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How can we digitalize  
an omni-channel consumer journey  
in the eyewear industry?

Our challenge



Our Objectives

• Explore new business opportunities 
→ greenfield approach 

• Increase brand recognition  

• Increase sales of spectacle lenses 

Our challenge



Key-benefits of our solution

Increase brand awareness Create omni-channel 
consumer journey

Strengthen market position

powered by 



Current ZEISS business model: Strong focus on B2B

ConsumersOpticians



Status quo: B2B

Strong Relationship Strong Relationship

ConsumersOpticians



Our Solution: B2B+

Stro
ng Relationship Strong Relationship

New Relationship

myEyewear.io

Opticians

Consumers
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Optician

Virtual Rooms
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How Virtual Rooms work



Consumer pain points

• Limited choice in stores



Consumer pain points

• Limited choice in stores 

• The need for friends for decision support



Consumer pain points

• Limited choice in stores 

• The need for friends for decision support 

• Lack of optician support when shopping online



Consumer pain points

„I will search online for suitable shops and go to the 
most recommended shop. 

Then I will choose frames and bring my girlfriend as 
I do not know which to choose usually“ 

- Christian, 27



Optician pain points

• High churn



Optician pain points

• High churn 

• Can’t compete online 



Optician pain points

• High churn 

• Can’t compete online  

• No data: What do consumers want?



Optician pain points

„I don’t have the infrastructure to create  
any digital presence to sell glasses online.  

Due to COVID this has now become  
a top priority to stay in business.“ 

- Zickenheiner Optician 



Screenshot 1
Screenshot 2

ZEISS pain points

• Low brand awareness
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ZEISS pain points

• Low brand awareness 

• Poor data from opticians



Screenshot 1
Screenshot 2

ZEISS pain points

• Low brand awareness 

• Poor data from opticians 

• Poor data directly from consumers



ZEISS pain points

„I don't know any lens-brands.  
I just follow the advice of my optician.“ 

- Anne, 23
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Opticians

Consumers

Relationships



ZEISS Opticians Consumers

• Omni-channel shopping experience 

• Digital decision support 

• Bigger frame selection 

• Close connection to their local optician

• Higher conversion 

• Increased traffic 

• Customer insights & data 

• E-commerce presence

• Increased brand awareness 

• Additional revenue streams 

• Stronger relationships with opticians 

• Consumer insights & data

Value proposition



• Omni-channel shopping experience 

• Digital decision support 

• Bigger frame selection 
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ZEISS Opticians Consumers

Value proposition



Zeiss Vision Center Zeiss Partner Non-Zeiss Partner

12 10,550**

Sales share of 
ZEISS lenses

# opticians 
in Germany

Pricing free 1€  
“pay per Virtual Room”

1,000*

ZEISS

Dual pricing model

100% 80% 4%

*      Source: ZEISS (2020) 
**    Source: ZVA Branchenbericht (2019) 



ZEISS Vision Center ZEISS Partner Non-Zeiss Partner

12 10,550**

Sales share of 
ZEISS lenses

# opticians 
in Germany

Pricing free 1€  

“pay per Virtual Room”

1,000*

Dual pricing model

100% 80% 4%

*      Source: ZEISS (2020) 
**    Source: ZVA Branchenbericht (2019) 
*** Source: WordStream (2019) and own analysis (2020)

1.49€ 0.15€

3.1% 1.1%

48.22€ 14.29€

 *** Cost per ad

Conversion rate

Cost per action

ZEISS
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€2,000,000

€3,000,000

Main assumptions

Cumulative P/L

37.6 M 
Lenses sold p.a. in Germany*

11,550 
Offline opticians in Germany*

*Source: ZVA Branchenbericht (2019)

ZEISS Vision Centers 
(ZVC) 6 12 12 12 12

ZEISS Partner  
Opticians (ZPO) 5 50 200 500 1,000

Net increase in  
ZEISS lenses sold 3,000 16,000 52,000 124,000 242,000

Total number of 
Virtual Rooms 25,000 164,000 577,000 1,400,000 2,800,000

Non-ZEISS Partner 
Opticians (Non-ZPO) 5 50 200 500 1,000

€4,000,000

+ 2% 
Traffic increase

+ 5% 
Conversion increase

20% 
Traffic that gets a Virtual Room 

• Free for ZPO/ZVC 
• €1 per Virtual Room for Non-ZPO

€3,000-€19,000

€300,000

€1,100,000

€2,900,000

Y1 Y2 Y3 Y4 Y5

Business forecast

€116,000 
Annual running costs  

• + €45,000 one-time costs in Y1



myEyewear.io
Functional Prototype



Live on Instagram 
right now 



Reach on Instagram

Organic Instagram 
impressions

Instagram filters online 
since 20. April

 Organic individual 
completed uses 

>68K 2 2.6K

*As of June 2020



Increased traffic with influencers

Cooperate with top  
German influencers 

like Pamela Reif 

Mix of 1-5 top influencers 
20-50 medium influencers  
80-150 micro influencers

Leverage head followers as 
brand ambassadors



Concept & Research

Design Prototype

Frontend Functional Prototype

Backend Functional Prototype

Influencer Research

Instagram AR

Video

Business-case

Slide Deck
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Georg Klöck 
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Sedat Sert 
Developer

Stella Shen 
Business Visionary 

Our teamwork



• Onboard new opticians 

• Start influencer marketing 

• Turn Instagram try-ons into  
a funnel to myEyewear.io 

  

Roll Out

Digital Shapers Pilot Phase Growth Phase
February until now Until the end of 2020 Starting 2021 

• Field test at ZEISS Vision Centers 

• Iterate the UX with early adopters 

• Prepare back-end for scalability  

• 2 Instagram try-ons online 

• Functional prototype online 

• Design prototype done 

• Business model done 

• Influencer research done 

• First optician onboarding 
material finished 

http://myEyewear.io


– Zickenheiner Optiker



Looks really promising. When is it ready?

– Zickenheiner Optiker
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Instagram AR online:  Business case deep-dive: 

Functional desktop prototype online

https://myEyewear.io



Appendix Design UX 









Appendix Business 



Model available at: 
myeyewear.com/model

MyEyewear Business Case – Forecast 



Model available at: 
myeyewear.com/model

MyEyewear Business Case – Model Assumptions 


