Ban P& Xuat Tir MCV (E-Commerce Operations & Cross-Border Acceleration)

Hop Tac Chién Luoc:
Toi Uu Hoéa Nang Luc San Xuat

Pua danh muc san pham Viét Nam chinh phuc thi truong ban lé
truc tuyén Hoa Ky mot céch an toan va toi uu nhat.
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Bai Toan Trong Di
Cua Nha May San
Xuat Viét Nam
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l_.;!liup Luc Ton Kho &
Lang Phi Cong Suat |

- Day chuyén va khudén mau
da dau tu san nhung chua
khai thac hét cong suat cho

L.thj truong quac té.

v

ém r

Phu Thudc Gia Cong
Truyén Thong (B2B)
- Bién Igi nhuan mong.

- Rui ro durt gay don hang cao.
- Khdng s& hitu tép khach hang cudi.
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Rao Can & Rui Ro
Tu Van Hanh

- Thiéu chuy&n mon ban dia
(thuat toan Amazon/Walmart).

- Rai ro tiéu chuan dong gai,

hai quan My va luat S& hiru
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MCV: Cay Cau Rut Ngan Khoang Cach
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Xuyeén Bien Gioi
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Nha May VN Thi Truong My
Tan dung 100% nang luc Thuong mai hoa than toc,
"Ready-to-Ship". Khéng chi sd hiru khach hang cudi.
phi dau tu lai san pham.

s

Giai phong cong suat san xuat hién tai thanh doanh thu
D2C truc tiép tai My v&i muc rui ro tiém can 0.
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5 Tru Cot Nang Luc Van Hanh Thuc Chién TU MCV
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=ms | HaTang Ban Hang Pa San |
M= Quan trj tap trung Amazon (FBA), Walmart (WFS), va Wayfair (ngi that/decor). |
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= Nghlén Cuu Thl TI'LI’EJI'IQ & Du Liéu
“5 Phén tich dung lugng, mirc do canh tranh va dinh gia toi uu dua trén dif liéu théat.
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Xay Dung Thuong Hiéu & Toi Uu Chuyén Doi
[N

Déng ky Brand Registry, thiét ké 3D render, video & ndi dung A+ chuan thi hiéu My.

R R}

@ Chién Luoc Traffic & Quang Céo (PPC)
il

Diéu phoi PPC da tang (Sponsored Products, Brands, Display, DSP), toi vu ACOS/TACOS.
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, Logistics Xuyén Bien Gioi
E T6i wru van tai bién/air, thong quan, kho bai ndi dia My & mang Iuéi kho dém 3PL.
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Phan Dinh Trach Nhiem:

~nre
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Chuyén Mon Hoa Tuyét b

Nha May lo San Xuat

San pham: Cap danh muc
san cd, ban vé, cau
chuyén ché tac.

Chat lugng: Tiéu chuan
an toan, chiungchi
(FDA, FSC, EPA).

Poéng géi: Chuan thung
carton/pallet (drop test, .
barcode) & giao hang
cang (FOB).

Baohanh:Hotroky .
thuat/loi san xuat.

Listing & Brand: Loc SKU
tiem nadng, |ap tai khoan,
bao vé brand, thiét ké A+.

Tang trudng: Ngan sach
quang cao, xu ly

Deals/Coupons (Prime Day) §

Logistics: Cudc bién/air,
thdng quan My, keo hang
FBA/WES/3PL.

CSKH: Ho trg khach My
24(7, quan ly Review &
Return Rate.
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Chién Lugc Triét Tiéu Rui Ro & Toi

(¥ Kiém soat Hai quan & Nhap kho: Xt ly chuan
xac tem nhan (prep/labeling), drop test,
tranh hang bi tir chdi nhap kho FBA/WFS.

(¥ Bao vé Tai khoan: Quan ly strc khoe tai khoan

luat so hitu tri tué.

&) Ton kho linh hoat: Két hop kho 3PL tai My dé
tranh phi luu kho dai han cat co trén san.
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ﬂ ‘} Phong Thu
/il (Triét Tiéu Phi "Thir Sai")

il

(Account Health), tranh vi pham thuat toanva
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Pa Hoéa Bien Loi Nhuan

e 4

>

™,

\ Tan Cong (Toi Uu
-/ Chuyén Doi & Lgi Nhuan)

|

@ Unit Economics: Du bao tai chinh chi tiét toi
tirng SKU trudc khi xuat hang (dam bao kha
nang sinh |oi).

T6i uu Quang cao: Quan trj ngan sach PPC
da tang nghiém ngat, gitr ACOS/TACOS ludn
trong ngudng an toan.

@ Tang ty lé chuyén doi: Day manh hinh anh
3D/Video chuan My dé ban dugc gid cao.
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L6 Trinh Trién Khai 3 Giai Doan Chit Ché

ARNRNRENN 0

Giai doan 1(Thang 1-2)
Thirnghiém & Kiém ching (Pilot)

Muc tiéu: Bua hang sang My nhanh |

Muc tiéu: Toi uu chi philogistics, phi
song da san (Walmart, Wayfair).

|_nh5t, test ty I8 chuyén doi thuc té, |
® ® I

T I T 777

Giai doan 2 (Thang 3-5) |

| Chuan hoa & Md réng quy mo (Scale-up)
Ll
(X)

‘@ '"_E\

® £ i
r’ miai doan 3 (Thang B+)T
S Tuy bién & Bdc quyén (Exclusive)

Muc tiéu: Ra mat phién ban cai tién, |

triét tiéu canh tranh vé gia. '
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Tu Thir Nghiém Dén Bung No
WInnlng Products Giai doan 2: Scale-up /

(\ p : Sl (T0i uu Logistics & Pha song)
B Giai doan 1: Pilot - ~_ * Logistics: Chuyén sang

A 2 g e ~ xuat khau nguyén
(Kiém chiing thuat toan) & container (FCL) dé ép
| N~ cudc phivan chuyén
" Checkpoint ' trén titng dan vi SKU.
(Khdp ndi DI liéu) / e Md rong: Day Winning
== “—Iy Products EURIEUNE
Marketplace & Wayfair.
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) e Dau vao: Loc 3-5 SKU chdl | ;
luc (Kich thudic toi uu, kho
v8, gid ban 1é $25 - $80). o

e Logistics: Van chuyén 16
nho (LCL/Air) truc tiép vao

T

-¢ KoMy = : /. —  * San xuat: Thiét lap 0

: o S f"'l ' e v ~ /': Lead-time va chu ky dt

E nh dong: Lén listi o g : T TR

il chudn éEg Iﬁ'ynEarlz:fng % Iﬁ Diéu kign: Ty I8 chuyéﬁ 3 ggng i njtay £l [
" Reviews (A i | ddi dat chuan, chi phi O

/’ Reviews (Amazon Vine). e i (ACb $) ném /' '\
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Giai Doan 3: Chiém Linh Thi Truong
Bang Tuy Bién Ddc Quyén

Khach Hang My
(US Consumer) §

Dong chay Dif Liéu (US -> VN):

— MCV thu thép, tong hgp hanh
vi mua hang va hang ngan

Dong chay San Pham (VN -> US):

— Nha may tuy bién san xut theo
insight khach hang.

danh gia (Reviews) thuc té |
— Ra mét: Cac b Combo (Bundle), tif ngudi ding M. ..
mau sac/kich thudc ddc quyén, — Xuat bao cdo phan tich cai 3

va bao bi thudng hiéu

=1\ | tién san pham,
- (Custom Packaging).

(Factory) F Su chuyén dlch chién lugec — Ng1 ng canh tranh vé gia ban pha d4y, bat |
777770777 ' §&P%  dau canh tranh bang su doc quyén, nang cao bién Igi nhuan dai han.
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Phuong An Tai Chinh: Giao Quyén Kiém Soat Rui Ro Cho Nha May

MCYV thiét ké& hai mé hinh linh hoat dé phu hgp véi moi chién luoc dong tién va khau vi rdi ro ciia Ban Lanh Dao.

Option A: ' ption B:
' Chia Se Lgi Nhuan : E Mua Dt Goi Pau
gl (Profit Sharing) S 0O

(Wholesale)

Tu duy:
Toi uu hoa bién lgi nhuan
dai han.

Hanh ddng:

Péng hanh cung su bung
nd cua san pham. Hai bén
cung chia sé ruiro va
thanh qua kinh doanh truc
tiép tai My.

Tu duy:
Uu tién an toan tai chinh
tuyét doi.

Hanh dong:

Tap trung thuan tay vao
san xuat. Pam bao dong
tién én dinh va san lugng
dau ra khong bi anh hudng
bai bién dong san.

M Gemini Notebook



NN GEEE IS I IS I I I S I G I I I e S S I S e S S S S S e S I G S S . I I . s G S e S S .

Bang Chan Poan & Lua Chon Mo Hinh Hop Tac
»le

x
: n = I'C E i 1C DIE
Co ché Gia Nha may cap hang theo gia xuat @ MCV thu mua truc ti€p, cam két o
& Cung cap xuong (FOB/Ex-works). san lugng dinh ky. 5=

Thanh toan chi phi. 60 ngay. Nhan tién theo tién do. g

Quyén

e,
Thoa thuan Chia % lgi nhuén rong sau khi trir N | Nha may cap cong ng goi dau 30 -
= ) R
:
Phan phoi “M‘“

Hop tac van hanh trén cac SKU S Nha mdy cam két déc quyén phan
duoc chon loc. = phoi cho MCV trén san TMDT My.

Rui ro Chi phi f Chi phi (san, kho, ads) trir truc ti€ép (5] | MCV ganh 100% rui ro bién dong
Van hanh vao doanh thu trudc khi chia. 8sl) | chiphi. Nha may an toan tuyét doi.

Chan dung ® Mudn toi vu bién lgi nhuan, dong /\/ Uu tién dong tién déu, tap trung
Phu hop hanh phat trién thuong hiéu. ill' 100% vao nang luc san xuat.
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Minh Bach Dong Tién: Cau Truc Unit Economics (Cap do SKU)
?,, ] (-] Phi Nén Tang (Platform Fees) o
Hoa hong Amazon/Walmart (thudng ~15%). g
[-] Phi Xt Ly Don Hang (Fulfillment/FBA) <

Phi dong gdi, giao hang chang cudi tai My.

Chi phi marketing duy tri top hién thi.
Gia Ban Le

(Retail Price)

Gia khach hang

My thanh toan
(3).

I MCV ludn thiét 1ap va thdng nhéat
bang Unit Economics md phdng vdi

Nha may trudce khi ky két, dam bao
tinh kha thi cua moi SKU. 4 ‘

-] Ngan Sach Quang Cao (PPC/ACOS)

(-] Gia Von & Logistics (COGS + Freight)
Gi4 FOB Nha may + Cudc bién/théng quan.

'=] Lgi Nhuan Rong
(Net Profit)
Dong tién thuc té mang ve.
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= Khai Thac Cong Suat Chi Phi ‘Thu Sai’

=- (Ready-to-ship) Ban Dia

— V5| Bién khudn mau, day chuyén, Tranh hoan toan céac khoan
va hang luu kho san cé thanh | tién phat, khoa tai khoan,

dong doanh thu mdi ma hoéc luu kho cat cd do thiéu

kinh nghiém van hanh
Amazon/hai quan My.

khong can R&D lai san pham.
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Cau Noi Toan Dién

Hé sinh thai tron goi tur
Logistics, Kho béi, dén Quang
céo. Nha may chi can san
xuat, MCV giai quyét toan bo
dau ra.
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Trinh Tu Trién Khai Tiép Theo (Launch -

Sequence)

Cung cap Dir liéu

GUi danh muc san pham
(Catalog) hién c6 kém thong so
ky thuat (Kich thudc, Trong
lugng) va Gia xuat xudng
(FOB).

Bao cao Tién kha
thi (MCV - Trong
3 dén 5 ngay)

MCV phan hoi Bang du phdng
Unit Economics chi tiét: Dinh
gia ban tai My, chi phi
san/logistics udc tinh va loi
nhuan ky vong cho tung SKU.

Lién hé: [Tén Dai Dién] | [Email] | [SO dién thoai] - San sang |én lich hop chién luroc chuyén sau cing Ban Giam Do

Budc 3

)/ Chét Phuong én
"@g & Ky két (MOU)

Thdong nhat mo hinh tai chinh
(Profit Sharing hoac
Wholesale). Ky két Bién ban
ghi nhé (MOU) va khai dong
quy trinh chuan bi hang Giai
doan 1.
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