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Executive Summary
Digital transformation involves more than introducing new technology. It requires an organisation to rethink how it creates value, organises resources, engages customers and measures performance (Vial, 2019; Verhoef et al., 2021). This portfolio applies the CLEAR model - Conscious, Learn, Engineer, Achieve and Resources - to the LEGO Group. It proposes a digital customer-experience strategy that connects physical building with safe, personalised and educational digital play.
LEGO provides a valuable case because it has already demonstrated its ability to transform. In 2003-2004, the company experienced its most serious financial crisis, following falling sales, excessive product complexity and an unfocused growth strategy (LEGO Group, 2004; Rivkin, Thomke and Beyersdorfer, 2013). Its recovery was initially achieved through strategic refocusing and stronger operational discipline, rather than technology alone. LEGO subsequently invested in games, mobile applications, coding products, online communities and co-creation. These initiatives allowed the business to respond to customers who increasingly expected connected physical and digital experiences.
The proposed next stage is the LEGO Creative Companion, a privacy-first digital platform connecting physical sets, the LEGO Play ecosystem, creative challenges, age-appropriate coding and moderated co-creation. Optional visual recognition would help users identify bricks and generate build suggestions, while augmented reality would add guidance or storytelling without replacing hands-on construction. The proposal answers a clear market need: children increasingly participate in digital environments, yet parents remain concerned about screen time, privacy, harmful content and excessive commercialisation (OECD, 2025).
Implementation should use a hybrid resourcing model. LEGO should retain ownership of customer experience, product safety, data governance, platform architecture and child safeguarding. Specialist partners can support cloud infrastructure, device testing, translation and peak development needs. A phased rollout is recommended, supported by agile delivery, parental testing, security-by-design and measurable stage gates.
The strategy's purpose is not to turn LEGO into a screen-based entertainment company. It is to use digital capability to strengthen its enduring value proposition: creative, constructive and social play centred on the LEGO brick.
1. Introduction
Digital transformation can be defined as organisational change enabled by digital technologies that significantly alters value creation, customer experience, processes and business models (Fitzgerald et al., 2014; Vial, 2019). This definition distinguishes transformation from digitisation, which converts analogue information into digital form, and digitalisation, which uses digital tools to improve an existing activity. Transformation is broader because it requires strategic and organisational change (Warner and Wäger, 2019; Verhoef et al., 2021).
The focus of this portfolio is customer-experience transformation at the LEGO Group. Customer experience includes customers' cognitive, emotional, behavioural, sensory and social responses across interactions with an organisation (Lemon and Verhoef, 2016; Becker and Jaakkola, 2020). For LEGO, these interactions include discovering products, purchasing sets, building, solving problems, sharing creations and participating in fan communities. The central challenge is to connect these stages without allowing technology to replace creative physical play.
The portfolio applies the CLEAR model:
CLEAR stage, Central question
Conscious, What capabilities, processes and customer problems currently exist?
Learn, Which market changes and technologies provide realistic options?
Engineer, What solution should LEGO choose, and why?
Achieve, How should the strategy be implemented, governed and evaluated?
Resources, What financial, technological and human resources are required?
CLEAR is useful because it links diagnosis to learning, design, implementation and resource planning. However, it is not treated as a rigid linear process. Digital transformation involves continued experimentation and organisational renewal (Warner and Wäger, 2019). Consequently, learning and resource review should continue throughout implementation.
2. Organisational Background and Market Need
LEGO's modern transformation must be understood in the context of its earlier crisis. In 2004, the company reported that it had entered its most serious financial crisis, following an unsuccessful growth strategy, declining sales and rising complexity (LEGO Group, 2004). The case demonstrates that innovation is not automatically valuable: excessive variety and weak commercial discipline can destroy value even within a creative organisation (Rivkin, Thomke and Beyersdorfer, 2013; Robertson and Breen, 2013).
The turnaround restored attention to the core building system, simplified operations and imposed greater discipline on innovation. LEGO later expanded into digital games, applications, media, coding products and online communities. LEGO Ideas created a structured form of co-creation in which fans submit concepts and community support helps identify commercially promising designs. Such participation can improve insight and commitment, although the organisation must still evaluate feasibility, intellectual property and brand fit (Prahalad and Ramaswamy, 2004; O'Hern and Rindfleisch, 2010).
Digital experiences such as LEGO Boost, LEGO Life and the later LEGO Play ecosystem show how software can extend physical construction. Coding products allow users to programme models, while visual-recognition and augmented-reality features can support inspiration, instructions and storytelling. This is a phygital model: physical and digital components are deliberately combined into one experience rather than offered as disconnected channels (Batat, 2022).
LEGO's recent financial performance provides capacity for further investment. Revenue reached DKK 74.3 billion in 2024, while consumer sales grew 12% despite contraction in the wider toy market (LEGO Group, 2025a). In 2025, revenue increased by 12% to DKK 83.5 billion, consumer sales grew by 16%, and operating profit reached DKK 22 billion (LEGO Group, 2026a). These results indicate strength but do not remove the need for strategic discipline. Successful businesses may still invest in fashionable technology that fails to improve customer value.
The market need is based on four pressures:
Children increasingly experience play through both physical and digital environments. Across OECD countries, internet access and smartphone use are widespread among children, making digital capability part of their everyday environment (OECD, 2025).
Parents want constructive digital experiences. Educational and creative benefits must be balanced against concerns about privacy, inappropriate content, addictive design and excessive screen time (Haleem et al., 2022; OECD, 2025).
Customers expect continuity. They increasingly expect accounts, saved activity and personalised assistance to work across websites, applications, stores and products (Lemon and Verhoef, 2016).
Product discovery remains difficult. Families may possess large collections without knowing what can be built from available pieces. Visual recognition and recommendation can reduce this gap between ownership and creative use.
LEGO therefore faces an opportunity to provide digital experiences that deepen physical creativity while protecting children's safety and parental trust.
3. Step One - Conscious
3.1 Current organisational position
The Conscious stage requires an evidence-based understanding of the organisation's current capabilities, workflows and weaknesses. A transformation programme that starts by purchasing technology risks automating poor processes or creating disconnected experiences (Kane et al., 2015).
LEGO has a powerful physical system. Interoperable bricks, trusted quality, strong intellectual property and an extensive product portfolio form the foundation of its advantage. From a resource-based perspective, the brand, design knowledge, community relationships and integrated play system are strategically important because they are developed over time and are difficult to reproduce as a complete bundle (Barney, 1991).
LEGO also possesses substantial digital capability. Its recent annual reports identify investment in digital technology, consumer experiences and an expanding specialist workforce (LEGO Group, 2024; LEGO Group, 2025a). Its digital footprint includes ecommerce, digital building instructions, games, community platforms, applications and account services. The organisation therefore begins from an advanced position rather than a digital absence.
However, having multiple digital products is not the same as offering a coherent digital experience. Applications may be developed around individual themes or product lines, creating separate journeys, inconsistent identities and duplicated data. This fragmentation can make it difficult for families to understand which application they need, while also increasing maintenance and governance costs.
3.2 Current customer journey and workflows
The existing customer journey can be simplified into six stages:
Stage, Existing activities, Potential weaknesses
Discover, Advertising, social media, website browsing, stores and retailer channels, Fragmented recommendations and limited visibility of what existing bricks can create
Purchase, LEGO.com, branded stores and retail partners, Uneven data across direct and partner channels
Onboard, Box, printed or digital instructions and application installation, Multiple applications, accounts or compatibility questions
Build, Physical construction supported by instructions and selected digital features, Limited adaptive support when pieces are missing or users want alternatives
Extend, Rebuilding, coding, games and themed applications, Engagement can stop when a prescribed model is completed
Share, Family sharing, fan communities and LEGO Ideas, Child-safety, moderation and intellectual-property requirements
Product development also involves several organisational workflows: consumer insight, concept development, physical design, software development, safety assessment, manufacturing planning, marketing and post-launch support. A connected product increases interdependence among these functions. For example, a software update can alter the experience of a physical toy already in a customer's home. This means product lifecycle management must include software compatibility, security updates, data protection and eventual service retirement.
3.3 Capability gaps
The main gaps are not simply technical. They include:
Experience fragmentation, because digital touchpoints may feel like separate products rather than one ecosystem.
Limited cross-product continuity, preventing customers from carrying creations, achievements or preferences between experiences.
Variable product longevity, where a digital companion may lose support before the physical bricks lose usefulness.
Data governance complexity, particularly because many end users are children.
Organisational silos, as physical designers, software teams, marketers and safeguarding specialists may work to different release cycles.
Outcome measurement, because downloads and screen time do not prove that an experience improves creativity, satisfaction or physical building.
These gaps show why LEGO should not define success as increasing digital consumption. The desired outcome is improved creative play, customer value and loyalty.
3.4 Conscious-stage conclusion
LEGO already possesses the brand, content, customer base and digital foundations required for transformation. Its problem is therefore integration and purposeful use, not basic technology adoption. The strategic requirement is a coherent platform that links physical and digital activities while preserving privacy, safety and the open-ended nature of the LEGO system.
4. Step Two - Learn
The Learn stage examines environmental developments and identifies available strategic options. Dynamic capability theory describes this activity as sensing: recognising technological and market changes before committing resources (Teece, 2007).
4.1 Customer and social learning
Children's digital participation creates both opportunity and responsibility. Digital games can support learning, problem-solving and collaboration, particularly when they connect activity with meaningful goals. Nevertheless, risks include inappropriate content, manipulative purchases, privacy loss and poorly moderated interaction (Haleem et al., 2022). LEGO's own Build & Talk activities recognise the importance of helping families discuss screen time, gaming and online kindness (LEGO Group, 2025b).
The customer is also not one person. LEGO must design for a family decision-making unit:
Stakeholder, Primary need
Child, Creativity, fun, recognition, autonomy and simple interaction
Parent or caregiver, Safety, educational value, affordability, privacy and time controls
Adult fan, Advanced design tools, community recognition and co-creation
Retail customer, Consistent information and an easy journey across channels
Educator, Curriculum relevance, classroom management and measurable learning
A solution optimised only for engagement could conflict with parental expectations. For instance, infinite recommendations may increase app use but weaken the promise of healthy, self-directed play.
4.2 Technology scanning
Several technologies have potential relevance.
Computer vision can identify bricks, recognise partial models or interpret photographs. It could help users catalogue pieces and receive build suggestions. However, recognition accuracy may be affected by lighting, colour similarity, camera quality and clutter. Image processing also raises privacy questions if pictures contain people or identifiable household information.
Augmented reality can place digital guidance, characters or effects around a physical model. AR is strategically appropriate when it enhances construction or storytelling. It becomes less suitable when the screen dominates attention and reduces physical experimentation.
Artificial intelligence and recommendation systems can personalise build challenges according to available bricks, age, ability and interests. Generative systems might create instructions, stories or coding tasks. Nevertheless, output accuracy must be controlled: incorrect instructions can create frustration, while open-ended generative content can create child-safety and intellectual-property risks.
Internet of Things technologies can connect sensors, motors and programmable elements. These increase interactivity but also create cost, cybersecurity, battery and product-lifecycle responsibilities. Connected toys must be secure by design, and organisations must explain clearly how children's information is processed (Information Commissioner's Office, 2024).
3D printing offers personalisation and prototyping potential. However, unrestricted home printing is strategically problematic because inconsistent materials and tolerances could damage safety and quality. Controlled personalisation through approved manufacturing is more compatible with LEGO's quality promise.
Cloud platforms and unified identity can connect experiences, save creations and support personalisation. However, identity architecture should collect the minimum data necessary, separate child and adult permissions and provide understandable parental controls.
4.3 Competitive and strategic learning
Digital competitors are not limited to toy manufacturers. Video games, creator platforms, streaming services and educational applications compete for children's attention. This changes the basis of competition from shelf space to participation within a wider entertainment ecosystem (Yoo, Henfridsson and Lyytinen, 2010).
LEGO should not imitate digital-native platforms indiscriminately. Its advantage lies in linking digital experiences to a trusted physical system. Platform strategy can create network benefits when users contribute designs and ideas, but greater participation also increases governance requirements (Parker, Van Alstyne and Choudary, 2016).
Customer co-creation is especially relevant. LEGO Ideas demonstrates that users can contribute marketable concepts, while communities can help signal demand. Co-creation can improve value by turning customers from passive buyers into participants (Prahalad and Ramaswamy, 2004). However, customer ideas require transparent selection, recognition and intellectual-property arrangements.
4.4 Options identified
The Learn stage produces four options:
Continue with separate product applications. This is lower risk but perpetuates fragmentation.
Create a unified digital account and discovery layer. This improves continuity but may not transform play meaningfully.
Develop connected hardware across most product ranges. This creates interactivity but increases cost, cybersecurity and obsolescence.
Create a modular creative companion that uses optional recognition, AR, coding and co-creation around ordinary bricks. This provides the strongest link between existing products and digital value.
Option four provides the best fit because it enhances the physical system without requiring every set to contain electronics.
5. Step Three - Engineer
5.1 Proposed solution
The recommended strategy is the LEGO Creative Companion, a modular, privacy-first platform designed around the physical brick. It would integrate with LEGO's existing digital ecosystem rather than require customers to manage multiple disconnected applications.
The platform would contain five modules:
Module, Customer value
Scan and Discover, Optional camera recognition identifies selected bricks or completed models and suggests possible builds
Build Coach, Adaptive instructions provide hints, accessibility options and alternatives when pieces are unavailable
Create and Code, Age-appropriate coding challenges connect compatible motors and sensors to physical creations
Story World, Optional AR adds characters, missions or educational information around completed models
Safe Community, Moderated sharing, family challenges and a pathway for suitable ideas to reach LEGO Ideas
The platform would use a single account architecture with differentiated child, caregiver, educator and adult-fan profiles. Personalisation would be transparent and adjustable. Core building instructions should remain available without requiring extensive personal data, and physical products should retain meaningful value when the application is not used.
5.2 Strategic justification
The solution is justified through five criteria.
First, it supports LEGO's purpose rather than replacing it. Technology is used to stimulate building, rebuilding, storytelling and coding. This avoids the mistake of treating longer screen time as the central objective.
Second, the platform strengthens the customer journey. A customer could scan available pieces, select an age-appropriate challenge, receive assistance, programme the finished model and share the outcome safely. This converts separate touchpoints into a connected experience, which is central to omnichannel customer-experience management (Lemon and Verhoef, 2016).
Third, the proposal uses LEGO's strategic resources. Competitors may reproduce individual app functions, but combining trusted bricks, design knowledge, licensed content, child safety and a global community is more difficult (Barney, 1991).
Fourth, it can deepen customer lifetime value without depending on aggressive monetisation. The platform can recommend relevant physical sets or replacement pieces, but recommendations should be secondary to creative usefulness. This protects parental trust.
Fifth, the modular design reduces risk. Recognition, AR and coding can be introduced in stages and removed from unsuitable journeys without rebuilding the entire platform. Modular architecture supports experimentation and faster adaptation (Yoo, Henfridsson and Lyytinen, 2010).
5.3 Design principles
The strategy should be governed by the following principles:
Physical-first: each major digital feature should encourage construction, creativity or social play.
Child's best interests: safety and wellbeing take priority over engagement optimisation.
Privacy by design: collect only necessary data and use age-appropriate explanations.
Inclusive design: support different abilities, languages, devices and levels of digital access.
Interoperability: preserve the value of old and new bricks wherever technically feasible.
Human oversight: trained teams should review community content and high-risk AI outputs.
No manipulative monetisation: avoid loot-box mechanics, hidden advertising and pressure-based purchasing.
Measurable value: assess creativity, satisfaction, retention and physical engagement, not downloads alone.
These principles translate organisational purpose into system requirements and prevent technological possibilities from determining strategy.
5.4 Risk assessment
Risk, Strategic response
Child privacy breach, Data minimisation, parental controls, encryption, privacy-impact assessments and independent audits
Unsafe community content, Pre-moderation for younger users, restricted communication and trained human escalation
Incorrect AI instructions, Use controlled component libraries, simulation, testing and confidence thresholds
Excessive screen time, Session prompts, offline challenges and measures of screen-to-build conversion
Digital exclusion, Maintain printed instructions and meaningful offline play
Technology obsolescence, Modular architecture, published support periods and graceful retirement plans
Brand dilution, Require each feature to demonstrate connection to creative construction
Low adoption, Co-design with children, caregivers, educators and adult fans before scaling
The largest strategic risk is not technical failure but mission drift. If the platform becomes another attention-maximising application, it would compete with rather than strengthen LEGO play.
6. Step Four - Achieve
6.1 Governance and implementation structure
Transformation should be sponsored jointly by senior leaders responsible for digital technology, product development, consumer experience and child safety. A Digital Play Steering Committee should control funding, risk appetite, architecture and benefits realisation. Cross-functional product teams should include physical designers, software engineers, data specialists, educators, accessibility experts, cybersecurity staff, legal advisers and safeguarding professionals.
Kotter (1996) emphasises the importance of leadership, vision and coalition-building in organisational change. However, digital programmes also require experimentation and short learning cycles. LEGO should therefore combine executive governance with agile product delivery (Denning, 2018). This means stable strategic goals but iterative features.
6.2 Build, buy or partner
A hybrid model is recommended.
LEGO should retain internally:
Product vision and customer-experience design.
Data ownership and governance.
Child safeguarding and content standards.
Platform architecture and identity decisions.
Algorithms that influence children's experiences.
Integration with physical products and intellectual property.
Benefits measurement and strategic learning.
These activities are closely connected to trust, differentiation and future capability. Outsourcing them would create dependency and reduce organisational learning.
Specialist partners may provide:
Scalable cloud infrastructure.
Device and accessibility testing.
Cybersecurity penetration testing.
Translation and localisation.
Moderation support under LEGO-defined standards.
Temporary specialist development capacity.
Independent ethical and privacy assurance.
Outsourcing can provide expertise and flexibility, but governance must ensure that commercial incentives do not weaken safety or customer experience. Contracts should specify data location, security, service continuity, audit rights, incident response and knowledge transfer.
6.3 Phased implementation
Phase, Timing, Main activities, Gate
1. Discovery and co-design, Months 0-4, Map journeys, conduct family research, audit applications and data, define safeguarding principles, Approved problem definition and benefits case
2. Foundation, Months 4-10, Build identity, consent, data and content architecture; integrate selected existing services, Security, privacy and architecture approval
3. Minimum viable experience, Months 10-16, Pilot Scan and Discover and Build Coach in one language and limited product categories, Accuracy, satisfaction and safety targets achieved
4. Controlled expansion, Months 16-24, Add coding, AR and moderated family challenges; expand markets and devices, Evidence of creative and commercial value
5. Ecosystem scaling, Months 24-36, Extend integrations, educator functions and co-creation pathways, Board review of benefits, risks and operating cost
6. Continuous renewal, Ongoing, Improve models, retire weak features and respond to regulation and research, Annual digital-play review
The minimum viable experience should test the highest-value assumptions rather than simply deliver the easiest feature. Pilot research should include children and caregivers, with appropriate consent and ethical safeguards. Failed features should be stopped rather than protected because of sunk costs.
6.4 Change management
Employees may interpret transformation as centralisation, automation or a threat to professional identity. Change management must therefore explain how the platform strengthens creative roles and enables collaboration. Staff should receive role-specific training rather than generic technology awareness.
Product designers need to understand digital constraints; software teams need to understand physical play and toy safety; marketing teams need age-appropriate communication skills; and leaders need to evaluate digital investments beyond short-term revenue. Change champions should be embedded across physical product, retail and digital teams.
Resistance should be treated as potential evidence rather than disloyalty. For example, a designer's concern that AR could restrict imagination may identify a genuine customer-experience risk. Sustainable transformation requires employee commitment, not merely technical installation (Galli, 2018).
6.5 Monitoring and benefits realisation
A balanced scorecard should prevent narrow focus on downloads or screen time (Kaplan and Norton, 1992).
Perspective, KPI, Indicative target after scaled launch
Customer, Parent trust score, Improvement from pre-launch baseline
Customer, Child satisfaction and creative-confidence score, Positive improvement in controlled research
Experience, Screen-to-build conversion, Majority of core sessions lead to a physical activity
Adoption, Monthly active family accounts, Sustainable growth without excessive paid acquisition
Quality, Recognition and instruction accuracy, At least 95% for supported bricks and controlled conditions
Safety, Confirmed serious safeguarding incidents, Zero tolerance, with immediate escalation
Privacy, High-risk audit findings, Zero unresolved findings
Commercial, Retention and incremental customer value, Positive uplift against control groups
Operational, Release frequency and service availability, Stable delivery without increased incident rates
People, Digital and safeguarding capability, Defined proficiency across relevant roles
Innovation, Tested ideas progressing through stage gates, Evidence-based pipeline rather than volume alone
Targets should be refined after baselining. Management should use control groups where possible so that increased sales or loyalty are not incorrectly attributed to the platform. Benefits should be reviewed quarterly, with annual external assurance covering privacy, safety and algorithmic governance.
7. Step Five - Resources
Resources should be identified throughout the programme rather than added after the solution has been selected.
7.1 Financial resources
A three-year transformation requires funding for research, platform engineering, cloud services, integration, moderation, cybersecurity, testing, marketing and support. As LEGO does not publicly disclose the budget for this proposed programme, a realistic planning assumption is a ring-fenced investment envelope released through stage gates. Funding should contain:
Core platform and integration expenditure.
Product-team staffing.
Security and privacy assurance.
Content production and localisation.
Moderation and customer support.
A 15% contingency for technical and regulatory uncertainty.
Ongoing operating funding after launch.
The business case should estimate incremental physical-product sales, retention, reduced duplicated development, improved service and avoided risk. However, some benefits, including trust and learning, should not be forced into unreliable monetary estimates.
7.2 Human resources
Resource group, Why it is required
Product managers and service designers, Align technology with customer needs and strategic outcomes
Software, cloud and mobile engineers, Build and maintain reliable platform services
Data and AI specialists, Develop recognition, recommendations and measurement responsibly
Physical play designers, Ensure digital activity strengthens construction and creativity
Child-development and education experts, Assess age appropriateness and learning quality
Safeguarding and moderation teams, Protect children and manage community risks
Cybersecurity and privacy specialists, Secure connected services and manage sensitive data
Legal and intellectual-property teams, Address consent, licensing, co-creation and regulation
Accessibility and inclusion specialists, Design for different abilities, languages and devices
Change and learning professionals, Develop workforce adoption and cross-functional capability
Customer-support staff, Resolve account, compatibility and safety issues
Benefits analysts, Test whether the programme produces measurable customer and business value
LEGO should develop permanent internal capability in areas that determine trust or differentiation. Contractors may add capacity, but they should not become the only source of essential organisational knowledge.
7.3 Technological and physical resources
The programme requires secure cloud infrastructure, application programming interfaces, a unified identity and consent service, analytics, content-management systems, moderated community tools and development environments. A controlled dataset of brick images and geometries is required for visual recognition. Testing laboratories must cover different devices, lighting conditions, model complexity and accessibility needs.
Connected hardware should be optional and limited to use cases where sensors or motors materially improve play. Existing bricks should remain useful without electronics. This reduces cost, environmental impact and planned obsolescence.
7.4 Data and governance resources
Data is not simply a technical resource; it creates legal and ethical responsibilities. The programme requires:
A data inventory and named owners.
Child-specific privacy-impact assessments.
Age assurance and parental consent processes.
Retention and deletion schedules.
Model documentation and bias testing.
Incident response and breach notification.
Supplier audit rights.
Transparent explanations suitable for children and adults.
Independent ethics and safeguarding advice.
The Information Commissioner's Office (2024) recommends that connected services clearly identify who processes children's data and ensure that default settings are appropriate for children. LEGO should adopt these principles globally where feasible rather than providing weaker protection in less regulated markets.
7.5 Strategic resource conclusion
LEGO's strongest resources are not servers or algorithms. They are trust, creativity, design knowledge and the physical building system. Technology investment should amplify these assets. The programme is resourced appropriately only when financial capacity, specialist skills, governance and long-term support are considered together.
8. Critical Reflection on the LEGO Case and CLEAR Model
LEGO's history demonstrates that digital transformation did not independently rescue the business. The turnaround first required clearer strategy, reduced complexity, operational discipline and renewed attention to the core product (LEGO Group, 2004; Robertson and Breen, 2013). Digital games and applications later extended this stronger foundation. Claiming that technology alone prevented bankruptcy would therefore oversimplify the case.
The deeper lesson is that transformation succeeds when digital investment is connected to organisational identity. LEGO did not need to abandon the brick to compete with games. Instead, it could use software, communities and media to increase the brick's relevance. This illustrates business-model renewal through complementarity rather than substitution.
CLEAR provides a practical structure because it prevents immediate movement from a technological trend to implementation. Conscious establishes the present position; Learn examines evidence; Engineer converts learning into design; Achieve addresses execution; and Resources makes capability requirements explicit. Its limitation is that the sequence may imply a definite endpoint. Digital transformation is continuous, so each Achieve stage should generate information that returns the organisation to Conscious and Learn.
A second limitation is that CLEAR does not automatically resolve ethical tensions. A technically feasible feature may still be inappropriate for children. The model should therefore be supplemented with privacy-by-design, stakeholder analysis and responsible innovation principles (Stilgoe, Owen and Macnaghten, 2013).
Finally, the proposed platform contains uncertainty. Families may not want unified digital interaction, recognition may perform poorly in real homes, and AR may distract from building. These are reasons for controlled experimentation rather than reasons either to reject or scale the idea prematurely. Strategic quality depends on LEGO's capacity to learn from evidence and stop weak initiatives.
9. Conclusion
The LEGO Group illustrates how an established organisation can use digital technology to remain relevant without abandoning its core identity. Its early-2000s crisis resulted from strategic overextension and complexity, while its recovery depended on refocusing, stronger management and disciplined innovation. Subsequent digital initiatives expanded customer engagement through games, applications, coding and co-creation.
Applying the CLEAR model identifies the next challenge as integration rather than simple technology adoption. The proposed LEGO Creative Companion would connect physical building with optional visual recognition, adaptive assistance, coding, augmented reality and safe community participation. It addresses customer demand for connected experiences while responding to parental concerns about privacy, safety and screen time.
LEGO should retain internal control of strategy, data, safeguarding, platform architecture and experience design while using carefully governed partners for specialist delivery. Implementation should be phased, evidence-led and measured through customer, safety, operational, learning and commercial outcomes.
The strategy's ultimate test is straightforward: does digital technology encourage richer physical creativity and trusted participation? If the answer is yes, transformation strengthens LEGO's competitive advantage. If digital activity becomes an end in itself, it risks repeating the strategic overextension that contributed to the company's earlier crisis.
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