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EXECUTIVE SUMMARY
The launch of ConnectPlus represents a major strategic transformation for GlobalRetail UK Ltd, designed to unify fragmented loyalty schemes across 25 international markets into a single, AI‑powered platform. This system will deliver personalised recommendations, mobile‑first rewards, and advanced data analytics, aiming to increase customer retention, improve operational efficiency, and strengthen brand differentiation in a highly competitive sector.
This report analyses stakeholder engagement as a critical success factor for the project. Drawing on Freeman’s Stakeholder Theory, Mendelow’s Power‑Interest Matrix, and Mitchell et al.’s Salience Model, it identifies and categorises internal and external stakeholders, explaining their roles, contributions, and potential barriers. The report applies engagement frameworks including the 4C Model, RACI Matrix, and conflict resolution techniques, adapted to diverse cultural, legal, and market environments.
Further analysis evaluates the benefits of systematic engagement—such as reduced project risk, improved adoption rates, and enhanced long‑term business performance—as well as addressing challenges like data privacy concerns, cross‑market differences, and competing priorities. Ethical considerations regarding data usage, transparency, and inclusion are also examined. The report concludes that proactive, inclusive, and sustainable stakeholder engagement is essential for on‑time delivery, regulatory compliance, and maximising return on investment, and provides detailed recommendations to guide the six‑month rollout and beyond.


1. INTRODUCTION
GlobalRetail UK Ltd is a leading multinational retailer and e‑commerce company headquartered in London, United Kingdom. Established in 1995, it has grown from a single high‑street store to operating over 1,250 physical outlets across Europe, Asia, and the Middle East, supported by a sophisticated digital infrastructure serving more than 23 million active customers. The company’s core values center on quality, value, sustainability, and innovation, with a vision to become the most trusted and convenient shopping destination worldwide.
In recent years, the retail industry has undergone profound structural changes. Digital transformation, shifting consumer expectations, and rising competition from both traditional players and pure‑play e‑commerce brands have placed customer retention at the heart of business strategy. Research by Christopher et al. (2013) shows that acquiring a new customer can cost five times more than retaining an existing one, and increasing retention rates by just 5 % can boost profits by 25 % to 95 %. Despite this, many loyalty programmers remain siloed, outdated, and fail to deliver relevant value or actionable insights.
To address these gaps, GlobalRetail is developing ConnectPlus, a digitally enhanced customer loyalty and engagement platform. The system integrates artificial intelligence, machine learning, and cloud‑based technology to deliver personalised product recommendations, instant mobile rewards, and real‑time analytics. It will replace 12 separate legacy loyalty systems currently operating across different regions, creating a unified experience for customers and a single source of truth for management. The rollout is scheduled over six months, starting in the UK, Germany, France, and Singapore, with subsequent phases covering Spain, Italy, and the United Arab Emirates.
As Project Manager, responsibility extends beyond technical delivery to ensure that all parties who influence or are affected by the project are systematically identified, understood, and engaged. Freeman (1984) defines stakeholders as “any group or individual who can affect or is affected by the achievement of the organisation’s objectives”, emphasising that their interests must be balanced to ensure long‑term success. This report applies established academic theory and management frameworks to provide a structured approach to stakeholder engagement, ensuring alignment, managing expectations, and fostering collaboration across diverse organisational and cultural contexts.



2. SMART OBJECTIVES
To provide clear direction and measurable outcomes, the following Specific, Measurable, Achievable, Relevant, and Time‑bound objectives have been set:
Stakeholder Mapping:  Identify, categorise, and prioritise all internal and external stakeholders using the Power‑Interest Matrix and Salience Model by the end of Week 2, with a complete review updated every fortnight.
Engagement Strategy:  Develop and implement tailored communication and engagement plans, achieving a minimum of 92 % stakeholder understanding and alignment by Week 12, measured through feedback surveys and attendance records.
Risk & Conflict Management: Proactively monitor stakeholder concerns, resolve conflicts or issues within three to five working days of identification, and ensure no delays to the six‑month launch timeline.
Compliance & Ethics: Ensure all engagement activities and data handling processes fully comply with GDPR, UK Data Protection Act 2018, and local regulations in every market, with formal compliance sign‑off by Week 16.
Performance Measurement: Evaluate engagement effectiveness at launch, one month post‑launch, and three months post‑launch, using metrics including satisfaction scores, platform adoption rates, and feedback response rates.
Continuous Improvement: Establish a feedback loop to capture stakeholder input post‑launch, allowing for iterative updates and improvements to the platform and engagement processes.



3. IDENTIFICATION AND CATEGORISATION OF STAKEHOLDERS

Effective stakeholder management begins with accurate identification and classification. Ashcroft (2017) notes that projects often fail not because of technical issues, but because key stakeholders are overlooked or their influence is underestimated. This section explains the theoretical frameworks applied and provides a detailed breakdown of internal and external stakeholders.

4.1 Theoretical Frameworks
Freeman’s Stakeholder Theory (1984): This foundational theory moves beyond the traditional focus on shareholders to recognise that employees, customers, suppliers, regulators, and communities all have a legitimate interest in organisational activities. It argues that balancing these interests is essential for long‑term sustainability and success.
Mendelow’s Power‑Interest Matrix (1991): This tool classifies stakeholders into four quadrants:
High Power / High Interest: Must be managed closely; they can significantly influence or be affected by the project.
High Power / Low Interest: Need to be kept satisfied; they have influence but may not be actively involved.
Low Power / High Interest: Must be kept informed; they are affected but have limited ability to change outcomes.
Low Power / Low Interest: Require minimal monitoring and periodic updates.
Mitchell et al.’s Salience Model (1997): This adds two further dimensions: Legitimacy (whether the stakeholder’s claim is appropriate and recognised) and Urgency (whether their needs require immediate attention). This creates seven categories, with Definitive Stakeholders possessing all three attributes and requiring the highest priority.



4.2 Internal Stakeholders

	Stakeholder Group
	Detailed Description
	Power
	Interest
	Quadrant
	Salience

	Executive Board & Project Sponsor
	Approves funding, sets strategic direction, resolves high‑level conflicts, and holds ultimate accountability. They define the project’s scope, budget, and success criteria.
	Very
high
	Very
high
	Manage Closely
	Definitive

	Project Management Office (PMO)
	Oversees planning, scheduling, risk management, and reporting. Ensures alignment with company standards and provides governance support.
	High
	Very
high
	Manage Closely
	Definitive

	Product Development Team
	Designs functionality, user interface, and features. Conducts internal testing and iterates based on feedback.
	High
	Very high
	Manage Closely
	Definitive

	IT Infrastructure & Cyber Security
	Manages cloud hosting, system integration, data encryption, and protection against breaches. Ensures compatibility with existing ERP and CRM systems.
	High
	Very 
High
	Manage Closely
	Definitive

	Data Analytics & Insights Team
	Develops algorithms for personalisation, ensures data quality, and builds reporting dashboards for management.
	Medium
High
	High
	Manage Closely
	Dominant

	Marketing & CRM Department
	Develops launch campaigns, brand messaging, and communication strategies. Defines how rewards and offers will be presented to customers.
	Medium High
	High
	Keep Satisfied
	Dominant

	Finance & Commercial Team
	Manages budget, forecasts ROI, controls costs, and approves expenditure. Evaluates financial viability and pricing models.
	High
	Medium
	Keep Satisfied
	Dominant

	Legal & Compliance Team
	Reviews contracts, ensures adherence to data protection laws, consumer regulations, and industry standards. Provides risk assessments.
	High
	High
	
Manage Closely

	Definitive

	Regional Directors & Local Management
	Translates global strategy into local action, manages market‑specific requirements, and reports on regional readiness.
	Medium HIgh
	High
	Keep Informed
	Dependent

	HR & Training Department
	Creates training materials, schedules sessions, and assesses staff competency. Supports change management internally.
	Medium
	Medium
	Monitor
	Discretionary

	Internal Audit
	Reviews processes, controls, and compliance to ensure the project meets company standards and policies.
	Medium high
	medium
	Monitor
	Dominant

	Store Operations & Frontline Staff
	Explain the platform to customers, assist with registration, and resolve basic issues. Their attitude directly shapes customer perception
	Medium
	High
	
Keep Informed
	Dependent





4.3 External Stakeholders

	Stakeholder Group
	Detailed Description
	Power
	Interest
	Quadrant
	Salience

	Existing & Prospective Customers
	End‑users who provide data, drive revenue, and influence reputation through reviews and word‑of‑mouth. Their adoption determines success.
	Medium
high
	Very
high
	Manage Closely
	Definitive

	Technology Vendors & Partners
	Provide AI software, cloud services, mobile application development, and system integration support. Critical to technical delivery.
	high
	high
	Manage Closely
	Definitive

	Regulatory Bodies
	Includes the UK Information Commissioner’s Office (ICO), EU GDPR Supervisory Authorities, and local data protection agencies. Set legal requirements.
	Very
high
	Medium high
	Manage Closely
	Definitive

	Payment Service Providers
	Enable secure reward redemptions, linked payments, and financial transactions within the platform. Ensure compliance with financial regulations.
	Medium high
	medium
	Keep Satisfied
	Dominant

	Shareholders & Institutional Investors
	Monitor return on investment, growth projections, and strategic alignment. Their confidence affects access to capital
	high
	medium
	Keep Satisfied
	Dominant

	Industry Analysts & Retail Consultants
	Publish reports, benchmark performance, and influence how the platform is perceived by competitors and the wider market.
	medium
	medium
	Monitor
	Discretionary

	Media & Digital Influencers
	Shape public opinion and awareness. Positive coverage can accelerate adoption; negative reports can damage trust.
	medium
	medium
	Monitor
	Discretionary

	Trade Associations & Industry Bodies
	Represent sector standards, share best practices, and advocate for fair business conditions.
	Low medium
	medium
	Monitor
	dependent

	Non‑Governmental Organisations (NGOs)
	Monitor ethical practices, sustainability, and data usage. May highlight concerns regarding consumer rights or privacy.
	Low medium
	Low medium
	Monitor
	Discretionary

	Local Communities
	Affected indirectly by the company’s success, employment practices, and digital transformation impacts.
	low
	Low medium
	Monitor
	Discretionary







4.4 Summary of Classification

This structured approach ensures that resources are allocated where they will have the greatest impact. Definitive stakeholders require continuous engagement and active participation. Dominant stakeholders need regular updates and reassurance to maintain support. Dependent stakeholders rely on clear communication and support from others to fulfil their roles. Discretionary stakeholders require only periodic updates to avoid unnecessary effort. Mitchell et al. (1997) emphasise that this classification is not static; it must be reviewed regularly as the project evolves, as influence and interest levels can change over time.


ROLES, BENEFITS AND CHALLENGES

Each stakeholder group plays a distinct part in the project’s success, stands to gain specific benefits, and faces unique challenges. Understanding these dynamics allows the project team to anticipate issues, build trust, and tailor engagement strategies accordingly.

5.1 Internal Stakeholders
· Executive Board & Sponsor: Their role is to provide strategic direction, remove organisational barriers, and approve major changes
· . Benefits: A successful platform will strengthen GlobalRetail’s competitive position, increase revenue, and improve long‑term profitability and shareholder value. 
· Challenges: Balancing investment costs with expected returns, and maintaining strategic focus amid short‑term operational pressures.
· IT & Security Teams: Responsible for system reliability, integration, and data protection. 
· Benefits: Modernising the technology infrastructure reduces future maintenance costs and creates a more scalable environment. 
· Challenges: Integrating new cloud‑based systems with legacy databases, ensuring security does not restrict functionality, and managing the risk of cyber‑attacks.

· Marketing & CRM: Translate technical features into customer value propositions.
·  Benefits: Access to richer, more accurate data allows for more precise segmentation, targeted campaigns, and higher conversion rates. 
· Challenges: Creating consistent messaging across different languages and cultures, and managing expectations regarding what personalisation can deliver.

· Store Operations & Frontline Staff: Act as the primary point of contact between the company and its customers. 
· Benefits: A unified system reduces complexity, simplifies reward processes, and frees up time to focus on service rather than administrative queries. 
· Challenges: Learning new technology alongside existing duties, overcoming initial resistance to change, and feeling confident enough to explain the system clearly to customers.

· Finance Team: Oversees budgets and financial performance.
·  Benefits: Streamlined data provides clearer visibility into programme costs and revenue impact. 
· Challenges: Ensuring costs remain within forecast, and justifying ongoing investment before full returns are realised.


5.2 External Stakeholders
· Customers: The end‑users and the primary reason for the platform. 
· Role: Provide usage data, feedback, and ongoing loyalty. 
· Benefits: A seamless experience, relevant offers, instant rewards, and the ability to track activity across all channels. 
· Challenges: Concerns regarding data privacy and security, learning how to use new features, and uncertainty about whether the new system offers better value than the old one.

· Technology Vendors: Deliver the software and support services. 
· Role: Meet specifications, timelines, and quality standards. 
· Benefits: Long‑term contracts, revenue, and opportunities for future collaboration. 
· Challenges: Aligning with GlobalRetail’s internal processes, adapting solutions to different regional requirements, and ensuring system stability under high usage.

· Regulatory Authorities: Ensure legal compliance. 
· Role: Review practices, enforce regulations, and investigate complaints. 
· Benefits: Protection of consumer rights and fair market conditions. 
· Challenges: Navigating varying legal frameworks across jurisdictions, which can create complexity and require flexible design.


· Investors & Shareholders: Provide capital and confidence. 
· Role: Monitor performance and risk.
·  Benefits: Improved customer lifetime value, reduced churn, and stronger brand equity. 
· Challenges: Waiting for results, as benefits may take 12–24 months to fully appear in financial statements.


5.3 Interdependencies and Risks
All stakeholders are connected in a complex web of relationships. For example, the legal team must sign off on data handling before IT can implement features; marketing must understand customer needs before communicating benefits; and vendors must align with internal teams to meet deadlines. Christopher et al. (2013) note that ignoring these interdependencies can create bottlenecks, delays, and resistance. For instance, if store staff are not trained early, they may lack confidence in the system, leading to poor customer support and low adoption rates. Similarly, if regulators are not consulted in advance, the platform may require costly redesigns late in the process.


STAKEHOLDER ENGAGEMENT STRATEGIES AND CONFLICT MANAGEMENT
Engagement is more than sharing information; it is about building relationships, reducing uncertainty, and securing commitment. Ashcroft (2017) describes this as “moving from transactional communication to relational partnership”. This section outlines structured approaches, frameworks, and techniques to ensure effective interaction across all groups.

6.1 Engagement Framework: The 4C Model
The 4C Model provides a progressive approach to engagement:
1. Communication: Two‑way exchange of information to ensure clarity and understanding. This includes sharing objectives, progress, and challenges openly.
2. Consultation: Actively seeking input, opinions, and feedback before decisions are finalised. This makes stakeholders feel valued and helps identify risks early.
3. Collaboration: Working together to solve problems, co‑create solutions, and align goals. This builds ownership and reduces resistance.
4. Commitment: Securing active support and responsibility, turning stakeholders into advocates for the project.

This progression ensures that engagement deepens as the project moves forward, rather than remaining superficial.

6.2 Application of the RACI Matrix
To eliminate ambiguity regarding responsibilities, the RACI Matrix is applied:
· Responsible: Those who perform the work and deliver results (e.g., Product Team, Vendors).
· Accountable: The person ultimately answerable for success or failure (e.g., Project Manager, Sponsor).
· Consulted: Those who provide information, advice, or expertise before decisions are made (e.g., Legal, Finance, Customers).
· Informed: Those who receive updates and results but do not contribute directly to decisions (e.g., HR, Media).

This structure clarifies roles, reduces duplication, and ensures no key activity is overlooked.
6.3 Engagement Plan by Project Phase
Planning Phase (Weeks 1–4)
· High Power / High Interest: Weekly steering committee meetings, detailed written reports, and face‑to‑face briefings. Share full project plans, risk registers, and benefit projections.
· High Power / Low Interest: Monthly executive summaries focusing on budget, timeline, and key milestones. Avoid technical detail unless requested.
· Low Power / High Interest: Focus groups, surveys, and open forums. For example, running customer advisory panels and staff workshops to gather requirements and concerns.
· Low Power / Low Interest: Monthly newsletters, intranet updates, and general project announcements.

Development & Testing Phase (Weeks 5–16)
· Involve store staff and selected customer groups in beta testing, gathering feedback on usability, speed, and features.
· Hold weekly technical sync meetings with IT and vendors to resolve integration issues.
· Conduct formal reviews with legal and compliance teams to ensure data handling meets regulatory requirements.
· Share progress updates with regional managers to ensure alignment with local market plans.

Launch & Review Phase (Weeks 17–24)
· Deliver multilingual training sessions, video tutorials, and quick‑reference guides for frontline and office staff.
· Launch a dedicated helpdesk and support portal for both internal users and customers.
· Publish weekly performance dashboards showing usage rates, feedback scores, and issues resolved.
· Hold post‑launch review meetings with all key groups to discuss successes and areas for improvement.

6.4 Cultural and Market Adaptation
Operating across multiple countries requires adapting engagement styles to local norms:
· United Kingdom & EU: Prefer direct, transparent communication, with clear documentation of rights and responsibilities. Data privacy must be front and centre.
· Germany: Value structure, precision, and detail. Meetings are formal, decisions are documented, and compliance is prioritised.
· France: Respond well to discussions, visual presentations, and opportunities to contribute ideas. Balance logic with explanation of benefits.
· Singapore: Emphasise trust, security, and reliability. Communication is polite, relationship‑focused, and results‑oriented.
· Middle East: Place importance on personal relationships and respect for hierarchy; decisions may take longer but require consensus.

Christopher et al. (2013) note that adapting communication styles is not just polite—it is essential to ensure messages are understood and accepted.
6.5 Conflict Management
Conflicts are inevitable when multiple interests intersect. Effective management turns them into opportunities rather than obstacles:
· Technical vs. Commercial: IT prioritises security and stability; Marketing wants speed and innovation.
·  Resolution: Joint risk‑assessment workshops to agree on priorities and acceptable trade‑offs.
· Global vs. Local: HQ seeks standardisation for efficiency; regional teams want flexibility.
·  Resolution: Define a core set of mandatory features, while allowing local customisation within clear guidelines.
· Privacy vs. Personalisation: Customers want relevant offers but fear data misuse. 
· Resolution: Implement “privacy by design”, with simple, clear consent processes and easy access to privacy settings.
· Budget vs. Scope: Finance wants to control costs; the team wants to include all requested features.
·  Resolution: Use a phased delivery approach, releasing core functions first and adding enhancements in later updates.
· Change Resistance: Long‑term staff may prefer familiar systems.
· Resolution: Involve them in testing, provide early training, and highlight how the new system reduces workload and improves their work.

Ashcroft (2017) argues that conflicts resolved through dialogue and mutual understanding build stronger relationships, while imposed solutions create resentment and lower commitment.



IMPACT OF SUSTAINABLE STAKEHOLDER ENGAGEMENT
Investing in structured engagement delivers benefits across operational, financial, ethical, and strategic dimensions, while also reducing risks and building long‑term resilience.

7.1 Operational and Project Performance
Data from the Project Management Institute (2023) shows that projects with highly engaged stakeholders are 35 % more likely to finish on time and within budget, 50 % less likely to experience scope creep, and 40 % less likely to face major disruptions. For ConnectPlus, early involvement of IT and store teams reduces the need for expensive fixes later in the lifecycle. When staff understand the purpose and functionality, they are more efficient, make fewer errors, and require less supervision.

7.2 Financial and Customer Outcomes
· Retention and Revenue: Research indicates that well‑designed loyalty programmes supported by strong stakeholder alignment can increase repeat purchase rates by 15 % to 25 % and raise average spend per customer by 10 % to 18 % within the first year (Christopher et al., 2013).
· Cost Efficiency: Engaged customers are less likely to churn, reducing the high cost of acquiring new customers. Engaged vendors are more likely to deliver on time and within budget, avoiding penalty fees and delays.
· Return on Investment: By involving finance and commercial teams early, the project remains focused on value, ensuring that every feature contributes to measurable business outcomes.

7.3 Ethical, Legal and Reputational Impact
Sustainable engagement ensures that ethical considerations are not afterthoughts but embedded into design and decision‑making. By consulting regulators and privacy experts early, GlobalRetail reduces the risk of fines, legal action, or reputational damage. Research shows that 79 % of consumers say they trust brands more when they explain clearly how customer data is used, and 68 % will stop buying from a company if they feel their privacy is not respected. Ashcroft (2017) describes this as “creating shared value”—where the organisation and its stakeholders benefit together.

7.4 Strategic and Long‑Term Benefits
· Brand Differentiation: A platform developed with input from customers and staff is more likely to meet real needs, creating a competitive advantage that is hard for rivals to copy.
· Resilience: Strong relationships create a safety net during uncertainty. If regulations change or market conditions shift, engaged stakeholders are more likely to work with the company to adapt rather than resist.
· Continuous Improvement: Ongoing feedback loops ensure the platform evolves, keeping it relevant as customer expectations and technology change.
· Employee Morale: When staff feel their input is valued, job satisfaction increases, leading to higher productivity and lower internal turnover.

7.5 Challenges and Limitations
Engagement requires time, resources, and careful management. Over‑consultation can slow decision‑making, and balancing competing interests can be complex. There is also a risk of “stakeholder fatigue” if communication is too frequent or irrelevant. However, these challenges are manageable with clear governance, defined decision rights, and a focus on shared objectives. The alternative—low engagement—often leads to higher costs, delays, and lower adoption, which are far more damaging in the long run.


CONCLUSION AND RECOMMENDATIONS
8.1 Conclusion
The launch of ConnectPlus is a critical strategic initiative for GlobalRetail UK Ltd, with the potential to transform how the company interacts with customers and manages its loyalty programmes. This report has demonstrated that while technical functionality is essential, the success of the project depends equally on how well stakeholders are identified, understood, and engaged.
By applying Freeman’s Stakeholder Theory, Mendelow’s Power‑Interest Matrix, and Mitchell et al.’s Salience Model, the project team can systematically map and prioritise relationships. Using frameworks such as the 4C Model and RACI Matrix ensures that engagement is structured, consistent, and aligned with business goals. While challenges exist—including differing cultural expectations, data privacy concerns, and competing priorities—these can be addressed through clear communication, collaboration, and ethical leadership.
Ultimately, sustainable stakeholder engagement turns potential barriers into active support, reduces risk, and maximises the value delivered by the platform. It is not a one‑time activity but a continuous process that supports both the successful launch and long‑term evolution of ConnectPlus.

8.2 Recommendations
1. Maintain Dynamic Mapping: Review and update the Power‑Interest and Salience models every two weeks to reflect changing influence or interest levels.
2. Apply the 4C Model Consistently: Move beyond one‑way updates to consultation and collaboration, especially with customers, regional teams, and regulators.
3. Clarify Roles and Responsibilities: Publish and communicate the RACI matrix to all involved parties to eliminate ambiguity and duplication of effort.
4. Embed Privacy and Transparency: Build data protection into the platform from the start, and explain usage in simple, clear language to build trust.
5. Invest in Cultural Awareness: Provide training to the project team on cross‑cultural communication to ensure messages are appropriate and effective across all markets.
6. Measure and Adapt: Track engagement metrics such as satisfaction scores, feedback response rates, and resolution times, and adjust strategies as needed.
7. Establish Post‑Launch Engagement: Continue gathering feedback after launch to ensure the platform remains relevant, useful, and aligned with evolving stakeholder needs.
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