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Executive Summary
This report examines the entry strategy of Lenskart to the German eyewear market and provides a comprehensive strategy analysis to justify the decision. It compares the big-picture conditions of Germany to PESTLE and Porters Five Forces and found that the market is well equipped with digital infrastructure, the demand of glasses is high, and the economy is stable. The transnational strategy of Lenskart, which is based on the own supply chain and tech-stores, provides the company with a competitive advantage. The report recommends a joint venture to integrate local in the flexibility and global efficiency. It evaluates the plan based on the Balanced Scorecard and TBL+ approaches. Concisely, the report provided an easy roadmap to a successful market entry.
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[bookmark: _heading=h.l5t2ltbpanhx][bookmark: _Toc217299457]Introduction
One of the fastest-growing companies of eyewear worldwide is Lenskart. It began in 2010 in India when Peyush Bansal, Amit Chaudhary and Sumeet Kapahi established it. The business was established as an online store and then expanded to a complete business, which sells glasses online and at physical stores (Lenskart, 2025). The company aims at altering the way individuals purchase glasses by ensuring that quality vision solutions are provided at a reasonable cost to all individuals. It employs technology like virtual try on, AI recommendations and home eye check-ups to simplify shopping as well as to provide a superior customer experience (Lenskart, 2023). Lenskart, in its competition, must deal with players that are organised such as Titan Eye+ and individual optical stores in numbers.
[image: ]
Figure 1: Revenue generation in Lenskart
(Source: Aiyappa, 2025)
It generated a revenue of approximately ₹6,652 crore and a net profit of approximately ₹297 crore in the year 2025 that reversed losses in the preceding years (Aiyappa, 2025). Its powerful brand name, consolidated supply chain, technology orientation and on and off-line presence provide it with numerous opportunities (Lenskart, 2023). I think all these enable Lenskart to be a customer-oriented business leader in the international eyewear market.

[bookmark: _Toc217299458]1. Chosen organisation and Target Market
[bookmark: _Toc217299459]1.1 The chosen organisation 
The pioneer eyewear company Lenskart, based in Gurgaon, India, designs its own glasses and therefore the company has control on design, manufacturing, delivery and marketing. This contributes in maintaining high quality, low costs and competitive prices. The factories of the company employ modern robots and machines to produce lenses with fair precision and in bulk (Lenskart, 2025). Lenskart has expanded fast and currently operates over 2,000 stores in India and an incremental presence operation in Singapore, the UAE and Australia (Goel, 2025). This expansion makes it a market leader in organised eyewear. It has also assumed a larger international presence through the acquisition of other firms as well as investing in new economies. Lenskart has been doing very well financially.

[bookmark: _Toc217299460]1.2 Target Market
The target market that Lenskart should consider is Germany. This is due to its strategic position as it boasts of high population and high income alongside high digital penetration alongside a rising eyewear industry, and a favourable location within the EU that enhances future pan-European magnitude. For instance, it has been determined that the market size and expansion are immense. According to the German optical/eyewear market, the market size is large as the industry report estimates the German optical market to be approximately €6,975 million (with VAT) in 2024. Market research estimates the German eyewear market to be at about USD 11.02 billion with an estimated CAGR of about 7-8 to be realised in 2024 as per Bernard (2025). As such, I think there is a viable revenue potential to an omnichannel player that is able to win both prescription and non-prescription markets.
In conjunction with this, demographics and demand drivers are also another variable, which appears to enhance the argument. For instance, Germany has a large population of around 83.6 million, but which is growing older (median age-47) and, as a result, the refractive errors and the need for vision correction products and progressive lenses are higher (Deutschland de, 2025). It is actually a structural tailwind on eyewear sales and repeat cycles. Quality and professionalised optical services are another feature that an older population appreciates, which would easily match Lenskart’s combination of retail outlets and tele-optometry services.
[bookmark: _heading=h.td26a5tnqo31][bookmark: _Toc217299461]1.3 Rationale for the decision
Besides this, Germany as a country is a perfect e-commerce match as it adopts digital behaviour and e-commerce scale. According to the reports of Reuters (2025), it is revealed that the online retail market is one of the largest online retailing markets in Europe, and the online retail sales were reported to range between €80-90 billion in 2024-2025 (BEVH / HDE reporting). The e-commerce market is expected to grow further and recover further post-pandemic in the industry, according to the sources. 
The optical market in Germany is experiencing a high rate of consolidation, which gives strategic possibilities to new entrants with good capitalisation. According to IBISWorld (2025), the overall number of optical shops is decreasing, but the top 10 companies now comprise 25% of the total number of shops and earn more than 50% turnover in the sector. There is a higher likelihood of small businesses going out of business, and this is about one out of ten businesses with the lowest turnover that intend closures in 2025. There is no room on the market dominated by Fielmann and Apollo Optik, leaving the disruptive technology-driven competitor. 
Based on this, I believe that the merger of the optical market in Germany is a strategic opportunity for Lenskart. As the small optical stores continue to grow smaller and the leading industry participants dominate more than half of the industry turnover, it seems to me that there remains a niche for a technologically sophisticated and competitively priced entry. Moreover, according to UNBXD (2020), the advantages of Lenskart are its well-organised omnichannel business, AI-powered eye test, and vertical supply chains that are expected to position it favourably to rival existing competitors, such as Fielmann and Apollo. Therefore, in my opinion, with all these small shops being shut down, Lenskart can serve the unutilised demand, grow remarkably fast, and stand out with its innovations, convenience and low prices in a potentially disruptive market.
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Figure 2: Market of Germany optics 
(Source: D’Souza and Singh, 2024)
Comparatively, according to D’Souza and Singh (2024), the projected growth of the fibre optic preform market in Germany by the manufacturing process is depicted in the graph between 2022 and 2030. It emphasises that the market value has increased in a huge percentage of USD 95.9 million in 2022 to USD 171.1 million in 2030 (D’Souza and Singh, 2024). VAD (Vapour Axial Deposition) would be the biggest process followed by OVD. There is moderate steady growth of MCVD and PCVD. In general, the graph shows an increasing demand in the high-performance optical fibre components due to the growing broadband, 5G infrastructure and digital connectivity needs in Germany.
Lenskart has been able to enter the European market by acquisition. In 2023, the company got a minority stake in the French eyewear brand Le Petit Lunetier, which took a toehold in Western Europe (Financial Express, 2025). Alongside this, according to ObserveNow Media (2025), by 2025, Lenskart will own 80% of the business in Spain Meller, which will be valued at about €41.5 million (₹406 crore) with the aim of entering the Gen Z and millennial base. Based on this, my viewpoint will be that Germany is a market to enter, backed by the current European supply-chain connections, access to familiar consumer groups (Gen Z and millennials), and increased brand authority. Thus, a combination of these acquisitions will eliminate risks of market entry and will put Lenskart in a position to scale successfully in the German optical industry, which is consolidating.

[bookmark: _Toc217299462]2. Comprehensive Strategic Analysis
[bookmark: _Toc217299463]2.1 PESTLE analysis
Political 
A wealth of resources exists within Germany’s stable political environment due to its strict regulatory oversight of health care, consumer protection and product safety laws (Santander, 2021). Eyewear products are regulated medical devices and must comply with the European Union’s CE Mark and optical quality standards, in addition to the data privacy laws (GDPR). These high levels of regulation create a significant barrier to entry for new entrants. Additionally, Germany is currently at the forefront of enabling digital health and tele-optometry through technology, thus creating a favourable market environment for Lenskart’s technology centric business model (Patel, Ng and Desai, 2023).


Economic 
Germany is the largest economy in Europe and has a relatively high degree of economic stability along with a premium-oriented population. The optical market within Germany grew by €6,975 million by 3% on an annual basis and will continue to grow in the future (Bernard, 2025). However, Lenskart’s vertically integrated supply chain may assist the company in mitigating these cost pressures.

Social
It has been informed in Fortune Business Insights (2025) that Germany has the highest percentage of adults in the world and 63% in Germany wear glasses. However, Germany places an emphasis on value, quality and the importance of seeing an eye care professional. This poses a challenge to value-based brands. Lenskart, however, can capitalise on its unique selling proposition (USP) of low-cost pricing, modern styles and convenience to attract younger, more tech-focused consumers (Fortune Business Insights, 2025).

Technological
Germany is one of the most digitally developed countries, with growing e-commerce sales. The eyewear industry is rapidly adopting the use of technology such as virtual try-on options, the use of digital prescriptions and automated production. However, localised competitors already have a competitive edge because they are using similar advances in optical technologies (Bonafide Research, 2021).

Legal
Germany has very strong laws surrounding medical devices, employment and data. This could mean higher costs initially for Lenskart due to the need to comply with these regulations, but it also increases the company’s credibility if they do (Global Legal Group, 2025).

Environmental
Germany places a high priority on sustainability, including using eco-friendly materials for eyewear frames as well as being responsible in sourcing. Lenskart will have the chance to create an opportunity for themselves by adding more sustainable eyewear collections and creating more transparency in their supply chain process (Kawediya, 2024).

2.2 Industry/Competitive Analysis (FFM)
	Five forces 
	Strengths 
	Implications for business

	Bargaining power of customers 
	High
	In the country of Germany, customers have very strong bargaining powers because there are so many different eyewear options available to consumers. For example, there are large store chains, online web stores, and more than 11,000 independent opticians. It has been seen that 60% of the entire German population being dependent on optical glasses (Knight, 2018). Therefore, for Lenskart, I think it is imperative to focus on using very competitive pricing strategies combined with providing transparent quality standards to all products. 

	Bargaining power of suppliers 
	Moderate to High
	Although supplier bargaining power falls within the middle of moderate to high, due to the prevalence of premium lens manufacturers such as Carl Zeiss and Rodenstock operating in Germany that are respected worldwide (Rodenstock, 2025).

	Competitive rivalry
	High
	The Competitive Rivalry among strong players such as Fielmann, Apollo and online specialist Mister Spex is extremely high, which increases the challenges faced by any new Market Entrants (Lenskart, 2025a).

	Threat of new entrants 
	Low
	The Threat of New Entrants into the eyewear and optical retail market is low due to the stringent Government Regulatory Compliance necessary to enter the Market, Medical Device Certifications required to operate in the Eyewear and Optical Retail Market (PSR Compliance, 2025). The lower the number of competitors available to Lenskart would create more opportunities and allow for further competition effectively.

	Threat of substitutes 
	Moderate to High
	Substitution is assessed at a moderate to high level of threat. There are approximately 3.5 million individuals in Germany, who wear contacts or are using laser eye surgery (Maier, Kammrath Betancor and Reinhard, 2022). In order to reduce the likelihood of customers switching to other brands for their eyes, Lenskart has to provide a variety of products and competitive price points (PSR Compliance, 2025). 


Table 1: Porter’s Five Forces analysis of the German eyewear market

Implications of Five Forces Analysis on Business 
The eyewear market in Germany has a very high buyer power, and this is mainly because consumers have a large pool of brands to choose. As stated by Knight (2018), the brand having more than 11,000 independent opticians, large chains like Fielmann and Apollo, and the online retailers that are growing quickly like Mister Spex, customers have a lot of easy switching providers (Lenskart, 2025a). Moreover, the buyers are highly informed with 60 per cent of the German population relying on corrective eyewear with value on competitive pricing and transparency on product availability. Lenskart needs to implement tough pricing, keep up with the quality, and customer experience differentiation. The supplier bargaining power is medium and high (PSR Compliance, 2025). This is supported by the fact that high quality lens manufacturers like Carl Zeiss and Rodenstock are predominant in the world market, which makes it less likely to find alternative suppliers of the high-quality lenses due to their world reputation and specialisation that enables them to supply high quality lenses. 
This restricts the negotiation capacity of Lenskart. There is intense competition as some of the market leaders such as Fielmann, have large market share and good brand loyalty. This renders entry into the market difficult. Even though the risk of new entrants is minimal because of the stringent medical-device controls and professional certification measures, Lenskart still has to compete with powerful competitors (Lenskart, 2025a). Substitution pressure is moderate to high. The number of Germans who wear contact lenses or undergo laser eye surgery is approximately 3.5 million, which indicates that Lenskart has to provide a variety of products as the only way to keep customers.

[bookmark: _Toc217299464]2.2 Performance analysis 
[bookmark: _heading=h.93g14k3cb2rn]SWOT Analysis
The SWOT analysis of Lenskart can be used to analyse its performance effectively as it gains markets, such as Germany. Its competitive pricing, unique omni-channel model and strength in supply chain, which is technologically advanced, play a major role in improving efficiency in its operations. The cost of production is lower in Lenskart, as the company uses their in-house manufacturing and automated lens labs, which allow reducing the time for delivery (Lenskart, 2024). Its online services such as the 3D try-on service, home eye-test service make it superior to the old opticians in terms of customer experience. In more mature markets, however, weaknesses affect performance. The brand recognition of Lenskart in Europe is not that strong, as the leading companies in the sector such as Fielmann and Apollo prevail (Fielmann, 2025). The reliance on foreign suppliers of premium lenses in the international markets may raise the pressure on costs and reduce the margin growth. Opportunities are highly favourable to performance in the future. 
The eyewear market is expanding across the world with increased screen time and optical issues. The high number of corrective eyewear customers in Germany enables Lenskart to grow rapidly using its low-cost business model. The report published by ZEISS Group Global (2025) stated that further credibility and sales could be improved by development of high-end markets and strategic alliances with international lens manufacturers. Threats on the other hand can act as a hindrance to performance. The strong rivalry of large retail stores and electronic specialists such as Mister Spex restricts the acquisition of customers. Flexibility is also curtailed by the high supplier power and regulatory standards. The demand of glasses can be decreased in the long-term by the use of substitutes like contact lenses and laser eye surgery. Lenskart has a good performance outlook owing to its innovation, low prices, and computerisation (PSR Compliance, 2025). However, to achieve success in Germany, it is necessary to constantly differentiate, promote the brand, and collaborate in order to succeed in the competition and regulatory environment.

[bookmark: _heading=h.4n9a2e68btnq][bookmark: _Toc217299465]2.3 Insights and Strategic Implications 
PESTLE Analysis Effectiveness
The PESTLE analysis provides valuable insight for evaluating the German eyewear industry’s many advantages and disadvantages from an external perspective. These findings allow Lenskart to align its strategy to enter Germany with government regulations, economic factors, including disposable income for consumers and changing preferences on sustainable products (Knight, 2018). For example, 60% of German adults require some degree of vision correction (Bernard, 2025). In addition, the German eyewear market is valued at €6-7 billion provides sufficient evidence to support Lenskart’s decision (Bernard, 2025). Despite the many advantages of using PESTLE to perform an environmental analysis, it has some limitations. It is a general tool and provides a broad descriptive analysis without quantifying the magnitude of each variable’s influence on market share or profitability (Kawediya, 2024). I think the PESTLE analysis provides a summary of current conditions in Germany, but does not have the ability to comprehensively forecast the emergence of future developments. 

Weaknesses of PESTLE Analysis
PESTLE analysis, while potentially very helpful to companies, can be limited for reliability it provides due to some key weaknesses. Firstly, it gives an overall picture of external issues but fails to highlight which issues will have the biggest influence on the company’s success. PESTLE does not take into account any of a company’s internal strengths or weaknesses, and therefore it does not demonstrate whether or how well a company would be capable of operating in accordance with the identified external pressures (Atlassian, 2025). In addition, the reliance of PESTLE on subjectivity of interpretation can result in more biased or inconsistencies in the way an analyst will view the actual results of their analysis depending upon their own personal views. Lastly, PESTLE’s focus is on macro-environmental factors, therefore it needs to be used in combination with Porter’s 5 Forces or SWOT to generate a more complete evaluation of an organisation’s strategic position (Atlassian, 2025).

Effectiveness of Porter’s Five Forces
Porter’s Five Forces is not only a valuable method for evaluating the competitive structure of the German eyewear business, but also identifies the major factors that will affect Lenskart’s entrance and growth within the industry (Gratton, 2025). This analysis shows the intensity of rivalry among competitors in the German eyewear market, which is important when entering a market with strong players such as Fielmann and Apollo. Additionally, Porter’s Five Forces offer information about consumer power within Germany. Furthermore, supplier power also provides Lenskart with information regarding the relative strength of premium suppliers such as Zeiss and Rodenstock. The analysis additionally discusses the barriers to entry into the German market (Gratton, 2025). The results of the analysis allow Lenskart to develop strategies designed to differentiate their product line, leverage their vertically integrated business model, and combat the threats of substitute products. 
Disadvantages of Porter’s 5 Forces Model
[bookmark: _heading=h.9zfqea606jmf]Another critique of Porter’s Five Forces Framework is its limitations. It reduces the complexities of the market to five external drivers and does not take into consideration internal capabilities or innovation potential. The model assumes that all industries are relatively stable, which may be true in certain markets. The Five Forces framework does not include collaboration, partnerships or the influence of digital ecosystems on how businesses compete today (The Strategy Institute, 2024). Consequently, the model cannot be used alone to accurately predict quantitative or qualitatively conversation, and therefore is useful to get a complete and accurate evaluation. I believe it must be combined with an internal analysis and some or all of the more current strategic analysis approaches used today.

[bookmark: _Toc217299466]3. Strategy Development and Formulation
[bookmark: _heading=h.p5x5ny9hscxb][bookmark: _Toc217299467]3.1 Strategic Direction and Rationale
Lenskart’s technology-based retailing concept is what sets it apart. Customers can virtually try on different types of spectacles online thanks to the company’s 2012 introduction of 3D AI-powered virtual try-on technology. Gratton (2025) stated that a consistent channel pricing, hassle-easy returns, and free in-home eye exams with mobile opticians all boost consumer loyalty. Lenskart is in a good position to grow into the European markets because such a model has been shown to be reproducible in a variety of markets. Due to its history of achieving nearly double the per-store productivity in other markets, Lenskart already has a presence in France and Spain. 
In relevance to analyse from the eyeglasses line and entering a new market, Lenskart is diversified to lower risk, while becoming a larger vision-care technology brand. Long-term sustainability, the possibility of utilising high growth possibilities increases Lenskart’s competitive advantage (Lenskart, 2025b). This includes in terms of product advancements and internationalisation is all enhanced by such a plan. Retailers are already exercising caution, and until their financial situation improves, customers may resort to less expensive alternatives like contact lenses. 85% of sales in the German optical goods retailing industry take place in-store, especially when making a first-time purchase, despite improvements to the internet shopping experience (Mintel, 2024). However, the majority of them would be prepared to shop online after they had gained confidence from each other.


[bookmark: _Toc217299468]3.2 Strategic Model
Ansoff Matrix 
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Figure 3: Ansoff Matrix
(Sources: The Strategy Institute, 2024)
Market Penetration (Current Products, Current Market)
It would be expensive and time-consuming to compete with these players as a foreign company with 100% ownership. A JV will enable Lenskart to collaborate with an established local optical or healthcare business, which will provide the company with a direct entry point to retail stores, licensed opticians, a distribution network, and customer loyalty (Patel, Ng and Desai, 2023). The local JV partner assists Lenskart in finding its way through the medical-device certification, quality standards, and the staffing needs of optician employees without taking on compliance risk and accelerates launch schedules (The Strategy Institute, 2024). German consumers are more specific to culture, expert tips, and quality service. 
Market Development (Existing Products, New Market)
A JV would guarantee that Lenskart could tailor its product selection, prices and service model to these expectations as well as take advantage of the knowledge of the partner regarding local tastes. Moreover, setup and labour costs in Germany are expensive, which makes cost sharing in its favour (Lenskart, 2025b). Integration of resources will decrease risks associated with financial risk and scale acceleration of Lenskart, and a JV is the most appropriate and convenient entry mode.
Product Development (New Products, Existing Market)
Product development focuses on creating new or improved products for an existing market to strengthen customer loyalty and increase market share. For Lenskart, this involves introducing advanced eyewear solutions such as smart glasses, blue-light protection upgrades, premium lens technologies, and customisable frame designs tailored to evolving customer preferences (Reuters, 2025). In relevance to leveraging its strong omnichannel presence, in-house manufacturing, and customer data insights, Lenskart can develop products that address unmet needs, such as durability, fashion trends, or digital eyestrain solutions. This strategy helps the brand remain competitive, enhance customer satisfaction, and encourage repeat purchases within its current markets.
Diversification (New Products, New Market)
Diversification is the introduction of new products into new markets, and in this case, a company is freed of the reliance of its particular segments, which generates a new source of revenue. In the case of Lenskart, diversification may imply new countries, like Germany, and at the same time new products, like smart vision devices, hearing aids or eye-health diagnostics (Lenskart, 2025a). 

[bookmark: _heading=h.g6tj61jte20p][bookmark: _Toc217299469]3.3 Market Entry Mode
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Figure 4: Transnational Strategy
(Source: Ghosal, 2023)
The best international strategy for Lenskart’s expansion into Germany would be to adopt a Transnational Strategy that combines global efficiencies with local responsiveness. This would enable Lenskart to leverage their existing vertically integrated global supply chain, which allows them to manufacture eyewear at lower costs than the competition (Ghosal, 2023). For example, Lenskart’s manufacturing facility in India has the capacity to produce over 150,000 pairs of glasses each day, giving them a significant cost advantage (Bharadwaj, 2025). In addition, the German eyewear market is highly regulated and it places a premium on quality eyewear. Therefore, Lenskart must adapt its products and services to comply with local standards and consumer preferences.
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Figure 5: Integration-Responsiveness (I-R) Framework
(Source: Santhanam, 2024)
 In terms of describing this integration of global manufacturing and technology systems along with adapting to local preferences, I would like to utilise the Integration-Responsiveness (I-R) Framework. In my opinion, Lenskart fits within the “high integration, high responsiveness” quadrant of this Framework (Santhanam, 2024). I think Lenskart will be able to maintain its global cost structure, but will also adapt its products to fit the preferences of German consumers, including lens quality, frame styles, and customer service. 

[bookmark: _Toc217299470]3.4 Competitive positioning 
Porter’s Generic Strategies 
Lenskart is an eyewear retailer with the fastest growth in India, and it has grown aggressively into other international markets in Singapore, the UAE, and the US. As the brand considers new market vistas, especially where the eyewear penetration is high, yet the retail systems are disjointed, a joint venture (JV) can be regarded as one of the most appropriate ways of market entry. This strategy will give a balance between local understanding and operational management and will reduce regulatory, cultural and financial risks (Santhababu, Kumaran and Pachiyappan, 2025). The markets where the global eyewear industry has infiltrated, including the Middle East, Southeast Asia and Latin America, are quite promising because of the presence of increasing disposable incomes, increased screen time and prevalence of myopia. JV will help Lenskart to collaborate with local retail or healthcare players who are already established and are aware of consumer preferences, regulatory environments, and distribution channels in Germany (Patel, Ng and Desai, 2023). For example, in such countries as Indonesia, Saudi Arabia, or Brazil, a local partner will be able to control licensing regulations, import taxes, and brand-building subtleties much more quickly than any wholly-owned entrant.
The entry in Germany is based on the joint venture to help reach the omnichannel target to ensure credibility in the diversified market. The regulatory cost based on the assessment of the risks will help to evaluate the cost of the expensive battles in the competitive market (Mintel, 2024). The cost-of-living crisis will force consumers to delay their eyewear buying sprees, and the healthcare nature of the sector will guarantee that the sector will grow to some extent. The uncertainty derailing the economy will keep spending restrained over the year 2023 and optimistic in 2024. In Germany, it is expensive to create lab capacity, store network and localised inventory. A JV enables a portion of capex, operating risk and leverages partner network in leasing and supply-chain efficiencies - enhanced breakeven schedules compared to wholly-owned rollout

[bookmark: _Toc217299471]3.5 Strategic Fit and Capability Assessment
VRIO Framework
	Resources 
	Valuable 
	Rare 
	Imitable 
	Organised 
	Competitive Advantage
(CA)

	Omni-channel business model 
	Yes 
	No 
	Yes 
	Yes 
	A sustained CA

	Automated supply chain and in-house lens manufacturing 
	Yes 
	Yes 
	Yes 
	Yes 
	An increased CA

	Technological innovation 
	Yes 
	No 
	Yes 
	Yes 
	A sustained CA

	Brand reputation 
	Yes 
	No 
	Yes 
	Yes 
	An increased CA

	Global supplier partnerships
	Yes 
	No 
	Yes 
	Yes 
	A sustained CA

	Large retail network
	Yes 
	No 
	Yes 
	Yes 
	A sustained CA


Table 2: VRIO Framework 
(Source: Self-Created)
VRIO Analysis 
Lenkart’s omni-channel system consists the combination of an online shopping option, retail shops, and home eye-test services, is not only worthy but also rather uncommon in eyewear trade. However, it is difficult to keep up with this scale and the integration of technology in such a short time. It provides Lenskart with a sustained competitive advantage. Agrawal and Narain (2021) stated that the automated supply chain and in-house lenses manufacturing of the company gives it a significant advantage, saving money, enhancing the quality control, and accelerating the delivery. This is something that the traditional opticians would find hard to reproduce, further enhancing performance of Lenskart in terms of cost and speed of service. The customer value is also created by Lenskart through its technological innovations like the 3D virtual try-on and the use of artificial intelligence in product suggestions. 
The characteristics are quite frequent and moderately imitable, which provide Lenskart with a temporary competitive advantage of strong or weak intensity according to the maturity of the market. In the view of Abidin et al. (2023), brand’s competitive pricing strategy is worth something, yet it can be easily imitated, and it will offer only temporary differentiation. The ability to maintain strength in its brand helps Lenskart with a sustained advantage although in other markets such as Germany, the advantage is lesser. In addition, alliances with high quality international suppliers are value additions but not unique and only present competitive equality.

[bookmark: _heading=h.boqehyx0t0tz][bookmark: _Toc217299472]3.6 Strategy Implementation Components
The entry strategy of Lenskart in Germany can be implemented in straightforward, easy steps. During the initial step, the firm selects a good joint venture partner. A tiny project office is then established to take care of approvals, CE certification, contracts, and the budget of the JV. The person to own what and how decisions will be made between Lenskart and the partner should also be settled at this point (Urrutia, 2025). The second step, which Lenskart focuses on, is operations and systems. The mobile application and the site are localised to the German market with German language, domestic payment options and data privacy that is EU-compliant. Through the IT teams, the inventory, billing and customer data can be connected online and offline (Urrutia, 2025). Meanwhile, the JV is launching some pilot stores in major cities like Berlin, Munich or Hamburg. In these stores, the pricing of goods, product mix, layout and service processes are tried.
Step three is centred on people and performance. Frequent training assists staff in adhering to procedures and practices of the CE, which are compliant with eye-testing. Sales, margins, delivery time, CSAT and repeat purchases are the Balanced Scorecard KPIs used to monitor performance (Peleteiro and Pais, 2020). Lastly, management and communication are beneficial to the entire plan. A steering committee of a JV audits progress, risks and investments on a monthly or quarterly basis. Feedbacks provided by customers, employees, and partners assist in superior product and service enhancement (Peleteiro and Pais, 2020). It is the awareness of being cheap, fashionable, and widely technical, which is created by marketing campaigns, making it clear that people in Germany have an idea of what Lenskart is offering.

[bookmark: _heading=h.ypyq03lrz055][bookmark: _Toc217299473]3.7 Risk analysis and mitigation
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Figure 6: Risk Register Colour Code
(Source: Hall, 2019)
	Risk
	Description
	Category
	Likelihood
	Consequence
	Impact (L×C) / Priority
	Response

	Regulatory non-compliance
	Failure to meet CE medical-device, optical or insurance rules for eyewear and eye-testing in Germany
	Legal / Compliance
	High
	Fines, forced product recall along with delay in store openings
	High (5×5 = 25)
	Set up German regulatory taskforce, use specialist legal advisors and others (Vishnoi, 2025)

	JV partner conflict
	Disagreements with the German JV partner over pricing, brand use or investment pace
	Strategic
	Low to Medium
	Slow decisions, inconsistent customer offer, risk of JV failure.
	Medium (4×3 = 12)
	Sign clear JV contract, define governance board, KPIs and exit clauses, hold regular review meetings and joint planning workshops

	Supply-chain disruption
	Delays in importing frames and lenses from India or EU vendors
	Operational
	Low to Medium
	Stock-outs, long lead times, lost sales and poor service levels.
	Medium (3×3 = 9)
	Diversify EU suppliers, keep safety stock in German warehouse (Vishnoi, 2025)

	Low brand acceptance
	German consumers prefer known chains such as Fielmann or Apollo and ignore Lenskart.
	Market
	Medium to High
	Slow revenue growth, higher marketing spends, weak ROI.
	Medium (4×4 = 16)
	Launch awareness campaigns, focus on value, style and tech (Lindemulder, Kosinski and Jonker, 2024)

	Data-privacy / cyber breach
	Breach of customer data on app, website or store systems.
	Technological
	Low to Medium
	GDPR penalties, loss of trust, reputation damage.
	Medium (4×3 = 12)
	Implement strong cyber-security, regular penetration tests, and GDPR-compliant consent and retention policies (Lindemulder, Kosinski and Jonker, 2024)


[bookmark: _heading=h.6hxnz54ofcbd]Table 3: Risk assessment table
[bookmark: _Toc217299474]4. Performance Evaluation
[bookmark: _Toc217299475]4.1 Balanced Scorecard framework
	STRATEGIC OBJECTIVES
	GOAL (what we want to accomplish)
	OBJECTIVE (how we will accomplish the goal)
	KPIs (measure)
	TARGETS (goal)

	FINANCIAL: Ensure cost-efficient and sustainable market entry through a joint-venture structure.
	· Deliver cost reductions through vertical integration. 
· Minimise financial risks of entering the market through JV investment.
	· Stay cost efficient in the supply-chain through in-house production.
· All JV decisions should be done using financial value analysis. 
· Pricing optimisation on the German premium-value customers
	· Expenses as a percentage of JV budget
· Initiatives achieving cost savings.
· Gross margin per product category
	· Keep expenses < 6% over plan.
· 75% initiatives with savings 
· 55% gross margin in Year 1.

	CUSTOMER: Provide quality and technological eyewear service to the German customers
	· Determine customer requirements in a fully-fledged optical market. 
· Establish credible JV brand relationship.
	· Deliver quality eye-testing
and tele-optometry.
· Provide contemporary designs, expedited delivery and discount prices.  
· Secure accuracy in prescription and quality of products
	· Customer satisfaction score (CSAT)
· Service calls resolved within SLA.
· Repeat purchases.
	· CSAT ≥ 85%
· 90% calls answered within 24 hrs.
· 30% repeat customers by Q4.

	INTERNAL PROCESSES: Devise strong and robust operational capabilities to comply, deliver and retail performance
	· Enhance the provision of optical services.  
· Assure of regulation and product safety.
	· Installing CE-conformant processes
· Adopt technology-based supply chain.  Have German certified opticians in every shop.
	· Compliance audit success
· Avg. delivery time
· Store operational issues
	· 100% CE compliance
· Delivery < 3 days nationwide
· < 3 issues/month

	LEARNING & GROWTH: Develop competent human resources and technological capacity in the JV
	· Train opticians and retail employees.
· Enhance the power of digital and omnichannel.
	· Generate continuous training on German optical standards and aim to enhance cybersecurity and GDPR requirements  
· Promote an innovation culture
	· Training hours per employee
· Digital upskilling sessions
· Innovations implemented.
	· 20 hrs training/quarter
· 3 digital trainings/month
· 5 innovations/year


Table 4: Balanced Scorecard
(Source: Self-Created)
[bookmark: _Toc217299476]4.2 Application of the Triple Bottom Line to evaluate the KPIs
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Figure 7: Triple Bottom Line (TBL) framework
(Source: WallStreetMojo, 2021)
[bookmark: _heading=h.bsu9qd37q044]The Triple Bottom Line (TBL) framework presented above reflects on a holistic foundation of the assessment of the progress and impact of the expansion. Indicatively, according to Santiago et al. (2023), within the People dimension, the KPIs like local job creation, the level of customer satisfaction and employee training time would measure how much contribution to the community welfare is brought about by the expansion. Therefore, good performance in these indicators implies good stakeholder involvement and the improvement of social legitimacy of the organisation. Planet dimension is concerned with environmental KPIs, which observe the ecological implications of the expansion (Das, Bora and Das, 2025). The number of carbon emissions per unit of output, the level of waste reduction, energy efficiency, and the use of sustainable materials are some of the measures used to show that the organisation is concerned with the impact on the environment. An increase in these KPIs shows compliance with the responsible operation practices and contributes to long-term environmental sustainability. Lastly, the Profit dimension evaluates the economic feasibility of the initiative (WallStreetMojo, 2021). The financial performance and competitiveness of the organisation in the new market are indicated by the KPIs such as market penetration rate, customer acquisition cost, break-even timelines, and operational efficiency.

[bookmark: _Toc217299477]4.3 Monitoring and Mechanisms of Governance
The brand can establish the lab capacity, a shop network, and localised inventory are costly in Germany. It is compared to a wholly owned rollout, a joint venture (JV) improves breakeven schedules by enabling a portion of capital expenditures, operating risk, and leasing and supply-chain efficiency through the partner network. One of India’s fastest-growing omnichannel eyewear shops, Lenskart has been aggressively growing not only in India but also in other international markets including Singapore, the United Arab Emirates, and the United States (Mehta, 2024). This is because the German market is highly regulated, quality-sensitive, and dominated by several major local firms, Lenskart’s entry into the country through a joint venture (JV) is especially suited. 
The company is thinking about entering a new market, particularly in areas where retail distribution is dispersed yet eyeglass penetration is high. One of the best ways to enter a market is through a joint venture (JV). In addition to lowering financial, cultural, and legal risks, the approach strikes a balance between operational control and local knowledge (Santhababu, Kumaran and Pachiyappan, 2025). The widespread use of smartphones and well-established online payment and logistics infrastructure suggests that Lenskart’s AR virtual try-on, home-try kits, and remote refraction funnels may easily convert at scale. In relevance to put it succinctly, Germany offers an active online buyer pool along with fulfillment and payment rails to improve the omnichannel rollout.
[bookmark: _heading=h.gpxm8xmeai4y]The organisation’s long-term strategy goals of diversifying revenue sources, growing worldwide, and entering foreign markets with significant growth potential seem to be supported by this expansion. In this instance, the firm’s technological advantages, product innovation, and operational efficiencies are all highly compatible with the targeted market (Yilmaz and Temizkan, 2022). The market trends, such as rising consumer spending power and beneficial regulatory reforms, further demonstrate the strategic topicality of the move. Overall, the expansion appears to be in a great position to respond to the new prospects and lessen undue reliance on the home market. Stakeholder acceptability of the initiative is moderate to high. Since the expansion will increase their competitive advantage and be lucrative in the long run, the shareholders are expected to support it. Nwachukwu (2024) explained that customers are likely to respond favorably if the business maintains its high standards and offers products that are culturally appropriate. The risk-management plans, training, and support systems are put in place, employees and partners can accept the change. Although there is significant financial risk, including the initial investment cost, it is still feasible as long as future returns are favourable (IBISWorld, 2025). However, it requires planning, as the growth may be both financially and operationally feasible. I think the expansion project is operationally possible, widely grounded, and strategically sound based on the analysis that was done. Market penetration rate, client acquisition costs, break-even deadlines, regulatory compliance milestones, and operational efficiency indicators are some of the KPIs that should be used to monitor the development in this situation. The initiative’s overall perception is that, if the risks can be managed and it is in line with the company’s strategic direction, it could prove to be very beneficial in the long run.





















[bookmark: _Toc217299478]Conclusion
It has been seen from above PESTLE Analysis that Germany has provided a predominantly positive environment for the expansion of Lenskart. The economic stability, the high demand for eyewear among the ageing population and the advanced digital infrastructure are all major contributors incorporating technology into its operations. However, the very strict legal and regulatory medical device requirements have been identified and it has posed a major compliance and competitive challenge for Lenskart. Overall, I believe that Lenskart can effectively manage both the regulatory risks as well as the evolving market risks within Germany, given the utilisation of a transnational strategy, establishment of local partnerships adapting product design towards sustainability.
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[bookmark: _Toc217299480]Appendix: PESTLE Analysis
	Factors
	Alignment
	Details

	Political
	Positive 
	A wealth of resources exists within Germany
Union’s CE Mark and optical quality standards

	Economic
	Both positive and negative 
	The optical market within Germany grew by €6,975 million

	Social
	Both positive and negative
	63% in Germany wear glasses

	Technological
	Positive 
	Technology: virtual try-on options

	Legal
	Both positive and negative
	Strong laws surrounding medical devices

	Environmental
	Positive
	High priority on sustainability, including using eco-friendly materials


Table 3: PESTLE Analysis
(Source: Self-Created)
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