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Executive Summary of Report

The stakeholder management needs for implementing ConnectPlus - a digital customer loyalty and engagement program that utilizes an array of cutting edge technologies such as; Artificial Intelligence (AI), Personalized Product Recommendations, Mobile based Reward Programs and Customer Analytics to improve customer retention rates and establish a competitive advantage within both domestic and international markets is analyzed in this report.

Key Internal and External Stakeholders are identified utilizing the Stakeholder Salience Model by Mitchell et al. (1997); and Mendelows Power-Interest Matrix. Their level of Influence upon Project Success will be evaluated, as well as their Role/Responsibilities, Benefits and Challenges.

In addition to the analysis of Stakeholder Engagement Theory, the 4Cs model, RACI matrix, stakeholder communications strategy and stakeholder conflict resolution strategy are used to demonstrate ways to foster Collaboration, Trust, Commitment among all stakeholders during the six month implementation process.

Lastly, the report analyzes how Sustainable Stakeholder Engagement generates Organizational Performance through Innovation, Employee Engagement, Customer Loyalty and Long-Term Competitive Advantage, while also taking into consideration Ethical Concerns related to use of AI, Privacy Issues with respect to Cultural Diversity and Data Governance.


1. Background

Superdry plc is a high-end UK-based apparel retailer established in Cheltenham in 2003. Superdry is a multi-channel retailer operating internationally including European countries, North America, Asian markets and Australian marketplaces through store locations, franchises and the internet via e-commerce platforms.

Superdry's ability to blend classic American styles with Japanese influenced graphics and traditional British tailoring has resulted in it being a unique global clothing brand.

As with most other international retailers Superdry are now facing competition from new types of digital-led businesses; these include online-only organisations like ASOS, Zara, H&M, and Amazon Fashion. In addition, consumer behavior has dramatically shifted resulting in customers requiring bespoke shopping experiences, seamless service across different product distribution channels (omnichannel) and digitally led loyalty programs which reward their loyalty regardless of channel used.

In order for Superdry to compete effectively with these changing requirements, they intend to launch ConnectPlus. This is a new AI powered customer relationship program. ConnectPlus combines personalized product suggestions, digital incentives/loyalty rewards, data analysis related to customer behavior and use of mobile devices to create better customer relationships while providing improved information for management related to business processes.

The ultimate success of ConnectPlus can be determined by both the development of the technology itself and how well Superdry manage its various stakeholders who will participate during each phase of this project. These stakeholders include senior managers/executives, IT professionals, marketing personnel, sales staff at retail establishments, existing and future customers, vendors/suppliers, regulatory agencies, and international business partners.

Stakeholders are people or groups whose interests may be affected by the actions taken by an organization. In fact, organizations develop long term sustainability when they create value for all stakeholders instead of just those who own shares in the company (Freeman 1984). Therefore, developing knowledge about what each group expects in terms of involvement/influence relative to engagement strategies is critical to successful outcomes associated with complex international digital transformations.

This report utilizes the concept of Stakeholder Theory along with Strategic Management Models to determine key stakeholders in relation to Superdry’s Connect Plus Program, analyze the level of influence each group may exert on Superdy’s overall success, assess several methods of engaging stakeholders with the goal of determining whether long lasting relationships with stakeholders are important to achieving long term organizational success.

2. SMART OBJECTIVES FOR CONNECT PLUS

· Connect Plus will have achieved these SMART OBJECTIVES for each of the five international markets that it is launched into in six (6) months.
· Connect Plus plans to increase its customer retention rate by twenty percent (20%) as a result of this initiative within one (1) year from when the program has been implemented.
· Connect Plus plans to increase its loyalty program membership by thirty percent (30%) in the first year.
· We expect our use of AI-driven personalisation to convert 15% of customers who receive a recommendation into an actual sale or purchase.
· Before launching Connect Plus we plan to be fully compliant with GDPR regulations with respect to how we handle our customers' data.
· In addition, before the start of Connect Plus we plan on providing employee training to one hundred percent (100%) of our employees who interact directly with customers.
· During the time frame in which Connect Plus is rolled out across all of the markets we plan on keeping our customer satisfaction levels at ninety percent (90%).

3. Identify and Classify Stakeholders
Stakeholder theory
Stakeholders, as defined by Freeman (1984), represent those individuals or entities which have an impact on or are impacted by the goals of an organization.
ConnectPlus has two categories for stakeholder classification; Internal and External stakeholders.

Internal stakeholders
· Chief Executive Officer 
· Director of the Board 
· Project manager 
· It department 
· Developers of software 
· Team of data analytics 
· Department of marketing 
· Department of customer experience 
· Department of sales 
· Department of finance 
· Human resource department 
· Managers of stores 
· Teams of customer services 
· Employee
External stakeholders
· Customers 
· Stockholders 
· Investors 
· Suppliers 
· Vendors of technology 
· Providers of AI solutions 
· App developers for mobile devices 
· Partners in franchise 
· Partners in logistics 
· Authorities of GDPR 
· Government agencies 
· Business partners from around the world 
· Platforms of social media
Matrix of power-interest developed by Mendelow
High interest/High power (Manage closely)
· Chief executive officer
· Directors of the board
· Project manager
· Director of it 
· Director of Marketing 
· Investors
This group of stakeholders have a high degree of control regarding both decision making within the project and the allocation of funding for the project.

High interest/Low power (Satisfy)
· Data Protection Authorities
· Government Regulators
· Large Share holders
While these stakeholders do not need to be engaged on a day-to-day basis, they do provide necessary approvals.

High interest/Low power (Inform)
· Employees
· Staff working in stores 
· Staff providing customer services 
· Customers
Support from this group is necessary for successful deployment and usage of the product.
Low interest/Low power (Monitor)
· Public at large 
· Small Suppliers

Communication with this group should be done periodically.

Model of salience
Mitchell et al. (1997) identify stakeholders based on:
· Power 
· Legitimacy 
· Urgency

Stakeholders with definitive characteristics 
· Executive Board 
· Project Manager
· Customers

All three factors apply to each member.

Stakeholders who are dominant 
· Investors
· Regulatory Bodies

Both the level of authority and legitimacy are present. 
Stakeholders dependent 
· Staff working in Stores
· Customer Service Staff

Authority is low due to both legitimacy and urgency being present. 
Stakeholders discretionary
· Community local to project site
· University departments

Only legitimate. 





Map of Stakeholders
                High Power

      Board          CEO
      Investors      IT Director

----------------------------------

Employees        Customers
Marketing        Store Managers

----------------------------------
Minor suppliers  Public
              Low Power

The Power-Interest matrix illustrates how resources should be allocated across the various stakeholders so that the most important stakeholders receive the greatest amount of attention.

4. Roles, Responsibilities, Benefits and Challenges

The CEO is responsible for providing strategic direction to the project. The main benefit that the CEO can expect from the project is increased competitive advantage through the adoption of innovative technologies. The main challenge that the CEO may face is the potential investment risks associated with implementing new systems.

The Project Manager's role includes planning, coordinating all of the components involved with the implementation of the system and ensuring successful delivery. However, the Project Manager will need to manage competing interests and priorities throughout the process.

Both the IT team and Marketing department are responsible for creating and developing specific aspects of the platform. For example, the IT team will be responsible for developing the technical elements of the platform while the Marketing department will focus on campaign management. Both departments will develop skills relevant to their field as a direct benefit of working on this project. However, they may also encounter integration complexities when combining their work.

As employees use the platform to interact with customers and enhance business operations, they will gain improved productivity as one of the key benefits of using it. However, there is a possibility that some employees may resist changes implemented by the organisation due to fear or lack of understanding.

Customers can utilise the platform as an additional way to shop online at their convenience. As users of the platform, customers will receive better personalised shopping experiences as another key benefit. On the other hand, customers may express concern about data privacy issues related to sharing information with suppliers and other third parties.

From a supplier perspective, suppliers will provide technical support services to assist with product functionality. Suppliers will be able to establish long-term partnerships as an alternative to short-term contracts if successful with this project. However, one of the primary challenges for suppliers could be achieving compatible system results across multiple platforms.

Regulatory bodies such as government agencies have responsibility for compliance. Regulatory bodies will ultimately be able to protect consumers as one of the benefits. However, regulatory bodies will likely struggle with complying with complex regulations and legislation surrounding e-commerce.

5. Stakeholder Engagement and Conflict Management
5.1 Stakeholder Engagement Principles

Continuous, two-way and stakeholder-need-adapted stakeholder engagement is crucial. According to Ashcroft (2017), stakeholder relations represent valuable organizational resources since they can generate trust, mutual understanding and collaborative potential. Similarly, Christopher, Payne & Ballantyne (2013) emphasize the importance of relationship marketing by stating that organizations will achieve stakeholder value through long-term relational processes instead of individualized transactions.
In order to enable Superdry to find out their customers' needs, employees' worries, industry-wide limitations and compliance requirements before these turn into expensive problems; the engagement process should take place at an early stage during the ConnectPlus development phase. 

The Project Manager should apply five steps:

1. Identify the stakeholders. 
2. Analyze and prioritize them. 
3. Plan the engagement. 
4. Provide ongoing communication, consultation and cooperation. 
5. Monitor, evaluate and continuously improve. 
The application of this process should be cyclical. The priorities of the stakeholders might alter as the project develops from the planning phase to test phase, launch and after-launch evaluation.
5.2 Application of the 4Cs Model

The 4Cs model offers a useful model to implement the engagement through the four aspects of Communication, Consultation, Collaboration and Commitment.

Communication
Communication is required to describe the objectives, advantages, disadvantages and progression of ConnectPlus. The stakeholders have to receive differing types of information. The Board receives strategic and financial information. Employees receive practical instructions. Consumers receive detailed descriptions concerning the advantages of the rewards offered, the use of data and the control over privacy options provided by consumers. Regulators receive proof that ConnectPlus complies with regulations.
The Project Manager should prepare a communication strategy that includes multiple channels e.g. executive steering group meetings, weekly project team meetings, monthly progress reports via dashboard, internal newsletters for employees, training courses for employees, email messages for consumers, communications on social media platforms and partner briefs.
Different cultures react differently to messages that work well in one culture do not necessarily provide similar results in another country. When developing a message for international markets language, tone and cultural differences in addition to local consumer behavior should be taken into consideration. For instance certain markets may react positively to gamification, while others may prefer discount vouchers, special access or sustainable incentives.
Finally, transparency is important when communicating with stakeholders. Consumer should know which type(s) of data are being collected; why they are being collected; and how they can manage their preference settings. Transparency supports consumer confidence regarding AI based personalization and prevents consumers from feeling that the use of their data is invasive.

Consultation 
Consultation refers to the process of asking all of your stakeholders to provide their thoughts prior to you making final decisions. examples of consultation as part of connectplus could include; conducting a survey, running a focus group, carrying out user trials (usability testing) with potential users and conducting pilot programs. employee consultation can include running workshops, creating feedback sessions, establishing digital champion roles in stores etc.
consultation is particularly useful as customers and front line employees will generally have knowledge about the day-to-day operation of superdry which senior management may not have. this includes identifying if any reward scheme has value to them, identifying whether product recommendations are relevant and whether they find using the mobile interface easy. similarly, employees can also identify common customer queries, identify areas where there is difficulty in operating an existing system/process, and identify what type of training would help to improve their job performance. however, it is essential that any consultation process is authentic. if superdry collect feedback from its customers/stakeholders and choose to ignore it then there is a high likelihood that those customers/employees will lose interest and become less engaged. the project manager should therefore establish a register to record all stakeholder comments/suggestions regarding how things should operate. it should also detail the decisions made by superdry based upon that feedback and explain the reasoning behind why some proposals were either accepted or rejected.

Collaboration 
Collaboration represents the involvement of multiple stakeholders working together to achieve a collective objective. as such, for Connectplus, Superdry should form cross functional teams consisting of members representing it's departments including; IT, Marketing, Customer Experience, Legal, Finance, HR and Retail Operations. this approach helps reduce the risks associated with one team developing a solution without ensuring it works across other parts of the business.
For example, marketing could produce a loyalty program plan; but IT need to confirm if it can deliver the necessary functionality. Legal need to determine if data processing complies with applicable regulations. Retail Operations need to verify that store staff have been trained to assist customers. Finance need to verify if the costs involved in offering rewards are commercially viable.
International collaboration is just as important as collaboration at home. Superdry needs to include representatives from select launch countries when designing elements of Connectplus. these local market managers and franchise partners can provide input on items such as language requirements, cultural expectations, payment preferences and differences in regulation between countries. this provides them with "ownership" over the platform and decreases the chances of implementing a UK centric model onto non-UK countries.

5.3 RACI Matrix
A RACI matrix clarifies who is Responsible, Accountable, Consulted and Informed for major project activities.
Project Activity	Project Manager	IT/Digital Team	Marketing	HR	Legal/Compliance	Board
Project business case	R	C	C	I	C	A
Platform design	A	R	C	I	C	I
Data-governance design	C	R	I	I	A	I
Customer research	A	C	R	I	C	I
Employee training	C	I	C	R	I	I
Pilot testing	A	R	R	C	C	I
International rollout	A	R	R	C	C	I
Performance review	R	C	C	I	C	A
The RACI Matrix provides clarity in the responsibility of tasks; thereby providing better accountability and less confusion. The RACI Model will be especially helpful with a large/complex project like ConnectPlus, since many different departments could possibly think someone else's team is doing the task(s) they are working on.
However, there is no reason for the RACI Matrix to be used as an inflexible tool. A significant amount of collaboration occurs within projects; and at times, it may be necessary for other stake holders to assist in the completion of a project task due to the occurrence of unforeseen events. Therefore, the Project Manager must view the RACI Matrix as a guideline, rather than a replacement for communication.












1. 5.4 Stakeholder Engagement Plan 

Stakeholder	Key Interest	Engagement Method	Frequency	Success Measure
Board	Strategic return and risk	Steering-group meetings and executive dashboards	Monthly	Decisions made on time
IT Team	Feasibility, systems and security	Daily stand-ups and technical workshops	Weekly/daily	Delivery against milestones
Employees	Training and workload	Workshops, training and employee champions	Weekly during rollout	Training completion and adoption
Customers	Value, usability and privacy	Surveys, pilot testing and feedback channels	Monthly	Satisfaction and registration rates
Franchise Partners	Local integration and commercial value	Partner briefings and co-design workshops	Monthly	Market readiness
Regulators	Legal compliance	Data-impact assessments and compliance reporting	At key stages	No significant compliance gaps
Investors	Financial impact	Results briefings and performance reporting	Quarterly	Confidence in the project business case

6. Impact of Sustainable Stakeholder Engagement
The long term impact of sustainable stakeholder engagement can have a positive effect on organizational performance.
Enhanced Customer Retention
Customers that are engaged with an organization are more likely to purchase from them over and over again, recommend the company/brand to others, participate in their loyalty programs, etc.
Enhanced Employee Performance

When employees take part in the decision making process they tend to be more motivated than those who do not. They also tend to have lower rates of employee turnover and higher levels of innovation, which is beneficial for both employees and employers alike.
Better Collaboration among Departments
By working together as teams; departments will experience better data quality, strategic planning, market responsiveness and many other benefits related to collaborative efforts.
A Stronger Company Brand Reputation
Through open communication about the organizations decisions and actions stakeholders will build trust, improve corporate reputation, increase customer confidence and ultimately gain a competitive advantage through being able to be sustainable.
Stakeholders Working Together Leads to Rapid Innovation & Better Customer Insight
When working collaboratively with all of your stakeholders you will find that there is faster development of new ideas/products/services and better customer insights which leads to continuous improvement.
Commitment
Employee engagement, customer retention, and technology partnering all require commitment from employees, customers, and technology partners. This means that these stakeholders must be willing to engage with and support ConnectPlus over a period of time. Communication by itself will not build commitment. Instead, stakeholders need to understand how ConnectPlus provides value to them. 
Stakeholder commitment can be developed in several ways. For example, employee commitment can develop when employees have been trained on the use of the platform; have received sufficient support in their work to help customers begin using the platform; and, receive adequate recognition for assisting customers in adopting the platform. Customer commitment can also be generated when the rewards associated with the adoption of the platform are perceived as being of high value; there is relevance in the recommendations provided to users; and, there are features available that enable users to easily control their privacy settings. Similarly, commitment among technology partners can be developed when the contracts entered into with these companies are transparent; when the companies have clearly defined performance measures agreed upon by both parties; and, where efforts are made to foster long term relationships with these companies. 
The most significant form of commitment needed for the success of ConnectPlus is senior management. Senior Management (the Board of Directors) and executive teams must provide visible sponsorship of ConnectPlus. They must attend and participate in strategic governance meetings and articulate why this platform is strategically important. If senior-management does not demonstrate its support for ConnectPlus, employees may view it as an initiative that will be short-lived or insignificant.

6.1 Ethical Considerations
Super important when ConnectPlus uses AI and deals with customer information. First ethical issue is privacy. Customers need to understand what personal information is collected and how that information is used. Consent should be meaningful rather than buried in complicated terms and conditions. Customers should be able to manage preferences and opt out of marketing communications. Second issue is algorithmic bias. If AI systems use biased data or rules that disadvantage certain customer groups, they can produce unfair results. For example recommendations might favor some profiles and exclude others. Superdry therefore should regularly audit AI and test results among different customer segments. Third issue is transparency too. Customers might be uncomfortable if they don't understand why they are getting certain recommendations or offers. Superdry should use clear explanations such as stating that recommendations are based on browsing history, purchase history or stated preferences. Fourth issue is digital exclusion. Some customers may not have smartphones or reliable internet access or feel confident using digital platforms. ConnectPlus should not create unfair disadvantages for customers who prefer stores that don't use digital means. Superdry should also offer alternative ways to access rewards when practical.

Fifth issue is sensitivity to international culture. A loyalty program successful in the UK may not work directly in other markets. Privacy expectations, service to customers, promotional communications and sharing of data can vary. Superdry therefore needs consistency at a global level but also local adaptation.

6.2 Measures of Business Performance
To gauge the impact of stakeholder engagement Superdry should track a balanced set of indicators:
Registration and active user rates.
Retention and frequency of repeat purchases.
Conversion rates from personalized recommendations.
Scores for customer satisfaction and Net Promoter Scores.
Completion of employee training and scores of confidence among employees.
Number and severity of customer complaints.
Incidents of data protection and cybersecurity events.
Satisfaction among franchise and wholesale partners.
Project delivery against budget, schedule and quality targets.
Return on investment from rewards and personalization activities. A balanced approach is important because metrics focused solely on finance might not show Connect Plus creates lasting stakeholder value. For example, sales might go up through discounts in the short term but loyalty could decline if customers feel intrusive or unfair about the program.

7. Suggestions and Conclusion
Suggestions 
Superdry should create a cross-function ConnectPlus Steering Committee including senior leadership from IT, Marketing, Customer Experience, Finance, HR, Legal, and Retail Operations. The committee would make key strategic decisions as well as manage risks related to the project and engage with all relevant stakeholders. 
At the beginning of the ConnectPlus project, as well as at each subsequent key milestone, Superdry should utilize Mendelow's Power-Interest Matrix and Stakeholder Salience Model. This will assist the Project Manager in identifying shifting stakeholder priorities and allocating resources accordingly. 
Before fully launching internationally, Superdry should conduct pilot launches in select markets. In addition to using customer feedback, Superdry should document, analyze, and use feedback from employees, franchise partners, and technology vendors to improve the ConnectPlus Platform prior to broader roll-out. 
Superdy should put into place an effective data governance structure that is centered around Privacy by Design (PbD), customer consent, transparency and regular audits regarding AI-bias. This type of data governance structure will assist in protecting customers while reducing potential legal and reputational risks associated with failure to do so.
Superdry should also provide comprehensive training to customer service personnel and store managers. Such training should cover the value proposition of ConnectPlus for customers; practical operational procedures; privacy issues; and customer inquiries.

Conclusion
ConnectPlus offers Superdry the opportunity to enhance its ability to connect with customers digitally through improved customer engagement capabilities as well as its overall competitive position. However, the success of this initiative will depend upon much more than just the quality of the ConnectPlus platform itself. Success depends on Superdry successfully managing a variety of stakeholders such as internal departmental staff; customers; international partners; suppliers; regulatory bodies; and investors.
Stakeholder Theory, Mendelow's Power-Interest Matrix, Stakeholder Salience Model, the 4C Engagement Framework, RACI Analysis, and Conflict Management Models were utilized in this report to show how a Project Manager may identify and prioritize various stakeholders as well as develop relevant engagement strategies.
Sustainable stakeholder engagement can result in increased customer loyalty; employee commitment; innovation; risk management; and brand reputation. As such, Superdry must address several challenges relative to privacy; AI-bias; cultural diversity; digital exclusion; and differing stakeholder priorities. 
An engagement strategy focused on inclusivity, relationships and transparency will allow Superdry to build trust and commitment with stakeholders during the entire ConnectPlus Lifecycle. Trust and Commitment are essential elements toward increasing the likelihood of successful ConnectPlus adoption and long term business performance in both domestic U.K. and International Markets.
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