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Introduction: 
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more visitors into
buying customers
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1.0 Introduction
Many independent opticians are losing market share.  

Is this happening to you?

- Why do you lose market share to the chains and discount – stores?

- Why you can not compete directly with the chains?

  David against Goliath. Use your advantages of being small, but agile.

2.0  How to position your store successfully        
        in the competition  against the chains?

Create your own unique position as ‘the neighborhood optical store’ 

and move your positioning away from the chains 

- How to create your own uniqueness

- Do not lower your price - here’s why.

3.0  Select the right mix of frames & service 
        for your store

- Tips & tricks on how to select the right mix of frames

- Tips & tricks on how to convert more visitors into buying customers.

4.0  How to bring in more customers 
        to your store

-Tips & tricks on how to become more successful with your local 

  marketing activities

- Facebook advertising tips

- Tips for getting on page 1 on Google

- Tips on email Newsletter marketing to your existing customers.

PART 1

PART 2

PART 3

PART 4
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How to convert 
more visitors into 
buying customers
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How to convert 
more visitors into 
buying customers Here’s a toolbox for you – showing you how to 

become uniquely different

Creating uniqueness. It can be done in many ways. We will 

introduce you to a model widely used in retail. We also call 

it the ‘magical formula of retail’. Turn these dials (Figure 6) 

to create more traffic in your store, convert more visitors into 

buying customers, and get your customers to buy more each 

time. Change your business and create great success.

In the example shown in Figure 6, you can see what happens 

if you can increase the number of visitors in the store by 10%. 

When you increase the number of buying visitors from 10% to 

11%, and when you then get the customer to buy 10% more. 

This increases your turnover by as much as 31%. It’s quite 

noticeable.

...TO PAYING 
CUSTOMERS?

How can you convert more 
of your visitors...

Creating 
uniqueness. 
It can be done 
in many ways.
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It’s often said that retail is detail. Even small changes in what 

you do can result in significant increase in your revenue and 

earnings. Does this sound great? The possibilities for creating 

a lasting effect are clearly present. Next we will show you how 

you can get even better at converting more of your visitors to 

buying customers. There is a lot of gold buried here.

How to convert more visitors to buying 
customers

First, it’s most important that you optimize your store’s 

conversion rate (see Figure 6). For many shops, the way to 

become more profitable is simple: convert a few more visitors 

into buying customers every week. Or, make your customer 

buy products that earn a greater margin. In this section, 

we will take you through some ideas that can help you sell 

more to the customers who already come to your store. 

How to sell more to customers who enter your store 

It may be a good idea to measure your so-called Conversion 

Rate. This will quickly give you an idea of whether you are 

adept at converting your visitors into purchasing customers. 

It’s often 
said that 

retail is 
detail. 

TRAFFIC CONVERSION % (% of visitors who buy)

500 per month 10% conversion

AVR. PURCHASE

600 euro average purchase

TOTAL SALES

30.000 euro sales

550 (+10% per month) 11% conversion 650 euro average purchase 39.325 euro sales (+31%)

Figure 06
Turn up the sales

CONVERSION
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In principle, the conversion of customers can be measured in 

two different ways:

1. Conversion rate

For example, if you have 500 visitors per month, and 50 who 

buy frames, your conversion rate is 10%. So, if you instead of 

getting 10% to buy eyewear, can get 15% to buy, then you’ve 

increased your sales by 50%! Small changes can make a huge 

difference. 

How then do you measure your store’s traffic? If your store 

has a relatively low number of visitors, you can keep a list at 

the counter. Every time a customer enters the store, you note 

it down on the list. Though this isn’t a perfect solution, it’s 

worth the effort if you have the discipline to do it. Try it for a 

month – count how many customers you have. If you can, also 

measure the conversion rate. Then you’ll see if you’re getting 

better at converting your visitors into buying customers. Also 

consider an electronic door counter. Many large chain stores 

For example, if 
you have 500 

visitors per 
month, and 50 

who buy frames, 
your conversion 
rate is 10%. So, 

if you instead of
getting 10% to 

buy eyewear, 
can get 15% to 

buy, then you’ve
increased your 
sales by 50%! 

Small changes 
can make a huge 

difference. 

Figure 07: Conversion and capture rate
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have door counter systems that provide data online. Having 

an overview of the number of visitors you have gives you an 

amazing opportunity to observe customer trends, look at 

conversion rates and even predict your staff requirements. 

Statistics benefit your decision-making: ‘Intuition’ is good – 

data is uniquely better.

A door counter can be bought for around 1,000 - 1,500 Euro + 

an annual license of around 100 - 200 Euro.  Here is a link to 

a well-tested and affordable door counter system for around 

1,200 Euro + 150 Euro in annual license:  http://dancount.com/

company.  The system is ’plug & play’. It works through your 

wireless networks. An alternative is to find a local supplier of 

these kinds of systems. 

What is a reasonable conversion rate? Well, we cannot offer 

you an accurate take on that. Because it depends on the 

location of your store, and the skills of your staff. If your shop is 

a ‘destination’ store – one where customers come for a specific 

purpose, for example to look at glasses – your conversion rate 

may be somewhat higher than a store on a main street with 

lots of people just browsing. The most important thing about 

counting your customer traffic is to measure and compare 

your own results from month to month.

’Capture rate’

‘Capture rate’ expresses how many of the eye tests you 

perform result in actual purchases of pairs of glasses. In 

principle, your capture rate should be close to 100%, though 

this may vary from store to store. According to a US study, 

American opticians are achieving capture rates of between 

65-85%. For some stores, measuring the capture rate isn’t 

The most 
important 
thing about 
counting your 
customer traffic 
is to measure 
and compare your 
own results from 
month to month.
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relevant because almost everyone buys a pair of glasses 

when they first take an eye test.

As a test for a period of 1 month, check the number of pairs of 

glasses you sell against the number of eye tests you’ve done. 

If you’re significantly below 100%, work on improving this 

area. You’re doing 90% of the work, without enjoying the full 

benefits. 

How do you increase your conversion rate and 
sales per visitor?  

There are countless ways to better convert your visitors 

into customers. Two important areas you can look at are: 

1. The attractiveness of your product mix of frames and 

pairs of glasses. 

2. The knowledge, skills, and motivation of your personnel.

Before you look at your product mix, take a look at who your 

real customers in your local area are. 

Who are your customers?

It’s worth pausing for a moment to think about who your core 

customers are. Before selecting your eyewear brands, look at 

the demographics of your locality. Get a clear picture of the 

composition of the population who live near your store. Data 

about the people in your local area can guide your buying 

decisions.

For example, if there are many elderly people in your area, let 

your choice of frames reflect this. If there are students and 

It’s worth 
pausing for a 

moment to  
think about 

who your core 
customers are. 
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Figure 09

DEMOGRAPHICS

Your sales versus normal users of glasses and people in your area

Figure 08

young people, decide whether you should also serve this 

target group or leave it to the chains.

You may even have the dates of birth of your customers in 

your database. Make a quick analysis of the distribution 

of sales by age groups. Then compare it with the age 

distribution in the area. Is there an imbalance between 

the ones you sell to now and the demographics in the 

area? Decide whether you have the right product mix. 

An analysis could, for example, look like this (Figure 9). 

In evaluating your target customers, remember to look at who 

other opticians and chains in your area cater for. Are there 

‘holes’ in the market for you, or are you fighting for the same 

customers? It may be time to give your selection of glasses a 

great deal of attention. Try to find your own identity.

Decide whether 
you have the right 
product mix. 
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Selecting the correct eyewear assortment for 
your store

This is probably your most important choice. You may want to 

start by looking at your range of frames. Increase conversion 

rates in your store by having the right range on the shelves. 

Frames that are a perfect fit for your target audience. It’s a 

bit of an art – always having the right selection. And hard-

to-sell stock can be life-threatening to your optical services 

business. Fortunately, there are some techniques and tools 

you can employ to make the right selections.

For example, build an assortment matrix based on price level 

and gender (see Figure 09). You can include other parameters 

like fashion brands, technical brands, niche brands, luxury 

brands, or non-brands.

Most important is to get away from the chains and move 

upwards in the market. Sell primarily high quality eyewear. 

Once you have moved your store out of the current 

competitive situation, your position and product mix may change, 

cf. Figure 09.

Most important is 
to get away from 

the chains and 
move upwards in 

the market.

Figure 09: Assortment Matrix

BEFORE AFTER
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Distribution of Mens and Ladies 
eyewear product lines

Here is another simple tool that you can use to analyse your 

current range or plan a new range. At the bottom of the sheet 

(Figure 10), you can see the distribution between eyewear for 

men and women. Also shown is the distribution between high 

end, medium, and low end. Assess the right distribution for 

your store based on demographics, your shop’s profile, and 

your local competitors.

Figure 10

31%
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The concept of stock-turn

We referred briefly to stock-turn in the Introduction. You can 

use ‘stock turn’ to analyse your product range. It’s vital for you 

to have a clear picture of brands that sell well in your store. 

‘Stock turn’ has a big impact on your business and helps 

you know:

• How many times you ‘turn’ your stock of frames.

• If you have the best product portfolio – do you need to 

change a brand or two?

• How much money you have tied up in stock compared to 

sales you are making. 

This can be a bit complex to get a grip on. An inexpensive 

brand can have a high ‘stock turn’, yet give you a low 

profit yield per unit. When you select frames and lenses of 

high quality, you may find you get a slightly lower average 

‘stock turn’. Yet your profit will be much higher. The value 

of measuring the ‘stock turn’ is the data this provides for 

improving your ‘stock turn’. You can increase products that 

earn you the most profit. And you can make sure you can sell 

more of them.

You can use 
‘stock turn’ to 
analyse your 

product range.

It’s vital for you 
to have a clear 

picture of brands 
that sell well in 

your store. 

Figure 11: The definition of stock turn
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Figure 12

How do you measure real stock turn? It’s explained here in 

this simple formula:

For example, if you’ve sold 1,500 glasses in a year, and have 

750 on the shelves on average (and in the drawers), then you 

have a ‘stock turn’ of 1500/750 = 2.0. It means you sell the 

pairs of glasses on your shelves twice a year.

Figure 12 shows stock turn – the relationship between your 

profit and the money tied up in your stock. Less stock means 

more money in the bank. Figure 10 also shows the relationship 

between stock turn, profit and money tied up in stock.

What is a good goal for stock turn? It depends entirely on 

your store, your location, your store size and your traffic.  

On average, an independent optician’s stock-turn will be 

1.0-3.0. Keep in mind for comparison, that the chains often 

have a stock-turn of 3.0-7.0. A US survey among independent 

opticians shows stock- turns from 1.0-1.8 for optical stores 

with a turnover of less than $ 1 million / year.

Independent 
opticians who 
have moved away 
from competing 
chains tend 
toward slightly 
lower stock turn. 
Yet their profit per 
product sold is 
much higher.

STOCK TURN INFLUENCES YOUR PROFIT AND CASH FLOW
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BEFORE

AFTER

NO. OF MONTH IN PERIOD: 6

Figure 13: Stock turn in brand 
comparision: before and after

Figure 14: Stock turn calculator
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You can use stock-turn to compare the different brands you 

have in the store. It’s recommended you analyse the sales per 

brand relative to the number on the shelves at least twice  

a year. For example, do it at year-end and again midyear.  

If necessary, use the tool below twice a year. Then you’ll get  

a good overview. And maybe a little surprise or two. 

Independent opticians who have moved away from competing 

chains tend toward slightly lower stock turn. Yet their profit 

per product sold is much higher.

Your stock turn is also comparable among high-end products. 

If you sell a high-end product with a stock-turn of less than 

2.0, you can replace it with one that has a potential stock-turn 

of more than 2.0. It’s important to do continual measurements. 

Figure 12 shows how stock-turn is used to compare brands 

and to decide which brands to keep and which to replace.

Keep in mind that the above graph is just an example. Stock 

turn is highly dependent on the type of store you have, the 

size of the store and the frames you carry. Do this analysis for 

your brands to see what works and does not work for your 

store.

The tools for measuring your stock-turn are show in Figure 14.

Once you’ve done this analysis, you’ll see the brands you have 

to say goodbye to or have a conversation with the sales rep 

about. You’ll also see which brands you need to expand. Bring 

your analysis to all your meetings with the sales reps. You can 

then give them qualified feedback. And based on the data, 

decide which brands should be included in your range.

If all this about 
stock-turn is a 
bit too heavy for 
you, there’s also 
a simpler way to 
look at it.
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The simple solution:  Stock turn for busy people

If all this about stock-turn is a bit too heavy for you, there’s 

also a simpler way to look at it.

If you have 20 pairs of glasses of a specific brand on the 

shelves, on average you must sell 8% of those in a month. 

That is, 1.6 pairs of glasses each month, to get an average 

stock-turn of 1.0. A stock turn of 2.0 is achieved by selling 3.2 

pairs of glasses in a month of the same brand.

Here are some more tips on what you can do to improve your 

product range.

Tip 1:  Use the brand’s bestseller list, when you select your 

eyewear models

Most brands will be able to come up with a bestseller list. And 

you can use it as basis for your choice of eyewear models. 

Valuable knowledge – even if you’re the one who knows your 

area best. It’s worth checking out your supplier’s top 10 list. 

Make sure their bestseller list is about your market and isn’t 

a global list. If your supplier doesn’t know their bestsellers, 

consider changing brands!

Many 
opticians 

don’t re-order 
bestselling 

eyewear models 
the minute 

they are sold. 
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Figure 15: Attractiveness of Product Assortment

Attractiveness of product 

assortment in store (=impact on sales)

Attractiveness if not reoredering 

best-sellers immediately

 Tip 2:  When you sell a bestseller, re-order straight away

Many opticians don’t re-order bestselling eyewear models the 

minute they are sold. This can be a very expensive mistake 

because you can lose sales. If you fill that space with one of 

the ‘models from the drawer’, you may not make a sale. 

Did you know data shows that a bestseller sells on average 

4-8 times more than an average selling style/model? It’s 

quite significant. If you don’t re-order the bestselling frames 

regularly, your product range’s attractiveness drops. And 

it can decrease throughout the season until you start re-

ordering again. Don’t make this mistake.

Many opticians 
don’t re-order 
bestselling 
eyewear models 
the minute 
they are sold. 

RE-ORDER BEST SELLERS IMMIDIATELY

LOST PROFIT
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Imagine for a moment you’ve been appointed coach for the 

world’s best football team. You’ve collected some of the 

very best football players, like Ronaldo and Messi. After ten 

minutes into a game, Messi scores and you replace him. Five 

minutes later Ronaldo scores. And you replace him also. This 

is what happens when you DON’T re-order your bestsellers 

right away. What would happen to you as a coach of this 

football team? You’d be fired in no time.

Make sure you work with suppliers who have direct control 

over their best-selling products – ones who can deliver quickly 

and rarely run out of their best items. Also, check if your 

suppliers make it easy for you to re-order. For example, via 

web shop or other time-saving solutions.

Tip 3:  Many styles and fewer colours – or the other way 

around?

Common to many successful opticians is that they prefer to 

display 2-3 colour variants of a model. Instead of having many 

shapes and fewer colour variants. Order the bestsellers in 2-3 

colours and test your market. There’s a good chance this little 

change in your buying method will result in additional sales.

Tip 4:  New brand in = old brand out

It’s easy to fall in love with a new brand. Remember that 

when you introduce a new brand, you must plan to sell out 

an existing brand. Otherwise, you end up with an excessive 

inventory. ‘’One in and one out’ is a slogan that works.

Tip 5: Select suppliers who control their logistics and 

handle claims well

Make sure 
you work with 
suppliers who 

have direct 
control over 

their best-selling 
products.
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There’s nothing worse than having a customer waiting 

a long time for his or her ordered glasses. Or waiting for a 

replacement frame, in the case of a complaint. Work with 

suppliers who control their logistics well. The hidden cost 

of slow handling of complaints and long delivery time on 

customer orders is quite significant. And the irritation of 

the customer and staff is easy to see and feel. Select  your 

suppliers based not only on price, design and style. Also 

choose them for their service and logistics.

Tip 6:  Do your suppliers often introduce new products?

Ask your supplier about how often new products can be 

expected. Are they good at refreshing their product range?

Tip 7:  Do your suppliers provide exciting marketing 

materials for your shop? 

What in-store materials and other support does your supplier 

offer you? Do they provide you with free material for the 

store to help you make your store stand out and get more 

customers? Check whether your store can be listed on your 

supplier’s webpage. For example, on their store locator. Their 

website visitors can then find the frames in your store. 

Does the supplier have an online store, where you easily can 

place your orders, or is there a dealer website where you can 

go to get technical information whenever you need it? Do 

your suppliers offer free pictures for you to use in advertising 

and social media channels? These are some of the things you 

should ask your current and future suppliers about.

There’s 
nothing worse 
than having 
a customer 
waiting a long 
time for his or 
her ordered 
glasses.
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Tips / Summary
How to improve your range of frames?

Use the best seller list 
provided by your brnads

The Sales Rep knows 
which frames will 
sell well. Use that 

knowledge.

TIP 1

New brand in =  
old brand out

Quickly sell out old 
brands which you 
decide to take out

TIP 4

Display more colours of 
the same frame

Successful stores 
often carry 2-3 

colours of each frame

TIP 3

Select brands who frequently 
introduce new frames

Work with brands 
who have a good 

in-flow of new 
products

TIP 6

Re-order best sellers 
right away

Best sellers 
outperform average 
frames by 4-8 times. 

Re-order immediately.

TIP 2

Work with brands with 
great logistics

Work with brands 
who can deliver fast 

and on time to reduce 
the hassel

TIP 5

Work with brands with great 
marketing materials and support

Make sure the 
brands you work with 

also offer a great 
marketing package

TIP 7
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Figure 17: Store Optimisation

Optimising product mix 
and staff performance

The right mix of frames to 
match target group

Analyse your customer and the 
demographics of your area

Tools to select the right mix of 
frames to fit your customers

How to measure customer 
conversion and capture rate

Analyse your stock turn to help 
decide your ideal mix of frames

Understand what the Best Sellers 
are and re-order immediately

Select more colours per frame 
shape to sell more

New brand in – old brand out

Select brands who are in 
good control of their logistics

Select brands with a consistent 
flow of new frames

Make sure your supplier offers 
cool shop materials

The product knowledge of 
your staff is important

Staff remuneration and 
motivation

Focus on customers in the 
busy hours of the day

The 30 second rule – contact 
customer immediately

Upselling – sell more to the 
same customer

Cross selling – sell other 
product to the same customer

Staff knowledge, skills 
and motivation
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Do you want 
to learn more?

CHECK THE 

WWW.MONOQOOL.COM/RETAILERS-GUIDE

http://www.monoqool.com/retailers-guide
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ABOUT MONOQOOL

Monoqool is a Danish eyewear company, founded in 

2008. Right from the beginning, we formulated the vision 

to become one of the world’s most innovative eyewear 

companies. Every day we take steps towards achieving this 

vision.

Innovation is about asking many questions. We strive to 

experiment with new materials, technologies, and new 

ways of thinking about a pair of glasses. The result is we’re 

among the pioneers in 3D printed eyewear - a new category 

which has taken the world by storm.

Monoqool has won 9 international design awards, among 

them the Red Dot Award and German Design Award.

Innovation is also exploring new ways of helping Monoqool 

retailers across the world in becoming even more successful. 

Not only with the Monoqool collection, also in general. For 

example, offering you new and great marketing support 

materials, shop POS, fast and efficient logistics, and so on.

The Guide you are now in possession of is another way 

we are innovative. We hope it inspires you to rethink your 

position in your local market. And maybe encourage you to 

try new tools for pushing back against the pressure from 

the chains. 

It is possible, and you can do it.

Read more about us: www.monoqool.com
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CAN WE HELP YOU?

We can offer you

• The biggest 3D printed eyewear collection in the world

• Some of the most innovative glasses in the world

• Extremely comfortable frames 

• Frames without any screws or soldering

• Fast and reliable delivery and service 

• A big selection of powerful POS materials to make your 

store shine

• Strong following on Instagram and Facebook helping you 

drive traffic to your store

• Facebook advertising concept to help create interest in 

your local area and increased traffic to your store.

If you are ready to join the 3D print movement, please get in 

contact with Monoqool on info@monoqool.com or contact 

your local representative. We are represented in more than 

20 countries around the world.

Monoqool

Phone +45 60 222 071

info@monoqool.com

www.monoqool.com
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