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Executive Summary

This report examined stakeholder engagement strategies for the implementation of Sainsbury’s ConnectPlus, a digitally enhanced customer loyalty and engagement platform designed to improve customer experience through artificial intelligence (AI)-driven personalisation, mobile rewards, and data analytics. The report evaluated the importance of effective stakeholder management during the six-month implementation period and considered how stakeholder engagement contributed to successful project delivery and long-term organisational performance.
The report identified and analysed both internal and external stakeholders using the Power–Interest Matrix and Mitchell, Agle and Wood’s (1997) Salience Model to figure out stakeholder influence, legitimacy, urgency, and engagement priorities. While the Power–Interest Matrix provided a practical method for stakeholder prioritisation, the report found that stakeholder influence changed throughout the project lifecycle, proving the value of combining both models to support more informed decision-making.
A structured stakeholder engagement plan, communication plan and RACI matrix were developed to allocate responsibilities, establish appropriate communication channels and strengthen collaboration between project participants. The report also applied the 4Cs stakeholder engagement model and the Thomas–Kilmann Conflict Mode Instrument to evaluate methods for promoting collaboration, managing stakeholder expectations, and resolving potential conflicts arising from digital transformation.
The findings concluded that sustainable stakeholder engagement extended beyond effective communication by requiring continuous consultation, collaboration, and trust-building throughout implementation. Although comprehensive stakeholder engagement required additional organisational resources and could lengthen decision-making processes, the long-term benefits included improved customer loyalty, stronger employee commitment, enhanced regulatory compliance, reduced project risk, and greater organisational sustainability. The report therefore recommended adopting a dynamic stakeholder management approach supported by regular stakeholder reviews, continuous communication, and ongoing evaluation to maximise the success of the ConnectPlus platform.
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Introduction 
Sainsbury’s is one of the UK’s largest retailers and is expanding its long-term partnership model with British and Irish farms. Its 2024/25 Annual Report reports continued investment in UK and Irish agriculture (J Sainsbury plc, 2025).
Retail organisations are increasingly using digital technologies to improve customer experience, loyalty, and competitiveness. Sainsbury’s proposed ConnectPlus platform will combine artificial intelligence (AI)-driven personalisation, mobile rewards, and data analytics to provide a more personalised shopping experience and generate customer insight. Successful implementation will depend on both technological capability and effective stakeholder engagement (Freeman, 1984).
Stakeholders will contribute financial resources, technical expertise, operational knowledge, regulatory oversight, and customer feedback. Differences in power, legitimacy and urgency can influence project decisions and implementation priorities (Mitchell, Agle and Wood, 1997). Poor engagement may increase resistance, communication failures, compliance risks, and reduced customer adoption (Bourne, 2016).
This report identifies and critically evaluates internal and external ConnectPlus stakeholders using Mendelow’s Power–Interest Matrix (1991) and the Stakeholder Salience Model (Mitchell, Agle and Wood, 1997). It considers how stakeholder influence can change across the six-month implementation period and evaluates the value and limitations of using both models.
The report also develops stakeholder engagement, communication and RACI plans and applies the 4Cs Stakeholder Engagement Model and Thomas–Kilmann Conflict Mode Instrument. Finally, it evaluates sustainable stakeholder engagement in relation to customer adoption, employee readiness, compliance, and business performance, recognising the practical challenges of managing diverse stakeholder expectations.












SMART Objectives
The successful implementation of ConnectPlus required clearly defined objectives to guide decision-making, monitor progress, and evaluate project success. 
	
	SMART Objective
	 Explanation

	Increase active customer adoption of ConnectPlus by at least 30% within six months of launch, measured against the eligible customer baseline established through pre-launch pilot testing.
	The objective is specific and measurable through registrations, active use, and app analytics. The 30% target is justified as an initial adoption benchmark and should be tracked against the pilot baseline. It is achievable through Sainsbury’s digital infrastructure and targeted marketing, relevant to customer loyalty, and time-bound to six months.

	Deliver digital skills and ConnectPlus training to 100% of employees involved in the project before platform launch, achieving at least 90% competency in post-training assessments.
	Employee readiness is essential for successful implementation because frontline staff influence customer experience and platform adoption. This objective is measurable through training completion records and assessment results. 

	Achieve full compliance with UK GDPR and organisational data governance requirements before launch by completing 100% of required data protection assessments and security audits within the project timeframe.
	Regulatory compliance protects customer information, strengthens organisational reputation, and reduces legal risk. The objective is measurable through completed compliance audits and approval from governance teams. 


The SMART framework provides a structured approach for defining project objectives and measuring organisational performance (Doran, 1981). For ConnectPlus, the objectives align stakeholder activities with customer engagement, employee capability, and regulatory compliance.







Roles and Responsibilities of Stakeholders

 4. Stakeholder Identification and Categorisation
Effective stakeholder identification is fundamental to the successful implementation of the ConnectPlus project because different stakeholders possess varying levels of influence, interest and expectations that may affect project outcomes (Freeman, 1984). 
Stakeholders are categorised as internal or external according to their relationship with Sainsbury’s and their contribution to implementation. Early identification supports clear responsibilities and communication, but classifications should be reviewed as project risks, priorities, and stakeholder influence change.
	Internal Stakeholder
	Role
	Key Responsibilities

	Board of Directors
	Strategic leadership
	Approve funding, provide governance, and ensure the project aligns with Sainsbury’s strategic objectives.

	Project Sponsor
	Executive sponsor
	Champion the project, secure resources, remove organisational barriers and support strategic decision-making.

	Project Manager
	Project leadership
	Plan, coordinate and monitor project activities, manage risks, budget, schedule, and stakeholder engagement.

	IT Department
	Technical implementation
	Design, develop, test, integrate and support the ConnectPlus platform while ensuring cybersecurity and system performance.

	Marketing Department
	Customer engagement
	Develop marketing campaigns, promote ConnectPlus and encourage customer adoption.

	Store Managers
	Operational management
	Implement project activities in stores, supervise employees and monitor customer experience.

	Employees
	End users
	Operate the new system, support customers, and provide feedback during implementation.


Internal stakeholders will play a direct role in planning, implementing, and monitoring the ConnectPlus project. Although the Board of Directors and Project Sponsor possess the greatest decision-making authority, successful implementation will depend on collaboration between technical, operational, and customer-facing teams. This demonstrates that project success relies on shared responsibility rather than individual authority, making communication and coordination essential throughout the project lifecycle.

	External Stakeholder
	Role
	Key Responsibilities

	Customers
	Platform users
	Use ConnectPlus, provide feedback and support continuous improvement.

	Technology Suppliers
	Technology partner
	Supply software, cloud infrastructure, and technical support.

	Information Commissioner’s Office (ICO)
	Regulator
	Monitor compliance with UK GDPR and data protection legislation.

	Payment Service Providers
	Financial partner
	Provide secure payment processing and system integration.

	Third-party Logistics Partners
	Distribution partner
	Support delivery services associated with customer purchases and rewards.


External stakeholders influence ConnectPlus through customer participation, regulatory oversight, and specialist capability. Their influence may increase during testing, integration, launch and post-implementation evaluation, so engagement should be adjusted accordingly.













5. Stakeholder Mapping Using the Power–Interest Matrix
Mendelow’s Power–Interest Matrix (1991) prioritises stakeholders according to their power over a project and interest in its outcomes. It helps Sainsbury’s allocate engagement resources proportionately, but classifications should be reviewed because influence can change during digital transformation.
	High Power – High Interest (Manage Closely)
	Board of Directors, Project Sponsor, Project Manager, IT Department
	Regular progress meetings, detailed reports, involvement in strategic decisions and risk management.

	High Power –  Low Interest (Keep Satisfied)
	Information Commissioner’s Office (ICO), Senior Executives not directly involved
	Provide compliance reports, governance updates and regulatory assurance while avoiding unnecessary operational detail.

	Low Power – High Interest (Keep Informed)
	Employees, Store Managers, Marketing Department, Customers
	Provide regular updates, training sessions, feedback opportunities, and customer communication throughout implementation.

	Low Power – Low Interest (Monitor)
	Payment Service Providers and Third-party Logistics Partners (monitor initially; influence may increase during integration)
	Monitor during planning, then increase engagement during integration, testing and launch where service or technical dependencies create higher risk.



The matrix can oversimplify dynamic relationships. Customers may gain influence when adoption and feedback become critical, while payment and logistics partners may move from monitoring to closer management during integration because technical or service failures can affect delivery. The model is therefore most useful when combined with ongoing stakeholder review.



6. Stakeholder Analysis Using the Salience Model
The Stakeholder Salience Model developed by Mitchell, Agle and Wood (1997) extends stakeholder analysis by assessing stakeholders according to three attributes:
· Power – the ability to influence project decisions.
· Legitimacy – the appropriateness of the stakeholder’s involvement.
· Urgency – the degree to which stakeholder claims require immediate attention.
Unlike Mendelow’s model, the Salience Model recognises that stakeholder influence is dynamic and may change throughout the project lifecycle.
	Stakeholder
	Power
	Legitimacy
	Urgency
	Stakeholder Classification

	Board of Directors
	High
	High
	High
	Definitive Stakeholder

	Project Sponsor
	High
	High
	High
	Definitive Stakeholder

	Project Manager
	High
	High
	Medium
	Dominant Stakeholder

	IT Department
	High
	High
	Medium
	Dominant Stakeholder

	Employees
	Low
	High
	Medium
	Dependent Stakeholder

	Customers
	Medium
	High
	High
	Dependent Stakeholder

	Information Commissioner’s Office (ICO)
	High
	High
	High
	Definitive Stakeholder

	Technology Suppliers
	Medium
	High
	Medium
	Dominant Stakeholder


The Salience Model provides a broader assessment than Mendelow because it considers power, legitimacy, and urgency. This is useful where stakeholders with limited formal power, such as employees, can still have legitimate and urgent claims.The combined use of the two stakeholder models is therefore justified. Mendelow provides a simple prioritisation mechanism for deciding how much management attention is required, while the Salience Model adds legitimacy and urgency. Their combined use reduces the risk of treating a stakeholder as permanently high or low priority. For example, a payment provider may be monitored during early planning but require closer management during technical integration, while customers may become more influential as launch approaches. The limitation is that repeated reassessment requires management time, so reviews should occur at defined phase gates and when material risks emerge.

7. Stakeholder Engagement Plan
Effective engagement keeps stakeholders infored, involved, and committed throughout the project. PMI (2021) emphasises strategies that reflect stakeholder influence, expectations, and communication needs. For ConnectPlus, engagement should build trust, encourage participation, and address concerns before they become risks.
Engagement should be flexible because stakeholder priorities change across implementation. Proportionate two-way engagement can reduce resistance while avoiding unnecessary consultation.
	Stakeholder
	Current Engagement
	Desired Engagement
	Engagement Strategy
	Frequency
	Responsible Person
	Success Indicator

	Board of Directors
	Supportive
	Highly Supportive
	Executive meetings, strategic reports, and risk reviews
	Monthly
	Project Sponsor
	Continued approval of project milestones and funding

	Project Manager
	Highly Engaged
	Highly Engaged
	Daily project coordination, progress monitoring, and issue resolution
	Daily
	Project Sponsor
	Project delivered within scope, time, and budget

	IT  Department
	Moderately Engaged
	Highly Engaged
	Technical workshops, sprint reviews, and collaborative planning
	Weekly
	IT Manager
	Successful system integration with minimal technical issues

	Marketing Department
	Moderately Engaged
	Highly Engaged
	Campaign planning meetings and customer feedback analysis
	Fortnightly
	Marketing Manager
	Increased customer awareness and platform registrations

	Employees
	Neutral
	Supportive
	Training programmes, workshops, FAQs, and feedback sessions
	Weekly
	HR Manager
	100% training completion and improved employee confidence

	Customers
	Aware
	Actively Engaged
	Mobile notifications, surveys, loyalty rewards, and customer support
	Monthly
	Customer Experience Manager
	30% increase in active ConnectPlus users within six months

	Investors/Shareholders
	Supportive
	Highly Supportive
	Financial reports and project performance updates
	Quarterly
	Finance Director
	Continued investor confidence and positive financial outlook

	Information Commissioner’s Office (ICO)
	Consulted
	Satisfied
	Compliance reporting and data protection audits
	As required
	Compliance Manager
	Full GDPR compliance and successful audit outcomes

	Technology Suppliers
	Moderately Engaged
	
	
	
	
	


The engagement plan differentiates approaches according to stakeholder influence and expectations. High-power stakeholders require strategic oversight, while employees and customers need meaningful two-way participation.
A key strength is the use of feedback rather than one-way communication. Employee training and feedback can identify readiness issues, while customer surveys and pilot testing can identify usability concerns. A clear route should record feedback, assign an owner and escalate unresolved high-risk issues to the Project Manager within an agreed timeframe. Data collected through engagement should be limited to what is necessary and handled through appropriate privacy controls. Accessibility, language and digital-literacy needs should also be considered.
8. Stakeholder Communication Plan
Communication is a critical component of stakeholder engagement because it enables organisations to share information, manage expectations and build trust throughout the project lifecycle. Effective communication ensures that stakeholders receive accurate information through appropriate channels and at suitable intervals, reducing uncertainty and supporting informed decision-making (Project Management Institute (PMI), 2021). For the ConnectPlus project, Sainsbury’s required a structured communication plan to coordinate interactions with internal and external stakeholders during the six-month implementation period.

	Stakeholder
	Information Required
	Communication Method
	Frequency
	Responsible Person
	Desired Outcome

	Board of Directors
	Project progress, risks, budget updates, and strategic decisions
	Executive meetings and written management reports
	Monthly
	Project Manager
	Continued strategic support and timely decision-making

	Project Team
	Daily tasks, milestones, risks, and project updates
	Team meetings, Microsoft Teams, and project management software
	Daily
	Project Manager
	Effective collaboration and completion of project activities

	IT Department
	Technical requirements, testing results, and cybersecurity updates
	Technical workshops, sprint reviews, and email
	Weekly
	IT Manager
	Successful platform development and system integration

	Marketing Department
	Campaign schedules, customer feedback and launch activities
	Planning meetings and collaborative workshops
	Fortnightly
	Marketing Manager
	Coordinated promotional campaigns and increased customer awareness

	Employees
	Training schedules, implementation updates, and operational guidance
	Staff meetings, training sessions, intranet, and email
	Weekly
	HR Manager
	Improved employee confidence and readiness for implementation

	Customers
	Platform benefits, loyalty rewards, privacy information and launch updates
	Mobile app notifications, email, website, social media, and customer surveys
	Monthly
	Customer Experience Manager
	Increased customer adoption and trust in ConnectPlus

	Investors/Shareholders
	Financial performance, project milestones, and expected business benefits
	Quarterly reports and annual meetings
	Quarterly
	Finance Director
	Sustained investor confidence and continued financial support

	Information Commissioner’s Office (ICO)
	GDPR compliance reports, audit findings, and data protection documentation
	Formal reports and compliance meetings
	As required
	Compliance Manager
	Full regulatory compliance and reduced legal risk

	Technology Suppliers
	Project specifications, implementation schedule, and service expectations
	Contract review meetings, email, and virtual meetings
	Monthly
	Procurement Manager
	Timely delivery of technical services and effective supplier collaboration


Communication must be tailored to stakeholder influence, information needs, and preferred channels (PMI, 2021).
Sainsbury’s should therefore provide clear, relevant, and accessible information and offer alternative communication routes where necessary.

9. RACI Matrix
A RACI matrix is a project management tool used to clarify roles and responsibilities by identifying who is Responsible (R) for completing a task, Accountable (A) for its overall success, Consulted (C) before decisions are made and Informed (I) about progress (Project Management Institute (PMI), 2021). Clearly defining responsibilities helps reduce confusion, avoid duplication of work, and improve accountability throughout the project lifecycle.
For the ConnectPlus project, the RACI matrix was developed to ensure effective collaboration between stakeholders while supporting efficient decision-making during the implementation of the digital loyalty platform.
	Project Activity
	Board of Directors
	Project Manager
	IT Department
	Marketing Department
	HR Manager
	Compliance Manager
	Customer Experience Manager
	Technology Suppliers

	Approve project budget
	A
	C
	I
	I
	I
	I
	I
	I

	Develop ConnectPlus platform
	I
	A
	R
	I
	I
	C
	I
	R

	Ensure GDPR compliance
	I
	C
	R
	I
	I
	A
	I
	C

	Employee training
	I
	C
	R
	I
	A
	I
	C
	I

	Marketing campaign
	I
	C
	I
	A
	I
	C
	R
	I

	Customer communication
	I
	C
	I
	R
	I
	C
	A
	I

	System testing and launch
	I
	A
	R
	C
	I
	C
	C
	R

	Monitor project performance
	C
	A
	R
	C
	C
	C
	C
	I



Key:
R = Responsible | A = Accountable | C = Consulted | I = Informed
The RACI matrix strengthens governance by clarifying ownership and reducing duplication. Separating Accountable from Responsible roles makes decision ownership clearer and supports faster escalation.
Consulted stakeholders can contribute specialist knowledge before decisions are made. For example, Compliance should be consulted on customer communications and IT on technical changes.
A limitation is that RACI provides a snapshot and may become outdated as project responsibilities change. Sainsbury’s should review it at major phase gates and after significant risks or scope changes.
10. The 4Cs Model of Stakeholder Engagement
The 4Cs Model (Communication, Consultation, Collaboration and Commitment) provides a practical framework for building and maintaining effective stakeholder relationships throughout a project’s lifecycle. Unlike stakeholder mapping models, which focus on identifying and prioritising stakeholders, the 4Cs model emphasises how organisations should engage stakeholders to encourage trust, participation, and long-term support. For a digital transformation project such as ConnectPlus, applying the 4Cs model helps ensure that stakeholders remain actively involved before, during and after implementation, increasing the likelihood of successful project outcomes.
	4Cs Element
	Application to the ConnectPlus Project
	Expected Benefit

	Communication
	Sainsbury’s communicated project objectives, implementation timelines, AI features, loyalty rewards and data privacy measures through staff briefings, newsletters, emails, the company intranet, mobile app notifications, and social media updates.
	Improved transparency, increased stakeholder awareness, and reduced uncertainty surrounding the digital transformation.

	Consultation
	Employees, customers, technology suppliers, and compliance specialists were consulted through surveys, pilot testing, workshops, and feedback sessions before and during implementation.
	Early identification of risks, improved decision-making, and increased stakeholder confidence in the platform.

	Collaboration
	Cross-functional teams, including IT, Marketing, HR, Compliance and Customer Experience, worked together throughout system development, testing, and launch. External technology suppliers also collaborated to ensure successful system integration.
	Improved teamwork, better problem-solving, and more effective project delivery through shared expertise.

	Commitment
	Senior leaders demonstrated commitment by allocating resources, monitoring progress, and supporting employee training, while employees and customers were encouraged to engage through ongoing communication, rewards, and continuous feedback.
	Stronger stakeholder trust, increased platform adoption, and long-term organisational commitment to digital innovation.


The 4Cs framework strengthens engagement by moving from information-sharing towards participation. Communication creates awareness, consultation gathers feedback, collaboration combines expertise, and commitment supports sustained involvement.
The model does not prioritise stakeholders by power or authority, so it should be used alongside Mendelow and the Salience Model.
For Communication, the Project Manager should ensure that material changes are communicated consistently and that unresolved misunderstandings are escalated within 48 hours. For Consultation, the Customer Experience Manager and HR Manager should own customer and employee feedback, with findings reviewed before major design or training decisions. Collaboration should be led through cross-functional workshops owned by the Project Manager, with unresolved technical or compliance conflicts escalated to the Sponsor or Compliance Manager. Commitment should be assessed through participation, training completion and adoption measures at monthly governance reviews. These links make the 4Cs more actionable than treating the model as a general description of effective communication.







11. Conflict Management
Collaboration should be the preferred approach where IT, Marketing, Compliance and Customer Experience have competing requirements because shared problem-solving can protect both technical quality Conflict may arise over cost, data privacy, functionality, timescales, and resource allocation. Unresolved conflict can delay delivery and reduce stakeholder commitment (PMI, 2021).
Thomas–Kilmann identifies competing, collaborating, compromising, avoiding and accommodating (Thomas and Kilmann, 1974). The right style depends on urgency, issue importance and stakeholder relationships.
Overall, conflict management should combine the appropriate TKI style with clear ownership, escalation times and measurable outcomes such as resolution time, reopened issues and milestone impact.
The Thomas–Kilmann styles should likewise be linked to the seriousness and timing of ConnectPlus conflicts. Competing may be justified where immediate action is required to protect customer data or cybersecurity, with the Compliance Manager escalating critical risks immediately. Avoiding may be appropriate for minor interpersonal disagreements that do not affect delivery, provided the issue is revisited if it persists. Collaborating is preferable for complex issues involving competing stakeholder requirements, while compromising can protect milestones when a complete agreement is not achievable. Accommodation can help maintain employee relationships during change, but should not override compliance, safety, or essential project requirements. Using measurable escalation and resolution times ensures that conflict management contributes to project performance.

12. Sustainable Stakeholder Engagement and Business Performance
Sustainable stakeholder engagement is important to ConnectPlus because successful digital transformation depends on continued participation rather than a one-off launch. Engagement should therefore be evaluated against customer, employee, compliance, operational and financial outcomes throughout the six-month implementation period. Digital transformation research emphasises that technology creates value only when organisational processes and stakeholder needs are aligned (Verhoef et al., 2021).

Customer adoption is a central performance measure. The 30% adoption target should be assessed against the pre-launch pilot baseline using active users, registration rates, reward redemption and customer satisfaction. Pilot testing can identify usability and accessibility barriers before wider deployment, while feedback can guide improvements to the platform. This is important because customer experience extends across multiple interactions rather than being determined by the technology alone (Lemon and Verhoef, 2022). However, incentives may increase short-term registrations without creating sustained engagement, so active use and satisfaction should also be monitored.

Employee readiness is another critical factor. Employees must understand the platform, privacy requirements, and their role in supporting customers. Training completion, competency scores, employee confidence, and recurring support queries can provide measurable evidence of readiness. Change-management research suggests that organisational change is influenced by factors beyond the technical solution, including leadership, communication and employee involvement (Errida and Lotfi, 2021). Poor readiness could increase workload, service problems, and resistance.

Compliance and reputation are closely connected. ConnectPlus processes customer information and uses AI-driven personalisation, creating privacy and cybersecurity risks. Data-protection assessments, access controls, security testing, and incident-response procedures should therefore be monitored as project KPIs. Strong privacy practices can support customer trust, whereas failures may create regulatory, financial, and reputational consequences (Martin, Borah and Palmatier, 2020).

Operational efficiency and cost also require balanced evaluation. Effective engagement can identify problems early and reduce rework, delays and resistance, but excessive consultation can create fatigue, increase costs and slow decisions. Sainsbury’s should therefore use proportionate engagement and monitor milestone achievement, issue-resolution time, supplier performance and project expenditure. Overall, sustainable engagement should be judged by measurable outcomes rather than communication frequency alone. A balanced dashboard covering adoption, employee readiness, compliance, customer satisfaction, operational efficiency, cost and stakeholder concerns would enable Sainsbury’s to identify emerging risks and adjust engagement before they affect business performance.
A further consideration is reputation. ConnectPlus may strengthen Sainsbury’s image as an innovative retailer if customers experience genuine convenience and transparency. Conversely, poor personalisation, inaccessible design, misleading rewards, or weak privacy controls could undermine trust. Stakeholder feedback should therefore be analysed for recurring complaints and not only positive adoption figures. Customer satisfaction, complaint volumes, opt-out rates and privacy-related concerns can provide early warning indicators.

Sainsbury’s should compare planned and actual implementation milestones, defect rates, supplier service levels, helpdesk volumes, and project expenditure. These measures help determine whether engagement is contributing to performance rather than simply increasing activity. Where engagement identifies a problem, the project team should assess whether acting on the feedback reduces rework or prevents a larger operational failure.

Performance data should be reviewed at monthly governance meetings and at the end of the pilot, launch, and post-launch stages. This creates a practical control cycle in which evidence from stakeholders informs decisions, actions are assigned to named owners, and results are reviewed against agreed KPIs.







13. Recommendations
Based on the critical evaluation of stakeholder engagement strategies, the following recommendations are proposed to improve the successful implementation and long-term sustainability of the ConnectPlus platform.
Recommendation 1: Establish Continuous Stakeholder Reviews Throughout the Project Lifecycle
Sainsbury’s should review stakeholder influence, expectations, and engagement at key project stages rather than relying on the initial analysis. Monthly reviews using Mendelow and the Salience Model can identify emerging risks and support proportionate engagement (Mitchell, Agle and Wood, 1997).
Recommendation 2: Strengthen Two-Way Communication and Stakeholder Participation
Sainsbury’s should provide employee forums, customer surveys, pilot testing, and supplier reviews so stakeholders can raise concerns and influence improvements. A two-way approach can strengthen trust and reduce resistance, although consultation should remain proportionate to avoid fatigue and delay (Freeman, 1984).
Recommendation 3: Develop an Ongoing Stakeholder Performance Measurement Framework
Sainsbury’s should monitor customer adoption, employee training and competency, stakeholder satisfaction, issue-resolution time, GDPR outcomes, supplier performance, cost, and milestone achievement. A regular KPI dashboard would support evidence-based adjustments and continuous learning (PMI, 2021).
Together, the recommendations support adaptive engagement, clearer accountability, and measurable performance rather than treating stakeholder management as a one-off planning activity.
They should improve customer trust, employee readiness, compliance, and organisational resilience while reducing avoidable delays, resistance, and reputational risk.








14. Conclusion
 This analysis shows that ConnectPlus success depends on combining technology with structured stakeholder engagement. Mendelow’s Matrix and the Salience Model help prioritise stakeholders, while engagement, communication, RACI, 4Cs and Thomas–Kilmann provide practical mechanisms for participation, accountability and conflict management.
The strongest potential benefit is improved customer adoption supported by employee readiness and trust. The main limitation is that stakeholder influence and engagement needs can change, while extensive consultation can increase cost, fatigue, and decision time. The overall judgement is that Sainsbury’s should use a dynamic, measurable approach: review stakeholder classifications at phase gates, maintain clear feedback and escalation routes, and monitor adoption, readiness, compliance, operational efficiency, cost, and stakeholder satisfaction throughout the six-month implementation.
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