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Introduction

This assignment evaluates IKEA’s digital transformation through five stages: Conscious, Learn, Engineer, Achieve and Resources. It examines existing digital capabilities, emerging technologies, proposed innovations, implementation strategies and resource requirements. The recommendations aim to improve customer experience, operational efficiency, sustainability and competitiveness while supporting IKEA’s long-term growth in the digital retail environment.

Step 1 – Conscious
1. Introduction
Digital transformation involves integrating digital technologies into business operations to improve efficiency, customer experience, innovation and organisational performance. It goes beyond introducing new technology, requiring organisations to adapt their processes, strategies and structures to create value (Vial, 2019). IKEA, a Swedish multinational furniture retailer operating across the UK, Europe and other developed markets, demonstrates how traditional retailers can adapt to changing consumer expectations. Its digital initiatives include e-commerce, augmented reality (AR), online furniture planning and home assembly services. This analysis applies the first stage, Conscious, of the five-step digital transformation model to assess IKEA’s current position, identify operational challenges and propose improvements.
2. Understanding IKEA’s Current State
The Conscious stage requires an organisation to understand its existing capabilities, workflows, resources and limitations before introducing further digital changes. IKEA operates an interconnected retail model involving physical stores, online shopping, warehouses, distribution centres and home delivery. Its business model focuses on affordable furniture, efficient supply chains, customer self-service and large-scale operations.
IKEA has adopted digital technologies to improve customer engagement. Its website and mobile applications enable customers to browse products, check availability and purchase furniture online. AR and digital room-planning tools help customers visualise furniture in their homes before purchasing. For example, IKEA Kreativ uses artificial intelligence and three-dimensional visualisation technology to help customers design and visualise their living spaces (Ingka Group, 2022). Furthermore, IKEA acquired TaskRabbit in 2017, expanding access to furniture assembly services and demonstrating how digital platforms can complement its traditional retail offering (Taskrabbit, 2017).
However, successful digital transformation requires more than adopting individual technologies. Systems, employees, processes and customer experiences must operate together effectively.
3. Analysis of Existing Workflows and Processes
IKEA’s customer journey begins with product discovery through its website, mobile application or physical stores. Customers compare prices, examine product specifications and explore planning tools before making purchases. Orders then pass through inventory management, warehouse operations and logistics processes before collection or delivery.
Although this omnichannel approach offers flexibility, several challenges may arise. Inaccurate inventory information can cause customers to purchase unavailable products. Furniture delivery and returns can be complicated by product size, transportation costs and assembly requirements. Additionally, disconnected digital systems may create duplicated work, delays and limited visibility across departments.
IKEA also depends on suppliers, logistics partners and customer-facing employees. Therefore, effective digital operations require accurate information sharing, reliable infrastructure and appropriate employee skills. Cybersecurity, customer privacy and system integration must also be considered. These factors are important because digital transformation can introduce organisational barriers and risks alongside opportunities for improved performance (Vial, 2019).
4. Evaluation of Digital Capabilities and Gaps
IKEA’s principal strength is its ability to combine physical shopping with digital services. E-commerce expands its market reach, while AR and online planning tools help customers make informed purchasing decisions. These capabilities improve convenience and support competitive advantage. In its financial year 2024, Ingka Group reported that 28% of its sales came through digital touchpoints, illustrating the importance of digital channels to its retail operations (Ingka Group, 2024).
Nevertheless, IKEA should evaluate its technology infrastructure, data management, workforce skills, customer experience and operational efficiency. Customers may abandon purchases when stock information is inaccurate, delivery options are inconvenient or planning applications are difficult to use. Employees may also struggle to adopt unfamiliar technologies without sufficient training.
Furthermore, AI, automation and advanced analytics require investment, specialist expertise and ongoing maintenance. IKEA should therefore prioritise initiatives according to their expected benefits rather than adopting technology solely because it is innovative.
5. Proposed Digital Transformation Strategy
I propose three strategic priorities for IKEA.
First, IKEA should develop a unified omnichannel platform connecting its website, application, store inventory, customer accounts and delivery systems. This would improve information consistency and allow customers to move seamlessly between online and physical shopping.
Second, IKEA should expand AI-powered personalisation. With appropriate consent and privacy safeguards, AI could recommend furniture based on customers’ preferences and room dimensions. Integrating recommendations with AR planning tools would create a more personalised shopping experience.
Third, IKEA should strengthen employees’ digital capabilities through structured training. Employees should develop skills in inventory systems, customer relationship management, cybersecurity and AI-assisted services. This would encourage adoption and reduce resistance to organisational change.
6. Implementation and Performance Measurement
Implementation should begin with a digital audit involving managers, employees, customers and technology specialists. IKEA should document existing workflows, identify integration problems and establish measurable objectives. Projects should then be prioritised according to cost, feasibility and expected customer benefits.
A pilot programme in selected UK stores could test the unified platform before wider implementation. Employee training and customer feedback should accompany the pilot. Successful solutions could subsequently be expanded across additional stores and markets.
Performance should be measured using online conversion rates, customer satisfaction, inventory accuracy, delivery reliability, employee adoption and operating costs. Regular evaluations would help identify shortcomings and guide improvements.
7. Conclusion
The Conscious stage provides the foundation for successful digital transformation by identifying organisational capabilities, operational weaknesses and future requirements. IKEA has established significant digital capabilities, but further integration, personalisation and employee development could strengthen its performance. Through digital auditing, stakeholder engagement, pilot testing and performance measurement, IKEA can develop a more efficient, connected and customer-focused retail organisation.
Step 2 – Learn:
1. Introduction
The Learn stage of digital transformation involves researching the business environment, understanding emerging technologies and identifying solutions that address organisational needs. Following the Conscious stage, IKEA must investigate technological developments, competitor strategies, customer expectations and industry trends to determine which innovations can improve its operations. This stage ensures that digital investments are informed by evidence, business objectives and customer requirements rather than technology trends alone. Digital transformation research highlights the importance of aligning technology with organisational strategy, processes and the creation of business value (Vial, 2019).
2. Analysing the External Business Environment
IKEA operates in a competitive retail environment influenced by changing consumer behaviour, economic pressures, sustainability concerns and technological innovation. Customers increasingly expect convenient online shopping, personalised recommendations, accurate stock information and flexible delivery options. Competitors such as Amazon, Wayfair and John Lewis provide useful examples of digital commerce, customer service and technology-enabled shopping experiences. Consequently, IKEA must continuously learn from competitors while maintaining its competitive advantage in affordable, functional furniture.
Economic pressures, including rising operating costs and changing household spending, also influence purchasing decisions. Digital transformation could help IKEA improve efficiency, reduce waste and deliver greater customer value. Furthermore, environmental concerns create opportunities to use digital technologies to support sustainable product design, inventory management and circular business models. IKEA's sustainability reporting identifies affordability, accessibility and environmental performance as important business priorities (Inter IKEA Group, 2025).
IKEA should therefore monitor market trends, customer feedback, competitor innovations and regulatory developments. In particular, compliance with the UK General Data Protection Regulation (UK GDPR) and applicable European data protection requirements is essential when collecting and analysing customer information. The Information Commissioner's Office highlights the need for organisations to assess privacy risks and implement appropriate safeguards when using AI systems that process personal data (ICO, n.d.).
3. Evaluating Emerging Digital Technologies
Several technological developments offer potential benefits for IKEA.
Artificial intelligence and machine learning: AI can analyse customer preferences, forecast demand and recommend suitable furniture. Predictive analytics could help IKEA anticipate purchasing patterns, improve stock availability and reduce excess inventory. AI-powered customer service assistants could also answer routine questions about products, delivery and returns, allowing employees to concentrate on more complex enquiries. However, IKEA must manage algorithmic bias, data privacy and the risk of inaccurate automated responses.
Augmented reality and three-dimensional visualisation: IKEA already uses digital visualisation tools to help customers imagine furniture in their homes. Advances in AR and three-dimensional modelling could improve room planning by allowing customers to explore furniture arrangements, colours and dimensions before purchasing. These tools may reduce uncertainty, increase purchasing confidence and potentially lower returns caused by unsuitable products.
Cloud computing and systems integration: Cloud-based infrastructure could connect IKEA's online platforms, warehouses, suppliers and physical stores. Real-time information sharing would improve stock visibility and support more accurate delivery estimates. Nevertheless, implementation requires robust cybersecurity, reliable connectivity and careful integration with existing systems.
Internet of Things and automation: Connected warehouse equipment, sensors and automated picking systems could improve inventory accuracy and operational efficiency. These technologies could reduce manual errors and accelerate order fulfilment. However, IKEA would need to assess implementation costs, maintenance requirements and employee training needs.
Data analytics and sustainability technologies: Advanced analytics could identify inefficient transportation routes, monitor energy consumption and forecast product demand. Digital product information could also help customers understand product materials, durability and repair options, supporting IKEA's sustainability objectives.
4. Learning from Competitors and Industry Best Practices
IKEA should examine how successful retailers use digital technology to improve customer experiences and operational performance. Amazon provides an example of data-driven recommendations and logistics optimisation, while Wayfair demonstrates the potential of digital visualisation in online furniture retail. These examples offer useful lessons, although IKEA should adapt relevant practices to its own business model, affordability objectives and customer base.
The company should also learn from technology providers, academic research, employee feedback and customer surveys. Workshops, competitor benchmarking and consultations with suppliers could help IKEA identify practical innovations and potential implementation risks. Importantly, competitor practices should be evaluated critically rather than copied without considering organisational suitability. As Vial (2019) explains, digital transformation involves strategic and organisational changes as well as the adoption of digital technologies.
5. Proposed Learning Strategy
I propose establishing a Digital Innovation and Research Programme within IKEA's UK operations. The programme would involve IT specialists, store employees, supply-chain managers, customer-service teams and external technology partners.
First, IKEA should conduct market research to identify customer priorities and technological developments. Second, it should compare potential solutions according to cost, feasibility, security, sustainability and expected return on investment. Third, the company should test promising technologies through small-scale pilots before committing to wider implementation.
For example, a pilot could introduce AI-supported demand forecasting in selected distribution centres. IKEA could compare stock accuracy, waste levels and fulfilment times against existing processes. Customer trials could similarly evaluate whether enhanced AR features improve purchasing confidence. The results should be assessed against predefined performance indicators before any wider rollout.
6. Conclusion
The Learn stage enables IKEA to identify technologies that address its operational weaknesses and evolving customer expectations. AI, AR, cloud computing, automation and data analytics offer opportunities to improve efficiency, personalisation and sustainability. Through market research, competitor benchmarking, stakeholder collaboration and controlled pilot testing, IKEA can make informed investment decisions. This evidence-based approach will prepare the organisation to select appropriate technologies and develop an achievable digital transformation strategy.
Step 3 – Engineer
1. Introduction
The Engineer stage involves designing and selecting appropriate digital solutions based on the organisational assessment completed during the Conscious stage and the technological research undertaken during the Learn stage. For IKEA, this means translating identified opportunities into a practical strategy that improves customer experience, operational efficiency, competitiveness and sustainability. The proposed solutions must align with IKEA’s business objectives, financial resources and commitment to providing affordable furniture. Vial (2019) argues that digital transformation requires organisations to combine technological innovation with changes to business processes and organisational practices.
2. Selecting Appropriate Digital Solutions
Following an evaluation of IKEA’s existing capabilities, customer expectations and emerging technologies, I recommend four integrated digital solutions: an AI-powered omnichannel platform, enhanced augmented reality, intelligent supply-chain management and employee digital development.
2.1 AI-Powered Omnichannel Platform
IKEA should develop a unified digital platform connecting its website, mobile application, physical stores, inventory systems and delivery services. Artificial intelligence could analyse customer preferences to provide relevant product recommendations and personalised shopping experiences.
This solution is justified because customers increasingly expect consistent information across online and physical channels. Integrating inventory and ordering systems would help customers check product availability, select convenient collection options and receive accurate delivery updates. AI-powered chatbots could also answer routine enquiries about products, assembly and returns.
The main benefits would include improved customer satisfaction, fewer abandoned purchases and more efficient customer service. Verhoef et al. (2021) explain that digital transformation affects the entire customer experience and requires integration across organisational functions and channels. However, implementation should include strong cybersecurity controls, privacy safeguards and human support for complex enquiries.
2.2 Enhanced Augmented Reality and Three-Dimensional Visualisation
IKEA should enhance its existing augmented reality (AR) capabilities by developing a more sophisticated room-planning application. Customers could upload room photographs, generate three-dimensional representations and virtually arrange furniture according to available space, colour preferences and household needs.
This solution builds on IKEA’s established digital visualisation capabilities while addressing uncertainty associated with purchasing furniture online. Research by Hilken et al. (2017) suggests that augmented reality can enhance customer experiences by allowing consumers to interact with and visualise products in their own environments. Customers would be able to assess furniture dimensions and suitability before ordering, potentially reducing dissatisfaction and avoidable returns.
The investment is justified by the opportunity to differentiate IKEA from competitors and improve the online shopping experience. Nevertheless, the application must provide realistic product representations, accurate measurements and accessibility options for customers using different devices.
2.3 Intelligent Supply-Chain Management
IKEA should implement AI-supported demand forecasting and integrate it with inventory management and warehouse operations. Machine-learning systems could analyse historical sales, seasonal trends, promotions and regional purchasing patterns to predict demand more accurately.
These forecasts would enable managers to make better purchasing and replenishment decisions, reduce excess stock and minimise product shortages. Integrating supplier, warehouse and delivery information would also improve order tracking and fulfilment planning.
This solution is particularly appropriate because IKEA operates a large international supply chain where inventory inaccuracies and inefficient transportation can increase costs. Waller and Fawcett (2013) discuss how data science, predictive analytics and big data can improve supply-chain decision-making and logistics performance. Better forecasting could improve product availability while supporting sustainability by reducing unnecessary storage, waste and transport movements.
However, reliable results depend on accurate data, compatible systems and appropriate human oversight. IKEA should introduce the technology gradually and evaluate its performance before expanding it across its operations.
2.4 Employee Digital Development
IKEA should introduce a structured digital training programme covering AI tools, data protection, inventory software, customer relationship management and cybersecurity.
Employees are essential to successful digital transformation because technology cannot deliver its intended benefits if workers lack the knowledge or confidence to use it. Training would improve system adoption, reduce operational errors and help employees provide better customer support.
The programme should combine online learning, practical workshops, mentoring and ongoing technical support. Employees should also participate in designing new workflows, ensuring that proposed solutions address practical workplace challenges. This approach recognises that digital transformation requires changes to organisational capabilities and working practices, rather than technology investment alone (Vial, 2019).
3. Justification and Prioritisation
IKEA should prioritise these solutions according to customer value, feasibility, cost, risk and strategic alignment. The omnichannel platform and employee training should receive initial attention because they establish the infrastructure and skills required for other initiatives. Enhanced AR and intelligent supply-chain management could then be introduced through targeted pilots.
Although all four solutions offer potential benefits, implementing them simultaneously could create financial pressure, operational disruption and employee resistance. A phased approach would allow IKEA to learn from early results, manage risks and allocate resources more effectively.
4. Implementation Design and Performance Measurement
Implementation should begin with defining project requirements, assigning responsibilities and establishing budgets. IT specialists, operational managers, employees and external technology partners should collaborate to design secure, integrated solutions.
IKEA should pilot the omnichannel platform in selected UK stores and test enhanced forecasting in a distribution centre. Customer feedback and employee observations should inform subsequent improvements. Each pilot should have a baseline measurement and clearly defined success criteria before implementation begins.
Performance indicators should include online conversion rates, customer satisfaction, inventory accuracy, order fulfilment times, product return rates, employee training completion and implementation costs. Management should review these indicators regularly to identify problems and determine whether each solution should be modified, expanded or discontinued.
5. Conclusion
The Engineer stage converts research and organisational assessment into actionable digital solutions. For IKEA, an integrated omnichannel platform, enhanced AR, intelligent supply-chain management and employee development offers complementary opportunities to improve performance. Prioritising these investments, integrating them carefully and evaluating measurable outcomes would enable IKEA to implement digital transformation sustainably while maintaining affordability and customer satisfaction.
Step 4 – Achieve
1. Introduction
The Achieve stage focuses on implementing the digital solutions designed during the Engineer stage. For IKEA, this involves converting strategic plans into practical activities through effective project management, resource allocation, employee engagement and performance monitoring. Successful implementation requires selecting appropriate delivery teams, establishing realistic timelines and ensuring that employees and customers benefit from the transformation. Digital transformation requires organisations to align technology with business processes and customer needs to achieve sustainable improvements (Verhoef et al., 2021).
2. Implementation Approach
I recommend that IKEA adopts a phased implementation approach to introduce its proposed digital solutions across selected UK stores and distribution centres. This would allow the company to test new technologies, identify problems and make improvements before expanding them across its operations.
First, IKEA should establish a project team comprising IT specialists, store managers, supply-chain employees and customer-service representatives. The team would define objectives, allocate responsibilities, establish budgets and identify potential risks.
Second, IKEA should develop and integrate the proposed omnichannel platform, AI-powered forecasting tools and enhanced AR applications. These systems should be tested to ensure they operate effectively with existing infrastructure and meet customer requirements.
Third, IKEA should conduct pilot projects in selected UK locations. For example, AI-powered demand forecasting could be tested in a distribution centre, while improvements to the online shopping platform could be introduced in selected stores. Customer feedback and employee observations would help identify areas requiring improvement.
Finally, successful pilot projects should be expanded gradually across additional locations. Management should monitor progress and ensure that employees receive appropriate training and technical support throughout implementation.
3. Employee Engagement and Change Management
Employee engagement is essential because digital transformation changes working practices and responsibilities. IKEA should communicate the objectives and benefits of the proposed changes clearly, allowing employees to understand how new technologies will support their work.
Training should cover digital inventory systems, AI applications, cybersecurity and customer-service tools. Employees should also have opportunities to provide feedback and participate in improving new processes. This would help reduce resistance to change, improve confidence and encourage the effective adoption of digital technologies.
4. Performance Measurement and Risk Management
IKEA should establish measurable key performance indicators (KPIs) to evaluate the success of its digital transformation. These should include online conversion rates, customer satisfaction, inventory accuracy, delivery reliability, product return rates, employee training completion and operating costs.
Management should compare these results against baseline measurements collected before implementation. Regular reviews would help identify technical problems, unexpected costs and areas where performance is below expectations.
Potential risks include cybersecurity incidents, inaccurate data, system integration problems and employee resistance. IKEA should address these risks through security testing, reliable data management, employee training and contingency planning.
5. Conclusion
The Achieve stage converts IKEA's digital transformation strategy into practical action. Through phased implementation, employee engagement, pilot testing and performance measurement, IKEA can introduce new technologies while minimising operational disruption and financial risks. Continuous evaluation will enable the company to improve its digital services, strengthen operational efficiency and enhance customer satisfaction.
Step 5 – Resources
1. Introduction
The Resources stage identifies and organises the financial, technological, human and organisational resources required to implement IKEA's digital transformation strategy successfully. Following the Conscious, Learn, Engineer and Achieve stages, IKEA must ensure that sufficient resources are available to support its omnichannel platform, augmented reality (AR), artificial intelligence (AI), supply-chain optimisation and employee training initiatives. Effective resource management will help control costs, minimise implementation risks and achieve sustainable business benefits.
2. Financial Resources
Financial investment is essential for purchasing technology, developing software, integrating existing systems, training employees and maintaining cybersecurity. IKEA should establish a dedicated digital transformation budget covering implementation and ongoing operational expenses.
The budget should include software licences, cloud services, specialist consultancy, equipment, employee training, system maintenance and contingency funding. As actual costs depend on project scope and supplier quotations, IKEA should conduct a detailed financial assessment before approving expenditure.
I recommend allocating funding in stages, releasing additional investment when pilot projects demonstrate satisfactory results. This approach would reduce financial risks and prevent unnecessary expenditure on technologies that fail to deliver expected benefits. Management should also evaluate return on investment (ROI) through measurable improvements in customer satisfaction, inventory accuracy and operational efficiency.
3. Human Resources
Skilled employees are fundamental to successful digital transformation. IKEA will require internal project managers, IT specialists, data analysts, cybersecurity professionals, supply-chain managers, customer-service employees and training personnel.
Project managers will coordinate activities, manage budgets and monitor deadlines. Data analysts will evaluate customer behaviour and sales patterns, while IT specialists will integrate digital platforms with existing systems. Cybersecurity professionals will protect business information, and supply-chain managers will ensure that new forecasting technologies support operational requirements.
External consultants and technology providers may be needed where IKEA lacks specialist expertise. However, internal employees should retain responsibility for business decisions and organisational knowledge. IKEA should also appoint change-management representatives to support employees and encourage adoption of new technologies.
4. Technological Resources and Equipment
IKEA will need appropriate hardware, software and digital infrastructure to support its strategy.
· Cloud computing infrastructure: Provides scalable computing capacity and supports information sharing between stores, warehouses and online platforms.
· AI software and data analytics tools: Enable demand forecasting, personalised recommendations and improved inventory management.
· AR-compatible devices and 3D modelling software: Support realistic furniture visualisation and interactive room planning.
· Integrated inventory and customer relationship management systems: Improve stock visibility, order tracking and customer communication.
· Cybersecurity software and equipment: Protect customer information and business systems through access controls, encryption, monitoring and security testing.
· Warehouse technology: Barcode scanners, connected sensors and suitable automation equipment can improve inventory accuracy and order fulfilment.
These resources should be selected according to compatibility, scalability, security and cost-effectiveness. IKEA should prioritise integration with existing systems to avoid unnecessary duplication and disruption.
5. Data Resources
Reliable data is essential for effective AI applications and informed decision-making. IKEA will require accurate information about product specifications, inventory levels, sales patterns, customer preferences, delivery performance and supplier operations.
Data engineers and analysts should establish procedures for collecting, cleaning, validating and updating information. Poor-quality data could generate inaccurate forecasts, irrelevant recommendations and incorrect stock information. Waller and Fawcett (2013) explain that data science and predictive analytics can improve supply-chain decision-making and operational performance.
Customer information must be processed lawfully, with appropriate transparency, security and privacy safeguards under applicable UK and European data protection legislation. Access to sensitive information should be restricted to authorised personnel.
6. Training and Change Management Resources
IKEA should allocate resources for employee development through workshops, online learning platforms, mentoring and technical support. Training should cover digital inventory systems, AI-assisted tools, cybersecurity, data protection and customer-service applications.
These resources are necessary because employees must understand how new technologies affect their responsibilities. Training can reduce resistance, improve confidence and minimise errors during implementation. Management should also provide time for employees to learn without compromising essential daily operations.
Customer support resources will also be required to help users navigate new applications, resolve technical difficulties and understand digital shopping features. Employee development is particularly important because digital transformation involves changes to organisational capabilities and working practices, rather than technology investment alone (Vial, 2019).
7. Time, Partnerships and Governance
Successful implementation requires sufficient time for planning, development, testing and evaluation. IKEA should use a phased schedule with clear milestones, responsibilities and performance targets.
External partnerships with software developers, cloud providers and cybersecurity specialists will provide technical expertise where necessary. Contracts should specify service standards, costs, confidentiality obligations and knowledge-transfer arrangements.
A steering committee should oversee resource allocation, monitor risks and ensure that projects remain aligned with IKEA's strategic objectives. Regular reviews will help management identify resource shortages and redirect funding where necessary.
8. Conclusion
The Resources stage ensures that IKEA has the financial investment, skilled workforce, technology, reliable data, training and partnerships required to deliver its digital transformation strategy. Careful resource allocation will support implementation while controlling costs and risks. By combining internal capabilities with external expertise and continuously evaluating performance, IKEA can improve operational efficiency, customer satisfaction and long-term competitiveness.
Conclusion
In conclusion, IKEA can achieve digital transformation through the five stages: Conscious, Learn, Engineer, Achieve and Resources. These stages can improve customer satisfaction, operational efficiency, sustainability and competitiveness, supporting IKEA’s long-term growth and success.
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