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OVERCOMING OPERATIONAL CHALLENGES AT MALDIVA LTD

A Proposal for an Integrated Retail Information System
INTRODUCTION

Maldiva Ltd has grown from a regional electronics retailer into a thirty-store chain with a parallel e-commerce operation, and trading volumes have risen sharply over the past twelve months. Growth of this kind is exactly the point at which the cracks in an organisation's information systems tend to show, and Maldiva is a textbook case. Stock records are kept by hand, customer data sits in three or four places that do not talk to one another, sales reports are built in spreadsheets days after the events they describe, and departments pass information to one another manually rather than through a shared system. None of these problems is unusual on its own, but together, they are starting to cost Maldiva real money and real customers.
This report has been commissioned by the Board to diagnose the causes of these operational difficulties and to recommend an information system capable of resolving them. Five interlinked problems are addressed: stock discrepancies between stores and the website that generate cancelled orders and refunds, a fragmented customer relationship management (CRM) picture that prevents personalised marketing and slows complaint handling, slow and error-prone manual reporting that delays decision-making, weak data protection controls that leave Maldiva exposed under UK GDPR and a lack of integration between sales, finance and inventory that wastes staff time. The report evaluates the current systems landscape, recommends a specific solution, and sets out a realistic implementation plan.
EVALUATION OF EXISTING SYSTEMS

Maldiva's current landscape is best described as a set of point solutions bolted together over time rather than a designed architecture. Each store keeps its own stock records, the website draws from a separate feed that is updated infrequently, and neither system knows what the other has just sold. This is a recognised failure mode in retail technology. Legacy systems that update inventory in overnight batch runs create a window during which customers can order stock that has already been shipped. In a market where a single social media post can sell out a product line within minutes, that lag is no longer a minor inconvenience but a direct source of lost trust. Empirical evidence from multichannel retail confirms this is not merely intuitive: firms that integrate online and offline inventory measurably reduce the cross-channel stockouts and returns that disconnected systems generate (Gallino, Moreno and Stamatopoulos, 2017). Maldiva's complaint and refund volumes are a predictable symptom of this batch-based, disconnected approach rather than an isolated customer service problem.
The same pattern repeats across the business. Table 1 sets out the current systems' functions, by function, alongside the gaps each creates.

	Function
	Current System
	Principal Gap Identified

	Inventory
	Manual stock sheets per store, no live link to the website
	No single stock ledger, online orders are accepted against stock that has already been sold in-store

	Customer data / CRM
	Separate POS, e-commerce and support databases
	Purchase history cannot be traced across channels, and marketing and support work cannot be done from partial records.

	Reporting / MI
	Spreadsheets compiled manually by each store
	Data is historical by the time it reaches management, and version-control errors are frequent.

	Data protection
	Shared logins, no formal access tiering
	Exposure under UK GDPR, no audit trail for who accessed customer records

	Cross-department flow
	Sales, finance and inventory run on unconnected software
	Rekeying of data between departments, duplicated effort and reconciliation errors


Table 1: Current information systems and the operational gaps they produce

Two conclusions follow from this evaluation. First, the individual problems Maldiva has raised, such as stockouts, poor targeting, slow reporting, compliance risk, and departmental friction, are not five separate issues requiring five separate fixes. They are downstream symptoms of one underlying cause: the absence of a shared data model that every part of the business reads from and writes to. Second, the literature on retail systems failure consistently identifies fragmented data structures and process misalignment as the most persistent barriers to operational performance, particularly when growth has outpaced the systems in place to support it (Barbieri, Sott and Monticelli, 2024). Any recommendation that treats the symptoms individually, creating a better spreadsheet template here, a new mailing list tool there, will not resolve the underlying architecture problem and is likely to need replacing again within a short period.
RECOMMENDED SOLUTION
3.1 The proposed system

The recommendation is to replace Maldiva's fragmented landscape with SAP S/4HANA Cloud Public Edition for retail, fashion, and vertical businesses, implemented as a single operational core for inventory, sales, finance, and customer data, supported by its embedded omnichannel inventory and loyalty capabilities. This is a retail-specific configuration of SAP's cloud ERP, built around a single data model rather than a generic finance system adapted for retail use (Rizing, 2026).
3.2 Why this option over the alternatives

Three cloud ERP options were appraised against Maldiva's requirements, summarised in Table 2. Where independent academic evaluation of named commercial ERP platforms is limited, this appraisal draws on specialist analyst and vendor documentation, cross-checked against the peer-reviewed cloud ERP literature cited elsewhere in this report to keep vendor claims in check.

	Criterion
	SAP S/4HANA Cloud Public Edition (Retail)
	Microsoft Dynamics 365
	Oracle NetSuite

	Retail-specific functionality
	Built for merchandising and omnichannel fulfilment out of the box
	Strong CRM and retail modules are add-ons
	Good for pure e-commerce, with thinner store operations depth

	Real-time stock visibility
	Live available-to-promise across stores and web
	Near real-time, dependent on the connector setup
	Real-time, but weaker multi-store logic

	Deployment model/cost
	Multi-tenant SaaS, fit-to-standard, quarterly updates, subscription pricing
	Subscription, moderate configuration cost
	Subscription, lower entry cost, fewer retail extensions

	Scalability for 30+ stores
	Designed for enterprise-scale growth without re-platforming
	Scales well, some modules need upgrade tiers
	Better suited to smaller multi-channel operations


Table 2: Options appraisal- SAP S/4HANA Cloud versus alternative platforms

Microsoft Dynamics 365 and Oracle NetSuite are both credible platforms and were not dismissed lightly. Still, neither offers the same depth of purpose-built retail logic, including assortment management, store-level stock allocation, and promotion planning, built into the core system rather than added afterwards (ERP Research, 2026); this comparison draws on specialist analyst reporting rather than independent academic testing, so it is treated here as directional rather than definitive. Given that Maldiva's central problem is store-versus-web stock visibility across 30 locations, a platform designed for that exact use case carries less integration risk than one that would need to be extended to support it.
3.3 How the system resolves Maldiva's five problems

Inventory: the platform maintains a single stock ledger with real-time available-to-promise checks, so a sale in a Birmingham store is reflected on the website within the same transaction rather than the next overnight run. This directly targets the cancelled-order complaints in the business case and aligns with the broader finding that unifying channel inventory reduces exactly this kind of stock-visibility failure (Gallino, Moreno and Stamatopoulos, 2017).
CRM: customer touchpoints across stores, the website and support are written to a single customer profile, giving marketing a genuine purchase history to target and giving support staff the same record a customer is describing on the phone, rather than three partial ones (Navigator Business Solutions, 2024). This addresses a problem well documented in current CRM research, where fragmented data is repeatedly identified as the single biggest obstacle to effective personalisation and loyalty building (Sweeney, 2024).
Decision-making: manual spreadsheet reporting is replaced by embedded analytics built on the same live transactional data, so a sales trend, an ageing stock line or an overdue receivable can be reviewed in real time rather than reconstructed from last week's export. Industry-reported figures suggest retailers using real-time analytics in place of manual reporting can cut decision-making time by around 30 per cent (Reenbit, 2026). This figure comes from practitioner research rather than a peer-reviewed study, so it is used here to illustrate scale rather than as a number Maldiva should hold itself to.
Compliance: cloud hosting is delivered under internationally recognised security standards, with role-based access replacing the shared logins currently in use, so who accessed a given customer record becomes auditable rather than a guess, directly addressing the GDPR exposure raised in the business case. The regulatory stakes of leaving this unresolved are not hypothetical: the Information Commissioner's Office fined Capita £14 million in October 2025 after finding that inadequate access controls and weak administrator permissions had created a foreseeable, avoidable risk, and it explicitly rejected cost and inconvenience as an excuse for not fixing them (Skadden, Arps, Slate, Meagher and Flom LLP, 2026). Maldives' shared-login practice falls into the same category of weakness.
Integration: because sales, finance, and inventory sit on a single data model rather than three disconnected systems, the manual rekeying between departments that currently wastes staff time and introduces errors is removed at the source, rather than patched over with another spreadsheet.
Figure 1 summarises the scale of benefit retailers report after adopting real-time, ERP-embedded analytics of this kind, drawn from current industry evidence rather than vendor claims alone. Maldiva should treat these percentages as context for the size of opportunity rather than a forecast, since none of the underlying studies isolates a thirty-store electronics retailer specifically; they describe average outcomes across retailers of varying size and starting maturity, and Maldiva's own gains will depend on how faithfully the fit-to-standard configuration is followed during rollout.
[image: ]
3.4 Cost and scalability

The public cloud edition is delivered as a subscription rather than a capital purchase, uses a standardised 'fit-to-standard' configuration that reduces implementation cost compared with a heavily customised build, and receives quarterly feature updates without the disruptive upgrade projects associated with older on-premises ERP (ERP Research, 2026). This matters for a company at the Maldives' stage: cloud ERP consistently scores well on affordability and agility for growing mid-sized retailers precisely because it avoids the up-front infrastructure costs that made earlier ERP generations a large-enterprise-only proposition (Barbieri, Sott and Monticelli, 2024). As Maldiva opens further stores, additional locations are added to the same platform rather than triggering a re-platforming exercise.
3.5 Limitations of the recommended approach

The recommendation is not without trade-offs, and the Board should weigh them alongside the benefits set out above. SAP carries a cost premium over Dynamics 365 and NetSuite (Table 2), which is justified here by lower integration risk rather than by price, and Finance should treat that as a deliberate trade-off rather than a hidden cost. The fit-to-standard configuration that keeps implementation affordable also limits flexibility: Maldiva's own processes, not the software, will need to bend towards SAP's retail template in places, and any store-level practice judged essential but incompatible with that template becomes a harder change to make later than a bespoke build would allow. Committing to a single vendor's cloud platform also creates a dependency that the current fragmented landscape, for all its faults, did not carry; that switching cost is a genuine risk and belongs in the business case rather than being left implicit. This risk is manageable rather than prohibitive: data portability, exit costs, and contract break clauses should be negotiated into the SAP agreement at the outset, not treated as an afterthought once Maldiva is several years into the platform. None of this weakens the recommendation, but a Board sign-off that treats it as risk-free would not withstand scrutiny. 
IMPLEMENTATION PLAN

Roughly a third to a half of ERP implementations that struggle do so for reasons that have nothing to do with the software itself, weak sponsorship, resistance to changed working practices, and rushed training are the recurring culprits in the implementation literature (Barbieri, Sott and Monticelli, 2024). Kotter's eight-step model is used here to shape the plan around that risk rather than the technology alone; a recent case study of a comparable CRM rollout found that change stalled specifically where later steps were skipped in favour of technical delivery, which is the trap this plan is designed to avoid (Sittrop and Crosthwaite, 2021). Phase 1 corresponds to Kotter's early steps of establishing urgency and forming the guiding coalition through named Board and DPO sponsorship; the pilot in Phase 3 is designed to generate the short-term wins Kotter identifies as necessary to sustain momentum into full rollout; and Phase 5 is built explicitly around his final step, anchoring the new way of working once go-live novelty has worn off, rather than treating go-live itself as the end of the project (Kotter, 2012). The model has been criticised for presenting change as a tidy linear sequence when real rollouts are rarely that orderly, so it is applied here as a sequencing discipline rather than a guarantee of smooth execution (Appelbaum et al., 2012).
A phased, 18-month rollout, in line with typical timelines for retail ERP of this scope, is outlined in Table 3.




	Phase
	Timeframe
	Key Activities

	1. Discovery & design
	Months 0–3
	Process mapping against the fit-to-standard retail template, access-control and GDPR requirements agreed with the Data Protection Officer.

	2. Build & migration
	Months 3–6
	Product, customer, and financial data cleansed and migrated; integration built with the remaining POS and payment infrastructure.

	3. Pilot
	Months 6–9
	Live running in three stores plus the website; super-users trained, issues logged and resolved before wider rollout.

	4. Rollout
	Months 9–14
	Phased go-live across remaining stores in waves of five to six, role-based training delivered ahead of each wave

	5. Stabilise & optimise
	Months 14–18
	Hypercare support, benefits review against KPIs, embedded analytics dashboards refined for management reporting


Table 3: Proposed implementation roadmap

Training is treated as a workstream rather than a final step before go-live. Role-based, hands-on training tied to each store team's actual day-to-day tasks has been shown to produce stronger adoption and fewer post-launch errors than generic classroom sessions, and this approach is recommended for every rollout wave rather than a single company-wide session (Barbieri, Sott and Monticelli, 2024).
Two integration challenges deserve particular attention. First, existing point-of-sale hardware and payment terminals will need to connect to the new platform via supported APIs rather than being replaced outright, minimising store disruption during rollout. Second, historic sales and customer data will require cleansing before migration; poor-quality legacy data is one of the most common causes of post-launch reporting errors and should not be underestimated in the project timeline. A standing risk register, reviewed monthly by the project sponsor, should track both alongside the change-management risks noted above.
CONCLUSION

Maldiva Ltd's operational difficulties, stock discrepancies, fragmented customer data, slow reporting, compliance exposure, and disconnected departments share a single root cause: a systems landscape that was never designed as a single system. Replacing it with SAP S/4HANA Cloud Public Edition for retail gives Maldiva a single stock ledger, a single customer profile, and a single source of management information, built specifically for the operating model it already runs. The expected benefits are not abstract: faster, more accurate decisions, fewer cancelled online orders; marketing informed by what a customer has bought and a defensible position on data protection. None of this is presented as risk-free: the cost premium, the discipline the fit-to-standard model demands of Maldiva's own processes, and the dependency that comes with a single cloud vendor are real and should be sponsored into the business case with eyes open, not discovered mid-project. Delivered through the phased, change-management-led approach set out above, this investment gives Maldiva the systems foundation its recent growth has already outpaced, and the platform to keep growing on.
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Figure 1: Indicative Benefits of ERP-Enabled Analytics in Retail Operations
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Source: adapted from Reenbit (2026) and Toast (2025).
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