







Stakeholder Engagement Report: Garmin UK Wearable Health Device
Executive Summary
This report critically evaluates how Garmin UK can effectively manage stakeholder relationships during the development and launch of a new smartwatch featuring health-monitoring capabilities, including heart rate tracking, oxygen saturation (SpO₂) measurement, and sleep monitoring. As the project manager responsible for the six-month development period, the report proposes stakeholder engagement approaches that support collaboration, minimise conflict, and ensure successful project delivery.
The report introduces Garmin UK’s business context and analyses the project environment using SWOT and PESTLE frameworks. It identifies key internal and external stakeholders and applies stakeholder management tools, including Mendelow’s stakeholder matrix, stakeholder mapping, and a RACI matrix, to assess their influence, interests, and responsibilities.
The report further examines stakeholder expectations, contributions, potential challenges, and engagement requirements. Relevant theories and communication strategies are applied alongside the 4Cs model (communication, coordination, cooperation, and collaboration) to strengthen stakeholder relationships and improve conflict management.
Finally, the report considers how effective stakeholder engagement can enhance Garmin’s innovation, operational performance, financial outcomes, and market competitiveness. It concludes with recommendations for maintaining strong stakeholder involvement beyond the product launch.

1. Introduction:
Garmin UK, part of Garmin Ltd., operates within the global wearable technology and navigation industry. Based in Southampton, the UK division supports regional marketing, customer services, and product adaptation. The company has developed a strong reputation for reliable GPS technology and durable smartwatches, while expanding into health-focused wearables through biometric features such as pulse oximetry, heart rate variability, and sleep monitoring (Garmin, 2024).
Garmin UK is planning to introduce a new smartwatch designed to monitor heart rate, oxygen saturation (SpO₂), and sleep patterns. This development reflects growing consumer demand for preventative healthcare and personal health tracking, creating a valuable opportunity within the expanding wearable health market (Grand View Research, 2024). Delivering the product within six months requires effective coordination between engineering, operations, regulatory teams, marketing departments, and external partners.
As project manager, my role is to establish a stakeholder engagement approach that ensures cooperation, manages expectations, reduces project risks, and supports successful product delivery. SWOT and PESTLE frameworks are applied to evaluate the internal capabilities and external influences affecting the project.
2. SWOT Analysis
Garmin’s key strengths include its established brand reputation, technical expertise, and experience in wearable technology. Its existing health ecosystem, including advanced monitoring features and data capabilities, supports further innovation (Garmin, 2024). Additionally, growth within the fitness wearable market demonstrates strong commercial potential, with fitness-related wearables increasing by approximately 23% (Digitimes, 2023).
However, Garmin faces several weaknesses. Dependence on external suppliers for specialist components may create production risks, while healthcare-related products require complex regulatory approval processes. Furthermore, competitors with stronger software and artificial intelligence capabilities may challenge Garmin’s innovation speed.
Significant opportunities exist within the expanding UK wearable healthcare market, which is projected to achieve strong growth by 2030 (Grand View Research, 2024). Research partnerships, including Garmin’s collaboration with King’s College London, may improve product credibility and health research capability (Garmin, 2025). Emerging technologies such as artificial intelligence and predictive analytics can also enhance future product value.
Despite these opportunities, Garmin faces threats from major technology competitors. Some studies suggest competing devices may outperform Garmin in specific areas (Tom’s Guide, 2025). Concerns regarding data protection, cybersecurity, and wearable accuracy may also affect customer trust, particularly as research highlights limitations in some smartwatch stress-monitoring capabilities (The Guardian, 2025).
3. PESTLE Analysis
Political factors include government support for digital healthcare, although Brexit-related trade issues and component imports may create challenges (Colley, 2021). Economic pressures, including inflation and manufacturing costs, may affect profitability, although increasing demand for health technology provides market opportunities (Industry Today, 2025).
Social trends show greater consumer interest in self-monitoring and preventative healthcare. Technological developments in biosensors, artificial intelligence, and digital platforms create opportunities for improved wearable solutions (Kumar & Sharma, 2022). Legal requirements, including UKCA certification and GDPR compliance, remain essential for protecting users and maintaining trust. Environmental expectations also influence operations, with Garmin’s conflict minerals report demonstrating commitment to responsible sourcing (Garmin, 2024).
4. SMART Objectives
Specific: Develop a smartwatch capable of monitoring heart rate, SpO₂, and sleep patterns.
Measurable: Gain regulatory approval and produce 25,000 initial units.
Achievable: Use Garmin’s existing expertise, resources, and partnerships.
Relevant: Support expansion within the health technology sector.
Time-bound: Complete development and launch within six months.


3. Identification of Key Stakeholders:
Using stakeholder theory (Mitchell, Agle & Wood, 1997), stakeholders are categorised based on their power, legitimacy, and urgency.
Internal Stakeholders
1. Executive Leadership Team – Includes Garmin UK managing directors, health division executives, and finance. They set strategy and allocate budget.
2. Product Development / Engineering – Hardware engineers, firmware developers, data engineers working on sensor integration and app connectivity.
3. Quality Assurance & Regulatory Team – Responsible for device testing, risk management, and compliance certification.
4. Marketing Department – Market research, branding, got market strategy.
5. Operations & Supply Chain – Supplier management, procurement, production planning.
6. Customer Support / Services – Prepares user documentation and handles feedback post‑launch.
7. Finance Department – Monitors costs, ROI, and financial forecasts.
External Stakeholders
1. Component Suppliers / Manufacturers – Provide SpO₂ sensors, chips, watch modules.
2. Technology Partners – Cloud providers, cybersecurity vendors, ampliform integrators.
3. Regulatory Bodies – UK’s MHRA, data protection authorities (ICO).
4. Academic and Research Partners – e.g., King’s College London in its EMBRACE research collaboration.
5. Retailers and Distribution Channels – Argos, Amazon, specialist sports retailers.
6. Consumers / End Users – Fitness users, health conscious individuals, clinical research participants.
7. Investors – Garmin shareholders interested in growth in health segment.
8. Data Protection Consultants – Provide GDPR-risk assessments and audit support.
Stakeholder Map (Mendelow Matrix — Text Diagram)
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4. Roles, Responsibilities, Benefits & Challenges:
Below I detail major stakeholders’ roles, benefits they bring, and challenges they may face.
Executive Leadership Team
· Role: Provide strategic direction, approve funding, and ensure alignment with Garmin’s business goals.
· Benefits: Their engagement supports resource security, risk governance, and rapid decision-making.
· Challenges: They may apply pressure to meet aggressive timelines, potentially undermining quality or regulatory compliance.
Product Development / Engineering
· Role: Design hardware, integrate sensors, build firmware, and interface with Garmin Connect.
· Benefits: Their technical expertise is essential to deliver a reliable, feature-rich device.
· Challenges: Balancing innovation (e.g., new AI enabled insights) with technical stability; time pressures may lead to design trade-offs.
Quality Assurance / Regulatory Affairs
· Role: Test device safety and performance, prepare regulatory documentation, liaise with regulators.
· Benefits: Ensures that the product is compliant, safe, and trustworthy, reducing legal and reputational risks.
· Challenges: Regulatory processes can be lengthy and iterative; changes requested by authorities may delay the project.
Marketing Department
· Role: Conduct consumer research, define positioning, plan launch campaigns.
· Benefits: Aligns the device’s features with user needs and market trends, increasing adoption.
· Challenges: They may push for features that are hard to deliver in six months, causing friction with engineering.
Operations & Supply Chain
· Role: Manage suppliers, logistics, and inventory for components like SpO₂ sensors.
· Benefits: Operational excellence ensures timely production and cost control.
· Challenges: Supplier delays, quality issues, or geopolitical risk can disrupt schedules.
Customer Support / Services
· Role: Provide training materials, user guides, and post‑launch support.
· Benefits: Improves user satisfaction, reduces returns, and builds loyalty.
· Challenges: They may be overwhelmed with early consumer feedback; communications must be clear and efficient.
Component Suppliers
· Role: Provide critical sensor and electronic components.
· Benefits: Their specialised technology underpins the device’s health monitoring accuracy.
· Challenges: Volatile supply chains, margin pressure, and demand fluctuations can strain relationships.
Regulators
· Role: Certify product safety, data privacy, and medical status.
· Benefits: Certification boosts consumer trust and legal legitimacy.
· Challenges: Regulatory revisions, documentation burden, and slow approval cycles can delay deployment.
Academic / Research Partners
· Role: Validate health data models, provide real-world testing, and contribute to evidence base.
· Benefits: Research partnerships like that with King’s College London enhance credibility and support clinical use cases.
· Challenges: Research timelines may conflict with commercial launch schedules; data sharing and privacy concerns must be carefully negotiated.
Consumers
· Role: Provide feedback, co‑create features, and become early users.
· Benefits: Their input helps refine user experience and health insight usefulness.
· Challenges: Expectations about accuracy and clinical validity may be high; managing disappointment or misinformation is crucial.
Investors
· Role: Provide capital, strategic oversight, and long-term support.
· Benefits: Investing in a health-led wearable could drive value and differentiation in Garmin’s portfolio.
· Challenges: They will monitor ROI closely; any delays or product failures may erode confidence.

5. Engagement Frameworks, Models & Theories:
To manage the identified stakeholders effectively, I recommend combining classic stakeholder management frameworks with an integrated engagement plan.
5.1 Mendelow’s Stakeholder Matrix
We have already mapped stakeholders by power and interest. High-power, high-interest stakeholders (executives, engineering, regulators) need intensive, regular engagement. Low power but interested groups (consumers, support staff) should be kept informed via updates and feedback channels (Mendelow, 1991) ,
5.2 Engagement Plan
	Stakeholder Group
	Engagement Method
	Frequency
	Purpose

	Executives
	Steering Committee Meetings
	Monthly
	Strategic alignment & decision-making

	Engineering & Dev Team
	Daily Stand-up & Reviews
	Daily
	Technical progress & dependency mapping

	Regulators
	Regulatory Review Workshops
	As needed
	Compliance checks & feedback

	Suppliers
	Technical Business Calls
	Weekly
	Specification alignment & commitment

	Marketing
	Codesign Workshops
	Bi‑weekly
	Feature validation & positioning

	Consumers / Research Partners
	Focus Groups / Pilot Trials
	Monthly / Quarterly
	Usability feedback & real-world data


5.3 Communication Plan
Effective communication is essential to building trust, minimising misunderstandings, and ensuring alignment.
Audience              Channel                      Owner              Use
--------------------------------------------------------------------------------
Executives            Dashboard + Formal Reports   Project Manager    Strategic updates, risk review  
Engineering            Jira, Slack, Tech Review      Engineering Lead    Progress tracking & issue escalation  
Suppliers              Video calls + Spec Docs       Supply Chain Lead    Technical clarity & pipeline planning  
Consumers / Researchers Surveys, pilot debrief       Marketing Lead      Feedback and iteration  
Regulators              Compliance Submissions        Regulatory Lead      Certification and review  
5.4 RACI Matrix
Task                              | Responsible       | Accountable   | Consulted           | Informed
-----------------------------------------------------------------------------------------------
Sensor & Hardware Design           | Engineering       | PM            | Regulatory Team      | Executive Team  
Regulatory Submission & Testing    | QA / Regulatory   | PM            | Engineers, KCL        | Executive Team  
Marketing Strategy & Launch         | Marketing         | Marketing Director | Sales & Ops     | PM  
Manufacturing & Production           | Operations       | Ops Manager   | Engineering, Suppliers| PM  
Post-launch Support & Feedback       | Customer Services | Support Lead | Marketing, Eng        | Executive Team  

6. Stakeholder Engagement and Conflict Management: The 4Cs Model

The 4Cs framework, consisting of Communication, Coordination, Cooperation and Collaboration, provides a structured approach for managing stakeholder relationships and reducing conflict during complex projects (Martin, Nolte & Vitola, 2015). For Garmin UK’s smartwatch development project, involving advanced health-monitoring features such as heart rate, SpO₂ and sleep tracking, the model supports effective engagement between internal departments, external suppliers, research institutions and customers. Applying the 4Cs approach enables Garmin to align stakeholder expectations, resolve disagreements constructively and create a shared commitment towards successful product delivery.
6.1 Communication
Communication focuses on ensuring that accurate, timely and transparent information is shared between all stakeholders. Effective communication reduces uncertainty, improves decision-making and prevents misunderstandings between groups with different priorities.
For Garmin’s smartwatch project, communication can be strengthened through several methods. Regular executive reports can provide senior leaders with updates regarding project progress, financial performance, risks and important decisions. Engineering teams can use daily meetings to discuss technical challenges, identify obstacles and agree immediate solutions. Cross-functional meetings involving engineering, marketing and operations teams can help balance technical requirements, customer expectations and production limitations.
Engagement with external stakeholders is equally important. Discussions with research partners, including academic institutions, allow scientific findings to influence product development and health-monitoring accuracy. Consumer testing sessions provide valuable feedback about usability, design preferences and potential improvements before market release.
Communication also plays an important role in managing conflict. For example, disagreements may occur when engineers prioritise technical limitations while marketing teams request additional features to increase consumer appeal. Structured discussions allow both groups to explain their concerns, evaluate alternatives and reach realistic agreements. Maintaining written records of decisions improves transparency, avoids repeated discussions and ensures accountability throughout the project.
6.2 Coordination
Coordination involves organising activities, managing dependencies and ensuring that different stakeholders work towards common project objectives. Since Garmin’s smartwatch requires cooperation between hardware development, software integration, manufacturing and regulatory approval, effective coordination is essential.
A detailed project schedule can be used to identify relationships between different activities, including sensor development, software testing, compliance checks and production preparation. Digital project management systems can support task monitoring by showing responsibilities, deadlines and progress updates across departments.
Regular risk assessment meetings allow potential delays or resource problems to be identified before they negatively affect project performance. A central project plan managed by the project manager ensures that all teams follow the same direction and prevents duplicated efforts.
Coordination also assists conflict resolution. For instance, supplier delays involving biometric components could affect manufacturing schedules and product launch dates. Through effective planning and communication, the project manager can adjust priorities, negotiate revised deadlines or identify alternative solutions. This approach ensures operational challenges are managed without damaging stakeholder relationships.
6.3 Cooperation
Cooperation refers to stakeholders working together towards shared goals while maintaining trust, respect and commitment. Within Garmin’s smartwatch project, cooperation encourages different groups to focus on overall project success rather than individual departmental objectives.
A cooperative environment can be developed by establishing shared performance indicators, including product quality, regulatory approval, customer satisfaction and delivery targets. Recognising achievements during key development stages can improve motivation and strengthen relationships between teams.
Garmin can also create joint problem-solving groups involving engineering specialists, marketing professionals and operational managers. These groups encourage employees to combine different perspectives when addressing challenges.
Conflicts may arise when departments have competing priorities. For example, marketing teams may request additional health features, while engineers may believe these cannot be delivered within the available timeframe. Cooperation allows stakeholders to discuss priorities openly and identify compromises, such as introducing additional features through future updates. Focusing on common objectives, including product safety, reliability and customer value, encourages constructive negotiation.
6.4 Collaboration
Collaboration represents the highest level of stakeholder engagement, where individuals and organisations actively share knowledge, responsibility and decision-making. Unlike simple cooperation, collaboration involves joint creation and shared ownership of outcomes.
For Garmin UK, collaboration can be achieved through product design workshops involving engineers, suppliers, researchers and consumers. These sessions allow stakeholders to contribute ideas regarding sensor performance, user experience and health-related functions.
Working closely with component suppliers can improve technical integration by allowing early testing of hardware and software compatibility. Collaboration with regulatory specialists at an early stage can also ensure that documentation and testing procedures meet required standards, reducing approval delays.
Consumer involvement through pilot programmes enables Garmin to evaluate prototypes in real-world situations. Feedback from users and research partners can then be incorporated into final product improvements.
Collaboration is also valuable for managing disagreements. When stakeholders participate in shared decision-making, conflicts are less likely to become personal disputes. Interest-based negotiation encourages solutions that satisfy multiple stakeholder needs rather than prioritising one group. Joint risk assessments and structured decision processes provide guidance when difficult choices must be made.
Overall, applying the 4Cs model allows Garmin UK to transform stakeholder conflict into opportunities for improvement and innovation. Effective communication builds transparency, coordination improves efficiency, cooperation strengthens relationships, and collaboration encourages creativity. Together, these approaches support successful project delivery while enhancing Garmin’s reputation as a reliable provider of wearable health technology
7. Impact of Stakeholder Engagement and Recommendations
7.1 Impact on Business Performance
Effective stakeholder engagement can significantly influence Garmin UK’s ability to successfully develop and launch its health-focused smartwatch. By involving relevant stakeholders throughout the project lifecycle, Garmin can improve innovation, reduce operational risks, strengthen financial outcomes and enhance its market reputation.
Innovation
Stakeholder involvement is essential for improving innovation within Garmin’s smartwatch development process. Collaboration with research institutions, healthcare professionals and technology specialists enables Garmin to combine internal expertise with external knowledge. Working with academic partners can support the validation of health-monitoring features and improve confidence in measurements such as heart rate, SpO₂ levels and sleep analysis.
Engaging customers during the design and testing stages also provides valuable insights into user expectations and practical challenges. Consumer feedback allows Garmin to improve usability, identify design weaknesses and develop features that provide genuine value. Open collaboration enables organisations to access wider knowledge sources, accelerating innovation and improving competitive advantage.
Furthermore, partnerships with external experts can support the development of advanced digital health solutions. By integrating scientific evidence with technological capability, Garmin can strengthen the reliability of its products and establish greater credibility within the expanding wearable health market.
Operational Efficiency
Strong stakeholder management improves operational performance by ensuring that different departments and external partners remain aligned. Clear communication between engineering teams, suppliers, regulatory specialists and marketing departments reduces errors, avoids unnecessary duplication and supports smoother project delivery.
Early involvement of suppliers helps Garmin identify possible production difficulties, particularly regarding critical components such as biometric sensors. Similarly, cooperation with regulatory experts ensures that compliance requirements are considered throughout development rather than addressed at the final stage.
A coordinated approach allows potential risks to be identified earlier, reducing delays, additional costs and redesign requirements. Effective stakeholder engagement therefore contributes to faster production processes, improved resource management and a more efficient route from product development to market launch.
Financial Performance
Stakeholder engagement can also improve Garmin’s financial performance by reducing uncertainty and improving decision-making. Strong relationships with investors, suppliers, regulators and internal teams create confidence that the project is being managed effectively.
Collaborative planning between departments improves budgeting accuracy and ensures that resources are allocated appropriately. Effective risk management reduces unexpected expenses caused by delays, compliance failures or production problems.
Additionally, a scientifically supported health smartwatch may create opportunities beyond direct consumer sales. Garmin could develop partnerships with healthcare providers, research organisations and wellness programmes, creating additional revenue streams and strengthening its position within the digital health sector.
Market Performance and Reputation
Stakeholder engagement contributes significantly to Garmin’s reputation and competitive positioning. As wearable technology becomes increasingly connected with healthcare, customers and organisations require greater confidence in product accuracy, privacy and reliability.
Collaboration with research institutions and compliance with regulatory standards can help Garmin move beyond being viewed only as a fitness technology company and establish itself as a trusted health technology provider. Transparent relationships with consumers, regulators and suppliers strengthen brand credibility and encourage customer loyalty.
A strong reputation for reliability and ethical practice can differentiate Garmin from competitors while supporting long-term growth within the wearable technology market.

7.2 Recommendations
Develop a Formal Stakeholder Governance Structure
Garmin should establish a permanent stakeholder management committee involving senior managers, engineers, regulatory specialists, supply chain representatives and customer research teams. This group would monitor progress, manage risks and ensure that stakeholder interests remain aligned throughout the project.
A formal governance structure would improve accountability, strengthen communication and allow quicker responses to emerging challenges.
Introduce an Integrated Digital Engagement Platform
Garmin should implement a centralised digital platform where project information, decisions, responsibilities and feedback can be accessed by authorised stakeholders. Such a system would improve transparency and reduce communication gaps between departments and external partners.
A shared platform would also support better collaboration by ensuring that all stakeholders have access to updated information.
Strengthen Research and Healthcare Partnerships
Garmin should expand relationships with universities, healthcare organisations and research institutions. Existing partnerships, including work with King’s College London, provide opportunities to improve scientific validation and develop more reliable health-monitoring technologies.
These collaborations can increase customer confidence and support Garmin’s growth within the healthcare technology sector.
Create a Consumer Co-Creation Programme
Garmin should establish a user involvement programme where customers participate in prototype testing and provide feedback during development. This approach ensures that products are designed around real user needs rather than assumptions.
Continuous consumer involvement can improve satisfaction, strengthen brand loyalty and reduce the risk of unsuccessful product launches.
Improve Supply Chain Resilience
Garmin should reduce dependence on individual suppliers by developing relationships with multiple providers for essential components such as sensors and electronic parts. Supplier diversification can minimise disruption risks and improve production reliability.
A more resilient supply chain would help Garmin maintain consistent quality and meet market demand effectively.
Provide Stakeholder Management Training
Employees involved in the project should receive training in communication, negotiation and conflict resolution. Developing these skills would help teams manage disagreements professionally and maintain positive relationships across different areas of the organisation.
Training based on the 4Cs model would encourage stronger collaboration and improve overall project performance.
Maintain Continuous Post-Launch Engagement
Stakeholder engagement should continue after product release rather than ending at launch. Regular discussions with customers, regulators and research partners can provide valuable feedback for future improvements.
Monitoring user experiences and technological developments will allow Garmin to update products effectively and maintain market relevance.
Enhance Sustainability and Ethical Practices
Garmin should continue improving environmental and ethical practices by increasing supply chain transparency, supporting responsible sourcing and developing sustainable product designs. Building on its conflict minerals reporting (Garmin, 2024), the company can strengthen stakeholder trust and demonstrate commitment to responsible business practices.
8. Conclusion
The development of Garmin UK’s health-focused smartwatch presents a valuable opportunity to strengthen its position within the wearable health technology market. However, successful delivery requires more than technical expertise; it depends on effective stakeholder engagement, clear communication and strong collaboration between internal and external stakeholders.
Using stakeholder management frameworks and the 4Cs model, Garmin can create a structured approach to managing expectations, resolving conflicts and encouraging innovation. Communication improves transparency, coordination ensures efficient resource management, cooperation strengthens relationships, and collaboration supports shared decision-making. These practices enable Garmin to reduce risks, improve product quality and increase stakeholder confidence.
Effective engagement also contributes to wider organisational benefits, including improved innovation, operational efficiency, financial control and market reputation. By maintaining strong relationships with customers, suppliers, regulators and research partners, Garmin can develop a smartwatch that is both technologically advanced and trusted by users.
Overall, stakeholder engagement should be considered a strategic capability rather than a short-term project activity. Continuous collaboration, ethical practices and feedback mechanisms will help Garmin remain competitive and support long-term success in the evolving wearable health technology industry.
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