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I) Executive Summary 
This report proposes a new venture for LEGO Group: Build A Brick. This is a response to the lack of customisation 
within LEGO’s current portfolio. LEGO has historically been the leader in educational toys and mass manufacture of 
plastic parts but has recently been slow to react to the rapidly developing technological world. Our venture will allow 
users to create their own custom LEGO piece through a fun and engaging 3D design software and receive it via delivery. 
This personalised piece will work universally with all LEGO toys, allowing the user to engage in true creativity by 
realising their creation beyond pre-set blocks.  
 
This report explores the trends of the toy industry and LEGO in detail to justify these claims. Related industries were 
examined, and subsequent competition assessed. An analysis of the target market was carried out, users were segmented, 
and a marketing campaign was devised. The financial projections and spreadsheet are also presented, with cost/income 
analysis revealing a promising break-even point and an average profit of £325,000 per quarter. 

 
 
 
 
II) Parent Firm Analysis 
 
1. Mission 
Formulated in 1988, LEGO’s original mission statement was, “Children are our vital concern.” [1]. With the former 
CEO Ole Kirk stating a long-term aim of manufacturing “creative quality toys which promote the personal development 
of children of all ages”, LEGO’s fundamental mission statement was further defined and morphed into “Inspire and 
develop the builders of tomorrow.” With a strong focus on children and young adults, LEGO aims to strengthen and 
expand their knowledge and skill sets in the areas of design, reasoning and practical construction. The long-term goal is 
to ensure these skills form a strong foundation which can be further built on and utilised in future projects and 
endeavours. 

2. Vision and Values 
The company’s vision focuses on the name LEGO itself, and its associations. The long-term goal is for consumers to 
associate the brand name with not only the products on the market, but with a universal relation to the words: “Idea, 
exuberance and values.” As defined by the founder in the table below in Table 1, each word breaks down into different 
factors that are constantly referred to, to ensure a product or system fits well with the vision of the company, and thus 
targets the correct audience and their respective needs. Through this streamlined process, LEGO aims for consumers to 
develop an affinity for the brand worldwide, and to associate it with their vision and values 

Table 1-LEGO Group Vision & Values 
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3. SWOT Analysis 

Strengths 

1) LEGO has become a form of creative expression that also improves a child’s thinking and motor skills. 
2) The base product is a unique toy, consisting of bricks that can be put together and taken apart without diminishing 

usability, allowing a user to create millions of designs with as few as six eight-stud LEGO bricks. 
3) LEGO has targeted a wide range of customers, varying in age and talent, and seeks to further push the boundaries 

and widen their customer base. The company has managed to keep a hold of their customers by producing 
challenging and addictive products and releasing multiple sets in a series to encourage continuous purchases of a 
product series. 

4) Whilst there are numerous unique pieces in a LEGO set, the company is known to focus on and ensure a perfect fit 
with each block and in every possible combination. Their attention to detail boosts the quality and value of their 
products in the eyes of the consumer. 

Weaknesses 

1) LEGO’s target audience falls into a very niche category due to the high price tag on each product. LEGO toys are 
considered unaffordable for the majority of middle and low-income families, thus cater mainly to a high-end market. 

2) Due to the requirement of each toy being educational and creative for respective age groups, a large amount of 
research is undertaken to ensure that the toys provide the necessary skills for each individual age group. As a result, 
the costs to maintain this research are extremely high. 

Opportunities 

1) With parents becoming more involved in the growth of the children, the commitment to investments in expensive 
toys such as LEGO is becoming more common. Thus, LEGO can use this as a way to increase product prices in the 
name of growth and education. 

2) Schools are now changing the way the teach concepts to children, often going for more hands-on approaches as 
they are proven to be more efficient in aiding the understanding of concepts. As a result, numerous schools are 
choosing to invest heavily in educational and creative toys, creating a lucrative opportunity for companies in the toy 
industry. 

Threats 

1) As LEGO sets are expensive in comparison to other toys on the market, middle and low-income families may choose 
to purchase other skill-development toys that are more affordable. 

2) Many alternatives to LEGO have come into existence and can be classed as counterfeits. These are made of a 
cheaper plastic, and compromise on quality, but provide a similar experience to that of LEGO bricks at a lower 
price. This affects the sales of LEGO, as there is little risk in using counterfeit bricks, thus may be preferred over 
original LEGO bricks. 

 

 

4. Product Portfolio 
LEGO has produced different sets to encourage the development of various different skills across many ages. LEGO 
classic is an all-age regular set of LEGO bricks to allow for the building of creative structures. Mindstorms focuses on 
robotics and the programming behind a robot to achieve certain tasks. Technic allows the creation of more advanced 
models with more complex technical functions. Duplo bricks are twice the size of standard LEGO bricks, designed for 
use by preschool students. 

 



 3 

5. Growth Rate 
LEGO has seen exceptional growth over the last 88 years, since being founded in 1932. However, in reaching their 
current levels of success, there were many troughs and peaks along the way as shown in Figure 1. In 2003, LEGO was 
officially 800 million dollars deep in debt due to low sales, and overdiversification in terms of their toy designs. Losing 
focus on their fundamental mission and target audience needs, new innovations coming out of the company were in low 
demand.  

As a result of this and an oversaturated workforce, a series of job cuts were seen, and certain aspects of the company’s 
management were reconsidered and revamped. It was also decided that LEGO needed to “go back to the brick” and 
focus on its core products. This meant reducing the number of different pieces from 12900 to 7000, in the hope of 
refining and bettering the quality of the few, rather than focusing on the quantity of the many. Jane Westgarth, a toy 
analyst at a market research firm by the name of Mintel, stated that after the fall in 2003, LEGO’s recovery was fuelled 
by its investment in quality and design. “If it’s good quality people are prepared to pay that little bit extra.” [2]. A positive 
and steady growth in sales and profits was seen up until the next dip in 2017. 

Due to an excess supply of product in 2017, the remaining quantity was sold at reduced prices, thus leading to an 8% 
decline in revenues in the following year [3]. To boost growth rates in 2018, the following strategies were implemented 
[4]: 

1) Fewer hierarchies within a team, so decisions were made more efficiently, and costs were minimised. 
2) A stronger focus on data analytics to measure impacts of individual campaigns and strategies. 

Due to competition with digital-based gaming platforms, a considerable number of sales in the toy industry dropped. 
However, with LEGO’s belief in and adaptability towards embracing new technologies, the company was stated to have 
increased its operating profits by 10% [5]. They invested in a LEGO movie, video games for smartphones and the 
creation of a crowd-sourcing platform to create a space for customers to ideate. As the technology industry developed, 
and the needs and wants of children changed, LEGO maintained a presence throughout the different phases of a child’s 
growth, playing to their adapted needs, as opposed to forcing the children back to traditional methods of building.  

 

6. Net Profit 

Based on its business performance and the value of the brand if it were to be licensed, LEGO’s net worth is 7.5 billion 
dollars [6] and has been identified as the world’s most valuable toy brand. As of 2019, LEGO has generated a current 
net profit of 2.7 billion DKK, an increase of 4% was seen in revenue. However, a decline in profits by 12% since the 
previous year was seen, due to investments that were not fruitful [7]. Starting in 2020, LEGO plans to invest in e-
commerce and expand the number own-brand stores across the globe [8]. 

Figure 1-LEGO Group Sales 
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The main source of profit generation is due to value-based pricing strategies where consumers put a high value on a 
product because of what it provides to the user, allowing LEGO to set high prices. Margins are therefore high as the 
cost of production of the plastic goods is low, for example a kilo of raw material plastic costing less than a dollar is 
manufactured into sets that sell for more than 75 dollars per kilo [9]. With more than 3700 distinctive brick designs 
currently on the market, the highest profits are seen in unique, special-edition brick sets, namely Star Wars, Harry Potter 
and Ninjago.  

 

7. Market Share 

LEGO has a 20.92% market share in the educational toy industry, whilst its top competitors Mattel and Hasbro have 
11.16% and 6.90% respectively [10]. The worldwide market for educational toys is expected to grow at a compound 
annual growth rate (CAGR) of 5.2% over the next five years. 

The company is planning on doubling the number of stores in China, reaching a total of 140 stores across the country 
[11]. This will be LEGO’s fastest expansion in any market and is in response to increasing Chinese demand for its toys. 
Research shows that 95% of Chinese parents want their kids to ‘play more’ and are keen on investing in high quality 
toys. These demands in China comes at a time when LEGO are facing a decline in the US and Western European 
markets, suggesting a Blue Ocean Strategy may be a solution to boosting growth in these regions. 

 

 

III) Blue Ocean Strategy 
 

1. Strength of Idea 
 
The Blue Ocean Venture  
 
The proposed Blue Ocean Venture is called LEGO Build A Brick. This is a product service system where users can 
design and manufacture their own custom LEGO brick which is compatible with the standard LEGO system. The 
service involves 4 main activities shown in Figure 2: 

 
1) Firstly, the user either purchases or are gifted a physical/digital golden ticket. This ticket has a unique code on it 

which allows the order of one custom brick. This is essentially a gift card which retains an aspect of mystery to make 
the experience more exciting. The gift experience contains a physical version of the golden ticket as well as a 
personalised letter. 
 

2) The second part of the experience is the design stage. Users experience a simplified custom 3D design tool on the 
LEGO website where they can combine different 3D shapes together, choose colours, and draw different shapes. 
Users design their own custom brick on top of a standard 4x4 stud base piece which ensures that the custom brick 
can always be attached to standard LEGO bricks. Once the user has finished designing their brick an animation 
plays showing how it will be 3D printed to help the user understand the manufacturing process 

 

Figure 2-Build A Brick Experience 
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3) This is the manufacturing stage. LEGO will own and operate an SLA 3D printing farm where the custom bricks 
will be manufactured and distributed from. There will also be a small number of 3D printers for an in-store Build A 
Brick Experience. 

 
4) The user receives/collects their custom LEGO brick. They can then use it with their existing LEGO sets to customise 

them or have it as a sculpture. 
 
The idea has been evaluated through the value proposition canvas (see Appendix 1)  
 
 
Alignment with LEGO’s Mission/Vision 
 
LEGO is a company at the forefront of developing technologies into child-friendly equivalents, But, in this fast-moving 
age of technological advancements, LEGO must consider the importance of newly established design tools. With 43% 
of design firms adopting 3D printing, this suggests that the practice will be a constant with regards to design in the future. 
And in keeping with LEGO’s values and mission to nurture the builders of tomorrow, 3D printing is a vital skill. It 
defines LEGO’s very goal of ‘design and build’. Hence why Build A Brick is a unique way to encourage 3D modelling 
and educate children on the limits and potential of 3D printing. 
 
Creativity and imagination are two of LEGO’s core values, and the differently designed parts in LEGO sets push users 
to create almost anything. However, there are limitations due to the sizes and shapes of each brick. To allow a child to 
truly create what they imagine, Build A Brick provides a platform whereby a child is not limited by the shape of a brick, 
rather the volume of the final piece. It allows the child to create curves, dips, textures, and geometries that would 
otherwise be impossible to create with the current existing LEGO bricks. 

The Inside Tour is an existing event that includes a session designing a LEGO set with a LEGO designer. This tour is 
in extremely high demand, particularly due to the designing opportunity included. The very existence and popularity of 
this event justifies the concept of ‘create your own product’, as is the case with Build A Brick, implying that it will be 
well-accepted. 

The crisis faced by the company in 2017 was mainly due to overstocking. Build A Brick can be seen as a solution to 
avoid this in the future, as it involves designing products such that they are personalised or made-to-order. This would 
allow for Just-In-Time methods to be implemented, ensuring products would be made as and when they are designed 
by the user, as opposed to being in low demand and thus overstocked. 

 

2. Related Industry Analysis 
Since the Blue Ocean Strategy is creating a new industry, of custom designed 3D printed toys, the industry analysis was 
carried out on two closely related industries. These are the 3D printing industry and the STEM educational toys industry. 
Build A Brick is located within both of these industries meaning that analysing these is highly relevant.  

 
3D Printing Industry 
 
Stage of industry life cycle 
The 3D printing industry is currently in the growth phase of its life cycle. The market size is increasing rapidly but this 
is completely led by the industrial and commercial uses of additive manufacturing technology. There is an increasing 
rivalry within the consumer desktop 3D printer segment of the market which has led to some consumer-focused 
companies going out of business. However, there is strong growth within the rest of the industry, especially services, with 
a strong ability for future growth and a low barrier to entry if a niche can be found. 
 
Growth Rate of Industry 
The 3D printing market is predicted to more than double in size within the next four years from $15.8 billion in 2020 
to $35.6 billion in 2024 [12]. The desktop consumer 3D printing market has become massive with many companies 
producing low cost printers for individuals in homes and makerspaces, children in education and students at universities. 
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Additionally, there is rapid growth within the industrial market of additive manufacturing. Companies are using 3D 
printing for prototyping and are going as far as using it to produce final parts for products and machines. A large part 
of this has been due to the development of advanced metal 3D printing technologies. “Revenue from metals grew an 
estimated 41.9%, continuing a five-year streak of more than 40%” according to [13] which shows just how crucial this 
technology is becoming for industries such as aerospace and automotive manufacture. Overall, it is clear that this is not 
just a short-lived novelty trend in technology but is truly the next generation of manufacturing and will continue to grow. 
LEGO was one of the great pioneers of injection moulding, and so it is only natural that they also pioneer this new wave 
of plastic manufacturing. LEGO could make a unique contribution to the product service segment of the market by 
providing the LEGO Build A Brick experience. It is opening up 3D printing to a previously un-catered for user group 
(kids from age 6-14) in this way creating a new market. 
 

Industry Size and Segmentation  
Figure 3 [14] shows the projected spending worldwide between printers, materials and services for 2019. The total 
spending of $13.3 billion is only 16% lower than the actual market size of $15.8 billion reported by [15] which validates 
these predictions. As can be seen in the graph, the services segment of the market, which is where Build A Brick would 
fall into, accounts for $3.8 billion of spending and 29% of the market. Additionally, according to [16] “the markets for 
on-demand parts services and computer-aided design (CAD) software are expected to almost triple” by 2022 which is 
extremely rapid growth. This would mean that that the services segment of the market could be worth $11.4 billion by 
2022. The online services segment of the market is further broken down in Figure 4. LEGO build a brick would operate 
within the consumer segment of this market which currently makes up a sizeable 14.1% of demand. 
 

 
Key Success Factors 
Kerry Stevenson identified these main factors which are crucial for a successful 3D printing venture [17]: 
 

+ Uniqueness:  
Offering something different to other companies. “Your product should be recognizable simply by its uniqueness” [18]. 
The LEGO Build A Brick venture is unique as there are no other companies offering a comparable experience. 
 

+ Completeness:  
You must provide the product as well as good customer service and support.  “Make sure all essential customer needs 
are covered.” [19]. The proposed venture is not only providing a product but also a complete experience around 
designing your own toy. This is combined with LEGO’s customer support to ensure a complete experience. 
 

 

Figure 3-Online Global 3D Printing Demand 

Figure 4-3D Printing Spending Distribution 
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+ Slick:  
The experience should be smooth and professional. Since it’s a new category you need to convince consumers to trust 
you. This is dependent on the quality of the app/website develops as well as training the in-store staff to a high level. 
 

+ Appeal a problem:  
Ensure the service fulfils a need or solves a problem. “Find the issues and solve them with your service.” Although the 
proposed venture doesn’t solve a practical problem, it does fulfil a need for specific educational toys around the process 
of design and manufacture. 
 

+ Accessibility:  
Addressing a global market to reach more customers. LEGO Build A Brick will be initially launched in a  limited region. 
However, by phase 3 the experience will available in most markets LEGO currently serves. 
 

+ Affordable:  
“Having an unexpectedly low price can quickly cause a prospect to become a buyer.” [20] the proposed venture is using 
value-based pricing meaning the price won’t be unexpectedly low but it will be reasonable.  
  
Industry operating margins 
According to [21] 3D systems have a gross profit margin between 40 and 50% since 2018. 3D systems is a company 
which provides professional on demand parts as well as 3D printers and software. Although this is not the exact segment 
of the market the venture would be located in it still provides a reasonable estimate of the margins expected for a small 
to medium volume on demand print service.  
  
-Summary Table 

 
 
 
STEM Toy Industry 
   
Stage of industry life cycle 
STEM toys are geared towards learning, curiosity and education. There are many STEM toys focusing on different 
disciplines in coding, engineering, chemistry, electronics and mechanical engineering. This well established industry is 
in the maturity phase of its life cycle since there is slow growth and a lot of competition in the fragmented market [22]. 
The LEGO Group already makes up a large proportion of this market with programmes such as LEGO Education [23] 
and their consumer products LEGO Mindstorms [24] and LEGO Technic [25]. Although the market growth is 
relatively low, it would be beneficial for LEGO Group to increase their STEM toy offerings if they can offer a unique 
new product or service, something that Build A Brick could provide. 
 
Growth Rate of Industry 
According to [26], which is a STEM toys market analysis, the market is growing at a CAGR of 5% meaning that between 
2018 and 2023 the market will experience a growth of $914.37 million. 35% of this growth comes will come from the 
APAC region. Additionally, there will be growth within the education market for these products as school education 
moves towards a more collaborative experimental environment. Combining technology with toys can provide a massive 
educational value which is valued by parents and educators. LEGO Build A Brick fits perfectly within this requirement. 
It would provide a unique educational experience without losing the play aspect.     

Table 2-3D Printing Industry Summary 
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Industry Size and Segmentation 
The market size was about $3.475 billion in 2019 according to [27] and can be segmented as shown in Figure 5 [28]. 
The biggest segment of the market is Academic STEM toys at 33%. These included math, science and language kits 
which teach children through play. The report [29] said “With rapidly increasing opportunities in the technology and 
the IT sector, parents encourage their children to learn via engineering and coding toys.” LEGO Build A Brick would 
fall into this segment as it teaches children design, engineering and manufacturing. The other segments of the market 
cognitive thinking and motor skills make up 28% and 21% of the market respectively. Additionally, according to survey 
[30] 32% of US households currently have a STEM toy available to play with so there is a great potential to serve the 
68% of families which currently have no STEM toys. 
 

Key Success Factors 
The Toy Association [31] has written a report about how to achieve success in the STEM/STEAM toy market. Apart 
from the mandatory requirements of the product/ service promoting an aspect of STEM and being fun the key success 
factors have been created. These are: Whole Brain Experience, Open-Ended, relates to the real world, Allows For Trial 
And Error, Hands On, Child Led, Problem Solving, Includes Curriculum, Gender-Neutral and Inclusive, Supports 
Parents, Builds Confidence, Encourages Creativity and Social/Emotional Skills. 
 

Whole Brain Experience:  
“A good STEM/STEAM toy is a whole brain experience.” [32] The STEM toy should trigger both the logical side of 
the brain and the emotional side of the brain to ensure and educational but also fun experience for the child. LEGO 
Build A Brick fulfils this as both creativity and logic need to be used when designing the brick. 
 

+Open-Ended:  
The toy should encourage the child to find their own individual way to play. There is no correct way to play but the toy 
affords use in multiple manners. Classic LEGO bricks fulfil this success factor perfectly. LEGO sets with instructions less 
so, but the child can still build something else out of it if they desire. LEGO Build A Brick would be less open ended 
than traditional LEGO as once the custom part is manufactured it cannot be changed. However, the design of the brick 
itself is open ended as the child can design whatever they want. Also, once they have the brick it can be used with 
conventional LEGO bricks in whatever way they want thus augmenting the open-ended play experience rather than 
replacing it. 
 

+Relates to the real world:  
It is important to show how the toy relates to STEM in the real world. “Children can then understand that science, 
technology, engineering, and math have an impact on their world and their lives, regardless of whether they pursue a 
STEM career or not.” [33]. LEGO Build A Brick would fulfil this mainly through the online 3D design tool. Throughout 
the process of designing the brick, animations will show how it is going to be made in the real-life factory. If the child 
participates in the in-store experience, they will be able to see first-hand the industrial machines manufacturing their 
product which they have designed which is very empowering. 
 
 
 
 
Industry Operating Margins 

Figure 5-Market Share Distribution of STEM toys 
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The profit margins specifically for STEM toys could not be identified, but it a reasonable assumption to say the profit 
margin of STEM toys would be similar to that of the rest of the toy industry. For the top one hundred toy companies, 
of which LEGO belongs to, the long-term margins are around 6% [34]. With Build A Brick, LEGO Group can take 
advantage of retail margins as well since they can sell to their customers directly. 
 

Summary Table 

 

 

3. Competitor Analysis 
  

Barriers to Entry 
 
-Software Development: Access to a small software engineering team is required to develop the custom design tool needed 
for the experience. Either already at the company or contracted out. The software needed is not challenging to create 
in terms of engineering as open source resources can be used for the majority of the technical aspects. However, to 
ensure a good customer experience, education/experience designers would be needed. The customer experience needs 
to be well designed in order to meet the key success factors described in the industry structure section. LEGO Group 
employs many designers, some of whom could contribute to the venture. 

  
-Distribution channels: The barrier for distribution is low. An experience such as this could work using standard postal 
services who deliver the raw materials to the print farm and transport the final products to the customer. LEGO have 
the advantage of owning retail spaces which offer a direct link to customers and lower cost transport. 
 
-Economies of Scale: As there are high fixed costs associated with this business model, mainly the cost of printers, 
cost per unit of output decreases as output increases. This makes it hard for smaller companies to compete if they 
cannot establish the same economies of scale by manufacturing in smaller volumes, relative to LEGO. 
 
-Product Differentiation: The barrier for entry of this is high as it relies upon the IP of the company who runs the experience. 
LEGO can utilise its strong brand awareness, characters, designs and themes to differentiate Build A Brick from future 
competitors 
 
                     
Direct, Indirect and Future Competitors and Rivals 
 
Overall, competition is very low and stagnant. There are many on demand 3D Printing companies which can be 
considered as indirect competitors. These are companies such as Shapeways where you can upload a 3D model and 
they will print it out and post it to you. These services are currently targeted towards makers and businesses as a 
professional service so are not competing in the toy industry. Other indirect competitors are companies that are offering 
customisable toys. These are toys that have an aspect of modularity, allowing the customer to have a sense of ownership 

Table 3-STEM toy industry summary 
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over their final designs. A recent example of this is the successfully funded Kickstarter campaign for the Design My 
Wand experience by The Magic Of Things [35]. Customers can create their own magic light up wand design from a 
choice of modular handles and shafts which are then 3D printed.  
 
There is currently no direct competition for Build A Brick as no other companies are offering ‘design and manufacture 
your own toy’ experiences. However, if Build A Brick is successful there is potential for the market to become more 
competitive should other players enter the market. On demand print companies could pivot their business or expand to 
target the toy market. Alternatively, new companies could form which focus on providing these kinds of custom toy 
design experiences. If this occurs, it is expected that LEGO Group could retain market dominance due to the advantage 
of its brand power, global distribution and advertising, strong retail store network and the fact that the venture would 
be well established by the time new competitors entered the market. If toy companies with similarly strong brands 
entered the market, it would be expected that this would enlarge the market rather than reduce demand for the Build A 
Brick experience as there is strong loyalty to the LEGO brand and these customers wouldn’t be lost to another toy brand 
service such as Playmobil. The traditional LEGO brick already has many cheaper alternatives but customers still 
purchase LEGO due to its guarantee of quality and strong reputation.  
 
Summary Table 

 

 

4. Market Analysis 
 
Market Segmentation 
 
In order to sell Build A Brick effectively, the user segments that will be interested in purchasing and using it must be 
properly defined. This definition will be broken down into 4 parts: demographic, psychographic, geographic, and 
behavioural.  
 

-Demographic 
Age is by far the most important factor in toy marketing. Infants (0-6yrs), children (6-11yrs), adolescents (11-16yrs), and 
adults (16+yrs) are all targeted by LEGO’s vast range of products. Their products are sometimes so specific that 
recommended ages are “4-7” with only 3 ages that should play, this is because a child is growing so rapidly that their 
tastes and preferences can change year by year. It seems that the market segmentation is done by education level: 
nursery, primary, secondary, and career. Thus, Build A Brick will be targeted towards 9 to 14 year-olds, late primary 
and early secondary education. This range has been chosen as it is arguably the most important time in a child’s 
education/inspiration and the time where they start making decisions about their future career aspirations. Furthermore, 
it is when children grow out of conventional block LEGO and seek more demanding and difficult toys.  
 

-Psychographic 
In terms of customer motivators and lifestyle drivers, marketing will be focused towards users with a passion for creativity, 
learning, and fun. More specifically, children with a drive to learn real-life skills rather than just playtime skills. LEGO 
has always been intergenerational. There is the current generation, the child who engages in playful learning. Then 
there are the nostalgic Millennials who played with LEGO in their youth but have grown up and now have a salary. 
This disposable income paired with fond memories of LEGO motivates them to spend large sums on adult sets treating 
it as a luxury product. Finally, there are the parents, who have grown out of LEGO but still remember the joy of playing 
with it, so buy it for their children, and thus the cycle continues through generations. Further to the chosen demographic, 
we intend on targeting the parents themselves who will see our product as a new incarnation of their cherished toy with 
added educational benefits (assuming 3D printing and CAD being considered as modern skills for the modern creator). 

Table 4-Competitor Analysis Summary 
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When a parent inevitably claims, “look my child is playing with LEGO, they’re going to be an engineer!” it might 
actually be true if they are playing with Build-A-Brick.  
 

-Geographic 
Engineering and creative skills are internationally applicable. However, LEGO stores are not spread equally throughout 
the world with 83 of its 138 stores located in the United States [36]. This is most likely a factor of the global income 
distribution, as LEGO is a luxury good, not all families can afford to spend $60 on a toy. As Build-A-Brick will only be 
useful with other LEGO pieces, we intend to market to areas where LEGO is already used rather than trying to enter 
new geographical markets. According to the retail store distribution, we will focus mainly on North America and 
Europe.  
 

-Behavioural  
In terms of consumer buying habits, LEGO has slowly and successfully built a brand and purchasing experience that 
this venture can easily leverage. One of the most powerful features of LEGO is its educational benefits, a clear aspect 
that the target market seeks. When a child sees LEGO they see a playful toy, but a parent sees an opportunity to foster 
their child’s imagination. This is a feeling shared by most parents, and we will target those who seek to purchase toys 
with an educational benefit, similar to the marketing of chemistry sets or puzzles.  
 
 
Target Market Size 
 
LEGO has a revenue of $5.46 billion, 6% of the total toy industry revenue of $90.4 billion [37]. Furthermore, LEGO’s 
revenue has increased by 510% between 2006 and 2018, a far greater increase than the industry standard (according to 
Statista) suggesting it is pursuing an aggressive growth policy [38]. As LEGO is a private company, it is difficult to find 
exact numbers for the target market without internal access. According to LEGO’s 2015 annual report [39], the ‘LEGO 
Club’ had 5 million members alone, while adult groups added a further 320,000. This is a huge reserve of loyal customers 
who demand fresh content and new sub-brands to maintain interest, something that Build-A-Brick can provide.  
 
 
Target Market Trends 
 
We have identified what we believe to be, the three most important and relevant trends of LEGO within the toy industry. 
These ideologies will form the basis of our message and campaign: 
 

-Tech skills > building skills 
With industry 4.0 and the rise of technology integration in our everyday lives, mechanical skills such as those taught by 
LEGO Technic are becoming outdated. Instead, skills in the digital and CAD domain need to be learnt by children 
while maintaining a core sense of play. 
 

-Renewable plastic popularity 
LEGO has admitted that it is a culprit of plastic waste and is adding to non-biodegradable landfill on a large scale [40]. 
In fact, LEGO promises to ban all plastics by 2030. The “plants from plants” [41] set shows their dedication to this 
trend, and our product will have to conform as well if it is to be a long-term part of the LEGO brand. 
 

-Mobile gaming overtaking physical toys  
Children own smartphones at an ever-decreasing age. This takes their attention away from physical toys and reduces 
demand for LEGO sets. LEGO has attempted to combat this by creating the LEGO movie and cartoons that capture 
the interest of children on-screen to encourage play off-screen, but it is in their interest to enter the digital market in 
new, more impactful ways. 
 
 
Wider Consumer Trends 
More general trends relevant to this venture are presented below, in Table 5, for the toy industry in a PEST format.  
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Target Market Research 
 
An MVP was created to validate the idea. This comprised of a simplified version of the gift experience and design tool. 
The user designed their own brick by combining different shapes together and then the brick shown in figure(x) was 
produced. This was a useful process to help learn about how the system could work. The user enjoyed the experience 
and thought is was cool but more testing needs to be done using a higher fidelity prototype. One interesting thing that 
was learnt was that sometimes too much freedom in design can lead to the user loosing creativity. When the user was 
first given the opportunity to create whatever they wanted they were a bit stuck as the possibility of making anything 
was overwhelming. To fix this problem, the next prototype of the 3D design tool will contain multiple levels of 
“experience” where constraints are gradually removed to make the process more free form. 
 
 
Marketing Campaign 
 
The marketing campaign will be headed by the slogan “become a creator”. This has connotations of transitioning the 
LEGO experience from playtime to real life skills, sending a powerful message that using this new toy will teach the 
relevant skills to really innovate, as is LEGO’s mission. Inspired by LEGO Technic’s “Build for Real”, our product and 
slogan is the continuation of this trend. Further to this, we intend to send a message of modernisation and digital 
relevance, focusing on the movement of LEGO from the physical into the inevitable digital world by including electrical 
and computational inspired graphics and texture within the marketing materials. Our logo (Figure X) has been designed 
with current sub brand logos in mind, i.e. no images or graphics, just plain text and unique typeface. The typeface is 
intended to represent the variety of shapes possible with Build A Brick by combining several different geometries in its 
lettering. 
  
The plan is to work closely with LEGO’s current marketing team to leverage their well-established marketing strategy. 
For example, LEGO has a strong graphic design team and they could certainly aid in creating compelling visuals in line 
with LEGO’s desired public image, usually involving bright colours and playful images to ensure brand continuity within 
this ambitious venture. This will ensure familiarity and nostalgia is not lost with LEGO’s loyal customer base. 
 
 
Time Spacing 
 
As will be further explained in the Financial Projections, a 3-stage roll-out plan will be implemented, and so it makes 
sense for this venture to pursue a pulsing strategy to marketing spending. We will allocate an increased budget during 
the 3-month period before each stage release (including seasonal marketing leading up to the festive period), and then 
5% passive marketing thereafter. This will ensure sufficient hype builds up within the loyal customer base which will 
then bleed into the mass market through social media. Although this 3-month push will dominate the marketing budget, 
the intermittent stages are not left empty. Rather, we will engage in low-cost guerrilla marketing to maintain a base of 
interest and to prevent Build-A-Brick from being forgotten between roll-out stages.  
 
 
Channels 
 
In terms of above the line, one potential channel is YouTube influencers. For example, the user ‘Brick Builder’ has over 
1.1 billion total views [42], and if given sponsorship to review our product, Build A Brick would quickly become known 
in the target market. Targeted social media adverts could also be used through Facebook and Instagram’s data driven 

Table 5-Wider Consumer Trends 
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advertising platforms, reaching a specific demographic is incredibly cost effective by these means. Simple adverts like 
that seen on Figure X could entice and intrigue a scroller. All the information on the poster has been designed to be 
understood within a few seconds with no unnecessary clutter.  
 
In terms of below the line, LEGO has a vast database of customers information with which direct marketing could 
applied. For example, the LEGO Ambassador Network (LAN) consists of over 500,000 loyal customers who are always 
the first segment to receive news about fresh LEGO products [43]. These customers would be contacted directly via 
email about the Build A Brick experience (perhaps being given an early bird discount), with those fitting our target 
market demographic receiving emails more frequently. This would create momentum which would hopefully snowball 
into the mass market over time.  
 

 

5. Financial Projection 
Phase 1 

Phase 1 of the rollout plan involves the reveal of the Build A Brick experience in a standalone store at LEGOLAND 
Windsor Resort, UK. Purchases can only be made in-store, with the experience being advertised all around 
LEGOLAND to generate interest and demand. The initial estimates for the number of sales are conservative, averaging 
at roughly one sale per day for Q2 2020, resulting in 100 total sales for that quarter. This is an underestimate given 
LEGOLAND’s 2.2 million yearly visitors [44] and assuming 1% merchandise purchase rate of each visitor. We expect 
demand to double in Q3 2020 (to 200 sales) and another printer will be purchased to deal with this increase. This is not 
a period in which we aim to sell in large volumes, but instead, we hope to use it to identify potential difficulties with 
production before scaling up the operation. Over the initial six months of selling exclusively through LEGOLAND, we 
estimate to sell a total of 300 units. 
 
The first phase of the rollout plan also introduces a series of fixed and variable costs in order to provide an initial product 
and service. Variable costs, such as the raw materials necessary for 3D printing, are relatively low and include the resin 
at £6 per standard size print, assuming a cost of £30 for one litre of resin [45].  
 
Our fixed costs are high when compared to to revenue during this phase as there are many upfront costs that must be 
incurred to kickstart operations. One of the main costs for this period is acquiring professional stereolithography (SLA) 
printers, which are roughly £8,000 each based on current market options [46]. Another significant cost, as usual, is 
employee costs. We do not forecast the need to hire general salesmen or women as LEGOLAND should have a pre-
existing team, however, hiring a full-time technician to deal with 3D printer-specific issues will be necessary. The cost of 
a single technician working every day of the week (including weekends) is estimated to be £8766. This estimate is 
calculated using a £12 per hour wage, which is the same rate the company Magic of Things pays their technicians who 
are capable of operating and troubleshooting advanced 3D printers.  
 
Another necessary asset to acquire is the software through which the ‘bricks’ can be designed. This is a one-off cost of 
paying a software engineer to design a basic computer-aided design software that is capable of exporting files in the 
correct format to allow for SLA printing. The estimate of £10,000 is based on the cost of similar software such as 
Solidworks. 
 
The final major fixed cost is marketing, for which a simple rule of thumb will be followed, 10% of total revenue should 
be spent on marketing. As we are employing a pulsing methodology, aforementioned in the marketing section, during 
‘low’ periods 5% of total revenue will be spent on marketing, then 10% for each phase of the rollout, and finally 15% 
around the festive period (Q4), roughly averaging to 10% annually. 
 
When calculating total revenue minus the total cost for phase 1, we will suffer a loss of £50,000. 
 
 
Phase 2 
 
The second phase of the venture starts in Q3 2020 and sees the expansion of Build a Brick into LEGO stores across the 
country. Total sales estimates for this quarter are based on the number of stores in the UK (14) [47]. The number of 
sales per day takes into account the number of prints that can feasibly occur in one store with two functioning printers. 
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We believe that sales will not be limited by demand at this stage but instead by production capability, so we assume that 
printers are operating printers at high capacity. This is based on the figure that 7 LEGO sets are sold every second [48]. 
While this is a worldwide figure that includes online sales, if we interpolate this prediction for a single store in the UK, 
assuming 5 units a day is not unreasonable. Once the designing, manufacturing and purchasing processes are 
streamlined in stores, we predict that we will be able to cope with 7000 units in Q1 of 2021, and 9000 per quarter at 
maximum capacity. LEGOLAND sales in phase 2 will make up a significantly smaller percentage of total sales but are 
still expected to increase by 50% as we move into phase 2. 
 
The fixed costs are similar in nature to phase 1, but higher as 28 more printers will be purchased, allowing for two to 
operate in each store. One technician will be employed but only 5 days a week, costing £6174 per quarter. The same 
marketing technique as phase 1 will be employed. Annually, £10,000 will also be set aside to cover general printer 
maintenance for parts that will deteriorate over time e.g. replacement of FEP film.  
 
We have also chosen a value-based pricing methodology to assess how much the consumer believes the product is worth 
and set prices accordingly. Cost-based pricing would be difficult to employ in our case as when sales volumes are high, 
cost of production per unit is low so it would be difficult to mark up each item using industry-standard margins. Value-
based pricing also aligns with our aim to provide a premium product rather than attempting to be a cost leader in a 
market that is currently uncontested. The cost of the standard Build A Brick experience will be set at £40. 
 
It should also be mentioned at this stage that legal fees, website hosting, employee insurance and other such factors are 
assumed to be negligible as we are operating under the parent company LEGO who will already have these systems in 
place. For the second phase, the total loss is £310,000.  
 
 
Phase 3 
 
The third and final phase sees the Build A Brick experience rolling out as an online experience. This will occur in Q2 
2021, one year after the initial LEGOLAND experience is released. Staggering each stage of release not only allows the 
business to work out its kinks, but also allows consumers to become familiar with the creative process of designing their 
parts, ensuring they are comfortable enough to order custom bricks from home. 
 
The third phase also involves the introduction of the many new features to the Build a Brick experience. There will be 
a choice to build bricks of three different sizes, mini, standard, and XL, costing £25, £35 and £50 respectively. An 
optional gift-packaging add-on will be made available as well, for an extra £6 per order. We predict that 4000 unit of 
each size will be sold in Q2 2020, resulting in 12,000 orders total, 600 of which will be purchased with the gift packaging 
add-on (5% of total orders). The cost of production for each size is £3, £6 and £14 based on the resin cost mentioned 
previously as well as print volume calculations to gauge how much more resin is necessary for larger bricks.  
 
In order to cope with this increased volume of sales, 40 new 3D printers will be purchased and located in a centralised 
manufacturing warehouse, and five full-time technicians will be employed to run operations. Fewer technicians are 
needed per printer compared to stores because most of the process in the warehouse will be automated, with orders 
coming in straight from the web-based software and sent to printers. Technicians are mainly there to troubleshoot and 
fix printers, whereas technicians in-store also have the job of leading the customer through the design experience.  
 

Figure 6-Forcasted Profits 



 15 

While this expansion costs £320,000 for new printers and roughly £30,000 for new staff, this phase is also when we 
predict to break even and see positive profit of £89,800 (Q2 2021), due to an increase from 7500 to over 20,000 units 
creating economies of scale.  
Summary 
 
After breaking even in Q2 2021, we forecast sales numbers to continue to increase at LEGOLAND, in LEGO stores 
and online. By the end of Q1 2023, we predict that we will have amassed a total of £3.5million profit since the start of 
the venture, resulting in an average profit of £325,000 every quarter. In order to reach this point however, we need an 
investment of £360,000 to cover the initial losses that we will suffer and to help reach our break-even point. A graph of 
profit for April 2020 to January 2023 can be seen above in Figure 6, and detailed financial predictions can be found at 
this link and in Appendix 2. We hope you will be willing to help us with this venture, and in turn, inspire the builders of 
tomorrow. 
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