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1. Executive Summary: Vietnam at a Glance

This executive summary provides a high-level overview of Vietnam's economic landscape in 2026,
highlighting the key macroeconomic factors, market drivers, and investment climate that foreign
manufacturers must understand before entering the market.

Macroeconomic Overview:
2

new era Of national rise For 2026, the government has set an ambitious
. h h . growth target of 10% or more. While
targetlng a lg -Income international forecasts are slightly more
economy by 2045 . conservative, they remain highly optimistic and
lead the region:
Vietnam enters 2026 with significant economic e OECD projects GDP growth of 6.2% in 2025
momentum and an ambitious political mandate and 6% in 2026.

for transformation. Following an impressive GDP
growth rate of 8.02% in 2025—the
second-highest in the 2011-2025 period—the
country is positioning itself for a new phase of
"breakthrough development". The ruling
Communist Party, under the consolidated
leadership of General Secretary T6 Lam, has

e ASEAN+3 Macroeconomic Research Office
(AMRO) forecasts 7.6% growth in 2026, the
highest among ASEAN and its East Asian
partners.

e United Overseas Bank (UOB) predicts 7.5%
growth, while HSBC forecasts 6.7%.

endorsed a vision for a "new era of national rise," Inflation remains well-anchored, projected at

targeting a high-income economy by 2045. 3.8% for 2026, comfortably below the central
bank's target ceiling of 4.5-5%. This
macroeconomic stability, combined with a stable
political environment and a commitment to
deeper international integration, forms the
bedrock of Vietnam's attractiveness to foreign
investors.

Vietnam’s GDP growth rates
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Key Market Drivers: The Engines of Opportunity

Several structural factors underpin Vietnam's growth and create a compelling opportunity for new market

entrants:

1. Surging Foreign Direct Investment (FDI)
Confidence:

Despite a monthly fluctuation in registered
capital, the quality and disbursement of FDI tell
a powerful story. In January 2026, realized FDI
reached a record high of US$1.68 billion for a
January in five years, a year-on-year increase
of 11.3%. This indicates strong investor
confidence and a tangible expansion of existing
operations. Crucially, newly registered capital
grew by over 15%, with the number of new
projects up by nearly 24%, signaling sustained
interest from global corporations. Leading
investors include Singapore, South Korea,
China, and Japan. The processing and
manufacturing sector continues to dominate,
absorbing over 70% of new registered capital.
This confirms Vietnam's entrenched position in
the global supply chain, particularly for
electronics, supporting industries, and high-tech
manufacturing.

Vietnam’s FDI Ratio

Others
19.5% Singapore
41.5%
Jpan __—
10%
China South Korea
12% 17%

2. The Maturing Vietnamese Consumer:

With a population exceeding 100 million,
Vietnam's consumer base is evolving rapidly.
GDP per capita reached approximately
USS$4,900 in 2025 and is expected to surpass
USS5,000. However, the key trend for 2026 is
that rising incomes have not translated into
carefree spending. Consumers have become
more cautious, value-driven, and discerning.
While aspirations remain high, purchasing
decisions are now anchored in trust, utility, and
explicit value. This "new consumer equilibrium"
means that success requires precision and
relevance, not just brand-led marketing.

3. A Young, Connected, and Urbanizing
Population:

Over 70% of the population is under the age of
40, creating a tech-savvy and aspirational
consumer base that is highly receptive to new
products and digital engagement. The rapid
urbanization and the rise of the middle
class—projected to comprise 26% of the
population by 2026—continue to fuel demand
for modern retail, convenience, and
lifestyle-enhancing goods and services.

4. The Evolving Retail and Distribution
Landscape:

The retail market is projected to grow at over
12% annually through 2029. This growth is
characterized by structural fragmentation.
Modern Trade (hypermarkets, supermarkets,
convenience stores) and e-commerce now
account for approximately 44% of retail sales,
up from near-zero in the early 2000s.
E-commerce alone constitutes about 12% of
retail goods sales, with livestreaming and social
commerce becoming dominant forces. This
fragmentation means that brands must master a
complex multi-channel environment—from
major platforms like Shopee and Lazada to the
still-important traditional trade network of "dai
ly" (agents) and mom-and-pop stores.

Retail Sales

Online / E-commerce

General Trade (GT)

12%
56%
Convenience Stores _—
14%
Supermarkets Hypermarkets

13% 5%



Opportunity Statement: A Strategic Market for Discerning Entrants

For foreign manufacturers, Vietnam in 2026 presents a paradox of immense opportunity and increased

complexity. It is no longer an "easy" growth market where broad-based optimism guarantees success . The

era of automatic volume growth is over, replaced by a market that rewards precision, channel mastery, and

defensible value.

e [t offers a gateway to a rapidly modernizing
ASEAN economy with a stable political

system committed to growth and integration.

e [t provides a platform to engage with a
young, digitally-native consumer base that is
actively seeking quality, trustworthy
products.

e [ts deepening integration into global supply
chains, particularly in high-tech
manufacturing, creates robust demand for
B2B industrial and supporting products.

However, the path to market is more
demanding.

Finding the right distributor partner is no
longer just about logistics; it is about finding a
partner with the digital fluency and channel
relationships to navigate a fragmented retail
landscape.

Brand-building must go beyond awareness
to actively reduce perceived consumer risk
and justify a product's place in a more
considered purchasing process.

In conclusion, Vietnam remains one of Asia's
most attractive consumer markets, but success
now depends on a well-researched, precisely
executed market entry strategy. The opportunity
is significant for those who adapt to the market's
new maturity.



2. Vietnam's New Demographic and
Consumer Landscape

This section provides a data-rich analysis of the Vietnamese consumer, from who they are and where they
live to how much they earn and spend. For a foreign manufacturer seeking distribution, understanding this
landscape is critical to tailoring products, pricing, and marketing strategies.

2.1. The New Administrative Map & Population Distribution

As of 2026, Vietnam has a population of 102,177,431 people, ranking 16th in the world. The country has
undergone a significant administrative merger, now comprising 34 provinces and municipalities. The
population is not evenly distributed, with a density of 330 people per Km?, heavily concentrated in the two
major economic hubs .

The

Anchored by Da Nang (approx.

epicenter of commerce and industry. Ho Chi
Minh City itself is the most populous city with
over 14 million inhabitants. Surrounding
provinces like Dong Nai (4.49 million) and
Binh Duong form a massive, contiguous
urban and industrial zone, representing the
largest concentrated consumer market in the
country.

The capital, Hanoi, is the
second-largest city with over 8 million
people. This region is supported by rapidly
developing industrial provinces such as Bac
Ninh (3.62 million), Hung Yen (3.57 million),
and Hai Phong (4.66 million), creating a
powerful northern economic cluster.

1.28 million) and the newly consolidated
Hue (1.38 million), this region is a key
coastal gateway and a growing center for
tourism and logistics.

For manufacturers, this means that a targeted
entry strategy focusing on the Ho Chi Minh City

and Hanoi metropolitan areas provides access to

the largest and wealthiest consumer bases in
the country.



Hanoi City

Hai Phong City

Provincial Unit Classification  New City Tier Population
(Provincial) (National/Regional) (People)
Ho Chi Minh City Municipality Special 14,002,598
Hanoi City Municipality Special 8,807,523 Hue City
An Giang Province Province Type ll 4,952,238
Hai Phong City Municipality Type | - National 4,664,124 .
. . . Da Nang City
Dong Nai Province Province Type ll 4,491,408
Ninh Binh Province Province Type Il 4,412,264
Dong Thap Province  Province Type ll 4,370,046
Thanh Hoa Province  Province Type ll 4,324,783
Vinh Long Province Province Type ll 4,257,581
Can Tho City Municipality Type | - National 4,199,824
Phu Tho Province Province Type ll 4,022,638
LLam Dong Province Province Type |l 3,872,999
Nghe An Province Province Type |l 3,831,694
Gia Lai Province Province Type ll 3,583,693
Hung Yen Province Province Unspecified 3,567,943 Ho Chi Minh City
Bac Ninh Province Province Type ll 3,619,433
Tay Ninh Province Province Unspecified 3,254,170
Da Nang City Municipality Type | - National 3,065,628
Ca Mau Province Province Unspecified 2,606,672
Khanh Hoa Province  Province Type Il 2,243,554
?:a.ng Ngai Prowhce Prov!nce Unspecified 2,161,755 Q Can Tho City
ai Nguyen Province Province Type ll 1,799,489
LLao Cai Province Province Unspecified 1,778,785
Tuyen Quang Province Province Unspecified 1,865,270
Quang Tri Province Province Unspecified 1,870,845
Ha Tinh Province Province Unspecified 1,622,901
Quang Ninh Province Province Type ll 1,497,447
Hue City Municipality Type | - National 1,432,986
Son La Province Province Unspecified 1,404,587
LLang Son Province Province Unspecified 881,384
Dien Bien Province Province Unspecified 673,091
Cao Bang Province Province Unspecified 573,119
Lai Chau Province Province Unspecified 512,601
Dak Lak Province Province Type ll 3,346,853

Total 102,177,431



2.2. Demographic Deep Dive: A Nation in Transition

Vietnam's demographic profile is characterized by a "golden" population structure that is slowly maturing,

presenting both opportunities and future challenges.

Beyond 67

Population Age Groups & the "Golden"
Workforce: Vietnam is in the final phase of its
"golden population structure," where the
working-age population (15-64) is at its
peak. The median age is 33.9 years,
indicating a young and dynamic workforce
that is also the primary consumer base . The
fertility rate has fallen to 1.86 children per
woman, below the replacement level of 2.1,
signaling a future trend of an aging
population.

Age distribution of Vietnam’s
population in 2025

Below 10
10%

10-21

20% 18%

34-45 22-33
17% 20%

The "Silver" Opportunity (65+): While
currently a smaller segment, the population
aged 65 and over is growing. Life expectancy
is 75.0 years, creating a nascent but
expanding market for healthcare products,
nutritional supplements, and services tailored
to senior citizens .

e The Millennial & Gen Z Powerhouse (Under

40): Over 70% of the population is under 40,
making this the dominant consumer group.
They are:

e Digitally Native: Highly engaged with
e-commerce platforms like Shopee and
TikTok Shop.

e Brand Conscious & Aspirational: Open
to international brands but increasingly
value trust and quality.

e Value-Driven: As noted in the 2026
outlook, they are cautious spenders who
seek clear value and are influenced by
peer recommendations and online
reviews.

Urbanization & Migration: Vietnam is rapidly
urbanizing. As of 2026, 42.2% of the
population (43.1 million people) lives in
urban areas. This figure is projected to reach
45.3% by 2030. This internal migration is
driven by young people moving from rural
provinces to cities like Ho Chi Minh City,
Hanoi, and Da Nang for education and
employment. This shift has profound
implications:

e Rise of Nuclear Families: Urban migrants
often form smaller, nuclear households,
driving demand for convenience foods,
smaller product pack sizes, and
household appliances suited for
apartments.

e Increased Spending Power: Urban jobs
typically offer higher incomes, fueling
demand for discretionary goods,
entertainment, and dining out.



2.3. Spending Power & Household Consumption

Despite global economic headwinds, Vietnamese consumer spending remains a pillar of strength,
characterized by a "new equilibrium" of cautious optimism.

o Income Levels & Growth: Real household e Household Spending Breakdown: The
spending is forecast to expand by 7.2% Vietnamese consumer is becoming more
year-on-year in 2026, reaching a total of discerning. While incomes are rising,
VND3,952 trillion (approximately US$152 spending is focused on value and trust. The
billion). This growth is supported by a tight table below provides a detailed breakdown
labour market (unemployment steady at a of estimated monthly expenses for a typical
low 2.1% ) and stable inflation, which is family of four in a major city, based on 2026
projected to average 3.5%, within the data .

government's target .

Spending Category | Estimated Monthly | Estimated Monthly | Key Insights
Cost (VND) Cost (USD)

Food & Groceries 3,200,000 - $123 - S308 Fresh food from markets is common, but modern trade is
8,000,000 growing for packaged/processed goods.
Dining Out Varies Varies A significant part of culture; inexpensive restaurant
meals are just 50,000 VND ($2).
Housing (Rent) 10,000,000 - $385 - $904 The largest expense, varying drastically between city
23,500,000 center and suburbs.
Utilities (Electricity, 2,800,000 - $S108 - 5246 Includes electricity, water, gas, internet, and mobile
Water, Internet) 6,400,000 plans. Internet is ~250,000 VND ($10).
Transportation 800,000 - $31-5115 Motorbikes are primary; public transport is very cheap
3,000,000 (bus tickets ~8,000 VND).
Education (per child) 30M - 150M $1,150 - $5,770 Massive range between public (subsidized) and private
(@annual) (@annual) /international schools.
Healthcare Varies Varies Public healthcare is very affordable (e.g., GP visit
~200,000 VND), but private/international is higher.
Entertainment & 1,800,000 - S$69 - 5181 Includes gym memberships (~400,000 VND),
Leisure 4,700,000 movie tickets (~100,000 VND), etc..

Household Spending in City

Food & Groceries |
Dining Out |l
Housing (Rent) M
Utilities
Transportation |l
Education (per child, annualized)
Healthcare 1l
Entertainment & Leisure

% 10 20 30 40 50



The market has evolved from one where
consumers simply "prioritized" products to
one where they must "trust" them. Key
characteristics include:

Over 90% of
consumers in a recent Hanoi survey said they
prioritize Vietnamese goods, and 75%
recommend them to others. For international
brands, this means building trust through
quality, safety, and transparent origin is
non-negotiable.

With a
stable economic outlook, consumers are
allocating a greater portion of their income to
discretionary purchases, benefiting categories
like fashion, electronics, tourism, and
premium food & beverage.

The
proportion of Viethamese goods in modern
retail outlets (like WinMart, AEON, Co.op
Mart) now exceeds 70% , and these channels
are the preferred choice for a majority of
shoppers, especially in urban areas .

In summary, Vietnam's consumer landscape in 2026 is one of a young, urbanizing, and increasingly affluent
population that is spending with confidence but also with discernment. They are connected, value-driven,
and place a premium on trust and quality. For a manufacturer, success will depend on aligning product
quality with these consumer values and leveraging the right distribution channels to build that essential
trust.



3. Vietnam's Retail & Distribution Landscape

This section provides a detailed map of how products reach Vietnamese consumers. For a foreign
manufacturer seeking distribution, understanding the structure, key players, and dynamics of each channel
is critical to designing an effective go-to-market strategy.

3.1. Market Overview: A Structurally Fragmented Landscape

Vietnam's retail market in 2026 is characterized by structural fragmentation. Traditional trade, modern
trade, e-commerce, livestreaming, and social commerce all compete simultaneously for consumer attention
and spending. Modern trade and e-commerce now account for approximately 44% of retail sales, a
dramatic increase from near-zero in the early 2000s. E-commerce alone constitutes about 12% of retail
goods sales, with livestreaming and social commerce becoming dominant forces.

Total retail revenues from goods and consumer services reached an estimated VND632.4 trillion
(approximately US$24.3 billion) in January 2026, growing 9.3% year-on-year. For the full year 2025,
total retail sales of goods and services nationwide exceeded VND7,093 trillion (approximately US$269
billion), marking the highest growth rate in five years. The market is projected to grow at an average rate of
10-12% per year through 2030, potentially reaching approximately US$450 billion.

3.2. Modern Trade (MT) Landscape: The "Formal" Channel

Modern trade in Vietnam encompasses hypermarkets, supermarkets, convenience stores, and mini-marts.
This channel is undergoing its most significant transformation in a decade, driven by shifting consumer
behavior and supportive policy changes.

3.2.1. Hypermarkets & Supermarkets

Major players dominate the large-format retail space:

WinMart/WinCommerce Masan Group Largest domestic retail platform with nearly 4,600 stores nationwide
Saigon Co.op Vietnamese cooperative Leading cooperative retailer with extensive supermarket network
AEON Japanese Leading foreign hypermarket operator with aggressive expansion
Lotte Mart South Korean Major hypermarket chain with presence in key cities

GO!/Big C Central Retail (Thai) Well-established hypermarket format across Vietnam

KKV Chinese (KK Group) Lifestyle retail specialist; 20 stores currently, targeting 50 stores in

Vietnam by 2026

Key Trends:

e Modern trade penetration currently stands at approximately 19% nationally, with significant
medium-term growth potential.

e Inurban areas, modern trade accounts for 35-40% of retail sales, while in rural areas it remains below

15%, creating substantial expansion opportunities.

e Consumer trust in quality is becoming a more decisive purchasing factor, favoring retail models with
standardized operating systems.



3.2.2. Convenience Stores & Mini-marts

The mini-mart and convenience store segment is entering a new expansion cycle in 2026, with major
domestic and foreign retailers accelerating store openings after a period of restructuring.

WinMart+ WinCommerce 4,592 stores (end 2025)
(Masan Group)
Bach Hoa Mobile World Revenue of VND46.9 trillion
Xanh (BHX) Investment in 2025, up 14%
Corporation (MWG)
GS25 South Korea 400+ outlets in southern

region; 50th store opened in
Ha No6i (Nov 2025)

7-Eleven Japan Expanding northwards,
challenging Circle K in Ha Néi
Circle K US (franchise) 190+ stores in Ha Néi

Market Dynamics:

o Rural Focus: Rural WinMart+ stores
accounted for nearly 80% of new openings
in 2025, with revenue growth of nearly 40%.
Rural areas represent a key opportunity as
modern retail penetration remains below
15% while nearly two-thirds of the
population live there.

o Profitability Discipline: Bach Hoa Xanh
maintained positive earnings while expanding
rapidly, achieving after-tax profit of VND812
billion with net margin of 1.72% in 2025.
WinCommerce reported that 90.3% of stores
opened in 2025 have surpassed store-level
EBITDA breakeven.

1,000 new stores in 2026, focusing on North and
Central regions, with rural areas as key growth driver

~1,000 new stores in 2026, mainly in
northern region; 20 outlets being piloted in Ninh Binh

Further northern expansion in 2026, targeting strategic
provinces and cities

Continued northern expansion

Maintaining presence amid intensifying competition

o Regulatory Tailwind: Ha Nbi is set to close
more than 200 temporary and spontaneous
markets during 2026-2027, potentially
creating additional room for modern retail
formats to expand.

o Tax Policy Impact: From January 1, 2026, the
lump-sum tax regime for household
businesses is abolished, requiring
self-declaration and tax payment. This
stricter compliance could weigh on small
retailers, allowing larger chains to capture
additional market share.



3.3. General Trade (GT) Landscape: The "Traditional" Channel

Traditional trade remains a significant force in Vietnam's retail landscape, particularly in rural areas and for

fresh food categories.

o Market Share: Traditional trade's dominance
is fading but remains substantial. Modern
trade and e-commerce together account for
44% of retail sales, meaning traditional trade
still represents the majority.

o Structure: A highly fragmented network of
independent retailers ("dai ly" or agents), wet

Consumer Preference: Even as modern retail
expands, many consumers still frequent
traditional channels for fresh food, daily
essentials, and the social experience of
market shopping.

Competitive Pressure: Stricter tax
compliance requirements for household

businesses from 2026 may gradually erode
the competitiveness of small traditional
retailers, accelerating the shift toward
modern formats .

markets, street vendors, and mom-and-pop
stores deeply embedded in local
communities.

3.4. E-Commerce & Online Retail

Digital commerce is no longer a side channel; it is the primary arena where discovery, evaluation, and
conversion increasingly occur.

3.4.1. Platform Landscape

Vietnam's e-commerce market in 2026 is characterized by an intensifying battle between platforms:

Market Share (Q3 2025) Key Characteristics

Shopee 56% Market leader but revenue growth slowing to 4%; average order value
decreased 7.2% to ~USS$4.07, reinforcing "high-value" positioning

TikTok Shop 41% (up from 30%) Revenue grew 69% year-on-year; sellers increased 96% to 267,000;
average order value rose 10% to ~US$4.95, indicating shift to
higher-quality brand goods

Lazada 3% Stable but marginal presence

Tiki Declining Revenue dropped 80% despite ~US$670 million investment

Top E-commerce Categories (Q3 2025): 3.4.2. E-commerce Technology Stack

1. Beauty products: ~USS$674 million
2. Home & living: ~USS$525 million
3. Women's fashion: ~US$460 million

For brands building their own online presence, the most
popular e-commerce platforms in Vietnam (.vn domain) as
of February 2026 are :

Platform Market Share

WooCommerce 75.93%

Bizweb (Vietnamese platform)  6.80%

Haravan (Vietnamese platform) 6.17%

Shopify 5.88%

Cart Functionality 2.08%

Others Remaining 3.14%



3.4.3. Consumer Behavior in Digital Commerce

Platform Preference: 80% of online
shoppers prefer purchasing via major
e-commerce platforms.

Livestream Adoption: 63% of online
shoppers engage in livestream shopping, and
53% use shoppable videos.

3.4.4. Regulatory Environment

Attention Before Conversion: Livestreaming
and social commerce blur the lines between
entertainment and retail, rewarding
immediacy, promotion, and authenticity.

Financial Integration: Consumer finance now
accounts for approximately 26% of GDP and
~58% of retail sales, highlighting both
purchasing power and financial sensitivity
among Vietnamese consumers.

Taxation: From July 1, 2025, e-commerce platforms must act as tax withholding agents, deducting 1%
VAT and 0.5% personal income tax on behalf of individual sellers.

Compliance Impact: This policy promotes transparency and helps small businesses move from "gray
operations" to compliant status, but creates cost pressures for platforms due to payment system

upgrades and complex reporting requirements.

3.5. Distribution Network Structure

For a manufacturer seeking market entry, understanding the distribution chain is essential. The typical

structure is multi-tiered:

Importer / Main Distributor --> Regional Distributors / Sub-Distributors --> Wholesalers / "Dai Ly"

(Agents) --> Retailers (MT & GT) --> Consumer

3.5.1. Tier 1: Importer / Main

Distributor
Handles customs clearance, regulatory
compliance, and holds master stock

Typically has national coverage or capability
to supply multiple regions

Critical partner for initial market entry

3.5.2. Tier 2: Regional Distributors /

Sub-Distributors
Specialize in specific geographical regions
(North, Central, South) or provinces

Purchase from main distributors and supply
to wholesalers and retailers in their territory

Essential for penetrating beyond major urban
centers

3.5.3. Tier 3: Wholesalers / "Dai Ly"

(Agents)

Purchase in bulk from distributors

Often serve as critical credit and logistics link
to small retailers

Deeply embedded in local commercial
networks

Particularly important for reaching General
Trade (GT) outlets

3.5.4. Tier 4: Retailers (Modern Trade

& General Trade)

Final point of sale to consumers
Includes hypermarkets, supermarkets,
convenience stores, mini-marts, and
traditional mom-and-pop stores



3.6. Ports of Loading & Logistics Infrastructure

Vietnam's position in global supply chains has strengthened, with major carriers restructuring networks
while keeping Vietnam at the center of Asian logistics.

3.6.1. Key Port Hubs

Port Hub Characteristics

Southern Cai Mep - Thi Vai Deep-water port capable of handling large vessels; emerging as major
(Ba Ria-Vung Tau) emerging as major international gateway with growing logistics ecosystem
Southern Ho Chi Minh City (Cat Lai) Largest container port by volume; handles significant portion of southern

region imports

Northern Hai Phong (Lach Huyen) Key deep-water port for northern region; critical gateway for Hanoi and
surrounding industrial provinces

Central Da Nang Strategic port for accessing central Vietnam

3.6.2. Logistics Trends (2026)

o Carrier Network Optimization: Major carriers including COSCO, CMA CGM, and HMM are restructuring
networks—not to remove Vietnam, but to reposition it strategically within streamlined intra-Asia and
intercontinental loops.

o Core Manufacturing Hub: Vietnam remains embedded in redesigned service rotations from Hai Phong in
the North to Cai Mep in the South, reflecting its status as a reliable sourcing and transshipment point .

o Infrastructure Investment: Key projects such as Long Thanh International Airport (Dong Nai),
expressways connecting industrial zones to Cai Mep port, and Ho Chi Minh City's Ring Road 3 are
progressively forming a multimodal transportation axis, reducing logistics costs.

3.6.3. Modern Trade Distribution Centers

Leading retailers are investing heavily in supply chain infrastructure to support expansion:

Distribution Infrastructure

WinCommerce Network of 18 ambient and cold warehouses; increasing vertical
control to support tighter cost management and improve on-shelf availability

Other Major Retailers Developing centralized distribution centers to serve growing store networks,
particularly in key urban hubs

Strategic Importance: Partial ownership of the supply chain is viewed as a key lever to optimize cost
structures and ensure consistency in customer experience—a pathway previously adopted by successful
regional retailers such as CP All and Alfamart.



3.7. Key Takeaways for Manufacturers

Based on the 2026 retail and distribution landscape, several conclusions emerge for foreign manufacturers
seeking Vietnamese distributors:

With modern trade,
traditional trade, and e-commerce all
competing for share, brands must design
channel-specific strategies rather than a
one-size-fits-all approach.

Major
chains like WinMart+ and Bach Hoa Xanh are
aggressively expanding into rural areas,
where modern retail penetration remains
below 15% . Partnering with these chains
offers a route to nationwide reach.

With TikTok
Shop growing at 69% annually and capturing
41% market share, digital presence
—particularly through livestream and social
commerce—is essential for brand visibility.

Leading
distributors and retailers are investing in
logistics infrastructure (warehouses, cold
chain, transportation). A partner's supply
chain sophistication should be a key selection
criterion.

New
tax rules for e-commerce and household
businesses favor operators with standardized
processes and strong compliance.
Manufacturers should prioritize partners with
transparent operations.

Vietnam's
position in global shipping networks remains
robust, with major carriers maintaining
service from Cai Mep and Hai Phong. Import
logistics are reliable and competitive.



4. Market Entry & Regulatory Framework
for Distributors

This section provides a comprehensive guide to the legal and regulatory requirements for foreign
manufacturers seeking to enter the Vietnamese market through distribution channels. Understanding this
framework is essential for structuring a compliant and commercially viable market entry strategy.

4.1. Overview: A Maturing Regulatory Environment

Vietnam's regulatory landscape for foreign-invested trading activities is undergoing its most significant
transformation in a decade. In 2026, a new Draft Decree is expected to replace Decree 09/2018/ND-CP,
which has governed foreign trading activities since 2018. This reform, aligned with Vietnam's commitments
under next-generation free trade agreements (EVFTA, CPTPP, UKVFTA), aims to streamline market access
while introducing new mechanisms for managing economic security concerns.

The regulatory philosophy is shifting from simple market access control to sophisticated management of
retail density and digital sovereignty. For manufacturers, this means:

e Simpler entry for investors from treaty-partner countries
e Stricter oversight for large-scale retail operations and e-commerce platforms
e Enhanced transparency through regular reporting obligations

e Strengthened compliance requirements across the supply chain

4.2. Key Market Entry Channels for Foreign Suppliers

Foreign manufacturers have three primary channels to access the Vietnamese market :

Partnering with a The most common channel. Companies seeking rapid market entry with
Vietnamese A local partner handles customs clearance, minimal upfront investment; those unfamiliar with
Importer/Distributor regulatory compliance, and distribution. local regulations.

The foreign manufacturer supplies products
under a distribution agreement.

Establishing a Wholly Setting up a 100% foreign-owned trading ~ Companies seeking long-term control over brand,

Foreign-Owned company to import and distribute directly. pricing, and distribution strategy; those with

Enterprise (WFOE) Requires full licensing compliance. sufficient resources for sustained market
development.

Cross-Border Selling directly to Vietnamese consumers Testing market response with minimal investment;

E-Commerce through e-commerce platforms (Shopee, B2C product categories with strong online appeal.

Lazada, TikTok Shop). Limited to
direct-to-consumer sales (not for resale).

ey Consideration: Cross-border e-commerce is permitted for direct sales to consumers but does not allow
for wholesale distribution or supplying to Vietnamese retailers. For B2B distribution, a licensed local entity
or partnership is required.



4.3. Legal Structures for Foreign Investors

4.3.1. Available Legal Entities

Foreign investors may establish the following structures:

Entity Type Key Characteristics Suitability for Distribution

Limited Liability Company Most common structure; can be 100% |deal for establishing a

(LLC) foreign-owned; separate legal entity; trading/distribution company.
limited liability.

Joint Stock Company Can issue shares; more complex governance; Suitable if future capital raising

(JSC) suitable for larger-scale operations. through share issuance is

contemplated.

Representative Office Limited to market research, liaison, and Useful for initial market assessment
promotion; cannot conduct revenue-generating but not a distribution vehicle.
activities (no invoicing, no contracts).

Branch Can conduct certain commercial activities but Limited suitability for most
subject to restrictions; less common for distribution. distribution models.

Recommendation for Manufacturers: For most foreign manufacturers seeking to establish a direct presence,
a wholly foreign-owned LLC is the optimal structure, providing full operational control and flexibility .

4.3.2. The New Licensing Sequence (Effective March 2026)

The Law on Investment 2025, effective from March 1, 2026, introduces a fundamental change in the
licensing sequence for foreign-invested enterprises:

Traditional Sequence (pre-2026):

Investment Registration Certificate (IRC) --> Enterprise Registration Certificate (ERC)

New Sequence (from March 2026):
Enterprise Registration Certificate (ERC) --> Investment Registration Certificate (IRC)

What This Means for Investors:

e Foreign investors may now establish a legal entity (obtain ERC) before formalizing the investment
project with an IRC

e This addresses the long-standing challenge of executing essential pre-incorporation steps (office leases,
hiring personnel) without a legal entity

e The IRC remains a statutory requirement for legitimizing operations; failure to obtain it after ERC
issuance can lead to regulatory complications

Important Note: Investors must ensure they satisfy market access conditions applicable to foreign investors
at the time of incorporation .



4.4. The Dual-Licensing System for Distribution Activities

Foreign-invested enterprises engaging in distribution in Vietnam must navigate a dual-licensing regime :

4.4.1. Tier 1: Investment Registration Certificate (IRC)

Issuing Authority Department of Planning and Investment (DPI) or Management Board of
Industrial Parks/Economic Zones

Timeline 15-35 working days

Key Requirements Investment project proposal; proof of financial capacity; office lease
agreement

Trigger Required for all foreign-invested projects

4.4.2. Tier 2: Enterprise Registration Certificate (ERC)

Issuing Authority Business Registration Office
Timeline 3-7 working days
Key Requirements Standard incorporation documents; notarized translations;

consular legalization

Trigger Required for all companies

4.4.3. Tier 3: Trading License (Business License)

Issuing Authority Ministry of Industry and Trade (MOIT) / Provincial Department
of Industry and Trade (DOIT)

Timeline 10-30 working days (depending on investor nationality and license type)

Key Requirements Required for foreign-invested enterprises engaging in: retail distribution;
import/wholesale rights; e-commerce; logistics; commercial promotion
services

Trigger Required for all companies

4.4.4. Tier 4: Retail Outlet License (For Physical Stores)

Aspect Details

Issuing Authority Provincial Department of Industry and Trade (DOIT)

Timeline 5-20 working days (depending on ENT applicability)

Key Requirements Required for foreign-invested enterprises engaging in: retail distribution;
import/wholesale rights; e-commerce; logistics; commercial promotion
services

Trigger Required for establishment of each individual physical retail outlet



4.5. Preferential Treatment for Treaty-Based Investors

Vietnam's international commitments create a two-tier system where investors from countries with trade
agreements enjoy significantly streamlined market access.

Treaty-Based Investors? Non-Treaty-Based Investors

Economic Needs Test Eliminated — no ENT requirement for any Applicable — required from the second retail
(ENT) retail outlet outlet onward

MOIT Consultation Eliminated — direct provincial issuance Eliminated — also benefits from streamlining
License Validity Matches project lifespan 5 years (renewable)

(often 50+ years/indefinite)

Retail Outlet License Aligns with lease term or IRC duration 5 years or lease term/IRC duration Validity
(whichever shorter)

* Treaty-Based Investors include those from: EU (EVFTA), UK (UKVFTA), ASEAN (ATISA), CPTPP
countries (Japan, Singapore, Canada, Australia, etc.).

Strategic Implication: Manufacturers from countries with FTAs with Vietnam have a significant competitive
advantage in distribution expansion speed and license stability. This should factor into decisions about
which legal entity structure to use and from which jurisdiction to invest.

4.6. The Economic Needs Test (ENT) Explained

For non-treaty investors (or investors in non-committed sectors), the ENT remains a critical hurdle .

When ENT Applies: Geographical Assessment Scope :

e From the second retail outlet onward e Retail outlets < 5,000 m? assessed at ward
e For retail outlets of any size level

ENT Assessment Criteria: e Retail outlets > 5,000 m2 assessed at

provincial/city level
1. Local market stability — impact on existing

retailers and traditional markets ENT Timeline: Adds approximately 3-6 months

to the licensing process .
2. Market necessity — local demand and

capacity
3. Socio-economic contribution —

modernization of retail sector; improvement
of local living conditions

4.7. New National Security Review Mechanism

The 2026 Draft Decree introduces a National Security Review for specific scenarios, requiring formal
consultation with the Ministry of Public Security (MPS) and Ministry of National Defense (MND) :

Triggering Conditions:
1. E-Commerce Dominance: The foreign investor controls a business listed among the top 5 dominant
e-commerce platforms in Vietnam
2. Large-Scale Retail Chains: Physical expansion reaches a "critical mass":
e 100+ small stores (<500 m? each); or
e 50+ medium stores (500-5,000 m? each); or
e 30+ large outlets (>5,000 m2 each)

3. Non-Treaty-Based Investors: Investors from countries without market-access treaties with Vietnam

Review Timeline: 14 working days.



4.8. The "Anti-Switching" Rule

market access privileges are attached to the qualifying

investor, not to the retail business.

If a Treaty-Based Investor transfers ownership to a non-Treaty-Based Investor:

e The Trading License must be re-applied for

e ENT exemptions and other privileges are effectively revoked

When a domestic company becomes subject to Trading License/Retail

Outlet License requirements due to an M&A transaction, it receives 12 months to complete post-closing

licensing formalities .

4.9. Step-by-Step Market Entry Pathway

Based on best practices from legal advisors, a compliant and efficient market entry typically follows this

structured pathway :

e Determine preferred entry channel
(distributor partnership vs. WFOE)

e Assess treaty-based advantages based on
investor nationality

e Define long-term control objectives and
operational scale

e Obtain ERC (and IRC, if required)

e Open Direct Investment Capital Account
(DICA) — all capital contributions, profit
repatriations, and share transfers must flow
through this account

e Within 90 days of ERC issuance, ensure
committed capital is transferred

e Prepare application with 5-year business
plan

e Demonstrate compliance with market access
conditions

e Submit to MOIT/DOIT
e Timeline: 10-30 working days

e Ensure products meet Vietnamese technical
regulations

e Secure necessary product registrations
(pharmaceuticals, chemicals, etc.)

e Comply with labeling requirements
(Vietnamese language mandatory)

For each physical outlet, submit separate
application

For treaty investors: streamlined process
without ENT

For non-treaty investors: prepare ENT
documentation from second outlet onward

Register for customs declaration

Ensure supply chain complies with storage
and transportation regulations

Implement distribution agreements with
sub-distributors/agents

Semi-annual reports (new requirement from
2026) — due January 31 and June 30

Quarterly investment reports on National
Investment Information System

Tax filings and license renewals
Pharmacovigilance (for pharmaceuticals)

Advertising approval (for regulated products)



4.10. Sector-Specific Regulatory Considerations

Depending on product category, additional regulations may apply:

4.10.1. Pharmaceutical Products

Marketing Authorization = Mandatory for all pharmaceutical products; submitted to Drug
Administration of Vietnam (DAV)

Key Documents Certificate of Pharmaceutical Product (CPP); GMP compliance; technical
dossier
Distribution Restriction Foreign companies cannot distribute directly to retail outlets/oharmacies;

must use licensed Vietnamese distributors

Public Tenders Critical sales channel; EVFTA/CPTPP enhance procurement access
transparency

4.10.2. Chemicals

New Chemical Substance Substances not on Vietnam National Chemical Inventory (NCI) require
Notification pre-market evaluation; 90-day expert committee assessment

Conditional Chemicals Production/trade require certificate
(786 substances)

Special Control Chemicals Production/trade/import/export license
(241 substances)

Import Declaration All Chapter 28 & 29 chemicals must be declared via
National Single Window

Chemical Warehouse Requires certificate from July 1, 2026

Services

Products Containing Pre-market declaration required

Hazardous Chemicals



4.10.3. High-Risk Products — Mandatory Traceability
Effective January 1, 2026, all "high-risk goods" must implement full-chain traceability.

Scope: Chemicals, products containing chemicals, industrial precursors, explosive precursors, and other
products classified based on human health hazards and environmental risks.

Obligations for Supply Chain Entities:

e Declare and update traceability information

e Ensure information is authentic and verifiable
e Bear liability for non-compliant products

e Use QR codes for consumer verification

Consequences of Non-Compliance: Criminal prosecution; license revocation; import delays; fines; market
access barriers .

4.10.4. Digital Technology Products

Requirement Details

Prohibited Imports Used IT products on banned list generally prohibited

Exemptions Special use; scientific research; processing for re-export
(consumed abroad only)

Semiconductor Equipment  Circular 30/2025/TT-BKHCN specifies criteria for importing used
equipment for semiconductor production

Incentivized Products Semiconductor materials, equipment, machinery for
semiconductor ecosystem (Circular 32/2025)



4.11. Post-Registration Obligations

4.11.1. Semi-Annual Reporting (New for 2026)

The new Draft Decree introduces a semi-annual reporting obligation for foreign-invested enterprises in
trading and distribution:

Requirement Details

Reporting Frequency Twice yearly (previously annual)

Due Dates January 31 and June 30

Purpose Nationwide data management; market transparency
Format Standardized reporting template

Compliance Implication: Manufacturers must establish robust local data collection systems to meet these
reporting deadlines.

4.11.2. Investment Reporting

Foreign-invested enterprises must report project progress quarterly and annually on the National
Investment Information System . Missing deadlines can result in heavy administrative fines.

4.11.3. Tax Compliance

Obligation Details

Corporate Income Tax Standard rate 20%; incentives available for qualifying sectors/locations
Value Added Tax (VAT) Standard rate 10%; 5% for certain goods/services; 0% for exports

Foreign Contractor Applicable on certain cross-border payments
Withholding Tax (FCWT)

License Fee (Business Tax) Annual fee based on charter capital

Direct Investment Capital  Mandatory for all capital flows
Account (DICA)



4.12. Key Risks and Practical Pitfalls

Based on legal practitioner experience, common pitfalls include:

Underestimating
Registration Timelines

Incorrect Distribution
Structuring

Inadequate GMP/GDP
Documentation

Weak Tender Strategy

Insufficient Local
Compliance Oversight

Tax/Accounting
Non-Compliance

Traceability
Non-Compliance

Product registration (especially pharmaceuticals, chemicals) can take
months; factor this into market entry planning

Structuring distribution contrary to Law on Pharmacy or other sectoral
regulations can lead to license revocation

For regulated products, insufficient quality documentation causes
registration delays

For products sold through public procurement (pharmaceuticals, medical
devices), inadequate tender preparation limits market access

Regulatory errors carry significant financial and reputational risk; local
compliance oversight is essential

Missing DICA requirements or reporting deadlines leads to fines and
audit risks

For high-risk goods, failure to implement full-chain traceability results in
import delays or market exclusion

4.13. Recommended Market Entry Structure for Manufacturers

Based on the regulatory framework and best practices, a recommended structure for most foreign

manufacturers is:

1. Establish a Wholly Foreign-Owned Import 4. Build Internal Regulatory and Compliance

Company

e Full control over product registration and

intellectual property

e Ability to manage pricing and brand

positioning

e Long-term presence in market

2. Secure Product Registrations Under

Company's Name

e Ensures ownership of market authorizations

e Protects against partner disputes

3. Conclude Distribution Agreements with 2-3
Strong Local Distributors

e Regional diversification (North, Central,

South)

Oversight Capacity

e Dedicated local compliance staff or retained
advisors

e Systems for semi-annual and quarterly
reporting

e Monitoring of regulatory changes

5. Maintain Direct Engagement with Key
Customers

e For B2B products, maintain direct
relationships with key accounts

e For retail products, invest in brand building to
support distributor efforts

e Use compliant channels for engagement (not
bypassing distributor)

e Leverage local networks and relationships

e Share market development risk



4.14. Conclusion: Strategic Implications for Manufacturers

Vietnam's regulatory framework for distribution in 2026 presents a paradox of opportunity and
complexity:

Streamlined market access for treaty-based
investors

Elimination of MOIT consultation and ENT for
qualifying investors

Clearer rules and reduced ambiguity

Growing alignment with international
standards

Two-tier system requires careful structuring

New security reviews for large-scale
operations

Enhanced reporting obligations

Sector-specific regulations (pharmaceuticals,
chemicals, traceability) add complexity

. Treaty-Based Structuring: Investors should

consider channeling investments through
jurisdictions with FTAs to access preferential
treatment

. Early Regulatory Engagement: Product

registration timelines are lengthy; begin early

. Robust Local Compliance: Semi-annual

reporting, DICA compliance, and traceability
require dedicated local resources

. Partner Due Diligence: If using local

distributors, verify their license status,
compliance history, and network reach

. Long-Term Perspective: Market entry is not a

sprint; regulatory compliance and brand
building require sustained commitment



5. Risks and Critical Considerations

While Vietnam presents a compelling growth story, foreign manufacturers must approach the market with
a clear-eyed understanding of the risks and structural challenges that could impact their success. This
section outlines the critical considerations for market entry in 2026.

5.1. Macroeconomic and External Risks

5.1.1. Global Economic Uncertainty and Trade Protectionism

Vietnam's export-oriented economy remains highly sensitive to global economic fluctuations. In 2026, the
international trade landscape offers little certainty, with heightened geopolitical tensions and rising
protectionism creating an unpredictable environment.

Key external threats include:

US Tariff Policies Goods exports to the US, Vietnam's largest destination accounting for approximately 30%
of total exports, face threats from the lagged impact of 20% US reciprocal tariffs, uncertain
transshipment duties, and risks of additional sectoral semiconductor levies.

Global Protectionism WTO Director-General Ngozi Okonjo-lweala has warned of rising protectionism that
weakens the multilateral system and creates uncertainty for producers and investors
worldwide.

Fragile Global Recovery Mounting public debt, geopolitical risks, and volatile market forecasts complicate the export
landscape.

Major Market Concentration  Heavy dependence on the US and China exposes Vietnamese exports to sudden policy
shifts in either market.

Implication for Manufacturers: Companies exporting to Vietnam must consider that their Vietnamese
distributor partners may face volatility in their own export markets, potentially impacting their financial
stability and ability to invest in inventory and market development.

5.1.2. Inflation and Interest Rate Pressures

While inflation remained well-controlled at 3.3% in 2025, pressure is building for 2026 . The ambitious
10% GDP growth target for 2026 will require a very strong increase in aggregate demand, placing
significant pressure on monetary and fiscal policy.

Inflation Outlook:

e The monthly CPl increase is estimated at approximately 0.3%

e Average inflation rate for full-year 2026 projected around 3.5% , within the government's 4-4.5% target
range

e However, cost-push and demand-pull effects remain significant risks

Credit and Interest Rate Dynamics:

e Credit-to-GDP ratio reached 146% in 2025, high compared to other developed countries at similar
income levels

e The State Bank of Vietnam targets slower credit growth of 15% in 2026 (down from 19.4% in 2025),
mindful of overheating and resource mis-allocation risks

e Interbank rates spiked in late 2025 due to tighter liquidity pressures amidst very strong credit and
economic growth

Implication for Manufacturers: Tighter credit conditions may affect Vietnamese distributors' ability to
finance inventory and working capital. Manufacturers should assess potential partners' financial health and
access to credit.



5.2. Structural Economic Vulnerabilities

5.2.1. The Dual Economy: FDI vs. Domestic Enterprise

Vietnam's economic growth masks a fundamental structural imbalance. While foreign-invested enterprises
thrive, the domestic sector struggles to integrate into global value chains.

Key Structural Weaknesses :

FDI Dominance Export growth continues to be heavily reliant on foreign-invested enterprises, which

generate the majority of the trade surplus while the domestic sector runs persistent trade deficits.

Import Dependence Heavy reliance on imported raw materials and components for export production exposes

the economy to external supply shocks and limits value capture.

Low Domestic Domestic firms are often confined to assembly and low-value processing, limiting spillover
Added Value effects on the local economy.

Weak Supporting Limited development of domestic supporting industries perpetuates import dependence and
Industries constrains localization rates.

The Shrinking Trade Surplus Paradox: Despite record total trade turnover of US$930 billion in 2025, the
trade surplus has steadily declined:Key Structural Weaknesses :

Total Trade Turnover Trade Surplus

2023 USS$681 billion US$28.3 billion
2024 USS$786.3 billion US$24.77 billion
2025 USS$930 billion US$20.05 billion

This indicates that while international trade has expanded rapidly in scale, the net value retained to
contribute to economic growth has increased more slowly, even declining.

Implication for Manufacturers: Foreign manufacturers considering local production in Vietnam should not
assume easy access to deep local supply chains. Supporting industries remain underdeveloped, and many
components may still need to be imported.

5.2.2. Diminishing Returns of the Extensive Growth Model

Vietnam's traditional growth model—based on expanding scale, leveraging low labor costs, and focusing
on assembly and processing—is approaching its ceiling.

Signs of Model Exhaustion:
e Room for extensive growth is narrowing while compliance costs tied to green standards, traceability, and
international regulations continue to rise

e Export volumes rise but profitability shrinks—manufacturers report a 5% decline in order prices
alongside rising labor and logistics costs

e |ead times for order confirmations have shortened significantly as global buyers maintain a cautious

stance

e Continuing to chase turnover records could deepen the risk of being locked into low-value segments of
global value chains

Implication for Manufacturers: The market is shifting from cost-driven competition to value-driven
competition. Manufacturers offering premium, differentiated, or higher-value products may find growing
opportunities as Vietnam seeks to upgrade its economic position.



5.3. Regulatory and Compliance Risks

5.3.1. Increasingly Stringent International Standards

Vietnam's exporters face growing pressure to comply with rigorous international requirements, and these
same standards apply to imported products entering the Vietnamese market.

e Carbon emissions and environmental standards: Increasingly strict requirements for green production
e Traceability: Full-chain traceability now mandatory for high-risk goods from January 1, 2026

e Labor rights and social compliance: Growing scrutiny of working conditions

e Food safety and quality standards: Heightened requirements for agricultural and food products

The Coffee Sector Example: After a record year in 2025 (US$8.92 billion), the coffee sector now faces the

challenge of moving beyond high prices to sustainable growth focused on deep processing, traceability,
and meeting sustainability standards .

Implication for Manufacturers: Products entering Vietnam must meet increasingly sophisticated standards.
Manufacturers should ensure robust documentation of quality, safety, traceability, and sustainability
credentials.

5.3.2. Regulatory Complexity and Administrative Burdens

Despite reform efforts, Vietnam's regulatory environment remains challenging for foreign investors.

e Licensing delays: Business registration and investment licensing procedures remain cumbersome
e Credit access difficulties: 54% of surveyed businesses report difficulty accessing credit

e Land access constraints: 74% of businesses have delayed or cancelled expansion plans due to slow
land acquisition

e Harassment: 55.3% of businesses report that harassment remains prevalent
The new Draft Decree replacing Decree 09/2018/ND-CP introduces a
dual-licensing regime with enhanced reporting obligations and new national security review mechanisms

for certain foreign-invested activities (e-commerce dominance, large-scale retail chains, non-treaty
investors) .

Market entry requires dedicated regulatory expertise and patience. Partner
selection should include thorough due diligence on compliance history and license status.



5.4. Market-Specific Risks

5.4.1. Infrastructure Disparity

While major urban centers benefit from improving infrastructure, significant gaps remain outside key
economic zones.

e Logistics infrastructure outside major hubs (Ho Chi Minh City, Hanoi, Hai Phong, Da Nang) can be
challenging

e Cold chain capacity remains limited, particularly for temperature-sensitive products
e Port congestion during peak periods can cause delays
e Road infrastructure in rural and mountainous areas varies significantly in quality

Distribution strategies must account for infrastructure variations. Products
requiring cold chain or time-sensitive delivery may face additional complexity in reaching rural markets.

5.4.2. Intense Competition and Market Fragmentation

Vietnam's retail market is characterized by structural fragmentation and intensifying competition across all
channels.

e Textile and garment sector: Global consumer demand continues to decline sharply, competition from
low-cost rivals intensifies, and input costs remain high, squeezing profit margins

e Fisheries sector: Multiple challenges including the EU's IUU yellow card, high production costs,
reciprocal tariffs, and the US Marine Mammal Protection Act (effective January 1, 2026) banning certain
seafood imports

e E-commerce battlefield: TikTok Shop growing at 69% annually and capturing 41% market share,

intensifying pressure on traditional platforms

Vietnamese consumers have become more cautious, value-driven, and discerning.
Success requires precision and relevance, not just brand-led marketing.

New entrants must have a clear value proposition and realistic market share
expectations. Competing solely on price is increasingly difficult; differentiation, quality, and trust are
essential.

5.4.3. Finding the Right Distributor Partner

The single greatest challenge for foreign manufacturers is identifying a distributor with the right network,
financial stability, and strategic fit.

e Network coverage: Does the distributor cover target regions effectively?

e Channel relationships: Does the distributor have strong relationships with modern trade, general trade,
and e-commerce platforms?

e Financial health: Can the distributor finance inventory and extend credit where needed?
e Compliance history: Does the distributor maintain clean regulatory standing?
e Strategic alignment: Does the distributor view the partnership as strategic or merely transactional?

Rigorous partner due diligence is non-negotiable. Manufacturers should
consider pilot programs with single partners before committing to nationwide distribution agreements.



5.5. Sector-Specific Risks

5.5.1. Textile and Garment Sector

Risk Factor Description

Demand contraction Global consumer demand continues to decline sharply
Price competition Intensifying competition from low-cost rivals

Cost pressures Input costs remain high, squeezing profit margins
Order uncertainty Order prices down 5% despite rising costs

5.5.2. Fisheries and Seafood Sector

IUU Yellow Card EU warning on illegal, unreported, and unregulated fishing persists

US market access Marine Mammal Protection Act (effective January 1, 2026) bans certain
Vietnamese seafood imports

Trade remedies Anti-dumping and countervailing lawsuits against Vietnamese shrimp in
the US market

Traceability requirements  Increasingly stringent origin and chain-of-custody documentation
needed

5.5.3. High-Tech and Electronics Sector

FDI dominance High-tech exports dominated by FDI firms, limiting domestic participation
Brand deficit Lack of strong national brands in electronics categories
Component dependence Heavy reliance on imported components and materials

Semiconductor risks Potential additional US sectoral levies on semiconductors

5.5.4. Pharmaceutical and Chemical Sectors

Registration delays Lengthy product registration timelines (6-18 months typical)

Distribution restrictions Foreign companies cannot distribute pharmaceuticals directly to retail
outlets

Traceability mandates Full-chain traceability required for high-risk chemicals from January 2026

Public procurement Tender processes require specialized expertise

complexity



5.6. Risk Mitigation Strategies for Manufacturers

Begin with a soft launch in a key urban hub
(Ho Chi Minh City or Hanoi) with a single
distributor partner

Test logistics, consumer response, and
regulatory compliance before nationwide
rollout

Use initial phase to validate business model
and refine approach

Verify potential distributor's license status,
compliance history, and financial health

Assess network reach and channel
relationships through site visits and reference
checks

Evaluate strategic alignment and
commitment to brand development

Consider channeling investments through
jurisdictions with FTAs with Vietnam (EU, UK,
ASEAN, CPTPP countries) to access
preferential treatment (eliminated ENT,
streamlined licensing)

Structure ownership to preserve treaty
benefits—market access privileges attach to
qualifying investors

Based on the risk landscape, manufacturers should consider the following mitigation approaches:

Establish dedicated local compliance
resources or retained advisors

Implement systems for semi-annual
reporting, DICA compliance, and regulatory
monitoring

Ensure products meet all technical
regulations, labeling requirements, and
traceability standards

Support distributor with marketing funds and
strategies to build brand trust

Emphasize quality, safety, and transparent
origin to appeal to discerning Vietnamese
consumers

Differentiate through value rather than
competing solely on price

Diversify logistics partners and routes where
possible

Ensure cold chain capacity for
temperature-sensitive products

Build buffer stock to manage port congestion
or customs delays

5.7. Conclusion: From "Growing Fast" to "Growing Strong"

As Vietnam enters its new era of development, the market presents both significant opportunities and
substantial risks for foreign manufacturers. The country's leadership has signaled that the era of chasing
turnover records at all costs is ending. The strategic imperative for 2026-2030 is pivoting from "growing
fast" to "growing strong and sustainable" .

e Success requires precision, not just presence. The market rewards those who understand its
complexity and adapt accordingly.

e Trustis the new currency. With consumers prioritizing trust and value, brand building must focus on
quality, transparency, and reliability.

e Partnership quality determines outcomes. Finding the right distributor—one with network strength,
financial stability, and strategic alignment—is the single most important decision.

e Compliance is non-negotiable. Increasingly stringent regulations on traceability, sustainability, and
product safety demand robust systems and expertise.

The manufacturers who thrive in Vietnam will be those who approach the market with patience, thorough

preparation, and a long-term commitment to building sustainable operations in one of Asia's most dynamic

economies.



6. Strategic Recommendations

This final section translates the market intelligence from previous chapters into a clear, actionable roadmap
for foreign manufacturers. By following these four strategic recommendations, you can navigate Vietnam's

complexities, mitigate risks, and position your brand for sustainable success in this dynamic market.

Recommendation 1:

Start with a Market Sizing Exercise — Define Your Total Addressable Market (TAM)

Before engaging with any partner or committing resources, you must quantify the opportunity. A structured

market sizing exercise defines the realistic potential for your specific product category and prevents

over-investment in a market segment that may be too small or too competitive.

Define the Total Addressable Market (TAM): Estimate the total revenue opportunity if your product
achieved 100% market share in Vietnam. For context, Vietnam's hospitality services market has a TAM
of approximately USD 20 billion, while the commercial real estate sector's TAM is around USD 25
billion. Your category-specific TAM will be a subset of these broader figures.

Calculate the Serviceable Available Market (SAM): Identify the segment of TAM you can realistically
serve given current infrastructure, distribution channels, and regulatory frameworks. For example, the
hospitality sector's SAM (accessible mid-to-luxury segments) is estimated at USD 12 billion . Your SAM
should focus on urban centers like Ho Chi Minh City and Hanoi, where modern retail penetration and
consumer spending power are highest.

Project the Serviceable Obtainable Market (SOM): This is your realistic market share target within 3-5
years, considering competition, operational capacity, and entry barriers. The hospitality sector's SOM is
projected at USD 4-6 billion for new entrants. Your SOM should factor in distribution partner capabilities
and brand-building timelines.

Segment the market by geography (North, Central, South), customer archetype (urban middle class,
young professionals, families), and channel (modern trade, e-commerce, traditional trade).

Analyze competitor presence and market share in each segment.

Validate assumptions through trade association data (e.g., VICOFA for coffee) and government statistics.

This exercise ensures your market entry is grounded in data, not optimism, and provides a baseline for

measuring progress.



Recommendation 2:
Conduct Rigorous Partner Due Diligence

The single most critical decision you will make is selecting your Vietnamese distributor or importer. A
partner with the wrong capabilities, financial instability, or misaligned incentives can derail your market
entry regardless of product quality. Due diligence must be systematic and multi-layered.

e Legal Verification:

e Obtain and verify the Business Registration Certificate (BRC) from the Department of Planning and
Investment (DPI) via the official portal (https://dangkykinhdoanh.gov.vn/).

e Confirm the Export License is valid and matches the company name.

e Check for any legal disputes or administrative penalties through the Ministry of Justice's legal
information center.

e Financial Stability Assessment:
e Request bank references to gauge financial standing and creditworthiness.

e For significant partnerships, consider a third-party financial audit or credit report from agencies like
CreditInfo Vietnam.

e Analyze payment history and working capital capacity, especially given tighter credit conditions
projected for 2026.

e Operational Capability Verification:

e Conduct on-site audits of facilities, warehouses, and (if applicable) processing/roasting operations.
Evaluate cleanliness, organization, and quality control protocols.

e Assess logistics infrastructure: cold chain capacity, fleet, and warehouse management systems.

e Request and evaluate product samples rigorously. For food products, conduct blind cupping or
testing against SCA standards.

e Reputation and Trade Reference Checks:

e  Speak directly with 2-3 current international clients (preferably in non-competing markets) about
communication reliability, problem resolution, and consistency .

e  Search online forums, industry publications, and fraud blacklists for any negative mentions .

e Use LinkedIn and professional networks to verify key personnel backgrounds .

e Strategic Alignment:
e Assess their portfolio: Do they already represent competing brands? Will your product receive
dedicated focus?
e Evaluate their channel relationships: Do they have strong connections with modern trade (VinMart,
AEON), e-commerce platforms (Shopee, TikTok Shop), and traditional trade networks?
e Test communication responsiveness and technical knowledge during initial inquiries. Slow or
evasive responses are red flags.

A partner who passes this rigorous vetting process is a genuine asset; one who hesitates to provide
documentation or avoids scrutiny is a risk you cannot afford .



Recommendation 3:
Pilot Before Scaling — Soft Launch in a Key Urban Hub

Vietnam's market complexity means that a nationwide rollout from day one is high-risk. Instead, adopt a
phased, pilot approach—often called a "soft landing"—to test your product, logistics, and consumer
response in a controlled environment before scaling.

e Select a Single Geographic Hub: Begin with Ho Chi Minh City (the largest commercial center with over
14 million consumers) or Hanoi (the capital with over 8 million). These cities offer concentrated modern
retail outlets, e-commerce penetration, and affluent consumer bases ideal for testing .

e Partner with One Distributor: Work exclusively with your vetted partner in this single region. This allows
you to focus on relationship-building and problem-solving without the complexity of managing multiple
partners .

e Define Pilot Objectives and Metrics:

e Test logistics: Measure lead times from port to warehouse to retail shelf. Assess cold chain
reliability if applicable.

e Gauge consumer response: Track sell-through rates, repeat purchases, and online reviews. Use the
"Community-Testing Model" where limited product releases gather real-time feedback before wider
launch.

e Evaluate channel performance: Compare velocity across modern trade, e-commerce platforms, and
any general trade outlets included in the pilot.

e Monitor key metrics: In digital channels, track Save-to-View ratios (indicating purchase intent) and
comment quality analysis for deeper audience insights.

e Duration and Decision Point: Run the pilot for a defined period (e.g., 6-12 months). At the conclusion,
assess performance against your SOM projections and operational benchmarks. If targets are met,
proceed to a phased regional expansion (e.g., adding the Northern region or Central region). If not, you
have the flexibility to pivot, refine your approach, or exit with minimal sunk cost.

This "soft landing" approach, endorsed by Vietnam's National Startup Support Center, significantly reduces
entry barriers and allows for iterative learning .



Recommendation 4:
Invest in Brand Building to Build Trust

The Vietnamese consumer of 2026 is quality-conscious, value-driven, and trust-focused . They no longer
prefer foreign goods by default; instead, they are "picky" and seek products that offer clear value, safety,
and authenticity . For a foreign manufacturer, this means your brand must actively build trust—it will not be
granted automatically.

e Support Your Distributor with Marketing Investment: Your distributor will focus on logistics and sales.
You must provide the marketing resources—funds, materials, and strategies—to build consumer pull.
This includes:

e Developing localized brand messaging that resonates with Vietnamese cultural values.
e Creating digital content for e-commerce platforms (Shopee, TikTok Shop) and social media.
e Investing in in-store promotions and visibility within modern trade outlets.
e Emphasize Quality, Transparency, and Origin: Vietnamese consumers prioritize real quality and are
increasingly interested in product origins . Your marketing should prominently feature:

e Traceability information: Especially for food products, demonstrate full-chain traceability (now
mandatory for high-risk goods from January 2026) .

e Certifications: Display food safety certifications (HACCP, ISO 22000) and any international quality
marks prominently on packaging and online .

e Authentic storytelling: Share the story behind your product—its ingredients, manufacturing process,
and quality controls. This builds the "trust" that is now the currency of the Vietnamese market .
e Build Digital Brand Identity: With consumers increasingly searching and shopping via smartphones, a
strong digital presence is non-negotiable .
e Ensure your brand has professional, localized content on major e-commerce platforms.

e Consider an education-first content strategy on social media, positioning your brand as a category
expert rather than just a product seller. Vietnamese skincare brand Cocoon successfully used this
approach to build authority before driving sales .

e Protect your brand identity online to combat counterfeit goods, which remain a challenge .

e Commit to Long-Term Relationship Building: Trust in Vietnam is built through consistent, reliable
relationships. This applies to your relationship with your distributor and, by extension, with consumers.
e Be responsive to partner and customer feedback.
e Demonstrate commitment through consistent quality and supply.
e  Support your distributor's efforts with training and co-marketing initiatives.

As Vietnamese businesses themselves emphasize, "trust with partners, farmers, and customers requires

time, sincerity, and keeping promises and commitments from the beginning" . For a foreign entrant, this
patient, trust-first approach is the foundation of enduring success.



