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Executive Summary: a digitally enabled leader, with AI still to bring into its processes

01   SOLID CHANNEL ENGINE

€28.5bn
FY2025 revenue across two channels

Professional Solutions (48%) and Direct to 

Consumer (52%) balance each other, giving 

stable revenue and growth, and both are backed 

by digital initiatives like Omnichannel retail 

ecosystem and HELIX platform

DTC €14.9bn, +10.3% HELIX · 300k+ opticians

02   BEYOND EYEWEAR RETAIL

7mn+
AI glasses sold in 2025

Digital and data turn EssilorLuxottica into a med-

tech and big data group, with seven data sources 

across consumers, partners and patients, and 
initiatives that improve conversion and retention

Smart eyewear with Meta Med-tech diagnostics

03   NEXT:  AI IN PROCESSES

−70bps
adjusted operating margin, FY2025

AI is scaled in products and sales, not in 

operations. Bringing it into the processes is how 

EssilorLuxottica turns its scale into a long-term 
advantage over competitors

Two ERPs, no data layer No AI in supply chain

W AY  F O RW A R D 01  Unify  the two ERPs › 02  Scale  AI in operations › 03  Extend  HELIX beyond the US › 04  Negotiate  Meta data terms

Source: EssilorLuxottica FY2025 results and disclosures; group analysis (detailed in the following sections).
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Business Strategy

A vertically integrated eyecare leader, built on six strategic pillars

GLOBAL SCALE  ·   FY2025

€28.5bn
Revenue

210k+
Employees

150+
Countries

150+
Brands

Eyewear Market: $460bn+ by 2033, ~9–10% CAGR

TWO COMPLEMENTARY GO-TO-MARKET CHANNELS

EssilorLuxottica

48%  Professional Solutions

300k+ optical partners

52%  Direct to Consumer

18k stores + 71 e-commerce
End consumers

SIX  STRATEGIC PILLARS How can Digital, Data, Architecture and AI power these pillars?

Vertical Integration

Full value-chain control

Comprehensive Eye Care

The entire vision-care journey

Market Expansion

New categories & geographies

Partnership Ecosystem

Fashion, med-tech, AI

Open Platform

Open to all industry players

Data-Driven & AI

Med-tech and big data group

Source: EssilorLuxottica FY2025 results; industry estimates.
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Digital Strategy

Four digital initiatives: modernize the channels and turn scale into a data advantage

Omnichannel retail 

ecosystem

S TRON G

18k stores · 71 e-commerce platforms

€14.9bn

IMPACT: INDIRECT

DTC revenue FY25 (+10.3%)

Market Expansion

Virtual Try-On, Smart 

Shopper & AI advice

S TRON G

AR try-on, endless aisle, AI frame fit

17,000+

IMPACT: NOT DISCLOSED

stores able to run Smart Shopper

Data & AI

HELIX platform

S TRA TE GIC

All-in-one tool for independent opticians

300,000+

IMPACT: NOT DISCLOSED

addressable optical partners

Open Platform

Smart eyewear (Meta)

P RI ORI TY

Eyewear as a wearable AI platform

7mn+

IMPACT: PROVEN

AI glasses sold in 2025

Partnerships Data & AI

MODERNIZATION

Incremental advantage

TRANSFORMATION

Long term sustainable advantage

Virtuous 
loop

More touchpoints

More data

Better product & experience

More consumers
& partners

B2C + B2B

Mirrors the ~50/50 channel split

Source: EssilorLuxottica FY2025 results and disclosures; group analysis.
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Data

Seven data sources across consumers, partners and patients

DO MAIN DATA SO URCE FRO M VAL UE  OF  DATA

Omnichannel retail 18k stores + 71 e-commerce Consumers
Personalization & demand 
planning

Virtual Try-On & AI 
advice

In-store AR, face & preference data Consumers Point-of-sale personalization

HELIX Practice, billing & patient data Partners Partner infrastructure & lock-in

Smart eyewear (Meta) Camera, audio & AI-interaction data Consumers Product design & personalization

Med-Tech / Clinical
Diagnostic imaging (Heidelberg, 
RetinAI), 89 clinics

Patients Train diagnostic AI, better care

EyeMed Claims, member & provider data Consumers Price plans, steer members to EL

Leonardo Training & certification data Partners
Target training, raise service 
quality
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FOCUS  ·  S MART EYE WEAR

A priority business built on data 

Meta holds

7mn+  AI glasses sold in 2025

EL  O W N S M ET A  O W N S

GAP  & RISKS

• Access to usage data depends on Meta, on 
undisclosed terms

• Reputational risk without data control

Source: EssilorLuxottica FY2025 results and disclosures; Meta privacy policy; group analysis.
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• Frame & lens design

• Retail & sales data

• Customer 
relationship

• Camera & audio

• AI interactions

• Usage data



Architecture

The digital backbone: an integration layer connecting two ERP estates

5 Business Applications HELIX 71 e-commerce platforms Smart Shopper Meta AI apps

4 Analytics / AI Frame Advisor RetinAI Meta AI SAP Joule

3 Cloud / Data Platform Oracle Cloud Infrastructure

2 Integration / APIs Boomi iPaaS + API Mgmt

Order-to-Cash, AMERA  70–80k orders/day

EDI, AMERA  ~10k B2B customers

1 Systems of Record
SAP · Luxottica + Oracle EBS · Essilor

Loyalty Works (CRM) SuccessFactors (HR)

Two ERPs, One Group

L UXOT T ICA → SAP

One platform since 2014

ESS ILOR → ORACLE

EBS for 13 lens factories

2018 Merger: two ERPs run side by side

2019–20
One IT platform chosen; Essilor EBS moved
to Oracle Cloud

2021 GrandVision adds a third retail IT estate

2022 Boomi integrates order processing (AMERA)

2026 Retail on SAP S/4HANA; Joule AI pilots

Sources: SAP News Center; Chain Store Age; CIO Online; Boomi / Business Wire; EssilorLuxottica FY2025 Annual Report.
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AI Strategy

AI Strategy: scaled in the product and the market, still early in the processes

TOWARD THE MARKET

Products & sales 5 initiativesP R O V I D E R

AI glasses with Meta

Ray-Ban & Oakley Meta, Ray-Ban Display

Partner · Meta

AI assistant / agent
A T  SC A L E

Nuance Audio

Hearing glasses: AI isolates voices

Acquired · Pulse Audition

Audio AI, voice isolation
IN  US E

Med-tech

Heidelberg imaging + RetinAI Discovery

Acquired · RetinAI

Computer vision diagnostics
B U IL D IN G

Virtual Try-On & Frame Advisor

AR try-on and AI frame advice

In-house

AR + recommendation engine
IN  US E

GenAI for online content

WordLift on Ray-Ban, Oakley, Persol

Vendor · WordLift

Generative AI (LLM)
IN  US E

INSIDE  THE COMP ANY

Processes 2 initiatives

SAP Joule

AI glasses link store staff to SAP: client 
history, reorders, upsell

PI LO T

Lens design

Varilux XR designed on 1M+ data points
R & D

Employee copilots & AI agents

No company-wide rollout disclosed
N OT  DI SC L OS ED

GAP Focus on products and sales: internal processes show little disclosed AI (no AI declared in supply chain or back-office)

Sources: EssilorLuxottica FY2025 results and press releases; SAP News Center; WordLift case study; group analysis.
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Alignment Matrix

Strategic Alignment Matrix: a strong leader with some levers of improvements

STRATEGIC PILLAR DIGITAL DATA BACKBONE AI KPI /  VALUE ASSESSMENT

Market Expansion
Omnichannel 

ecosystem
Retail & CRM data

SAP + Oracle EBS, 
linked by Boomi

Try-On, GenAI content
DTC 52% · 

Revenue +10.3%
S T R O NG

Partnership 

Ecosystem
Smart eyewear (Meta)

Usage data held by 
Meta

Runs on Meta’s stack Meta AI
Conversion · 

Retention
P A R T I AL

Open Platform HELIX
Practice & patient 

data (US only)
None disclosed P A R T I AL

Vertical Integration No digital initiative
ERP data, 13 lens 

factories
ERP convergence 

unfinished
None disclosed

16% adjusted 
operating margin 

(- 70bps)
W E A K

Chain holds Chain breaks Owned by Meta Missing / not disclosed

Source: EssilorLuxottica FY2025 results and disclosures; group analysis.
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Number of integrated 
partners · Partner 

churn
None disclosed



Risks & Gaps

Risks & gaps: where the chain breaks

04
Data ownership

Partnership Ecosystem

R IS K

M ED IU M

Smart-glasses data sits with Meta

Camera, audio and AI-interaction data flow to Meta’s app, on undisclosed terms

W HY  IT MA TTE RS

A 7mn+ unit priority runs on data EL doesn’t control: data that could personalize 

the offer, help product design and guide investment decisions

01
Backbone

Vertical Integration

R IS K

HI GH

Two ERPs, no group-wide data layer disclosed

SAP/Oracle convergence unfinished since 2019; Boomi integrates, not a data layer

W HY  IT MA TTE RS

Data stays in the silo of the initiative that created it, limiting sharing across the 

group, so the virtuous loop cannot completely compound

02
Operations AI

Vertical Integration

R IS K

HI GH

No AI in supply chain or back-office

Internal AI limited to SAP Joule (pilot) and lens-design R&D

W HY  IT MA TTE RS

AI in operations could automate processes and lift efficiency (e.g. demand 

forecasting, inventory) while margin is down 70bps

03
HELIX reach

Open Platform

R IS K

M ED IU M

HELIX is US-only

300,000+ optical partners worldwide, but the platform serves only the US

W HY  IT MA TTE RS

Partner lock-in and efficiency ensured by this tool stays limited outside the US, in 

a wholesale channel worth 48% of group revenue

Source: EssilorLuxottica FY2025 results and disclosures; SAP News Center; Boomi / Business Wire; group analysis.
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Recommendations

Four moves to turn scale into an owned data advantage

H O W

K P I s

R I S K S

I M P AC T

04  N E G O T I AT E

Widen data-sharing terms 

with Meta

• Access to anonymized usage and 
interaction data

• Feed it into product design and 

personalization and investment decisions

↑ Conversion rate

↑ Customer retention

–  Limited leverage vs Meta

–  GDPR exposure on usage data

Turns 7mn+ AI glasses into owned 
customer insight

01  U N I F Y

Converge the two ERPs into 

one

• Single ERP, ideally SAP, already rolling 

out in retail

• One group data layer on top of it

↓ IT run cost (post-migration)

↑ Cross-business insights

–  Multi-year cost and delays

–  Supply disruption during migration

One connected backbone from 
factory to store

03  E X T E N D

Roll out HELIX beyond the 

US

• Start with independent opticians in EMEA

• Subsequent worldwide rollout

↑ Number of integrated partners

↓ Partner churn (lock-in effect)

–  Local health rules and GDPR

–  Partner data concerns

One partner platform for a 48%-of-
revenue channel

02  S C A L E

Bring AI into operations and 

culture

• Forecasting and inventory AI on the 
unified ERP

• Employee copilots, AI training, a clear AI 

owner

↑ Adjusted operating margin

↑ Forecast accuracy 

–  Depends on the unified ERP

–  Staff adoption and skills

Efficiency gains to recover the 
−70bps margin

G O A L      An owned, connected data advantage

Source: group analysis based on previous sections.
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Roadmap

Roadmap 2027–2030: unify the backbone first, scale AI in parallel

2027

2028

2029–30

01

J AN 2 02 7

Program kick-off: group data
layer on both ERPs

04

Q1  2 02 7

Open talks with Meta on
data-sharing terms

02

Q2  2 02 7

Appoint AI owner;
AI training for staff

02

H2  20 27

First AI use cases on the
new data layer

01

Q1  2 02 8

New data-sharing agreement
with Meta

04

2 02 8

ERP migration, wave 1:
complete the SAP convergence

03

H2  20 28

HELIX pilot in one
EMEA country

02

H2  20 28

AI agents extend from
Joule to back-office

01

2 02 9

ERP migration, wave 2:
remaining regions

03

2 02 9

HELIX rollout across EMEA

02

2 02 9

Forecasting and inventory AI
at scale

01

2 03 0

Single ERP and data platform 
completed

★

GOA L

Owned, connected data advantage

INDICAT IV E COST
04 Negotiate €€€€

< €10m  Legal and commercial effort

01 Unify €€€€

€300–500m  Multi-year, largest program

03 Extend €€€€

Not disclosed  ·  est. €50–100m

02 Scale €€€€

€100–200m  Platforms, talent, training

T O T A L    ~€0.5–0.8bn over 2027–30     ·     ≈ €120–200m per year     ·     ≈ 8–13% of annual capex     ·     ≈ 0.4–0.7% of annual revenue

Costs are indicative orders of magnitude (group estimate); annual ratios on FY2025 revenue (€28.5bn) and capex (~5.4% of reve nue); benchmark: Lidl's  SAP program, ~€500m over 7 years.
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F R O M  S C A L E  T O  A N  O W N E D  D A T A  A D V A N T A G E

Thank you…
Questions & discussion

01

Unify

02

Scale

03

Extend

04

Negotiate

G RO U P  5
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…but there’s one more thing.



O N E  M O R E  T H I N G

We just built an
investment simulator.

Our four moves come with a price tag, so we made it testable instead 

of just quoting it.

Pick a Low, Base or High scenario and set how many basis points of 

operating margin the programme recovers (0–100 bps, against the 

−70 bps lost in FY2025).

The model instantly returns the 2027–30 programme mix, its weight 

on revenue and capex, and the simple payback in years.

Every input is an indicative group estimate, and every formula is open 

to audit on the page.

Try it live: https://claude.ai/artifact/NwfrYJRNtCZnHLFXQLxBq7
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