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Executive Summary
This report evaluates the stakeholder engagement strategy required for Tesco PLC to successfully design and launch ConnectPlus, a digitally enhanced customer loyalty and engagement platform across selected local and international markets. ConnectPlus is assumed to integrate artificial intelligence (AI)-driven personalised recommendations, mobile rewards and data-driven customer insights. The project is strategically aligned with Tesco’s existing emphasis on customer loyalty, digital transformation and data-driven personalisation. Tesco already has a strong foundation through Clubcard: in 2025, more than 23 million UK households had a Clubcard, while Tesco’s Clubcard Prices and personalised digital services demonstrate the commercial importance of customer data and loyalty. (Tesco Bank⁠)
The report applies Freeman’s stakeholder theory, Mitchell, Agle and Wood’s stakeholder salience model, Mendelow’s power-interest matrix, a RACI framework, and the 4Cs model of Communication, Consultation, Collaboration and Commitment. These frameworks are used to identify, prioritise and engage stakeholders throughout the six-month implementation.
The analysis identifies senior management, the project team, IT and AI specialists, marketing, data protection, legal, customer service, store colleagues, finance and regional management as key internal stakeholders. External stakeholders include customers, suppliers, technology partners, regulators, investors, payment providers, loyalty partners and consumer advocacy groups. Stakeholder engagement is treated as a continuous strategic process rather than simply a communication exercise.
The report argues that effective engagement can increase innovation, adoption, customer trust, employee commitment, regulatory readiness and commercial performance. However, poor engagement may create resistance, privacy concerns, cultural misunderstandings, data-security risks and reputational damage. These risks are particularly significant because ConnectPlus relies on customer profiling and AI. The Information Commissioner’s Office (ICO) emphasises fairness, transparency, lawful processing, data minimisation and mechanisms allowing individuals to object to profiling. (ICO) 
The report therefore recommends a stakeholder-led governance structure, local market engagement teams, continuous customer consultation, ethical AI controls, transparent data practices, a RACI matrix, culturally adapted communication and measurable engagement KPIs. Sustainable stakeholder engagement should ultimately become part of Tesco’s long-term digital strategy rather than ending at launch.
1. Introduction: Tesco PLC and ConnectPlus
Tesco PLC is a leading UK-based international retail organisation operating across grocery retail, convenience, online shopping, financial services and other customer-facing businesses. Its business model is built around providing value, convenience and quality while maintaining long-term relationships with customers, colleagues, suppliers and other stakeholders. Tesco’s Clubcard provides a particularly relevant foundation for ConnectPlus because it already combines customer loyalty, rewards, customer data and personalised offers.
Tesco’s 2025 Annual Report identifies loyalty as an important element of its customer strategy, while Clubcard Prices provide customers with substantial savings. (Tesco⁠) Tesco also reported that more than 18 million customers were due to receive its personalised “Clubcard Unpacked” shopping summary in January 2025. This demonstrates how customer data can be transformed into personalised digital experiences. (Tesco Bank⁠)
The proposed ConnectPlus platform would build upon this digital capability. It would combine three principal functions: first, AI-powered recommendations based on customers’ shopping behaviour and preferences; second, mobile-based rewards and personalised incentives; and third, aggregated customer insights for managerial decision-making. The objective is not simply to introduce another mobile application but to create an integrated stakeholder ecosystem connecting customers, employees, suppliers, technology providers and Tesco’s decision-makers.
The business case is strengthened by changing consumer expectations. McKinsey reports that 71% of consumers expect personalised interactions and 76% become frustrated when companies fail to provide them. Its research also indicates that faster-growing companies obtain a greater proportion of revenue from personalisation than slower-growing organisations. (McKinsey & Company⁠)
Tesco is already moving further towards AI-supported personalisation. In April 2026, Tesco announced a strategic partnership with Adobe to strengthen AI-driven personalised marketing using Clubcard data. Reuters reported that the partnership is intended to make customer content, offers and experiences more relevant. (Reuters⁠) Consequently, ConnectPlus is a realistic strategic extension of Tesco’s digital transformation rather than an isolated technology project.
However, digital transformation creates stakeholder dependencies. A technically successful platform can still fail if customers distrust its data practices, employees do not promote it, regional managers resist standardisation, regulators identify compliance weaknesses or suppliers fail to integrate their systems. Freeman’s (1984) stakeholder approach is therefore appropriate because it conceptualises organisations as systems for creating value through relationships with multiple stakeholders rather than shareholders alone. (Google Books⁠)
2. SMART Objectives
The following SMART objectives provide measurable targets for the first six months:
1. Specific: Design, test and deploy ConnectPlus across selected Tesco markets within six months, integrating AI recommendations, mobile rewards and customer insight capabilities.
2. Measurable: Achieve at least 70% employee readiness and 60% customer awareness in pilot markets before full deployment.
3. Achievable: Obtain formal approval from Legal, Data Protection, Information Security, Finance and regional leadership before launch.
4. Relevant: Increase digital loyalty engagement and improve the relevance of customer offers while strengthening customer retention and management insight.
5. Time-bound: Complete stakeholder consultation, technical testing, ethical and regulatory assessment, employee training and pilot evaluation by the end of month six.
Post-launch, Tesco should target a 10% increase in active digital loyalty engagement within 12 months, subject to market-specific baselines.
3. Stakeholder Identification and Categorisation
Stakeholder theory defines stakeholders broadly as individuals or groups capable of affecting or being affected by organisational objectives (Freeman, 1984). This is particularly important for ConnectPlus because the platform affects customers directly while simultaneously changing employee processes, marketing activities, technology infrastructure and supplier relationships.
3.1 Internal stakeholders
Key internal stakeholders include:
· Board of Directors and Executive Committee
· Project Sponsor
· Project Manager and Project Management Office
· IT and digital transformation teams
· AI, data analytics and data science teams
· Marketing and customer relationship management teams
· Store and online operations
· Customer service teams
· Finance
· Legal and Data Protection
· Information Security and Cybersecurity
· Human Resources and Learning & Development
· Regional and international market managers
· Procurement
· Corporate communications
3.2 External stakeholders
External stakeholders include:
· Existing and prospective customers
· Technology providers
· AI and cloud providers
· Payment and mobile technology providers
· Suppliers and product partners
· Clubcard/reward partners
· Regulators and data protection authorities
· Consumer advocacy organisations
· Investors and shareholders
· Industry bodies
· Local communities
· Third-party delivery and e-commerce partners
Christopher, Payne and Ballantyne (2013) argue that relationship marketing should extend beyond customers to employees, suppliers, influencers and other stakeholder markets. This is particularly relevant to ConnectPlus because the platform depends upon a network of relationships rather than a single customer-organisation interaction. (Google Books)
3.3 Mendelow Power-Interest Matrix
Mendelow’s power-interest matrix categorises stakeholders according to their ability to influence a project and their level of interest. The model is widely used to distinguish between high-power/high-interest “key players”, high-power/low-interest stakeholders who should be kept satisfied, low-power/high-interest stakeholders who should be kept informed, and low-power/low-interest stakeholders requiring monitoring. (Springer⁠)
	Stakeholder
	Power
	Interest
	Classification
	Engagement approach

	Board/Executive Committee
	High
	High
	Key player
	Manage closely

	Project Sponsor
	High
	High
	Key player
	Manage closely

	IT/AI leadership
	High
	High
	Key player
	Collaborate

	Data Protection/Legal
	High
	High
	Key player
	Consult and approve

	Regional managers
	High
	High
	Key player
	Collaborate

	Customers
	Medium
	High
	Keep informed/engaged
	Consult continuously

	Store colleagues
	Medium
	High
	Engage
	Training and consultation

	Technology suppliers
	Medium/High
	High
	Key player
	Collaborative governance

	Regulators
	High
	Medium
	Keep satisfied
	Formal compliance engagement

	Investors
	High
	Medium
	Keep satisfied
	Board-level reporting

	Marketing
	Medium
	High
	Key player
	Collaborate

	Consumer groups
	Medium
	High
	Keep informed
	Consultation

	General public/media
	Low/Medium
	Medium
	Monitor/inform
	Transparent communication


The matrix should not be static. Stakeholder power and interest can change as ConnectPlus progresses. For example, regulators become more important before launch, while customer-service teams become increasingly influential during implementation.
3.4 Stakeholder Salience
Mitchell, Agle and Wood (1997) propose that stakeholder salience depends on power, legitimacy and urgency. (Academy of Management Journals⁠) Using this model, the Board has power and legitimacy, while customers possess legitimacy and increasing urgency regarding privacy, value and service quality. Regulators possess substantial power and legitimacy, particularly regarding data protection and AI governance.
The salience model is valuable because it challenges the assumption that every stakeholder should receive identical attention. ConnectPlus should instead allocate engagement resources according to the stakeholder’s ability to affect project outcomes and the consequences of failing to address their concerns.

4. Roles, Responsibilities, Benefits and Challenges
4.1 Board and Executive Management
The Board provides strategic direction, funding approval and governance. It ensures that ConnectPlus contributes to Tesco’s wider objectives rather than becoming a technology project without measurable commercial value.
Benefit: strategic alignment, investment authority and organisational legitimacy.
Challenge: senior leaders may focus on financial returns and launch deadlines, potentially underestimating longer-term ethical or cultural issues.
4.2 Project Manager
The Project Manager coordinates the entire programme, manages scope, risk, resources, timelines and stakeholder expectations. The Project Manager is also responsible for ensuring that stakeholder feedback is converted into actionable decisions.
Benefit: integration across functional and geographical boundaries.
Challenge: stakeholders may have competing objectives. Marketing may prioritise personalisation while Data Protection prioritises minimisation and Legal prioritises risk reduction.
4.3 IT, AI and Data Teams
These teams design and maintain the platform, recommendation algorithms, data architecture, cybersecurity controls and analytics capabilities.
Benefit: technical innovation and scalable personalisation.
Challenge: algorithmic bias, poor-quality data, cyberattacks, integration difficulties and insufficient explainability.
4.4 Marketing and Customer Teams
Marketing determines how ConnectPlus is positioned, while customer-service teams manage customer questions and complaints.
Benefit: improved customer engagement, loyalty and campaign effectiveness.
Challenge: excessive personalisation can become intrusive. Accenture found that 91% of consumers were more likely to shop with brands that recognised them and provided relevant recommendations, demonstrating the potential value of personalisation; however, relevance must be balanced against privacy and trust. (Accenture Newsroom⁠)
4.5 Customers
Customers are both users and critical stakeholders. Their data enables ConnectPlus to function, while their adoption determines whether the platform produces commercial value.
Benefit: personalised rewards, relevant recommendations and improved convenience.
Challenge: privacy concerns, digital exclusion, distrust of AI, excessive notifications and unequal value between different customer groups.
4.6 Regulators
Regulators provide external oversight concerning data protection, consumer rights and AI-related obligations.
Benefit: compliance and public trust.
Challenge: different international markets may impose different requirements, creating cost and complexity.
5. Stakeholder Engagement Process
Effective stakeholder engagement should begin before the platform is technically complete. The proposed process contains six stages.
Stage 1: Stakeholder Identification and Baseline Assessment
During month one, the Project Manager should conduct stakeholder interviews, workshops and document analysis to identify interests, expectations, influence and potential resistance. Stakeholders should then be categorised using Mendelow and Mitchell et al.’s models.
Stakeholder assessments should also include cultural and market characteristics. A centralised UK communication strategy should not automatically be translated and applied unchanged internationally. Language, attitudes towards privacy, communication preferences, regulatory requirements and attitudes towards technology may differ.
Stage 2: Stakeholder Requirements
The second stage should establish what each stakeholder requires from ConnectPlus.
Customers may require transparency and meaningful rewards. Marketing requires actionable customer insight. IT requires stable requirements. Legal requires compliance. Finance requires a credible return on investment. Store employees require training and manageable processes.
This stage should follow a “listen before launch” principle. Stakeholder engagement becomes more valuable when stakeholders influence decisions rather than simply receive information.
Payne, Ballantyne and Christopher’s stakeholder-oriented relationship marketing approach emphasises understanding stakeholder interests and managing relationships systematically rather than treating stakeholder contact as isolated transactions. (ResearchGate⁠)

6. RACI Governance Framework
A RACI matrix clarifies accountability and prevents ambiguity.
	Activity
	Board
	PM
	IT/AI
	Marketing
	Legal/DPO
	Regional Managers
	Customers

	Business case
	A
	R
	C
	C
	C
	C
	I

	Platform design
	I
	A
	R
	C
	C
	C
	C

	Data governance
	I
	A
	R
	C
	R
	C
	I

	Customer research
	I
	A
	C
	R
	C
	C
	R

	AI testing
	I
	A
	R
	C
	C
	C
	C

	Employee training
	I
	A
	C
	C
	I
	R
	I

	Pilot launch
	A
	R
	R
	R
	C
	R
	C

	Final approval
	A
	R
	C
	C
	R
	R
	I


R = Responsible, A = Accountable, C = Consulted, I = Informed.
The RACI model should be accompanied by clear escalation routes. For example, if customer testing reveals a significant privacy concern, the Project Manager should have authority to escalate the issue to the Data Protection Officer and Project Sponsor rather than allowing commercial pressure to override the concern.

7. Applying the 4Cs Model
The 4Cs—Communication, Consultation, Collaboration and Commitment— provide a practical framework for moving stakeholders from awareness towards active ownership.
7.1 Communication
Communication should explain what ConnectPlus is, why Tesco is introducing it, how customer data will be used and what benefits stakeholders can expect.
Different stakeholders require different channels:
· Board: monthly executive dashboards
· Project team: weekly project meetings
· Store colleagues: workshops, intranet and training
· Customers: app notifications, email, website and in-store messaging
· Regulators: formal documentation and compliance meetings
· Technology suppliers: technical governance meetings
· International markets: translated and culturally adapted communications
Communication should be two-way wherever possible. Simply announcing the platform is unlikely to create commitment.
7.2 Consultation
Consultation should allow stakeholders to influence design decisions. Customer focus groups, employee surveys, usability testing and regional workshops should be conducted before the pilot.
Customers should be asked:
1. Which rewards are genuinely valuable?
2. How comfortable are they with AI recommendations?
3. What information do they expect Tesco to explain?
4. How frequently should personalised notifications be provided?
5. How easily should personalisation be switched off?
The ICO specifically recommends that organisations explain profiling practices, ensure fairness, provide appropriate lawful bases and enable individuals to exercise rights including objection. (ICO⁠)
7.3 Collaboration
Collaboration moves beyond consultation because stakeholders jointly develop solutions. Tesco should establish cross-functional “ConnectPlus Labs” involving customers, store employees, marketing, technology, data protection and regional representatives.
Technology partners should also participate in technical workshops. This is particularly relevant given Tesco’s existing 2026 partnership with Adobe to develop AI-driven personalisation. (Reuters⁠)
International collaboration should include local market representatives rather than assuming that headquarters understands every market equally well.
7.4 Commitment
Commitment represents the highest engagement stage. Stakeholders should become owners of the project’s success.
For employees, commitment could involve ConnectPlus champions in stores. For regional managers, commitment could be demonstrated through signed implementation plans. For customers, commitment could develop through transparent value exchange and voluntary participation.
The objective is therefore to move stakeholders from:
“I know about ConnectPlus” → “I understand it” → “I helped shape it” → “I support it” → “I actively promote it.”
8. Communication and Engagement Plan
	Stakeholder
	Key need
	Method
	Frequency
	Owner
	Success measure

	Board
	Strategic progress
	Dashboard
	Monthly
	PM
	Decisions made on time

	IT/AI
	Requirements and risks
	Workshops
	Weekly
	PM/CTO
	Milestones achieved

	Legal/DPO
	Compliance evidence
	Review meetings
	Fortnightly
	DPO
	Zero critical compliance gaps

	Store employees
	Understanding/training
	Workshops/e-learning
	Monthly
	HR
	>70% readiness

	Customers
	Benefits/privacy
	App, email, focus groups
	Continuous
	Marketing
	Awareness and satisfaction

	Regional teams
	Local adaptation
	Regional forums
	Fortnightly
	PM
	Local readiness

	Suppliers
	Integration
	Technical meetings
	Weekly
	Procurement/IT
	Integration milestones

	Regulators
	Compliance
	Formal engagement
	As required
	Legal/DPO
	Regulatory approval

	Investors
	Business value
	Corporate reporting
	Quarterly
	CFO
	Confidence/clarity


9. Conflict Management
Conflict is unavoidable because stakeholders have different interests. The key is to distinguish between constructive conflict, which can improve the project, and destructive conflict, which can delay implementation.
For example, Marketing may request extensive customer data to improve personalisation, while the Data Protection team may argue that only necessary data should be collected. Rather than treating this as a win/lose conflict, the Project Manager should facilitate a structured decision based on customer value, legal requirements, risk and evidence.
A five-step conflict-management process is recommended:
1. Identify the underlying interest rather than focusing only on the stated position.
2. Collect evidence, including customer research, regulatory requirements and technical analysis.
3. Facilitate a joint discussion between conflicting parties.
4. Develop alternative solutions, such as privacy-preserving analytics or optional personalisation.
5. Escalate unresolved strategic conflicts to the Project Sponsor or governance board.
The Project Manager should prioritise collaboration over avoidance. Avoiding conflict may create short-term harmony but leave critical issues unresolved.

10. Ethical and Cultural Considerations
The greatest ethical issue is the relationship between personalisation and privacy. ConnectPlus would analyse purchasing behaviour and potentially infer customer preferences. The ICO defines profiling as automated processing that evaluates or predicts characteristics, preferences or behaviour. (ICO⁠)
Customers may therefore perceive ConnectPlus differently. Some may view personalised recommendations as useful, while others may perceive them as intrusive. Tesco should establish a transparent “value exchange”: customers should understand what data is collected, why it is used and what benefit they receive.
The platform should follow principles of:
· Data minimisation
· Transparency
· Fairness
· Security
· Purpose limitation
· Appropriate retention
· Customer choice
· Human oversight
· Algorithmic testing
· Accessibility
AI governance is increasingly important internationally. The European Commission’s July 2026 guidance on AI Act transparency obligations explains that Article 50 transparency requirements apply from 2 August 2026. (Digital Strategy⁠) Therefore, Tesco cannot rely exclusively on UK requirements when deploying ConnectPlus across European markets.
Cultural differences also matter. Customers in different countries may have different expectations concerning data privacy, loyalty schemes, mobile technology and personalised advertising. Consequently, Tesco should establish global standards with local adaptation rather than either complete centralisation or complete decentralisation.

11. Benefits and Challenges of Sustainable Stakeholder Engagement
Sustainable engagement means maintaining meaningful stakeholder relationships throughout the lifecycle rather than increasing communication temporarily during launch.
11.1 Customer retention
Personalisation can strengthen customer relationships by making offers more relevant. McKinsey’s research indicates that consumers increasingly expect personalised interactions and that effective personalisation can improve loyalty and revenue performance. (McKinsey & Company⁠)
For Tesco, ConnectPlus could therefore increase customer frequency, basket value and retention.
11.2 Innovation
Customers and employees can identify problems that technical teams may overlook. Continuous engagement can therefore improve product-market fit.
Research by Ghassim and Bogers (2019) found that stakeholder engagement can contribute to innovation outcomes, although engagement alone does not automatically generate financial performance. The financial benefits depend on the organisation’s ability to convert stakeholder input into valuable innovation. (ScienceDirect) 
This is an important critical point: Tesco should not measure engagement by the number of meetings held. It should measure whether engagement improves decisions and outcomes.
11.3 Employee adoption
Employees are central to digital transformation because they often become the customer’s first source of assistance. If employees do not understand ConnectPlus, customers may receive inconsistent information.
Engagement therefore creates internal ambassadors who can encourage adoption and identify implementation problems.
11.4 Trust and reputation
Transparent stakeholder engagement can increase organisational legitimacy. Conversely, a data breach, unexplained algorithmic decision or misleading reward could damage customer trust.
Trust should therefore be treated as a strategic asset. A successful launch is not simply one where the application works technically; it is one where stakeholders believe Tesco is using the technology responsibly.
11.5 Financial performance
Sustainable engagement can contribute to performance through retention, improved marketing efficiency, stronger innovation and better decision-making. However, the relationship is not automatic.
Research by Manning, Braam and Reimsbach (2019) found positive relationships between stakeholder engagement, sustainability reporting and aspects of corporate sustainability performance, suggesting that active stakeholder involvement can support more sustainable business conduct. (Wiley Online Library⁠)
Similarly, recent systematic review evidence concludes that stakeholder engagement tends to have a positive relationship with social, environmental and economic sustainability performance, although regulatory context, governance and communication can moderate the relationship. (Journal UII⁠)
reporting and aspects of corporate sustainability performance, suggesting that active stakeholder involvement can support more sustainable business conduct. (Wiley Online Library⁠)
Similarly, recent systematic review evidence concludes that stakeholder engagement tends to have a positive relationship with social, environmental and economic sustainability performance, although regulatory context, governance and communication can moderate the relationship. (Journal UII⁠)

12. Measuring Stakeholder Engagement Performance
A balanced scorecard should evaluate both engagement and business outcomes.
Customer KPIs
· ConnectPlus registration rate
· Monthly active users
· Customer satisfaction
· Personalised-offer redemption
· Customer retention
· Customer complaints
· Opt-out rate
Employee KPIs
· Training completion
· Employee readiness
· Employee confidence
· Number of ConnectPlus champions
· Implementation issues reported and resolved
Governance KPIs
· Number of unresolved compliance issues
· Data protection incidents
· AI bias-testing outcomes
· Security incidents
· Stakeholder issues resolved within agreed timescales
Commercial KPIs
· Customer lifetime value
· Average basket value
· Digital sales
· Loyalty engagement
· Marketing conversion
· Return on investment
Sustainability KPIs
· Digital accessibility
· Stakeholder satisfaction
· Responsible AI compliance
· Supplier participation
· Customer trust
· Inclusion across demographic and market groups
This balanced approach prevents Tesco from defining success solely as revenue growth. A platform that increases sales but creates significant privacy complaints or excludes vulnerable customers should not be considered an unqualified success.

13. Recommendations
Recommendation 1: Establish a ConnectPlus Stakeholder Governance Board.
The Board should include the Project Sponsor, Project Manager, IT/AI, Marketing, Data Protection, Legal, Customer, Finance and regional representatives. This will provide cross-functional accountability.
Recommendation 2: Introduce continuous customer consultation.
Customers should participate in research, usability testing and pilot evaluation. Feedback should be demonstrably incorporated into design decisions.
Recommendation 3: Adopt global standards with local adaptation.
Tesco should maintain common principles for privacy, security, accessibility and ethical AI while allowing local markets to adapt communication, rewards and implementation processes.
Recommendation 4: Make ethical AI a launch requirement.
Algorithmic testing, privacy impact assessments, transparency and human oversight should be completed before full deployment.
Recommendation 5: Create local ConnectPlus champions.
Selected store and regional employees should receive additional training and become first-line advocates for the platform.
Recommendation 6: Link engagement to measurable performance.
Stakeholder engagement should be incorporated into project KPIs rather than treated as a soft activity. The Board should receive monthly reporting on customer, employee, governance and commercial indicators.

14. Conclusion
The successful launch of ConnectPlus depends on stakeholder engagement as much as technological capability. Tesco already possesses significant advantages through its Clubcard ecosystem, digital infrastructure and large customer base. Its continuing investment in AI-driven personalisation demonstrates the strategic relevance of ConnectPlus. (Reuters⁠)
However, stakeholder theory demonstrates that value cannot be created by Tesco acting independently. Customers provide data and adoption; employees provide implementation capability; technology providers provide specialist knowledge; regulators provide oversight; and senior management provides strategic direction.
Mendelow’s power-interest matrix and Mitchell, Agle and Wood’s salience model provide useful methods for prioritising stakeholder relationships, while the RACI framework clarifies accountability. The 4Cs model provides a progression from communication towards consultation, collaboration and commitment.
The critical issue is therefore not whether Tesco can build ConnectPlus, but whether it can build a platform that stakeholders trust, understand and willingly adopt. Personalisation creates significant commercial opportunities, but it also creates ethical risks surrounding profiling, privacy, bias, transparency and cultural differences. The ICO’s guidance makes clear that responsible profiling requires fairness, transparency, lawful processing and appropriate safeguards. (ICO⁠)
Sustainable stakeholder engagement should consequently continue after launch. By integrating stakeholder participation into governance, customer research, ethical AI, employee development and performance measurement, Tesco can increase the likelihood that ConnectPlus creates long-term value for customers, employees, shareholders and wider society. The ultimate measure of success should therefore be a combination of commercial performance, customer value, stakeholder trust, responsible technology and sustainable organisational relationships.
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