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Figure 1: Lewin’s Three Step Model chart

Construct by Author

✓ Reasons of  change

✓ Decision making

✓ State clear of  change vision and strategy

✓ Change implementation

✓ Keep track according to change planning/proposal

✓ Observe results

✓ Evaluate effects

✓ Establish as a new culture with the change



UNFREEZING CHANGING REFREEZING

1. Investigate the demands from 

market

2. Observe and discuss the 

potentials internally

3. Communicate with different 

parties

4. State clear vision and change 

strategies

1. Plan out the best strategies 

and propose to OPT

2. Acquire OPT 60% share (C-

MER, 2021a)

3. Apply the new business 

model

1. Evaluate the result

2. Review the growth of  sales in 

both markets

3. Discuss if  the change suitable 

to be continued

Table 1: Lewin’s Three Step Model chart with C-MER change plan

Construct by Author
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Figure 2: C-MER Sales of  vision aid products comparison graph

Construct by Author
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Figure 3: C-MER Provision of  ophthalmic services comparison graph

Construct by Author







https://www.med.cuhk.edu.hk/press-releases/cuhk-study-demonstrates-a-2-5-fold-increase-in-myopia-incidence-in-children-during-covid-19-pandemic-due-to-less-time-outdoors-and-more-time-on-screens
https://www.med.cuhk.edu.hk/press-releases/cuhk-study-demonstrates-a-2-5-fold-increase-in-myopia-incidence-in-children-during-covid-19-pandemic-due-to-less-time-outdoors-and-more-time-on-screens








Evaluate critically the change programme and review its effects on organisational behaviour / operation

According to this patients’ / customers’ behaviour and demands, C-MER has considered that only ophthalmic medical and surgical services may not enough to cover and provide complete eye care 

service to public.

Therefore, C-MER decided to change and seek for partnership and potential of acquiring optical centres in Hong Kong. 

As the industry leader, this act also shows to other ophthalmologists that the new business model as working with optometrists would change the system of eye care service and the benefits for both 

ophthalmologists and optometrists, which usually have conflicts in the past.

Comparing 2022 and 2020 (all data collected up to June of that year), it has grown for about 200% sales amount of vision aid products. Mostly would be selling eyeglasses and ortho-k lens treatments 

for myopia control services by optical centres with Part I optometrists increased after acquiring OPT since 2021.

With the proper eye care service, and creating the patients’ traffic from the optical centres to eye centres, the provision of ophthalmic services also increased as well. There is a huge different between 

2020 and 2021, nearly a double increment, we believe that with more their own optometrists in the centres are ready for providing screening services to their patients, the service flow in C-MER 

system has become smoother than before, which also improved the satisfaction of patients. This also cause the provision of ophthalmic services keeps in increasing continually every year. 

From the results and the growth of sales of different products and services in C-MER, we could see that the new business model is a great success for ophthalmic industry, C-MER could also be a 

good reference for the other centres. Of course, as the first mover, C-MER has gained more advantages including better and professional branding images, and the word of mouth from the patients. 

These would help local market improve on both optometry and ophthalmic industries, and show when both industries could have more cooperation, we can have a win-win as result.

With the success, we would recommend C-MER to continue the business model as combining optometry services with their well-developed eye care services network in Hong Kong. Moreover, the 

same changes could be also applied in Mainland China as the myopic population is much higher than in other South East Asian countries and they already started developing for few years with 

building eye hospitals and centres.

Once it is successful in Guangzhou, Shanghai and Beijing, which are also big cities in China, then C-MER may consider to develop and expand their market in Singapore, which has similar culture 

with Hong Kong.
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