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1. [bookmark: _Toc237334213]Executive summary.
This report evaluates stakeholder engagement for the proposed launch of ConnectPlus at Marks & Spencer (M&S) across selected UK and international markets. ConnectPlus will use AI-powered personalised recommendations, mobile rewards and customer data insights to improve customer engagement, loyalty and business decision-making.
The report will identify key internal and external stakeholders, including senior management, employees, IT, marketing, customers, suppliers, investors and regulators, and evaluate their roles, interests and potential challenges. Effective stakeholder engagement is particularly important because stakeholders have different priorities. For example, customers may value personalisation while also having concerns about data privacy, whereas management and investors may focus on financial performance and timely implementation.
This report also evaluates how stakeholder engagement can improve financial performance, operational efficiency, employee engagement, brand reputation, innovation and regulatory compliance. It will also consider ethical issues surrounding AI, customer data and international implementation.
2. [bookmark: _Toc237334214]Introduction.
Marks & Spencer is one of the United Kingdom's leading retailers, specialising in high-quality clothing, food, home products, and beauty items (Marks and Spencer Group plc, 2026). The company operates through both physical stores and a growing online platform, offering customers a convenient shopping experience across multiple channels. M&S is well known for its focus on quality, value, and customer service, making it one of the UK's most recognised and trusted retail brands.
The company was founded in 1884 by Michael Marks and Thomas Spencer in Leeds, England. What began as a small market stall has grown into an international retailer with hundreds of stores across the UK and operations in numerous countries worldwide. Over the years, Marks & Spencer has built a strong reputation for selling premium own-brand products, particularly in clothing, food, and homeware, while continuously adapting to changing consumer trends and shopping habits.
Marks & Spencer offers a wide variety of products, including men's, women's and children's clothing, footwear, lingerie, home furnishings, furniture, kitchenware, beauty products, gifts, and its award-winning food range. The company's food halls are especially popular for their fresh produce, ready meals, bakery items, seasonal products, and premium food selections. M&S has also expanded its online marketplace by partnering with a range of well-known brands, allowing customers to purchase products from both M&S and selected third-party retailers through its website.
In recent years, Marks & Spencer has focused on modernising its business by improving its supply chain, investing in technology, and expanding its online presence through strategic partnerships. The company has worked closely with Ocado to provide nationwide online grocery deliveries, enabling customers to purchase M&S food products online for home delivery. Alongside this, M&S continues to introduce more sustainable practices by reducing packaging waste, sourcing products responsibly, and working towards achieving its environmental and net-zero commitments.
The company is now preparing to launch a new customer engagement and loyalty platform called ConnectPlus, which will further enhance the shopping experience for M&S customers. The platform will use mobile-based rewards, artificial intelligence (AI), and personalised product recommendations to provide customers with offers and promotions tailored to their shopping habits and preferences. ConnectPlus will also support data-driven decision-making by allowing the business to better understand customer behaviour, improve customer retention, strengthen brand differentiation, and increase customer loyalty. The platform is expected to integrate with the existing Sparks loyalty programme and M&S mobile app, creating a more personalised and seamless shopping experience. This new system is expected to launch within the next six months and forms part of Marks & Spencer's ongoing digital transformation strategy to remain competitive in the modern retail market (Marks and Spencer Group plc, 2026).
3. [bookmark: _Toc237334215]SMART Objectives.
Objectives:
Increase M&S sales by 5% through ConnectPlus within six months of launch.
Achieve at least 80% customer adoption of ConnectPlus within six months of launch while improving customer engagement and loyalty.
	Objective
	Specific
	Measurable
	Achievable
	Relevant
	Time-bound

	Develop and test ConnectPlus
	Successfully develop and launch the ConnectPlus AI-powered customer loyalty and engagement platform 
	Achieve at least 80% customer adoption within the first 6 months of launching the platform.
	Deliver the platform within the six-month project schedule.
	Strengthen brand loyalty and increase competitiveness in both domestic and international markets.
	Complete platform development and stakeholder engagement within the six-month project schedule.

	Improve Customer Engagement and Loyalty.
	Using ConnectPlus to implement an engagement plan for customers.
	Engagement will be monitored within the platform with feedback questions.
	Train and Assign employees to work on the platform and provide the feedback questions.
	Improving Customer engagement and loyalty will be long-term beneficial for the company.
	Complete implementing the engagement and loyalty plan by February 2027



Internal and external Stakeholders.
	Stakeholder Type
	Stakeholder Group
	Responsibilities

	Internal
	Employees
	Ensure customers are satisfied, while executing daily objectives.

	
	Management/Project manager
	Oversee operations, ensure daily objectives are complete.

	
	IT Team
	Ensure the ConnectPlus platform is running smoothly and fix any problems that may arise.

	
	Marketing
	Advertise the products, make them more appealing.

	External
	Customers
	Purchase products, leave reviews that may influence the brand.

	
	Suppliers
	Provide materials, ensure timely delivery.

	
	Local Community
	Engage with company activities.

	
	Investors
	Invest in the product, provide financial resources.

	
	Regulators
	Ensure the company is complying with laws and regulations.



SWANS Model
SWANS stands for: 
Support- The extent to which a stakeholder supports the project.
Wants- What the stakeholder wants or expects from the project.
Authority- The level of decision-making power or influence the stakeholder has.
Needs- The specific requirements or concerns of the stakeholder.
Significance- The importance of the stakeholder to the project’s success.
Applying this model to ConnectPlus helps the project manager understand the different expectations and levels of involvement of each stakeholder.
	Stakeholder
	Support
	Wants
	Authority
	Needs
	Significance

	Management/Project manager
	High
	Successful launch and financial return
	High
	Regular progress and financial information
	High

	Employees
	Medium/High
	Easy-to-use system and training
	Medium
	Training and support
	High

	IT Teams
	High
	Successful and secure platform
	High
	Resources, time and technical information
	High

	Marketing
	High
	Increased customer engagement
	Medium
	Customer data and campaign information
	High

	Customers
	Medium/High
	Rewards and personalised offers
	Low individually
	Privacy, security and easy access
	Very High

	Investors
	Medium/High
	Growth and return on investment
	High
	Financial progress and results
	High

	Suppliers
	Medium
	Better demand information
	Medium
	Accurate information and communication
	Medium

	Regulators
	High
	Legal and ethical compliance
	High
	Accurate information and access to relevant processes
	High

	Local Community
	Medium
	Responsible business activity
	Low
	Information about the project's impact
	Medium



OWANS Model
Owans stands for:
Objectives- The stakeholder’s goals or objectives.
Wants- What the stakeholder expects from the project.
Authority- The stakeholder’s influence or decision-making power.
Needs- Resources, information or support required by the stakeholder.
Support- The level of support the stakeholder provides to the project.
This allows M&S to look at both what stakeholders want from ConnectPlus and what the organisation needs to provide to gain their support.
	Stakeholder
	Objectives
	Wants
	Authority
	Needs
	Support

	Management/Project Manager
	Deliver strategic business growth
	Successful launch and increased sales
	High
	Progress reports and financial information
	High

	Employees
	Provide good customer service
	Training and simple processes
	Medium
	Support and clear instructions
	Medium/High

	IT Team
	Deliver a reliable platform
	Enough time and resources
	High
	Technical resources and clear requirements
	High

	Marketing
	Increase customer engagement
	Useful customer insights
	Medium
	Accurate customer information
	High

	Customers
	Receive better shopping experiences
	Rewards and personalised recommendations
	Low
	Privacy and easy access
	Medium/High

	Investors
	Increase shareholder value
	Financial returns
	High
	Evidence of project performance
	Medium/High

	Regulators
	Protect customers and ensure compliance
	Legal and ethical use of data
	High
	Accurate information and cooperation
	High



Overall Analysis
Using both SWANS and OWANS gives M&S a clearer understanding of its stakeholders. SWANS focuses more on the level of support, importance and stakeholder requirements, while OWANS gives greater attention to stakeholder objectives and what they want from the project. Using both models allows the project manager to identify possible conflicts and decide how each stakeholder should be engaged. Effective stakeholder management requires organisations to understand the different needs and interests of stakeholders rather than focusing only on the interests of the business (Freeman, 1984).
For ConnectPlus, senior management, IT teams, customers, investors and regulators should receive particular attention because they can have a significant effect on the project's success. However, the project manager should continue to review stakeholder expectations throughout the six-month implementation because their level of support, authority and needs may change as the project develops.
4. [bookmark: _Toc237334216]Detailed Explanation.
The successful implementation of the ConnectPlus platform depends on understanding their specific roles, responsibilities, contributions and potential challenges. Each stakeholder plays a distinct part throughout the project lifecycle, from planning and development to deployment and post-launch evaluation. Effective stakeholder collaboration improves project performance; it minimises risks and increases the likelihood of achieving the organisation's objectives. Effective stakeholder relationships can also help organisations create value, improve trust and gain information that can support innovation and competitive advantage (Harrison, Bosse and Phillips, 2010).
Internal Stakeholders:
Employees are responsible for using the ConnectPlus platform in their daily roles, supporting customers and adapting to new business processes. They contribute to the project's success by providing feedback during testing, identifying operational issues and ensuring customers receive a consistent experience. The main benefit employees bring is their practical knowledge of day-to-day operations, which helps improve system usability. However, they may experience resistance to change, require additional training and face a temporary reduction in productivity while adapting to the new platform.
Senior Management act as the project sponsors. Their responsibility is to provide direction, approve budgets, allocate resources and ensure that ConnectPlus aligns with the organisation's long-term business objectives. Their support benefits the project by ensuring sufficient funding, organisational commitment and timely decision-making. However, senior management may face challenges in balancing project priorities with other strategic initiatives and managing stakeholder expectations across international markets.
The Project Manager is responsible for planning, coordinating and monitoring the entire implementation process. This includes managing project scope, schedules, risks, communication and stakeholder engagement while ensuring the platform is delivered within budget and on time. The project manager benefits the organisation by improving coordination between departments and resolving conflicts. However, managing multiple stakeholder interests, changing requirements and project risks can present significant challenges.
The IT Teams are responsible for designing, developing, integrating and testing the ConnectPlus platform. Their work includes developing AI-driven recommendation systems, integrating customer databases, ensuring system scalability and maintaining cybersecurity standards. These teams contribute technical expertise that ensures a reliable and innovative platform capable of supporting international operations. However, they may encounter challenges such as technical complexity, software integration issues, cybersecurity threats and strict project deadlines.
The Marketing Department is responsible for developing promotional campaigns, communicating the platform's benefits and encouraging customer adoption. Marketing also analyses customer behaviour and provides insights that help improve personalised recommendations. Their contribution increases customer awareness and supports higher engagement levels. However, marketing teams may face challenges in delivering consistent campaigns across different international markets while respecting cultural differences and local consumer preferences.
External Stakeholders:
Suppliers support the organisation by providing materials and services required to meet customer demand. Improved customer insights generated through ConnectPlus can help suppliers forecast demand more accurately and improve inventory management. However, suppliers may need to adjust production schedules and distribution processes to respond to changing customer purchasing patterns.
The Local Community benefits from the project through potential job creation, increased economic activity and improved digital services offered by the organisation. A successful platform can also strengthen M&S's reputation as an innovative and responsible business. However, community concerns may arise regarding environmental sustainability, ethical use of artificial intelligence and responsible handling of customer data.
Investors provide financial resources that enable the organisation to develop and implement ConnectPlus. They expect the project to deliver long-term business growth, increased customer retention and improved shareholder value. Their confidence can support future investment opportunities. Nevertheless, investors may become concerned if the project exceeds its budget, experiences delays or fails to achieve its expected return on investment.
Regulators, such as data protection authorities, are responsible for ensuring the platform complies with legal and ethical standards, including the UK GDPR and consumer protection legislation. Their oversight helps maintain customer trust and reduces the risk of legal penalties. However, compliance can be challenging due to evolving legislation, particularly regarding artificial intelligence and cross-border data transfers, requiring the organisation to continually review and update its policies.
In conclusion, each stakeholder contributes valuable knowledge, resources and support to the ConnectPlus project while also presenting different expectations and challenges. By recognising these responsibilities and addressing stakeholder concerns through effective communication and engagement, the project manager can improve collaboration, minimise project risks and increase the likelihood of a successful international rollout.
Stakeholder Conflict
Stakeholder conflict happens when people involved in a project have differing opinions on how certain tasks should be performed, which could lead to declining performance and decision-making.
During initial phases (planning, implementation), several internal and external stakeholders, such as customers, employees, management, product development teams, marketing and sales departments and shareholders may experience conflicts of interest due to their different objectives and interests.
By identifying potential conflicts of interest, the project manager can minimise risks through consultation, collaboration, communication and stakeholder analysis. Stakeholder analysis can help organisations identify stakeholders, understand their interests and plan participation throughout implementation (Bryson, 2004). Understanding priorities can help to ensure the ConnectPlus platform is delivered successfully while meeting stakeholders’ expectations and objectives.
5. [bookmark: _Toc237334217]RACI Matrix
KEY: R- Responsible A-Accountable C-Consulted I- Informed
	TASK
	Employees
	Management/Project Manager
	IT Team
	Marketing
	Customers
	Suppliers
	Local Community
	Investors
	Regulators

	Develop engagement plan.
	R
	A
	C
	I
	I
	I
	I
	I
	I

	Product Development.
	R
	R/A
	R
	I
	I
	C
	I
	C
	I

	Decision making.
	I
	R/A
	C
	I
	I
	I
	I
	C
	I

	Community engagement.
	I
	R
	I
	I
	I
	I
	R/A
	I
	I

	Customer pilot testing
	C
	A
	R
	R
	C
	I
	C
	I
	I

	Final launch decision
	I
	R
	C
	C
	I
	I
	I
	I
	C



6. [bookmark: _Toc237334218]Stakeholder Engagement Strategy
The project manager should use different engagement methods depending on the needs and level of influence of each stakeholder. It would not be effective to communicate with every stakeholder in the same way because senior management, employees, customers and regulators have different expectations. Stakeholder engagement should therefore begin during the planning stage and continue throughout development, testing, launch and post-launch evaluation.
Senior management and investors should receive regular progress updates covering the project budget, risks, deadlines and expected benefits. Monthly meetings and progress reports can be used to keep them informed and allow important decisions to be made quickly. This is important because these stakeholders have a high level of authority and can provide financial and organisational support to the project.
Employees should be engaged through training sessions, meetings and feedback opportunities before ConnectPlus is launched. Employees are likely to be affected by changes to their daily responsibilities, so involving them during testing can help reduce resistance to change. Employees can also identify problems that may not be noticed by the IT team because they have direct experience of dealing with customers.
Customers should be engaged through surveys, pilot testing and feedback within the ConnectPlus platform. A small group of customers could test the platform before the full launch. Their feedback could then be used to improve the rewards, personalised recommendations and ease of use. This is particularly important because customers have a high significance to the project even though individual customers have low authority.
The IT team should have regular technical meetings with the project manager to discuss development progress, cybersecurity, system performance and any problems with integrating ConnectPlus with existing M&S systems. Marketing should work closely with IT and management to ensure that promotional campaigns accurately explain the benefits of the platform and do not make misleading claims about the use of AI or customer data.
Regulators should also be consulted during the development process rather than only after the platform has been completed. This can help M&S identify data protection and legal issues early and reduce the risk of delays before launch. Suppliers and local communities should be kept informed about any changes that could affect them.
Communication should also be adapted for international markets. Cultural differences, language and customer expectations may affect how customers respond to rewards and personalised recommendations. M&S should therefore allow local teams to provide feedback and adapt parts of the engagement strategy to suit each market while maintaining the same overall project standards.
Overall, I as the project manager would use a mixture of communication, consultation and collaboration. Regular communication will keep stakeholders informed, consultation will allow stakeholders to provide feedback, and collaboration will allow important stakeholders to take part in decisions. This approach can improve trust and increase stakeholder support throughout the project (Gable and Shireman, 2005).
7. [bookmark: _Toc237334219]Evaluation 
Stakeholder engagement is important for the successful implementation of the ConnectPlus platform. By involving shareholders, regulators, employees, and customers through the project lifecycle, we can improve the business’ performance.
Financial Performance
Financially, stakeholder engagement increases customer loyalty, repeat purchases and growth in revenue. Relationship marketing focuses on developing long-term relationships with customers and other stakeholders, which can support customer retention and organisational value (Christopher, Payne and Ballantyne, 2013). For example, ConnectPlus uses AI-powered personalised recommendations and rewards which could improve customer retention and increase repeat purchases, potentially improving profitability and a better return on investment. In addition, engaging investors and senior management throughout the project ensures that sufficient financial resources are available to support development, staff training and international deployment. By monitoring customer feedback and purchasing behaviour, M&S can also identify new opportunities to increase sales and improve profitability.
Operational Efficiency
Collaboration between all shareholders will improve the supply chain efficiency and service delivery. For example, employee training and supplier coordination ensures the smooth operation of the ConnectPlus platform and minimises delays. Effective communication between the IT department, marketing teams and operational managers also allows technical issues to be identified and resolved quickly, reducing downtime and ensuring that customers receive a consistent service across both physical stores and online platforms.
Brand Reputation
Maintaining transparency and engaging customers will strengthen the brand’s reputation and trust. For example, M&S will need to ensure that ConnectPlus handles customer data in accordance with UK GDPR requirements, which in turn improves customer satisfaction and loyalty. Demonstrating ethical use of artificial intelligence and being transparent about how customer data is collected and used will further strengthen consumer confidence and enhance the company's reputation as a responsible retailer.
Employee engagement
Employees contribute to the success of the ConnectPlus platform through training, innovation and collaboration. For example, a trained employee would provide better customer service and support and suggest relevant improvements to enhance customer experience and the ConnectPlus platform. Employees who feel involved in the implementation process are also more likely to support organisational change, which can reduce resistance and improve productivity during the transition.
Environmental impact
Stakeholders’ engagement supports the environment by reducing waste and encouraging responsible business practices. For example, ConnectPlus replaces paper-based promotions with digital rewards, helping to reduce paper consumption and lowering the company's environmental impact. Improved customer data can also help M&S forecast demand more accurately, reducing excess stock, unnecessary transportation and product waste throughout the supply chain.
Community Relations
Strong community engagement can improve the public’s trust in the company. For example, the company can use ConnectPlus to support digital inclusion programmes, community reward campaigns and charitable partnerships that encourage greater customer participation. Maintaining positive relationships with local communities also strengthens the company's social responsibility objectives and enhances its public image.
Innovation and Growth
When the company receives continuous feedback from customers, employees and technology partners, this can encourage innovation within the company. For example, customer suggestions in the platform can be used to introduce new loyalty features and rewards which could give the company a competitive advantage. Regular stakeholder feedback also enables the company to adapt quickly to changing consumer preferences and market conditions.
Regulatory Compliance 
Engaging with regulators ensures compliance with UK GDPR, consumer protection legislation and emerging artificial intelligence regulations. Consulting with regulatory bodies early in the project helps reduce legal risks, avoid costly penalties and prepare the organisation for future legislative changes. Ongoing compliance monitoring also demonstrates accountability and helps maintain stakeholder confidence in the ConnectPlus platform.
Although stakeholder engagement can provide significant benefits, it can also create challenges for M&S. One of the main challenges is the time and cost involved in consulting different stakeholder groups. Regular meetings, training, customer testing and communication across international markets require additional resources. This could increase the cost of the ConnectPlus project, mostly during the initial implementation stage.
Another challenge is that stakeholders may have conflicting interests. For example, investors may want the platform to generate financial returns quickly, while customers may want greater privacy and control over their personal data. Employees may also be concerned about additional workloads or changes to their roles, while management may focus on completing the project within the six-month deadline. These different priorities could make decision-making more difficult for the project manager.
There are also ethical risks associated with using AI and customer data. Personalised recommendations may improve the customer experience, but customers may be uncomfortable if they feel that M&S is collecting too much information about them. M&S must therefore be transparent about how data is collected and used and ensure that customer information is protected. If customers lose trust in the platform, this could damage the reputation that ConnectPlus is intended to improve.
Therefore, stakeholder engagement should not simply focus on gaining stakeholder support. M&S should also listen to concerns and be willing to change parts of the project where necessary. This would create a more balanced approach and reduce the risk of focusing too heavily on financial or operational objectives.
Overall, effective stakeholder engagement strengthens financial performance, operational efficiency, innovation and regulatory compliance while supporting sustainable business growth. By maintaining open communication, encouraging collaboration and responding proactively to stakeholder feedback, Marks & Spencer can maximise the success of the ConnectPlus platform, increase customer loyalty and reinforce its long-term competitiveness within the global retail and e-commerce industry.
8. [bookmark: _Toc237334220]Recommendations and Conclusion.
The successful implementation of the ConnectPlus platform depends on effective stakeholder engagement, clear communication, and strong project governance throughout the project lifecycle. To maximise the likelihood of success, Marks & Spencer should adopt a structured stakeholder engagement strategy that ensures all internal and external stakeholders are regularly consulted and informed. Employees should receive comprehensive training before the platform is launched to reduce resistance to change and improve confidence in using the new technology. Customers should be actively involved through pilot testing, surveys and feedback mechanisms so that improvements can be made before the international rollout.
In addition, the organisation should maintain regular communication with suppliers, investors and regulatory bodies to ensure operational efficiency, financial support and ongoing compliance with UK GDPR and other international data protection regulations. M&S should also establish clear key performance indicators (KPIs), such as customer adoption rates, customer satisfaction scores, employee engagement levels and revenue growth, to measure the effectiveness of ConnectPlus after implementation. Regular reviews of these performance indicators will allow the organisation to identify issues early and make continuous improvements.
Overall, the ConnectPlus platform provides Marks & Spencer with a significant opportunity to strengthen customer loyalty, improve decision-making through AI-driven insights and enhance its competitive position within the retail and e-commerce industry. However, achieving these benefits requires effective collaboration between internal and external stakeholders, careful management of potential conflicts, and a commitment to ethical and legal responsibilities. By applying stakeholder engagement principles, maintaining transparent communication and continuously monitoring project performance, the organisation can minimise risks and encourage long-term stakeholder commitment. If implemented successfully, ConnectPlus will not only improve customer satisfaction and operational performance but also support sustainable business growth and reinforce Marks & Spencer's reputation as an innovative, customer-focused and digitally advanced retailer in both domestic and international markets.
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