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Executive Summary
Unilever UK has a major ref. global consumer goods organisation in various product categories and markets. This report assessed the engagement of stakeholders for the proposed launch of Connect Plus, a digitally enriched customer loyalty and engagement platform that integrates the use of artificial intelligence (AI) guiding personalised recommendations, mobile rewards systems and customers' data. This platform aims to assist with moving towards customer retention, improved decision making and differentiation.
The successful approach to stakeholder involvement within and beyond ConnectPlus is the basis for ConnectPlus. Senior management, project team, IT/Data experts, marketing, finance, legal/compliance, staff, consumers, tech vendors, retail partners and regulators are considered to be key stakeholders. Priority setting of stakeholders is done through a process of stakeholder mapping and power-interest matrix.
Four engagements across the process can be followed: Identification and Analysis, Engagement Planning, Engagement Implementation and Engagement Communication, and Engagement Accountability (RACI). To define the frequency of communication, the number of people involved and what each stakeholder does, a matrix is used that is called an engagement matrix and RACI matrix. The report also includes an evaluation of conflict management, cultural differences, ethical AI, customer privacy, and sustainable engagement and its effects on the business performance. Common good practices are: Governance, a phased approach, clear communication and continuing engagement with stakeholders.


[bookmark: _Toc237112985]1. Introduction to Unilever UK
Unilever UK is a part of Unilever who operate in a number of sectors such as: beauty and wellbeing, personal care, home care and nutrition (Christopher et al., 2013). It operates in a digital place, where customers' needs change rapidly, they expect increasingly more personalised customer interactions and the new emphasis on data analytics are influencing it more and more as it is a digitally transformed organisation.
In this report Unilever UK is deemed to be making preparations to introduce ConnectPlus as detailed in the assessment scenario. The platform brings together AI-driven recommendations, mobile rewards and data driven-omnichannel customer insight features. The rollout will be over 6 months in a few local and international markets.
The successful implementation of ConnectPlus isn't going to happen solely via the technical abilities. Stakeholders need to be made aware of the rationale behind forming it and support any organizational changes; stakeholders should also have confidence in how customer data is collected and used (Gauthier, 2023). It's necessary for employees to learn how to use it, IT teams should make sure it's secure and reliable, and marketing teams must be able to promote its value, and, most importantly, legal teams and compliance will need to ensure the appropriate governance of the data.
The stakeholder theory is thus relevant because of the relationships within which an organization operates to implement its projects, aiming to influence or be influenced by other groups. Effective engagement can enhance trust, decrease resistance and facilitate the adoption of the project. There are varying interests though among the stakeholders. Management may be seeking a quick profit and return, IT security may be only an interest, and. Convenience and privacy may be of concern to customer. The work will need to consider these interests but maintain strategic aims of ConnectPlus.
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The ConnectPlus project will pursue five SMART objectives:
· Specific: Design and implement a safe digital loyalty program, based on personal preferences, incentivizing through mobile and utilizing client information.
· Measurable: Track engagement of stakeholders, customer use, platform satisfaction.
· Achievable: Full development and testing, deployment and training in 6 Months.
· Relevant: Build, strengthen, activate and differentiate your brand.
· Time-bound: Install solution in 6 months and continuously monitor the solution after installation.


[bookmark: _Toc237112987]3. Identification and Categorisation of Key Stakeholders
Identifying stakeholders is crucial for engaging them effectively as each has various interests, knowledge, expectations and potential influences over a project with varying levels of power (Ashcroft, 2017). It's critical for the ConnectPlus project at Unilever UK to identify these stakeholders early on as they will be impacted by the platform linking customers, employees, as well as other business partners and departments with the platform. There are two categories of stakeholders, namely Internal stakeholders and External stakeholders and a Power Interest Analysis can illustrate the stakeholders' power levels and interest.
[bookmark: _Toc237112988]3.1 Internal Stakeholders
Senior management and the Board have high levels of power as they give strategic direction and authorize the investment and determine if ConnectPlus matches the overall organisation's objectives or not (Bhattacharya, 2023). In addition, the project has an interest because of how the project might impact customer relationship, financial performance, digital transformation and long-term competitiveness. They require to be involved in big decisions, project reviews and risk management, etc.
The project manager and project team are important actors as far as coordinating the implementation process are concerned. They perform their responsibilities involving the management of resources, timelines, risks, activities of the project and relationships with stakeholders (Ihemereze et al., 2023). It is important that they are kept informed of developments at a high level, as well as from operational staff and that they continue to be involved in the process. It will be essential that they know how to bring together various interests if there are conflicts between departments.
IT/digital staff members develop, integrate, test and maintain systems and their security. The technical expertise is crucial to ensure the reliable, secure and compatible operation of ConnectPlus. Data and analytics teams involve the teams that transform customer's information into insights and personalised recommendations, which are important and close-knit associations to those groups (Hassan et al., 2024). 
The marketing departments are interested because a new way of communication and of engaging with customers. Customer knowledge can be utilized for the marketing campaigns, loyalty programmes and tailor-made communications. They are also propitious to the sales and commercial teams when it comes to productively promoting and relating to sellers (Osseo-Asare et al., 2024).
It is the responsibility of the finance function to evaluate investment requirements, project costs and financial benefits of an investment. ConnectPlus contains data regarding customers as well as online services (data protection), and it has a great impact of the legal experts, compliance authorities and data protection experts. They play a role in the project to make sure relevant regulatory and organisational requirements are fulfilled.
Finally, employees, service teams are the stakeholders since they are a part of the operation. They might be expected to provide customers with details regarding the platform, fix problems and adjust to new processes. 
[bookmark: _Toc237112989]3.2 External Stakeholders
Customers are the most important external stakeholders, and uptake and utilization of ConnectPlus and the value they create is dependent on them. They will play a role in helping or hindering performance of the platform, depending on whether they are likely to use rewards, think about their suggestions and share the information. Customer feedback can also help Unilever detect the usability, privacy and personalisation issues (Akter, 2025).
Solution providers can provide software, cloud systems, cyber security solutions or even a bespoke technical knowledge. Their performance is very important in terms of compromising the quality of the projects, security, hence implementation time. This may involve regular consultation with retail partners who can impact the access, distribution, and engagement of the customer.
Consumer protection, digital regulation and privacy have high influence as they can impact the design of ConnectPlus and its implementation (Jain and Rath, 2026). A proper relationship management between the regulatory parties can limit compliance risks.
Investors and shareholders will care if ConnectPlus provides a long-term strategic and/or financial gain. They are mostly concerned with investment, risk and long-term returns; which is captured by Mashali (2025). 
[bookmark: _Toc237112990]3.3 Power-Interest Analysis
	Stakeholder
	Power
	Interest
	Priority

	Senior management/Board
	High
	High
	Manage closely

	Project manager/team
	High
	High
	Manage closely

	IT and data teams
	High
	High
	Manage closely

	Legal/compliance
	High
	High
	Manage closely

	Marketing
	Medium-High
	High
	Involve actively

	Customers
	Medium
	High
	Consult closely

	Technology suppliers
	Medium-High
	High
	Collaborate

	Retail partners
	Medium-High
	Medium-High
	Maintain involvement

	Employees
	Medium
	High
	Communicate and involve

	Regulators
	High
	Medium
	Maintain compliance

	Investors/shareholders
	High
	Medium
	Keep informed


The matrix suggests that there are multiple ways to implement stakeholder involvement, since its involvement is offered in a process. Needed is close management - high power, high interest stakeholders, sharing consultation, communication, and/or monitoring at the appropriate level with other stakeholders.


[bookmark: _Toc237112991]4. Stakeholder Roles, Responsibilities, Benefits and Challenges
When implementing ConnectPlus, there are potential challenges in stakeholder management, depending on the resources, knowledge and capabilities being provided by the various groups of stakeholders involved. Elevating above these various roles, responsibilities, benefits and possible obstacles, Unilever UK can develop their engagement strategy to match their interests and the amount of influence they have. A behind the scenes view of these roles/responsibilities/benefits and potential challenges will provide Unilever UK the opportunity to tailor an engagement approach to meet their needs and areas of influence.
Senior management and the Board (Poursafar 2025) have the responsibility to provide strategic direction, approve investment and ensure ConnectPlus is aligned to Unilever UK digital and customer engagement agenda. He or she helps the project to have authority and finances. But senior management can come across a lot of challenges in the balancing of project spending, time to spending and the return and risks.
The project manager and project team should coordinate the overall implementation, manage the project time and timetables, resources, risks and stakeholder relationships. They serve as the link which connects various companies and other departments and parties. The biggest challenges they are having is to deliver what is anticipated from various stakeholders and within scope, budget and schedule.
The IT and digital group will develop and introduce the platform, integrate different systems, operate cyber security and technical testing and support. Also, they have a tremendous amount of experience to ensure the reliability and security of ConnectPlus (Phillips, 2026). Additionally, world of experience means ensuring compatibility of previous tried and tested technology and security concerns to ensure the integrity of data and to keep devices secure from potential threats.
Data & Analytics team uses customer data to provide useful input and personalised suggestions. They can be used to leverage the knowledge of customers and their support; they can contribute to decision making based on the knowledge and support of customers. However, they need to deal with data quality, privacy, security, and how they should be using the data of the customer (Okumu, 2026).
The marketing and sales team's communication, campaign creation and commercial knowledge. With ConnectPlus insights they can work more effectively to enhance their customers' engagement and promotions. They, however, do have their agenda, e.g. the volume and nature of the data of their own customers that they would use for personalisation.
Are legal, compliance and financial part and parcel of governance and control team members? The legal professionals include legal compliance professionals who do their job in identifying regulatory and moral risks, while the finance team does so in overseeing investment needs, investment costs and investment potential. While they can reduce the risk for the organisation as a whole, they sometimes are hard to handle in an organisation which try to implement quickly (without strict control) (Nghiem and Faye, 2026). 
Hands-on knowledge for employees or for customers' service, on the need and problems of customers. Usability and Customer Support might be tasks for them, but employees may be uncertain or may be burdened with additional tasks/projects or might be resistant to the new process.


[bookmark: _Toc237112992]5. Stakeholder Engagement Process and Conflict Management
A structured four-stage engagement process should be adopted for ConnectPlus.
[bookmark: _Toc237112993]Stage 1: Stakeholder Identification and Analysis
The first thing to do is to develop a list of the key stakeholders with influence, interest, expectations, concerns and preferred forms and needs of engagement – the stakeholder register. The stakeholder register should be updated regularly as the project progresses to reflect changes in any stakeholder's power and/or interest in the project.
The power-interest matrix can then be used as a guide to deciding priorities for engagement. Senior management, project team, IT, data and the legal interested parties likely to have impact on projects success must closely be connected. (Mahmoud and Mahmoud, 2025).
[bookmark: _Toc237112994]Stage 2: Engagement Planning
Then the project manager should document the stakeholder analysis in the form of an engagement plan. There is diversity in the types, approaches and intensity needed for engagement across the various stakeholders.
Stakeholder Engagement Planning Matrix
	Stakeholder
	Key Expectation/Concern
	Engagement Method
	Frequency
	Project Manager Action

	Senior management/Board
	Strategic value, cost, risk
	Executive reports and steering meetings
	Monthly/major milestone
	Share with people up to date information, threats/determinations

	Project team
	Clear objectives and resources
	Team meetings and project dashboard
	Weekly
	Provide time and space enabling activities to be co-ordinated and blocks removed

	IT/Data teams
	Technical requirements, security
	Technical workshops and reviews
	Weekly
	Solve technical issues and identify and assign priorities

	Marketing
	Customer adoption and communication
	Planning workshops
	Bi-weekly
	Give assistance for the building of platform with campaign themes.Help develop platforms in line with campaigns.

	Legal/Compliance
	Privacy and regulatory compliance
	Compliance reviews
	At each milestone
	Convene and agree:

	Employees
	Training and job impact
	Workshops, training and feedback
	Monthly
	Identify and bring up the matters/carer.

	Customers
	Value, privacy and usability
	Surveys, pilots and digital feedback
	Each testing phase
	Use feedback to analyse and improve platform

	Technology suppliers
	Clear requirements and delivery
	Supplier meetings
	Weekly
	Know about, and track, performance and contractual requirements.

	Retail partners
	Commercial value and integration
	Partner meetings
	Monthly
	Coordinate implementation

	Regulators
	Compliance
	Formal consultation/reporting where required
	As necessary
	Ensure requirements are met

	Investors
	Strategic and financial performance
	Performance communication
	Quarterly/milestones
	Include positive and/or negative results.


The display of the matrix proportionately. For instance, senior management might desire strategical information, but perhaps not so much detail for the technologists; IT specialists, on the contrary, might have to communicate that nearly on a regular basis. Customers should receive a clear explanation on talking about benefits, how to use and privacy.
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Stage 3: Communication, Collaboration and Consultation
The third stage of the process is to take action on the engagement plan. These four Cs can be carried out using the concepts: Communication, Collaboration, Consultation and Commitment (Shams et al., 2025).
Communication
Talking about why ConnectPlus is being introduced should be accompanied with information on the benefits and impacts of the ConnectPlus on your stakeholders. Brief, concise performance report should be made to the senior managers and a briefing and training on employees should be done practically. Introduce simple terms/customer explanations related to rewards, personalisation and data usage.
Collaboration
Working together involves partnering with stakeholders to develop solutions, not dictating solutions and how to do them. One can avoid inconsistencies in need by having cross functional workshops with marketing, IT, data, legal, customer service, etc. (Phillips, 2026).
Consultation
It is especially crucial for consultation to take place if there is a conflict in stakeholder interest. The use of work practices can be held with employees, use of data with personalisation with customers and handling of data with legal experts (Chapman 2026).
Commitment
The stakeholders' commitment is more meaningful support. Need to take a stand from senior management, in terms of funding or active. They need to be trained and involved in the project to become a project advocate to their employees. It is important that the technology supplier has clear service responsibilities and service indicators.


[bookmark: _Toc237112996]Stage 4: RACI-Based Accountability
If stakeholders have not been informed of the different responsibilities, it is not likely that individual project activities will be determined. Thus, a RACI matrix can help to clarify accountability.
RACI means:
· R – Responsible: performs the activity.
· A – Accountable: ultimately owns the outcome.
· C – Consulted: provides expertise or input.
· I – Informed: receives relevant information.
RACI Accountability Matrix
	Project Activity
	Senior Management
	Project Manager
	IT/Data
	Marketing
	Legal/Compliance
	Customer Service
	Supplier

	Project approval
	A
	R
	C
	C
	C
	I
	I

	Requirements definition
	C
	A
	R
	R
	C
	C
	C

	Platform development
	I
	A
	R
	C
	C
	I
	R

	Data governance
	C
	A
	R
	I
	R
	I
	C

	Cybersecurity testing
	I
	A
	R
	I
	C
	I
	R

	Customer testing
	I
	A
	R
	R
	C
	R
	C

	Marketing launch
	A
	C
	C
	R
	C
	R
	I

	Employee training
	C
	A
	C
	R
	C
	R
	I

	Final launch decision
	A
	R
	C
	C
	C
	I
	I

	Post-launch evaluation
	A
	R
	R
	R
	C
	R
	C


The matrix can help clarify and prevent overlapping or duplicate accountability and ambiguity. For example, for one of the projects IT will focus on what technical piece of work needs to be done, while the Project Manager will have the overall responsibility for delivering the project. Activities of Legal and Compliance are in charge of compliance activities, and are consulted on other activities when there might be legal risks.
[bookmark: _Toc237112997]Stage 5: Conflict Management
All stakeholders are likely to have different agendas that could cause conflict and contention. Finance could request that less money is involved, and IT could want more money to be invested in security. The Marketing department can promote the use of data to make it more “personal”, while the Legal department may wish to impose more limits on the use of data.
Determining what interests each side in the conflict has should be the project manager's first move. It should be given the opportunity to hear from all stakeholders who have concerns. Project evidence should then be gathered, compared and contrasted to the project's customer's project goals, cost/risk, value and compliance.
A practical conflict-resolution process is:
1. Identify the disagreement.
2. Identify affected stakeholders.
3. Establish relevant evidence and constraints.
4. Generate alternative solutions.
5. Evaluate the alternatives.
6. Agree actions and responsibilities.
7. Monitor the outcome.
Ethical and Cultural Considerations
ConnectPlus raises ethical questions with regards to using customer data and AI. Although personalization can aid increase the client journey, excessive information collection could create privacy concerns. Customers should be aware of the collection and use of Information.
The problem with this system of recommendations is that the more incomplete and biased the data in the database is, the more biased the results of the AI will be. For this, human oversight, testing and monitoring (Akter, 2025) is necessary.
The other challenges stem has arisen because of the different regulatory structures and culture/attitudes towards privacy in the international context. Consensus for Unilever around the globe in governance structures with room for local adaptation.
In order to sustain the engagement, it needs to be ongoing beyond the launch. Ongoing evaluation and reporting systems need to be in place throughout the development of the platform and be complemented with stakeholder discussions and performance monitoring.


[bookmark: _Toc237112998]6. Impact of Sustainable Stakeholder Engagement on Business Performance
Unilever UK's green promise of engagement will likely have a significant impact while positively contributing towards the platform's future performance and success of the ConnectPlus platform overall. Engagement also gives stakeholders a means of notifying the others about the project, but allows opportunities for stakeholders to: Enact decisions, identify problems and influence improvement, (Aniceto et al. 2025). Designating a place for stakeholders is not a stand-alone action, but an on-going process in a project's approach.
First, good engagement can lead to customer retention and an enhancement of the customer loyalty. ConnectPlus is built to reward participants with relevant, personalised rewards and more customer interactions. Customers' perception of these features could prove to be helpful and relevant, thereby enabling them to engage with additional Unilever products, and develop closer relationships with the organisation (Phillips, 2026). But personalisation can also bring with it a liability. The same technology may lead to loss of trust if they think that they are being collected and/or utilized incorrectly which may affect their loyalty. Transparency, good data privacy management and communicating about data use, are therefore key components of customer engagement.
Secondly, an ongoing process of stakeholder engagement can be adapted as a tool to promote innovation and service improvement in a sustainable way. There is a gap in customer information, experiences, technology suppliers and retail partners. Consumers can expose usability issues, operational issues can be exposed by the employees and technology vendors can demonstrate their expertise, while retail partners can leverage their market expertise. Facilitated when these thoughts are combined, it can aid Unilever pick up out with opportunities that they might not be able to discover on their own. If not real-time, feedback can be provided and can make ConnectPlus more responsive to the growing customer expectations.
Thirdly, from a risk-reduction perspective, there could be a risk reduction component to stakeholder engagement. The implementation challenges could be discovered by the employees, risks in cybersecurity or integration could be pointed out by information technology experts, and legal and compliance experts can uncover potential regulatory issues (Mahmoud and Mahmoud 2025). Taking care of these issues prior to the full deployment will help minimise the risk of delays to the project, add costs, or damage to reputation. Stakeholder involvement is thus a realistic way of early identification of risks.
Fourth, engagement can help develop brand reputation and trust among stakeholders. Unilever clearly evident understanding of ConnectPlus and responding appropriately to consumer enquiries will give their stakeholders some insight into their priorities for consumer interests. On the other hand, if the engagement rates are lower, especially when it comes to privacy and data handling, there is the potential for negative engagement perceptions and affecting the brand reputation of the organisation.
Engaging employees is also paramount to success in implementation. Staff member members aware of ConnectPlus and thoroughly trained are more likely to assist the customer in the adoption process and the move. The great thing is that throughout, people who feel the decision-making process is for them can reject it or support it less optimally (Chapman, 2026).
Costs are also a factor. An initial expense for consultations, training, communication and stakeholder management builds up quickly. The activities, however, may be viewed as investments for quality implementation, with insufficient involvement potentially leading to resistance to implementation, slower implementation rates, lower adoption, and high levels of reparative work which can be expensive.
Sustainable engagement can also contribute further to the quality of management decision making by providing customer data, stakeholder feedback. But data should not replace the judgement of a manager. Before taking a strategic decision, management should keep in mind the quality and limitations of information available.
Then, stakeholder or financial indicators should be evaluated in combination to reflect the performance of the business. Some metrics include customer adoption, platform usage, customer satisfaction, employee training completion, stakeholder concerns, privacy incidents and project milestones and financial performance (Jain and Rath, 2026).
Importantly, stakeholder engagement-performance relationships are not automatic but instead, they are explicit and must be identified. The value of engagement occurs when they feel their involvement really matters. Consultation not without effect on trust and can lead to a sense of frustration among stakeholders. It is the responsibility of the Project Manager to demonstrate how feedback has affected ConnectPlus.
Finally, there is a variety of success expectations among stakeholders. Profits may be the interest of management, marketing for customer engagement, IT for reliability, employees for user accessibility and customers for convenience or safety in terms of concerns about privacy. Aiming for sustainable stakeholder engagement, it is important to have a balance between 2 perspectives, a performance one to recognise different expectations, and one that's consistent with Unilever UK's strategic objectives.
[bookmark: _Toc237112999]7. Recommendations and Conclusion
[bookmark: _Toc237113000]Recommendations
1. Establish a formal ConnectPlus steering group.
The establishment of a formal steering group for Unilever UK is important with multiple stakeholders including IT, data, marketing, customer service, finance and legal, senior management and project manager. Group members should meet on a regular basis to track the progress of the project, risks/concerns of the stakeholders and major decisions are attended to (Osseo-Asare et al, 2024). This could enhance the coordination of departments and provide for strategic, technical, financial and customer input to decision making.
2. Maintain the stakeholder engagement and RACI matrices.
The stakeholder engagement matrix and RACI matrix are not to be filled out as ‘guided reading’ sheets. They should be reviewed at important stages in the project, whenever influence, expectations and responsibility of project stakeholders and project needs change. This will help to minimise communication problems, overlapping work and confusion over responsibilities.
3. Introduce phased implementation.
The roll out of ConnectPlus internationally should be begun with a limited amount of testing in a few markets and then rolled out to the rest of the world. Pilot implementation would help the organisation to be aware from early on of problems like technical, operation, cultural and customer problems. The experience gained at pilot markets can then be leveraged for the broader implementation, thereby minimizing implementation risk.
4. Strengthen data and AI governance.
Governance needs to be robust and should be part of ConnectPlus. There should be Human oversight, transparency in communication and privacy controls as well as data-quality checks on the platform. It's essential that customers are aware of how their data is being used, and extracted, and builds consumer trust.
5. Continue stakeholder engagement after launch.
Changing the way customer feedback, peer feedback, meetings with retail partners, and their performance are gathered should be in line with this. This will give them an opportunity to view any problems that have occurred and work continually to improve the service.
[bookmark: _Toc237113001]Conclusion
Communicating is a strategic activity, not a project activity, and supported by interagency working, is a successful feature of ConnectPlus implementation. Each of the stakeholders has differing levels of influence, expectations and concerns and individualised engagement is critical. Prioritisation is guided by the power-interest matrix and communication and participation is guided by the engagement matrix. A RACI matrix will help to make sure everyone is held accountable and there is less ambiguity. Adopting best practices in communication, collaboration, consultation and commitment and good conflict management can help to strengthen uptake and mitigate risks and build trust for stakeholders with Unilever. Ultimately, the development process from the start to delivery and then onwards can lead to sustainable customer relationships and future company success with continuing involvement.
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