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Introduction

The retail and e-commerce industry has experienced significant digital transformation as businesses increasingly use technologies such as artificial intelligence (AI), mobile applications and data analytics to improve customer experience and loyalty (Christopher, Payne and Ballantyne, 2013). As customer expectations continue to change, retailers must adopt innovative solutions to remain competitive and create value.

Tesco PLC is one of the UK's largest retailers, operating through physical stores and online services. The company continues to invest in digital technologies and customer loyalty initiatives to strengthen relationships with customers. As part of this strategy, Tesco plans to introduce ConnectPlus, an AI-powered customer loyalty and engagement platform.

ConnectPlus will combine personalised recommendations, mobile rewards and customer data insights. It aims to improve customer retention, provide targeted promotions and support better business decision-making. The platform will initially launch in selected UK and international markets before wider implementation.

This report examines the importance of stakeholder engagement in the successful development and launch of ConnectPlus. It identifies key internal and external stakeholders, evaluates their roles and responsibilities, and considers engagement strategies that can build collaboration, trust and commitment. The report also considers ethical and sustainability issues and how effective stakeholder management can support Tesco's long-term business performance.

Smart objectives
The SMART framework provides a structured method for establishing clear objectives for the ConnectPlus project. Each objective has been designed to ensure that project outcomes can be measured and evaluated against Tesco's strategic priorities. The objectives focus on successful implementation, customer adoption, stakeholder engagement, customer experience and responsible data management.

	Objectives 
	Specific
	Measurable
	Achievable
	Relevant
	Time-Bound 

	Launch ConnectPlus
	Develop, test and introduce the ConnectPlus platform across selected UK and international markets.
	Completion of development, testing, staff training and launch milestones.
	Tesco can use its existing digital infrastructure, employees and technology expertise.
	Supports Tesco's digital transformation and customer loyalty strategy.
	Platform to be launched within 6 months.

	Increase customer Adoption 
	Encourage eligible customers to register and actively use ConnectPlus.
	Achieve a target of 20% customer registration and active use in selected markets.
	Tesco can promote ConnectPlus through its stores, website, app, loyalty programme and marketing channels.
	Greater adoption will support customer engagement and loyalty.
	Target to be measured within 6 months after launch.

	Improve customer engagement
	Use personalised recommendations and digital rewards to encourage repeat customer interaction.
	Monitor repeat purchases, reward participation, platform activity and customer feedback.
	ConnectPlus will use customer insights and AI technology to provide more relevant offers.
	Improved engagement can contribute to stronger customer retention and competitiveness.
	Evaluate performance during the first 12 months after launch

	Maintain stakeholder engagement 
	Keep key stakeholders involved throughout development and implementation.
	Conduct regular meetings, consultations and progress reviews, with stakeholder feedback recorded and addressed.
	The Project Manager can establish a structured communication and engagement programme.
	Effective engagement can reduce resistance and improve project cooperation.
	Engagement maintained throughout the 6-month implementation period.

	Protect customer data 
	Ensure customer information is collected, stored and processed responsibly within ConnectPlus.
	Complete privacy, cybersecurity and compliance assessments before launch.
	Tesco can involve its legal, compliance, IT and cybersecurity teams throughout development.
	Protecting customer information is essential for trust, reputation and regulatory compliance.
	All assessments completed before the platform launch.





Roles and Responsibilities
The successful implementation of ConnectPlus depends on effective cooperation between internal and external stakeholders. Each group has different responsibilities, benefits and potential challenges.

Board of Directors and Senior Management provide strategic direction, approve funding and allocate resources. Their main challenge is balancing project costs with expected business benefits.

The Project Manager coordinates the project, including planning, budgets, risks, deadlines and stakeholder communication. However, managing stakeholders with different priorities can be challenging.

IT, Software Development and AI Teams design, test and maintain ConnectPlus, ensuring it is secure, reliable and user-friendly. Key challenges include system integration, cybersecurity and data protection.

Marketing and Customer Experience Teams promote ConnectPlus, encourage customer adoption and collect feedback. They must ensure marketing is suitable for different cultures and international markets.

Customers are essential to the platform's success because their adoption and feedback will influence its performance. However, concerns about privacy, security and AI could affect customer trust.

Regulators ensure Tesco complies with data protection and consumer laws. Failure to meet these requirements could lead to financial penalties, reputational damage and delays.

Overall, effective stakeholder cooperation will help Tesco manage risks, build trust and improve the likelihood of a successful ConnectPlus launch.





Identification of the Stakeholders   

The successful implementation of ConnectPlus requires the active involvement of a wide range of stakeholders whose interests, influence, and expectations differ throughout the project lifecycle. Stakeholders are individuals or groups who can affect, or are affected by, the achievement of organisational objectives. Identifying these stakeholders at the beginning of the project enables Tesco to understand their level of influence, anticipate potential risks, and develop appropriate engagement strategies that support successful implementation.

To analyse the stakeholders involved in the ConnectPlus project, two recognised stakeholder management frameworks have been selected: Stakeholder Mapping and Mendelow's Power-Interest Matrix. These frameworks enable the project manager to identify stakeholders, assess their level of power and interest, and determine the most appropriate methods of communication and engagement throughout the project. 

Stakeholders are individuals or groups who can affect, or are affected by, the achievement of organisational objectives (Freeman, 1984).

Internal Stakeholders

Internal stakeholders are individuals and departments within Tesco that contribute directly to the planning, development, implementation, and ongoing management of ConnectPlus.

Board of Directors and Executive Management are responsible for approving the project, allocating financial resources, and ensuring that the platform aligns with Tesco's strategic objectives. Their decisions determine whether the project receives continued organisational support.

The Project Manager is responsible for coordinating all aspects of the project, including planning, budgeting, scheduling, risk management, and stakeholder communication. The Project Manager acts as the central point of contact between all stakeholder groups.

The Information Technology (IT) Department develops and maintains the digital infrastructure required to support ConnectPlus. The department ensures that the platform is secure, reliable, and compatible with Tesco's existing systems.

The AI and Data Analytics Team designs the artificial intelligence algorithms that generate personalised product recommendations and customer insights. Their work enables Tesco to make evidence-based business decisions while improving customer experience.

The Marketing Department develops promotional campaigns to encourage customers to adopt the platform. Marketing professionals also analyse customer behaviour to improve future engagement strategies.

The Sales and Customer Service Teams interact directly with customers during the implementation of ConnectPlus. They provide support, answer customer enquiries, resolve technical issues, and gather valuable feedback that contributes to continuous improvement.

The Finance Department manages project budgets, evaluates financial performance, and monitors whether the investment delivers the expected return.

The Legal and Compliance Department ensures that the platform complies with data protection legislation, consumer protection laws, and international regulations governing digital services.

Finally, the Human Resources Department supports recruitment, staff training, and change management by ensuring that employees possess the skills required to use and support the new platform effectively.


External stakeholders

External stakeholders operate outside the organisation but have a significant influence on the success of ConnectPlus.

Customers are the primary users of the platform. Their willingness to register, share data, and engage with personalised services will determine whether ConnectPlus achieves its objectives of improving customer loyalty and retention.

Shareholders and Investors expect the project to improve financial performance, strengthen Tesco's market position, and generate long-term value through increased customer engagement and revenue growth.

Technology Suppliers and Software Vendors provide cloud computing services, cybersecurity solutions, artificial intelligence software, and digital infrastructure that enable the platform to operate efficiently.

Business Partners and Payment Providers support secure online transactions and ensure customers experience a reliable and convenient purchasing process.

Government Regulators and Data Protection Authorities monitor Tesco's compliance with legal requirements relating to consumer protection, artificial intelligence, cybersecurity, and the General Data Protection Regulation (GDPR). Their oversight helps protect customer rights and maintain public confidence.

Finally, local communities, consumer organisations, and the media influence public opinion regarding Tesco's ethical practices, data security, and corporate social responsibility. Positive stakeholder relationships can strengthen brand reputation, while negative publicity could reduce customer trust.

Stakeholder Analysis Using Mendelow's Power-Interest Matrix
Mendelow's Power-Interest Matrix can be used to classify stakeholders according to their level of power and interest, helping organisations determine the appropriate level of engagement (Mendelow, 1991).
Mendelow's Power-Interest Matrix categorises stakeholders according to their level of authority over the project and their degree of interest in its outcomes. This enables the Project Manager to prioritise communication and allocate engagement resources more effectively.

High Power, High Interest (Manage Closely):

Board of Directors
Executive Management
Project Manager
IT Department
AI and Data Analytics Team
These stakeholders have significant influence over project decisions and require continuous communication, regular progress updates, and active participation in decision-making.

High Power, Low Interest (Keep Satisfied):

Shareholders
Investors
Government Regulators

Although these stakeholders are not involved in the project's daily activities, they possess considerable influence over its success. They should receive regular performance reports and assurance that legal and financial objectives are being achieved.

Low Power, High Interest (Keep Informed):
Marketing Department
Customer Service Team
Sales Department
Human Resources
Customers

These stakeholders are directly affected by the project and contribute valuable feedback. Regular communication, consultation, and training help maintain their engagement and encourage successful adoption of ConnectPlus.

Low Power, Low Interest (Monitor):
Local Communities
Media
Some Suppliers

Applying Stakeholder Mapping alongside Mendelow's Power-Interest Matrix enables Tesco to identify those individuals and groups that are critical to the success of ConnectPlus. Understanding stakeholder influence, expectations, and communication needs allows the Project Manager to allocate resources effectively, minimise resistance to change, strengthen collaboration, and improve decision-making throughout the implementation process. By adopting a structured approach to stakeholder analysis, Tesco will be better positioned to deliver a successful digital transformation that meets both organisational objectives and stakeholder expectations.



Stakeholder engagement strategy and conflict management

Effective stakeholder engagement will be essential to the successful development and implementation of ConnectPlus. The platform involves technological change, customer data, artificial intelligence and international implementation, meaning that stakeholders are likely to have different expectations, levels of influence and concerns. A successful engagement strategy should therefore be continuous rather than limited to the launch period. The Project Manager should establish relationships with stakeholders from the planning stage and maintain these relationships throughout development, testing, implementation and post-launch evaluation.

Stakeholder Engagement Approach
The first stage is to identify stakeholders and assess their interests, influence and impact on ConnectPlus. Mendelow's Power-Interest Matrix can help Tesco decide how each group should be managed. High-power stakeholders should be closely managed, while customers and employees should be kept informed and given opportunities to provide feedback.

Freeman's (1984) stakeholder theory highlights the importance of considering the needs of all affected stakeholders, including customers, employees, investors and regulators, when making project decisions.
The 4Cs Engagement approach
The 4Cs approach—communication, consultation, collaboration and commitment— provides a structured method for developing effective stakeholder relationships throughout the ConnectPlus project. It complements stakeholder theory by recognising that Tesco must consider the interests of groups that can influence or be affected by the project (Freeman, 1984). Building strong relationships with these stakeholders can also contribute to the creation of organisational value (Ashcroft, 2017).

Communication involves providing stakeholders with relevant, accurate and timely information. The Project Manager should use appropriate channels according to stakeholder needs. For example, senior management could receive monthly reports covering progress, costs and risks, while employees could receive updates through meetings, email and the company intranet. Customers should receive clear and accessible information about ConnectPlus, including its benefits and how their personal information will be used.

Consultation gives stakeholders opportunities to provide opinions before important decisions are finalised. Tesco could use customer surveys, employee focus groups, pilot testing and feedback sessions during the development process. This could identify concerns relating to the platform's usability, personalised recommendations or the collection of customer data. Responding to feedback at an early stage may improve trust and reduce resistance to the new system.

Collaboration requires stakeholders to work together to solve problems and develop solutions. Tesco could establish cross-functional teams involving IT, marketing, customer service, legal, data analytics and representatives from international markets. This would bring together different areas of expertise and help ensure that ConnectPlus meets both organisational requirements and local customer expectations. Collaboration may also reduce departmental conflict by encouraging shared decision-making.

Commitment refers to stakeholders actively supporting the objectives of ConnectPlus. Tesco can encourage commitment by demonstrating the benefits of the project to different stakeholder groups. Employees could be shown how training will improve their digital skills, customers could be informed about the value of personalised rewards, and senior management could receive evidence of progress towards customer retention and financial objectives. Maintaining stakeholder commitment throughout the project will be important because support may decline if stakeholders feel that their concerns are not being considered.

Overall, applying the 4Cs approach can help Tesco move beyond simply informing stakeholders towards creating meaningful and ongoing relationships. This is particularly important for ConnectPlus because its success will depend on cooperation between different departments, customer acceptance and stakeholder trust across international markets.
Communication Strategy
A formal communication plan should be established to ensure that stakeholders receive appropriate information at the correct frequency and through suitable channels. Communication should be adapted according to stakeholder needs rather than applying one approach to everyone.

	Stakeholder
	Information required
	Communication Method 
	Frequency

	Board and Senior Management
	Budget, risks, milestones and performance
	Executive reports and meetings
	Monthly 

	Project Team
	Tasks, deadlines and project issues
	Project meetings and digital platforms
	Weekly 

	IT and AI Teams
	Technical requirements and system performance
	Technical meetings and collaboration tools
	weekly

	Employees
	Training, responsibilities and changes
	Workshops, email and intranet
	Monthly 

	Customers
	Benefits, privacy and platform updates
	App notifications, website and social media
	At key stages 

	Regulators
	Compliance and data protection information
	Formal reports and meetings
	At required stages

	Suppliers
	Technical requirements and delivery expectations
	Supplier meetings and progress reports
	Fortnightly 

	Investors
	Strategic progress and expected benefits
	Corporate reporting
	Quarterly



International communication should also consider language, cultural expectations and differences in customer behaviour. A communication method that is effective in the UK may not have the same impact in another market. Tesco should therefore allow local management teams to adapt communication materials while maintaining consistent core messages about the purpose and values of ConnectPlus.
RACI Approach
A RACI framework can clarify responsibilities and reduce confusion between stakeholder groups. The Project Manager should ensure that responsibilities are agreed before implementation begins.

For example, the Project Manager should be accountable for overall project delivery, while the IT and AI teams should be responsible for technical development. The Marketing Department should be responsible for customer communications and promotional activities. Legal and Compliance should be consulted on data protection and regulatory requirements, while the Board of Directors should remain accountable for major strategic and financial decisions. Customers and selected external partners can be informed and consulted during testing and evaluation.

Clearly defined responsibilities reduce duplication, improve accountability and make it easier to identify who should make decisions when problems occur.

Managing Cultural and International Differences
Because ConnectPlus is intended for international markets, stakeholder engagement cannot rely on a single standardised approach. Differences in language, communication styles, attitudes towards technology and expectations regarding privacy may influence how stakeholders respond to the platform.

Tesco should therefore combine global project standards with local flexibility. Local managers should be involved in decisions concerning customer communication, promotional campaigns and implementation methods. Cultural awareness training should also be provided to project teams working across international markets. This approach can prevent misunderstandings and demonstrate respect for local stakeholders.

Conflict Management
Conflict is likely to occur because stakeholders may have competing priorities. For example, the marketing team may want to collect more customer information to improve personalisation, while the legal and compliance team may prioritise minimising data collection because of privacy and regulatory risks. Similarly, senior management may focus on controlling costs, whereas the IT team may argue that additional investment is necessary to ensure cybersecurity and system reliability.

The Project Manager should adopt a proactive approach to conflict rather than allowing disagreements to develop into major project risks. The Thomas-Kilmann Conflict Mode Instrument provides five approaches to managing conflict: competing, collaborating, compromising, avoiding and accommodating. The most appropriate approach for significant ConnectPlus disagreements is likely to be collaboration, because it seeks a solution that addresses the underlying interests of the parties involved.

For example, if the marketing department wants extensive customer data while the compliance team has privacy concerns, the Project Manager could arrange a joint workshop. Both teams would identify their objectives and develop a solution that provides useful customer insights while limiting unnecessary data collection. This approach can produce a more sustainable outcome than allowing one department to impose its preferred solution.

Compromise may also be appropriate when stakeholders have equally important but incompatible demands. For example, if different departments disagree about the timing of implementation, a phased rollout could provide a practical middle ground. Avoidance, however, should be used carefully because ignoring disagreements can allow problems to become more serious.

Conflict should also be recorded within the project's risk and issue management processes. Significant disagreements should be documented, assigned to an appropriate owner and monitored until a resolution has been reached. Escalation procedures should be established so that unresolved strategic issues can be referred to senior management.
Effective leadership and communication are important when organisations introduce significant changes to existing processes and working practices (Kotter, 1996).


Building Trust and Commitment
Trust will be particularly important because ConnectPlus uses AI and customer information. Tesco should be transparent about how customer data is collected, stored and used. Customers should receive understandable information about personalisation and should have appropriate choices regarding their data. Employees should also be involved in the transformation rather than simply being informed about decisions after they have been made.
Tesco must ensure that customer information is collected and processed responsibly and in accordance with applicable data protection requirements (Information Commissioner's Office, n.d.).

Regular feedback should be collected after implementation to assess stakeholder satisfaction and identify areas requiring improvement. Performance indicators could include customer adoption rates, employee participation, customer satisfaction, number of complaints, stakeholder response rates and achievement of project milestones.

Overall, Tesco should treat stakeholder engagement as an ongoing relationship rather than a one-off communication exercise. Combining stakeholder analysis, the 4Cs model, RACI responsibilities, structured communication and collaborative conflict management can create greater transparency and accountability. This approach should increase stakeholder confidence, reduce resistance and improve the likelihood that ConnectPlus will be successfully adopted across the selected markets.











Impact of Sustainable Stakeholder Engagement on Business Performance

Sustainable stakeholder engagement is important for the success of ConnectPlus because it helps Tesco understand and respond to the needs of customers, employees, suppliers and other stakeholders. Maintaining these relationships throughout the project can improve trust, reduce risks and support better business performance.
Organisations should consider the wider social and environmental consequences of their activities when developing sustainable business practices (International Organization for Standardization, 2010).

Customer Satisfaction and Loyalty

Customers are key stakeholders because they will use ConnectPlus. Tesco can use surveys and feedback to understand customer expectations. Personalised rewards and recommendations may encourage customers to shop more regularly. However, Tesco must clearly explain how customer data is collected and used to maintain trust.

Employee Engagement

Employees will help introduce and support ConnectPlus. Providing training and allowing employees to give feedback can reduce resistance to change and improve confidence in using the new technology. Employees can also identify problems that may not be noticed by management.

Business Performance

ConnectPlus could improve Tesco's performance by increasing customer loyalty, encouraging repeat purchases and making marketing more targeted. Customer information could also help Tesco make better decisions about products and promotions. However, the costs of technology, training, cybersecurity and maintenance must be considered.

Reputation and Risk

Good stakeholder engagement can strengthen Tesco's reputation by showing that the company listens to its customers and employees. It can also help identify problems relating to privacy, cybersecurity and AI before they become serious. This is particularly important when ConnectPlus is introduced into international markets with different regulations and customer expectations.


Ethical and Sustainable Engagement

Tesco should use AI responsibly and ensure that customers understand how their information is being used. The company should also consider the environmental impact of the technology supporting ConnectPlus and work with responsible suppliers.


Measuring Success
Tesco should measure stakeholder engagement using indicators such as customer satisfaction, ConnectPlus usage, customer retention, employee feedback, complaints and return on investment. Regular monitoring will help Tesco identify areas that require improvement.

Overall Impact

Overall, effective stakeholder engagement can help Tesco build customer trust, improve employee support, reduce risks and increase the chances of ConnectPlus achieving its objectives. By continuing to listen to stakeholders after the launch, Tesco can improve the platform and create long-term business value


Recommendations and Conclusion

Based on the analysis of stakeholder engagement and the proposed implementation of ConnectPlus, several recommendations can be made to improve the likelihood of a successful launch and long-term adoption.

 Establish a dedicated stakeholder engagement programme

Tesco should create a formal stakeholder engagement programme managed by the Project Manager. Stakeholders should be categorised according to their influence, interest and level of involvement. Regular meetings, progress reports and feedback sessions should then be scheduled according to each stakeholder group's needs. This would provide greater consistency and reduce the possibility of important concerns being overlooked.

Increase customer involvement before the launch

Tesco should involve customers during the testing and development stages through surveys, focus groups and pilot programmes. Customer feedback should be used to improve the platform before it becomes widely available. This could increase customer acceptance and identify problems relating to usability, rewards, personalisation and privacy at an early stage.

 Strengthen transparency around AI and customer data

Tesco should provide customers with clear and accessible information about how ConnectPlus uses personal information and artificial intelligence. Privacy information should avoid unnecessarily complicated technical language. Customers should also be given appropriate choices regarding personalisation and the use of their information. Greater transparency can help build trust and reduce concerns surrounding the use of AI.

 Provide comprehensive employee training

Employees should receive appropriate training before ConnectPlus is introduced. Training should cover the operation of the platform, customer support, data protection and changes to existing responsibilities. Tesco should also provide opportunities for employees to raise concerns and suggest improvements. This can reduce resistance to change and increase confidence in the new system.

 Use a phased international rollout

Rather than introducing ConnectPlus simultaneously across every market, Tesco should consider a phased implementation. Initial pilot markets could be used to evaluate technical performance, customer adoption and stakeholder feedback. Lessons from the first phase could then be incorporated into subsequent launches. This approach could reduce the financial and operational risks associated with a large-scale international implementation.

 Establish clear performance measures

Tesco should monitor both financial and non-financial indicators after ConnectPlus is launched. Measures should include customer adoption, customer satisfaction, retention, employee engagement, complaints, platform usage, cybersecurity incidents and return on investment. Regular reviews would allow Tesco to identify underperformance and make improvements quickly.

 Maintain strong conflict management processes

The Project Manager should establish clear procedures for identifying and resolving stakeholder disagreements. Where possible, collaboration should be used to find solutions that recognise the legitimate interests of different stakeholder groups. Serious or unresolved conflicts should be escalated to senior management using an agreed process.

 Conclusion

The successful implementation of ConnectPlus will depend on more than technological development. Effective stakeholder engagement will be essential because the project involves a diverse range of internal and external stakeholders with different interests, expectations and levels of influence.

The analysis demonstrates that stakeholder management frameworks such as Mendelow's Power-Interest Matrix can help Tesco identify which stakeholders require the greatest level of attention. 

The project also presents important challenges. Customer concerns about privacy, employee resistance, cultural differences between international markets, cybersecurity risks and competing stakeholder priorities could affect the success of the platform. These challenges can be reduced through early consultation, transparent communication, appropriate training and effective conflict management.

Sustainable stakeholder engagement can provide significant benefits for Tesco, including stronger customer relationships, improved innovation, reduced project risks, greater employee acceptance and enhanced corporate reputation. However, these benefits will only be achieved if stakeholder engagement is treated as an ongoing strategic responsibility rather than a one-off project activity.

Overall, Tesco should adopt a phased, transparent and stakeholder-centred approach to ConnectPlus. By involving stakeholders throughout the project lifecycle, responding to their concerns and measuring the results of engagement, Tesco can increase the likelihood of successful adoption. This approach will not only support the launch of ConnectPlus but could also help Tesco build stronger long-term relationships and create sustainable value in an increasingly digital global retail environment.

















Executive summary

This report examines the importance of stakeholder engagement in the successful development and international launch of ConnectPlus, an AI-powered loyalty and engagement platform proposed by Tesco PLC. The platform aims to improve customer experience through personalised recommendations, digital rewards and data-driven insights.

The report identifies key internal and external stakeholders and uses stakeholder management frameworks to assess their influence, interests and responsibilities. It also considers engagement methods such as communication, consultation, collaboration and conflict management to build trust and support successful project delivery.

The report evaluates the benefits and challenges of sustainable stakeholder engagement, including customer privacy, AI transparency, regulatory compliance and organisational reputation. It concludes that effective stakeholder management can strengthen customer loyalty, reduce project risks and support Tesco's long-term business performance.
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