)

Check for
updates

Cross-border Marketing Strategy for Pop Mart Based on
the 4P Theory

Shuyu Liu*
Birmingham Business School,University of birminham, Birmingham, UK

*LavenderliuOO07@gamil.com

Abstract. The blind box industry emerges and will keep growing globally. Pop
Mart has been the largest trendy toy brand in China. Meanwhile, it has achieved
significant sales growth overseas and received numerous fans all over the world.
The brand sets a good example of developing international businesses. Neverthe-
less, it lacks research focusing on the specific strategy. Thus, the study is aimed
at giving suggestions for domestic enterprises to improve their international mar-
keting strategies. It provided overseas marketing strategies of the trendy toy
brand Pop Mart using the 4P marketing theory model. It also gives advice to Pop
mart on how to solve the problem of imbalance global development.
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1 Introduction

Nowadays, in the high-pressure and fast-paced society, people choose fragmented en-
tertainment to relieve stress within limited leisure time. Purchasing blind boxes has
become one of the contemporary ways to consume for entertainment. Demand for blind
boxes continues to grow. The blind box industry is on an upward trend in China and
globally, with continuous growth in the future. By 2024, the global trendy toy market
is expected to reach the size of $25 billion to $35 billion. As global consumption of
culture upgrades, the trendy toy industry has become a crucial bridge connecting crea-
tive industries with the mass market. Currently, Pop Mart stands as the largest brand in
the blind box industry. By 2024, Pop Mart's revenue has reached 13.04 billion yuan,
showing a 106.9% increase compared to the previous year. [1] Pop Mart's blind boxes
have gained lots of global fans due to their unique visual attractions and collaborations
with well-known intellectual property (IP). This worldwide rise of blind box culture
provides a foundation for studying its marketing strategies. [2]

Pop Mart adopts a lottery-style business model, which produces psychological ef-
fects on consumers through randomness. This approach creates uncertainty and risk,
triggering positive emotions that drive repeat purchases. By featuring dolls from di-
verse IPs, Pop Mart attracts different segments of customers. Simultaneously, it boosts
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blind box sales through limited-edition or mystery doll releases. Consumers purchase
more boxes to obtain these elusive items. [3] This review systematically analyzes the
overseas marketing strategies of the trendy toy brand Pop Mart using the 4P theory
model from marketing, aiming to provide reference for relevant enterprises in formu-
lating global marketing strategies. Cultural factors play a vital role in market strategies.
This study focuses on overseas marketing strategies, deepening our understanding of
how cultural contexts influence marketing approaches. It offers practical guidance for
domestic enterprises expanding internationally, helping to improve marketing strate-
gies and enhance market competitiveness.

2 Literature Review

Existing research primarily focuses on Pop Mart's marketing strategies and blind box
mechanisms within the Chinese market. Meng takes Pop Mart as the case study, com-
bining the marketing theory to analyze issues in its blind box product marketing in
China, such as insufficient IP storytelling and lack of surprise elements, and proposes
optimization solutions based on the SIVA theory. [4] Yang systematically examined
Pop Mart's marketing strategies in the Beijing market using the 4P framework. Findings
indicate that while the company demonstrates market adaptability in product, pricing,
distribution, and promotion, it still faces challenges including insufficient innovation,
limited perceived value, and uneven promotional effectiveness. Measures such as prod-
uct innovation and pricing optimization are needed to enhance market competitiveness.
[5] Wu analyzed China's blind box economy using SWOT models and market data,
attributing Pop Mart's success to strategies like diversified IP portfolios and precise
marketing. However, challenges including product homogeneity and limited IP content
require solutions through category expansion, enriched IP narratives, and increased re-
purchase rates. [6]

Pop Mart's blind box marketing strategy has achieved success domestically. How-
ever, given significantly different cultural preferences, consumption habits, and chan-
nel structures, its domestic success cannot be directly replicated overseas. Existing re-
search lacks systematic investigation for international markets into their product local-
ization, pricing strategies, channel management, and promotional models.

As a leading brand in the trendy toy industry worldwide, Pop Mart has been exten-
sively studied in terms of its domestic marketing strategies. However, analyses of its
overseas marketing strategies remain scarce. This study, which examines its overseas
marketing strategies, demonstrates a relatively high level of innovation.

3 Research Theory

The 4Ps of Marketing (Product, Price, Place and Promotion) provide a classic frame-
work for analyzing marketing strategies. The 4Ps include product, price, place, and
promotion. Product contains tangible goods or intangible services, such as product
quality and after-sales service. Price encompasses various pricing strategies. Place
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involves product distribution and sales channels. Promotion includes marketing and
promotional activities to build brand image.

4 Product Strategy

Pop Mart's product strategy lies in its ability to build emotional connections with con-
sumers worldwide through localized design innovations and strategic IP selection.

Pop Mart releases country- or city-exclusive editions tailored to different overseas
markets, such as the Singapore-exclusive Merlion Labubu in Singapore and the UK-
exclusive Zimomo LDN in the UK. These region-specific limited releases trigger
FOMO, significantly boosting sales. FOMO includes the fear of being excluded from
the mainstream group. Consumers may engage in herd consumption out of fear of iso-
lation. [7] Simultaneously, region-exclusive products incorporate local landmark ele-
ments, fostering a sense of cultural belonging among residents while also encouraging
check-in consumption by foreign tourists.

Pop Mart designs products that integrate overseas market characteristics. For exam-
ple, the Pop Mart Bean Sushi series combines the popular Crayon Shin-Chan IP with
sushi, which is highly favored in the Japanese market.

Concurrently, Pop Mart exclusively signs or collaborates with overseas designers.
In 2024, the company spent HK$86,600,000[1] on designer recruitment salaries. Its
main [P, DIMOO, accounted for 7.0% of total revenue [1]. Its designer is Ayan, a re-
nowned South Korean illustrator. Utilizing overseas background designers enhances
blind box acceptance. These international designers possess diverse backgrounds, bring
existing overseas fanbases, and better understand global aesthetic preferences, aligning
with Pop Mart’s international strategy. Furthermore, incorporating overseas designers
for series like THE MONSTERS prevents product homogenization and boosts blind
box design innovation.

Pop Mart also collaborates with globally recognized brands like Disney and Sanrio
on IPs such as Crayon Shin-chan. These partnerships leverage brand recognition to
promote Pop Mart. Moreover, brands like Disney and Marvel possess substantial over-
seas fan bases. Through co-branding, Pop Mart achieves targeted consumer outreach
and converts potential customers at relatively low marketing costs—a powerful synergy
of strengths.

5 Promotion Strategy

Pop Mart's overseas promotion strategy emphasizes experiential engagement and com-
munity engagement. Pop Mart holds or joins overseas toy conventions such as the Pop
Mart Toy Show (PTS) in Singapore and the San Diego Comic-Con International
(SDCC) in the United States, attracting tens of thousands of attendees. These events
provide a platform for blind box enthusiasts to connect, boost brand awareness, and
uncover potential consumers. The brand releases limited-edition blind boxes at these
events, with hundreds of toy artists exhibiting diverse blind box designs at booths. In
addition, the brand hosts offline blind box doll exhibitions, such as the Mega Space
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Molly: Hello, Moon Exhibition in Singapore, blending blind boxes with art while pro-
moting products.

Pop Mart conducts marketing activities on overseas social platforms like Instagram
and TikTok. Pop Mart maintains separate Instagram accounts for regions including the
UK, the Philippines, and Canada to showcase products, preview new releases, and in-
troduce blind box designers. It also reposts photos shared by consumers to foster brand-
consumer connections and leverage user-generated content (UGC) marketing. Pop
Mart posts content integrating blind box products into everyday life scenarios, such as
picnics, work, and sleep, transforming them from collectibles into companions. This
integration with daily life can enhance user engagement and extend product life cycles.

6 Place Strategy

Pop Mart employs a dual online and offline channel strategy. Pop Mart has introduced
retail robot stores overseas. By the end of 2024, Pop Mart had deployed a total of 2,300
robot stores. Revenue from robot stores increased by 131.9% in 2024 compared to
2023. [1] These robot stores require no manual labor, have low operational costs, ena-
bling efficient distribution in high-traffic areas like prime commercial districts and sub-
way stations. They serve the dual functions of sales and brand exposure. In Singapore,
Pop Mart has deployed 18 robot stores covering central commercial areas such as Ma-
rina Square and 313@Somerset, as well as transit stations like Bugis Junction and Ju-
rong Point.

It has established large offline flagship stores in core commercial districts across
over 20 countries and regions worldwide, including Singapore, New York, and London.
[8] These stores deliver an immersive user experience. Driven by its overseas expan-
sion, revenue from offline retail stores reached RMB 2,937.9 million in 2024, a 404.0%
year-on-year growth. [1] Overseas flagship stores combine local cultural elements with
dedicated photo zones to boost brand engagement. Meanwhile, Pop Mart regularly
launches pop-up stores, such as the Crybaby Hong Kong Festival Walk pop-up, featur-
ing large blind box displays and statues for consumer photo opportunities.

Pop Mart has entered mainstream overseas e-commerce platforms, including
Coupang in South Korea, Shopee in Southeast Asia, and Amazon in Europe and Amer-
ica for targeted product promotion. These platforms' existing logistics networks ensure
that Pop Mart avoids direct logistics investment. Beyond third-party online platforms,
Pop Mart operates its official website and app (POP MART Global). The app serves as
a channel for announcing new releases and conducting online sales, enhancing user
engagement and accumulating valuable customer data.

7 Pricing Strategy

Pop Mart employs a differentiated pricing strategy in overseas markets. The company
adjusts prices based on income per capita, consumer purchasing power, tariffs, and lo-
gistics costs across different countries and regions. Leveraging its extensive database
system, Pop Mart has developed a distinctive regional pricing strategy. Prices in
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developed markets like Europe and the United States are slightly higher than prices in
the Southeast Asia, while the prices in the southeast Asian market are slightly higher
than the prices in the domestic Chinese market. For example, THE MONSTERS- 1
FOUND YOU Vinyl Face Doll in Singapore is S$229.90, which is about ¥1,256. The
same product in US is $199.99, which is approximately ¥1,406. In China, the price of
the product is ¥999. There is a price difference among global market.

8 Suggestions

Pop Mart has unbalanced development across overseas regions. In 2024, revenue from
Asia accounted for approximately 75% of its total overseas income. Significant growth
potential remains in the North American and European markets. [1] The imbalance
comes from factors, such as cultural differences, supply chain difficulties and invest-
ments of marketing.

Due to the stronger influence of Chinese culture, the market in the Southeast Asia,
East Asia, and the Hong Kong, Macau, and Taiwan regions has fewer cultural barriers
compared to the market in Europe and the US. Customers there show more openness
towards Pop Mart has established factories in Vietnam. The brand benefits from lower
tariffs and lower logistics costs in the Asian region. Additionally, Pop Mart's marketing
costs are tilted towards the Southeast Asian region, with a greater presence of offline
stores and events.

Suggestions in terms of product Strategy include: 1. Pop Mart should increase col-
laborations with well-known North American toy designers to independently develop
IPs aligned with overseas aesthetics, reducing reliance on THE MONSTERS series and
licensed overseas IPs. Simultaneously, more limited-edition products for the MEGA
series can be introduced. 2. Plush series are highly popular overseas. Pop Mart should
launch more plush blind boxes to attract new users. 3. Pop Mart can establish produc-
tion factories in regions near the North American market, such as Mexico, to reduce
logistics costs. 4. As customers have growing environmental awareness, especially in
America and Europe, Pop Mart can make the packaging materials more eco-friendly.
For example, it can use recyclable materials to show the company’s social responsibil-
ity. It can also launch products that use sustainable materials and donate part of the
income to environmental organizations. 5. Pop Mart can also continue to rise the scope
of IP, including the art museum. It can show the cultural value of the brand, instead of
one-off consumption.

Suggestions for channel strategy contain: 1. Pop Mart can expand its physical store
and pop-up events in core commercial districts across North America. 2. Pop Mart can
target Western high-end channels. Its MEGA series can partner with overseas high-end
chains like Nordstrom to elevate brand value and capture high-value customers at lower
costs.

Suggestions for channel strategy contain: Pop Mart can continue increase the num-
ber of flagships in the first-tier cities worldwide to guarantee broader market scope and
better customer experience.
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In summary, while Pop mart remains its leading position in Asian market, it needs
to have more targeted marketing strategies for other markets. To grow the potential,
Pop mart can localize the marketing strategies in product strategy and channel strategy
to raise brand loyalty.

9 Conclusion

Through the research, Pop Mart’s overseas marketing strategies have been systemati-
cally analyzed through the application of 4P marketing theory. It has shown that Pop
Mart’s global growth relies on the integrated and localized marketing strategies mix.
The study emphasizes the diversity, creativity, and cultural fit of IP to help Pop Mart
maintain and grow the market share.

For product strategy, the brand releases limited tailored and region-exclusive edi-
tions, designs products that combine overseas market characteristics and cooperates
with overseas designers, globally recognized brands, and IP. Regarding promotion
strategy, Pop Mart joins in international conventions, holds art exhibitions and imple-
ments marketing activities on overseas social platforms like Instagram and TikTok for
content marketing and community engagement, fostering strong online-offline interac-
tion. In regard of the channel strategy, it sets up robot stores, flagship stores, and pop-
up stores in core commercial districts. On the other side, Pop Mart uses its own official
website and overseas three-party e-commerce platforms. For pricing strategy, the brand
adopts a differentiated pricing strategy, in consideration of purchasing power, logistics
costs and tariffs.

In conclusion, Pop Mart sets as a good example for Chinese companies who are
willing to expand overseas. It has performed well in product innovation, experiential
promotion, multi-channel distribution and flexible pricing strategies. Looking ahead,
the company can remain and expand the market by creativity and further localization.
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