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ABSTRACT

NAME : Yen-Chang Su MONTH/YEAR : July, 2025
ADVISER : Ruey-Shan Guo, Ph.D

Luo Lu, Ph D
TITLE : Business Plan for the Industrial Deployment of Al-Enabled AR Smart Glasses:

The Case of a Taiwanese Startup Company

This project presents a comprehensive business plan tailored for a Taiwanese startup,
aiming to develop and implement Al-powered augmented reality (AR) smart glasses for
high-value industrial applications. The core proposition is that the convergence of three
critical technologies—Ilarge multimodal models (LMMs), MicroLED microdisplay
technology, and light field optics—has created a unique inflection point where
technological maturity meets market demand, enabling practical solutions to longstanding

bottlenecks in AR adoption for industrial use.

The strategy adopted in this plan is a focused differentiation strategy, deliberately
avoiding the highly competitive consumer market and instead targeting industrial niche
sectors with high demands for data security, operational precision, and long-duration
wearability, such as semiconductor manufacturing and energy infrastructure. Successful

implementation of this strategy relies on four key capabilities:

1. Hardware Integration: By combining light field display technology with
MicroLED microdisplays, the system addresses the common issue of vergence-
accommodation conflict (VAC) in AR and enhances wearing comfort, making

it suitable for prolonged use in industrial environments.

Vi
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2. Localized Software Deployment Architecture: A dual-agent architecture
involving device-side and server-side Al agents is proposed, enabling all data
processing and model inference to be executed within the enterprise's internal
environment. This design ensures data sovereignty and reduces cybersecurity

risks, aligning with the security requirements of the high-tech industry.

3. Al Application Capabilities: The AR device is transformed from a passive
information display into an intelligent agent equipped with edge inference and
customization capabilities. Leveraging large multimodal models (LLM/LMM),
Al agents, and retrieval-augmented generation (RAG), the system supports on-
device knowledge retrieval, command interpretation, and real-time semantic
generation. This architecture enhances field task support, decision-making

assistance, and human-machine collaboration efficiency.

4. Business Model Design: An "Al growth flywheel" model is employed to lower
the entry barrier through low-cost hardware and to attract early users via a
freemium strategy. Subsequent revenues are generated through Software-as-a-
Service (SaaS) and Model-as-a-Service (MaaS) subscriptions. Industrial data
generated during usage feeds back into model training, continuously optimizing
Al performance. This positive feedback loop between data and models
enhances product value, strengthens user retention, and gradually builds data

and technology barriers, establishing a sustainable competitive advantage.

In summary, this project goes beyond the development of a single hardware product,
aiming instead to build an industrial intelligence platform that integrates AI and AR
vii
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technologies. By leveraging Taiwan's existing strengths in the semiconductor and
optoelectronics industries, combined with a data-driven business logic and precise market
positioning, the startup described in this plan has the potential to establish long-term

competitiveness in the global industrial AR market.

Keywords: AR Augmented Reality Smart Glasses, Light Field Display, MicroLED
Microdisplay, On-Premise Artificial Intelligence, Large Multimodal Model

(LMM), AI Agents, Al Growth Flywheel Business Model
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1. BHZEFEH PR (Customer Profile)

o 1% iZF% (Jobs-to-be-Done):
o AFER K @S T .
o M H e R R K o
o E&ﬁ‘«ﬁ iR L 42 s (SOP) -
o R ALK KHBP -
o ATER BB -

e i & J§ B (Pains):
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o FER'%G: BoRF IR ERT EH T o
o RELH| L R RPN B S TFE R o
o ZBAiF MG ARPEfFPLEA §ERFEL A o

o HIEIL : FHAFLHIP AL AT RERRRE

£ o
o FEFA D KABPIEIEAANFL T BERGE R
LAY 4
o ¥ ¥ (Gains):

o P fRARAL - Sgreecin i PER o
o HAEpILIENRA FOUCHTIFE RNRI -
o AR EEMIE TS TRAIIFE 2 .
o HMTIRBREMEMABE N LV @Rz FT A -
2. f#i-3 k@ § E1% (Value Proposition)

e 3 & K- & (Products & Services):
o AW R ERFEaTERE
o B Vs tIMFagpMET oo
o AIPRFF: FLENLMM (X35 HERA]) B o

o J§ B:f3;4-* % (Pain Relievers):
o  RMMIFEE: AEEHRI A RFFEAR -
o BEMAPPFEHG L OFEAHHE RGN -
o RIBEIT iﬂ'“%#ﬁ“%j:}ﬁ%"i’ﬁﬁ’?@’i@@fifﬁﬁ“ﬁaih
o HEWEMRI ! HmEIFEXEDLE  RAKFTRALEZ

o i ®E4lig 5! & (Gain Creators):
o LMM TrpEeti® @ R iETFEFE pOrdo dofk & REEF AR -
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AE R RRHATIIE SR N MG 4 ok B o B A

THE FRFIF AL AR H LR IRER o
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e EZiL 1 (Dedicated Enterprise Support) : 5 < 4| % = #& & &
S A I REINE L R EAE 0 LAk A5 e
e X FBE#P LM% (Co-development Partnerships ) @ 27 4= #p ek #2+
3% Hé:?%ﬁ#k@%&ﬁ°é@§%$ﬁ’ﬂiﬁﬁﬁiﬁﬁﬁ%“
A8 AL > (a2 2 AFE P ¥E BNy R Tk o
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Al assistant SaaS+Maa$S Flowchart

;\
ul: { ] External
Display [ ] Database
Camera SaaS mm——)
Microphone ‘ -* Private data
Speaker \\
Gesture \\
N
PaaS MaaS N
(DevOps,MLOps) (LLMOps,LMMOps) \\
\
A Y
\
\
\
laaS ‘\‘AI Infra
\

B] 5-4 Al assistant SaaS+MaaS Flowchart

T kR AL

5-3-4~ M4ET R

«  FEMAE (Intellectual Property ) : B+ i it B IZ % 24 ~ Jp
HALMM o* ~ N E 2 b B kSR PL el

. A 4 F 4 (HumanCapital ) - d 5 ~ir 88 ~ #88 ~ALl 3 S 458 %
FlE R s AR IS B R o

o Ry i Rg % (Strategic Partnerships ) @ 22 58 % & e
MicroLED i (4edfflf1 )~ 112 MeEL EE = hl 58 & (PR o

o &7 #cdp (Proprietary Data) @ (f & = 3248 ~ 3 & (4 a2 (s > jE 2 ¥R
FEE P IRED o FAEART Iy o oA %P Al s 22 L PRy

%%ﬁ‘ E'ﬁﬁx’}f';: NN ?)}: o
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Al = & ¥ # (The Al Growth Flywheel)

EA AT EFEREAY RSB AR A R ER RS v B
Freemium #3888 ¥ enimdla & > B &2 Spde 70 ) BH £ cgeag 3
o ptprd 5% 7 JimCollins @ 2o » ¥ -2 B * 0 Al £ 5200
FRERY o

TR HEE TBIEE - B AR OI e FR

1. &* (Application): % = % A3+ % 7 AR PR 402 Al 0
B (EHALPRAGFR) AREP F 107 ok A
B BT RKS AR D AT RS KA
3L o
2. #cdy (Data): &% 2 % 247 Bdpi g~ Bap? RS
EEEZ PR T > e R EEELAS
BER o BARMALOE R 1 E5R ddy o Glde 0 ATRR
Wl ¢ 228 Twp, & Ty, 9358
Tod AR EF R o By R AL
3. 3 (Model): *3*+ & h AL BRI % 22t bt che =5k
oo HE S RIRBR h Al HAR T F PR R
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TS LB AR B SRR E e
ST EES P SRR ) RIS
ETg
A wrEr: - RS L T R HATEE D
BEL LARPRT WS o Glde 0 U KR D ] P

A S i T R T e
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o (R&D): RF M £ 5o ALFAREH - 122 LMM
SHETE S T B i 4 b 3 AR

. B (L 30% 22 4 32 (On-premise Deployment & Support) @ B 3 — £

[ AR i AN RN S ) AR e R
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o Al &t#¢ = (AIFlywheel Management ) © 2% = — 45§ {4 i 42 »
¢ 7 BRI E ~ AL VR B e A L AT M7 BT AL PRIR D

/31 /L
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o BB S BT ER KRB 7SR D

. B ddys 0 S A e MicroLED ®ig o dodk AL
(PlayNitride ) ¥2 %2 £ % (AUO) > % & (Harvatek) & 1 % H e 3 o
(ITRD) » M Fx i B~ 0 B LB cnlgr ~ 12 o

* A# % » (Foundational Customers) @ 4o E M % L5 & 79
BoR i SRERE SRR ESERE S B S S RO EA R HHA b
Egt

° iﬁ%% LR Eoga Ep sk ‘iffé‘.'ﬁ A e i3 %
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e FHEAAIAIZLIAA A e REAFEN (Al XF A
AREF )~ 4V B & FHBGOET -

o e LA HAMSH [ A4 (COGS) # 32 MicroLED %1 %
SoC~ kB A~ mEXFH o 2 PRI A RNPIR B AHK G 0
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o ESEBRIA (CAC): AR JI Koz » £ A2E2 A5 h

CAC 3% » 5 fode B Hikd F o s e B wir B oc ~

5-4-2 ~ 4 el

AhE P G AR AN B LEEAIRTO T LR R s R

frte dggts DAL & & B 0 KA 22 v FaEfla 4 &isd g4 o

7 3 @05 i8R (Freemium Logic) @ & B2B #c %8 " PR4% (SaaS) 43 >
LR R FART (TR A hiFH ah SR B oo AR R BELRTE B
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Al = £ ## (AI Growth Flywheel ) :
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PRRSERH | FAEIEE BEIXR BEERRR S-S
-AARSHEER | - A/XBRETS maE - - EBEERETE | - FERE
- MicroLED# fE - L ERE R o= -BAEEERHRE - BEREAHEE
-BERES - BREAIg R R RE R - SDK FHsg = LB - K EIERE T %
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Key Resources ﬁ - RS - Channels D@
EHIERS _
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- B S ERS1F (SI) @i
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S EEIE
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: - M AN BEAREERAR s - fEReE
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FHD B @ et FREE - B IR B 3 AT B R eI

SRR i B A i 2 R e -
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T kR (Porter, 1980)
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PR A F e f%}ﬂéﬁ % % % &L (Ansoff Matrix ) ¢rif4& » #-2 2
A ERESRLZIERE - FFRE - ASRFEE F 4 BRU HEL =B

FaroR A S P EBBERT FRE PRl R R o

The Ansoff Matrix

Market Development

New Markets

Product Development

Existing Markets

Existing Products New Products

B] 6-2 The Ansoff Matrix

T kR . (Lars M BP, 2007)

AR HEZERAGEL S ER T REOT PR A F - H5 0
koo B (Geoffrey Moore ) e gk -] - £ 8 T ixdezk | (Bowling
Alley) §v& o #3234 47 & R 2 e %3 1 ieinfmen 2L A5
( Discontinuous Innovation ) » #* H-4|3% &7 — £ x Sulhen > % I ESAR S BB 3
Gra R Hr2 Behr = 2 p—— T | (The Chasm) o ki ok #dp A3
Fiew g ¥ 'fﬁ“/)ﬁl P ITSOHEER BT B T gt R AREE 51D Bl MR 0 B

R .
Fagns }f‘mfz&? °
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>

Degree of community adoption

Tornado:
: Main street

Early market Assimilation

"CHASM

Technology Visionaries  Pragmatists Conservatives Laggards
Enthusiasts (Early Majority) (Late Majority)

B 6-3 /% The Chasm

L KR (Moore, G. A., 2002)

B 6-4 F#27k i Bowling Alley i v%

R KR (Moore, G. A., 2002)
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7-4-1~ T & ¥ JcTg i)

T & FwdT 20 AT Freemium 1503 20 T # T o g dm it 2 FERIB 1R

Rp 2 H - oMo R etk BT KR A SIE

% 72 T EY YR (Ee £2)

# R Rt SaaS MaaS # R # B AR R
B A * e AL s BT LS BT

48 S

® (%)

(%)
¥ 1,000 1,000 $600,000 $400,000 $1,000,000 $2,000,000 $3,000,000
:
¥ 1,800 2,800 $1,680,000 $1,120,000 $2,800,000 $3,600,000 $6,400,000
.
¥ 3,240 6,040 $3,624,000 $2,416,000 $6,040,000 $6,480,000 $12,520,000
]
* 5,832 11,872 $7,123,200 $4,748,800 $11,872,000 $11,664,000 $23,536,000
3
¥ 10,498 22,370 $13,422,000 $8,948,000 $22,370,000 $20,995,200 $43,365,200
_;
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7-42 ~ I E 4

%073 EREA (e FER)

IE P 5 F - 5= E Yo & 51 E
BT~ $3,000 $6,400 $12,520 $23,536 $43,365
'+~ (COGS) $1,700 $2,907 $4,949 $8,432 $14,484
it $1,300 $3,493 $7,571 $15,104 $28,881
= % 433% | 546% | 605% | 642% | 66.6%

g
77 (R&D) $3,000 $2,000 $2,000 $5,000 $7,500
4 8 & 7 4 (S&M) $450 $960 $1,878 $3,530 $6,505
- ¥ 7 5(G&A) $300 $640 $1,252 $2,354 $4,337
EBITDA ($2,450) | ($107) | $2,441 $4220 | $10,539
9] (B54F) ($2,750) | (3507) | ($159) | $3,320 | $9,339
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7-4-3~ PR ENEE

2 74 GFEFMEGEE (HiZFER)

P - EH- ¥z E o & 1 E
Y i8S F I 4 o (CFO) ($2,600) ($307) $241 $3,820 $10,539
FFFFR L (CFI) ($400) ($600) ($800) ($1,200) ($1,800)
i T Ed IR & (CFF) $5,000 $0 $0 $0 $0

M4 xR $2,000 ($907) ($559) $2,620 $8,739

Hp 4= 3R & ARG $0 $2,000 $1,093 $534 $3,154
AR LA $2,000 $1,093 $534 $3,154 $11,893
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T4-4~ FHTRL A

275 EPTFALGA Him:FER)

5 B B- & ¥ L $o LEE
A
M4 $2,000 $1,093 $534 $3,154 $11,893
A EE $400 $1,000 $1,800 $3,000 $4,800
HuindF A $150 $350 $750 $1,250 $2,450
T A $2,550 $2,443 $3,084 $7,404 $19,143
e diEs
N $300 $694 $1,500 $2,500 $4,900
AR
F BT A $5,000 $5,000 $5,000 $5,000 $5,000
YA ($2,750) ($3,257) ($3,416) ($96) $9,243
RIA S 5 $2,250 $1,743 $1,584 $4,904 $14,243
L F e EE $2,550 $2,437 $3,084 $7,404 $19,143
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AEELEEY S H R B LA BT (DCF) $5 i 7 23 R 1

1. # F 8 (Market Multiples Approach)
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v E
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FLE Jekoehgion U S B e J R T 8x T 12x 2 RECH I { AR
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2. BENEIBRZ (Discounted Cash Flow, DCF)
AT EMIFIER T BERAFHE F L 35% 0 BT IHFT AL A
(WACC) 3 22.5%2 DCFH-A 3+ 5 @M% T 2 k2 £ ¥£H 958385
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P¥ER%

=1

FERGISED BRLE  RLE AR H P FERA
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