi ctia 30 ~ 50 ctia hing,
gitp ti€t kiém nhan luc, nim dugc bi mat vé thoi gian tigu
thu san phim t8t nhit, dong thoi cling dam bao trong thdi

gian ngin nhit cung c4p, b6 sung hiang hoéa dua theo tinh




hinh tiéu thy 6 mdi ctia hing.

6. Lay nhieu dich mot

Lay vi du vé ctia hing ctia MINISO 6 Trung Quéc, dién
tich ctia hang va s6 lugng tiéu thu mdi noi khac nhau, vi
tri dia Iy cling ¢6 sy khéc nhau: hodc 1a mé tai cic trung
tAm mua sim, hodc md xung quanh ga tau dién, hoic mé
6 cac khu dan cu, khu kinh &, hoic mé xung quanh céc

trudng hoc.

Céc mit hang 6 mdi ctia hang khéc nhau s& khéng gidng
nhau, song tat ca déu dugc tién hanh diéu chinh théng qua
két qua phan tich dii liéu ti hé thdng dit liéu s6 héa.

Do d6, su diéu hoa gifia chién lugc kinh doanh theo
hinh thic “nhip gia tiy tuc” cing véi sy thong nhat cta
“chuin muc hianh déng” di tré thinh mét trong nhiing
nguyén nhit gitp mé hinh ciia MINISO dat hiéu qua cao.

Ngodi ra, ciu khiu quyét theo hinh thiic “Tam Tuy
Kinh” ciing thanh nét bt diém xuyét thém cho hé théng
cung tng hoan chinh dé.

Su két hop gitia “Céng nghé cao” va “Hiéu suit cao”
khong ché vao dau dugc, “lgi nhudn thip” va gidc mo ban
chay todn cau ciing tré thanh mong mudn c6 thé dat dugc.
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Song, moi chuyén khong c6 gi 1a tuyét d6i, tat ca déu cb
thé xay ra, khi lya chon “ba cao ba thip”, MINISO déng
thoi gip phai nguy co va tai hoa tiém 4n khong thé xem
thuong.

Diéu kién tién quyét d€ “mao hiém”, chic chin 1a “suy

tinh can nhic”.

6. LO LANG CUA TOI: CHIEM TIEN CO HAY ROI VAO
VONG BUN?

Diép Quéc Phia ting ndéi nhu sau: “Ding bit chuéc
MINISO, néu ban bit buéc t6i, khéng nhiing ban ching

hoc dugc gi, ma con c6 thé roi xudng viing bun.”
Qua thyc dtng nhu vay.

Khi MINISO tré nén thu hit, cic nhin hiéu nhai theo
MINISO ciing xuit hién rit nhiéu trén thi trudng va ngay

cang tré nén “phd bi€n” véi tén goi tuong tu.

Séng sau cao hon séng trudc, hang loat clia hang da bi
tiéu diét dudi con thiy triéu mang tén thuong mai dién ti
bdng s6ng lai chi sau mdt dém, hang loat logo chil tring
nén do xudt hién trén khip cic phé 16n ngd nho, hang loat
san pham v6i bao bi va cach trung bay gidng hét MINISO

ra doi.
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YOYOSO, MINIGOOD, LATT LIV, MUMUSO,
DOMESKY, USIPSO... nhiéu khong ké xiét.

Loi “khuyén nhu” cta Diép Qudc Pha véi cic nhin
hiéu “MI XX” hay “ YY SO” tiing khién nhiéu ngudi bat
min, 1§ do la: “Anh bét chuéc thi dugc, sao lai cAm tdi

tham khao?”

Nghe nhiing 16i ndy, dén ngudi ngoai cudc nhu tdi ciing
cam thay ching bi€t lam sao.

C6 nguoi tiing vi MINISO véi mot nti bing troi ndi
“lénh phénh” trén bién ching thdy bén bd. Nti bing
khong to khoéng nho, khong thap khong cao, phong tam

mit c6 thé nhin thiy moi cinh vit.

Thé 13, c6 ngudi nhiéu chuyén néi: “Chi bing t6i ciing
lam mét tang bing.”

N6i 1am lién lam, sao chép rap khudn giéng dé€n chin
phian mudi, thim chi so v6i “bin géc” chi c6 hon chi

khong kém.

Thé 13, ngudi nhiéu chuyén cim thdy ban thin hién
nhién thing ngay ti trin dau tién, dang dinh in mung,
bdng mot con bao kéo d€n, khién nii bing hung vi vua xiy

xong sup d6 am im, trd thanh nhiing ting bing vun trbi




Ban than hang hoa von rat ré, chang qua chiing dudc ban dat thoit

ndi trén bién. Con nii bing mang tén MINISO dudng nhu

khéng hé hu t8n, vin ding viing sing siing.

Thé 13, nguoi nhiéu chuyén méi biét ring, bén duéi mit
bién kia c4t giit nén méng sau khong thé do ctia MINISO.
Ma nén moéng d6 méi thyc sy 12 linh hén ctia md hinh

MINISO giy dung.

Vi thé, nhiing 16i khuyén nht cia Diép Quéc Pha
khong phai d€ chdm choc nhiing “MI XX” hay “YY SO”

hoc bua kia.

Trai lai, anh ding & gbc d§ ctia ngudi tung trai xem xét
van dé, déng thoi dua ra ¥ kién dting trong tAm. Rét cudc,
hoc theo UNIQLO, Diép Qudc Pha tim chién thing trong
nguy nan; nhung trén con dudng anh iy buéc qua, day riy

d&u chan cia ké that bai.
Vi du nhu VANCL.

Khi hoc theo md hinh cia UNQLO, VANCL khéng
hé hoc dugc méd hinh quan 1 tinh vi héa xuit phat tu dat
nuéc Nhat Ban cta ho, cling hiéu rit ndng vé khai niém
“co ban” ma Tadashi Yanai da nhic dén, cling ching c6
“quyén luc cting” d€ chuyén d6i tit doanh nghiép “déng

g61” sang “cong ty cong nghé”.




Mic di nim I4n bay lugt cudng ngdn néi mudn khiéu

chién v6i UNIQLO, nhung d6i mit véi doanh nghiép quy
md ban dau 1én d&n 12.000 nhan vién d&€n nay cit giam chi
con 300 ngudi, chiing ta chi c6 thé néi mot cau: “Ly tuong
dep d&, hién thuc khéc liét.”

C6 vét xe db trudc d6, Diep Qudc Phi khong thé khong
thin trong thém. Anh 4y bit ddu § thic duge ring, su
phat trién ciia mdi nhin hiéu va doanh nghiép luén 6 su
gitp d6 cta noi sinh ra né cling may min tit bdi canh xa
hoi. Anh 4y d3 thi lAm mét phép trit v6i nganh ban lé
Nhat Ban, ciing cang thiu hiéu \}iéc mudn thuc hién cai
cach “gia ban thip” trén dat Trung Quéc c6 bao nhiéu khé
khin. Nhung du vy, Diép Qudc Pht ciing quyét khong
cho phép ban than roi xudng viing biin “sao chép khong
chinh sta” nay.

Dai v6i UNIQLO, quyét sich “ba cao ba thap” ctia ho
n61 chung dua vao viéc mua dam thim lau va sy diéu chinh
khong ngiing trong chién lugc gitip moi thi thuin theo ty
nhién nhu nuéc chay thanh séng.

D6i v6i MINISO, ban than 13 nhin tdi méi xust hién,
thigu di su 6n dinh va tich liy trong thoi gian dai, di ti

g6c d6 cong nghé hay tai nguyén, mudn vuot qua UNIQLO




trong thdi gian ngin la diéu vo6 cting kho.

MINISO khong c6 san phdm nhu “hat nhung”, cfing
khong c6 uu th€ trdi cho 12 nén ting cic clia hang dong
gia nhu Nhat Ban ta tiing nhic 6 phan truéc; MINISO
khong thé cting rin choi tro choi “hing t6t gid mém” nhu
UNIQLO, nhung ho thit sy mudn “vao cudc choi”, mudn
chi€m tién co & thi truong trong nuéc. Vi th€, MINISO

quyét dinh mao hiém mét lan.

D6 chinh la.......... giam lgi nhuén rong.

Loi nhuin rong thip 1a diéu t6i ting nhic dén khi néi
vé “ba cao ba thap”, 13 mot trong nhiing yéu t6 khong dugc
nghién ctu ky cing.

S6 di khong nghién ctiu ki 13 vi déi v6i mot thuong
hiéu da dat dugc “cong nghé cao” va “hiéu suit cao”, sich

lugc “loi nhuan rong thap” di tré thanh stic manh i lau.

Vi du nhu, UNIQLO d4 tao ra san phAm ti “hat nhung”
dén cuc han, quan niém “mudn mua vai hat nhung hay
dén UNIQLO” d4 tr6 thanh suy nghi #n siu vao tAm tri
mét bd phin ngudi tiéu dung. “Tinh khong thé thay the”
nho cong nghé mang lai da giGp cho viéc “lai it nhung

ban dugc nhiéu” tré thanh diéu hodn toan c6 thé, ngoii ra




chudi cung Gng vé6i higu suit vin chuyén cao ciing gitp

UNIQLO tran ngap stic sdng trong linh vuc ctia minh.

Ai ai cling biét, “s6 lugng 16n” 1a nén tang d€ “lgi nhuin
rong thip” tdn tai, néu khong c6 “s8 lugng”, tat ca déu chi
13 néi sudng.

Ngoai ra, dya trén cAn nhic vé “s6 lugng”, “loi nhuin

L

rong thip” UNIQLO mang vé cling 1 mot con s§ “tuong
dsi”. Ho 1ay “s8 lugng” lam diéu kién tham khao va tién
quyét, thudng xuyén giai quyét van d& niy cho sich lugc
thay d6i gia cd 6 cic ctia hang.

Do d6, “lgi nhuén rong thap” ciia UNIQLO la diéu hién
nhién, tudn theo ty nhién, pha hgp v6i quy ludt “nuéc
chay thanh séng”.

Do d6, 4p luc ctia UNIQLO thap hon rit nhiéu so véi
ap luc caa MINISO.

D6i v6i mot MINISO mudn bu dip cho khi€m khuyén
von c6, xdy dung uu thé gia thap, quyét tranh hon thua véi
cac thuong hiéu ban 1é online cling nhu offline, “lgi nhuin
rong thip” 12 k& hoach v cling mao hiém”, t6n cong t6n

stic, tham chi con c6 vé nhu “duc t8c bat dat”.

Vay, MINISO ép loi nhufn rong thap xubng dén mic nao?




Dip 4n la: 8%

R4t nhiéu ngudi vin chua hiéu vé lgi nhudn rong 8%
nay. Chiing ta hdy thi 14y ctia hang déng gia 100 yén 6

Nhit Ban ra lam vi du so sanh.

Loi nhuin rong ctia mot ctia hang dong gia 100 yén &

Nhit Ban 1a bao nhiéu?
Khéong hé thap, thim chi con rit cao.

C6 thé khi€n 1¢i nhudn rong mot ctia hing dong gia 100
yén dat 40% khong phai 12 bi mit khé n6i 6 Nhac Ban.
Tham chi, “bi quyét” con vd cling don gidn. Béi trong s6
cac san pham dugc bay la liét tai ctra hing véi c6 loai “gi4
cao” nhdp vao trén 90 yén, ciing c6 loai “gia thdp” nhip
vao chi 3-40 yén. Du lai it hay ldi nhiéu, nguyén tic co
ban ctia mdt san phim chién lugc déu nim & vé ngoai dé
thuong thu htit nguodi mua. Do d6, chi can kich thich ham
muén mua hing ctia ngudi tiéu ding, viéc dam bdo loi
nhuin rong thu vé binh quin dat 40% khong phai chuyén
khé nhin.

Chién lugc ndy phai néi la vd cing cao tay, nhung
d6i v6i mdt MINISO dang “néng 1dong” mudn gianh 14y

thanh cong, viéc “tu chit dir doi tay” tit bo md hinh dinh
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gia nhu vdy ngoai mang ¥ nghia ho da c6 stic canh tranh
ngang bing cic ctia hing 100 yén tai Nhat, con cho thiy
MINISO dang ép ban than phai buéc chin 1én “ciy cau doc
mdc” gian nan hiém trd, néu vugt qua dugc sé trong thiy
“dét rong troi cao”, nhung khong may say chan s& 1a “vuc

sdu van trugng”.

Déi v6i hanh dong nay, khéng it doanh nghiép déu lic
diu, trim miéng mot 16i: “Khdng thé hiéu ndi!”. Thim
chi, mot 6ng chti no dén thim quan ctia hang MINISO 6
Hb Bic ctia Diép Qudc Phi con rat thinh khin néi nhu
sau: “Nay dong chi Tiéu Diép, diing néi doanh thu ctia ciu
dat 8%, cho du 12 100% thi ciu ciing chi l4i c6 10 dong
thoi! Doanh thu 8% thi cau c6 thé ki€fm duoc bao nhiéu

tien? Cau lam thé nio?”

Sau khi suy nghi, Diép Qudc Pha di dua ra cau tra loi:
“Loi nhugn rong thap khong thé lam nghién ctu phat trién

san phim sao? N6 khéng hé mau thuin chiit nio.”

Tuy theo dudi “lgi nhudn cao” 13 quy ludt “vinh hing”
trén thuong trudng, nhung truyén thuyét vé “lgi nhuin
rong thip” & khip cac linh vyc xua nay khéng phai khong
6. Vi du dién hinh nhét c6 thé ké dén cong ty s6 hiu

doanh thu 16n nhat thé gi6i: Wal-Mart Stores va cong ty s6




hitu s6 lugng kho hang nhiéu nhat nuéc M§: Costco.

Uéc tinh ti 1€ lgi nhuén rong ciia Wal-Mart dat 22%

con cua Costco tit 7 — 14%.

Do tinh hinh dia 1y tdp tuc khic nhau nén ching ta s&
tam gic lai cAu chuyén vé hai “6ng 16n” kia. Tai ddy, toi
s& ké cho c4c ban nghe chuyén vé mot doanh nghiép “gin

gii” hon mang tén: XiaoMi.

Khac v6i “lgi nhugn rong thip” ctia hai dng 16n trén, véi
XiaoMi, t6i 1an dau biét t6i khai niém “loi nhuén rong 1é”.
Khoéng sai, trong thoi ky ddu méi gay dung, XiaoMi da
dya vio “lgi nhuén rong 1&”. Ho gidng nhu UNIQLO hay
MINISO lya chon dya vao sin xuit quy mo 16n va hiéu

suit cao dé€ kiém soat chi phi van hanh.

DE tao ra thu nhap tit viéc 6n dinh gi4 ban, duy tri stic
canh tranh, XiaoMi chi c6 mot con dudng duy nhat 1a dé
mdy mdc chay dua dén clng, trén bién bdo é con dudng

dua Ay chi vi€t vén ven ba chit: hiéu suit cao.

Viy XiaoMi di dat thanh tyu gi trong c8 ging gilt “hiéu
suit cao”?

L6i Quan ting nbi trong mbt bai dién thuyét nim 2014
nhu sau: Diéu ¢6t 16i nim 6 chd, ching ta phai kiém soat



chi phi vin hanh é mtc 5%. Nim kia 1a 4,1%, nim ngoai
12 4,3%, t6i c6 thé ty hio néi ring, chiing t6i 13 cdng ty cb

hiéu sudt hoat dong cao nhat thé gi6i.”

Ngay sau d6, L6i Quan ciing phat biéu mét cau vo cling
tinh ty vé md hinh “lgi nhuin rong thap”: “Chi c6 loi
nhuin rong thip méi ép ban phai ning cao hiéu qua san
xudt. Va XiaoMi phai dinh gi4 sin pham gan véi chi phi san
xuit nhat c6 thé, do d6 hiéu suit cao chinh 13 diéu t4t nhién.

Néu khong c6 hiéu suit cao, cong ty ndy sé sup d6 vi 15.”

Day chinh 14 chién lugc sinh tdn ctia XiaoMi truéc mo
hinh “lgi nhuin rong thap”, dong thdi ciing 13 con dudng
ma Diép Qudc Phi va MINISO di di qua.

Pay chinh 13 diém khac biét gitia UNIQLO va MINISO,
nguoi di truéc diing “hiéu suit cao” dé dat “loi nhuin rong
thap”, con ké d€n sau véi 4p luc clia “lgi nhuin thap” tling
buéc tiing buéc thach thiic v6i “hiéu sudt cao”.

Diy chinh la dong lyc va la diém tya d&€ MINISO lui
mot budc nhung ti€n muoi buéc, cling Ging v6i mot ciu
Diép Qudc Pha tiing n6i: “Trd choi ndy budc ban phai lam

16n, lam thit manh mé.”

Trd choi ndy vb cling nguy hiém, nhung muén thing
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loi ngay ciing khong phai khoéng thé. Do d6, MINISO may

min d4y, thanh cong ddy nhung lai rat khé dé sao chép.

Diép Qudc Phti c6 ban linh va quyét tim ctia riéng anh,
né 4n siu dudi “mit bién phing ling” khong dé ai biét.
Chi ¢6 ban than Diép Quéc Pht méi hiéu, con dudng anh
4y di qua c6 bao nhiéu phing ling nhung cfing chita bao

nhiéu chong gai.

7. CANH TRANH LA VO KHi TOT NHAT BE TAO SU
CAN BANG

Tranh cdi vé MINISO r4t nhiéu, d6 12 diéu khoéng cin
nghi ngo.

Tranh cii dén tit khich hang, béi ho hoii nghi “gia
thap” liéu c6 1am vira 1ong ho, hoic ciing c6 thé ho ching
thém ngé ngang t6i.

Tranh cii dén ti ké bit chuéc, boi ho 1ii lugt sao chép
md hinh “gi4 thdp” nhung chua tim thay thanh cong.

Tranh cii d&n tl cic 461 thi canh tranh & ca thi trudng
online I1An offline, béi sich lugc “gia thip” ctia Diép Qudc

Phi d3 cuép mat bat com cua ho.

Nim 2005, thim chi ting c6 ngudi “tung tin ddn”:
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“To1 sé ding 30 triéu NDT dé mua mang séng ctia Diép
Quéc Phi!”

Duong nhién, diy khong phai thé gi6i trong tiéu thuyét
v6 hiép, nén khong c6 chén rugu uéng mii ching can, ciing
c6 khong c6 ké thu gi€t mii khong hét. “Mang song” ctia
Diép Qudc Pht trong mdom ngudi khic thit ra chinh 1a
“mach s6ng” caa MINISO.

Do d6, 30 triéu NDT ndy di dugc cong hién cho 10
don vi truyén thdng truyén hinh, 100 don vi truyén thong
bang bio in va 1.000 don vi truyén thong tu nhin, din dén
viéc MINISO bi néi xau va bia dit tin don 4c §. Va trong
khip céc ctia hing cia MINISO déu tiém 4n nhiing khach
hang lam “gian diép”, ludn tim moi cich dé nim chudi
MINISO.

Du hai bén déu 1a dich, nhung Diép Quéc Pht vin
ching hé 1én ti€ng giai thich. Anh chi néi mot cau. Cau
n6i nay khong lam giam nhiing 13i don 4c §, nhung khién
nhiing ai tinh tudng déu hiéu duoc.

Diép Quéc Pht néi: “Canh tranh c6 thé giai quyét

tt ca.”

Mudn canh tranh phai dya vao stc canh tranh. Ching




- Banthan hang hoa chung dudc ban dat thoil .
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ta déu biét MINISO di danh thoi gian d€ chuin bi stc
canh tranh, chting ta ciing hiéu diéu c6t 161 trong stic canh
tranh ctia MINISO chinh 12 chinh sich “ba cao ba thip”
Diép Qudc Phi dé ra.

D6i v6i khich hing sing sudt, “md hinh hoin mj”
mang tén “ba cao ba thap” cudi cling s& chiing minh t4t c4,
khién tat ca nhiing nghi ngd bén ngoai déu ling xudng.

D61 v6i nhiing ké bit chuée khdng cé stic canh tranh va
nhiing d6i thi canh tranh, ho s& bi con bo cdi cach thuong
nghiép thdi bay khong con mot manh giép.

L& nao “gidi quyét tat ca” trong 161 Diép Qudc Phia
chinh 1a d€ gidi quyét toan bd nghi ngd trén Internet va
ngoai doi thuc?

Mic d6 sau sic ctia mot ngudi sé quyét dinh tAm nhin
cta nguoi do.

Mot md hinh kinh doanh thanh cdng khong s¢ bi hoai
nghi, boi nhin ti mdt géc d6 ndo d6, hoai nghi dong nghia
v6i viéc khong thé hiéu dugc.

Ma “th&u hiéu” phai dya vio thay déi ctia trinh d6 phat

trién trong x4 hoi.

Duéi day la mét vi du v6 cung don gian:




MINISO - Cudc cach mang banlétoan cau

Nhiing cau chuyén trong “Nhi thap td hiéu” (24 guong
hiéu thio) da phan dau mi quing thi€u hiéu biét, du 12 cuc
doan nhu “chén con trai dé phung dudng me” hay mang
mau sic huyén 4o nhu “6m géc tre khéc, gbc ming sinh
trdi”, khi dit trong x4 hdi hién nay it nhiéu rit khé thuyét
phuc, nhung néu dit trong xa hoi lic bay gio lai dugce siing
bai khong théi.

Déi lai 1a MINISO, tuy hién tai chua dugc ngudi khéc
thau hiéu nhung bi€t dau mai sau n6 lai tao nén xu huéng

kinh doanh & x4 héi nay.

Diéu thit su c6 thé khién Digép Quéc Phi lo ling, ciing
1a diéu Diép Quéc Phii that sy mudn “gidi quyét” dya vao
stic canh tranh, chinh la thoi dai m6 hinh caa MINISO
tao thanh trio luu, ciing chinh 1 thoi dai ti sudt lgi nhuin

rong gan cham day.
Thoi dai nhu vy sé dén sao?
Khi thi trudng canh tranh ngay mot khdc liét;
Khi cong nghé ngay cang ti€n bo;

Khi cong nghé dugc sé chia va sin phdm khong nging

da dang phong phii va theo xu huéng dong nhit hoa;

Khi nguoi ding diing tru6c nhiing sin phdm mang t6i




Ban than hang héa von rat ré, chang qua ching dudc ban dat thoi!

trai nghiém giéng nhau, ho chi c6 thé lya chon theo gia ca;

Khi canh tranh khéc liét, mot doanh nghiép dang phan van

gifia thi phan va ti suit lgi nhuan budc phai lya chon v& truéc.

Nhu vy, thoi dai ctia 1gi nhuin rong thap, tham chi la

loi nhudn rong lé sdp dén rdi.
Thoi dai nay chua ting xuit hién sao?

Chiang ta hdy nhé lai, vao thoi dai may tinh ¢4 nhin
Personal Computer — PC) vita xudt hién, cic doanh nghiép
phat trién phin mém da bit ddu mo hinh kinh doanh v6
cung don gian.

“T6i nghién ciu phét trién, anh mua ban quyén stt dung.”

V6i cac doanh nghiép phét trién phdn mém, d6 12 mot
thoi dai v6 cing t6t dep, chi can [dm ra mot phim mém

don gian dé st dung, ki€m tién khong phai diéu khé khin.

D61 v6i nguoi diung, dé 12 mot thdi dai lua chon san
phim khéng cin suy nghi, diét virus lién ding “McAfee”
hodc “Rising”, nghe nhac di c6 “Xing Player” hoic
“Winamp”...

S6 san pham t6t d€m trén dau ngdn tay, k§ thuit tién

tién vb ciing quy hiém.




Song, cling vé6i su phat trién ctia khoa hoc ky thuit, thoi

dai don gian héa trong k¥ uéc tudi tho mot di khong tré lai.

Su phd cip cia PC nhu trieu cudng kéo téi, ngdy cang
minh liét theo s tudi ctia chiing ta, cong nghé mi ngudn
mé v phan mém mién phi theo con séng 4p xudng, bao
vay ching ta.

Thé 13, sy tranh gianh khach hang nhiéu lén, chiing ta
bit dau tranh thu thdi gian lya chon va ki€m tim cho minh
mot con dudng moi.

Th€ 14, cAc phadn mém mién phi tré thanh dic trung cta
thoi dai, con doanh thu lgi nhuén cta cic cong ty nghién
ctu phit trién phan mém thay déi ti viéc “ban san phim”
thanh “mua di ban lai luu lugng”.

Day c6 phai 1a khéi ngudn cho nginh bin 1é cuta
ching ta?

Lich st ludn gidng nhau dén kinh nguoi.

Thuong mai dién tit k& ti€p sau thi trudng phan mém
may tinh, ti€p sau n6 ching phai s& d€n nganh ban 1 u?

Diép Qudc Phii va MINISO da chuén bi t6t d€ dénh vao

thi truong ndy chua?



Diy méi thit su 1 tuong lai ma Diép Quéc Phi va

MINISO phai giai quyét dua vao “canh tranh”.

D61 v6i mot MINISO da c6 thanh cong dt 16n cing am
hiéu siu sic ma néi, dudng nhu ho mudn phin ty tin vi da
chuin bi moi tht that tot d€ “canh tranh”.

Viy, chiing ta ciing hdy tin ring, su ra doi cia MINISO
12 mé dau cho thoi dai “lgi nhuan rong thip” ctia nganh

ban lé va day sé khong phai thoi dai két thic cia ho.
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Trong tu duy cua dai da s6 moi ngudi déu c6 mot ¥ niém
ky quii nhu th& ndy, thim chi con dugc ching ta van dung
t81 da ngay ti khi con nho, d6 1a: “Ho déu nhu thé nay thé
kia, nén chiing ta cling phai th€ nay thé kia.”

ThE€ 13, nhiing ciu néi kiu nhu sau di tré thanh ciu ctia
miéng ctia nhi€u ngudi:

“Sinh vién t6t nghiép nim nay khé tim viéc, vay nén t6i
tot nghiép xong sé that nghiép.”

“Tham gia thi ddu thé thao nim nay todn kién tudng
thé thao, vdy nén chic chin tdi khong c6 hy vong r6i!”

“Nim nay thuong mai dién ti tin tn kéo dén nhu thuy
tricu ding, hon ntia s§ cta hing truyén théng déu sap
tiém, nén chic chin t6i cling sap tiém!”

Khi chiing ta hét 1an ndy dén ldn khéc tu x€p ban than
vao nhom “keé that bai” va “ké y€u” theo théi quen, thi mot

101 ndy sé khién chting ta phai nhan dinh lai th€ gi6i nay:




. Kinh doanh truyén thong da chet? Ban nham to ri:
_Quantrong 13 ban giva ban nhitthe naol

Ho manh thi mic ho manh, ho manh chua chic ta

khong manh.

Ho ngang ting mac ho ngang tang, ho ngang tang chua

chéc ta phii bo mang.

Chan khi ta du sau 16i, binh dén tuéng chin, nuéc téi

dat ngin.
Chan khi la gi?

DBinh nghi “Chin khi” ciia moi ngudi sé khac nhau, cua
mdi nganh s& khac nhau va mdi cong viéc sé khic nhau.

29

Trong nganh ban 1é, “chan khi” d6 chinh la “ban céi gi”

vi “ban nhu thé& nio”.

1. HAI CAU CHUYEN: BAT BAU TU “AIYAYA”

Sau khi két thtic cudc chién lién quan dén “gia ban’, c6
1€ ban cling gidng tdi, dang hit vao va thd ra mot hoi
that dai.

“Gia ca” 1a vin dé v6 cung ric 161, nhung pham nhic
dén hai chit “gi4 ca” thi chic chin phai lién quan dén tat

ca moi chuyén.

Du sao d6i véi dai bo phan nhan loai séng trong x4 hoi

ndy, “tién” chinh 13 nén tang co s6.




Su ra doi cua mét loai hiang héa ciing nhu vdy: Thiét
k& can tién, nghién ctiu can tién, nguyén vit liéu can tién,
cdng nghé cin tién, vin chuyén cin tién, kho bii cin tién,
md tiém can tién va thué nhin cong cling can tién.

Nhung, cling v6i dai b phan nhan loai khic, “tién” 1a

nén tang co s6, nhung khong phai 12 ban chat sy viéc.

Vi du nhu viéc in com. Tuy dn com can chi phi, nhung
ban chat ctia 4n com mai mii chi 12 “4n gi” va “4n nhu
th& nao”.

Vi du nhu viéc lam rudng. Tuy lam rudng cin chi phi,
nhung ban chit ctia [Am rudng mii mii chi I1a “lam nhu

~ N« A A N
nao” va “trong cay gi”.

V6i nhiing vi du nhu viy, bit cd ai cling c6 thé ké

rat nhiéu.

Nhung hém nay chting ta s& chi néi d€n mét loai, chinh

la: Nganh ban lé.
Thé nao 13 ban 1¢?

Duya theo dinh nghia: Ban 1€ la khdi niém ngugc voéi
“ban si”, dung d€ chi hoat dong giao dich ctia ngusi kinh
doanh hang héa hojc ngudi san xudt hing héa v6i ngudi

tiéu diing c4 nhan hogc doan thé xi hoi.
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on het? Ban nhamto rol
Quah trong la ban giva ban nhuthé naol

3 dic diém cua ban lé:

- S6 lugng hang hoéa trong mdi lan giao dich khong

nhiéu, s6 1an giao dich thudng xuyén;

- Hang héa dugc ban la “tu liéu tiéu dung” (hay con
goi 12 “tu liéu cudc séng” hodc “san phim tiéu ding”), ca
nhin hojc doan thé sau khi mua hang s& ding cho cudc

séng ctia ho.

- Sau khi két thiic giao dich, hang héa s& roi khéi linh
vuc luu théng va chuyén sang linh vyc tiéu ding.

Néu chiing ta bo di nhiing tii ngii mang tinh chit bd
nghia cho dic diém d€ nhin thing vao ban chét, choi mot
trd choi “riit gon” tit don gian, chiing ta c6 thé rat doan
vin rudm ra dai dong trén thinh mot cdu ngin gon nhu
sau: ngudi kinh doanh/nhi sin xudt ban hang héa cho
ngudi tiéu dung.

Viy bi quyét thanh cong cia nganh béan 1é 12 gi?

D6 chinh la: Ngudi kinh doanh/nha san xuit lam thé
nao dé ban hing héa mét cach nhiéu nhit dén s6 lugng
ngudi tiéu diing nhiéu nhat c6 thé.

Do db, viéc ho can suy nghi chi c¢6 hai diéu sau:




Nguoi tiéu diing thich san phim gi?

To1 c6 thé sti dung cau ndi nio dé kich thich ngudi tiéu

dung mua hang?
Day chinh 13 cau héi “ban cii gi” va “ban nhu thé nao”.

Diép Quéc Pha ngay ti khi giy dung “Aiyaya” da
nghién ctiu vé van dé niy.

Su ra doi tén goi “Aiyaya” cling bit ngudn ti ky vong
16n ctia Diép Quoc Phi véi clia hiang nay.

Diép Qudc Phii khat khao dugc gip nhém khich hiang
nhu th€ ndy trong ctta hang cia minh: Ho c6 thé khong
xinh dep, nhung trin day stc s6ng. Ho c6 thé khéng giau
c6, nhung ludn theo dudi thoi trang va vui vé. Khi buéc
chén vao cira hang, ho sé cing nhau budng 16i tin thudng:
“Chao 6i (Aiyaya), d6 & day dep qua!”

Tuyu chung chinh vao thdi diém bit dau 4y, “Aiyaya” da
buéc 1én hanh trinh ki€ém tim ciu tra 161 “ban cii gi” va
“ban nhu thé nao”. Trong hanh trinh 4y, c6 hai ciu chuyén
nhé thi vi, tdi 1an lugt dit tén cho n6 1a: “Hoc cia nguoi

dé khic ch& ngusi” va “Day nguoi bit ca”.

“Hoc ctia nguoi dé khic ché ngudi”




6ng da chét? Ban nham to i
ong 2 ban giva ban nhu the naol

“Hoc céia ngudi dé khdc che nguoi” la mpt chi truong chién
litgc hoan chinh, chi ding bin chit “biet ngudi bict ta” khong thé
giadi thich hét duge. Digp Quic Phi hitu v ditu nay.

D61 véi “Aiyaya” ma néi, khach hang chu y&u la nit 6 46
tudi 8x, 9x, ho c6 gu thdi trang va thim m§ doc d4o cta
riéng ho.

Déi v6i Diep Qudc Phit ma néi, di c6 “bi€t ngusi” ra
sao, anh 4y ciing khong thé tit mot 6ng chii 7x bién thanh
thigu nit dugc, gidng nhu tuc ngii c6 cau: “Long da phu nit
khong thé doan”. Diéu nay khién ciu hoi “ban cai gi” cing
thém kho khin.

Cho nén, anb 3y di nghi va mpt “ditu k&” nhu thé nay.

Tuy “ta” khong phaii thiéu nit tré trung, nhung “chan troi nio
ciing ¢ c6 thom”. Do ds, Digp Quic Phi di ding t6t dp nhanh
nhat thanb Igp mpt “dsi quan mua sam” toan nhiing cb gii 8x
thoi thugng, xba bé quan nitm ci kY “trung uong 1ap quyén”,
“Ong chil la trung tam”.... trong viéc lya chon hang hia.

Cac thanh vitn trong “di quan nit” nay méi thang déun danb
hon 20 ngay bin ba bén ngoai, 1 Bic Kinh diu dang o6 kinb,
Thugng Hai tring I¢ phon hoa, Tokyo ruc vd dnh dén cho dén

Paris ngdp tran ling man. Ho kiém tim nbing chi tiét thoi
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thilgng nhit gidla su phon hoa say ngudi ds, mang hét nhing
mén ma thinh hanb vé “Aiyaya”; khi c6 san phim s¢ 1ap tic lién
hé nha san xuit de lam ra nhiing mén di dua tvén mau ma méi

nhat ds.

Nim 2007, thii gian mgt mén do méi cia “Aiyaya” ta lic
dutge phat hign t6i kbi dén tay khdich hang chi can vén ven 7 ngay,
t1 I quay ving vén la 20 ngay va dugc rit ngin xubng con 10
ngay vai thang sau do.

Hanb ding nhanh dén ching mét va bit kip xu the'ds cé khitn

ban cam thdy vé cing quen thujc?

Ding vidy, didy chinh l1a “m6 hinh thoi trang nhanh”

trong gi6i thoi trang chiing ta nhic dén 6 phan truéc.

Dua “thoi trang nhanh” vao m6 hinh kinh doanh nhu
cua hang 2 NDT cua “Aiyaya” cling chinh la dua trao luu
vin héa tit sin dién qudc t&€ vé clia hing nhoé chua day 40
mét vudng. Day cling chinh 13 hé th6ng ctia hang diu tién

6 Trung Quéc lam dugc.

Nem 2008, 6 lugng cia hang cia “Aiyaya” vigr mic 1.500
ciia hang, t6c dp ting trudng dat 79%, mic titu thu luon ding

dau nganh.
Chitn luge “Hoc cria nguvi dé khidc che ngudi” 6 thé néi hoan
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toan thing lgi, dji quan nil c6 cong lao vat lon; dong thoi, ditu
nay ciing cho thay, o1 véi mpt san pham, “ban cii gi” la dién v6
cAng quan trong.

“Day ngudi bat ca”

Cau chuyén con lai c6 1& s& cang c6 tinh dan dit hon so

v6i cau chuyén trudc.

Néu chiing ta coi “Aiyaya” 1a mot ctia hang ban dung
cu bdt ca, loai ndo ciing c6, loai ndo ciing s¢ hiu diy du
ca bé ngoai lan tinh ning. Nhung ngudi dén mua hang lai

khoéng c6 kha ning nhin biét hing t6t cho 1im.

Diéu ndy trong c6 veé rat hgp 1& thudng, cling rat c6 trit
ty. Nhung Diép Quéc Phi vin nhin ra dugc van dé bén

trong sy “trit ty” do.

Vi vay, trong hoi nghi doanh nghiép giao mua xuin
ha nim 2005, Diép Qudc Phi di gidp g& mot nha dau tu
dén tit Lhasa (Tay Tang). Nha dau tu niy dédng vé phong
tran, 18i n6i khin thiét, trong binh thuong khong thé binh
thuong hon.

A

Nhung chinh nha dau tu ndy di néi mot ciu trong budi
giao luu khién Diép Quéc Phi phai cha §:
“Con géi 6 Lhasa cua ching tdi rit thich thoi trang,
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toan cau

Mmso— Cudc cach mang ban |

theo dudi su thoi trang, nhung phan 16n khéng hiéu vé
thoi trang. Dic biét 13, lac hdu d&€n miic van con tdn tai vd

van khé khin trén phuong dién dn mic.”

Phai hiéu ring, con dudng “Aiyaya” di 1a con dudng dic
biét gidng nhu “thinh nhé bao quanh thinh 16n”. Do san
phim chu yéu 1a cic mit hang trang stc gia vita va thip,
nén Diép Quéc Phi chua bao gid hy vong né c6 thé chiém
linh vi thé ctia nhitng mén hiang dit tién khac 6 cac thanh
phd hang nhét. Ciing vi vy, thi trudng chua bao gio bi cic
mén hing xa xi chi€ém gifi & cic thanh phé hang hai, cic
thi tran nho tré thinh d6i tugng phat trién trong diém ctia
Diép Qudc Pha.

Ca nhu vdy, vin dé lién quan dén “khong hiéu thoi
trang” va “khong bi€t cich in mic” lién tré thinh hién
tugng phd bién.

Diép Qudc Pht hiéu ring, chi c6 thé ting trinh d6 nhan
thiic ctia nhitng ngudi mua ca dua theo dic diém dia ly va
co ch& dia phuong, “dung cu ciu ci” cia anh iy méi cang
c6 ¥ nghia thi truong.

Thé 13, Diép Qudc Phti quyét dinh thit nghiém “day

[NERPN 29 N 20 A« N A AP
nguodi cdu ca” cung véi viéc “cho ngudi can cau”.




y8n thong d& chét? Ban nham to roi:
uan trong la ban gi va ban nhu thé naol

Th€ 13, nhiing cudn s6 tay huéng din thiét k€ dep mit,
in mau sic tuoi dep 1an lugt duge phat mién phi tai cac ciia
hang lién minh, bén trong giéi thiéu tudng tin dic diém
san phdm ctia “Aiyaya”, xu huéng trao luu cling vé6i cac
mau phdi do.

Thé 13, mdt cta hing thdi trang, ddng thoi tré thanh

“truong hoc thoi trang”.

Thé 14, chi trong thdi gian vén ven niia nim, s8 lugng
clia hang lién minh ctia Diép Quéc Pht tai cac dia phuong
nho d3 ting hon 500, con nha diu tu dén ti Lhasa vo tinh
gitp Diép Quéc Phii nghi ra y tudng méi ¢ mé ciia hang
6 Lhasa va dat doanh thu ky luc hon 10 van NDT chi trong

tuan dau tién.

Muc dich ctia viéc “Day ngudi bit ca” chinh 13 “Cho
ngudi cin cau”. Piy chinh 1 cAu chuyén dién hinh cho
viéc “ban nhu thé nao”. Két hop véi “Hoc cua ngudi dé
khic ch& nguoi” & phan trudc, nd tao thainh mét chi€n lugc
¢6 hiéu qua toan dién, lAm vi du mau cho MINISO ngaiy
nay. Dong thdi, nd cling dua cho chting ta nhiing goi ¥ rat
t0t vé viéc “ban nhu th& nao” va “ban cai gi”.

Con v6i MINISO, ti viéc “ban cai gi” va “ban nhu th&
ndo”, chiing ta phai nhin lai lai mot van dé khéac da bi bo

qua ¢ phin trudc.

D6 chinh la: “Ban cho ai?”




MINISO - Cudc céich mang ban lé toancdu

2. BAN CHO AL: HAI LAM TUGNG THUONG GAP VE
“CHAN DUNG KHACH HANG”

Diép Qudc Pha tiing néi nhu thé ndy: “Ky thuc mé cong
ty khong c6 gi bi mit ca, chi can thau hi€u va lam vita long
khach hang 1a dugc.”

Ching cin ban cii, trén phuong dién lam hai long
khach hang, Diép Qudc Phit chinh 13 cao th cta cao thu.
San pham hang héa it nhung chit, mbi kiéu ddng mau ma
déu “danh” tring trai tim ctia khich hang, ddnh vio yéu
diém trong 1dng ho. Diép Qudc Phi rit biét nhin xa trong
rong. VA tAm nhin cta anh 4y khéng chi ndm & viéc dinh
vi san phdm chinh x4c ma con nim & viéc dinh vi khich
hang chinh xac ngay tu khi bt dau nghién ciu phét trién
san phim, thi truong.

Diéu nay thé hién rd trong “ban linh” “thiu hiéu

khach hang”.
No6i mét cach don gian, n6 chinh la: Ban cho ai

Néu ban tiép vé van dé ndy, chiing ta sé phai dé cip dén

“chan dung khach hang”.

Viy, nhu thé nio 12 “chan dung khach hing”?



Kinh dpahh‘tﬁ%‘yéﬁ?ﬁgné dé'chét? Ban nhamto ror:

Quan trong 1a ban gi va ban nhir thé naot
Khii niém sém nhit do cha dé ctia nganh thiét ké
tuong tic (IXD) — Alan Cooper dua ra: Chan dung khéach
hang (Personas) la nhiing ddc trung gia tudng caa khach
hang thidt, 1a m6 hinh khich hang muc tiéu dugc xiy
dung trén mot loat dit liéu s6 chan thuc (Marketing data,

Usability data).

No6i mot cach don gian, viéc ¢t 16i ctia chan dung khach
hing chinh 12 v& ra “ddu hiéu” ctia khich hang, gitp viéc
phén loai khich hing tré nén dé dang hon. Vi du nhu, c6
bao nhiéu khich hiang ctia ban thich ciu c4? trong s6 khach

hing thich cdu c4 nam nhiéu hon hay nil nhiéu hon?
Viy, lam thé& nao d€ c6 dugc “chan dung khach hang”?

Theo 1y thuyét, chiing ta c6 thé dya vao viéc diéu tra
nghién ctu d€ hiéu khich hing, sau d6 dua vao sy khac
biét trong muc tiéu, hanh vi vi quan diém cta ho dé€ sip
x€p thanh cic nhém riéng. Ti€p d9, ta sé nhit ra nhiing dic
trung dién hinh nhit cia tiing nhém dé€ dit tén, chup anh,
miéu td mot vai yéu t8 vé nhan khiu hoc, méi trudng...
Cudi cting hinh thinh mot nhian vit nguyén miu, ciing

chinh 13 “chan dung khéich hing” chiing ta nhic dén.

Thuc t&, mot s6 cong ty 16n rit thich xiy dung va vé
ra chan dung khich hing. Béi theo ho, thi€t k& san phim

e
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cho mdt “con ngudi” c6 thit s& cing dé dang va chuin x4c
hon so véi viéc vit hét 6c suy nghi d€ tudng tugng mot

thi hu ao.

Cich lam nhu vdy qud that d3 giGp v6 s6 doanh
nghiép gdt hai thinh c6ng, thim chi con tim ra dudng
séng trong ngd cut. Tap doan Waston (Hong Kong)

chinh la mot vi du.

T4t cA chiing ta déu biét, nim 1828, cong ty Waston
chi 12 mét ctia hing dugc nhod khéng ai biét dén thinh
lap 6 Quang Chau, thim chi con dugc dit mot cai tén rat
kiéu cii: “Quang Doéng Dai Dugc Phong” (Nha thudc 16n
Quang Boéng).

Nim 1841, Nha thudc Quang Pong chuyén dén Hong
Kong. Nam 1871 chinh thtc d8i tén thinh Céng ty A.S
Watson (A.S. Watson & Company). Dén ngay nay, ho d3 c6

hon trim nim lich st phat trién.

Nim 1981, céng ty Watson bi cong ty Hutchison
Whampoa trong tay ty pht nguoi Hoa, Ly Gia Thanh thu
mua. Duéi su din dit ctia Ly thi, A. S Waston khong phu
su mong d¢i cia moi ngudi tré thanh tdp doin hing dau
thé gi6i vé chim séc stc khoe c4 nhin va m§ phim. Hién

A.S Watson di mé hon 5.000 ctia hang trén toan th€ giéi,




ché&t? Ban nham to 161
vabannhuthe naol
doanh thu hon 10 ty d6 la Hong Kong va ¢6 mit 6 hon 40
quéc gia trén thé gi6i.

Nhung it ai biét ring, tip dodn ban [é hing dau vé chim
s6c stic khoe va m§ phdm d6 sau khi mot lan nita tién vao
thi truong Trung Quéc Dai Luc nim 1989, mii dén truéc
nim 1997 van ludn trong giai doan ting trudng thap, hiéu

qua khéng dugc nhu mong doi.
Nguyén nhan ctia n6 khéng hé phiic tap mot chit nio.

Co ngudi néi, nhiing nim 70-80 ctia thé ky 20 dugc
xem nhu c6t mdc danh dau ctia giéi dudng da Trung Qudc
ndi dia. Béi trong khoang thdi gian nay, cac thuong hiéu
ndi dia moc 1én nhu nim, v6 cling 16n manh, su phat trién
d6 nhanh d&n mitic nguoi ta khong kip dé phong, din dén
tinh trang canh tranh gita cic mdt hang cung loai v6 cling
kich liét va nghiém trong. Con A.S Watson trudc nim
1997 chi chi€m 5% thi phan ciing nhu khéng c6 chién

lugc 16 rang nén da mat di mot nia stic canh tranh.

Mudn c6 phuong huéng chién lugc rd riang, thoat ra
khéi “ngich canh” luén phu thudc vao dai 1y d€ phat trién
san phim c4 nhin, chic chin can c6 doi ngli nghién ctu va
thic ddy thi trudng cta riéng minh. Viy thi, A.S Watson
can mot su khao nghiém nghiém ttc:



MINISO — Cutc céch mang ban lé toan cau

San phim v6n c6 cta “tdi” phai ban cho ai?

Thé 13, gi6i han d6i tugng khach hing trong nhém

khach hang tré thanh quan trong nhit.

Thé 13, A.S Watson khua chiéng gé tréng, tiing buédc

nghién ctiu va xdy dung k& hoach.

Trong qui trinh nghién ctu, A.S Watson phat hién, so
voi théi quen tiéu dung cta nit gi6i phuong Tdy, ni gibi
chau A s& danh nhiéu thoi gian hon cho viéc dao ph8 mua
sém, ddng thoi khong bigt mét moi tiu t6n stc luc d& tim

29

ki€m san pham “tinh ning vuot trdi so v6i gid ca”.

K&t qua thong ké khién ngudi ta phai kinh ngac: Ni
gi6i 6 Trung Qudc Dai luc trung binh diing chan 20 phit
& mdi ctia hing ho dit chan téi, trong khi thoi gian nit gi6i
chau Au diing chan chi ¢6 5 phit.

Dé nhan manh thém vé sy khéac biét vin héa ndy, cudi
cing A.S Watson lua chon gi6i han d tudi nit gi6i thi
trudng muc tiéu 6 Trung Qudc Pai luc trong khoang 18
~ 40 tudi; dic biét 1a nit gi6i thich thoi trang it 18 ~ 35
tudi. Boi khach hang nit 6 d6 tudi nay ding chan trong clia
hiang 1du nhit, siic luc ddi dao nhat va c6 tinh thin chién

d4u cao nhit.




Kmh doanh truyen thong |d3 chét? Ban nham to 10i:
= uan trong a ban gl va ban nhir the naot

Trong khi d6, so véi phu nii hon 40 tudi da coi viéc lya
chon san phim va phuong thtc séng trd thanh cach thic
tu duy, nhiing nguoi ¢ do tudi tit 18 ~ 35 s& thich thu cac
sin pham méi, trdi nghiém cim gidc méi hon. Ho vui vé
thé hién c4i tdi trudc mit ban be, cling rat sin long chi tién

dé thay d6i ban than.

Xac dinh dugc nhiing diéu nay, con dudng nghién
ctiu san pham phit hgp v6i khach hing muc tiéu ctia A.S

Watson tré nén thudn loi hon bao gid hét.

Chua diy 10 nim, s& lugng sin phim tu san xudt cta
A.S Watson 1én d&n hon 1.000 sin phim, dong thoi mé
rong thi phin ti 5% lén 25%.

Lién tuc dugc thi trudng va khich hing tiép nhin,
chién lugc nhin hiéu riéng ctia A.S Watson thé nhu ché
tre, chién thing 4p dao. Ngoii viéc b sung thém hing
loat mi barcode cho sin phim, ho con ti€én hanh gia ting
mdi trudng canh tranh va b6 cuc trong cic cia hang, ting
thém lgi nhuin bin hang cta nhiing cita hing d6 mot cach
hiéu qua.

Ddng thoi, A.S Watson con thanh cdng xdy dung “dinh
vi khach hang” va “chin dung khach hang”.
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Trong mot bd tiéu thuyét vo hiép, d€ hinh dung mét
cao thu dat tu vi t61 cao, ngudi ta khdng miéu ta chi tiét
v0 cdng cha anh ta xuat than nhip héa ra sao, mi so sanh
anh ta v6i mdt cao thu khic ciing sé hitu tu vi xuit than

nhap hoa.

Hién tugng nay khong chi xay ra trong th€ gii vo hiép
ma con dugc thé hién trong ca thé giéi thuc tai:
Vi dy: Khi bin vé JD.com, chiing ta ban luén ca

Tmall.com;
Hay khi nhic t6i Gree, chiing ta s& nhic d€n Midea ludn;

R&i ndéi dén MINISO, chiing ta lai ké chuyén vé A.S

Watson.

C6 mot dicu vo6 cung tht vi, lién quan dén viéc xiy
dung “chan dung khach hing”, rat it ngudi nghi ring Diép
Quéc Phd 12 cao thy, lai cing khéng cho ring MINISO cé
tu cach sanh vai cuing A.S Watson. Du A.S Watson cong
khai coi MINISO la d6i tht canh tranh c6 stc uy hiép s6
mot, thi ching ta thay vo s8 y kién trén mang va ngoai doi
nhu sau: “MINISO ching phdi tiéu thuong, bdn hang gid
ré hay sao? Ching phai ban hang 2 t& va 10 té sao? Ching

phai ban hang cho thiéu nil sao?”




\htruyén thong da chét? Ban nham to roi:
Quan trong la ban giva ban nhu the naol
Hién nhién, rat nhiéu nguoi van hiéu sai vé MINISO trén
phuong dién dinh vi khich hang. Cing ding cha § hon,
nhiing suy nghi sai 1dim ndy ciing cho thiy nhiing sai 1im
thudng gip ctia ho d6i v6i bon chit “tu duy khach hang”.
[Sai IAm tha nhat} M6 ta “Chan dung khach hang”
qua dinh gi ctia sain phim ma khdng phai dinh vi cia san

pham dé

Hodc c6 thé nbi, st dung “chian dung khich hing” dé

“dinh gi4 san phdm” chit khdng phai “dinh vi san phdim”.
Viy th€ nio 1a dinh gi4 san phim?

Dinh gi4 san phim c6 nghi 1a ching ta phdi lam ra san

phim nhu thé& nio dé thoa min nhu cdu ctia khich hang.

Mbt ngdy no, tdi va mdt ngudi ban di qua cau vugt dé
dén mot con phd di bo gan khu thuong mai. Khi biét t6i
v6 cling thich tht vé6i MINISO, anh 4y nhin dong ngudi
qua lai trén ciu va bit ngd hoi tdi mdt ciu ching rd dau
dubi: “Cau c6 cam thdy nhiing c6 géi nay la khach hiang
muc tiéu cia MINISO khéng?”

Anh 4y tinh bo chi sang phia bén phai t6i, ndi c6 hai cb
géi tré dang vita ndi vita cudi vui vé bing chét giong dia

phuong dic sét. Mot ngudi mic chiéc viy voan dai chuin



ng ban Ié toan cau
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MINISO — Cuéc cach

phong céch “hang Taobao”, ngudi con lai mic dong phuc

cia mdt nha hang gan d6.

Ly do dua ra két luin ctia anh ban t6i v6 cting don gian.
Boi nhiing ¢6 ning ndy con rat tré, thich thoi trang, 1a
nguoi ngoai tinh dén lam thué nén thudc nhém ngudi tidu
ding thu nhip tam trung va thip. Duong nhién, quan
trong nhat 1a: “Ho chi c6 thé mua dugc nhiing mén db gia
ré, va hang cia MINISO lai rét re.”

Quan hé tuong Gng gita “Ré” va “Nhém nguoi tiéu
diung thu nhidp thip” cho thdy mdt ki€u “tu duy theo
khuén sao cii”. Néu 1y ludn ndy dugc hinh thanh, rat nhidu
hién tugng x4 hdi c6 thé dugc dua ra lam vi dy, nhu:

Nguoi “b6i” d6ng gidy 1on tim sich trong cic ctia hang
sach cti chic chin 12 ngudi ngheo;

Ngudi mua nhiing qua théng tu nhién gia 2 xu dé€ trang
tri nha chic chin & trong nhiing cin nha phong &c so sai.

Nguoi lai, c6 thé néi: Chi c6 ngudi nghéo méi mua sich
cli va tan thanh st dung nhiing vit phdm thién nhién lam
dd trang tri.

Day hién nhién 1a suy nghi sai 1dm. Ching ta mudn su

dung mong muén tiéu dung gii thip dé ndi su lién quan




mﬁ"daéihb truyén thong da chét? Ban nham to r6i:
.~ Quantrongla bangiva ban nhuthé nao!

gilia viéc “khong c6 tién” clia khich hing va “gia r&” cta
san phim v6i nhau, nhung lai quén di nhu ciu thdm m§ va

nhu ciu vé tinh thin cta khéach hing.

Chinh diéu niy di tao ra vi du dién hinh v& viéc si
dung “chian dung khach hang” d€ “dinh gia san phim” ma
khong phai 12 “dinh vi san phim”.

Thuyc t€, MINISO khic hoa “chian dung khich hing”
v6 cung chic nhin: Gi6i tinh nit, tré tudi, nhan vién vin
phong, “ti€u tu san”.

NEéu xét cang cu thé hon, ta s& dugc dinh vi cang chuin
x4c hon: Hoc sinh hodc nhan vién vin phong c¢6 tién, tudi
ti 18 dén 35.

V6i nhém ndy, bén canh tinh ting dung, ho con yéu cau

rit cao vé “tinh thdm m§” ciing nhu “phdm vi cao”.

Ngoai ra, Diép Quéc Phi cling néi mot cau day thim
¥ nhu sau: “V6i MINISO, phan nhiéu l1i ngudi c6 tién
mua hang. Béi ho déu 1 nguoi thong minh, hiéu gii tri
ctia san phim. Ngudi cing théng minh s& ciang tri tri,

~ P <R ”»
cang c6 tien.
Ciing v6i suy nghi nay, khédc v6i nhiing cia hang dong gid

“2 dong”, “10 ddng” chon dia diém tai cic giao 19, cic chg




ban budn, MINISO ddt cta hang tai cac trung tim thuong

mai [6n, sang chanh & thinh ph6 tuyén cip 1, cip 2.

Va nhiing thanh cong MINISO dat dugc trén manh dat
“phi nhiéu” nay di chiing minh quan diém ciia Diép Quéc
Phi hoan toan chinh xac.

[Sai 1Am tht 2} Diéu chinh thay d6i “Chin dung
khach hang” dya vao “y kién ngudi ding” thay vi “hanh
vi nguoi dung”

Khi vin con chua roi khéi ciy cau d6, tdi hoi anh ban
mot cdu nhu sau: “Anh cam thiy 16i d6n trong miéng

khach hang vé MINISO nhu th€ nao?”
Anh ban t6i dip: “Kém, cuc ky kém.”

Tiép d6, anh 4y thao thao bit tuyét chuyén mot ngudi
ban hoc nit ctia anh chon mua mot chiéc tai nghe trong
ctia hing MINISO nhu th& nao, vui vé hai long ding thu
ra sa0, rdi mdt tudn sau d6 viit x6 vi sin phim héng, cudi
cing phin nin véi ngudi xung quanh vé sy bit min véi
MINISO...

Toi hoi anh 4y: “Day 12 hién tugng phd bién u?”

Anh ban tra 16i: “It nhat 13 trén Zhihu v Weibo, ming

chui diy riy.”




. Kinhdoanhtruyén thong d4 chét? Ban nhdm to roi:

- o sisenss. QUAN trongla ban gl va ban nhurthe naol

Toi hoi ti€p: “Vay sau nay nhiing khach hang tling cong
khai 1én ti€ng phé phin MINISO con mua hing 6 MINISO

niia khong?”
Anh ban t6i bén trAim mic.

Hién nhién, anh iy khéng biét, ciing khong thé néi
rd rang.

Thuyc €, hién tugng “viia mua via ming” v6 cling phd
bién trong moi nganh nghé. Chiing ta c6 thé thay trén
nhiing dién dan nguoi choi game, ho c6 thé vi cach choi
hogc cach sip xép kj ning trong mét trd choi dién ti nio
d6 ma lén ti€ng trich méc. Ching ta cling c6 thé thdy
nhiing 158i ché bai rAm 16 trén mang x4 hdi chi vi thiét k&
clia mot sin phdm nio d6. Néu luét weibo ctia D6ng Minh
Chau, chiing ta sé thdy lot vao tam mit diu tién trong
phin binh luan chic chin 13 hing trim hing nghin 15i
ming chui vé sy “khi€m khuyét” ctia sin phdm ma Gree
san xudt.

Tuy nhién, nhiing “sin phim khi€m khuy€t” d6 c6 that
su “khiém khuyét” khong?

Khéch hang s& thuc sy thdi diing mot sin phim nao d6

PRl

chi vi nhiing “khi€m khuyét” niy u?




Nhiing khich hing “khéng thich” san pham ctia chiing
ta khéng phai 1a khich hang muc tiéu cta ching ta u?

D3&i mit v6i nhitng “bat min” ndy, than 13 mot gidm
d6c san phim, chiing ta nén thay ddi diéu chinh “chin

dung khach hiang” va “dinh vi san phim” ngay lap ttc u?

Thich suu tip ¥ ki€n nguoi diing 13 mot théi quen t6t,
béi c6 rit nhiéu doanh nhiép phat phi€u diéu tra gtii khach
hiang nhim muc dich hoan thién “chan dung khach hing”.

Song, két qua lai khién sin phdm dé nhu lot vi ma trin.

“Ming chii” 13 mdt dic thu cta thoi dai, ¢6 lién quan
dén long hu vinh ctia con ngudi. Phia dudi biéu tuéng ctia
ddc thu thoi dai d6 tuong duong v6i mot bd phin nguoi
tiéu dung “via mua via chui”, thdm chi “cang chui cang
mua”. Cho du ho ming chti v6 cling luu loat vé vin dé
thiét k&€ san phim, tham chi con to ra s& vach r6 giéi han,
doan tuyét v6i mot thuong hiéu nao d6, nhung dai da s6
nhiing ngudi ndy cin ban khong thuc sy hifu 5 ban than
ho thyc su can gi, ban than “ghét cay ghét ddng” san phim
d6 1a “that long”, “thudn moém néi vai cdu” hay 1a “vi yéu
nén hin”.

Vi viy, MINISO cang cht trong phan tich hang vi nguoi

dung thay vi nhiing phan hoi trén mit chit ctia khich hang.




Tham chi, MINISO con thanh 14p mét by phian “xt ly di

liéu 16n” chuyén lo viéc phan tich va tim ki€m dii liéu mua
sim ctia nguodi tieu dung, d€ c6 thé nim dugc nhiing thay
ddi nho nhit cta “chin dung khich hing” va “nhu clu
nguoi dung”.

T6i thudng néi “chuyén binh thudng khong thé nghién
ctu siu”, béi “nghién ctu sdu” dong nghia véi viéc ning
n6 lén tam chuyén nganh, “nghién ctu siu” déng nghia

v6i viéc tit dudng thing di vio mé cung.

Day cling chinh 1a “Ngudi trong nganh nhin ra ban
ch&t van dé va giai quyét, ngudi ngoai nginh chi thiy
dugc vé bén ngoai va ding héng chuyén vui” trong

truyén thuyét.

Trong mit ngudi ngodi, “tu vi” mdn “Ngudi dung chin
kinh” cta Diép Quéc Phi gi6ng v6i Ty Doc Au Duong
Phong, v6 céng cang luyén ciang ky quii, cang ky quai

cang manh.

Con trong mit ké “nha nghé”, sy nhin ra trong rong
vb cling tinh t€ va chufn xac, “gat 16p suong mu tim chén
tuéng”, khéng chiu tic ddng ctia bén ngoai, bi€t phan biét
dtng sai d€ khéng vao cam biy, thim chi con vin dung

“dit liu 16n — big data” viao cong viéc cta Diép Qudc Pha




tuyét d6i mang lai thing loi vang dbi.

Tu vi, chan khi ctia Diép Quéc Phii trong van d€ “ban cho

ai”, c6 thé diing cum tit “cudn cudn khé do” dé hinh dung.

Song, v6i Diép Qudc Phti ma nbi, “ban cho ai” cling 1a
mdt trong nhiing dé tai anh rat it nhic t6i mdi khi néi vé

“cach budn ban” cia ban than.

C6 1& v6i Diép Qudc Phii, “ban cho ai” thuc su rit quan

trong, nhung khong phai diém mau chét dé thanh céng.
Su thit dang la nhu véy.

So vé “dit liéu 16n — big data”, MINISO chic chin
khong bing dugc nén tang thuong mai dién tu von rit
manh vé Internet va nhay bén véi s6 liéu; So vé “phan tich
khach hang”, s6 doanh nghiép am hiéu van dé nay nhu A.S

Watson nhiéu khong ké xiét.

Thuc t&, MINISO tap trung “lam sao phan dinh khich
hiang”, sau d6 cang tap trung lam rd “lam sao d€ cu xu v6i
khach hang”.

Day c6 1& méi chinh 1 cich MINISO nghién ctu vé vin
dé ngudi ding va choc thong vong vdy cua thuong mai
dién ti, khac véi “bf kip qua ban” ctia dai da s6 cic doanh

nghiép bén lé.




? Ban nham to 1ok
Quan trong la ban giva ban nhir thé nao!

3. BAN Gi: LO NUGC HOA DAU TIEN TRONG BOI PHU NU

Lan d4u tién nhic dén khai niém “Lo nuéc hoa diu tién
trong doi c¢6 dy” ctia Diép Qudc Phd véi ban be, t6i con
chua dit 101, ban tdi d4 v diii tanh tich rdi nhu biing tinh
né6i: “T6 biét rdi! Chic chin cdu mudn ndi dén vo caa Digp
Quéc Pha!”

Dé tranh giy ra tranh cdi, sau ndy t6i dd thém mot i s6
nhiéu “nhiing” vio sau tit “co 4y”.

Thé nhung chinh chuyén nhé nay d3 goi mé cho téi,
lam t6i bdng nhién nhé d€n 16i mdt ngudi ban khic dang
lam bién tip vién cho mét trang web tiéu thuyét ndi
tiéng: “Viét truyén, chinh la phai coi doc gia nhu con gai
ctia minh.”

Quan diém nay ciing v6 cting hop 1y d€ giai thich cho v&
sau: “Lam th€ nio d€ khach hang viia long” ma Diép Quéc
Phi tling néi vé viéc “xdy dung doanh nghiép”.

Lam viéc gi cling can dtng ti géc do cta khach hang,
1dy khich hang lam géc, 1dm hai long khach hang, bao
gbm ca phuong dién tinh cam l2n tinh than d3 tré thanh
xudt phét diém cia Diép Quéc Phi trong viéc “lam gi” va

“ban gi”.
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San phim nuéc hoa ctia MINISO chinh 1a minh chiing

16 ring nhat.

R4t nhiéu ngusi déu biét ring, nudc hoa 1a mdt trong
nhiing sian phim Diép Qudc Pht cuc ky yéu thich. Tu
“Aiyaya” cho d€n MINISO, cic loai nu6c hoa ludn 14 sin
phim cht dao dugc trung biy & nhiing vi tri khach hing

dé nhin thiy nhat.

Thé& nhung it ai biét ring, thi trudng nuéc hoa & Trung
Qudc trong miy chuc ndm tré lai ddy gidhg nhu mét dia
tré khong thé 16n, phét trién chim chap vo cling. O Phip,
nuéc hoa 1a mén d6 thudng gip mdi ngdy, gidng nhu in
mic di lai tré thinh mot phin khong thé thi€u trong cudc
s6ng ctia con ngudi. Con & Trung Qudc, vao ndm 2006 khi
chubi ctia hang ddi thi ba ctia “Aiyaya” phd bién trén toin
dat nuéc Trung Qudc, s6 lugng tiéu thu cta nhiing thuong
hiéu nuéc hoa cao cip nhu Chanel, Estée Lauder va Dior
ciing chi roi vao khoang 120 triéu USD/ndm, khong bing
mdt phin nhé so v6i con s8 thu vé cling ndm 6 thi trudng
chau Au 13 9 ¢y USD va & M5 1a 4 ty USD.

Phat trién chim chap cfing dong nghia v6i co hoi kinh
doanh 16n. Cac cha xudng sin xuit nudc hoa vd cung ky

vohg vdo su phat trién cta thi truong nuéc hoa Trung




Quoéc. Bling truéc mot thi trudng ddy mé hoach nhu viy,

ngudi ta khé c6 thé kiém ché sy ham muén. Diép Quéc
Phii khéng phai ngoai l€, anh cling 13 mot trong s8 nhiing
nguoi dit niém tin vao thi trudng nudc hoa vi theo dudi

n6 sudt 10 nim.

Cho dén nim 2014, chi c6 khoing 16% phu nit Trung
Quéc stt dung d6 trang diém theo dinh ky, 47% phu nit
Trung Quéc thi thoang méi st dung nuéc hoa. Hién
nhién, thi trudng nuéc hoa & Trung Qudc vin chua duge

kich thich hoan toan.

Nhic dén MINISO, chiing ta khéng thé khéng nhic
dén hai chit “di ngugc xu thé”. Con ban thin MINISO,
né qua thit di nguoc lai xu thé “thuong mai dién t bung
nd, thuong mai truyén théng chét dan”. Tha vi hon I3,
san phim nudc hoa cia MINISO bbéng “phit 1én” gifia thi

trudng nudc hoa vén binh binh é Trung Qudc.

Nuéc hoa ctia MINISO vita ra mit, bén ngodi ctia hang
nhiéu ngudi 1 lugt ndi dudi x€p hing, nuéc hoa trén
ké trung bay bi tranh cudp véi téc dd nhanh nhat. Loai
nuéc hoa mang tén “Aimer” gid 39 té con dat ky luc
ban 300 lo chi trong mot phat. Tiép doé, nudc hoa cua
MINISO chinh phuc ca nhiing kinh d6 thoi trang nhu




MINISO — Cubc cach mang ban I8 toan cau

Tokyo, Seoul, New York...

Nhiing c6 gai Trung Qudc ngdy thuong ching dong

dén nuéc hoa lam sao vay?

Chting ta déu mudn biét bi quyét ctia Diép Qudc Phq,
mudn biét cAu néi “ldy khich hang lim g6c” rét cudc
bi€n hoéa va tré thanh vii khi sic bén ra sao trong tay Diép
Qudc Phi.

Tuy nhién, d€ hiéu dugc “diém dot pha” va “kha ning
tin cong” d6, ching ta khong thé khéng néi thém mét
chit vé nhiing chuéng ngai ma nginh cong nghiép nudc

hoa Trung Quéc dang gip phai.

1. Chudng ngai vé van hoa tiéu ding

Trong doan trudc ching ta da néi qua, ngudi cha trong
“k§ thuit cao” nhu Diép Qudc Phi coi nuéc hoa 12 mot
san pham cong nghé ki thuit. Puong nhién, sy that ding
la nhu vay.

Song, “vin héa sin phdm” qua thit 1a mot trong nhiing
thudc tinh quan trong ctia sin pham nuéc hoa.

Chiing ta cin biét, viéc kinh doanh ctia mot thuong
hiéu nuéc hoa chinh 1a qua trinh tich ldy van héa. Lién

quan dén cdu tao sinh 1y, mdt nguyén nhin quan trong



khi€n nguoi phuong Tiy stt dung nuéc hoa la d€ che gidu
mti co thé, trong khi d6 ngudi phuong Déng rat it khi c6
théi quen st dung nudc hoa d€ gidu mui co thé. Diéu nay
khong thé néi rd 14 loai vin héa lich st nao.

Khi trao luu “dung hang ngoai” du nhdp vio Trung
Qudc, viéc khai thic nhu cau ctia ngudi ban dia 13 quan

trong nhat.

Do d6, nuéc hoa 6 Trung Qudc ngoii tic dung lam
thom vén c6 ra, cong dung khic cta né cling rat dugc

nguoi Trung Qudc quan tim.

Mot vi du v6 cung cyc doan chinh 1a sy thanh c6ng cua
binh xit phong Luc Than. Chiing ta thich huong thom ciia
né, dong thoi ciing coi trong céng dung dudi mudi, cdn

tring va thanh tinh dau 6c cia né.

Vi thé, 1am th€ nao d€ thiu hiéu ngudi Trung Qudc,
sang ché ra mot loai nuéc hoa phii hop véi vin héa va nhu
cau ctia nguoi Trung Qudc tré thinh cht d€ mii mii trong
viéc d4p tan chudng ngai van hoéa ti€u dung 6 thi trudng

nuéc hoa Trung Qudc.
2. Chudng ngai vé gia ca san pham
Tai mot s6 qudc gia va khu vuc, nuéc hoa dugc stt dung



MINISO

nhu mot mit hang phd bién rong rii trong cudc séng. Néu
mudén mé ra thi trudng nuéc hoa & Trung Qudc, khong thé
khong trai qua mot cude 16t xac va thay ddi, bién nuéc hoa

ti “mit hiang xa xi” tré thanh “vit dung hiang ngay”.

Nhu dong nudc hoa ndi tiéng quéc t€ Dior, mdi lo 50ml
di roi vao khoang 500~1000 té. Gia nay qué dit do so véi

nhén vién cdng chic.

Vi véy, thudng xuyén cé ngudi cho ring viéc tiéu phi
cho nuéc hoa tré thanh tiéu phi vi “déng cap” va “gia tri”.
Nhung 12 mot mit hing cung cip cho mdt khich hiang
st dung, gid ca ludn 13 y€u t6 anh hudng khong thé coi
thudng. Lim sao d€ cAn bing giila gi4 tri va gi4 ca chinh 13
diém mau chét dé dap tan chuéng ngai veé gia 6 thi trudng

nuéc hoa Trung Qudéc.

3. Chudng ngai ve thoi quen mua sam

C6 mot hién tugng “la” vd cung didc trung & Trung
Quéc nhu sau: Ngudi mua nuéc hoa hau nhu déu ding dé
ting ban b, tinh nhin, bin thin ngudi mua vé ding chua
dugc 1/3.

Do d6, dip “1 tinh nhan” tré thanh diém sing duy

nhat ctia nganh cong nghiép nuéc hoa Trung Quéc, lugng




L /6n thong da chét? Ban nham &
rtrong fa ban giva ban nhu thi

nudc hoa dugc tiéu thu trong dip ndy chiém khoing 30%
ca nam.

Do db, 1am thé ndo sing tao va lam méi co hdi mua sim
cung vdi viéc tdng ti 1€ mua cho ban thin cia ngudi tiéu
ding tré thanh nhin t6 quan trong trong viéc thic ddy su

tang trudng cua thi truong.

4. Chiidng ngai vé nhom ngudi tiéu ding
Theo két qua dieu tra, nhém nguoi tiéu ding nuéc hoa
dong nhit chu yéu tap trung vao nit gi6i ti 30 ~ 50 tudi,

rit nhiéu nhin hiéu nuéc¢ hoa da chiing thyc diéu nay.

Do nhém d6i tugng tiéu dung tdm tudi ndy cb thu
nhap kha cao, nén c6 thé d€ dang lya chon hiang héa minh
mudén. Nhung nhin tit mét géc d6 khiac, thi trudng nuéc
hoa Trung Quéc van chua thuc sy khéi sic. Do anh hudng
cta quan niém tiéu dung, nhém khich hing méi thuc sy

van chua duge chim séc.

5. Chudng ngai ve sd thich mui huong
Tt ca ching ta d8u biét, nuéc hoa Au My thudng c6
mui rit nong, c6 kha ning che gifu mui co thé rit t6t cling

nhu 4t ¢6 stc hip din va goi cam.

Trong khi d6, dic di€ém sinh 1y va tdm 1y ctia nguoi




Trung Qudc lai thich hgp v6i huong nuéc hoa diu nhe,
don gian hon. Phu nit thich huong hoa, dan 6ng thich mui
huong tuci mat. D3t biét 1a loai nudc hoa “khéng mui”
thinh hinh gin day, dugc két hgp tit huong hoa va trai ciy
ban rit chay. Ngodi huong diu hoi ndng, huong giiia va

huong cudi déu vo cing diu nhe thoang thoang.

Su khac biét vé s6 thich 1 nguyén nhan khién nhiéu
nguodi tiéu ding khong may hiing thi véi thi trudng nude

hoa ngap tran “phong cich Au Mj” & Trung Quéc.

Chuéng ngai vé vin héa tiéu diing, chuéng ngai vé gia
ca san pham, chuéng ngai vé théi quen mua sim, chuéng
ngai vé nhém ngudi tiéu diing va chuéng ngai vé sé thich
mui huong hinh thanh nén mot thi truong nuéc hoa Trung
Qudc gidng nhu “Ngii Chi Son” khé c6 thé vugt qua. Néu
khong c6 vi cao nhin dic dao nio gidng nhu Dudng Ting
dén xé bua chq, thi trudng nuéc hoa Trung Qudc rit kho
c6 su dot pha.

D61 v6i Diép Qudc Phi, vita may chinh 12 nguoi xé bo
14 bua cht d6. Anh 4y d3 dua ra § tudng nhu sau: “T6i
mudn ban lo nuéc hoa ddu tién trong ddi cac ¢ gai.”

Thé& nhung, khi anh 4y dua ra ¥ tudng nay thi rat nhiéu

xudng san xudt va tiéu thu nudc hoa trong nudc déu khong
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Ban nham to (61
dn nhil the naot

hiéu “lo nuéc hoa dau tién trong doi” nghia 12 gi.

Dit trong van dé thi€t k&€ nudc hoa, t6i tdng két duogc
bon diém nhu sau: gi4 ré, ciu chuyén, phd cap khoa hoc va

chuyén nghiép.

10 chit ndy tuy don gidn nhung stic manh vd ciing, c6
thé pha v& dugc btic tudng “S chuéng ngai 16n” kia, déng
thdi mang dén mét cuc dién hoin toin méi cho thi trudng

nuéc hoa Trung Qudc.
1. Giaré

Phan truéc chiing ta dd nhic dén vin dé “k§j thuit cong
nghé cao” caa MINISO, nén ching ta s& khong nbéi lai

sin phim nudc hoa cia MINISO c6 bao nhiéu phan “chat

lugng” niia ma chi thao luin vé uu thé gi ré cua nd.

Thuyc t&, gia ré c6 thé giai quyét 3 van dé: chuéng ngai
Ve gi4 cA san phim, chuéng ngai vé nhém nguoi tiéu ding

va chuéng ngai vé théi quen mua sim.

Noi dén day, t6i chot nhé d€n mot cAu chuyén nhé cia

chinh minh.

Néu xét vé tudi, toi c6 thé xem nhu “d6i tugng khich
hiang muc tiéu” trong mit Diép Qudc Phd. Song, toi lai
thudc vé 84% nii giéi khong thich st dung m§ pham, dong




thoi cling thudc vé 53% nguoi khéng st dung nuéc hoa.

R4t hién nhién, t6i cling chua mua nudc hoa cia MINISO
bao gid.

Tuy viy, nhung t6i qua thit d4 sé hitu “lo nuéc hoa dau
tién trong doi” vao thoi cdp hai. N6 khong phai nudc hoa
mua trong gian hang 6 trung tim thuong mai, cling ching
phai do ban bé ting. Noéi ra, n6 c6 méi duyén véi Diép
Qudc Phi khién ngudi ta phai kinh ngac: Lo nuéc hoa nay

dén tit “Aiyaya”.

C6 ngudi noi, lo nuéc hoa dau tién cta con gai, gidng
nhu d6i gidy cao gbt dau tién cta cb 4y, n6 tugng trung
cho buéc 16t x4c dau tién ti thi€u nit tré thanh phu nil ctia
mdi cb gai. Nhiing cb gai tré ludn khat vong dugc trudng
thanh. Vi vy, vio mot thoi difém ndo dé, ho khé kiém ché
dugc cam giac ky diéu déi véi d6 trang diém va phong cich
trang diém thanh thuc. N6 rdt giéng v6i thong diép trong
bd phim dién anh “Thiéu nit tudi ba muoi”.

Ho khit vong dugc khic biét, duge trudng thanh so voi

tudi thuc.

Ho thich “lén Iat” hanh dong, so bd me biét va dep bo

suy nghi cia minh;




Ho hi€m khi mua d6 xa xi, nhung di c6 thé phan
biét cac loai nuéc hoa hang nhii ddm mui con bay ban

ngoai chg.

Ho khéng c6 nhiéu tién tiéu vit va chi muén thyc hién
u6c mo cta ban than véi gia ré nhit.

Toi tiing 1a mdt trong sb ho.

V6i tam 1§ nhu vay, t6i d3 mua lo nuéc hoa dau tién
trong doi minh ¢ ctia hang “Aiyaya”. Mui huong cta lo
nuéc hoa d6 gid day toi ching thé nhé ndi, nhung gia cta
né van ludn in trong tAm tri t6i nhu méi: 15 té.

Gii 15 té da gitp xb6a bod tit ca bin khoin ctia mot
nguoi khéng chuyén mén vé nuéc hoa nhu théi. Tam ly
ddi it tién 14y co hoi thu chit nuéc hoa da thiac ddy tdi,
khién t6i d4t hang mua lo nuéc hoa dau tién ctia minh.

DPuong nhién, vi du cta td1 hoi dic thu, béi du sao gia
thi€t “hoc sinh cdp hai” khéng thé dai dién cho toan bd
“nhém ngudi tré”. Nhung né lai thé hién mot loai tinh
chit chung cho khai niém “lin diu tién”: can than dé dit
tim hiéu, néng 10ng mo mdng, déng thdi cling mong doi
dat dugc mot su hoin my nao d6 gitta méi nguy hiém lién

quan dén gié thanh.




MINISO - Cuoc cach mang ban le toan cau

Khi gia du thép, ching ta s& dé thu hon. Ddng thdi,
dua vio tu duy “tién ndo cta niy”, diéu kién tién quyét dé
chiing ta chon mdt mén d6 gia ré lam qua ting sé 1a ban

dung thu trudc.

Ngoii ra, v6i dai da s8 khach hang khéng can diing dén
nudc hoa d€ che miii co thé, nuéc hoa hing néi dia khong
con 1a diéu bdt budc. Do d6, gia thap tuyét d6i tré thanh
xu thé. N6 ciing 12 buéc don gian va tryc tiép nhit bién
“hang hoa xa xi” thanh “hang binh din thuong dung”,

cling 1a buéc quan trong nhit.

2. Cau chuyén
Neéu c6 nguoi héi téi: Mii huong thom nhit trong ky

Gc ban 1a gi?

Mui huong t6i nghi d&€n diu tién chic chin khong lién
quan gi dén cic loai huong hoa thom ngao ngat. Ngugc
lai, n6 12 huong vi chua ngot ctia qua mo vao mdt budi trua
oi biic, 1a mui bac ha méi khi say xe, thim chi 1a mui thit
kho tau x0c thing vao miii dang lac d6i cuc diém.

Thuc t€, nhin thic va dia nghia vé mui huong cua
chiing ta dai khéi déu nhu viy, thudng lién quan dén kinh

nghiém thudng thic, thdm chi 14 ky dc.




AAKinh doarnih truyen thang da chét? Ban nham to 1ok
" weae Quantrongla ban gl va ban nhithe naol
Viy v6i mot co6 gai Trung Qudc tré tudi, ddu 1a muii
huong khién ho rung déng nhat?
C6 1& d6 1a huong vi ctia con mua xuin dau tién xen lin
vi thom mat ctia d4t bun &m 4p, mang theo suong sé6m khé
lay dong trong budi sém con se se lanh;
C6 & d6 1a mui vi ctia déa hoa hoe diu tién trong thing

nim, 1an véi vi co tuoi xanh;

C6 1& d6 chi 1a huong vi cta trén gid ty hoc thoi cap
ba, mui &m uét ctia d4t vd mui nuéc mua trén quin 4o

déng phuc.

Nhiing mui huong nay déu v6 ciing diu nhe, mang
theo su ham siic dic trung cta nguoi phuong Dong, khién
chiing ta nh6 dén qua kht rit gan hogc rat xa. Nhiing mui
huong niy phti hgp v6i thim m§j cia ngudi phuong Péng,
ddng thoi cling phu hgp v6i nhin thitc cia ching ta vé

mui huong.
C6 ngudi ndi: Mdi mui huong 13 mot ciu chuyén ngin.

Thuc €, d6i v6i nhiéu thi€u nit phuong Dong gidu tinh
cam ma ndi, viéc st dung nudc hoa lam “ddc trung cho
thin phin va phim gid” con qui sém, cling rit it ngudi
mudh st dung nuéc hoa Au My d€ che di mui co thé.

pmeemes
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Hon nfia, ngodi viéc thém mui huong, kha nidng st

dung nuéc hoa nhu mot loai tiéu dung cho nhu cdu cam

x(c ngdy cang gia ting.

Thuyc t€, nhiéu loai nuéc hoa tiéu thu rdt tt 6 Trung

Qudc déu lién quan rat 16n dén cau chuyén.

Trén trang mang Zhihu c6 mot ciu hoéi rit § nghia
nhu sau: “Loai nuéc hoa nao khién ban lién tuéng dén
anh traing?”

Dip 4n ¢ du6i mudn hinh mudn vé, dong thdi mang
day mau sic ling man. Nhiing dap 4n ndy cho thiy mot
hién tugng vé cing tha vi: Nhing ngudi khic nhau véi
nhiing trai nghiém khic nhau s€ c6 cai nhin khich nhau
vé cing mot loai mui huong. Va nhiing cii nhin nay déu
dén i hoi tc.

Trong mdt pham vi dia Iy nhat dinh, mdt miu nudc hoa
ban chay s& ludn lién quan dén trai nghiém va nhén thic

ctia nhiing khach hing c6 hodn canh 16n [én gi6ng nhau.
San phim nu6c hoa ctia MINISO via dang lam dugc
diéu nay.
Dong nuéc hoa “Blooming Bouquet” ndi bat véi huong

hoa muia xuin ha, 1a sy hoa tron day thanh mat ctia nhiing




1 thing da chét? Ban nham to 161
trong 1a ban gi va ban nhitthe naol
loai hoa qua phit hgp v6i thim m§ khiu gidc ngudi phuong
Dong nhu: hoa nhai, bach hgp, hoa dinh dinh, qui dao
mat... Tam biét mi huong ndng dam ctia Au M§, mang
d&n cho nguoi ta khi chat thanh dam sach sg&, diu nhe uyén
chuyén.

“Thoa min trii tim thi€u nit” 12 d4nh giad nhiéu nguoi
tiéu dang danh cho loai nuéc hoa nay. Pay la “14 bai tinh
cam” MINISO dénh sau “la bai gia ré”. “L4 bai tinh cAm
ndy” via by ra di dep ludn dugc hai chuéng ngai vé sé
thich mui huong va vin héa tiéu ding, tré thainh mét trong

nhiing ngyén nhéin 16n tao nén thanh cong cuia MINISO.

3. Phd cap khoa hoc kj thuat

Diép Quéc Pht chua bao gid ky gt toan bo hy vong 1én
“tiéu dung vi cam xaGc”.

Thuyc €, “gi4 thdp” va “ciu chuyén” 12 hai dc trung 16n
tao nén hinh miu “tiéu diing vi cdm x1c”. Song, nfu mudn
git hii thanh cong chi nhd vao diéu ndy chi cho thdy mot
tdm nhin han hep. Lim thé nao d€ ban dugc “lo nuéc hoa
diu tién trong doi phu nit”, déng thoi chon vui “lo nudc

hoa th hai trong doi phu nit” vo cing quan trong.

Diéu niy tuong ty véi cdu chuyén “day ngudi bit ca”
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tung dugc giéi thiéu khi néi vé “Aiyaya” & doan truéc. Déi
v6i san pham nuéc hoa khong qué phd bién & Trung Quéc,
MINISO ciing giéng “Aiyaya” in 4n va phét hanh s6 tay
san phim s6 lugng 16n, bén trong gi6i thigu dic diém va
su khdc biét cua ting san phim, ké cho khach hing ciu

chuyén vé ngudn géc va lich s cta mdi loai nuéc hoa.

Dong thoi, nhitng bai viét vé cach st dung nuéc hoa va
cach phan biét céc loai nuéc hoa cling xudt hién diy dic

trén tii khoan Official cia Wechat.

Ci nhu vy, tit “tao ra lo nudc hoa dau tién trong doi
ngudi tiéu dung”, MINISO di bién n6 thinh “tao ra cudc
gip g6 ddu tién gifia nguodi tiéu ding va nuéc hoa”. K&
hoach nay qua la cao tay.

4. Chuyén nghiép

Nhu d3 hen & truéc, chiing ta s& khong ban vé van dé
chat lugng t6t, nhung “tinh chuyén nghiép” ctia sin phim
chic chin phai ké.

Neéu néi “phd cip khoa hoc” 1 doan din cho “lo nuéc
hoa tht hai trong doi phu nit”, vay thi “chuyén nghiép” lai
c6 thé din ddt “nguodi phu nfi” tr6 thanh khach hang trung
thanh cta nuéc hoa MINISO.



T doanh ﬁ'uyén thdng d& chét? Ban nham to r6i:
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Li mot ngudi “ldo luyén” trong viéc mua sim nuéc hoa,
tiéu chuin danh gid nudc hoa ludn bao gom ba phuong
dién dusi diy: két ciu diéu ch€ mui huong, mic d6 phun

suong khi xit va thdi gian luu huong.

T goc do két cdu diéu ch€ mii huong, tuy MINISO
khong d&n miic bit cic nha diéu ch€ huong phai lam di

lam lai qua nhiéu lin, nhung ciing danh d0 tdm huyét.

Nhu doan truéc da néi, dé cho ra doi dong nuéc hoa
“Blooming Bouquet”, MINISO d4 manh tay mdi cac nha
diéu ch& huong liéu ndi ti€ng thé gi6i, diéu ch€ ra mui
huong ti trim loai hoa lam huong co ban, huong dau c6
mui vi ngot ngdo ling man, 16p huong gitta thom phic
mui qua, 16p huong cudi tuci mat diu nhe lam long ngudi
khoan khoan. C4c 16p mii huong thay d6i khic nhau, ém
diu khién nhiéu ngudi tiéu dung tuy van con hd nghi vé
san phim nuéc hoa cua MINISO ciing khong thé pha
nhan tinh chuyén nghiép trong phuong dién diéu ch&
mui huong.

Nhu mét ngudi ban c6 niém dam mé minh liét véi
cic thuong hiéu nudc hoa 16n cua toi sau khi mua mée lo
“Blooming Bouquet” di danh gid nhu sau: “Troi dit, von
chi dinh mua vé choi, ai ngd phéat hién ra n6 gidng cic
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thuong hiéu nuéc hoa 16n khic, ¢6 ca ba 16p mui huong.

That 1a tha vi!”

Puong nhién, 161 nhdn xét d6 nghe hoi coi thuong,
nhung trai nghiém “vugt mong dgi” chinh 1a thé hién cho

“tinh chuyén nghiép” ctia MINISO.

T mitic d6 phun suong khi xit, MINISO di nim bit
dugc chi tiét nhod nguodi mua nuéc hoa dic biét xem trong

nhung lai rat d& bi cac nha san xuit ling quén.

Thong thuong, dién tich phun suong cang l16n, mic d6
phun suong cang ti mi. Nhu vdy, pham vi luu huong sé&
rong hon va déu huong. Thong thudng, khong it loai nuéc
hoa hang gia hang nhai déu gip phai vin dé dién tich phun
suong qué nho, vién bi phun suong qua 16n, khi€n quan 4o

bi uét va mui huong phin tan khong déu.

Mang theo tinh thin “tinh chuyén nghiép”, MINISO
d4 bo ra nhiéu cdng sfic trong viéc nghién ctiu phun suong,
qua nhiéu lan diéu ch€ va thit nghiém méi c6 dugc két qua
tot nhat.

Tt goc do thai gian luu huong, mdi miu nuéc hoa clia
MINISO c6 kha ning luu huong dén 7 ti€ng dong ho, sau

d6 cac 16p huong tit ti tan ra va dan dan day dic. Néu




xit trén quan 4o, ¢ thé gili mui huong dén vai ngay, 16p
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huong cubi v6i mui hoa co6 nhan nhat sé hoa vao quan 3o.

Dinh nghia “lo nuéc hoa dau tién ctia doi ngudi” mang
¥ vi sdu xa, nhung déy ciing 1a diéu khién nuéc hoa cta

Diép Qudc Ph tr6 thanh ngdi sao sing, 1a vi du tuyét héo.

N6 ké tudng tn cho ta nghe cau chuyén dic sic vé viéc
lam sao d€ mot san phdm nao d6 c6 thé dio tao khich hing

tit mdt “amater” thanh “cao thu trong nganh”.

N6 ciing 13 mot vi du tiéu biéu cho toin b qua trinh
lam sao dé “kich thich ham muén mua hing ctia khach” va

“bdi dudng thanh ngusi hAm mo trung thanh”.

N6 dua ra mdt thu thach méi cho viéc thiét k& va san

xuat san phim:
Ban cai gi?
Phai ban chét lugng t6t gia thap.
Phai ban nhu ciu tinh cim.

Phai béan thai d6 chuyén nghiép.
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4. BAN GI: THU BE BAN CHINH LA “GIAC MG THOI TRANG”

Bén cdi gi?

Ti lic “Aiyaya” moc 1én khip dat nuéc Trung Qudc,
Diép Qudc Phi da néi: Thi tdi mudn ban chinh 13 mét
“gifc mo”, gidc mo thoi trang.

Nghe c6 vé gidng v6i “tht d€ ban chinh 1 mot 161 séng
chit lugng” chiing ta dd nhic dén ¢ chuong truéc, trong vi

du vé “nuéc ca rot”.

Tuu chung, tit ca ching ta déu biét, Diép Qudc Pha
hé mé miéng ra 12 nhic dén “chi s6 hanh phac”, “161 s6ng”
trong viéc kinh doanh, ciing d nhiéu lan khen ngoi “tAm
long vi lgi ich cho ngudi khic” cta anh 4y. Vay & day,
chting ta phai viit bé suy nghi d6 di, xem trong cudc chién
tiéu thy, thit MINISO muén ban r6t cudc 1a “gidc mo thoi

trang” nhu thé nlo.
Thé nao 12 thoi trang/thoi thugng?

Thoi 1a thoi gian, duong thoi; thugng 1a sung béi, tudn
theo. N6i mot cich don gian, thoi trang chinh 1a mot sy
vat dugc chiing ta ton sting trong thoi dai ching ta dang

sdng, trong mot khoang thoi gian nhat dinh.

Dua vao 101 giai thich ndy, dinh nghia cta thoi trang

P —_—
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Kinh doanh truyén thong da chét? Ban nham to roi:

== Quantrong |3 ban giva bannhuthé nao!

trong cic nganh nghé khic nhau, thoi gian va dia diém

khéc nhau lai ¢6 ¥ nghia d3c biét khac nhau.

C6 ngudi cho ring, “don gian” chinh 1a thsi trang, c6
ngudi cho ring “c4 tinh” chinh 13 thoi trang, c6 ngudi cho

rang, “xa xi” chinh la thuong trang.

Lién quan dén dinh nghia hoi “trtiu tugng” nhu viy vé
thoi trang, biéu hién “cu thé” trong cudc s6ng, ludn c6 méi

tuong quan voi trai nghiém my hoc.

Van 1dy ba giai thich 6 trén lam vi dy, gébm: thi€t k&
theo chti nghia t8i gidn dugc sinh ra tit “trudng phai thoi
trang don gidn”, tao mau téc va thiét k€ trang phuc cach
tdn khac la sinh ra tit “truong phéi thdi trang ci tinh” va
trao luu mau vang “gidu cd” sinh ra ti “truong phéi thoi

29
trang xa xi .

DE théy, dit trén phuong dién nghién ctu sin phim,
mudn tao ra “gidc mo thoi trang” can phai tén siing “ning

£~

luc thiét ké&”.

Diép Qudc Phi nbi: “San phim hang hoéa cta Trung
Qudc 30 nim sau sé thoa méin hai chtic ning 1a tinh ting
dung va gia thip. Nhung tuong lai, thi€t k& chiém ti 1€ rat

16n trong vin dé nghién ctu san phim.
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Sau d6, Diép Quéc Phil ciing bd sung thém cho hai ti

“thiét k& gdm: Thiét k€ bén ngoai va thiét k& cong nghiép.

Trrong thiét k&€ 8 mot ctra hang, hai dic diém thiét k&
ndy dugc thé hién bing hai tht gidng nhau la: thiét k&' san

phdm va thi€t k&€ cAnh quan.

1. Thiét ké san pham
Ve phuong dién thiét k€& sin phdm, Diép Quéc Pha 14y
mdt thuong hiéu anh t6n sting tii 14u ldm hinh mau cho viéc

budn ban “gidc mo thdi trang” ctia minh. D6 chinh 1a Apple.

R4t 13u trude day, rat nhiéu cong ty khoa hoc cong nghe
ludn “hiéu sai” vé dinh nghia “thoi trang”, nhu: Chi can
moén do ban 1am ra tréng that ngdu, mau sic dic biét, hinh

dang thd vi, d6 chinh 1 thoi trang.

Kiéu thoi trang chi ding 6 “4n tugng dau tién nhin
thay” nhu vy hién nhién v6 cing thién cin. Trong khi
d6, cing 1a mot doanh nghiép khoa hoc cong nghé, nhung
Apple lai dua ra thich thic vé thoi trang va yéu cau san
phim phai ddy du vé ca 4n tugng thi giac 13n trai nghiém

su dung.

Liéu khach hang c6 cam nhin dugc sy thdi trang trong

qua trinh st dung san phim ctia t6i?




an trong 12 ban gl va ban nhir the nao!
Hién nhién, Apple d3 1am dugc diéu niy tu rat 1au.

Giong nhu Diép Qudc Pht di néi: “Cho dén tan biy
gi0, dién thoai Apple van 14 sin phim c6 thiét k& dep mit
vd mang d€n cam giac thodi mai nhit trong cac loai db

dung thudng ngay.

Cau ndi nay liéu c6 ndi qua hay khong, chiing ta khong ban
dén. Béi lién quan dén cong ty Apple vin con mét vi du hoi

cuc doan, khién ngudi ta khdng thé chat van: Apple Watch.

Ai cling biét, Apple Watch 12 mot mAu dién thoai théng
minh dugc cong ty Apple ra mit vao thang 9 nim 2014 va
c6 rit nhiéu miu mi ciing mau sic theo mbi phong cich

khac nhau.

Ngay 23/5/2015, céng ty Apple bit ddu nhéin cic don
d4it hang cho miu déng hé Apple Watch Edition phién
ban cao cAp mau ving kim dau tién.

Ngiy 10/9/2015, Apple ra thém chiéc diy deo da
Hermes v6i nhiéu mau sic lua chon.

Sang s6m ngiy 6/1/2016, Apple md bén hai miu dong
hd Apple Watch Sport phién ban gi6i han v6i ba mau chu
dao vang kim, bac va d6 chao xuén tai cac thi truong Trung

Qudc Dai luc, Hongkong..




Xem lich st cip nhit cac “phién ban” déng hd Apple
Watch, chiing ta caing cam nh4n dugc huong vi thoi trang

trong do.

Nhung v6i nguoi su dung Apple Watch ma néi, d6
13 mot trai nghiém cuc xudt sic. D€ trinh doan sau ¢
nhiing phan qui dai, chiing ta s& 18y vi du vé cic phuong
dién thiét k& thiét k& kiéu dang cong nghiép (Industrial
Design), thiét k& giao dién (Interface Design — UI) va thiét
k& tuong tac (Interraction Design — IXD). Chiing ta s& c6
ging phin tich cii nhé dé thiy cai 16n, tit d6 hiéu dugce
dinh nghia vé “thoi trang” va “thiét k& cua Apple.

O phuong dién thiée k&€ kidu déng cong nghiép, 14y
phién ban thé thao ctia Apple Watch lam vi du, phuong
4n phdi mau ctia san phim ndy di phai tri qua vo s6 lan so
sanh vi sang loc. D€ thiét k& ra chiéc day deo, cic thanh
vién trong nhém di thi phoi hing trim hing nghin lan tu

ba mau sic co ban: d6 - xanh — vang.

O phuong dién thiét k& giao dién, 14y vi du v& hinh
nén giao dién, d€ tim hinh nén phi hgp v6i Apple Watch,
nhém thiét k& da chup 24.000 btc anh cia mot déa hoa
& moi gbc do. DE c6 dugc hinh nén con stia néi tiéng kia,

Apple di dit mot cii bé ca trong phong thiét k€. Sau khi



ng 04 ohét? Ban nham (0 101~
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chufn bi hoan tit, ho st dung camera 4K cao cip véi s6

lugng khung hinh trén gidy 1a 300fps dé chup anh con stia.

Hinh nén con sia noi tiéng

O phuong dién thiét k& tuong tac, 14y vi dy v& viéc vin
nim ddng hd, khich hing hoin todn c6 thé xoay ntim vin
(Digital Crown) dé phéng to/thu nhé hinh 4nh d6i tugng
hién thi trén man hinh, xoay thuin chiéu kim déng hd 1a
phéng to, xoay ngugc chiéu kim dong ho 13 thu nhé. Quy
ludt chuyén dong doc ddo nay vo cung ty nhién nhung

ciing day tinh thiét ké; viia tha vi cling rat tai tinh.

Thong qua viéc theo dudi tinh thiét k& cuc han, cdng ty

Apple lai mot 1an nita thé hién thianh céng “vuot trdi” tu

1253
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san phim cong nghé cho dén linh vyc thoi trang.

Tha vi hon, chiéc dong hd thong minh, mang diy ddu
4n “cong nghé cao” do mdt cdng ty cong nghé nghién clu
phat trién vita ra d0i dd ngay l4p tic thu hit sy cht § cta
truyén thong, lién tuc xuit hién trén cic tap chi thoi trang

quéc t€ 16n nhu “VOGUE”...

Khong it s6 ligu diéu tra cho thay Diép Quéc Pha khong
phai chi “n6éi mot cich tuy tién”, ma anh thit sy sing bai

“tri€t 1y thoi trang” trong nghién ctiu sin phim cta Apple.

Ngay 13/7/2016, c6ng ty nghién cu thi truong nudc
ngodi J.D. Power d3 cong bé mot ban bio co lién quan
dén miic d6 hai long cta khach hang vé dong hd théng
minh ;uflm 2016, Apple Watch hién nhién ding dau. Dong
thdi, s6 thi phin trong linh vuc ddng hd théng minh tinh
dén nim 2016, Apple Watch chi€ém dugc vugt miic 46%,
khién khong it cong ty nghién ciu dong dong ho théng
minh ndy chi c6 thé nhin vio cii bong khéng 16 ctia Apple

ma khong thé vugt qua.
b6, chinh la thai trang.

Dé c6 thé trs thainh “Apple” trong nganh ban lé, Diép

Quéc Phi dau tu rit nhiéu trén phuong dién thiét k&




Ngoii san phim nuéc hoa tiing dugc nhic d€n, mér
“ngdi sao sing” khac trong s6 cic mit hing cia MINISO
chinh 1a: Nubc ép xoai.

Néu Apple lam ra sin phim cong nghé thdi trang, viy
thi nuéc ép xoai cia MINISO ciing c6 thé coi 13 ngdi sao

thoi trang trong ling thuc phim.

La mit hang d6c quyén ctia MINISO, tuy nuéc ép xodi
ban v6i gia chi 15 NDT nhung ca thiét k€ va gia cong déu

dugc 1am 6t d€n mic rdt it sin phim trong nudc sanh kip.

Thiét k& vo ngodi ctia chai doc d4o, in logo dep mit,
chai nuéc ép lam ti thuay tinh dang dai 8 cao, to dan tiu
trén xubng dubi, thich hgp cim trong tim tay, khé tron
trugt roi v&, két hop cong nghé giit nhiét d6 6n dinh, dim

bao huong vi tuoi ngon ctia nuéc ép dén miic t6i da.

Ding nhic dén nhat, d6 13 toan bo thin chai va diy
chai c6 diém ti€p xtc, khi€n ngudi ta cim giic nghiéng
nghiéng dé v&, thi€t k& rat khé.

Thiét k€ voé chai nuéc ép ndy rit dugc yéu thich nhu
trong du doin ctia Diép Quéc Pha, nhanh chéng lot vao
danh sich hang ban chay ctia MINISO.
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Thié: ke chai nuic ép xoai




Trong linh vuc nghién ctiu phan mém, chting ta dinh

nghia nhu sau vé sy thoi trang: “nhd” nhung “dep”.

Diéu tha vi 13, quan diém “nh6” nhung “dep” nay lai
dugc MINISO é4p dung dat t6i dinh cao trong nganh bin
l¢, cing 13 san phim thudng ngdy nhé bé, caing dugc coi

trong trén phuong dién thiét k&.

Thuc t€, hién c6 ngdy cang nhiéu nhin hiéu chd ¥ dén
diéu nay. Toi chgt nhé dén mdt ngudi ngdi bén canh trong
budi toa dam vé Digital Marketing hoi thang 6/2016 di n6i
nhu sau: “Mot s6 ctia hang c6 miic tiéu thy t&t trén Taobao
hién nay, dd 1a nhiing mén d6 gid 900 NDT dén nhiing
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moén db chi von ven 9 xu cling déu c6 nha thiét k€ riéng.
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2. Thet ke canh quan
Néu tach riéng “thdi trang” véi cic san phdm cu thé ra
nbi, chiing ta s& thdy mét su trai nghiém vo cling thi vi vé

khéng khi xung quanh né.

Khi chiing ta nhic dén mét thuong hiéu quen thudc, an
tugng trong diu khong phai 13 mot loai san phdm nao do,
ma la biu khéng khi né6 mang lai cho chiing ta. Hoic c6
thé néi, biu khong khi nay dugc tdp hop tii tit ca cic san

pham trong clia hiang, 12 thi€t k& ctra hing, 13 cich biy bién




trong ctia hang. N6 c6 thé cao quy trang nhi, c6 thé don
gian thodi mai, cling c6 thé nhe nhing ty nhién, nhung

déu thé hién sy “thoi trang” cia mdi san phim.

Cé r4t nhi€u ctra hiang xudt sic, ban than ¢6 thé goi la
san phim nghé thuat, chi thodng chdc lién thu hit nhiing
ngudi mé thoi trang, 1am ho dim say, luu luyén quén
duong ve.

Do, chinh 13 stic quyén rii nghé thuit cta thiét k&
canh quan.

Ap dung n6 trong thiét k& doanh nghiép, ¢6 thé mang
vé lgi ich kinh t€ khdng 16 cho viéc marketing thi giic,
hay con goi 1a VMD (Visual Merchandise Design — Thiét
k& trung bay san phim) — Nghé thuit thi€t k& bai tri truc
quan théng qua viéc sip dit cac san phdm trong clia hang.

Trong nganh béan 1¢, dai da s6 cic thuong hiéu qudc
t&€ déu v6 cling coi trong thigt k& khdng gian trong mdi
ctia hang.

Vi du dién hinh nhit, gin giii v6i MINISO nhat chinh
la UNIQLO.

UNIQLO dic biét coi trong “don gian ma dep”, “hang

dep gi4 t6t”, cling rit coi trong “tinh ty cht” cua khich
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hing trong qué trinh mua sim. Do d6, ho lu6n mudn thé
hién triét 1y sin phim ctia ban than trong viéc trang tri ctia

hing v s3p x€p trung biy san phim.

N6i tu viéc thiét k€ trung bay san pham, du 14 thay déi
mua vy hay thay déi trdo luu, trang phuc ngudi mau mic
ludn thé hién rd quan diém “don gian nhung khéng don
diéu”. Nhiing chiéc béng dén véi hinh dang doc dio bay
khip khoang tu kinh, tao nén khong gian déc ddo ddy m§

cam, dat dugc hiéu qua thim m¥ vé thi giac khdng ngd.

Néi tit viéc thiét k€ khéng gian bé cuc, UNIQLO thubc
ki€u bay bién la liét nhu chat hing trong kho, khéng gian
cha yéu ding dé bay hang héa. Thiét k& ctia cic ké hiang
tuin theo nguyén tic “ngang v6i d6 cao ctia thi giac”, véi
tay lién 13y dugc hang, phan loai san phd&m mét cich khoa
hoc, thé hién r6 nhiing diém nhu “hiéu sudt cao”, “chjt ché
can thin”, “tu cht”... Tham chi, ngay ca “I6i di dai” va “6
vudng nhé” ciing dugc phdi hop tin dung mot cach t6i da
lam khéng gian ban hang. Dic sic nhit trong ctia hing cia
UNIQLO la “btic tudng T-shirt” kiém kho dung dd. N6
via thé hién dugc tic dung trang tri, thoi trang, gon gang

sach sg&, ddy tinh thim my va rong rai.

N6i tu viéc thi€t k& phong thit d8, mic sic trang nhi
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sach s& gitp ngudi tiéu diing gat bo lo ling tré nén thoai
mii, dong thoi lai mot 1an nfia cho thdy nhiing dic diém
“don gian”, “ty cht” cta cta hing. Anh dén thiét k& ém
diu c6 thé gitp khach hang d€ dang thay d6i mau sic trang

phuc, dong thoi mang dén cdm giic an toan.

Tat ca nhiing diéu nhic t6i 6 trén tao nén ddc diém nhin
dang vé UNIQLO: tu nhién, thoai mii, hiéu suit cao, don
gian, hién dai.

Tat ca nhiing diéu ndy gitp quan niém vé sy “co ban”
cta UNIQLO tré nén ca tinh, mang dam d4u 4n riéng,
dbng thoi cling dugc nguoi tieu ding theo dudi.

b6 chinh 1a thoi trang.

Con v6i MINISO, MINISO ciing rit c¢6 gdng trong viéc

thiét k& khéng gian bd cuc, két qua thu vé ching kém
UNIQLO bao nhiéu.

Giéng nhu UNIQLO, MINISO khéng phai ctia hang
ban dd xa xi, trang hoang 16ng 12y hoa 1€ s& khién khach
hing muc tiéu thit su chi dim nhin nhung khong dim
buéc vao. '

Giong nhu UNIQLO, MINISO ciing khéng phai ctia
hing ban 1¢, hang héa d6 day ra nhu ngoai chg, trang tri
qua don so va bay bién khong nghién ctiu lam mit gié tri

vé “chit lugng” ho theo duéi.




4 h6ng d& chét? Ban nham to ok
Quan trong {3 ban g} va bannhirthé rao!

Bo6i giong nhu UNIQLO, MINISO ciing di theo tu duy
thiét k& “don gian nhung khéng don diéu” trén phuong

dién thiét k& khong gian b6 cuc.

Hau hét ctia hing caa MINISO déu dung mau tring
nga lam mau sic chu dao, két hgp vé6i 4nh dén ving 4m 4p.
Nhu viy, bién hiéu ngoii ctia hing mau dé tuoi sing ruc
18, bén trong ctia hing 4m 4p nhu xuin. Ctia ra vio rong
rdi, nhu hoan toan hoa hgp v6i toan bd clia hing, tao nén
mdi trudng mua saim coi mod thoai mai, gidp ngudi tiéu
diing gidm bét ap luc mua sim ti t4n day long.

Vé mit chon lya ké trung by, MINISO vin luén ap
dung tiéu chuidn thim m§ cao nhu trong phuong dién
thi€t k& san phim. Ho lua chon nhiing ké chtia hing cling
xudng san xuit véi LV (Louis Vutton), nhung khic thuong
hiéu xa xi phdm LV — sang trong lich sy, ké chtia hing cua
MINISO tiép tuc tuin theo ding tri€t 1§ sin phim “don
gian ma dep”: Lép hoa vin tu nhién gifi nguyén trén bé
mit tim gd that diy 18mm, phu son mau tring nga trén
16p hop kim kién c6, tinh t€ ti mi, cAn thin, lam hién lén
d6 sang bong nhu 16p son trén dan piano, cing nhiing san

phim tinh x40 va thoi trang hoa vao lam mét.
Ding dé€ nhic t6i nhit 13, khéng giéng véi nhiing loai



ké vudng thing khic, ké & MINISO xuit hién mot hinh

thang nhé xinh dep nhu nét vé, ching nhiing lam ting
thém my cam cho thi giac, con gitp nguoi tiéu dung giam
b6t diém mu thi gidc, gitp sin pham biy & ké thip nhat
cing dugc cha .

Ke hang 6 ctia vin ludn dugc uu tién bay ban nhiing loai
sin phim “ngdi sao” ctia clia hing nhu nudc hoa; nhiing
ké st tuong bay san phdm nhat dung chi€m dién tich 16n;
con cac tang trén cta ké hang 13 nhiing thing gidy tring
dugc sip x€p gon ging. Sang tao doc ddo nhu viy di thanh
cong gitp MINISO loai bo su ling phi vé khong gian 6
nhiing ké thap thudng gip tai cic clia hing ban Ié truyén
théng khic, dong thoi tao nén higu qua thi giac don gian

nhung vin dep.

Ve phian chi tiét, ti€u tiét, MINISO ludn cé nhiing suy
tinh riéng. Nhiing suy tinh nay thudng dya trén sy trai
nghiém ctia ngudi ding, giéng nhu nhiing ¢ ging cta
Apple trén phuong dién thiét k& tuong tic IXD).

Mot vi du don gidn nhit d6 la: Ching ta thuong thiy
bén trong cic cia hang cia MINISO, ké ban guong dugc
d4t ngay canh ké ban d6 trang sic, thiét k€ tin tim niy gitip

khéch hang d& dang kiém tra hiéu qua khi deo trang stic lén.




g da chét? Ban nham to roi:
18 ban gi va ban nhu the nao!

_ Quanhtrong

Nhiing chi ti€t nho khé thiy nhung tich liy din dan
nhu gép gi6é thanh bdo, gitp MINISO cang tré nén thin
thién v61i nguoi dung hon.

D6i v6i Digp Quéc Phi va MINISO, thiét k& san phim
va thiét ké khong gian bd cuc 1a mot loai nghé thuit kinh
doanh. Ban thin né khic véi/loai hinh kinh doanh va
nghé thuit thuan tdy, nhung lai 1a soi day lién két hai

tht lam mot.

MINISO st dung “stic manh thiét k&” va “stic manh
thAim m§” 16n cta ho dé giai thich th& ndo 14 suy nghi doc
d4o, th€ ndo 14 trio luu thoi thugng, ciing nhd né ma vugt
qua ngudi khac trong méi trudng canh tranh khéc liét, gdy

bio toan cau.
MINISO bén tha gi?
Tht MINISO ban chinh 13 triét 1y thiét k€.
Tha MINISO bén chinh 1a trai nghiém my hoc.

~ Thtt MINISO ban chinh 1 “giidc mo thoi trang”.

5. BAN Gi: THU VE THANH CONG TU “QuUY TAC NGAM”
TRONG CANTON FAIR

Néu chiing ta dua ra mdt ban thim do véi dé tai “Ban




mudn biét bi mit nio ciia MINISO nhat?”, vay thi mot

s6 van dé lién quan dén nhip hiang chic chin s& dtng
diu tién.

Cu thé héa van dé ndy, c6 1& n6 sé& la:

Ai 1a ngudi cung cap hing cho MINISO?

Ngudn hang ctia MINISO dén tit dau?

Ai c6 thé cung cip hing héa “viia tdt viia r&” mot cach
dn dinh?

V6i mot thi truong khong c¢6 “ning luc thuong hiéu”
nhung lai ¢6 “ndng lyc sén xuit” manh nhu Trung Qudc,
nhiing doanh nghiép san xuit xuit sic d6 & dau?

Diép Quéc Phit dua ra tit khéa goi § cho cau tra 1oi
chinh la “Canton Fair”.

Viy, “Canton Fair” 1a gi?

“Canton Fair” chinh la Hoi cho Giao dich Quang Chau.
N6 ciing c6 mot cai tén khic cu thé va qudc t&€ hoa hon:
Hbi cho Giao dich Thuong phim Xuit nhap khiu Trung
Qudc (The China Import and Export Fair).

Canton Fair dugc t8 chiic 1an diu tién vao muia xuin

nim 1957, mdi nim dién ra hai lan tai Quang Chau, Trung




Qudc vio hai mua xuin — thu. Dén nay Canton Fair di c6

60 ndm lich su, 12 hdi chg thuong mai quéc t&€ tdng hop
c6 lich st 13u dai nhét, s6 an t6 chic nhiéu nhit, quy md
16n nhit, chiing loai hing héa da dang toan dién nhit, s6
lugng thuong gia tham dy déng nhat va hiéu qua giao dich

tot nhat.

Canton Fair 14y xuit khau hang héa lam chu dao, nhiap
khiu hiang héa la phu trg, ddng thdi khéng ngiing md
rOng cac loai hinh giao luu hgp tic kinh &€ k§ thuit, cling
v6i cac hoat dong nghiép vu nhu: kiém dinh hiang héa,
bio hiém, van chuyén, quang céo, tu van... Khich hing
1a cic thuong nhan dén tit khip noi trén thé gi6i & tyu
tai Quang Chau giao trao d6i san phim, gia ting tinh

hitu nghi.

No6i mot cich don gidn, diy 1a xu th€ phat trién cua
kinh t€ Trung Qudc, ciing 12 bita tiéc sin xuit cao cip cua
Trung Quéc dat “tiéu chuin quéc t&”.

Nhung ding sau bita tiéc d6 lai ngdp tran 16n x0n va
hdn loan. T4t ca diéu nay, khién Canton Fair trd thinh mét
chién truong khéng thudc stng.

Nb6i chung, bt clt noi ndo cling c6 “quy tic ngim”,

Canton Fair khong phai ngoai 1&.
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Diing tit tit gbc d6 ctia nha sdn xuit tham gia hoi chg,
nhiing doanh nghiép c6 thé dya vao kénh chinh théng c6
“gian hang” tai Canton Fair hang ndm v0 cung it. “Gian
hing” tré thanh tii nguyén khan hi€m cé thé dau tu chudc
loi, gia ca dit dé. Con Canton Fair vi viy xuit hién nhiéu

16n x0n.

Vi du nhu, “co mo6i” mua di ban lai vi tri gian hang s&
xudt hién & bat ct hoi chg, trién 13m ndo. Nhiém vu chinh
ctia ho 12 xem xem cong ty ndo mudn ban vi tri gian hing,
cdng ty ndo mudn mua vi tri gian hing vao nim sau, tit d6

lap ra k& hoach “ki€ém 3n” vio nim sau cho ban than.

Vi du nhu, trong hoin cinh cung cau khéng bing
nhau, “nghé” mua bén vi tri gian hing phét trién manh
mé, “chg den” Canton Fair dugc ra doi. Do hgp dong ctia
cac thuong nhian “chg den” khéng chiu bao hé cua phéap
luit, nén viéc mdi gi6i 6m tién chay mit khong con 1a
hién tugng hi€m thay.

Ding tu gbc do ctia nguoi mua hiang tham gia héi chg,

tinh hudng ciing ric r6i nhu vay.

V6i ngudi mua hang, chuéng ngai 16n nhat ho gip phai

khong phai nim & trit ty thi trudng ma nim 6 “dau vao”.

Vay dau vao Canton Fair cao nhu th€ nao?




Mot nguoi ban rdt gioi lam dn caa t6i tiing noéi nhu sau:
“Canton Fair 12 mot trong nhﬁng hoi chg cé “dau vao” cao
nhit trong nudc. V6i mdt ngudi dan Trung Qudc Dai luc
binh thudng, mudn tr6 thinh khan gid tham gia hoi chg
mdt 1an can phai lam nhiéu tha tuc khé khin hon ca xin
visa ra nuéc ngodi.”

Paiy khong phai 16i néi v6 cin cd, béi tai hdi chg Canton
Fair 1an tht 119 6 chtic nim 2016, mdt nhin vién phu
trach mua hang ctia mot cdng ty My thudc tdp doan Trung
Qudc tham gia hdi chg di bi d6i xit “lanh nhat” nhu vay.
Sau khi x€p hang dién biéu miu theo quy dinh, xuit trinh
thu moi va ndp hod chiéu, anh 4y di bi “tic” tai quay phuc
vu lam tht tuc cdp thé doanh nghiép tham gia mua hang.
Nguyén nhin v cung don gian: “Visa My ctia ngai khong

phai loai visa cong viéc H hay L?, khéng thé 1am thu tuc.”

Sau sy viéc d6, ngudi dan 6ng ndy di “ming chii” trén
cac phuong tién truyén thdng nhu sau:

“Chi bai vi t6i 12 ngudi Trung Qudc, khdng nghi t6i phai
lam visa cong viéc d€ tham gia Canton Fair, nén khong thé
lam thé doanh nghiép tham gia mua hing. Trong khi nhin
xung quanh, mdt ngudi nuéc ngoai bat ky nao dé chi can
gio hoi chiéu lién d& dang dugc mién phi lim thé tham gia

(1) Visa lam viéc cé thdi han




MINISO — Cudc cach mang ban 1 toéQ%céu

mua hang. C6 1& s6 lugng hang cin mua ctia mot s& nhin
vién mua hiang khong thé nio bing dugc s6 lugng cong ty
chiing t6i mua, nhung thian phin nguoi nudc ngoai cua ho
lai gitp ho dugc “bit dén xanh”. Toi, mot cdng din Trung
Quéc c6 gidy to hop 1y hiéu luc, lai khéng thé tham gia hoi

chg mét cach binh thuong.”

Th vi hon 13, cudi cting doanh nghiép mua hing Trung
Qubc dén tit My ndy ciing thianh cong tham gia hoi chg,
“tAm vé vio ctia” khong dé c6 dugc lai ching phai dén t
viéc giao dich v6i nhin vién hoi chg. Ho chon mét sich
lugc nghe ¢6 vé “hoang dudng”, d6 1a bo vai trdim NDT
moi mdt ngudi nubc ngodi, nho anh ta ky tén, gia lam
nguoi phién dich cua anh ta dé d6i 14y “thé phién dich”.
Nhu viy, ho nhanh chéng duge vio bén trong hoi chg.

Tuy nhién, “vao ctia thuin lgi” chi 12 cAnh ctia dau tién

dé dit chan dén Canton Fair, vugt qua né 13 mdt cude chién
ngim khac.

Canton Fair, hay con dugc ménh danh la “biia tiéc san
xudt cao cip”, nhiing doanh nghiép xudt khiu tham gia
hoi cho khong bao gio lo ving khach. Thuc t&, ho ching
nhiing khong hé “nhiét tinh higu khach” nhu cic 6ng chi
cua hang ban si, ngugc lai con kén chon ngudi mua hang
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Grig 03 chét? Ban nham to 161
4 ban gi va ban nhu thé nao!

dé c6 thé tim dugc co hdi hop tac va thu vé loi ich t8t nhat.

Vé phan lam th€& nao d€ ki€m khach, trong ndi b nhiing
doanh nghiép xuit khiu thim chi con luu truyén mot bai

“khdu quyét” nhu sau:

“Khing 161 kéo khach di lai v0i vd — nguoi qua dudng;

Khing 161 kéo khach xach vali mién phi — ngudi thu thap
san phAm mau;

Khing 16i kéo khach di cing nguoi gia tré nho - nguoi
d€n cam nhan biu khéng khi;

Khing 161 kéo khach doan chi c6 nit - nguoi chi nhim
vao hang du, hing chit d6ng;

Khing 161 kéo khich ngd trii nhin phai — nguoi hoi
duong;

Khing 161 kéo khach don than ddc ma mét minh — nguoi
ltra déo;

Khing 161 kéo khich qua tré - nguoi dén thim do “tinh
hinh d6i tha”.”

Véi cac nha cung cdp ngoai thuong ¢ Canton Fair, ho
cling c6 mot cau rat tha vi trong “tdm phap ki€m khach”

ij%zézrﬂr ;



nhu sau:

“Khong i kéo doan chi c6 khich Trung Quic — nguvi khong
kitm dugc tien.”

Nhu d3 dé cip 6 phan truéc, ning luc thuong hiéu cta
Trung Qudc rat kém 13 sy thit khong cin ban cii. Boi vy,
khi mudn tiéu thu trong nudéc, ho sé gip phai tinh trang
béo gia qué cao, thim chi nhiing doan c6 ngudi néi tiéng
Trung Qudc con bi mot s6 doanh nghiép “chi nhin khéich

nudc ngodi” cu tuy€t ngay tui vong gui xe.

Song v6i mot nhém nha cung cip ngoai thuong khic,
ho s& khéng vi mét vii s6 luong nhé ma tit chdi todn bd
khiach mua hang Trung Qudc. Boi dap ting dugc yéu cau
vé s0 lugng 13 “tiéu chi cting” d€ ho lya chon khach hang.
Va “tiéu chi cling” ndy ciing tré thinh ngon ndi vit ngang

truéc mit cic nha mua hang Trung Qudc.

Ting c6 mdt cong ty cung cip sin phdm nhuya ti chéi
Diép Quéc Phii tai Canton Fair 12n tht 114 t6 chic vao
thang 10/2013 nhu sau: “San phim nhuya cta chiing ti
chuyén cung cap cho thi truong Nhit Ban. Nim ngoii don

ddt hiang cta ho tri gia 80 triéu USD.”

D6i phuong néi rit nhanh, cing khong hé than thién,




ludén nhin manh vio cum “80 triéu USD”. Giai thich theo
¥ cta ho nghia 13: “Néu s6 tién dit hang qua it thi khong
can nbi nita.”

Th€ 13, doin mua hing do Diép Qudc Pha din dau
tham gia Canton Fair l4n thii 114 d3 “that bai tl trin danh
dau tién” dang nhu dy dodn. Ho bi gidng mot don dau td

nhiing “quy tdc ngdm” khac thudng nay.

Tuy nhién, Diép Quéc Pha ludn tin ring, chi c6 nha
cung cip hing diu méi san xuit ra nhiing san phim hang
diu, méi c6 thé hoin toin phii hgp véi triét 1§ cude sdng
chat lugng ma MINISO dit ra. Tiéu chuin san xuit cua
nhiing nhd cung cip ngoai thuong nay ludn cao hon so
v6i nha may ban trong nuéc. Do d6, Diép Quéc Phd van
coi cic nha cung cip ngoai thuong & Canton Fair lam d6i
tugng tin cong cha dao, thé nhit dinh phai tim dugc

“diém dot pha”.

Lan thi hai, Dau Na — giam déc san pham ctia MINISO
dén Canton Fair tham quan gian hing ctia mdt xudng san
xudt. Ban chai danh ring ho lam r4t dep. Ong chu xuéng
néi véi co Ay bing giong diéu canh gidc: “Cd dén hoc tap
dtng khong? C6 phai dep hon hang nha cd lam rit nhiéu?”
Diu Na khong nbi gi, chi chi vao nguoi phién dich bén




canh, ding tiéng Anh néi chuyén v6i 6ng 4dy. Ong chu

xudng ngay lap thc nhiét tinh béo gia.

Diép Qudc Phii di hoc khén rdi. Anh 4y néi dia nhu

sau: “Tai Canton Fair, gia cAm chinh 13 be trén.”

Khong tiép nguoi Trung Quéc? Diép Qudc Phi lién ctr
phién dich va d6i tic Nhat ra mit tim ngudn hang, ban

chuyén lam in.

Khéng muén ban trong nudc? Viy thi 4p dung chién
thuat quanh co vong véo, trudc hét néi chuyén mua hang
cho ctra tiém & Nhit, sau khi dat dugc quan hé cung
c4p 6n dinh s& nbi dén chuyén mua hing cho cta tiém &

Trung Qudc.

Diép Qudc Phti mudn thyc hién 156i ha cia anh 2y,
muén két hop “nidng luc sin xuat” t6t nhit ctia Trung
Quéc va “ning lyc thuong higu” t6t nhdt ctia quic t& dé
tao ra mot bau troi méi, con dudng méi.

Dén nay, Diép Quéc Pha di khéng can lo ling lam
th& nao dé€ MINISO c6 dugc “ndng luc sin xuit” t6t nhit,
thim chi ttt H6i chg Canton Fair 1an thd 117 dén hoéi cho
1an thit 119 t6 chiic vao thang 4/2016, MINISO di 16t x4c

ti “ngudi mua hang” thanh “ngudi mé gian hang”.




Nhiing san phin dugc gia cong ti mi cing véi thiét k&
gian hang hoi chg don gidn dep mit d4 thu hat rat nhiéu

nguoi nan lai.

Bing “nhan khi cao” dugc ong troi uu dii, MINISO
nhan dugc rit nhiéu 16i khen ngoi va tin duong ctia cic

thuong nhin dén ti nhiéu nuéc khi tham gia Canton Fair.
Vay, MINISO bén gi?
Thit MINISO ban la dau éc budn bin.
Thit MINISO bén la chién thugt, sich lugc giai quyét vin de.

Thit MINISO bin la tri tug va su quyét dodn ngudi tai giéi
ciing khong the lam.

6. BAN Gi: “HANG NHAI” HAY “SAN PHAM KIEU MAU”?

Cubi nim 2015 xuat hién mot bai bdo rat “hot” trén cac
trang mang x4 hoi va thong tin dai chiing. Tiéu dé nhu
sau: “Lat tdy ngudn gbc ctia MINISO, 90% 12 hang nhéi”.

Bai bio dung tit khoéa thinh hanh lac by gio 1a “16t da”,
dung “Iy 1& din ching” dua “hang gid” MINISO ra 4nh

sing, cling rat “c6 tAm” ché& anh so sdnh v6i sin phim géc.

Vi du nhu, miu thiét k& xit khodng ctia MINISO gi6ng
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mau thiét k& xit khodng ctia Avéne nhu dic;

Vi du nhu, mdt miu m§ phdm dudng da dang ban rat
chay cua MINISO “trung hop” “dung hang” v6i mét loai
m§ phim dudng da ctia A.S Watson;

Vi du nhu, mdt loai sia riia mit vd mau xanh lam cta
MINISO “khong hen ma gip” trung ¥ tudng thiét k& véi
mdt loai sita riia mit ctia hing SHISEIDO Nhat Ban, thim
chi logo chinh trén lo cling la nhiing dudng “cong cong
thing thing” don gidn giéng logo trén lo sita rla mit cta
SHISEIDO.

Bai b4o xuat hién dan d€n nhiéu 16i chti béi trach méc.

Thim chi, khong it ngudi thuin th€ x€p MINISO va
Aiyaya vio lam mét, dua Aiyaya gia nhap loai hinh “ctia
hang N déng” khong biét xdu hd.

T4t nhién, MINISO va Aiyaya c6 mdi lién hé chit ché,
nhung né khong lién quan gi dén “gia ré” va “tht cip”.
M&i lién hé & day chinh 1a diéu ta ting dé cip rat nhiéu 6
phan truéc, thim chi sip bi ling quén sach s& - mé hinh

“thoi trang nhanh”.

Chiing ta ting nhic dén, “thoi trang nhanh” hay con

i “fast fashion” duing dé chi sy bit chuéc va quay vong




ih truyen thang da chét? Ban nham to roi:
- Quan trong 12 ban gi va ban phi thé naol

nhanh chéng trong viéc thiét k& trang phuc trén thi trudng
thoi trang, so v6i cac loai hang cao cip, cic sin phim nady

dugc ban véi gia thip va binh dan hon.

Miéu ta mét cach don gian dé hiéu hon chinh la: “chép”
14y cac trang phuc trén sin dién thoi trang, thay chat liéu,
stia thi€t k&, d6i gi va ban cho khach hang.

Dit trong mang d6 trang siic, nhiing ngudi mua thoi
trang cta Aiyaya sé dam nh4n vai dién “chdop” hing nay.
Puong nhién, “chdp” 6 ddy khong phai “cuép”, thi ho

“chop” chinh 1 cac thi€t k& san phim thoi trang.

Néu dit “chiéu” ndy vao mang d6 ding hang ngiy, n6
sé tro thanh MINISO ngay nay.

C6 1& c6 nguoi s& hoi: “Thay cai gi tot lién 1Am” 12 mote
trong nhiing “chiéu quen thudc” cua cac nhan hiéu Trung
Qudc, nhung tai sao nhiing ngudi thinh cdng nhd md hinh
nay lai it nhu vay?

Mudn gidi dip ciu héi trén, c6 1€ ta phai tim d4p 4n
trong linh vyc thdi trang dang phat trién rit manh.

Ngay 23/10/2015, ngudi diing dau bang x€p hang ty
phi todn cau cta Forbes di thay d6i, mdt ty phi méi

ra doi.
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Tuy do sy bién dong cua gia tri cd phifu va ti gia dong
Euro nén vi ty phtt méi ndy chi duge lam ngudi gidu ¢
nhat thé gi6i trong mdt ngdy, nhung vin du dé ngudi

ngudi phai nhic dén.

Nguodi d6 khong phai Bill Gates, ciing ching phai
Warren Buffet, ma 12 mot cai tén c6 vé xa la v6i tat ca moi

ngudi trén thé€ gi6i: Amancio Ortega.

Nhic d€n ngdi ty pht gidu nhit ctia 6ng 4y, chic chin
phdi nhic dén sy thanh céng ctia thuong hiéu thoi trang

nhanh thanh 14p ndm 1975 — Zara.

Ngoai viéc déu lya chon chién lugc thdi trang nhanh,
Zara vi MINISO gifng nhau nhit & chd moi an tugng
“khic sau” vio diu ngudi khic vé ho déu mang tén

“hang nhai”.

R4t lau vé truéc, Zara tling c6 mot danh hiéu rat dai
nhu sau: “Nhan hiéu chuyén bit chuéc hing xa xi ctia cac
thuong hiéu 16n”. Ngin gon hon, né goi la: “Hang nhai

cac thuong hi¢u 16n”.

“Danh hiéu” ndy bit ngudn tit mot hién tugng rat tha
vi, d6 1a: Sau khi chiing ta xem budi biéu dién thoi trang

ctia cic nhadn hiéu 16n trén tivi va cam thay vo cling ngudng
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Kmh doanh truyen théng da chet7 Ban nham to.rok:
_ Quantrong 1 ban gl va ban nhiu thé naol

m6 mau thi€t k& d6 thi chi mdt tuin sau, dén bat cit cia
hang ndo ctia Zara ¢ cic trung tdm thuong mai lién mua

dugc mot miu thiét ké tuong tu.

Hon nita, phin 1é6n cic cd gii tré déu ngam hiéu diéu

nay trong long.

Phuong thtc thiét ké nhu vy da gitp Zara tiét kiém

dugc mot chi phi thiét k€16n cling nhu chi phi thi nghiém.

Suy cho cling chting ta déu biét, s6 tién rét vao thiét
k€& ctia mdt nhén hiéu cao cdp nhu LV, mbi lan Ién t6i may
nghin van USD déi véi ngudi binh thudng c6 thé xem la
“gia trén troi”.

Con cong viéc cic nha thiét k& thoi trang ctia Zara ddm
nhiém gidéng v6i “ngudi mua thdi trang” cia Aiyaya, ho
12 mgt tap thé két hop gifia lao dong chin tay va lao dong
tri 6c, cho dit khéng thé tré thanh ngudi dai dién cho sin
phim, nhung lai t6n rit nhiéu thoi gian dé ra vao cic san
dién ctia thuong hiéu 1é6n hoic cac khu vuc din diu trao
luu thdi trang trén khip thé gidi.

Li mo6t nhan hiéu thoi trang bi nhiéu ngudi 1én 4n vi
“dao nhai”, lai rit “manh dan” d3t ctia hang 6 trung tim

thuong mai khip céc thanh phé, Zara chua bao gié cam
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MINISO  Cuge céch mang bén 1€ toan cau

thdy mic cdm ty ti vi bi so sanh v6i nhiing nhan hiéu 16n
hon, ho khong nging mé réng dia ban. Dya vao cach
thi€t k€ tu trung bay cé tinh cling poster c6 mit cic nguoi
mau ndi tiéng thé gidi, Zara di choi trd choi “quang céo
nhanh” rat t6t trén dia ban cia minh: Fifth Avenue (Dai
16 s6 5) & New York, M§; Avenue des Champs-Elysées
(Pai 16 Champs-Elysées) & Paris, Phap; dudng Nam Kinh
6 Thuong Hai, Trung Qudc; phé Vuong Phu Tinh 6 Bic
Kinh, Trung Quéc...

Su “kiéu ngao” cha Zara d3 thay ban thin thuong hiéu
ndy tao nén biu khdng khi thdi trang “cao cAp sang trong”,
khién dam déng ciing tu dong hinh thinh &n tugng vé
Zara 13 “thiét k€ cao c4p, gia ci trung cip”. Day la dinh
gia Zara thich nhit, cling chinh 13 hiéu qua ma ho dang

mong doi.

Néu so sanh diéu ndy v6i cic doanh nghiép Trung Qudc
v6i s6 trudng 1a “bat chudc” va “dao nhai” thi qua i khéng
thong minh. “C4 sdu — Lacost” v6i du loai hinh dang, ting
phd bién khip cic phd to ngd nhoé 6 Trung Qudc du dé
chiing minh, nhiing hang héa Trung Qudc “ddng Am khéc
chit” véi cac thuong hiéu 16n khién nguoi ta c6 an tugng

sdu sic vé hanh vi “dao nhai” ctia Trung Qudc.




= o Kmh doanh truyén thong da chet7 Ban.nham to roi:
: : - *fﬁf‘ “Quan trong 1a ban gi va ban nhu thé nao!

Khién ngudi ta x6t xa hon 13, nhiing “ngudi dao nhai”
ndy qua chi trong d€n thiét k& thuong hiéu cta cic nhin
hang qudc t€16n ma quén di diéu cot 161 nhat ctia ho - thiét
k& san pham. Nhiing ngudi niy mudn duya vio sy tuong tu
trong tén goi san phim d€ “ltia gat” ngudi tiéu dung vao
ctia hing vi “mua ban duy nhit mdt lan”. Nhiing nguoi
ndy tha dong cham dén quyén sé hitu ctia cic nhin hing
16n — su nguy hiém vé “thuong hiéu” ciing khong mu6n bo

cong stic ra d€ “sing tao”.

Tuy Zara “dao nhai” d€n mic ca th€ gi6i déu biét, nhung
ciing chdng c6 ai so sinh hay lién tuéng Zara d€n mot nhin

hiéu nao khic.

Neéu chting ta viét mot bai “riia oan” cho MINISO, viy
thi thanh céng cua nhin hiéu dugc goi 1a “6ng vua hang
nhai” ndy ciing nim & do.

Céac mit hang bi “sao chép y nguyén” nhu xit khoang
Avéne, san phim tu nghién ctiu ctia A.S Watson hay stia
ria mit cia SHISEIDO déu 1a nhiing mit hiang ban chay
chia cic thuong hiéu ndy va dugc nhiéu ngudi tin ding.
Nhiing san phdm “tuong tu” vo tinh tring hop xudt hién
trong clia hang cia MINISO phin nio cho thiy sy nhay
bén ctia MINISO véi thi trudng, dinh vi san phdm chinh




xac cling nhu tu duy c6t 16i trong viéc tip trung vio ban

thin san phim.

MINISO san xudt chinh 13 sin phim ctia MINISO
chi khong phai mot loai “Avéno”, “C.D Watson” hay
“SHISEICO” tén goi tuong tu ndo d6. Bé qua sy phé phan
vé dao dtic, “tip trung difm manh ctia ngudi khic” va
“dting trén vai ngudi khéng 16” trd thanh nhiing cum ti
dé néi vé MINISO.

Ciing giong nhu Zara, MINISO rat kiéu ngao dua “san
phim ddc quyén san xudt” va “thiét k€ dai chiing” ra thé
gibi, dua vao “chit lugng t&t giad mém” va chit “nhanh”
trong “thoi trang nhanh” d€ chi€m co hoi du tién.

Tréi lai, sau khi MINISO tr6 nén 16n manh, khéng it
cac nhan hang nhai v6i tén goi tuong tu nhu “AAA SO,
“MINI B”... cfing ra doi. Tén nhidn hiéu bit budc, nhung

chat lugng san phaim va thiét k&€ déu khong dat tiéu chuin.
Viy MINISO c¢6 thit sy la nhan hiéu dao nhai khong?

Du ti géc d6 ting hd hay phin ddi quan diém niy,
chiing ta cling khong c6 chiing ct xac thuc d€ ndi, do d6

phéan doan tuy tién la mot hanh vi v trich nhiém.
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Ai ciing bi€t, MINISO c6 hang nghin mit hing. Nhiing
san pham ndi tiéng trén mang vi “dao nhai” chi 1a 56 1é. Do
d6, bai bio c6 tiéu dé “90% la haing nhai” khé trinh khoi
viéc c6 tinh bdi nho MINISO. Ngoai ra, chiing ta ciing
khong thé khiang dinh chic chin nhiing san phdm kia hoan
todn st dung thiét k& géc.

Nhung v6i mot nguoi tén sung “thoi trang nhanh” va
ludn coi trong ban thin san pham nhu Diép Qudc Phi, anh
4y qua thuc di dua nhiing “hing nhéi” trong mit ngudi ta
tré thanh nhiing sin phdm chat lugng tét.

Vay, MINISO bin cii gi?

Thi MINISO bin chinh la mé hinh kinb doanh long ghép
“thoi trang nhanh” vao “do ding hang ngay”.

Thit MINISO bin chinh la tu duy cot 16 13y san pham lam
trung tam.

Thit MINISO béin chink la “san pham kiéu mau”.

==



7. BAN Gl: HANG BAN CHAY! HANG BAN CHAY! HANG
BAN CHAY!

Bén trong ctia hang cia MINISO c¢6 mdt hién tugng rat
thi vi, d6 13 bat ké trén ké by la liét du cac loai hiang héa,
thi nhiing san phdm dugc thiét k& can than ti mi kia déu
chi c6 mot dén hai mau mi. Trong s6 hon 3.000 mit hang

cta MINISO, loai nio cling nhu viy.

Dé dang nhin thdy, MINISO di b6 qua chién lugc
“nhiéu va ddy du” truyén théng trong viéc lya chon sian
phim, ho di dung “phép tra” vé mit kiéu ding, kich
thudc sin phim. Theo céch néi ctia Diép Qudc Phti nghia

N«

1a: “Chang t6i mudn san xuit nhiing mit hang ban chay,

va chting t8i chi san xuit mit hing ban chay!™
Vay, th€ 12 nio mit hang ban chay?

Nhic dén mit hing ban chay, chiing ta kho tranh khéi
lién tudng t6i “hang Taobao” v6 cling “phd bién”, kitu
dang dep, gia ban thap. Néu dit trong linh vuc thoi trang,
n6 chinh 13 “buéc ra dudng chd nio ciing thay”. Ly mot
vi du cu thé, san phim lam tit chét lieu da ciia UNIQLO
c6 thé n6i 12 “mit hang ban chay” trong nhiing ndm 1999.

Vi UNIQLO ciing ludn 14y “hang ban chay” lam muc tiéu



i trUyen thong da chét? Ban nham to roi:
uan trongla ban giva ban nhizthé naol

thi€t k€ mbi miu san phim hang héa.
Dén day, tdi dot nhién mudn dung hai tit “thdi trang”
da nhic dén & phin “gidc mo thoi trang” truéc d6 dé méd

rong cau chuyén.

Nhu chiing ta d4 néi, “thdi trang” diing d€ chi “mot su
vat dugc ching ta tén sung trong mdt khoang thoi gian
nh4t dinh & thoi dai chiing ta dang séng”. Song, chiing ta
ludn ludn quén mit ciing c6 mot dinh nghia khéc vé “thoi
trang” & phuong dién tdm 1y hoc: “Thoi trang hay con goi
13 thinh hanh, ding d€ chi mot hanh vi kifu miu hoic
mdt phuong thiic séng thinh hanh phd bién trong mot xa
hdi hodc quan thé va dugc nhiéu ngudi bit chuéc tai moe
khodng thdi gian nhat dinh. Thoi trang vita dugce biéu hién
trén phuong dién doi séng vt chat (nhu: #n, mic, 6, di
lai), viia dugc phan anh trén phuong dién cudc séng tinh

than (nhu: vin héa, giai tri, hoat dong).”
Néi don gian, thoi trang chinh la su thinh hanb, phi biéh.
Thinh hanh hon ca thinh hanb ¢ tao ra hang ban chay.

Va ditu kién titn quyét tao ra hang ban chay, chic chin la

thii trang.
Gi6i han trong hai chit “thoi trang”, vong doi ciia mot
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san pham ban chay c6 méi quan hé mat thiét dén trao luu,
xu huéng. Do d6, dai da s& cic “m3t hing ban chay” cudi
cung kho tranh khoi viéc gidng nhu “phii dung sém né t6i

tan”, c6 két thic dau budn.

Nhung v6i mot ngudi 1am #n, chi cin san phdm da “ban
chay”, thi du trao luu xu huéng c6 di nhanh d€n diu, vong
doi c6 ngin dén dau, thi s6 lugng ban ctia “san phim ban
chay” d6 cling ngang vé6i s8 lugng ban vit va cd nim méi
c6 dugc. Tham chi, né con c6 thé gitip mot nhin hiéu binh
thudng nao d6 von khong dugc coi trong bdng thay da
dbdi thit, tit khong dé ai bi€t tré nén thu hit sy chd § cta

nghin ngudi.
Day chinh 14 sic hiat caa “hang ban chay”.

Nhung d€ tao ra “hing ban chay” khong phai viéc dé
dang, c6 nhiing sin phaim ca doi ciing ching thé tré thinh
tam diém. Song, MINISO ngugc lai c6 thé tao ra “noi tap

trung cic mdt hang ban chay.”

Vay, ho di lam nhu thé nao?

C6 nguoi so sinh viéc san xuit cic mit hang ban chay
v6i cude chién marketing. Néu dit trong linh vuc thuong
mai dién tl1, n6 dong nghia véi viéc cd ging hét siic d€ tao

dit liéu (data) khach hang, loi dung tdm ly dam déng dé




Kmh doanh truyén thong da chét? Ban nham o roi:
- Quan trong 1a ban gi vaban nhu thé nao!

ki€m 161 khen. ..

Con néu dit trong linh vyc ban & truyén théng, nd
khoéng c6 gi khdc ngoadi quang cio ting bdc san phim va
cac chiéu tro ban giam gia.

V6i MINISO, dé€ tao ra hang ban chay, marketing duong
nhién quan trong, nhung vin dé khéng phai sin phdm nio
cling c6 “gene” ban chay bam sinh. Néu diu tu chi phi vio
marketing mot cich mu quing, k&t qua thu vé vin chi la

con s8 khong tron trinh.

Do d6, MINISO bo 99% stic luc diu tu vio viéc nghién
ctiu phat trién san phim bin chay, ciing d4 nghién ctu ra
mdt bd “bi kip doc mon”. Toi tam tong két lai va goi nd
12 “Ba bi kip 16n”: “Nhat diép tri thu”®, “Uu thing liét

thai”® va “Ph4 phu trim chau”®.

1. Nhat diép tri thu
Néu di lién quan dén thoi trang, vdy diéu kién tién

quyét d€ nghién ciu ra mot san pham ban chay sé 1a: xu
(1) Nhat dlep tri thu: Nhin mét phlen 14 roi doan biét mua thu dén. Du
dé chi viec doan biét toan bd két qua hodc xu thé phat trién 1 Mot hién
tfuong nhé.

(2) Gitr t6t bd xau

(3) Dap ndi chim thuyén: Lay tu dién tich Hang Va dem quan danh Cu
Léc, sau khi qua séng dim hét thuyén, dap v& ndi niéu dé binh si thay
khéng con dudng lui, budc phai quyét tim danh thing.




MINISO - Cubc cach mang ban 6 toan cé

huéng thim m¥.

Vé diém nay, chiing ta da t6n rit nhiéu bt muc dé noi
vé su ¢6 ging thay déi caia MINISO 6 phin trudc rdi, do d6

ta s& khong nhic lai 6 day nita.

Du khéng bian vé thim m§y, song nim bdt chuin xu
huéng v6 cing quan trong. N6i cich khac la: Nguoi ta

dang cin gi nhit thi lAm ci d6.

MINISO vb cting tdc dd trong viéc nim bit xu huéng,
hodn toan c6 thé sainh ngang véi dai dién ctia thuong mai

dién tt 1a Taobao.

Mot vi du tiéu biéu khéc, d6 1a trio luu chup anh ty
su6éng ndi 1én sau khi dién thoai thong minh dugc phd cap
cling vé6i sy xuit hién cia cai goi 1a “thdi dai s6” khi€én nhu
ciu mua “gdy chup anh tu suéng” ting lén chéng mit. Va
nhu moi ngudi déu biét, d6 vat ndy dugc cong nhan 13 san

phim bin chay nim 2015.

Thé nhung, diéu khién nguoi ta khong ngo téi 13, khi
nhiing ctia hang trén taobao von ndi tiéng vé “t6c 46 nim
bit thi trudng” con chua kip phd cip hing héa trén dién
rong, MINISO da nhanh nhu chép tung mau giy chup
anh ty suéng gia ré va mau ma dep. So v6i nhiing loai gy

~ chup anh ty suéng rao béan tit 60 ~ 200 NDT trén Taobao



&n thong d& chét? Ban nham to roi:
rong 13 ban gl va ban nhu the nao!

sau ndy, gdy chup anh ty suéng cia MINISO khong nhiing
dugc thiét k€ thoi trang, déng gbi dep mit, tu duy san
phdm 16 rang va chi c6 gi4 khodng 20 NDT, hoan toan phit
hop véi hai y€u 6 khong thé thigu cia mot mit hang ban

chay: dic biét, gia thip.

San phim nay vita ra mit, khong it ngudi tiéu ding vén
ludn “khinh thudng” MINISO ciing phai thét 1én: “Ding

gid mua mot chiéc!”

T4t nhién, MINISO d4 thu dugc thanh cong to 16n trong

viéc tao ra mdt hang ban chay la gdy chup anh tyu suéng.

Nbi vé vii khi bi mit ding sau sy thinh cong cta
MINISO, nb gan giéng véi “Aiyaya”. D6 13 mdt déi nhém
chuyén mua hang gém hon 100 ngudi, c6 mit & khip noi
trén th€ giéi nhu M§, Dan Mach, Nhat Ban... dé thu thap

tin tiic vé thoi trang va xu huéng.

Cong viéc ctia ho khong hé don gidn. Ho vita phai cha
¥ dén cac trao luu thoi trang trén Internet d€ phin tich
trio luu, xu huéng thinh hanh théng qua bio cdo cta cac
cdng ty nghién ctiu xu huéng, viia phai chay dén cic budi
trién lim va trung tim thuong mai 6 khip moi noi, thim
chi nghién ctu cti chi hanh dong, cich #n mic trang diém
ctia ngudi di dudng d€ dy doén trio luu xu huéng. Ching



ta phai biét ring, nha thiét k& thoi trang Giorgio Armani,

ngudi sang lap ra thuong hiéu cao cAp ndi ti€ng Armani
ting c6 théi quen phin tich trio luu bing cich quan sit
nguoi di duong.

Ho can phai nhay bén, cAn phai khit khe, cin phai chinh
x4c, cAn phai bit diing trong tdm, cin phai biét nhin sy vat
tit khi méi xuit hién d€ doan biét luong lai.

Con v6i mot thuong hiéu ma ndi, nang luc dya vao cai
nho dé doan biét cai 16n, “tit mot chiéc 14 nhan biét mua
thu, tit mét qua chin doan biét van vat” chinh 12 tién dé dé
tao ra mdt mit hang ban chay, 13 14 chin viing chic dé tao

ra thi&t k&€ xuat sic.

< " 2
2. Uu thang ligt thai

Giit tot bé xau, cb canh tranh méi c6 thé séng sot.

Dy 12 mot lugn diém co ban trong Thuyét tién héa cta
Charles Darwin.

Dit trong vin dé khong ché sin phim, diéu nay hién
nhién v6 ciing dé hiéu. D6 chinh 13 “thi gi t6t thi d€ lai,
th gi kém chit lugng dem vit di”. Tuy nhién, trong linh
vuc thiét k& san phdm, ngudi ta ludn c6 tdm 1y phd bién
nhu sau: “cai gi ctia minh déu quy gia”.
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ch8t? Ban nham to roi:
va ban nhurthé naol

Chinh diéu nay da khién viéc phan biét “hiang t8t hing
kém” tr6 nén khong dugce khich quan.

Nhung vé6i nhiéu nhin hiéu ma néi, qui trinh nghién
cliu ta0 ra sin phim cua riéng ho tdn rat nhiéu stc luc,
cAn dau tu rat nhiéu tii luc, vat luc. Vi du nhu d€ san xuit
ra chiéc lo thdi trang va dep mit cho loai nuéc ép xoai
tré thinh “ngdi sao” trong sd cic mit hing ciia MINISO
ching ta nhic dén 6 phin trudc, hing da phai sing loc
va lya chon gifta hon 50 xuéng sin xuit thuy tinh va 80

xudng mdy chiét ré6t méi thinh cong.

Véi cach thiic san xuit va dinh lugng san phdm diy tim
huyét nhu viy, néu hing héa bi r& xuéng do khich hang
khdng mua, “ton thit” doanh nghiép phai chiu s& ching

khac nao cit tiing miéng thit trén da.

Su kién quyét cia MINISO trong viéc ndy di thé hién
su quyét tAm cling long tin ctia ho trong viéc tao ra “noi
tap trung cdc mdt hiang ban chay” xtng v6i tén goi.

Vi Diép Quéc Pha, san phim déu bay hét ra ngoai ctia

" hang, viéc ban nhu th& nao via nhin 13 biét. Do d6, anh
4y gan nhu hoan todn tranh khoi viéc qua cha § vao san
phim ma hanh dong theo cam tinh, chi néi chuyén bing

s6 liéu. Sau khi danh gi4 hing ban chay va hiang € dya theo




tinh hinh tiéu thy sau 7 ngay & cac cua hang, MINISO sé
14p tiic thuc hién “ch€ d6 loai bo vi trf cudi cing”. Khong
chi loai b6 sin phim diing cudi bang tiéu thy, thim chi
MINISO con dong thoi gat ludn cic nha cung cap khéng

dat dugc tién do san pham.

Hanh dong kiém nghiém sin phim thong qua khéach
hang va thi trudng, thay d6i san phdm theo chu ky tuin
cho thiy tu duy kiéu méi trong viéc nghién cttu phat trién
san phim ctia MINISO. MINISO di chuyén d8i quy trinh
trinh cung c4p tlit nha sin xuit dén ngudi tiéu ding sang

quy trinh ngugc lai ti nguoi tiéu diing dén nha san xuit.
Chi san xuit san phdm khich hing yéu thich!

Day chinh 13 diéu c6t 161 d€ tao nén hiang ban chay.

3. Pha phi tram chéu

Toi con nh6 khoang thoi gian hoc cip ba, thay cha
nhi€ém day todn cta ching t6i thudng noéi cdu nay: “Cac
em phai hoc cach ép ban thin lam viéc.”

Khi d6 tdi nghe nhiéu dén miic dén gio vin cam thiy
nhu méi. Thé nhung, ¥ nghia cta ciu néi ddy tinh gidng
dao d6 dén gio tdi m6i hoi hiéu, n6i don gian chinh 13 thai

d6 lam viéc v quyét tim lam viéc, vita khong chita cho




ban than dudng lui, vita c6 thé kich thich tiém lyc ciia ban

than trong gidy phat sinh ta.

Diéu nay khién 61 khong ngiing nghi dén mot cau
n6i khi thit tim cich gidi mi con dudng thianh cong ctia
MINISO:

Lim th& ndo dé tao ra san pham ban chay?

Diép Qudc Phi néi: “Ep budc ban than.”

Qua 13i ctia Diép Quéc Phi, chiing ta c6 thé hiéu dugc

¥ nghia ding sau ti “ép budc”:

“Cho du khi d6 chi c6 mét ctia hang, thi tdi van 14y s&
lugng hang van d€ dit mbi don hang, dong thoi mua dtt
hing hoéa san xuit ra, sau c6 ban dugc hay khéng ciing
khong lién quan dén nha cung cip, don hét 4p lyc vao ban
than. Nhung cling chinh ap lyc nay dd thic ép ching tdi
phai c8 ging trong qua trinh nghién ctiu sén phim, ddm
bdo mbi loai san phim déu 1a hing ban chay, tinh ning

vugot trol.”

Diép Qudc Pht déanh cugc vio hiéu qua quy mé, hiéu
qua quy md phu thudc vao san phdm ban chay. “Chinh
sich mua dat” 1a diéu kiéu c6 lgi d€ c6 duge “gia thap”,

ddng thoi cling cit &t dudng lui cho viéc nghién ctiu san
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pham that bai. D6 1a mau chét ting phan thing trong thi
thach “khéng s6ng sé chét” va trén phuong dién nghién

ctiu, thiét k€ san phim cua MINISO.

Chinh thai d6 quyét tdim dén ctuing, chi dugc phép
thanh c6ng khong cho phép that bai nay da gitp MINISO
lién tuc tao nén “huyén thoai” vé cic sin phdm ban chay.
Minh chiing cho diéu nay nhiéu khong dém xug, c6 thé ké
dén nhu: Truyén ky vé mot loai bt ké mit caia MINISO
ban dugc hon 100 triéu chiéc trén toan th& giéi chi trong

mot ndm.

Toi rit khim phuc su diing cam va tri tué ctia Diép
Qudc Pha trong viéc tao nén nhiing san phim bén chay.
BAt ké 12 “nhin ddu hiéu biét xu huéng phat trién cta su
vat”, “gifl tot loai xdu” hay “quyét lam dén ciing”, tit ca
déu cho thdy MINISO ludn theo dudi két qua dén cuc han.
Nhin tit mot géc d6 nao d6, “cuc han” ndy thdm chi con
mang theo sic thii “cuc doan”.

Diéu nay di chiing minh ciu néi: “Ké thanh cong 13 ké
hoang tudng c6 chap.”

Diéu nay ciing cho thiy, dai da s6 déu khong hoc theo

ndi MINISO.
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MINISO ban cai gi?

Tht MINISO ban chinh la: Hang ban chay! Hing ban
chay! Hang béan chay!

8. BAN GI: VUQT KY VONG!

M6i quan hé gifta “ky vong” va “k§ két mua ban” v6 cling
miat thi€t. “Ky vong” néi vé nhu cau tim I ctia khach
hiang va tdm 1§ mong dgi v6i mdt miu san phim nio do,
va khi san phim nay théa min “ky vong” ctia khich hang,

hanh dong “ky két mua ban” s& xuit hién.

Trén thuc t&€, “ky vong” chiing ta muén dua cho
khich hang luén khép v6i tu duy vé sin phim. Vi du
nhu MINISO, “ky vong” ctia ho 1a: Gi4 thap nhung chat

lugng cao.

Song, chiing ta khéng thé khong nhin vao mdt vin dé
thyc t€'1a: “Ky vong” ctia khach hing va hoat dong tdm ly
thé hién ra ti loai “ky vong” ndy ludn mang sic thai chu
quan. Duéi su dnh huéng ctia sic thai cht quan d6, rit
nhiéu mit hang xudt sic s& gip phai tinh trang “oan tc

ching thé néi ra”.

Nobi dén day, chic hdn mot s6 doanh nghiép offline da




nhin ra van dé. Vé6i MINISO, vi dy minh hoa cho diéu nay
nhiéu v s8.

MINISO tiing biy ban mdt miu may bay d6 choi dicu
khién tit xa rit dep trong clia hing, t6i cling tling thay ban
beé chup anh n6 va ding 1én Wechat, qua that thiét ké bén
ngodi ctia n6 tinh xdo dén miic ngudi ta phai rung dong.
Thé nhung, khi t6i mudn mua mot chiéc may bay dé choi
nhu vy é MINISO thi nhin dugc théng bao: “San phim
ngung ban”.

Nguyén nhan ngling ban v6 cung ky tht: Miu may
bay nay dé bi hong héc khi nguoi ding thao tic khong
dang cach.

Dung nhu nguyén vin & trén, nguyén nhin khién
may bay d6 choi hong 13 “ngudi dung thao tic khong
dang cach”.

Theo két qua diéu tra, cha yéu do khich hing thiéu
kinh nghiém st dung, dan dén thao tic khong dang lam
may bay roi ti trén khong trung xubng véi toc dd cao.

Chiéc may bay db choi dé thuong nay di tré thanh “con
tot thi mang” trong khi€u nai cia nhiéu ngudi dung. Béi

du d6i ngii chim séc khach hang c6 t6n bao nhiéu nuéc




bot di ching nita, khach hing van ¢& chap cho ring nguyén

X

nhin khi€n méy bay “dé” héng 13 vi “qua re”.

Thé nhung, néu ho mua mét miu may bay d6 choi y hét
nhu viy ctia mot nhin hiéu cao cip khic bing mét s6 tién
16n thi khi d6 choi hong, nguoi tiéu diing phan 16n sé thita
nhin do ban thin thao tic khong dang cich.

Quan niém phan biét d6i xt “tién ndo clia ndy” 1o rét
nhu vdy hién nhién trii ngugc v6i tu duy “tién nio cta
ndy” MINISO dang c8 ging xiy dung, khéng c6 loi cho
viéc tao nén dic tinh sin pham.

Do d6, MINISO dit khoit ngting ban mau miy bay d6
choi “bat hanh” nay.

Do d6, MINISO phai ddm bio mdi mdt sin phdm trong
ctia hing déu hét stic dat nhu khach hang ky vong.

Nhu viy rit t6t, song vain chua du.

Boi sau khi dat ky vong, MINISO ti€p tuc huéng t6i
gia tri khac: Vugt ky vong!

Vay, th€ ndo 1a that su vugt ky vong?

Trudc khi dan dit vin dé lién quan dén MINISO, t6i

mudn ké mot cdu chuyén nho.



Thanh phd Thién Tan noi t6i dang séng c6 modt con phd

mang phong céch Italia. Khi mét ngudi ban tit Son Bong
ngdi tau hoa vuot mudn tring khoi dén day thim t6i, do
bén tau hoa cach con phd kiéu Italia d6 khong xa, chiing
t6i quyét dinh d€n mdt nha hang Tdy méi mé 6 d6 in trua.

Ph¢ kiéu Italia thudc khu du lich, hién nhién chi phi

nha hing & d6 chic chin khong re.

An tuong ndy nhanh chéng chi€m 14y ndo bd, ddng thdi
lim giam “ngudng ky vong” vé biia com cua tbi.

Mic du da chuin bi tdm 1y do 4n tugng vé khung canh
mang lai, nhung khi nhin thdy chiéc banh sandwich c¢6 gia
hon 300 NDT, téi va nguéi ban kia quay sang nhin nhau,
ca hai hiéu ¥ mim cudi, trong 1ong déu nghi: “Qua dit,
that khong dang!”

Suy nghi “gid ca khong tuong xtng véi gia tri” nay
khién “san phim” 1a chiéc banh sandwich van con céch kha
xa “ky vong” cta ching tbi, du cho ngudng ky vong da
dugc giam xubng rit nhicu.

Ding gi4 khong? Rat khong ding gid.

Lt ti dau thuc don dén cudi thuc don, rdi 14t ngugc lai

tit cudi thuc don d€n dau thyc don, cudi cling tdi phat hién




(yn théhia 45 chét? Ban nham to roi.

e o Uan trong Ja ban giva ban nhu thé nao!

ra m6én my ¥ hai san 6 mot goc cia mot trang nao do, gia
chi 130 NDT.
130 NDT mot dia my, c6 dit khong? Dit cha.

Nhung khi so sanh véi chiéc banh sandwich kia, gia ca
khéng tuong xtng v6i gia tri, mén my Y tr6 nén 5t hon

rit nhiéu, mién cudng dat ky vong ctia chiing t6i.

Dén day, “ngudng ky vong” ctia tdi di thap d€n cuc han.
Suy cho cung nha hang ndy ngay cid mot chiéc sandwich
ciing ¢6 gia 300 NDT thi t6i c6 thé trong ciy vao diamy Y

ré hon mot ntia &€ mang dén trai nghiém “xa xi” hay sao?

Cubi cling, ban t6i ciing chon mot dia my Y xic xich

tuong tu voi gid 130 NDT.

Doi khi d6 in mang 1én chiing t6i méi phét hién, khong
ngd trén dia my Y hai san clia t6i ¢6 2 con tdm, 5-6 con
s0, 1 mi€ng ca va hai chiéc cing cua nguyén vo; dia my Y
xtc xich ctia ban tdi con “sang chanh” hon v6i 4-5 loai xGc
xich Dtic dugc ché bién khéc nhau, két hgp véi ming non,

trong vb cuing dep mit ngon miéng.

Ném tht mot miéng, huong vi ddm da, mui thom con

luu lai trén ké ring.

Huong vi ngon hon du doin, s6 lugng cfing nhiéu hon




du doan.

Ding gia khong? Cuc ky ding gia!

Day chinh 12 mét cAu chuyén lién quan dén “vugt ky
vong”. Tt cdu chuyén ndy, chling ta rit d& d€ tim ra diém
mau chdt gitp tao ra san phim “vugt mong doi” tit suy
nghi chi quan caa ngudi tiéu diung.

Kbhung canb s& mang dén am thi vé gi ca cao thip cho khich
hang;

Lam theo mjt loai mét hang nao dé s& dem dén cit mic so sianb
gid ci cao thap;

Gid ca san pham s& anb huing den gid tri ky vong cia khach
hang véi san pham.

Nhu vay, cach d€ tao ra mdt san phim “vugt mong dgi”
khong nim ngoai ba sy “so sdinh” sau: So sanh gitia khung
canh sang trong véi gi4 thap, so sanh gilia hang gi4 cao va
hing gia thip, so sinh gitia gid thip va chit lugng cao.

So sanh ciang manh, trai nghiém “vugt ky vong” mang
dén cang c6 stic chin dong.

DPay la cai gi?

Thuc chit, day chinh 14 sy tuong phan manh mé!




Quantrong la ban giva bannhuthé naol

Mot cia hang ddc trong trung tim thuong mai cao
c4p lai c6 gi4 hing héa khoang 10 NDT — day chinh 1a
su tuong phan manh mé vé khung canh sang trong va
gia thap;

Mot thuong hiéu ludn thich mé ctia hing 1in gifia cic
thuong hiéu quéc t€ cao cip khic, sinh vai ciing n6 nhung
gi4 c4 lai thip hon ci trim lan — diy chinh 14 sy tudng
phan manh mé vé hang gi4 cao va hiang gia thap;

Mgt chiéc ké mit c6 gia 10 NDT nhu “hiang chg¢” nhung
lai c6 chat lugng ngang v6i san phim ctia Maybeline —
day chinh 13 sy tuong phin manh mé vé gi4 thip va chit

lugng cao.

Day ciing chinh la MINISO.

| MINISO ban th gi?. |
| Tha MINISO ban chinh “ba st so sanh”!

| ThaMINISO inh [G84 "tuong phan manh mé”! |
| Thu MINISO 1 :
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9. BAN I!?HU THE NAO: “LUAN BIEM 3 BUNG” VA
“LUAN BIEM 5 BUGC”

Sau khi thio luin xong “ban cii gi”, chting ta ti€p tuc ndi
dén “ban nhu th& nao”.

Thuc t€, tu trudc dén nay ludn c6 nhiéu tranh cii xung
quanh hai van dé ndy, d6 1a: Bén cai gi khéng quan trong,

ban nhu th€ ndo méi quan trong.

Luan chiing “néi ti€ng” nhit d€ chiing minh cho quan
niém ndy chinh la cdu chuyén: Ban lugc cho su.

Néu t6i nhé khong nham, ciu chuyén dai khai nhu sau:

Mot cong ty luge tuyén nhan vién kinh doanh, ba nguoi
dugc chon gém cé: Gidp, At va Binh. Dé bai phong vin
1a: Béan luge cho nha su. Nua thang sau, ba ngudi quay ve.

Giap noéi: “T6i ban lugc cho mdt nha su bi ngita dau dé
gdi ngta.”

At ndi: “T6i khuyén hai ngdi chiia mua 10 chiéc lugc dé
tang cho khach hanh huong.”

Binh néi: “T6i khic nhiing 161 chiic phtc lén trén lugc,
sau d6 thuyét phuc nha chtia mua s6 lugng 16n d€ ting cho

khach hanh huong va ban dugc 1.500 chiéc.”



Kinh doanh truyén thang da chét? Ban nham to réi:
Quan trong 13 bén gi va b&n nhu the nao!
T4t nhién, cAu chuyén ndy mudn khen ngoi dau 6c kinh
doanh va tu duy cting thing (win — win) ctia Binh. Song,
cau chuyén vin c6 chit 1y tudng héa, c6 1€ Binh 12 mot
nhan vién kinh doanh xuit sic, nhung néu bo di hodn canh
gia dinh trong truyén — phéng vin, néu thit sy c6 mét
doanh nghiép nio d6 muén lam chuyén ngéc nghéch nhu
ban lugc cho nha su, chic chin s& khé c6 thé thu vé két

qua tot.

Cho du hém nay ban béan luge cho nha su thianh cong,
thi ngdy mai chic gi ban d4 c6 thé ban dugc 16 suéi cho
khu vuc néng btic nhat chau Phi? Ngay kia chic gi ban d3

c6 thé ban dugce t lanh va diéu hoa cho SiberiaV?

Dé6i v6i nhiing ban tling ¢6 kinh nghiém lam nghién
ctiu san pham, c6 1& ho s& khéng cho ring “luge khic chir”
ma Binh bin ra va “lugc nguyén ban” ciung 13 moét san
phim. Trén phuong dién nghién ctu sin phim va thiét
k€, “ngua tring cling 12 ngua” tuyét d6i khong phai nguy
bién, nhidu hon hodc it hon mét trinh tu thao tic déu cb
thé din dén sy khac biét 16n trong viéc ti€p nhan sin phim
cta thi trudng. Vi du don gian nhat chinh 12 chiéc lo dung
nuéc ép xodi ¢ hinh mii khoan ma MINISO phai mit

(1) Siberia: Mt trong nhing noi lanh nhat thé gidi véi nhiét d6 thdp nhat
la -77,8°C. Cuyc gia lanh cla ban cdu Bic ndm & day.
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cong stic d6i xudng san xudt hon 10 lan méi ché tao thinh

cong. Néu thay chiéc lo dic biét ddy tinh thiét k& d6 bing
mdt chiéc lo thuy tinh binh thuong khic, liu “nuéc ép
xodi dung lo thuy tinh” d6 c6 thé tao ra ky tich khi ra mét

nguoi tiéu dung hay khéng?

Do d6, giai thich nhu trong bai “phéng vin” d6 chi c6
tic dung khién ciu chuyén tré nén hgp 1y hon, diing lam vi
du tham khao trong gido trinh dao tao nhan vién ban hang.
Nhung né tuyét doi khong thé tré thanh luin cG chiing
minh “ban cai gi khong quan trong, ban nhu th€ ndo méi
quan trong”, boi marketing mdt cich mé tin mu quang chi
khi&n sin pham roi xudng biin ma théi.

Nhu chiing ta d3 néi, “bédn nhu th€ ndo” khong phai
khong thé, nhung khéng biét phuong phap chinh x4c dé
“ban nhu thé nao” 1a dieu khong thé.

Vé mit nay, MINISO xic thuyc 13 vi du rit t6t, toi
goi cach lam cua ho 1a: “ludn diém 3 dang” va “5 budc
luan diém”.

1. Luan digm 3 ding
No6i mot cich don gian, “luin difm 3 dang” dung dé

chi: Ping dudng, dting kh4u vi, dting gia ca.
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£12 Ban nham fo 1ok
abannhuthenaol

bing duong, tic “di dang con dudng”, ban ding nguoi
ding sin pham. N6i ndém na, né chinh 1a: Bé suy nghi ban

lugc cho nha chiia va thit dén ctia hing cit téc hoi.

Dong luc d€ con ngudi mua hing chi c¢é hai chii:

“Nhu cau”.
C6 nguoi ndi, nhu cau tiéu ding cb thé dio tao.

Nhung Diép Quéc Pha cho ring: “Mudén dio tao nhu
ciu tiéu dung ctia khach hiang 13 diéu ngu xuén.”

Bo6i vy, khac v6i dai da s6 clia hang ban 1€, nhan vién bén
trong ctia hang ctia MINISO chi gébm “ctia hang trudng”
va “nhin vién trﬁhg hing”, khong hé c6 khai niém “nguoi
huéng din mua hang”.

Nhiing nhin vién trong hing niy ngodi trng coi va sip
x€p hang héa s& khong ba hoa chich hoe nhim “lua d6i”
khich hang dung thit hodc mua mot sin phim nao do.
Thim chi, ho con bi yéu ciu: Khéng dugc phép lam phién
khach hang mua sim.

Nhé k§, ding d€ triing doc ctia “hat gibng tAm hon”
trong linh vyc tiéu dung. V6i mot nhdn hi€u, ching ta
khéng c6 qua tinh luc, nhan lyc va vat luc d€ rén luyén,

tham chi xoay chuyén nhu cau ctia mdi ngudi tiéu ding.




MINISO ~
Ciing gidng nhu chiing ta khdng c6 cich nao khién “mua
lugc vé gdi ngia” trd thanh nhu cau ciia mot nha su. Ching
ta cang khong thé khién nam gi6i ndy sinh nhu ciu su

dung bing vé sinh.

Dua vao dinh vi nhém khich hiang, MINISO sé béin ra
binh sita tré em thu hat nhiing ba me tré nhung sé khong
ban giy ba-toong danh cho nguoi gia; MINISO sé bin ra
dao cao via gitp ni gidi cao 16ng nich via gitp nam gidi
cao rdu nhung sé khéng ban dao cao riu dién danh cho
nam gidi.

Lau nay, MINISO vAn ludn c& ging tht ding san phim
chat lugng t6t ciing v6i gia ca thap dé dao tao “thdi quen”
tiéu diing ctia khach hang, nhung tuyét d6i khong vuot
qué ranh gi6i trén phuong diéu “nhu cau” tiéu ding cua
khéch hang.

Dtng vi, ttc “phti hop khiu vi, sé thich ctia ngudi tiéu
ding”. N6i dén day, t6i c6 mot vi du thuyc t€ tli trai nghiém
cta chinh ban thén.

Pau nim 2006, c6 mdt ngudi ban 6 Van Nam gui
cho t8i mdt thiing nuéc cam ép Minute Maid nhap khiu
nguyén kién tit Thai Lan. So sanh v6i nudc cam ép Minute

Maid thuong bén trong siéu thi, phién ban “thing cip”




truyén thong da chét? Ban nham to rdi:
2 QUantrong la ban gi va ban nhu the naol

ctia binh nuéc ép thay tinh ndy cim trén tay ning trich,

con chit long trong binh ngoai viéc khéng thdy “hat” thi

dudng nhu ching khac gi cac loai nuéc cam binh thudng.

Nhung khi t6i thit ném ngum dau tién, t6i khéng
ngd huong vi ctia n6 hoan toan khac biét so v6i nudc cam

Minute Maid trong 4n tugng ctia minh.

Huong vi ddm da, ¢6 hoi khac mot chat, nhung cam
gidc qua ngot d6i v6i mdt ngudi ghét d6 ngot nhu toi

dang la tham hoa.

Trong gidy phat d6, toi that sy khong hiu: Déu la

Minute Maid, tai sao lai khic nhau dén vay?

Trén thyc t€, d6i v6i nganh dd udng c6 kha ning thé
hién “dng vi” mdt cich truc quan nhit, cic nhin hiéu va
nha miy nghién ctu sé diéu ch& huong vi khic nhau cho
mdi qubc gia, tham chi gifia cAc dia phuong khic nhau 6
mdt quéc gia cling s& c6 sy khic biét. “Lam dau trim ho”
14 sy thuc khiach quan trim nghin nim khong thay déi. Vi
thé&, dé gidi quyét van dé nay, cic doanh nghiép nuéc giai
khat ludn lya chon chién lugc “diéu ch€ huong vi it thay
ddi nhat” dé giam bét su khic biét gifia cAc khu vuc va

dam béo s8 lugng ban ra.

£
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'MINISO — Cudc cach mang ban |e toan ca

Vin dé “dtng vi” trong cic nganh nghé khic khéng nhay
cAm nhu viy. dic biét trong viéc nghién ctiu ch€ tao sin
phim, nhin hiéu cang thong dung, cang dai chiing cang
khong can phai lo ldng. Thé nhung, v6i mot UNIQLO
ludn coi “co ban” va “dai chting” 1am nguyén tic, ho dua ra
mdt cich nhin khic: “Cang 12 miu co ban, cing phai cha

su khéc biét gitia cic khu vuc phu séng san phim.”

Con v6i MINISO, két hgp nét dic sic ctia cac dia phuong
tao ra cic san phim khac loai khac thi€t k& tu lau di tro
thanh mot trong nhiing chién lugc co ban. Vi du vé nuéc
hoa ctia MINISO ta di danh rit nhiéu thoi gian é phin
trudc dé ké 1a mot vi du tuyét voi nhat. Ngoai ra, MINISO
con 4p dung “xda di tinh khéc biét vé ctia hang théng qua
viéc diéu chinh thay d6i két cdu sin phim” dén tiing ctia
hing mdt. Vi du, c6 thé ngdy hém qua ban thdy chiéc bt
Marker di mau sic dugc bay trong ctra hing MINISO gin
trudng hoc nao dé trén dudng, nhung tai mot ctra hang
MINISO khéc 6 trong trung tim thuong mai nao d6, ban

duodng nhu ching tim thdy gi ngoai s6.

“Nhip gia tly tuc” 12 tu duy co ban ctia MINISO, ciing

12 su dam béo co ban nhét cho hai chit “ddng vi”.

Ding gia, tic “gia cahgp ly”. V6i § nghia thong thuong,




iyén thong da chét? Ban nham to 161
ong 1a ban giva ban nhuths néc!

tiéu chuin tham chi€u cho “gia ca hop 1y” ludn phu thudc
vado gia ca binh quin ctia cic sin phim cling loai trén thi
truong. Nhung MINISO lai ¢c6 mot ciach dinh nghia khac
clia riéng minh vé “gia ca hop 1§”. Nhu chiing ta di biét,
dé chinh 1a gi4 cuc thap véi loi nhuan rong thu vé chi ¢6
8%. Dy la todn bo gidi dép vé “dlng gid” ctia MINISO,
cling 12 mot trong s6 tinh than c6t 16i cta ho.

Viy, tiéu chuin kiém nghiém “luin diém 3 ding” 1a gi?

Lam thé nio c6 thé biét “luin diém 3 diing” ctia ching
ta thit sy bin “dang” hudng, bian dang “vi”, ban “ding”
gif ddy?

D6i v6i MINISO, phuong phip kiém tra chit lugng

chinh [ “luan diém 5 buéc” ma Diép Qudc Phi dé ra.

2. Luan diém 5 budc

5 buéc dugc nhic dén 13 S bubc nao?

Diép Qudc Phii néi: 5 buéc 6 day dung d€ chi 5 budc

chan tit quiy thu ngin ra ngoai clia ctia hang.

Diép Qudc Pht con néi: “S budc nay, chinh 1a diéu ¢t

16i &€ quyét dinh su thanh bai ctia mot doanh ngiép.”
Boi qua khit khe v6i “S budc” nay, Diép Qudc Phi tréo
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MINISO = Cudc cach mang ban lé toancau
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thanh nguoi thich di dao ph6, nhung anh 4y di dao ph&
gidng v6i “Khuong Thai Cong ciu c4” chi ngdm ma khéng
mua. Muc dich dao phé ctia Diép Quéc Phti chinh 1a quan
sit biéu cam guong mit ctia ngudi tiéu dung trong “5
bu6c” ¢ clia hang.

V6i viéc nay, Diép Quéc Pht dic biét dit cho n6 mét
ci tén riéng, goi 1a “chi s6 biéu cim khach hang”.

Trong mit Diép Quéc Phd, trong vong 5 buéc chin
ti lac khich hang chét don dén khi di ra ngoai ctia, néu
khich viia nhin hang trong tdi via t6 vé vui ming, c6
nghia 12 khich hiang d4 c6 trai nghiém mua sim vui ve,
“thanh qua chién ddu” mua sim via long nhu ¥. Diéu nay
cling chiing minh mé hinh kinh doanh ding t6t. Nhung
néu khich khong c6 biéu cam gi trén mit, ngoanh mit
lam ngo hodc 16 vé khéng vui v6i hang trong tai, ching to
khach di nay sinh nghi vAn véi 1an mua hing nay.

No6i dén day, t6i khong khoi nhé dén quan diém Diép
Quéc Ph tling néi trong viéc “xay doanh nghiép”, rit don

gian cdc cin nhung chii ndo ciing quy nhu ving bac:

“That ra xdy dung doanh nghiép khong c6 dao 1y gi cao
thim ca, ban chat cta né chinh 1a nhin thidu va lam hai
long khach hang.”
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. Kmh doanh truyen thong d3 chét? Ban.nham torok:
s - Quan trong la ban giva ban nhuthé naot

10. BAN NHU THE NAO: GIA BAN THAP VA TIEN THUE CAQ

Ching c6 ai chua tling that bai. Cau néi chi I ndy 4p dung
trong moi nganh nghé. Vi du nhu, Alexandre Dumas®
ting bi “tra lai ban thao”, T6 Xung Chi® tiing “tinh sai”,
thién 1§y md® cling c¢6 ngay “gdy vo6 truéc”... Hay nhu
UNIQLO dugc MINISO xem nhu “tdm guong” cling tling

c6 lac 1én lac xudng trong qué trinh phat trién.

Ding viing trén dinh thanh c6ng luén hudng hét vinh

quang anh sdng, ngudn goc ra sao ciing chi 1 chuyén nhit thoi.

Ching ai bi€t chuyén UNIQLO that bai tham hai trén
trudng quéc t€ khi xua. Néu phan tich nguyén nhan ding
sau, rit don gian chi nim gon trong vii chit: Khéng du

dit tién.

Neén biét ring, cic ctia hang ciia UNIQLO thsi ky dau
déu dit trong trung tAm thuong mai & ngoai 6 nuéc My,
mdi ctia hang déu bi 4p ch& khong ngting, do d6 khong thé
khoéng rat khoi thi truéng My.

(1) Pai van hao ngudi Phap, ndi tiéng voi cac tac phdm nhu: Ba chang
linh ngu lam, Ba tudc Monte Cristo...

(2) Nha khoa hoc, nha fién van hoc, nha toan hoc néi tiéng Trung Qudc.
Ong 1a ngudi dau tién trén thé gidi tinh duoc chinh xac sé Pi dén 7 cha
s& thap phan.

(3) Loai ngua t6t va quy nhat trong cac giéng ngua, nhung rat hiém va it
ngudi biét dugc nob.
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MINISO — Cubc cdch mang ban Ié toan cdu_

Viy lam sao d€ thay déi cuc dién d6?

Nguoi dai di¢n caa UNIQLO da néi nhu sau: “Ching
tdi dang tdp trung cha ¥ dén cic thanh phd 16n, ching t6i
c6 thé mé nhiing ctia hang 16n 6 36.”

Ngoai ra, Tadashi Yanai cling tra 16i vd cing dat khoat:
“UNIQLO thim nhip vio cic thanh phd 16n nhu New
York, San Francisco, Chigago... 13 viéc lam dang din,
nhung khoéng dugc phép lai mé ctia hang 6 cac khu vyc

9

ngoai 6 thanh pho.

Khéng sai, tit “ngoai 6” dén “trung tdm thanh phd” trd
thanh quyét sich quan trong trong viéc chon dia diém mé

ctia hang cua UNIQLO.

Gidng nhu Zara — v6n mang tiéng xau 1 “hing nhai”
nhung vin mé ctia hang & cic khu vuc sang trong phon hoa,
UNIQLO ciing thiét k& cho minh mot vé ngodi ddy phong

cach d€ buéc ra thé giéi — Flagship store® trén toan cau.

Gidng nhu Zara, lya chon dau tién cho cic ctia hing
duogc goi la “Flagship store” ndy 1a vi tri hoang kim trén
cac con phd phon hoa & thanh phé 16n. Dién tich ctia hang
(1) Flagship store hay con goi la clta hang chinh, clta hang chu chét,

thudng ndm & cac khu vuc mua sdm 16n, chd yéu nhdm vao cac khach
hang cé thu nhap cao vdi sé lugng hang héa phong phu.




~ Kinh doanh truyén théng d chét? Ban nham to rdi:
o ewss QuUantrong 1a ban gi va ban nhirthe naol

ctia ho thudng rit 16n, it nhit phai gip ddi cic ctia hang
binh thuong, di kém v6i né 1a chinh sich marketing san
phim va chinh sich marketing thi gi4c ¢ trinh d6 cao nhat

danh riéng cho cic ctia hang nay.

Suy tinh dén van dé khac biét vin héa, do tling nhiéu
12n that bai 6 My nén UNIQLO khéng chon dit Flagship
Store to nhat ctia minh 6 khu vuc Au My, ma dit ngay trén
con phé thuong nghiép dudng Hoai Hai 6 Thugng Hai,
Trung Qudc. Dién tich kinh doanh ctia ctia hang rong hon
8.000 mét vudng, gdm 5 ting trén mit dit va 1 tang dubi
long dat, dugc khach hang “goi diia 13”: Flagship store cip
vl try caa UNIQLO.

“Da md ctia hang thi phdi mé sao cho that ram r6” 13
mot trong nhiing nguyén tic moé ctia hing cta Tadashi
Yanai. Do d6, cic thanh phd dugc lya chon mé cua hang
can phai 16n, dia di€ém d3t ctia hang phai dit do, khéng thé
thiéu khi chit quy toc va khi phach vuong gia, “tiéu tién
nhu nuéc” va “bat mit” 1a diéu khong thé thigu trong giai
doan ddu. Con ban thin UNIQLO chinh 1 nguyén nhan
khién cic ctia hing “thu hit tién bac” & giai doan sau.

Diéu ndy cling tring hgp v6i mot ciu ndi cua Digp

Qudc Phi: “Ctia hang chinh 13 quang cdo t6t nhat clia mot




MINISO — Cudc cach mang ban Ié toan cau .

thuong hiéu.” Vay n6 ddng nghia véi viéc, “d6 thi phén
hoa” va “khu vuc dit d6” chinh 13 tiéu chi quan trong dé
céc doanh nghiép bén 1€ lya chon dia difm mé ctia hang

hay khéng?
Duong nhién 1a khong.

“Dua theo trinh d6” 1a mét dic tinh t6t, “dua theo tinh
hinh thyc tién 6 dia phuong d€ dua ra cich Iam thich hgp”
12 mot thoéi quen t6t. DE tranh bi kich “nhdm quyt thinh
tdo”, x4c dinh 6 rang ban thin mudn trong “quft” hay
trong “tao” tré thanh viéc cAp bach cin lam, va lya chon
“d4t tréng” phit hop v6i dinh vi va dic sic ctia ban than san

pham 13 diéu quan trong nhat.

Mot vi du hay ho vé sy thinh cong khac d6 1a cau chuyén
vé chudi ban 1é 16n nhit thé giéi: Wal-Mart Stores. Khi
chon dia diém, khac v6i “Chién lugc buéc vio thanh thi”
ctia UNIQLO, Wal-Mart lya chon “phuong chim vé qué”

cho ban than.

Nim 1962, Sam Walton mé mdt cta hang tap héa nho
nho & qué nha. Sau nhiéu 1an suy tinh, Walton di quyét
dinh lua chon hinh thic “l4i it thiéu thu nhiéu” &€ bit dau
“con dudng lam giau”. R4t nhanh sau d6, 6ng phét hién ra

loi nhudn binh quén trong nganh luu thong cta nuéc M§




h doanh truyen theng da chét? Ban nhém to idi.

- Quantronglabang 4n nhu thé naol

lac bay gid 1 45%. Sam Walton quyét dinh ha thip lgi
nhuidn trén dién rong, md ctia hing tap héa binh 6n gia dé
c6 thé dat dugc s6 lugng tiéu thu nhu mong doi.

Thé 13, “binh 6n gid mdi ngay” trd thanh triét ly khoi
nghi¢p cia Wal-Mart va 1a 16i rdn ban thin cia Sam
Walton.

Tit nhién binh 6n gia chi 12 8n dinh vé gia ca, gi4 thué
mit bing va cac chi phi khac sé khong ha thip mot xu ndo
vi n6. D6i v6i Watson, gia ban cing thdp nguy hiém cing
cao, md hinh kinh doanh phé v& hét quy tic loi nhuan cta
cAc chudi ctia hang khic nim trén ranh giéi mong manh

gifia lgi nhuan va thua 1.

Thé 13, Walton lai tiép tuc suy nghi. Sau khi suy xét
that lau, cudi cing 6ng dua ra mot két luin: “Chi can ré
thém 100 USD, c6 1€ ngudi M§ s& biang long l4i xe xa dén

10 dim® dudng.”

Do d6, Walton tit b6 tim kiém dia di€ém ¢ trung tim
thanh phd ma lya chon mdt kho hang cii dd bo khong 6
ngoai O xa xa, ti d6 tiép tuc ddy gid von xudng thip nhat
c6 thé.

() 1dsm = 1,6093 km




MINISO — Cudc cach mang ban 1é toan cau

Chinh béi vy, mic du lgi nhuin thu vé chi bing mot
ntia so v6i cac chudi cia hing khic, nhung 6ng lai ludn c6
gip dén vai 1an 1di rong ctia cic ctia hang khic.

Chinh béi vay, Wal-Mart da buéc 1én hanh trinh vuon ra

todn cau. 30 nim sau, Wal-Mart tré thanh s6 mot thé gidi.

Du 1a “chién lugc buéc vao thanh thi” cia UNIQLO
hay “phuong chim vé qué” chia Wal-Mart, tit ci déu thu
vé thanh céng ryc rd nho viéc chon lya dia diém chinh xéc

hop 1.

V6i MINISO, sich luge chon dia diém gan gidng véi
UNIQLO. Ngoai muc dich “quang cdo bing ctia hang”,
xdy dung khong khi sang trong cao cdp, MINISO con dic

biét cAn nhic dén su doc ddo.

Nhu chiing ta da nhic d€n & phan truéc, MINISO xic
dinh nhém khéch hang cht dao 1d nit sinh va ni vin phong
tudi tit 18~35. Nhung di xic dinh muc tiéu rd ring dén
dau, MINISO ciing khong tranh khéi that bai bat ngd ti
lac méi bar dau.

Nim 2013, ctta hang d4u tién ctia MINISO khai truong
long trong tai phd di bo trén duong Kién Thiét, quin Hoa

D6, Quang Chau. Phé di bd phon hoa nio nhiét, ngudi
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nguoi ndi dudi, nhung canh tuong “ngudi vao ctia hing
dong nhu tray hoi” Diép Quéc Phii mong mudn lai khong
hé xuat hién, trai lai ving khach lanh 1&o vé cling, khién

Diép Quéc Phi ciing phai ngd ngang.

Khéng nhiing khong c6 canh tugng nguoi nguoi chen
chiic nhén nhio, ngay ca khi khich hing nguyén y dit
chin vao ciia hing ciing chi v6i muc dich xem cho vui, rit
it mua d6. Nhung khién Diép Quéc Phii dau long hon ca,
dai da s6 nhiing ngudi xem db trong clia hing xong déu

tién tay nhét tra lai vao mét ké bat ky.

Ca mot ngdy ti sang sém dén t6i mudn, mic tiéu thy 6

van NDT nhu du kién chi dat dugc 1/3, vén ven 2 van NDT.

Khich hiang khéng tiéu tién, ddi v6i ca MINISO va

Diép Quéc Pht ma néi, d6 12 mot don da kich chi mang.

Vi vdy, Diép Qudc Phi di triéu tdp cudc hop lanh dao
cip cao sudt dém dé cling nhau thuong thdo d6i sich. Hau
hét déu cho ring mé hinh kinh doanh ctia MINISO ¢4
tinh lau dai, thich Gng véi co hoi di [én cta thi trudng tiéu
dung Trung Qudc, c6 thé néi 12 tuong lai rong ma. Vi viy,
nguyén nhin khéng hin nim 6 phuong dién dinh vi, ma la
lim thé€ nio d€ ngudi tiéu ding d6n nhan, vin deé lya chon

dia diém v6 cling cap bach.




MINISO — Cudc céch mang ban I8 toan

Thé 13, Diép Qudc Phi quyét dinh bo ra 100 trigu NDT
tién vOn va 3 thing thoi gian bdt dau khdo sit, ki€m tim
khip dat nuéc Trung Quéc xem MINISO dit ctia hang &
dau 12 thich hgp nhat.

Sau d6, MINISO bit diu khai truong thit nghiém 3-4
ctia hang, vi tri 1in lugt ndm & trung tim thuong mai cao
cip, phd thuong nghiép loai nhé, khu dan cu va khu vuc

ven d6 thi.

Khong it ngudi ting cho ring, dan cu & cac khu vuc c6
miic s6ng thap sé thich mua hang gia thip, nhung su thit
hoan toan ngugc lai, mic d9 tiéu thy hang hoa 6 cac trung
tdim thuong mai cao cAp v6i gid thué mit bing khong hé

ré lai vugt xa nhiing dia diém khAc.

Chiing ta ting nbi vé Iy tudng ctia Diép Qudc Pha,
trong d6 c6 mot ciu la: “D€ nhém nguoi thu nhip trung
binh va thip ciing c6 thé thodi mai huéng thu sin phim

chit lugng.”

Tuy nhién, nhém nguoi tiéu dung thu nhip viia va thip
lai khong mudn mua hing caa MINISO.

Vé nguyén nhin, thuc ra chiing ta di phan tich rit

nhiéu é phan truéc, thit nhit 1a quan niém “tién nio cta




Kinh doanh truyén théng da chét? Ban nhdm to ri:
‘Quantrong la ban giva ban nhu thé nac!

ndy” di in sdu vio tu tudng ctia ngudi Trung Quéc qua lau
101, con nhiing ngudi cé kha ning tiéu phi cing cao cang
bi€t phan biét hing héa. Bé qua van dé gia thap, nhiing gi
MINISO thé hién ti thiét k& thoi trang ciing chat lugng
cao cap rat dugc nhém khich “tiéu tu sin — cong s&” ua
chudng va sting bai. Nguyén nhan tht hai gan giéng véi
UNIQLO, mc tiéu phi tAm trung va thap sé khién nguoi
ta c6 cam gidc “ré tién”. Mot khi mé clta hing & nhiing
noi ndy, dong nghia véi viéc ngdm 4m thi san phim cta

MINISO 12 “hang ré khong phai hang t6t”.

Trong khi d6, cic trung tim thuong mai sang trong lai
dem dén cho ngudi ta 4n tugng ngugc lai. N6 13 dai dién
cho “cao cAp” va “chit lugng”. Su tuong phan minh liét
gitia dia diém thué “gia cao” va san phim “gii thip” clia
MINISO gitp gat bo 4n tugng vé “gia ré chit lugng kém”
trong mat khiach hang. Tt mét goéc d6 nio d6, diéu nay
ciing g6p phan stia chita quan niém sai lam ctia moi nguoi
vé “gia ré khong c6 hang t6t”. St dung nhiing ctia hang
rong rii va bit mit thay cho ban thin sin phim 13 mot

kiéu quang cdo chat lugng va mang dén hiéu qua rd rang.

Khi mic tiéu thy ciia MINISO [én nhu diéu gip gi6, khi

nhiéu ctta haing muén gia nhap lién minh véi ho, MINISO
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di dua ra yéu cau 1o ring vé viéc lya chon diém nhu sau:

(1) Trung tdm thuong mai cao cip loai 1, loai 2 13 lya

chon hang diu.
(2) Vi tri ctia hing phai bit mit, d€ thiy nhat.

(3) Léi di phia truéc ctia hing phai rong rdi, khong c6

vat can, lugng nguoi qua lai 16n.

(4) Quang cdo ngodi mit tién ctia hang phai phu hgp
véi tiéu chuin quing cdo doanh nghiép, c6 thé thu hit 4nh

mit khach hang.

Ngoai ra, Diép Qudc Phi con bd sung mot diéu kién
vo cling “ddc d4o khic ngudi”. Diéu ndy cling giai thich
nguyén nhin vi sao MINISO thich lua chon cic trung tim

thuong mai cao cip lam noi ddu tu co hoi. D6 1a:

(5) Clia hang t6t nhit nén 6 gin cic nhin hiéu “thdi
trang nhanh”.

Do d6, néu chiing ta bit gip mdt ctia hing nio d6 cta
MINISO khi dang di dao trung tdm thuong mai, khong
khé d€ nhin ra xung quanh né ludn c6 béng ding cua
cac thuong hiéu thoi trang nhanh nhu UNIQLO, Zara,

"H&M... ma cic nhin hiéu thoi trang nhanh ndy ciing

thudng xudt hién tai cic trung tim thuong mai cao cap.




an chét? Ban nhém to.rdi:
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Hanh dong chuyén dich ranh gi6i “thdi trang nhanh”
td linh vuc thoi trang sang linh vyc d6 nhéat dung cua
MINISO khong khic gi viéc “phét trién ti sai lam”. Do
khéc biét vé nganh nghé nén MINISO s& khéng tré thinh
d6i thu canh tranh cta ho, trii lai con c6 thé nho d6 gia
ting s6 lugng khich hang muyc tiéu. Pay qua thuc 12 nuéc

cd vb cing cao minh.

Khéng con nghi ngd gi nita, lya chon dia diém 1 “k§
thuit s6ng con”. V6i mot 8 doanh nghiép 16n, thuc luc
16n, diéu ndy dua vao viéc phan tich s6 liéu 16 ring vé mat
d6 dan s6 cia mot qudc gia, quy md gia dinh, khéc biét
gi6i tinh, s6 nguoi hoat dong, khuynh huéng tiéu ding
cliing v6i b6 cuc hd Ging trong chudi mit xich giita cac khu
vuc. Con véi mot s8 tiéu thuong nhin nhu “khéng hoa
cung mot dong chay”, ho thdm chi con tim ra nhiing cach
tha vi d€ nghién ctiu nhu “phan doan ti 1é ngudi d€n nho
4nh dén dudng budi t6i” hay “d€m s6 lugng vo thudc 14 dit
tién trong thing ric d€ phin doan trinh d6 tiéu ding cua

nam gi6i”...

Diéu niy hoin todn ting v6i mot cdu ban tbi hay néi:

“Coi thuong dia diém chinh 12 coi thudng thanh cong.”

Bat ké 12 “bo gan cau xa” hay tuin theo “nguyén tic lién
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ké”, bat ké 1a mé clia hang & khu vuc binh dan gi4 thap hay
c4c khu thuong mai sang trong, chi c6 két hop hoan hao
dinh vi thuong hiéu v6i sich lugc kinh doanh méi giap
chting ta tranh roi vio cam by “sai phuong huéng kinh

doanh”, méi c6 thé tich lily thu hit, gia ting doanh s6.

| Dau SO gidy ¢o vua hay khéng chi ¢6 chan mai bi

11. BAN NHU THE NAO: XAY DUNG LAl KENH PHAN PHOI

Kénh phan phoi 12 gi?

Noi thing ra, day chinh 13 qua trinh dua sin phim tu
tay nha san xuit dén tay nguoi tiéu ding.

Nhu t6i thay, nhic dén ba chit “kénh phan phdi” luén la
nhiing dé tai vo cling ning né. Nguyén nhan c6 hai diéu:
Tht nhit, hau hét kénh phin phéi cia cic nginh nghé
truyén thong déu qua cii kj va ning né; thi hai, vt bo
nganh nghé truyén théng, trong bat ct linh vuc nio, kénh
phan phéi déu 1a xiéng xich, rit kho thio gb.

Dit trong linh vuc ban 1& truyén théng, mot vi du rat
dién hinh t6i d4 nhic dén 6 ndi dung truéc, trong phan lién
quan dén “thu phi sau”, d6 13 “phi vao ctia” ctia sin pham

5200



 ban gi va ban nhit the naot
sau khi nghién cttu hoan thanh dugc dua t6i cic kénh phin
phéi nhu siéu thi hodc ctia hang ban lé.

Cai goi 1a “phi vao ctra”, d6i cach néi khac chinh 1a
co hdi dugc 1én ké ti€p xiic v6i ngudi tiéu dung. Suy cho
cing, s8 lugng ké hing trong cac trung tdim thuong mai c6
han, ma s& lugng san pham trén thi trudng ngdy mot nhiéu
1én, khé trach “phi védo clta” ding cao nhu nudc i, nha san
xuit khong chi trd n6i chi phi ndy diing mong c6 quyén

dit chan vao nhiing kénh phan phéi trén.

Tuy nhién, chiing ta déu biét ring, néu mot san phim
cudi ciing khoéng dugc bay lén ké hang, khong dugc ti€p
cin v6i ngudi tiéu dung, tit ca nhiing gi dau tu trudc db

déu giéng nhu dem mudi bo bé.

bit trong linh vyc thuong mai dién tu, hién tugng nay
dudng nhu c6 chuyén bién t6t hon. Diu sao v6i cic “gian
hiang 40”, s6 lugng ké hang khong bi giéi han, s6 lugng
cta hang trén taobao 1a v6 tin. Do d6, nhiing cong ty lam

thuong mai dién ti thu vé rit nhiéu qua ngot.

Tuy nhién, ngdy vui ngdn ngti, sy sung tic ctia mdt sy
vat sé din dén sy khan hi€m ctia mét sy vat khac. Khi cac
gian hang 4o c6 thé “bay ban v6 tan”, viéc lam thé nio dé

chi€m vi tri ndi bt trén cic gian hing 4o d6 trd thanh diéu




ngudi ta quan tAm. D gianh co hdi lén vi tri hang dau, cic
doanh nghiép khong thé khong dau tu vio cac kénh phin
phéi, thong qua cic cudc diu gid x€p hang déi 1dy “cai

phéu s6 lugng”.

Dl vdy, ddy ciing chi 12 mét goc trong s6 cac hién tugng
nhiéu loan kénh phin phdi, trong thdi dai thong tin qua
nhiéu nhu hién nay, linh vuc thuong mai dién ti con rat
nhiu cic hién tugng nhi€u loan cling nhu nhiing man

kich tdng gia khac.

Bat ké ban 1é truyén thong hay thuong mai dién ti, hiu
qua tit nhiing r6i ren ctia cac kénh phin phdi ndy mang dén

déu tuong tu nhu nhau: Loi nhuén it di, hang mit gia tri.

Thé nhung, bat ké ban 1é truyén théng hay thuong mai
dién tit déu giéng nhu mot cau chiing ta thudng nghe thay
“noi c6 ngudi sé c6 giang hd”, pham 14 noi c¢6 nhu ciu cta
ngudi ding chic chin s& c6 kénh phin phéi.

Dé6i dién véi tinh hinh ndy, khong it ngudi 1én tiéng
than tha: “Rugu thom chéng sg ngd sau®? V6 van!”

Diép Qudc Phd nbi: “Viy thi sta cho ngd ngdn di,

to hon!”
(1) Ruou thom chang sg ngd sau: Y nghfa giéng vdi "hiu xa tu nhién huong”,
tuy nhién dé két ndi véi doan sau ngudi dich dé nguyén cum tr géc.




Lim sao dé€ stia ngdn, mé rong?

Diép Quéc Pht dua ra hai diéu nhu sau:

Thi nh4t, dep b trung gian, tryc tiép 14y hang tit nha

san xuat!

Thi hai, cin ct vao nguyén tic “lam phép trit cho kénh
ban hing”, ngodi trii ctia hing ctia MINISO, dep bo hét

cac nén tang tiéu thy, k& ca thuong mai dién tu.

Nhu vdy, MINISO thuén lgi bé qua khiu trung gian,
cit dugc “tién hoa hdng trung gian”, truc ti€p dén véi cac

nha cung Gng cao cap trén thé gi6i.

Nhu vay, MINISO chi can todn tdm toan § don siic vao
xdy dung ctia hing. Va ngoai trit bén trong cia hang cua
MINISO, ta khéng hé thiy béng dang cta bat ct logo
MINISO nio khéc trén cic san phim.

Bat cti cach lam ndo ciing phai trd gia, giéng nhu bat
ct lya chon nio ciing can 1y do. Th€ 13, cac vin dé 1an lugt

kéo dén.

Diu tién, trong qui trinh ddm phén véi nha cung cip,
nhu nhiing “thanh kién” Diép Qudc Phi hay gip 6 Canton
Fair, cic nha cung cip hiang dau déu nghi ngs vé danh du

va kha ndng cta thuong hiéu trong nuéc. Ngodi ra, khi




trao d6i truc ti€p v6i nhi cung cap, vin dé dap tng du s6

lugng nha cung cip yéu cau ciing rat kho giai quyét.

Tht hai, trong thoi dai hau hét cic doanh nghiép déu
cho ring “kénh phan phéi 14 vua”, viéc chi lya chon mot
kénh phan ph6i sé anh huéng dén thuong hiéu va yéu cau
cao v6i san pham. Diéu ndy c6 nghia 1a, MINISO budc phai
c6 dugc sy tin nhiém cta nhiéu nguoi tiéu ding, chiém vi
tri chu dao trong nganh. Diéu nady cling c6 nghia 13, tha
ma ngudi tiéu dung phai la nhin hiéu ndy cha khéng phai
san phim ciing loai ctia nhin hiéu khac. Do d6, viéc chi “di
thing vio vin dé chinh”, khéng quan tdm dén sin phim
duoc mua 6 kénh nao tuong d6i thuin tién.

Du néi 6 géc d6 ndo, d6i vé6i mdt thuong hiu va
mot doanh nghiép, diy cling 13 mdt cudc chién vb

cung gian nan.

Nhung khi déi dién véi tinh canh ndy, Diép Quéc Pha
da tim dugc diém dot pha.

D6 chinh 1i didu ching ta di nhic dén trudc d6: Ch&
d6 mua dat.

N6 khéc v6i “ch€ d6 ban ky gti” trong qué kht, nha
cung cip viia khdng phai nop “phi lén k&” hay “phi vao




ctia” cho kénh phén phéi, vira khong phai mao hiém ginh
ndi lo vé tiéu thu vén do ngudi ban phai chiu. Rii ro giam
bét, nha cung cdp tu nhién s& dong ¥ giam gid thu mua
von rit cao truéc kia, vAn d€ gia ting duoc giai quyét.
DPong thdi phuong phap “mot tay giao hing mot tay giao
tién”, tu nguyén ginh chiu rii ro hién nhién di thé hién
dugc thanh § ciia ngudi mua, 1am tiéu tan “nguy co vé tin
nhiém” ctia nha cung cdp v6i MINISO va thu hiat ngay

cang nhiéu nha cung cap c6 chat lugng hon.

Vi du: Nam Long — nhi cung cip binh giit nhiét véi
nhiéu chudi bin 1& quéc t€ quy md 16n nhu METRO,
IKEA...

Sau khi Nam Long dat dugc théa thuin tré thanh nha
cung cap cho MINISO, hai bén cting gidm thap loi nhuan,
dua ra san pham chat lugng véi gia uu dii c6 loi cho ngudi
tiéu diing, thanh c6ng dat dugc ca vé s6 lugng tiéu thy lin
danh tiéng bay xa, d6i bén cling c6 1gi.

Trén thuc t&, chiing ta khong kho phét hién ra, MINISO
lua chon “diém dot pha” trén phuong dién don gidn héa
kénh ban hang mot cach khéo 1éo chuin xac. Pong thoi, ho

cling tao ra mét vong tuan hoan c6 lgi nhu sau:

Nba tiéu thu dua va diéu kitn un dii; Ditu kién un diap hap




dan nha cung cap chiat lugng; Nha cung cip chat lugng cung cap
san pham chat lugng; San phim chat lugng gidp MINISO trd
thanh “ngbi sao”; Sic manh thuong hitn gidp khing nging mé
rong nhim khich hang va trd nén lon manh; Nhim khich hang
Lon manh gisp MINISO trd thanh “kénb phan phii quyén luc”
trong mdt nha cung cap; Kénb phan phoi quyén luc tith tuc hap

dan cic nha cung cap chat lugng tim dén MINISO hgp tic. ..

Vong tuin hoan c6 lgi 6 d3 dep tan hién trang gi4 sin
phim trén thi truong ting cao, dong thoi chiing thuc tu
duy thuong hiéu “hang dep gi4 t&t” cia MINISO mét cach
hoan hao.

Khoing cach dua san pham ti tay nha san xuit dén véi
ngudi tiéu diing ngin nhu thé nao?

Déi v6i MINISO, khoing cach d6 chi bing ti xuéng
san xudt dén ctia hing.

MINISO theo dudi nguyén tic “kénh phin phdi don
gian nhit chinh 13 kénh phan ph&i manh nhdt”, dya vao
tu duy “gan quan in 16c Vua, gan chia in 16c Phat”, thuc

hién dtng ban chat cia “ban 1€, d6 la:

| Cach knach hang that gan,
chay dén dich ddu fién frong
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12. CHIEN LUGC CUA “TOI”: LAM SAO BE “VUOT THOI
DAI” THANH CONG?
C6 ngudi nbi, ciu néi gay sdt nhat ndm 2016 chinh la: “Day
12 mot thoi dai t6i huy diét anh, khong lién quan dén anh”.

Ciu ndi nay cb § nghia gi?

Nhiing cau hoi duéi ddy cb 18 s& gitp ban tra 16i thic
méc & trén”

Ban biét tin tic, su kién méi qua bao chi binh thudng
hay qua weibo nhiéu hon?

Néu ban budn mot san phim, ban s& lua chon thi

truong truyen thong hay Alibaba?

Ban thuong lya chon lién lac v6i ban bé ngudi than qua

tin nhin dién thoai hay qua Wechat?

Ciu tra 18i cia mdi ngudi chic chin rdt khic nhau,
nhung nhiing d4p 4n khéc nhau d6 ciing du cho ching ta
dap an roi:

Weibo dang lam cong viée clia truyén thong

Alibaba dang lam cong viee cia thi truong ban budn;




Tencent'! dang lam cong viée truyén thong tin;

Thé 13, mbi mot nhan t8 “vé truéc” nhu Weibo, Alibaba,
Tencent... trd thanh “hai tic” vugt qua khoi giéi han
nganh nghé, con v€ sau dan dan chim vio khiing hoang va

nguy co to 16n.
Toi hy diét anh rdi, diéu nay khong lién quan dén anh.

Day chinh 14 ti ngit “hot” nhit nim 2016 va hay dugc
ngudi ta n6i d€n: An cubp xuyén bién giéi.

Lién quan d€n “in cubp xuyén bién gi6i”, mot vi du vd
cung dién hinh minh chting cho diéu nay khong thé khong
nhic dén la: Cong ty Eastman Kodak phit minh ra chiéc
may anh dau tién trén th€ gi6i nim 1975. La doanh nghiép
tiing trd thanh thin thoai trong ling san xuit phim may
anh trén toan thé gi6i, Kodak tting chi€ém 2/3 thi phan thj
trudng phim may anh trén thé€ giéi, c6 86.000 nhan cong
v6i cac clia hang kinh doanh trai dai trén khip cic nudc vao

thoi ky dinh cao.

Song, vio ngay 19/1/2012, tip doian san xuit thiét bj

chup anh danh ti€ng v6i 131 nim lich su di chinh thic

(1) Tencent Ia don vi chd quan cla Ung dung Wechat.




anh truyen thong da chét? Ban nham to réi:
givaban phuthé naol

ndp don xin phép bio vé pha san lén Toa 4n My. Diéu niy
dd tuyén cdo chdm dit trang su thi cia Kodak, cling tuyén
c4o cudi cting doanh nghiép khéi nghiép bing viéc phat
minh ra mdy anh kj thuit s6 cudi cling cling bi thoi dai
s6 viit bo.

Cb6 ngudi nbi, chién lugc kinh doanh “gidm chan tai
chd” ctia Kodak chinh 12 nguyén nhin din dén buéc dudng
ciing ctia hing, th€ nhung ngay sau d6 lgi nhuin ctia hai
ong 16n trong lang may anh chuyén nghiép la Canon va
Nikon ciing dan giam stit khi€n nguoi ta khéng thé khong
suy nghi lai vé mdt nguyén nhin khic: May anh truyén

thong thong gip phai “kinh dich” rbi.

Néu ding nhdp vdo trang web chia sé anh chuyén
nghiép néi danh — Flickr, xem danh sich nim loai “may
anh” dugc yéu thich nhit hién nay, két qua khién nguoi
ta phai kinh ngac. Th{ tu clia nim loai ndy lan lugt la:
iPhone 6, iPhone 5s, Galaxy S5, iPhone 5, iPhone 6 Plus.

Khéng mdt ngoai 1&, tit ca déu 1a dién thoai thong minh.
Hién nhién, dién thoai thong minh d3 lam cong viéc
clia may anh.
T mot géc d6 ndo d6 chiing ta c6 thé néi, Kodak da bi

“ké cuép xuyén bién gi6i” danh bai réi. Canh tranh xuyén
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MINISO — Cudc cach mang ban 16 toan cau

bién gi6i 1a cudc chién triét dé nhat. Bsi trong nganh nghé
ctia ban, khi ban than ban cho ring phai thu phi cong stic
trong nghiép vu kinh doanh, thi chi can mét ké xuyén
bién gi6i dén da c6 thé pha ctia va dong dac ho t6 hai chit:
Mién phi! Nguyén nhin ctia sy mién phi ndy vé6 cing don
gian, trong khi ban tu nghi rfing phai kinh doanh bing mé
hinh thu phi, thi nguoi ta rit nhe nhang, khinh thuong
n6éi mot ciu nhu sau: “Chiing t6i cin ban khong séng nhd
diéu nay!”

Mot truong hop cuc doan d3 xay ra tl rit lau d6 la: Khi
Rising van con thu phi st dung phan mém diét virus, thi
hing 360 da chen chan vao thi trudng diét virus nhd phan
mém mén phi, khién ci thi trudng niy thay d6i long troi
16 dat.

Trong thoi dai ky la ndy, nhiing chuyén “pha v&” hay
“d6i nghich” tuong tu xay ra nhu com biia hang ngay, “ké
ngodi nganh” ha bé “ké trong nganh”, “xu th&” gi€t chét
“quy md”. Pay chinh la thoi dai “xuyén bién gi6i” ching
ta van ndi. Sng 6 thoi dai ndy, bi nhiing ké “xuyén bién
gi6i “danh cuép” tré thanh tai hoa ngdm 16n nhit ctia méi

nganh nghé.

Thé& nhung Diép Quéc Phi chi n6éi mét chii “ddm” duy




nhat vé phép tic sinh tén trong thoi dai nhu vay.

“Déam chip nhin thach thic”, dong thai “ddm thich thic”.
Anh 4y 12 mot ké cubp xuyén bién giéi c6 da tAm biing
biing, dong thoi cling 1a “ké cuép” thanh cong trong cudc

chién ctia nhiing hai tic nay.

Diép Qudc Phi tuyét d6i khong thdéa min véi thanh
cong ctia MINISO, khi c6 ngudi dt cho anh biét danh “ké
xdu trong nginh ban lé¢ Trung Qudc”, anh khong nhiing
vui vé chdp nhin, ma con thém vio mot danh hiéu khic:

“ké xau trong nganh du lich Trung Quéc”.

La mdt “ké cudp”, Diép Qudc Phti mubn vuon xtic tu
ctia MINISO dén ca nhiing linh vuc khéc; 13 mot ké budn
ban “tu duy” va “suy nghi”, Diép Quéc Phi khong ban “cu
cai” nhung tich cuc mé rong gia tri dinh dudng cua “ca
cai”, mudn tao ra mdi quan hé ngdy cang manh gifta nganh
nghé v6i nganh nghé, xiy dung hé thdng MINISO ngay
mot toan dién hon. VA tram dau tién cua Diép Qudc Pha,
chinh la nganh du lich.

Cudi nim 2015, tin tic vé chuyén bay riéng xa hoa “Du
lich Thai Lan 6 ngdy 5 dém kht hdi gid 999 NDT” xuit

hién trén mang di bung nd khdp cic dién dan, mang xi
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hdi chi trong mdt dém, trong vong chua day mot gid dong
ho, lugng khich ding ky d3 dugc hon 100 lugt, trong mot
tuan s6 lugng ban ra dat 3.000 suit, miic tiéu thu ngly

cang tang va ludn & tinh trang “cyc hot”.

Duong nhién, cung v6i viéc dugc moi ngudi yéu thich,
chuyén du lich “dén nhu vii bao nay” ciing gdp phai nhiéu
su nghi ngd ti cong ddong mang: “Ré nhu vay? C6 ding

tin khong?”

Khi nhiing nghi ng6 quen thudc ndy “gdp phai” cai tén
tiing quen biét: Céng ty du lich quéc t&€ MINISO, ngudi ta
m&i bung tinh dai ngd: “Thi ra l[a MINISO a!”

Thuyc t€, d€ ti€n vao nganh du lich, truéc khi ném ra
mdt cii gia tour cuc thip nhu viy, MINISO di rit 6 ging

nhu sau:

Ho mua mét cdng ty du lich, hai chiéc may bay Boing
737, 30 khich san cao cip, 100 chiéc xe buyt du lich...

Ho dem chiéu bai “thay dé6i kénh ban hang mot cich
dit khoat” tit nganh ban 1é chuyén sang nganh du lich,
“cting rin” thay d6i tong chi cia nganh du lich truyén
théng 12 “kénh bin hiang 13 vua” tré thanh “tai nguyén

1a vua”.
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Céach lam caa “ké tay ngang” vuot bién gi6i nay da

chiing minh 10i tién dodn cia CEO Lvmama — Vuong Tiéu
Tung: “Cudc chién vé gia [a cudc chién vé kénh ban hang,
khi tai nguyén du manh, quy tic kénh bin hing 13 vua sé
trd nén yéu di.”

Cai cach dot pha vé gid ca trong nganh du lich cta
MINISO khién nganh du lich truyén théng phat trién gin
trim nim nay von dang “ké cao gbi vd lo” cling din din

run ray.

Nhu Diép Quéc Phi da néi: “Diéu t6i mudn lam sau nay
12 d€ ¢4t ca moi ngudi khi da quen v6i MINISO sé khong
con mudn mua hang trong siéu thi nfia, s& cdim cam thay
hiang héa trén 10 dong qui dit. Dén v6i MINISO chiing
t6i, khach hang viia c6 thé mua d6 via c6 thé du lich.
T6i mudn bién mdi ctia hang tré thinh ctia hing ban d6
MINISO kiém cdng ty du lich. Tai ddy ban khéng nhiing
mua dugc san phdm ctia MINISO ma cdn c6 thé mua dugc
dich vu du lich d4ng cip qudc t&.”

Viéc anh 4y dang 1am 12 nudi dudng théi quen tiéu diung
va théi quen sdng ctia khich hing 6 bt ct linh vyc nao. Va
cach 1am nay s& khién dai da s6 doanh nghiép § thiic dugc

nguy co ra doi.

33%°



Dén day, t6i lai nhé dén ciu ndi day tinh cdm “mudn
giai phong mot thé hé tré” ctia Diép Quéc Pha, két hgp
v6i sy thay d6i dén tit chinh nhiing nguoi tré, ching ta

that su c6 thé tin ring, 16i ndi ctia anh 4y khéng phai gia.

Nb6i bing ngdn ngii thinh hanh, Diép Quéc Pha khong
chi gitp chiing ta thuc hién gidc mo “khéng cin tiét che”,
“mua mua mua” trong linh vyc ban 1é, ma con giai quyét
van d€ nan giai lam khd nhiéu ngudi tré tudi by lau nay:
“Th€ gi6i rong nhu vay, t6i mudn di ngdm nhin; Vi tién
nho nhu vdy, lai ching thé di dau!”

Su thanh c6ng cia md hinh MINISO trong viéc “cudp
béc xuyén bién giéi” da chiing minh kha ning cb thé sao
chép lap lai ctia mo hinh nay, gitp ching ta nhin dugc ban
chdt cua cic van dé “ban gi” va “ban nhu th& nao” trong

moi nganh nghé:

Ban gi? 7 7 _ ,
BAn "mo hinh” c6 khd nang duy t1i 1au dait

Ban nhu thé ndaio?
Ban frong 'mo hinh” do.




BAN THAN SAN PHAM ‘
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Ban than san pham khong hé co‘yrnghﬂé\’

et

Co nguodi tling xin chi bao tit mét s& ngudi phu trich cia
cic doanh nghiép Trung Quéc: “Muc tiéu kinh doanh ctia

doanh nghiép la gi?”

Dip 4n khong hen ma gidng nhau: “Thuong hiéu chiém

linh thi truong.”
Cau héi ti€p theo: “Thé nao l1a thuong hiéu?”
Lin nay, dap 4n vd cling da dang:

“Quang cio cta toi giy nhiéu tiéng vang, toi chinh la

thuong hiéu.”

“Lugng xuit khiu tao ngoai héi nhiéu, t6i chinh la

thuong hiéu.”
“Chién lugc marketing ctia t6i t8t, t6i chinh 13 thuong hiéu.”
“Vin héa doanh nghiép ctia téi tét, t6i chinh 1 thuong hiéu.”

“Gié tri san lugng sin phdm cta tbi cao, tbi chinh 1A

thuong hiéu.”
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Viy, 6t cudc thuong hiéu la gi?

Nhiéu lac, sy ¢8 chap vé thuong hiéu cta ching ta dén
1én d&€n mtc d6 “tdu hoa nhiap ma”. Cich thiic tu duy nay
din d&n sy nhiu loan trong hé thong thuong hiéu, ct nhu
viy mot t& gidy chiing nhan hoic mdt logo dep ciing cb
thé tré thanh c6t mdc quan trong trong viéc xdy dung hé

théng thuong hiéu.

Thé 13, chiing ta bon ba khip noi d€ “c4i tén” ctia chiing
ta c6 thé trd nén rang rd, khac biét gitia v6 van “cai tén”
khic. Nhung két qua lai khi€n 4nh sing ctia chinh bin
thin dan phai mo nhu hat bui.

Y nghia cta thuong hiéu la gi?

Diép Quéc Pha dap: “Ban than thuong hiéu khéng c6
y nghia.”

1. CHIEN LUGC KINH DOANH “THUONG HIEU” TU
“KHONG CO THUONG HIEU”

Khi 14n d4u tién nghe ciu “ban than thuong hiéu khong ¢

¥ nghia” ctia Diép Qudc Phd, t6i thit sy gidt minh.

Béi du sao trong nhin thtc vOn cb cta toi, cb rdt it




ngudi c6 thé giy dung mot thuong higu tré nén xuat sic
nhu Diép Qudc Pha.

Tru6c khi MINISO ra doi, “Aiyaya” ting chi rit nhiéu
tién mdi ngdi sao ndi ti€ng lac bay gid lam nguosi dai dién,
cach lam nay khoi ngudn cho viéc “san phdm nho, ngbi sao
16n”. Diéu nay du cho thdy ¥ thiic thuong hiéu manh mé,
cling nhu quyét tdim xay dung ti mot “ctia hing nhé” dén

“thuong hiéu 16n” ctia Diép Quéc Phi.

Nhung ciing chinh 12 Diép Quéc Ph, di néi nhu thé
ndy trong modt budi dién thuyét: “Trong mit tdi thuong
hiéu déu 12 gia, trén thé giéi ndy khong c6 thuong higu.”

No6i nhu vdy, “thuyét khéng thuong higu” cta Diép
Qudc Pht tré nén c6 cam giac huyén diéu, “vé chiéu thing
hitu chiéu”.

Muén lim rd tai sao Diép Quéc Pha lai dua ra
“thuyét khong khuong hiéu”, chiing ta cin phai hiéu vi
sao nhiing doanh diép khac lai tén sting hai chii “thuong

hiéu” nhu viy.

Chiing ta tling gi6i thiéu cu thé vé thuong hiéu 6
chuong hai, nghién ctiu vé “ ting gia tri cua thuong hiéu”

cling gitp chiing ta thiy dugc tAm quan trong ctia “thuong
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hiéu”. La thd c6 thé dem lai gid tri cho ngudi st dung,
ting thém mot loai tai san vd hinh, rat hiém c6 doanh

nghiép xem nhe diu tu vé thuong hiéu san phim.

Vi du don gian nhat c6 thé ké d€n, cing 1a mét loai
quan 4o thé thao sin xuit trong nudc, nhung chi cin mot
bén gin logo Nike Ién, gid ctia nhiing bé quan 4o d6 s&
ting gAp may lan so v6i hang “khéng c6 thuong hiéu”.

Do d6, tit mét loai § ndo d6 ma ndi, thuong hiéu da
khong don thuan chi 12 mot “ky hiéu”, ma 1a mgt him mo

chtia day vang.

Dén diy, nguyén nhin doanh nghiép cang c§ “thuong
hiéu”, ra stic nhdo ning miic d6 ndi tiéng cling stic anh
hudng cta thuong hiéu dd khong cin ban cii, néi thing ra,
nguyén nhan cht y€u nhit vin nim & nim chii “kha ning
gla ting gia tri”.

Do d6, truéc khi MINISO xuat hién, rit nhidu doanh
nghiép truyén théng 6 Trung Qudc lua chon “thuong hiéu
héa san phim” 12 mot trong nhiing chién lugc kinh doanh
quan trong. VA san phdm ctia nhiing doanh nghiép nay
thudng c6 nhiing dic diém nhu sau: tinh thay d6i gi4 nho,

ham ¥ dic biét it, yéu cau chit lugng thap
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Tinh thay ddi gia nhé
Cai goi la tinh thay ddi gi4 nhé, dung d€ chi khac biét vé
gid khong nhiéu cta cing mot san phim gilta cic thuong

hiéu khac nhau.

Vi du thudng thdy nhit 1 nhiing san phim dung trong
doi sdng hang ngdy cua ching ta nhu: gidy vé sinh, mudi
in, nu6c khoang hay mot phan cic nguyén liéu, gia vi san

xudt sin phim...

Chiing ta rat it khi chd § dén nhin hiéu cia cac loai
gidy dn, gia vi hay nu6c khodng, boi v6i chiing ta, nhiing
sin phim niy du 14 chitc ning hay bao bi ciing ching c6 gi
khéc nhau, tinh khac biét gifia cic san phdm cting loai ctia

cac nhin hiéu khic nhau ciing rat nho.

Vi du: 10 cudn gidy vé sinh thudng roi vao khoang 20
NDT, mot goéi mudi dn 250g khoang 3 NDT, mdt chai
nuéc khoang khoang 1 ~ 2 NDT...

Khoang cach vé gia ctia nhiitng m3t hang niy cuc nho,
mdi lién hé v6i ban than thuong hiéu ciing khéng nhiéu.
Do d6, chi vi “tinh thay d8i gi4” thém mot ddng hay bét
mdt ddng ma t6n cong tdn stic ddu tu 16n vé nhin lyc va
tai luc cho viéc marketing san phim khé tranh khoi t6n

that, ling phi.
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Ham y dac hiét it

Vé diéu ndy, c6 1& nhiéu nguoi khéng hiéu: Tai sao la
ban dén “ham ¥ dic biét” cia mot san phdm?

“Ham y dic biét” dung d€ chi “lién tudng dic biet” ma mot
loai sin phim ndo d6 mang dén cho con nguoi, vi du nhu: xe

hoi, dong ho deo tay, trang stic c6 thé thé hién thin phin.

Vi du ngugc lai véi diéu ndy cling c6 rit nhiéu, nhu mét
chiéc bat bi, mot cai bat.

Thong thudng ma nbi, sin phim cang d& c6 “ham §
d4c biét” cang thich nhin manh “ham § dic biét” cua nd
trong viéc xdy dung thuong hiéu, cang lam manh thém
“lién tudng dic biét” cing d& mang dén “gia ting gid tri
thuong hiéu”.

Véi xe hoi va ddng hd deo tay, ngoai trit trai nghiém
khac nhau do su khic biét tinh ning sin phim mang lai,
chiing ta cang chd trong dit cic yéu t6 “thin phin cao
quy” va “gia ca dit do” lai v6i nhau.

Con v6i mot chiéc bat bi tam thudng va mot cai bat in
com thong thudng, chiing ta rit khé gtii gdm vio d6 “ham
§ ddc biét” d€ khi€n nd c6 thé tao ra sy thay déi long trdi

16 d4t vé mit gia ca.




Ban ﬁpsan pham khéng hé c6 ¥ nghiia

Yéu cau chat ligng thap
Veé san phim yéu cau chat luong thip, cb thé giai thich
d6 1a: nguoi tiéu dung ludn khoéng qua quan tim dén chit

lugng, chi cin c6 thé dung dugc 1a dugc.

Vi du minh hoa cho diéu ndy c6 rit nhiéu, nhu: xa

phong, chiu rita mit.

“Yéu cau thap” vé chat lugng sin phim nhu vay, c6 thé
néi 1én “khic biét vé chat lugng san phim kh4 nho”. Hoic

c6 thé néi, chiing ta cing coi trong chiic ning hon.

Thuyc t€, sin phim nhu viy ludn c6 ca dic diém cuia
“tinh thay d6i gia nhd”. Tuong tu, “kha ning gia ting gia
tri thuong hiéu” ciing rat khé dat dugc.

Néu chiing ta xem nhe nhan t8 sin phdm, tit ban than
cic doanh nghiép ma néi, rat nhiéu doanh nghiép cam
chiu “thuong hiéu héa”, ludén ludén hogc it hoic nhiéu c6
nhiing dic diém sau: Quy mo doanh nghiép nho, thuong
hiéu doanh nghi¢p gia hba nghiém trong.

[Quy m6 doanh nghiép nhol

T6i tin ring nhic d€n diém ndy, rat nhiéu ngudi c6 thé
hiéu dugc mot cach dé dang.

Véi nhiing doanh nghiép loai nhdé c6 quy md khong




16n cting trinh d6 san xuat thap, uu thé d€ 16n 1én cta ho
khéng ndm & viéc ddu tu quang céo thuong hiéu va hanh vi
giao ti€p v6i thi trudng, ma nim & ning luc Ging bién véi
su linh hoat ctia thi trudng cting ning luc diéu khién céc
kénh phan phdi cubi cing. Vé diém nay, marketing khong
thuong hiéu c6 thé c6 loi cho cic doanh nghiép nhoé phat
huy uu th€ ctia ban thin t8t hon khi phai d6i mit véi thi

truong, dit hét tinh lyuc va tii nguyén trén mot ludi dao.

Chién lugc khong thuong hiéu di vuot qua cic 1€ nghi
phtc tap cta trong viéc quang ba thuong hiéu mot cach
diéu ky, gitp doanh nghiép truc tiép ddi mit vé6i lya chon
ctia thi trudng v nguoi tiéu ding, viia lam gidm bét s6
tién du thita phai chi tiéu, lai ting thém khéng gian phat

trién thi trudng thuc €.

Thudng hiéu doanh nghiép gia hoa nghiém trong

Diéu nay cling gidng nhu viéc “gif viing su nghiép con
khé hon giy dung su nghiép”. Khi cic doanh nghiép a0 ao
chiém thi trudng vi thuong hiéu ctia ban than, rat dé bit
gip tinh trang nhu sau: Hém nay van con “gi6 xun thoa

chi ngya phi”®, nhung chép mit di bién thianh “ching

(1) Cau tho trong bai Bang khoa hdu - Manh Giao thdi Dudng: Xuan
phong décy ma dé tat




biét 1am sao hoa rung xudéng”®.

Doanh nghiép nhu viy khong hé hi€ém gip trong cic
nganh nghe truyén théng. Va nguyén nhin khong gi khac
ngoai tu duy quan I va chién lugc kinh doanh ci k¥, kénh
phan phdi gia héa hay sain phdm khong bit kip xu huéng

cua thoi dai. ..

Thuyc t& chiing minh, lich st lau dai khéng nhat dinh
s& mang d€n todn 1a “kim cuong sing 14p lanh” cho mét
doanh nghiép, d6 c6 thé 13 “nhiing tang d4 cling nging
duong ngoan c6”. Kinh doanh thuong hiéu ciing gifng
nhu kinh doanh nha nghi du lich, cAn phai diu tu tu stia va
duy tri. Tuy nhién, khi nhiing nha nghi nay gip phai van
dé thudng xuyén lip lai va khé stia do ty nhién gay ra nhu
“dot noéc”, “sin nha Am mdc”, “d6 tudng, ndt tudng”. ..,
khong it doanh nghiép d4 thi nghiém chién lugc “thuong
hiéu héa” nhim tryc ti€p giai quyét vin deé: dd nha nghi
ngu 1&u bat, c6 1& s& mang vé dudng s6ng khac.

Sau khi hiéu dugc chién luge thuong hiéu héa cé lién
quan dén sin phim va dic diém doanh nghiép, ching ta
nhit dinh sé thic mic: Nguyén nhin nio dua MINISO

tién vao trin dia “thuong hiéu héa” vay?

(1) Cau tho trong bai Hoan khé sa - An Thu thoi Bac Téng: V6 kha nai
ha hoa lac kh
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No6i tit gboc do san phim, néu chtng ta dya vao ba dic
tinh d nhic & tru6c “sip x€p vi tri” cho cic sin phim cb
mit trén thi trudng, khong khé d€ nhan biét noi tap trung
ctia ba dic tinh nay 1a: d6 dung thudng ngay. Va MINISO
ngodi viéc ban dé diing thudng ngay, ho con c6 mot s6 san
phidm s8 va d6 trang stic, m§ pham... Nhiing mit hing
niy dudng nhu khong hé lién quan dén “ba dic tinh 16n”
di néi 6 phan trudc kia.

Tu goc d6 doanh nghiép, MINISO khéng phai “clia
hing truyén théng tdn tai trim nim”, mi 13 mot doanh
nghiép méi. Do d6, MINISO khéng can ban dén vin dé
“thuong hiéu gia héa”. Con “quy mé doanh nghiép nho”
cling khong thé xudt hién, MINISO 1i “thinh qua” ma
Diép Quéc Phiit khéi nghiép lan tht hai. Nhiing thanh
cong dat dugc truéc dé da giap anh tich liy dugc ngudn
tai nguyén va thuc luc ddi dao, dong thoi ciing da dugc
biét dén. Trén phuong dién thiét k& san phdm, nhap khau
va nghién cttu, phong cich ctia MINISO lubn ludn 13 “tam

nhin cao, k& hoach 16n”.

Néu ban xem k¥ lai mot 1an nhiing doan ndi vé cac doanh
nghiép truyén thdng & phin trudc, ban sé phat hién ra khi

ho lya chon chién lugc “thuong hiéu héa” du it du nhiéu
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déu c6 chat “bi dong”. Do nhiing vin dé khach quan nhu
d4c tinh san pham, quy md doanh nghiép hay con dudng
chuyén d6i doanh nghiép, phia truéc ba chit “thuong hiéu

héa” ludn 13 di kém b6 ngit “khdng thé khong”.

Con v6i MINISO, chién lugc thuong hiéu mang tén
“khéng thuong hiéu — no brand” d3 gitp ho ¢ th€ “chu

dong lua chon”.

Chting ta di biét, chay theo thuong hiéu luén khong
thé tach roi muu cau vé kha ning ting gid tri ctia n6. Song,
v6i mot MINISO muén pha v& cuc dién “gia 4o cao” cta
thi trudng va theo dudi nguyén tic “hiang tot gia ré”, trong
tit dién mé hinh kinh doanh ctia ho da khéng con tdn tai
khai niém “gia tri thuong hiéu” ti rit lau. Vi viy, con
duong “thuong hiéu héa” cung v6i md hinh kinh doanh

x4c thuc c6 méi quan hé bd trg 1in nhau.

Puong nhién, nhiing thuong hiéu dua vao “khong
thuong hiéu” mét cich “bi dong” 1am triét Iy khoi nghiép
dén nay khéng chi c6 minh MINISO. Mot doanh nghiép
khéc di tién phong trén con dudng nay chinh la MU]JI.

Chién lugc kinh doanh co ban ctia MUJI chinh 12 lam
suy yéu thuong hiéu. Véi thi€t k€ bén ngoai t6i gidn, khong
logo két hop ciing tu duy nghién ctiu “l8y san phim lam
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cot 161”, ho tiing budc tiing budc dua nhiing sin pham chit
lugng ra thi truong. MUJI viia khéng tiéu nhiéu tién lam
quang cdo, via khong st dung céc chiéu tro marketing, ho
dua vio uu tién “khdng thuong hiéu” dé hién thuc héa uéc
mo “hang t6t gia ré.”

Tuy “khéng thuong hiéu” ciing 13 mdot chién lugc,
nhung khéng c6 nghia ring chting ta nhit dinh phai tu
bo viéc bdi ddp thuong hiéu. Trong bat cit linh vuc nio,
“thuong hiéu” cling déu thé hién tu duy kinh doanh cting
ton chi vé san phim ctia mot san phim, tham chi 1a nhin

dang cia doanh nghiép.

Do d6, khi nhic d&€n “khéng thuong hiéu” trong thoi
dai nay, khong it nha ddu tu va doanh nghiép thim nién
déu 14y vi du vé XiaoMi dé nbi véi ching ta: “Cang
la doanh nghiép lugc chon di theo con duong khéng
thuong hiéu, cing cin phai dya vio dic tinh truyén
thong thin t6c ctia mang Internet d€ nhanh chéng xiy
dung thuong hiéu.”

The 13, xuit phit t yéu cau “truyén thoéng nhanh
chéng”, mot chién lugc quang cio hiéu qua duge dua ra:
“Dgt cho thuong hiéu ctia ban mdt cai tén thit sing sia,
cang dé nhd, cang dé xiy dung thuong higu.”



_ phé mkhengil/é coy nghia

Vé diéu nay, Diép Quéc Phi lai khong hé tin dong.

V61 mot MINISO vua ¢6 tu duy Internet via dai dién
cho nganh bén lé Trung Qudc, khéng thuong hiéu viia c6
nghia 14 cich d€ xiy dung thuong hiéu, khéng can phai tit
vao 1am tlt ban thin “thuong hiéu”; vita c6 nghia 12 giéng
nhu MUJI, viéc quan trong va khé khin nhit chinh la

quén di tén thuong hiéu cta ban thin.

Véi ho, diéu quan trong nhat khi thyc hién chién lugc

“khéng thuong hiéu” chinh la: tré vé v6i sin phim.

2. KHONG CO SAN PHAM CHAT LUGNG, BUNG MO
DEN THUONG HIEU

“San phdm” va “Marketing”, bén nio ning bén nao nhe
ludn 12 dé tai ban tan vinh hing trong moi nganh nghé
linh vuyc.

S6 di dé tai khién ngudi ta ban tan say sua ndy ra doi,
13 vi trong qua trinh nghién cGu vé san phim, lu6n ton tai
nhdm lin nhu sau: d4t miac d6 ndi tiéng va thuong higu
ngang nhau.
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Tuy x4y dung thuong hiéu khong thé tach roi marketing,
nhung marketing lai bi nhiéu thuong hiéu chi xem nhu

“mot loai quang cao”.

Do dd, c6 rit nhiéu “ngudi trong nganh”, dic biét la
dan marketing chuyén nghiép da bay t6 quan diém véi t6i
nhu sau: “Cau xem, trong s6 cac thuong hiéu xuit sic hién
nay, thuong hiéu nio khong c6 ti€ng tim?”

Qua thuc, chting ta thich goi cac nhin hiéu 16n quéc t&

N

12 “thuong hiéu néi ti€ng”, nhung ding sau “trd choi ngdn
t” d6 lai chtia dung mot sy thit: thuong hiéu t8t c6 mic
do6 néi tiéng 16n, nhung thuong hiéu c6 miic d6 ndi ti€ng

16n chua chic d3 tot.

Mbi khi tdi nhic d€n quan diém ndy, ludn c6 ngudi
phan bic: “Néu uu khuyét diém cta thuong hiéu khong
thé hién bing mtc d6 ndi ti€ng thi phai 14y gi d€ chiing
minh day?”

Dén day, t6i lai nh6é d&n cau chuyén cha ban than va

MU]JL.

Toi 1a “fan”® ctia MUJT, t6i “trung thanh” v6i sin phim
caa MUJI nhu vé61 MINISO vay.

(1) Nguodi ham md



o Ban than san pham khong hé cé y nghia
e LeTReRBR e e -

Thé nhung thit thd vi, phai dén khi hing thanh lip
dugc 22 nim tdi méi lan ddu biét d€n bon chit MU]JI, lac
d6 MUJI ti€n vao thi trudng Trung Qudc cling phai gin
10 ndm r6i. Dieu nay khién tdi hoi cam thdy xin 18i véi
danh xung “fan” nay.

Ly do t6i ci th€ tré thanh “fan” ctia MU]JI 14 béi vi
truéc khi t6i biét dén bon chit MUJI, s6 lugng san phim
ctia thuong hiéu ndy trong tay to6i di [én dén hon muoi
loai: D6 12 thé hoc tit vung lam tit gidy tai ch€ va ngoi bit
chi kim mua hdi dai hoc, d6 14 ti diing tai liéu va cudn s6
tay v6i phong céch t6i gian mua sau khi di lam...

Dung nhiéu nim rdi, thim chi mdi khi tréng thiy
nhiing sin phim dugc thi€t k& 81 gidn, déng gbi sach s&
rong rii, suy nghi diu tién trong dau téi van 1a: “Chinh 12
thuong hiéu khéng bi€t dan logo thuong hiéu ctia minh

lén sin phim d6!”

Lic ndy, bén chit MUJI véi tdi van xa la nhu ngudi khac
qua dudng, du tu duy vé thuong hiéu da sém khic sau vao
trong tim.

Nhic dén co duyén gitp t6i dugc “d61 dién” véi nhin
hiéu ndy, can phai cam on lo kem 16t xinh xin cua MU]JL.
Trii ngugc v6i nhiing san phdm khong logo truéc day,

s
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trén than lo kem ndy khic tén MUJI mau xanh tuoi. Nhin

ngim that lau, t6i méi cam thin néi mot cdu: “Thi ra la
né”, gidbng nhu vui suéng bat ngd khi gip lai ngudi ban
cti lau ndm.

Diéu thi vi nhédt trong ciu chuyén giiia t6i va MUJI
chinh 13, tai ludn ludn quén mit tén goi ctia hing, nhung
n6 khong hé anh huéng dé€n su ¢ chdp cta toi véi san

phim cta hing trong sudt nhiéu nim qua.

Tinh thin 1dm mo dau 4n thuong higu nay giai thich
mdt cich hoan hio vé tu duy cét 16i ctia thuong hiéu, ddng
thoi khong hé tré thanh chuéng ngai cho thanh tich tiéu
thu ctia MUJI. MUJI khéng ngiing hap dan nhiing “ngudi
ham md that long” giéng nhu t8i, lam cho s& lugng khich

hing giéng nhu “qué ciu tuyét”, cAng nin cing to.

Cau chuyén ndy vua vdn ching thuc cho phéat ngbn cua
Diép Qudc Pha vé thuong hiéu va mtc d6 néi tiéng: “TAt
ca moi ngudi déu dung méi duge goi 1a thuong hiéu, chi
bi€t ma khong ding khong thé goi 12 thuong hiéu.”

Hién nhién, MUJI 12 mot thuong hiéu xuit sic,
khong chtt lién quan dén viéc tdi c6 nhé dugce tén cla

hiang hay khong.




Dé chiing minh cho quan diém ctia Diép Quéc Ph, con

mot vi du tuyét voi khéc trong nganh dién thoai di dong.

Bit ddu td nim 2010 1a thoi dai cua dién thoai Apple.
iPhone 4 xuit hién tré thanh tiéu chuin cta thdi trang,
trao luu va quy toc. Tiép d6, iPhone 4s va iPhone 5 ra doi
ddy “con s6t Apple” 1én cao trio. Ngudi dung va ngudi
him mé di gitp “quéa tdo cdn dé” trd thinh dai ti cho
thuong hiéu dién thoai ndy. Va thoi difém iPhone 4 ra mit

chi cich hién tai c6 6 nim.

So vé6i su phat trién cia dién thoai Apple, hai hing dién
thoai danh ti€ng khac v6i “trim nim lich si” lai tré nén

vang vé hon nhitu. D6 chinh [a: Motorola va Nokia.

Xét vé dd ndi tiéng, Motorola va Nokia tuyét ddi khong
thua kém Apple, thim chi mtc d6 si dung ctia d6 tudi
trung, 130 nién & Trung Qudc con nhiéu hon Apple mot
bic. Do théi quen va tinh cAm, d€n nay ngoai dién thoai
Huawei hay diing, me t6i vin con gift mot chiéc dién thoai
Motorola ba mua tit 14 nim trudc d€ nhan dién thoai. Diéu
ndy du thiy sy xAm nhip vao 1ong ngudi ctia thuong hiéu.

Thé& nhung, nfu nhic dén d6 phu ctia san phdm, hai
thuong hiéu d3 mat di thoi ky hoang kim 1a Motorola va

Nokia khong thé nao so sinh v6i Apple. Tham chi, mbi




khi me tdi 16i chi€c Motorola “d6 ¢6” d6 ra, ban bé xung

quanh déu phai cam than: “Thit khéng ngd d€n nay vin c6

nguoi dung Motorola.”

Chi cin mt cai nhdp tay trén mang, chiing ta lién tra
dugc bang x€p hang cic loai dién thoai théng minh trén
toan thé giéi. Liy vi du nim 2015, bat ké tinh ning dién
thoai hay s lugng nguoi dung, ding dau bang van ludn 1a
Apple, Huawei, Meizu, Samsung hodc Xiaomi, hodn toin
khong thay béng dang ctia “thuong hiéu 16n trim tudi”
Motorola hay Nokia.

Xét dén hién tai, chiing ta c6 thé cin ci vio miic d§ ndi
ti€ng &€ chia thuong hiéu ra thanh nhiéu loai khong?

Xét d€n hién tai, moét thuong hiéu xuat sic c6 thé dua
vao mot loat cdng cu truyén thong manh mé cling chién
lugc truyén théng xudt sic dé “bung nd” trén thi trudng,
ddng thoi dat duge miic d6 ndi tiéng that 16n khéng?

Diép 4n déu 1a phu dinh.

Nhiing nim qua, ching ta di chiing kién biét bao

thuong hiéu néi tiéng khip moi mién va tré thanh huyén




thoai nhu: Babaka®, dadu may VCD Aiduo®, dai catset
Yanwi, lap xuéng Xuin D6, may gijt Nicesea, Huoli 28,

Mininurse®. ..

Nhung dén nay liéu chting ta con thiy dugc bao nhiéu

va nhé duge bao nhiéu trong s6 d6?

Nhiing thuong hiéu nay dd tr6 thanh chuyén xua ci
dugc chdon viii trong nhiing déng gidy vun, tré thianh

nhiing thit khong thudc vé thoi dai nay.

C6 thé s& c6 ngudi néi, nhiing thuong hiéu & trén ching
qua chi 12 sin phdm cua thoi dai marketing truyén théng,
khong thé danh dong vé6i cic doanh nghiép va thuong hiéu
ctia thoi dai Internet. VAy thi, tién phong ctia nén tang
thuong mai dién tit - “8848”, thuong hiéu blog Yahoo

néi tiéng trén mang cung véi nhitng Diaoye — thit bd Diéu

(1) San pham chuyen ’m va phong trdnh cac bé&nh cong veo cét séng cé
ngudn géc tai Thuong Hai.

(2) Thuong hiéu dau may VCD ndi tiéng cla Trung Qudc, ra ddi ndm
1996 nhung chi t6n tai vdn ven 4 nadm. Nam 2000, thuong hiéu nay
chinh thirc pha san.

3

) N
(4) Tén mét loai nhan hiéu my pham
)

(5

an hiéu bt gist, nudc ria bat ndi tiéng mot thai cla Trung Qudc.

8848phone com - frang thuong mai dién & chuyén ban dién thoai
ndi tiéng mot thai & Trung Qudc.



Gia, banh nuéng Hoang Thai Cit... tling vang bong mét
thdi, s6 phin hién tai ctia ho ra sao?

C6 thé s& c6 ngudi cho ring, tdi ding 6 ngoai mudn nbi
gi ching dugc, nhung t6i khong mudn mat cong stic tranh
luan vé& né. Diéu t61 mudn néi 6 day 13, thuong hiéu ndi
tiéng trong chdc lat, c6 du “siic bat”, néu khong mudn bi
tan theo bong béng thdi dai ma mudn s6ng vé lau vé dai,
lya chon mot “con dudng” khic bit dau tu san phim sé

phét hién ra ddy 12 mot bau croi khiac.
Thuc t€, ddy ciing chinh 1a lya chon ctia MINISO.

V6i MINISO, lam thé nio dé nghién cu ra sin phim
chiém dugc yéu thich ctia khach hang con quan trong hon
g4p nhiéu I4n so v6i viéc lam thé€ nao d€ truyén théng cho

thuong hiéu mot cach rim 10.

Mot vi du rat thi vi xay ra trong ctia hang ctia MINISO,;
ddng thdi nd ciing lién quan dén mot nganh khi dic chu:
Nganh kinh mit.

Toi vAn nhé bai vi€t véi tya &€& “Bao gid gia kinh mit
méi tré nén “binh din”” nim 2015 di truc ti€p ddo siu

vio bén trong loi nhuin khong 16 ctia nganh nay, dong thoi

(1) Thuong hiéu nha hang chuyén cac mén lam 1l thit bo néi tiéng cua
Trung Quéc, hién da déng cla.




cling tao ra mot lan séng rim rd trén mang. Do d6 dii cta
sach c6 han, tdi khong tién thudt lai nguyén vin bai viét ¢
day, ma chi ding mot cdu ndi luu hinh trong nganh kinh

mit dé tém tit ndi dung bai viet dé:

“Kinh mit 20 NDT, ban cho ban véi gia 200 NDT la
gid tinh cam, ban cho ban véi gia 300 NDT la gi4 xa giao,
ban cho ban v6i gid 400 NDT la gia thi truong.”

T d6, c6 thé thdy dugc rat 16 lgi nhuin khong 16 ctia

nganh nay.

Xét ti nhu cau thi trudng, kinh mit 1a nganh san xuit
ntia thuong mai nuia y t€. Tiéu ding cho mit hing nay da
phan lién quan dén thi luc ctia nguoi din, nhu ciu vé xay
dung hinh tugng, danh gia than phin; dong thdi mot s
nam ni thoi thugng mudn thé hién ca tinh ctia ban than
déu c6 nhu cau rat 16n vé mit hang kinh rim.

Ai cling biét, trong thi trudng kinh mit khong bi hing
rdo hanh chinh ngin can, gi4 ca luén do ngudi cung cap
quyét dinh, trong khi d6 nhu ciu 16n vé kinh mit khién
thi trudng kinh Trung Qudc Pai luc rat khé bé di théi xau
“lua gia cao”.

Mot diéu thd vi hon 13, nganh kinh mit 12 nganh tu ¢
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hiéu qua “thuong hiéu héa”. Vi du don gidn nhit c6 thé ké
dén: Néu ching ta tiy tién héi vai nguoi trén dudng ring,
kinh mit anh 4y/c6 4y hay deo hoic kinh rAim ctia ho thudc
thuong hiéu nio, e ring chin trén mudi ngudi déu s& lic
ddu néi “khong biét”.

Chinh trong b6i canh nhu viy, mit hing kinh rim cua
MINISO viia ra mit lai mét 14n niia trd thanh sin phim
ban chay, 200.000 chiéc kinh ngay lap tiic hét veo trong
ngdy dau m6 bén, thudng xuyén chdy hang, 1ap ky luc tiéu

thu 100 trigu chiéc kinh rim trén toan thé gidi.

Nhung diéu ding nhic dé€n nhét trong cudc chién mua
sim ndy 1a, mot MINISO ludn tudn theo “thuong hiéu
héa” khi dit chian vao nganh nghé ty mang “hiéu tng
thuong hiéu héa” lai cé thé ngay 14p ttic khién thuong hiéu

ctia ban than dé lai ddu 4n siu dam trong long khach hang.

Bin vé ndi tinh va huyén co bén trong, chiing ta cin nhé

lai phan ban vé hai chit “san phdm” & cudi chuong trudc.

Kinh rAm do MINISO san xuit c6 mau sic ruc 15 da
dang, dong gbi thoi trang, quan trong hon la gid ban 1é chi
c6 20 NDT, nhung cam giic vé chat lugng c6 thé so sinh

v6i miu san phim “ban chay” ctia cac thuong hiéu xa xi.




Dinh gi4 gan v6i gid sin xuit c6 thé dep bo “théi quen

xau” vé loi nhuin khéng 16 ctia nganh kinh mit, thiét k&
xuit sic cing chit lugng khién khich hang khong thé

bubdng tay.

Hién nhién, sy trai nghiém “vugt mong dgi” nhu vay
khién phin 16n khach hing 4n tugng sau sic, nhung c6 1&
khi ban gdp mot ngdi sao thoi trang deo kinh cia MINISO
dao phd va chay dén hoi thim nhin hiéu, anh &y/co 4y chua

chic s& néi ra tén thuong hiéu cho ban nghe.

Nhung v6i MINISO, diéu niy khéng quan trong, san
phim chat lugng thét sy sé khéng thi€u khach hang trung
thanh. Mot s6 ¢6 géi yéu thdi trang trong thdi gian dai 3
nim, 5 ndm khdng nhic den tén MINISO, nhung khi ban
héi “Miu kinh khéng c6 logo nay mua é dau?”, chic chin ho
s& rit tu nhién chi din: “Uhm, ph8 ndy, trung tim thuong

mai no, ting kia, chinh 13 ctra hang c6 logo d6 chii tring.”

Mot vi du trai nguge mang tinh cuc doan khic ting xay
ra trong muc quing cio mua sim trén tivi. Khodng nim
2007, mot nhin hiéu d4 quy “Chau Bao Phong” xuit hién
trén man anh nho véi bai quang cdo vo cung vang doi: Nao
13 mudn mua “kim cuong”, mudn mua “vang”, chi can 998

NDT, ngay lap ttic c6 thé mang chiu biu vé nha.




Dugc nhiéu nguodi biét dén nhat lic biy gio, khong
thé khong nhic dén san phim “Cuu Ctiu Kim Diép — Vang
14 99k”. Mdi miéng déu dugc lam td gan 14 thit, sau do
dung vang 999 ché thua céng, nhin vang sing loing ruc 1,
nhin qua &ng kinh 8t s& dep vo cling. Th€ nhung quang
c4o trén kénh truyén hinh mua sim lai dua ra mic gia “bat

ngd”: Chi can 300 NDT.

Tuy nhién, ngudi biét chuyén tiét 16 ring, miéng vang
hinh chiéc 14 dugc thdi phdng 1én tin miy xanh ndy dugc
bén v6i gia khong qua 38 NDT trén con phd Tan Nhai Khau
& Bic Kinh. M4u chiau bau ban gi6i han “hiém c6 khé tim”
ndi tring ra cling chi 12 trd bip bom gitia ban ngay.

Trong thoi dai ngudi tiéu dung ngay cang 1y tri, sin
pham khéng di kém chat lugng, du c6 dau tu vao quing
cho trén cac kénh truyén hinh 16n phét di phat lai nhiéu
lan, di c6 mdi chuyén gia dau tu chit xdm vao d6i gobi va
mo rong thi hing kém chat lugng van 1a hang kém chit
lugng, bip bom vin 13 bip bom, khéng thé thay déi. Roi
cudi ciing nhiing san phim nay ciing s& bi ngudi tiéu dung

viit bé va luu lai tiéng xau cho thuong hiéu.

Mubn tao nén mot thuong hiéu xuat sic, trudc hét can

phéi c6 sin phdm chat lugng mang dén nhu ciu dai han




va hiéu qua t8t. San phim nay nhit dinh phai theo st xu

huéng cta thoi dai, nim chic nhu cau cta khich hang,
gidng nhu kinh rAm va nuéc hoa ctiia MINISO hay céic san
phim dién t ctia XiaoMi vay.

Sin phdm xudt sic can phai theo kip budc tién cia thoi
dai, nhu vy méi ddm bao dugc “tu duy thuong hiéu xuit

sic” ngdy mét viing chic, dung bat bién ting van bién.

Do db, chiing ta c6 thé hiéu dugc ring, tai sao nhiing
“ctia hiéu lau doi trim nim” lai thut [di theo san phim va
that truyén vé k§j nghé truyén thong, cho dén ngiy chi con

12 “vin vit” mang ddm d4u an lich st Trung Qudc.

Cung la “ctia hiéu lau doi trim nim”, nhung sau khi
A.S Watson viit b di bé d6 1a “thuong hiéu ci”, tuin theo
phép tic “san phim 13 vua” lai phat trién manh mé dya vao
sin phdm do chinh hing nghién ctu ché tao va trim nim
qua tiép tuc gifl viing vi tri “thuong hiéu néi tiéng” mot

cach 6n dinh.

Cha dé cta nganh quan tri kinh doanh hién dai — Peter
F. Drucker trong 1in cudi nhan 16i moi phong van ctia nhat
bio The Wall Street Journal , c6 phong vién dd hoi 6ng:
“Ngai dd hon 90 tudi rdi, ciing viét hon 90 cudn sach, ngai

c6 thé cho tdi biét th€ nao 1a doanh nghiép 8t hay khong?”
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Drucker dap: “Chi ¢6 gidy dép méi chan thyc.”

Mbt doanh nghiép ciing giéng nhu mdt ngudi tho déng
gidy, khi ho lam ra gidy, hang nghin hang van tiéu chuin
phan xét thanh cong ciing theo dé6 ma dén:

“Anh ta 13 ngusi déng dugc nhiéu gidy nhit trén thé
gi61.”

“Clra hang gidy ctia anh ta 12 ctia hing gidy ki€m duogc
nhiéu tién nhat trén thé gi6i.”

“Giay cta anh ta noi tiéng nhat.”

Mot nguoi quan ly thuong hiéu ciing giéng nhu mot
ngudi thg déng gidy, khi ho lam ra gidy, du loai tiéu chuin

phén xét thanh cong ciing theo dé6 ma dén:

“Khong khi vin héa trong ctia hing gidy ctia anh ta t6t

nhat.”
“Ctlia hang gidy cta anh ta dugc nhiéu nguoi biét nhat.”

“Ctia hang gidy ctia anh ta nhan dugc nhiéu giai thudng nhat.”

Nhung v6i mot ngudi thg dong gidy, binh ludn quan

trong nhit chinh 1a vé ddi gidy, va chi c6 gidy. Néu dbi
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gidy ho 1am ra khién ngudi khic di vao thodi mai, ho chinh

la mot nguoi dong giay thanh cong.

Nhu thé nio 1 mot thuong hiéu t8t?

3. KHONG CO THIET KE HANG DAU, DUNG MQ DEN
THUGNG HIEU

To6i tiing doc mét cau chuyén nhé mang ddm mau sic “hat
gidng tdm hon” trong mot bai chia sé ctia me tbi:

Cb6 nguoi thg moc tay nghé rat t6t. Mot ngdy no anh
4y chit mot cai cdy va d6c hét tAm huyét 1am thanh 3 cii
thiing gb.

M@t thang dung phan, goi la thang phan, ai ai cing tranh;

MGt thang dung nube, goi la thang nudc, ai nidy den ding;

M3t thing dung riign, goi la thing rulgu, ngubi ngudi thudng thik.

Cudi bai chia sé géc con c6 thém mot doan “goi §” nhu
sau: Doi nguoi 1a nhu vy, quan niém ra sao cudc sdng s&
nhu thé d6, suy nghi nhu th& nao s& c6 cudc sdng nhu viy.

Véi t61, xy dung thuong hiéu cling nhu vdy. Cing mét
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phuong thiic marketing hoic cling mdt quan diém khéng
marketing, quyét dinh viéc nguoi tiéu ding sé “né trinh”,

“stt dung” hay “thuéng thtc” chinh 1a ban than san pham.

Vay, khi ca ba chiéc “thting” nay déu tré thanh “thing
rugu”, ching ta [Am th& nao dé khi€n mot chi€c trong s6

d6 thé hién ra tit ca nhiing diéu t6t nhat ctia n6 diy?

To6i cho ring, chat lugng cua “rugu” ciing gidng nhu

“ning luc thi€t k&” ctia san pham.

N6i tit gbc do xay dung thuong hiéu, thiét ké€ mot cich

t0t nhat c6 thé chic chin s& thanh cong.

Vé6i nhiing thuong hiéu theo dudi con duong “khong
thuong hiéu”, thiét k& dinh cao thé hién tit ca cho tinh
khac biét cing miic d6 nhan bi€t mot maiu san phim ctia

ho v6i mét san phim cting loai ctia thuong hiéu khac.

Diy ciing chinh 13 nguyén nhin vi sao t6i c6 thé tu
dong nhém tit ca cac sin phdm cia MUJI v6i nhau khi

chua biét d&€n tén thuong hiéu nay.

Vin phong phim Than Quang M&G® c6 thé nbi 12 mot
trong s6 vi du tuong d6i xuit chiing trong viéc thu ve stic

(1) Cong ’ry M&G Chenguang Sfahonery co.Ltd. chuyén san xuat van
phong phdm cé tinh sang tao cao, tru s& cong ty dat tai Thuong Hai,
Trung Quéc.




anh huéng thuong hiéu phi thuong nho thiét k€.

O phan truéc, chiing ta d x€p da s8 cic mit hang “vin
phong phim” vao loai san phAm mang thudc tinh “khdng
thuong hig¢u” giéng nhu kinh mit. Trong diéu kién khach
quan d6, mét thuong hiéu vin phong phim nhu Thin
Quang c6 thé tao ra quy md6 nhu vdy that khong dé dang.
Néu ban dén “thi phan” khién cic doanh nghiép khac phai
“ctii dau”, ti nim 2014 da luu truyén 16i don nhu sau:
“Vin phong phim Thin Quang chi€ém hon 55% thi phin
& Trung Qudc, c6 thé n6éi dudng nhu nha nao cling stt dung
d6 cta hing.”

Tat nhién, 16i dén chi 14 16i d6n, con s8 55% nghe di
khién nguoi khic phai gidt minh vi qui cao, nhung ching
ta ciing rat khé dé phua dinh con s6 ndy. Béi mic d§ phd
bién ctia vin phong phdm Than Quang 13 su that ai cling
biét. Chi tinh riéng s6 lugng ctia hang, trong nganh ciing
chua xudt hién doanh nghiép th hai c6 thé canh tranh véi
Than Quang.

C6 ngudi ndi, su thanh cong cta Thin Quang dén tu
kénh phin phdi 16n manh cling co ciu quan 1y doc dio.

Con véi t6i, vi tri din dAu cta ho 1a sy két hop hoan hao

gifia gi4 tri sdng tao v uu thé san xuit. Suy cho cung, ban

365
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than san phdm chinh 13 sy thé hién tuyét voi nhdt cua sy
két hgp ndy, con thiét k& sin phdm trd thanh uu thé trong

uu thé.

To1 “bén duyén” v6i Thin Quang 13 nhd c¢6 ban thin
hdi trung hoc. Trong nhiing nim thing tuci tré vin con
mic ddng phuc 4y, c6 ban than cta t6i 1a mot trong s8 mic
chting “cudng suu tap d6 vin phong phim” khong hé hiém
gip. D61 v6i co 4y, thiet k& dep mit cia mét chiéc bat
chinh 13 1y do ¢6 4y diing chiéc bt d6. Vi vdy, ctia hang cia
Than Quang tré thanh “con duong phai di” sau mdi ngdy

tan hoc cta cb 4y.
Ning luc thiét k& ctia Than Quang giéi dé€n miic ndo?

Khi con nhd, t6i ting hoc v& tranh. Lin dau ti€p xtc
v6i mau son diu, cd gido di nbi v6i tdi: “Mua hing cua
TrueColor™. Nhin td goc d6 chuyén nghiép, hang cua

TrueColor c6 chat lugng t6t hon.”

Sau khi loai bt Gel® tré nén phd bién, quan niém nay
cang dugc cong nhin rong rii. “K§ thuit” va “Chat lugng”

tré thanh dai ti d€ néi vé TrueColor.

(1) TrueColor: Tén tiéng Trung |a Chan Thai, mét thuong hiéu van phong
pham thanh lap nam 1990 cla Trung Quéc.

(2) But Gel hay con goi la Gel-ink pen, loai but chita muc Iéng gitp viét
ém va déu muc hon.



Nhung thi trudng ltc bay gid di xuit hién mot cAu nbi

dinh nghia v€ su “hoan hio” ctia mot chiéc buat. D6 1a: “Vo

cua Than Quang, rudt ctia TrueColor.”

So sanh v6i TrueColor, Than Quang 1i “nhin tii méi
ndi”, nhung Thin Quang lai thing vé mit thiét k€.

Vi du nhu loai bat dan ban thudng ding & cic quiy
giao dich ngin hing hiu hét déu c6 diy miu den don
gian, trong khi Than Quang lai thi€t k& loai ddy dung
bit hinh mit cudi hoat hinh, khién ngudi ta ca thdy méi
mé; Hay nhu loai bat “chuyén dung trong ky thi” danh
cho céc thi sinh di thi da gitp Than Quang ting 20% s6

lugng tiéu thu.

Cho dén tan bay gio, hon 10 nim trdi qua, nhung khi
cing mot doanh nghiép bén 1é néi chuyén vé Thin Quang,
hai chting t6i vAn pham cam thdy than phuc vé su dau tu

va coi trong vé thiét k& sain phim cta ho.

Nim 2015, Than Quang ra mit mot bo san phim do
diing vin phong mang tén ONE BOX véi chu dé “Useless
Poems — Nhiing bai tho v6 dung” do chinh Han Han® lam
gidm ché&.

(1) Han Han: Tay dua chuyén nghiép, déng thdi cling la blogger, nha van,
nha san xuat phim anh ndi tiéng va cé sic anh hudng cda Trung Qudc.
Anh sinh ndm 1982 tai Thuong Hai. Mét s& tac phdm van hoc cdia Han Han
tung duoc xuat ban tai Viét Nam: Thanh phé trong mo, Trudng An Loan.




Bo do dung vin phong phim c6 gia 199 NDT viia ra
mit di rit dugc yéu thich. Ning luc thiét k& san phim
cling kha ning tim toi sing tao gidp Thin Quang chua bao
gio kiét luc trén con duong xdy dung thuong hiéu. Thim
chi, ho con vugt qua thit thach ra mit hon 1.000 miu san
phim sing tao mdi nim, ti d6 dting vao hang ngii thuong

hiéu din dau.

Mot vi du ngugc lai vé thiét k& san phim don gian va
khong hé lién quan d&n “thiét k& bao bi”, d6 chinh 1 “loai
thach c6 thé hiit” ctia Hi Chi Lang - Strongfood". Sy sang
tao vé thiét k€ ndy 1a khéi ngudn trong viéc tao nén loai
thach hiat dung trong tdi, gitp thuong hiéu Strongfood di
vao trai tim ngudi dung.

Mao Trach Déng tling néi: “Mét ngudi lam chuyén 6t
khong khé, diéu khé 6 day chinh 14 ca doi lam chuyén t8t,

khong lam chuyén x4du.”

Chtng ta n6i: “Tao ra san phim c6 thiét k€& t6t khong
khé, dieu khé 6 day 1a thiét k& cia mbi mot san phaim déu
phai 1dm t6t nhat c6 thé.”

Va “thi€t k€ ctia mbi mdt sin phim déu phai lim t6t

(1) Tap doan thuc phdm thanh lap nam 1993 & Quang Déng Trung
Quéc, chl yéu san xuat va tiéu thu ba loai san pham la: thach rau cau, tra
stra va rong bién khéo.
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nhit c6 thé” chinh 14 t6n chi nghién ctiu ché tao san phim

cua MINISO.

Chiing ta déu biét, MINISO rit coi trong thi€t k& va
cang ton sing ning luc thiét k& Doi ngii nha thiét k& ctia
ho déu 12 nguoi ¢ thyc luc, 13 uu td trong uu td giéng nhu

cach ho lua chon thiét k€& ctia san pham.

Thiét k& ctia MINISO vuot qua biéu tugng ctia thuong
hiéu, tré thainh mot ddu 4n thuong hiéu thit sy, dem dén

in tugng tryc quan cho ngudi tiéu dung.

Do d6, t6i gin nhu da nhic dén hai chit “thiét k&” xuyén
sudt qua trinh tim hiéu vé MINISO, b4t ké 13 nuéc hoa,
kinh rim, bat ké mit hay nuéc ép xoii, thim chi ca md
hinh thdi trang nhanh MINISO 4p dung déu thé hién 1o
diém nay.

Do dé, chiing ta khong cin néi thém mot cich rudm
ra vin c6 thé hiéu dugc nguyén nhan cht yéu MINISO su
dung “chién lugc khéng thuong hiéu” dé xay dung thuong

hiéu tr6 nén xan lan tai day.
Lim sao d€ xiy dung thuong hiéu?

Ditp Qui: Phii tra loi: “Khiong ci thiét k& hang dau, ding mo
den thuong hitu.”
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4. THUONG HIEU TOT NAM @ VIEC PHAT TRIEN TU
NHIEN MA KHONG CAN BOT CHAY GIAI BOAN

Chuyén gia binh ludn thuong mai Ma Diép Dong tling viét
trong bai nhan xét cia minh: “Vi thuong hiéu ma thuong
hiéu giéng nhu thuit si giang hd thém dau vao ndi gidm,
sau khi thém ltia trén bé mit s& sbi trio nhung trong ndi
van rat mat. Lia dugc mdt lic chit khong lia dugc ca ddi.”

Cau nbi sinh dong thu hat, néi 1§ 1&8 ma khong hé thé
tuc ndy c6 phan gibng véi tu duy “khong thuong higu”

Diép Qudc Phi vin theo dudi.
Ching ta khong thé vi “thuong hiéu” ma lam “thuong
hiéu”, vy chting ta cin vi cai gi lam “thuong hiéu” day?
Ching & sau khi dua san phdm ra thj trudng rdi chiing

ta lai “budng xudi b6 mic” thuong hiéu?

Tuy phat trién ty nhién 12 diéu t6t, nhung lam mot nha
quan ly va kinh doanh thuong hiéu cing giéng nhu cha me
ctia mot dda con, ludn phai gdnh vac trén vai trach nhiém
vb cling ning né ma khéng thé er6i tit: gitp dda con cua
minh hinh thanh gi4 tri quan va th€ gi6i quan ding din.

Qua trinh bdi dip thuong hiéu ciing gidng nhu vun
trong mot bui cdy, can c6 du 4nh ning mit trdi va nudc
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mua, cin dugc quan tAm va chim séc. Nhu Diép Quéc
Pht vin néi 14 “sinh truéng tu nhién”, tuyét d6i khéng can
“dét chay giai doan”.

Déng thdi, khach hang dén vi bi thuong hiéu xuit sic
hap din tuyét d6i khong phai “thugng d€”, ho chi 12 nhém

ban bé tri ky yéu thich ban ma théi.

Lam th& nao dé mot thuong hiéu vugt qua dugc thoi ky
non tré ddy nguy hiém, d€ cé thé “phat trién tu nhién”,
16n 1én mot cach khoe manh tré thanh ciy dai thu cé thé

che troi?

Toi cho ring c6 hai chuyén duy nhit can lam, d6 chinh

1a: “ti€t ché&” va “dan dit”.
Tiet che

Nim 2004, ca khiic “Trin tuyét ddu mua nim 2002”
ndi tiéng khip cic phd 16n ngd nho chi sau mot dém. Mot

cai tén cling theo trao luu 4m nhac d6 in siu vao tdm tri

mdi ngudi — Pao Lang.

Nim d6, Pao Lang tré nén “ndi ti€ng”, album nhac
ctia anh 4y bén rdt chay, ciu chuyén ctia anh 4y cing dugc
nhiéu nguoi tim ki€m, trén tivi tudn ndo cing lip di lip

lai cac bai phong vin, trén cic con phd di b ludn ludn
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vang 1én mot giai diéu duy nhat.

Mobt nim sau, Pao Lang va 4m nhac ctia anh 4y bién mat

khong con dau vét trong mit ngudi nghe nhac.

Diéu nay hoan toan phti hop véi 1j ludn triét hoc ¢8 dai
Trung Qudc “vat cuc tt phan” — mdt vt hoic su viéc khi
phét trién dén gi6i han cuc diém sé chuyén hoéa theo huéng
ngugc lai: Sinh trudéng phat trién ryc r6 nhu hoa mua he

nhung ciing ngin ngui nhu hoa muia he.

Cau chuyén vé su theo dudi cai méi mé trong chép mit
cling gidéng nhu viéc quang b4 giéi thiéu thuong hiéu theo
kiu “tao xu th€ nhat thdi” ctia nhiéu doanh nghiép. Ma
két qua cuia viéc tao ra xu thé nhat thdi ndy gidng nhu d6i
nam nfi ti yéu dén két hon nhung lai u mé chua hiéu ré
ddi phuong, dem toan bd nhiing tinh cim manh liét dén
vao khoang thoi gian yéu duong, d€ cudi ciing khi tién t6i

h6n nhin chi con lai toan ¢ don, lanh 1€o.

Mt vi du khiac rit quen thudc v6i moi ngudi d6 13 ciu
chuyén vé loai thuéc Melatoin® do cong ty Khang Ky Chu
Hai san xudt. Tt nim 2001, sin phdm stic khée ndy phu
song day dic trén truyén hinh, tao nén hién tugng “phai
thdy m&i ngay”. Méc do phat c6 thé néi la nhiu nhét

(1) Melatoin Ia mét loai thuéc an than, gidp cai thién gidc ngd.
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trong lich stt quang c4o Trung Qudc.

Thé 13, san phim ndy nho vao cach “quang céo giy 4m
anh” di phé bién dén mtc khong gi can néi, kéo dai lién
tuc trong sudt 10 nim.

Tuy nhién, mot bai bdo cdo dieu tra nim 2013 d4 chi ra:
90% gi6i tré dd dung nhiing tinh ti nhu “khé chiu”, “4c -
cam”, “ré tien” d€ hinh dung vé quang cio Melatoin; 80%

ngudi trung nién c¢6 cam nhén tiéu cuc.

No6i cich khic, bén canh viéc “I4p chién cong hién hach”
gitp Melatoin dugc nhiéu ngudi biét dén, doan quang cio
trén truyén hinh cta loai thudc nay ciing 1a nguyén nhan

truc ti€p giy ra lan séng phin cim cia cong chiing.

Nim 2015, trong 1an ghé thim cic nha thudc 6 Thugng
Hai, nguoi ban hing ctia nhiéu nhi thudc khong hen ma
gip, cing nbi v6i phong vién: “Loai thudc Melatoin da
ngiing ban ti l1au rdi.”

Ly do ngoai “nhém nguoi stt dung di gid”, “nguoi tiéu
diing mua phan 16n dem ting”, “sin phim thay th& nhicu
v6 k&” con c6 mdt nguyén nhan quan trong bat ngo khic,
chinh 1a: “San phim giy cim giic ré tién thip kém do

quang c4o trén truyén hinh.”

Theo nhiéu chuyén gia hoc gia, viéc thubc Melatoin trd
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nén suy tan vo cling binh thudng. Diu sao diy cfing 12 méot
loai sin phim ra ddi dua vao bao bi va marketing, 13 mot
ki€u lam #n co hoi trong thoi gian ngdn. Chua ké, sy phd
cip cua Internet khién cic kénh théng tin trd nén da dang
hon, khién gia tri ctia thudc Melatoin trong mit ngudi
dung ngdy cang nho di.

Day 1a vi du o rang cua viéc “dung qué stc” dé xay
dung thuong hiéu, nhung lai khéng dda cuc doan. Do
doanh nghiép diing ding sau thudc Melatoin “Iim tién
nhiéu cudc”, nén “cudc chién tiéu tién” khong biét tiét che
kéo dai hon 10 nim méi din dén hoi két. Con cic thuong
hiéu st dung chiéu marketing tuong tu véi Melatoin lai
khong may min nhu véy, don ctt 13 cdu chuyén “md hinh

Cap Dugc” cia tap doin dugc phdm Cép Dugc.

Nim 2006, tip doan Cip Dugc bo ra 1,1 ty NDT quang
c4o dé thu vé 8 ty NDT tién tiéu thu hang héa va tré thanh

huyén thoai.

Nhung dén nim 2013, 3 loai thudc rit dugc Cap Dugc
diu tu coi trong marketing chi thu vé 6,46 trieu NDT
lgi nhudn rong ca ndm, tyut giam 98% so v6i ndm truGc
d6; doanh thu 1a 3,1 ty, giam 21% so v6i nim trude do.

Nim 2014 ciing khéng hé lac quan khi doanh thu tip
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san pham khéng hé cé v nghia

doan chi dat 1,739 ty NDT, gidm 45,27% so véi cling ky

nam trudc.

So v6i nhiéu thuong hiéu chi chi trong dau tu mot 1an
dé ki€m lii, tiéu tién nhu nuéc dan dén két qua chi nhu
pht dung s6m né t6i tan, MINISO lya chon con dudng
tich liiy dai han, kién tri v6i nguyén tic thuong hiéu, duy
tri chat lugng sin phdm va chién lugc “mém mong”. M6
hinh kinh doanh thuong hiéu kiéu ¢6 tinh khic ché, biét
ngudi biét ta di thanh cdng trong viéc khién “ndi dung”
trd thanh con 4t chu bai dé truyén théng. Tuy “khong mat
qui nhiéu cong stc” nhung sy phét trién cta con ngudi,
ngudi him mé cung stic anh huéng lai khong hé chim
chit ndo.

Xay dung thuong hiéu xua nay ludn 13 hién tugng thi
trudng két hop gifia hinh déng chién lugc va hanh dong

k§ thuit, con siic séng ctia né ndm & hai ti “tiét ché”.
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Dian dit c6 nghia 13 qua trinh gitp xiy dung “quan

niém thuong hig¢u” cia mot thuong hiéu.

No6i cich khac, day chinh 14 viéc chting ta kip thoi tién
hanh sta chiia va diéu chinh khi phéit hién thuong hiéu di

léch ra khoéi quy dao thuong hiéu du tinh.

Tuy nhién, diéu bat hanh 14 rit rat nhiéu doanh nghiép
tho dudi miic d6 ndi tiéng ma d€ mic cho thuong hiéu

phat trién léch huéng khoi tinh than cét 161 ban dau.
Vi du dién hinh nhit chinh Ia viéc lua chon ngudi dai dién.

Xuit phéat ti suy nghi lam th€ ndo dé “thu hat muc
tiéu”, chon “ndi tiéng” ma khéng chon “thich hop” trd
thanh “tdng chi” ctia nhiéu doanh nghiép. Do db, rat nhiéu
ban hop ddng giy tranh cii va khién ngusi ta khé bé tuéng
tugng gitia thuong hiéu va minh tinh da ra doi.

Vi du nhu, véc hop tic gilta nuéc khoing NongFu
Spring va nhém BigBang, r6i hop dong gifia thuong hiéu
m§ phim dudng da thio mdc véi Chau Kiét Ludn.

NongFu Spring bi khich hing méng chui: “Vé dep cia

BigBang da gi€t chét cdm giic thanh khiét ctia nuéc khodng.”




Thuong hiéu m§ phim con lai ciing bi o4n trach: “Chau

Kiét Luan rit t6t, nhung tudi tic va phong cich ctia anh
4y khi€n nguoi ta khong cim nhin dugc su két hop gifia

truyén théng va khi chit ctia thuong hiéu.”

V6i modt Digp Qudc Phi ludn thd phung “néi chuyén
bing s6 litu”, ngay tu khi con kinh doanh “Aiyaya”, anh
4y di chon ngudi dai dién dua theo diéu tra nghién ctru ctia
nguodi tiéu dung.

Vi du nhu: Ung Thai Nhi, Ly Tuong, A Sa, SH.E... ai
ciing khién ngudi ta lién tuéng véi nhiing moén dd trang
stic dé thuong dang yéu, hoan toan phti hgp v6i mot thuong
hiéu c6 c4 tinh tré trung, day stic séng nhu “Aiyaya”, c6 thé

coi 12 quin anh tu hdi, b6 sung thém stic manh cho nhau.

Duong nhién, vi du vé “ngudi dai dién” ndy chi 12 mot
phin rit nho trong s6 d6, bit c diéu gi di ngugc lai véi
tinh than c6t 16i ctia thuong hiéu déu cin stia d6i hogc x6a
bo, du 13 san phdm dugc day cong nghién ciu ciing khong
ngoai l&.

Ban cdn nhé chiéc may bay db choi d€ bi héng do nguoi
duing thao tac sai cia MINISO chit? Khi n6 khién cho nguoi
diing c6 quan niém di ngugc lai tu duy thuong hiéu, MINISO

ngay lap tiic ngting ban san pham ma khdng can suy nghi.




D61 v6i mot thuong hiéu, “tiét ché” c6 nghia 1 1am viéc
that sy, “c6 thé phat trién lau dai”;

D07 véi mpt thuong higu, “dan dit” c6 nghia la tranh di
dudng vong, “di truc tigh vao van e’

Diy la nhing sach lugc xdy dung thuong hiéu khi
MINISO 4p dung chién lugc “khéng thuong hiéu”;

N6 c6 vai trd rdt quan trong véi viéc “phét trién ty
nhién” ctia thuong hiéu;

N6 dan dit chiing ta dén vé6i tu duy méi don gian ma

khic biét ngay hom nay.










Aubi: Tir 0 d6n 1500 cifa hang

Chua day 3 nim, 1.500 ctia hing.

D€ ché kinh doanh ctia MINISO phét trién 16n manh
duya vao chudi ctia hang huyén thoai. Chiing ta cha § déi
theo “hang trdm hang nghin nha cao cta réng”, nhung
ciing diing quén di “tiing vién gach miéng ngdi” xay nén

“nén moéng” cta MINISO:
Mot vién mang tén thay d6i mo hinh;
Mot vién mang tén giam tai quan ly;
Mot vién mang tén hé thong hiéu qua cao;

Mbt vién mang tén din dit tu duy.

1. THAY LIEN DOANH BANG BAU TU

Toi khong qua tin vao ludn diéu “quan niém vé s8 troi”
va “quan niém vé s6 kiép” trén phuong dién khoi nghiép.

Nhung pham 14 thanh c6ng ngudi ta déu quy vao “co hoi”
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MINISO — Cudc céch mang bén 8 toan cau

vd “vin ménh”, pham 13 thit bai ngudi ta déu quy cho

“thoi van khéng du, s6 ménh khong may”.

Thé nhung, nguoi tuin theo quan diém nay khong it
chiit nao. Mot chuyén xay ra trong vai ngdy qua cang lam
t6i kién dinh v6i 13p trudng chia minh, khién t6i cam thay
khong chui khéng chiu dugc.

Mot nguoi ban cta tdi bo viéc nubi chi khoi nghiép
thong qua viéc mé “Cat House — Quédn meéo”, khong lau
truéc ddy c6 4y méi mua 6 con meéo nho khac loai. Tuy
nhién, hém truéc con thiy c6 Ay hao hiing ké chuyén nubi
méo mot cich khoa hoc dé ki€m tién 12 viéc lam “déng
tin ciy” va hitu hiéu, thi sing s6ém hém sau cb 4y d ding
trang thai trén Wechat: “That den dui, khéng thé thu hoi
von.” Ti€p d6, co dy khoc 16c ké 18 véi tdi qua tin nhin:
“Chi trong mot dém ca 6 con méo déu bi 1ay bénh, diing
néi 12 khong thé ban néi, ngay ca chita bénh ciing t6n ca
déng tién. T6 that kém may min ma!”

Cho nén ndi vi€t sich 12 “mot nghé nguy hiém”, t6i mot
mit mudn chia sé kinh nghiém thit 1ong, moét mit lai s¢
tac phdm viia ra doi sé bi ngudi ban dugc dem ra lam vi du

“tuyét giao”.

That ra t6i khong c6 § ché bai ai ca. Nhung v6i t6i, cii




ChuBt: Tir 0.d6n 1500 cita hang

goi 12 “vin khi t8t xau” ching qua chi 12 nhiing nguy hiém

rii ro phai nghi dén trén con dudng khéi nghiép.

Su ri ro ndy nganh nghé nao cling gip phai, du 1a mo
quan meo hay quan com, hay nhu “viéc lam dn” khong
chit lién quan d&n “cong thuong nghiép” t6i tliing lam

ngdy trudc cling ty cé “rii ro” dén go cua.

Thuc &, dai da s6 rai ro d8u c6 thé du dodn truée. Boi
c6 mot phan “rai ro” nim trong kha ning nhin biét cia
chiing ta, tuy nhién né thudng ton tai trong cic van dé phd
bién va théi hu tit xdu ctia mot s6 nganh nghé. Vi du nhu:
nganh nudi trong cb thé bung phat dich bénh, con nganh
tai chinh tién té c6 thé ludn diing trudc nguy co thay déi
chinh sach.

DG&i mit vo6i nhiing “tinh hudng bat ngd” khéng thé du
doén, cic doanh nghiép tam thap chi biét odn trdi trich
nguodi, doanh nghiép tim trung dodn dugc rui ro va chdp
nhan rai ro, con cic doanh nghiép xudt sic s& thu giai
quyét toan bo vin dé tit goc do ctia ban thin va mic dd caa

nganh nghé.
Diép Quéc Phi thudc kiéu cudi cing.

Nhic dén Diép Quéc Pha va MINISO, khong thé




khdng nhic dén cai goi 12 “chudi kinh doanh”.

“Chudi kinh doanh” thuc t€ chinh 13 mdt hinh thic 6
chiic kinh doanh va ch& d6 kinh doanh, chi viéc phuc vu
hoic kinh doanh nhiing sin phim cling loai cia mot s
doanh nghiép, két hop tao thanh tit mdt hinh thiic nhat
dinh va phan co6ng chuyén nghiép héa dya trén k& hoach
tong thé roi thuc hién tap trung héa quan 1y dua trén co s6
phan cdng, t6 hop hoat dong kinh doanh déc 13p thanh kinh

doanh toan thé cé quy mé, tii d6 tao ra quy md hiéu qua.

Diéu ndy giai thich nguyén nhin vi sao GOME® va
Suning® lai phat trién nhanh hon nhiéu doanh nghiép
khéc: Ngudn tai nguyén ctia hang khéng nhiéu va c6 han,
mudn chiém thi trudng va tao dung “quy md” ma khong
c6 thii d6 quyét doan ciing hiéu sudt tdc d6 thi d6 1a diéu

khong tudng.

V6i MINISO, tinh hinh cang gay git hon. Ai ciing biét,
“hang dep gi4 t6t” 12 quan bai chti chét ciia MINISO. Pinh
gid gan véi gia thanh sdn xuat gitp cau ndi “trd choi ndy
budc anh phai choi that 16n” ctia Diép Quéc Pha khong

(1) GOME la chudi ban 18 db dién t gia dung cla Trung Qudc, dugc
thanh 1ap nam 1987 va dat t6ng bo tai Hongkong.

(2) Tap doan thuong mai Suning (Té Ninh) thanh 1ap ndm 1990 tai Nam
Kinh, kinh doanh cac mat hang dién td, gia dung, sach bio...




hé khoa truong chit nao. Mudn c6 uu thé vé gii ca, lgi

th€ kinh t& vé quy md 1a con dudng budc phai di. Do db,
MINISO cin c6 dt s8 lugng ctia hang d€ kinh doanh.

Béi vay, Diép Quéc Phi goi hai ndm truéc khi MINISO
ra doi 12 “ndm mé clra hing”, 12 giai doan quan trong dé

“chi€m d4t cdm c6” ddnh d&u chu quén.

Tuy nhién, muén mé dugc hang ngan chudi ctia hang
trong vong 2 nim ngin ngui, di ban thin Diép Quéc Pha
c6 ndang luc t6i dau, 4p dung phuong thiic tu kinh doanh

chudi ctia hang 13 diéu v6 cting khé va khong thiét thuc.

Vay con dudng con lai duy nhat chi c6: gia nhap lién

minh chudi.

DE gitp doc gia khong gip khé khin, truéc hét ching
ta sé 6n lai sy khac biét gifia lién minh chudi va ty kinh

doanh chudi.

No6i mot cach don gian, bd qua nhiing vin dé vé linh
vuc kinh doanh, 1ién minh chudi va tu kinh doanh chubi cé
“3 diém khac biét 16n” gdm: khac nhau vé quan hé quyén
s6 hitu tai san, khic nhau vé quan hé phip luit va khic

nhau vé m6 hinh quan ly.

Vé quan hé quyén sé hiiu tai sin, mdi ca thé tham gia




lién minh chubi cia hing déu doc 14p vé von, khéng cb
rang budc tai san ndo véi tdng bd; con tu kinh doanh chudi
st dung chung mdt ngudn vén, mdi mot cia hiang trong
chudi déu do tdng bb truc tiép vin hinh, quan Ij tip trung.
Day la khic biét 16n nhit vé ban chat gifia lién minh chudi
va tu kinh doanh chudi. C6 su khéac biét co ban nay, sy
phat trién ctia tu kinh doanh chubi cing dé gip phai han
ché vé tai nguyén va nhan lyc. Djt trong trudng hop cta
MINISO, cong thém yéu cau vé téc do phat trién, né lién
tré thanh nguyén nhin “khéng thuc t&” chiing ta nhic dén

g trudc.

Vé quan hé phip luit, mdi quan hé gifta tdng bo lién
minh chudi va cic cira hang trong lién minh 1i quan hé
hop dong, hai bén xay dung méi quan hé dya trén viéc ky
két hop ddng kinh doanh dic biét, ddng thdi xac dinh 6
quyén lgi va nghia vu ctia mdi bén théng qua hgp ddng.
Trong khi d6, m&i quan h¢ gifia tdng bd tu kinh doanh
chudi va cic ctia hang truc thudc sé do ch€ d6 quan 1y ndi
bd ti€n hanh diéu chinh.

Vé mé hinh quéan 1y, c6t 16i clia lién minh chudi 1a
“chuyén giao quyén kinh doanh dic biét”, do tdng bd

chuyén giao cho cic ctria hing lién minh. Vi viy, méi quan




en 1560 cu’ahang

hé vé nhan sy va tdi chinh gifta cic cta hing trong lién
minh déu doc 14p, tdng bo khéng c6 quyén can thiép. Con
v6i tu kinh doanh chubi, tdng b c6 quyén sé hitu tat ca cac
clia hang chi nhanh, c6 quyén quyét dinh mdi hang muc
cong viéc kinh doanh cta cic ctia hing ndy; gidm déc chi
nhanh 13 nguoi lam thué cho t6ng bd, lam viéc hoan toan

dua vao chi dao ctia tdng bd.

Ciing chinh vi vdy, khi khéi nghiép lan dau véi “Aiyaya”,
Diép Qudc Pht da lya chon phuong thtc lién minh chudi
dé ti€n hanh kinh doanh vi né yéu ciu it hon vé& nhéan lyc
va vat luc, ciing nhu cang linh hoat hon m6 hinh khic.
Tt ndm 2006, Diép Qudc Pht di nhanh chéng nhan rong
“Aiyaya” dén toin quéc bing phuong thiic kinh doanh nay.
Dén nay, c6 thé néi Diép Qudc Phi “vo cling théng thao”
v6i viéc van hanh lién minh chubi kinh doanh.

Do d6, bat luin tit géc d6 kinh nghiém hay yéu ciu vé
toc d9, viéc lya chon phuong thiic “lién minh” d€ mé rong
chudi MINISO déu 1 viéc hét stc hién nhién.

Thé nhung, sau khi suy nghi kj cang, Diép Quéc Phi
quyét dinh hiy b toin bd chudi lién minh.

Boi Diép Quéc Phi hiéu 16 nhiing mit trai ding sau thé

ch€ lién minh chudi ciia hing ciing nhu nhiing rti ro ¢




thé gdp phai bat ct lic nao.

Tong két lai: “Thay d6i” ch€ d6 quan 1y, “thay d6i” noi

ham san phim, “thay d6i” tu duy thuong hiéu.

“Thay ddi” ché dg quan ly

Ntia cudi nim 2015, Céng ty TNHH C6 phan Thuc
pham Tuyét Vi 6 Ho6 Nam, Trung Quéc gip phai van dé an
toan thuc phim. Sau khi diéu tra ngdm co sé san xudt “co
ga Tuyét Vi” va cta hang & thanh phd Nam Xuong, gi6i
truyén thong da phat hién: Cé nhan vién khéng deo khiu
trang va bao tay 1am viéc, chin vit roi duéi dat van ti€p tuc
nhidt [én gia cdng; mot cia hang dic dia 1én bé xi nha vé
sinh d€ rua, c6 nhan vién 1én 4n thic 4n rdi lai bo vao tdi,
dong phuc lam viéc ban dén mic “khéng thé nhin ndi méi
chiu gidt”, mdi trudng ban thiu, rudi mudi bay day troi.

Thuc t&, vin dé vé sinh, sin phim va tiéu thu cta ctia
hang nay khong phit hgp v6i yéu cau vé “ché do quan 1§ van
hinh ctia hing dau ra caa Tuyét Vi, di ngugc lai nghiém
trong cic diéu khoan bén trong “hgp dong lién minh dic

biét ctia chudi thuong hiéu Tuyét Vi”.

Tuy nhién, tinh chit ctia lién minh chubdi 6 mdt mic

dd nao d6 da “dung tang” cho hién tugng nay xay ra. Béi




tong bo khong c6 quyén can thiép vao vAn dé nhan sy va

tai chinh ctia mdi clia hing trong lién minh, ti d6 din t6i

v s6 cic vin dé do “quan ly khéng dén noi dén chén”.

“Thay ddi” ndi ham san pham

Mot vi du dién hinh nhat, chic chin nhiing ai tiing ghé
qua ctia hang vin phong phdm Thin Quang déu dugc trai
nghiém sdu sic. Boi cic clia hiang lién minh coa “Than
Quang” khéng chi ban “san phim ctia Than Quang” ma
con ¢6 khong it mit hing caa “True Color” hay cac nhin
hiéu vin phong phim khic. Ding sau bién hiéu “Than

Quang” chinh la mdt “cta hang tap héa” dich thuc.

Chic hin ai ciing biét, v6i phuong thitc lién minh
chudi, viéc mdi ctia hing s& nhip mit hing ndo, ban cii
gi, ban nhu thé& nao, ban khi ndo... tit cd déu do ban thin
ctia hang trong lién minh ty quyét dinh. Hon nfia, nhiing
ctia hing lién minh ludn theo duéi lgi nhuin kinh t€ ma bo
qua gi4 trj thuong hiéu, luén thi€u chuyén nghiép trong
viéc lya chon va tiéu thu sin phim, din t6i nhiéu ric r6i

cho thuong higu.

Mot vi du tha vi khédc xay ra v6i chinh ban than Diép

Quéc Pht. Lic dy cAc ctia hang lién minh gia nhdp “Aiyaya”




“moc 1én nhu ndm”, con Diép Qudc Phti mudn ra mit mot
mau kep téc méi, anh iy khong thé khong hoéi cic clia
hing lién minh c6 ddng § ddt hang, c6 dong ¥ mdi thing
thém mot s6 san phdm méi vao trong don dit hing cta

minh. Song, chin ngudi mudi ¥, hiéu suat rat thap.

“Su hién chat” ctia tu duy thucng hiéu

“Su biét chit” ctia tu duy thuong hiéu chinh 13 hau qua

nghiém trong do nhiing vin dé & trén gay ra.

B4t cii ctia hang nao quan 1§ kinh doanh khéng t&t déu
c6 thé khién khach hang suy nghi léch lac vé tu duy thuong
hiéu, tit d6 mang t6i nhiing rti ro khong thé doan truéc
cho nhiing cia hing khic trong chudi lién minh; dong
thoi cling 1a da kich chi mang cho ban thin thuong hiéu.

Hién nhién, Diép Qudc Pht thdy rdt 16 nhiing té nan va
rii ro cta lién minh chudi nén ludén chuin bi ganh 14y rui
ro bt ¢t lic ndo.Nhung trudc khi phai d6i mit tryuc dién
v6i nhiing rai ro dé thdy, Diép Quéc Pht d4 lya chon mét
161 di khac, di dudng vong.

Liac nay, hinh thitc doanh nghiép hgp tac hitu han (Limited
Partnership, LP) d4 mang dén goi ¥ cho Diép Quéc Pha.

Céch sip x€p theo ch€ d§ hop tic hitu han sé 1a: 4t ca




nhiing ngudi gép von (déi tic hitu han — ¢6 déng) sé cung

cip tai chinh cho ngudi kinh doanh va nhin dugc mét
phan lgi nhuin theo giao uéc ma khéng phai chiu thua
16 hon s8 vén ho déng gép. Néu ngusi kinh doanh khéng
mic phai sai 1dm ca nhin, cic d6i tac hitu han ciing khéng
dugc yéu cau nguoi kinh doanh phai chiu trich nhiém bdi

thudng ton that ddu tu.

N6i cach khac, d6i tac hitu han (Limited Partner — ¢6
dong) 1a nha dau tu thit sy, nhung khong phu trich
kinh doanh.

Hinh thic nguoi dau tu “khong phu trich kinh doanh”
ndy phin nio gidi quyét nbi lo vé hinh thic “lién minh”
cta Diép Quéc Pha, theo d6 “chinh sich lién minh” kiéu
méi cling xuit hién.

Bén trong giao udc théng nhit yéu ciu vé chi phi su
dung thuong hiéu, tién dit coc hiang héa, bao hiém, I3p
dit thiét bi, thué nhan vién, déng gbi sin phim va quén ly.

N6i thdng ra, mé hinh kinh doanh ki€u hgp téc hiiu han

nhu sau:

Nguoi ddu tu phai bé vén va ctia hing dé “gia nhap”

viao MINISO, nhung khdng dugc quan thiép vio viéc quan




MINISO — Cubc cach mang ban, I toa

1y kinh doanh. Nhiing ctia hing nay sé c¢6 d6i ngli chuyén
nghiép (gdm trudng cia hing va nhan vién) do Diép Qudc
Phi tuyén dung quéan 1y truc ti€p, do nhin vién tdng bd

thdng nhit dio tao.

Hinh thic t6ng bo quéan 1y truc ti€p d4 xba di nhiing
vét nit do su khac biét vé 1gi nhuin gifia téng bo va ctia
hang trong lién minh ma mé hinh truyén théng gip phai,
gidi quyét vin dé ndi lo cho nhiéu chu ctia hing mudn
khéi nghiép nhung thi€u ning lyc kinh doanh, gitip toin
bd chinh sich ctia téng bo dugc thuc thi hiéu qua dén moi
moi clia hing, lién két todn b ctra hing trén ca nuéc, phat
huy hiéu Gng chuyén sau, dat dugc “th6ng nhat” va “hiéu
qua cao”.

Diép Qudc Phii nbi: “M6 hinh nay gitp t6i giai quyét

A

vin dé vé clia hang, cling gitp t6i gidi quyét vin dé vé
tai chinh, ddong thdi con thuc hién dugc muc tiéu ty
kinh doanh.”

C6 thé néi 12 1y mot dugc mudi.
Nhung nhiing rii ro méi van tiép tuc kéo dén, viéc lam

th€ ndo tranh khéi canh “mdng tuéng tuoi dep, hién thuyc

tan nhan” trd thanh van dé 16n.




Chiing ta c6 thé 13y vi du vé mot ctia hing ctia MINISO

v6i dién tich tiéu chufn 12 150m2 va tinh toan cic chi phi
can d€ md ctia hang: Chi phi thuong higu 1a 150.000 NDT,
chi phi dit coc hang héa 12 750.000 NDT, chi phi 13p dit
thiét bi, trang tri ctia hang... khoang 300.000 NDT, tién
thué ctia hang va vén luu déng khoang 1.500.000 NDT.
Chi can xem qua ta da biét n6é chic chin vugt qua con s6

2 triéu NDT.

Khéng can nghi ngo gi nita, ddy 1a mét khoan chi khong
hé nho.

Viia yéu cau cic nha “lién minh” phai “céng hién”
ngudn tii nguyén clia hing cing von ban dau tri gia vai
triu NDT dé “d4u tu”, viia khdng cho ho tham gia quan
1§ tuy c6 vé phii hop v6i yéu cau ctia ngudi 1im tién “nhiéu
san nghiép kinh doanh”, nhung thi ho dau tu vao cudc
choi 12 “tién”, ching ai hy vong hon 2 triéu NDT cta minh
sé troi theo dong nuéc. MINISO dua vdao ddu nhin duge
tin nhiém ctia cac nha dau tu?

Muén mé rong nhanh chéng mé hinh MINISO c¢6 chit
nguy hiém niy, mau chdt thianh céng nim & viéc “lam th&

ndo dé thu hat nha diu tu”.




2. Bi QUYET MG RONG NHANH CHONG: “CUQC CHIEN
TOC BO” CUA CHU KY HOAN VON

Khi mot doanh nghiép thay d6i “thu hat lién minh
kinh doanh” sang “thu hat nha dau tu” trén phuong
dién kinh doanh chudi, thuong hiéu d6 s& mang ¥ nghia

hoan toan khac.

Thuc t&, d6i ti “lién minh” sang “dau tu” c6 nghia
13 “sy ty tin” cha nha diu tu s& dugc chuyén sang thanh
“niém tin” v6i MINISO, ciing c6 nghia 1a MINISO sé phai
chiu su ddnh gia nghién khic hon va cin nhic cin thin hon

ti nha dau tu.

Viy thi, v6i tu cich mot nha diu tu, chiing ta sé& dua vao

y€u t8 ndo quyét dinh ddu tu mot hang muc?

Xét tit kinh nghiém ban than, ting lam trong mang
xiy dung nén tang Gng dung di dong va giao thiép v6i mot
s0 nha diu tu, t6i c6 thé dé ding nbi ra mot vai yéu t6 can
can nhic cua ho:

Su manh y&u ctia d6i nhém, sy 16n nho cta thi trudng,

sy cao thip cta tan suit vi sy uu khuyét cia md hinh.

Su manh y&u cta doi nhém néi chung diing dé chi miic

do chuyén nghiép va thuc luc ctia d9i nhém, cling véi kinh




nghiém, bdi canh sau lung ngudi sing l4p.

Su 16n nho cua thi trudng dung d€ chi s8 lugng dy trit
16n nho, mic d6 thing thém s6 lugng ciing véi toc do ting

s0 luong.

Su cao thip cta tin sudt ding d€ chi tan suit ctia nhu
cau, d6i v6i sin phdm cb tan suit nhu cdu cao, bat ké do
théi quen st dung cia khach hang hay s6 liéu tich liy déu

rat tot.

Su uu khuyét ctia md hinh ding d€ chi mé hinh kinh
doanh ctia doanh nghiép liéu c6 thé tru viing va ti€p tuc
phét trién hay khong.

D&i v6i mot s6 nha dau tu chuyén nghiép, nhiing yéu t6
ndy chi nhu bai tdp quen thudc thudng lam khi phan tich
mot hang muc.

Tt nhitng géc dd nay, c6 thé thay MINISO hién nhién 12
mot hang muc khong thé t6t hon. Nhung v6i Diép Qudc
Pht, diéu ndy chua du, hodn todn chua du.

MINISO dang cin ké mé rong, su trudng thinh cta
MINISO khong kip doi nhiing “chuyén gia” dén phan tich
sdu, chua ké cic nha diu tu c6 thé phin tich d€n mic d6 nhu

viy ciing qui “chuyén nghiép” rdi, khong du dai ching.




N6i cach khic, MINISO can mot loai uu thé don gian

ma tryc ti€p danh vao long ngudi hon, d€ mdi nha diu tu
c6 hting tha vé6i dau tu va kinh doanh truyén théng déu

“nhat kién chung tinh, kim long khong ddu” véi ho.

Vi trong linh vuc dau tu, loai uu th€ nay chinh 1a: Ti

suit hoan vén” va chu ky hoan von.

Mot vi du rit t6t d€ minh hoa cho phuong dién nay,
chinh la: Heilan Home (HLA)®.

HLA 14 tén thuong hiéu thoi trang ctia cong ty ¢ phin
Heilan Home, chu yéu kinh doanh thoi trang nam. Ngay
11/4/2014, HLA chinh thiic ra mit thi trudng.

Khéc véi nhiéu céng ty thoi trang, ngay tit nim 2010
md hinh kinh doanh ctia HLA da dugc coi 13 “d3c biét” va
“khéc la”. Khi dy dinh phan tich mé hinh kinh doanh ctia
ho, t6i phat hién ra mot diéu v6 ciing thii vi: M6 hinh kinh
doanh “dic biét” dé gidng hét véi md hinh MINISO dang
stt dung hién nay. VA nhin tit géc d6 hiéu qua chudi kinh
doanh ciing gi6ng nhau mot cach dang kinh ngac.

Ban gi6i thiéu kéu goi dau tu cia HLA cho thiy: Chi

(1) Ti suat hoan vén (Return of Investment - ROI) hay con goi ti 1& thu
hdi vén dau tu, 1a ty 1@ tién da dat duoc hodc bj mat trén mét dau tu so
véi s6 tién da dau tu.

(2) Céng ty chuyén san xuét va ban 1& cac san phadm thoi trang.



trong vong gan hai nim, ti cudi nim 2009 dén nim 2011,

s0 cia hang ciia HLA ting ti 655 1én 1919 ctia hing. Ding
sau td¢c d0 mé rong quy md than t6c ndy cling 1a “lién
minh goép von” ching ta vin biét: Céng ty bé ra nhan luc
va quan 1y, nha diu tu gop clia hang va tién von, cting nhau
thuc hién phan chia lgi ich dau tu. Nhiing céng viéc nhu
cung cip san phdm, quan 1§ va kinh doanh ctta hang... déu

do HLA duya theo tiéu chuin héa d€ quan Iy théng nhat.

Do d6, mé hinh quan 1§ ciia HLA ciing gidng véi viéc
tu kinh doanh ctia hing: Nim trong tay “th& manh” la
quyén khéng ché& ctia hang tuyét dsi. »

Tuy nhién, “th€ manh” ctia HLA khéng chi giéi han &
dé, khi cic nha ddu tu dén thim do goép von, HLA chi n6i
mdt cau duy nhit: “Khong c6 2 triéu NDT, t6i khong hop
tac v6i anh!”.

S di mot thuong hiéu c6 thé “cdy manh dén mic ngao
man” nhung van thu hat v6 s6 nha diu tu, bi quyét chu

chdt nim ¢ “chu ky hodn vén ctia mdi ctia hang 1&”.

Can biét ring, trong linh vuc dau tu ngudi ta thudng
14y don vi “ndm” 1am chu ky hoan vn, con HLA lai thay

d6i chu ky d6 bing “ngay”.



Ho mé cho mdi nha ddu tu mét tai khoan tim kiém
trén hé thdng, giGp cac nha dau tu moi ltic moi noi déu c6
thé bi€t dugc tinh hinh kinh doanh cta clia hang ma ho
s& tham gia lién minh. Hing ngay mdi khi tan lam, gidm
déc ctia mdi cia hing s& gti tin nhin cho nha d4u tu, bao
cdo mic tiéu thu trong ngiy, ddng thsi chuyén 30% s6
tién thu dugc vao tai khoan ctia nha dau tu, goi 1a hoin

von dau tu.

Cach quyét toan theo ngay hoan von thit su c6 tic dung
kich thich tdm Iy hdm lgi ctia nha d4u tu, viia tao cam giac
“tin c@y” via c6 thanh §.

Tham khao kinh nghiém thanh cong cia ngudi trudc,
Diép Quéc Phi ciing dit biét thiét k&€ md hinh “chia tién
hang ngay” cho MINISO, v6i ton chi hoat dong rit don
gidn: “Anh chi cAn lam nha dau tu 1a du rdi, t6i s& gitp
anh huéng thu cam giac trd thanh 6ng cha cia hang, hiang
ngdy t6i déu chia tién cho anh. Vi du nhu hém truéc bin
dugc 100 trieu, dya vao diéu khoan hop ddng, téi sé chia
38% miic tiéu thu cho anh. Ngay hém sau, 38 triéu lién

ndm trong tai khoan ctia anh rdi.”

Theo cich néi ctia Diép Qudc Phu, trung binh mot ctia
hang ctia MINISO ¢ Trung Quédc c6 doanh thu 20.000




NDT mdi ngay, nfu mdi ngay déu dugc chia 38%, mot

nim nha dau tu sé dugc chia 2,736 triéu NDT, thu hdi vén
xong, s6 tién con lai déu 1a tién ldi ki€m vé.

M5 hinh hoan v6n hiéu qué cao nhu ctia HLA st dung
c6 két qua rat t6t, va “th€ manh” md hinh nidy mang dén
cho MINISO 6 mét phuong dién nao d6 thim chi con vugt
trdi hon ca HLA.

Va “th€ manh” nay di gidm bét rai ro dau tu cho céc

nha diu tu, tit d6 hinh thanh vong tuan hoan t&t dep.

Pau nim 2006, 61 dén Vién Khoa hoc X3 héi Thién
Tan phong vAn mdt ngudi ban thin cia me, chia iy cb rat
nhiéu thanh tyu trong linh vuyc tai chinh va quan 1§ hoc,
t6i goi cha 1a “Cha Vuong”.

Lac phong van nhic t6i vin dé lién quan dé€n MINISO,
t6i biing buing hting tht héi mét ciu nhu sau: “Néu chau
mudén diu tu vio mot clia hang ctia MINISO, viy chiu s&
phai suy nghi dén cic vin dé nao?”

Cht Vuong tra 15i t6i: “Thi nhit 1 mé hinh kinh doanh
cot 16i c6 thé phét trién duge khong; Thi hai 1a viée rat
von c6 linh hoat hay khong.”

Vé diém dau tién ching ta hodn todn hiéu dugc, thuc




t€ day ciing 12 vin d€ c6t 16i ma ching ta nghién ctu trog

~ N
cudn nay.

Con thi hai chinh 1 mt trong nhiing diém mau chét
dé duy doan i ro, v6i cic nha dau tu ma néi, cing thuc &

cing quan trong nhung cling cang dé bi nguodi ta bd qua.

Cai goi la riat von, chinh la rat phi sit dung thuong hiéu
va tien ddt coc dam bao lic trude dau cu.

S6 di cAn quan tAm d€n van dé rat von, 1a bsi vi bat ké
trong linh vuc ndo, hién tugng loi dung “khéng ché vén”
hozc st dung hinh thiic hgp dong c6 thoi han d€ khdng ché
tinh ty chu ctia nha ddu tu déu khong hiém gip. Hudng
hd, thuong hiéu ndo ciing hy vong cé thé “thu hit doanh
nghiép, mé ctia kinh doanh”, ching ai thich bi “doanh
nghiép ti chdi, déng ctia kinh doanh”.

Va “th€ manh” ciia MINISO chiing ta nhic & phan truéc
hoin toan dugc thé hién trong dicu nay.

Nguoi khiac s¢ phai déng cia hang, con MINISO lai
khuy€n khich nhi dau tu déng ctia hang va doi chd dé
lam dn.

Néu mét cira hang budn ban khong t6t, MINISO chéng
nhiing 1am nhu khéng thdy 16i d€ nghi déng clia hang hay




tim cich trén trinh, thdm chi con ctt ngudi cta téng bd

dén tin ctia moi khéch dn com, thuong lugng chuyén phat
trién tuong lai ctia ctia hing: gidi tan nhin bdi thudng hay
thtt chuyén sang chd khic. Boi Diép Qudc Pha biét ring,
hiéu qua vi lgi ich kinh doanh cang thip cang bét lgi cho

su quan ly ti tdng bo.

Chinh thii d6 “tha it ma t6t” va vo cliing quan tdm, ¢
trich nhiém v6i nhau nay did giap MINISO v duy tri
hinh 4nh va danh tiéng thuong hiéu, vita ddm bao doanh
thu binh quin 20.000 NDT/ngdy cho mdi ctia hing.
Nhung ding nhic dén nhit, chinh 1a tuy lubn “ang hod
d6ng ctia hang” nhung lugng ctia hang thuyc t€ phai déng
ctia cia MINISO lai rdt thap, chi roi vao khoang 4%.

Sau d6, nho cudc nbéi chuyén véi ngusi phu trich
MINISO khu vyc Hoa Bic®, t6i ciing hi€u thém chi tiét

hon vé viéc rit von dau tu.

Vé van d& hop ddng, hop dong ctia MINISO c¢6 tinh
linh hoat rit cao, nién han hgp dong va thoi han cho thué
cta hang s& dugc quy dinh va thoa thuin cu thé theo tinh
hinh cta mdi nha dau tu, c6 thé ndi ring nha diu tu s&
duoc tu cha rat cao.

(1) Gém 4 thanh phé: Ha Bic, Son Tay, Bic Kinh, Thién Tan
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Vé van dé rit von, chi cAn bdo cdo rat von déng cua
hang truéc nua thing, hai thiang sau khi déng cia hing
céc chi phi lién quan sé dugc thanh todn toan bd, tuyét d6i

xting déng d€ goi 1a “linh hoat nhanh gon”,

Dau tu chic chin di kém véi i ro, mdi mot giai doan
dau tu khac nhau sé gip phai rii ro khic nhau. Nhung véi
nhiing nha diu tu mang tinh xi hoi, cich t6t nhat d€ thu
hit sy chi § ctia ho khong nim ngoai hai diém sau: i ro

cang thip, caing nho va thu hodi vOn cang cao cang nhanh.

Chting ta khong khé dé nhan ra, phuong thiic “quang
ba” thuong hiéu d€ thu hit nha diu tu cia MINISO rat
gibng v6i chién lugc marketing sin phdm ctia ho: 6n dinh
nhu cdu, d4anh vao ndi dung.

Néi cach khac, d6 chinh 13 ngoai gidi quyét cic van dé
khich quan bén ngodi dong thoi xi1 1§ ca cic vin dé bén
trong, truc ti€p dinh vio diém yé&u va nhu cau ciia nha dau

tu, tat ca déu vi khach hang.

3. TU KHOA BE “TU KINH DOANH” HIEU QUA: SAN
TRUGC NHO, SAN SAU TO

C6 ngudi ndi, chin ly doi nguoi la “khéng nging giai
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quyét cic van d&”. Dao 1§ nay tdi tim hiéu rat ldu nhung
van chua thé giic ngd, mii dén khi ngdi diy ban vé “su
nghiép vi dai” ctia chudi ctia hang MINISO t6i méi ¥ thiic
duoc cau nbi kia siu sic ra sao.

Néi thit long, du gid day tdi ngdi xem vé lich st phat
trién ctia MINISO, du néi vé nhiing diéu di xay ra, vé két
qua da dinh, khi viét nhiing dong ndy t6i van khong thé
khong budn rau thay cho MINISO.

Nguyén nhan rit don gian, thong thuong “tu kinh
doanh” trong nhin thic cia ching ta chinh 1i doanh
nghiép truc ti€p kinh doanh chubi ctia hang, do tdng bd
4p dung phuong thiic quin 1y nghiém ngit, truc ti€p ra

1énh quan 1y tit ca cac ca hing ban lé.

Nhung v6i MINISO, “con dudng” tit ho lua chon vé co
ban it t6n kém hon vé mit ddu tu xdy dung cira hang so
v6i ty kinh doanh va c6 thé dat t6c do xdy dung ciia hang
nhanh hon so v6i tu kinh doanh, s8 lugng cta hang dugc
mé cfing nhiéu hon ma hiéu qué van hanh lai ngang véi tu

kinh doanh.
Piéu nay giéng nhu ching ta bdt mdt ciu hoc sinh

16p mdt truc ti€p vugt cip nhay 1én 16p siu, nén khong

thé khong ép phai hoan thanh bai vé ning né véi t6c do




nhanh chéng; Diéu ndy ciing gidng nhu bit mdt ngudi

binh thuong chi #n mot bat com phai 4n hét thiic 4n ctia ca

ba ngdy trong mot ba.

Diéu nay gitp MINISO dep béd dugc méi lo quan 1y
clia hing sé& “qua tai”. Quan Iy t6c d6, doanh nghiép phat
trién t6c do6 nhanh, thuong hiéu chi€m tién co; Quan ly
khong t6t, khong chi mat thoi gian ma con c6 thé “tién

mat tit mang”.

Ding sau mbi mé hinh kinh doanh d&u cin c6 mot thé

ché hoan thién chéng ds.

D6i v6i mot hoc sinh hoc vugt cip, loai thé ché nay
ddng nghia véi viéc bdi dudng ning luc giai quyét van dé
manh mé cing phuong phép hoc tip khoa hoc.

D6i v6i mot ke “pham dn”, loai thé ché€ ndy ddng nghia
v61 viéc xdy dung hé tiéu héa hon ngusi thudng va manh
khée gitp tiéu hoa hiéu qua.

Con d6i v61 mot MINISO thuc hién théng nhat vin
hinh va truc ti€p quan 1y diéu khién ctra hing trén toan
cau, loai thé ch€ nay chic chin khong thé tach rdi hai ti:

Z »

“tu dong hoéa” va “hién dai héa”.
Day chinh Ia “cong nghé cao” trong ndi dung néi vé “ba



dén 1500 ctra hang
cao ba thip” ¢ phan trudc, cling lién quan dén thoi dai “dd

liéu 16n — big data” chiing ta tiing dé cap qua.

Nhiing tht nay c6 thé gitip mot doanh nghiép vin hanh
dat hiéu qua cao chi trong thdi gian ngin, ddng thoi tiét
kiém nhan luc va vit lyuc mot cach 81 da, thic ddy doanh

nghiép di vao quy mé héa nhanh chéng.

Néi ti goc do nay, rit nhiéu doanh nghiép cong nghé
- Internet c6 thé lam vi du truéc khi MINISO git hai

thanh cong.

Va 6t 161 ctia thé ché “tu dong héa” ciing “hién dai héa”
chinh 1a “sdn trudc nho, sdn sau to” ma ching ta di nghe

thiy rat nhiéu ciing nhu thiia nhan rdng rai.

Nhu chinh tén goi, “sdn trudc nho, sin sau to” chi sin
tru6c don gian hoa va san sau phiic tap hoa. N6 rit gidong
v6i khai niém “gdi — package”” trong ldp trinh, nghia
12 che gidu thudc tinh d6i tugng va thuc hién ti mi chi
ti€t phin bén trong phiic tap, nhung khi cong b6 ra bén
ngoai chi dugc goi bing mdt tit vd cing don gian 1a “gbi

— package”.

Trong nhiing nganh nghé lién quan dén Internet, kiéu

(1) Package duoc dung dé dong géi cac ldp trong chuong trinh lai véi
nhau thanh maét khéi.

40
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vi du nhu vdy dudng nhu khong dang nhic t6i, bao gom
nhiéu nén tang thuong mai dién ti nhu Alibaba, Taobao. ..
trudc sau déu dit viéc xdy dung “sin sau to” 1én hang dau,
hon nita con déc siic cung cip cho cic chu gian hing cac
dich vu chat lugng t6t lam “sin truéc nho” dé phuc vu
khach hang, nhu: quan 1y hang héa va ddt don hang, mua
sim hang héa, thao tic ton kho, gtii hang, hdu mii, thong

ké s6 lugng, ti 1é chuyén d6i ctia gian hang...

Cb thé néi, day 12 mot hé théng IT chuyén nghiép tron

ven, vb ciing quan trong d6i v6i cic doanh nhan.

C6 hé thong ndi bo nay, tuy cii khich hiang nhin thiy
chi 1 thao tic don gian trén trang cht, nhung né lai c6 thé
cung cap cho chiing ta phan tich marketing chinh x4c va

béo cio:
Hom nay c6 bao nhiéu nguvi ghé tham?
Thoi gian truy cap cu the la bao nhitu?
Ho tién hanh nhiing thao tic nao?
Ho mua nhiing mégr hang nao?

S6 hitu hé théng nhu viy, ching ta c6 thé bé qua su
phan dodn mot cach khai quat nho vao “giac quan thi sau”

vi “kinh nghiém” ma chuyén sang ding nhiing s6 liéu
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khich quan dugc phan tich ti mi nhit. Viy 13, s6 liéu chinh
xac, marketing chinh xdc, khach hing muc tiéu chinh xic,
lugng san phim tiéu thu chinh x4c va quyét sich ctia chiing

ta cling chinh xac.

Khong cin vt hét ddu 6c 8n cdng t8n siic ciing gitp
chiing ta bi€t buéc ti€p theo nén di thé nio, khong can
diing “chién thuit bién nguoi”® ciing logic qua phiic tap
cling gitp ching ta truyén dat va phan hoi thong tin sin
phim ti “khiu sin xuit” dén “khiu khich hiang”. Day
chinh 13 diém miu chét clia “sin trudc nhd” va “sin sau
16n”, dong thoi cling 1 mot trong nhiing nguyén nhin

quan trong dé thi goi 1a “Internet +” phét trién manh mé.

MINISO ciing xiy dung hé théng IT lién quan dén
“san sau to” nhung chuyén tit trén mang “online” sang thj

truong “offline”.

- Vé diéu nay, chting ta di nhic nhiéu 6 cic phan trudc.
No6i mot cach don gian, ngay tu thdi thanh lap “Aiyaya”
Diép Qudc Phti di manh nha xay dung hé théng mang
tinh thin Internet trong viéc quan 1y va diéu khién mot

cach hiéu qua cao va phat huy tac dung to 16n.

(1) Chién thuat bién nguoi 1a mat chién thuat quan sy, frong dé mot sé
diing sé luong ap ddo clia minh dé danh gidp 14 ca, chap nhan thuong
vong, lam tiéu hao luge lugng clia déi phuong mét cach dé dang nhat.




D6i v6i khach hing, mua sim v6 tu, thanh toin khéng

can suy nghi, nhanh gon don gian, quay thu ngin nho nho
c6 thé gii quyét tit ca vin dé, gia ca nhin 12 hiéu, v6 ciing
chén thuc.

Dai véi ctia hang, doanh thu hing ngay va s6 lugng tiéu
thu ctia mdi san phim nhin 13 hiéu, phin tich san phim tré
nén tryc quan, viéc nhap hang va b sung hing héa ciing
hoin toan dya vao thong tin hing hda ddt ludn trén mang,
bat ké lic nao ciing c6 thé nhan diéu phdi tit tdng bd.

D&i voi tong bd, mdt nhan vién s6 lidu c6 thé ddng thoi
quan sit sy thay d6i s6 liéu ctia 50 ctia hang, ctia hing nao
bén t8t, nén tim clia hang ndo “néi chuyén”, s lugng tiéu
thu ctia nhiing sin phdm ndo c6 van dé, nhiing nha cung
cdp nao khéng theo kip nhip d6... tit ci déu néi chuyén

bing con s6.

Ai ai cling biét, hé théng van chuyén va hé théng chudi
cung ting cia MINISO dan diu th€ giéi. Song, néu khong
6 “san sau 16n” phan hdi hiéu qua cao, mot khi xay ra van
dé vé truyén dat thong tin, tit ca nhiing viéc phét sinh

ding sau khong can ban nita.

Chting ta c6 thé n6i, chinh “sin sau 16n” di gitp thuc

hién “san truéc nhd”; Chiing ta cfing c6 thé néi, chinh “sin




sau 16n” di gitp MINISO thuc hién “quan 1y truc ti€p

hing nghin clia hing td tdng bd”.

Tuy nhién, khi vin dé gin két thic, to6i dot nhién
mudn b8 sung thém vai cdu “khdéng quan trong lim”,
nhung c6 thé lam “dé tai ngoai 1&” cho “tinh than phin
tich phan bién”.

M4y ciu “ngodi 1&” ndy dén ti mot hién tugng rat tha
vi 1a: Sau khi Diép Quéc Phii mé rong va 4p dung md
hinh “san truéc nho, sin sau to” v6i MINISO, nhiéu chu

A 2 ~ A 2 c 1A
dé néng va tranh luin nhanh chéng ndi 1én.

Nhiing ndi dung t6t dep, khen ngoi thudng 13p lai nhu
sau: “MINISO di pha vé 1€ thuong! Tu mé ra duong di cho
riéng minh!”

Nhu vdy, dudng nhu trong mit mot s6 ngudi, viéc xay
dung hé théng quan 1y “sin tru6c nho, sin sau to” cua
MINISO la diéu “bat thudng”.

Nhung, c6 thit nhu vay khong?

Ly ludn “sin trudc nho, sdn sau to” khong phai do
MINISO sing tao ra. Nhu chiing ta dd nhic dén & phan
trudc, vi du ndy rat phd bi€n trong cic doanh ngiép cong
nghé, khéng dén 1000 ciing phai dugc 800. V6i nganh
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cong nghé, ban thin loai tu duy quan niém d6 chinh la

tiéu chuin “thong thuong” nhit.

Nhu vy, mot doanh nghiép méi thanh l3p von ven nhu

MINISO di phé v& nhiing diéu “théng thudng” nio?

Khi quay dau nhin lai vao nginh kinh doanh truyén
théng, dap an c6 1€ da hién 1én ngay truéc mit ching ta.
Boéi v6i cac doanh nghiép ban Ié truyén théng, md hinh
kinh doanh quan 1j thudng gip nhit chinh 1i: “San sau

nho, sin trudc to.”
Vay thé ndo 13 “sin sau nhd, sin truéc to”?

C6 mdt thsi gian, cac loai sich lién quan dén “phép
bién chiing” kinh doanh vi thi trudng nhiéu mot cich
khéch thudng, trong nhiing cudn sich ban chay mot thoi
d6 ludn lam mat diéu 14 tdy ndo cac nhan vién kinh doanh
va doanh nhan, mét phin ciu chii trong sich thim chi
cho ring s6 luong tiéu thu chinh 1a thuéc do su thanh

cong cua doanh nghiép.

Dai da s6 vi du trong sich déu xdy ra trong nginh
bin 1é.

Trong nganh ban 1¢, nhan vién kinh doanh nhiéu nhu

sao trén troi. Khong it noi xuit hién canh tugng hon ntia




s6 nhan vién trong doanh nghiép déu ra stc “chay” thi
trudng, c6 cong ty thim chi con dugc ménh danh 1a s6 hitu
ddi quan tiéu thu hon 10 nghin ngudi, tit ca déu dugc sip

~ \ A A ~
x€p cung mot chién tuyén.

Hién tugng ndy chinh 1a mot trong nhiing hinh thiic biéu

hién quan trong ctia “san truéc 16n” chiing ta van néi dén.

Véi mot sin trudc ning né, hé théng sin sau sé v6 cling
yéu 6t, chi c6 thé dap ting dugc cic chiic ning don gidn
nhu gui hang, vin chuyén, nhén sy, tdi chinh, con cic cong
viéc khac cAn phai dau tu rat nhiéu chi phi vé nhin lyc, chi

phi thoi gian va chi phi khai thong.

Vé6i nhiing doanh nghiép nay, thi truéng caa ho thuong
rit rong 16n, trai dai khip dit nudc, nhung hiéu suit lai
thap, khéng du chit lugng. Nhin cdng cta ho ludn rit
doéng va ban rong, nhung thudng xuyén bi nhiing cong
viéc mang tinh chat 13p lai va khong muc dich lam vuéng
ban tay chin. C6 1é nhiing doanh nghiép nay ciling sé hitu
hé théng van chuyén 16n manh ciing hé théng chudi cung
Ging, nhung do thi€u sét vé phan tich s8 liéu mot cach khoa
hoc chuin xac va phan hdi nhanh chéng dang lac nén hé
théng vin chuyén va cung ing “hung manh” chi con 1a vit

trang tri.




So sinh cic doanh nghiép ndy véi cic doanh nghiép
cong nghé, cling giéng nhu mdt bén da chuyén sang ding
dién thoai di dong con modt bén vin duy tri dién thoai c&
dinh nhu 6 qué, khi c6 tin gip tit th€ giéi bén ngoai truyén
vao, ngudi ti€p nhin tin tic khong thé khong “gidi ma”
chinh x4c nhiing 16i cAn truyén dat, din t6i sai léch va

chim théng tin.

Mb hinh quéan Iy kinh doanh truyén théng ma bio thu
ndy c6 1& c6 thé thé phat trién trong thoi ky khéng phai
canh tranh khéc liét, nhung ngay nay két cau to chic lac
hau nhu viy s& khong thé gitp ho c6 nhiing quyét sach va
van hanh tot.

C6 nguodi nbi cic doanh nghiép Trung Qudc gidng véi
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“cudng hao” Trung Qudc, khong thé “gidu c6 qui ba doi”.

Diéu nay khong lién quan dén “s6 ménh”, cing khong
qui lién quan dén tinh hinh d4t nuéc. Bat ké 13 doanh
nghiép hay “cudng hio”, nguyén nhin khé “ké thiia’ludn
nim 6 viéc tich liy ndi ham khéng du. Véi “cudng hao”,
diéu nay thé hién nhiéu trén phuong dién gido duc con cii;
Con v6i doanh nghiép, n6 nim & viéc xdy dung hé théng
kinh doanh c6t 16i. Néu hé thong hoan thién t&t, du 13 ai

ciing c6 thé dua vao d6 chi dao, co cdu, bay bs va thuc thi;




Néu hé théng khong t6t, dua vao nhan cach, mi luc cta
ngudi kinh doanh d€ chéo chdng thi trudng la diéu khéng

thuc t€.

Ching ta rdt d& phat hién trong thuc t&, nhiing doanh
nghiép béan 1é c6 thé “16i ngugc dong” déu 14 nhiing doanh
nghiép c6 phia sau linh hoat va phit trién; Con nhiing
doanh nghiép xudng déc vi su xdm chiém ctia “online” déu

12 nhiing doanh nghiép thi€u hé thdng phia sau chéng ds.

Néu néi Diép Qudc Pht qua thuc dang “pha vé 1&
thuong”, vy thi anh 4y chinh 12 dang pha v “nha giam
cii kj” cia moé hinh tu duy ban lé truyén théng, tit d6
1Zp thém dbi cinh cong nghé cho con duong béan 1& cia
MINISO.

Nhu vdy, so v6i lam th& ndo &€ “ty kinh doanh” hiéu
qua, 1am thé nao dé xay dung “sin truéc nho, sin sau to”,
diéu quan trong hon vin 13 “theo kip thoi dai” va “thu loi
ich 13u dai”, 1a van dung tu duy Internet, la cich tdn quan

diém va thay déi tu duy.

4. QUAN LY NHAN VIEN: CHU NGHIA TOI GIAN

Co ngudi ndéi Diép Qudc Pha “s¢ phién phidc”, dieu




ndy dén til viéc anh ludn “tiét kiém” trong viéc quan ly
nhan su.

Neéu héi Diép Qudc Phi, anh 4y s& tra 16i ring: Khong
phai tdi “so phién phiic”, ma 1a “sy phién phiic” ndy ngudi

binh thuong khong thé tréu vio.

Ai cling biét, du 1a ban 1é truyén thong hay béan 1é hién
dai, “con nguoi” van ludn 13 nhin 8 quan trong chéo lai

ding sau chién lugc toin cau héa.

Hon hai nim, d6i ngli nhin céng cuia MINISO di mé
tong lén dén hon 15.000 ngudi, va con s ndy van ti€p tuc
gia tang.

M6 hinh “ding tién gia nhdp lién minh” Diép Quéc
Phii dua ra c6 thé tranh khéi mot loat nguy hiém do md
hinh chudi lién minh truyén théng mang dén, nhung déng
thdi cling phai ginh vac trén nguoi vin dé xiy dung va

quan 1y doi ngti nhan cong khéng 14.

D& kip thoi xtt 1 “ca khoai néng béng tay” niy, Diép
Quéc Pht tung chi rdt nhiéu tién moi ngudi sang 1ip tip

doan HayV dén xay dung hé thong tii nguyén nhan luc

(1) Hay Group - tap doan My thanh lap ndm 1943 chuyén vé xay dung
nhan su va cdng cu chuin héa dé gidi quyét cac van dé vé quy trinh
nhan su.




cho MINISO, ciing ting cing véi d6i nhém quan 1y cip

cao nghién ctu hoan thanh ban dai cuong vé quéan 1y tai

nguyén nhin lyc — “Liy ngudi biét phin dau lam goc”.

Trong khi nhiéu ngudi van con to mod rét cudc Diép
Qudc Phi d4 nghién ctiu duge thanh qua “kinh thién dong
dia” nao dé gitp MINISO c¢6 thé mé rong nhanh chéng
ma van giii viing trat tu & cac clia hing, quan diém Diép
Quéc Pht dua ra trong viéc quan 1j nhan sy chi néi 6 mde
chuyén: “C6 thé bién su viéc don gian trd nén phic tap
khong phai ban linh, ma c6 thé bién sy viéc phic tap tro
nén don gian méi la nang luc.”

Day chinh la: Cht nghia t8i gidn.

Toi s& tong két nhiing dieu trén thanh hai diém: “t8i
gian co cAu” va “t6i gian dich vu”.

Hai diém ndy da gidi quyét rit nhiéu mau thuin trong
van dé quan 1y ctia MINISO, dong thoi ciing thé hién mot
loai triét Iy 14y khich hang lam gdc dat dén trinh d0 cao
nhit, c6 thé goi 12 “mot miii tén tring hai con chim”.

Toi gian cd cau
Diép Qudc Phi cho ring: “Kénh thong tin khong chi

dya vio bdo cdo ctia cAp dudi, mudn nghe 16i néi thit long




phai d6i dién truc ti€p véi ngudi tiéu diing nhiéu hon.”

Chinh quan niém nay d3 khién Diép Qudc Phi thién vé
co cdu 6 chitc “phing héa”® nhiéu hon, bé may phia dusi
anh chi c6 t6ng gidm sat, giam d6c khu vuc va 3 cip cla

hang crudng.

Cai goi 12 “quan 1y t8 chiic phing” chiing ta déu c6 thé
hiéu, day 12 mot md hinh t6 chiic gitip doanh nghiép giai
quyét cic van dé thudng gip thoi hién dai khi co ciu t§

chiic c6 qua nhiéu tang quan ly.

Thong thudng, khi quy m6 ctia doanh nghiép dugc mo
r0ng, hai cich hoat dong c6 hiéu qua nhat la gia ting cac

cAp quén 1y, hoic 12 mé rong pham vi quan 1y.

Ve dinh nghia ctia “cac cAp quan 1§” va “pham vi quan

Rl

1§, chic hin moi ngudi déu rit r5.

Néi thing ra, cai goi 1a “cic cap quan ly” dung dé chi
s6 lugng cic cAp quan 1y dugc doanh nghiép bé theo chiéu
doc. Con “pham vi quan 1§” chinh 13 “mbi linh dao c6 thé

phu trach bao nhiéu ngudi”. R4t dé nhin thdy, pham vi

(1) M& hinh 18 chiic phdng con goi 1a 18 chic theo chidu ngang, 1a kiéu
co cdu 16 chuc co rét it hodc khéng coé su can thiép clia cac cdp quan ly,
gilp tao ra sy binh ding gira cac cip quan ly va nhan vién, gidm thiéu su
gidm sat mang tinh chat ménh lénh clda quan ly, khuyén khich nhan vién
fruc tiép tham gia vao qua frinh quyét dinh.




quén ly s& chiu han ch€& béi tri tué, tinh luc va thsi gian

ctia mdi lanh dao.

Hién nhién, khi déi tugng quan 1y 13 con s6 ¢6 dinh, hai

hinh thic ndy s€ c6 quan hé ti 1€ nghich:

Pham vi quan 1§ cang rong, cic cdp quan 1y can xay
dung sé it di; Pham vi quan 1y cang hep, cic cip quan ly

can xiy dung s& nhiéu lén.

Vé tu duy quan Iy t8 chiic phing héa, n6 cho thiy khi
c4c cAp quan 1y gidm b6t va mic dd quin 1y ting 1én, hinh
thiic t6 chiic theo kiéu kim tu thip s& bi “nén” lai, trd

thanh hinh thic t6 chiic phing.

S& di khai niém “phing héa” trong nginh nghé truyén
thong rat kho phat trién phd bién 12 do cach lam gia ting
pham vi quan ly dé din dén viéc lanh dao phéi ginh vic
qua ning né hojc 1a xuat hién tinh trang quan 1y hén loan,
c6 lac tinh nghiém trong ctia vin dé con vugt qua ca anh
huéng vé hiéu suit cdng viéc ma sy gia ting cic cip quan
ly dem dén.

Tuy nhién, v6i cic doanh nghiép lién quan dén cong
nghé va Internet, quan diém vé pham vi quan ly truyén

théng c6 diém khac biét.
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Theo quan diém vé& pham vi quéan 1y truyén thong,
difém m&u chdt cua viéc kim him sy gia ting mic do
quan ly 1a khong thé xt 1§ quan hé nhan sy phic tap cling
s0 lugng tin tic s& hba 16n sau khi gia ting pham vi quan
1y, trong khi van dé ndy c6 thé dugc giai quy€ dé dang

bing may tinh.

Vé6i mot MINISO da 4p dung tu duy Internet vao thi
truong “offline”, hinh thiic quan 1y phing héa rit thich
hop dé€ c6 thé thich ting nhanh chéng véi t6c dd thay déi

cua thi truong.

Dic difém ctia n6 13 “chit ch&” mi “lio luyén”, con
dudng gifia cic quan 1§ 6 ting trung va cao véi ngudi tiéu
diing sé ngdn va rong hon, khéng c6 ngudi thia, viéc van
hanh doanh nghiép dat hiéu qua cao hon.

Suy cho cling, sy t6i gian vé két cdu ching qua chinh
la sy ldp lai cha tu duy Internet. N6 s6 hitu cdn ci 1y ludn
cung tu duy chién lugc rat manh, nhung khong lién quan
dén d8i moi va séng tao.

V6i MINISO, van dé vé “t6i gian dich vu” cang tha

vi hon.
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Toi gian dich vu
Nim 2014, mdt clia hing cit té6c mang tén “Cit toc
nhanh Pai Loan CQ2” rit dong khich.

Cua hang nay di giam bét nghiép vu kinh doanh cua
mot tiém cit tit théng thudng ti “cit — gdi — siy” xudng

I . »

chi con “cat”.

10 phat cit xong mot cai dau, mdi don chi thu 10
NDT, thg cit toc sé khéng luyén thuyén véi ban chuyén
ndy chuyén kia, cling khong gi6i thiéu kiéu téc méi hay
san phim dudng téc cho ban.

Tai diy, ho tuyét d6i khong néi du thita: Ban dén rdi,
mdi ngdi, tdi cit ctia tdi, ban choi ciia ban, ngdn tit ngin
gon stc tich d€n miic ngudi ta chi muén ding Han c8 dé
biéu dat.

Dinh vi tuyét d6i o rang, qua trinh tuyét d6i don gian,
phuc vu tuyét d6i nhanh gon.

Chinh ctia hing cit téc nhu vy da thu hat lugng khach
khéng 16, khii niém “phuc vu nhanh gon” d mang vé két
qua “khéng c6 phan nan”.

Day ciing chinh 1a “dich vy h6éa” ma ching ta cin

thao luin.




Thuc t€&, vi du 6 trén c¢6 chtt cuc doan. Bsi “Cit toc
nhanh Dai Loan CQ2” 13 mot vi du vé “dich vu héa”, xay ra
trong “nganh dich vu”. N6 khién cho khéi niém “dich vy
héa” khong thich hgp mé rong phé bién trong cic doanh
nghiép tuong ty. Tuy nhién, MINISO lai cho ching ta
thdy tinh kha ning rat 16n cta khéi niém nay trong nganh

béan 1é truyén thong.

Nhic d€n d6i ngii nhin sy 16n manh cia MINISO, b
qua vin dé mo hinh quan 1y chiing ta tiing ndi qua, c6 hai

van dé khac vin con tdn tai nhu sau:
Thi nhat 13 dio tao nhan su.

Vin dé nay néi 16n khong 16n, ndi nhé cling khong nho.
MINISO rat xem trong dio tao nhan sy, d6i véi cac quan
1§ cAp trung tré 1én, Diép Quéc Phi dic biét moi linh dao
cdng ty dao tao nhan sy 16n nhit nu6c My dén giang bai.
Con v6i cac nhan sy co s6 dong dao, dung phuong thic
nao dé dao tao mot cach thdng nhat héa va tiéu chuidn hda

nhanh nhat tré thanh ciu hoi déng gid d€ nghién ciu.

Th hai 14 su lo 1ing do viéc tinh gian nhan sy khi 4p

dung md hinh quéan 1y phing héa.

Van d nhung khong hin 13 van dé ndy thuc ra lai khién
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ngudi ta phai suy ngim. Ai cing bi€t, v6i mét nhan hiéu
thoi trang nhanh, doanh nghiép va ctia hing ludn yéu ciu
cic nhén vién trong ctia hang phai cung cip dich vu mét
v6i mot hogc nhiéu v6i mdt nhim thic ddy tiéu thy; Vé6i
céc nhin hiéu thdi trang cao cip c6 gia trén 5.000 NDT,
dich vu ctia ho cang phdi tinh t€ dén cuc diém. Do d6, cac

nhan vién trong ctia hang ludn khong hé it.

Mot ngudi ban cta tdi ting ldm nhan vién tu vin -
huéng din mua hiang tai ONLY® cho biét, ONLY va cac
nhin hiéu thoi trang tuong ty ONLY déu 4p dung ché&
d6 1am viéc hai ca thay phién trong ngdy. Mdi ca s& cb
8,9 ngudi lam, tong céng gan 20 ngudi. Néu ctra hing
nhé hon mot cht, mdi ca khoang 5,6 ngudi, téng cdng
khoang 12 nguoi.

Néu theo md hinh tinh gidn ndy, mdt cia hing cta
MINISO ¢6 bao nhiéu nhiéu nguoi?

Nguoi phu trach MINISO khu vuc Hoa Bic cho biét,
yéu cau dé md ctra 13: 10m2 phai c6 modt nhan vién, trong
qua trinh van hanh cu thé s& tién hanh trao d6i dya theo

tinh hinh thyc &€ ctia mdi ctia hang.

(1) Nhan hiéu thoi trang ndi tiéng qudc té clia tap doan Bestseller Dan
Mach, ra mat ndm 1995 va hién cé mit tai 46 qudc gia trén thé gidsi.




'MINISO — Cubc cach mang ban lé toan cau

Thuyc t€, ldy vi du vé mot ctia hang MINISO rong
100m2, tinh ca nhan vién thu ngin 6 quay thu ngan, s6

lugng nhin vién trong cta hang chi c6 khoang 3-4 nguoi.

Liéu s6 lugng nhan vién it nhu vy c6 thé mang dén trai
nghiém mua sém t6t nhat cho khich hing khong? Day

cling 12 mot van d€ can phai ban luin.

Song, trong mét Diép Qudc Pha, diém mau chét dé gidi
quyét hai van dé ndy chinh 12 “dich vu héa” chiing ta tiing

nhic d€n. Nbi cach khac, né chinh 14 “t8i gian dich vu”.

Véi Diép Quéc Phi, dich vu t6t nhit trong linh vuc

tiéu thu chinh 1a “khéng phuc vu”.

Mot hém, tdi v tinh nhin thiy mét bai ming chui
nhan vién tu vin — huéng din mua hing cia ONLY va
VERO MODA trén Douban®, dai ¥ néi nhan vién tu vin
ndy khong khic gi mot nhan vién kinh doanh, 1y danh
nghia phuc vu theo sit buéc chin cia khach hang va khong
ngiing “khuyén nht” bén tai: “MAu nay rat dep! Mau kia
rat ré! Mua ca hai 12 1gi nhat!”

K&t quéd ctia cich 1am ndy ludn khién ngudi tiéu ding
cam thiy 4p luc ning né.

(1)VND0C:l;aVn<;om —mﬂé;jrr;rhwg\y/vﬁek;ban ludn chuyén phim anh, thai trang,

am nhac, sach bao va nhiéu van dé khac cla Trung Quéc, gidng nhu mot
dién dan téng hop.
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T6i cho ring sai 1im 16n nhat trong linh vuc tiéu thy

0

dén tit mot cau nébi, d6 1a: “Coi khach hang 1a Thuong d€.

R4t nhiu doanh nghiép cin ban khéng hiéu th& nio

253

m6i 1d “Thugng dé”.

Lic ndo ciing dan mit vao khach hiang nhu d& phong
trom cudp, chinh la coi khach hing nhu “ké trom”.

Tién ho hiu ung, hoi han han huyén qui mic 4n cin
nhiét tinh, chinh 14 coi khach hang nhu “Hoang dé&”.

Duing 161 ngon tiéng ngot, vit hét 6c dé gi6i thidu san
pham, chinh 14 coi khich hang nhu “thin tai”.

Mbi khi gip hién tuong ndy, trong dau toi ludn xuit
hién mot cau n6i: “B6t mdt chit yéu sach, thém mot chit
chan thanh.”

Thé nio 12 “Thugng d&”?

Thugng d€ chinh 1a khich hing c6 quyén tu do tuyét
d6i trong ctia hang, c6 thé tiy theo ¥ minh.

V& phuong dién nay, IKEA va UNIQLO 14 hai vi du
tuyét voi nhat. Trai nghiém tya nhu “Thugng d&€” ma hai
thuong hi¢u ndy mang d€n cho khach hiang nim & ché: Ty

mua sam.
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UNIQLO yéu cau nhin vién: “Nhan vién trong ctia

hang khéng duoc dtng canh dua § kién khi ngudi tiéu

dung chon hang, khong dugc lam anh hutng dén trai

nghiém thtt quin 40 cta khach.”

IKEA lai cang “khédc” hon, ngoai dam bao khéich hing
dugc tu chu, thodi mii trong qué trinh mua sim, ho con
tao ra bau khong khi tu do trai nghiém cho khach, do d6
nhiing hinh 4nh ngudi nim ngt trén giudng, sofa thudng
xuyén xuit hién é IKEA.

Con v61 MINISO, trén ¢6 s6 hai chi “ty do”, hing da
dua ra mot s6 luit tuong déi ngdn gon cho nhan vién cta
minh, tng cdng c6 ba diéu, bao gdm “hai diéu can lam”
va “mot dicu phai tranh”.

“Hai diéu cin lam” chinh 1a: sip xép hang héa, phong
chay phong trom.

“Mot diéu phai tranh” chinh 1a: “khéng lam phién
khach mua hang”.

Diép Qudc Pht dic biét cht trong “mdt diéu phai
tranh”, anh 4y n6i: “Khdng nhiing khong dugc phép 1lam
phién khach hing, anh/chi con khong dugc nhin ngé khi
khéch dang lua chon hang héa!”




den 1600

Cé quy dinh lim viéc 161, viéc ddo tao nhin vién ciia
hiang trd nén khong thé don gian hon, khong cé bat ct
chién lugc marketing nao, khong cé bat cti yéu sich mé
hogc nio. Chi can ban tré trung nhiét tinh, chi cin ban c6
thé 1am dugc “hai diéu can” va “mot didu tranh”, ban chic

chin dugc tuyén dung.

Ciing chinh quan niém “dich vu héa” ndy di tao ra bau
khong khi ty do thodi mii, gitp s8 lugng khich hing

mong mudn buéc chan vao MINISO ngiy mot gia ting.

C6 nguoi ndi, diy la thoi dai caa dich vy hoa. Ky vong
ctia khach hing ngdy mot da dang héa, tinh t& héa, do
d6 dich vu héa 1a xu thé€ tit yéu. Doanh nghiép san xuat
truyén théng tip trung tiéu diém vao viéc cung cAp nhiéu
loai dich vu, cic nha kinh doanh ciing d6c hét vén liéng dé
tim ra nhiing dich vu khic la, nhim mang dén trai nghiém

“vugt ky vong” cho khach hing.

Con v6i MINISO, nb tré thanh mot vi du vé viec dot
pha thanh cong trong thoi dai dya vao “dich vu héa”. Thit
MINISO dang lam 12 diing chinh san phim &€ tao ra “vuot
ky vong”, diing trai nghiém mua sim “tu cht héa” thuc

hién “da dang hoa”.

MINISO di theo 161 “t6i gian”, thi€t k& san phim cta

s
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hing cling t6i gian, hé théng van chuyén cing t6i gidn,
quan 1y nhan sy cfing t61 gian...

Su “t6i gian” ctia MINISO di tr6 thanh ban chit linh
hon déng nhit ctia thuong hiéu, su “t8i gian” ndy giGp
MINISO tré nén d6c dao, c¢6 phong cach riéng trong linh

vuc ban lé.
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So v6i nhiing tring giang dai hai ctia ci cudn sich, c6 I&

chiing ta nén di sdu phan tich nhieu hon vé mét loai md

hinh tu duy cang tin gian hon, danh d4u trang d6, thich
hop phd bién rong rii, c6 dong xtc tich hon rit nhiéu so
v6i nhiing chién lugc phic tap, b cuc nhoé hep hon so véi

muc tiéu rong rai.

N6 chinh la sy diing ménh cta “tuéng linh”, cling 1a su

doéng déo caa “binh linh”;
N6 cang c6 ¥ nghia thuc tién hon so véi ban than thyc tién;

N6 cang c6 siic goi ¥ hon so voi 1y ludn triu tugng.

1. MO MINH THIET KE: NAM CHAC BAN CHAT CUA
NANG CAP TIEU DUNG

Thuyc t€, ching ta da st dung phan 16n d6 dai cudn sich dé
ban vé van dé thiét k&, nhung nhiing nghién ctiu vé thiét

k& mai mai khdng bao gid du.

b |

429

%
1



MINISO — Cudc céch mang ban 1 to®n$céu '

Tt goc d6 thdm my thi giac, t8i gian 14 thiét k&, phiic
tap cing 12 thiét k&
Tl goc d6 nghién cdu cdng ndng, trao luu xu hudng 1a

thiét k€, thuc dung ting dung ciing 1a thiét k&

Do d6, thiét k&€ san phim t6t c6 rt nhiéu loai, nhung
mo hinh thiét k&€ san pham t6t chi c6 mét: D6 chinh 13 “trd
ve ding v6i ban chit ctia san phim” cia MU]JT, 13 “két hop
gitia cong nghé va thoi trang” nhu UNIQLO, ciing 13 “ban

phuong thic séng chit lugng” MINISO dang lam.

Chung ta c6 thé hinh dung m6 hinh thiét k& ndy bing

cum tit: NZm chic “ban chit ning c4p tiéu dung”.

M5 hinh thi€t k& nay thé hién trong viéc thdng nhit géc
ré trim hoa lam mot gifia thoi dai d€ dang dung nap va sap
nhép nay, cling giai thich nguyén nhéin cin ban cho su phat
trién manh mé va sdc sdng ngdy cang doi dio cta dai da

s6 thuong hiéu xuit sic s6 hitu thi€t k& sin phdm doc d4o.

M35 hinh tu duy nay khong lién quan dén tu duy thiét
k& chi tiét hay qua trinh thyc hién nghién cttu san phim
chi tiét, n6 dugc quyét dinh boi xu huéng phat trién cla
x4 hoi, cung v6i sy hun dac cta thoi dai, moét tuong lai o

ring d4 hién ra tru6c mit.




Nim 2016, trung tdim nghién ctu dau tu toan ciu cta
“The Atlantic” d3 cong b6 mot ban bdo cdo lién quan dén
“Su ndi diy cua tang 16p tiéu ding méi ¢ Trung Qudc”

nam 2015. Bao cio chi ra:

S6 nguoi tiéu ding tAm trung & cac thanh phd Trung
Quéc d3 lén dén 146 triéu ngudi, thu nhip binh quin mot

ndam cua ho roi vao khoang 11.733 USD
Ngoai ra, diém ding nhic d€n trong bai béo la:

Diém chung giita hon 100 triéu ngudi ding tAm trung
cung v6i hon 236 triéu nguodi tiéu ding dai chiing 6 thanh
phé 16n 1a: Ho déu “khdng chi tiéu tién mua nhiing mit

hing co ban”.

“Khong chi tiéu tién mua nhiing mit hang co ban” c6

nghia 1a nhu cau tiéu diing ting cao.

Thuc t€, quan niém va xu th€ nay ciing c6 rat nhiéu trén
thé giéi.

Néu ban doc nao cé théi quen quan tim dén bang xép

hang doanh nghiép c6 gia tri vOn hoa thi truong® toan cau

(1) Gia tri v8n hod thi trudng hay con duoc viét tat bang tiéng Anh la
market cap, 13 thudc do quy mdé cda mét doanh nghiép, thudong tinh
bang cach 18y giad hién tai cla c¢d phiéu nhan véi luong cd phiéu dang
luu théng.

=




chic hén s& biét rit 18, truéc nim 2010, dting dau trong
bang xép hang khong phai 1a doanh nghiép dau khi ciing
12 doanh nghiép tai chinh hogc ché tao 6 t6; Tuy nhién tu
sau nim 2010, nganh cang nhiéu doanh nghiép tiéu ding
bit dau leo 1én din diu, trong dé tit nim 2011 — 2015
cong ty Apple (ciing la doanh nghiép cong nghé) lién tuc

chiém vi tri dau bang.

Nhic dén ning cip tiéu ding khong thé khéng nhic
dén nhu ciu vé chat lugng cudc séng cao, vé phan lim thé
nao d€ 4p dung nd vao thi€t k& san pham cu thé, tdi nghi
chiing ta c6 thé chia thanh hai phan 16n d€ néi: Thi nhit,
c6 thé giai thich b8 sung thém cho sy t6i uu héa ctia san
pham hién cé, thit hai c6 thé huéng din goi ¥ cho viéc tim

ki€m mot nginh nghé hoin toan méi.

1. Toi uu hda san pham hién co

Chiing ta déu biét, ngdy nay truéc khi mua mot san
phim nao d6 ngudi tiéu ding s& tién hanh danh gii so
sanh vé gid ca, nhin hiéu, chat lugng va su ca tinh, doc
nhit chi khéng don thuan chi dya vao gi4 nhu truéc. Vay
chiing ta c6 thé xem xét viéc nang cip tiéu dung tit goc do

san phim:




thay thé tur duy chién luge

£

N6 hoic nhiéu hoic it c6 lién quan dén viéc tiéu tién,
nhung khong lién quan dén tin suit mua sim. Pong luc
ding sau d6, khéng phai do cubc séng thay ddi nén doi
hoéi sin phdm méi, ma 13 can san phim méi &€ thay d6i
cudc sdng.

Diéu nay c6 nghia 13, ngudi tiéu ding “ngdy cang it
chip nhin tam bg” vi “ngdy cang chd ¥ nhiéu” dén viéc

lua chon san pham.

Diéu nay cling c6 nghia 13, mot san phdm mudn dua vio
nang cip tiéu ding lam cin ct thi€t k€, cin phai c6 “miic
d% chuyén nghiép” va “kha ning dan dit” 16n vé ndi dung,
nhu vy méi khién ngudi tiéu ding dua ra quyét sach tiéu
dung “khoéng gidng truéc day”.

N6i mot cich thing thin hon, diéu c6t 16i ctia “md hinh

thiét k&€ nay chinh 13 “chuyén nghiép” va “doc dao”.

Doanh nghiép 14y tu duy nhu vdy lam g6c ré nghién ctiu
phét trién san phdm c6 “céng nghé cao” cia UNIQLO, c6
“chat lugng cao” ctia MUJI va MINISO, ¢6 “hinh thiic doc
d40” clia vin phong phim Than Quang. Nhung tit ca déu
c6 mdt diém chung 13 théa min nhu cau va thich thic vé
trai nghiém rat cao ctia ngudi tiéu ding, ddng thoi ciing

phtt hgp v6i nhu cau co ban clia ning cip tiéu dung.




MINISO — Cufc cach mang ban ié toan cau

Thang 1/2015, Tran Nién — CEO cua nhin hiéu
VANCL® d3 viét mot bai v6i tya d& “T4t ca cong ty chi
lam cho vui s€ héa thanh may khéi”, mugn ¢ d6 suy nghi
vé con duong khéi nghiép da qua. Trong bai viét ndy, Trin
Nién nhdn manh mot quan diém r4t nhiéu 1an, chinh la:

2

“Phai ldm ra mdt san phdm & mic d6 t8t nhat c6 thé.

2. Tim kiem nganh nghe hoan toan mdi
biéu mudn néi 6 ddy 1a phuong hudng ning cip tiéu

dung.

Truéc day, khi nghién ctu vé thiét k€ san pham, ching
ta thudng quén mat vin d¢ “linh vuc”, nguyén nhin do
chiing ta truéc vin luén quan niém ring “doanh nghiép xa
phong” phai sin xuit xa phong, “doanh nghiép quan 40”

phai sin xuit quan 4o.

Song, néu chiing ta ty coi minh 1a mot ké khéi nghiép
vita buéc chan ra khoi trudng dai hoc, khi chiing mudn
ldim mot san phim nao d6, diéu chiing ta nghi téi dau
tién ludn 1a: “Lam san phdm & linh vuc ndo s& ¢6 thi
trudng nhat?”

Trén thuc t€, 12 mot nha quan 1y doanh nghiép, khi c6

(1) Doanh nghiép thanh lap nam 2007, véi cac san phdm chi yéu 1a
hang may mic, gia dung va my pham.




DUng tu duy mé hinh thay thé t duy chin Iudc

“thg lanh nghé&” 1Am viéc dén noi dén chén, ching ta ludn
mudn “nhin 1én bau troi sao” d€ mé ra mdt bau troi méi
cho riéng minh.

Lac nay, vain dé chting ta cAn nghi d&n sé chuyén ti
“lam th€ ndo d€ cii tién khuyét diém cta sin phim nay”
sang “khi GDP binh quén dau ngudi ctia mdt quic gia dat
tiéu chuin nhat dinh, khi nhu ciu co ban vé in mic di lai
cta con ngudi dugc théa min, phuong huéng ning cip

tiéu dung sau nay sé 1a gi?”
La stic khoe? L4 gidi tri? Hay 14 du lich?

Nhiing nim gin diy, sin pham chim séc stic khoe trd
thanh “con s6t khéng giam”, su phat trién ctia nganh phim
anh giai tri tham chi roi vao canh cung khong du cau, hay
nhu mot nganh thién vé gidi trf tinh thin 13 du lich ciing
dugc quan tdm rong rdi. Trong vong 5 nim qua, lugng tiéu
thu cta san phdm phuc vu du lich ngoii nuéc ctia Trung

Qudc gia ting dot bién.

Toi nghi, ddy cling la mot trong nhiing nguyén nhin

khién Diép Quéc Phti mudn 14n sdn sang nganh du lich.

Theo sat phuong huéng ning cip tiéu dung, la mot

cach lam vo cling sing sudt.
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Thuc t&, khi ning cip tiéu dung dugc st dung cho “san
phdm cii” va “san phim méi”, rit nhiéu hién tugng xa héi
c6 thé dugc giai thich.

VE truéce c6 thé ding mdt géc d6 hodn todn méi d€ giai
ma trio luu d6 x6 sang Nhit Ban mua sim san phim chat

lugng cda ngudi tiéu dung.

V€ sau c6 thé giai thich cho nguyén nhin vi sao ngay
cang nhiéu doanh nghiép mudn chay theo nim chit “cuép
b6c xuyén bién gidi”.

Nhung bat ké 12 trio luu sang Nhit mua sim blng n6
hay cich doanh nghiép trong hai nim gan diy khéng hen
ma cing “cubp boc xuyén bién giéi” mot cach khi thé,
déu khéng nén chi khién chiing ta tit “ngudi qua dudng”
trd thanh “khan gia”. Lim th€ ndo phin tich ban chit bén
trong hién tugng, vin dung xu hudng thoi dai bén ngoai
hién tugng vio trong viéc thiét k& va nghién clu san phim
tré thanh diém c6t 161 quyét dinh sin phdm thanh cong

hay that bai.

2. MO HINH MARKETING: THOI BAI CUA “NGUGI HAM M(”

Toi tiing lam R&D tro choi trén dién thoai, cling ting lam

nhiéu Gng dung cho nén tang di dong.
436



Dung tu duy mo hinh thay thé tu duy chign luge

Do d6 t6i biét o, diéu khién nguoi ta mé mudi nhat
trong tit ca cic linh s8 héa bao gdm ca trd choi va tng
dung di dong trén Internet khong nim ngodi méy chit:
ki€m tién nhd dung lugng 3o.

Thé nao 12 “ki€m tién nho dung lugng 40”?

Cong thiic don gian dubi day sé gitp ban hiéu r6 van dé
td cai nhin diu tién:

Nguoi diing = Dung lugng = Tién bac

N6i tring ra, day chinh 12 trd choi lién quan dén “mua
ban nhin khiu”.

Tuy nhién thoi dai Internet khong thé tach roi sy phat
trién cia truyén thong x4 hoi (Social Media) va Marketing
bing hinh thiic truyén thong x4 hoi. Piy ciing 14 1§ do
khi€n mot ti ngit khong thé khong lai mot 1an nita xuit
hién trong tAm mit ctia chiing ta: Ngudi hAm md (Fan).

Viy, ngudi hAim md va nguoi dung khic nhau 6 diém
nao?

C6 nguoi nbi voi téi: Nguoi hAm md 1a nguoi dung
trung thanh.

C6 ngudi bé sung: Tap ngudi hAm mo chic chin 13 tip

nguoi dung.




MINISO ~ Cubc cach mang ban lé toancau

Nhiing cach giai thich trén ching qua chi dung lai ¢ khéi

niém cfi lién quan d€n m6 hinh marketing truyén théng.

Trong thoi dai truyén thong xi hoi 1én ngdi nhu hién
nay, chiing ta cing mudn tich ré ngudi hAm mo va ngusi

dung ra.

Day 14 hai tip hop khong gidng nhau, tham chi duéi
anh huéng ctia mang Internet, c6 lac tdp ngudi hAm md
con 16n hon tdp nguoi dung. Néu khong nghién ctu ky
ludng, tap giao ctia n6 c6 thé dugc goi bing cii tén “khong
chit ché” 1a “nguoi dung trung thanh” hodc “ngudi ham
md cling”.

Nguyén nhin khién ba chii “ngudi hAm md” & hai
phuong dién khic nhau 12 nganh nghé truyén théng va
thoi.dai Internet mang ¥ nghia khic nhau thuc chit khéng
kho gidi thich.

Thong thudng, ching ta dinh nghia “ngudi him mé
kinh t&” 1a:

“Thti ngudi hAm md tiéu dung khéng chi 1a sin phim,
ma con 13 qud trinh, cAu chuyén ding sau mdi hinh anh
thuong hiéu. Thong qua nhidn thic cau chuyén va trai

nghiém ding sau hinh 4nh d€ nhin thic hinh anh thuong




DUng tu duy md hinh thay thé tuduy chién luge

hiéu; Théng qua nhan thitc hinh anh thuong hiéu dé xay

dung ciy cau giao luu tinh cam véi thuong higu.”

Trong nganh nghé truyén théng, ngudi tiéu dung chi
c6 mot phuong thiic d€ bigt duge thuong hiéu vi doanh
nghiép, nhin thiic vé tu duy thuong hiéu da s§ déu dya
vao nhan thiic vé ban than san phim. Néu ngudi tiéu ding
mubn giao luu két ndi tryc ti€p v6i ngudi phu trach doanh
nghiép hodc ngudi van hanh thuong hiéu, can phai vugt
qua “trim sdng nghin nai”, bu6c qua “tang ting 16p 16p
kénh rach”.

Nhung v6i suanh huéng ctia mang Internet, cting véi tdc
do phiat trién nhanh chéng ctia cic kénh mang x4 hodi nhu
Weibo, Wechat. .. nguoi tiéu diing hodn toan cé thé khong
can thong qua ciy cau 1 sin phdm d€ c6 thé hiéu dugc triét
1§ kinh doanh cua thuong hiéu va tinh hoa vin héa ding
sau mdi doanh nghiép. “Kénh phan phdi héa” trong tinh
than Internet dugc thé hién trong hai ting két néi va giao
tiép x4 hoi: Cac 6ng l6n ctia mdi nganh nghé nhanh chéng
1ap Weibo va tai khoan chinh thic trén Wechat nhim
“chi€m vi tri dau”, thong qua quing b4 manh mé hinh 4nh
ban than ti€p tuc thu hat nguoi dung; Phuong thic “ca

nhan héa thuong hiéu” va tu truyén thdng héa ciing gitp




MINISO — Cugc cach mang ban 16 toan cau

mot thuong hiéu mé ra canh cta thu hit ngudi him mé:
Chi can téi thich tuéng mao ctia anh, thich 1 luan ctia anh
hoic tin déng gi4 tri quan cta anh, khéng cin lién quan
dén san phim clia tdi, tdi cling “chAm” anh rbi!

Vay luc lugng ngudi him md r6t cudc kinh ngudi

d&n dau?

Tung c6 mot bai so sinh dugc chia sé chéng mit nhu

sau:
Cd 100 nguoi ham mg, ban chinh la tap chi trong vaton truong;
C6 1.000 ngudi ham mp, ban giong nhu cjt thing bao;

Néu vugt hon 100.000 nguvi ham mj, ban chinb la mpt tap

san cujc s6ng o thi;

Néu vitgt hon 1 triu ham mg, xin chic mang, ban da dugc
theing cap len lam bio chi quic dan;
Neéu vatgt hon 10 triéu nguii ham mg, ban sinh ngang vii dai

truyén hink danb tiéng roi.

Con theo s8 liéu trén mot nén tang marketing mang tén
CWO® thi:

(1) cwo.com - M&t nén tdng marketing thédng minh, do lién minh cac
doanh nghiép c¢éng nghé cao va cac tap doan chién lugc 1ap ra nham
phan tich va cung cdp cac sé liéy, giadi phap vé marketing, truyén théng,
quang cdo...




Néu mot Weibo c6 hon 100.000 ngudi hdim md, thi

mdt mau tin ding trén d6 sé c6 gia hon 300 NDT;

Néu mot Weibo c6 hon 200.000 ngudi him mé, thi

mot miu tin ddng trén d6 cé thé ¢ gia tit 700 ~ 800 NDT;

V6i Weibo ctia mot s& ngdi sao dién anh truyén hinh,
gia dé ho ding hodc chia sé mot tin tiic sé lén d€n vai

nghin hodc hang trdm nghin NDT.

DE diang nhan thdy, bat ké nhin tit géc d6 vé mic do
ndi tiéng hay goc d6 vé thuong mai héa, déu khéng thé coi
thuong luc lugng ngudi hAm mo.

Con “ngudi him mo kinh t& dai khai sém c6 thé du
doén dugc 6 thi trudong Trung Qudc. Nhin khiu 6 Trung
Quéc dong dic, két hop véi “con gié” Internet, chi cin

mdt con rudi bay qua ciing dt khién ddm déng ch .

Do d6, chung ta goi thoi dai nay 1a “thoi dai cudng
nhiét”, thoi dai cua nhiing ciu chuyén, thoi dai cta trao
luu, thoi dai “néi khoac ki€m tién”, thoi dai cta “giai tri
tinh than”. ..

Thoi dai nay, con goi 1a “thoi dai cia ngusi him md”.

Thoi dai nay da sinh ra mot hinh thic marketing hitu
hiéu va rit dugc stng bai, goi la: “Marketing nhd ngusi

AP

him md”.




MINISO ~ Cudc cach mang ban 1€ toan cau

Chic ai ciing biét, MINISO luon theo duéi triét ly
“thuong hiéu héa” truéc nay khong bao gid qua khit khe
trong viéc marketing chi vi cii loi truéc mit. Do do, &
nhiing phan truéc tdi khong cAn t6n qua nhiéu gidy muc

dé ban dén van dé “marketing” ctia MINISO.

Thuc t&€ ding nhu vy, vi du vé marketing cia MINISO
khong nhiéu, phan tich kj cang cling khong vugt qui ba
diém. Nhung khic v6i m6 hinh MINISO c¢6 nhiéu “tuyét
chiéu doc” nhung vin ton tai khi€ém khuyét khong phai ai
cling c6 thé “luyén theo”, phuong 4n marketing ctia md
hinh MINISO vb ciing don gian tryc tiép, nhung chiéu
ndo cling chi mang, ai cling diing dugc, ma hiéu qua tot
dén kinh ngac.

Nta dau nim 2016, bing x€p hang 500 tii khoan
Wechat manh nhit Trung Quéc dugc cong bd. Day la
bang xép hang chuyén nghiép vi uy tin nhat, thu thap
va thong ké nhiing s6 liéu khéng 16 ctia ca nim, v6i hon
100.000 lugt doc. Giiia v6 van tai khoan Wechat xép hing
dau nhu “Nhat bdo nhan dan”, “tin tc Wechat”, “tin tiic
CCTV”, “Lengtoo”... tii khoan ctia MINISO ciing bit ngd
lot vao. Lac ndy, lugng ngudi hAm md tai khoan Wechat

ctia MINISO da vugt qua con s6 10 triéu.
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Diing tu duy mé hinh thay thé tu duy chign ludc

To6i goi ba diém then chét tao nén hiéu qua nay la:

Tuong tic, ndi dung va mugn sic.

Tuong tac

Trong ltc ban vé “ngudi hAm m§”, ching ta tiing nhic
dén mot ciu nhu sau: “Thich 1y ludn cua anh hodc tin
ddng gia tri quan ctia anh khéng lién quan d&n san phim

cua anh.”

Muén duya trén co sé khong lién quan dén san phdm
vAn tan dong v6i 1 ludn va triét 1y cta ching ta, 4t phai

c6 tuong tac.

Ngoai xem sy giao luu gitta nguoi véi ngudi la tuong
tac, néu coi tuong tic 12 modt phuong thiic marketing,
vdy cach néi phd bién hon ctia “tuong tic” chinh la

“hoat dong”.

Nhic dén hoat déng, XiaoMi chinh la cao thtt marketing
v6i mot cach rit riéng.

Ai ciing biét, XiaoMi thich t8 chiic “hoat dong offline”,
1§ do rat cting rin: Mt d6i mit “mua dim thim lau” lubn
t6t hon “truyén thu” qua man hinh va mang Internet.

Con MINISO lai coi “hoat dong” 12 cich dé ngudi tiéu
duing va thuong hiéu ti€p xic siu v6i nhau, ddng thdi trién
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MINISO — Cudc cach mang ban 1 toan cau
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khéi bu6c dau tién cia sy tuong tic dich thuc.

Trong thoi gian chuin bi tai khoan chinh thiic, MINISO
dua ra hoat dong “Quét md Wechat nhin thi mua hang
mién phi”, dya vao lgi ich thuc thu hat sy chi § ctia nguoi
hiAm mo, nhe nhang din dit tit “offline” sang “online”, thuc

hién tic dung hd trg 14n nhau cta “online” va “offline”.

Noi dung
No6i dung marketing khong thé tich roi san phim.

Nhung trong thoi dai cha ngudi him md, ching ta

khong ban dé&n sin phim. Ci chting ta phai nhic d6 12 “ndi

dung” cua “phuong thic marketing” MINISO d3 dung.

Chinh x4c dén ting thao tic, vi du dién hinh nhat chinh
12 cac bai viét MINISO ding lén tai khoin Wechat.

N6 vita nhan trich nhiém lam “gi4o vién huéng dan st
dung sian phim”, viia lam “dai st quang b4” cho thuong
hiéu. Do d6, n6i dung trén tai khoan Wechat cia MINISO
ludn thi vi, méi meé, thuyc t&€ va nhan duge su yéu thich cta
gili tré.

“Lam th€ nao d€ co riia phong tim mién phi va tiét

kiém thoi gian?”

“Nhap mén vé nu6c hoa — Tat ca déu c6 trong niy!”




duy chién ludc

“Khéng ngung du lich, cudc séng thudng nidy ciing c6

thé dung 24 k§ ning nay dé dat dugc.”

Nhiing tiéu dé thu hit ngusi doc va ndi dung phong
pht xay dung cho nguoi tiéu dung mot trai nghiém toin

dién vé ca online 13n offline.

Quan trong hon 13, nhitng “ndi dung” niy két n6i tinh
than va tinh cim gifia “ngudi hAm md” véi thuong hiéu,
c6 thé khéng ngling mang dén cho ngudi tiéu dung trict
1y vé thuong hiéu bén canh sin phdm, theo diing ton chi
ctia thuong hiéu, tr6 thanh vii khi 1¢i hai d€ ddo tao “nguodi

him mg cling” va “khéach hang lau dai”.

Nbi dung rdt quan trong, tuong tic ciing rit quan
trong. Nhung véi tdi, hai thi ndy van chua cham dén cét

A

161 marketing cua “thoi dai ngudi hAm mo”.

Thoi dai nguoi hAm mo 12 thoi dai clia nhiing bom t4n,
13 thoi dai ctia bom tan, 1a thoi dai v6 s6 4nh mit va d6i
tai tu hop, 13 thoi dai hé c6 tin moéi lién tré thanh “bio tap
cudng phong”.

C6 ndi dung phong pht vi tuong tic tt, ciing gidng
nhu dung k& héa cong dé tiéu diét Tao Thao: “Moi thi sdn

sang, chi thi€u gi6 dong”.
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Toi cho ring, diéu c6t 18i ctia marketing trong thoi dai

ngudi hAim md nim & diém cudbi ndy: Mugn sfc.

Muan stic
Nhic dén diém dang tu hio ciia MINISO, khong thé bo

qua su gi6i thiéu cua Lang Ham Binh®, ciing khéng thé
bo qua bai phong vin ctia Ng6 Hiéu Ba®, nhung cong lao

16n nhat lai dén i “su kién bat ngd” duéi day.

Séng ngay 18/12/2014, hai phéng vién ho D5 va ho Ly
chua diéu tra thyc t€ d3 ding mot bai bao tua dé “MINISO
an gifu huyét théng Trung Qudc” trén “Nhit bio Quing
Chau”. N6i dung bai bdo 4m chi MINISO c6 lién quan dén
“hang nhai”, “xAm pham ban quyén”, ban hang “kém chat

lugng”. Trong d6 c6 ba vadn dé giy ra tranh cii nhu sau:

Thi nhat, tai sao MINISO 13 hing Nhit ma ding ky

thuong hiéu 6 Trung Qudc con sém hon 6 Nhit Ban;

Tht hai, tai sao MINISO la hing Nhat nhung lai do

Trung Qudc sin xuit;

Thi ba, tai sao mdt s6 hang héa lai c6 thiét k& gidng v6i

cac thuong hiéu néi ti€ng khic.

(1) Hoc gi3, nha kinh t& hoc, chuyén gia tai chinh Trung Quéc.

(2) Doanh nhan, tac gid nhing cudn sach vé kinh t& duoc yéu thich &
Trung Quéc.
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Chi vai ti€ng sau khi xdy ra sy kién nay, MINISO di
xac nhan day la bai bdo vb cidn cl; thong qua xic minh,
nguodi phu trach thuong hiéu dugc nhic dén trong bai viét
khong hé nhan dugc dién thoai hay tin nhic cia phéng
vien “Nhat bao Quang Chiu”. Do d6, MINISO nhanh
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chéng khéi dong hé théng diéu tra “chuyén nghiép”.

Chiu ngay 18/12/2014, “Nhat béo Quang Chau” lap
tlic g& bai viét, nhung mot s6 ngudi “cé 7 d6 khac” d4 chia
sé va ding lai bai vi€t trén cic phuong tién truyén thong

khic, trong nhiy mit nd ra cudc chién trén mang.

Sau d6, hé théng diéu tra “chuyén nghiép” dugc
MINISO uy thic di buéc dau x4c minh dugc: Bai viét ¢
tinh “béi 16ng tim vét”, him hai mot cach 4c ¥, c6 d6i thu
canh tranh cia MINISO dtng sau hd trg, 1én k& hoach,
mua chudc phéng vién va cht bién bing tién bac d€ nguy

tao tin gia.

Chan tuéng cia vu viéc chua day hai ngly di bi phanh
phui ra ngodi anh sing, nhung anh hudéng cua no lai kéo
dai gin hai nim. Thuc t& cho thdy, chinh bai viét “MINISO
4n gidu huyét théng Trung Qudc” di giy ra vo van song to
gi6 16n sau ndy, nhiing cau chuyén “bén trong” ma ngudi

viét tao ra d4 khoi 1én hiing tha ctia déng gia, khién hing
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ha sa s6 truyén thong va cu din mang khong rd su that gia
nhap vio 461 ngti “cong kich” MINISO, gitp deé tai ndy lan

ngdy cang rong.

Nédm 2014 1a nim MINISO “mé cia hang”, tuy cling
khong phai 13 khong c6 danh ti€éng, nhung ciing ching
phai 12 “danh ti€ng 13y ling”. Nhung khi nghi ngd tn un
kéo dén, khi cic d8i thu canh tranh 4n nép trong béng t6i
chd man kich nay 1én sin dé sat hai MINISO khong con
mdt manh gidp, Diép Quéc Phi vAn rit binh tinh.

Sau nay, trong mot budi dién thuyét Diép Quéc Pht da
miéu ta tinh hinh lic d6 nhu sau:

“Khoang thoi gian d6 doanh thu cua ching t6i khong
hé bi anh huéng, thim chi con gia ting rit nhanh. Day
chinh 1 diéu dang s¢, ding sau su kién MINISO di vach
tran tinh cich con ngudi. Ngay nay, ngudi ta nbi ban t5t s&
ching ai nhé dén ban; nhung néu néi ban xau, néi ban kém
céi, n6i ban khéng t6t, chic chin sé c6 rit nhiu ngudi cha

¥ dén ban.”

V& ba ciu hoi sic bén néu ra trong bai viét, mii dén tin
2 nim sau khi sy viéc xay ra Diép Quéc Phi méi tra 1oi. Ve

phan nguyén nhin, Diép Qudc Pht ciing tra 16i ddy an §:

“Ho hoi nhiing vin dé rat budn cudi khién tdi thuc sy




khong muén tra 16i. Chinh bdi vi ¢6 tranh luin, MINISO

méi c6 tdc dO phét trién va mic do ndi ti€ng nhu ngdy nay.”

V6i sy viéc trén, d6i mit v6i viéc phan bac tn cong vo
ich hay du tra tinh thuan theo thoi th&, Diép Quéc Phi va
MINISO di lua chon vé sau.

Thé 13, v6i mé ddu khong hé t6t dep cling “su ling
x&” ddy tric tré ton stc, ton tién, cudi cung MINISO vin
gianh dugc thanh cong 16n.

Tran thing bit ngd, “mic ké&” 16i d6n ma phat trién,
phuong thic xu 1y thuong hiéu tuyét diéu bién tinh
hubéng xau thianh uu thé via thu hiat duge cha §, via
ting cho truyén théng nhiéu “ndi dung tin tiic”, khién
nguoi ta khong thé khong cim thin diy ding 12 mot thoi
dai cua ngudi hAm md, modt vi du vé marketing vo ciing
thanh cong.

Diing 6 noi dau séng ngon gib cta thoi dai ngusi haim
md, dii 12 ai cing khé tranh khoi van dé. Khi tin d6n ngip
trdi cudn cudn kéo dén, bé hét chdng cy xudi theo dong
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hay la dya vao “ndi dung” va “tuong tac” “mugn stic dinh”
tao nén trao luu thoi dai tré thanh diéu quan trong d€ xem
liéu thuong hiéu thim chi [a doanh nghiép c6 bdc 16 dugc

hét tii ning hay khong.
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3. MO HINH LGOI NHUAN: TRUYEN THUYET VE
“DONG TIEN”

Chu tich cong ty phan mém Yonyou — Vuong Vin Kinh
ting néi: “Tat ci cic doanh nghiép s& bién thianh doanh
nghiép tii chinh tién té trong tuong lai”.

Ong 4y ndi cu ndy trong dai hdi doanh nghiép hanh
dong “Internet +”.

Vé luin cti, Vuong Vin Kinh néi nhu sau: “Kinh t&
duong dai phét trién c6 hai nguyén tic quan trong, mot la
khoa hoc cong nghé Internet, hai 1a tai chinh tién té. Cach
nhin ndy dugc moi nguodi ciing nhin nhén, 1a nhu ciu cac
doanh nghiép & moi nganh nghé déu can va 1a xu huéng
phét trién chung.”

Viy, ciu néi tit ca doanh nghiép s& bién thanh doanh
nghiép tai chinh c6 ding khong?

N6i mot cich nghiém tiic, vin déu nay rat 16n.

Thé nio goi 12 “doanh nghiép tai chinh?” Néi thing ra,
vi du don gian nhit chinh 12 ngin hang, ngin hiang buu
chinh ti€t kiém, ngan hang thuong mai quéc doanh, ngan

hing thuong mai c6 phan, cdng ty dau tu déng tin ciy,




cdng ty quan ly bat dong san... Dieu ma co cdu ndy dang

lam co ban gi6ng nhau: “Liam san phdm tai chinh tién t¢,

ban dich vu tai chinh tién t8.”

Khong phai mdi doanh nghiép déu tré thinh ngan
hing, cang khong phai chi c6 doanh nghiép mé nganh tai
mdi duge goi 1a doanh nghiép tai chinh.

Tuy Vuong Vin Kinh n6i khéng qua nghiém tic, nhung
khong anh hudng dén viéc ching ta diing mdt phuong
thiic tuéng tugng hoc dugc trong sich ngit vin cip hai dé

phong dodn “suy nghi” ciia 6ng 4y.

Thuc t€, Diép Quéc Phii dd n6i mét cau c6 thé bd sung
cho nhiing gi Vuong Vin Kinh dua ra: “Lam tai chinh 1a
muc tiéu pht hgp d€ mot doanh nghiép 16n manh sau nay.”

Thé nio 1a tai chinh?

No6i mot cach thdng thin, n6 chinh 12 ddu tu tién &, san
xudt ra tién té, 1a tro choi tao ra tién té t tién t&, 1a vu lam
in dé “tién sinh ra tién”.

Dén diy, chiing ta s& phai nhic-d€n mot khai niém
mang tén: Dong tién

Thuc t€, gia tri cia mot cdng ty ludn thé hién 6 dong




tién tu do trong tuong lai ctia nd.

Nbi dén day, chic hin s& c6 ngudi nay sinh nghi van:
“Dong tién 12 cii quy gi? Muc tiéu dau tién ctia mdt cong
ty chdng nhé khong phai lgi nhuin rong hay sao?”

C6 & so v6i dong tién, sy theo dudi vé lgi nhuin cing
phti hop v6i nhan biét ctia chiing ta vé thuong mai hon.

Ta c6 thé 1dy mot vi du.

Néu trong tay chiing ta c6 10 dong tién 1. A vi B 1a
ban ctia chiing ta, déu dang [am mot vu budn ban nhé nao
d6. Mot tuin sau, lgi nhuin hang ngdy ctia A 1a 3 dong,
sang sém mdi ngdy d6 A déu phai 14y 3 dong loi nhuin ctia
ngdy trudc d€ dau tu vao vin hanh ciia mot ngay méi. Loi
nhuin cta B trong mot tuin sau bing 0, nhung mdi ngiy
B déu sinh ra dong tién tu do 1a 3 dong.

A va B déu mudn chiing ta diu tu, ching ta nén dau tu

cho ai?

DPAiu tu cho A? R4t t6t, nhung c6 thé du doan dugc, mot
tuan sau d6 chiing ta s& ching c6 gi.

Diu tu cho B? Nhin c6 vé khéng mang lai lgi nhuin
gi, nhung mot tudn sau B sé& c6 trong tay 21 dong 12 dong

tién ty do, con chiing ta c6 thé huéng mdt phin quyén su




dung, hogc hudng loi thic cting chd t6t ma 21 ddng tién d6

dem lai.
Néu nhu vy, lgi nhuin c6 thit sy quan trong hay khong?

Vé lua chon gifia lgi nhuin va dong tién, ciac doanh

nghiép 16n nhin nhén ra sao?

Jeff Bezos sing 14p ra ctia hang sach tryc tuyén 16n nhat
th€ gi6i 1A Amazon, ting c6 khdng it cudn sich néi vé criét

1§ kinh doanh cta Bezos.

Néu chiing ta tling thdy Amazon thoi gian trudc, ta sé
phét hién ra mot hién tugng tha vi, d6 la trong khoang 20
ndm ti 1997 — 2015, doanh thu cia Amazon ting trudng

theo dtng ti 6, nhung lgi nhuan vin gan bing 0.

Co 1€ sé cb ai d6 hoi: “Tai sao modt doanh nghiép khong

ki€m ndi tién lai dugce coi 13 trum so Internet?”

Con c6 mot vi du rit thi vi khic nita 13 JD.com (JD).
Néu chiing ta quay ngugc thdi gian vé ba ndm truéc, nim
2013 doanh thu hai quj mot va ba ctia tdp doan JD ¢ thé
xem nhu mién cudng c6 1ai. Lic d6 JD dang chudn bi lén
sin NASDAQ, lgi nhuian nhu dudng nhu dugc ¢8 § sip
d3t. Tu quy tu ndm 2013, JD khoi phuc dién mao va lién

tuc phat trién dén tin ngdy hom nay.
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Chic hin c6 ngudi sé& hoi: “Tai sao JD 16 von ma Luu
Cuodng Dong van c6 tién, vin mua méy bay va mé quin
tra sta?”

DPuong nhién doanh nghiép nhu viy, giéng nhu Suning,
Gome... ludn khi€én nguoi ta nghi ngd: “Khong kiém dugce
tién con moé ctia hang 1am gi? Tu tim céi chét hay sao?”

Thuc t€, mé hinh kinh doanh ctia nhiing doanh nghiép
ndy khong giéng nhau, nhung muc dich lai giéng nhau,
chinh 1a: Ki€m dong tién.

Trong biic thu gtii ¢6 dong nim 2004, Jeff Bezos ciing
vi€t mot ciu tring hop chiing minh quan diém nay:

“Déinb gia chi tiéu tai chinb sau cing cia Amazon, cing la
thit chiing ta van mubn thic ddy nhat bdy lau, la nhing ding
tien ty do.”

Tai diy, chting ta dit ra mot gia thiét khac.

Gia st vin 12 A va B, nhung lin ndy than phan thay d4i,
A 1a nguoi kinh doanh doanh nghiép, B 1a khach hing.

Hang ngay B cho A mot dong, yéu cau A ct 3 ngay tra
B mot dong. Vay A c6 ki€m dugc tién hay khong?

Sau khi thu dugc lgi nhu2n 3 dong ctia 3 ngiy truéc,
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mdi tudn A con c6 thé thu vé 7 ddng 12 dong tién cling véi

13i sudt ngan hang.
Ching ta mé rong ciu chuyén bing doanh nghiép lén.

Gia stt doanh thu mot ndm cua Suning 13 10 ty NDT,
néu tri hodn 3 thang tra tién, trong tay ho s& c6 2,5 ty
NDT la dong tién luu chuyén; Néu tri hodn 6 thing tra

tién, trong tay ho s& c6 5 ty NDT 1a dong tién luu chuyén.

Néu Suning dién cudng mé cltia hang mé rong dong
tién, mdt nim thu vé 20 ty doanh thu, vay tinh hinh c6

thé suy nghi.

Chic c6 ngudi sé hoi: “Tai sao chiing ta khong thé
dya trén co s6 dam bao lgi nhuin dé mang vé dong tién

khéng 16?

DPuong nhién c6 thé, nhung méi trudng thuong mai
thuc t&€ ludn rat phic tap, dim ba cdu khéng thé néi 6 cac
can nhic, suy tinh bén trong. Vi du don gian nhit chinh
13 ludn theo dudi lgi nhudn, gia ting diu tu dan dén dong
tién duy tri suy giam. Day 12 mot vi du rdt dic biét vé su
déi 1ap gitia 1gi nhuin va dong tién tu do nhung rit hay
gdp trong moi trudng thuong mai, khi chi dugc git mot

trong hai, ban s€ lya chon céi nao?
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To6i nghi doc dén diy, néu con nhic d€n MINISO,
chic chin trong 1dong moi ngudi déu c6 dap 4an. Vi du vé
MINISO thuyc ra rit gidng v6i vi du vé A v B ching ta
nhdc d€n ¢ trén, cling rit gi6ng voi gia thiét ching ta dit

ra cho Suning.

Cin biét ring, phin lii nguyén” cta mdi sin phim
trong ctia hang MINISO chi c6 8%, thip hon 40% so v6i
cic ctia hang dong gia trim yén ¢ Nhat. Vay MINISO 14y
d4u ra stic manh d€ “thuc hién ch€ d6 mua ddt san phim”
va “mot tay giao hing, mot tay giao tién”, ganh hét rui ro

vé phan minh day?

Song, mdi nha dau tu cia MINISO phai ndp cho
MINISO 200.000 NDT tién phi st dung thuong hiéu va
700.000 tien ddm bao hang héa.

Chting ta gia st mét nam MINISO mé 500 cu hang,
vay phi st dung thuong hiéu mdt nim ctia ho s€ la 1 ty
NDT. Ma dya theo két qua diéu tra truéc d6 ctia chtng ta,
mudn déng ctra hing va tra lai von ddu tu cAn khoing 3
thang, di€u nay giéng v6i vi du “tri hodn tra tién” chiing
ta nhic d€n 6 phin truéc.

Nhung ciing nhu 6 trén dé néi, chiing ta vin chua nhic

(1) Lai gdp, mdi tri gia thanh, chua tri cac phi 18n khac
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dén van dé tién dam béo hing héa. Theo giai thich cta
MINISO, 700.000 NDT tién dam bao hing héa c6 thé
ding cho viéc trung hoa tién nhip hiang, nhung 700.000
NDT nay khong thé tiéu hét chi trong vong 1 thiang. Do
d6, dong tién lai dugc ting lén.

So véi s6 liéu lgi nhudn c6 thé Iam gia, dong tién méi 1a
tién thit, c6 chinh 14 c6, khong c6 chinh 14 khéng c6. V&
sau dai dién cho su bién héa ctia dong tién vio tGi doanh
nghiép; con v€& trudc c6 thé chi 1a mot con sb trén bio cdo
tai chinh.

Vin dé dong tién c6 1€ s& khi€n mot s& doanh nghiép lap
tc bo mang, nhung lgi nhuén lai khéng phai vay.

Trai lai, dong tién méi 12 gia tri ton tai 16n nhit ctia mot
doanh nghiép.

Day ciing chinh 1a gi4 tri ton tai ciia MINISO.

4. MO HINH CHUGI CUNG UNG: MOT MINISO KHONG
THE HOC THEO

Stic canh tranh 6t 16i cta ban 1& ndm & dau?

MINISO dua ra dédp 4n, trén dap an chi ¢6 ba chi: “t”,
“Thap” vi “Ngin”.
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“It" & diy chinh la “Chi phi it”, ding chi phi ir nhat d¢
khach bang c6 the mua duoc ding hang ding dia diém, bao gom
ca gid thanh san pham va gid kénh phan phoi.

“Thap” ¢ day chinh la “Lugng ton kho thap”, kbi lugng
ton kho giam dén mic thip nbat van nhu cung cip dich vu chit
lugng.

“Ngein” ¢ diy chinb la “chu ky ngin”, tic viit ngin tin kho
san phiam va chu ky quay vong, @ iing phi su thay dsi cia thi
trutong mpt cach nhanh nhat.

MINISO la thuong hiéu van dung 3 chit nay mot cach
xuat sic nhat, diéu d6 chting ta dd nhic d€n nhiéu lin rdi.

Nhung chiing ta chua tling dé cip dén, ba chii nay ciing
chinh 12 y&u t6 c6t 161 trong viéc quan 1§ chudi cung ting.

Do d6, chiing ta c6 thé thay déi d4p 4n mot cich don
gian hon, dit stc canh tranh cét 161 ctia doanh nghiép ban
nim & quan 1y chubi cung ting.

Viy chubi cung tng la gi?

O day, cach lam théa ddng nhdt chinh I3 “trich d4n

nguyén van” bai hoc trong sich vé ra.

Chubi cung ting 13 c6t 16i xoay quanh doanh nghiép,



Dung tu duy mo hinh thay thé tu duy chién lugc

thong qua su khéng ch€ luu chuyén tin tic, vin chuyén
hang héa va tién t€, td mua sim nguyén vat liéu d€n san
xudt san phdm va cho ra sin phdm hoan chinh, cuéi ciing
théng qua mang luéi tiéu thy vin chuyén san phim dén
tay ngudi tiéu ding. Nhi cung cap, don vi san xuit, nha
phan phdi, nha ban 1€ va ngudi diing tao thainh mét két cau
mang ludi cung tng hoian chinh.

Muén hiéu duge vi sao MINISO c6 thé laim dugc ba diéu
“it”, “thap” va “ngin” trong k&t cAu mang luéi cung tng,
truéc hét chiing ta cAn hiéu duge vi sao ¢6 thé xuét hién
“cao”, “dai” trong qua trinh nay, sau d6 xem xem MINISO

~ cae A~ ~ A
dé giai quyét van de ra sao.
Tai sao gid san xuat cao?

Nguyén nhin thudng gip nhit chinh 1a “hiéu dng
bién hai tang”", ttc 13 hién tugng chudi cung Ging, doanh
nghiép ha du vi muén thu loi nhi€u hon, trong qué trinh
quyét sach doc lap da dit gid san phdm cao hon nhiéu so
v6i bién d6 gia sin xuit.

Moét phan chi phi khic ndm & khau quan ly hau ky,
nhu: phi t6n kho bai, phi dich vu phan phdi, phi quay

(1) Double Marginalization: Hién tuong x3y ra khi luong d&t hang thap
hon t8ng san luong t6i uu hoa tén kho cla chudi cung Ung.




vong v6én. Néu phan tich mot cach siu hon, c6 1& chiing
ta c6 thé stt dung mot tit ngli chuyén nghiép vi mang
tinh khéi quat hon d€ néi, d6 12 hién tugng “ti 1& dinh

mitic nguyén liéu thip”.

Y nghia ctia n6 1a: Nhitng nha sin xuét thuong ngudn
c6 nhiéu nha cung cap lé, chi khi cic nha cung cip 1é nay
dua theo yéu cau clia nha san xudt cung cip chting loai va
s6 luong phu kién 1é kip thoi, nha san xuit méi c6 thé mé
rong san xuat; Chi cin mot nha cung cip giao hang chim
hoic cung c4p s& lugng, chung loai phu kién 1é khéng phu
hop v6i yéu cau cia nha sdn xuit, sé dan dén san xudt gian
doan. Hién tugng ndy xuit hién s& lam nay sinh vain dé ti

1¢ dinh mtc nguyén liéu thap.
MINISO giai quyét ra sao?

Tryc ti€p san xudt hang héa, tu cht vé thi€t k&, dung
co ch& “mua dat” d€ ganh véac rai ro cho doanh nghiép
thuong ngudn, 1ip dit kho hang, ty xiy dung hé thong

van chuyén va trung tim tip két.

Vi sao lugng ton kho cao?




“Hiéu Gng cai roi da — Bullwhip Effect!”’” 12 mét trong

s6 nguyén nhdn quan trong din dén tinh trang nay. Tic
13, céc khau trong chubi cung Gng chi dya vio théng tin
vé nhu cdu dén tit cAp thap hon ctia doanh nghiép ma tién
hanh sin xuit hoic dua ra quyét sich cung tng, thong tin
vé nhu cau khong thit s& theo d6 chay ngugc dong vio
chubi cung ting, din dén tinh trang s§ lugng dit hang bi

khuéch dai 1én v& cting 16n.

Mot vi du rdt don gian xay ra v6i phia nha cung cép, do
gia xu 1y don hang va gi4 van chuyén c6 dinh rat cao, dong
thoi nha cung cip dua ra uu dii 16n, cac doanh nghiép ha
nguﬁﬁ c6 thé sé &3t mua san phim véi s luong 16n, dén

dén s6 lugng dit mua nhiéu hon s8 lugng yéu cau.

Mot hién tuong thudng gip khic 1 khi cic san phim
c6 nhu cau cao roi vao tinh trang thi€u hut trong khiu
cung tGing, d€ nhan dugc s6 lugng dinh miic phan phdi 16n,

ngudi dung sé c6 § khuéch dai yéu ciu dit hang.

Mbt khi nhu cdu gidm xubng sé giy ra hién tuong
khuéch dai nhu cau.

(1) Hién tuong hay xuat hién trong qua frinh du doadn nhu cdu cla cac
kénh phan phdi trong chudi cung Ung. Biéu hién cyu thé I3 théng tin vé
nhu cdu cla thj trudng cho mét san pham bi bép méo hay khuéch dailén
qua cac khau. Piéu nay dan t6i sy du thira tdn kho, 3nh hudng dén chinh
sach gia vao tao ra phan anh khdng chinh xac trong nhu cau thi tfrudng.
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MINISO gidi quyét ra sao?

Vin thuc hién ch€ 36 mua dat véi s6 lugng 16n, dua vao
thiét k& san phdm chit lugng va dinh vi sén phim chuin
x4c tao ra nhiing “miu hang ban chay” khién nguoi ding
ddy séng va ddt mua khong nging, thong qua dinh gia
hop 1y 6n dinh didm bao binh 6n tiéu thu trong mua ving
khach, tit d6 gidm kha ning giy ton kho; dong thoi dua
vao viéc xdy dung hé théng IT chia sé théng tin nhu cau
ctia khich hang, ting thém d6 chuin xac.

Tai sao xuit hién chu ky dai?

Chudi cung Gng qui nhicu tang sé din dén thoi gian
cung Gng dai ra, hién tugng “ti 1é dinh mic nguyén liéu
thap” chiing ta nhic dén & trén ciing véi phan phdi khong
hop 1y déu 12 nguyén nhan chu yéu giy ra vin dé nay.

MINISO giai quyét ra sao?

Tryc ti€p san xuit hing hoa, hé théng IT phan hbi
nhanh, luu chuyén vén nhanh, dich vu phin phdi uu héa.

M3i khi nhic dén thianh céng ctia MINISO, ludn cb
ngudi nhan manh: “Nho chubi cung tng, chic chin 1a
chudi cung ting.”

Qué thuc nhu vdy, mot md hinh chudi cung tng tot
s& lam giam gi4 thanh van hanh, ma gia vin hanh thap s&
thuc hién dugc diéu c6t 161 trong kinh doanh ciia MINISO
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DUNG tur duy mé hinh thay thé tur duy ;gﬁaén {udb

12 “hang t6t gia mém”. C6 dugc uu the c6t 161 nay, khi thi
truong khong t6t, n6 van cb thé tdn tai; khi thi trudng tdt

1én, né c6 thé sdng cang tdt hon nguoi khac.

Thé nhung khéi niém chudi cung ting qué rong, thong
qua ndi dung chiing ta nhic d€n & trén c6 thé phar hién,
c6 ging t61 uu hda chudi cung ting ctia MINISO d3 xuyén
subt toan bd cudn sich, bat ké trong van dé “ban cai gi va
ban nhu th€ ndo” hay trong 1 luin vé “lam sao thiét k&' san
phim”. Noi dung ctia mdi chuong du it du nhiéu déu c6
lién quan d€n nguyén nhan xay dung thanh cong hé théng
quan 1y chudi cung ting ctia MINISO.

Day ciing 12 nguyén nhan vi sao t6i khong ngiing nhic
lai ba tit “chudi cung Ging” trong sich nhung chi ban vé cic
chi tiét nho chit khéng ban dén toan bd.

Nhic dé€n MINISO, chiing ta ludn chi quan tim d&n “bi
quyét” va “bi kip”, mudn mugn diéu d6 dé thuc hién “chu
todn moi mit”, nhung két qua ndy lai thudng 13 “mit nio
cing khong du”.

Do d6, diing nén o4n trich MINISO di hai nhiéu ngudi
muén hoc theo dé khéi nghiép, béi 16i sai khéng nim 6

MINISO.

Béi ddu sao khong phai ai trong chiing ta ciing déu dugce

463



nhu Diép Qudc Pha, ding 30 triéu NDT d€ x4y dung hé
thong IT hoan thién;

Béi dau sao chiing ta cfing chua chic da c6 ning luc
thi€t k&€ nong c6t nhu MINIS, ¢6 tu tin dya vao nhiing
“mau hing ban chay” d€ giai quyét cic 4p rti ro ton kho va

mua dit vé6i s6 lugng 16n.

Do qué trinh x4y dung hé théng cung ting qua nhiéu
ting, bién s8 16n, trong khi mudn quan 1y hé théng cung
Ging t&t hodn toan khong thé di dudng tit, khong c6 61 un
tuyét d6i hay thong thudng tuyét d6i, chi c6 két hgp tinh
hinh thyc t& cta ban thin d€ c§ ging thuc hién ba diéu

«r

it”, “thap” va “ngan”.

Tt goc d6 ndy, ban s& khong thé hoc theo MINISO,

cting khong can thiét phai hoc theo.
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C6 mdt loai tu duy phd bién lién quan mit thiét dén sy
thay d6i cua thoi dai, su phat trién ciia mdi md hinh déu
c6 su gbép mit ctia nhiing chién lugc doc ddo, mdi cudc ndi
day déu bao hiéu cho su suy tan khong thé du doan, mbdi
su suy tan déu la biéu hién 16 ring cho mot su khoi dau
hoan toan méi.

Khi “thuong mai dién ti” x6ng vao phong tuyén cta
“kinh doanh truyén théng”, “md6 hinh MINISO” xuit hién.

MINISO dit chin vao manh dat “offline”, vin gifi lai
hoi thé caa “online”.

MINISO tré thinh mot kiu khic trong nganh kinh
doanh truyén thdng, cling tré thinh uy hi€p caa thuong
mai dién tu.

To6i rdt mudn hat bai ca chiic mung thanh céng cla
MINISO, nhung nhiing vét xe d6 sing choéi trong lich su

khong khoi khién t6i phai nghi ngo vé tuong lai ctia né.



Khi cing mot loai canh bdo danh Gp vao trong long,

khi cing mot loai vAn ménh dé ning trén vai....

“Ai s& tr6 thanh nguoi két thic MINISO?”

1. HAI BUC THU XIN LOI VA MIYAKE JYUNYA “SONG
TRONG TRUYEN THUYET”

Toi khong thich chat vAn nguoi khac, dic biét 1a v6i ngusi
to1 d4 hét muc tan duong trudc d6 trong sach.

Boéi sy tranh ludn theo ki€u “tay trii danh tay phai”
ndy khong hé lién quan dén d6i thu, ma khién 61 nhu tré
thanh mot nguoi ké chuyén khéng cé thinh gid.

Song, su chit vin niy la diéu cin thiét, n6 12 mot bo
phin tao nén “th€ gi6i” ndy hon bat ct diéu gi khac, nb
tao nén mot mit d6i dién ctia “su tin duong”, 13 mdt chiéc
guong d€ soi xét lai con nguodi.

Nhung nhic d€n day, t6i cing mudn ban dén mot dé tai
mang tinh gidi tri tinh thin nhe nhang tht vi. Dieu nay
khéng hin lién quan dén doan dan & phan trudc, ldy tinh

chan thuc ca Miyake Jyunya lam m¢é dau.

Miyake Jyunya c6 thé xem 1d “mdt nha sing 1ap thin

bi” vé6i s6 1an 16 dién trén mang c6 thé dém trén dau ngén




4 ngudi ket thue MINISO ?
tay, tu lieu vé Miyake ciing v6 ciing so lugc. Nhiéu cu dan
mang vi qua hi€u ky di dung tiéng Nhit dé tim ki€m trén

mang, nhung cling ching thu hoach dugc gi.

Ching ta c6 thé khing dinh, truéc khi MINISO ra doi
Miyake Jyunya khong phai tén tudi ndi ti€ng, cling khong
c6 tiéu stt phong pht hay tic phdm xuat sic nhu Kenya

Hara — t6ng chi dao nghé thuit cia MU]JI.

Nhung pham 1a nhic dén MINISO, chiing ta chi biét
dén Diép Quéc Pha.

Véi hién tugng ndy, thdm chi c¢6 nguoi di t6 ra nghi ngd
tit sém: Ching 1& su “gidu giém” vé Miyake Jyuna ciing la
mot trong nhitng chiéu tro marketing ctia “thoi dai ngudi
him m¢”? Diu sao nhiing luin diéu vé “ngusi sing lap

s, 2

than bi” cling dt dé khién ngudi khac chd ¥.

Thuc t&, mot doan tu liéu chinh thic va tudng tan nhat

. SE1

vé Miyake Jyuna trén mang dén tit “mot bic thu xin 16i”.

Khi d6 vua vin 1a lac MINISO roi vao “nghi vin hang
gid”, tit ca luc lugng ctia phe chi trich déu tdp trung vio
16i sai in 4n, doan huéng din st dung bing ti€éng Nhit
cling bi nghi 12 “lda gat d€ qua cta kiém tra”. Hai biic

thu xin 18 bing ti€éng Nhat dén tit Miyaka Jyuna va Diép
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MINISO - Cudc cach mang banle toan cau

Qudc Phi theo d6 ra doi.

Xét thiy lién quan d&n biic thu xin 18i trén mang chi
c6 duy nhat mot ban bing hinh anh, tdi da dic biét thué
nguoi go lai mét phién ban dién tit cho moi ngudi cung

xem. Dubi diy la nguyén vin:
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Trong lic mdt nguoi khong hiéu tiéng Nhit thi t6i khd
s6 nhin bic thu ndy mii van ching ra dugc dau méi, mot
cau em khoa duéi tdi via than thién lai thong thao tiéng
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Nhat viia nhin li€c qua bic thu xin 16i d4 thét 1én: “Ngit

phép that quii la, c6 nhiing 13i sai rit dé thay.”

Mot nguoi ban Nhit Ban cia ciu 4y ciing dua ra phan

doan: “Biic thu do nguoi Trung Qudc viet.”

V6i su gitp d6 ctia cdu em khoéa dudi va ngudi ban Nhat
tén Fukuhara, mdt ban dich day da cho btic thu xin 16i nay
dd ra 16. Ngoai tra lai ding ndi dung ctia biic thu xin 18i,
hai cdu em con rit c¢6 long sua lai nhiing doan khong 6n

sang tiéng Trung. Cu thé nhu sau:
Thu xin 161

Lan nay nay {(lan nay nay => lin nay} do cong ty ching t6:
lam viéc khong can than, dan dén trén san phim, cia hang va
trang chii deu bi ding tai (Bi ding tai => ding tai} sai thong
tin va tiéng Nhat sit dung khing hoan toan (khing hodn toan
=> khing chuin xic}, gay ra hon loan (hén loan => ric 61
[n} cho cic qui khach hang cing nhan vién lién quan, ngan lan
xin [0,

Nhian thic sdu sic dugc trach nhiém khong kitm tra triét dé
sén phém, cila hang va trang chii kbi trién kbai ¢ Trung Quic
chia cong ty t6i (Nhian thilc sau sidc duge trach nhi¢m kbiong kiém

tra triét dé san pham, cia hang va trang chi khi trién khai 6

"
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Trung Quoc ciia cong ty t6i = > Cong ty chiing t6i dd nhén thic
séu sdc duoc san pham bay ban trén thi truong Trung Quic, cia
hang md & Trung Quic cang véi npi dung thong tin ding tai
trén trang chil c6 sai sot ma chia kip thii sia lai qua thar la
trich nhigm cia cong ty ching t6i}, mpt lan nila xin dugc gii
1 cic quy khdach hang cing nhan vién litn quan 10i xin 15;

chan thanh nhat.

Lién quan dén {litn quan dén => dsi vii} san phim, cia
hang (san phim => bé} md tai Trung Quic cang vii trang chi
{cang vii trang chd = >bi} ding sai thong tin, ching tdi s¢ yéu
cau cong ty doi tic nhanb ching chinb sia hodc xoa bé, lam cii
thign {chiing 161 5¢ yéu cdu cong ty doi tic nhanh ching chinb sia
hodc xiéa bé, lam cai thign => Ching t0i s yéu cau cong ty @1

tic nhanh ching dua va chién luge sia sai).

D& khing gay ra hiem lam (va} vic v61 cho quy khich hang
them nila, sau nay ching 10i 5¢ thay doi co che, truyén tai thing

tin song ngil nham gidp quy khich thuin titn xac nhan.

Dé giit viing triét 1y kinh doanb ta dau la “tien hanb hoach
dinh san pham djc tha kitn Nhat Ban, truyén bi chat lugng
Nhat Ban ra the gidi”, ching toi tha thiét mong nhan dugc §
kitn ding gop qui biu cia qui khich hang d¢ khing nging hoan

thign. Sau nay xin digc quan tam nhiéu hon.
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Cing ty 6 phan MINISO
Chi tich Miyake Jyuna
Lan nay do cong ty hop tic phia Nhat Ban khing xic mink

cin than truic khi lam vite, dan dén thing tin ding tii trén sin
Dhém, cila hang va trang chil sai 5ot tiéng Nhat sit dung khong
hoan toan {khong hoan toan => khing chuan xic), gay ra ric
¥67 1o cho cac quy khich hang cing nhan vién litn quan, ngan
lan xin I6i. Ty nhin lai sy thiéu sot cia co ché, 16i xin duoc bay
10 s Gy nay 1o tagn day long minh tai diy.

Trai qua su viéc lan nay, cong ty ching 16i da dao tao lai
toan bj nhan vién mpt lan nila, dong thoi sidp xep cic nhan vitn
stla nhiing 167 sai trén san pham, cia hang cing trang chi, xay
dung mpt co ché'c thé (doan nay trong nguyén viin bi thim nudc}
truyen tai thing tin mjt cach chinh xac nhat.

Cong ty ching 1i vdi tén luc mong tao va mdr hang Nhir
gian di nhung chat lugng, titn hanh hoach dinh san phim dic
thi kign Nhat, véi mong mubn dua truyén b chat lugng Nhat
Ban ra ngoai the gidi, nén két hop cing cong ty doi tic 6 Nhat
d cang nhau phat trién su nghigp. Chiing tbi 5& khong quén wic
nguyén ban diu, tha thitt mong nhan dugc § kién ding gip quy
biu ciia quy khéich hang d¢ khong nging hoan thign. Sau nay xin
dutgc quan tam nhiéu hon.

Céng ty cb phan Bao Duong
Chi tich Diép Quiss Phii
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Thuc t&, cAu em khéa duéi va Fukuhara con dua ra mét
ban § kién thay déi bing tién Nhat, nhung do d6 dii cudn
sach c6 han va han ch&€ vé nhém doc gia, toi thiy khong cin
thi€t phdi dua ra ¢ day. Nhung tbi vin mudn mot lan nita
cam on cdu em khoéa dudi va ngudi ban Fukuhara, b6i nho
c6 4nh mit ctia ho, chiing ta phin nio c6 thé bao gan phéan
doan ra mot chin tuéng khic ding sau hai btc thu xin 15i
qua loa I4y 1€ v6i ddy 16i ngit phap va cich dung tit nay.

Chan tuéng nhu thé€ nio?

Chén tuéng la Miyake Jyuna cling chi la “ngudi sing

1ap bu nhin?”

Diéu ndy rat tha vi cling rdt c6 tinh giai tri, nhung
ching ta sé khong coi d6 1a chu dé chinh d€ thao luin. Du
sao ddi v6i mot thuong hiéu va san phim ding sau né, didu

ndy khéng quan trong.

C6 thé Miyake Jyuna thit sy ton tai, nhung ciing chi 1a
cach dé Diép Quéc Phi ding d€ gii quyét cuc dién kho
xtt d6, gidng nhu “quy tic ngdm” & Canton Fair; ciing cb
thé 12 mét buéc quan trong khong thé thi€u cho k& hoach
“tao con lai” nhim “cing budn ra bién 16n” ctia Diép Quédc
Phi; c6 thé Miyake thit su giéng nhu nhiing gi cong dong
mang di nbi, chdng qua chi 1a “sy ton tai nhu mot linh vat
cat tuong’.
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Anh 4y thit su c6 1y do ton tai ctia anh 4y, nhung néu
tat c gia thi€t “c6 thé” & trén 1a that, vay thi khi MINISO
dua “linh vit cat tudng” ndy lén sin khiu, ho di di ngugc
lai v6i yéu cau “t6i gidn hoa bao bi” ma thuong hi¢u nay
van ludn nhan manh.

Con v6i modt doanh nghiép van tdn tai kha ning “qua d6

bao bi”, chiing ta c6 thé tin tudng sin phAm ctia ho khéng?

So sdnh v6i nhiéu clia haing dong gi4 100 yén ctia Nhit,

MINISO van luén “lya chon” ban than trong sach.

Liy mot vi du, 6 Nhat Ban, loi nhuin gop trung binh
clia mdi ctia hang ddng gid 100 yén c6 thé 1én dén 40%
12 “bi mat” cong khai trong nganh. Nguyén nhan rit don
gian, cic san pham bay ban trong ctia hang viia c6 loai gia
von 90 yén, nhung ciing c6 loai gia von chi 40 yén. Con
ngudi tiéu diung, vliia c6 nhém ngudi mua hiang theo kiéu
tinh toan sao cho c6 lgi nhét, nhung ciing c6 nhém ngudi
mua hang khong hé tinh todn. Py ching qua cling gidng
nhu chién lugc kinh doanh “ctia hang dong gi4 2 t&” ching
ta thudng nghe thay ¢ Trung Qudc.

Lay mot vi du khac, & Nhat Ban, d€ giam gi4 von xubng
mtc thdp nhat, cic ctia hing ddng gid 100 yén thudng

thong qua nhiéu bién phip d€ dam bao vé “sd lugng” nhu:
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nhip hang s6 lugng 16n, mua dit s6 lugng 16n, thu mua s&
lugng 16n. .. Tuy nhién ching ta can biét, nhiing san phim
nay khéng hoidn todn do cic clia hang tu nghién ctu lam
ra, c6 khong it 12 hang tdn kho ctia cic nha may ndi tiéng,
dugc cic ctra hang 100 yén thu mua lam lai bao bi va dinh
gid d€ mot 1an niia dua vao thi trudng tiéu thy. Trong qué
trinh ndy, thim chi con tdn tai tinh trang cic nhin hiéu
dong gid 100 yén lam lai bao bi chinh nhiing sin phim
ban € clia minh.

Tuy nhién, MINISO néi v6i ho: “San phim ctia tdi déu
dugc dinh gid gin v6i gid von nhat, 8% loi nhuin gdp
khoéng thay déi.”

MINISO ciing nbi véi ho ring: “Ching tdi chi lam
nhiing thi€t k& t8i uu, khong mua sin phim kém chat
lugng, cang khong chdp nhin d9 lai bao bi.”

Thé nhung, néu ngay hém nay c6 mét thuong hiéu ti
lac thanh 14p d4 lam ra hanh vi bi nghi ngd 1a “d6 bao bi”
trén phuong dién ngudi sing lap, néu ngdy mai san phim
ho dugc goi 12 do chinh ho san xuit lai dén tit cic nha cung
ting ndi tiéng nhit thé giéi, néu ngay kia mot chuyén ndi
bo dang kinh ngac dugc hé 16 khi€n moi chuyén dao 10n,

n6i cho ching ta ho lam sao d€ lam chuyén nguoi khac
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khong thé 1am, san phim va triét 1§ kinh doanh ca ho
tién tién ding gid d€ mua ra sao, vdy thi nhiing ngudi tiéu
dung chua luyén dugc “hoa nhin kim tinh” phdi lam sao

dé phan biét thit gia?

Trong siéu thi 6 My, nudc ép chinh la nudc ép, 1a chi
gi thi bao bi bén ngoai s& in nhu vay, rit hiém thiy nhiing
cau tuyén truyén cd dong kiéu “mdi ngidy déu vui vé khoe
manh” hoic “gi4 tri dinh dudng phong phit” nhu trén bao

bi ctia cic cong ty giai khat Trung Qudc.

Tinh thin quan trong ctia mang Internet chinh I3 rd
rang héa moi viéc, dit trong nganh bin 1é truyén théng,
khéng lién quan d&n hoc thuit, t6i hy vong né c6 thé ning

c4p 1én thanh “thdn thin”.

Dung dé “dd lai bao bi” tré thinh ban sic cua dia
phuong;

Cing duing dé mot thuong hiéu “con lai” vén nén “ldy
manh b yéu, chi chon tinh hoa” 1am s6 trudng chi vi “ban
sic dia phuong” ma lay nhiém théi x4u.

Day 1a mot phan chat vin nhung khéng hén 1a chit v4n,
cting 12 ndi lo tit géc d6 clia nguoi tiéu ding.

Con d61 v6i MINISO dang phai diing trén diu séng
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ngon gib, toi tin ring, thoi gian sé& cho chiing ta ciu tra 15i
t6t nhat, nhu mdt doan vdn Dinh Duong Thi® viét tling
nghe hoi nho: Khen ché xua nay khong thé nghe, thi phi

cudi cling cfing ty to.

2. CHEN EP NHA CUNG CAP DAN DEN CANH TRANH
KHONG LANH MANH?

“MINISO bi nghi d6 lai bao bi san pham”, néu phai thém
v€ sau cho ciu niy, t6i s€ néi: “San phim dién tl ciing phai
chiu dt moi hoai nghi vé chat lugng ctia khich hang.”

Vay, 6t cudc san phim d6 dién ti ctia MINISO gip
phai van dé gi?

Cu dan mang A: Tai nghe mua chua d€n mot thang bi
roi xubng dat lién hong luon.

Cu dan mang B: Chua day mot tuan da dit tai nghe.

Cu dan mang C: Tai nghe trong gidng miu mi cua
Apple, nhung chat lugng 4m thanh kém hon rdt nhiéu.

Cu d4n mang D: Chudt may tinh méi mua hai thang da
mat cam dng.

Cu din mang E: Sac du phong mua ba thing di hong
khéng dung dugc nita.

(1) Dinh Duong Thi: nha tho, nha phé binh, dién vién kich Trung Quéc.
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Duong nhién nhiing vi du nay chi la 16i néi td mot
phia cua cu din mang, khong ngoai trit kha ning do nguoi
dung thao tic khong chuin giy ra. Nhung khi v6 s6 miii
tén nhim vao sin phdm d6 dién ti mot cach “triing hop
kinh nguoi”, Diép Qudc Phi d3 cong khai thiia nhan trudc
b4o chi: “Hién nay mit hang bi khi€u nai nhiéu nhat 12 46
dién ta.”

C6 nguoi sé nbi: “Day ching phai 12 vi du dit gia nhdt
cho viéc “d6 bao bi” hay sa0?”

LS

Qua thit, nhiéu nguoi thich gin cAu chuyén “d6 bao bi
v6i MINISO ching phai thuc sy 1 vi lién quan dén “hang
t0t gida mém”, cling dua ra khong it vi du “h{iu danh vo

thuc” lién quan dén chit lugng san phim.

Tuy nhién, tdi khéng phai anh D& hay anh L, ch4t lugng
khong t6t khong thé dung viéc “dd bao bi sin phdm” dé
giai thich dugc. Diéu duy nhit khéng can nbi ciing c6 thé
khing dinh dugc 13, cac vin d€ san phim cdng nghé gip

phai déu lién quan t6i nha cung cap.

Mot diéu tha vi 13, néu 6 nhiing chuong trudc ching ta

phai néu ra lo ling ti gbc d6 ngudi tiéu dung, thi gis day




étthic MINISO 2
ching ta phai coi minh 12 nha cung cip, ti€p tuc nghién
cliu vé san phim caa MINISO.

Ky thuc, mot sin pham khé trinh khoéi c¢6 khuyét diém.
Vi du nhu nhiing ctra hang dong gid 100 yén & Nhat vin
ludn dugc MINISO stng bai va 1a dé tai néi chuyén cta
nhiéu ngudi, san phim ctia ho thudng xuyén bi chi trich,
thim chi nguoi tiéu dung Nhat Ban con liét ké ra mot ban
danh sich “nhiing d6 khong thé mua” sau khi ghé cic ctia
hing déng gia 100 yén.

Bt bi, c6 muc nhung viét khong thiy chi;

Bit tat, rat nhanh bi rach bi gidn, chat lugng khéng tét;

Bt nhé rAt nhanh hé&t muc;

Cuc tdy khong thé tdy sach, rat dé giy;

Hb d4n khong dinh, rit dé bong;

Nuéc riia bat khong c6 bot khong co dugc vét ban;

Chiing ta c6 thé nhin ra, giéng v6i cac san phim s6 clia
MINISO, cic vin dé hau nhu xuit hién vé mit chat lugng.
Nguyén nhin cb rat nhiéu, nhung cha yéu van lién quan

dén chinh sich nhdp hang “s6 lugng 16n” ching ta d3 biét.



MINISO - Cudc cach mang ban 1é toan cau
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Du 1a mua hing t6n kho ctia cic nha cung cdp, hay mua
dat véi s6 lugng 16n, tit cd khong nim ngodi hai chil:
Gia ré.

B6i vi chay theo gi4 ré, khi loi ich ctia nha cung cap

khéng dugc dam bao, van dé chit lugng chic chin xay ra.

Nhiing ctia hang Nhat dong gid 100 yén c6 lgi nhuin
g0p cao t6i 40% cling nhu vay, thi v6i MINISO chi thu vé
von ven 8% lii liéu c6 gdp phai nguy co vé chit lugng 16n
hon khong?

Thuc t&, modt nha cung cAp nic danh ty xung hop tic
v6i MINISO da tiét 16 chi tiét vé chuyén hgp tic hai bén
trén mang ti rit ldu. Tuy vin ban st dung 15i 1& 6n hoa nay
khong khién nhiéu ngudi chi ¥, cling khéng dua ra dugc
chiing c6 x4c thuc ndo lam bing chting, nhung chi can mégt
doan “kinh nghiém dam phdm” hodc “mot cau chuyén nhé
khong lién quan dén MINISO” déu mang ¥ nghia din dit.

Tai day, ching ta tam goi nha cung cip nay la G. Dé
tranh gly ton thuong t6i ngudi vo tdi, ching ta tam goi
“MINISO” trong bai caa G la M.

No6i mét cach don gian, nha cung cip G va chubi cta

hing M tling hop tic 1 nim. Ban dau moi chuyén déu




£ Allangudi kbt thic MINISO ?

thuin loi, phuong thic thanh todn tinh theo thing, c6 thé

coi la nhanh chéng.

Diéu duy nhit khién G bin khoin I3, trong 1in dau hop
tic ndm 2015, M d4 ép gi4 xudng rit thap. Déi véi G, loi
nhuin chua dén 10%, sau khi suy nghi k§ cing, G mién

cudng dong ¥.

Ching ngd 4 thang sau lai xay ra chuyén, M tiép tuc ép
gid, ddy ly luan “lii it” von phai ty ginh véc lén ddu G. G
coi nhu mt mén tién, tuy khéng thich hgp, nhung co ban
van c6 thé duy tri ki€ém séng. Xuit phat tit suy nghi M 1a
thuong hiéu 16n va di c¢6 kinh nghiém hop tic hon nua
nim, G chiu dung uit tic: “Giam gi4 thi gidm gia, ai sg ai,

t6m lai s& khong c6 1an sau niia.”

Chép mit da sang ndm 2016, via vio nim M di gui
théng bio dén cic nhi cung cidp: “Sau ndy cac anh phai
khau trit 10% tién hing thing truéc d6 lam phi dit coc

dam bao, 6 thing sau s& dugc tra lai.”

Nim truéc tring hop 12 nim xuit hang cao diém, G viia
xudt gin 500.000 NDT tién hang, truc tiép bi khiu trit
50.000 NDT phi dam bdo. G cé oan nhung khéng cé chd
bay t6: Ctia hang M lvta khach, ludn trit tién truc tiép ma
khong thoéng bao trude.
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G nghi: “Dugc thoi, tién dam bao giao ciing giao rdi, ¢6
Jan mot lan hai khong dén mic sé c6 1an ba lan bén, thiéu

than trén th€ gi6i nay dau ra nhiéu nhu vay?”

Ching ngd mot thang sau, M nbi véi G: “Mot nha cung
cAp Y khic dua ra bao gia thap hon anh rit nhiéu, cac anh
e oA .y sy
phai ti€p tuc giam gia!
Thé 13, G mat hét tit ca lgi nhuin, G nghi: “Khong sao,

xong don ndy ching ta s€ bai bai M.”

Tuyét d61 ching thé ngd, khong 14u sau M nhin dugc
khiéu nai ctia khach hang, truc ti€p chi trich san phdm ctia
G c6 van dé vé chat luong. Do d6, M quyét dinh khdu tri
toan b tién hang va tién dam béo 2 thang truéc d6 cua G,
va con doi G boi thuong 100.000 NDT. Nhu vay, G ton
thit hon 700.000 NDT...

Trong khi G hgp tic v6i cic chudi clia hang 16n cta
nuéc ngodi nhiéu nim rdi nhung chua tling gip phai vin

dé nghiém trong nhu viy.
Cau chuyén dén day két thic.

Co 1&, chiing ta sé thdy htng tha v6i phan sau ciu

chuyén.

Phan sau 13, G d3 thong qua luit binh ding vé sin




- _ Allanguoi két thic MINISO ?

phim, ddng thoi dua ra vai dé& xuit quy bau cho cic nha

cung cip khéc nhu sau:

(1) Néu hop tac v6i chudi thuong hiéu 16n nhu vdy, quan
hé gifia ngudi v6i nguoi con quan trong hon san pham.
(2) Chon doanh nghiép hop tic nhat dinh phai dit diéu

kién “tdn trong nha cung cip” 1én hing dau.

(3) Néu c6 san phim mdi va san phim t8t, diing cung

cap cho doanh nghiép nhu M.

Chiing ta tam thdi gia thi€t sin phdm ctia G thit su tén
tai vin dé, cling tam gid thiét hanh déng thu 10% phi dam
bao hang héa ctia M chi dit trong trudng hgp khéng ch&
vé chat lugng sin phim ma khong phéi 12 vin hinh dong
tién.

Tuy nhién, néu hanh vi ctia cic doanh nghiép hoat dong
chudi nhu M vin khong hé théa ding s& din dén hai vin
dé nghiém trong sau:

Thi nhit 1a khuyén khich canh tranh khéng lanh manh,
gia qué thip 3t s& mang dén vin dé chit lugng.

Thtt hai 12 hoan toan bat l¢i cho viéc tao nén nha cung

cap lau dai.




MINISO - Cu6c cachmang ban lé toan cau

No6i dén day, chting ta hiy xem lai 1an nita trd 161 ctia
Diép Quéc Pht khi san pham dd dién t xuat hién van dé
vé chat lugng: “Chiing t6i phat hién ra c6 nha cung cap
khong thanh that, 16 hing diu tién rit t6t, nhung 16 sau
rit kém, cit xén nguyén vit lieu. Trong d6 c6 nha cung
cap chiing t6i da phai trit 10 triéu NDT tién hang, hién
chiing t6i moi bén tht ba dén td Nhit Ban dé€ gidm sét
chat lugng, ddc toan luc chinh d6n nha cung cip. Chiing
tdi tin ring trong nita nim t6i, nhiing van dé nay sé dugc

giai quyét tot dep.”

Cau tra 161 ndy qua phién dién, khi€n chiing ta khong
kim dugc phéng doan: Viéc nha cung cAp khong thanh
that 6t cudc dén tit “vin dé nhan phim” ctia ngudi phu
trach nha cung cdp hay 13 d&n it hanh vi ép gia nhdm chay
theo gia ré caa MINISO?

Toi chi dua ra nghi van cht khong dinh ciing khong c6
cac nao tra loi.

Mang Internet phat trién, tdc do truyén dat thong tin
ciing tré nén nhanh hon, gi4 sin phim bit dau gan nhu dé
thay, trong c6 vé 1a mot thé gidi s6 hoa t6t dep.

Song, t4t ca thi trudng déu lam vao thdi ky rét gia. Diéu

ndy thé hién rd nhit & nganh ch€ tao, thim chi khi khang
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Al la ngudi két thuc MINISO?
hoang tai chinh nim 2008 két thic nganh niy ciing khéng

thé vuc day.

Gié nhan cdng, gid nguyén liéu, tién nha, tién nudc,
tién dién ngdy cing gia ting, nhung gi4 sin phim tiing
buéc gidm xubng nhd dic tinh cua thoi dai Internet.
“Cong lao” thudc vé canh tranh bin do gi4 ré giy ra va
khich hang khong quan tim chit lugng san phim va ép
gia trén dién rong.

Du 1a mot MINISO ngay mot 16n manh hay nha san
xuit sin phim bit dau nghi cach 4n bét nguyén vit lidu,

suy cho ciung cling chi vi hai chit “sinh tén”.

Tu duy kinh doanh cia MINISO rit tdt, bé qua nghi
ngo vé vin dé hang tén va dong tién, ton chi cia MINISO
van ludn 1 cung cdp cho khich hing sin phim t6t v6i gid
thip nhit, nhung d6i v6i tit ca hdu qua x&u do viéc ép
gia nha cung cdp qua mic gay ra ciing ddy cho ngudi tiéu
diing génh vic toan bd.

Néi tit diém nay, “sinh ton” hay “huy diét” that su tro

thanh mot van de.
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3. NGUGI TIEU DUNG LA THIEN THAN, NHA BAU TU
LA AC QuY?

C6 1€ doc hét phin trén, chiing ta s&¢ khong muén xem

MINISO la “thién than” clia ngudi tiéu diing niia.

Tuy nhién, siu lo qua mic déu 12 v nghia, so véi uée
dodn cua chiing ta, vién d4 thu vang t8t hon chinh 13 thoi

gian va ban than thi trudng.

B4t ké ra sao, triét 1y “ban chat luong cudc sdng t6t”
ctia MINISO van dugc ho phit trién, du it di nhiéu déu
“giai phong” dugc mdt 16p thanh nién. T gbc d6 ndy ma
no6i, t6i thich san phim ctia MINISO, MINISO qua thit 1a
thién than cta ching ta.

Nhung v6i nha dau tu, moi chuyén sé& nhu thé nao?

C6 nguoi sé n6i: “Day von di 12 van dé khong cin nghi
ngd, néu khong kiém ra tién, ai s& lam day?”

Nhung thuc t&, ngodi cin nhic vé 1gi nhuén, vin dé rai
ro tiém 4n bén trong thuong hiéu va doanh nghiép ciing
rit ddng phai suy nghi.

Noéi dén day, toi chgt nhd t61 HLA v6i mo hinh chudi
cta hiang tuong tyu MINISO. Tu trudc khi MINISO dugc

thanh 13p vao ndm 2013 di c6 rit nhiéu ngudi té ra nghi



Ai 1 ngUBi k&t thiic MINISO ?

ngo vé chién luge chudi ctia hang ctia HLA. Su nghi ngd
tap trung & hai diém, tht nhat 12 m6 hinh “gép tién d€ gia
nhip lién minh” qui méi la, c6 thé vi pham diéu luat vé
g6p von; Thit hai 1a cam két vé loi nhuan ctia HLA v6i nha
d4u tu di nguoc lai quy tic quan 1§ thi trudng tai chinh
tién té.

No6i mot cach don gian, md hinh lién minh cia HLA
gidng nhu 16i ctia nhan vién phat trién nghiép vu di néi:
“Doanh nghiép tong cdng phai déng gop 2 tridu NDT dé
gia nhdp lién minh, trong d6 c6 1 triéu NDT 14 tién thué
thuong hiéu cho HLA, 1 triéu NDT con lai ding d€ chi tra
cho viéc thué cua hang, trang tri, nhin cong va von khéi
dau. Ngodi ra, chi cAn mbi doanh nghiép lién minh ndp
phi quan 1y 60.000 NDT mbi nim, cong ty cé thé dam bao
doanh nghiép lién minh s& thu dugc 1 trigu NDT tién lgi

nhuin trudc thuf.

Chang ta khong ban dén viéc su cam dd cua 101 hiia 1
triéu NDT loi nhudn trudc thu€ cho cic nha dau tu r6t
cudc 1a bién tudng tit vay muon hay 1a tién goép von phi
phép, chiing ta chi n6i dé€n cdi goi 1a tién thué thuong
hiéu, giéng y v6i chi phi stt dung thuong hiéu va tién ddm

bao hang héa ctia MINISO.
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Doanh thu trung binh mdi ngdy ctia tling ctia hang ban
1é ciia Diép Qudc Pht trén toan nuéc Trung Qudc 12 20.000
NDT, khong khac biét 1dm so véi cach néi “mét nim thu
hdi v6n”, cling tré thanh mdi nhit mé ngudi giéng nhu 16i
htia lgi nhuan 1 triéu NDT cua HLA.

V6i md hinh chudi ctia hing nhu HLA, Chu Nhan
Phong — nha binh luan tai chinh cta Dai truyén hinh
Tham Quyén tliing n6i nhu sau: “Hanh vi khong ty bo tien
ma st dung tién cia doanh nghiép lién minh dé tién hanh
mé rong va ldy danh nghia lién minh thu tién thdp nhip

veé ban chit gidng véi trd choi gop von hon.”

Chiting ta khong thé dy doan trubc rti ro vé tien bac
va phap ludt do “trd choi gép von” giy ra. Tuy nhién, mot
loai rti ro khéc lién quan dén chinh ban thin vin dé dau
tu cling theo d6 xuat hién: Néu HLA hoic MINISO vi van
dé von khién qua trinh van hanh céng ty gip van d¢, vay
cic doanh nghiép lién minh s& phai d61 mit v6i viéc khong
thé thu hdi vén ban dau.

C6 18 c6 nguoi sé ndi: “M4 clia hang ma, lam sao khong
thé khéng c6 rui ro day?”

Qua that, kinh doanh chubdi ¢6 i ro, ngudi tham gia

lién minh can phai cdn thin. Xung quanh t6i cling cé ban
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ting tham gia mot lién minh thuong hiéu nho ndo do,

nhung sau gip phai chuyén téng bd sup dé.

Nhung vé6i ngudi ban ndy, téng by c6 déng cia hay

khéng ciing khéng can hé nhiéu dén cb 4y.

Nguyén nhin rit don gidn, chudi lién minh theo kiéu
truyen thong chinh 1a: Ty nhdp hing, ty kiém tra phin

phdi, tu dua ra quyét sach, tu kinh doanh.

DE chiéu mo doanh nghiép, cic chubdi lién minh truyén
th6ng thuong ép phi gia nhap lién minh va phi st dung
thuong hiéu xudng rit thip. Cho dén tan khi tdng bd sup
ds, s6 tién hang doanh nghiép nay chua tra hét cho 6 4y
cling chi khoang 9.000 NDT. Do d6, ban t6i néi: “Khong
trd lai thi théi, di sao cling khong phai qua nhiéu tién.”

T61 hoi ¢6 4y: “Vain chua hét han thué, ctia hang phai
lam th€ nao? Vin dé nhap hang sau ndy phai gidi quyét
ra sao?”

Ban t6i dap: “Van mo ti€p thoi, tu t6 sé tim ngudn hang
ré hon nita.”

Hién tugng nay rit gidng v6i cac “chudi ctia hang” treo
bién “Thin Quang” nhung ban san phim ctia “True Color”
6 khip céc cng truong tiéu hoc, trung hoc trén dit nudc

Nhat Ban, nhiéu khéng d&€m xué.
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Cho di mot ngdy ndo d6 thuong hiéu Than Quang
khong con ton tai, chic hin cic ctra hang trong lién minh
clng sé binh tinh xt 1y c4c sin phdm con ton dong cua
Than Quang, sau d6 do bién hiéu xudng, tiép tuc ban hing
ctia True Color, Bach Tuyét, Deli, Comix hoic nhiing nhin
hiéu khong chinh théng khac. ..

Nhung khéc v6i nhiing ctia hang lién minh nay, cia
hiang lién minh cia HLA va MINISO cing gidng v6i “ctia
hang tu kinh doanh” hon. Nha diu tu thuong khéng hiéu
viéc kinh doanh, ciing khong muén tham gia kinh doanh.
Quan 1y ndi bd ctia tit ca clia hang déu do téng bo phu
trach, nha dau tu khong c6 kinh nghiém, ciing khong tiép
xtic dugc v6i ngudn hang, cing khéng can nhic dén thiét
k€& san phim ctia MINISO ludn rat doc dao khac la, cam
két trao “chat lugng t6t nhung gia ré” t6i ngudi tiéu ding

ciing khong phai ai cling lam dugc.

Khéng con nghi ng6 gi nita, mét khi doanh nghiép su
dung hinh thic chudi kinh doanh nay gip vin dé, ching
nhiing khong 14y lai dugc tién ddt coc dit do, thaim chi

toan bd ctia hang déu bién thanh cuc dién hén loan.

Nhiing 161 thé hen cam két ctia doanh nghiép chua du
cho nhi diu tu tin tudng, mudn thoit khéi rii ro, quan
trong nhat van phai nghi dén kha ning duy tri mé hinh
kinh doanh c&t 16i ctia doanh nghiép.
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MINISO — Cudc cach mang ban lé toan cau

Trong lan viét mot cudn sich khac trudc day, tdi vo tinh
“cham” d€n hai tit “cich mang” khi quyét dinh tén sich,
ngay sau d6 mot ngudi ban thin di cho hay: Hai ti “cich

mang” phai ding cin thin.

Cich mang 13 thi rdt nhay cam, ciing rit sic bén.
Nhung pham néi dén hai tit ndy, tya nhu thit sy c6 mot
vat thé ndo d6 dang sdng so sd d6 mau tai chd, ngay l1ap tiic

bi “cach” mat “mang”®.

That ra cich mang 1a diéu t6t, nd 13 qua trinh lich st
quan trong cua cai cich x4 hoi va phét trién cta x4 hdi, l1a
nhin t8 quan trong thay déi ban chat ctia su vAt ti cii sang

méi, 12 mot buéc ngodt chuyén ti€p ctia tu tudng.

Nhung su ra doi ctia n6 cin c6 mot vat chia thich hop
cting mdt chudi “hiéu ting canh buém”, nhu thé “sy kién
bat ngd” dén khong ai hay.

(1) Choi ch, y néi béd mang.
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’—'\‘ir;h kinh doanh 100% va cach mang 99%

o

Két: Mo

oy

Thit dang dip, chiing ta dugc chiing kién mot cudc
“cach mang” rit 16n, va “su kién bat ngd” din dén cudc

cach mang nay mang tén “Internet”.

Con séng Internet cudn cudn kéo d&n pha v vo s6 logic
kinh doanh chtng ta biét trudc day, dong thoi cfing tao ra
ba diéu quan trong thich hop cho viéc phat trién “cai cich
md hinh kinh doanh”:

Tht nhat 1a thoi dai manh nha cta Internet — thdi dai

da vut qua trong ky tGc cua ching ta.

Thi hai 13 thoi dai Internet phat trién dén dinh cao —
thoi dai ngay du6i chin ching ta;

Th ba la thoi dai Mobile Internet — thdi dai ching ta
dang s6ng v mudn chiing kién.

Diéu tht nhat tryc ti€p dua t6i su phat trién manh
mé cuia thuong mai dién i va sy xudng déc ctia ban 1é
truyén thong;

Diéu thd ba mang dén sy ra doi ctia cic md hinh kinh
doanh Gng dung vao doi s6ng thong qua Mobile Internet,

trong d6 c6 dich vu goi xe Uber ciia My.

Diéu thtt hai truc ti€p thic ddy trao luu tai chinh
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Internet™ va sy phé cip cua tu duy Internet®. Tu duy
Internet lam thtc tinh nganh bén lé, thac ddy MINISO
ra doi.

Su xudt hién ctia né da pha vé quy tic ngdm cta nganh
béan 1¢, 18y lai “mang s6ng” cho 99% mb hinh doanh nghiép
phai cai cach, la “ké pha v gid ca”, giGp cudc cich mang
nay thuc hién dugc 100%.

Trén thé€ gi6i ndy von ciing khong ton tai mot phuong
4n qui d6 hoan héo vé “cich mang”, khi cich mang bit dau
bung nd, thii d§ ctia “ké ndm quyén” lgi ich ludn thong
nhit mot cach kinh nguoi, chi mudn dua hét dam “ngusi
cach mang” c6 thé coi 13 di doan ndy lén “gian hoéa thiéu”.

Cho nén, ké déng hanh “han” cich mang, nha cung cap
“han” cich mang, thim chi d€n mot bd phin nguoi tiéu

dung ciing khong ngoai 1é.

Ngay ca ké v6n coi minh 1a “ngudi hAm mg” nhu t6i
cting khé tranh khoi nghi ngo trong long, nghi ngo khong
bi€t cudc cach mang vé md hinh kinh doanh niy s& ton tai

dugc bao lau.

(1) Internet Finance-{TFIN-
(2) Internet Thinking



Gifta v6 van chat van, MINISO d4 dip tra vb cling cling

rin, di ngugc lai xu thé toan cau. Cudc chién diu tién cta
MINISO gianh thing lgi d khién ngudi ta phai suy nghi
lai v€ thoi dia, khi€n nhiing “ngudi dong hanh” dang loanh
quanh gifia ranh gi6i ctia sy séng vii cii chét ctia nganh
ban 1é nhin thdy dugc hy vong vé mot thé giéi méi c6 mit
Internet.

C6 thé néi, Diép Qudc Phii 12 mot ngudi khéi nghigp tit
hai ban tay tring, khong c6 bat cit chd dya nio sau lung,
ddng thoi cling 13 moét nha cich mang quyét doan, thay
nganh ban lé Trung Quéc vi€t nén mot truyén thuyét oanh

liét, xtc dong long nguoi.

Cho dén ngay nay, chiing ta vin chua thé dua ra phin
xét cubi cing vé su thanh bai ctia cudc “cich mang” nginh
ban 1& ndy ctia anh 4y. Nhung tai diy, t6i chi mudn 14 mét
cau noéi cua tién sinh Mdoc TAm® lam ciu két cho toin bo

cubn sach:

“Pham 14 thti gi vi dai, déu di ngugc lai binh thudng.”

(1) Moc Tam (1927-2011): Nha van, nha tho duong dai ndi tiéng Trung
Quéc.
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