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LCLM5001-Understanding and Engaging Stakeholders

Understanding the importance of Stakeholder Engagement in successful commencement and completion of project. 










Introduction
JD Sports, founded in 1981 and headquartered in Bury, UK, is a leading international retailer specialising in sportswear, fashion, and lifestyle apparel. Over the past four decades, JD Sports has grown from a single store into a global retail brand, operating over 4,850 stores across the UK, Asia, North America, and many more, employing approximately 90,000 staff worldwide. The company combines a strong physical store presence with a growing digital and e-commerce platform, allowing it to reach a diverse international customer base. Known for its collaborations with major brands such as Nike, Adidas, Puma, and many more, JD Sports targets a younger, trend-conscious demographic, positioning itself as a leader in both fashion and athletic lifestyle markets.

To maintain its competitive edge and strengthen customer loyalty, JD Sports is preparing to launch ConnectPlus, a digitally enhanced customer loyalty and engagement platform. ConnectPlus integrates AI-driven personalised product recommendations, mobile-based rewards, and data-driven customer insight features, designed to improve customer retention, enhance data-informed decision-making, and differentiate the brand in a highly competitive market. The platform is scheduled for deployment across selected local and international markets within six months, reflecting JD Sports' strategic focus on digital innovation and customer experience.
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This report examines the key internal and external stakeholders involved in the ConnectPlus project, evaluates strategies for effective engagement across diverse markets, and considers the potential benefits, challenges, and ethical considerations associated with stakeholder collaboration. By doing so, it provides a comprehensive plan to ensure successful adoption and sustainable stakeholder relationships, ultimately supporting JD Sports' long-term growth and market leadership. 
SMART Objectives

The primary objectives for the ConnectPlus platform are designed to be Specific, Measurable, Achievable, Relevant, and time-bound:
· Specific: increase customer retention through targeted AI-driven recommendations and personalised loyalty rewards.
· Measurable: Achieve a 15% rise in customer retention within the first 12 months of ConnectPlus deployment.
· Achievable: ensure objectives are realistic by leveraging JD Sports' existing digital infrastructure, loyalty programme and market resources.
· Relevant: strengthen JD Sports' competitive advantage by enhancing brand differentiation and customer engagement. 
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· Time-bound: implement and measure the success of ConnectPlus across selected international markets within six months of launch.
Stakeholder identification and categorisation

	Stakeholder group
	internal/
external
	Role in ConnectPlus
	interest
	influence
	benefits
	Possible challenges

	Senior management /board of directors
	internal
	Approve budget, direction, and oversee the project 
	high
	high
	Alignment with goals, provide resources
	May focus on ROI

	Product development/IT team
	internal
	Design, develop, and implement the ConnectPlus platform
	high
	high
	Provide a robust and functional platform
	Limited resources, technical issues, tight deadlines

	Marketing team
	internal
	Promote platform, design campaigns, and analyse engagement 
	high
	medium
	Increase brand visibility
	Balancing traditional campaigns with new ones 

	Sales team
	inrenal
	Integrate the loyalty platform with in-store and online sales. (Claro, 2024)
	medium
	medium
	Boost sales and encourage the loyalty program
	Additional training may be needed

	Customer service team
	internal
	Support customers, handle complaints or queries
	high
	medium
	Improve customer satisfaction and retention
	Increased workload during launch

	Customers 
	external
	End-users of ConnectPlus
	high
	high
	engagement, loyalty and better shopping experience 
	Privacy concerns, reluctance

	suppliers/brand partners 
	external
	Collaborations and promotion
	medium
	medium
	Mutual marketing benefits, stronger partnerships
	Dependence on external timelines, potential contract issues

	investors/shareholders
	external
	Monitor project performance, ensure ROI
	medium
	high
	
	Short-term pressure for results, resistance to cost increases

	Regulatory authorities/data protection 
	external
	Ensure GDPR and legal compliances 
	high
	high
	Aviod fines and reputation damages 
	Strict requirements, slow approval processes 

	IT vendor/Platform providers
	external
	Provide AI, analytics and infrastructure
	medium
	medium
	Access to technical expertise 
	Vendor dependency, potential integration issues 


 
Stakeholder mapping analysis 
The stakeholder analysis shows that senior management, product development teams, customers, and regulatory authorities are the most critical stakeholders due to their high levels of interest and influence. They require close management and continuous engagement throughout the ConnectPlus project.

Marketing, sales, and customer service teams have high levels of involvement and play major roles in customer adoption and encouraging user experience. Although their influence is lower, their contribution to success is essential (Chatterjee, 2024).

External stakeholders, including suppliers, investors and technology vendors, provide support, expertise and resources. However, they have potential risks such as pressure to achieve financial returns and relying on external systems.
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By understanding roles, benefits and challenges, JD Sports can develop strategies that maximise support but also reduce barriers that help the implementation of ConnectPlus. 
Stakeholder analysis using SWOT

A SWOT analysis is used to evaluate the influence of both internal and external stakeholders on the ConnectPlus project at JD Sports (Naser Eddeen, 2013). This approach allows the organisation to understand how stakeholders can support or challenge the successful implementation of the platform across all markets.

Strengths 
The main strengths come from internal stakeholders who have high influence and direct involvement in the project (Park, 2014). Senior management plays a key role by providing strategic direction, approving budgets, and ensuring the project aligns with business objectives. Their strong influence helps maintain focus and secure necessary resources.

In addition, the IT and product development teams provide essential technical expertise required to design and implement the ConnectPlus platform. Their knowledge of AI, integration systems, and data analytics ensures that the platform is functional, secure, and innovative. The marketing team also contributes by promoting the platform and encouraging customer adoption through targeted campaigns.

These stakeholders strengthen the project by ensuring it is well supported, technically sound, and aligned with the customer needs.

Weaknesses 
Despite their importance, internal stakeholders may also present weaknesses. Employees such as sales and customer service staff may resist adopting new systems due to a lack of training or fear of increased workload. This resistance can slow down implementation and reduce efficiency.

Additionally, the IT team may face resource constraints and tight deadlines, especially when managing multiple projects at once. Senior management may also focus heavily on financial outcomes, which could lead to pressure on teams or delays in decision-making if results are not immediate.

These weaknesses highlight the need for strong communication, training and support throughout the project. 
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Opportunities 
External stakeholders create valuable opportunities for the ConnectPlus platform.
Customer are the most important, as their engagement can lead to increased loyalty, repeat purchases and valuable data insights; By offering personalised rewards and recommendations, JD Sports can improve customer experience and stand out in a competitive market(Homburg, 2005).

Brand partners, such as Nike and adidas, provide opportunities for collaboration through exclusive promotions and rewards, increasing the platform's value (Uggla, 20210). Furthermore, investors and shareholders may gain confidence in the company's digital strategy, leading to longterm growth and financial support.

These opportunities can significantly enhance the success and impact of the project if managed effectively. 

Threats 
There are also potential threats from external stakeholders. Regulatory authorities require strict compliance with data protection laws such as GDPR. Failure to meet these requirements could result in legal penalties and damage to JD Sports' reputation. 

Customers may also pose a threat if they are concerned about data privacy or do not see value in the platform, leading to a low usage rate on the app (Lian, 2019). Additionally, reliance on external IT vendors may create risks such as technical failures, delays, or integration issues.

To grab a hold of these threats, JD Sports must ensure strong data protection measures are in place, clear communication with customers, and reliable partnerships with technology providers.

Summary 
Overall, the SWOT analysis demonstrates that stakeholders play a critical role in both supporting and challenging the ConnectPlus project. By understanding these strengths, weaknesses, opportunities and threats, JD Sports can develop effective engagement strategies that will maximise benefits while reducing risk




Roles, responsibilities, benefits and challenges of key stakeholders

Senior Management / Board of Directors
Roles & responsibilities: senior management provides strategic oversight for the ConnectPlus project. They approve budgets, set plans, and monitor project progress to ensure alignment with JD Sports long-term goals.
Benefits: their engagement ensures that the project has the necessary resources and support, which increases the likelihood of success. They also contribute strategic insights and influence other stakeholders to maintain project momentum.
Challenges: senior management may prioritise financial outcomes, potentially slowing down decisions or creating conflicts if short-term returns do not meet expectations.

Product Development and IT Teams
Roles & Responsibilities: these teams are responsible for designing, building, and deploying the Connect Plus app/platfrom. This includes merging AI-driven recommendations, rewards, and data analytics tools, as well as ensuring system security and functionality across all markets.
Benefits: They provide technical expertise essential for delivering a high-quality, user-friendly platform, ensuring that the system meets both business and customer needs.
Challenges: resource limitations, tight deadlines, and technical issues may create delays. Managing international deployment can be tricky and needs careful planning and teamwork with outside vendors.

Marketing Team
Roles & Responsibilities: marketing lead communication efforts and promotional strategies to support the growth of ConnecPlus usage. They review customer insight to create campaigns that match the needs of various audiences.
Benefits: marketing efforts increase user usage, strengthen the JD Sports brand, and generate insight into customer behaviour.
Challenges: communicating across various countries can be challenging due to cultural differences, and blending traditional marketing with digital strategies may require additional resources.





Sale Team 
Roles & responsibilities: the sales team applies the platform across in-store and online sales activities, promoting customer participation in loyalty rewards.
Benefits: they help increase customer sign-ups, purchases, and engagement, directly contributing to the project's success.
Challenges: changing existing sales processes and having to adapt to new technology may slow implementation. Extra training may be required to make sure staff are confident using the ConnectPlus app.

Customer service team 
Roles & responsibilities: customer service staff support end-users by resolving queries, assisting with app usage, and addressing complaints.
Benefits: Effective support improves customer satisfaction and encourages continued use of the app.
Challenges: During the launch, many first-time users may create a surge in support, which could overwhelm the team. Training and clear guidelines are essential to maintain good service.

Customers
Roles & responsibilities: Customers are the primary users of ConnecPluss, interacting with the app 
Benefits: customer engagement contributes to loyalty, repeated purchases, and brand promotion, as well as offering data to support continuous improvement. 
Challenges: customers may resist due to platform privacy concerns and navigation, making it vital that ConnectPlus has clear communication and a simple, enjoyable user experience.

Regulatory authorities/data protection agencies
Roles & responsibilities: ensure ConnectPlus complies with GDPR and other relevant regulations(Ke, 2023).
Benefits: Compliance protects JD Sports from legal penalties and enhances customer trust.
Challenges: Regulations may be complex and vary across countries. Constant monitoring and adjustments to the platform may be required.

Technology vendors and platform providers
Roles & responsibilities: provide specialised expertise, infrastructure, software solutions and technical support.
Benefits: allows JD Sports to access advanced technologies.


Challenges: dependency, delays, technical issues, or disruptions may affect the project timeline and platform performance.
Stakeholder engagement strategy and conflict management
ConnectPlus requires more than just identifying stakeholders; JD Sports must openly engage with stakeholders throughout the project. This will help to keep stakeholders supportive and committed to achieving project goals. High levels of engagement help to build trust, reduce resistance to change, encourage collaboration, and improve the overall outcome (Astri, 2017).

ConnectPlus will be deploying across several international markets, and stakeholder engagement must consider potential differences such as cultural differences, customer expectations, and different regulatory requirements. A well-structured strategy can help provide consistency while remaining flexible to meet local market needs, 

Applying the 4Cs Model
 The 4Cs model provides JD Sports with a structured stakeholder engagement strategy that supports the successful implementation of ConnectPlus by focusing on Communication, Consultation, Collaboration and Commitment. Rather than relying on one-way communication, the model encourages continuous stakeholder involvement throughout the project lifecycle, helping the project manager build trust, strengthen relationships and encourage commitment across local and international markets. This makes the framework particularly suitable for ConnectPlus, as the project involves multiple internal departments, external partners and customers with different expectations and cultural requirements.

Communication forms the foundation of effective stakeholder engagement by ensuring employees, customers. Suppliers and investors understand the purpose, progress and expected benefits of ConnectPlus (Aakhus, 2015). JD Sports should combine project meetings, digital updates, platform demonstrations and customer notifications to provide clear, transparent and consistent information. However, communication should be adapted to different stakeholder groups because the information required by employees differs from that needed by customers, technology providers and regulatory authorities.

Consultation enables stakeholders to contribute to decision-making before implementation. Customer focus groups, employee workshops and meetings with technology partners provide valuable feedback that helps improve platform functionality, reduce implementation risk and increase stakeholder ownership of the project. Collaboration further strengthens engagement by encouraging product development, marketing, sales, customer service and external technology providers to work towards shared objectives, improving coordination and problem-solving throughout the international rollout (Savage, 2010).

Commitment ensures stakeholder engagement continues beyond implementation through leadership support, employee development, personalised customer rewards and regular opportunities to provide feedback. These activities help maintain stakeholder confidence while supporting the long-term success of ConnectPlus; Although the 4Cs model provides a practical framework for building collaboration, trust and commitment, its effectiveness depends on continuous management support, regular stakeholder feedback and adapting engagement strategies to changing stakeholder expectations and different international market conditions (Mallon,2017). Therefore, JD Sports should apply the 4Cs model alongside other stakeholder engagement frameworks to maximise stakeholder participation and improve the successful delivery of ConnectPlus.
SWAN and OWANS Analysis for ConnectPlus
The successful implementation of ConnectPlus depends on JD Sports balancing stakeholder expectations with the organisation's strategic objectives throughout the project lifecycle. The SWANS framework provides an effective stakeholder engagement mechanism by comparing Stakeholder Wants and Needs (SWANS) with Organisational Wants and Needs (OWANS), enabling the project manager to identify where priorities align and where differences require careful management. This makes the framework particularly suitable for connectplus, as the platform will be introduced across local and international markets where stakeholder expectations, customer needs, and regulatory requirements may vary.

Applying SWANS enables JD Sports to understand the expectations of its key stakeholders Customers expect a secure and user-friendly platform that offers personalised rewards, AI-driven recommendations and responsible handling of personal information. Employees require regular communication, appropriate training and ongoing support so they can confidently implement and promote ConnectPlus; Senior management and shareholders expect stronger customer retention, improved organisational performance and a positive return on investment (HRNews, 2022). while technology providers and regulatory authorities require effective collaboration, reliable digital systems and full compliance with GDPR.

OWANS focuses on JD Sports strategic priorities, including increasing customer loyalty, strengthening brand differentiation, and using customer insights to improve decision-making and long-term business performance. Although these objectives generally support stakeholder expectations, differences may arise during implementation. Customers expect transparency and strong data protection, whereas the organisation relies on customer information to deliver AI-driven personalised services. Similarly, additional employee training may improve implementation but increase project costs and project timescales.


RACI Matrix for ConnectPluss
The RACI Matrix provides JD Sports with a structured framework for defining stakeholder responsibilities throughout the ConnectPluss project by identifying who is Responsible, Accountable, Consulted and Informed(Costello, 2012). Clearly allocating responsibilities improves accountability, strengthens communication and reduces uncertainty, making the framework particularly appropriate for an international project involving multiple internal departments and external stakeholders. By establishing decision-making responsibilities from the outset, the project manager can improve coordination and support effective stakeholder engagement throughout the implementation process.

Within ConnectPlus, the product development and IT teams are responsible for designing, developing, testing and maintaining the platform. Senior management and the board of directors remain accountable for approving budgets, allocating resources, and ensuring the project aligns with JD Sports strategic objectives. Marketing, sales and customer service teams should be consulted because their operational knowledge and customer insights contribute to informed decision-making and successful platform adoption. Technology providers and regulatory authorities should also be consulted to ensure secure systems integration, technical reliability and full compliance with GDPR and other legal requirements. Customers, investors and shareholders should remain informed through regular project updates, launch communications and performance reports to maintain transparency and stakeholder confidence (Martinus, 2025).

A significant strength of the RACI matrix is that it reduces duplicated responsibilities and clarifies stakeholder expectations before implementation begins, supporting collaboration and more efficient project governance(Kantor, 2022). However, stakeholder roles may change during the international rollout as project requirements evolve. Therefore, responsibilities should be reviewed regularly alongside stakeholder communication and engagement activities to ensure accountability. JD Sports can strengthen collaboration, improve decision-making, and increase the successful delivery of ConnectPlus across local and international markets.
Communication Plan for ConnectPlus
An effective communication plan is essential for maintaining stakeholder engagement throughout the implementation of ConnectPlus by ensuring information is shared clearly, consistently and at the appropriate stages of the project lifecycle (Shakeri, 2020). As the platform will be introduced across local and international markets, JD Sports should tailor communication methods to meet the different needs of internal and external stakeholders, promoting transparency, collaboration and stakeholder confidence throughout implementation(Daniel, 2012). 

Senior management should receive monthly progress reports and executive meetings to support strategic decision-making and monitor project performance. Employees should participate in regular team briefings, training sessions and digital updates so they understand implementation activities and can confidently support customers. Customers should receive information through email campaigns, mobile app notifications and social media, providing clear guidance on platform benefits, AI-driven features and data privacy. Technology providers, suppliers and regulatory authorities should communicate through scheduled project meetings, technical reviews and compliance updates to ensure secure system integration and adherence to GDPR (Romnev, 2025).

A key strength of the communication plan is that it reduces misunderstandings, encourages stakeholder participation, and supports informed decision-making across the project. However, communication strategies should be reviewed regularly because stakeholders expectations and information requirements may change during an international rollout. Therefore, the project manager should combine structured communication with continuous stakeholder feedback to strengthen trust, encourage collaboration and support the successful implementation of ConnectPlus.

Conflict management for ConnectPlus
Effective conflict management is essential to maintaining stakeholder engagement throughout the implementation of ConnectPlus, as internal departments, external partners and customers may have different priorities, expectations and concerns. During the international rollout, disagreements may arise regarding project timescales, resource allocation, technological change, AI-driven customer data or implementation requirements. If these issues are not managed effectively, they may reduce stakeholder commitment, delay project delivery, and weaken collaboration(Rouwette, 2024).

To minimise these risks, the project manager should adopt a collaborative conflict management approach that encourages open communication, consultation, and shared problem-solving. Regular stakeholder meetings, progress reviews, and feedback sessions enable concerns to be identified early, allowing disagreements to be resolved before they affect performance (Klettner, 2026). Employees should be encouraged to discuss concerns regarding training or new technology, while customers, technology providers and regulatory authorities should have opportunities to provide feedback throughout implementation. Where conflict cannot be resolved collaboratively, clear escalation procedures should enable senior management to make timely decisions that support organisational objectives.





Impact of sustainable stakeholder engagement on business performance evaluation 
Sustainable stakeholder engagement is a fundamental contributor to long-term business performance because it enables organisations to build lasting relationships that support both organisations to build lasting relationships that support both organisational objectives and stakeholder expectations. For JD Sports, the successful implementation of ConnectPlus depends on maintaining continuous engagement with customers, employees, technology providers, investors and regulatory authorities throughout the project lifecycle rather than only at key project milestones. By developing long-term relationships built on trust, collaboration and transparency, the organisation is better positioned to respond to changing stakeholder expectations while strengthening organisational resilience, maintaining competitive advantage and supporting sustainable growth across local and international markets.

One of the most significant impacts of sustainable stakeholder engagement is its ability to improve organisational performance through better decision-making and operational efficiency. Stakeholders provide valuable knowledge and experience that enables managers to make more informed decisions throughout the implementation of ConnectPlus (Aguinis, 2025). Employees contribute operational insight, technology providers offer specialist technical expertis,e and customers provide feedback on platform usability, AI-driven features and overall user experience. Integrating these different perspectives into project decisions reduces implementation risks, improves operational efficiency, and increases the likelihood that ConnectPlus will satisfy both organisational objectives and stakeholder expectations. As a result, JD Sports can deliver a more effective platform while strengthening overall business performance and improving its ability to respond to future organisational challenges.  

Sustainable stakeholder engagement also has a direct impact on customer loyalty, customer satisfaction and brand reputation. ConnectPlus has been designed to strengthen customer relationships through personalised recommendations, mobile rewards and enhanced digital experiences. However, these benefits depend on customers trusting the organisation to manage their personal information responsibly and communicate, encouraging customer feedback and demonstrating transparency regarding AI and data privacy helps build confidence in the platform while encouraging long-term customer loyalty. Higher levels of customer satisfaction increase repeat purchases, strengthen brand reputation and improve customer retention, creating sustainable revenue growth and reinforcing JD Sports position within the competitive retail and e-commerce market.

Employees also make a significant contribution to business performance because they are responsible for supporting customers and implementing organisational change. Sustainable engagement encourages employees to become active participants in the ConnectPlus project by providing continuous communication, learning opportunities and involvement in decision-making. Employees who understand the purpose of the project and feel supported throughout implementation are generally more motivated, productive and committed to organisational objectives. Increased employee engagement improves customer service, preserves organisational knowledge, and reduces staff turnover, allowing JD Sports to lower recruitment and training costs while maintaining a skilled workforce capable of supporting future technological developments.

Another important impact of sustainable stakeholder engagement is its ability to encourage innovation and strengthen competitive advantage. Continuous engagement enables customers, employees and technology providers to contribute ideas that support the ongoing development of ConnectPlus rather than limiting feedback to the initial implementation stage. The continuous exchange of knowledge enables JD Sports to identify opportunities for service improvements, respond more effectively to changing consumer behaviour and adapt to technological developments within the retail industry. Consequently, sustainable stakeholder engagement supports continuous organisational learning while helping the business maintain a competitive position in rapidly changing markets.

Financial performance is also strengthened through sustainable stakeholder engagement because effective stakeholder relationships reduce operational risks and improve resource management. Early engagement enables potential issues to be identified before they develop into expensive implementation problems, reducing delays and improving project efficiency. Long-term customer loyalty generates more stable revenue streams, while retaining experienced employees reduces recruitment costs and protects valuable organisational knowledge. These outcomes contribute to improved profitability and support the organisation's long-term strategic objectives.

Despite these benefits, sustainable stakeholder engagement presents several challenges that require careful management. Maintaining long-term relationships demands continuous investment in communication, employee development, stakeholder consultation and digital technologies. Stakeholder expectations may also conflict with organisational objectives, particularly where commercial priorities and ethical responsibilities differ. For example, customers expect transparency and strong protection of personal information, whereas JD Sports depends on customer data to improve AI-driven recommendations and strategic decision-making. In addition, operating across international markets introduces cultural differences, varying legal requirements and changing stakeholder expectations that require engagement strategies to remain flexible. Consequently, sustainable stakeholder engagement should not be viewed as a one-off activity but as a continuous process requiring regular monitoring, evaluation and adaptation to ensure it remains effective.

Overall, sustainable stakeholder engagement has a substantial positive impact on JD Sports business performance because it improves organisational decision-making, strengthens customer loyalty, increases employee engagement, supports innovation and contributes to long-term financial sustainability. Although maintaining stakeholder relationships requires ongoing investment, effective leadership and continuous development of ConnectPlus, JD Sports can strengthen stakeholder trust, improve organisational resilience and create lasting value that supports sustainable business growth and long-term competitive advantage.

Recommendations and conclusion
This report has demonstrated that the successful implementation of ConnectPlus depends on maintaining sustainable stakeholder engagement throughout the project lifecycle. By developing long-term relationships with employees, customers, technology providers, investors and regulatory authorities, JD Sports can improve organisational performance, strengthen customer loyalty and support sustainable business growth across local and international markets. The report has also shown that effective stakeholder engagement enhances decision-making, encourages innovation and strengthens organisational resilience, although these benefits require continuous leadership commitment, effective communication and regular evaluation to remain successful.

To maximise the long-term value of ConnectPlus, JD Sports should continue investing in employee training and digital capability to ensure staff remain confident supporting new technologies and organisational change. The organisation should also maintain structured communication, consultation and collaboration with stakeholders and relationships. Transparent data governance, responsible use of AI and full compliance with GDPR should remain organisational priorities to maintain customer trust and support ethical business practices. Furthermore, stakeholder engagement strategies should be reviewed regularly to ensure they remain responsive to changing stakeholder expectations, technological developments and international market conditions. 

Overall, sustainable stakeholder engagement should be embedded within JD Sports long-term business strategy rather than viewed solely as a project requirement. Although maintaining effective stakeholder relationships requires ongoing investment, flexibility and management commitment, the long-term benefits outweigh the associated challenges. By continuing to engage stakeholders throughout the implementation and future development of ConnectPlus, JD Sports will strengthen organisational resilience, improve competitive advantage and create lasting value that supports sustainable business performance and long-term organisational success. 
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