BAO CAO POC QUYEN

PHAN TiCH TY SUAT LOI NHUAN BAN LE TTTM 2024-
2025:

CHIEN LUQC TOI UU HOA TAI CHINH CHO THOI TRANG HANG A

Thi trudng ban 1 TTTM tai Ha Noi va TP.HCM dang budc vio giai doan Toi Uu Héa Hiéu Suét. Chi
phi thué ¢ dinh cao (Gross Rent) budc cac nha 1anh dao phai chuyén tir tu duy "Doanh sé cao" sang "Loi
nhuan bén vitng". Bao c4o ndy cung cap cac cdng thirc va chi s6 chuan muc dé do luong, danh gia va dinh
huéng chién luoc tai chinh caa ban.

CHUONG L. CHI SO SONG CON: QUAN LY AP LUC
CHI PHI THUE (RENT RATIO)

1. Cong Thirc Panh Gia Rii Ro Chi Phi Thué
Ap luc tai chinh dugc thé hién rd nhat qua ty 1¢ chi phi thué trén tong doanh thu.

Tong Chi Phi Thué Gop Hang Thang (Gross Rent)

Rent Ratio = . B — . x 100
Tong Doanh Thu Ban L¢e Hang Thang
Phéan Khtic Ban Lé Ngudng RGiRo  Ngudng Hanh Bong Uu Tién
Théap Canh Bao
Théi trang Thiét Dudi 15% Trén 20% Tép trung tdng AOV va SPSM. Can nhéc
ké/Local Brand dam phan lai hop déng.
Thdi trang Cao cap Dudi 10% Trén 15% Déau tu vao trai nghiém khach hang (UX)
(Premium) dé bién minh cho gia ban cao.

Khuyén Nghi Hanh Pong: Néu Rent Ratio vurot ngudng 20% trong 3 quy lién tiép, ctra hang cua ban
dang d6i mat véi rai ro tai chinh nghiém trong, can kich hoat chién lugc Lean Retail ngay lap tuc.

2. T6i Uu Hoa SPSM (Sales Per Square Meter)

SPSM 14 thuéc do hiéu qua str dung tai san quan trong nhét trong TTTM.

Téng Doanh Thu (USD hoic VND)

SPSM = — >
Tong Dién Tich San Ban Lé (m”)




[) Benchmark Thi Trudng: Cac thuong hiéu qudc té thanh cong tai Viét Nam thuong duy tri
SPSM muc tiéu trén 1,000 USD /m2 /na™m.

[J Chién lwoc: Tang hiéu qua trung bay (Merchandising) — dam bao cac san pham c6 bién loi
nhuan cao duoc dat ¢ cac khu vuc ¢6 luu lugng khach hang cao nhat.

CHUONG II. TOI UU HOA LQI NHUAN DAI HAN
(CLVI/CAC)

1. Phan Tich L¢i Nhuian Khach Hang

Vi CAC (Chi phi Thu hat Khach hang) tai TTTM rat cao (do chi phi thué), viéc t6i da hda CLV
14 bat budc.

Gia Tri Tron Boi Khich Hang (CLV)

Ty 12 CLV/CAC =
¥18 CLV/CAC = G Tha Hat Khach Hang (CAC)

[J Ngwdng Muc Tiéu: Ty 16 CLV/CAC nén duy tri & mirc 3:1 (tirc 1a CLV gip 3 1an CAC) tré
1én dé dam bao tinh bén virng.

0 Cl}iéﬂ lwgc Phygital: Str dung cong cu Phygital (vi du: WiFi check-in, tmg dung tich diém)
deé bién giao dich tai TTTM thanh co hdi thu thap dwr liéu khach hang. CLV cua khach hang
duogc thu thap qua kénh nay phai cao hon it nhat 40% so v&i khach hang vang lai.

CHUONG III. QUAN LY RUI RO THANH KHOAN
(DEAD STOCK & LEAN)

1. Giam thiéu Rii Ro Ton Kho (Dead Stock)

Dead Stock 1a lwong hang khong ban dugc va budc phai thanh 1y véi gid chiét khau sau (>50%),
truc ti€ép bao mon bién lgi nhuan.

« Chi s6 Riii Ro: Hang ton kho trén 90 ngay |a Hang ton kho rii ro cao.
« Chién lwgc Lean Retail (Ban 1é Tinh gon):
o Gi6i han S6 hrong: Ut tién dat hang/san xuat 16 nhé (20%—30% sb lugng so
v6i du bao toi da) dé thir nghiém thi truong (Test-and-Learn).
o He¢ thong Canh bio som: Thiét lap quy trinh ty dong chuyen hang ton kho c6
vong doi trén 60 ngay xuong cac kénh ban hang thay thé (Outlet, E-commerce
Flash Sale) dé giai phong von som.

2. T6i Uu Héa Lead Time (Thoi Gian Cho)



Téc d6 phan tng voi xu hudng 13 lgi thé canh tranh cia cac Local Brand.

Loai Chudi Cung Ung Lead Time Muc RUi Ro Chinh
Tiéu
Truyén théng (San xuat nudc 3 — 6 thang RUi ro Trend thay déi va Dead Stock cao.
ngoai)
Agile (San xuéat trong nudc) Dudi 4 tuan Chi phi san xuat/l4 c6 thé cao hon, cén téi uu
MOQ.

Két Luan Chién Lwgc: Dau tw vao mot Chudi Cung Ung Agile 12 bit bugc dé duy tri Lei nhuin Pong
trong moi trudng béan 1¢ ludn thay doi.

THONG PIEP CUOI CUNG CHO LANH PAO

Thanh cong khong dén tir viée thué TTTM dét nhat, ma tir viéc Van hanh hiéu qua nhét. Cira
hang ctia ban la mot cong cu phan tich va tao ra lgi nhuan, can dugc quan ly bang dir li¢u, khong
phai cam tinh.

¥ KHUYEN NGHI HANH PONG THIET YEU

1. Téi wu SPSM Ngay Lap Tirc: Bién 1m? thanh tdm diém thu hut traffic 360 do, bao vé
Rent Ratio cua ban.

2. "Phygital Hoa Trai Nghiém: Kich hoat UGC va ting Dwell Time. Cong cu bit budc dé
tang CLV."

3. "Chim dut Tuwong Téac Tinh: Ban hang bang trai nghiém dong, ting 3X kha ning tiép xtc
thi gidc cho san pham chu Iyc."

4. Zero Lead Time for Content: Tu dong tao Lookbook 360 d6 tai ctra hang, loai bo chi
phi Studio va Agency.

Giai phap dugc tin ding boi cac don vi hang dau:

« Fashion Authority: NTK Trung Dinh Silk Lua va Ao dai (trén san khau HTV)
e Industrial Reliability: Tap doan May mac Hansae TG

Niém dam mé cua chiing toi: Tao ra khong gian trung bay sang tao, ¥ nghia va thiét thyc.

Pirng chi doc vé giai phap. Hay trién khai ngay cong cu dwoc tin cay!

XEM GIAI PHAP BUC XOAY MANOCANH 360 PO [TAI
DAY]
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