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Executive Summary

This report examines how Tesco could successfully introduce ConnectPlus, a digitally enhanced customer loyalty and engagement platform, across selected international markets. Connect Plus is planned to use artificial intelligence for personalized recommendations, mobile rewards, and customer data insights. The project is important because customers increasingly expect convenient and personalized digital experiences, while retailers need better information to make decisions and retain customers.
The report focuses on stakeholder engagement because the success of the platform will not depend only on the technology. Tesco employees, customers, suppliers, technology partners, regulators, investors and local market teams all have different interests and levels of influence. If these stakeholders are not properly involved, the project may face resistance, delays, privacy concerns, cultural problems or low customer adoption.
Stakeholder theory, the power interest matrix and the salience model are used to identify and prioritize stakeholders. A RACI matrix, engagement plan and communication approach are then used to explain how stakeholders will be involved throughout the six month rollout. The report also considers conflict management and the importance of adapting engagement to different countries and cultures.
The main finding is that sustainable stakeholder engagement can improve project performance by increasing trust, reducing resistance, improving the quality of customer insight and supporting faster adoption. However, engagement can also create challenges such as conflicting priorities, higher costs, data privacy risks and difficulties in communicating consistently across international markets. Therefore, Tesco should use a clear global governance structure while still allowing local teams to adapt the platform to local customer expectations and legal requirements.



Introduction :TESCO

Tesco is one of the UK's leading retailers and has a large presence across grocery retail, online shopping and related services. Its scale means that digital technology is important for understanding customers, improving shopping experiences and supporting business decisions. Tesco already has experience with customer loyalty through Clubcard, which provides a useful business context for the proposed ConnectPlus platform.
For this report, I assume that Tesco is preparing to launch ConnectPlus in selected international markets in six months. The platform will combine AI driven personalised recommendations, mobile-based rewards and data-driven customer insights. The purpose is not simply to create another mobile application. The wider aim is to create stronger relationships between Tesco and its customers by giving customers more relevant offers while giving managers better information about customer behaviour.
The project has several strategic objectives. First, it should increase customer retention by making loyalty rewards more relevant. Second, it should improve the quality and speed of customer insight. Third, it should strengthen Tesco's digital brand and provide a consistent customer experience. Finally, it should create a platform that can be adapted to different markets without losing Tesco's overall standards.
The project also creates important stakeholder issues. Customers may worry about how their personal information is used. Employees may be concerned that AI will change their jobs or working methods. Marketing teams may want more customer data, while legal and compliance teams may want stricter controls. Technology suppliers may have different priorities from Tesco, and local managers may need changes because customer behaviour and regulations are different in each market.
Freeman's stakeholder theory argues that organisations should consider the interests of groups that can affect or are affected by organisational activities. This is particularly relevant to ConnectPlus because the platform depends on cooperation between many groups rather than one department. A successful project manager therefore needs to move beyond simply informing stakeholders and create genuine involvement, trust and commitment.
The project should also be understood as an organisational change project, not only an IT project. Connect Plus changes how Tesco collects information, communicates with customers and makes commercial decisions. This means that stakeholder engagement must address both technical implementation and human behaviour. Change management literature suggests that people are more likely to support change when they understand why it is necessary, how it affects them and how they can contribute. For this reason, the project manager should communicate the purpose of ConnectPlus in practical terms and show how it supports Tesco's existing customer strategy rather than presenting it as a completely separate initiative.
The international nature of the project adds another level of complexity. Markets can differ in customer expectations, digital maturity, privacy requirements and competitive conditions. A useful principle is therefore 'globally consistent, locally relevant'. Tesco should set minimum global standards for data protection, cybersecurity, brand identity and technical quality, while local teams should contribute to decisions about rewards, language, promotional messages and customer support. This approach can reduce unnecessary duplication while avoiding the assumption that one customer experience will suit every market.































5 smart objectives of  Tesco, 
followed by Its internal and external stakeholders 
1. Increase UK grocery  market share by  2% within 12 months through competitive pricing and loyalty rewards. 

2. Reduce  carbon emissions by 20% by 2030 by using renewable energy and improving  energy efficiency.

3. Increase online sales by 15 % within one year by enhancing the  webside and delivery services .

4. Improve customer satisfaction to 90% by the end of the financial year through better service and faster complaint resolution.

5. Reduce food waste by 30% within three years through improved inventory management and food donation programmes.    


 






Key Stakeholders and Stakeholder Mapping
The first step as project manager is to identify all stakeholders who can influence ConnectPlus or be affected by it. Stakeholders can be divided into internal and external groups.
Internal stakeholders include the Tesco executive board, project manager, digital and IT teams, marketing and Clubcard teams, store and online operations, finance, HR, legal and compliance, data protection specialists, customer service and local market management. Employees are also important because they will explain the platform to customers and deal with problems after launch.
External stakeholders include customers, technology providers, AI and software suppliers, payment and mobile technology partners, regulators, data protection authorities, suppliers and commercial partners, investors, consumer organisations and local communities.
The power-interest matrix is useful because not every stakeholder needs the same amount of attention. High-power and high-interest stakeholders should be managed closely. This group includes Tesco senior management, the project sponsor, IT leadership, data protection specialists and major technology partners. They can directly influence project resources, decisions and implementation.
High-power but lower-interest stakeholders should be kept satisfied. These can include senior finance leaders, investors and some regulators, although their interest can increase quickly if there are financial, legal or privacy problems.
High-interest but lower-power stakeholders should be kept informed. Customers, store employees and customer service teams fit strongly into this category. Although an individual customer may have limited power, customers collectively determine whether the platform succeeds.
Low-power and lower-interest stakeholders should be monitored. However, they should not be ignored because their influence can change during the project.
The salience model provides another useful perspective. Mitchell, Agle and Wood identify stakeholder importance through power, legitimacy and urgency. For ConnectPlus, regulators have strong legitimacy and power, while customers have strong legitimacy and urgency because their trust and adoption determine whether the service creates value. Senior Tesco management has high power and strong interest because it controls investment and strategic direction.
The mapping should therefore not be treated as permanent. Stakeholder positions can change during the six-month project. For example, customers may become more urgent if there is a privacy concern, and local regulators may become highly influential when the platform enters a new market.
A stakeholder map also helps avoid a common project mistake: concentrating only on senior managers. A project can receive executive approval but still fail if employees do not understand it or customers do not want to use it. For this reason, the project manager should review the stakeholder map at the end of every project phase.
A further stakeholder category is the media and wider public. They may not be directly involved in project decisions, but they can influence reputation if concerns about AI, privacy or customer targeting become public. Consumer advocacy organisations are also important because they can question whether digital loyalty practices are fair and transparent. These groups should be monitored and, where appropriate, provided with accurate public information rather than being treated as project decision-makers.
Stakeholder mapping also needs to consider dependencies. For example, customers depend on the platform being available, while the platform depends on technology suppliers and internal infrastructure. Marketing depends on reliable customer data, while data protection teams depend on marketing and IT to follow agreed rules. This shows why stakeholder analysis should not only ask 'who has power?' but also 'who depends on whom?'. Understanding these relationships helps the project manager identify risks that may not be visible in a simple hierarchy.
The mapping process should be documented in a stakeholder register. Each stakeholder can be scored for influence, interest, expected impact, current attitude and desired attitude. A simple rating such as supportive, neutral or resistant can help identify where additional engagement is required. The register should be reviewed at major stage gates because a stakeholder who is neutral during design may become highly interested during testing or launch.














Stakeholder Roles, Responsibilities, Benefits and Challenges
The executive sponsor provides strategic direction, approves major resources and removes barriers. The main benefit is clear leadership, although senior managers may have limited time and may focus on commercial results rather than detailed implementation.
The project manager coordinates the whole programme, controls the schedule, manages risks and communicates with stakeholders. The role connects strategic objectives with practical delivery. The main challenge is balancing different stakeholder expectations.
The IT and digital teams design and integrate the platform. They provide technical knowledge, cybersecurity controls and system testing. Their main challenge is integrating new technology with existing Tesco systems while keeping the customer experience simple.
Marketing and Clubcard teams define customer journeys, rewards and campaigns. They bring knowledge of customer behaviour and brand communication. However, they may request extensive data or personalisation that creates privacy and ethical concerns.
Data protection, legal and compliance teams ensure that data use follows applicable legislation and internal standards. They reduce legal and reputational risk but may be seen by commercial teams as slowing the project if controls are introduced late.
Store, online and customer service employees are responsible for practical adoption. They can explain the service to customers and identify real problems. Their challenge is learning new processes while continuing normal operations.
Customers are the most important external stakeholder group because they decide whether ConnectPlus is adopted. They benefit from more relevant offers and easier rewards, but they may be concerned about privacy, excessive marketing or inaccurate recommendations.
Technology suppliers provide specialist systems and technical support. Their contribution can accelerate innovation, but dependency on suppliers creates risks around cost, security, service quality and data access.
Regulators and consumer organisations provide oversight and protect public interests. Their involvement can improve trust and responsible data use, although regulatory requirements can differ between countries.
[bookmark: _Int_cYaTv0jv]Local market teams provide cultural and operational knowledge. They help Tesco understand differences in language, shopping behaviors, technology adoption and customer expectations. Their challenge is balancing local needs with a consistent global platform.

Another important stakeholder is the finance function. Finance helps establish the business case, controls expenditure and checks whether the expected return from ConnectPlus is realistic. It can support better prioritisation, but tension may occur if finance focuses on immediate savings while digital teams focus on long-term capability. Procurement also has an important role because supplier contracts can affect cost, service levels, data ownership and exit arrangements. Early involvement can prevent problems later in the project.

Senior leadership also has a responsibility to demonstrate visible support. Employees may interpret weak leadership involvement as a sign that the project is not important. At the same time, leadership should avoid controlling every operational decision. Effective sponsorship means setting direction, allocating resources and resolving major barriers while allowing specialist teams to provide evidence-based recommendations.

Customers should not be considered as one homogeneous group. Different customer segments may have different levels of digital confidence, different shopping patterns and different views about personalisation. Some may value discounts, while others may value convenience or exclusive rewards. Customer research should therefore include a variety of users rather than relying only on highly engaged digital customers.









Stakeholder Engagement Process and Conflict Management
As project manager, I would use a phased engagement process covering identification, analysis, planning, participation, monitoring and review. Stakeholder engagement should begin before major design decisions are finalised. This prevents stakeholders from feeling that decisions have already been made without them.
During month one, I would create a stakeholder register containing stakeholder interests, influence, expectations, risks and preferred communication channels. Interviews and workshops would be held with senior management, IT, marketing, legal, local teams and customer representatives. The stakeholder map would then be reviewed using the power-interest matrix and salience model.
During months two and three, I would establish a cross-functional steering group. This group would meet regularly and include representatives from project management, IT, marketing, data protection, finance, operations and selected local markets. The purpose would be to make decisions transparently and identify conflicts early.
The RACI approach would clarify responsibilities. The project manager would be Responsible for coordination and delivery. The executive sponsor would be Accountable for strategic approval. IT, marketing, legal and local market teams would be Consulted for decisions within their expertise. Wider employees and customers would be Informed through appropriate communication channels. Some activities would require several stakeholders to be Accountable or Consulted depending on Tesco's governance structure, so the RACI should be reviewed rather than used mechanically.
The 4C approach is also useful: communication, collaboration, consultation and commitment. Communication means providing clear and honest information. Collaboration means allowing teams to work together rather than operating in separate departments. Consultation means asking stakeholders for opinions before important decisions. Commitment means creating ownership so stakeholders actively support implementation.
Communication should be adapted to stakeholder needs. Executives need short performance dashboards and risk updates. Technical teams need detailed requirements. Employees need practical training and simple explanations. Customers need clear information about benefits, privacy and how rewards work. Local teams need communication in suitable language and formats.
Cultural differences are important in an international rollout. A communication style that works in the UK may not work equally well in another market. The project manager should therefore use a global communication framework but allow local managers to adapt examples, language and customer messages. Hofstede's cultural dimensions can help explain differences, but they should not be used as fixed stereotypes about national behaviour. Direct feedback, decision-making expectations and attitudes to hierarchy can vary within countries as well as between them.


Customer engagement should use surveys, focus groups, beta testing and digital feedback. A pilot group can test whether recommendations are useful, whether rewards are easy to understand and whether privacy information is clear. Employees should also participate in testing because they experience the platfrm from an operational perspective.

Conflict is likely because stakeholders have different objectives. Marketing may want more data for personalisation, while data protection specialists may want data minimisation. Finance may want the project to reduce costs, while IT may request more investment for security. Local markets may want different features while central management wants standardisation.

I would manage conflict using early identification, evidence and structured discussion. First, I would define the actual issue rather than allowing personal disagreement. Second, I would identify the interests behind each position. Third, I would compare alternatives against agreed project objectives, customer value, risk and legal requirements. A collaborative approach based on the interests of the parties is preferable to simply forcing one side to accept a decision.

If conflict cannot be solved at project level, it should be escalated through the governance structure. The project manager should keep a conflict and decision log so that important decisions are transparent.

The engagement process should continue during the pilot in months four and five. Feedback should be measured through adoption rates, training completion, customer satisfaction, support queries and stakeholder sentiment. Problems should be corrected before the wider launch in month six.

After launch, stakeholder engagement should continue. A platform involving AI and customer data cannot be treated as a one-time project. Tesco should maintain feedback channels, review algorithm performance, monitor complaints and update stakeholders when important changes occur.
The project manager should also establish an engagement risk register. This register would identify risks such as low employee support, customer privacy concerns, supplier dependency, poor local participation and communication failure. Each risk should have an owner, likelihood, impact and mitigation action. This makes stakeholder engagement part of formal project risk management rather than an informal communication activity.
The communication plan should follow a two-way principle. Traditional project communication often concentrates on sending updates, but engagement requires listening as well. For example, a monthly employee newsletter can explain progress, but a feedback session can reveal concerns that the project team did not know existed. Similarly, customer surveys can provide quantitative information while focus groups can explain why customers feel a particular way.
I would use a combination of synchronous and asynchronous communication. Steering meetings, workshops and training sessions allow discussion and immediate clarification. Dashboards, email updates, FAQs and online training materials provide information that stakeholders can access at a suitable time. The choice should depend on the stakeholder rather than using one communication channel for everyone.
Trust should be built through consistency. If Tesco tells customers that data will be used for specific purposes, the actual platform should follow that promise. If employees are invited to give feedback, there should be evidence that feedback is reviewed. Trust can be damaged when engagement becomes a symbolic activity where stakeholders are asked for opinions but decisions have already been fixed.
The project manager should also define escalation times. Critical privacy, cybersecurity or customer safety concerns should be escalated immediately. Commercial disagreements can normally follow the governance timetable. Clear escalation rules reduce the risk that serious issues remain hidden because team members are uncertain about who should make the final decision.








Sustainable Stakeholder Engagement and Business Performance
Sustainable stakeholder engagement means creating relationships that continue beyond the initial launch. For ConnectPlus, this is important because customer trust, data practices and technology performance will affect Tesco over the long term.
The first benefit is improved customer retention. Personalised recommendations and mobile rewards can make the loyalty experience more relevant. If customers feel that the platform gives genuine value rather than simply encouraging more spending, they are more likely to continue using it. Engagement with customers before launch can improve this outcome because Tesco can test what customers actually value.
The second benefit is better decision-making. Customer insight can help Tesco understand purchasing behaviour, campaign performance and changing preferences. Engagement with marketing, operations and local teams can make these insights more useful because data can be interpreted alongside practical business knowledge.
The third benefit is employee adoption. Technology projects often fail when employees see them as something imposed by management. Involving employees in testing and training can create ownership and reduce resistance. This can improve productivity and customer service.
The fourth benefit is innovation and competitive differentiation. A successful digital loyalty platform can help Tesco compete with other retailers and online platforms. Stakeholder collaboration with technology providers can also provide access to new capabilities.
However, engagement creates costs. Workshops, consultations, training and local adaptation require time and money. There can also be decision-making delays if too many stakeholders are involved. The project manager therefore needs to distinguish between stakeholders who must be involved in decisions and those who mainly need information.
Privacy and ethical issues are particularly important. AI-driven recommendations depend on customer data. Tesco must provide understandable information about data use, use appropriate security and avoid creating a feeling that customers are being secretly monitored. Customers should have meaningful choices where required. Data should not be collected simply because it is technically possible.
AI can also create bias. If the data used to train or operate a recommendation system reflects historical patterns, some customers may receive less useful recommendations. Tesco should monitor recommendation quality across different customer groups and markets. Human oversight is important when automated decisions could create significant customer consequences.
Another ethical issue is transparency. Customers may not understand why they are receiving certain offers. Clear explanations can improve trust. The company should also make it easy for customers to control marketing preferences.
Cybersecurity is another major stakeholder concern. A platform containing customer information may attract attacks. A data breach could create financial costs, regulatory consequences and reputational damage. Therefore, cybersecurity should be part of stakeholder engagement from the beginning rather than added near launch.
International rollout also creates sustainability challenges. Tesco must comply with different legal systems and cultural expectations. A single global approach may be efficient, but excessive standardisation can create local problems. The best approach is a common global framework with controlled local adaptation.
Business performance should therefore be measured through both financial and non-financial indicators. Relevant KPIs include customer registration, active usage, repeat purchase behaviour, retention, redemption of rewards, customer satisfaction, complaint levels, employee adoption, system availability, privacy incidents and stakeholder satisfaction.
A balanced measurement approach is important because focusing only on sales could encourage practices that damage trust. For example, aggressive personalised offers may increase short-term purchases but create customer discomfort. Sustainable performance requires Tesco to balance commercial value with customer welfare, employee interests, compliance and reputation.
Stakeholder engagement can also strengthen organisational resilience. If Tesco has strong relationships with customers, employees, regulators and partners, it may be easier to respond to unexpected problems. Stakeholder trust is therefore not only a communication benefit; it can become a strategic resource.
Overall, sustainable engagement should be viewed as an investment. The cost of consultation and governance is likely to be lower than the cost of a failed launch, customer backlash, regulatory action or a serious data incident.
There is also a link between stakeholder engagement and brand reputation. Tesco operates in a highly competitive retail environment where customers can easily compare prices, services and digital experiences. A trusted loyalty platform can strengthen the relationship between the customer and the brand. In contrast, a poorly explained AI system or privacy incident could create negative word of mouth that affects the wider Tesco brand, not only ConnectPlus.
Employee engagement can influence the financial return of the platform. If employees understand the benefits and can answer customer questions, customers may experience fewer problems. This can reduce unnecessary complaints and support adoption. Training therefore should not be treated only as a project cost. It can be considered an investment in service quality.
Supplier relationships should also be managed sustainably. Tesco should avoid becoming dependent on one supplier without suitable contractual protections. Service-level agreements, security requirements, performance reviews and clear responsibilities can reduce operational risk. Where practical, Tesco should also understand how it could replace or reduce dependence on a supplier if the relationship fails.
The project should use stage-gate evaluation. Before moving from design to pilot, the steering group should check whether the platform meets agreed technical, customer, legal and stakeholder requirements. Before full launch, the same group should review pilot results and unresolved risks. This approach creates a controlled decision process and gives stakeholders confidence that launch is based on evidence rather than pressure to meet a deadline.
A useful long-term measure is stakeholder trust. This can be monitored through customer surveys, employee feedback, complaint themes, privacy-related questions and partner assessments. Trust is difficult to measure perfectly, but repeated indicators can show whether perceptions are improving or deteriorating.




















 Recommendations and Conclusion

Based on the analysis, Tesco should adopt five main recommendations for ConnectPlus.
First, Tesco should create a formal stakeholder governance structure before the platform is launched. A senior steering group should meet regularly and include technology, marketing, legal, data protection, operations and local market representatives.
Second, Tesco should use the power-interest matrix and salience model throughout the project rather than only at the beginning. Stakeholder influence can change quickly, especially when the platform enters new markets.
Third, Tesco should use customer and employee testing before full deployment. A controlled pilot should collect feedback on usability, rewards, recommendations, privacy communication and operational problems.
Fourth, data ethics and cybersecurity should be treated as core project requirements. Privacy reviews, AI monitoring, clear customer information and strong security controls should be completed before launch.
Fifth, Tesco should combine global consistency with local flexibility. Core standards for technology, security, brand and governance should remain consistent, while local teams should be able to adapt communication, rewards and customer journeys where there is a clear business or cultural reason.
In conclusion, ConnectPlus has the potential to improve Tesco's customer relationships, digital capabilities and data-driven decision-making. However, the technology alone will not guarantee success. The project depends on stakeholder cooperation and trust. Applying stakeholder theory, structured mapping, RACI, the 4C approach and continuous communication can help Tesco manage different interests and reduce resistance. The strongest approach is therefore not to treat stakeholders as groups that simply receive information, but as participants who can contribute knowledge, identify risks and create commitment. Sustainable engagement can support both the successful launch of ConnectPlus and Tesco's longer-term business performance.
The recommendations should be implemented through a practical roadmap. In the first month, Tesco should complete stakeholder identification, governance arrangements, customer research and the initial risk assessment. In months two and three, the company should complete detailed requirements, privacy assessment, supplier alignment and employee consultation. Months four and five should focus on pilot testing, training and correcting identified problems. Month six should use a controlled launch with daily monitoring of technical performance, customer feedback and critical risks.
After launch, the project should move into a benefits-realisation phase. The project manager should compare actual performance against the original SMART objectives and report the results to senior management. Lessons learned should also be documented so that future digital projects can improve. This is important because stakeholder engagement is not a single project activity; it should become part of Tesco's normal approach to major digital change.
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