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Executive Summary
This report aims to analyse stakeholder engagement strategies vital to the successful launch of ConnectPlus, an AI-powered customer loyalty platform at Primark, to support project success and organisational growth.
1. Introduction 
In today's competitive retail environment, organisations increasingly use digital technologies to enhance customer experience and strengthen their market position. This report focuses on Primark's ConnectPlus platform, which integrates AI-driven recommendations, mobile rewards, and data analytics to improve customer loyalty and support data-driven decision-making. The successful implementation of ConnectPlus requires effective stakeholder management across different organisational and international contexts. As stakeholders significantly influence project outcomes (Freeman, 1984), identifying, analysing, and engaging them is essential for project success. This report critically examines how stakeholder management can support the successful delivery of ConnectPlus. It identifies and categorises key stakeholders using recognised frameworks, evaluates their roles and challenges, and analyses stakeholder engagement strategies and their impact on organisational performance and long-term business success.
1.1 Company Background
Primark is a large international fashion retailer offering affordable clothing, footwear, accessories, and homeware. Founded in Ireland in 1969 (as Penneys), it is now one of Europe’s top value retailers. Its headquarters are in Dublin. Primark now has over 450 stores in Europe and the US. The company’s success comes from low prices, trendy products, and a strong in-store experience. It has focused more on physical stores than online sales. Primark has increasingly invested in digital capabilities, including Click & Collect, as part of its strategy to complement its store-based retail model (Associated British Foods, 2025).
1.2 The ConnectPlus Project
Primark’s digital strategy includes the launch of ConnectPlus, an AI-based loyalty and engagement platform. ConnectPlus will offer personalised recommendations, mobile rewards, and customer insights to boost satisfaction and loyalty. The project’s success relies on strong teamwork among all stakeholders, which this report will discuss. The implementation of ConnectPlus is scheduled over a six-month period across domestic and international markets. Effective stakeholder management, including collaboration among departments and external partners, is critical to ensuring a smooth launch and supporting Primark’s long-term growth and competitive advantage.
Bottom of Form
2. SMART Objectives
SMART goals help teams set clear, practical, and realistic aims. SMART objectives provide measurable criteria that can support project planning, monitoring and performance evaluation (Project Management Institute, 2021). They define what’s needed, how to track progress, and the deadline for each task. In projects, they provide direction, help with planning, guide decision-making, and enable managers to monitor progress. SMART goals also make sure everyone understands what’s expected and works together effectively. For Primark’s ConnectPlus, SMART goals keep the team organised, ensure a timely launch, and boost customer engagement as part of its digital shift.
	SMART Criteria
	Objective for the ConnectPlus Project

	Specific
	Implement the ConnectPlus digital loyalty and customer engagement platform across all selected Primark stores in the UK and international markets.

	Measurable
	Increase customer retention by 20%, improve customer engagement, and achieve higher participation in the loyalty programme within the first year of launch.

	Achievable
	Deliver employee training, integrate ConnectPlus with existing digital systems, and ensure all departments are prepared before the platform goes live.

	Relevant
	Support Primark's digital transformation strategy by enhancing customer experience, strengthening customer loyalty, and improving data-driven decision-making.

	Time-bound
	Successfully launch and implement ConnectPlus across selected markets within six months.



3. Identification and Categorisation of Stakeholders 
Stakeholders are individuals, groups, or organisations that can influence or are affected by a project. According to Freeman (1984), effective stakeholder management is essential because different stakeholders have different levels of interest, influence, and expectations. Effective stakeholder identification should consider differences in stakeholder influence, interests and information needs throughout the project lifecycle (Alnhari and Qureshi, 2024). For the successful implementation of the ConnectPlus platform at Primark, it is important to identify both internal and external stakeholders, understand their roles, and ensure they are engaged throughout the project lifecycle. Recognising their influence helps foster trust and confidence in their contributions, which is crucial for project success.


3.1 Internal Stakeholders
Swots analyse
The SWOT analysis demonstrates that Primark possesses several internal strengths that support the successful implementation of the ConnectPlus platform, particularly its strong leadership, cross-functional collaboration, and advanced technological capabilities. These strengths provide a solid foundation for managing digital transformation and achieving strategic objectives. However, their effectiveness depends on how well the organisation addresses inherent internal weaknesses. Employee resistance to organisational change, the complexity of integrating ConnectPlus with existing systems, and the significant investment required for staff training could undermine project performance if not managed proactively. These challenges highlight that technological capability alone is insufficient without effective change management and stakeholder engagement. Digital transformation is not solely a technological process, as successful implementation also depends on organisational capabilities, employee participation and effective management of change (CIPD, 2023). From an external perspective, the increasing demand for personalised digital experiences presents a significant opportunity for Primark to strengthen customer loyalty, enhance data-driven decision-making, and reinforce its competitive position within the retail sector. Nevertheless, these opportunities are accompanied by substantial risks. Compliance with GDPR and other international data protection regulations imposes strict legal and ethical responsibilities regarding the collection and use of customer data (Information Commissioner's Office, 2024). In addition, cybersecurity threats, evolving customer expectations, and intense competition from retailers with more established digital ecosystems may reduce the project's strategic impact. Consequently, the SWOT analysis suggests that ConnectPlus long-term success will depend not only on leveraging organisational strengths and market opportunities but also on the organisation's ability to engage stakeholders effectively, mitigate operational and regulatory risks, and adapt continuously to a rapidly changing digital environment.
	Strengths (Internal Positive Factors)
	Weaknesses (Internal Negative Factors)

	Strong leadership and strategic direction from the Board of Directors and CEO.
	High dependence on coordination between multiple departments.

	Experienced Project Manager overseeing planning, risks, communication, and stakeholder engagement.
	Employees may initially resist adopting new digital technologies and processes

	Skilled IT and Product Development teams capable of developing and maintaining the AI-driven platform.
	Significant training is required for store managers and employees before implementation.

	Marketing and Sales teams can effectively promote ConnectPlus and encourage customer adoption.
	Budget constraints and implementation costs may affect project execution.

	HR supports change management and employee training.
	Complex integration with existing digital systems may cause delays.

	Finance Department ensures effective budget control and resource allocation.
	Reliance on internal communication across different departments may create misunderstandings.

	Data Analytics Team provides valuable customer insights for continuous improvement.
	

	
Opportunities (External Positive Factors)
	
Threats (External Negative Factors)

	Growing customer demand for personalised digital shopping experiences.
	Strict GDPR and data protection regulations may limit data collection and use.

	Technology providers and AI vendors can improve innovation and platform functionality.
	Cybersecurity threats and potential data breaches could damage customer trust.

	Positive customer feedback can improve loyalty and strengthen Primark's competitive position.
	Competitors may launch more advanced loyalty platforms or digital services.

	Business partners can expand rewards and customer engagement opportunities.
	Negative media coverage could affect Primark's reputation and customer confidence.

	Logistics partners support Click & Collect and improve customer experience.
	Dependence on external technology providers may create operational risks.

	Sustainable business practices can improve relationships with local communities and investors.
	Changes in government regulations across international markets may increase compliance costs.

	Increased investor confidence through successful digital transformation.
	Customers may be reluctant to share personal data or adopt the new platform.





		
	

	
	

	
	

	
	

	
	

	
	



	

	
	

	
	

	
	

	
	

	
	



Internal stakeholders are individuals and departments within Primark that directly contribute to the planning, development, implementation, and success of the ConnectPlus project.
3.2 External Stakeholders
The SWOT analysis shows that Primark benefits from a strong network of external stakeholders who supply valuable expertise, financial support, and technical skills to the ConnectPlus project. Customers, technology providers, AI vendors, investors, and business partners all play a major role in driving innovation, improving customer engagement, and fortifying the company's competitive position. These relationships create opportunities to increase customer loyalty and support Primark's long-term digital transformation strategy. However, the analysis also demonstrates that the organisation's reliance upon external stakeholders introduces considerable risks. Dependence on third-party technology providers, payment systems, and logistics partners may diminish operational control and heighten vulnerability to service disruption (Project Management Institute, 2021). Furthermore, strict GDPR requirements, cybersecurity threats, and growing competition from digitally advanced retailers constitute major strategic challenges (Information Commissioner's Office, 2024). Consequently, the successful implementation of ConnectPlus depends not only on drawing on external expertise but also on building effective stakeholder engagement plans, upholding strong governance, and proactively managing regulatory, technological, and reputational risks during the project lifecycle.











	Strengths
	Weaknesses

	Strong customer interest in personalised digital shopping experiences encourages adoption of ConnectPlus.
	High dependence on external technology providers and AI vendors for platform performance and maintenance.

	Experienced technology providers and AI software vendors provide advanced digital infrastructure, cybersecurity, and AI capabilities.
	Reliance on third-party payment providers and logistics partners may reduce operational control.

	Investors provide financial support and encourage long-term digital innovation.
	Different regulatory requirements across international markets increase project complexity.

	Business partners enhance the customer experience through loyalty rewards and promotional collaborations.
	Customer trust may decline if concerns about data privacy or platform reliability are not addressed.

	Opportunities
	Threats

	Growing demand for AI-driven personalisation and digital loyalty programmes creates opportunities to increase customer retention.
	GDPR compliance and evolving data protection regulations may restrict data collection and usage.

	Positive customer feedback can strengthen brand reputation and improve platform development.
	Cybersecurity threats and potential data breaches could damage customer confidence and Primark's reputation.

	Collaboration with technology providers can drive continuous innovation and platform improvements.
	Competitors may introduce more advanced digital loyalty platforms, reducing Primark's competitive advantage.

	Support from local communities and sustainable business practices can enhance corporate reputation.
	Negative media coverage or customer dissatisfaction could discourage adoption of ConnectPlus.

	Expanding partnerships with logistics and payment providers can improve customer convenience and operational efficiency
	Disruptions affecting suppliers, logistics partners, or technology providers may delay implementation and affect service quality.



External stakeholders are individuals and organisations outside Primark that influence or are affected by the implementation of ConnectPlus.



SWOT Analysis – ConnectPlus Stakeholder Environment (Primark)

Summary
Successful implementation of ConnectPlus depends on effective collaboration between a diverse range of internal and external stakeholders, whose interests, expectations, and levels of influence vary considerably throughout the project lifecycle. While internal stakeholders are responsible for planning, developing, managing, and delivering the platform, their effectiveness relies on cross-functional coordination, clear communication, and strong leadership. Likewise, external stakeholders influence project outcomes through customer adoption, regulatory compliance, technological expertise, and changing market conditions. However, stakeholder interests are not always aligned, creating potential conflicts, competing priorities, and resistance to organisational change (Freeman et al., 2020). Consequently, stakeholder management should be viewed as a dynamic and continuous process rather than a one-off activity (Project Management Institute, 2021). Primark must therefore adopt proactive engagement strategies that promote transparency, trust, and collaboration while balancing commercial objectives with legal, ethical, and social responsibilities. By critically identifying stakeholder priorities and responding to their evolving expectations, the organisation can minimise strategic and operational risks, improve decision-making, and enhance the long-term success and sustainability of the ConnectPlus platform.
Critical analysis
Mendelow’s Power/Interest Matrix demonstrates that stakeholders differ considerably in their ability to influence the success of the ConnectPlus project (Johnson et al., 2020). Stakeholders with both high power and high interest, such as the Board of Directors, CEO, IT Department, Data Analytics Team, Technology Providers, and GDPR Authorities, require close management because they directly influence strategic decision-making, regulatory compliance, and project delivery. Stakeholders with high interest but lower decision-making power, including customers and store employees, should be kept informed to encourage engagement and minimise resistance to change. Meanwhile, stakeholders with high power but lower day-to-day involvement, such as investors and the Finance Department, should be kept satisfied to maintain their continued support. Finally, stakeholders with relatively low influence and interest, such as competitors and local communities, should be monitored to identify changes that could affect the project's external environment. Applying the Power/Interest Matrix enables Primark to prioritise stakeholder engagement activities, allocate communication resources effectively, and improve decision-making throughout the ConnectPlus project lifecycle.   




4. Roles, Responsibilities, Benefits and Challenges of Key Stakeholders
The successful implementation of ConnectPlus depends on understanding how stakeholders' different interests, responsibilities, and levels of influence affect project outcomes. Stakeholder management should therefore be viewed as a strategic process of balancing organisational objectives with stakeholder expectations rather than simply coordinating project activities (Freeman et al., 2020). The Board of Directors and CEO provide strategic leadership, approve investments, and ensure the project aligns with Primark's digital transformation strategy. However, tensions may arise when financial objectives conflict with the long-term investment required for successful implementation. Similarly, the Project Manager plays a central role in coordinating communication, managing risks, and resolving conflicts, demonstrating that effective leadership requires negotiation and influence in addition to technical expertise. Technical stakeholders, including the IT Department, Product Development Team, and Data Analytics Team, are responsible for developing and maintaining ConnectPlus. While their expertise supports innovation and competitive advantage, technological capability alone is insufficient without effective collaboration, as system integration challenges and cybersecurity risks may affect project success. Operational stakeholders, such as Marketing, Sales, HR, Customer Service, Store Managers, Store Employees, and Finance, translate strategic objectives into daily operations. Although they support customer adoption and organisational change, resistance to change, communication barriers, and varying digital skills may reduce implementation effectiveness. External stakeholders further increase project complexity. Customers determine platform adoption, while technology providers, AI vendors, payment providers, regulators, and investors significantly influence project outcomes. However, dependence on external partners introduces risks related to cybersecurity, regulatory compliance, and operational control. Critically, stakeholder relationships are dynamic and interconnected. Decisions benefiting one stakeholder group may negatively affect another, such as increased customer personalisation creating greater privacy concerns. Therefore, successful stakeholder management requires continuous evaluation, collaboration, and balancing competing stakeholder interests to achieve sustainable organisational performance.






5. Stakeholder Engagement Strategy
5.1 Stakeholder Engagement Frameworks
The successful implementation of ConnectPlus requires more than identifying stakeholders; it demands structured engagement strategies that recognise differences in stakeholder influence, interests, and expectations. As Freeman (1984) argues, organisations create greater value when they actively manage stakeholder relationships throughout the project lifecycle. Consequently, stakeholder engagement should be viewed as a continuous strategic process rather than a one-time activity (Alnhari and Qureshi, 2024).
5.2 Power–Interest Matrix 
Mendelow’s Power–Interest Matrix provides an effective framework for prioritising stakeholders according to their influence and level of interest (Johnson et al., 2020). Stakeholders with high power and high interest, including the Board of Directors, CEO, IT Department, Product Development Team, Data Analytics Team, Technology Providers, Government Regulators, and GDPR Authorities, require close management through regular communication, performance reviews, and collaborative decision-making. In contrast, Finance, Investors, Business Partners, and Payment Providers should be kept satisfied through strategic updates, while customers and store employees should be kept informed to encourage engagement and support platform adoption. Competitors and the media should be monitored because changes in market conditions or public perception may indirectly influence project success. However, relying solely on the Power–Interest Matrix is insufficient because stakeholder influence changes throughout the project lifecycle.  Within ConnectPlus, stakeholders such as the CEO, Board of Directors, Government Regulators, GDPR Authorities, and customers possess these attributes, making them the highest management priority. This demonstrates that stakeholder importance should be continuously reassessed rather than determined solely by organisational hierarchy.
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5.3 Communication Plan
5.4 The 4C's Model (Communication, Consultation, Collaboration and Commitment)
The 4C’s Model delivers a structured approach to stakeholder engagement throughout the ConnectPlus project. Communication ensures that stakeholders receive clear and timely information about the project’s objectives, benefits, and potential changes. Consultation allows Primark to collect feedback from employees, customers and other stakeholders, helping the organisation identify concerns and expectations. Collaboration involves key stakeholders, such as the IT, Marketing and Customer Service teams, working together to support the development and implementation of ConnectPlus. Finally, Commitment focuses on developing long-term stakeholder faith and support through continuous engagement, training and responsiveness to feedback. However, communication alone does not guarantee stakeholder support (Alnhari and Qureshi, 2024). Primark should progressively move from informing stakeholders to actively involving them in decision-making and implementation. Therefore, the 4C’s Model complements the Power–Interest Matrix: while the matrix identifies which stakeholders require greater attention, the 4C’s Model provides guidance on how to engage them. ‘’Combining both frameworks enables the Project Manager to allocate resources more effectively and tailor communication according to stakeholder needs’’(Project Management Institute, 2021). Nevertheless, stakeholder engagement should remain flexible because stakeholder expectations and project risks evolve over time (Alnhari and Qureshi, 2024). Therefore, regular stakeholder reviews are essential to maintain collaboration, reduce conflict, and improve decision-making. This adaptive approach increases the likelihood of successfully implementing ConnectPlus across different international markets while supporting long-term organisational objectives.

6. Sustainable Stakeholder Engagement and Business Performance
The long-term success of ConnectPlus depends not only on technological innovation but also on Primark's ability to build sustainable relationships with its stakeholders. Sustainable stakeholder engagement extends beyond project implementation by promoting trust, transparency, and shared value, while contributing to innovation, organisational resilience, and long-term business performance (Freeman et al., 2020). Customer loyalty is strengthened through AI-driven personalisation and data analytics, which improve the customer experience. However, technological capability alone is insufficient. Growing concerns about data privacy and the ethical use of AI mean that customer trust depends on transparent communication and responsible data governance (Information Commissioner's Office, 2023). Without these, investment in digital innovation may fail to achieve its intended benefits. Employee engagement is equally important because employees influence customer adoption and support organisational change. Although training develops digital skills, long-term commitment requires consultation, participation, and continuous feedback. This demonstrates that successful digital transformation depends as much on people as on technology. Collaboration with internal departments, customers, technology providers, and business partners also supports continuous innovation (Alnhari and Qureshi, 2024). Nevertheless, innovation should not be viewed as inherently beneficial, as stakeholder priorities often conflict. For example, technology providers may prioritise advanced functionality, whereas customers value simplicity and privacy. Therefore, innovation should be evaluated according to the value it creates for stakeholders rather than technological sophistication alone. Sustainable stakeholder engagement also strengthens organisational reputation and supports ESG objectives through ethical governance, GDPR compliance, and transparent communication. However, these initiatives require significant investment and remain vulnerable to cybersecurity incidents or unethical data practices, demonstrating that stakeholder trust must be continuously maintained rather than assumed. From a strategic perspective, effective stakeholder engagement enhances customer retention, innovation, and organisational resilience. Nevertheless, competitive advantage cannot rely solely on stakeholder relationships because customer expectations, technology, and market conditions continue to evolve. Consequently, stakeholder engagement should be treated as a dynamic capability requiring continuous evaluation and adaptation (Project Management Institute, 2021). Overall, the ConnectPlus project demonstrates that sustainable stakeholder engagement requires balancing competing stakeholder interests through ethical leadership, transparent decision-making, and ongoing collaboration. By embedding stakeholder engagement within its strategic decision-making, Primark can strengthen organisational resilience, improve customer loyalty, and achieve sustainable competitive advantage in an increasingly digital retail environment.

















	Stakeholder
	Power
	Interest
	Engagement Strategy

	Board of Directors
	High
	High
	Manage Closely

	Chief Executive Officer (CEO)
	High
	High
	Manage Closely

	Project Manager
	High
	High
	Manage Closely

	IT Department
	High
	High
	Manage Closely

	Product Development Team
	High
	High
	Manage Closely

	Marketing Team
	Medium
	High
	Keep Satisfied

	Sales Department
	Medium
	High
	Keep Satisfied

	Store Managers
	Medium
	High
	Keep Satisfied

	Store Employees
	Low
	High
	Keep Informed

	Human Resources (HR)
	Medium
	High
	Keep Satisfied

	Finance Department
	High
	Medium
	Keep Satisfied

	Customer Service
	Medium
	High
	Keep Satisfied

	Data Analytics Team
	High
	High
	Manage Closely

	Customers
	Low
	High
	Keep Informed

	Suppliers
	Medium
	Medium
	Keep Satisfied

	Technology Providers
	High
	High
	Manage Closely

	AI Software Vendors
	High
	High
	Manage Closely

	Payment Providers
	High
	Medium
	Keep Satisfied

	Investors
	High
	Medium
	Keep Satisfied

	Government Regulators
	High
	High
	Manage Closely

	GDPR Authorities
	High
	High
	Manage Closely

	Local Communities
	Low
	Medium
	Monitor

	Logistics Partners
	Medium
	Medium
	Keep Satisfied

	Business Partners
	Medium
	High
	Keep Satisfied

	Media
	Medium
	Medium
	Monitor

	Competitors
	Low
	Low
	Monitor


6.1 Stakeholder Power, Interest and Engagement Strategy for ConnectPlus


7. Recommendations 
Drawing on the critical analysis in this report, Primark ought to adopt a more agile and data-driven approach to engaging stakeholders throughout the ConnectPlus project lifecycle. Instead of relying solely on occasional updates, stakeholder expectations should be tracked continuously through quantifiable Key Performance Indicators (KPIs), such as customer adoption, workforce engagement, satisfaction metrics, and stakeholder feedback (Project Management Institute, 2021). Additionally, it is advisable to conduct frequent assessments of the Power-Interest Matrix and 4C’s to capture shifts in stakeholder influence as the project evolves. Primark should further enhance employee participation by offering ongoing development, soliciting input, and involving staff in decision-making processes to reduce resistance to organisational changes (CIPD, 2024). Moreover, prioritising cybersecurity, responsible AI management, and GDPR adherence should remain central to preserving partner confidence. Ultimately, stakeholder engagement must be integrated into the core organisational strategy to ensure that ConnectPlus delivers lasting value well beyond its initial rollout.

8. Conclusion 
This report has thoroughly evaluated the significance of stakeholder engagement in achieving the effective rollout of ConnectPlus at Primark. The findings revealed that stakeholders vary greatly in their influence, expectations, and capacity to affect project outcomes, necessitating tailored engagement strategies rather than a uniform approach. Using stakeholder management frameworks like the Power-Interest Matrix and 4C’s highlighted the benefits of prioritising stakeholder relationships, while also acknowledging the drawbacks of relying on just one tool. Additionally, the report contended that ongoing stakeholder engagement not only facilitates project completion but also fosters customer loyalty, staff dedication, innovation, corporate reputation, and an enduring competitive edge. Yet these outcomes are attainable only if Primark consistently updates its stakeholder engagement approach in response to evolving organisational, technological, and regulatory landscapes. Thus, robust stakeholder engagement should be seen as a strategic asset that underpins both effective digital transformation and long-term organisational success.
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