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[bookmark: _Toc234781030]Executive Summary
The Amazon ConnectPlus project represents a strategic initiative to launch an AI-powered customer loyalty and engagement platform across five major markets within eighteen months. This report provides a comprehensive stakeholder analysis and engagement strategy grounded in Freeman’s Stakeholder Theory, examining the complex ecosystem of internal and external stakeholders whose interests must be managed for project success. The project is critical for Amazon’s competitive positioning in the increasingly competitive e-commerce market, where customer acquisition costs continue to rise and customer retention becomes increasingly important.
The analysis identifies six primary stakeholder categories: executive leadership, product development teams, marketing and sales departments, customers and end users, regulatory bodies, and technology partners. A critical finding is that stakeholder interests are fundamentally misaligned and asymmetrically distributed, creating inevitable tensions that require explicit management rather than consensus-seeking approaches. For example, executive leadership prioritises rapid market launch and financial returns, while regulatory bodies emphasise data protection compliance and algorithmic fairness. These tensions cannot be eliminated but must be managed transparently.
This report critically examines the importance of stakeholder engagement in ensuring the successful implementation of ConnectPlus. Drawing upon Freeman’s Stakeholder Theory, the Mendelow Power–Interest Matrix, the Mitchell, Agle and Wood (1997) Salience Model, the 4Cs Model, and the RACI Matrix, the report identifies and analyses the project’s key stakeholders, evaluates their influence and expectations, and proposes appropriate engagement strategies. Furthermore, the report examines the benefits and challenges of stakeholder engagement and concludes with practical recommendations to support successful project implementation and long-term organisational performance.


[bookmark: _Toc234781031]1. Introduction
Amazon is one of the world’s leading e-commerce and technology companies, continuously investing in innovation to enhance customer experience, operational efficiency, and market competitiveness. In line with this commitment, the company is preparing to launch ConnectPlus, an AI-powered customer loyalty and engagement platform designed to strengthen customer relationships and optimise interactions across domestic and international markets. The platform represents a strategic investment in customer retention and lifetime customer value, responding to increasing competition within the global e-commerce sector. The successful implementation of this initiative requires not only technological innovation but also effective stakeholder engagement throughout the project lifecycle.
ConnectPlus will provide several key features intended to improve customer engagement and competitive advantage. These include personalised product recommendations based on machine learning algorithms, digital reward programmes, customer data analytics to generate valuable business insights, and an enhanced user experience through intelligent and responsive digital interfaces. Together, these features are expected to improve customer satisfaction, encourage repeat purchases, and strengthen long-term customer loyalty.
The successful implementation of ConnectPlus depends on the effective engagement of both internal and external stakeholders. Large-scale digital transformation projects frequently experience delays, increased costs, or implementation failure when stakeholder expectations are not effectively managed. This report is underpinned by Freeman’s (1984) Stakeholder Theory, which argues that organisations should consider the interests of all individuals and groups that can affect or be affected by organisational activities. This theoretical perspective provides the foundation for analysing stakeholder relationships and their contribution to project success.
To support this analysis, the report also applies the Mendelow Power–Interest Matrix (Mendelow, 1991) and the Stakeholder Salience Model developed by Mitchell, Agle and Wood (1997). These frameworks are used to identify, prioritise and evaluate stakeholders according to their influence, interests, legitimacy and urgency, enabling the development of appropriate stakeholder engagement strategies throughout the project lifecycle.
Therefore, this report aims to identify and critically evaluate the key stakeholders involved in the ConnectPlus project, assess their roles, interests and influence, and recommend appropriate stakeholder engagement strategies. Furthermore, the report examines the benefits and challenges and ethical considerations associated with implementing an AI-powered customer engagement platform, demonstrating how effective stakeholder engagement contributes to organisational performance, sustainable business growth and long-term competitive advantage.
[bookmark: _Toc234781032]2. SMART Objectives
To ensure the project’s success, the following SMART objectives have been defined for the ConnectPlus platform rollout:
Table 1. SMART Objectives for the ConnectPlus Platform Rollout
	SMART Element
	Objective

	Specific
	Launch ConnectPlus in five major markets (UK, Germany, France, Japan, and USA) within 18 months.

	Measurable
	Achieve at least 70% customer engagement rate and increase customer retention by 40% within the first year of rollout.

	Achievable
	Allocate sufficient AI specialists, marketing personnel, and customer service staff to support successful implementation.

	Relevant
	Strengthen customer loyalty and improve Amazon’s competitive advantage by leveraging AI-driven personalisation.

	Time-bound
	Complete platform development by Month 12 and achieve full global rollout by Month 18.


Source: Author (2026).
[bookmark: _Toc234781033]3. Stakeholder Identification and Analysis
Stakeholder identification and analysis is a critical component of project management, particularly for large-scale initiatives such as the ConnectPlus platform launch. Freeman’s Stakeholder Theory provides a robust framework for understanding the diverse groups whose interests must be considered for project success (Freeman, 1984).
[bookmark: _Toc234781034]3.1 Primary Internal Stakeholders
Executive Leadership and Board of Directors: This group is primarily concerned with strategic alignment, financial returns, and competitive positioning. Their interest in ConnectPlus stems from its potential to generate revenue and establish Amazon as a leader in AI-driven engagement.
Product Development and Engineering Teams: Responsible for designing and maintaining the platform. They are invested in technical feasibility, innovation, and product quality.
Marketing and Sales Departments: Crucial for promoting ConnectPlus and driving customer adoption. They focus on market positioning and revenue generation.
Human Resources and Organisational Development: Responsible for managing workforce requirements, training programmes, and organisational change management. Their interests include employee engagement, skill development, and ensuring staff are prepared for the platform launch.
[bookmark: _Toc234781035]3.2 Primary External Stakeholders
Customers and End Users: The ultimate beneficiaries. Their interests centre on personalised experiences, data privacy, and value for money.
Regulatory Bodies and Government Agencies: Oversee compliance with data protection laws (e.g., GDPR, CCPA). They require transparency regarding data handling and algorithmic fairness.
Technology Partners and Vendors: Provide essential infrastructure. They are interested in long-term business relationships and revenue opportunities.
Media and Public Opinion: Shape public perception and brand reputation. Their interests relate to corporate responsibility, innovation, ethical practices, and data privacy.
[bookmark: _Toc234781036]3.3 Stakeholder Analysis Framework
To effectively manage stakeholder relationships, it is essential to analyse stakeholders based on their power and interest in the project. The Mendelow Matrix provides a practical tool for prioritising stakeholders according to their level of power and interest in the project, helping project managers allocate engagement resources efficiently (Mendelow, 1991). Additionally, according to Mitchell, Agle and Wood (1997), stakeholder salience is determined by three attributes: power, legitimacy and urgency. Executive leadership and regulatory bodies may be classified as definitive stakeholders because they possess all three attributes and therefore require the highest level of engagement and management attention. This Salience Model complements the Mendelow Matrix by providing a deeper understanding of stakeholder classification based on these three critical dimensions.
Table 2. Mendelow’s Power–Interest Matrix for the ConnectPlus Project
	
	High Interest
	Low Interest

	High Power
	Manage Closely: Executive Leadership, Product Development Teams
	Keep Satisfied: Regulatory Bodies, Government Agencies

	Low Power
	Keep Informed: Customers, Employees
	Monitor: Competitors, General Public, Industry Peers


Source: Adapted from Mendelow (1991).
The Mendelow Power–Interest Matrix demonstrates that Executive Leadership and Product Development Teams should be managed closely because they possess both high levels of power and interest in the ConnectPlus project. Regulatory Bodies should be kept satisfied due to their significant influence over compliance and legal approval, despite having lower day-to-day involvement. Customers and employees should be kept informed throughout the project lifecycle to encourage engagement and reduce resistance to change, while competitors and the general public require regular monitoring to identify any changes in their level of influence or interest (Mendelow, 1991).
[bookmark: _Toc234781037]4. Stakeholder Roles and Communication
Table 3. Communication Plan for Key Stakeholders
	Stakeholder
	Role/Information Needs
	Channel
	Frequency
	Responsible

	Executive Leadership
	Strategic progress & ROI
	Executive meetings
	Weekly
	Project Manager

	Product Development
	Technical updates & issues
	Scrum meetings
	Daily
	Technical Lead

	Customers
	New features & benefits
	Email/App notifications
	Monthly
	Marketing Team

	Regulatory Bodies
	Compliance reports
	Formal documentation
	Quarterly
	Legal Team

	Technology Partners
	Integration status
	Online meetings
	Monthly
	Project Manager


Source: Author (2026).
The communication plan outlines how information will be shared with each stakeholder group throughout the ConnectPlus project. Regular and transparent communication helps build trust, manage expectations, and improve stakeholder engagement.
Executive Leadership: Bears ultimate responsibility for strategic direction, resource allocation, and organisational accountability. Benefits include positioning Amazon as an innovation leader in AI-driven customer engagement, generating substantial revenue streams, and enhancing shareholder value. However, executives face significant financial risk, as large-scale technology projects frequently experience cost overruns and timeline delays (Flyvbjerg et al., 2003).
Product Development Teams: Translate the strategic vision into functional reality. Benefits include enhanced team reputation, opportunities for career advancement, and skill development in cutting-edge AI technologies. Challenges include intense pressure to meet aggressive timelines while maintaining code quality and system security (Brynjolfsson and McAfee, 2014).
Marketing and Sales Departments: Must create compelling narratives about platform capabilities and drive adoption. Benefits include revenue generation and increased organisational visibility. A critical tension emerges between marketing promises and product reality, requiring careful expectation management (Kotler and Keller, 2016).
Customers and End Users: Gain access to personalised recommendations and tailored rewards. However, a fundamental tension exists between personalisation benefits and data privacy concerns, requiring trust in Amazon’s data handling (Zuboff, 2019).
Regulatory Bodies: Must ensure compliance with data protection laws and consumer protection regulations. They increasingly scrutinise AI systems for bias and fairness, requiring transparent communication regarding data handling practices.
Technology Partners and Vendors: Provide critical infrastructure. Benefits include revenue opportunities and long-term business relationships. A tension exists between vendor dependency and Amazon’s desire for technological autonomy (Porter, 1985).
[bookmark: _Toc234781038]5. Stakeholder Engagement Process and Conflict Management
Effective stakeholder engagement requires a systematic five-step process: Planning and Preparation (identifying interests and concerns), Engagement and Communication (tailored communication), Collaboration and Partnership Development (forums for input), Conflict Resolution and Issue Management (negotiation and compromise), and Evaluation and Relationship Maintenance (ongoing assessment) (Savage et al., 1991).
To manage the gap between Stakeholder Wants and Needs (SWANS) and the Organisation’s Wants and Needs (OWANS), the project manager must align expectations early in the project lifecycle. SWANS refers to what stakeholders expect and desire from the project, while OWANS represents the organisation’s objectives and requirements. Effective alignment between SWANS and OWANS is crucial for reducing risks and increasing opportunities for project success, ensuring that the expectations of both parties are considered and managed transparently.
The RACI Matrix (Responsible, Accountable, Consulted, Informed) is fundamental for clarifying decision-making authority and preventing confusion about who is responsible for each activity, who is ultimately accountable, who should be consulted during decision-making, and who should be informed about project progress.
Table 4. RACI Matrix for the ConnectPlus Project
	Project Activity
	Responsible (R)
	Accountable (A)
	Consulted
(C)
	Informed
(I)

	Platform Development
	Development Team
	Project Manager
	Product Management
	Board of Directors

	Customer Testing
	Customer Service Team
	Project Manager
	Customers
	Executive Leadership

	Marketing Campaign Launch
	Marketing Team
	Project Manager
	Sales Team
	All Stakeholders

	GDPR Compliance
	Legal Team
	Executive Leadership
	Regulatory Bodies
	Employees

	AI System Testing
	Development Team
	Technical Lead
	Technology Partners
	Executive Leadership


Source: Author (2026).
The 4C’s Stakeholder Engagement Model: (Communication, Consultation, Collaboration, Commitment) offers a structured approach. Communication ensures accurate and transparent information. Consultation allows stakeholders to express their views. Collaboration encourages active participation in decision-making. Commitment focuses on building long-term support and trust (Bryson, 2004).
[bookmark: _Toc234781039]6. Impact of Sustainable Stakeholder Engagement on Business Performance
Sustainable engagement drives business performance by reducing risks and identifying opportunities. For example, LG Electronics transformed regulatory obstacles into competitive advantages by engaging environmental stakeholders early in product development (Svendsen and Laberge, 2005).
UC Berkeley’s community engagement initiatives in urban development projects demonstrate how stakeholder engagement impacts organisational reputation and project viability, transforming opposition into structured negotiation (Arnstein, 1969; Innes and Booher, 2004).
Measurable benefits include improved customer retention, enhanced innovation, reduced implementation risks, improved organisational reputation, and superior financial performance (Hillman and Keim, 2001). However, these benefits are not automatic and require organisational authenticity and stakeholder trust (Svendsen and Laberge, 2005).
Challenges include substantial resource investment requirements, extended time to value, and measurement complexity. Additionally, Ethical AI and Data Governance represent critical considerations for the ConnectPlus platform, addressing algorithmic bias, transparency, and responsible data governance (Post et al., 2002).
[bookmark: _Toc234781040]7. Recommendations and Conclusion
[bookmark: _Toc234781041]7.1 Recommendations
1. Implement a Structured Stakeholder Engagement Framework: Formally adopt the five-step process with clear responsibilities and metrics.
2. Establish Stakeholder Advisory Committees: Create formal committees for key groups to provide continuous feedback.
3. Develop a Comprehensive Communication Strategy: Implement audience-segmented communication plans for consistency and transparency.
4. Systematically Apply the 4C’s Model: Progress stakeholders through Communication, Consultation, Collaboration, and Commitment stages.
5. Establish Conflict Management Protocols: Develop explicit procedures for identifying, escalating, and resolving stakeholder conflicts.
6. Invest in Relationship Maintenance: Allocate resources for post-launch relationship maintenance and ongoing communication.
[bookmark: _Toc234781042]7.2 Conclusion
The success of the ConnectPlus project depends not only on technical excellence but fundamentally on the quality of relationships built with diverse stakeholders. This report has demonstrated that stakeholder interests are inherently diverse and often contradictory, requiring explicit acknowledgment of tensions and transparent trade-off decisions, rather than attempts to achieve impossible consensus.
By implementing the stakeholder engagement frameworks outlined in this report, including the five-step relationship management process, the 4C’s Model (Communication, Consultation, Collaboration, Commitment), the Mendelow Matrix for stakeholder prioritization, and explicit conflict management protocols—Amazon can build a stakeholder ecosystem that actively supports project success. Case studies of LG Electronics and UC Berkeley demonstrate that organisations investing in sustained stakeholder engagement achieve superior business outcomes, including faster implementation, higher customer adoption, enhanced organisational reputation, and improved financial performance.
The ConnectPlus project should be viewed as an opportunity to demonstrate Amazon’s commitment to responsible stakeholder engagement and ethical AI governance. By treating stakeholders as partners, rather than obstacles, by acknowledging competing interests transparently, and by making explicit trade-off decisions that reflect organisational values, Amazon can build enduring relationships that support not only this project’s success but long-term organisational competitive advantage in an increasingly complex and regulated business environment. Stakeholder engagement is not a compliance exercise but a strategic business function that directly impacts organisational performance and sustainability.
Ultimately, organisations that invest in meaningful stakeholder engagement are better positioned to achieve sustainable growth, strengthen stakeholder trust, and maintain long-term competitive advantage.
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