
Process Reengineering for Retail Operations
Redesigning store-to-head-office workflows to cut handoffs and close reporting cycles.
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Summary
A multi-outlet retailer was losing days every month to slow reporting and repeated data
entry between its stores and head office. By mapping the work end to end and removing
duplicate steps, the business cut its month-end close and the time stores spent on
administration. This is an illustrative case based on the kind of work CRCO LLP carries
out. It is not a named client, and the figures shown are illustrative.

Background
The retailer operated around 40 stores across three cities, selling clothing and household
goods. Each store kept its own sales and stock records, and head office consolidated
them for finance, purchasing and store managers. Most stores had a small team with no
dedicated administration staff, so the store manager handled reporting alongside sales.

The problem
Work moved between stores and head office through a chain of handoffs. The main points
of delay were:

1. Store managers exported daily sales from the point-of-sale system into a
spreadsheet.

2. They re-keyed stock counts that had already been recorded on paper.

3. Head office received files by email, checked them against a separate ledger and asked
for corrections.

4. Corrections went back to stores by email, sometimes after the store had already sent
its next file.

5. Finance reconciled the figures by hand at month end, which took about six working
days.

Each file was checked two or three times, and nobody owned the final version. A single
error could hold up the whole month.
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Approach
We worked with a small group of store managers, a finance lead and an operations lead
over six weeks. The steps were:

1. Walk the process. We followed one week of records from a store's first sale to head
office's final figure, and noted every handoff, wait and correction.

2. Measure. We timed each step and counted how many times each file was touched.

3. Ask why. For each correction, we asked what information was missing or unclear at
the source.

4. Separate the value. Each step was marked as adding value for the customer or the
decision, or as only checking another step.

5. Test a design. We piloted a simpler flow in six stores for four weeks before rolling it
out.

The redesigned process
1. Record once at source. The store enters stock counts directly into a shared template,

with the same codes head office uses. Paper counts are retired.

2. Validate at entry. The template rejects impossible values, such as negative stock or a
sale with no product code, so most errors never leave the store.

3. Submit on a fixed time. Each store submits by 9 pm daily. The submission is locked
after that, and changes go through a logged request.

4. Reconcile automatically. A simple check compares sales to the point-of-sale totals
each morning. Only exceptions reach a person.

5. Own the exceptions. Each exception has one owner in head office, who resolves it
within one working day.

6. Close monthly from a single file. Finance builds the month-end figures from the
locked daily files. There is no separate ledger to match.

Results
The figures below are illustrative, reflecting typical outcomes of this kind of redesign.
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The largest gain came from removing the second ledger. Once finance had one source,
most disputes disappeared.

What made the change stick
Store managers helped design it. The pilot stores found problems that head office
had missed.

One owner for the process. A named head office manager was accountable for the
flow, not a project team that disbanded.

Fewer steps, not more tools. The team used the existing point-of-sale data and a
shared template. No new system was bought.

Measures were shared weekly. Stores could see their own timeliness and
corrections, which encouraged faster fixes.

Training was short and practical. Each manager was shown the new template in their
own store.

Lessons for your business
Map before you change anything. Most of the waste was visible only once the whole
path had been followed.

Ask where each correction comes from. Errors are usually a symptom of unclear
input at the source.

Measure Before After (about 90 days)

Month-end close About 6 working
days

About 2 working days

Handoffs per daily report About 5 1

Store time on reporting each
day

About 45
minutes

About 15 minutes

Corrections returned to stores
each month

Not tracked Tracked; reduced by about half from
the first month

Daily files submitted on time Varied Above 95 percent
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Check each step against its purpose. A step that only checks another step is a
candidate for removal.

Use your existing systems first. Better rules and a shared template often beat new
software.

Name one owner. Work that belongs to everyone and no one will drift back to the old
pattern.

Pilot, then roll out. A small trial protects the business from a design that fails in
practice.

About CRCO LLP
CRCO LLP is a Hyderabad-based advisory firm working with businesses on process
improvement, business process reengineering, outsourcing, automation and data
protection. We map how work really flows, remove the steps that add no value, and help
teams keep the gains.

Book a consultation: visit the Contact page on our website, or write to us through the
enquiry form.
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