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[bookmark: _Toc239300857]Stakeholder engagement Strategy for Green Path 360 at Marks & Spencers 
[bookmark: _Toc1176298906]Executive summary 
Marks and Spencer (M&S)
 Is a leading Uk-based retailer operating across clothing, home, and food, with significant digital and international presence. Sustainability has been embedded within M&S’s strategy for many years through its Plan A programme. Its current sustainability strategy includes Plan A 2030 and initiatives such as Another life, which focuses on extending product lifecycles through re-wear, repair, resale, and recycling.
This report examines how M&S could introduce Green Path 360, a proposed stakeholder engagement initiative designed to strengthen responsible purchasing, product repair and recycling, supplier transparency, community partnerships, and customer participation in circular-economy activities. The initiative would require collaboration between internal and external stakeholders across different countries, cultures, and regulatory environments.
Stakeholder theory provides the principal theoretical foundation for the analysis. Freeman’s stakeholder approach views organisations as systems of relationships in which value must be created with multiple stakeholder groups rather than exclusively for shareholders (Freeman,1984). Donaldson and Preston (1995) further distinguish descriptive, instrumental, and normative dimensions of stakeholder theory. More recent stakeholder-management research highlights moral, strategic, and pragmatic dimensions, demonstrating that engagement should not simply be treated as a communication exercise (Kujala etal.,2022)
Mendelow's power-interest matrix and Miachell, Agle and Wood’s stakeholder salience model are applied to identify stakeholders requiring diverse levels of management attention. A RACI framework is then proposed to clarify accountability, while a communication and engagement plan uses the principles of communication, collaboration, consultation, and commitment. 
The report argues that effective engagement could improve trust, innovation, supply-chain transparency, customer participation, and long-term organisational reputation. However, stakeholder engagement also creates risks, including conflicting interests, stakeholder fatigue, greenwashing accusations, data-privacy concerns, unequal stakeholder influence, and difficulties in standardising the initiative across international markets.
The report therefore recommends that Green Path 360 should be implemented as a co-created, evidence-based and continuously monitored programme, rather than as a conventional marketing campaign. Transparent reporting, stakeholder feedback, culturally appropriate engagement, supplier support, independent assurance, and measurable sustainability KPIs should be embedded throughout the six-month preparation and subsequent implementation period.
[bookmark: _Toc513877832]Introduction: M&S and Green Path 360
Marks & Spencer is one of the UK’s best-known retailers, operating primarily through its Food and Fashion, Home & Beauty businesses alongside digital channels. Sustainability has been a longstanding element of its corporate strategy. M&S describes Plan A as its approach to making better choices for customers, colleagues, products, communities, and the environment. Its current Plan A 2030 strategy includes three campaigns: Another Life, Plan A for Farming and Brighter Futures.
The proposed Green Path 360 initiative would complement these existing activities rather than replace them. It would provide an integrated digital and operational platform through which customers, employees, suppliers, communities, and other stakeholders could participate in responsible consumption and circular economy activates initiatives. The initiative could include product repair, recycling and resale, responsible purchasing information, supplier transparency, community partnerships, and customer participation incentives.
This is particularly relevant to M&S because the organisation already has practical circular-economy activities. It is Another Life strategy focuses on keeping clothing in use through re-wear, repair, resale, and recycling. M&S reports that more than 36 million items have been donated through its clothing take-back partnership with Oxfam since 2008. In 2024 it launched M&S Fixed by SOJO, while in 2025 it introduced a dedicated resale channel on eBay with Reskinned and Oxfam.
M&S also reports that it has published information on more than 500 clothing factories through an interactive supplier map and operates Global Sourcing Principles covering ethical and environmental expectations. This provides an appropriate foundation for Green Path 360.
This initiative can be understood through circular-economy theory. Gessidoefer et al. (2017) explains that circular economy thinking seeks alternatives. To conventional linear production and consumption models. Green Path 360 would therefore encourage customers to move beyond a simple purchase and dispose model towards longer product lifecycles.
However, circular economy implementation is not solely a technological or operational issue. Oberholzer and Sachs (2023) identify stakeholder networks as important to sustainable production and consumption, arguing that moral, strategic, and pragmatic dimensions of engagement all matter. Consequently, Green Path 360 requires stakeholder participation throughout its lifecycle.
[bookmark: _Toc1665958602]SMART Objectives
The stakeholder-engagement strategy will have the following SMART objectives:
1. Specific: Within six months, establish a formal Green Path 360 stakeholder network involving senior management sustainability, procurement, IT, operations, employees, selected suppliers, coordination partners, customers, NGOs, and community representatives.
2. Measurable: Achieve stakeholder participation from at least 90% of identified high power/high-interest stakeholder groups before launch.
3. Achievable: Conduct structured consultations, workshops and digital feedback activities across selected UK and international markets before implementation.
4. Relevant: Align Green Path 360 with M&S Plan A 2030, circularity, responsible sourcing, customer engagement, and long-term stakeholder value.
5. Time-bound: Complete stakeholder mapping, consultation, pilot testing, risk assessment and launch readiness review within the six-month preparation period.
[bookmark: _Toc186211830]Identification and Categorisation of Key Stakeholders

Stakeholder theory suggests that organisations should consider groups that can affect or are affected by organisational decisions. Freeman’s (1984) stakeholder approach challenged a narrow shareholder-centred view of engagement by emphasising relationships between businesses and their stakeholders. 
Donaldson and Preston (1995) distinguish three dimensions of stakeholder theory: descriptive, instrumental, and normative. The descriptive dimension helps explain stakeholder relationships; the instrumental dimension considers how stakeholder management can contribute to organisational objectives; and the normative dimension considers why stakeholder interests should be recognised in the first place.
For Green Path 360, these dimensions are complementary. For example, suppliers are economically important to M&S, but they are also legitimate stakeholders whose working conditions are environmental practices have ethical implications. 
[bookmark: _Toc315425800]Internal Stakeholders 
Key internal stakeholders include:
· Board of Directors
· Chief executive officer and senior management
· Project manager 
· Sustainability/ Plan A team
· Procurement and sourcing 
· Supply-chain management
· Store operations
· e-commerce and digital teams 
· IT and data-security teams 
· Product development/design teams 
· Marketing and communications 
· Customer service 
· Finance 
· Human Resources 
· Legal and compliance 
· Employees and store colleagues
· International market managers
Each stakeholder has different interests. Senior management may prioritise strategic alignment, reputation, and financial performance. Sustainability teams will focus on environmental and social outcomes. IT teams will prioritise cybersecurity, integration, and data quality. Store employees will be concerned with training, workload, and practical implementation.
[bookmark: _Toc75103511]External stakeholders 
External stakeholders include:
· Customers 
· Suppliers and manufacturers 
· Planning providers
· Recycling and repair partners 
· Resale platforms 
· NGOs 
· Local communities 
· Governments and regulators 
· Industry bodies 
· Investors 
· Local authorities 
· Environmental organisations 
· Technology providers 
· Social enterprises 
· Waste-management organisations.
The importance of these groups is likely to vary between markets. For example, regulators have considerable influence where Green Path 360 involves environmental claims, customer data, or waste management. Customers have high interest but may have limited formal power individually. However, collectively their purchasing decisions and public responses can significantly affect the initiative. 
[bookmark: _Toc1091349920]Mendelow's Power-Interest Matrix 
	Stakeholder group 
	Power 
	Interest 
	Management approach 

	Board/senior management 
	High 
	High 
	Manage closely

	Sustainability team
	High 
	High  
	Manage closely 

	Procurement 
	High 
	High 
	Manage closely

	IT/data/security 
	High 
	High 
	Mange closely

	Major suppliers 
	High 
	High 
	Collaborate 

	Regulators 
	High 
	Medium/High
	Maintain close engagement 

	Customers
	Medium collectively
	High 
	Consult and involve 

	NGOs
	Medium 
	High 
	Collaborate/consult 

	Employees 
	Medium 
	High 
	Involve 

	Organization partners 
	Medium/High
	High 
	Collaborate 

	Local communities 
	Low/medium 
	High 
	Consult/Involve 

	General public 
	Low individually 
	Medium 
	Inform/ listen 



The advantage of Mendelow's matrix is its simplicity. It enables the project manager to prioritise limited resources. However, its major limitation is that stakeholder power is not static. A customer campaign, media investigation or NGO report can rapidly increase the influence of a stakeholder group.
This is why the matrix can rapidly increase the influence of a stakeholder of a stakeholder group.
[bookmark: _Toc1716193167]Stakeholder Salience Model 
Mitchell, Agle and Wood (1997) argue that stakeholder salience can be assessed through power, legitimacy, and urgency. 
For example, regulators possess significant power and legitimacy, while an NGO investigating labour standards may have considerable legitimacy and urgency but less formal organisational power. A major supplier may have power because disruption could affect product availability. Customers possess legitimacy because Green Path 360 is partly designed around their participation. 
The salience model therefore complements Mendelow’s matrix because it captures factors beyond simple organisational power. 
Reed et al. (2009) similarly argue that stakeholder analysis should not only identify stakeholders but also differentiate them and investigate their relationships. This particularly important for Green Path 360 because stakeholders are interdepended: suppliers affect product information; IT affects customer transparency; coordination affects recycling; and customers affect the volume of products entering repair, resale, and recycling systems. 
[bookmark: _Toc629295813]Stakeholder Roles, Responsibilities, Benefits and Challenges
The board and senior management should provide strategic direction, approve resources, and ensure that Green Path 360 supports M&S’s wider sustainability strategy. Their benefit is greater strategic visibility and potential reputation enhancement. However, senior managers may face competing pressures between sustainability investment, profitability, and short-term performance.
The Sustainability/Plan A team should establish environmental and social standards, define sustainability KPIs and monitor impact. Their involvement helps ensure that Green Path 360 produces measurable sustainability outcomes rather than simply becoming a marketing initiative. 
Procurement and suppliers are essential because circularly begins with product design, materials, and sourcing. M&S already has Global Sourcing Principles and supplier transparency mechanisms. Green Path 360 could expand this by linking supplier information to product-level sustainability information. However, suppliers may face additional reporting costs, technology requirements, and pressure to meet higher standards. 
IT and data teams would develop the digital platform and ensure cybersecurity, data protection, and interoperability. Their challenge would be intergrading multiple systems and maintaining accurate sustainability information. 
Store colleagues and customer-service teams are critical because customer often experience sustainability initiatives through frontline employees. Employees need training and clear procedures for take-back, repair, recycling, and customer queries. Poor implementation could create frustration and undermine customer trust. 
Customers provide demand, feedback, and participation. They could contribute to the circular economy through repair, resale, recycling, and responsible purchasing. However, participation cannot be assumed. Customers may perceive sustainable options as inconvenient, expensive, or time-consuming. 
NGOs and community organisations could provide independent knowledge, legitimacy, and access to communicates. Their involvement can reduce the risk of M&S designing the programme around internal assumptions.
Regulators ensure legal and environmental compliance. They may impose requirements concerning consumer protection, environmental claims, waste management, and data protection.
Finally, coordination, repair, resale, and recycling partners provide operational capabilities that M&S may not possess internally. Their contribution demonstrates that circularity is a network activity rather than an isolated company programme.
[bookmark: _Toc923038710]Stakeholder Engagement Process 
Engagement philosophy 
The project manager should avoid treating stakeholder engagement as a one-way communication activity. Greenwood (2007) warns that stakeholder engagement is not automatically responsible simply because an organisation communicates with stakeholders.
Similarly, Kujala et al. (2022) identify moral, strategic, and pragmatic components stakeholder engagement. Therefore, Green Path 360 should provide stakeholders with opportunities to influence decisions rather than simply receive information. 
The proposed engagement process consists of five stages:
Identify → Analyse → Engage → Respond → Evaluate 
This process should operate throughout the project rather than being completed once. 
[bookmark: _Toc2142899524]Stage 1: Identify 
This first stage would involve creating a stakeholder register.
The register should record:
· Stakeholder name/group
· Internal/external status
· Location
· Interests
· Influence 
· Potential impact 
· Expectations 
· Risks
· Preferred communication method 
· Engagement frequency 
· Project owner 
This would be reviewed monthly during six-month preparation period.
[bookmark: _Toc1807722011]Stage 2: Analyse, SWOT Analysis 
Mendelow's matrix would initially categorise stakeholders according to power and interest. Mitchell, Agle and Wood’s (1997) salience model would then identify stakeholders with particularly important combinations of power, legitimacy, and urgency. 
SOWT analysis could complement these tools.
Strengths 
· Existing M&S sustainability infrastructure 
· Existing Plan A reputation
· Existing repair, recycling, and resale activities.
· Established supplier relationships
· Large customer base 
· Existing digital channels
Weaknesses 
· Complexity of international implementation 
· Potential inconsistency between markets 
· Dependence on third-party partners 
· Digital integration challenges 
· Potential customer participation barriers 
Opportunities 
· Increased circular consumption 
· Product innovation
· Stronger customer relationships 
· New repair and resale revenue opportunities 
· Greater supplier transparency 
· Community partnerships 
Threats 
· Greenwashing accusations 
· Cybersecurity incidents 
· Supplier resistance 
· Customer disengagement 
· Regulatory differences
· Negative media coverage 
· Increased operational costs 
The purpose of SOWT is not simply to list factors but to connect them to stakeholder decisions.
[bookmark: _Toc1157361730]Engagement Strategy 
The engagement strategy should be based on the 4Cs: Communication, Consultation, Collaboration and Commitment.
[bookmark: _Toc1850971075]Communication 
Communication should provide accurate and accessible information. 
For employees, this should include 
· Training sessions 
· Intranet updates 
· Manager briefings 
· FAQs
· Sustainability training 
For customers:
· Website information 
· App notifications
· Product labels 
· QR codes
· Social media 
· Email communications 
· In-store displays 
However, communication should not exaggerate environmental benefits. Research suggests that sustainability communication can create greenwashing concerns if claims are unclear or unsupported.
Therefore, Green Path 360 claims should be supported by measurable evidence and, where appropriate, independent assurance. 
[bookmark: _Toc2121943613]Consultation 
Consultation means actively asking stakeholders for their views.
Before launch, M&S should conduct:
· Employee focus groups
· Customer surveys 
· Supplier workshops 
· NGO roundtables 
· Community meetings 
· Regulator consultations 
· Internal-market interviews 
The purpose would be to identify barriers before implementation.
For example, customers might indicate that repair services are attractive but inconvenient. The solution might therefore involve online booking, store collection, or postal repair options.
Consultation also provides a mechanism for identifying unintended consequences.
[bookmark: _Toc1091650653]Collaboration 
Collaboration should be used for high-interest stakeholders whose knowledge is essential. 
M&S could establish a Green Path 360 Stakeholder Advisory Group containing representative from: 
· M&S
· Suppliers 
· Customers 
· Repair businesses 
· Recycling organisations 
· NGOs
· Technology providers
· [bookmark: _Int_gJqLHEe0]Logistics partners 
· Community organisations 
Oberholzer and Sachs (2023) argue that stakeholder networks are particularly important in circular-economy systems because circularly depends on relationships between actors rather than isolated organisational actions. 
Collaboration could therefore support product-design decisions, repair processes, recycling infrastructure, and customer incentives.
[bookmark: _Toc471278829]Commitment 
The final stage is commitment 
Stakeholder participation should be converted into measurable commitments.
Examples include:
· Suppliers committing to sustainability-data standards 
· M&S committing to publish progress 
· Employees committing to training 
· Repair partners committing to service-level standards 
· Customers being encouraged to participate in take-back schemes
Commitments should have named owners and measurable KPIS.


[bookmark: _Toc2070143087]RACI Framework 
A simplified FACI framework can clarify accountability.
	Activity 
	Board 
	Project Manager 
	Sustainability 
	Procurement 

	Strategy approval 
	A
	R
	C
	C

	Stakeholder mapping 
	I
	A/R
	C
	C

	Sustainability standards 
	C
	R
	A
	C

	Digital platform
	I
	A
	C
	I

	Supplier engagement 
	I
	A
	C
	R

	Customer campaign 
	I
	A
	C
	I

	Training 
	I
	A
	C
	C

	Launch 
	A
	R
	C
	C

	Evaluation 
	A
	R
	R
	C


R=Responsible; A=Accountable; C=Consulted; I=Informed. 
The RACI framework reduces ambiguity, particularly where several departments could assume that another department owns a task. 












[bookmark: _Toc601398441]Communication Plan 
	Stakeholder 
	Message 
	Channel 
	Frequency 

	Board 
	Progress, risks, KPIs
	Board reports 
	Monthly 

	Senior managers 
	Milestones and decisions 
	Steering meetings 
	Fortnightly 

	Employees 
	Processes and responsibilities 
	Training/intranet 
	Monthly 

	Suppliers 
	Standards and requirements 
	Workshops/portal 
	Monthly 

	Customers 
	Benefits and participation 
	App/email/web 
	At key stages 

	NGOs 
	Impact and accountability 
	Roundtables 
	Quarterly 

	Regulators 
	Compliance and evidence 
	Formal meetings 
	As required 

	Communities 
	Local impact 
	Meetings/events 
	Quarterly 



The communication approach should be culturally sensitive. International markets cannot simply receive identical messages translated into different languages. Cultural expectations concerning authority, environmental behaviour, communication styles, and community participation can differ. 
ISO 26000 specifically highlights the importance of considering societal, environmental, legal, cultural, political, and organisational diversity when engaging stakeholders internationally. 
[bookmark: _Toc631321408]Managing Conflict 
Conflict is likely because stakeholder interests are not identical.
For example, customers may want affordable products, while sustainability teams may favour more expensive sustainable materials. Suppliers may want longer contracts and financial support for sustainability improvements, while procurement may seek lower costs. 
The Project Manager should therefore establish a formal conflict-management procedure.
Step 1: Identify the issue 
The disagreement should be recorded objectively.
Step 2: Identify stakeholder interests 
The Project managers should distinguish between stated positions and underlying interests.
Step 3: Assess evidence 
Arguments should be evaluated using cost, sustainability impact, legal requirements, customer evidence, and operational feasibility. 
Step 4: Facilitate dialogue 
Where possible, stakeholders should participate in structured meetings rather than relying on email exchanges. 
Step 5: Develop alternatives 
The project manager should identify options that balance competing interests.
Step 6: Escalate when necessary 
Unresolved strategic conflicts should be referred to the Green Path 360 steering committee. 
Step 7: Document decisions 
Decisions should be recorded with reasons and responsible owners. 
This approach is preferable to attempting to eliminate conflict. Constructive conflict can expose risks and produce innovation, whereas suppressing disagreement may lead to hidden resistance.

[bookmark: _Toc151799630]SWANS and OWANS 
SWANS and OWANS can be used to distinguish between stakeholder groups that require different engagement strategies.
SWANS can be considered as stakeholders who are supportive but require ongoing management, while OWANS can identify stakeholders whose interests or attitudes may create resistance and therefore require additional engagement.
For green Path 360, supportive employees, sustainability teams, and environmentally engaged customers may initially behave as SWANS. Suppliers concerned about increased compliance costs or customers who perceive recycling schemes as inconvenient could fall into an OWANS category.
The project Manager should not label these groups permanently. Stakeholder attitudes can change according to information, experience, and project decisions. 
Consequently, stakeholder sentiment should be monitored through surveys, feedback, complaints, participation rates, and stakeholder meetings. 
[bookmark: _Toc323628997]Ethical Considerations 
Ethics is particularly important because sustainability programmes can create an appearance of responsibility without necessarily producing proportional environmental or social outcomes. 
[bookmark: _Int_TWVC3ZNp]Greenwood (2007) argues that engagement should not automatically be assumed to be responsible. This means M&S should ask whether stakeholders genuinely have opportunities to influence decisions.
[bookmark: _Toc299871563]Greenwashing 
Green Path 360 could create greenwashing risk if M&S promotes sustainability benefits that cannot be demonstrated.
For example, claiming that recycling a garment automatically makes it environmentally sustainable would oversimplify that environmental impact of production, transportation, and processing.
Recent research identifies greenwashing as a threat to stakeholder trust and sustainability credibility. 
M&S should therefore use evidence-based claims, publish limitations, and avoid presenting partial improvements as complete solutions. 
[bookmark: _Toc578133644]Data privacy 
Because Green Path 360 is digital, customer information could potentially include purchase behaviour, recycling activity, and preferences. Data should therefore be collected only, when necessary, protected appropriately and communicated transparently.
[bookmark: _Toc287915536]Stakeholder inequality
A major ethical problem is that not every stakeholder has equal power.
Large supplier may have greater resources that small suppliers. Corporate stakeholder may also have greater influence that local communities.
Therefore, engagement should deliberately provide mechanisms for less powerful stakeholders to contribute.
[bookmark: _Toc1825467584]International cultural differences 
A single engagement model could be inappropriate across different countries. Local stakeholders could be involved in adapting communication and implementation. 
[bookmark: _Toc1671025455]Accessibility 
The programme should not assume that all customers have equal access to smartphones, apps, online services, or transport. Offline and in-store alternatives should therefore be retained. 
[bookmark: _Toc828308092]Benefits of Sustainable Stakeholder Engagement 
[bookmark: _Toc515536568]Business performance 
Stakeholder engagement can support business. Performance by improving decision making and reducing implementation risks. 
Schaltegger, Hörisch and Freeman (2019) argue that sustainability-related business cases are not simply discovered by management but can be co-created through stakeholder relationships. 
For M&S, customer participation could create additional opportunities around repair, resale, and product longevity. 
M&S already operates repair and resale activities through Another Life, providing a practical basis for extending the Green Path 360 concept. 
However, engagement also creates costs. Workshops, technology, training, supplier auditing, and reporting require investment. Therefore, the business case should be assessed over the long term rather than only through immediate financial returns. 
[bookmark: _Toc1101333500]Stakeholder trust 
Trust is essential to Green Path 360 because customers need confidence that sustainability claims are accurate. 
Research into sustainability reporting also indicates that credibility is influenced by factors including trustworthiness, record of accomplishment, management expertise, assurance, materiality, and completeness. 
Therefore, M&S should publish both achievements and areas where targets have not yet been achieved.
Transparency is more credible when it includes limitations. 
[bookmark: _Toc351365226]Responsible supply chains 
Green Path 360 could strengthen responsible sourcing by linking sustainability requirements with supplier engagement. 
M&S already publishes supplier information and maintains Global Sourcing Principles. 
This initiative could expand this through:
· Supplier sustainability dashboards
· Traceability information
· Supplier training 
· Collaborative improvement 
· Programmes 
· Environmental and social KPIs
· Risk-based supplier assessments.
Siems and Seuring (2021) highlight the significance and complexity of stakeholder management is sustainable supply chains. 
Importantly, M&S should avoid simply transferring sustainability costs to suppliers. Collaborative support may be more effective than punitive compliance requirements, particularly for smaller suppliers.
[bookmark: _Toc817559317]Innovation and Circular Economy 
Stakeholder engagement can contribute to innovation because different stakeholders possess different forms of knowledge. 
Customers understand product-use problems. Employees understand operational barriers. Suppliers understand manufacturing constraints. NGOs understand social and environmental risks. Technology companies can provide digital solutions. 
This diversity can support co-creation.
Circular economy research increasingly emphasises the importance of stakeholder collaboration and action rather than relying solely on technological solutions. 
[bookmark: _Int_1JaCO05q]For example, Green Path 360 could identify that customers want clothing repair but find existing services inconvenient. Collaboration between customers, stores, logistics providers, and repair businesses could then produce a more accessible service. 
This demonstrates that engagement can become a source of innovation rather than simply a consolation mechanism. 
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