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原著作者





亚瑟·卢宾菲尔德&柯林斯·海明威（Arthur Rubinfeld & Collins Hemingway）


亚瑟·卢宾菲尔德&柯林斯·海明威（Arthur Rubinfeld & Collins Hemingway）亚瑟·卢宾菲尔德曾任星巴克执行副总，任职期间，星巴克从100家分店成长到全球超过3，800家分店。卢宾菲尔德在2002年离开星巴克，创办鸟瞰企管顾问公司（AIRVISION）。卢宾菲尔德的专长是零售业的店面设计、运营策略、实务操作，以及整合性品牌定位整合。鸟瞰公司的客户有运动精品Oakley、盖特威计算机（Gateway）、阿迪达斯（adidas）及华盛顿互惠银行（Washington Mutual）等。

柯林斯·海明威是演说家兼商业作家，在担任微软业务发展暨国际营销总监时，与比尔·盖兹合著了《数字神经系统》（Business@the Speed of Thought
 ）。海明威现投入自己创办的“脱离速度”创投公司（Escape Velocity Ventures）



译者简介



徐锋志


台大经济系、政大国贸研究所毕，现服务于金融业，译作有《春田再造》、《传媒大法师》、《另眼看经济》、《IDEA物语》、《减重事业白皮书》、《财富第五波》。



要点整理　Key Words





旗舰店（Flagship Store）


所谓“旗舰店”就是品牌形象的展示店。从商品组合、装潢、摆设及陈列等设计，到门市人员的服务态度、肢体语言及穿着等，都要能传达出品牌价值，进而创造出品牌的吸引力，旗舰店营销也因此成为零售商塑造形象，以及感动顾客的重要方法。旗舰店借着提供顾客独特的消费体验，让潜在顾客认识品牌，然后认同甚至崇拜品牌。就像Prada第三代掌门人缪科雅·普拉达（Miuccia Prada）说的：“现代人需要的，不再只是商品，而是生活态度。”

从现在纽约、伦敦、东京及上海各大旗舰店的发展趋势来看，大致可分为4种类型：地标型、规模型、体验型和概念型。地标型旗舰店坐落在某个地区之后，会领导商圈发展并吸引同业跟进，例如路易威登（Louis Vuitton）在中山北路的旗舰店，就让这个区域成为台北的名牌激战区。规模型旗舰店以商品最齐全，或是店面的面积最大当作宣传重点，例如宜家家居（IKEA）的桃园旗舰店，总面积就高达好几千坪。体验型旗舰店可以让消费者亲自操作各类商品，让消费者可以亲身体验品牌的独特性。例如台湾大哥大myfone旗舰店，就是以开放的空间让消费者体验使用商品的乐趣。概念型旗舰店的重点则是在表达品牌的风格和精神，把品牌概念转化为独特的店面设计，甚至成为引领消费习性的新趋势。例如Sony Style的台北101旗舰店，就充分展现了品牌要传达的时尚生活概念。


高度人性化的接触（High Touch）


根据趋势大师约翰·奈思比（John Naisbitt）在《大趋势》（Megatrends）一书中的说法，“touch”是指人类心中希望能与科技发展取得平衡的力量，具体的表现就是艺术、家庭和娱乐等。“high touch”一词则是来自奈思比和他的女儿娜娜·奈思比（Nana Naisbitt）及艺术家道格拉斯·菲利普斯（Douglas Philips）合著的《高科技，高思维》（High Tech, High Touch）一书。奈思比认为，高科技的快速发展，会导致人类与高科技的主从角色混乱，甚至使高科技反过来主宰人类的命运。这就是因为发展和使用科技的人，在不知不觉中疏忽了人类与生俱来的感性，也就是high touch。不论科技再怎么发达、再怎么方便，如果缺乏high touch的内涵，这项新科技就不会普及。

王品集团有一个5人小组，专责统计每个月19万张的顾客意见调查表。戴胜益表示：“每位顾客的声音，都会被我们热烈讨论。只要接到2张顾客意见调查表，反映同样座位的冷气不够强，隔天就会在座位上方加装出风口。”王品集团能够维系顾客，除了有顾客管理系统的技术，更重要的就是人性化的周到服务和温暖。借着大量复制high touch，王品旗下西堤、陶板屋、原烧和聚等副品牌，去年一共创造了20亿元的营收，被封为本土餐饮新天王。



5分钟摘要







英文



全国及全球知名零售业者的成功绝非偶然，也不是先开一家店，妥善经营之后，再无限复制第一家店的成功经验这么简单。其实，能够维持长期运营的零售品牌，在成立企业之初就是为了快速成长而设计的。正因为事先已经规划好所有必备的要素，所以成长自然就顺理成章，绝对不是光靠运气。

知名零售企业的成长特别会包括下列4个阶段：
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零售业诱人之处就在，你可以主宰自己的命运并发挥创意，在你从无到有建立起全新零售企业的同时，你也是在打造一个价值不菲的市场。但是你必须有全方位的思考才能达到这样的境界。你必须先构想出有利可图的零售概念，并且根据自己所在的市场状况调整原先的想法。接着，你必须了解要怎么逐步扩充市场，从地方之霸进一步主宰区域、全国，最后进军国际。随着企业逐步成长茁壮，你必须不断地创新和尝试新的事物，才能让品牌保持新鲜与活力。


“我认为人生最大的乐趣，莫过于协助业者打造成功且不断成长的零售品牌。”

——亚瑟·卢宾菲尔德





MAIN IDEA







中文



Great national and international retail success stories don't happen by accident. It isn't just a case of opening a store, making that store run well and then duplicating that first store ad infinitum. Instead, retail brands that win long term have been designed for rapid growth right from the outset. All of the necessary elements have been put in place first so growth becomes a natural part of the ongoing story rather than good fortune.

In particular, there are four phases involved in growing a great retail business:
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Retail businesses are great because they allow you to control your own destiny and to express your creativity. When you create a new retail business from the ground up, you build a market presence that is highly valuable. To get to this stage, however, a holistic approach will be required. You'll need to conceive of a profitable retail concept and fine-tune your ideas in your local market first. Then you'll need to understand how to expand from one market to another until you grow from one market to dominance and presence in regional, national and ultimately international markets. As your enterprise grows and evolves, you'll need to keep your brand fresh and vibrant by continuing to innovate and try new things.


"Nothing, I have found, has provided quite the enjoyment as helping people create and build successful, growing retail brands."

—Arthur Rubinfeld





第1阶段　怀抱雄心，建立全国或全球性品牌　
英文



主要观念

你要具备想象力、勇气，和坚信自己能够打造知名零售品牌的雄心。换句话说，就是思考的格局要大。弄清楚自己喜欢做的事和真正擅长的事是什么，然后努力把这些核心价值转换成让人印象深刻的零售概念。尽情地发挥想象力，并且提出能够吸引顾客的新点子。

支持概念

要成功打造出全国性或全球性的知名品牌，其实只须专心做好下列6个关键领域：
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你应该以个人价值和企业价值为核心，来建构上述6个关键领域。对零售商来说，顾客在店内的体验就是品牌。品牌的认知和价值是由下列几项林林总总的事物构成的：


	店内贩卖系列商品的质量和包装。

	店内系列商品陈列和销售的方式。

	零售点的店面设计和呈现出来的风格。

	是不是能够适时地提供新商品。

	公司对于退货和更换商品的政策。

	客户和员工之间的互动是不是轻松愉快，以及员工的穿着和应对是不是能够强化顾客的消费体验，还是反而削弱了消费体验。

	店面舒适的程度——包含有没有提供停车位、待客亲切、知识丰富而且礼貌周到的员工，以及舒适的购物空间、通畅的购物动线等。



总而言之，零售品牌就是你和顾客接触的所有方式。零售品牌完全是建立在顾客的实际体验，顾客临场的感受远胜于口耳相传的效果。

打造知名零售品牌的关键，就是要确实做好下列6件事：


1　在合适的地点开店


选择第一家店的地点会深深影响品牌未来的成败，因此找到最佳的第一家店面地点是很重要的事。这个地点要能符合你的品牌价值、邻近的小区及其他商店能够适合你的发展、设计美观、醒目抢眼，以及要吸引能真正带来商机的人潮。

本质上，第一家店就是所谓的旗舰店，这间店会设定各项标准，并且建立起品牌的价值。有了这样的认知，即使必须负担昂贵的房租，你也要选择能够制造话题的好地点。对于打造零售品牌的企业来说，为了节省30％的租金而选择了错误的地点，根本说不过去。

那么，你应该找什么样的地点？以下有几点建议：


	最好是独栋的店面，不要设在大型连栋的商场里。这样才能发展符合品牌形象的商店外观。

	这个地点最好具有“地域感”——也就是具有醒目、令人印象深刻而且会吸引人潮的特征。

	如果理想的地点没有空出来的店面，就要耐心等候，直到可以在最佳位置开店为止。不要因为别的地方有空出来的店面，就退而求其次选择比较不好的地点。一定要等到你最满意的地点有出租的店面。




2　具备快速展店的能力


新成立的零售商首先要考虑的现实就是，第一家店店面的设计要能够配合这个地点的空间，还是要能复制到其他家店。如果只是要设计单独一家店面，那么不妨多花点钱做好店面设计。但如果准备要再开好几家店，就必须建立一套醒目标模块式设计规范，并且能够因应不同的空间大小调整。

大部分的全国性品牌都会发展一套“组合套件”——规范开设新分店时，能够重复采用的一套店面布件与设施。如此一来，遍布各地的分店才会有一致的外观和感觉。同时，你可能也必须发展一套自己的“设计指南”，说明每一家店应该怎么营造整体协调一致的感觉。设计指南应该也要包含店面的格局、混合及搭配色调的选择标准，这样既可以发挥最大的设计效果，又不至于破坏整体的一致性。

另外，业主也应该好好把握设计第一家店面的机会，和供货商与设计师建立良好的关系。如果能借着开设第一家店的机会，和你赏识的设计师建立良好的合作关系，往后设计师要设计出符合你品牌价值的店面，就会容易得多。同样地，你也可以借此和细木工匠等店面材料供货商建立关系，这对于日后扩充分店的过程有很大的帮助。

只要店面的整体设计可以显露出你的品牌价值，并且创造良好的顾客体验，你会发现自己拥有了其他竞争对手难以轻易模仿的优势。这会让你的品牌不仅保持独特的风格，而且容易辨认。


3　用店面设计提供很棒的消费体验


大多数杰出的零售新概念都是出乎真诚并且能掌握趋势，可以反映企业创办人的价值观，因此和其他业者明显区隔。

杰出的零售体验来自业主的价值观。所有成功的公司都知道自己主张的价值观是什么，零售商也不例外。企业主张的价值不一定非得复杂深奥，但是不同的价值观就会产生不同的决策。以下这些知名企业的价值观就是很好的例子：


	3M——以创新解决问题

	迪斯尼——带给人们欢乐

	默克制药——维护改善人类的生活



有效的零售概念不仅能够反映公司的价值观，并且会以最好的方式落实这些价值观。杰出的零售概念因为独特新奇，会让竞争对手难以匹敌。例如以下这些知名商店：

■奥玛哈牛排：质量优良——像在自家厨房的感觉——便利

奥玛哈牛排的质量会让我想要为亲友家人好好料理丰盛的餐点。在奥玛哈店里的体验会让我觉得是在自家厨房一样，到这里选购食材，让安排家人聚餐这件事变得更容易。

■盖特威计算机：吸引人——充电——富教育性

盖特威计算机的店面给人一种宾至如归、舒适亲切的气氛，是个令人兴奋的地方，让人觉得创意十足并且很有生产力。在这里，我可以享受到寓教于乐的互动学习体验，这种体验有助于提升学习效果。

要记得，想创造真正与众不同的零售概念，必须包含以下2种重要的特性：


	出乎真诚——业者必须整合所有零售体验的元素，提供顾客吸引人的体验，而不只是想要完成交易。真诚的体验，是透过顾客与员工之间的互动完成，这种过程常被形容为“高度人性化的接触”。真诚的态度会让顾客有宾至如归的感觉，因为顾客不会被催促着尽快完成交易，让顾客户有备感尊荣的感觉。真诚的零售店还要有能与整体零售概念相符的硬设备。

	零售概念一定要能掌握趋势——也就是说，零售概念必须要能吸引足够的顾客，才能创造利润并且持续成长。杰出的零售概念，会充分利用人口的变迁和消费者嗜好的改变。例如，汉堡并不是麦当劳发明的，但他们是全国第一家提供平价、标准化餐饮的快餐店。如果你构想出以消费者现有偏好为基础的零售概念，而不必把时间花在教育目标客群认识你的产品或服务的话，你成功的机会就会大增。例如，银行也许可以发展新的零售概念，成立小区中心帮客户填报税数据、影印和寄送文件、上网查询，以及举办个人理财说明会，业绩从此就蒸蒸日上。重新定义银行的概念并且加入个人化的服务，也许就会发展出有效而且商机无穷的新零售概念。
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4　与品牌相互搭配


你的第一家店是验证新零售概念的试金石。实务上，你可以选择的零售型态通常只有下列3种：


	名牌专卖店——Cartier、Prada和Gucci等，就属于这种类型。一般而言，这类商店提供一对一的服务，以及反映出最高质量的价位。

	锁定生活形态的零售商——香蕉共和国、美体小铺和维多利亚的秘密等，就属于这种类型。这些商店希望和顾客建立起个人的关系，虽然不是一对一的服务，但是员工和顾客的互动密切。

	价格∕价值型零售商——沃尔玛百货、Target和Best Buy就是属于这种类型的零售商。这类零售商利用大量采购降低售价，提供比小型零售商更低的售价。店内一般都是采取自助式或是只雇用相当少的员工来照顾店面。



你的新零售概念很可能是在于上述3种类型的第二类，在这类型的零售业只要有些微的差异，便足以创造庞大收益的定位。店面的设计会决定你的品牌在零售类别中的定位。你必须找个气味相投的设计师，把符合品牌价值的元素融入店面设计，以强化你的品牌。这些元素通常被称为“试金石”。实务上，这些可以形成差异化的视觉效果或是店内摆设，都可以传递公司的价值观。

要打造和新零售品牌紧密联结的零售商店，必须做到下列几点：


	了解什么东西能吸引目标客群——要做到这点应该不会太困难，因为大多数刚创业的零售商本身就是目标客群。了解你想要要求的对象，然后把他们会喜欢的事物融入你的店面设计。

	设法把心中的想法具体化——这样才能向别人说明你的理念，建立共识。可行的话，利用像粒片板等暂时性的材料打造出和原尺寸相同的样品，这样比较容易感觉出什么东西要摆在哪里，避免日后犯错付出昂贵的代价。

	控制预算——根据实务经验，年营收应该是营建成本的2.5倍。也就是说，如果一家店的预期营收是100万美元，那么设计和营建的预算应该控制在40万美元左右。

	从顾客的角度选择建材——而且把大部分的钱花在顾客会触摸到或者是和顾客互动的东西。选择能够挑起顾客的感觉并传达品牌的建材。

	容许莫非定律发生——预期任何可能出错的地方就一定会错个3次以上。预估完工的时间要抓得比较宽松一点。一般商店从开始构想到实际运营，大约需要18个月的时间。这也许比你预估的时间长，但要有可能出纰漏的心理准备。

	厘清成本和品牌之间的取舍——在决定要不要增加额外投资强化品牌给人信赖感的时候，要作明智的判断。大多数的新零售商都会把一大堆预算用在无关紧要的事物上，反而在能够提供顾客高质量体验的元素上投资太少。要把钱花在能产生合理投资报酬的刀口上，不要浪费。




5　做好商品促销，追求最大的利润


简而言之，所谓的商品促销，就是把利润最高的商品摆在顾客最可能购买的地方。前提是，顾客已经被你吸引上门，并且准备掏腰包购买你的商品。商品促销就是要挑起顾客的购买欲，提高成交机会，而不只是让顾客来店里逛逛。

因此，你必须慎选要在店内采用的建材，以及装潢摆饰要包含哪些元素。而且购物动线也必须要能自然吸引潜在客户，让他们多看商品一眼。购物信道在视觉和实体上的设计必须要能吸引客户深入店里，商品的陈列也必须整齐有序。

大部分商店的陈列摆设都会设计出他们希望顾客怎么移动的动线。理想状况下，大部分的顾客会按照这个动线进出。在规划的动线两旁陈列的商品，应该要能强化品牌要求并且建立专业的形象。

零售业80％的营业额来自20％的商品。商品促销的艺术就在确保这20％商品的陈列方式，能够吸引最多的顾客购买。这必须靠不断地实验来找出最佳的陈列方式，而不是套用千篇一律的规则。


6　提供优质的顾客服务


零售业的成败最后还是决定在人力素质。如果你店里的员工具备了足够的专业知识，并且能够提供优质的顾客服务，就能弥补商品促销规划不良或是其他的错误。关键在于让员工设身处地从顾客的角度思考，提供贴心又不至于给人压迫感的服务。

大部分的顾客都了解，折扣商店和名牌专卖店之间的差异，所以不必然会期待优质的服务。如果你能够提供超出客户预期的优质服务，通常都会得到顾客正面的响应。要做到这一点，有时候只要要求员工真心地对待顾客，不要老是眼神呆滞，一副心不在焉的样子。

优质的顾客服务绝对是零售业竞争的神秘利器。如果你能够把顾客当成是自己的好友一样，不矫情，就能和顾客建立起良好的人际关系，并且让他们留下难忘的消费体验。礼貌、贴心和尊重永远不会退流行，只要服务周到，顾客一定会铭记在心。

你必须了解在自己这个商品类别要怎么提供优质的顾客服务，然后想办法在重要的客户接触点上提供完善的作业支持。例如，销售计算机耗材时，零售据点的服务就非常重要；至于销售其他非耗材的产品时，如果能够提供使用电话或网络的后端支持服务，也许就会比提供其他服务更能刺激顾客的购买欲。在零售业来说，公司提供的实际服务才是客户满意的原动力，而不是那些无关紧要的后端作业。客户的满意度愈高，品牌的形象就会愈好、愈强。



Phase 1　Aspire to Become a National/Global Brand　
中文



Main Idea

Have the imagination, courage and desire to believe that you can build a great retail brand. In other words, think big. Understand what you enjoy doing and what you're really good at and then have the drive to translate those core values into a memorable retail concept. Be imaginative and come up with fresh ideas that will appeal to customers.

Supporting Ideas

To succeed in building a great national or global brand, there are really only six key areas you need to focus on and succeed at:
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Underpinning all these six key areas will be your core personal values and business values. For a retailer, the in-store experience is the brand. The perception and value of the brand will be the composite total of a number of different things:


	The quality and packaging of the product range you have chosen to sell.

	How your product range is being presented and sold within your business.

	The design and presentation of your retail premises.

	Whether you offer new products in a timely way.

	Your company policy on returns and exchanges.

	How easy and pleasant it is for customers to interact with your employees, and whether they dress and act in a way that enhances rather than detracts from the experience.

	The comfort level of your stores—including whether you offer parking, knowledgeable and polite employees who are a delight to speak with, the availability of lingering space that will not impede the flow of other people, and so forth.



In all, your retail brand will be every way you touch your customer. Retail brands rest squarely on actual personal experience. What happens to the customer onsite will overwhelm anything they may have heard from others.

The key to building a great retail brand is to do six things well:


1　Be in the right location


Where you choose to locate your first store will have a profound influence on the future of your brand. It's imperative that you open your first store in the best location available—in a site that matches your values, has the right kind of neighbors, has good aesthetics, offers great visibility and where it will generate the right kind of traffic.

By definition, your first store will become your "flagship store"—it will set the standard and establish what your brand stands for. With that in mind, you want a location that will; generate buzz, even if that means paying a premium on your rent payments to get the right location. Saving 30 percent on rental payments by going into the wrong location just doesn't make sense when it comes to building a retail business.

So what should you look for?


	Most probably you'll want a building of your own rather than being located in a strip mall. This will allow you to develop an exterior look consistent with your brand.

	Try to get somewhere that has a "sense of place" —that is, an identity that is memorable and that will draw people.

	If you find the perfect location but there is nothing available there, wait until you can be located in the best spot. Don't take a lesser location just because it's available. Wait until something is available where you need to be.




2　Have the ability to roll out multiple stores


The first practical consideration any new retailer has to think about is whether the design of the first store will be optimized for the space available or designed to be duplicated many more times. If you're designing for a single store, you can pay a premium and get everything just right. If you're planning to roll out a number of stores, however, you need a visually appealing design that is modular and able to be duplicated in physical spaces of different dimensions.

Most national brands end up developing their own "Kit of Parts"—a package of store components and fixtures that can be duplicated for each new store that is opened. This allows a consistent look and feel to be achieved across a wide range of; actual shop dimensions. You'll probably also need to develop your own design "play book" which will set out how each store should be consistently put together. The design play book might also include store templates, color palettes and format options which can be mixed and matched to maximum effect without losing the consistency required.

The other point to note about store design is that your first store is really a window of opportunity to establish relationships with suppliers and designers. If you use this first store to build a good relationship with a designer you like, it will become easier for them to do follow-on work in the future that will resonate with your values. Similarly, you can also be building a relationship with shop fitting materials suppliers such as cabinet makers. These suppliers will be important further down the track when you're in the process of opening multiple new stores.

When you come up with an overall store design that figuratively oozes your values and creates a great customer experience, you'll find you have something that others cannot easily copy. This helps your brand remain unique, yet at the same time readily identifiable.


3　Design your stores to deliver great experiences


Most great new retail concepts are highly differentiated by the fact they reflect the values of the store's founders in a way that is both authentic and on-trend.

Values are the starting point for any great retail experience. Every successful company knows what it stands for. Retailers are no different. This doesn't have to be complicated, but different values will result in different choices being made. The values of some well-known companies are good examples:


	3M—To solve unsolved problems innovatively.

	Walt Disney Corporation—To make people happy.

	Merck—To preserve and improve human life.



An effective retail concept will take the company's values and find the perfect way to bring these values to life. Great retail concepts are so unique and fresh they will be defensible against all competitors. For example:

■Omaha Steaks: Premium—Pantry—Convenient

Omaha Steaks' quality inspires me to create great meals for my friends and family. The store experience reminds me of my pantry at home. Shopping here makes it easier to plan my family's meals.

■Gateway Computers: Inviting—Energizing—Educational

Gateway Computers retail stores provide a welcoming, comfortable and communal atmosphere. This is an exciting place that makes me feel creative and productive. Here I can enjoy a playful, interactive experience that promotes learning.

Note that in order for a retail concept to be genuinely differentiated, it must share two important characteristics:


	It must be authentic—all the elements of the retail experience must come together to provide an engaging experience rather than merely facilitate a transaction. In authentic experiences, customers interact with your employees—a process often described as being "high touch". Authenticity makes the customers feel at home; because they are treated with courtesy and respect rather than being rushed through the transaction as quickly as possible. An authentic retail store will also have physical elements that are logical and consistent with the overall retail concept.

	The retail concept must be on-trend-meaning it targets enough customers to be profitable and to grow. Great retail concepts take advantage of changing demographics and consumer tastes. For example, McDonalds didn't invent hamburgers but it was the first quick-serve restaurant to perfect being able to deliver affordable, consistent meals nationwide. If you can come up with a retail concept that builds on consumer preferences rather than having to spend time educating your market to appreciate what you have to offer, you have a much better chance of success. For example, a bank might grow by developing a new retail concept where it creates a community center where people can go to have their tax returns prepared, do copying and shipping, access the Internet and attend some personal financial management seminars. By redefining the concept of banking and inserting a personal touch, a powerful and potentially lucrative new retail concept can be developed.
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4　Connect with your brand


Your first store is an opportunity to validate your new retail concept. In the real world, there are only three general retail positions you can choose from:


	Exclusive specialty retailers—the Cartiers, Pradas and Guccis of the retail world. Typically, these stores provide one-on-one service and have prices that reflect the highest levels of quality.

	Targeted lifestyle retailers—the Banana Republics, Body Shops and Victoria's Secrets. These stores attempt to be personally relevant to customers. Service is not one-on-one, but staff engage customers personally.

	Price/value retailers—the Wal-Marts, Targets and Best Buys of the retail world. These retailers use huge volume to reduce prices below what smaller retailers can match. They are usually self-serve or have relatively few staff.



Most likely, your new retail concept will be somewhere in the middle category, where a little differentiation can generate exceptional returns. How you design your stores will be a direct result of your positioning on this spectrum. You have to find a store designer who is a good personality fit and who can integrate components into your store design that will reinforce your brand. These are commonly called "touchstones". In practice, they are visual points of distinction or in-store features that communicate your company's values.

To build a new retail store that seamlessly connects with your new retail brand:


	Know what appeals to your target market—which probably won't be hard because most start-up retailers are their own target markets. Know who you want to speak to and incorporate things they will like into your store design.

	Try to develop a physical model of what you have in mind—so you can explain your ideas to others and get them on the same page as you. If at all feasible, build a full-scale mockup from temporary materials like particle board so you can get a feel for what goes where. This step can save some expensive mistakes later on.

	Stay on budget—with the usual rule-of-thumb being your annual revenue should be approx.2.5-times the cost of construction. That is, a store with an anticipated turnover of $ 1 million should have a construction budget of around $ 400,000 to design and build.

	Always choose the materials you use from a customer's perspective—and put the most money into the elements customers will touch or interact with. Select materials that will engage the customer's senses and convey your brand.

	Allow for Murphy's Law—and anticipate that anything which can go wrong will go wrong times three. Allow more time than you should for things to get done. It usually takes about 18 months to go from concept to an actual working store, which will probably be much more than you've anticipated. Expect things to go wrong.

	Understand the trade-off between cost and brand—and make a judgement call about when additional expense is required to enhance brand authenticity and when it's not. Most new retailers spend too much on irrelevant things and too little on the elements that provide a quality experience for customers. Spend what will generate an acceptable return on investment without going overboard.




5　Merchandise well to maximize your profits


Pure and simple, merchandising is all about putting your highest margin items where a customer is most likely to buy them. It assumes that you've already attracted people into your store who are ready and willing to buy what you have to offer. Merchandising is to engage their senses and emotions so you enhance their chances of buying rather than just looking.

Accordingly, you have to decide what kinds of materials to use in your store and what elements you include in your store furnishings. You then establish view corridors that naturally encourage prospective customers to look at the items you have to offer. Visual and physical pathways should be created that will entice people to move deeper into your store. Your goods should then be presented in a tidy, uncluttered way.

Most stores develop a layout that matches their preferred path for customers. Ideally, this is the path most customers will follow as they come into and exit the store. Everything you have along this preferred path should reinforce your brand message and establish your expertise.

In retail, 80 percent of your sales will come from 20 percent of your items. The art of merchandising is to make sure those 20-percent items are put where they will be purchased by the most people possible. This will take some experimentation rather than following cookie-cutter rules.


6　Provide outstanding customer service


Ultimately, the human element dominates the retail industry. If you have people in the store who are knowledgeable and able to offer excellent customer service, you can overcome poor merchandising or a number of other mistakes. The whole key is to have employees who have the ability to put themselves in the customer's position and provide attentive but not overbearing levels of service.

Most customers will understand the trade-offs between discount stores and specialty retailers and won't necessarily be expecting good service. If you can manage to exceed their expectations and provide great service when they're not expecting it, customers will generally respond very positively. Sometimes; this is just a matter of treating the customer like a real person rather than having employees who have glazed expressions permanently planted on their faces and who clearly would rather be somewhere else.

Providing great customer service is the definitive secret competitive weapon of retail businesses. If you can treat people like a close friend while avoiding false intimacy, you can create the personal connections that generate memorable experiences for customers. Courtesy, consideration and respect are always in fashion. When customers are treated well, they will take note.

You need to understand what it takes to provide outstanding customer service in your own product category, and then figure out ways to provide sufficient operational support at those key customer contact points. For example, when selling computer consumables, the service provided at the point-of-sale is critical. For other goods, providing backup phone or Internet delivered support may do more to influence a customer to buy than anything else. In retail, the operations side of your business is a driver of customer satisfaction rather than a back-room activity of little consequence. The greater the customer satisfaction you generate, the better and stronger your brand becomes.



第2阶段　企业设立之初就做好扩张的准备　
英文



主要观念

把你的新零售企业定位在“独步业界”。换句话说，你的策略是要一直保持领先对手一步的优势。赚取利润，然后要比对手更快扩张。你的运营计划、寻找的投资人、企业的组织架构和财务模型，目标都是要能够迅速展店。

支持概念

理论上来说，策略计划在开设第一家店之前就应该要完成了。但是实务上，大多数人还是会从第一家店的错误中吸取经验，调整做法，让自己的零售概念顺利运作以后，才去思考要怎么利用更多其他的机会。

姑且不论决策的先后顺序，想要获得实质的成长，就必须先有一套策略规划的流程：

[image: no145-28C]


策略计划应该针对各种你应该面对的难题。在计划里，你必须扼要地提出以下几项说明：


	核心价值和使命

	差异化的竞争优势

	往后3年左右的扩张机会

	往后几年的策略性行动方案

	每项行动方案的目的和时间表

	为了达到上述目标而发展出来的展店计划

	财务计划和特定的财务评量标准



好的策略计划应该要简单扼要——最重要的是切中要害。计划的目的是为了要弄清楚要怎么随着规模变化呈现零售概念，以及在规模变化之前，预先想好必须解决哪些问题。拟定计划时你也要假设自己是个准备投资的外部投资人，列出所有潜在投资人可能会问的难题，然后——答复。

然后，你就可以根据策略计划发展出运营计划、预算和绩效检讨的流程：


	运营计划必须纳入策略目标，以及详细列出为了达到目标计划要执行的战略。然后你就可以设定预计要达成的时间表，以及每家新商店未来一年的年度财务计划。

	编列预算时必须整合所有的财务信息。除了预测未来的资金需求之外，还包括预测损益表。预测的结果以及绩效评量的信息都要详细列在预算之中。

	持续评量绩效应该检视实际结果和预算之间的差异。评量绩效时，你也可以把最新的绩效分析，和有待解决重要问题的检查表一起评核。

	你应该每年一次，针对各种做法的成效进行正式评量，然后依照评量结果调整策略计划，以掌握新市场的商机等。



拟定策略计划流程之后，就可以准备一展身手去拓展你的零售王国。你开店的速度会有多快，决定于下列2项重要的因素：
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要打造巩固的零售事业，你必须网罗在各个领域经验丰富的人才，包括品牌经营、营销、运营、商品促销、财务、房地产、商业设计，以及专门为创业新手搜集顾客情报的专家。同时也要增加一批学有专精而且经验丰富的专家，他们拥有你这行里某些特定的事业技术。组织一支拥有十八般武艺的经营团队，让他们用专业带领企业迈向另一个高峰。

下列的人才可以在扩张的过程中分阶段逐步网罗：


	当员工人数达到40、50人，或是有4、5家分店时，就应该要聘请一位人力资源的主管。

	扩张到15家分店，应该聘请一位全职负责商品促销的专家。

	扩张到35家时，必须聘请一位全职的营销专家。



企业成长的关键就在，要网罗一群能让公司跟上成长脚步的人。网罗到的人才要能够弥补你不足的地方，并且要能持续成长，日后可以接下你的棒子负起经营的责任。合适的员工必须具备符合组织需要的价值观和能力，而不是有一长串的经历或是出身名校。合适的员工也要能够在高度成长的环境下成长茁壮，而不会被强大的压力击垮。挑选人才大概都是逐一填补组织上的职缺，无法一次一网打尽。同时，你也必须发展一套训练系统，教育新进员工认识公司的核心理念和价值。

在组织管理团队的同时，你也要积极寻找合适的投资人。大多数零售业者在创业之初，都是先抵押房屋贷款，然后投入毕生积蓄，最后才向亲朋好友寻求成长需要的资金。这种做法并不恰当，尤其是在企业经营失败的时候。更好的做法是，去找那些除了能提供资金，必要时还能贡献专业技能的个人来投资。一般来说，创投业者会有一点太过强势和急躁。许多城市都有一些有钱投资人设立的私人天使创投网络，这些投资人都很愿意资助有心创业的人。通常要找到潜在的投资人并不困难，但是要找到志同道合的投资人就很不容易。当他们在对你的企业进行调查的同时，你也必须去调查他们过去的投资纪录。你当然不希望这些人入股以后耍心机争夺经营权，也不会希望找来一群和你的目的或价值观南辕北辙的投资人，因为这可能导致令人不堪设想的后果。一定要耐心寻找志同道合的投资人，这个人感觉上就和你的组织很对味。

千万记得，要持续成长，就必须要在成长之前，也就是产生真正的需求之前，就找到新的投资人入股。如果等到经营出现危机才去寻求奥援，就会有因为外部的压力而作出错误决策的风险。一定要让自己保持在谨慎决定的状况，才能帮助企业成长。

有了优秀的管理团队和志同道合的投资人之后，就必须充分了解你自己零售概念的财务模型。简单来说，如果财务模型够健全，可以产生足够的现金，就可以把资金用在扩张上面。验证和调整财务模型，是你在开第一家店时最重要的工作。

零售业者必须紧盯下列2项关键的财务指标：


	毛利——销售总额扣除销货成本。有了健全的毛利，即使犯了一些错或是店里发生了一些问题，也能够安然度过。

	净利——毛利扣除运营费用和各项折旧之后的总收入。



一般来说，零售业的平均毛利和净利可以区分为下列4种类型：


	食品业——毛利70％，净利20％

	名牌零售业——毛利60％，净利30％

	传统零售业——毛利30％，净利15％

	超市——毛利20％，净利10％



如果你的财务模型预测数字高于上述各个类型的标准，就要重新核对当初认为必要的各项支出。零售业很少能够靠着明显的差异化赚取比其他同业高的毛利，尤其经营稳健的业者大多可以向供货商争取大量采购的折扣。同样地，如果预估净利也比其他同业目前的净利要来得高，那也透露出了你应该重新检视财务模型的警讯。

记住，公司的运营成本也必须从所有分店的净利总合中扣除。过去的经验显示，公司的杂项和行政费用大约占总净利的10％，计算利润之前必须先扣除这些费用。最重要的是，你必须针对自己的零售概念建立实际的参考数字。只要花点心思，就可以了解你的商品类别在业界的平均获利是多少，但其实要等到你第一家店开始经营时才会得到有参考价值的财务信息。从经营第一家的经验里，你才会真正了解你最后会采用哪一种财务模型。

你所有的运营决策应该都以财务模型为依据。在谈判各类租金费用和其他固定支出、决定你的商品组合、编列广告和营销的预算，以及决定在什么时候、以什么速度展店，公司才能够支应相关的费用，这些决策都应该要以财务模型为依据。实务上，财务模型应该是企业的成长引擎。愈是了解财务模型的限制和可能性，就愈能够作出带领公司前进的正确决定。

一旦你充分掌握了财务模型的细节之后，就可以信心十足地打造事业，不必摸索前进期待好运从天而降。分店扩张可以运用下列几种形式：


	传统的成长方式——增加更多分店。但是千万别假设零售概念在某个地方行得通，就会放诸四海皆准，还是必须了解每个新据点本身的市场动态。对那些无意追求大规模成长的业者来说，只要有2、3家分店就可以过得很不错了。

	授权加盟——只要有足够的时间和精力去发展一套完善的系统和运营手册，这倒是个不错的方式。授权加盟一般最大的挑战在于控制质量和保护品牌。大部分加盟店支付的权利金大约介于4％到8％之间，而支付的全体营销费用则大约是在3％到5％

	智能财产授权——公司名称、产品名称、采用的配方、产品本身，或是上述各种资产的组合都可以授权。授权人一般都不会提供任何运营上的支持或营销协助。

	出售区域经销权给第三者——并且允许他们把加盟权再转卖其他人。区域经销商可以依据加盟店的营收收取代理佣金。在某些情况下，公司甚至会在合约里列入赎回条款，明订当区域经销商想要退出的时候，公司会用盈余的特定倍数买回区域内所有的商店。

	购并——可能是去购买现有的连锁店，然后更换连锁店的产品线，或是把店名改为自己的零售品牌，这种做法可以立即增加市场占有率和提高品牌知名度。但是要小心，任何的或有负债在购并之初很可能并不容易察觉。

	成立新的合资企业——这样可以减低扩张时一半的成本和风险。但是这种方式迟早要面临合伙人意见分歧的问题。此时，你就必须决定要怎么处理合资企业的资产。

	在零售业务之外增加批发的通路——提供产品给其他不是竞争对手的企业。如果经营得当，这将带来一笔全新的收入，是你过去用其他方法都无法带来的收入。



整体来说，大多数零售企业还是采取增加直营店的扩张方式。但是在扩张新的分店之前，一定要使现有各家分店的运营达到最高效率。另外，在你投入资源准备扩张时，要确保服务质量不至于因此下滑。如果不能维持品牌的信誉，就应该把所有精力放在提升质量上面，不要因为经营多家店而分心了。

不必过度焦虑一定要抢先进军新的市场。更重要的是，要以思虑周延和通过市场检验的零售观念谨慎行事，不要盲目追求快速成长。为了成长而成长根本毫无意义。你设立的每一家分店都应该有助于提升品牌。这一切只有在基础建设、人员、作业流程和系统都准备就绪之后，才可以水到渠成。扩充太快，却选择了错误的地点和不适任的员工，会让辛苦多年建立的品牌毁于一旦。



Phase 2　Prepare to Expand Right from the Outset　
中文



Main Idea

Position your new retail enterprise to "go long". In other words, develop your strategy in such a way that you always stay one step ahead of your competitors. Get profitable and then expand; faster than everyone else. Have a business plan, investors, organizational structure and economic model that is suited to expanding your business rapidly.

Supporting Ideas

In theory, you should write your strategic plan before launching your first store. In reality, however, most people tend to open their first store, make mistakes, find an effective way to make their retail concept work and then start considering how to take advantage of the broader possibilities.

Regardless of the order, you'll need a strategic planning process in place before you can experience substantial growth:
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Your strategic plan should confront all the hard questions you'll need to ask. In it, you should briefly spell out:


	Your core values and mission

	Your competitive point of differentiation

	Your opportunity to expand over the next three years or so

	Your strategic initiatives for the next few years

	Specific objectives and timelines for each initiative

	Your store development plan to achieve these objectives

	Your financial plan and specified financial metrics



Good strategic plans are brief—more a collection of bullet points than anything else. Write it to show how your retail concept will scale and what problems need to be solved before this can happen. You should also write the plan as if you are an; outside investor approached to put capital into this idea. Anticipate all the hard questions a potential investor would ask, and provide all the answers.

Based on your strategic plan, you can then develop an operating plan, budget and performance review process:


	Your operating plan will take the strategic objectives and detail the tactics you plan on using to achieve those goals. You can then develop a milestones calendar and 1-year financial projections for each new store.

	Your budget will consolidate all the financial information. In addition to forecasting future capital needs, it will contain your profit-and-loss and balance sheet projections. Anticipated results will be detailed here along with information on measurement metrics.

	Your ongoing performance review will look at actual results versus your budget. You will also be able to include an up-to-date performance analysis and a checklist of key problems to be addressed.

	Once a year, you then formally sit down and examine what is working and what is not. You can then adjust your strategic plan accordingly to take advantage of new market opportunities and so forth.



Once you have your strategic planning process in place, you're then ready to look at expanding your retail empire. There are now two key factors that will determine just how fast you can grow:
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To build a strong retail business, you'll need senior people who are experienced in a variety of areas—branding, marketing, operations, merchandising, finance, real estate, design and customer intelligence for starters. You'll also need to add seasoned professionals with expertise in other skill areas that are specific to your business category. Build a management team with a diverse set of skills and who will have the expertise to take your retail business to the next level of growth.

These people can be phased in progressively as you expand:


	Around the time you reach 40-50 people or 4-5 stores, you should hire a head of human resources.

	At about 15 stores, you should have a full-time merchandiser.

	At 35 stores, you hire a full-time marketer.



The key to growing the business is to hire people who can make the step up as your operation grows. Hire people who have the skills you're missing personally and who can grow to replace you in the future. The right people will have personal values and abilities that align with your organization rather than long resumes or impressive pedigrees. The right people will thrive in a high-growth situation rather than feel overwhelmed by all the hats they need to wear. Most likely, you'll find these people individually rather than in batches. And once hired, you'll also need to develop training systems that will educate new hires about the core beliefs and values of your company.

In parallel with building your management team, you'll also need to be actively searching for the right investors. Most retailers start out mortgaging their houses and then draining their life savings before turning to friends and family for capital; to grow. This is not a good approach, especially if your venture fails. You're far better off if you can find private individuals to invest who in addition to money can provide additional expertise when required. Generally speaking, venture capitalists will be a little too aggressive and impatient for your requirements. Many cities have an informal "angel network" of wealthy investors who like to help start-ups get going. Potential investors usually won't be hard to find, but figuring out who to go with will be difficult. While they are doing due diligence on your business, you'll need to be doing some reciprocal due diligence on their track record as an investor. Obviously, you don't want someone who will attempt to maneuver you out the back door once they come on board. Nor do you want investors who have objectives or values that differ from your own because this can lead to a catastrophe. Keep looking until you find an investor who is a good match and who simply feels right for your organization.

Always keep in mind that to keep growing, you'll need to hire and find new investors ahead of the curve—before there is an actual need. If you wait until things are desperate, you risk making bad decisions because of the external pressures involved. Place yourself in a situation where you can make measured choices to be able to grow the business.

With the right management team and suitable investors in place, it's vital that you have a thorough understanding of your concept's economic model. In simple terms, if the economic model is robust enough to generate excess cash, you can finance your own expansion. Proving and fine-tuning your economic model are the key tasks in opening your first store.

The two key financial measures retailers need to focus on are:


	Gross margin—total sales revenue minus the cost of the goods sold. A healthy gross margin allows you to survive; even if you make some mistakes or you have problems with a store.

	Net income—the amount of revenue left over from the gross margin once operating expenses and depreciation have been deducted.



Broadly speaking, the industry average gross margins and net income for retail concepts fall into four broad groupings:


	Food concepts—gross 70 percent, net about 20 percent

	Specialty retailing—gross 60 percent, net 30 percent

	Traditional retailing—gross 30 percent, net 15 percent

	Groceries—gross 20 percent, net 10 percent



If your retail concept's economic model projects much higher figures in either area, check that you've allowed for everything that will be required. It's quite rare for a retailer to enjoy sufficient differentiation to generate a higher gross margin than all its peers, especially when the established players can access high-volume discounts from suppliers. In a similar vein, if your anticipated net income is much higher than everyone else in the same field is currently achieving, that should also ring some alarm bells.

Keep in mind your corporate running costs also need to be deducted from the combined net income from each of your stores. Experience has shown corporate general and administrative costs usually run at about 10 percent of net income. Those expenses have to be met before any profits can be contemplated. More than anything else, it's important that you develop realistic numbers for your particular retail concept. With a little homework, you can flesh out what the industry averages are for your line of products, but the best quality financial information you have will be when you get your first store up and running. From that experience, you'll have a far more accurate idea of what your actual economic model will end up being.

Your economic model should be at the center of all your operational decisions. You should use it to negotiate your rent and other fixed expenses, to decide on your product mix, to set your budgets for advertising and marketing and to decide when and how quickly you can afford to open more stores. In practice, your economic model should be the growth engine for your enterprise. The more you understand the constraints and possibilities of your economic model, the better equipped you become to make good decisions going forward.

Once you understand your economic model in fine detail, you can then go about building your business with confidence rather than taking a stab in the dark and hoping for the best. Expansion can take any of several forms:


	You can grow the old fashioned way—by adding more stores. Don't, however, assume that just because a retail concept works well in one place, it will work well everywhere. You have to understand the dynamics of each new locale in its own right. Two or three stores can provide a very good living for someone who is not interested in growing too big.

	You can offer franchises to third parties—which is fine as long as you have the time and energy to develop robust systems and operational manuals. The key challenges in franchising are usually quality control and protecting your brand. Most franchisees pay a royalty of between 4 to 8 percent and a group marketing fee of about 3 to 5 percent.

	You can license your intellectual property—your company or product name, the formula you use, the product itself or some combination of these assets. Licensers don't usually provide any operational support or marketing assistance.

	You can sell area licenses to a third party—and let them on sell franchises to others. The area licensee can then take an over-rider commission on the business generated by all franchisees. In some cases, the company may even have a buy-back clause in the agreement under which the company will buy all the stores within a region back at a specified multiple of earnings if the area licensee wants to exit the business.

	You can grow by acquisition—perhaps by acquiring an existing chain and changing its product line-up or rebranding it with your retail brand. This can give instant market share and brand presence. Watch out, however, for any contingent liabilities that may not be obvious at first.

	You can grow through forming new joint ventures—which allow you to expand for half the costs and risk. The only problem with this approach is that sooner or later, you and your partner will want to head in different directions. At that point, you'll have to decide what to do with the assets of your joint venture.

	You can supplement your retail business by adding wholesale channels—supplying product to other non-competing businesses. If you're smart, this will be a whole new line of revenue you would otherwise have never had.

	On balance, most retail enterprises end up growing by adding more company-owned stores. Just be certain you have all your existing stores operating as efficiently as possible before you try and open up new stores. Another point is to make certain your service model doesn't collapse when you spend resources on expanding. If you cannot maintain the integrity of your brand, put all your energies into enhancing quality rather than getting distracted by the demands of running multiple stores.



Don't worry excessively about being the first to get to a new market. It's more important that you move intelligently, with a well thought out and tested retail concept than it is to be fast. Growing just for the sake of growing is pointless. Let every new store enhance your brand. That will only happen if you get your infrastructure, your people, your business processes and the right systems in place first. Expand too fast, in the wrong location and with the wrong people, and you can undermine years of brand building efforts.



第3阶段　寻找有利地点创造品牌优势　
英文



主要观念

永远要找那些不只可以创造营收，还可以建立品牌知名度的地点开店。如果你做到了，就会产生滚雪球的效应——在你将来设立新据点的时候，你的品牌优势将有助于提高销售。地点尽量选择在城市人潮最热闹、引人注目，以及其他承租户都是高水平的精华区。选择的地点愈好，竞争对手就愈难迎头赶上。

支持概念

一旦决定扩展零售事业之后，很自然会想到的第一个问题就是：要从哪里开始？从过去的经验来看，零售业者会倾向先在自己的地盘称霸以后，再往邻近区域扩张，最后才进军全国。一般来说这是稳扎稳打的扩展方式。

为了稍稍调整上述的想法，大多数成功的全国性零售业者会采取所谓“辐轴式”的扩展方式，辐轴式做法有以下3个步骤：

1．列出潜在市场的优先级——利用分析人口统计资料找出最重要的新潜在顾客群集中在哪里。你应该可以根据各种不同标准去划分不同潜在市场的优先级，并且根据你设定的市场渗透目标，来决定你在各个重要市场可以开设几家分店。

2．在选定的最重要市场里采取辐轴式的扩张模式——也就是在新市场里同时成立好几家分店。这样不但可以提高品牌能见度，也能增加营销的效果。在每个新区域开设的分店里，应该至少要有一家醒目抢眼的旗舰店。
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3．一旦“拥有”轴心之后，就要以辐轴的方式向外在轮辐的区域建立新据点——也就是，只要在重要市场成为优势品牌之后，就要开始在邻近比较小的区域开设分店，建立据点。拓展分店要循序渐进，这样才可以把商店集中在你已经享有品牌知名度的区域，而不是依个人的好恶漫无目标地扩张。

先集中在重要市场扩充店数，然后再逐步往邻近区域拓展的方式，就可以带动你的销售量加速成长。这个方式也可以让组织的运营基础设施发挥最高的效率，而且也可以借此展现你拓展事业的决心，让竞争对手望而却步。

根据经验法则，只有在轮辐区分店业绩比下一家轴心区分店的业绩更好时，才要在轮辐区再开新的分店。快速在轴心区域同时开设多家分店，可以大幅提高企业的知名度。从品牌认知度的观点来看，在轴心区域内开设多家分店，比在每个区域都只开一家分店，更能够让你投资在营建、人员、训练和一般行政管理费用的资金，创造出最大的投资报酬。

即使你已经盘算好开设分店的地点，还有一件重要的事就是找到一栋合适的房子，把店面就设在那里。决定前，你必须针对下列几项要件详细分析：


	承租或购买？——一般大型零售连锁店都会认为租比买划算。这通常不难决定，因为资金利息很高，所以大多数零售商宁可把资源用来拓展业务，而不去买店面。然而有时候买店面反而是合理的。如果你准备设定一个目的位置再用广告吸引顾客上门，那么把目的位置的房地产买下来就是个好生意。同样地，如果你不打算开设其他的据点，不需要资金来扩展企业，购买房地产就变成一项稳健的投资。但是，千万不要因为负担得起而选择次佳的地点，宁可去租最好的地点。

	要怎么找到合适的房屋中介商？——这个时候你需要的是专业的商用房地产中介商，而不是朋友的朋友。找一家其他大型连锁商在这个区域曾经聘请的房地产中介商，因为这些房仲业者最清楚哪里有抢眼、交通方便又容易停车的好地点，而且他们也了解当地的法令规章。称职的中介商知道哪里是最好的零售点，以及在方圆5里之内的基本人口。尤其在你人生地不熟的时候，更是要找个当地的万事通帮助你进入状况。好的中介商也会和房地产勘测员、建筑师、建商和工程师等人都建立了良好的人脉。准备好一笔丰厚佣金给合适的中介商，不要跟他们在佣金上斤斤计较。其实你可以事先开给中介商一个金额，保证他们在成功帮你租到合适的地点之后至少可以领到这笔金额，并且说到做到，这样就会激发他们为你服务的热忱。而且，在未来拓展新店的时候聘请同一位中介商，也会让你觉得比较放心。

	租店面时应该要注意哪些事？——既然房租会是一项沉重的财务负担，尽量争取到最有利的条件就很重要。你可以要求签约10年，并享有2次加签5年租约的权利。同时也应该包含退租条款，也就是租满3年之后，只要支付3个月或1年的租金就可以终止租赁合约。这样一来，可以让你在零售概念行不通的时候还有退路。同时，也应该要聘请合格的建筑师或工程师实地勘查，确认你实际租用的坪数。他们也可以告诉你在开设公司的时候，必须要遵守哪些健康和安全规范，除了这些规范，什么事都是可以商量的。同时也要向其他承租户打听一下，房客和房东每周打交道的经验。他们会告诉你房东是不是会遵照合约行事，以及屋况修缮的速度。如果你可以找到尽心维护最佳屋况的房东，那可比和斤斤计较的小气房东打交道好得太多了。最重要的是，合约里千万不能有含混不清的地方。应该要在租约中详列双方的权利义务，并且确实遵守。设计周延的合约会是你未来财务管理成功的基础。一定要确保每件事都很平顺，能够顺利运作。





Phase 3　Build Brand Prominence by Locating Astutely　
中文



Main Idea

Always target retail locations that will not only general sales but also build your brand awareness. As you do this, a snowball effect comes into play—your brand prominence will help lift sales when you open future locations. Aggressively position yourself in the best areas in town in terms of customer traffic, visibility and high quality co-tenants. The better you can do this, the harder it will become for any competitors to catch up.

Supporting Ideas

When you've decided to expand your retail business, the first natural question that comes to mind is: Where to start? Historically, retailers have tended to conquer their own locales first and then expanded into nearby regions before going national. That's a generally sound approach.

To fine-tune this idea a little, most successful national retail operations have used a "hub-and-spoke" approach in this way:

1. Prioritize your potential markets—by using demographic data to analyze where your greatest concentration of potential new customers are. You should be able to rank your potential markets several different ways using different criteria. Decide how many stores you can potentially open in each key market based on your desired market penetration target.

2. In your top market or markets, follow a "hub-and-spoke" expansion model—where you enter the new market with multiple stores opening at once. This enhances your brand visibility and increases the effectiveness of your marketing. The stores that you open should include at least one highly visible flagship store for each new area.
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3. Once you "own" the hub, you then start establishing stores in the spokes—meaning once you've become the; dominant brand in your biggest market, you then put stores into bordering smaller regions to establish a presence. This is done progressively so you concentrate your stores where you're already well known rather than expanding randomly wherever the mood takes you.

By concentrating your store openings in your key market first and then progressively moving to bordering areas, you develop sales momentum. This approach also maximizes your organization's operational infrastructure, and deters competitors since you have demonstrated that you're committed to expansion.

As a general rule-of-thumb, you only open stores in the spokes when they can generate more business than the next store in the hub would. The rapid opening of multiple stores in the hub will generate a lot of publicity. From a brand awareness perspective, the close proximity of multiple stores rather than one per region enables you to maximize your return on investment in construction, labor, training and general administrative costs.

Even when you know where you want to site your stores, there is still the matter of finding the right building to locate in. Before you make that decision, you have to do some detailed analysis on some key issues:


	Should you lease or should you buy?—The accepted wisdom with most large retail chains is you're better off leasing your buildings rather than buying. This usually isn't a hard question to decide, since funding to fuel the growth of your retail business will be at a premium. Most retailers would rather devote their resources to growing their business rather than buying buildings. There are times, however, when buying makes sense. If you're developing a destination location where customers will be attracted to you by your advertising, buying your; property is a good idea. Similarly, if you're not planning on opening additional locations and you don't need funds for expansion, then buying your property may turn out to be a sound investment. Don't, however, settle for a secondary location just because you can buy rather than leasing one of the best sites available.

	How do you find the right broker?—This needs to be someone who specializes in commercial real estate rather than a friend of a friend. Use the same real estate broker the big chains have used when they have located in the area. They will understand the finer points of visibility, access, parking and regulatory requirements. A good broker will know where the prime retail spots are and the basic demographics within a five-mile radius of your spot. You always need someone with local knowledge who can tell you the lay of the land, especially when you're an outsider. A good broker will also be well connected to everyone from surveyors and architects to builders and engineers. Be prepared to pay well for the right broker. Don't begrudge them their commission. In fact, incent your broker by guaranteeing in writing a minimum fee for the successful arrangement of any lease and see the broker gets paid. You can then feel good about using that same broker in the future when you want to open a new store.

	What should you watch out for in a building lease?—Since your building lease will be a large financial commitment, it's important to get the best terms possible. Ask for a ten year lease with two five year options. Also include a "kick out" clause that would let you terminate the lease after three years upon payment of three months or one year's rent. This gives you the option to get out if your retail concept doesn't work out. It's also worth; getting a licensed architect or engineer to do a site survey to verify how much space you're renting, and to advise what you'll need to do onsite to comply with all the health and safety regulations that will apply. Other than that, everything else is negotiable. Talk with other tenants to get a feel for how the landlord is to deal with on a week-by-week basis. They will be able to tell you whether the landlord sticks to the letter of the agreement and how quick the landlord is to get repairs done. If you can work with a landlord who does whatever it takes to keep the property in top condition, that will be much better than dealing with someone who is a penny pincher. Above all, don't be ambiguous. Spell out in the lease document who is responsible for what. Then make certain you honor your obligations. A strong lease agreement can be the foundation on which your future financial success rests. Make everything predictable and smooth running.





第4阶段　挑战极限，维持品牌的领导地位　
英文







主要观念

站上领导位置并且保持领先。定期更新、补充和活化你对零售概念的各个面向，创新并且挑战极限。尽量坚守自己的价值观，但要小心不要掉进没有特色的陷阱。要经常调整商品、店面设计、服务和质量的水平，以迎合消费者的喜好。

支持概念

一旦你学到了扎实的运营经验，而且对你自己的零售概念有信心可以行得通，就应该开始去尝试一些新的观念，不要停滞不前。你必须尝试一些能符合品牌内涵的新事物，才能保持品牌的新鲜感并且跟上潮流。

要怎样才能在创新的同时还让品牌忠于原味呢？如果要兼顾两者，必须先做到下列3件事：


	顾客必须要能认同你的创新——表示你研发出来的新产品必须和过去的产品或服务互相链接。举例来说，星巴克推出了以咖啡调制的冷饮和咖啡口味的冰淇淋。这些商品都是公司现有商品的合理延伸，因此消费者也比较容易接受这些新商品。

	创新要能准确地掌握时机并且抓到逐渐受到好评的新趋势——这样一来，你的新产品才能迎合成长中的市场。Subway潜艇堡就是个很好的例子，他们运用了绝佳的零售概念，因而在公司搭上低热量食品趋势的时候，就能赢得顾客的信赖。

	创新必须要能够满足现有的顾客群——否则就会有得罪而流失现有顾客的风险。餐厅业者不应该想要卖早餐给一般家庭、卖午餐给蓝领工人，同时又卖晚餐给出手阔绰的有钱人，这些人的需求根本完全不同。创新必须要能吸引老主顾，才能维持一贯的商誉。



本质上，创新必须要挑战产业的传统观念。比如说以下这些想法：


	超市是不是可以把鲜奶、面包和报纸摆在一起，并且挪出一个专用的快速结账柜台，让消费者可以很快地买完东西离开？

	试着提出好吃又简便的新早餐概念。提供消费者5种美味的选择，让消费者从点餐到吃完早餐最多只要8分钟。

	高度人性化的零售概念搞不好也可以用在家电和消费性电子产品上。营造一个亲切、舒适又轻松的环境，让消费者可以获得最新的产品讯息，甚至学会更有效运用他们已经购买的产品。这样企业就可以借着这个机会转型为家电整合厂商。

	专为初为人母的妇女设计的小区服务中心愈来愈受欢迎。这些中心提供妇女可以坐下来育婴的休息室、婴儿服饰店、有保健专家提供个人咨询的咨商室，以及授课的教室。这些中心可以用出租婴儿服、婴儿用品，以及其他父母常买的日用品来赚钱。



一般零售商就好像是濒临绝种的动物一样，快要消失了。想要在未来大展宏图，零售商就必须找到能和沃尔玛、好市多和亚马逊这些价格∕价值型领导者匹敌的特殊利基。名牌专卖店和锁定生活形态的零售商，因为提供了消费者喜欢的人性化和独特的消费体验，还能够有立足之地。零售业是建立在人与人之间不断的互动上，这是任何在线交易的企业永远办不到的。尽管眼前还有许多令人兴奋的商机和新零售概念有待开发，但是大多数的零售商依然安于现状。

那么，零售业有哪些未来的趋势？

■新科技会强化并且重新定义整个消费体验——让购物变得更迷人。在后场，实时的存货补充和更快速的交货流程会使得零售商更有效率。虚拟现实等前场科技，会让消费者轻而易举尝试各种各样的商品组合。消费者甚至可以在到达商店之前，先利用数字装置订货，从免下车窗口取货以后就可以立刻离开。很快地会有那么一天，顾客只要走进店里挑选完想要的商品以后就可以直接离开，扫描仪就会辨认出消费者购买的每一样商品，算好价钱后，从消费者在店里开设的账户或是特殊的信用卡中自动扣款。再也不必排队等结账。

■零售业会回归基本面做好下列3件零售业最擅长的事情：


	提供消费者想要的商品和服务

	提供工作机会，尤其是给年轻人

	营造并促进社群的归属感



零售商店在被大家讥为电子商务的手下败将之后，又再度成为整个小区的中心和聚会场所。

■零售商会努力加强自己和小区的关系——借由发展出新的零售概念，来取代那些千篇一律的购物商场或大卖场的设计。零售商未来将会聚合起来，就可以创造小型的购物村，提供人性化、有趣的消费体验，不会无趣又呆板。这些由新型购物商圈营造出来的聚落般气氛，会吸引消费者在那里闲逛、交流和逗留，不会迫不及待地想要离开。

■零售商会全心全意回归到原有的核心价值——还会发展出令人动心的全新零售体验，不仅高度人性化、充满活力而且高度参与。零售商还会做一些有趣、新鲜和活泼的事情。简单来说，零售商会不断地寻找新鲜又有趣的方式，和顾客建立更深厚、更紧密的关系。这层关系愈密切，差异化的程度就愈大，这样会让竞争对手更难模仿。


关键思维

“零售业一向重视细节，但是新世代强调的就是创新和执行，这两者也都是要相当注意细节的。新一代的零售商可以用实体设计和视觉效果吸引顾客、提高娱乐的层次、运用科技让服务更人性化和让交易更迅速，把购物的个人满意度提升到更高的境界。”

——亚瑟·卢宾菲尔德&柯林斯·海明威





Phase 4　Maintain Brand Leadership—Push the Envelope　
中文







Main Idea

Get in front and then stay there. Periodically update, refresh and reinvigorate all aspects of your retail concept. Innovate a little and push the envelope. Stay true to your values by all means, but avoid the trap of falling into the non-differentiated middle. Regularly rework your product, your design, your service and your quality standards to reflect evolving customer tastes.

Supporting Ideas

Once you have some solid operational experience under your belt and confidence your retail concept works, it's then time to start trying some new ideas rather than standing still. To keep your brand fresh and relevant, you've got to try some new things that fit the context of your brand.

So how do you innovate but at the same time stay true to your brand? It's definitely a balancing act that will require three things before it can happen:


	Your customer has to give you license to innovate—meaning any new product you develop must logically relate to what you already do. For example, Starbucks released coffee-based cold drinks and coffee flavored ice cream. These products are a logical extension of what the company already offered, and were well received by customers for that reason.

	You have to time your innovation astutely and capture a new trend that is gaining favor—so your new product is serving a growing market. A good example of this is Subway Sandwiches, which had a solid retail concept in operation. When the company jumped on the low-carb diet trend, the company had loads of credibility with its customers.

	Your new innovation must serve the same demographic as you're currently serving—otherwise you risk alienating and losing your existing customers. A restaurant should not attempt to serve families at breakfast, blue-collar workers for lunch and high rollers in the evening—the demands of each demographic are entirely different. To be credible, your new innovation must appeal to the people who already know you.



By definition, innovations will challenge the conventional wisdom for your industry. Some possibilities:


	How about a grocery store that places milk and bread and newspapers close together with a dedicated express lane checkout so people can dash in and get out quickly?

	What about offering a new breakfast concept that combines quality with simplicity. Have five tasty choices and let people get in, fed and out in eight minutes or less.

	Perhaps a high-touch retail concept for home and consumer electronics would go well. Create an approachable, comfortable and familiar environment where people can learn what's new, or even how to better use what they already own. This is an opportunity for a company to become a complete home electronics integrator.

	Community centers specifically designed for new mothers are becoming very popular. These centers have a common room where women can sit and nurse their babies, a baby clothing shop, consultation rooms where personal advice can be provided by health care professionals and a seminar room for teaching sessions. The center can generate revenue by renting baby clothing, baby gear and all the other accessories parents buy.



General retailers really are an endangered species. To succeed in the future, retailers will need a specialist niche they can defend against the price/value leaders like Wal-Mart, Costco and Amazon. Specialty retailers and targeted lifestyle retailers will do fine because they provide the human touch and a unique experience customers like. Retail is based on a constant flow of people interacting with each other—something no Web-based business; can ever match. Yet despite all the exciting opportunities and new retail concepts that are yet to be developed, too many retailers remain happy with the status quo.

So what lies ahead for the retail industry?

■New technology will enhance and redefine the entire customer experience—and make shopping even more alluring. In the back-office, real-time stock level replenishment and faster transaction processing will bring new efficiencies for retailers. Front-office technology like virtual reality will empower customers to try all sorts of combinations of items effortlessly. Customers will even be able to place orders for items by digital devices before they get to the store meaning they can just go through a drive-in window and be on their way. And one day soon, customers will be able to walk in a store, select the items they want and then simply walk out. A scanner will identify everything they've purchased, tally the cost and deduct it automatically from their store account or a special credit card they carry with them. No more waiting in line for purchases to be scanned.

■Retail will return to its roots—to the three things it does best:


	Provide products and services people want

	Provide jobs, especially for young people

	Build and foster a sense of community.



After being derided as a relic superceded by e-commerce, retail will again become the center point and gathering place for an entire community.

■Retailers will work to enhance their communities—by; developing new retail concepts that move away from cookie cutter strip malls or big box designs. Instead, clusters of retailers will create small villages that are people friendly and interesting rather than bland and predictable. The village-like atmosphere of some of these new shopping complexes will encourage people to walk, mingle and linger rather than trying to get in and out as quickly as possible.

■Retailers will return wholeheartedly to their core values—and will develop compelling new retail experiences which are high touch, high energy and high involvement. They will do things that are fun, fresh and vibrant. In short, retailers will continue to find new and interesting ways to forge deeper and more personal connections with their customers. The stronger these connections are, the greater the level of differentiation and the harder it will become for competitors to do the same.


Key Thoughts

"Retail has always been detail, but the New Age is about innovation and execution, with attention to detail in both. The New Retailer can engage customers with physical design and visual appeal, increase the entertainment level, use technology to humanize service as well as to expedite transactions, and take shopping to a higher level of personal satisfaction."

—Constantinos Markides and Paul Geroski Donna Samulowitz vice president of global customer loyalty, Whirlpool





在地观点　顾客的“安心”，是展店的基石


林志鸿



台湾樱花厨具事业处


著名的营销刊物《突破杂志》曾经就民众做过一项知名消费商品金牌大调查，在林林总总的品牌中，可口可乐、台湾啤酒和樱花排油烟机雀屏中选，成为民众最为熟悉的3项产品。当然知名商品的排行会因时制宜，但是曾经上榜过的樱花除油烟机，在台湾地区零售业发展史上，确曾占有一席之地，也是不争的事实。

深究樱花成功之道，和本文作者所述一开始就经过精心设计略有不同，而是一切都在“做中学”。尽管樱花起步不算稳扎稳打，但是异中求同的是，樱花从一开始就怀抱雄心，从建立品牌起步，之后怀抱着“终生服务”的理念出击，终于让樱花在满布荆棘的丛林里，觅出一条生路。

确实，要擦亮“樱花”这块金字招牌，并非易事。台湾樱花足足花了6年的时间，在黑暗中摸索，经一再的失误之后，86年成立的“樱花厨艺生活馆”，终于在92年出现获利，去年全年获利估计为4000万元。


走零售，只为争一口气


回忆当初樱花董事长张宗玺从排油烟机代工厂转型成为零售商，中间的缘起其实很简单，只因为有次送货到客户那里，遭客户调侃：“我们家的停车场比你家的工厂还大。”在咽不下一口气下，张宗玺回家后左右思量，认为以他当时代工市占率达70％的实力，转型自创品牌应该有成功的机会。但是该如何胜出，张宗玺当时并没有明确的战略，只是以自己从事排油烟机多年经验，认定如果由服务出发，在只讲究价格的70年代，应该有胜出的机会。

就这样樱花在20年前一举跳脱全国最大抽油烟机代工厂的既定角色，决心走自己的路。当时樱花决定自创品牌，随之而来的客户转单事件不断，为了降低冲击，台湾樱花在抽油烟机之外，陆续以“樱花”自创品牌推出热水器、瓦斯炉，欧化系统厨具、进口卫浴以及整体浴室等卫厨家庭设备，终于化解抽油烟机代工客户流失的危机。


营销特攻队旋风出击


樱花创业历程一路走来，并非一帆风顺。尤其是早期因经销通路过于庞杂，从瓦斯行、厨具行、水电卫材行、中盘商等一应俱全。为了攻占市场，1984至1988年间，樱花鼓励年轻充满干劲的业务同仁，组成了一支立志只准成功，不许失败的营销特攻队，到处举办“普销说明会”，经常一忙就忙到深夜11、12点钟。讲题由产品特性、销售技巧到销货分红制，由于樱花破例提供优厚的双月奖金、季奖金等销货分红制度给经销商，结果不但打破过去业界惯例，让樱花得以顺利推行月结现金的收款政策，也为樱花募集一群忠实的经销伙伴。

为了要走出一条和既有客户不同的路，樱花继1982年在雾峰建厨具厂后，又于北、中、南三地成立“樱花卫厨百货”，以累积经营know-how，并培训种子干部。等到员工到位之后，樱花又在总经理张宗明领导下，就产品、通路、营销、训练及支持等4大部分展开研拟规划，并在总经理室下设立一“经营规划小组”，由其展开全省市场普查，——到厨具店去拜访，了解同类型的厨具店在同一区域中有几家，经营形态又有何不同。

在掌握所有商情后，樱花终于在1986年正式成立“樱花厨艺生活馆”，并根据市调结果，将“樱花厨艺生活馆”定位为“专业的厨房设计师”，强调樱花要做的是帮客户设计优质厨房，而不光光是卖厨具。

樱花一开始就将“樱花厨艺生活馆”设定为连锁店，因为在布点之初，樱花就一举筹设了北、中、南区营业所，还建构了物流发货中心。


生意人可以一做17年


樱花公司草创时，就曾就“永久免费服务”这项营销策略，求教于当时任台湾工业银行总经理的陈世锦。只记得当时陈世锦只问了张宗玺一句话：“你想当企业家还是生意人？生意人赚的是短利，企业家做的是一辈子的事业。”

就因为这句话，樱花舍弃了当时市场盛行的削价竞争策略，改由服务出发。为了真正做好服务，樱花领先同业在1988年就采用计算机秀图软件、计算机3D设计软件，同时也加强加盟店资格的审查。依规定，加盟店东在签约前即须上课3个月，接受设计、色彩、风水、计算机和营销训练，最后还要通过考试后才能开业。此外，樱花也秉持着“终身服务，永久保障”的服务精神，首创“永久免费厨房健检”售后服务。

对于樱花大手笔做售后服务，首开先例向顾客承诺“除油烟机送油网”、“热水器安全检查”等永久免费服务，很多同业对此做法很不以为然。从别人的怀疑眼光中起步，到今天，樱花已经累积超过200余万笔顾客资料，甚至还曾寻访到抽油烟机使用了17年，樱花油网也连送了17年的第一代产品顾客案例。

为了落实服务，台湾樱花去年4月底将以往只适用于自家品牌的安检服务全面放宽，不分厂牌、种类热水器皆可享有免费到府安全检查的服务。结果，往年只有7万人次参加的安检活动，去年在“樱花安全守护队”催化下，将安检人次推升至10万人次。


去芜存菁，重新出发


打出了服务的口号，樱花厨艺生活馆展店的速率也大增，设立的第二年就冲到了40、50家，不过与原先预想的加盟店形式有些出入。由于合作的瓦斯行、厨具行、水电卫材行担心加盟后，只销售单一品牌产品，可能会减少客源而思量再三，为了赶进度，樱花改设直营店，结果初期有2/3的据点都是直营店，一直到经营出成效后，加盟店数才随之增加。

然而因为初期设点速率过快，导致樱花厨艺生活馆部分据点表现并不佳。为此，1989年时樱花展开阶段性经营总检讨，——把所有据点都拿出来作检讨，并一举将60家店删减到只剩40家，关掉部分地点不佳、经营成本过高的据点，并将经营绩效中等但具潜力的直营店，开放给员工内部创业。着眼点就在于，厨具馆经营的关键在于“人”和“沟通”，加盟主自己当老板用心经营，与受薪员工相比，能创造出更大的业绩空间，且根据数据显示，以相同的商圈、门市面积来说，直营店每个月能销售150万元就不错，但是加鹏往往就能冲刺出200万元的业绩。

经过这5年来的调整，至今年止，总连锁店数又回升至71家，但是直营店就只剩下台中1家，保留作为示范点。预估至年底，总家数还可望增加至75家，上半年业绩经初步结算，达标率呈倍数成长。


从电、瓦斯到水


继在台闯出名号后，樱花又相中健康养生市场，计划推出净水设备专业连锁店，打出SAKURA WATER次品牌。樱花指出，目前正在积极招商中，希望能够在一年逾30亿元的家用净水设备及后续滤材服务市场分一杯羹。有心抢进净水器市场的樱花，近期动作频频，在办完北、中、南说明会后，已敲定8月下旬进驻净水器通路，目前签约经销者已达80家，加上既有70家樱花厨艺生活馆，总展店数达150家，樱花预定今年内展店200家。如以此规模估计，明年净水器总销量可望达到2万台。

有了樱花厨卫的成功案例做后盾，相准厨房相关商机的樱花，打出了亚太区最专业厨房专家的新定位，于今年中宣布要抢进净水器市场。樱花初估，台湾地区每年家用净水设备及后续滤材服务市场总商机逾30亿元，且每年以30％。速度成长，目前市场多为小厂，市占率均在个位数，如能采企业化经营，预料商机可期。

为造成声势，樱花一开始就推出6款全然不同的产品，品牌将以SAKURA WATER次品牌与樱花的既有品牌作联结。目前樱花已与80家净水器供货商签约，取得SAKURA WATER的经销权，再加上既有的71家樱花厨艺生活馆，总展店数即达到150家，有机会让樱花在既有的电力、瓦斯领域外，真正成就厨房专家的美名。

本文作者简介

曾任台湾樱花厨具营销企划部襄理、副理，现为厨具事业处经理，并于中兴大学舰3八企管组进修。
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