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Kalori Ltd. Operates as a consumer electronics retailer with 30 physical locations and an active online store. Over the last year, the company has enjoyed rising sales and intends to pursue further expansion. However, beneath this positive surface, day to day operations are hindered by outdated and poorly connected information systems. Problems range from inaccurate stock visibility across channels to disconnected customer records, slow manual reporting, and weak data protection measures.
These are not merely technical inconveniencies, they directly damage customer trust, employee morale, and the company’s financial health. When and online order is cancelled due to incorrect stock information, that customer may never return (Citizens Advice, n.d.). When staff waste hours manually re-entering data across spreadsheets, job satisfaction declines and errors multiply. Left unaddressed, these interconnected failures will eventually stall Kalori Ltd.’s growth and expose the firm to serious regulatory penalties under GPDR.
This report analyses Kalori Ltd.’s current systems, identifies specific gaps, and recommends a modern, integrated solution. Unlike a traditional all in one ERP, this proposal favours a best of breed but connected approach using specialised systems linked by lightweight middleware. The goal is to improve efficiency, data accuracy, compliance, and decision making while keeping costs manageable and allowing future flexibility. 



[bookmark: _Toc228532379][bookmark: _Toc228532450]Key Challenges Faced by Kalori Ltd.
Before recommending any solution, it is necessary to clearly state the operational problems. These challenges are interconnected, meaning that fixing only one area will not deliver lasting improvement.
Inventory Inaccuracy: The existing approach of tracking stock manually by hand counts and spreadsheets repeatedly creates discrepancies between the actual inventory held. As a result, shoppers frequently purchase products online that have already sold out in stores, forcing Kalori Ltd. to cancel orders, issue refunds, and deal with angry customers. Meanwhile store managers lack visibility into which items are overstocked or understocked, leading to missed sales opportunities and excess capital tied up in unsold inventory.
Scattered Customer Data: Customer information sits in several systems that are not linked to one another.. As a result, no single view of a customer’s purchase history exists. The marketing team cannot run personalised campaigns, and customer support staff waste time searching for order details when handling complaints.
Slow and error prone decision making: Sales reports are built manually using spreadsheets. This process introduces delays and mistakes according to Grundy, R (2023). This process introduces delays and mistakes. Management cannot access real time sales trends, making demand forecasting unreliable and causing missed revenue opportunities.
Compliance and security weaknesses: Kalori Ltd. is not fully compliant with GDPR. The current environment lacks robust access controls, such as role-based permissions or login audits, which significantly raises the likelihood of unauthorised individuals viewing or altering customer dat. (Chavkin, N. 2023). This vulnerability places Kalori Ltd. at direct risk of substantial GDPR fines and lasting harm to its brand reputation.
Disconnected Departmental Systems: Sales, finance, and inventory each rely on different software that cannot communicate. Staff therefore waste hours manually re-entering the same data across multiple platforms, a tedious process that guarantees human errors and slows down every business function from order processing to payment reconciliation.
Taken into consideration, these problems show that Kalori Ltd. does not need a simple upgrade but a fundamental change in how information flows across the organisation.
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A deeper look at each existing system helps explain why the current approach fails.
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The Inventory system is largely manual, and spreadsheet based and spreadsheet driven. Stock levels are updated after physical counts, which happen infrequently. There is no real time synchronisation between store point of sale terminals and the e-commerce platform. This leads to a situation where an item sold in a shop remains visible online for hours or days. For a fast moving consumer electronics retailer, this is a critical flaw (Vaghef, F. 2026).
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Kalori Ltd. does not have a dedicated CRM system. Instead, customer data live in a separate place: the e-commerce database, store receipt record, and scattered spreadsheet files. This fragmentation means that even loyal customers are treated as strangers when they contact support. Marketing efforts are generic, reducing their effectiveness and wasting budget.
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Reporting is entirely manual. Each week or month, employees from different stores and departments compile spreadsheets and send them to a central team. Data is often outdated by the time it is reviewed. Errors are common because of human typing mistakes, incorrect formulas, or missing entries (Laurila, H. 2021). Management decisions are therefore based or incomplete or incorrect information.
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The current environment lacks role based access. Many employees can view or edit data that is not relevant to their job. There are no audit logs to track who accessed what information. This makes it almost impossible to demonstrate GDPR compliance. A data breach or internal misuse could result in serious legal penalties.
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Activity Theory examines how people use tools to achieve goals within social and rule based contexts. At Kalori Ltd., the existing tools (manual spreadsheets, disconnected databases) create contradictions between the goal of accurate order fulfilment and the actual outcome of frequent refunds. By introducing integrated digital tools, the proposal resolves these contradictions and aligns tool use with business objectives.
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Contingency Theory states that there is no universally optimal information system; the right solution depends on organisational size, strategy, and environment (Peek, S. 2026). Kalori Ltd. is a medium sized, multi channel retailer that does not yet need a heavy, expensive ERP. A lighter, best of breed architecture connected via middleware is a better fill for its current contingency, while still allowing future upgrades.
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DOI explains how new technologies spread through an organisation. Adoption moves through knowledge, persuasion, decision, implementation, and confirmation. At Kalori Ltd., early adopters among store managers and younger staff should be identified and involved in pilot testing. Their positive experiences will influence the majority. Relative advantage (faster stock availability) and observability (clear reduction in refunds) will accelerate adoption.
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Instead of a monolithic ERP, I recommend a architecture consisting of five specialised systems integrated via low code middle ware (e.g., Zapier, Make, or Workato). This approach is more affordable, faster to deploy, and less disruptive than a full ERP, while still solving all identified problems.
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· A dedicated IMS such as Linnworks, Skubana, or Zoho Inventory.
· Real time synchronisation between all 30 store POS systems and the e-commerce platform.
· Automated reorder alerts when stock falls below thresholds (Brandingco, P. 2026).
· Multi location support to track inventory across individual stores and central warehouses.
· Barcode scanning integration to reduce manual entry errors.
[bookmark: _Toc228532391][bookmark: _Toc228532462]Marketing Automation Platform (MAP)
· Instead of a conventional CRM, a marketing focused platform such as Klaviyo, Mailchimp, or HubSpot Marketing Hub.
· Captures customer email, purchase history, and browsing behaviour from the e-commerce platform.
· Enables personalised email campaigns (e.g., “You bought a laptop last month, here are compatible accessories”).
· Tracks customer lifetime value and segments users automatically.
· Customer support can still access purchase history via a shared view.
[bookmark: _Toc228532392][bookmark: _Toc228532463]Business Intelligence (BI)
· A BI tool such as Power BI, Tableau, or Looker Studio.
· Automatically pulls sales, inventory, and customer data from the IMS and MAP.
· Provides real time dashboards for management: sales by store, turnover rates, top products.
· Predictive forecasting to reduce overstock and stockouts based on seasonal patterns.
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Knowledge Management System (KMS): A wiki or knowledge base (e.g., Guru, Notion, or Confluence) containing product specification, troubleshooting guides, and return policies. Customer support agents search this instead of asking colleagues (Nakagawa, H. 2025).
Content Management Systems (CMS): WordPress and Shopify CMS allowing marketing to update product descriptions, banners, and landing pages without IT help.
Document Management System (DMS): Google Drive for Business or Dropbox Business with folder structures for invoices, supplier contracts, and delivery notes. Full searchability and version control.
Data Warehouse: Google BigQuery or Amazon Redshift aggregates historical data from the IMS, and MAP systems for long term trend analysis (e.g., year over year sales by category).
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	Challenge
	How Solution Addresses It

	Inventory Discrepancies
	Real-time IMS syncs stores and online instantly

	Fragmented Customer Data
	MAP unifies purchase history and behaviour

	Manual Reporting
	BI Platform automates dashboards

	GDPR Non-compliance
	Role-based access in each system plus audit logs

	Lack of Integration
	Middleware automates data flow between all systems

	Slow Customer Support
	KMS provides instant answers; MAP shows purchase history

	Lost Documents
	DMS centralises invoices and contracts

	Poor Long-term Planning
	Data Warehouse enables multi-year trend analysis



Cost Effectiveness: Each system has a low monthly subscription. Total cost is significantly lower than a full ERP. Middleware subscription is minimal. Kalori Ltd. can start small and add modules ass needed.
Scalability: Adding a new store means configuring a new location in the IMS and adding staff to collaboration tools. No expensive upgrades required, The Data Warehouse scales automatically (Janipalli, S. 2025).
Ease of adoption: Each system is specialised, user interfaces are intuitive. Staff only learn the tools relevant to their role. This aligns with TAM’s emphasis on perceived ease of use (Lord, 2023).
Flexibility: Unlike a rigid ERP, this architecture allows Kalori Ltd. to replace one component (e.g., change MAP vendor) without disrupting everything else.
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A phased rollout over six months minimises disruption.
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Select and subscribe to IMS, MAP, collaboration platform, and middleware.
Clean existing data: remove duplicate customer records, perform full physical inventory count.
Set up basic integrations: e-commerce platform to IMS to MAP.
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Integrate all 30 store POS systems with IMS.
Test real time stock updates. Run parallel manual counts for one week to verify accuracy.
Go live with IMS for inventory only. Old manual system retired for stock tracking.
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Connect MAP to e-commerce platform. Import historical raw customer data.
Train marketing team on segmentation and campaign creation.
Train customer support on using MAP to view purchase histories.
Launch first personalised email campaign (e.g., abandoned cart recovery).
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Connect BI platform to IMS and MAP. Build management dashboards
Set up KMS (Notion or Confluence) and populate with product guides.
Train finance and store managers on accessing dashboards and documents.
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Roll out Slack/Microsoft Teams to all departments. Create channels for sales, inventory, finance.
Build middleware automations (Zapier/Make):
Low Stock – Slack Alert.
New sale – add customer to MAP
Monthly sales summary – post to finance channel
Train staff on using collaboration tools instead of email for cross departmental requests.
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All systems operating together. Old spreadsheets and manual processes discontinued.
Vendor support contracts in place. Internal helpdesk (email/ chat) for employee questions.
Weekly review meetings for first month to address issues.
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	Role
	Systems to Learn
	Training Hours

	Store Managers
	IMS, Slack, basic BI dashboard
	6 Hours

	Customer Support
	MAP (purchase history), KMS
	4 Hours

	Marketing
	MAP (campaigns), CMS
	8 Hours

	Finance
	BI (reports)
	5 Hours

	All Staff
	Slack (basic usage)
	2 Hours
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Kalori Ltd. cannot continue with manual inventory tracking, disconnected customer data, spreadsheet reporting, weak security, and siloed departments. These problems are already causing lost sales, customer complaints, compliance risks, and wasted labour.
Beyond the immediate operational fixes, this new architecture fundamentally changes how information flows that Kaori Ltd. Instead of employees chasing data across disconnected systems, the right information reaches the right person at the right moment – automatically. This shift from reactive to proactive management is the true long-term value of the proposal.
The recommended solution – a connected architecture of specialised systems (IMS, MAP, BI, collaboration tools such as, KMS CMS) integrated via a low code middleware, directly resolves every identified challenge. It is more affordable, flexible, and user-friendly than an ERP. Theoretical models (Activity Theory Contingency Theory, Diffusion of Innovation) confirm that this approach is organisationally well fitted for it. The six month phased implementation plan prioritises data cleaning, parallel testing, and role specific training to manage risk.
Closing Reflection: Technology: Technology alone does not fix broken operations – but the right combination of connected tools, properly implemented and embraced by staff, can transform chaos into competitive advantage. Kalori Ltd. now has a clear, practical path forward that respects both its budget and its growth ambitions. The time to act is before the next peak sales season exposes even deeper cracks.
· 
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