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Executive Summary
This report evaluates the available stakeholders connected with ASOS Plc's decision to provide ConnectPlus, which is an AI-based technology for building customer loyalty and engagement, in both its domestic and international territories. Using the stakeholder concept and various engagement models that are commonly found in strategic management literature, it provides the findings of identification and classification of various internal and external stakeholders, including the evaluation of engagement approaches necessary for various customers in a culturally diverse environment and evaluation of related advantages, risks, and ethical considerations of implementation. It can be said that the only factor that determines whether ASOS will make a successful launch is the process of careful and proper engagement.
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[bookmark: _Toc237853470]1. Introduction
ASOS Plc is a UK-based online retailer of fashion and beauty that has a customer base spanning over 155 markets around the world, and it employs around 2800 people (ASOS Plc, 2025a). Traditionally billed as a fashion company, ASOS has been consistent in its execution of a plan that brought it back to profitability following three years of focus on margin recovery, inventory discipline and selling products at prices that do not compromise its value in the market; the company's EBITDA increased to £132 million in FY25 and its debt level decreased by about 40% (ASOS Plc, 2025b). The UK has always been the largest market for the company, accounting for 50% of its overall merchandise value, with Europe accounting for 34% and the US, which is the other part of its revenue (ASOS Plc, 2025a). This situation implies that any customer-facing system must have the same design across different markets and be able to adapt to their specific cultural expectations, rules and payment habits (Szkudlarek et al., 2020).

In light of this development, ASOS is gearing up for the implementation of ConnectPlus, a digitally advanced loyalty and engagement platform that includes AI-recommended and personalized suggestions, mobile rewards and insights provided by data, which serves the purpose of enhancing retention, decision-making and differentiation during the six-month period of implementation. This step is in consistency with the general direction of the industry: ASOS itself has indicated the development of a next-generation loyalty programme called ASOS.WORLD, which has been specifically developed for providing excitement and relevance to fashion as opposed to giving hard discounts (Deloitte Touche Tohmatsu Limited, 2025). As the Project Manager for this initiative, the author needs to identify, engage and align stakeholders who are crucial to the success of ConnectPlus initiative. Businesses that attempt to view loyalty programs as marketing technology rather than as an innovative change process show worse performance both in terms of engagement and returns (Shelper, Lyons and Harrison, 2023). Therefore, this paper places ConnectPlus within stakeholder and change management literature rather than defining it as a technological implementation.

[bookmark: _Toc237853471]2. SMART Objectives
The ConnectPlus project seeks to achieve three SMART objectives that are in line with the strategic priorities of ASOS, which include margin recovery, controlled operational costs, and receiving higher customer lifetime value after undergoing a period of transition (ASOS Plc, 2025b). The first objective is taking into account the need to piloted during the first stage, which will ensure that the ConnectPlus platform generates significant insights. The second goal is to make sure that the commercial potential of the platform is obtained by measuring if the customers come back to making purchases again and looking at the retention rate and basket values of ASOS (ASOS Plc, 2025b). The third goal is to confirm the readiness of ASOS for further deployment of the platform, keeping in mind the fact that without gaining approval from all stakeholders identified in the previous sections, the implementation of a platform would be impossible (Wood et al., 2021). In such a way, all objectives bring in the balance of customer adoption, monetary benefits, and internal governance, which just go to confirm the thesis of the paper about the fact that the achievement of loyalty platforms should not be only determined by enrolment figures (Shelper, Lyons, and Harrison, 2023).

	Objective
	Specific
	Measurable
	Achievable
	Relevant
	Time-bound

	1. Enrolment
	Achieve active enrolment of 25% of ASOS's engaged customer base in ConnectPlus across all pilot markets
	Tracked via platform registration and active-user data, reported monthly to the Executive Committee
	Benchmarked against comparable loyalty scheme adoption rates reported industry-wide (Deloitte Touche Tohmatsu Limited, 2025)
	Directly supports ASOS's strategic goal of strengthening customer retention and data-led personalisation (ASOS Plc, 2025a)
	Within six months of launch

	2. Retention uplift
	Increase 90-day customer repeat-purchase rate by 8 percentage points
	Measured against pre-launch retention figures already reported in ASOS's financial disclosures (ASOS Plc, 2025b)
	Consistent with retention gains observed in comparable loyalty programme studies (Fook and Dastane, 2021)
	Aligned with ASOS's core financial priority of improving basket value and order frequency (ASOS Plc, 2025b)
	Within nine months of launch

	3. Stakeholder sign-off
	Secure documented engagement and sign-off from all internal functions and top-tier suppliers
	Verified through completion of a formal RACI matrix and communication plan with recorded approvals
	Achievable given the tiered 4Cs engagement approach applied to definitive and dependent stakeholders (Wood et al., 2021)
	Essential to preventing the stakeholder misalignment shown to derail digital transformation projects (Hoblos, Sandeep and Pan, 2024)
	Within the six-month design-to-launch window



Table 1: SMART Goals (Source: self-created)
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Effective stakeholder management starts with recognising "any individual or group that can influence or be influenced by the goals of an organization," a definition that still dominates modern theory even after being in existence for 40 years (Freeman, Harrison, Barney and Phillips, 2019). In the course of time, stakeholder theory has evolved from only indicating who the stakeholders are in a company to a prescriptive and operational model that shows how stakeholder management can create better results; in particular, instrumental stakeholder theory claims that creating cooperative relations with the stakeholders contributes to sustainable competitive advantage of the business due to the fact that such relationships cannot be easily copied (Jones, Harrison, and Felps, 2018). Thus, for ConnectPlus, stakeholder management is not a tool of ensuring compliance but rather a source of value creation.

The report has chosen to use two complementary frameworks, namely Mendelow's Power/Interest Matrix and the Salience Model developed by Mitchell, Agle and Wood.  Wood et al. (2021) have found these are the most recognised and widely quoted authority in the area of stakeholder priority. The models will be explained and applied in the next sections.

The model introduced by Mendelow illustrates different position of stakeholders according to their power and interest in the project outcome resulting in four management strategies: 
· communicate intensively with these stakeholders
· maintain good communication
· provide them information 
· check their actions.

	Quadrant
	Stakeholders
	Engagement posture

	High power / high interest
	Board of Directors, Executive Committee, Product Development, IT/Data teams, key strategic suppliers
	Manage closely

	High power / low interest
	Institutional investors, UK Financial Reporting Council governance requirements, regulators (ICO, GDPR authorities)
	Keep satisfied

	Low power / high interest
	Frontline customer service, marketing teams, loyalty-scheme customers, ASOS own-brand suppliers
	Keep informed

	Low power / low interest
	General press, peripheral third-party sellers, non-active customer segments
	Monitor



Table 2: Interest Matrix (Source: self-created)

Mapping as shown in Table 2 has some value. However, the disadvantage is that it treats the matter of power and attention as static factors instead of treating them as the mechanisms that fail to remain unchanged over time. In particular, there will be a significant change during the course of a project (for instance, data regulators will switch from the category of "keep satisfied" to that of "manage closely" at the moment the company begins personalising its approach) (Information Commissioner's Office, 2023). The Salience Model avoids the above-mentioned disadvantage by using three scales to determine the influence of stakeholders on any project: power, legitimacy, and urgency; as a result, it is possible to find out the different groups of stakeholders by using that information (Wood et al., 2021). For example, this can mean the executive board can be defined as the "definitive" group (one characterized by having all three components) or the "dormant" group (possessing only one factor) (Wood et al., 2021). According to this model, at the beginning of the project, the executive board represent the group of "definitive" stakeholders while data protection agencies may reach this category if urgency is involved. As for the customers, they usually belong to the group of "dependent" stakeholders in case they remain loyal to the brand as having only one factor of either urgency or legitimacy.

ConnectPlus’s internal stakeholders are composed of the different teams which include:
· the ones from the Board and Executive Committee that risk-take and sponsor the strategy
· product development and UX teams that will be involved in platform design and data science 
· IT security departments that are responsible for the recommendations based on AI and data governance 
· marketing and CRM teams responsible for implementation of campaigns and communications, customer service in work with clients
· finance team in relation to costing and rewards and employees who are supposed to adapt to new systems and processes (Tkalac Verčič and Men, 2023). 

At the same time, external stakeholders include around 17 million customers across the markets of ASOS, own-brand and third-party suppliers who are likely to adopt the reward system, partners in logistics and fulfilment, IT vendors in regards to delivery of AI systems, investors interested in capital allocations, regulators who will supervise adherence to existing laws related to data and consumer protection and last but not least NGOs and media interested in ethical dilemmas of the ASOS supply chain (Arrigo, 2020). Considering the number of the stakeholders involved it is evident that the project of ConnectPlus cannot be simply treated as a new marketing initiative of a separate department but rather as cross-functional and multinational project requiring coordination (Hoblos, Sandeep and Pan, 2024).

[bookmark: _Toc237853473]4. Roles, Responsibilities, Benefits and Challenges of Key Stakeholders
The ultimate responsibility for ConnectPlus's alignment with strategy, budget, and risk preferences lies with the Board and Executive Committee, which is required in accordance with the UK Corporate Governance Code to show results-focused reporting on stakeholder engagement's influence on decision-making. Their opportunity consists in having a unique and data-rich retention platform, while their challenge is to find a balance between investment costs and their unclear ultimate profit as ASOS concentrates on controlling margins (ASOS Plc, 2025b).

The recommendation engine and mobile rewards architecture are being developed by product, IT, and data science teams. Their main advantage consists in the chance to validate the computerization potential that can improve customer experience and at the same time support evidence that it is beneficial for organisations to adopt AI technology to enhance business processes rather than completely replace human intelligence (Guha et al., 2021). The main problem they face is linked to technology as personalization algorithms need to be integrated with outdated systems, thus complying with different requirements regarding data protection (Information Commissioner’s Office, 2023).

The marketing and CRM teams are responsible for customer communication and loyalty-tier design; they benefit from better segmentation and increased relevance of campaigns, but they must be careful about the risk of "personalisation fatigue" or seeming intrusive. This issue is known in loyalty scheme literature as poor rewards that do not boost the perceived value but rather decrease it (Fook and Dastane, 2021).

The teams responsible for customer service have to settle issues with rewards and the platform in real time. One of their advantages lies in having better insight into the needs of consumers when wine resolving areas of dispute. Their challenge lies in the increased number of inquiries that are likely to occur in the beginning. Suppliers particularly ASOS’s in-house manufacturers gain an advantage of having improved signals of their demand that result from the loyalty data. However, adapting to new trends in sustainability and traceability can become a challenge. Customers being the main external audience of the platform are likely to gain relevant suggestions and rewards but do face a challenge of higher data exposure being risky as compared to differences in privacy requirements across countries. Finally, institutional investors are likely to gain from the growth of average customer lifetime value and repetitions in purchases which ASOS already reports on (Szkudlarek et al., 2020). Their disadvantage stems from the increased pressure for making the results fast and measurable (ASOS Plc, 2025b).

	Stakeholder
	Role/Responsibility
	Key Benefit
	Key Challenge

	Executive Committee & Board
	Strategic sponsorship, budget approval, risk oversight
	Differentiated, data-rich retention engine (Financial Reporting Council, 2024)
	Balancing investment against margin-recovery priorities (ASOS Plc, 2025b)

	Product, Data Science & IT
	Building and testing the AI recommendation engine and rewards architecture
	Demonstrates AI capability that improves customer experience (Guha et al., 2021)
	Integrating personalisation with legacy systems across multiple regulatory regimes (Information Commissioner's Office, 2023)

	Marketing & CRM
	Loyalty-tier design and customer communication
	Richer segmentation and more relevant campaigns
	Risk of "personalisation fatigue" reducing perceived value (Fook and Dastane, 2021)

	Customer Service
	Resolving rewards disputes and platform issues in real time
	Improved customer insight to inform resolutions
	Absorbing higher enquiry volumes during launch

	Suppliers
	Integrating with reward mechanics and fulfilment; maintaining product availability
	More predictable demand signals from loyalty data
	Adapting to new sustainability and traceability expectations (Arrigo, 2020)

	Customers
	End users of the platform; primary source of engagement data
	More relevant recommendations and rewards
	Increased data exposure and cross-market privacy expectations (Szkudlarek et al., 2020)

	Institutional Shareholders
	Monitoring capital allocation and financial return
	Anticipated uplift in customer lifetime value and repeat-purchase rate (ASOS Plc, 2025b)
	Pressure to demonstrate measurable return within a defined timeframe



Table 3: Summary of Roles, Responsibilities, Benefits and Challenges of Key Stakeholders (Source: self-created)
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Migrating from stakeholder identification to engagement demands a systematic process involving analysis, planning, communication, and evaluation (Eskerod and Jepsen, as referenced in Wood et al., 2021). The proposed approach in the report consists of a four-step method that utilizes the SWANS/OWANS model, 4Cs framework, RACI matrix and customized communication plan, based on cross-cultural management theory and ASOS's international operations (Szkudlarek et al., 2020).

Stage one: Identifying stakeholders' wants and needs. The SWANS/OWANS model was created by Neely, who helped gain popularity of the model's application for effective stakeholder engagement. The model provides for involvement of the project stakeholders to identify their Wants and Needs (SWANs) and reconcile with the organization's Wants and Needs (OWANs) related to cooperation with those individuals. For ConnectPlus, at the customers' level, SWANs include rewards, clarity and data control, while ASOS's OWANs include higher frequency of purchasing, bigger average purchase amount and more first-party data due to the elimination of cookies (Guha et al., 2021). In addition to customers, for suppliers, SWANs relate to predictable quantity of order and fair margin practices and ASOS's OWANs include fast replenishment and sustainability aspect (Arrigo, 2020). It is crucial to clarify these expectations since assuming the opposite ones can lead to failure of loyalty program implementation (Shelper, Lyons and Harrison, 2023).

The second step consists of presenting your engagement plan according to the 4C model: communications, cooperation, consultations, and commitment. Communication is crucial in this respect, as it serves as a basis for the engagement approach for the stakeholders (Wood et al., 2021). The identified important stakeholders, Board and technical teams, will need engagement lines, requiring their active cooperation and commitment, as they need to be present at the design workshops, share the governance board and sign-off procedures. In contrast, the customers and employees, who are less important stakeholders, will require an extensive consultation process, gathering feedback via beta-testing panels and pulse surveys during the last step. Lastly, the media and suppliers, who belong to the group of dormant stakeholders, will only need simple information from the organization, meaning that the firm just has to send them press releases or newsletters without the need for engagement in these processes.

Phase three includes the management with the use of RACI model. RACI model (which stands for Responsible, Accountable, Consulted, and Informed) provides a formal way of ensuring decision-making procedure in cross-functional project. Project Manager will be made Accountable for overall project success while Product team and Data teams will assume the responsibility for creating the platform. Executive Committee will be consulted regarding the scope and budget while customer-facing departments, providers and stakeholders will be kept informed about the developments by means of regular updates. Such an approach has been introduced in order to solve one of the common issues in conflicts in relationships of stakeholders in digital transformation projects. The confusion on who should be in charge when departments of the company have different visions on the significance of the project (Hoblos and Pan, 2024). According to Hoblos and Pan (2024) in their research in the field of digital transformation, differences in the way planning and implementation teams interpret information cause the emergence of conflicts in implementation process which creates the risk relevant to ASOS market expansion due to the fact that teams can interpret personalisation in different ways.

Phase number four of the process involves planning the overall communication strategy along with means to settle disputes. A stepwise communication strategy should include cascading messages starting from the highest levels of the organization (Executive Committee) down to regional teams, while enabling feedback coming from lower-level employees since research on internal communications. This suggests that the participation of employees depends less on the number of messages and more on perceived organizational support and satisfaction with the communication process (Tkalac Verčič and Men, 2023). In the situations when conflicts emerge (for instance, between marketing’s desire for bold personalisation and the IT security’s caution based on the data minimization principle) the proper alternative is principled negotiation as opposed to positional negotiation. This approach reveals the interests of each party (commercial growth vs compliance with regulations) and searching for solutions that will satisfy both parties (e.g. using tiered consent models that will provide the possibility for deeper personalisation only for those customers who agree to provide the required information (Information Commissioner’s Office, 2023). When there is a cross-cultural conflict, especially the one based on the clash of the UK-centric ideas of HQ and market realities, an extra understanding is necessary. Using the approach based on global standardisation of loyalty mechanisms and local adaptation of communication style and type of rewards has proved to give good results in similar international projects (Szkudlarek et al., 2020). The scheme of advancement is to be established beforehand: unresolved disagreements should be moved from the working group level to the Executive Committee in a timely manner in order to avoid stall in the implementation of the project (Szkudlarek et al., 2020).

[bookmark: _Toc237853475]6. Impact of Sustainable Stakeholder Engagement on Business Performance
While sustained stakeholder involvement has measurable impacts on ASOS's performance, it is by no means a guaranteed beneficial relationship. Fortunately, stakeholder theory provides a convincing theoretical support for this idea. The companies that build trust-based relationships with their stakeholders through sharing information obtain competitive advantages since such relationships are hard to imitate (Jones, Harrison, and Felps, 2018). In relation to ConnectPlus, the use of authentic engagement with customers and suppliers before launching the platform, as opposed to post-launch damage control, turns the platform from the tool for marketing purposes into a source of unique competitiveness. The evidence indicates that loyalty programs play an essential role in customer retention: effective loyalty programmes with considerable perceived value lead to customer retention due to brand equity and customer satisfaction that is crucial for ASOS's intention to increase repeat purchase behaviors (ASOS Plc, 2025b; Fook and Dastane, 2021).

The engagement directed toward sustainability produces a "business case". Schaltegger, Hörisch, and Freeman (2019) state that business cases for sustainability are created by stakeholders through their interactions, which indicates that whether ASOS works with its suppliers on ethical sourcing or collaborates with regulatory bodies on data privacy, it actually generates a business value from these processes rather than simply incurs an expense that will be compensated by profits. This statement is also supported by ASOS's evidence of its Fair, Wear and Innovate principles as well as the gross-margin recovery which emphasises how ASOS links its operational discipline with its commitment to stakeholders (ASOS Plc, 2025a). The analysis by Deloitte (2025) also supports this statement, indicating that retail companies integrating artificial intelligence into their work together with improvements in supply chain and governance report visible profits from these activities.

Nevertheless, the link between engagement and performance is not absolute. In their words, Barney and Harrison (2020) warn that stakeholder theory’s usefulness rests on the assumption that managers know how to point out the real relationships that create value, instead of just spreading engagement efforts over numerous stakeholders regardless of their importance, which would be a waste of time in the case of ConnectPlus’s tight six-month timeline. The overuse of personalisation without effective governance brings the risk of bad reputation, as AI-powered retail personalisation has ethical issues with transparency, biases in algorithms and autonomy of consumers that need to be solved by retailers because failure to manage risks results in the erosion of trust that is crucial for loyalty platforms (Guha et al., 2021). The risk of regulation should also not be underestimated, since according to UK’s regulations for data protection, companies applying AI have to prove the fairness, accountability and legality of their profiling before launching services, which means incorrect dealing with ICO and regulators across the world may lead to service disruption (Information Commissioner’s Office, 2023).

Employee communication is related to significant performance outcomes. In particular, it is important to highlight the relationship between effective internal communication and employee engagement levels, which is then followed by improvements in employer attractiveness and voluntary contributions to the launches’ initiatives (Tkalac Verčič and Men, 2023). Taking into account that failures in the process of digitalisation are mostly associated with issues connected with stakeholder requirements alignment during the process of planning and communication, engagement sustainability (as a period after the launch) can actually be considered even more crucial than engaging stakeholders in the implementation (Hoblos et al., 2024). Thus, it is supposed that cross-culturally, the sustainability dimension will be more significant since successful engagement techniques used in the UK market cannot be reproduced in the US and EU without modifications due to cultural differences in data-sharing and loyalty program expectations (Szkudlarek et al., 2020). Therefore, overall results indicate that sustainable stakeholder engagement improves the performance of an organisation if ethics and prioritisation of engagement, as well as engagement support, are ensured (Freeman et al., 2020).

[bookmark: _Toc237853476]7. Recommendations and Conclusion
The analysis results in three recommendations. First, ASOS must incorporate the Mendelow and Salience mapping into an active stakeholder register, which should be updated monthly throughout the 6-month project implementation, because stakeholders' power, legitimacy, and urgency will be affected (Wood et al. 2021). Second, the project should implement an opt-in personalization approach beginning from project launch instead of developing the consent methods after the launch, ensuring that the business goals will follow the regulations and preventing negative reputational consequences (Information Commissioner’s Office, 2023). Third, the company must continue its engagement activities after the launch by gathering stakeholders’ feedback in quarterly cycles to make adjustments to the platform since it has been demonstrated that sustainability of engagement, not its initial intensity, is the main factor influencing long-term value creation (Schaltegger et al. 2019).

In conclusion, ConnectPlus offers ASOS an excellent opportunity to bolster customer retention and brand differentiation in the fiercely competitive and low-margin global fashion industry (ASOS Plc, 2025a). However, turning this idea into reality will require less attention to the technical sophistication of the platform than focus on effectively identifying, prioritising, and engaging the internal and external stakeholders throughout the lifecycle of the product (Freeman et al., 2019). A rigorous framework-based method that integrates power-interest and salience mapping, the SWANS/OWANS analysis, the 4Cs, the RACI governance, and culturally sensitive communication might be the best way to ensure the readiness of a diverse stakeholder base of ASOS to accept the fruit of its efforts (Freeman et al., 2020).
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