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TOM TAT

Nghién ctru nay khao sat hiéu qua ung dung mé hinh Lean Startup trong linh vuc
F&B tai quan Ha Pong, Ha Noi, véi trong tam 1a giai phap t6i uu chi phi thong qua
phuong phap tiép can tinh gon. Két qua nghién ciru trén 50 startup va 300 khach hang
cho thdy 62% doanh nghiép ap dung Lean Startup dat hiéu qua kinh doanh vuot troi,
thé hién qua cac chi s6 ROS 8-12% va ROA 15-20%, cao hon 2-3 1an so véi mé hinh
truyén thong. Cac mé hinh kinh doanh nhu Cloud Kitchen (gitp giam 40-60% chi phi
mit bang) va Food Truck (tiét kiém 30-50% vén dau tu ban dau) dwoc danh gia 1a phu
hop nhat. Nghién ctru ciing xac dinh ba yéu t6 then chét quyét dinh thanh cong gom:
(1) Chién lugc MVP (B=0.42), (2) Téi wu chi phi van hanh ($=0.38), va (3) Tan suat
thu thap va ung dung phan hdi khach hang ($=0.35). Phan tich SWOT cho thay cac
startup F&B tai Ha Dong co loi thé vé thi truong tré va sy phat trién cia cong nghé,
nhung ddng thoi phai d6i mat véi théch thic tir sy canh tranh caa céc chudi I6n va ap
luc giam gia. Két qua nghién ctru dé xuat cac doanh nghiép khai nghiép nén &p dung
linh hoat cac nguyén tic cua Lean Startup, két hop véi viéc tan dung cong nghé dé
nang cao nang lyc canh tranh va phat trién bén viing trong bbi canh thi truong day bién
dong hién nay.
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ABSTRACT

This study examines the effectiveness of applying the Lean Startup model in the F&B
sector in Ha Dong District, Hanoi, with a focus on cost optimization through a lean
approach. Research results from 50 startups and 300 customers show that 62% of
businesses adopting Lean Startup achieve outstanding performance, with ROS of 8-
12% and ROA of 15-20%, 2-3 times higher than traditional models. Business models
such as Cloud Kitchen (reducing 40-60% of rental costs) and Food Truck (saving 30-
50% of initial investment) were identified as the most suitable. The study also
identifies three key success factors: (1) MVP strategy (p=0.42); (2) Operational cost
optimization (B=0.38) and (3) Frequency of collecting and applying customer
feedback (f=0.35). SWOT analysis reveals that F&B startups in Ha Dong benefit
from a young market and technological advancements, while facing challenges from
competition with major chains and price reduction pressures. The findings suggest
that startups should flexibly apply Lean Startup principles while leveraging
technology to enhance competitiveness and ensure sustainable growth in today's
volatile market
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1. Giéi Thiéu

Trong bdi canh canh tranh ngay cang gay gét trong linh
vuc 4m thuc va dd ubng (F&B), cac startup tai quan Ha
Dong, Ha Noi dang ddi mat véi nhiéu thach thirc 16n. Theo
thong ké tir Statista (2023), khoang 60% doanh nghiép khai
nghiép F&B that bai ngay trong nam dau tién do khéng kiém
soat dugc chi phi, thiéu sy linh hoat trong md hinh kinh
doanh va khong dap tung kip thoi thi hiéu thay d6i nhanh
chong cua khach hang. Pac biét, tai mét khu vyc c6 mat do
dan cu dong, thu nhép trung binh kha nhu Ha Pong, ap luc
canh tranh vé gié ca, chat luong dich vu va su xuat hién caa
cac chudi F&B Ién cang khién cac startup gap kho khan trong
viéc ton tai va phat trién bén virng.

Trudc thyuc trang d6, mo hinh Lean Startup (Khoi nghiép
Tinh gon) do Eric Ries d& xuit nam 2011 ndi 1én nhu mot
giai phép tiém ning, tap trung vao nguyén tic "Xay dung -
Do ludng - Hoc hoi", gitp doanh nghiép giam thiéu rai ro
bang cach téi wu chi phi, phét trién san pham téi thiéu kha
dung (MVP), va lién tuc cai tién dua trén phan hoi khach
hang. Tuy nhién, viéc 4p dyng mé hinh nay trong linh vuc
F&B tai Ha DPong van con nhiéu han ché, dac biét Ia thiéu
céc nghién ciu cu thé vé tinh kha thi, higu qua kinh té, ciing
nhu céc yéu tb then chét quyét dinh thanh cong.

Xuit phét tir nhiing van dé trén, nghién ctru nay duoc thuc
hién nham tra loi cac cau hoi quan trong:

) Liéu md hinh Lean Startup c6 thuc sy hiéu qua trong viéc
t6i vu chi phi va nang cao kha nang canh tranh cho céc
startup F&B tai Ha Bong?

Nhitng mé hinh kinh doanh cu thé nao (Cloud Kitchen,
Food Truck, Ghost Restaurant,...) pht hop nhat dé ap dung
phuong phap tinh gon?

Dau 1a cac yéu td then chdt anh hudng dén thanh cong cua
Lean Startup trong nganh F&B tai dia ban nghién ctru?

Két qua nghién ctu khong chi gép phan bé sung vao hé
théng ly thuyét vé khai nghiép tinh gon, ma con cung cap
cac giai phap thuc tién gilp cac nha quan ly, cha doanh
nghiép F&B tai Ha Pong tdi wu hoa ngudn lyc, giam thiéu
rui ro va nang cao co hoi thanh cong trong moi truong kinh
doanh déy bién dong hién nay.

2. Muc tiéu va phwong phap nghién ciru
2.1. Muc tiéu nghién ctru
2.1.1. Muc tiéu tong quéat

Nghién ctu nham danh gia hiéu qua cuia md hinh Lean
Startup trong linh vuc F&B (Food & Beverage) tai quan Ha
Dong, Ha Noi tir do dé xuét giai phap téi wu chi phi va nang
cao kha nang thanh cong cho cac startup.

2.1.2. Muyc tiéu cy thé

Phén tich thuc trang &p dung mé hinh Lean Startup trong
cac doanh nghiép F&B tai quan Ha Dong.

Danh gi4 hiéu qua cua Lean Startup thdng qua cac chi sb
tai chinh (ROS, ROA), mirc d9 hai long khach hang (CSAT)
va ty 1é thanh céng sau 2 ndm hoat dong.

Xac dinh cac yéu to anh huong dén sy thanh cong cia md
hinh, bao gom:

Chién lugc MVP (Minimum Viable Product).
Kha nang t6i uu chi phi van hanh.
Hiéu qua cua vong lap Build-Measure-Learn.

Dé xuét giai phép nhiam nang cao hiéu qua ap dung Lean
Startup cho cac startup F&B tai dia ban nghién ctu.

2.2. Phuong phap nghién cau
2.2.1. Thiét ké nghién citu

Nghién ctu s dung phuong phap hon hop (mixed
methods), két hop:

_Nghién ciru dinh tinh: Phong van sau 15 chu startup F&B
dé hiéu rd thach thirc va kinh nghiém trién khai Lean Startup.

Nghién ctru dinh Iugng: Khao sat 300 khach hang va 50
startup F&B dé thu thap dix liéu vé hiéu qua kinh doanh va
mirc d6 hai long.

2.2.2. Phuong phap thu thdp dir ligu

Bang hoi khao sat: Thiét ké theo thang do Likert 5 diém,
tap trung vao:

Mirc d6 hai long caa khach hang.

Panh gia hiéu qua cua cd&c md hinh MVP (food truck,
cloud kitchen, pop-up store).

Phong van ban céu triic: Trao doi véi chu doanh nghigp vé
qué trinh trién khai Lean Startup.

Di liéu thir cap: Thu thap tir bao cdo nganh, s liéu tir Hiép
hoi F&B Viét Nam, va cac nghién ctu trude day.

2.2.3. Phuong phap phan tich

Thong ké md ta: Tinh tan suat, ty I¢ phan tram dé mo ta
dic diém mau nghién ctu.

_Phan tich hoi quy da bién: Xéc dinh mdi quan h¢ gita cac
yéu to (chi phi, chién lugc MVP, phan hoi khach hang) véi
hiéu qua kinh doanh.

Phan tich SWOT: Panh gia diém manh, diém yéu, co hoi,
thach thirc cia md hinh Lean Startup trong nganh F&B.

Phan tich case study: Nghién cuu cac startup F&B thanh
cong dién hinh tai Binh Tan dé rat ra bai hoc kinh nghiém.

2.2.4. Chi tiéu danh gid
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Chi s6 tai chinh: ROS (Return on Sales): Ty sut loi nhuan
trén doanh thu; ROA (Return on Assets): Ty suat lgi nhuéan
trén tai san.

Téc @6 tang truong doanh thu sau 12—24 thang.

Mrc d6 hai long khach hang (CSAT): Do luong qua khao
sat (thang diém 1-5).

Ty ¢ thanh cong: S6 lugng startup con hoat dong sau 2
nam.

2.2.5. Pham vi nghién cutu

Khong gian: Quan Ha Bong, TP.HCM - khu vuc c6 mat
d6 déan cu cao va nhiéu startup F&B méi.

Thai gian: Dit liéu duoc thu thap tir 06/2023 dén 12/2024.

Dbi twong: Céc startup F&B da hoat dong tir 6 thang tro
I1én va &p dung md hinh Lean Startup.

3. Két qua va thao luan

3.1. Thyc trang 4p dung mo hinh Lean Startup trong linh vyuc
F&B tai quan Ha Dong

Két qua khao sat 50 startup F&B trén dia ban quan Ha
Pong cho thdy xu huéng 4p dung mé hinh Lean Startup dang
dan pho bién, vi 62% doanh nghiép da trien khai it nhat mot
sd yéu té c6t I6i cia phuong phép ndy. Trong do, 38% startup
ap _dung toan dién ca ba nguyén tic quan trong gém: phat
trién san pham tdi thiéu (MVP), téi uu hoa chi phi van hanh
va vong lap "Xay dung - Po luong - Hoc hoi" (Build-
Measure-Learn). Didu nay phan anh nhan thirc ngay cang ro
cuia cac chu doanh nghiép vé tinh hiéu qua caa Lean Startup
trong viéc giam thiéu rai ro khai nghiép.

V& md hinh kinh doanh, Cloud Kitchen ndi Ién 1a luva chon
hang dau véi 35% startup lya chon do kha nang cat giam 40-
60% chi ph| mat bang so véi mé hinh truyén thong, dong thoi
tan dung t6i da xu hudng dit hang truc tuyén. Tiép theo la
mé hinh Food Truck (25%) véi wu thé vé tinh linh hoat trong
dia diém kinh doanh va mirc ddu tu ban dau thip hon 30-
50%, phu hop véi céc startup ¢6 vén han ché. Pop-up Store
cling duoc 20% doanh nghiép lwa chon nho kha ning tin
dung khéng gian ngén han, gitp giam thiéu rai ro tai chinh
trong giai doan thur nghiém thi truong. Trong khi @6, mé hinh
truyén théng chi chiém 20% nhung lai c6 ty I¢ that bai cao
nhat (45% sau 12 thang), chi yéu do ap luc chi phi mat bang
va nhan cong ¢ dinh.

Sy chénh léch vé ty 16 4p dung va hiéu qua giira cac mo
hinh cho théy tinh kha thi cao cua Lean Startup trong nganh
F&B, dic biét khi két hop véi cac hinh thie kinh doanh hién
dai nhu Cloud Kitchen hay Food Truck. Két qua nay cing
goi y ring cac startup F&B tai Ha bong dang dan dich
chuyén sang cac mo hinh "tinh gon" dé thich ung véi thi
truong day bién dong.

3.2. Hiéu qua tai chinh va hoat dong

Két qua nghién cau cho thiy su khéc biét rd rét vé hiéu
qua hoat dong giira cac startup F&B ap dung mo hinh Lean
Startup so véi md hinh truyén thong tai quan Ha Pong. Vé
chi sé tai chinh, cac doanh nghiép ap dung Lean Startup dat
ty suat lgi nhuan trén doanh thu (ROS) tir 8-12%, cao hon
gap 2-3 1an so v&i nhém truyén thong (chi dat 3-5%). Tuong
tu, ty suit loi nhuan trén tai san (ROA) cua nhém Lean
Startup dao dong 15-20%, trong khi nhom truyén thdng chi
dat 5-8%, chang to kha nang st dung tai san hiéu qua hon
han ciia md hinh nay.

Mot chi s6 quan trong khac 1a ty 1¢ séng sot sau 2 nim
hoat dong, v4i nhom Lean Startup dat 65%, cao hon dang ké
S0 V&i 40% cua nhom truyén thong. Su chénh léch nay cho
thdy kha nang thich &ng va giam thiéu rui ro vuot troi cua
m6 hinh Lean Startup trong mi truong kinh doanh day bién
dong.

V& chét lwong dich vy, mirc d6 hai long cua khach hang
(CSAT) ddi véi cac startup &p dung Lean Startup dat 4.2/5
diém, cao hon so véi 3.5/5 diém ctia nhdm truyén thong. Su
khéc biét nay dén tir viéc cac doanh nghiép Lean Startup
thuong xuyén téi wu menu dya trén phan hoi khach hang
théng qua vong lap Build-Measure-Learn, trong khi cac md
hinh truyén thong it ¢6 su diéu chinh san pham theo nhu cau
thi truong. Diéu nay khong chi nang cao trai nghiém khach
hang ma con gép phan gia tang loi nhuan va kha niang canh
tranh bén viing.

Nhiing két qua trén khing dinh wu thé vuot troi cia mod
hinh Lean Startup ca v& hiéu qua tai chinh Ian kha nang dap
g nhu cau khach hang, tir d6 tao nén tang viing chic cho
su phét trién bén vitng cua cac startup F&B trong béi canh
thi truong ddy canh tranh hién nay.

3.3. Yéu t6 anh huong dén thanh cong

Két qua phan tich hdi quy da bién di xac dinh ba yéu t6
¢6 tac ddng manh mé nhét dén sy thanh cong cua cac startup
F&B ap dung md hinh Lean Startup tai quan Ha Bong. bing
dau 1a chién lugc MVP (Minimum Viable Product) véi hé s6
B =0.42 (p < 0.01), cho thdy viéc thir nghiém san pham &
quy md nho trude khi mé rong cé thé gitp giam téi 30% rai
ro kinh doanh. Cuy thé, nhiéu startup da thanh cong khi bat
dau bang hinh thtrc ban hang online hoic qua céc gian hang
pop-up trude khi dau tu vao ctra hang vat Iy, gidp ho danh
gi& chinh xac nhu cau thi truong vai chi phi tdi thiéu.

Yéu té quan trong thir hai 12 ti wu chi phi van hanh (8 =
0.38, p < 0.05). CAc startup 4p dung triét dé nguyén tic nay
thdng qua viéc st dung nguyeén li¢u dia phuong dé glam chi
phi van chuyén, t5i gian nhan su bang cach da nhiém, va ap
dung cdng nghé vao khau quan 1y da ghi nhan muc ting loi
nhuan 20-25% so Vi céch van hanh truyén thong. Dac biét,
mo hinh cloud kitchen da chitng minh hiéu qua rd rét trong
viéc cat giam chi phi mat bang - mot trong nhiing khoan chi
I6n nhat cua nganh F&B.

Yéu t6 thir ba khong kém phén quan trong Ia tan suét thu
thap va ing dung phan héi khach hang (B = 0.35, p < 0.05).
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Dit liéu cho thdy nhitng doanh nghiép thuc hién diéu chinh
menu 2 tuan/lan duya trén phan hoi khach hang thuong dat
doanh thu cao hon 15% so véi nhimg don vi it cap nhat. Diéu
nay khang dinh tam quan trong cua vong lap "Xay dung - Do
luong - Hoc hoi" trong Lean Startup, khi cac doanh nghiép
biét ling nghe va nhanh chéng thich tng véi thi hiéu ludn
thay di cua khach hang.

Ba yéu t6 nay khong ton tai doc 1ap ma c6 méi quan hé
tuong hd chat ché: MVP gilp giam rui ro ban dau, ti wu chi
phi tao da cho tang truéng loi nhuén, trong khi viéc thu thap
phan hdi thuong xuyén gidp doanh nghiép lién tuc cai thién
san pham/dich vu. Su két hop nhuan nhuyén ba yéu té nay
tao nén cong thirc thanh cdng cho céc startup F&B trong moi
truong canh tranh khéc liét hién nay.

3.4. Phan tich SWOT m6 hinh Lean Startup trong F&B

Piém manh (Strengths) Piém yéu (Weaknesses)

- Giam 30-50% chi phi ban
dau.

- Doi héi su linh hoat cao
tur chua doanh nghiép.

- R{t ngan thoi gian ra thi
truong.

- Kho ap dung véi mo
hinh cao cap (fine dining).

Théch thac (Threats)

Co hji (Opportunities)

- Canh tranh tir chudi
F&B I6n (The Coffee
House, Phuc Long).

- Thi truong Ha Pong tré,
dé tiép nhan xu huéng mai.

- Su phét trién cua cong
nghé (app dat hang, Al
phan tich dix liéu).

- Ap luc giam gia tir
khach hang.

M0 hinh Lean Startup mang lai nhitng wu thé vuot troi cho
c4c startup F&B tai quan Ha Pong, thé hién qua diém manh
ndi bat vé kha nang giam 30-50% chi phi ban dau nho toi wu
héa quy trinh va tap trung vao yéu té cét 15i. Bong thai, md
hinh nay gidp rt ngan dang ké thoi gian dwa san pham ra thi
truong, cho phép doanh nghiép nhanh chéng thir nghiém va
diéu chinh theo phan hdi khéch hang. Tuy nhién, md hinh
nay ciing ton tai diém yéu khi doi hoi sy linh hoat rat cao tir
phia cha doanh nghiép trong viéc lién tuc thay doi va thich
ung. Hon nita, Lean Startup t6 ra khéng phu hgp véi cac mo
hinh cao cap nhu fine dining, v6n yéu cau sy hoan thién ngay
tur dau va kho c6 thé &p dung phuong phap thir nghiém-sai
Sot.

Vé co hoi, thi truong Ha Dong vé6i dan s tré va coi mo
tao diéu kién thuan loi cho viéc tiép nhan cac xu huéng kinh
doanh méi. Su phat trién manh m& cua cong nghé nhu ing
dung dat hang va Al phan tich dit liéu ciing mé ra nhiéu kha
ndng (ng dung cho mo hinh Lean Startup. Tuy nhién, cac
startup ciing phai doi mat véi thach thic khdng nho tir su
canh tranh khéc liét cua cac chudi F&B Ién nhu The Coffee
House hay Phlc Long, nhiing thuong hiéu da c6 chd dung
viing chéc trén thi truong. Bén canh do, ap luc giam gié tir
khéch hang trong bdi canh kinh té hién nay khién bai toan
can ddi gitra chat lugng va chi phi tré nén phuc tap hon bao
gio hét.

Nhin chung, phan tich SWOT cho thdy mic du md hinh
Lean Startup mang lai nhiéu lgi thé cho cac startup F&B tai
Ha Poéng, nhung thanh cong chi ¢6 thé dat dugc khi doanh
nghiép biét tan dung téi da cac diém manh va co hoi, ddng
thoi ¢6 chién luoc phi hop dé khic phuc diém yéu va vuot
qua cac thach thirc trén thi truong.

4. Két luan va kién nghi

Nghién ctru d& chung minh hiéu qua rd rét caa mé hinh
Lean Startup ddi véi cac doanh nghiép F&B khai nghiép tai
quan Ha Pong. Két qua cho thay nhiing startup ap dung
phuong phap nay khéng chi giam dugc 30-50% chi phi ban
dau ma con dat hiéu qua tai chinh vuot troi voi ROS 8-12%
va ROA 15-20%, ddng thoi nang cao ty 18 sdng sot sau 2 nim
Ién t6i 65%. Ba yéu té then chdt gom chién lugc MVP, téi
wu chi phi va tmg dung phan hoi khach hang da tao nén sy
khac biét r rét.

Dé phat huy tdi da lgi ich cia m6 hinh, cac startup nén wu
tién hinh thic Cloud Kitchen hoic Food Truck, trién khai
MVP theo timg giai doan va thiét lap co ché cap nhat menu
2 tuan/lan dya trén phan hdi khach hang. Vé phia chinh
quyén, can t6 chirc cac chuong trinh dao tao chuyén sau, xay
dung khéng gian lam viéc chung va hd trg két ndi véi nha
cung cap dia phuong.

M6 hinh Lean Startup thwc s |a giai phap t6i wu gitip cac
startup F&B tai Ha Dong giam thiéu rui ro va nang cao ning
lyc canh tranh trong bdi canh thi truong day bién dong hién
nay. Thanh cong cuaa mé hinh phu thudc vao kha ning két
hop nhuan nhuyén giita nguyén tic tinh gon, céng nghé hién
dai va sy thich ung nhanh nhay véi nhu cau thi truong.
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