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[bookmark: _Toc237019323]1. Executive Summary
Tesco PLC aims to roll out its new loyalty marketing program, ConnectPlus, across a limited geography on the international market in six months, offering customers personalised product suggestions, rewards through their mobile device and customer insights. The objective of the project is to improve the customer service retention, decision making using the information, and differentiate Tesco's customer offer. Senior Management, Project and Technology Teams, employees, customers, regulators and technology partners are important stakeholders (Mahmoud et al., 2022). Communication, consultation, collaboration and commitment – backed up by clear accountability – should be used when engaging effectively. Tesco should maintain cross functional stake holder governance, and should keep the consultation of customer and employee with a constant effort. Building trust and for successful adoption, strong data, privacy and AI governance will also be required, though.
[bookmark: _Toc237019324]2. Introduction: Tesco PLC and ConnectPlus
[bookmark: _Toc237019325]2.1 Tesco PLC
Tesco PLC is a renowned international grocery store chain operating that has both offline and online applications in the United Kingdom. A world that is continuously competitive, absolutely requiring an integration of the new with the old, the ability to connect the skills of retailing with the latest digital technologies, customer information and personalisation (Alabi, 2022). Consumers today take convenience, relevance and 'this' out of the equation when it comes to experiences in physical stores, through the smartphone app, and the web. It simply implies that the loyalty is not certain if one just sells on a “first come, first served” basis or if selling the first price is the only selling guideline. Loyalty is dependent on product quality and relevance in the customer experience too.
For Tesco, data-driven engagement is, therefore, very critical and has a strategic role. Customer behaviour can provide data regarding their priorities, buying habits and maybe even their future needs (Jones, 2023). However, as we put every one of our customers' data into a system, there are expectations of privacy, transparency, and responsible technology to consider. Tesco will need to do, therefore, a balancing act between the commercial opportunity of personalisation and what the stakeholders want to learn or want to be told through personalisation.
[bookmark: _Toc237019326]2.2 ConnectPlus Project
The suggested platform, named ConnectPlus, aims to combine personalized product recommendations, mobile rewards, and customer insight into a single, cohesive, and intuitive platform, which will help identify the right ways to improve customer retention, based on data and existing customer behaviour, while simultaneously adding model differentiation (Kopallé et al., 2023). The implementation of the platform and stakeholders' coordination will be crucial for its launch in selected foreign markets in 6 months.
For Tesco, it could be a way to personalise their loyalty initiative instead of it being a fully-fledged option. Personalization through AI to recognize shopping habits and make recommendations; utilizing mobile rewards to incentivize repeat sales and engagement (Katsikeas et al., 2023). Leveraging AI to analyse buying patterns and make recommendations, and mobile rewards to drive re-purchases and engagement. At the organisational level, the customer insights obtained from the customer can be used for marketing, product development and strategy.
[bookmark: _Toc237019327]2.3 Stakeholder Engagement Problem
There is more to the development of ConnectPlus, however, if the software is going to be successful in the marketplace. Getting cooperation, trust, alignment and commitment from a series of participants with divergent interests and goals is required. Personalisation may be of value for customers, but be a concern for compliance teams, who focus on risk reduction; employees may be proponents of innovation, but fear extra jobs; the management may be pushing innovation and speed while keeping customers concerned about personalisation (Cheng et al., 2024). In that regard, stakeholder attitudes is one of the main concerns in implementing the ConnectPlus and reaching the objectives of getting results to support business.


[bookmark: _Toc237019328]3. SMART Objectives
In order to create the ConnectPlus products on four SMART action points:
1. Customer Adoption: Reach and Enactive target population: Registered customers and customers that are actively engaging within the first 6 months after launch in the selected markets.
2. Employee adoption – add all empowered employees who need engaging training before implementation and gain employee feedback and track and monitor when/what employees have adopted, employee confidence level utilization of ConnectPlus.
3. Data and privacy compliance – complete privacy and AI / data-governance documentation before deploying into all of the selected markets.
4. Stakeholder satisfaction: keep engaging stakeholders in the development process, test for satisfaction and strive to make it better at regular points during implementation and within the first 6 months of implementation.
Project delivery indicators are quantitative, with the acceptance indicators by stakeholders derived from them also being quantitative.
[bookmark: _Toc237019329]4. Stakeholder Identification and Analysis
[bookmark: _Toc237019330]4.1 Internal Stakeholders
There are many internal stakeholders in ConnectPlus. Senior management & the Board enjoy high powers as they provide strategic direction, allocate resources as well as have decisions relating to risk appetite (Chase, 2024). The project has also great interest because if the project is successful its impact on internal development, number of customers and competitiveness for Tesco could be a great deal. They need to be closely monitored as a result.
The community coordinator (community PM) is in charge of coordination of the implementation and between the stakeholders. The IT, digital, product development and data/analytics teams are other key stakeholders for the platform delivery as will provide the technical expertise and skills needed (Nygaard, 2024). They are important since the implementation is bounded by technical constraints; security issues or data quality issues might have a direct impact on implementation.
Also, very interested parties of Marketing and customer service because of the effects of ConnectPlus on Customer Experience, Customer Experience and Customer Loyalty. Essential to store and operations staff, as they may have to account for the platform, and incorporate new process into their work, they may need to provide explanation to customers. Other internal teams that may help are HR, training, and organisational readiness, and legal/compliance can be of great value for privacy and AI governance and regulatory (Szcześniak, 2025). Finance and procurement get involved by means of budget control and supplier management.


[bookmark: _Toc237019331]4.2 External Stakeholders
The one group of external stakeholders that can be argued to be the most important is the customers, who are the ultimate impact of take-up on the success or failure of ConnectPlus creating value (Christopher et al., 2013). They provide information on how to provide personalisation, but have also made reasonable expectations with regard to transparency, fairness and privacy.
In the case of tech / AI suppliers, a supplier may have many of the technical capabilities or infrastructure required by Tesco, as a result, may have a high level of interest and power in the supplier (Vijayakumar Nair, 2025). The amount of the power that is held, there could be a considerable delay in deployment and financial consequences as well as a reputation issue for Tesco if they aren't not doing that.
Investors and shareholders want to know who's worth any to play in the business? Business partners and international market partners may be able to impact local implementation and consumer advocacy groups may curl up their schedules and be able to look at the approach Tesco takes when it comes to data use, transparency and personalisation in an ethical manner.


[bookmark: _Toc237019332]4.3 Power/Interest Matrix
	Stakeholder
	Power
	Interest
	Priority
	Engagement Approach

	Senior management/Board
	High
	High
	Manage closely
	Strategic reviews and governance

	Project/IT/Data teams
	High
	High
	Manage closely
	Joint planning and collaboration

	Customers
	Medium/High
	High
	Engage actively
	Testing, consultation and feedback

	Regulators
	High
	Medium
	Keep satisfied
	Compliance engagement

	Employees
	Medium
	High
	Involve and inform
	Training and consultation

	Technology partners
	High
	High
	Manage closely
	Joint governance

	Marketing/Customer teams
	Medium/High
	High
	Manage closely
	Cross-functional collaboration

	Investors
	High
	Medium
	Keep satisfied
	Performance reporting


The Power/Interest Matrix reveals that Tesco should not use a single engagement strategy for each of its stakeholders. Close involvement is needed with high power, high interest stakeholders, who can have a significant impact on the outcomes of the project (Saha and Demirag, 2025). The technology has to be developed, but needs to be utilized by customers and employees to be used in action. With the power, regulators won't be involved in every operating choice, but Tesco will have to ensure it's proper, and there will be some transparency. It's the more effective than one communication effort with one pop up that was meant for "one size fits all" on the subject of stakeholder management.
The Stakeholder Salience Model further enhances the prioritisation as it takes into account power, legitimacy and urgency. They have rights, rights which are as valid as the rights of customers and regulator or indeed more so. Staffs have a right to workload/relevance to their jobs and training requirements as well as job impact considerations (Tariq, 2025). As the project progresses, new priority points may also be identified by the stakeholder that it believes are worthwhile. For example, in the testing arena, other issues around data usage may be more common, as the customers are now more at stake. So, Tesco should think again about the list of stakeholders for the project than they draw up at first line.
[bookmark: _Toc237019333]5. Stakeholder Roles, Benefits and Challenges
Establishing strategic direction, funding and decision-making powers are delegated to senior management. They can help to make the process run faster but have to be balanced, as rushing to get them to ship out can lead to problems with compliance or technical staff (Bilal et al., 2026). The IT, product and data teams take the lead and give the necessary capabilities to develop ConnectPlus, integrate customer information and ensure cyber security. They are under a delivery timetable of six months and are technically challenged.
These teams of marketing and customers connect the capabilities of the platform to value that customers receive in those marketing communications, customer loyalty and feedback. Staff are a part of the execution of SOP, and Customer support. If trained and tasked correctly, ConnectPlus can be seen as an extra load to their workload, however (Chen, 2026).
The true measure of a platform is their clients. While an interaction generates data, feedback and revenue streams, customers may be unwilling to go overboard in their data sharing or may not like AI suggestions that feel like "on my shoulder" and are not accepted. The confidence accorded by regulators to the customers regarding a legally and ethically sound platform and the expertise provided by the partners through specialists are obvious benefits. But relying on outside suppliers can present cost, data security, system integration and control risks, however.
The “interests” conflict in particular is thus the central conflict. Tesco might want to make the most of customer information to be more personalised, whilst customers may want more privacy. This could be a compromise between adding more controls to project teams (compliance teams) and speed. While it is preferable to have a uniformity in global management, there is a need to make adaptations at local level (Kesar, 2025). A successful stakeholder management approach requires that they be acknowledged and not taken for granted as all stakeholders having the same goals.
[bookmark: _Toc237019334]6. Stakeholder Engagement and Conflict Management
[bookmark: _Toc237019335]6.1 Stakeholder Engagement Approach
Importance of stakeholder also analysed by using Freeman’s stakeholder argument, which shows that for any organisation to be effective in his perspective one has to manage the relationships amongst the stakeholders which can impact or be impacted by the operation of any business. ConnectPlus is not a communication group, it's for Tesco to make stakeholder groups (Kurhasku-Hoti and Rrustemi, 2025).
Four stages of the engagement process should be kept; identification, prioritisation, engagement and monitoring. First, Tesco needs to recognise a set of stakeholders which would be impacted by ConnectPlus and what they mean by their expectations. Second, stakeholders must be always prioritised considering their power, interest, legitimacy, and urgency. Thirdly the correct relationship techniques should be used (Nygaard, 2024). Finally, stakeholders' attitudes and impact of the project should be monitored throughout the project.
This is significant as stakeholder needs are environmental. Customer might be happy with the customised recommendations, but lack of customisation could cause consumer concerns to privacy (Vijayakumar Nair, 2025). The development of peoples' supportiveness following training. The platform will continue to develop as its operator gets ready for additional requests by regulators to disclose more information. If no assumptions are made at the start of an idea, Tesco can be flexible to the changing market by constantly monitoring it.
[bookmark: _Toc237019336]6.2 Communication, Consultation, Collaboration and Commitment
The 4 Cs structure is used in the ConnectPlus approach to engagement.
Communication should delivery information which is accurate and timely to the stakeholders. Senior Management can be provided with strategic dashboards on progress, risks, budget & adoption. Staff would be able to obtain information on projects they might be interested in, training and implementation advice. Patients should be well informed of what is connected to ConnectPlus; its benefits; and why it is needed. The focus on communications particularly regarding AI and privacy should not be purely salesy but informative and honest (Saha and Demirag, 2025).
Stakeholders should also be consulted, and their impacts on decisions made around the project. Tesco can carry out a survey, focus group, platform testing and many more to identify concerns before the launch. Employee workshops might bring issues which the management have not been conscious of. Compliance and legal teams should not only be involved prior to introducing the products to the market but also during their construction (Bilal et al., 2026). Consultation helps to improve decision making as it brings in practical knowledge to the project.
Including stakeholders as a part of the solution should be a joint effort. With the IT, marketing, operations, data, customer services and compliance teams in one group, it can alleviate inter-department conflict. The integration of the systems, security issues and performance should be discussed between the technology partners and Tesco. Local customer expectations and local regulations should also have an impact on decisions for international teams.
Committing to the act is the final step. There are a number of key principles that need to be adopted to ensure the project is a success, including senior leaders actively supporting the project, employees understanding their role, and project teams have measurable KPIs. Customers should also be encouraged by making them feel the value of return they can get from the platform (Kesar, 2025). If the stakeholders can see that the benefits of greater engagement run beyond additional meetings, they'll go into it with even more enthusiasm.


[bookmark: _Toc237019337]6.3 RACI Matrix
A RACI framework can clarify responsibilities and reduce uncertainty.
	Activity
	Project Manager
	IT/Data
	Marketing
	Compliance
	Customers

	Platform development
	A
	R
	C
	C
	C

	Customer testing
	A
	R
	R
	C
	R

	Data compliance
	A
	C
	I
	R
	I

	Launch communication
	A
	C
	R
	C
	I

	Post-launch monitoring
	A
	R
	R
	C
	C


The usefulness of RACI is that there can be an ambiguity with regard to responsibility; there may be a conflict of stakeholders. Maintaining a role as a project Manager in coordinating the project and having a responsibility for specialist teams for their own expertise. The customer does not have a formal responsibility for the project, but has the role of a member in the process of testing and feedback. This clear accountability therefore can help speed up decision making without the detriment of the required consultation process.
[bookmark: _Toc237019338]6.4 Conflict Management
The major first confrontation is actually between data privacy and personalisation (Ashcroft, 2017). ConnectPlus needs information from customers to be able to make meaningful recommendations but customers disagree with being subject to detailed data collection (Cheng et al., 2024). This should be implemented by providing clear and transparent data explanations, appropriate consent processes, privacy controls and clear governance at Tesco. There is not a need to try to capture as much data as possible, but rather to obtain maximum value from responsibly-collected data.
The second war is the compromise between speed and compliance with which I say. Along with the usual rules, it will take longer, perhaps six months, to implement before it feels from necessity to them to make their decisions, and compliance teams will push the decision process further, requesting additional checks to be made (Nygaard, 2024). Tesco's need to set-off compliance criteria and apply 'stage-gate' for project approvals needs to be at the project outset. This makes compliance a part of the project design and that it is not an afterthought.
Here is a third conflict between the global need and the local need. There is a possibility that a ConnectPlus common architecture can be used in international deployments, although requirements and expectations vary from customer to customer and region to region from the markets (Szcześniak, 2025). A logical solution, therefore, is for Tesco to use key technology and governance principles and apply slight customization to the suites of technology as needed region by region.
The 4th contention is "Burden on employee" and "Requirements of the project". ConnectPlus can be tricky for someone getting put in a position without the accompanying support. Minimizing resistance through consultation, training, feasible implementation plans and feedback.
Last, but not least, the interests of commercial (non-ethical) ones have to be combed through with the commercial (ethical) ones. It's good to be engaged and spending more customer, but If one use AI over one might lose customers trust. These should therefore be taken into account in ethical governance: transparency; fairness; customer control and personalisation which is to be done responsibly.
This should be done through positive conflict management techniques such as 'bellying up' to it early; soundly based negotiation; early escalation; documented decision rights. Most importantly, compromise does not happen at the cost of not responding to the concerns of stakeholders (Jones, 2023). Rather, Tesco should work out trade-offs, and then choose trade-off solutions that will balance commercial value and trust of stakeholder.
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Key stakeholder engagement can directly influence ConnectPlus' performance for their customers. Once they understand how it is being used and are sure that the information being used is being used in a proper manner, then they will install the platform. Adoption can play a role in loyalty, customer satisfaction and retention (Katsikeas et al., 2023). Engagement doesn't mean loyalty; the website should offer them time value and some experiences that will help value them.
It also can result in improved operation efficiencies. Taking the employees with one on the launch can bring forth usability problems, control employee expectations, and reduce resistance. Greater cooperation has the potential to improve the organization of operations, marketing, customer service and information technology (Nygaard, 2024). This could minimize implementation mistakes and help Tesco to be more responsive towards issues post launch.
The financial implications and strategic outreach is massive. ConnectPlus will improve customer lifetime values for Tesco, which hopefully will translate into higher revenues, due to improved customer retention and engagement efforts. What's more they can also better customer understand for marketing strategy and good service. Furthermore, if it succeeds it could create a cross-border platform to further separate Tesco in a more digital retail world.
However, these are providing benefits with trust. The use of algorithms and the exploitation of data for personalisation, however, could cause problems with reputations, when the individual considers that data has been used (or even misused) and AI-driven recommendations are seen as unfair or intrusive. Responsible AI, privacy protection and transparent communication are therefore not just about complying with regulatory demands – it can be a competitive advantage.
There are also a few drawbacks to engaging stakeholders. The excessive use of consulting services can be a drawback for decision making, create several requests and disfavour project costs (Saha and Demirag, 2025). Tesco therefore has to differentiate between the stakeholders requiring a role in decision making and sharing of information with them. Focus is not on accommodating all the stakeholder needs, but on decisions that balance the interests of stakeholders.
In conclusion, it has been observed that successful engagement of the stakeholders is associated with successful adoption of ConnectPlus, although it will be useful to the extent that the stakeholder expectations can be met by Tesco achieving the commercial goal. Performance will start to become sustainable when all four of these areas of trust, acceptance, compliance, and technology are put into action – but not in opposition with customers.


[bookmark: _Toc237019340]8. Recommendations and Conclusion
[bookmark: _Toc237019341]Recommendations
1. Establish a cross-functional ConnectPlus stakeholder governance group
Tesco must establish a formative “ConnectPlus stakeholder governance group” that should include the Project Manager, IT and digital experts, data and analytics, marketing, customer service, operations, legal/compliance and other relevant international market managers etc. The group should hold regular meetings when the project is being developed and during project testing and implementation to track the progress of the project, issues and concerns, risks and project performance measurements (Chen, 2026). This would enhance the interdepartmental coordination as well as minimise the risk of differing decisions. It would also offer an easy-to-follow escalation procedure for privacy, technology or customer experience/operational readiness issues. Importantly therefore, the commercial and risk-based stakeholders can be brought together, giving Tesco the balance that it needs to make a sound judgement on matters, and not focusing too much on implementation speed when trust from stakeholders would be lost in the long-term.
2. Introduce continuous customer and employee consultation
Tesco should always give back to the stakeholder as consultation should not be the one off i.e. prior to launch. Customers have to be engaged by filling out surveys, attending focus groups, usability tests and through feedback on individualisation and rewards leads (Kurhasku-Hoti and Rrustemi, 2025). Staff should be actively involved in Workshops, Training sessions, reviews and operational testing. Ideas for feedback should be identified at known stages of the project and important issues that help to determine the context should be determined and discussed with other members of the project team for resolution. This would enable Tesco to foresee any issues relating to the usability and privacy or opposition from employees when implementing this. Frequent consultation would also be evidence that Tesco takes into account consultation of stakeholders, thereby strengthening the acceptance and commitment towards ConnectPlus.


3. Implement strong AI and data governance
Tesco needs to put in place a robust governance model that includes the protocols for customer consent, data collection, data privacy, cyber security, AI transparency and responsible personalisation, prior to expanding ConnectPlus to other countries. The compliance requirements shouldn't be a final step in the project process. It's also something Tesco must be clear and honest about to their customers regarding the use of their data for things such as personalised recommendations, and customer rewards (Nygaard, 2024). Having transparency can alleviate uncertainty and give customers a greater sense of confidence. Good governance will also help to avoid the exploitation of regulators, and uphold Tesco's reputation, while fostering responsible innovation and sustainable customer relationships.
[bookmark: _Toc237019342]Conclusion
Stakeholders are essential to the success of ConnectPlus, as cooperation, trust and commitment, combined with technical capacity, is essential to successfully implement the project. In addition, there are varying interests and expectations across senior management, IT and data management team, staff, customers, regulators and technology partners all with differing levels of power which makes getting the people on board in the right way critical for Tesco.
Tesco can use the Power/Interest Matrix to prioritise stakeholders and the 4 Cs approach to communication, consultation, collaboration and commitment is a practical way to address these four elements. The RACI model can be a useful tool to assist in improving accountability by specifying responsibilities during implementation.
When facing competing stakeholder’s requirements, including privacy vs personalisation, fast implementation vs bringing adherence to regulations, global consistency vs local requirements, commercial interest vs ethical requirements, managing stakeholders is particularly pertinent. However, there needs to be a continuous process of stakeholder engagement and this should be viewed as a strategic process by Tesco. To foster stakeholder trust and increase the likelihood of adoption, Tesco can increase uncomfortable encounters regarding implementation, and maximize potential ConnectPlus value benefits to the customer and other operational and business goals through responsible management of AI and data.
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