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Abstract. Pop Mart has established its own unique core competitive 
advantages based on whole chain operation of IP resources, innovative blind 
box business model as well as precise positioning on social and emotional 
values. The object of this paper is Pop Mart, using the method of case study 
and literature research, comprehensively sorting out the market positioning, 
operational advantages and disadvantages of Pop Mart by means of STP 
strategy and SWOT analysis. In terms of specific research findings: Pop 
Mart’s IP full chain operation is quite complete and its online and offline 
channel network layout is diverse, but there are also many problems existing 
such as imbalance of IP resources structure, repeated public opinion disputes 
due to the blindbox model, obstacle to overseas development of local IP and 
increasing homogeneity competition. In terms of research results, it shows 
that the sustainable development of pop mart should improve its IP matrix, 
standardize its blind box business mode, and carry out deeper localized 
overseas operation, strengthen difference innovation, so as to provide certain 
practical references and theoretical basis for sustainable development of 
trend toy industry and related cultural creative brand.  

1 Introduction  
Due to the continuous improvement of global consumption patterns and rapid changes in 
consumer demands, Generation Z, as one of the emerging generations, has developed its own 
unique concept of personalised consumption and different behavioural traits; therefore, it is 
becoming an essential driving force for the growth of the culture and creative consumption 
market at present time. In terms of emotion-based consumption and symbolic consumption, 
these two forms will take on more important roles in future developments within the field. 
Based on this industry trend, Pop Mart has been leading the way since it became the pioneer 
and absolute leader of China's trend toy business and continuously innovating product 
designs, building up a mature operation system and accurately identifying target markets - 
all contributing towards transforming trend toys into a new type of consumption vehicle that 
combines collection, aesthetics and social attributes. 

Nevertheless, although it achieved rapid development and remarkable market success, the 
brand also faces numerous unsolvable problems and developmental constraints. Its own 
distinctive business model has been copied by competitors extensively, resulting in intense 
homogenized competition; there is widespread doubt among the market on whether this IP 
                                                 
* Corresponding author: 1250008078@student.must.edu.mo 

  © The Authors,  published  by EDP Sciences.  This  is  an  open  access  article  distributed  under  the  terms  of the Creative
Commons Attribution License 4.0 (https://creativecommons.org/licenses/by/4.0/). 

SHS Web of Conferences 234, 02014 (2026) https://doi.org/10.1051/shsconf/202623402014

ICIEBM 2026



incubation system is sustainable and stable; Local IPs face significant barriers when going 
global because of culture-specific issues; In addition, the blind box sales mode also generates 
many public opinions about irrational consumption-related issues. Based on these situations, 
taking Pop Mart as the research subject, using STP and SWOT analysis methods for 
comprehensive dissection, sorting out its operating advantages and existing deficiencies, 
proposing targeted optimisation Strategies with the aim of providing valuable theoretical 
Support and practical references for the healthy and sustainable development of Pop Mart 
and the whole Trend Toy Industry. 

2 Case introduction 
Pop Mart was established in 2010, initially focusing on the agency business of overseas 
trendy toy IPs; In 2017, it has achieved a breakthrough in its strategy by transforming into a 
professional all-around operator of trend toys that integrates research, cooperative operation 
and incubation services, and then launched several famous originals such as Molly, Dimoo, 
Pucky and Skullpanda, which have become extremely popular with young people and are 
explosive products in this trend toy industry [1]. 

The brand is innovative in applying the blind-box sales model to trend toys. It strongly 
stimulates buyers' desire for possession through unpredictability and collectibility by 
introducing various products; The member retention rate reached 58 per cent. Pop Mart has 
established a diverse marketing network combining offline physical stores, automatic 
vending machines, online E-commerce platform, social media penetration; it has become one 
of China's leading enterprises in terms of trend toy manufacturing under fast-speed scale-up; 
However after expanding too quickly over recent years, the brand faces some challenges: In 
addition to having a single IP revenue structure and being subjected to constant public 
pressure due to blind-box-style business operations; There are still insufficient localisation 
efforts in overseas IP promotion; Also there exists severe competition among similar brands 
making the trend toy industry less competitive overall [2]. 

3 STP analysis 

3.1 Market segmentation 

Pop Mart takes age, consumption demands, psychological attributes and behaviour patterns 
of consumers as core segmentation criteria, performs meticulous categorisation on the trend 
toy market. Mainly include: Young People Aged 18-35 This category can be divided into 
college student group, Urban White-collar Worker Group, Trend Toy Collectors And Art 
Lovers; Characteristics are that they pursue personalised, unique products with high attention 
to emotional fulfillment and sense of identity have strong innovation consciousness and 
obvious repeat purchasing tendency and complete sets-collecting tendencies Based on 
consumption Scenario It Can Be Divided Into Daily Leisure Self-purchase , Collection-
Oriented Targeted Purchase Social Gift-giving And Decorative-Display Purchases These 
multi-level scenario-Based Segmentation Market System was formed [3]. 

3.2 Target market 

Pop Mart firmly places its main consumers in Generation Z and younger white-collar workers 
aged 18-35. They have relatively stable disposable income, high consumption willingness, 
broad market adaptability, and a large demand for emotional consumption and social 
recognition; they consider trend toys an essential means of expression of personality, 
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collecting like-minded friends and obtaining group identity; they are willing to spend more 
on high-quality original IP products and distinctive aesthetics. At the same time, it also aims 
at international young consumers as the main body of future development targets, focuses on 
developing key areas such as Southeast Asia where culture is close, Europe and America that 
has been formed by a complete toy market environment, carrying out phased market 
expansion and layout [4]. 

3.3 Market positioning 

Pop Mart aims to be "a global high-quality trend toy brand that integrates IP incubation, 
original design, production and sales", with an emphasis on promoting "emotional carrier + 
social currency + art toy" to create consumer goods with richer spiritual connotations and 
cultural meanings; At the same time, it satisfies the sense of identity and expression among 
young people by providing them with platforms for emotional release, interpersonal 
communication and creative growth; In addition, Pop Mart uses advanced technology such 
as artificial intelligence virtual dressing rooms to bring more personalized services and 
experiences [5]. 

4 SWOT analysis of brand IP operation 

4.1 Strength 

Pop Mart has established an excellent, complete set of full chain IP operation systems that 
are strong enough to independently incubate and operate original IP heads such as Molly and 
Dimoo; Most of its own revenue comes from these original IPs; It does not rely much on 
outside sources for its IP acquisition and can avoid risks associated with loss of control over 
external IP agreements. The innovative blind box mode is very popular among consumers 
because it creates an extremely attractive curiosity and collection-seeking experience, thus 
significantly increasing members' repeat purchases rate and expanding the market efficiently 
[6]. It also has a wide range of Online-Offline channels covering all aspects of life in different 
locations across the country, which ensures stable business development. 

4.2 Weaknesses 

There is an extremely imbalanced structure of brands' IPs; most rely on only a few key IPs 
like Molly, and there are still no enough exploitations and developments for smaller or 
middling size IPs cases, which leads to lower overall revenue stability. For example, the 
"blindbox" mode inherently has uncertainty and high-value characteristics that attract 
irrational spending by consumers and second-hand market rumors-and-hoarding phenomena, 
causing multiple social public controversy incidents and adverse effects on brand image. For 
local origin small and medium-sized IP cases they face difficulties adapting to Europe and 
America due to differences in culture background and hard to enter foreign markets with 
relatively weaker competitiveness compared to large players. In terms of new trends toys and 
their models innovation, brand's advantages weaken gradually, difficult to build long-term 
competition barriers [7].  

4.3 Opportunity 

The global cultural and creative consumption market continues to grow, Generation Zs' desire 
for emotions, personalisation and art is on the rise, providing a vast market space for trends 
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toys Development. The appearance of the national trend has improved cultural confidence 
among young people, which benefits their recognition and affection towards domestic 
original IPs; thus, it helps to deepen brand IP innovation and upgrade. Cross-border E-
commerce and social media marketing have made the costs and difficulties of overseas 
market entry smaller, enabling the integrated development of trend toys with fashion, art, 
animation and digital industries to extend IP applications scenarios and value-added spaces 
at an accelerated pace. In addition, under the impetus of government support policies for 
culture and creativity, the Brand's growth conditions are optimised accordingly. 

4.4 Threats 

Low barriers to entry for various types of enterprises in entering the trend toy market due to 
their small investment requirements; increasing intensity of homogeneous competition 
among different participants after more enterprises join this industry; Strengthening 
standardized supervision by the government to improve operational compliance and raise 
costs and burdens for brand operations and management; Cultural differences between China 
and other countries as well as aesthetic discrepancies also affect the international 
dissemination of local trends of cultural symbols, reducing foreign markets for global 
integration and further weakening competitiveness on an international scale; The pace at 
which consumers replace trendy products is high, with shorter lifecycles for single IPs; 
Uncertainty caused by rapid ageing or declining popularity of IP affects long-term stable 
development of enterprise [8]. 

5 Optimisation suggestions on the brand IP operation 

5.1 Optimize the IP matrix to enhance the systematic incubation system 

The company already has a fully formed and intricate IP cultivation and governance structure. 
R&D invest and Operation help for small/medium sized IP is given by the Brand. The cultural 
connotations, design characteristics and market perspectives of all kinds of IPs have been 
researched extensively. The operations department takes care of the IP that has some potential 
so people would have a solid IP plus a growing/potential IP and new creative IPs (to avoid 
being too dependent on just one IP when it comes to ops). Collaborating with famous artists 
and senior designers as well as various professional art institutions at home and abroad. There 
are various design styles and cultural themes introduced in order to diversify IP. The life span 
of IP is extended through continuous updates of the contents, cross-border cooperation, 
development of derivative products and expanding scenes [9]. 

5.2 Standardize the blind box model and comprehensively resolve public 
opinion risks 

Blindbox sales rules get improved and made clear by the brand. The true value of the product 
is shown to customers. Styles are different depending on the real Probability and hidden 
money, and all kinds of false advertising and excessive profits are blocked by the company. 
Rational consumptions follow the official channels for correct Consumption Concept so as 
to lessen speculations in second-hand markets and hoarders along with price greedy 
individuals. Product Design Transparency and Production Quality Control Assurance are 
improved by the brand to actively fulfil social responsibility. A responsible healthy brand 
image is created through positive communication with the public and regulators by the 
company. Fully comply with industry regulation rules, beware of online public opinion. 
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5.3 Deepen localised operations to expand the global market network 

The brand has been carrying out Targeted Cultural Adaptation and Design Innovation 
according to the Aesthetics preference, consumption habits and cultural background of 
different overseas markets. A number of localized IP goods that fit well with local consumers' 
tastes are launched in order to advance the acceptance degree of brand localization. The 
global supply chain system is built up quickly, and it is laid out in an improved manner by 
this company. Optimal distribution structure of overseas offline exhibitions and art activities 
has been established, people carry out localization operations to expand brand influence and 
promote the continuous development of brand from local markets [10]. 

5.4 Strengthen differentiation innovations to build a lasting competitiveness 

The overreliance on a single form of blind box sales model is removed by the company. R&D 
has developed various new types of products other than blind boxes such as Scene Interactive 
experience Products and also Limited edition Customizations & Art Co-Branding projects. 
Art, fashion, and digital technologies are also being heavily incorporated into the design and 
running of IP by this brand in order to add more culture and aesthetics to their products. 
Brand cultivation level is improved by the enterprise. The number of loyal customers is 
increased and users stay longer through constant innovation in the quality of customer 
community management practices and content. 

6 Conclusion 
As one of the most prominent brands in China's trend toy industry, Pop Mart has achieved 
fast and healthy growth due to effective management of all links on the path of IP operation, 
innovative application of blind-box mode and precise judgment about young consumers' 
needs; It can be said that it is an example of how a national culture-creative brand explores 
the market under conditions of seeking development in order to achieve internationalization. 
However, with the scale expansion and outward exploration of this brand, several practical 
challenges have gradually surfaced including an uncoordinated IP system, frequent negative 
feedback caused by the blindness box model, difficulties in expanding local IPs at home and 
abroad, and intense homogenisation competition, which have hindered its persistent pursuit 
of lasting stable development. 

Using the method of combining STP with SWOT analysis, this paper clearly presents Pop 
Marts' market positioning, target consumers, operational strengths and weaknesses, as well 
as opportunities and challenges in its environment; Then proposes some optimisation paths 
including construction of IP matrix, model standardisation, localised-globalized 
transformation and differentiation innovation, which will be conducive to resolving existing 
problems of development for Pop Marts. For the entire trend toy industry, it is believed that 
pop marts' development experience fully demonstrates that cultivating a high-quality original 
IP capability and implementing user-centred emotional operation have become essential keys 
to achieving healthy, stable and sustainable growth for cultural and creative brands around 
the globe in an increasingly fierce international competition context.  
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