[bookmark: _flglyvqdrjd8][bookmark: _valm2w6ttdhf][image: A close-up of a sign

AI-generated content may be incorrect.]

Understanding and engaging stakeholders
Stakeholder engagement plan


“A Critical Evaluation of Stakeholder Engagement Strategies for the Implementation of Sainsbury’s Connectplus Digital Loyalty Program”




Student Name: Ricses Martinez Dacuyan
Student ID: 2438233
Module: Understanding and Engaging Stakeholders
Module Code: LCLM5001
Lecturer: Muhammad Tariq
Table of Contents
Executive Summary	3
1.0 introduction	3
project scope	4
2.0 Smart objectives	4
3.0 Identifying key stakeholders	5
3.1Identification of the Stakeholders	5
3.2 Benefits and challenges of stakeholder	6
3.3 stakeholder analysis tools	7
3.3.1 stakeholder map	7
3.3.2 Stakeholder analysis matrix	8
4.0 roles of the manager in engaging stakeholders	9
4.1 Communication Plan	9
4.2 level of engagement	11
4.3 raci matrix	12
4.4  4c’s model	14
5.0 importance of stakeholder engagement	15
5.1 justification of the statement	15
systems approach to stakeholder engagement	15
Impact on business performance	15
5.2 impact of sustainable stakeholder engagement on organisational performance	16
6.0 recommendations	18
7.0 conclusion	19
reference list	21




[bookmark: _Toc237934316]Executive Summary
This report examines the importance of stakeholder engagement in the proposed development and implementation of ConnectPlus, a digitally enhanced customer loyalty and engagement platform for Sainsbury’s. ConnectPlus integrates artificial intelligence (AI), personalised recommendations, mobile-based rewards and data-driven customer insights, with the aim of strengthening customer loyalty, improving decision-making and supporting Sainsbury’s competitive position. The project is planned for implementation within six months and requires effective coordination between a wide range of internal and external stakeholders.
The report identifies key stakeholders including the Board of Directors, Senior Management, Project Manager, IT and Product Development teams, Marketing, Customer Service, employees, customers, technology partners, suppliers, investors and regulatory bodies. Stakeholder mapping and analysis are used to evaluate their levels of power, interest, influence and involvement. Attention is given to stakeholders with greater involvement in ConnectPlus, including the Project Manager, Senior Management, IT and Product Development teams, Marketing and technology partners.
The report applies several stakeholder engagement approaches, including a communication plan, stakeholder engagement assessment, RACI matrix and the 4Cs of Communication, Consultation, Collaboration and Commitment. These frameworks demonstrate how Sainsbury’s can clarify responsibilities, strengthen communication, manage stakeholder expectations and reduce potential conflicts.
The analysis concludes that sustainable stakeholder engagement can positively influence Sainsbury’s financial performance, operational efficiency, customer loyalty, employee engagement, innovation, regulatory compliance and corporate reputation. However, ethical issues surrounding AI, cybersecurity, customer privacy and responsible data use require continuous attention. It is therefore recommended that Sainsbury’s prioritises employee training, transparent communication, customer consultation, responsible AI governance and continuous stakeholder monitoring to support the successful implementation and long-term performance of ConnectPlus.
[bookmark: _Toc237934317]1.0 introduction
J Sainsbury plc is one of the United Kingdom's leading retail and e-commerce organisations, serving millions of customers through supermarkets, convenience stores, online grocery services, and digital retail platforms. As customer expectations continue to evolve due to rapid technological advancements, retailers are increasingly adopting digital solutions to enhance customer experience, strengthen brand loyalty, and maintain a competitive advantage. To support these objectives, Sainsbury's plans to introduce ConnectPlus, an innovative digital customer loyalty and engagement platform that integrates artificial intelligence (AI), personalised product recommendations, mobile-based rewards, and data-driven customer insights. The platform is designed to improve customer retention, support informed business decision-making, and differentiate Sainsbury's from its competitors in both domestic and international markets.
 The successful implementation of ConnectPlus depends not only on technological capability but also on the effective identification, engagement, and management of key stakeholders throughout the project lifecycle. Internal stakeholders, including senior management, project teams, and employees, play an essential role in planning and delivering the platform, while external stakeholders such as customers, suppliers, technology partners, investors, and regulators influence its adoption and long-term success. This report critically examines stakeholder identification, engagement strategies, communication methods, conflict management approaches, and evaluates how sustainable stakeholder engagement can improve organisational performance and support the successful implementation of ConnectPlus. Effective stakeholder management enables organisations to create value for all parties involved while achieving strategic objectives (Freeman, 1984).              

[bookmark: _Toc237934318]project scope
The scope of the ConnectPlus project covers the design, development, testing, implementation, and evaluation of a digitally enhanced customer loyalty and engagement platform for Sainsbury's. The project includes integrating AI-powered personalised recommendations, mobile rewards, customer analytics, and secure data management systems across selected UK and international markets within a six-month implementation period. It also encompasses stakeholder identification, employee training, marketing campaigns, regulatory compliance, and post-launch customer support. Activities outside the project scope include major changes to Sainsbury's existing store operations, supply chain infrastructure, or unrelated digital systems that are not directly associated with the ConnectPlus platform. Defining a clear project scope helps control project objectives, resources, timelines, and stakeholder expectations, increasing the likelihood of successful project delivery (Project Management Institute, 2021).

[bookmark: _Toc237934319]2.0 Smart objectives
Objectives:
· To increase revenue within its sales 
· To boost performance towards digital transformation
To ensure the successful implementation of the ConnectPlus platform, Sainsbury's has established a set of SMART (Specific, Measurable, Achievable, Relevant, and Time-bound) objectives that provide clear direction for project planning, execution, and evaluation. The SMART framework enables project managers to define realistic goals, monitor progress through measurable performance indicators, and ensure that project activities remain aligned with organisational strategy. Applying SMART objectives also supports effective stakeholder engagement by clarifying expectations, improving accountability, and facilitating informed decision-making throughout the project lifecycle. By adopting this structured approach, Sainsbury's can effectively manage resources, minimise project risks, and increase the likelihood of delivering ConnectPlus successfully within the planned timeframe while achieving its strategic business objectives (Project Management Institute, 2021).
	Objectives 
	Specific
	Measurable
	Achievable
	Relevant 
	Timebound

	Successful Platform Launch
	Implement the ConnectPlus platform across selected UK and international markets with all core features fully operational.
	Successful deployment in all selected markets with no major technical issues during launch.
	Sainsbury's has an experienced project team, established digital infrastructure, and external technology partners.
	Supports Sainsbury's digital transformation strategy and enhances customer loyalty.
	Complete implementation within 6 months.

	Effective Stakeholder Engagement
	Engage all key internal and external stakeholders through structured communication, consultation, and collaboration activities.
	Achieve at least 90% stakeholder participation in meetings, workshops, and project reviews.
	A communication plan, stakeholder engagement plan, and regular meetings will be implemented.
	Strong stakeholder engagement increases project support and reduces resistance to change.
	Throughout the entire 6-month project lifecycle.

	Employee Training and Readiness
	Provide comprehensive training on the ConnectPlus platform to employees involved in implementation and customer support.
	Train at least 95% of relevant employees and achieve an average assessment score of 80% or above.
	HR and departmental managers will deliver training using existing learning platforms and workshops.
	Employees require the necessary skills to support customers and operate the new platform effectively.
	Complete training one month before launch.

	Customer Engagement and Satisfaction
	Increase customer interaction through personalised AI recommendations, digital rewards, and mobile engagement features.
	Increase customer satisfaction by 15% and achieve 60% active platform adoption within the first year.
	Existing Nectar members and targeted marketing campaigns will encourage adoption.
	Supports customer retention, loyalty, and long-term business growth.
	Achieve targets within 12 months after launch.

	Regulatory and Data Compliance
	Ensure the ConnectPlus platform complies with GDPR, cybersecurity standards, and ethical AI principles.
	Achieve 100% compliance in internal audits and regulatory reviews with no major data breaches.
	Collaboration between the Legal, Compliance, and IT Security teams will ensure regulatory requirements are met.
	Protects customer data, strengthens trust, and reduces legal and reputational risks.
	Achieve compliance before launch and maintain it throughout the project.
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3.0 Identifying key stakeholders 
[bookmark: _Toc237934321]3.1Identification of the Stakeholders 
This table identifies the different roles important in supporting the implementation of the adaptation of ConnectPlus in Sainsbury’s. Both internal and External stakeholders influences the gradual development of the project. Here are the stakeholders involved in the process:
	Stakeholder Type
	Stakeholder
	Roles in ConnectPlus Project

	Internal
	Board of Directors
	Approves Project funding and Strategic decision-making.

	Internal
	Senior Management
	Operates the implementation and provides leadership.

	Internal
	Project Manager
	Plans, coordinates, and monitors the process of implementation.

	Internal
	Product Development Team
	Design AI features, develop mobile rewards, and customer engagement functionalities. 

	Internal
	IT Team
	Manages system infrastructure, cybersecurity, and GDPR.

	Internal
	Customer Service Team 
	Supports the service, resolves issues, and collects feedback from customers. 

	Internal
	Finance Department 
	Control Budget, Financial reporting, and monitors expenditures.

	Internal
	HR Department 
	Implement Staff training and engagement of employees. 

	External
	Customers
	Use the ConnectPlus platform, provide feedback, and influence business success. 

	External
	Suppliers
	

	External
	Investors 
	Monitors Business performance and expect financial returns. 

	External
	Media Organisations
	Influence public perception and support brand awareness. 

	External
	Government
	Provides regulation within Laws and compliance 

	External
	Regulators
	Ensure regulatory compliance, GDPR, customer protection, and international regulations

	External
	Technology Partners
	Aids in technological advancements and development 

	External
	Local Communities
	Provides feedback towards the experience of project. 













[bookmark: _Toc237934322]3.2 Benefits and challenges of stakeholder        
                      
	Stakeholder
	Benefits
	Challenges

	Board of Directors
	Strategic direction and project approval.
	Cost and investment risks.

	Senior Management
	Leadership and resource allocation.
	Competing priorities and decisions.

	Project Manager
	Coordinates and monitors the project.
	Conflicting expectations and deadlines.

	Product Development Team
	Develops innovative platform features.
	Technical complexity and time pressure.

	IT Department
	Technical expertise and cybersecurity.
	System integration and security risks.

	Marketing Department
	Promotes ConnectPlus and customer adoption.
	Different customer and cultural needs.

	Customer Service Team
	Provides support and customer feedback.
	Increased workload and complaints.

	Finance Department
	Controls budgets and project costs.
	Unexpected costs and budget pressures.

	Human Resources
	Provides training and change support.
	Employee resistance to change.

	Store Managers & Employees
	Encourage customer adoption.
	Training needs and increased workload.

	Customers
	Provide revenue, adoption and feedback.
	Privacy and data security concerns.

	Suppliers
	Provide essential products and services.
	Delays and supplier dependency.

	Technology Partners
	Provide AI and technical expertise.
	Compatibility and data-sharing risks.

	Investors & Shareholders
	Provide financial support and oversight.
	Expectations for rapid returns.

	Government & Regulators
	Ensure legal and ethical compliance.
	Complex international regulations.

	Local Communities
	Support reputation and social responsibility.
	Different community expectations.

	International Partners
	Provide local market knowledge.
	Cultural and regulatory differences.
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[bookmark: _Toc237934324]3.3.1 stakeholder map
	Power/Interest Level
	High Interest
	Low Interest

	High Power
	Board of Directors
	Government & Regulatory Bodies

	
	Senior Management
	Investors & Shareholders

	
	Project Manager
	Key Suppliers

	
	IT & Product Development Team
	

	Low Power
	Employees & Store Managers
	Local Communities

	
	Customers
	Media

	
	Customer Service Team
	General Public



Stakeholder mapping enables Sainsbury’s to prioritise stakeholders according to their level of power and interest in the ConnectPlus project. Stakeholders with both high power and high interest require close engagement because they can significantly influence project decisions and outcomes. In contrast, customers and employees may possess less formal decision-making power but have high interest because the platform directly affects their experience. Importantly, stakeholder positions are not permanent; for example, regulatory bodies could become highly interested if concerns arise regarding AI, customer privacy or data protection. Therefore, Sainsbury’s should regularly review the stakeholder map throughout the project lifecycle rather than treating it as a fixed classification (Freeman, 1984).


[bookmark: _Toc237934325]3.3.2 Stakeholder analysis matrix
	Stakeholder Group/Person
	Level of Interest
	Level of Involvement
	Level of Influence
	Level Impacted by Project

	Internal to Project
	
	
	
	

	Project Manager
	H
	H
	H
	H

	IT & Product Development Team
	H
	H
	H
	H

	Marketing Team
	H
	H
	M
	H

	Customer Service Team
	H
	H
	M
	H

	Internal to Organisation
	
	
	
	

	Board of Directors
	H
	M
	H
	H

	Senior Management
	H
	H
	H
	H

	Employees & Store Managers
	H
	M
	M
	H

	Finance Department
	M
	M
	H
	M

	Human Resources
	M
	M
	M
	M

	External to Organisation
	
	
	
	

	Customers
	H
	M
	M
	H

	Technology Partners
	H
	H
	H
	H

	Suppliers
	M
	M
	M
	M

	Investors & Shareholders
	H
	L
	H
	M

	Government & Regulatory Bodies
	H
	L
	H
	M

	Local Communities
	M
	L
	L
	M

	Media
	M
	L
	M
	L


H = High, M = Medium, L = Low
The stakeholder analysis matrix evaluates the level of interest, involvement, influence and impact associated with stakeholders involved in the ConnectPlus project. Senior management, the Project Manager, IT and technology partners demonstrate particularly high levels because their decisions, resources and technical expertise directly influence project delivery. Customers and employees also have high interest because they will be significantly affected by the introduction of the new platform.
In comparison, investors and regulatory bodies have relatively low operational involvement but maintain considerable influence through financial expectations and regulatory requirements. This demonstrates why stakeholder importance should not be assessed solely according to direct involvement. Mitchell, Agle and Wood (1997) argue that stakeholder priority can be understood through attributes such as power, legitimacy and urgency. Therefore, Sainsbury's should continuously reassess stakeholder priorities throughout the ConnectPlus lifecycle, particularly as stakeholder influence and interest may change during development, launch and post-implementation.


[bookmark: _Toc237934326]4.0 roles of the manager in engaging stakeholders

[bookmark: _Toc237934327]4.1 Communication Plan
	Stakeholder
	Weekly Meeting
	Monthly Meeting
	Weekly Project Status Report
	Monthly Progress Report
	Monthly Newsletter
	Exception Reports

	Internal Stakeholders
	
	
	
	
	
	

	Board of Directors
	
	✓ F2F
	
	✓ VC
	✓ E
	✓ E / VC

	Senior Management
	✓ VC
	✓ F2F
	✓ E
	✓ VC
	
	✓ F2F

	Project Manager
	✓ F2F
	✓ F2F
	✓ PIP
	✓ VC
	
	✓ E

	IT Department
	✓ F2F
	✓ VC
	✓ PIP
	✓ E
	
	✓ E

	Product Development Team
	✓ F2F
	✓ VC
	✓ PIP
	✓ E
	
	✓ E

	Marketing Department
	✓ VC
	✓ F2F
	✓ E
	✓ VC
	✓ E
	

	Finance Department
	
	✓ VC
	✓ E
	✓ E
	
	✓ E

	Human Resources
	✓ VC
	✓ F2F
	✓ E
	✓ VC
	
	

	Store Managers & Employees
	✓ F2F
	✓ VC
	✓ E
	✓ E
	✓ E
	

	Customer Service Team
	✓ F2F
	✓ VC
	✓ E
	✓ E
	✓ E
	✓ E

	External Stakeholders
	
	
	
	
	
	

	Customers
	
	
	
	✓ E
	✓ E
	

	Suppliers
	✓ VC
	✓ VC
	✓ E
	✓ E
	
	✓ VC

	Technology Partners
	✓ VC
	✓ F2F
	✓ E
	✓ VC
	
	✓ VC

	Investors & Shareholders
	
	✓ F2F
	
	✓ VC
	✓ E
	✓ VC

	Government & Regulators
	
	
	
	✓ E
	
	✓ E

	Local Communities
	
	
	
	
	✓ E
	

	Media
	
	
	
	✓ E
	✓ E
	✓ E



F2F – Face to Face 
TC– Teleconference 
VC- Video Conference
PIP- Project intranet page 
E – Email
The communication plan demonstrates that effective communication is essential for maintaining stakeholder engagement throughout the development and implementation of ConnectPlus at Sainsbury’s. However, the frequency and method of communication should reflect each stakeholder’s level of involvement, influence and responsibility. The Project Manager, IT and Product Development teams, Senior Management, Marketing, and Customer Service teams require the greatest level of communication because they are directly involved in planning, developing, testing, promoting and implementing the platform. These stakeholders should therefore participate in regular meetings, progress reports and collaborative discussions to identify problems and make timely decisions.
Senior Management and the Board of Directors require frequent strategic updates because of their high decision-making power, although they are less involved in daily technical activities. External stakeholders require more targeted communication. Technology partners and suppliers need regular contact during development, while customers should receive clear information and opportunities to provide feedback. Regulators should receive appropriate compliance information concerning data protection and AI use. Overall, communication should be tailored rather than identical for every stakeholder. Effective stakeholder communication strengthens trust, coordination and collaborative relationships, which can contribute to successful organisational outcomes (Ashcroft, 2017).


[bookmark: _Toc237934328]4.2 level of engagement 
	Stakeholder
	Unaware
	Resistant
	Neutral
	Supportive
	Leading

	Project Manager
	
	
	
	
	C/D

	IT & Product Development Team
	
	
	
	C
	D

	Senior Management
	
	
	
	C
	D

	Board of Directors
	
	
	
	
	C/D

	Marketing Team
	
	
	C
	
	D

	Employees & Store Managers
	
	
	C
	
	D

	Customer Service Team
	
	
	C
	
	D

	Customers
	
	
	C
	D
	

	Technology Partners
	
	
	
	C
	D

	Suppliers
	
	
	C
	D
	

	Investors & Shareholders
	
	
	C
	D
	

	Government & Regulators
	
	
	C
	D
	

	Local Communities
	C
	
	
	D
	



C – Current level of Engagement 
D – Desired level of Engagement
he stakeholder engagement assessment identifies the current and desired levels of participation among stakeholders involved in the ConnectPlus project. The Project Manager and Board of Directors are already positioned at the leading level because of their direct responsibility for project delivery, governance and strategic decision-making. Senior Management, the IT and Product Development teams, and Technology Partners are currently supportive but should progress towards leading engagement due to their significant influence over resources, technical development and implementation.
Employees, Store Managers, Marketing and Customer Service teams currently have more neutral positions but should become leading stakeholders because they will play important roles in promoting ConnectPlus, supporting customers and encouraging adoption. Customers should progress from neutral to supportive through consultation, personalised communication and opportunities to provide feedback. Suppliers, investors and regulators should also move towards supportive engagement rather than necessarily leading the project.
This approach recognises that not every stakeholder requires the same level of engagement. Effective stakeholder management requires organisations to understand stakeholder relationships and adapt engagement activities according to their influence, needs and contribution to organisational objectives (Ashcroft, 2017).
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	Task / Activity
	Project Manager
	Senior Management
	IT & Product Team
	Marketing
	Employees
	Customers
	Technology Partners
	Regulators

	Develop Stakeholder Engagement Plan
	R/A
	C
	C
	C
	I
	I
	I
	I

	ConnectPlus Platform Development
	A
	I
	R
	C
	I
	C
	R
	I

	Platform Testing
	A
	I
	R
	I
	C
	C
	R
	I

	Data Protection & Cybersecurity
	A
	C
	R
	I
	I
	I
	C
	C

	Employee Training
	A
	C
	C
	I
	R
	I
	C
	I

	Marketing & Customer Awareness
	A
	C
	I
	R
	C
	C
	I
	I

	ConnectPlus Launch
	R
	A
	R
	R
	R
	I
	C
	I

	Customer Feedback & Evaluation
	A
	I
	C
	R
	C
	C
	I
	I

	Regulatory Compliance
	R
	C
	C
	I
	I
	I
	C
	A

	Post-Launch Performance Review
	R
	A
	C
	C
	C
	C
	C
	I




Key:
R = Responsible – Carries out the activity
A = Accountable – Ultimately accountable for the outcome
C = Consulted – Provides expertise, opinions or feedback
I = Informed – kept updated about the progress
The RACI matrix provides clear accountability and responsibility for activities throughout the ConnectPlus project. The Project Manager has the greatest overall involvement, being responsible or accountable for stakeholder engagement, platform development oversight, testing, compliance, launch coordination and post-launch evaluation. This reflects the Project Manager's central responsibility for coordinating stakeholders and ensuring that ConnectPlus is delivered within the planned six-month timeframe.
The IT and Product Development team also has significant involvement because it is responsible for platform development, testing, cybersecurity and technical implementation. Senior Management has less involvement in daily activities but maintains high authority, particularly in approving the platform launch and evaluating overall performance. Marketing plays an important role in customer awareness and feedback, while employees support training, implementation and customer adoption.
External stakeholders have more specialised involvement. Customers should be consulted during development, testing and evaluation, while technology partners provide technical expertise. Regulators are primarily concerned with legal and data-protection compliance. Clearly defining these responsibilities reduces role ambiguity, improves coordination and strengthens accountability throughout project delivery (Project Management Institute, 2021).
[bookmark: _Toc237934330]4.4  4c’s model 
	4C’s 
	Brief Explanation
	Application to the Sainsbury’s ConnectPlus Project 

	Communication
	Sharing clear, accurate, timely, and relevant information with stakeholders to ensure they understand project objectives, progress, risks, and changes. Effective communication builds transparency and trust throughout the project lifecycle
	Sainsbury’s will communicate project updates through emails, Microsoft teams, newsletters, project meetings, and the company intranet. Customers will receive notifications through the Nectar app, email campaigns, and mobile alerts regarding ConnectPlus features, rewards, and launch dates.

	Consultation
	Seeking stakeholder opinions, suggestions, and feedback before making important decisions. Consultations encourage participation and help identify potential issues early, leading to better decision-making. 
	Sainsbury’s will conduct customer surveys, focus groups, employee workshops, and meetings with suppliers and technology partners to gather feedback in ConnectPlus features before the official launch. Feedback will be used to improve functionality, usability, and customer experience. 

	Collaboration
	Working together with stakeholders to solve problems, share expertise, make joint decisions, and achieve common project objectives. Collaboration strengthens stakeholder relationships and encourages innovation. 
	The project manager will coordinate cross-functional teams involving IT department, product development team, marketing department, customer service team, and technology partners to develop, test, and continuously improve ConnectPlus. Collaboration will also extend to international business partners to ensure the platform meets the local market requirements

	commitment
	Building stakeholder trust, ownership, and long-term support y maintaining continuous engagement, recognising contributions, and ensuring stakeholders remain committed to project success 
	Senior management will demonstrate commitment by providing funding, strategic leadership, amd project oversight. Employees will receive training before implementation, while customers will be encouraged to actively use ConnectPlus through personalised rewards, loyalty incentives, and ongoing support. Continuous monitoring and feedback will ensure long-term stakeholder commitment after the platform launch. 



The 4Cs model—Communication, Consultation, Collaboration and Commitment—provides Sainsbury’s with an effective approach to engaging stakeholders throughout the ConnectPlus project. Communication ensures stakeholders receive clear and timely information, while consultation allows employees, customers and other stakeholders to contribute feedback and raise concerns. Collaboration is particularly important for the Project Manager, IT and Product Development teams, Marketing, Customer Service, Senior Management and technology partners because they are directly involved in developing and implementing the platform. Commitment ensures that stakeholders remain supportive throughout the project and after the launch. Overall, applying the 4Cs can strengthen trust, reduce resistance to technological change, improve decision-making and create shared responsibility for project outcomes. However, Sainsbury’s should adapt the level of engagement according to each stakeholder’s influence and involvement. Strong stakeholder relationships can contribute to competitive advantage and long-term organisational value by recognising and responding to different stakeholder interests (Harrison, Bosse and Phillips, 2010).
[bookmark: _Toc237934331]5.0 importance of stakeholder engagement 
[bookmark: _Toc237934332]5.1 justification of the statement 
Stakeholder engagement should be considered an ongoing strategic process rather than simply a communication activity. Freeman (1984) argues that organisations create sustainable value by considering the interests of different stakeholder groups rather than concentrating exclusively on shareholders. This principle is particularly relevant to Sainsbury's ConnectPlus project because its success depends on cooperation between management, employees, customers, technology partners, suppliers and regulators.
For ConnectPlus, sustainable stakeholder engagement means maintaining meaningful relationships before, during and after the platform launch. The Project Manager must ensure that stakeholders are consulted, informed and involved according to their level of influence and interest. This can improve trust, reduce resistance to technological change and enable potential problems to be identified earlier. Furthermore, customer and employee feedback can provide valuable information for improving the platform after implementation.
[bookmark: _Toc237934333]systems approach to stakeholder engagement
A systems approach recognises that Sainsbury's stakeholders are interconnected and that decisions affecting one group may create consequences for others. For example, introducing AI-driven personalised recommendations benefits customers through greater convenience and potentially benefits Sainsbury's through stronger loyalty and sales. However, increased collection and analysis of customer information create responsibilities for the IT team, management, technology partners and regulators regarding privacy, cybersecurity and responsible data use.
Therefore, ConnectPlus cannot be managed successfully by considering stakeholder groups independently. The Project Manager should coordinate communication and decision-making across departments and external partners. Senior Management and the Board provide strategic direction and resources, while IT and technology partners ensure technical reliability. Employees and customer service teams communicate directly with users, whereas customers provide feedback that supports continuous improvement.
This interconnected approach can improve organisational learning and decision-making because information obtained from one stakeholder group can inform actions taken by another. Ashcroft (2017) emphasises the importance of relationships in understanding and managing stakeholder value. Consequently, maintaining strong stakeholder relationships can help Sainsbury's respond more effectively to changing customer, technological and regulatory expectations.
[bookmark: _Toc237934334]Impact on business performance 
Sustainable stakeholder engagement can positively influence Sainsbury's business performance through customer loyalty, employee commitment, innovation, risk reduction and organisational reputation. Customers who believe that Sainsbury's listens to their concerns and protects their personal information may demonstrate greater trust in ConnectPlus. This could increase platform adoption, customer retention and participation in personalised loyalty programmes.
Employees are equally important. Appropriate consultation and training can increase their understanding of ConnectPlus and reduce resistance to digital transformation. Employees who understand the purpose and benefits of the platform will also be better positioned to explain it to customers and resolve problems during implementation. Therefore, employee engagement can indirectly influence customer experience and platform adoption.
Engagement with technology partners can contribute to innovation and technical performance, while engagement with regulators can reduce legal and reputational risks associated with data protection, AI and customer privacy. However, stakeholder engagement requires resources, time and management attention. Excessive consultation may slow decision-making, particularly when stakeholder interests conflict. Sainsbury's must therefore balance inclusive engagement with efficient project governance.
Overall, sustainable engagement should create long-term relationships rather than temporary participation during the six-month implementation period. Relationship marketing emphasises the importance of creating stakeholder value through continuing relationships rather than focusing solely on individual transactions (Christopher, Payne and Ballantyne, 2013). For ConnectPlus, this means continuing to gather feedback, monitor stakeholder expectations and improve the platform after launch.


[bookmark: _Toc237934335]5.2 impact of sustainable stakeholder engagement on organisational performance 
sustainable stakeholder engagement can influence Sainsbury’s performance by creating stronger relationships between the organisation and stakeholders who affect or are affected by ConnectPlus. Rather than treating engagement as a one-off activity during implementation, Sainsbury’s should maintain communication, consultation and collaboration throughout the platform’s lifecycle. Donaldson and Preston (1995) argue that organisations have relationships with multiple stakeholder groups whose legitimate interests should be considered in organisational decision-making. For ConnectPlus, sustainable engagement can therefore influence financial performance, operational efficiency, customer loyalty, employee engagement, regulatory compliance, sustainability and innovation.
Financial Performance
Effective stakeholder engagement can support financial performance by strengthening customer retention and encouraging continued use of Sainsbury’s products and digital services. Through ConnectPlus, customer feedback and behavioural insights could help Sainsbury’s provide more relevant rewards and recommendations, potentially increasing purchasing frequency and loyalty. Investors and senior management can also use performance information to evaluate whether the platform is generating sufficient value. Harrison, Bosse and Phillips (2010) suggest that effective management of stakeholder relationships can contribute to competitive advantage by creating value for stakeholders. However, these benefits must be balanced against development, cybersecurity, marketing and training costs. Sainsbury’s should therefore monitor indicators such as customer retention, sales growth and return on investment.
Operational Efficiency
Sustainable engagement can improve operational performance by encouraging coordination between the Project Manager, IT team, employees, marketing department and technology partners. Regular consultation enables technical and operational problems to be identified before they significantly affect customers. Employees can provide practical feedback on customer difficulties, while technology partners can address system performance and integration issues. However, involving too many stakeholders in every decision could slow the project and create conflicting priorities. Mitchell, Agle and Wood (1997) emphasise that stakeholders differ according to power, legitimacy and urgency. Sainsbury’s should therefore prioritise engagement according to stakeholder importance rather than involving every stakeholder equally.
Customer Loyalty and Brand Reputation
Customers are among the stakeholders most directly affected by ConnectPlus. Personalised recommendations and digital rewards may improve convenience and strengthen customer loyalty when they provide genuine value. Customer consultation through surveys, focus groups and platform feedback can also allow Sainsbury’s to continuously improve ConnectPlus. However, personalisation requires customer information, creating concerns regarding privacy, transparency and trust. Greenwood (2007) argues that stakeholder engagement should not automatically be interpreted as responsible behaviour, because ethical considerations depend on how organisations engage and treat stakeholders. Sainsbury’s must therefore ensure that customer engagement is transparent and meaningful rather than simply using customer information to increase sales. Customer satisfaction, retention and complaints could be monitored as relevant KPIs.

Employee Engagement and Performance
Employees and Store Managers will play an important role in explaining ConnectPlus, assisting customers and supporting implementation. Sustainable engagement through consultation, training and feedback can help employees understand why the platform is being introduced and how it contributes to Sainsbury’s objectives. This may reduce resistance to technological change while improving confidence and customer service. Aguinis and Glavas (2012) identify employees as an important level through which responsible organisational practices can produce organisational outcomes. Nevertheless, additional technology and responsibilities could increase workload or create anxiety among some employees. Sainsbury’s should therefore monitor employee satisfaction, training completion, retention and feedback rather than assuming that technological innovation will automatically receive employee support.
Regulatory Compliance and Ethical Performance
Regulatory engagement is particularly important because ConnectPlus uses AI, customer analytics and personalised recommendations. Sainsbury’s must ensure that the collection and processing of personal information comply with applicable data protection and consumer requirements. Legal, compliance, IT security and regulatory stakeholders should therefore be engaged from the design stage rather than only immediately before launch. This can reduce the likelihood of data breaches, financial penalties and reputational damage.
Ethical considerations extend beyond minimum legal compliance. AI-generated recommendations should be transparent, fair and appropriately governed to prevent discriminatory or manipulative outcomes. Greenwood (2007) highlights the need to consider the ethical quality of stakeholder relationships. Consequently, Sainsbury’s should monitor data protection incidents, customer complaints, cybersecurity performance and compliance audits. This is especially significant where ConnectPlus is introduced across different markets because regulatory requirements and expectations may vary internationally.

Environmental and Social Sustainability
Sustainable engagement can also contribute to Sainsbury’s wider environmental and social objectives. Digital rewards and communications may reduce the need for printed vouchers and promotional materials. ConnectPlus could also provide information or incentives that encourage customers to consider sustainable products and purchasing choices. Engagement with customers, suppliers and communities can help identify changing environmental and social expectations.
Research by Eccles, Ioannou and Serafeim (2014) indicates that organisations with stronger sustainability practices differ in organisational processes, including stakeholder engagement, and can achieve stronger long-term performance on several measures. However, Sainsbury’s should recognise that digital technology also creates environmental costs through data centres, cloud infrastructure and energy consumption. Sustainable performance should therefore consider the entire digital system rather than assuming that replacing physical materials with digital services is automatically environmentally beneficial.
Innovation and Long-Term Growth
Continuous stakeholder engagement can strengthen innovation by bringing together different knowledge and perspectives. Customers can recommend improvements, employees can identify operational weaknesses, and technology partners can contribute specialist expertise in AI, analytics and cybersecurity. These relationships can help ConnectPlus adapt to changing market expectations after launch.
Sustainable engagement should therefore continue beyond the initial six-month project. Customer feedback, employee consultation, technology reviews and stakeholder performance measures can support continuous improvement. Overall, effective engagement can strengthen financial performance, operational efficiency, customer loyalty, employee participation, regulatory compliance, sustainability and innovation. However, Sainsbury’s must balance different stakeholder interests and recognise that engagement requires time and resources. The long-term value of ConnectPlus will consequently depend not only on technological capability but also on Sainsbury’s ability to maintain responsible and mutually beneficial stakeholder relationships.
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Enhance Employee Training and Development
Sainsbury’s should provide comprehensive training for employees, store managers and customer service teams before the launch of ConnectPlus. Training should cover platform functionality, AI-powered recommendations, mobile rewards, customer support and data privacy. Employees who understand the system will be better prepared to assist customers and encourage adoption. Training can also reduce resistance to technological change and increase employee confidence and engagement (Aguinis and Glavas, 2012).
Strengthen Internal Communication
Clear and continuous communication should be maintained between the Project Manager, Senior Management, IT, Marketing, Customer Service and other employees. Regular meetings, project updates and feedback mechanisms can ensure stakeholders understand project progress, responsibilities and potential changes. Strong internal communication can also identify problems earlier and improve collaboration between departments. Effective communication is particularly important during organisational change because it can reduce uncertainty and encourage employee participation (Men, 2014).
Strengthen Customer Engagement
Sainsbury’s should actively involve customers throughout the development and post-launch stages of ConnectPlus. Surveys, focus groups, pilot testing and in-app feedback can help identify customer expectations and areas requiring improvement. Customer feedback should influence future platform developments rather than being collected only for monitoring purposes. Creating value through strong stakeholder relationships can contribute to competitive advantage and organisational performance (Harrison, Bosse and Phillips, 2010).
Prioritise Data Protection and Responsible AI
As ConnectPlus relies on AI and customer information, Sainsbury’s should establish strong data governance, cybersecurity and responsible AI procedures. Legal, compliance, IT security and technology partners should regularly review how customer information is collected, processed and protected. Customers should also receive transparent information regarding how their data supports personalised recommendations. Responsible stakeholder engagement is particularly important because engagement alone does not guarantee ethical organisational behaviour (Greenwood, 2007).
Maintain Continuous Stakeholder Monitoring
Finally, Sainsbury’s should regularly review its stakeholder map, RACI matrix, communication plan and engagement levels throughout the six-month implementation and after launch. Stakeholder power, interest and expectations can change as the project develops. Continuous monitoring will allow the Project Manager to adjust engagement strategies, manage emerging conflicts and ensure that influential stakeholders remain supportive. Mitchell, Agle and Wood (1997) emphasise that stakeholder importance can vary according to power, legitimacy and urgency, making continuous assessment essential.
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In conclusion, the successful implementation of Sainsbury’s ConnectPlus platform will depend significantly on effective and sustainable stakeholder engagement throughout the project lifecycle. The analysis demonstrates that stakeholders have different levels of power, interest, influence and involvement; therefore, a single engagement approach would not be appropriate. Key stakeholders, particularly the Project Manager, Senior Management, Board of Directors, IT and Product Development teams, Marketing, employees and technology partners, require closer engagement because of their direct contribution to decision-making, development and implementation. Customers, regulators, suppliers and investors also remain important because their support, feedback and requirements can influence the platform’s long-term success.
The application of stakeholder mapping, engagement assessment, the RACI matrix, communication planning and the 4Cs model provides Sainsbury’s with structured mechanisms for managing stakeholder relationships. These approaches can improve accountability, communication, collaboration and conflict management while reducing resistance and uncertainty. Furthermore, sustainable stakeholder engagement can contribute to customer loyalty, employee commitment, regulatory compliance, innovation, reputation and financial performance. However, engagement must remain ethical and transparent, particularly regarding AI-driven personalisation and customer data. Ultimately, ConnectPlus should not be viewed solely as a technological project but as an organisational change initiative requiring continued stakeholder cooperation. Effective management of stakeholder relationships can create mutual value and contribute to sustainable competitive advantage (Harrison, Bosse and Phillips, 2010).
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