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Introduction
a) Overview of the business case/scenario- Kalori Ltd. is a rapidly expanding 
consumer electronics retailer operating 30 brick-and-mortar stores alongside an e-commerce platform. Recent strong sales and growth ambitions have exposed significant weaknesses in the company’s legacy information systems. While customer demand and market opportunity are high, operational capabilities have not kept pace, creating friction across retail, online channels, and corporate functions. The CEO has engaged external IT consultants to diagnose the problems and propose a modern, integrated information system to enable scalable operations, better customer experiences, and regulatory compliance.
b) Key challenges:
· Manual, siloed inventory management
Inventory tracking remains largely manual, causing frequent stock discrepancies between physical stores and online availability. This leads to cancelled orders, refunds, and customer dissatisfaction. Store managers lack reliable visibility into stock levels, hampering replenishment and causing both overstocks and stockouts.
· Fragmented CRM and poor customer insight
Customer data is dispersed across multiple, disconnected systems, preventing a single customer view. This fragmentation blocks personalized marketing, diminishes lifecycle management, and reduces the effectiveness of loyalty programs. Customer support teams cannot reliably access purchase histories, degrading service quality and complaint resolution.
· Inefficient reporting and slow decision-making
Sales and operational reports are compiled manually via spreadsheets, which are error-prone and out of date. Management lacks real-time dashboards and accurate forecasting, impairing demand planning, promotional effectiveness evaluation, and timely strategic decisions.
· Data security and regulatory non-compliance risk
Inadequate access controls and inconsistent data governance expose Kalori to unauthorized access and potential data breaches. The company is not fully aligned with GDPR and similar regulations, creating legal and reputational risk that could escalate with continued growth.
· Lack of system integration and process automation
Sales, finance, and inventory functions run on disparate software that do not communicate, forcing manual data transfer and reconciliation. This multiplies workload, increases error rates, and prevents automation of key workflows (order fulfillment, returns, invoicing).
· Operational scalability constraints
The current IT landscape cannot support rapid expansion or omnichannel fulfillment strategies without significant manual effort, increasing operational costs and limiting competitive responsiveness.
Addressing these challenges requires a cohesive, integrated information system strategy that delivers real-time inventory visibility, centralized CRM, secure data governance, automated workflows, and robust analytics.
Main Body
Evaluation of Existing Systems
a) Analysis of the current information systems in place
Kalori Ltd. relies on a mix of manual processes and disparate software: spreadsheet-based sales reporting, manual inventory logs at store level, separate point-of-sale (POS) systems, and multiple unintegrated customer databases. These systems function in silos with limited or no automated data exchange, producing delayed, inconsistent records across stores and the e-commerce platform. There is no centralized ERP or unified CRM, and reporting is reactive rather than real-time, preventing timely operational control and strategic insight (Davenport, 2006).
b) Identification of inefficiencies and gaps
Key inefficiencies include inaccurate stock visibility causing order cancellations and over/under-stocking; fragmented customer data impairing personalized marketing and support; manual reconciliation between sales, finance, and inventory creating error-prone workflows; and reliance on spreadsheets for reporting leading to data latency and integrity issues (Chen & Popovich, 2003; Laudon & Laudon, 2020). Compliance and security gaps also exist weak access controls and inconsistent data governance risk GDPR violations and potential breaches (European Parliament, 2016). Collectively, these gaps hinder scalability, increase operational costs, and reduce customer satisfaction, demonstrating an urgent need for integrated ERP/CRM, automated inventory management, and strengthened data governance (Davenport, 2006; Chen et al., 2012).

Recommended Solution
a) Proposal- I recommend Kalori Ltd. implement a cloud-based, integrated Enterprise
Resource Planning (ERP) system with native Customer Relationship Management (CRM), real-time Inventory Management, unified Point-of-Sale (POS) integration, and an embedded Business Intelligence (BI) layer. Preferred deployment is SaaS (multi-tenant) with API-first architecture to integrate the existing e-commerce platform and third-party logistics as needed. Key modules: inventory and fulfilment, order management, finance & invoicing, CRM/marketing automation, POS sync, role-based access control, and analytics dashboards. The solution should include data-protection features (encryption, audit trails, consent management) to ensure GDPR compliance.
b) Justification- Business needs: Kalori requires a single source of truth for inventory
and customers to eliminate stock discrepancies, enable omnichannel fulfillment, and permit personalized marketing (Laudon & Laudon, 2020). An integrated ERP+CRM directly addresses these needs by centralizing transactions and customer profiles (Davenport, 2006). Efficiency: Automated inventory reconciliation and integrated order routing reduce manual tasks and errors, lowering refunds and improving fulfilment speed. Real-time POS and e-commerce sync prevents overselling and optimises replenishment, decreasing both stockouts and overstock costs (Chen & Popovich, 2003). Cost: SaaS ERP minimises upfront capital expenditure (no large data center spend) and shifts costs to predictable operational subscriptions. Implementation costs are offset by operational savings: reduced labor for manual reconciliation, fewer refunds/returns, and improved inventory turnover. Typical ERP ROI for retail comes from labor reduction and margin improvement through better stock control (Davenport, 2006). Scalability: Cloud-native SaaS systems scale horizontally with store count and transaction volumes, supporting rapid expansion without major rearchitecture. Modular design lets Kalori onboard core modules first (inventory, POS, CRM) then add finance or advanced analytics as needed, controlling implementation risk and cost.
c) How the system improves operations, data management, and decision-making Operations: Real-time inventory visibility across stores and warehouses ensures
accurate online availability and smarter order-routing (store fulfillment, ship-from-store). Automated reorder points and integrated supplier workflows speed replenishment and reduce excess inventory. POS-eCommerce integration streamlines returns and exchanges across channels, improving customer experience and reducing operational friction (Laudon & Laudon, 2020).
Data management: A unified customer profile consolidates purchase history, preferences, and consent status enabling targeted promotions and better support interactions. Centralized master data management and audit trails enhance data integrity and regulatory compliance (European Parliament, 2016). Role-based access, encryption, and consent management mitigate GDPR and breach risks.
Decision-making: Embedded BI provides near real-time dashboards for sales, inventory turns, and promotion performance, replacing error-prone spreadsheet reports. Advanced analytics (demand forecasting using historical sales + promotions) enable more accurate purchasing and pricing strategies, improving gross margin and reducing stockouts (Chen et al., 2012). Management gains faster, evidence-based decision cycles and scenario modelling for expansion planning.
Implementation considerations Adopt phased rollout starting with inventory, POS sync, and CRM to quickly reduce customer-impacting issues. Ensure data migration and cleansing, staff training, and change management are prioritized. Select a vendor with retail experience, strong APIs, and documented GDPR controls.
Implementation Plan
a) Steps for implementing the new system 
· Project governance and kickoff (Weeks 0- 4) - Establish steering committee (CEO,
CIO sponsor, heads of retail, e-commerce, finance, operations) and a cross-functional project team including IT, store managers, and external consultants. Define scope, success metrics (reduction in stock discrepancies, order cancellation rate, time-to-fulfilment), timeline, and budget. Set up vendor evaluation criteria (retail experience, API capability, GDPR features).
· Requirements, process mapping and data discovery (Weeks 2–8) -Conduct
workshops to map current processes (POS, store replenishment, online order flow, returns, finance reconciliation, marketing). Document data sources, data owners, data quality issues, and integration points (e-commerce platform, payment gateway, supplier EDI/ports). Define master data model (SKUs, locations, customers) and consent/ privacy requirements.
· Vendor selection and architecture design (Weeks 6–12)- Run RFP/PoC with
shortlisted SaaS ERP/CRM platforms. Validate APIs, POS connectors, BI capabilities, multi-store inventory features, and security/GDPR controls. Design target architecture: SaaS ERP with API gateway, middleware/ESB for any legacy adapters, secure identity management (SSO, RBAC), and BI layer. Plan for phased module deployment.
· Data migration and integration development (Weeks 10–20) - Cleanse and
standardize master data (inventory, SKUs, customer records). Develop migration scripts and reconciliation checks. Build integrations: POS-to-ERP sync, e-commerce order and inventory API, finance invoicing connector, supplier interfaces, and warehouse/3PL links. Implement middleware for retry logic and exception handling. Create audit and logging for traceability.
· Pilot deployment (Weeks 18- 24) - Run a pilot in 3-5 stores plus e-commerce
sandbox. Enable core modules: inventory, order management, unified CRM, and POS sync. Monitor inventory accuracy, order fulfilment times, and customer service workflows. Capture issues, adjust configurations (reorder points, routing rules), and refine training materials.
· Training and change management (Weeks 16–28, ongoing)- Deliver role-based 
training: store staff (POS, inventory adjustments), fulfilment/warehouse teams (picking, ship-from-store), customer service (unified customer view), and finance (invoicing, reconciliation). Use train-the-trainer model and hands-on simulations. Communicate benefits and new SLAs to all stakeholders; provide support channels (helpdesk, knowledge base, quick reference guides).
· Phased roll-out and cutover (Weeks 24-40)- Roll out regionally or by store cohorts. 
For each cohort: complete final data sync, freeze critical master data changes, perform smoke tests (transactions, returns, refunds), and switch live. Maintain a hypercare window (2-4 weeks) with consultant and vendor support to resolve incidents.
· BI, analytics and continuous improvement (Weeks 30–52) - Deploy dashboards for 
inventory turns, sales by channel, promotion effectiveness, and forecast modules. Validate forecasting accuracy and refine parameters. Establish continuous improvement cycles (monthly review of KPIs, quarterly roadmap updates).
b) Considerations and potential challenges
· Legacy system compatibility: build robust middleware and fallbacks; expect custom adapters and extended testing.
· Data quality: poor master data will impede benefits-locate significant effort to cleansing and governance.
· Change resistance: frontline staff may resist new POS/workflows-mitigate with hands-on training, incentives, and visible executive sponsorship.
· Integration failures and downtime risk: plan rollback/contingency procedures, perform cutover during low-traffic windows.
· Regulatory/security compliance: implement encryption, RBAC, logging, DLP, and periodic audits to meet GDPR; include legal in design reviews.
· Cost and timeline creep: adopt phased MVP approach to deliver early value and control budget.





























Conclusion
Kalori Ltd. stands at a pivotal moment: strong market demand and ambitious growth plans contrast sharply with an IT landscape that now constrains operational performance, customer experience, and regulatory compliance. The diagnostic review has shown that manual, siloed inventory processes, fragmented customer data, error-prone reporting, weak access controls, and lack of system integration create tangible business costs order cancellations, increased refunds, excessive working capital tied in inventory, degraded customer loyalty, slow decision cycles, and exposure to GDPR-related risk. Without intervention, these issues will compound as Kalori scales, undermining profitability and competitive positioning in an increasingly omnichannel retail environment.
The recommended strategic response a cloud-based, API-first SaaS ERP platform with embedded CRM, real-time inventory management, unified POS integration, and a BI/analytics layer is directly aligned to Kalori’s core needs. This integrated architecture delivers a single source of truth for inventory and customer data, enables automated order routing and fulfillment (including ship-from-store and omnichannel returns), and provides role-based security and data governance features necessary for compliance. 
A phased, risk-managed implementation starting with governance, requirements mapping, vendor selection, data cleansing, pilot deployments, and role-based training mitigates disruption while delivering early, customer-facing benefits. Key enablers include rigorous master data management, robust middleware for legacy integrations, executive sponsorship, and a comprehensive change-management program to secure frontline adoption. 
Risks data quality shortfalls, integration complexity, staff resistance, and potential cost/timeline overruns are real but manageable with the recommended controls: early investment in cleansing and governance, thorough testing and rollback plans, train-the-trainer programs, and phased MVP delivery to contain scope. Security and compliance must be embedded from design, with encryption, RBAC, audit trails, and periodic legal and technical reviews to align with GDPR obligations.
Financially, moving to SaaS shifts capital expense to predictable operating cost and accelerates time-to-value; operational savings from reduced labor, fewer refunds, and better inventory turns should offset subscription and implementation costs within typical retail ERP payback horizons. Beyond direct savings, the transformation enables scale: Kalori will be able to add stores, expand fulfillment options, and execute omnichannel strategies with far lower marginal effort.
In summary, implementing an integrated cloud ERP+CRM with real-time inventory and analytics is necessary and achievable. With disciplined execution prioritizing data quality, governance, vendor fit and change management Kalori can eliminate current operational frictions, strengthen customer relationships, ensure compliance, and position itself to grow profitably and nimbly in a competitive retail landscape.
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